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ABSTRACT

There has been several research works on the dsnoéptrust and commitment to supervisor
respectively. However, there is no known studytanrelationship between trust and commitment t@stgor.
To fill this gap in the management literature, thisdy examined empirically the relationship betwéest and
employees commitment to their supervisors. The &g the study consisted of two hundred and fdirtg
(245) academic members of staff (both teachingremmteaching) from the seven randomly selectedeusities
in the Niger Delta Region of Nigeria. The studylizéid the quasi-experimental research design iastlite most
appropriate for the administrative sciences. Thelytalso utilized both primary and secondary ddtae
spearman rank correlation coefficient and MultiRegression Model using the Statistical PackageStmrial
Sciences (SPSS) version 15 were utilized for thelyais of data. The findings indicated the exiséeint a
positive and significant relationship between traistt employees commitment to their supervisorsiiéw of
the results, it behooves the management of Nigemaversities to continuously earn the trust ofrtleenployees
as this is the foundation of every relationship ardce is capable of enhancing the employees’ coment to
their supervisors. This is particularly so becausationships are formed and commitment to supervis
enhanced as trust develops. Employees continumake judgments about how trustworthy their managers
supervisors are based on their perception of wheget managers or supervisors do, not on what #ngyos
what they intended to do. When trust diminisheitianships become more distant, often leadingaaflict.
Other practical implications for promaotion of triastd enhancing commitment to supervisor in the plade are
presented.
Keywords: Trust, Commitment to Supervisor, Nigerian Univieesi, Niger Delta Region, Nigeria

1. CONTEXT OF THE PROBLEM

The operating environment of today’'s businessesnis that is driven by increased competition,
emerging technology, knowledge and rapid innovatibthe products and services offered. As the wadd
become more sophisticated, so is the demand foe nedined internal relationships amongst the varistuata of
the workforce if organisational objectives are todzhieved. These days, the effectiveness of ngahisations
is being judged by how smooth the relationships eeractions in the organisations have been reiefi
Knowledge has become key in moving organisationthéonext level, thus placing huge responsibilitytbe
organisation’s people and how they are managedoiotgy to Schockley-Zalabak, Ellis, and Winograz)11),
one vital characteristic in achieving effectivenéssthrough the creation of a trusting environmentthe
workplace. In this respect, researchers have stegyésat a critical factor in engendering the dffemness of an
organisation lies in the extent to which the woskare committed to their supervisors (Mullins, 20R&z and
Akbar, 2008).

With the increased popularity of the concept of ondtment in recent years, researchers have turned
their attention to multiple commitments (e.g. Mavrand McElroy, 1993; Reichers, 1985, 1986). In addito
the organization as a focus of commitment, somerdici have been suggested, which include comnmitrice
profession or career, top management, supervisorgorkers, unions, work group and customers. Antbege
foci of commitment, the supervisor could be saichéothe most important for employees (Goliath, 2082
supervisor is one who has authority over a subatdimrAccording to Nwachukwu (2007), a person haiscaity
if he has the right to command and expect obediémmee the subordinate. The relationship betweentivee
parties and the kind of leadership offered by thpesvisor affect the commitment of the subordinatehe
supervisor (Riaz and Akbar, 2008). A supervisorusthde a complete source of inspiration and sesva eole
model, so that the subordinate may feel lasting miment with the supervisor (Riaz and Akbar 2008).
Supervisors influences and, in fact, determinesptiogluctivity of his subordinates, for he is thdyoone who
directly oversees the work of non-management engglsyln fact, employees view the organisation tnciine
supervisor’s actions and inactions. Acting as aena@f the organization, the supervisor often gtés with
employees on a daily basis, enacting the formal iafmmal procedures of organized activities andysm
importantly, serving as an administrator of rewaamlsubordinates.

A successful and effective organisation has ofteanblikened to a football team that is committed to
the team manager. Such a team exerts extra afferary match to ensure success. As it is oftaththai entire
team plays for the coach. Commitment, in genemaltegmds a situation of attachment and loyalty ohrotes a
constructive use of available resources to achparéicular goals (Martin and Nicholls, 1987). Howeyvit is
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obvious that trust is the foundation of every lieladhip and relationships are formed as trust dgslWhen
trust diminishes, relationships become more distitén leading to conflict. Hence, getting empleyé¢hat are
passionate about work, engaged and committed torth@nization’s purpose, values and vision, reguirdnigh
level of trust.

Being committed to the supervisor therefore, pressenveritable ladder for reaching the top of the
effectiveness rung. The supervisor in every orgditia drives the work to be done and is the sothoeugh
which management decisions are disseminated andghrwhich management receives feelers from thedow
echelons in the organisation. The supervisor cakenta mar an organisation. Thus it is importantt tins
group is strengthened and encouraged to be invangriole. Where the supervisor is made to driviaie, it is
imperative that a commitment to him be encourageditie overall benefit of the organisation. As R&ad
Akbar (2008) posited, the supervisor should beraptete source of inspiration and he should behikeeal role
model, so that the subordinate may feel lasting miment with him. This underscores the importante o
having a workforce that is committed to the supski

From the discussion above, it is obvious that theage been various studies on the concept of
employees’ commitment and the multi-dimensionalrebf this concept. However, despite the impoaoic
the supervisor in employment settings, researcltammitment to supervisor has begun only recently. (e
Becker, 1992; Becker et al., 1996). This is in castt with the large body of literature on orgaritadal
commitment dating back to the 1950s. Additionathgst of the research on commitment to supervissrlezn
conducted primarily in Western settings. Howeviee, generalizability of these findings to an Africamd more
specifically, Nigerian work setting has not beetabbshed. Hence, if the research findings areettolme more
valuable and relevant for Nigerian organizatiohss necessary for researchers to use Nigeriamaagons for
organizational research. Besides, even the fewiestuhat have focused on the concept of commitnent
supervisor have been concerned mainly with it cphedisation at the expense of other importantdssuch as
identifying those factors that may promote empleayeemmitment to their supervisors. It is obviohattamong
the many factors that can promote commitment tosthpervisor is trust. This includes trust among leyees,
supervisors, departments and the whole organisafidie ability to create trusting relationships inet
organisation is crucial to success. The employeg emaibit a commitment to the supervisor whichumtwill
promote the organisation’s survival if the employeslieves he has a fair relationship with an horsst
competent supervisor that he can rely and depead umpthe organisation (Gilbert and Tang, 1998) rédwer,
the overall environment of trust within the orgaisn, which develops from relationships, structueand
systems within the organisation cannot be igndfi@da truly trusting atmosphere to persist (Bagraiml Hime,
2007).

To bridge this gap in the literature, this studglkseto examine how enterprise managers utiliséitigs
systems to promote commitment to the supervistinénwvork environment. Haven established in earbsearch
that trust and organisational resilience are ermglisi related within the Nigerian work environmef@®Iu-
Daniels and Nwibere, 2014), the assumption is tihest and organisational resilience may also batedl As
such, the basic question guiding this study is:thsre a relationship between trust and commitnient
supervisor?

Figure 1.1: Conceptual Framework for Analysing the Relalup between Trust and Commitment to
Supervisor

TRUST COMMITMENT TO SUPERVISOR
- Openness -ldentification with Supervisor
- Accep - Internalization of Supervisor’s Values
-Dedication to Supervisor
- Cone -Exira effort for Supervisor
- Reliahiliiy -Attachment to Supervisor

Asource: Coneeptualised by the veseavchers
1.1 Significance of the Study

This study is significant in that it offers a frawark for creating a work environment that will enger
commitment to the supervisor through an examinatibthe role of trust. This study is also signifitaas it
attempts to localize the empirical research onréfetionship between trust and employees’ commitrn@ihe
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supervisor within the Nigerian work environment. dddition, studies on the role of trust in engemdpr
commitment to supervisor are sparse in the managgeliterature. In a relationship oriented socigkg INigeria,
this study will also contribute to the knowledgesdan the concept of commitment to supervisor asvatving
dimension of employees’ commitment.

2. REVIEW OF RELATED LITERATURE
2.1 The Concept of Trust

The place of trust in the organisation was extoligdMullins (2005) when he posited that forces of
global competition and turbulent change make empkyt guarantees unfeasible and demand a new
management philosophy based on trust and teamworbrganisational relations, it is imperative tlatrust
culture be promoted. Lack of trust is probably ofiehe greatest time and resource wasters in thiiplace.
Trust within and across organizations is conceilbgdmany to be directly related to the ability tarfonew
associations and networks of trusting relationshipsaccomplish business transactions and, thereisre
predictive of whether or not an organization wi#inrain viable (Fukuyama, 1995). To enhance thiss it
imperative to continually explore the interactior@pacity of trust on an employee’s commitment i® h
supervisor.

Many researchers have put forward a number of idefis which can be captured in Mayer et al's
(1995) definition. They described trust as "thelinginess of a party to be vulnerable to the actiofhanother
party based on the expectation that the other paiftyperform a particular action important to tiwistor,
irrespective of the ability to monitor or contrblet other party”. The various definitions refleateth basic facets
of trust: (a) trust in another party reflects apentation or belief that the other party will aenlevolently; (b) a
party cannot control or force another party toifulie expectation - that is, trust involves a imifiness to be
vulnerable and to assume risk; and (c) trust ireelsome level of dependency on the other parthabthe
outcomes of one party are influenced by the actiohs&nother (Shockley-Zabalak et al, 2011). Theme a
different approaches to trust among the sociahseie. Some of them can claim to be theoreticall(elgnann,
1973), while others use a hypothetical construald@dve corresponding measures (e.g. Rotter, 198&3pite
this divergence, most of the approaches agredrtistis fundamentally a psychological state. MesFotrust is
supposed to be socially learned (e.g. Rotter, 19@linstitutions (family and school among others)da
organisations (e.g. Luhmann, 1973), and trustssmaed to be fundamental to the existence of huimas (e.g.
Wrightsman, 1964) and the formation of personaditd identity during childhood and youth (e.g. Esiok,
1968). Within organisations, Houtari and livone0@3) argued that trust is determined by the intgnguality
and durability of human interactions and is a fiorwctof the interactions between people in different
organisational roles and positions and between &mpk and the organisation with its value systéractsire
and policies (Houtari and livonen, 2003).

Developing a setting of trust in an organisatiomdads concerted effort on the part of all orgamusat
members. The six perspectives of the Organizatidnadt Index can help managers evaluate the Idvielist in
their organization, determine the degree to whigirtculture is eithemotivatedby trust ordriven by fear, and
provide a step-by-step process for building a caltihat is based on trust. The Organizational Thudéex,
according to Bodnarczuk’s (2008) review consistssiaf perspectives: Truth, Integrity, Power, Compete
Values, and Recognition. However, trust is a midtghsional construct involving interpersonal tristg.
Gomez and Rosen, 2001; Omodei and McLennan, 206i6inder, P. L. and Thomas, 1993), dyadic trust
(Gurtman, 1992; Larzelere and Huston, 1980), awggrizational trust (Shockley-Zalabak et al., 20lghan
and Marlowe, 1997). This was adopted in this stuwdth the use of the Organisational Trust Inventory
developed by Nyhan and Marlowe's (1997), as instntmThe trust scale makes provision for measunva
dimensions of trust: interpersonal and organizatfisgstem trust.

2.2 Commitment to Supervisor

The subject of employee commitment has assumedca jpif prominence in behavioural sciences and a
great deal of research has been carried out orsubgct in the past decade. This, in part, stemms) fthe
demanding nature of today’s businesses and the toemain competitive in the face of challengesegubby
globalization. The concept of commitment itselfdahe manner in which it is actually created, i$ @asy to
describe. However, the most widely accepted déimibf organizational commitment proposed by Meged
Allen, (1991) and Mowday, Porter, and Steers (1982jved the concept of organisational commitment as
employee’s emotional attachment to, identificatiith and involvement with the organization. Basedtbis
definition, Mowday, Porter, and Steers (1982) sustgg that organisational commitment included three
components: acceptance of organizational goalsvahes, extra effort on behalf of the organizatiamg desire
to remain with the employer. On their part, Mey®ecker, and Vandenberghe, (2004) argued that camenit
binds an individual to an organization and therednjuces the likelihood of turnover. The main diferes were
in the mindsets presumed to characterize the camenit These mindsets reflected three distinguighabl
themes: affective attachment to the organizatidsligation to remain, and perceived cost of leaviig.
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distinguish among commitments characterized byethdifferent mindsets, Meyer and Allen labelled them
“affective commitment,” “normative commitment,” afidontinuance commitment,” respectively. This |dingj

is generally agreed in the literature on employ@a®roitment. (See Nwibere, 2007; Baridam and Nwil20@8;
Van Rensburg, 2004; and Brown, 200Based on this definition, various instruments follecting empirical
data for research ((e.g Organizational Commitmarg<fionnaire, or OCQ) have also been suggested fsipw
Steers, and Porter, 1979; Porter, Steers, MowaeyBaulian, 1974).

The second major development in commitment theasydeen the recognition that commitment can be
directed toward various targets, or foci, of reles@&to workplace behaviour, apart from the orgditisaThe
concept of employee commitment was initially cortoafised as a unidimensional concept (e.g KelIm8s8}1
However, the overwhelming contemporary empiricatiemce today suggests that employee commitment is a
multi-dimensional concept. For example, followinglfan (1958), O'Reilly and Chatman (1986) attempted
clarify the construct of organizational commitmefdcusing on the bases of the employee’s psychcébgi
attachment to the organization. O’Reilly and Chatr(ie086: 493), distinguished three bases of comaritm-
compliance, identification and internalization—andggested that these three bases of commitment ‘may
represent separate dimensions of commitmérite empirical evidence suggests that other areafafor
targets include profession, supervisor, work grotgam, program, customer, and union. Commitmentedse
foci have all been the subjects of empirical inigedgton, either alone or in combination (e.g Nwibe007).1t
is generally believed that these commitments héree potential to both complement and conflict witheo
another, although when, why, and how these opposfferts can be expected is still not well undergto
(Meyer and Allen, 1997)Thus, taking a cue the results of earlier empirgtatlies (some of which has been
discussed above e.g Meyer et al. 2004), it woulddfe to say that, perhaps the most significaneéld@ments in
commitment theory over the past two decades hage tiee recognition that commitment: (i) can takéerent
forms [e.g. Becker and Billings (1993); Jaros et(2093); O'Reilly and Chatman (1986)]; and (ii) che
directed toward various targets, or foci [e.g. Baalt al (1996); Cohen (2003); Reichers (1985).

Haven established the multi-dimensional nature mpleyees’ commitment, researchers turned their
attention to the conceptualisation and operatisatin of the other facets of organisational conmaiit. One of
such foci of employees’ commitment is commitmenthe supervisor. As with the other facets of commeitt,
the existing conceptualisation and operationabsatif commitment to supervisor was derived fromdhiginal
definition of the concept of organisational commetmh Following O’Reilly and Chatman, Becketral (1996)
and Gregersen (1993) conceptualised commitmentgersisor as consisting of two dimensions: idecgifion
with supervisor and internalization of supervisovalues. An employee is said to identify with hes/h
supervisor, according to Becket al (1996) and Gregersen (1993), when the employewniras certain
attributes of the supervisor, such as the supersisdtitudes and behaviour, personality or accashphents.
The employee may feel proud to be associated wighsupervisor who has these admired attributescéhen
loyalty). The subordinate, however, may or mayaupt the supervisor’s attributes as his or her @Reilly
and Chatman, 1986: 493). On the other hand, an amplis said to internalize the supervisor's values
according to Beckeet al (1996) and Gregersen (1993), when the subordiadtpts the attitudes and
behaviours of the supervisor because the supelwisgtitudes and behaviours are congruent with the
subordinate’s value systems. In other words, tHaegof the subordinate and those of his/her sigmmare
similar. In both cases described above, the comenitrto the supervisor is enhanced. Similarly, Z{id83), in
an empirical study involving the use of intervieppeoach, found that the concept of loyalty to thesvinvolved
identifying with the boss’s goals/values and domge’s job conscientiously. On his part, Cheng (3995
described loyalty to the boss as accepting the'dgssls/values, being faithful, willing to exesttea effort, and
demonstrating unreserved dedication.

While the conceptualisation of commitment to supenvdescribed above is commendable, one needs

to quickly add that loyalty to supervisor may extdreyond these two dimensions (identification vgitipervisor
and internalization of supervisor’s values), espligciin a highly relationship-oriented context. Bdson the
above, it can be argued that in a high relationshignted society such as Africa in general andeN#&yto be
particular, loyalty to another individual may be nmifasted in more ways than mere identification wiiie
individual or internalization of the other’s valu® further buttress this point, Tsui, Egan, anRdilly, (1992)
argued that attachment may arise out of attradtam®ed on familiarity, frequent interactions or comnnidentity.
On their part, Farh and Cheng, (2000); Hwang, ()98@d Yang, (1993) that loyalty in the Chineseteat
may also be associated with indebtedness towarthenimdividual for favours granted or role obligat to an
authority figure because of social norms. Becaus¢h@® unique characteristics of the relationshimed
Chinese society, loyalty to another individual, tiwadarly one’s superior, may take on special megrénd
importance.

The results of these studies highlighted above Telg, Egan, and O'Reilly, 1992; Farh and Cheng,
2000; Hwang, (1987; and Yang, 1993) suggest tlfettmceptualisation of commitment to the supervigmes
beyond employees identification with supervisor ardrnalization of the supervisor’s values andxpected to
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include the employee’s behavioural tendency to tegrira effort, to be dedicated and to be faithfslich a
broadened conceptualisation is congruent with thgiral formulation of organizational commitment by
Mowday, Porter, and Steers, (1982) amelyer et al (2004)

Clugstonet al (2000) introduced a new measure of supervisorntibment by extending the three
dimensions of organizational commitment by Meyed &tlen (1991) to two other foci: supervisor andriwvo
group. The three dimensions are affective, contioeaand normative commitment. Affective commitment
refers to the employee’s emaotional attachmentdentification with and involvement with the orgaation (or
supervisor). This is similar to the identificati@nd internalization dimensions in Becker's (1992als of
commitment to supervisor. Continuance commitmefarseto the costs associated with leaving the argéon
(or supervisor). This is not consistent with thgalty idea since it is calculative rather than efffee or
obligatory. Normative commitment refers to an ergplss desire to stay with the organization (or sviger)
based on a sense of duty, loyalty or obligationisT& most consistent with the idea of loyalty imedation-
oriented society like Nigeria.

Based on the above review and in line with theieasgtudy of Cheng, Tsui, and Farh, (2002) we
broaden the conceptualisation of commitment orltgy@® supervisor to include both the relative sgth of a
subordinate’s identification with the supervisordahis or her attachment and dedication to the qadeti
supervisor. This proposal gives rise to five magiimensions to capture the concept of commitment to
supervisor. They are: (ajlentification with the supervisor's character and accomplishmentsdescribesa
subordinate’s respect for the accomplishments eftipervisor, and a feeling of pride in being aosdimate to
that supervisor. (b)nternalization of supervisor's valuesdescribes a state of value congruence between the
subordinate and the supervisor; gdication to supervisordescribes a subordinate’s willingness to dedicate
himself/ herself to the supervisor and to protdst supervisor's welfare even at the expense ofopats
interests; (dExtra effort for supervisor indicates a subordinate’s willingness to exertsiderable effort on
behalf of the supervisor; and (&jtachment to supervisor describesa subordinate’s desire to be attached to
and follow the supervisor desire to be attacheaf tollow the supervisor.

Among the five dimensions of Commitment to Supeawilisted above, Identification with supervisor
and internalization of supervisor's values are llgbeas original dimensions because they were tdkam
Becker et al’s (1996) scale while dedication to supervisortraxeffort for supervisor and attachment to
supervisor are labelled as extended dimensionaibedhey were taken from Chen et al (2002) scalehwik an
extension Beckest al’s (1996) original scale or dimensions of commititi® supervisor.

3. RESEARCH METHODS
3.1 Operational measures of variables:
3.1.1 Independent Variable:The independent variable in this study is truste Himensions of trust adopt in
this study are: openness, acceptance, congruemdeebability. The statements employees responidrt@ach
of the eight values are: Sample items for measukicegeptance 2 items) include: “In this organisation, people
are valued for who they are (Respect) and “In thiganisation, people get the recognition they deser
(Recognition). Sample items for measuri@genness(2 items) include: “This organisation emphasisigdng
new ideas and methods a fair hearing (ReceptivigDtl “In this organisation, employees are given the
opportunity of communicating openly one’s own ideasl opinions (Disclosure).” Sample items for meiasu
Congruence (2 items) include: “In this organisation, peoplee eclear about what is expected of them
(Straightforwardness)” and “In this organisatiohe temphasis is on having high standards of honiesty
everything we do (Honesty). Sample items for mdaguReliability (2 items) include: “In this organisation,
people follow through on their responsibilities @fs Commitments)” and “This organisation emphasises
striving to do our best in everything we do (SeEksellence).” Employees are asked two set of quesabout
each of these statements: firstly, how importanthis to you personally? Secondly, how well doesiryo
organization operate by this value? Employees ds@e the elements of trust or the name of theeyglist the
description. The Trust Values Gap Score is the ghiall of the gaps.

How to Read and Interpret the Gragtne graph shows a comparison between the importaineach
of the Values that build trust to employees showrhe dots, and the average score for employeeseptons
of the organization’s performance on each value gtaph gives you an overall picture of the conguarj and
the following graphics show your actual scores ¢@rapoint scale.

Interpretation of the Trust Scale: The differenetvieen “personal importance” and “organizational
performance” can have a significant impact on eygdoengagement and commitment. If employees iralicat
that these values are “important” to “very impottaio them and then rate the “organization’s perfance”
significantly lower, what they are saying is: “Thésimportant to me but my organization does narate this
way.” When looking at the scores for each of tieens measuring the eigh&lues that build trust, it may be
helpful to ask the following questions: firstlyhat does this tell me about our strengths and wesd®s in
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building trust with others? And secondly, where #re biggest gaps between importance to employeds a
organizational performance?

The Cronbach alpha for the dimensions of trustaardollows: openness (0. 76); acceptance (0. 74);
congruence (0.79); and reliability (0.81).

3.1.2 Dependent VariableThe dependent variable for this study is commitnter8upervisarThe measures of
Commitment to Supervisor adopted for this study lzaeed on the earlier study of Chen, et al. (2G0R%)
include: Dedication to supervisor (Ded.), Extrioaffor supervisor (Effort), Attachment to supesor (Attach.),
Identification with supervisor (Iden.), and Intelimation of supervisor's values (Intern.). Samplems for
measuring each of these measures of Commitmentger@sor are indicated in the appendix. It isvalg to
note that all items for measuring identificationttwsupervisor and internalization of supervisoridues were
adapted from the earlier study of Becladral’'s (1996) scale while all items for measuring datibn to
supervisor, extra effort for supervisor and attaehtrto supervisor were adapted from the earliedysaf Chen
et al (2002) scale which is an extension Beakeal's (1996) original scale or dimensions of commiting
supervisor. It is also relevant to note that theseruments (or questions) were modified to suit plurpose of
this study and our peculiar Nigerian environmeantaumstance.

The Cronbach alpha for the measures of commitmergupervisor are as follows: Dedication to
supervisor (.72), Extra effort for supervisor (,78jtachment to supervisor (76), Identification kvigupervisor
(.71), and Internalization of supervisor’s valug®j.

4. RESEARCH RESULTS
4.1 Correlation of the Survey Variables
The measures of the dependent variable in thig/sttaimmitment to supervisor, were dedication toesuisor,
extra effort for supervisor, attachment to supenvisdentification with supervisor and internalisat of
supervisor’s values. The dimensions of the inddpet variable, trust, on the other hand, were aeaocep,
openness, congruence and reliability. To detertfiaeelationship between these variables, a cdizalanatrix,
using the Spearman Rank Order Correlation Statisters obtained with the SPSS, version 17. A matrix
depicting the relationships among the variablesh@wyn in Table 2 above. The means and standardtams of
the responses to these measures by our respomdertslso been included in the matrix.

From the table, we observe that the respondentsviedl that attachment to supervisor (M=4.5895,

SD=0.56699) was the most highly rated measure wihgitment to supervisor (M=4.2495, SD=0.30902) while
internalisation of supervisor’s values (M=3.972®=9.46922) was the least rated. Similarly, our oesjents
considered congruence (M=4.6709, SD=0.51652) asnthst highly rated dimension of trust (M=4.4308,
SD=0.33081), while reliability was the least (M=843, SD=0.47351).
The correlation among the measures of commitmesupervisor has coefficients ranging between 0 £28
0.749. Of the ten (10) correlations, eight (8) wsignificant (6 x p<0.01 and 2 x p<0.05) while twere not.
On an aggregate scale, commitment to supervisdabigadt significant relationships with all its meassi (5 x
p<0.01). With respect to the independent variagibe correlation coefficients ranging between 0.254 0.759
were obtained among the four dimensions of trudtahthe correlations were significant (4 x p<0&id 2 x
p<0.05). The aggregate measure of trust also @gHitsignificant relationships with all its dimensso(3 x
p<0.01 and 1 x p<0.05).

The twenty correlations between the measures ofritment to supervisor and the dimensions of trust
had coefficients ranging from 0.223 to 0.808. Theseelations were all statistically significant3(k p<0.01
and 7 x p<0.05). The highest correlation coeffitiaas obtained between reliability dimension ofstrand
attachment to supervisor measure of commitmentpersisor (0.808) while the least was between decep
dimension of trust and extra effort for superviswasure of commitment to supervisor (0.223). Oaggregate
scale, a significant correlation coefficient of 424(p<0.01) was obtained between trust and commitrte
supervisor.
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5. DISCUSSION OF FINDINGS AND CONCLUSION
The underlying issue in employee commitment redth the emotional feeling of belonging that spuine t
employee to want to go the extra mile and out efabne of comfort to ensure the achievement ofrisgtional
objectives. It is well grounded that underlying #ile policies of commitment strategy is a managémen
philosophy at the centre of which “is a belief thdiciting employee commitment will lead to enhasce
performance” (Walton, 1991). But whether one’s catmant level to the job translates in some way into
business profit return is something that has nenbexplicitly addressed yet. But according to Be/ergne
(2010), it is hard to imagine that it would notisénfranchised, suspicious, discontented employdesresent
the time they spend at thealt mines” can not be as productive and conscientious ag tiwbe love what they
do and respect why they do it (De la Vergne, 2010his underscores the importance of the subject of
“Employee Commitment” in contemporary times.

The positive and significant relationship betwerssttand commitment to supervisor can be explained
by the fact that when subordinates perceive theit Bupervisors are trust worthy (i.e the supergisse open to
them; they are being accepted by their supervibeir values and those of the supervisors are cemgr and
the supervisors are perceived or considered reliatiey may consider this as the supervisor beamgmitted
to them and naturally may reciprocate this genwgesture with a corresponding emotional attachment o
commitment to the supervisor. Such emotional attemit or commitment to the supervisor may become
manifest in several ways including: firstly, thebewdinate may begin to admire certain attributesthsf
supervisor, such as the supervisor's attitudesahdviour, personality or accomplishments; and faalyproud
to be associated with the supervisor who has thdsered attributes; although the subordinate, haweway or
may not adopt the supervisor's attributes as hiher own (herein referred to as identification witie
supervisor’'s character and accomplishments). Ségotie subordinate may psychologically adopt naishe
attitudes and behaviours of the supervisor becthessupervisor's attitudes and behaviours are cengmwith
the subordinate's value systems and thus, condiiteer values and those of the supervisor adssirthierein
referred to as internalization of supervisor's ealy thirdly, the subordinate may develop a wglfiess to
dedicate himself/ herself to the supervisor angrtdect the supervisor's welfare even at the expefipersonal
interests (herein referred to as dedication to igu). Fourthly, the subordinate may develop whlingness
to exert considerable effort on behalf of the sujger to ensure that the supervisor succeeds ¢heeétrred to
as extra effort for supervisor); and lastly, the@dinate may develop a desire to be attached ddalow the
supervisor desire to be attached to or follow tygesvisor (herein referred to as attachment to rsigum).

The findings of this study further buttresses thet fearlier emphasised that trust is the foundation
every relationship and that relationships are fatnas trust develops. When subordinates perceivie the
supervisors as being trust worthy, the relationdhgpiveen them and these supervisors become inoghasi
strengthened rather than being distant, often hepth increasing commitment to the supervisor asaked in
this study rather than conflict. Taken togetherttfenbasis of the findings in this study, it maysaée to say that
getting employees that are passionate about wadaged and committed to the organization’s purpesees
and vision in general and those of the supervisarticular, requires the development of a higlellef trust.

6. RECOMMENDATION
Based on the discussion of findings and conclusibove, it is recommended that in order to enhance
commitment to supervisor(s) within Nigerian Univiéges, the management of Nigerian universities nwusate
an environment of trust. If the management of Nageuniversities wish to develop employees commiitnte
their supervisor(s) and maintain trust, they shdaddseen to be doing whatever they say they wiljveiik-the-
talk), be consistent, maintain confidence, be & molodel of behaviour, have a bias for action, erage
employee involvement and act on suggestions, ghleaple to make mistakes without fear of being tiléid or
abused, encourage an environment where people kanm mistakes rather than crucifying scapegoats.
Employees need to know they can trust the orgdanizator university’s management team, and theimediate
manager or supervisor. However, boasting aboutgbeirstworthy is just not enougkach and every one of us
understands that trust is important in every hunedetionship, but what many enterprise managersleaders
do not understand is that being trustworthy dodsneaessarily build trust. It is only natural fangloyees to
continuously make judgments about how trustwortigirtmanagers or supervisors are based on thaiepiéon
of what these managers or supervisors do, not at Wiey say, or what they intended to do. Given ithes
observed behaviour that builds trust, enterprisaagars or supervisors can be trustworthy, honastetmcal,
and yet have employees not trust them. Based oaltbee, to increase effectiveness in building fresterprise
managers or supervisors at all levels of the omgdiuin in general and the Nigerian University syst® be
specific, need to take personal responsibilitytfair behaviour and understand how it can affeetlévels of
trust employees have for them as this is capablenbfincing or diminishing the employees commitnient
them.

Some prescriptions for building a trusting relasbip between the subordinates and their supervisors
that will promote commitment to the supervisorshase been revealed in this study include: firsgtiyterprise
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managers and supervisors need to recognise théhttcévery subordinate want to deceptedand respected
for who they are and/or what they are at every tpimirtime rather than being judged, criticized, mad feel
inferior, or less than a human being. When subatdm perceive that they are being accepted by their
supervisors and colleagues and that what they salp @s not going to be unfairly judged, they cacus on
being the best they can be or go beyond their usalabf duty. The feeling of acceptance among sdipates
eliminates the fear people have about speakinpeipg open and telling the truth. Perhaps, it lisvant to note
that the starting point for increasing the peraaptand/or feeling of acceptance among the emploieés
embrace the values ofspectandrecognition. Enterprise managers that seek to promote an ptracs of trust
needs to respect the subordinates, and educatedHerow through appropriate, genuine recognition.

Secondly, it only natural for subordinates to resmaterprise managers who are perceived and seen t
be opento them at all times, even if the news is badgaimst the subordinates interests. No subordinatddy
like to operate in the dark or being given relevimfdrmation relating to their jobs in piece-meat, selective
basis. Employees naturally want and, in most casesd to know how well they are performing the fob
which they were hired and on which basis their pagque depends. In other words, employees naturally
appreciate genuine feedback on their work reladopmance. The extents to which organisationsogen
with their employees defer. While some organisatiencourage the sharing of ideas, feelings, emmtiand
concerns others are the complete opposite of tlisev Discussions with some of the respondentsategiehe
fact that the culture of openness in an organisaitgages the employees as they want to know rbong avhat
is going on. Commenting on the importance of opsaneithin the work environment, one respondent thad
to say “when you (referring to self) work with tieomanagers and supervisors that you perceive tpée, you
naturally become more interested in the job and el the organization is doing. But if you congidieem as
not being open to you, you will have no choice touhelp them get buried in their grave of secre@&nterprise
managers who intend to increase their levelopehness’ needs to firstly, embrace the valuesr@deptivity
and disclosure. Within the work environment, receptivity occurs wtt@e supervisor or manager is receptive to
what employees have to say or where they invitallfeeks from the subordinates. On the other hand,
supervisors or managers promote full disclosure rgmihe employees when they encourage an atmosphere
where their subordinates are encouraged to diselbsgever is on their minds, and share their ideasiow
results can be improved.

Thirdly, a trusting relationship between the sulates and their supervisors can also be built when
the subordinate perceiveongruence between what their supervisor say and what thajlyranean to do.
Congruence means “the same as” — what you sagisaine as what you really mean — being straigh#iatw
When subordinates perceive their supervisors abe&iag straightforward, they tend to pick up oant spread
the news to everyone that cares to listen via rumalis, grapevine or gossip. Subordinates asdesis ¢xtent
to which their supervisors are straight forwardirtheir body language, their facial expressiong linking of
the eyes or lack of eye contact), in the inconsistan the tone of their voice (e.g stammeringewven their
usual body movement (nervousness or shaking oth#rel). Congruence is also about walking—the-talk or
practicing what you preach. It is about principtedeing honest and ethical. It is through the stiper's
congruent behavior or lack of it that their suboedés, peers, and superiors learn about their horesl
integrity. To enhance congruence as a basis fddihgitrust worthiness, enterprise managers neeshtorace
the values of honesty and straightforwardness. bt easy to deliver bad news or say somethirtigitbald not
be popular, but in the long run, people trust theiders more when they know they can count on tioesay it
the way it is no matter whose ox is gored.

Lastly, subordinates generally avoid supervisorsowdre considered unreliable and would do
everything humanly possible to avoid working withck supervisors. Reliability as used here mearmmjge
keeping.’ It is not usual to see subordinates pstotg a genuine posting just to avoid working wdtmanager or
supervisor that is perceived to be unreliables Wifficult to have confidence in people who makerpises and
does not keep them, or who regularly fail to méweirtdeadlines. Organization’s success is to aelaxgent
dependent on how well supervisors can rely on agiployees to deliver the results that is expefrtad them,
and in turn, that the employees can expect the sHntigeir supervisors or managers. To increasabitily,
enterprise managers and supervisors needs to emnlthac values of keeping commitments and seeking
excellence. Managers and supervisors should desmtmaking promises they are not sure they camp kaed
when they say they will do something, efforts skidut made to ensure that they do it to the betbtedf ability.

Taken together, as the empirical research evidenteates it is obvious that there are four “elets&n
of trust that must be present for trust to developitured and be sustained. However, each “elemisnt”
supported by two values. This implies that whenppedelieve in the “values that build trust” theyllweehave
in trust building ways. The elements and their suppg values are indicated in the table below dase of
understanding:
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Table 6.1: The Elements of Trust

Element of Trust Supporting Values
1 Acceptance Respect and Recognition
2 Openness Receptivity and Disclosure
3 Congruence Straightforwardness and Honesty
4 Reliability Keeps Commitments and Seeks Excelien

Itis also relevant to note that trust, just likspect, is earned and not just given to people platter of
gold. Earning trust is by no means easy nor isoh@way traffick. While it may be easy to earrstr{especially
in a working environment), sustaining it is anottesue altogether. Perhaps, the starting point lmeap develop
the determination to travel the road to trust ndtendhow bumpy it may be eventually.

7. LIMITATIONS OF THE STUDY

It is important to observe that given the multidme®nal nature of the concept of employee
commitment, identifying areas of possible committiarthe work environment can be cumbersome a ther
various items that could catch the fancy of an ayeremployee deserving his commitment. These afdasus
can however be accommodated within bigger umbrellasmilar characteristics. For example, Morrov@43)
identified 25 facets of commitment. These were hawelater reduced to five major facets or focivadue,
career, job, workgroup, organisation or union fodus also relevant to note that even under eaeh of focus,
various alternative angles on employee commitmet be nominated (Dex and Smith, 2001). Another
limitation of this study is that although a diraeflationship is assumed between trust and commitrteen
supervisor, this relationship may in fact be indirié contextual or moderating variables are introed. Further
studies needs to consider the effect of moderatimgbles such as corporate culture and organistiiructure
on the relationship between trust and commitmestifgervisor.

APPENDIX A
TRUST SCALE

Acceptance @ items)
I. In this organisation, people are valued for whoy thee (Respect)

il. In this organisation, people get the recognitiaeyttieserve (Recognition).
Opennesq2 items)

I. This organisation emphasises giving new ideas agttiods a fair hearing (Receptivity) and
il. In this organisation, employees are given the appdy of communicating openly one’s own ideas and
opinions (Disclosure).
Congruence(2 items)
i. In this organisation, people are clear about whakpected of them (Straightforwardness) and
il. In this organisation, the emphasis is on havingh higandards of honesty in everything we do
(Honesty).
Reliability (2 items)
i. In this organisation, people follow through on theisponsibilities (Keeps Commitments) and
il. This organisation emphasises striving to do out imesverything we do (Seeks Excellence).
Note: Employees are asked two set of questionstadmh of these statements: How important is thigou
personally? And how well does your organizationrapeby this value? Employees do not see the elsnodén
trust or the name of the value, just the descripfithe Trust Values Gap Score is the sum of athefgaps.

COMMITMENT TO SUPERVISOR SCALE
Dedication To Supervisor (4 Items)Sample items include:
i.  When my supervisor is treated unfairly, | will defehim/her;
i. When somebody speaks ill of my supervisor, | wéfehd him/her immediately;
iii. 1 will put myself in my supervisor’'s position to msider his/her interests; and
iv. | would support my supervisor under all circumstsc
Extra Effort for Supervisor (3 items). Sample items include:
i. Even if my supervisor is not present,
ii. 1 will try my best to do the job assigned by him/hesll;
iii. 1 will try my best to accomplish the job assignednby supervisor; and
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iv. | will do my job conscientiously so that my supeosi will not worry about it.
Attachment to Supervisor (4 items) Sample items include:
i. Even if there may be better alternatives, | will stmain to work under my supervisor;
ii. 1would feel satisfied as long as | can work unahgrsupervisor;
ii. No matter whether it will benefit me or not, | wile willing to continue working under my supervisor
and
iv. Ifitis possible, | would like to work under myervisor for a long time.
Identification with Supervisor (3 Items). Sample items include:
i. When someone praises my supervisor, | take itpegsonal compliment;
i. When someone criticizes my supervisor, | take & a@grsonal insult; and
iii. my supervisor's successes are my successes.
Internalization of Supervisor’s Values (3 Items) Sample items include:
i. My attachment to my supervisor is primarily basadtee similarity of my values and those represented
by my supervisor;
ii. the reason | prefer my supervisor than anotheresabise of what he/she stands for, that is, his/her
values; and
iii. since starting this job, my personal values anddtaf my supervisor have become more similar.
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