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RELATIONSHIPS BETWEEN SUPERVISOR TURNOVER
INTENTION AND SUBORDINATE PERCEIVED
ORGANISATIONAL SUPPORT AND POSITIVE MOOD
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(2) University of North Carolina at Charlotte, USA

The current study utilised organisational support theory to consider whether
supervisors’ intention to leave the organisation could contribute to subordi-
nates’ perceived organisational support (POS) and positive mood. Using hier-
archical linear modeling, we found that supervisors’ turnover intentions were
related to subordinates’ POS, and subordinate POS mediated the relationship
between supervisor turnover intention and positive mood. Supervisors who
intend to leave may no longer feel obligated to help the organisation reach its
goals. The reduced felt obligation may affect their willingness to provide aid
to the subordinates below them, resulting in reduced POS and positive mood
of subordinates.

In recent years, researchers have begun to recognise the utility of studying
the relationships between phenomena that exist at different levels of the
organisation (Kozlowski & Klein, 2000). Consistent with this trend, organi-
sational researchers have explored how attitudes and behaviours of individu-
als at one level of the organisation influence the attitudes and behaviours of
individuals at other levels. One area of interest has been the influence of
supervisor-level attitudes with subordinate-level attitudes and behaviours
(e.g., Shanock & Eisenberger, 2006; Tepper & Taylor, 2003).

Researchers in the area of perceived organisational support (POS) recent-
ly began studying the relationship between supervisor and subordinate level
variables relevant to POS. POS refers to employees’ global beliefs concern-
ing the extent to which the organisation values their contributions and cares
about their well-being (Eisenberger, Huntington, Hutchison, & Sowa, 1986;
Rhoades & Eisenberger, 2002). The recent multi-level research in this area is
based on organisational support theory (OST: Eisenberger et al., 1986), a
derivative of social exchange theory. OST supposes that employees who
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believe that the organisation cares about them and values their contributions
feel obligated to give back to the organisation for its favourable treatment and
do so via enhanced performance and commitment and participation in extra-
role behaviours such as helping other employees (Eisenberger, Armeli,
Rexwinkel, Lynch, & Rhoades, 2001; Rhoades & Eisenberger, 2002).
Accordingly, Eisenberger et al. (2001) found that postal employees’ felt
obligation to the organisation mediated a positive relationship between POS
and such extra-role behaviour as helping co-workers and the supervisor. By
helping other employees carry out their jobs more effectively, such efforts
would aid the organisation, as well as other employees, leading to greater
productivity (Bell & Menguc, 2002; Lynch, Eisenberger, & Armeli, 1999;
Rhoades & Eisenberger, 2002). Recognising the value of high POS employ-
ees, researchers have conducted numerous investigations to understand the
factors that influence employee POS.

Many previous studies have examined the extent to which supervisors
contribute to their subordinates’ POS through the subordinates’ perceptions
of support provided by the supervisor (see Rhoades & Eisenberger, 2002 for
review). Support from supervisors is theorised to relate to POS because
supervisors are often perceived as representatives acting on behalf of the
organisation (Eisenberger et al., 1986). Consistent with this view, using a
longitudinal panel design, Eisenberger, Stinglhamber, Vandenberghe,
Sucharski, and Rhoades (2002) found that retail employees’ perception of
support from their supervisor was positively related to the employees’
changes in POS. Thus, perceived supervisor support (PSS) is an antecedent
of POS.

Despite perceived supervisor supports’ role as an important antecedent of
POS, there has been little theoretical or empirical consideration of factors
leading supervisors to treat subordinates supportively (Shanock &
Eisenberger, 2006). Recent research has begun to explore the potential con-
tribution of supervisors’ own attitudes toward the organisation to the atti-
tudes of the subordinates below them. Shanock and Eisenberger (2006)
utilised a multilevel research design to show that supervisor’s POS was pos-
itively related to their subordinates’ perceptions of supervisor support.
Subordinates’ perceived supervisor support, in turn, was positively associat-
ed with their POS and (in-role and extra-role) performance. Furthermore,
subordinates’ perceptions of support from the supervisor mediated positive
relationships of the supervisors’ POS with their subordinates’ POS and per-
formance. These findings suggest that supervisors’ attitudes towards the
organisation may affect their subordinates’ POS and performance in part
because of how supportively they treat the subordinates below them.

The Shanock and Eisenberger (2006) study, which focused on supervi-
sors’ POS, was the first to examine whether supervisors’ attitudes towards
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the organisation could influence subordinates’ POS. In the present study, we
build on the recent multilevel POS research by examining for the first time
the notion that supervisors’ turnover intention may contribute to subordi-
nates’ POS and by considering how supervisors’ intent to quit may con-
tribute to subordinates’ positive mood at work through reduced POS.

Supervisor turnover intention and subordinate POS

The theoretical basis for the hypotheses that supervisors’ intentions to
leave the organisation influence subordinate POS is drawn from the logic of
recent trickle down approaches based on social exchange. Like organisation-
al support theory, Masterson’s (2001) analysis of social exchange in organi-
sations emphasised the obligation of employees to repay favourable treat-
ment received from the organisation. Masterson suggested that, in the case of
service employees, their receipt of favourable treatment from the organisa-
tion would have a “trickle down” effect on their treatment of customers.
Masterson found that service employees who perceived they were treated
fairly responded by treating customers well.

Tepper and Taylor (2003) extended this approach to the relationship
between supervisors and their subordinates. Tepper and Taylor (2003) argued
that supervisors who perceived they were treated fairly by the organisation
could reciprocate by treating subordinates more favourably. Accordingly,
Tepper and Taylor (2003) reported that supervisors’ perception that they had
received fair treatment was positively related to their subordinates’ ratings of
extra-role behaviours exhibited by their supervisors, including help with dif-
ficult assignments, showing respect, and help in skill building. These find-
ings agree with the implication of organisational support theory that supervi-
sors who have favourable experiences with the organisation would feel an
obligation to repay the organisation, and suggest that such a felt obligation
would result in increased support of other employees. Consistent with this
view, Shanock and Eisenberger (2006) found that the higher the supervisor’s
POS, the higher their subordinates PSS, POS, and in-role and extra-role per-
formance. The trickle-down models of Masterson (2001), Tepper and Taylor
(2003), and Shanock and Eisenberger (2006) are a good start in providing
evidence that supervisors’ attitudes and experiences with the organisation
may affect the treatment of those below them. Those studies suggest the need
for an expanded view of the consequences of supervisor attitudes towards
their job and the organisation to include supportive actions towards others
not previously considered relevant, such as subordinates. High POS supervi-
sors would meet their increased obligation to help the organisation reach its
objectives in part by providing support and resources to aid subordinates
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(Shanock & Eisenberger, 2006).

The present study builds on this logic by examining the extent to which
supervisors’ intentions to leave the organisation relates negatively to their
subordinates’ POS. Individuals with intentions to leave the organisation are
often unsatisfied and frustrated with the job or the organisation (Johns,
2001). Although turnover intention has been found to relate to a number of
negative outcomes such as reduced performance and extra-role behaviours
such as helping other employees (Johns, 2001), to date no study to our
knowledge has considered how the turnover intention of supervisors may
affect those below them. Supervisors who intend to leave the organisation are
likely to no longer feel obligated to help the organisation reach its goals. As
such, supervisors may not feel as obligated to provide help, resources and
support to subordinates if they intend to leave the organisation as if they were
staying. Because supervisor actions tend to be viewed as indicative of the
overall organisation’s benevolent or malevolent intent (Levinson, 1965), we
expect that supervisors intention to leave will have a negative relationship
with subordinate POS.

Hypothesis 1: Supervisors’ turnover intentions will be negatively related
to subordinates’ POS.

Subordinates’ POS and positive mood

Employee mood has been described as a general emotional state on a
given day, or the state component of affectivity which is influenced by envi-
ronmental factors such as one’s work environment (George, 1991; George &
Brief, 1992). Positive mood is the emotional state described as feelings of
enthusiasm, alertness, and excitement (Watson, Clark, & Tellegen, 1988) or
a zest for life (Burke, Brief, George, Roberson, & Webster, 1989). Positive
mood has been a focus of interest to organisational researchers because it has
been found to relate to favourable outcomes such as increased helping behav-
iour (e.g., Eisenberger et al., 2001) and creative thinking (George & Brief,
1992).

Brief and Weiss (2001) and George (2000) suggest that leaders’ actions
affect how lower-level workers feel, but to our knowledge no study has yet
considered how supervisors’ own attitudes towards the organisation (e.g.,
intention to leave the company) may affect the mood of those below them.
To date, much of the research in this area has investigated leaders’ emotion-
al expression. For example, the charismatic leadership literature demon-
strates that leaders who use emotions to appeal to their workers stimulate
powerful emotions in their followers (Conger & Kanungo, 1994). In a labo-
ratory study, Lewis (2000) found that followers of leaders who expressed
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anger reported feeling more nervous and less relaxed than followers of lead-
ers expressing sadness or no emotion. Followers who observed leaders
express sadness reported less enthusiasm and greater fatigue than followers
who observed leaders expressing anger or no emotion. Like the notion that
the emotional expression of leaders affects follower emotions, it may be that
leaders also influence follower mood through the help, support and resources
they provide which would lead to a positive perception of the organisation
overall (higher POS).

Previous research suggests that POS influences employees’ affective reac-
tions to their job, including positive mood (Rhoades & Eisenberger, 2002).
In a meta-analysis of the antecedents and consequences of POS, Rhoades and
Eisenberger (2002) found a large effect size between employee POS and job
related affect (i.e., positive mood). This relationship may occur in part
because POS serves the function of fulfilling socio-emotional needs such as
esteem, approval, and respect (Eisenberger et al., 1986, Rhoades,
Eisenberger, & Armeli, 2001). Also, POS is thought to contribute to employ-
ees’ feelings of competence and worth, which in turn enhances positive
mood (Eisenberger et al., 2001; George & Brief, 1992).

Consistent with previous findings, we expect that there will be a positive
relationship between subordinate POS and positive mood. In the present
study, we also hypothesise that supervisor turnover intention will relate to
positive mood indirectly through its relationship with subordinate POS.

Hypothesis 2. Subordinates’ POS will be positively related to subordi-
nates’ positive mood.

Hypothesis 3. Subordinates’ POS will mediate the relationship between
supervisors’ turnover intentions and positive mood

The full hypothesised model is shown in Figure 1.

Supervisor
Turnover
Intention

Subordinate
Mood

Subordinate
POS

Figure 1
Hypothesised relationships between supervisors’ turnover intentions
with subordinates’ POS and positive mood
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Method
Sample and procedure

Six hundred nine non-supervisory corrections employees of a state cor-
rectional agency in the mid-eastern region of the United States were given
the opportunity to complete surveys. The employees voluntarily completed
the survey during muster, a 10-15 minute period prior to their shift. Surveys
were administered by the correctional agency’s Human Resource
Department personnel. To encourage candidness, employees were given ver-
bal and written assurances that their individual responses would be confi-
dential and that data would be presented to the organisation in aggregate
only. So that subordinate responses could be matched to their supervisor
responses, employees were asked to provide their names and their supervi-
sor’s names on a detachable portion of the survey. Surveys were returned
immediately after they were completed or were returned in sealed envelopes
to Human Resources. Human Resource personnel detached the identifying
information, assigned identification numbers to each participant, and sent the
surveys to the researchers with identification numbers only. Ninety-seven
employees returned questionnaires with their own and their supervisor’s
names for a response rate of 16%.

Like subordinates, the 92 supervisors employed at the organisation were
given the opportunity to complete their survey during muster. To help ensure
a good supervisor response rate, supervisors identified by subordinate
respondents, but who did not initially return a survey, were given a second
opportunity to complete a supervisor survey at another muster. Surveys were
returned by 44 of the 92 employed supervisors (48%). Supervisor and sub-
ordinate surveys were then matched. Fifteen subordinate surveys did not
have corresponding supervisor surveys and thus were not included, resulting
in a final subordinate sample of 82 (97 minus 15). Similarly, the 10 surveys
completed by supervisors whose subordinates did not complete surveys were
not included, resulting in a final supervisor sample of 34 (44 minus 10).
Thus, once supervisor and subordinate responses were matched, the final
sample was 82 employees with 34 corresponding supervisors. The number of
supervisors exceeds the criterion of 30 suggested by Hofmann (1997) for
level-2 units in hierarchical linear modeling. The average number of employ-
ee responses per supervisor was 2.15, ranging from 1 to 13 responses per
supervisor.

The participating employees were from three corrections facilities belong-
ing to the same correctional agency. Of the subordinate respondents, 41%
were from the first site, 37% were from the second site, and 13% were from
the third site. There were no significant differences in subordinate POS or
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mood across the three sites. Of the supervisors, 44% were from the first site,
35% tfrom the second site, and 21% were from the third site. There were no
significant differences in supervisors’ turnover intentions across the three
sites. On average, the subordinate respondents had been with the organisa-
tion for 79.8 months (SD = 50.1) and the mean age was 44.1 years (SD =
10.1). The mean tenure for supervisors was 80.0 months (SD = 38.3) and the
mean age was 46.5 years (SD = 7.8). On average, 42% of the subordinates
and 18% of the supervisors were female, and 45% of the subordinates and
82% of the supervisors were male.

Measures

Employees at all three facilities completed the same measures. All vari-
ables were measured with 5-point Likert-type scale of agreement (1 = strong-
ly disagree; 5 = strongly agree). The anchors for the positive mood scale
were slightly different and are described below.

Turnover intention

This two-item scale measures an employee’s intention to leave the organ-
isation. The items are from the Michigan Organizational Assessment
Questionnaire (Cammann, Fichman, Jenkins, & Klesh, 1983). A sample item
is “I will probably look for a new job in the next year”.

Perceived organisational support

Prior studies surveying many occupations and organisations provide evi-
dence for the high internal reliability and unidimensionality of the Survey of
Perceived Organisational Support (Eisenberger, Fasolo, & Davis-LaMastro,
1990; Eisenberger et al., 1986; Rhoades & Eisenberger, 2002). Therefore,
Rhoades and Eisenberger (2002) state that POS may be assessed with just a
few items from the SPOS, as long as the items encompass the facets of the def-
inition of POS (valuation of employees’ contribution and care about employ-
ees’ well-being). Consistent with this recommendation, we used six items from
the SPOS to assess subordinate POS that represented both facets of the defin-
ition of POS. Sample items include “My work organisation values my contri-
bution to its well-being” and “My work organisation strongly considers my
goals and values” and were the same used by Roch and Shanock (2006).

Positive mood
Adapted from the Brief, Burke, George, and Robinson (1988) measure of
mood, this 5-item scale measures how the employee typically feels on an
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average day at work. For each mood item (e.g., elated, active, enthusiastic)
respondents indicated how they typically felt on a 5-point Likert-type scale
(1 = very little; 5 = very much).

Results
Descriptive statistics and correlations

Means, standard deviations, internal reliabilities, and intercorrelations
among the variables are reported in Table 1. All measures showed high inter-
nal reliabilities, with coefficient alphas ranging from .72 to .81. The pattern
of correlations was consistent with the hypothesised relationships. That is,
supervisors’ turnover intentions had a statistically significant positive rela-
tionship with the potential mediator, subordinates’ perceived organisational
support, and with subordinates’ positive mood, the outcome variable. Also,
subordinates’ perceived organisational support had a statistically significant
positive relationship with subordinates’ positive mood.

Table 1
Means, standard deviations, alpha reliabilities, and intercorrelations
among variables

Variable M SD 1 2 3
1. Supervisor Turnover Intention 2.53 1.04  (.78)
2. Subordinate POS 3.07 71 22%  (.81)
3. Subordinate Positive Mood 3.20 .80 .22% 26% (.72)

Note. N = 34 for supervisor variables. N = 82 for subordinate variables. Alpha reliabilities are
reported in parentheses on the diagonal. POS = perceived organisational support. * p < .05. **
p <.01. Correlations between Turnover Intention and all other variables were computed using N
= 82. Thus, for this table, supervisor Turnover Intention scores (N = 34) were assigned to each
of the individual employees in each supervisor’s group.

Discriminant validity of subordinate constructs

We conducted a factor analysis to provide evidence of the distinctiveness
of the two subordinate constructs (POS and positive mood). Given the mod-
est sample size, we conducted an exploratory factor analysis using principal
axis factoring and an oblique rotation. The scree plot showed two clear breaks
and two eigenvalues above 1.0 for two factors, providing initial evidence that
POS and positive mood are best represented as two factors. There were also
no problems with cross-loading items, however one POS item (This organisa-
tion shows little concern for me, loading = .24) and one positive mood item
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(elated, loading = .19) loaded below the typically accepted cutoff of .30
(Tabachnick & Fidell, 2001). All other items loaded well above the cutoff on
the appropriate factor. Because the items were from established measures, we
retained them for the remainder of the analyses. However, the continued suit-
ability of these items may be worthy of examination in future research. One
possibility is that the item suitability may depend on the context. For exam-
ple, it may be that in the current context of a correctional facility, the word
‘elated’ is not highly relevant to describe the mood of employees.

Relationships of supervisors’ turnover intention with subordinates’ POS
and positive mood

Hierarchical linear modeling (HLM Version 6.0; Raudenbush, Bryk,
Cheong, & Congdon, 2004) was used to assess the degree to which supervi-
sors’ turnover intention was related to subordinates’ POS and mood, and
whether subordinates’ POS mediated the relationship between supervisors’
turnover intention with subordinates’ positive mood. Hierarchical linear
modeling allows for the appropriate modeling of nested data as was the case
in the present study (Hofmann, Griffin, & Gavin, 2000). In the present study,
subordinates were nested within supervisors, that is, subordinates within any
given work group share the same supervisor and are thus nested rather than
independent. HLM accounted for this nesting and allowed us to examine the
hypothesised influences of a supervisor-level variable (supervisor turnover
intention) on subordinate-level variables (subordinates POS and positive
mood) as well as relationships among subordinate-level variables (subordi-
nate POS relationship with positive mood).

Table 2 shows the HLM models used to test our predictions. Consistent
with Hofmann, Morgeson, and Gerras (2003) and Shanock and Eisenberger
(2006), we report a series of models 1) to test our hypotheses and 2) to test
for cross-level mediation using the steps that correspond to those required to
show mediation in standard hierarchical regression (Kenny, Kashy, & Bolger,
1998). The regression coefficient for each of the relationships tested with
HLM is designated by the parameter y,,. In support of hypothesis 1, Model 1
demonstrated that supervisors’ turnover intentions had a significant negative
relationship with the potential mediator, subordinates’ perceived organisa-
tional support (yy; = -.16, p < .05). Model 2 shows support for hypothesis 2,
which predicted that subordinates’ POS would be positively related to sub-
ordinates’ mood (y;, = .29, p < .01). Because this model is testing two vari-

ables at the subordinate level, the regression coefficient for this relationship,
as tested by HLM is v,



252 SUPERVISOR TURNOVER INTENTION AND SUBORDINATE ATTITUDES

Table 2
Hierarchical linear models and results
Coefficients Variance Components
Model Yoo (CL) Yo (CL)  y,/(C.L) @ ot T

Model 1 — Relationship of
supervisor turnover intention
with subordinate POS
L1: POSU = [30_/+ rij
L2: By = Yoo+ 101(TL) +Up 3.08%*%/ -.16%/ 45 .04
(2.99-3.16) (-.22-(-.09))

Model 2 — Relationship of

subordinate POS and

positive mood
L1: Mood;; = fBy; + By; (POS) + ry;  3.20%%%/ 20%%/ .61 .00 .00
L2: By = voo+ Uy (3.12-3.28) (.19-39)

Models 3 & 4 — Mediation of

supervisor TI-subordinate mood

by subordinate POS
L1: Mood; = By; +ry; 3.20%%%/ - 157/ .63 .00
L2: By = voo+ 101(TL) +Up (3.12-3.28) (-.22-(-.07)

L1: Mood; = fy; + By; (POS;) + 1
L2: By = Yoo+ You(TL)) + Uy 3.20%0% 11/ 26%%/ 6000 .00
L2: By = vi0 + Uy (3.11-329)  (-.02-20)  (.14-.39)

Note. L1 =Level 1; L2 = Level 2; POS = perceived organisational support; TI = turnover intention; Mood = posi-
tive mood; o = Intercept of Level 2 regression predicting fBy; ; Yo, = Slope of Level 2 regression predicting f3y;

Y10 = Intercept of Level 2 regression predicting f3; (pooled level 1 slopes); 02 = Variance in Level 1 residual (i.e.,
variance in ry); Too = Variance in Level 2 residual for models predicting f3; (i.e., variance in Up); t;; = Variance
in level 2 residual for models predicting f3); (i.e., variance in U)). T p < .10, * p <.05, ** p <.01, ***p < .001.
95% confidence intervals.

Next, we tested whether the initial predictor variable (supervisor turnover
intention) has a significant relationship with the outcome variable (subordi-
nate positive mood). Model 3 in Table 2 shows that supervisors’ turnover
intentions was negatively related to subordinates’ mood with a p-value of .06
(Model 3: vy, = -.14, p = .006), just above the traditional .05 cutoff. However,
Kenny et al. (1998) have suggested that this step is not required to demon-
strate mediation. The essential steps to demonstrate cross-level mediation, as
for mediation using standard hierarchical regression are 1) the existence of a
relationship between the initial variable and the mediator variable (supervi-
sor turnover intention and subordinate POS, which was supported in
Model 1), 2) the existence of relationship between the mediator variable and
the outcome variable controlling for the initial variable (relationship between
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subordinate POS and positive mood, controlling for turnover intention), and
3) the demonstration of a significant indirect effect. Because step 1 was suc-
cessfully met in Model 1 above, we continued with the additional steps need-
ed to demonstrate mediation.

To test for POS’ potential mediation of the relationships of supervisors’
turnover intentions with subordinates’ positive mood, we additionally need-
ed to show that the mediator, POS, predicted positive mood, controlling for
supervisors’ turnover intentions. Thus, POS was added to the model in which
supervisors’ turnover intensions predicted subordinates’ mood (see Model 4
in Table 2). When conducting such cross-level mediation analyses, Hofmann
and Gavin (1998) recommend grand-mean centring the potential mediator
(here, POS) upon its inclusion in the model. Grand-mean centring the medi-
ator allows an appropriate assessment of the relationship of the mediator with
the outcome variable (Hofmann & Gavin, 1998). Therefore, POS was grand-
mean centred when added to each model. POS significantly predicted mood
controlling for supervisors’ turnover intentions (y;, = .26, p <.05).

The final step of mediation, assessing the significance of the indirect
effect of supervisors’ turnover intentions on subordinates’ mood through
POS, was tested using the z-prime method (MacKinnon, Lockwood,
Hoffman, West, & Sheets, 2002). The z-prime method and Kenny et al.’s
(1998) procedure are similar in that they use an identical formula to calculate
an indirect effect of the independent variable on the outcome variable
through the mediator. However, as demonstrated by MacKinnon et al.
(2002), the z-prime method provides more power and a lesser Type 1 error
rate than the Kenny et al. (1998) approach. This is because the two approach-
es differ in the statistical distribution used to determine whether the indirect
effect is significant. Specifically, because the estimate of the indirect effect is
not normally distributed, Mackinnon et al.’s (2002) z-prime method uses a
critical value of .97 for the test of significance, rather than 1.96, for the Z.
The indirect effect of turnover intention was significant (Z = -1.65, p < .05).
This result supports Hypothesis 3 by demonstrating the mediating role of
POS on the relationship of supervisors’ job turnover intentions with subordi-
nates’ positive mood.

Discussion

In summary, supervisor turnover intention was negatively related to sub-
ordinates’ POS. It appears that supervisors who plan to leave the organisa-
tion may have a negative effect on their subordinates’ perceptions of the
organisation as a caring and supportive place to work. In addition, subordi-
nates’ POS mediated the relationship between supervisor turnover intention
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and subordinates’ positive mood, suggesting that reduced POS experienced
by subordinates of a supervisor who intends to leave may result in reduced
positive mood at work. Given that positive mood has been shown to result in
favourable outcomes such as innovation and helping behaviour (cf Rhoades
& Eisenberger, 2002), this finding is of practical importance to organisations.

Theoretical contributions

The findings of our study are consistent with recent multilevel research,
which reasons that employee attitudes may influence the attitudes of others
within the organisation, particularly when these attitudes and behaviours are
passed down the organisational hierarchy. For example, “trickle down” mod-
els of the transmission of supervisor attitudes to subordinates emphasise
social exchange theory (Masterson, 2001; Shanock & Eisenberger, 2006;
Tepper & Taylor, 2003). Our study contributes to the literature on trickle
down social exchange effects by suggesting that the turnover intentions of
supervisors may have an impact on perceptions of organisational support and
ultimately the mood of employees at lower levels of the organisation. To our
knowledge, research to date has not considered how a supervisor’s desire to
leave an organisation may affect those under her command. We hope that our
study will help encourage social exchange accounts such as organisational
support theory to consider what happens in the organisation when a supervi-
sor decides to leave but has not yet left the organisation. It is likely that the
supervisor’s social exchange relationship with the organisation is weakened,
and the supervisor would no longer feel obligated to help the organisation
reach its goals, which for supervisors includes providing support to subordi-
nates.

Future research could extend our study with the assessment of felt oblig-
ation of the supervisor as an explanatory mechanism for the relationship of
turnover intention with subordinate POS, and also consider other implica-
tions for the organisation and for subordinates of a supervisor’s intention to
quit. Future research may also examine moderating effects of the relationship
between supervisor turnover intention and subordinate perceptions and
behaviours. The extent to which supervisor turnover intention has a negative
effect on subordinate outcomes may depend on the reason the supervisor
intends to leave. Supervisors who are leaving due to a spousal relocation are
likely to act differently during their remaining tenure than supervisors who
are leaving because they have negative perceptions of the company.
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Practical implications

Understanding the potential influence of supervisor intention to leave on
subordinates’ perceptions and mood also has practical implications. As
demonstrated by previous research, employees who feel supported and are in
a heightened mood perform better, are more creative, are more committed to
the organisation, and are less likely to leave the organisation (George & Brief,
1992; Rhoades & Eisenberger, 2002). Our results suggest that one way to
enhance employees’ POS and mood is to ensure that employees at superviso-
ry-level positions have a desire to stay with the organisation. Upon finding out
that a supervisor plans to leave the organisation, the organisation might want
to take special care to make sure that the subordinates of these supervisors
continue to receive the resources and support they need to do the job.

Also, succession planning for supervisory positions as part of an overall
talent management strategy may help. With a succession plan in place,
human resource professionals or other organisational representatives could
let subordinates know who their new supervisor will be as soon as possible
after a supervisor decides to leave. This may reduce ambiguity for the future
and may help mitigate negative effects on mood by serving as an indication
that the organisation cares about the subordinates’ well-being. Another strat-
egy would be for organisations to head off the potential negative effects of
supervisors deciding to leave by discussing with employees the positive
aspects of the organisation and the supervisor’s reasons for leaving upon
hearing that the supervisor intends to leave.

Finally, using regularly scheduled diagnostic tools about supervisors’ sat-
isfaction with their job could help organisations identify dissatisfied supervi-
sors and explore alternatives that would alleviate their discontent before the
supervisor decides to leave. For example, supervisors who are dissatisfied
with factors related to their specific department or position might be trans-
ferred to one with a better fit. In this situation, such a strategy would be ben-
eficial for supervisors as well as their subordinates.

Limitations

The primary limitation of this study is the small sample size resulting
from a subordinate response rate of 16% and the need to match supervisor
and subordinate responses. The supervisors had a much higher response rate
(48%), however, the process of matching subordinates to supervisors result-
ed in the loss of several participants at each level. One implication of the
level of usable responses is that we must caution that our results may not be
representative of the organisation as a whole. Having a small sample size also
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limits the statistical power necessary for showing significant relationships if
they do exist (Tabachnick & Fidell, 2001). According to a multilevel power
analysis (Snijders & Bosker, 1993), to obtain a reasonable power level of .80
we would either need to increase our level 1 (subordinate) sample size from
an average of 2 responses per supervisor to an average of 4 responses per
supervisor or increase our level 2 (supervisor) sample size to 60 supervisors.
However, despite our sample size, we were able to find support for our
hypotheses. The only relationship in our model that was not significant was
the direct relationship of supervisors’ turnover intentions with subordinate
positive mood (p = .06). The significance of that relationship is not vital
given that we proposed and found support for an indirect relationship of
supervisor turnover intention with positive mood.

Another limitation is that our study employed a cross-sectional design.
Although the relationship of supervisors’ turnover intentions with subordi-
nates’ mood was mediated by POS, we can not rule out reverse causality: that
subordinates’ mood and POS influence the extent to which the supervisors
intend to remain with the organisation or that subordinates’ mood may influ-
ence their ratings of POS. However, previous theory and research on POS
and mood and on the relationship of supervisor attitudes with subordinate
outcomes is consistent with the direction of our models (Eisenberger et al.,
2002; Shanock & Eisenberger, 2006).

A third limitation is that the POS and positive mood measures both came
from the subordinates, which could result in common method variance
(Podsakoff, MacKenzie, Lee, & Podsakoff, 2003). The relationship between
POS and mood could be due more to common response styles used by the
subordinates as they completed the measures and less to their standing on the
target constructs. Although this is a possibility, previous studies that measure
both POS and mood provide evidence to suggest that these constructs are
related yet distinct (Rhoades & Eisenberger, 2002).

Conclusion

In conclusion, our results suggest that supervisors’ own turnover intentions
may have a negative impact on subordinates’ perceptions of the overall organ-
isation (POS) and on subordinates’ positive mood on a daily basis at work as
mediated by POS. We used organisational support theory to suggest that
supervisors who plan to leave the organisation may have a reduced sense of
felt obligation to help the organisation reach its goals, with negative implica-
tions for subordinates. This theoretical explanation adds to the social
exchange perspective employed in recent multilevel research involving super-
visors and subordinates which has suggested that supervisors with positive
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attitudes toward the organisation will feel obligated to treat subordinates bet-
ter, resulting in better subordinate POS. Subordinate POS and positive mood
have the potential to positively influence important organisational outcomes
such as commitment, performance, creativity, and citizenship behaviour.

References

Bell, S.J., & Menguc, B. (2002). The employee-organization relationship, organiza-
tional citizenship behaviors, and superior service quality. Journal of Retailing,
78, 131-146.

Brief, A.P.,, Burke, M.J., George, J.M., & Robinson, B.S. (1988). Should negative
affectivity remain an unmeasured variable in the study of job stress? Journal of
Applied Psychology, 73, 193-198.

Brief, A.P., & Weiss, H.M. (2001). Organizational behavior: Affect in the workplace.
Annual Review of Psychology, 53, 279-307.

Burke, M.J., Brief, A.P., George, J.M., Roberson, L., & Webster, J. (1989). Measuring
affect at work: Confirmatory analyses of competing mood structures with con-
ceptual linkage to cortical regulatory systems. Journal of Personality and Social
Psychology, 57, 1091-1102.

Cammann, C., Fichman, M., Jenkins, G.D., Jr., & Klesh, J.R. (1983). Michigan
Organizational Assessment Questionnaire. In S.E. Seashore, E.E. Lawler, PH.
Mirvis, & C. Cammann (Eds.), Assessing organizational change: A guide to
methods, measures, and practices (pp. 71-138). New York: Wiley-Interscience.

Conger, J.A., & Kanungo, R.N. (1994). Charismatic leadership in organizations:
Perceived behavioral attributes and their measurement. Journal of
Organizational Behavior, 15, 439-452.

Eisenberger, R., Armeli, S., Rexwinkel, B., Lynch, P., & Rhoades, L. (2001).
Reciprocation of perceived organizational support. Journal of Applied
Psychology, 86, 42-51.

Eisenberger, R., Fasolo, P., & Davis-LaMastro, V. (1990). Perceived organizational
support and employee diligence, commitment, and innovation. Journal of
Applied Psychology, 75, 51-59.

Eisenberger, R., Huntington, R., Hutchison, S., & Sowa, D. (1986). Perceived orga-
nizational support. Journal of Applied Psychology, 71, 500-507.

Eisenberger, R., Stinglhamber, F., Vandenberghe, C., Sucharski, I.L., & Rhoades, L.
(2002). Perceived supervisor support: Contributions to perceived organizational
support and employee retention. Journal of Applied Psychology, 87, 565-573.

George, J.M. (1991). State or trait: Effects of positive mood on prosocial behaviors.
Journal of Applied Psychology, 76, 29-307.

George, J.M. (2000). Emotions and leadership: The role of emotional intelligence.
Human Relations, 53, 1027-1055.

George, J.M., & Brief, A.P. (1992). Feeling good doing good: A conceptual analysis
of the mood at work-organizational spontaneity relationship. Psychological
Bulletin, 112, 310-329.

Hofmann, D.A. (1997). An overview of the logic and rationale of hierarchical linear



http://www.ingentaconnect.com/content/external-references?article=0033-2909()112L.310[aid=24187]
http://www.ingentaconnect.com/content/external-references?article=0033-2909()112L.310[aid=24187]
http://www.ingentaconnect.com/content/external-references?article=0018-7267()53L.1027[aid=2175418]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()87L.565[aid=2973731]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()71L.500[aid=24183]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()75L.51[aid=24441]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()75L.51[aid=24441]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()86L.42[aid=5668143]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()86L.42[aid=5668143]
http://www.ingentaconnect.com/content/external-references?article=0894-3796()15L.439[aid=315198]
http://www.ingentaconnect.com/content/external-references?article=0894-3796()15L.439[aid=315198]
http://www.ingentaconnect.com/content/external-references?article=0022-3514()57L.1091[aid=6208097]
http://www.ingentaconnect.com/content/external-references?article=0022-3514()57L.1091[aid=6208097]
http://www.ingentaconnect.com/content/external-references?article=0066-4308()53L.279[aid=6151574]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()73L.193[aid=23985]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()73L.193[aid=23985]
http://www.ingentaconnect.com/content/external-references?article=0022-4359()78L.131[aid=5640758]
http://www.ingentaconnect.com/content/external-references?article=0022-4359()78L.131[aid=5640758]

258 SUPERVISOR TURNOVER INTENTION AND SUBORDINATE ATTITUDES

models. Journal of Management, 23, 723-744.

Hofmann, D.A., & Gavin, M.B. (1998). Centering decisions in hierarchical linear
models: Theoretical and methodological implications for organizational sci-
ence. Journal of Management, 23, 723-744.

Hofmann, D.A., Griffin, M.A., & Gavin, M.B. (2000). The application of hierarchi-
cal linear modeling to organizational research. In K.J. Klein & S.W.J.
Kozlowski (Eds.), Multilevel theory, research, and methods in organizations
(pp. 467-511). San Francisco: Jossey-Bass.

Hofmann, D.A., Morgeson, F.P., & Gerras, S.J. (2003). Climate as a moderator of the
relationship between leader-member exchange and content specific citizenship:
Safety climate as an exemplar. Journal of Applied Psychology, 88, 170-178.

Johns, G. (2001). The psychology of lateness, absenteeism, and turnover. Handbook
of Industrial/Work and Organizational Psychology, 2, 232-246.

Kenny, D.A., Kashy, D.A., & Bolger, N. (1998). Data analysis in social psychology.
In D.T. Gilbert, S. Fiske, & G. Lindzey (Eds.), The handbook of social psychol-
ogy (pp. 233-265). New York: McGraw Hill.

Kozlowski, S.W.J., & Klein, K.J. (2000). A multilevel approach to theory and
research in organizations: Contextual, temporal, and emergent processes. In
S.W.J. Kozlowski & K.J. Klein (Eds.), Multilevel theory, research, and methods
in organizations: Foundations, extensions, and new directions (pp. 3-90). San
Francisco: Jossey-Bass.

Levinson, H. (1965). Reciprocation: The relationship between man and organization.
Administrative Science Quarterly, 9, 370-390.

Lewis, K.M. (2000). When leaders display emotion: How followers respond to nega-
tive emotional expression of male and female leaders. Journal of Organizational
Behavior, 21, 221-234.

Lynch, P., Eisenberger, R., & Armeli, S. (1999). Perceived organizational support:
Inferior-versus-superior performance by wary employees. Journal of Applied
Psychology, 84, 467-483.

MacKinnon, D.P., Lockwood, C.M., Hoffman, J.M., West, S.G., & Sheets, V. (2002).
A comparison of methods to test mediation and other intervening variable
effects. Psychological Methods, 7, 83-104.

Masterson, S.S. (2001). A trickle-down model of organizational justice: Relating
employees’ and customers’ perceptions of and reactions to fairness. Journal of
Applied Psychology, 86, 594-604.

Podsakoff, P.M., MacKenzie, S.B., Lee, J.-Y., & Podsakoff, N.P. (2003). Common
method biases in behavioral research: A critical review of the literature and rec-
ommended remedies. Journal of Applied Psychology, 88, 879-903.

Raudenbush, S., Bryk, A., Cheong, Y.F., & Congdon, R. (2004). HLM 6: Hierarchical
linear and nonlinear modeling. Lincolnwood, IL: Scientific Software
International.

Rhoades, L., & Eisenberger, R. (2002). Perceived organizational support: A review of
the literature. Journal of Applied Psychology, 87, 698-714.

Rhoades, L., Eisenberger, R., & Armeli, S. (2001). Affective commitment to the orga-
nization: The contribution to perceived organizational support. Journal of
Applied Psychology, 86, 825-836.

Roch, S.G., & Shanock, L.R. (2006). Organizational justice in an exchange frame-



http://www.ingentaconnect.com/content/external-references?article=0021-9010()86L.825[aid=6278366]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()86L.825[aid=6278366]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()87L.698[aid=6570422]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()88L.879[aid=6358778]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()86L.594[aid=8621276]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()86L.594[aid=8621276]
http://www.ingentaconnect.com/content/external-references?article=1082-989X()7L.83[aid=6066775]
http://www.ingentaconnect.com/content/external-references?article=0894-3796()21L.221[aid=8621278]
http://www.ingentaconnect.com/content/external-references?article=0894-3796()21L.221[aid=8621278]
http://www.ingentaconnect.com/content/external-references?article=0001-8392()9L.370[aid=1931616]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()88L.170[aid=8621279]
http://www.ingentaconnect.com/content/external-references?article=0149-2063()23L.723[aid=5281456]
http://www.ingentaconnect.com/content/external-references?article=0149-2063()23L.723[aid=5281456]

DONSBACH & RHOADES SHANOCK 259

work: Clarifying organizational justice distinctions. Journal of Management,
32,299-322.

Shanock, L., & Eisenberger, R. (2006). When supervisors feel supported:
Relationships with subordinates’ perceived supervisor support, perceived organi-
zational support and performance. Journal of Applied Psychology, 91, 689-695.

Snijders, T.A.B., & Bosker, R.J. (1993). Standard errors and sample sizes in multi-
level designs. Journal of Educational Statistics, 18, 237-260.

Tabachnick, B.G., & Fidell, L.S. (2001). Using multivariate statistics. Needham
Heights, MA: Allyn & Bacon.

Tepper, B.J., & Taylor, E.C. (2003). Relationships among supervisors’ and subordi-
nates’ procedural justice perceptions and organizational citizenship behaviors.
Academy of Management Journal, 46, 97-105.

Watson, D., Clark, L.A., & Tellegen, A. (1988). Development and validation of the
brief measures of positive and negative affect: The PANAS scales. Journal of
Personality and Social Psychology,54, 1063-1070.

Received February 18, 2008
Revision received October 14, 2008
Accepted October 24, 2008


http://www.ingentaconnect.com/content/external-references?article=0001-4273()46L.97[aid=6871219]
http://www.ingentaconnect.com/content/external-references?article=0021-9010()91L.689[aid=8621280]
http://www.ingentaconnect.com/content/external-references?article=0022-3514()54L.1063[aid=19009]



