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The significance of retaining committed staff is a main focus in
contemporary literature in higher education. This study seeks to address
issues related to lower employee commitment through a Social Exchange
Theory Lens to explore the buffering role of co-worker support on the
relationship between Supervisory Support (SS), Organizational Climate
(OCL) and commitment HEIs in the Public Sector Pakistan. A
quantitative and cross approach to survey was adopted as a survey
technique by 366 respondents using a proportionately stratified random
sampling method. The research theoretically argues and empirically
shows that SS and OCL have a direct relationship with organizational
commitment in the public sector HEIs. The findings suggest the
significant role of SS, the organizational climate and the commitment to
higher learning in the public sector. In addition, the findings confirm the
hypothesis regarding the buffering effect of co-workers' help in the
relationship between SS, OCL and organizational commitment. The main
contribution concerns the implementation of co-worker support as a
moderator between the relationship SS, OCL and the OC. The study also
leads to a better understanding of the mechanisms of the organizational
commitment seen in HEIs with regard to the buffering role of co-worker
support in the Pakistani context.
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1. Introduction
The organizations operating from a resource based view require employees to perform beyond
expectation to achieve a sustained competitive advantage (Abbas et al., 2015). The contemporary higher
education arena is highly competitive with top management highly interested to figure out how to make
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employers more committed and loyal than ever realized before (Holtom, Mitchell, Lee, & Eberly, 2008).
Organizations are increasingly paying attention to issues that go hand in hand with organizational
commitment such as lack of training and development and unconducive organizational climate.
McGunnigle and Jameson, (2000) in their ground breaking paper contends training and development
and good work climate are evaluated as critical factors for enhancing organizational commitment. In
the same vein many have been carried out in the context of higher education system which depicts
significance of organizational commitment particularly in western context (Prowse & Prowse, 2009)
while scarce treatment had been extended as evident from scant published studies on its key part in
economic development of countries (Bok, 1990). Thus, it can be said that in domains of higher
education, the foremost asset for its success is commitment of its academic staff as we move towards
embracing the ideals of knowledge-based economy (Humphreys & Hoque, 2007).
The higher education access in Pakistan had risen considerably in the past two decades. The
greater accessibility to higher education had created opportunities for faculty mobility and student
preferences. This trend is manifested in works of Abulkareem et al. (2015) who proclaims that almost
19,000 university employees switch jobs for better prospects in South Asia. Likewise, Saba, (2011) study
concluded that almost 5 % of the employees’ exhibit lack of commitment in public sector universities of
Pakistan. Earlier scholars stressed the importance of the commitment that workers who are well
encouraged and dedicated perform well and remain loyal. The literature review shows that more
research is required in the field of employee commitment particularly in public HEIs, in Pakistan. Thus,
this study aims to probe further the relationship between SS, OCL, Coworker support, and commitment
of academic staff in public sector universities in Pakistan.
It is demonstrated that education sector play major role in the development of every society.
Similarly, skilled and committed employee is necessary for the success of any university. Employees
who are more devoted towards an organization are anticipated to perform better. However, a review of
literature demonstrates that contemporary organizations consider the concept of OCL as a major
concern and an ongoing challenge (Meyer & Parfyonova, 2010; In the light of these issues, Universities
in the public sector must consider and mitigate the problem of low employee commitment. Public
universities in Pakistan must, in the first place, consider the possible factors leading to a lack of
commitment on the part of employees to address this issue. In general terms the factors that impact OC
in the context of Pakistan have been investigated by a number of researchers. However, there is lack of
consensus in terms of agreement in findings vary considerably due to variations in number of variables
and context. Despite this, the issues of OCs among academics in public sector universities require more
attention than ever realized before (Ahmad, Bibi & Majid, 2017; Bibi, Ahmad, & Majid, 2018For public
sector universities, the lack of employee commitment remains a major concern. Ahmad el at, (2017)
also stated that the public institutions are facing high employee’s turnover and lack of commitment.
In generally terms, variables which influence OC were examined in empirical terms by
researchers. However, lack of consensus stems in the findings from various studies as multiple and
variety of variables have been examined in different context but amidst this there is need to uncover
and investigate further (Abbas, Yousafzai & Khattak, 2015).In addition, as a moderator, the
incorporation of co-worker support would fill the theoretical void found in literature. The main
contributions of this undertaking had spawned from attempt to introduce co-worker support in the
form of moderating variable between SS, OCL and academic staff commitment. Earlier researchers such
as Wang, Odell and Schwille, (2008); Rousseau and Aube, 2010 had examined effects of co-worker
support as moderating variable to measure job stress levels. However, specifically the use of Social
exchange theory to examine relations between SS, OCL and OC is conspicuous by its absence.
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Consequently, in view of literature, In previous study, there is no evidence that all these variables are
studied together, especially in the context of Pakistan.. Therefore, the present study aims to fill the gap
by demonstrating all these variables together to ascertain their relationship in explaining OC in
Pakistan particularly in public HEIs.
2.
2.1

Literature Review
Organizational commitment
Nurturing and sustaining OC is crucial for organizations, because employees are mission critical
assets of a firm in accordance with resource-based view of a firm. Several researchers have defined OC
in their own manner. According to Meyer and Allen, (1997), “OC refers to emotional bond of employee
with organization to admit prevalent values and goals”. Kwon and Banks, (2004) contends that OC
plays a significant role to germinate a spirit of motivation, reduce stress and job-hopping practices in
employees. It is evident that a committed employee walks an extra mile in pursuit of organizational
objectives (Bibi, Ahmad, & Majid, 2016; Meyer et al., 1989). This idea also goes in sync with social
exchange theory from domains of sociology which contends that individuals reciprocate to institutional
support in the shape of OC and loyalty (Beham, 2011; Newman, 2011). Based on the preceding
discussion, thus it can be said that securing committed and motivated workforce is important strategic
issue for education institutes.
2.2

Supervisor Support and Organizational commitment
Supervisory support is a vital tool of HRM practices which effects employee commitment. The
supervisory support is assessment and instruction of performance of employees regarding career
management, job direction, and expansion of career network of employee (Tan, 2008). Likewise, the
provision of such support is important for motivating, developing and retaining teaching faculty
(Bigliardi et al, 2005). Stronger and friendly supervisor-subordinate relationship increases the degree
of employee commitment to be in the company longer. (Eisenberger et al, 1990). Supervisor support is
likely to enhance employee commitment. Similarly, Silbert (2005) have discussed that talented and
skilled employees are very important for any organization and the effective way to retain is providing
them friendly environment and supportive and friendly supervisor.
Furthermore, It is important to research the supervisory support and its impact on OC. As there
is little study have been done to find out the supervisory support and its impact on employee
commitment in education sector in KP, Pakistan.
Literature review also highlighted that there is controversy in the finding of previous
researchers such as Chandna and Krishnan (2009) found no relationship between SS and OC.
Furthermore, a researcher also proclaims that supervisor support styles differ from organization to
organization due to organizational cultural differences. The previous studies also recommend that
additional research is needed to examine the relationship between SS and OC in the framework of
South East Asia. Mainly in public sector HEIs. Hence the first hypothesis of this study is:
Hypothesis 1: There is positive relationship between SS and OC.
2.3 Organizational Climate and Organizational Commitment
The concept of organizational climate has been well-defined as observations of organizational
environment by the employees of any organization (Edgar and Geare, 2005). Organizational climate
refer to the environment where employee perform their duties (Danish, Ramzan & Ahmad, 2013). It is
self-evident that certainly; conducive working climate encourages employees to achieve their
organizational goals. Therefore, organizations should create such working climate that supports to
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enhance the employee commitment level. Mangi et al, (2011) and Moos (1994), describe work
environment as the individual understands of daily work environment of the organization i.e, clean
services cape and surrounding. Moreover, many other studies such as Abdullah and Ramay, (2012)
Vanaki and Vagharseyyedin, (2009) also found that organizational climate had imperative and positive
relationship with OC. However, extensive literature review reveals that a whopping majority of the
studies on organizational climate have been undertaken in a variety of sectors with dismal attention
paid on higher education especially in Pakistan.
The current study espouses employee perception of their work place surrounding thereby
organizational climate was has been deliberated as independent variable here. Furthermore, the
literature supports that conducive work climate is very effective for enriching employee experience and
work so that they could effectively achieve organizational goals and showcase positive employee
behaviors. The literature has also outlined that work environment can foster a culture of positivity that
could help individuals to do more for less. Hence, based on reviewed literature on organizational
climate and commitment the second hypothesis is proposed as:
Hypothesis 2: There is positive relationship between organizational climate and OC.
Having established the corresponding hypothesis for two of the elements of the study we now
divert our attention towards the remaining variables in ensuing paragraphs.
2.3

Coworker Support (Moderating Variable) and Organizational Commitment
In HEIs, co-worker support is considered to be a vital source of OC. The term coworker’s
relations refer to relationship amongst employees operate at same level in the organization and
communicate each other for organizational related issues (Rousseau & Aube, 2010). Moreover, coworkers can be responsible for required support that creates encouraging and helpful working
atmosphere that may lead colleague to a feeling of dedication toward organization. Therefore, employee
support is necessary and plays a crucial role in OC and job-related trends. (Chiaburu & Harrison,
2008). Similarly, in other studies of Covey (1991), Leonard and Leonard, (2003) and Senge (1990)
support the idea that academics perform better when they work together. The line of reasoning so far
supports notion of reciprocity as enunciated in SET theory especially when employees perceive
organization caters for opportunities of T&D, and conducive working climate as well as supportive coworkers.
Renowned scholar which include Tschannen-Moran, (2001); Knapp, (2003); Jarzabkowski,
(2003); Wang, Odell and Schwille, (2008) supports positive result of academic staff coworker support.
This involve a number of variables such as a positive attitude towards teaching, a decrease in work
tension, work efficiency improvements, increased motivation, improved professional growth,
supporting new colleagues and improving the dedication of academic staff. Therefore, the support of
colleagues is necessary and plays a crucial role in OC. It therefore proposes that coworker support be a
moderating variable in the connection between SP, organizational climate and OC. Theoretically,
coworker support could moderate the relation between SP, organizational climate and commitment in a
variety of ways. As such, the recurrent trend shows that workers who have the support of their peers
are more dedicated to the organisation than those that do not have the support of peers (Rousseau &
Aubé, 2010). In order to fill this gap, the present study places coworker support as a moderating
variable and purposes to further explore its effect on SP, organisational climate and OC, Hence, this
research study hypothesizes as follows.
Hypothesis 3: Coworker support moderates the association between SS, and organizational
commitment.
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Hypothesis 4: Coworker support moderates the association between organizational climate and OC.
3. Methodology
3.1
Procedure & Participants
Zikmund, Babin, Carr and Griffen, (2012) contends that sample size should be representative of
the entire population. This study considers Krejcie and Morgan, (1970) table in order to ensure the
sample size is well enough and equivalent representative of the entire population. Based on Morgan
table which suggest that for the total population 3550, the minimum sample size of 350 is adequate.
Thus, the sampling technique that is utilized as part of this study is the proportionate stratified random
sampling. A total 650 questionnaires were distributed to gather data from public HEIs in Khyber
Pakhtunkhwa (KP), Pakistan. Proportionate stratified random sampling is most suitable method for the
current study. The main intention for using this technique is to provide the equivalent representation to
each university irrespective of their size and to shun sampling error (Creswell & Poth, 2017). A total of
370 questionnaires from academic staff were collected. 80% of 370 respondents were males; 61 % of
the respondents were lecturers, 29 %assistant professors, 7% associated professor and 3% professor.
70% of the participants’ hold Ms/M.Phil degree, 25% hold Master’s degree and the only 5% of the
participant hold degree of doctorate. 65% of the participants were married and 35% were single. In
terms of experience, only 44.5% of the respondents spent 1-10 years working in university.
3.2 Measurement
Here OC is operationalized as willingness of the academics to accept and agree with university
values and goals (Allen & Meyer, 1997). To assess OC nine items short version of Mowday, Steers &
Porter, (1979) was used. Supervisory support refers to the interpersonal relationship between the
manager and the subordinate in the organization (Tan, 2008). An eight items of London (1993) were
incorporated to assess supervisory support. Organizational climate was operationalized as prevalence of
good and safe working environment for the academic staff so that the can performed their function for
the betterment of the institute (Edgar & Geare, 2005). The four items proposed by Edgar & Geare
(2005) were used to measure organizational climate. Co-worker support – coworker support is the level
of support expressed among peers in an organization (Ducharme & Martin’s, 2000). In the current
study, coworker support is operationalized as the assistance, help and care received by an employee
from their colleagues in assigned tasks, and they operate at same level, with no formal authority of one
over another. Co-worker support was incorporated with ten questions employed by Ducharme and
Martin’s (2000). All the questions were measured on a seven-points Likert scale, where 1 indicates
strongly disagree and 7 indicates strongly agree.
4. Results
The analysis for the purposes of this study has been carried out with Smart PLS version 2.0
packages.
4.1
Convergent validity
In order to establish convergent validity in accordance with Hair et al. (2010), who have
suggested the three types of estimation viz. Firstly, factor loading, secondly, average variance
extraction (AVE) and lastly, composite reliability (CR). As indicated in the Table 1 all the items loading
were above 0.5 which is appropriate value and acceptable as mentioned by (Hair et al., 2010).
Therefore, total eight items were deleted (CS5, CS6, CS7, CS8, CS9, CS10, SS8) as there loading value
were below 0.5, and only 24 items were retained out of 31 items. Additionally, given Table 1 also
reveals that CR for almost all constructs is greater than 0.7 as well as the AVE exceeded 0.5 threshold
as suggested by Hair et al., (2010).
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Table 1. CVA (factor loading, CR and AVE of Latent variable)
Construct
Items
Loadings
Coworker Support
1
0.906
0.916
2
0.923
3
0.754
4
0.946
Organizational Commitment 1
0.577
2
0.781
3
0.884
4
0.835
5
0.796
6
0.898
7
0.959
8
0.950
9
0.905
Organizational Climate
1
0.901
2
0.927
3
0.957
4
0.934
Supervisor Support
1
0.794
2
0.790
3
0.932
4
0.798
5
0.928
6
0.932
7
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AVE
0.770

CR
0.930

0.730

0.960

0.85

0.958

0.765

0.957

4.2

Discriminant Validity
Discriminant validity is aimed to confirm the construct validity and explore association among
latent construct, which seek to ensure that the measures which shouldn’t be related was examined
considering the scale Fornell and Lacker’s (1981). The square root of AVE ought to exceed the variance
shared among the constructs of the study as recommended by Fornell and Lacker’s (1981). In the same
way, cross-loading is another alternative to the treatment of discriminate validity, which is also
comprehended by matching most outer loadings with cross-loadings(Hair, et al., 2013). As reported in
table 2, confirming the discriminant validity of the outer model, as the diagonal values are better than
the other value of the row and column in which they are placed (Hair et al, 2010).
Table 2: Square Root of AVE and Correlation

Coworker Support
Supervisor Suport
Organizational
Commitment
Organizational Climate

CS
0.878
0.011
0.190

SS

OC

0.875
0.237

0.855

0.227

0.408

0.142

OCL

0.923
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The following stage involved examining the standardized path coefficients for the purpose of
testing hypothesized relationships considered in the study. Consequently, in Smart PLS applications,
the bootstrapping method was used to achieve the final data. Table 3 and Figure 1 show the results of
the structural model of the study..

Figure 1 Structural Model with Moderator
Table 3: Structural Model
Hypothesis Relationship
HI
H2
H3

H4

Beta Standard TPDecision
(β)
Error
Statistics Value
-> 0.259 0.046
5.394
0.00 supported

Supervisor
Support
Organizational Commitment
Organizational
Climate
-> 0.135 0.061
Organizational Commitment
Supervisor Support * Coworker 0.413 0.108
Support
->
Organizational
Commitment
Organizational
Climate
* 0.247 0.144
Coworker
Support
->
Organizational Commitment

1.892

0.03

supported

4.606

0.00

supported

2.420

0.01

supported

There exists a significant relation in SS and OC as reported in above Table III, beta=0.259,
t=5.394 and p <0.00. Furthermore, the outcome also presented an evidence of a positive connection
between organizational climate with a beta=0.135, t =1.892 and p <0.03. In addition, this research has
used a product indicator approach to analyze the buffering role of coworker support in the
combination of supervisory support, organizational climate and OC (Helm, Eggert, & Garnefeld, 2010).
The outcomes of structural model displayed a support for hypothesis 3, with β =0.413, t = 4.606, p
<0.000 and hence found it statistically significant. Figure 2 reveals moderating effect of coworker
support on the relationship between SS and OC, which suggests a positive link between SS and OC for
public universities than for universities with lower co-worker support.
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Figure 2: Interaction effect of coworker support on SS and commitment.
Similarly, Hypothesis 4 was endorsed with results of statistical significance in the structural model (β
= 0,247, t = 2,420, p < 0,01). Figure 3 displays the moderating impact of coworker support on the
association between the organizational climate and the OC, indicating a stronger positive relationship
between the organizational climate and the OC of public universities with higher coworker support than
public HEIs with comparatively lower coworker support.

Figure 3: Interaction effect of coworker support on organizational climate and OC.
Furthermore, the r square for OC is 0.42 which suggests that the SS and organizational climate
explain 42 percent variance in it.
5. Discussion
The core intention of this research was to analysis the impact of SS and organizational climate
over the OC of academics of public higher education institutions (HEIs) in Pakistan. The results of the
current study suggest an imperative relationship between the SS and the OC. The results are consistent
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with the findings of previous studies. (Ahmad, Kura, Bibi, Khalid, & Rahman Jaaffar, 2019). This implies
that if employees have earned adequate support from supervisors, the employee would exhibit
constructive conduct towards their organization in return. Thus, the support of the manager is one of
the key factors that affect the commitment of the employee. SET also supports verdicts that, if academic
workers receive support from the organization as a result, they feel empowered and increase their
degree of commitment to their organization. (Newman et al., 2011).
The results also confirmed existence of imperious link between the organizational climate and
commitment. The result of present research study is consistent with Ekvall, Frankenhaeuser and Parr
(1996), signifying that good and safe organizational climate have positive effect on OC. The association
between organizational climate and commitment at organizations is also explained by SET theory (Blau,
1964), which suggests that when employees are provided with better working climate, they are more
committed with the organization. Thus, the outcome showed that when organizations pay proper
attention to provide conducive organizational climate, the employee are more committed with the
organization. Therefore, the universities and HEC should ensure providing conducive working climate
to academic staff in order to enhance their commitment level.
Hypothesis 03 was used to determine whether coworker support moderates the relationship
between SS and OC. The empirical outcomes confirm this hypothesis (β =0.413, t = 4.606, p <0.00).
The present study also supports the argument of Zhou & George, (2001) that Coworker support plays a
crucial role in OC, exchanging ideas and delivering coaching practices.. The current study suggests that
good friendly relationship between academic staff of higher education institutions in Pakistan can
increase higher level employee commitment. Thus it is evident that coworker has the ability to create
pleasant or unpleasant surroundings. It is also a proof that a decent and supportive interpersonal
relationship of a coworker makes work simpler and joyful enough to improve job satisfaction and
employee commitment.
Moreover, the PLS path modeling outcomes shown that the coworker support moderates the
association between the organizational climate and OC as shown in Table 3 (β = 0.247, t =2.420, p
<0.01). The outcome of this study suggests that coworker support moderates the relationship between
the independent (organizational climate) and dependent variables (OC) for public universities with high
coworker support than for public universities with low coworker support. Therefore, hypothesis 4 was
supported. Similarly, this finding is also supported by prior finding such as Babin and Boles, (1996) that
coworker support plays major role in development of positive atmosphere at workplace. When
employees feel that they were supported by the organization and coworker, they were more committed
to the organization. The findings indicated that coworker support play vital role in the development of
positive atmosphere at workplace; it improves and supports to increase the OC level of the academic
staff particularly in the public sector universities. It may also because of the nature of profession where
academic staff interacts with each other frequently, share their knowledge, skill and improve to achieve
common organizational goals. The current outcome also displays that when coworkers are supportive
and encouraging it affects the OC.
6. Implications
The results here lay ground for some theoretical and practical implications related to SS,
organizational climate, and commitment. As such it adds to the literature on supervisor support,
organizational climate, and commitment. The study was set to find clarity over previous erratic
outcome of research and further effort was taken by the current researcher to overcome the limitation
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highlighted in the previous research.
As such, in addition to theoretical contributing to the body of knowledge by investigating and
reporting the moderating effects of co-worker support to more clearly elucidate the association between
the SS, Organizational climate and commitment at organizations. Research results confirmed the notion
that training and growth and the organizational climate are of the utmost importance in increasing the
OC of academic staff. This covers the practical standing of the research for policy makers and
practitioners. In addition the HR and HEI divisions should also consider the moderating influence of
coworker support on the SS association, the organizational climate and the OC. In addition, the HR and
HEI divisions may also consider the moderating influence of coworker support on the SS connection,
the organizational climate and the employee support. Inside each institution, through employee has
colleagues who perform the task at the same level in the organization. Hence, Coworker support is also
critical and plays a key role in the commitment of employees.
7. Limitations and suggestions for future research
The limitation of the research; first of all, only university staff in KP, Pakistan are the sample in
this research. Future study can therefore be extended to other parts of Pakistan. Second, the present
analysis considered cross-section methodology. The future research will therefore consider a
longitudinal process. Third, only academic staff were respondents to this study and thus non-academic
staff may be included in the survey for future studies. Further analysis in other fields, such as
manufacturing and service sectors or private universities is also suggested.. And finally, this study
employed only two issues (i.e. supervisor support and organizational climate) to study OC. Therefore,
more study is necessary to shed light in future on other issues which also effect OC, because OC is
attributed to many factors, which is not only limited to supervisor support and organizational climate in
higher institutions specially in KPK Pakistan, such as transactional leadership style, transformational
leadership styles, promotional opportunities and Assessment of performance.
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