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Companies' support and fulfilment of obligations to workers return the benefits!

Employment relationships influence workers’ attitudes and performance

A research conducted in six European countries and Israel, with data from 202 companies and more than 5000 permanent and temporary employees, analysed work outcomes as jobs satisfaction, organisational commitments, intention to leave the company and performance. Job satisfaction appeared strongly related with being in job and profession of choice, skill utilisation, organisational support and violation of company obligations. Organisational commitment show strong relationships with supervisory and organisational support, and number of promises made by workers and their degree of fulfilment. Intention to quit the company are bigger when workers perceive violations of psychological contracts, when they are not in their job of choice, when feel insecure at job and when perceive lower organisational support. Finally, self perceptions of workers’ performance are strongly related with promises made by workers to the company, with job characteristics as autonomy, role clarity and skills utilisation, and with fulfilment of companies’ promises and reduced fairness. Data suggest some implications for management, as paying attention to psychological contract, organisational support, job characteristics and employment prospects, companies can improve workers’ attitudes and well-being at work`. 

A large research has been conducted recently in six European countries and Israel, with data collected from 5288 employees (1981 temporaries and 3307 permanent employees) working in 202 companies of education, industries and retail sectors. The PSYCONES project (PSYchological CONtracts across Employment Situations) has been funded by the EU and developed by members of the National Institute of Working Life (Sweden) and seven universities from Belgium, Germany, Israel, The Netherlands, Spain and UK. The project aims to analyse what variables from work and organisation influence work attitudes as as job satisfaction, organisational commitment, intention to quit the company and performance.The research also analysed the influences on well-being and health at work. 

To predict employees’ levels in job satisfaction, organisational commitment, intention to quit the company and performance (among other work outcomes), this study considered a number of work variables: employment prospects (temporary versus permanent contract, job insecurity, employability), volition (being in contract of choice, job of choice and profession of choice), job characteristics (role clarity, autonomy at work, skill utilisation and workload), supervisory and organisational support. Psychological contract, defined as the mutual of promises or obligations made by companies to workers and by workers to companies, is also considered as predictor of work outcomes. Psychological contract includes employees perceptions on what promises made their companies to them and their fulfilment, what promises made themselves to company and their fulfilment, and fairness, trust and feelings of violations in the labour exchange. 

Results of the study showed that some variables had an important influence on workers’ job satisfaction. When workers are in the job and profession of their choice, have many opportunities to use their skills at work and perceived support from the company, show higher job satisfaction. Feelings of violation of promises made by the company reduced job satisfaction. Other variables showed a moderate relationship with job satisfaction. So, workers receiving support from their supervisor, having high autonomy at work and promising and fulfilling more promises to their company show higher satisfaction. In addition, results showed that working as permanents tend to decrease job satisfaction permanent workers reported lower job satisfaction. 

The variables considered strongly affected the levels of organisational commitment. Workers are more committed with their companies as they perceive more support from their supervisor and the company. The more promises made and fulfilled by the employee to the company , the more committed were the worker. Other variables showed an influence on organisational commitment, but lower than those mentioned. So, workers in a job and profession of their choice, having opportunities to use their skills at work and being fair treated by their company are more committed with their firm. In contrast, job insecurity (anticipated risk of job loss) and company’s violation of psychological contract (perceiving feelings of betrayal and lack of interest in fulfilling promises made) let to reduced employee’s organisational commitment. Last, more committed workers are those showing more workload (having more amounts of work to do). 

Intention to quit the company was strongly related to violation of employer obligations and employee prospect variables. When employees felt that their psychological contract was breached, they showed more intention to leave the firm. When workers did not have their job of choice, they considered to leave the company more often. Other variables showed weaker relationships with intention to quit: job insecurity and employability increased the intention to leave the company. The more promises were made by the employee, the higher the fulfilment of such promises was, and the more trust employees perceived in their company, the lower their intention to quit. Role clarity (knowing clearly how to do the work), opportunities to use their skills at work and supervisory support also contributed to reduce intention to quit. After including all these variables, permanent workers showed a slight higher intention to quite the firm than temporaries. 

Self-perceived performance was showed high relationships with some variables from the study. So, workers reported better performance when reported more fulfilment of promises made to the company. Moreover, some job characteristics improved workers’ performance, as having autonomy at work, role clarity (knowing clearly how to do their work) and opportunities to use skills at work. Fulfilment of companies’ promises led to increased performance, but high performance is associated with lower perceptions of fairness. Other variables showed weak relationships with self-perceived performance: organisational support and perceptions of being employable increases job performance. In contrast, violations of psychological contract and job insecurity decreased employees’ performance. 

A general picture can be built on these data. For job satisfaction and organisational commitment, psychological contract variables, both from employer and employee obligations, showed the biggest effects. Organisational and supervisory support, and being in job and profession of choice also showed strong relationships. For intention to quit, the strongest relationships were with violation of psychological contract, employee obligations, employment prospects and organisational support. Perceived performance showed a slight different pattern, with job characteristics, fairness and employee obligations as the main related variables. 

These results may have important implications for management. Companies must fulfil the promises they made to workers, develop a trusting relationship and provide support for employees to induce positive attitudes at work and well-being. Job characteristics, mainly autonomy and opportunities to use worker’s skills have a positive influence on job attitudes and performance, so companies may benefit from redesigning jobs to promote autonomy and to facilitate the use of workers’ skills. Being in the job and profession of choice increased job satisfaction and organisational commitment, reducing turnover intention. Working with a permanent contract has an influential role on job satisfaction and intention to quit. Permanent workers tend to be less satisfied than temporaries, and they have more intention to quit their company. Paying attention to psychological contract, organisational support, job characteristics and employment prospects, companies can improve workers’ attitudes and well-being at work. 
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