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Exploring manager-subordinate dyads: The 'moderating effect 'of s.upervisory sup-
port on the relationship between work locus of control and job involvement
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this article the moderating effect of supervisory support on the relationship between work locus o_f control md pb
::volvemem is investigated. Seventy non-managerial banking employees consfimted the sample. Usm; t.he statistical
technique of Moderated Multiple Regression, results indic_aled lh_ll high supervisory support enhances jOP u.'nv_ol\.lem?m
of employees with an external locus of control orientason. ngh. supervisory support was found o inhibit job in-
volvement of employees with an internal locus of control orientation. Limitations of the results are discussed, as are
implications for leadership research and practice.

In hierdie artikel is ondersoek ingestel na die modererende effek van toesighoudende ondersteuning op die verhouding
tussen lokus van kontrole in werksverband, en werksbetrokkenheid. Die steekproef het bestaan uit sewentig werk-
nemers in die bankbedryf, onder bestuursvliak. Resultate van die statistiese tegniek ‘Modererende Veelvuldige Regres-
sie’, het aangetoon hoe toesighoudende ondersteuning werknemers met 'n eksterne lokus van kontrole se werksbetrok-
kenheid verhoog. Daar is egter ook bevind dat toesighoudende ondersteuning die werksbetrokkenheid van werknemers
met 'n inteme lokus van konwole, inperk. Beperkinge van die resultate word bespreek, asook die implikasies van
leierskap in die praktyk en vir toekomstige navorsing op die gebied.

*To whom correspondence should be addressed.

Considering the overall job satisfaction of the British con-
stabulary, Gilbert and Sullivan (1879) state that, ‘the police-
man’s lot is not a happy one’. Indeed, the same can fre-
quently be said of the South African manager. Pressurised
from above for greater productivity and from below for
better wages and working conditions, the manager has an
unenviable task. Research into the intricacies of managerial
leadership in South African organizations represent one way
to attempt to alleviate this situation.

Leadership has been described as one of the most ob-
served, yet least understood phenomena in existence (Co-
gill, 1986). However, effective leadership is a key factor for
the successful functioning of an organization (Cogill, 1986;
Vroom, 1983). Poor leadership is often given as a reason
for inadequate organizational performance, and effective
leadership for numerous organizational successes (Cogill,
1986). Indeed, Vroom contends that

‘Any knowledge which the behavioral sciences can

contribute to the aid in the identification and enhance-

ment of leadership in organized human endeavour

would be of immense societal value’ (1983: 1528).
Consequently a good understanding of the phenomenon of
leadership is ultimately of great importance to enhanced
organizational functioning at the micro-level, and sustained/
enhanced economic growth at the macro-level. The critical
shortage of managerial personnel in the South African in-
dustrial environment (see Chalmers, 1986) provides strong
theoretical and practical justification for pursuing new and
improved approaches towards organizational leadership
within South Africa.

A new and promising approach to leadership study is
George Graen’s Leader-Member-Exchange (LMX) theory
(Dienesch & Liden, 1986; Vecchio, 1985). Indeed, a
measuring instrument designed for the LMX model was
found o be psychometrically satisfactory for two South
African middle manager samples (N’s = 243 & 181) and
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one sample (N = 54) of Black, South African industrial
workers (Nunns, Ballantine, Buns, & King, 1990). An in-
teresting aspect of this approach is that the LMX theory
stresses the importance of focusing on the individual dyadic
relationships between supervisors or managers (termed
‘leaders’), and each of their subordinates (termed ‘mem-
bers’) (Vecchio & Gobdel, 1984). Thus, in terms of this
approach, the unit of analysis is the manager-subordinate
dyad. Other contemporary theories of leadership focus
primarily on the manager’s behaviour (e.g., McGregor’s
Theory Y, Blake & Mouton’s Managerial Grid, Fiedler’s
Contingency Theory, and Hersey & Blanchard’s Situational
Leadership Theory), and typically prescribe a ‘general
leadership style’ approach, appropriate for all situations
(Gist, 1987). What these theories tend to ignore is the
continuous reciprocal influence between manager and sub-
ordinate which Graen & Scandura (1987) describe as a role-
making process. Such reciprocal influence results in a
unique relationship (termed an ‘exchange’) between a man-
ager and each subordinate, characterized in terms of a
relatively high or low quality. Thus in terms of the LMX
theory, effective managerial leadership is expressed as an
integrative effort between manager and subordinate, cha-
racterized by high mutual trust, interaction, support and the
provision of both formal and informal rewards (i.e., high
quality exchange) (Dienesch & Liden, 1986). Conversely,
ineffective leadership is characterized by low levels of trust,
interaction, support and reward (i.e., a low quality ex-
change) (Dienesch & Liden, 1986). In short, effective man-
agerial leadership is described as being consistent with a
participative or democratic management approach, rather
than an autocratic approach. Indeed, a recent survey con-
ducted with twenty groups of black, blue-collar workers (N
= 128) revealed that the workers want to be included in the
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decision-making process of their organizations, wan{ to con-
wribute their ideas as well as their skills, and want to be
treated as equals (Alfred, 1991).

Generally, research has supported the LMX approach in
the American and Japanese industrial environments (Die-
nesch & Liden, 1986; Scandura, Graen, & Novak, 1986).
High quality manager-subordinate exchanges have been as-
sociated with improving subordinates’ role development
(Dansereau, Graen & Haga, 1975), improved subordinate
productivity (Graen, Novak, & Sommerkamp, 1982b; Scan-
dura & Graen, 1984), and enhanced subordinate job satis-
faction and involvement (Dansereau et al, 1975; Graen,
Novak, & Sommerkamp, 1982). Furthermore, high quality
LMX was found to predict employee turnover better than an
average leadership style approach (Graen, Liden & Hoel,
1982a).

Notwithstanding such encouraging results, much research
is needed to examine the host of factors that can influence
the quality of the manager-subordinate dyadic relationship.
Adopting an open-systems perspective, such factors could
include individual inputs (e.g., personality, cognitive and
attitudinal factors, as well as the behaviour of members of
the dyad), group and organizational inputs (e.g., group
norms, organizational policies, procedures and practices),
and even environmental inputs (e.g., societal norms and
laws, township stress and so forth). Not only must these
factors be identified, but their relative importance must be
assessed in order to avoid unwieldy and cumbersome
theoretical models. Dienesch & Liden’s (1986) Leader-
Member Exchange model simply refers to manager and
subordinate ‘characteristics’ without specifying what such
characteristics constitute. Moreover, how these character-
istics interact is also unspecified. To attempt to identify and
test the interrelationships between all possible variables
affecting the quality of manager-subordinate dyadic re-
lationships is far beyond the scope of a single study. How-
ever, the present article is an attempt to contribute to this
area in a small way.

The aim of the present article is to examine the modera-
ting effect of supervisory support (a component of leader-
ship) on the relationship between subordinates’ work locus
of control (a personality variable) and their job involvement
(an employee attitude associated with a high quality
manager-subordinate dyadic relationship). Furthermore, the
interrelationship between these variables is examined from
the point of view of the subordinate. The importance of
these psychological variables in the workplace and rationale
for their hypothesised interaction is now discussed.

Job involvement is a complex concept based on cogni-
tion, action and feeling (Gergen, 1971). It is defined as a
person’s psychological identification with his or her specific
job (Jans, 1982). Indeed, high job involvement reflects the
importance of a person’s job to his or her self-concept
(Lawler & Hall, 1970; Lodahl & Kejner, 1965). Job in-
volvement is an important employee attitude as it has been
associated with effective participation in decision making
(Rabinowitz & Hall, 1977), high quality manager-sub-
ordinate relationships (Nunns et al., 1990), and, inversely
with destructive interpersonal conflict (Nunns, 1987), em-
ployee tardiness, absenteeism, and labour turnover (Mitchell
& Larson, 1987). In terms of Graen’s Leader-Member Ex-
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change model, job involvement is identified as an important
outcome of the leadership process. In terms of this model,
subordinates who experience high quality relationships with
their managers enjoy grealer communication, trust, in-
fluence in decision making and discretion with their man-
agers than those who experience low quality exchanges
(Kozlowski & Doherty, 1989; Liden & Graen, 1980). In
return, the subordinate commits himself to greater degrees
of involvement and commitment in the functioning of a de-
partment (Scandura & Graen, 1984). Such greater involve-
ment and commitment typically exceeds that required by
the member’s formal employment contract (Graen et al.,
1982b).

Thus it is important to understand factors associated with
employee job involvement. This is because high job in-
volvement reflects, at least in part, the existence of an ef-
fective leadership process. Furthermore, feelings of re-
latively low or high job involvement can influence
employee behaviour in ways which are either advantageous
or deleterious to organizational welfare (Mitchell & Larson,
1987).

A personality variable that has been used to explain em-
ployee job involvement is that of locus of control (Spector,
1982). Indeed, past research on this construct indicates that
it correlated significantly (r's = 2 & .35) with job
involvement (Reitz & Jewell, 1979; Runyon, 1973). Rot-
ter’s (1966) concept of internal-external locus of control de-
scribes the degree to which an individual believes that re-
inforcements are contingent on his or her own behaviour or
are independent of it. Thus people who believe they have
control over their own behaviour and destiny are referred to
as ‘internals’, that is, they believe that at least some control
over their lives resides within themselves. On the other
hand, ‘externals’ believe that their behaviour and conse-
quent reinforcements are determined by external agents, for
example, by luck, fate, chance or powerful others (Joe,
1971). Thus ‘internals’ would experience greater work
motivation and job involvement as they perceive themselves
as having greater control over their work environment than
their ‘external’ counterparts (Spector, 1982). More recently,
domain-specific measures of the construct have been
developed which have evidenced enhanced construct valid-
ity for the domain (Adler & Weiss, 1988; Funrham, 1986;
Spector, 1988).

Consequently, in this article the construct of work locus
of control was used. This construct is concemned specifically
with employees’ loci of control within the work domain.
Research indicates that the behaviour of internals and exter-
nals differ across organizational settings (see Spector,
1988). In general, intemals tend to believe that they can
control the work environment through their behaviour, and
thus atiempt to exert more control than externals, provided
that control is perceived to lead to desired outcomes or re-
wards (e.g. promotions, salary increases and career ad-
vancement) (Spector, 1982; Spector, 1988). Internals and
externals respond differently to supervisory styles (Spector,
1982). Internals look to themselves for direction; externals
look to others. For example, Runyon (1973) found internals
to be more satisfied with a participative supervisory style
than externals. This is because internals perceive themselves
as being better able to control their own destinies under a
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icipative, as opposed to a directive or autocratic super-
s:s‘:ryl?tyle. Alternatively, externals were found to be more
satisfied with directive supervision than internals (Runyon,
1973). Mitchell, Smyser & Weed (1975) found internals to
be more satisfied with a participative supervisory style than
externals in a sample of 900 United States public utility
employees. Furthermore, in the same study, externals were
found to be more satisfied than internals with a directive
supervisory style. Cravens & Worchel (1977) conducted a
laboratory simulation of a repetitive job. This entailed
subjects working on a manual task under a supervisor who
used either a coercive or a non-coercive style to increase
productivity. It was found that internals complied less with
the coercive supervisor than did externals.

Thus, the research clearly indicates that a different super-
visory style is appropriate depending on a subordinate’s
locus of control orientation. However, existing research on
the interaction between leadership variables, and employee
personality, has typically concentrated on directive versus
participative supervisory styles (Runyon, 1973).

Supervisory support has been identified by various lead-
ership theories as an important component of effective
supervision (Likert, 1967; Steers & Porter, 1987; Taylor &
Bowers, 1972). However, there is a lack of research on
supervisory support on the locus of control-employee atti-
tude relationship.

Supervisory support is a component of social support
(Howse, 1987). Social support can be offered by non-work
and/or work-related sources. Non-work related sources in-
clude family members, friends and peers. Work-related
sources include co-workers and supervisors (Howse, 1987).
Likert’s (1967) principle of supportive relationships states
that an effective supervisor should be perceived by sub-
ordinates as a person whose primary concern is building
and maintaining the subordinate’s sense of personal worth.
Furthermore, Likert (1967) states that the more often a
supervisor is perceived as supportive by a subordinate, the
greater will be the impact of the supervisor’s behaviour on
the subordinate’s performance. House (1981) maintains that
a supportive supervisor provides an employee with all the
necessary resources (goods and services) and information
required for coping with or solving problems that an em-
ployee may be facing. The provision of these various
elements of supervisory support should ensure that task
requirements are understood, situational constraints
identified and adequate tools and resources provided.

Supportive supervisors ensure that employees understand
tl!eir goal§, and help and encourage employees who have
difficulty in attaining goals rather than resorting to punish-
ment. Thus, supervisory support is defined as a positive,
construcve and helpful attitude toward employees (Locke
& Latham, 1984). However, as argued earlier, whereas such
support and help would be of value to an employee with an
extemnal locus of control, the internal employee might well
be annoyed by the same supervisory behaviour.

Method
Subjects

Questimnaire's were distributed o 100 randomly selected
non-managerial banking employees. Of the 100 distributed,
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70- useable questionnaires were returned. The resulti
sample comprised 70% females, 86% whites, and 79% Eng-
lish speaking (M age = 31, SD = 11; M tenure [years) = §,
SD = 6; 14% had no matric, 70% had matriculated, ang
16% had post-matric qualifications). A letter was attached
to the questionnaire setting out the purpose of the study and
informing subjects that participation in the research wag
voluntary. Furthermore, subjects were not required to reveal
their names and were asked to mail the completed question-
naire directly to the researchers in prepaid addressed en-
velopes, to ensure confidentiality.

Measures

To assess the dimension of work locus of control, Spector’s
(1988) work locus of control scale was used. The scale isa
16-item measure of generalised control beliefs in work set-
tings, with low scores representing internality and high
scores externality (Spector, 1988). Spector (1988) reports
alpha coefficients of .85 for four samples (N’s = 86, 41,
101 & 496), and alpha’s of .75 and .80 for a further two
samples (N's = 292 & 160). In the study reported in the
prekent article, the scale was found to demonstrate an ac-
ceptable level of reliability (< = .85). Spector (1988) re-
ports significant correlations in the predicted direction with
conceptually related constructs including job satisfaction
(r's [256 & 496] = -68 & -43; p < .05) and Rotter’s
(1966) General Internal-External Locus of Control Scale
(r’s [144, 160 & 496) = .57, .55, & .49; p < .05).

Supervisory support was measured by the 3-item super-
visory support scale of the Taylor & Bowers’s (1972) Lead-
ership Effectiveness scale. Taylor & Bowers (1972) report
an internal consistency measured by Cronbach’s alpha of
94 for a sample of 325 work-groups in an oil refinery.
Furthermore, Spearman-Brown reliability coefficients rang-
ing from .90 to .93 were reported for 1048 subjects selected
from seven types of organizations (Taylor & Bowess,
1972). Test-retest reliability over a six month period of r =
45 (p < .001) was reported by Bluen (1986) for a South
African sample. Cronbach’s alpha was used to assess inter-
nal consistency reliability, which yielded a coefficient of
0.91 for this article.

The dimension of job involvement was measured by
means of Jans’ (1982) four-item scale (of which one is re-
verse scored). High scores reflect a high degree of job if-
volvement (Jans, 1982). Alpha coefficients of .80 and .78
are reported by Jans (1982) while Nunns (1987) reports a8
alpha coefficient of .68 for a South African sample. Accept-
able evidence for the reliability of this scale was demod-
strated on the sample in the present article (=< = .80).

Statistical analysis

The statistical technique of moderated multiple regressiod
was used 1o assess the moderating influence of supervisory
support on the relationship between locus of control and job
involvement. Before conducting the analysis, three assump-
tions underlying multiple regression were assessed (Lewls-
Beck, 1980). Accuracy of measurement was established 3
all measures evidenced satisfactory internal consistency &
liability. The existence of linear relationships between the
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independent and dependent variable, and between modera-
tor and dependent variable was established by inspection of
scatter plots. Absence of multicollinearity was demonstrated
as the independent variables were not found to be signifi-
cantly correlated to each other (Lewis-Beck, 1980).
Furthermore, any biographical variable significantly re-
lated to a dependent variable requires inclusion as a co-
variate in the moderated multiple regression analysis to re-
duce the possibility of spurious results (Bluen, 1986; Naele
& Liebert, 1980). After testing for this, sex, age and tenure
were included in the analysis as co-variates. Results of the
regression analysis are presented in Table 1. After ex-
cluding 24% of the variance contributed by co-variates (i.e.,
sex = 7% , age = 16% and tenure = 1%), the interaction
term of locus of control by supervisory support yielded a
statistically significant result. This result indicated that
supervisory support moderated the locus of control-job in-
volvement relationship for the sample (F = 9.04, p < .05),
accounting for a 9% increment in explained variance.

Table 1 Moderated multiple regression analysis of
work iocus of control (independent variable), supervis-
ory support (moderator), and job involvement (depend-
ent variable)

Standard Changed F-
Variable Beta error R? R value
Covariates
Sex -1.70 0.90 007 007 6.90*
Age -1.08 0.05 023 0.16 15.90**
Tenure -0.19 0.11 024 001 075
Main effects
Locus of control (LC) 029 0.12 027 003 267

Supervisory support (SS) -1.47 047 027 000 066

Interaction effects

LCxSsS 0.03 0.01 036 009  9.04**

*p<.05
**5< .01

The direction of the moderating role of supervisory sup-
port in the relationship between locus of control and job in-
volvement is illustrated in Figure 1. The graph indicates
that internals who have high supervisory support are less in-
volved (M = 8.81) than internals who have low supervisory
support (M = 9.85). On the other hand, externals who have
high supervisory support are more involved in their jobs (M
= 10.94) than externals who have low supervisory support
M = 10.00).

Discussion

Results reported in the previous section support the hypo-
thesis that supervisory support moderates the relationship
between work locus of control and job involvement. This
finding is consistent with Lawler & Hall's (1970) con-
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Figure 1 Graphical representation of supervisory support modera-
ting the work locus of control job involvement relation

clusion that people differ as a function of their personality
in the degree to which they are likely to become involved in
their jobs. In this regard, research has indicated a significant
relationship between locus of control and job involvement,
with internality resulting in greater job involvement (Reitz
& Jewell, 1979; Runyon, 1973). Also, supervisory style has
been found to be significantly correlated with job involve-
ment (March & Simon, 1958; Siegal & Ruh, 1973; White &
Ruh, 1973). More pertinent to the present article, super-
visory support (an aspect of effective supervision) has been
found to be positively related to job involvement (Ander-
son, 1964; Jones, James & Bruni, 1975).

What then is the relevance of this fairly obvious finding?
It stands to reason that people who prefer to rely on their
own resources (i.c., employees with an internal locus of
control orientation) become less involved with their jobs
when their managers or supervisors insist on giving them
unwanted assistance. Apart from the predictable response
that one now has some empirical proof for the obvious, this
finding relates to the broader issue of the need to explore
the factors involved in effective manager-subordinate dyads.
The result of the present article indicates that the interaction
of work locus of control and supervisory support account
for only a small, yet significant proportion (i.e., nine
percent) of the total variance explained. This finding
indicates that, in providing subordinates with supsrvisory
support, a manager should take account of the internal/
external orientation of each subordinate.

However, this finding also suggests that there are a host
of other factors that affect high quality dyadic exchanges.
Indeed, in the role-making process, the manager and sub-
ordinate negotiate and reach agreement (either explicitly or
implicitly) on a number of aspects of their relationship such
as the extent of information shared and subordinate in-
fluence in decision making, the type of tasks assigned, the
degree of the subordinate’s autonomy and authority, and the
extent of supervisory support, concern and trust provided by
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the manager (Graen & Scandura, 1987; Kozlowsl?i & Do-
herty, 1989). This process is extremely complex involving
many factors requiring research to identify them and es-
tablish their influence.

However, a number of limitations of the present article
can be identified. Firstly, the sample comprised a greater
proportion of women (i.e., 70%) than men (i.e., 30%). Se-
condly, the sample consisted of predominantly, White, Eng-
lish speaking subjects (i.e., 86%). The greater proportion of
White, English speaking women in the sample would limit
the generalisability of the findings (Bluen, 1986). Clearly,
additional research would be necessary to address this.
Finally, letters and questionnaires were administered in
English and not necessarily in the home language of the
subject. However, respondent questionnaires were scruti-
nized on their return for response bias or obvious signs of
the subject misunderstanding the instructions or questions in
order to overcome such potential confounds.

Research has generally supported the efficacy of Graen's
Leadership model in various overseas industrial environ-
ments (Dicnesch & Liden, 1986; Scandura et al., 1986).
Based on the favourable research findings, this leadership
approach is worthy of further research. For cxample, the
concept of work locus of control represents a potentially
useful personality variable for use in Dienesch & Liden’s
(1986) Lcadership model and warrants further research.
Given the acute shortage of managerial leaders in South
Africa at present, research in this area could well be a
fruitful endeavour.

In the present article only three variables, namely, work
locus of control, supervisory support and job involvement
were examined from the perspective of the subordinate. In
order to understand more fully not only the variables in-
volved (such as work values, other personality variables
such as thc Type A and B personality, organizational
culwre, policies and practices etc.), but also how they
interact from both the manager’s and the subordinate’s per-
spective, a great deal of research is required.
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