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ABSTRACT 

	
Because personnel salaries constitute 50% of the operating budget of higher education 

institutions, employees are significant existing assets for institutions. Administrative staff 

constitute 45% of employees at higher education institutions. These important stakeholders are 

responsible for the day-to-day operations of an institution. Previous research shows that 

increasing organizational commitment among employees increases productivity and 

effectiveness, positively impacting the bottom line of an institution. Also, research shows that 

communication satisfaction increases organizational commitment. Therefore, the purpose of this 

study was to gain an understanding of communication satisfaction and organizational 

commitment for administrative staff at a master’s institution with a strong liberal arts curriculum.  

 This study used quantitative survey research to answer five main research questions. 

Downs and Hazen’s Communication Satisfaction Questionnaire and Meyer and Allen’s TCM 

Employee Commitment Survey were used in this research. Participants answered questions on a 

7-point Likert scale to assess their existing levels of organizational commitment and 

communication satisfaction. This study was a single-institution study. One hundred and sixty 

eight full-time and part-time administrative staff participated in this survey. Descriptive statistics, 

correlations, and linear regression analysis were used to answer the research questions.  

 This study resulted in four overarching conclusions. First, a relationship exists between 

organizational commitment and communication satisfaction in an American higher education 

context. Additionally, this study shows that communication climate can predict normative 
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organizational commitment. Second, employees at the site institution are most satisfied with the 

communication dimension of relationship to superiors. Third, employees at this institution are 

least satisfied with the communication dimension of personal feedback. Finally, participants in 

this study had a high level of affective commitment. Suggestions for future research and 

recommendations for higher education leaders at the site institution are also included in this 

study.  
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CHAPTER I: 

INTRODUCTION 

Higher education is a prominent topic in today’s national policy conversation. President 

Obama’s 2015 State of the Union address, the American College Promise plan for free 

community college tuition, and the U.S. Department of Education’s College Scorecard are three 

examples of the current national spotlight on higher education. Many of these conversations 

focus on the need for higher education institutions to be held accountable for financial and 

structural decisions. 

In addition to these cries for accountability, higher education is facing significant cuts in 

state funding. During the 2008 recession, state funding decreased by 30% for 11 states and 20-

30% for 17 additional states. While funding has increased slightly since the recession, in 2014-15, 

state appropriations for 31 states did not fund operating budgets to cover the predicted inflation 

rate (Katsinas et al., 2014). Reduced state funding combined with increased demands for 

accountability has forced institutions to adjust budgets accordingly while maintaining their 

existing scope of work.  

The 2008 recession and subsequent economic downturn have strongly impacted higher 

education institutions (Cohen, 2014). All degree-granting accredited U.S. higher education 

institutions can be broadly divided into six categories: (1) Doctorate-granting Universities, (2) 

Master’s Colleges and Universities, (3) Baccalaureate Colleges, (4) Associate’s Colleges, (5) 

Special Focus Institutions, and (6) Tribal Colleges. Institutions in the Master’s Colleges and 

Universities category awarded at least 50 master’s degrees but fewer than 20 research doctorate 
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degrees during 2009 (Carnegie Foundation for the Advancement of Teaching, 2011). In addition 

to the Carnegie Classifications, institutions can be categorized based on curriculum, amount of 

research funding, amount of state funding, geographic location, and enrollment. One such 

category is the liberal arts. Liberal arts institutions are defined as higher education institutions 

that predominately provide majors in the arts and sciences, as well as a broad general curriculum. 

These institutions are typically residential campuses and provide smaller class sizes for students 

to more effectively engage with faculty. Built on Socrates’ ideal of learning which says people 

learn more effectively by pursuing questions themselves, a liberal arts education promotes 

critical thinking skills, writing and communication skills, and independent thought (Roche, 2013). 

Another characteristic of liberal arts institutions is a heavy reliance on student tuition for 

operating budgets (Knapp, 2013). Dependence on student enrollment places liberal arts 

institutions in a vulnerable situation during economic downturns and times of uncertainty. These 

institutions are in need of innovative solutions for utilizing existing resources to address the 

challenges of the current economic landscape.  

Higher education employees are significant existing resources for institutions.  

Because personnel salaries traditionally constitute 50% of the operating budget of a higher 

education institution (Majesky, 2008), institutions can capitalize on these existing assets. Brown 

and Sargeant (2007) found that loyal and committed employees increase productivity in higher 

education institutions. Additionally, Karakaya (2013) found that the level of employee 

organizational commitment often determines institutional success. “The failure to provide a 

sufficiently staffed, motivated, and talented university workforce presents tremendous challenges 

in meeting the administrative and educational requirements inherent to the mission of any 

university” (Quinn & Thorne, 2014, p. 69). Therefore, research has suggested that increasing the 
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level of organizational commitment among employees can increase efficiency and success using 

existing financial resources.  

Organizational commitment is an employee’s allegiance to, affection for, devotion to, and 

participation in an organization (Thomas, 2007; Postmes et al., 2001). High organizational 

commitment has three main benefits. First, high organizational commitment leads to institutional 

growth, increased efficiency, and increased productivity (Best Christian Workplaces Institute, 

2007; Lockwood, 2007). Second, committed employees have lower turnover rates, which 

reduces the cost and time of training new employees (Postmes et al., 2001). Finally, employees 

with high organizational commitment make decisions in line with an institution’s mission and 

goals (Postmes et al., 2001). Overall, increasing the level of organizational commitment among 

employees benefits the organization as a whole. 

Effective organizational communication impacts an employee’s level of organizational 

commitment. “Organizational communication is composed of patterns of coordinated behaviors 

that have the capacity to create, maintain, and dissolve organizations” (Gizir & Simsek, 2005, p. 

200). Many leaders in higher education institutions are unaware of the power of effective 

communication. Communication is a key element in organizational strategies to promote 

employee involvement, which leads to increased commitment (Thornhill et al., 1996).  

Communication satisfaction is an employee’s contentment with the level of information 

provided by an organization (Kandlousi et al., 2010). There is a correlation between 

communication satisfaction and organizational commitment (Varona, 1996). The benefits of high 

communication satisfaction include high organizational identity, high perceptive organizational 

support, and well-defined employee expectations. Higher education institutions can increase 

efficiency by providing effective communication to their employees.  
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In higher education institutions, there are two main categories of employees: academic 

and administrative. Academic staff consists of faculty members and graduate assistants. The 

administrative staff is responsible for the day-to-day operations of an institution (Blackwell et al., 

2003) and help students in all areas beyond academics (Szekeres, 2011). These employees are 

the public face of the institution, interacting with all internal and external stakeholders. Internal 

stakeholders include current students and faculty. External stakeholders include prospective 

students, parents, alumni, donors, and accrediting agencies (Rosser, 2004). Of the over 3.9 

million employees working at America’s 7,477 degree-granting postsecondary institutions, 45% 

of these employees are administrative staff (Ginder et al., 2014). Because they are a significant 

group of higher education employees (Rosser, 2013), institutions receive a high return on 

investment by focusing their attention on increasing the level of organizational commitment 

among administrative staff.  

Increasing the organizational commitment of administrative staff through communication 

satisfaction is a logical first step in utilizing existing financial resources for several reasons. First, 

administrative staff impact student enrollment and retention (Rosser, 2000). As the first group of 

higher education employees seen by prospective students (Rosser, 2013), high organizational 

commitment of administrative staff can influence the financial bottom line of an institution 

(Kretovics, 2011). Second, the administrative staff is the public face of the institution (Foster, 

2006), communicating the mission, vision, goals, and strategic plan to internal and external 

stakeholders. Being the internal and external spokesperson for the institution can influence 

organizational success (White et al., 2010). As a large component of higher education employees, 

the administrative staff is important to the success of an institution.   
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Despite the financial and accountability challenges facing higher education, America still 

believes strongly in the value of higher education. The National Center for Public Policy and 

Higher Education reports that 55% of Americans believe “higher education is absolutely 

necessary for success” (Immerwahr & Johnson, 2010, p. 3). Enrollment numbers support this 

statistic as the number of students enrolled in higher education has risen from 14 million in 2000 

to 21 million in 2012 (National Center for Education Statistics, 2014).  Because of the 

expectations placed on higher education by American society, as well as the number of students 

involved in this enterprise, institutions are held accountable to the American people to ensure 

that their institutions run as efficiently as possible. Increasing the level of organizational 

commitment through communication satisfaction among administrative staff is a good way to 

utilize existing financial resources.  

Problem Statement 

“The liberal arts are in trouble” (Cohen, 2014, p. 60). Liberal arts institutions are seeking 

to survive in times of economic uncertainty. Reliance on student enrollment for operating 

budgets (Knapp, 2013), the decrease in the number of undergraduates majoring in liberal arts 

disciplines (Roche, 2013), and increased public pressure to contain costs while demonstrating the 

value of a liberal arts education (Knapp, 2013) are three obstacles facing liberal arts institutions 

today. These challenges provide opportunities for institutions to utilize existing resources in a 

creative way.  

Research shows that human resources, such as employees, are the most important 

element to determining the superiority of a higher education institution (Zlate & Enache, 2015). 

Because human capital is key to organizational performance, liberal arts institutions can 

investigate ways to increase productivity of current employees.  
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One way to increase productivity is through increasing employee organizational 

commitment (Brown & Sargeant, 2007). Research has shown that a way to increase 

organizational commitment is through increasing communication satisfaction (Varona, 1996). 

Understanding and increasing employees’ perceptions of communication satisfaction creates a 

domino effect that will help liberal arts institutions be more productive during these 

economically hard times. Higher education leadership can utilize information regarding both 

communication satisfaction and organizational commitment to find ways to ensure survival and 

growth.  

Purpose of Study 

The purpose of this research was to gain an understanding of communication satisfaction 

and organizational commitment for administrative staff at a master’s institution. Through survey 

instrumentation, the researcher investigated how full-time and part-time administrative staff 

perceived their level of communication satisfaction and their level of organizational commitment.  

Because little research exists on this topic for higher education administrative staff, this 

research provides insight to the participating institution and similar master’s liberal arts 

institutions. Understanding the perceptions of communication satisfaction and organizational 

commitment can help with both strategic planning and evaluation of existing communication 

policies.  Additionally, this research provides recommendations for leaders in master’s liberal 

arts institutions on how to increase employee communication satisfaction and organizational 

commitment.  

This study used quantitative survey research. The population for this survey was 

administrative staff at a master’s institution. These staff members work in five main departments: 

business affairs (business services, human resources, risk management, and facilities), 
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advancement (marketing and communication, alumni, annual giving, and donor relations), 

student affairs (admission, campus life, public safety, and university ministries), president’s 

office, and academic affairs (student records, international education, library services, and 

disability services).  

Participants in this study completed an online questionnaire consisting of demographic 

information, two qualitative questions, the Communication Satisfaction Questionnaire (Downs & 

Hazen, 1977), the TCM Employee Commitment Survey (Meyer & Allen, 1997), and the Survey 

of Perceived Organizational Support (Eisenberger et al., 1986). Participants answered questions 

on a 7-point Likert scale. Scores were tabulated and analyzed using SPSS. The research 

questions were tested for significance. Determining significance between the constructs involves 

correlations and linear regression analysis.  

Research Questions  

 The study sought to explain the relationship between communication satisfaction and 

organizational commitment for administrative staff in a master’s institution. The following 

research questions guided this study: 

1. What is the level of communication satisfaction among administrative staff at this 

institution; 

2. What is the level of organizational commitment among administrative staff at this 

institution;  

3. What relationships exist between affective organizational commitment and seven 

communication satisfaction dimensions; 

4. What relationships exist between normative organizational commitment and 

seven communication satisfaction dimensions; and 



	

	 8	

5. What relationships exist between continuance organizational commitment and 

seven communication satisfaction dimensions? 

Significance of Study 

The data collected from this study, as well as its findings and conclusions, can assist 

higher education administrators at private liberal arts institutions in a variety of ways. First, this 

study advances the literature and research on higher education administrative staff. As a 

significant group of higher education employees, administrative staff can influence an 

institution’s financial sustainability (Kretovics, 2011), as well as impact student enrollment and 

retention (Rosser, 2000). This population is important to the future of higher education and 

should be widely researched and studied.  

Second, this research provides higher education administrators at private liberal arts 

institutions with valuable information about the perceptions and opinions of administrative staff 

regarding organizational commitment and communication satisfaction. This information helps 

administrators with strategic planning; understanding the level of existing commitment helps 

inform changes to institutional communication policies. Administrators also can use this data to 

explore ways to positively influence the welfare, happiness, and retention of their employees.  

Finally, this study helps private liberal arts institutions understand the need to provide a 

communication climate that promotes employee commitment. Loyal and committed employees 

lead to high productivity in a higher education institution (Brown & Sargeant, 2007). 

Additionally, lower employee turnover rates reduce the cost and time of training new employees 

(Best Christian Workplaces Institute, 2007). Overall, these three reasons explain the significance 

and value of this study to the existing literature.   
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Assumptions  

Several assumptions were made in this study. First, this study assumed that participants 

answered the survey questions accurately and honestly. The researcher assumed participants 

were not influenced by the fear of retribution for providing honest feedback on the organizational 

commitment and communication at their institution. Second, this study assumed organizational 

commitment was accurately measured by the TCM Employee Commitment Survey (Meyer & 

Allen, 1997). Additionally, it assumed communication satisfaction was accurately measured by 

the Communication Satisfaction Questionnaire (Downs & Hazen, 1977) and perceived 

organizational support was accurately measured by the Survey of Perceived Organizational 

Support (Eisenberger et al., 1986). These assumptions helped guide this research study.  

Limitations and Delimitations 

There were several limitations or weaknesses to this study’s research design that 

restricted the study’s scope. First, the study was limited to administrative staff at the site 

institution. A list-serv was used to distribute this survey. Because the list-serv included both 

employees of this institution and employees from other institutions, the first survey question 

asked if the participant was an employee of the site institution. Therefore, this question limited 

the scope of this study. Overall, because this study was a case study, these generalizations may 

not be applicable to all higher education institutions.  

Second, because this study used a Likert scale, results may be biased due to the tendency 

to give consistently high or low ratings. Additionally, this type of scale forces participants to 

choose a response, which prevents some relevant information from being collected (Thomas, 

2007). These drawbacks to Likert scales were one of the limitations of this study.  
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Third, the data in this survey was collected during the 2015 summer semester. This cross-

sectional format represents the perceptions and feelings of administrative staff at this one point in 

time (Creswell, 2009). Therefore, this research did not provide data that was collected over a 

long length or series of time.  

This study has several self-imposed boundaries, also called delimitations, to help delimit 

the scope of the study. First, the study was conducted at a single, American, non-profit, four-year 

private liberal arts institution that falls within the master’s level Carnegie Classification. 

Therefore, the results cannot be generalized for all higher education institutions. Second, the 

population for this study was full-time and part-time administrative staff. Faculty members and 

students were excluded from this research. Third, the survey was voluntary. As a convenience 

sample, this research relied on the participants’ willingness to participate. These three 

delimitations narrowed the scope of this research and the application of the results.  

Organization of Study  

This study is divided into five chapters. Chapter I introduced the importance of 

communication satisfaction and organizational commitment of administrative staff in a master’s 

institution.  Additionally, the problem statement, purpose and significance of the study, 

assumptions, and limitations and delimitations are stated. Chapter II includes a comprehensive 

literature review of administrative staff, organizational commitment, and communication 

satisfaction. Also, the theoretical frameworks are explained. Chapter III describes research 

design, research questions, population, research variables and instruments, data collection 

procedures, bias and postitionality, confidentiality, and validity and reliability. Chapter IV 

presents the results of this study. Each research question is answered using statistical data. 
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Finally, Chapter V presents a summary of the study’s findings and results, as well as provides 

recommendations for practitioners and further research.  
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CHAPTER II: 

LITERATURE REVIEW 

The purpose of this quantitative survey research was to gain an understanding of 

communication satisfaction and organizational commitment for administrative staff at a master’s 

institution. While the relationship has been shown in other contexts (Varona, 1996), this study is 

important because it adds to the existing literature on this topic and extends this relationship to 

include an American higher education context. This chapter includes a review of the literature 

pertinent to this study. First, as designated by the National Education Association, administrative 

staff will be defined and their roles and functions will be explained. The importance and value of 

administrative staff in higher education will be examined, and several key work-related issues 

will be reviewed. Second, the definition and need for organizational commitment in higher 

education institutions will be explained. Additionally, ways to increase organizational 

commitment will be examined. Third, communication satisfaction will be defined, and its 

necessity in a higher education institution will be explained. Also, ways to increase 

communication satisfaction will be examined. Finally, the theoretical frameworks of 

organizational commitment and communication satisfaction will be used as the theoretical 

framework for this study.  

Educational Support Professionals [ESPs] 

The National Center for Educational Statistics designates 16 occupational categories of 

higher education employees (Rosser, 2014). These categories are divided into two main types of 

staff: academic and administrative. Academic staff consists of four categories: instruction, 
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research, public service, and graduate assistants. These employees educate students, pursue 

research, and provide service to the institution and community (Foster, 2006).  

Administrative staff, consisting of the remaining 12 categories, are a significant 

component of a university and are responsible for the day-to-day operations of an institution 

(Blackwell et al., 2003); generally speaking, they help students in all areas beyond academics 

(Szekeres, 2011). Prior to 2012, there were six categories of administrative higher education 

employees: clerical and secretarial; executive, administrative, and managerial; other professional 

(support and service); service and maintenance; skilled craft; technical and paraprofessional 

(Knapp et al., 2012). In 2012, the NCES disaggregated these six categories into 12 categories for 

greater clarification. These categories include business and financial operations; computer, 

engineering, and science; community service, legal, arts, and media; librarians, curators, and 

archivists; student and academic affairs and other education services occupations; healthcare 

practitioners and technical; service occupations; sales and related occupations; office and 

administrative support; natural resources, construction, and maintenance; management 

occupations; and production, transportation, and material moving (Rosser, 2014). Eleven of these 

12 categories combine to make up Educational Support Professionals (ESPs). The management 

occupations is the administrative category that is excluded from the ESP grouping.  

ESPs perform a wide variety of functions in higher education institutions. The Bureau of 

Labor Statistics has defined these occupational categories based on standardized employee 

descriptions from the 2010 Standard Occupational Classification Manual (Ginder et al., 2014). 

Overall, the combined ESPs categories constitute 45% of the total number of higher education 

employees (Ginder et al., 2014). The largest ESP category is office and administrative support 

occupations, constituting approximately 27% of the total number of higher education employees. 



	

	 14	

The second and third largest categories include service occupations (14%) and computer, 

engineering, and science occupations (13%). This study focused on the 11 employee 

classifications that make up ESPs.  

 Various organizational models frame higher education in the United States. This study 

focuses on the four-year higher education institution model; seven general departments form its 

administrative structure (Kretovics, 2011). The department of administrative affairs, also known 

as business affairs, is responsible for running the physical aspects of the institution. Public safety, 

maintenance, custodial services, payroll, and campus operations fall under this umbrella. 

Maintaining the budget for the institution is under this department’s purview as well. The 

department of human resources focuses on employee benefits, compensation, orientation, and 

professional development. The department of institutional research provides data to all internal 

and external stakeholders, as well as to government and accrediting bodies. The department of 

university advancement and development raises money for the institution through annual giving 

and major donations, otherwise known as major gifts. The marketing and communication 

department communicates the message and mission of the institution to media, prospective 

students, and internal and external stakeholders. The department of enrollment management 

includes the offices of admission and financial aid. The department of student affairs manages 

the day-to-day experiences of students, including residence life, intramurals, Greek life, SGA, 

on-campus activities, and student orientation (Kretovics, 2011). All departments work together to 

create a successful institution.  

 ESPs are important stakeholders in a higher education institution and provide value to an 

institution as a whole in three overarching ways. First, ESPs are a large group of postsecondary 

administrative employees (Rosser, 2013). According to the Integrated Postsecondary Education 
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Data System [IPEDS], Title IV institutions (i.e., participants in federally-funded student financial 

assistance programs) employed approximately 1.77 million education support professionals in 

the fall of 2013 (Ginder et al., 2014). Therefore, ESPs make up 45% of the total number of 

employees in higher education institutions. Since personnel salaries traditionally constitute 50% 

of the operating expenses of an institution (Majesky, 2008), hiring first-rate employees becomes 

a fundamental component of a quality institution (Zaback, 2011). Likewise, the hiring of quality 

ESPs is essential because they form a significant group of higher education employees. Yet, 

despite these numbers, few administrators recognize that the quality of their employees can 

drastically impact an institution’s financial sustainability (Kretovics, 2011).   

Second, ESPs are valuable because they are the public face of an institution and convey 

its mission and values (Rosser, 2004) to all internal and external audiences (Foster, 2006). 

Because they come into contact with all stakeholders on a regular basis, ESPs often maintain a 

positive and excited outlook on the future of an institution. Palm (2006) indicated that an 

administrator’s optimistic perspective is practically a requirement if he or she wants to be 

successful. They are encouraged to participate in university-wide events that make them visible 

to various internal and external stakeholders (Palm, 2006). Overall, ESPs are “the face of an 

organization and have a powerful influence on organizational success” (White et al., 2010, p. 66). 

Additionally, ESPs are often the first group of higher education employees seen by 

prospective students (Rosser, 2013), thereby impacting student enrollment and retention (Rosser, 

2000). Current students also interact with ESPs on a regular basis (Brainard et al., 2009), 

especially in the offices of admission, student affairs, and financial aid. Interaction increases at 

residential universities where students interact often with the offices of residence life and campus 

life (Thompson, 2005). Based on recent retention research, Farrell (2009) concluded that student 
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retention is based on three variables: student, institutional, and environmental. Student variables 

include age, race or ethnicity, socioeconomic background, and previous academic studies. 

Institutional variables include size and type of the institution and student body composition. 

Environmental variables include extracurricular activities, student services, daily interaction with 

faculty and staff, institutional climate, financial aid, and academic advisement. Farrell (2009) 

concluded that both faculty and staff play a role in student retention.  

Finally, ESPs are valuable to an institution because they are the liaison between senior 

management, students, faculty, and external stakeholders (Rosser, 2000, 2012). Administrators 

are often responsible for compliance with federal and state higher education laws. Being up-to-

date on the legal policies and laws that could affect an institution is part of an administrator’s job 

(Jenkins, 2003). However, because they are the liaisons, compromise governs almost every 

administrative decision due to competing external interests and stakeholders. In contrast, faculty 

members have more autonomy than ESPs in their decision-making process. ESPs have a 

hierarchical structure in place that reflects a clear chain of command (Foster, 2006). Additionally, 

Palm (2006) has suggested that there is an institutional information gap between administration 

and faculty. Administrators have an understanding of the overall strategic goals of the university, 

the ability to know what steps are currently being taken to achieve them, and the knowledge of 

available financial resources.  Faculty members are often uninformed about many university-

wide decisions (Palm, 2006). In fact, this lack of institutional vision is listed as a reason faculty 

members hesitate to trust administrators (Welsh & Metcalf, 2003).  

Overall, because ESPs are valuable employees in higher education institutions, it is 

important to research this group to better understand them as a unit. Literature and research on 

ESPs is small compared to literature and research on other employees at higher education 
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institutions, such as faculty members and presidents. Therefore, this study is important because it 

examined levels of organizational commitment and communication among ESPs.  

This administrative component of a higher education institution has not always existed. It 

surfaced in 1878 when the president of Cornell University appointed a vice president to help him 

with the day-to-day responsibilities of the presidency, such as correspondence, hiring faculty, 

and firing faculty (Perkins, 1973). Though less than 2% of college-age students were attending 

college in 1865, universities at the turn of the century were expanding at a rapid pace as 

enrollments increased. By the 1890s, administration had come into its own as a legitimate 

necessity for universities (Perkins, 1973). In the 1950s, funding for higher education institutions 

came mainly from the states. Administrators were seen as the liaisons and buffers between the 

outside public world and the inside academic world. In fact, administrators were primarily 

chosen out of the faculty pool (Leicht & Fennell, 2008). In 1970, almost 50% of college-age 

students were enrolled in higher education coursework. Universities needed personnel to 

coordinate this expansive growth in order to allow faculty the opportunity to focus on teaching 

students (Perkins, 1973). Additionally, in the late 1980s, the need for solicitation of financial 

support from external stakeholders, as well as effective communication with students, faculty, 

and the broader community, caused a growth in the numbers of administrative staff members 

(Anderson, 1991). Overall, administrative staff are now a common component of a higher 

education institution.  

There are several reasons why higher education as a whole began to see an increase in the 

number of ESPs and why that number continues to grow (Rosser, 2013).  First, institutions need 

to comply with new federal and state laws, mandates, and standards. ESPs are traditionally the 

employees who make sure an institution is compliant with these laws and mandates (Anderson, 
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1991; Grassmuck, 1991; Ginsberg, 2011). Also, student populations continue to grow, new 

technologies continue to emerge, and student services options continue to develop. Therefore, 

the number of staff members to manage these programs must also increase (Anderson, 1991; 

Brainard et al., 2009; Ginsberg, 2011). Finally, the list of external stakeholders has significantly 

increased and includes donors, research funders, local and national employers, students, and 

parents. The expectations of these external stakeholders have increased over the last five decades. 

An increased number of staff is needed to help manage their requests and demands (Leicht & 

Fennell, 2008). These changes explain the increase in the number of ESPs at an institution. 

The statistics regarding ESPs support the claim that ESPs have increased in number. 

Using the previous NCES employee classifications, Rosser (2013) analyzed 19 years of 

statistical data. She concluded that support and service employees increased by 77% over the last 

two decades, while clerical and secretarial employees decreased by 5.7%. The support and 

services employee growth is attributed to increased governmental reporting requirements and 

increased student services offered in higher education institutions. The clerical and secretarial 

category declined due to technological improvements and financial cost cutting (Rosser, 2013). 

While the overall number of ESPs has increased, the number of employees per student has 

declined; Zaback (2011) concluded that the number of total staff (i.e., faculty and ESPs) per 100 

student full-time equivalent [FTE] declined between 2001 and 2009. While both student 

enrollment and staff employment grew during this period, staff employment rose at a slower rate 

than student enrollment. Additionally, Zaback (2011) reported that four categories of staff saw 

decline in staff per student FTE: clerical and secretarial; executive, administrative, and 

management; maintenance; and skilled crafts. Categories that served students directly (i.e., 

faculty, graduate assistants, and other professional) saw growth in staff per student FTE.  
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Although the overall number of administrative staff has increased, some of this growth 

has been necessary. Anderson (1991) believes if the number of academic support personnel is 

reduced, faculty members will be forced to assume greater responsibility in duties such as 

student advising, supervision of laboratories, and other administrative duties within the 

department. Faculty members traditionally delegate this work to support personnel so they can 

continue to focus on an institution’s mission of teaching, research, and service. If support 

personnel are eliminated, faculty members may face unexpected administrative duties. Based on 

the mission and vision of the institution, faculty and administrative staff can jointly decide which 

activities should be delegated to administrative staff (Anderson, 1991).   

Additionally, Morphew and Baker (2004) found that administrative costs at research 

universities are higher than those at traditional institutions. In order to reach the classification of 

research university, an institution must increase both administrative and instructional spending. 

However, increasing the research aspect of an institution typically involves hiring more 

administrative staff members to generate external funding and to coordinate with external 

agencies. Therefore, an institution striving for the research university classification should 

anticipate an increase in administrative spending.  

Many scholars view this administrative growth as a negative situation. Ginsberg (2011) 

believes administrators initially plan to strengthen and support the goals of teaching, research, 

and service; ultimately, they use tuition dollars to increase their staff size. Ginsberg (2011) 

stressed that the number of administrative staff members has grown at a higher rate than the 

number of faculty members over the last decade; more money has been spent on administrative 

staff support than on instructional support. He believes that an institution should evaluate its 

administrative positions to protect its own best interests.  
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While the negative outlook on the rapid growth of administrative expenditures is a 

frequently discussed topic (Ginsberg, 2011), Hedrick et al. (2009) concluded that cutting 

administrative spending is rash and unnecessary.  After analyzing 17 years of IPEDS data, 

Hedrick et al. (2009) believe that while both instructional and administrative costs per student 

increased during the 1990s, administrative costs rose at a slightly faster pace.  However, both 

sets of costs leveled out to a stable and predictable level. Therefore, the belief that administrative 

costs are growing at an uncontrollable rate is not supported.   

In fact, the percentage increase of salaries for ESPs is in keeping with the national 

inflation rate. The Administrators in Higher Education Salary Survey (CUPA-HR, 2013) 

reported that the median salaries of higher education administrators have increased by 2.3% from 

2011. The Bureau of Labor Statistics reported that the inflation rate increased 2.1%, indicating 

that the increase of salaries for higher education administrators is on par with the inflation rate 

(CUPA-HR, 2013). Therefore, administrative salaries are not rising at an unrealistic rate. 

Additionally, Slaper and Foston (2013) agreed that growth in administrative staff is not the only 

cause of rising tuition costs. In fact, even cutting administrative staff by 20% will not make a 

dent in the overall finances of an institution. Rising tuition costs is a complex issue that does not 

have an easy solution (Slaper & Foston, 2013).  

There are five work-related professional issues that face administrative staff. These issues 

are promotional opportunities, professional development, outsourcing, wages, and esteem. First, 

the most influential forecasters of morale are the perception of recognition for ability and the 

perception of appreciation by the institution (Johnsrud & Rosser, 1999).  Promotional 

opportunities can play a large role in increased organizational satisfaction, especially when 

wages remain constant. ESPs often believe there is no room for advancement.  Giving internal 
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candidates opportunities for mobility within the organization helps create a climate of mutual 

respect.  Providing clear career ladders improves the overall satisfaction of employees (Johnsrud, 

2004). Faculty members have a clear career path for advancement. Equally obvious internal 

career pathways are needed for administrative staff (Rosser, 2000). Additionally, the university 

culture is less stressful and more flexible than the corporate world; as a result, employees often 

stay in the higher education environment if treated appropriately (Kretovics, 2011). While 

obtaining new administrative staff is relatively easy, it becomes more difficult to keep this type 

of staff due to the lack of opportunities for career advancement (Szekeres, 2011). Unlike faculty 

members who might stay at the same institution for the duration of a career, non-academic 

administrators tend to move around to different institutions to continue to move up the career 

ladder (Palm, 2006).  A high turnover rate of ESPs actually damages an institution by causing a 

variety of problems: employees are less knowledgeable; institutional memory disappears; 

training time increases; and more behavioral issues surface (Rosser, 2004). While some turnover 

is anticipated, turnover can become a problem when institutions begin losing employees they 

would like to keep (Johnsrud et al., 2000).  

A second work-related issue is professional development. The most common form of 

professional development offered to administrative staff is tuition reimbursement or waiver at the 

employing institution (Rhoades & Maitland, 1998). This benefit allows employees to engage in 

skills training and professional development. In turn, employees enhance personnel quality by 

applying this additional knowledge to their current jobs (Rosser, 2009). However, Rhoades and 

Maitland (1998) have concluded that this benefit pales in comparison to the faculty sabbatical 

leave, which is paid, professional development for a semester or more. Unfortunately, 

universities spend little time and effort investing in staff development. Institutions need to 
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prioritize career path planning for educational support professionals (Szekeres, 2011). Investing 

in staff pays off in the long run because it equips staff members with the skills and knowledge to 

do their work successfully and competently (Blackwell et al., 2003).  

A third work-related issue is outsourcing. Johnsrud (2000) believes outsourcing services 

is a common answer to budget cuts.  When an institution outsources services to a third party, the 

institution saves money on personnel salaries and benefits. Frequent areas of outsourcing include 

food services, health centers, custodial and maintenance services, grounds care, printing, security, 

mail delivery, and facilities and arena management. While an institution can cut costs by 

outsourcing, this decision has a damaging impact on campus self-esteem and productivity. An 

alternative to outsourcing includes staff involvement in determining ways to increase efficiency 

and cut expenses. While cutting costs may be necessary in today’s fiscal climate, other avenues 

besides outsourcing should be considered (Johnsrud, 2000). 

A fourth work-related issue is wages. After reviewing the National Education Association 

(NEA) 2002 study of higher education ESP work-related issues, Johnsrud (2004) concluded that 

ESPs are dissatisfied with wages. While increasing wages may not be an option for every 

institution, the perception of fairness in wages is important to staff.  ESPs must see transparency 

and equity in the allocation of limited resources (Johnsrud, 2004). Although salaries are 

important, an employee’s pay by itself does not predict the level of morale; the perception of 

salary equity in relation to others determines morale (Johnsrud & Rosser, 1999).   

Finally, some faculty members, external stakeholders, and even ESPs continue to view 

the work of administrative staff as unimportant and inferior to the work of academic professions 

(Szekeres, 2011). ESPs are held in low esteem and are unappreciated in the field of higher 

education (Rosser, 2011). Additionally, ESPs are often affected when an institution faces 
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financial cutbacks (Rosser, 2009). Due to the non-academic nature of their jobs, staff members 

face department restructuring or elimination when an institution is faced with budget decreases 

(Rosser, 2012). In fiscally difficult times, they are asked to be more efficient with fewer 

resources (Rosser, 2011; Montgomery & Lewis, 1996); unpaid leave, salary freezes, increased 

workloads, and reductions in labor force threaten security (Rosser, 2010). ESPs need to feel 

valued as employees.   

Because a large percentage of a higher education institution’s budget is invested in 

personnel, employees can significantly influence the quality of the institution. Since ESPs 

comprise 45% of the total number of employees in a higher education institution (Ginder et al., 

2014), it is important to understand the value of this group. Due to their varied abilities and 

unique perspective on the university as a whole, ESPs play a key role in higher education.  This 

group of employees will always be necessary in higher education because of the significant 

functions they perform (Lau, 2010).  

Organizational Commitment  

The level of employee organizational commitment at a higher education institution can 

determine the institution’s success (Thornhill et al., 1996; Karakaya, 2013). Because ESPs make 

up a large percentage of higher education employees, it is especially important for this group to 

have high levels of organizational commitment. Loyal and committed employees lead to high 

productivity in a higher education institution (Brown & Sargeant, 2007). “Colleges and 

universities must recognize that their most valuable tangible asset is their passionate employees” 

(Whisman, 2009, p. 368). Therefore, organizational commitment is an important construct in 

higher education. Organizational commitment is defined as an employee’s allegiance to, 
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affection for, devotion to, and participation in an organization (Thomas, 2007; Postmes et al., 

2001).   

Three characteristics must be present for an employee to have organizational 

commitment. First, an employee must strongly believe in the organization’s goals and values. 

Second, an employee must be willing to put forth substantial effort on the organization’s behalf. 

Third, a strong desire to stay in the organization must be present (Porter et al., 1982).  In 

summary, “[Commitment] involves an active relationship with the organization such that 

individuals are willing to give something of themselves in order to contribute to the 

organization’s well-being” (Steers & Porter, 1983, p. 443). Consequently, an employee’s level of 

organizational commitment determines workplace behavior (Brown et al., 2011). However, 

organizational commitment differs from job satisfaction because commitment focuses on the 

organization as a whole rather than on a specific job description (Porter et al., 1982).   

Meyer and Allen’s (1997) model of organizational commitment is the foremost research 

on this topic. This model contains three components: affective commitment, normative 

commitment, and continuance commitment. Affective commitment is the emotional connection 

an employee has with his or her organization based on positive work experiences and encounters 

(Meyer & Allen, 1997). Employees with high affective commitment identify with the 

organization’s values and become highly involved in the organization (Meyer & Herscovitch, 

2001). Whenever possible, an organization should promote affective commitment to encourage 

the employees to act in the best of the organization (Meyer & Herscovitch, 2001). Normative 

commitment is responsibility to remain at an institution out of duty and obligation (Meyer & 

Allen, 1997). Normative commitment also reflects the employee’s need to reciprocate the 

organization’s given benefits back to the organization (Meyer & Herscovitch, 2001). 
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Continuance commitment is fear of the negative economic and social outcomes that would result 

after an employee leaves an organization (Meyer & Allen, 1997). An employee with high 

continuance commitment sees many perceived costs in leaving the organization and determines 

there is no alternative to the organization (Meyer & Herscovitch, 2001). These three types of 

commitment require clear definitions in order to understand the remaining literature and research. 

Overall, organizational commitment reflects the employee’s relationship with the organization 

and impacts the employee’s decision to remain with or to leave an organization.  

Surprisingly, an employee can simultaneously experience all three types of commitment 

in varying amounts (Meyer & Herscovitch, 2001), and high continuance commitment is not 

always a negative factor. Meyer et al. (2012) believe employees with high affective and 

normative commitment also exhibit high continuance commitment. The possibility of losing 

these positive emotions and experiences can result in an employee’s decision to remain with the 

institution. As expected, a combination of both high affective and normative commitment results 

in a highly committed, satisfied, and happy workforce (Meyer et al., 2012). Additionally, 

normative commitment can be independent of job satisfaction. A person who stays at an 

institution out of loyalty and duty may or may not be satisfied with his or her job (Wiener & 

Vardi, 1980). Learning how these types of commitments interconnect gives an organization a 

clear picture of employee commitment as a whole.   

With these definitions of commitment in mind, it is important to place these types of 

commitment in the context of higher education. Karakaya (2013) found several key results when 

analyzing the three types of commitment in faculty members in sport education institutions in 

Turkey. The variables that impact affective commitment are academic rank, job tenure, and 

tenure at the same institution.  Faculty members with high academic rank have high levels of 
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affective commitment. Additionally, faculty members who have been in the teaching profession 

for over 21 years have the highest levels of affective commitment. Faculty members who have 

been at the same institution for over 10 years also have high levels of affective commitment. The 

variables that impact continuance commitment are age, education background rank, and 

academic rank.  Young faculty members have high levels of continuance commitment. Faculty 

members with a bachelor’s degree have higher levels of continuance commitment than those 

with a master’s or doctoral degree. Faculty members with low academic rank have high 

continuance commitment. There were no significant findings for normative commitment. Overall, 

Karakaya (2013) believes creating a shared vision within the institution will increase 

organizational commitment in all employees.   

Brown and Sargeant (2007) found contradictory results in their study on organizational 

commitment of full-time university employees. Young employees (ages 26-35) are considerably 

less committed to their institution than those who are 46 years old and older. Similar to 

Karakaya’s (2013) study, Brown and Sargeant (2007) found that organizational tenure has a 

positive relationship with organizational commitment. Therefore, a long employee tenure fosters 

high organizational commitment. Another study involving university employees includes Bell-

Ellis et al.’s (2015) research. They found that employees at faith-based institutions have higher 

levels of organizational commitment in comparison to employees at secular institutions. They 

predict that turnover would decline if employers facilitate a greater sense of community among 

employees and provide engaging work experiences (Bell-Ellis et al., 2015).  

Love (2013) explored the level of organizational commitment among university students 

using the Meyer and Allen model of commitment. He found that there are no gender differences 

across the three levels of commitment. Additionally, minority students and upperclassmen are 
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more likely to have higher levels of commitment to the university. Finally, it was hypothesized 

that students with higher grade point averages would be more committed to the institution; 

however, Love (2013) discovered that grade point averages have no significant impact on 

organizational commitment.  

Martinez et al. (2011) researched commitment in intercollegiate athletics. They found 

that employees have high levels of affective commitment if they have positive perceptions of the 

institution’s internal marketing. Additionally, Martinez et al. (2011) confirmed that targeting 

internal marketing according to specific job functions within an institution increases levels of 

affective commitment. Understanding the antecedents of affective commitment in higher 

education is helpful in gaining a foundation for this study of the role of communication on the 

organizational commitment of ESPs in a higher education institution.  

After reviewing the definition of organizational commitment, it is important to 

understand the three main benefits to high organizational commitment in ESPs. First, due to the 

competitiveness of today’s marketplace, it is essential to have an engaged and committed work 

force. If employees are engaged, an organization grows and is more productive because of 

increased employee efficiency (Best Christian Workplaces Institute, 2007; Lockwood, 2007). In 

addition, the working-age population is shrinking, thus increasing the competition for hard-

working, model employees. “In the coming years, as an increasing number of employees 

approach retirement age, it is expected that the number of retirements will rise dramatically” 

(Quinn & Thorne, 2014, p. 69). These retirements create challenges such as an absence of trained 

workers, decreased morale due to increased workloads without compensation, and loss of 

relationship capital built by the employee (Quinn & Thorne, 2014). In a study on faculty and 

administration in a private Christian university, Schroder (2008) advised administrators to invest 
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in professional development to make sure employees feel valued and important. Organizations 

need to understand the value of keeping talented and competent employees by creating 

opportunities for organizational commitment to grow (Stone et al., 2009; Quinn & Thorne, 2014).  

A second benefit to high organizational commitment is low turnover. Committed 

employees have lower turnover rates because they are loyal to their organization (Postmes et al., 

2001). Lower employee turnover reduces the cost and time of training new employees (Best 

Christian Workplaces Institute, 2007). Individuals have feelings of attachment and belonging as 

well as a sense of security when they have high organizational commitment. Employees develop 

a positive self-image and maintain clear work goals and direction (Porter et al., 1982). Overall, 

research shows that an employee’s high level of organizational commitment is beneficial to the 

organization as a whole.   

A final benefit to high organizational commitment is that employees make decisions in 

line with the institution’s mission and goals (Nakra, 2006). Organizational commitment impacts 

an employee’s loyalty to an organization (Postmes et al., 2001); in fact, an employee who 

remains uncommitted to an institution will harm the institution (Thompson, 2005). Additionally, 

“the employee’s support for an organization’s strategic direction is important, since it serves as 

an invisible hand that guides the activities they perform independently” (de Ridder, 2004, p. 27). 

In the end, employees who have invested in their institutions contribute to its success (Bolino & 

Turnley, 2003).  

Understanding the value of ESPs in a higher education institution and the value of high 

organizational commitment reveals that an institution benefits from increasing organizational 

commitment among their employees. Research shows four main ways to increase organizational 

commitment. First, perceived organizational support influences an employee’s level of 
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organizational commitment. Overall, an employee’s commitment to an organization increases if 

he or she feels needed and valued (Chaffee & Tierney, 1988). Eisenberger et al. (1986) have 

explained that employees form a universal opinion of how much an organization values their 

contributions and cares for their welfare. High levels of perceived organizational support mean 

an employee has attachment and loyalty to an organization (Shore & Wayne, 1993). In other 

words, feeling like the organization is committed to them makes employees more likely to be 

committed to the organization (Rhoades & Eisenberger, 2002).   

Numerous factors influence an employee’s perceived organizational commitment. First, 

all praise and monetary rewards (e.g., pay increases and promotions) should be genuine and 

unique to a specific individual. Generic and arbitrary praise from supervisors has a negative 

impact on perceived organizational support (Eisenberger et al., 1986). When studying midlevel 

student services professionals in higher education, Baker-Tate (2010) concluded that 

organizational commitment levels increase when work is valued and recognized by the 

administration in higher education institutions. Second, work-life balance plays a role in 

employee perception. Policies that reflect a balance between professional and personal lives (e.g., 

family medical leave and flexible job arrangements) show employees that an organization cares 

about them as a whole person. Interest in future career goals, forgiveness for mistakes, and 

support in family issues such as on-site day care impact the commitment of an employee to his or 

her organization (Bolino & Turnley, 2003). It is especially important that direct supervisors are 

supportive and affirming of time off due to work-life balance issues (Lester, 2013; Lockwood, 

2007).  

Finally, perceptions of fair compensation and access to professional development impact 

an employee’s perceived organizational support (Eisenberger et al., 1990). ). In his study on 
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faculty members in public and private higher education institutions, Balay (2012) discovered that 

faculty members at private institutions show more organizational commitment than faculty 

members at public institutions. Balay (2012) believes private institutions are more likely to 

provide fair and adequate compensation and provide professional development. Overall, valuing 

employees is the key to increasing perceived organizational support.  

A second way to increase organizational commitment is to increase organizational 

identity. Collective organizational identity is a shared belief in the fundamental characteristics 

and traits of an organization (Hardy et al., 2005), suggesting that an employee strongly associates 

with the organization (Nakra, 2006; Dutton et al., 1994). Organizational identity also includes 

the history, employee personalities, and leadership strategies of an organization (Chaffee & 

Tierney, 1988).  Dutton et al. (1994) explained that organizational identity is composed of what 

the employee believes is distinctive about the organization and his or her perception of how 

outsiders perceive the organization (Dutton et al., 1994). Smidts et al. (2001) found that 

employees identify with an organization if they perceive that outsiders view the organization in a 

positive light. Additionally, employees sometimes adopt the defining trait of the organization as 

a self-defining trait and are more likely to fight for endurance of an organization if their sense of 

self-worth is tied to the organization through high organizational identity (Dutton et al., 1994). 

Organizational identification is a self-sustaining cycle. Once an employee identifies with an 

organization, he or she will continue to think highly of the organization because he or she has 

identified with it so closely. To think negatively about an organization would be to think 

negatively about oneself (Fiol, 2002). Therefore, high organizational identity is linked to high 

organizational commitment.  
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Another positive outcome of high organizational identity is organizational citizenship 

behaviors (OCB) (Organ, 1988). OCB is defined as good actions that promote and increase the 

value of the institution and are beyond an employee’s assigned job description (Organ, 1988). 

These are optional behaviors that an employee chooses to do without expecting a reward (Shore 

& Wayne, 1993). In higher education, staff members traditionally exhibit higher levels of OCB 

than faculty members (Rose, 2012). Additionally, OCBs are positively related to levels of 

satisfaction, productivity, and employee loyalty. Because OCBs are not part of an employee’s 

formal job description, these behaviors cannot translate into performance measures (Rose, 2012). 

Institutions with employees who exhibit OCBs function more effectively (Bolino & Turnley, 

2003). These institutions are also innovative and adaptable (Organ, 1988).  

Trust is an additional aspect of organizational citizenship behavior because trust is a large 

component of successful interpersonal relationships (Butler, 1991). Cho and Park (2011) 

concluded that there are three types of trust within an organization. First, trust in management 

relates to an institution as a whole and is highly related to organizational commitment. This type 

of trust, reflecting an employee’s trust in the organization’s procedures and programs (Cho & 

Park, 2011), is typically based on the perception of fairness and efficiency (Costigan & Iter, 

1998). Second, the extent of an employee’s trust in supervisors impacts employee attitudes and 

relates to employee satisfaction rather than organizational commitment. Additionally, employee 

tenure directly correlates with trust in supervisors (Costigan & Iter, 1998). Third, trust in 

coworkers is weakly related to both satisfaction and commitment (Cho & Park, 2011). The 

relationship between trust and OCB is critical to understanding organizational identity.  

A third way to increase organizational commitment is to create interesting and 

meaningful work experiences. If employees feel they are making a difference in their work, they 
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are more likely to exhibit organizational commitment (Bolino & Turnley, 2003). In a study on 

faculty and administration in a private Christian university, Schroder (2008) found that 

professional growth and responsibility are two strong predictors of organizational commitment. 

The perception of significant duties and responsibilities at the institution contributed to 

organizational loyalty. However, administrators report a low satisfaction regarding professional 

development opportunities. Facilitating professional growth for administrators is a good first step 

in increasing organizational commitment. Baker-Tate (2010) found similar results for midlevel 

student services professionals in higher education. Having a sense of ownership and 

responsibility through job involvement increases their level of organizational commitment. 

Investing in employees leads to high organizational commitment, thereby ensuring the success of 

an institution.  

Motivation is also significant when discussing organizational commitment and 

meaningful work experiences because high motivation equals high productivity. There are two 

types of motivation: intrinsic and extrinsic. Intrinsic motivation is the innate desire to grow in 

knowledge and results in high creativity and learning. However, most activities in life are not 

intrinsically motivated. In fact, people are only intrinsically motivated by activities and 

experiences that interest them. If there is no interest in the endeavor, a person will not be moved 

to action by intrinsic motivation. Extrinsic motivation is doing something to result in a separate 

outcome. This type of motivation includes things like doing homework because it produces value 

for a future career (Ryan & Deci, 2000a).  

Ryan and Deci (2000b) have a theory of human self-motivation called the self-

determination theory, which identities three basic human needs: autonomy, relatedness, and 

competence. Autonomy is the perception of choice but not necessarily of independence. 
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Relatedness reflects social relationships and the need to be connected to others. Competence is 

the need to have an influence over outcomes. When these three needs are all met, employees 

have continued and sustainable motivation. If only one of the needs is met, a person will not be 

self-motivated or fulfilled as an individual.  

A final way to increase organizational commitment is related to individual, organizational, 

and job characteristics. Employee characteristics that directly correlate with organizational 

commitment include tenure of an employee (Welsch & LaVan, 1981; Porter et al., 1982; Wiener, 

1982; Mathieu & Zajac, 1990), age of the employee (Trombetta & Rogers, 1988), teamwork 

(Welsch & LaVan, 1981), fairness (Rhoades & Eisenberger, 2002), job involvement (Thomas, 

2007), promotional opportunities (Welsch & LaVan, 1981), power (Welsch & LaVan, 1981), 

high job scope (defined as a job with high autonomy and significance) (Porter et al., 1982), 

individual inclinations and support systems created by the organizations (Wiener, 1982), 

perceived personal competence (Mathieu & Zajac, 1990), and personal fit with an organization 

(Wiener, 1982). Also, organizational structure, rather than employee rank, impacts 

organizational commitment. In contrast, education level, uncertainty about job descriptions 

(Welsch & LaVan, 1981), and an employee’s salary (Porter et al., 1982) do not impact 

organizational commitment. Analyzing past research on the antecedents of organizational 

commitment is necessary when preparing this study on the relationship between communication 

satisfaction and organizational commitment.   

In a higher education institution, Thornhill (1996) found that antecedents of commitment 

include personal characteristics, tenure, a need to achieve, a sense of competence, and a sense of 

professionalism. Colbert and Kwon (2000) confirmed similar results regarding tenure in their 

research on organizational commitment of college and university auditors. Additionally, they 
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discovered females have higher levels of organizational commitment than males. However, 

contrary to other research, Colbert and Kwon (2000) found that personnel feedback has a 

negative relationship with organizational commitment. Finally, Thomas (2008) documented that 

perceptions of organizational climate for Christian higher education employees have a negative 

relationship with organizational commitment. These results are contrary to all other research on 

the topic of organizational climate and commitment. In conclusion, higher education is a unique 

field and therefore has unique findings regarding organizational commitment.  

Organizational commitment is attainable if an institution puts forth the effort to build 

meaningful relationships with its employees.  Investing in employees and increasing the level of 

employee organizational commitment increases the productivity and success of an institution 

(Schroder, 2008). Perceived organizational support, organizational identity, job involvement, and 

employee characteristics are all ways to increase organizational commitment. Higher education 

institutions must earn the loyalty and trust of their employees while showing they truly value 

them as individuals. Developing this type of supportive environment creates and sustains 

organizational commitment in employees, thereby increasing the organizational efficiency, 

productivity, and success of an institution itself.  

Communication 

ESPs are important, necessary, and valuable employees in higher education institutions. 

An employee’s level of organizational commitment impacts the institution’s financial health. As 

a large group of higher education employees, it is important to study the organizational 

commitment of ESPs. Research shows there is a direct link between organizational commitment 

and communication satisfaction (Nakra, 2006; Carrière & Bourque, 2009; Varona, 1996). 

Communication satisfaction is defined as an employee’s contentment with the level of 
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information provided in an organization (Kandlousi et al., 2010). Varona (1996) believes 

communication satisfaction is a predictor of organizational commitment. Therefore, if ESPs have 

high communication satisfaction, they are likely to have high levels of organizational 

commitment. Because high levels of organizational commitment positively impact the 

productivity and effectiveness of an institution, it is critical to study the link between 

communication satisfaction and organizational commitment in a higher education context as well 

as to learn how institutions can increase communication satisfaction among employees. Overall, 

communication satisfaction determines the strength of an organization (Gray & Laidlaw, 2004) 

and plays a role in organizational productivity (Zimmermann et al., 1996; Argenti, 1998).   

In a higher education context, there is one study on the connection between 

organizational commitment and communication satisfaction. In a study of staff in British higher 

education, Thornhill et al. (1996) found that there are “significant relationships between 

employees’ perceptions about communication and their attitudes toward the institution” (p. 19). 

Research shows that communication is a strategy to increase employee engagement and 

ultimately organizational commitment. However, this study was unable to create a causal 

relationship between communication and organizational commitment in a higher education 

context.   

Communication is an integral part of an institution and is an antecedent to organizational 

commitment (Allen, 1992). Organizational communication is defined as both the act of passing 

along information (Katz & Kahn, 1966) and the relationships of employees who are providing 

and receiving the information (Gray & Laidlaw, 2004). Upper management and supervisory 

communications influence an employee’s level of organizational commitment (Allen, 1992). Top 

management communication creates a sense of organizational identification and relays 
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information regarding the institution’s culture and climate. Supervisor communication impacts 

organizational commitment through task-related feedback. Both types of communication show 

the link between communication and organizational commitment (Allen, 1992).   

Overall, there are six identifiable types of communication. The first two types are 

horizontal and vertical communication. Horizontal communication is informal and interpersonal 

(Postmes et al., 2001). Types of horizontal communication include committee meetings, informal 

interactions between coworkers, telephone conversations, memos and notes between coworkers, 

and social activities (Pace & Faules, 1989).  Horizontal communication is not a strong indicator 

of organizational commitment (Postmes et al., 2001). Vertical communication is the official, 

formal, and work-specific information that comes from upper management (Postmes et al., 2001). 

Vertical communication is a strong indicator of organizational commitment (Postmes et al., 

2001). Both vertical and horizontal communication are found in higher education institutions 

(Judson et al., 2009).  

Additionally, formal and informal communications are important in organizational 

communication. Formal communication includes official information provided by administration, 

whereas informal communication reflects the unofficial information that comes from other 

employees (Kandlousi et al., 2010). Higher education institutions have both formal and informal 

communication (Gizir & Simsek, 2005). Finally, downward communication goes from a 

supervisor to a subordinate and usually consists of the following types of information: job 

instructions; organizational policies, procedures, goals, and mission; employee performance 

(Pace & Faules, 1989) and feedback; and job rationale (Katz & Kahn, 1966). Upward 

communication is when a subordinate relays information to a supervisor (Pace & Faules, 1989). 

Downward and upward communication are prominent types of communication in the context of 
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higher education (Thornhill, 1996). Due to the official nature of the communication, vertical, 

formal, and downward communication are often reliable predictors of an employee’s level of 

organizational commitment.  

 Communication satisfaction stems from the disparity between what an employee wants 

from communication and what an employee currently gets from communication (Kandlousi et al., 

2010). Based on Downs and Hazen’s (1977) Communication Satisfaction Questionnaire, eight 

primary dimensions of communication satisfaction exist. First, relationship to superiors reflects 

the openness and acceptance of both upward and downward communication between employees 

and supervisors or upper management. Second, media quality explains the effectiveness of the 

institution’s media channels, such as meetings, memos, and print materials. Third, organizational 

perspective assesses the efficiency of the organizational structures, such as financial stability, 

corporate goals, and organizational changes.  Fourth, relationship with subordinates is a 

dimension pertaining to supervisors only. It examines upward communication from supervisors 

to upper management and downward communication from supervisors to subordinates. Fifth, 

personal feedback reflects the communication of evaluation and performance standards. Sixth, 

horizontal communication assesses the amount of informal and horizontal communication. 

Seventh, communication climate reviews the climate of the institution in relationship to the free 

flow and transparency of communication. Eighth, organizational integration reflects the amount 

of information employees receive that directly pertains to them, such as changes in work 

environment, departmental news, and job expectations (Downs & Hazen, 1977; Nakra, 2006; 

Mueller & Lee, 2002).  

Varona (1996) analyzed the relationship between communication satisfaction and 

organizational commitment using Downs and Hazen’s (1977) Communication Satisfaction 
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Questionnaire and draws several conclusions.  First, communication satisfaction and 

organizational commitment are moderately related; however, not all of the eight factors in 

Downs and Hazen’s (1977) survey are good predictors of organizational commitment. 

Organizational integration and horizontal communication are two reliable predictors. 

Supervisory communication, on the other hand, is not a strong forecaster of organizational 

commitment. Varona’s conclusion for supervisory communication contradicts previous research 

on this topic.  

Additionally, Clampitt and Downs’ (1993) study also used Downs and Hazen’s (1977) 

survey to make several observations about communication satisfaction. All eight of the 

dimensions impact employee productivity. For example, personal feedback increases 

productivity; it provides motivation as well as practical and applicable information. In contrast, 

media quality, an institution’s internal communication system involving printed materials and 

meetings, has a low impact on employee productivity. However, it is important to note that 

communication satisfaction does not relate to communication effectiveness (Pace & Faules, 

1989).  

There are three main reasons why a higher education institution benefits from increased 

communication satisfaction among its employees. First, when employees are satisfied with an 

institution’s communication structure, organizational identity increases. This relationship exists 

because communication satisfaction provides an association and a sense of belongingness with 

the institution (Putti et al., 1990). Employees with high organizational identity have a positive 

attitude toward their institutions (Kandlousi et al., 2010). Additionally, effective organizational 

communication increases employee engagement (Iyer & Israel, 2012), helps create positive work 

interactions, improves information knowledge, and increases organizational commitment (Gray 
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& Laidlaw, 2004). Overall, communication satisfaction translates into high organizational 

identity and organizational commitment (Allen, 1992).  

Language impacts organizational identification in significant ways and can be a clear 

indicator of the level of organizational commitment (Fiol, 2002). Using the plural pronoun “we” 

instead of the singular pronoun “I” is a subtle but telltale sign that an employee identifies with an 

organization. This type of identification can provide individual significance to the employee 

because it signifies that he or she belongs to a larger group (Cheney, 1983).  

Furthermore, communication content is a way employees comprehend and appreciate an 

organization’s identity (Chaffee & Tierney, 1988). Using communication as a tool, employees 

learn how their roles and contributions fit into the big picture of the organization (Iyer & Israel, 

2012). Overall organizational goals should be applicable and in line with the actual daily work of 

the employees (Lockwood, 2007). Employees learn about the mission, goals, and successes of 

the institution (Nakra, 2006) through communication messages such as policy manuals, 

employee behavior, speeches from leadership, and organizational events (Chaffee & Tierney, 

1988). Mission and value statements impact organizational commitment and success because 

they make the goals of an organization evident and public. High organizational identity, often 

created by communication satisfaction, increases organizational commitment among employees.  

 Higher education is unique regarding organizational identity because traditional 

institutions are made up of a variety of disciplines and units. While the overall mission can be 

cohesive, a university is often too multifaceted to condense into a single identity (Gizir & Simsek, 

2005). Traditionally, faculty and staff members identify more with their specific academic 

department than the university as a whole.  A higher education institution often allows identity to 

be decentralized; each department has a separate and unique voice. High individualism in faculty 
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members and lack of common goals within the institution negatively impact the communication 

process.  In their study, Gizir and Simsek (2005) discovered various alliances within higher 

education institutions. Age, education background, academic discipline, and gender all impact 

the perception of the communication satisfaction and identity in a higher education institution. 

When discussing organizational identity, it is important to remember than organizational identity 

can be defined in a variety of ways to different stakeholders at the same institution (Wæraas & 

Solbakk, 2009).  

  A second reason for the necessity of increased communication satisfaction for employees 

is that a high level of communication satisfaction translates into a high level of perceived 

organizational support (Allen, 1992). Employee perceptions of the communication relationship 

between the employee and top management is a predictor of perceived organizational support. 

Employees use this perception to determine how much an institution values their efforts.  Allen 

(1992) has shown that perceived organizational support mediates the communication satisfaction 

and organizational commitment relationship.   

Finally, institutions should increase communication satisfaction among employees 

because it frames employee expectations. Communication with top management relays 

information regarding employer expectations, promotional opportunities, and employment 

security (Allen, 1992). The perceived lack of information about an employee’s job is a predictor 

of low communication satisfaction (Wiio et al., 1980).  

An institution can increase the level of communication satisfaction among its employees 

by improving internal communication, determining the appropriate communication channel, and 

determining the frequency of communication messages (Mishra et al., 2014; Thomas et al., 

2009). Internal communication happens continuously in an organization (Welch & Jackson, 



	

	 41	

2007). Welch and Jackson (2007) define internal communication as the communication 

exchanges and connections between an organization’s stakeholders. Internal communication 

systems have two main purposes: to inform and to create community (Friedl & Vercic, 2011). 

An organization’s internal communication system includes both informal and formal 

communication carried out by organizational members for the purpose of circulating information 

to a variety of internal audiences. An internal communication system results in higher levels of 

communication satisfaction and organizational commitment as well as increased productivity 

(Mishra et al., 2014). In fact, internal communication systems that are unable to create 

communication satisfaction will not improve an employee’s level of organizational commitment 

regardless of the amount of information provided (Carrière & Bourque, 2009). Overall, 

institutions use internal communication systems to build relationships with employees and to 

help maintain a competitive edge in today’s workplace (Mishra et al., 2014; Kandlousi et al., 

2010).  

 In higher education, the role of internal communication is to produce employee buy-in 

regarding the institution’s mission and vision. “Employees want to know where their 

organization is headed and how they contribute to achieving the vision” (White et al., 2010, p. 

67). In their study, White et al. (2010) discovered that employees have more communication 

satisfaction if they perceive or actually have a personal relationship with the chancellor. 

Communication distance from administration results in the perception that the information is 

filtered and altered as it makes its way down the ranks. The basic point is that employees want to 

interact with their leaders. Additionally, employees with high levels of communication 

satisfaction feel a greater duty to promote and support the institution.  Therefore, internal 

communication systems are a critical way to impact communication satisfaction.  
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Because communication is an essential part of an organization, internal communication 

systems should be evaluated through a communication audit on a regular basis to make sure 

employees are satisfied with the amount of information they receive. Communication audits 

analyze the flow of information in an organization so that relevant information reaches 

appropriate stakeholders. These audits reflect a truthful diagnosis of an organization’s 

communicative health (Hargie & Tourish, 2009) and are important steps to ensuring successful 

communication. 

A second way to increase communication satisfaction in an institution is to determine the 

appropriate communication channel. Types of communication channels include face-to-face, 

email, telephone, letter or memo, and fax (Rubin et al., 1998). Computer-mediated channels, 

such as email, web conferencing, and online chat, have drastically changed how employees and 

organizations communicate (Ean, 2010). Based on the study conducted by Rubin et al. (1998), 

employees perceive oral communication (e.g., face-to-face and telephone) as more effective than 

written communication when trying to fulfill interpersonal needs. In particular, face-to-face 

communication is considered more personal because of the opportunity for instant feedback (Ean, 

2010) and the exchange of verbal and nonverbal cues (Rubin et al., 1998). In fact, computer-

mediated communication mediums are the most regularly used channels; however, face-to-face 

communication is assumed to be the most effective communication channel. 

 Overall, email is changing the way administrators, faculty, and students communicate 

with each other. Email allows increased accessibility and increased frequency of communication 

due to its ease of use (Irwin, 2002). Employees prefer email if the information is informative 

only, such as meeting notes, action steps, or job-specific requests (Kupritz & Cowell, 2011; Ean, 

2010). Employees prefer face-to-face communication if the information being communicated is 
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confidential, private, or requires feedback (Kupritz & Cowell, 2011). Email is an appropriate 

communication channel when providing upward feedback to management (Hewitt, 2006). Print 

communication channels are useful for human resource issues, reminders, and follow-up 

communication after face-to-face contacts (Ean, 2010). Additionally, print materials, such as 

university brochures, are effective in communicating a university’s brand to its employees 

(Judson et al., 2009). However, Welch (2012) found that print communication for internal 

communication is viewed negatively due to the perception of wasted resources. Overall, Mishra 

et al. (2014) believe it is best to ask employees which communication method they prefer for 

certain types of information.  

The preferred communication channel in higher education is face-to-face interactions 

(White et al., 2010). Meetings are favored because they provide valuable face time with top 

administrators, while also providing an avenue for instant feedback. Email can be useful in top-

down communication because it gives all employees the opportunity to hear the information 

first-hand rather than through supervisor channels.  Employees feel important and respected 

when they hear information directly from the source, especially regarding email communication 

(White et al., 2010). Administrators and faculty believe that email is changing professional 

communication for the better and for the worse (Irwin, 2002). Unfortunately, the increase of 

electronic communication channels has decreased the use of traditional types of interpersonal 

communication. Employees are less likely to participate in face-to-face communication if they 

prefer electronic communication, regardless of how close the employees are in proximity to each 

other (Oghakpor, 2008).  

A third way to increase communication satisfaction in an institution is to determine the 

frequency of communication messages. Frequency of communication plays a large role in 
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perceived trust. Increased trust is important because it reflects organizational commitment and an 

organization’s social capital (Thomas et al., 2009). In a low communication environment, the 

perception of trust is based on the trustor’s disposition to trust his or her colleagues. In a high 

communication environment, the perception of trust is altered by this disposition and the overall 

organizational commitment and context (Becerra & Gupta, 2003). Also, with frequent 

communication, employees have a chance to develop trust. With low levels of communication, 

trust is often nonexistent because there is no basis for it (Thomas et al., 2009).  

Quality of information and quantity of information are two areas of communication that 

alter trust. Quality represents the precision and worth of the information and is more important in 

the coworker-supervisor relationship. Quantity reflects whether employees feel sufficiently 

informed and is important in the employees’ trust of top management (Thomas et al., 2009). To 

increase quality of communication messages, supervisors should interact with employees on a 

regular basis with informal, face-to-face discussions (Argenti, 1998). When administrators 

communicate frequently with employees, an employee’s communication satisfaction rises 

(Thomas et al., 2009).   

Information overload, related to the frequency of communication, pertains to the volume 

of communication in an organization. Ligeti and Oravecz (2009) believe that employees become 

uninterested in all organizational communication if they are constantly inundated with it. 

Research shows that there is a fine line between too much information and too little information. 

Information adequacy is the difference between information needed and information received 

(White et al., 2010). Trombetta and Rogers (1988) believe information adequacy is a strong 

predictor of organizational commitment.  While information overload does involve the quantity 

of information, it also includes the information’s intensity, quality, uncertainty, ambiguity, 
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diversity, novelty, and complexity (Megnis & Eppler, 2012). Additionally, Wiio et al. (1980) 

have shown that the amount of information received is linked to communication satisfaction; 

however, the relationship is not direct.  

 The assumption that “more information is better” is pervasive in American culture; 

Zimmermann et al. (1996) concluded that people will always want more information than they 

are currently receiving. After analyzing several organizational communication studies, 

Zimmermann et al. (1996) determined that employees view more communication as the answer 

to most every work issue or problem. Employees want more face-to-face interaction with upper 

management and immediate supervisors, regardless of the amount of information they are 

currently receiving. However, after performing their study, Zimmermann et al. (1996) deduced 

that employees prefer formal communication channels over informal channels.   

In contrast, Hargie et al. (2002) found that providing more information to employees 

decreases their desire for additional information. Increased information, therefore, improves the 

overall level of communication satisfaction and reduces uncertainty. High certainty levels lessen 

the employees’ perception that they need further information.  Overall, Hargie et al. (2002) 

agreed with Zimmermann that face-to-face communication is typically an area that could be 

improved.   

Providing adequate information can translate into two employee communication 

behaviors. First, “faculty and employees can, and should, be a school’s biggest fans” (Whisman, 

2009, p. 369). Megaphoning is a voluntary action in which employees speak positively 

(highlighting accomplishments) or negatively (highlighting problems) about an organization. 

Kim and Rhee (2011) believe megaphoning allows employees to act as organizational advocates 

to external audiences. While megaphoning also includes broadcasting an organization’s 
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problems, Kim and Rhee (2011) feel the advantages of positive megaphoning outweigh the risk 

of possible negative communication. In fact, White et al. (2010) found that higher education 

employees want to advocate for their institutions. Therefore, universities should not hesitate to 

supply employees with organizational information.  Having employees as ambassadors gives the 

institution a competitive advantage.   

Second, scouting is a voluntary information behavior in which employees seek out formal 

or informal information and then relay that information to internal audiences. This type of 

behavior benefits an organization because it increases efficiency. If employees are relaying 

accurate information, it saves the organization time from having to formally communicate the 

information (Kim & Rhee, 2011).  

Effective internal communication is important in the overall effectiveness of an 

organization because it increases organizational identity and commitment (Nakra, 2006). 

Without high levels of communication satisfaction, it is impossible for an employee to identify 

with his or her institution, making high organizational commitment a challenge. The purpose of 

this research is to examine the perceptions of communication satisfaction and the level of 

organizational commitment for administrative staff in American higher education institutions.  

Because communication satisfaction is a predictor of organizational commitment in other 

contexts (Varona, 1996), this study expands the existing research to extend this link to American 

higher education. By increasing the levels of communication satisfaction and organizational 

commitment, an institution can be successful, strengthened from within by committed, fulfilled, 

and motivated employees.  
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Theoretical Frameworks 

 This study uses two theoretical constructs: the three-component model of organizational 

commitment (Meyer & Allen, 1991) and communication satisfaction (Downs & Hazen, 1977). 

Meyer and Allen (1991) interpreted the ever-growing body of organizational commitment 

research. They discovered that organizational commitment is a psychological state that has three 

separate components: desire (affective commitment), need (continuance commitment), and 

obligation (normative commitment). Each component has different antecedents and creates 

different on-the-job behavior. This model expands previous research that explains organizational 

commitment is created by separate attitudinal and behavioral components. Meyer and Allen’s 

(1991) model incorporates both attitudinal and behavioral approaches and their complementary 

relationship. Additionally, Meyer and Allen discovered that organizational commitment 

characterizes an individual’s relationship with an organization and has implications as to whether 

an individual stays or leaves an organization. Figure 1 shows the three-component model of 

organizational commitment.  

 
Figure 1. Recreated fromMeyer and Allen’s 1991 Model of Commitment 
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 Meyer and Allen’s (2004) more recent research explores the three constructs in relation 

to job performance. Employees with high affective commitment perform at higher levels than 

employees with low affective commitment. Employees with high normative commitment also 

out-perform those employees with low normative commitment; however, the effect on 

performance is not as strong as the affective commitment construct. Employees with high 

continuance commitment have little incentive to do anything more than their required job 

description. Overall, the three components of organizational commitment are separate constructs 

and can exert independent effects on employee behavior (Meyer & Allen, 1991).  Using this 

research, Meyer and Allen (1991) created the TCM Employee Commitment Survey, which is 

used as the survey instrument in this study.  

 The theory of communication satisfaction was originally created to explain the 

relationship between communication and job satisfaction (Downs & Hazen, 1977). During their 

research, they discovered that communication satisfaction is a multidimensional construct. Using 

this information, they created the Communication Satisfaction Questionnaire. The first test of the 

original Communication Satisfaction Questionnaire was given to 225 employees at the 

managerial and professional staff levels. The questionnaire contains 88 items roughly classified 

into information type, relationships, and process elements. Their component factor analysis 

results in eight stable factors, accounting for over 60% of the total variance.  

A revised questionnaire was then created and administered in four different 

organizational settings. Five items represent each of the eight factors. This research validates 

previous findings; therefore, Downs and Hazen (1977) concluded that communication 

satisfaction consists of eight dimensions: communication climate, relationship to superiors, 

organizational integration, media quality, horizontal communication, organizational perspective, 
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relationship with subordinates, and personal feedback. Through their research, they also 

discovered that personal feedback, relationship with supervisor, and communication climate have 

the highest correlation with job satisfaction. Because this questionnaire is tested in a variety of 

settings, the eight dimensions are considered stable among organizational settings. This study 

uses Downs and Hazens’s Communication Satisfaction Questionnaire.  

Conclusion 

	 This quantitative research study analyzes the relationship between communication 

satisfaction and organizational commitment for ESPs in American higher education institutions. 

First, this literature review explores ESPs. Their roles are explained, as well as their value to 

higher education institutions. Second, organizational commitment is defined. Additionally, ways 

to increase organizational commitment are explored. Third, the importance of communication 

satisfaction is explained, as well as ways to increase communication satisfaction. Finally, the 

theories of organizational commitment and communication satisfaction are defined as the 

theoretical frameworks for this study. Overall, this literature review supports the finding that 

communication satisfaction increases organizational commitment for ESPs in higher education 

institutions. The following chapters explain the methodology, results, and findings for this 

research study. 
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CHAPTER III:  

METHODOLOGY 

The first chapter of this study explores and reinforces the need for a study on ESPs in 

American higher education institutions regarding the relationship between communication 

satisfaction and organizational commitment. The second chapter of this study explains the 

literature regarding ESPs, communication satisfaction, and organizational commitment. While 

other studies have shown a relationship between organizational commitment and communication 

satisfaction, this study is unique in that it explores this relationship in American higher education 

administrative staff. This chapter outlines the methodology used in this study including research 

design, research questions, population, research variables and instruments, data collection 

procedures, bias and positionality, and validity and reliability.  

Research Design 

This study uses non-experimental quantitative research. Quantitative research tests 

objective theories by examining the relationship between variables. This relationship is turned 

into numerical data that can be analyzed using statistics (Creswell, 2009). The quantitative 

research method is chosen for several reasons. First, a research problem in a quantitative study 

seeks to identify factors that influence or predict an outcome (Creswell, 2009). This study 

analyzes communication satisfaction and organizational commitment to seek an explanation for 

this relationship. Second, quantitative research designs require validity and reliability tests which 

provide researchers with strong confidence in the results (Thomas, 2007). Finally, quantitative 
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research includes structural equation models that can reveal causal and correlated relationships 

between multiple variables (Creswell, 2009).  

 This study is also non-experimental and uses inferential statistics. In a non-experimental 

research study, a researcher cannot manipulate, alter, or control the independent variable. A 

researcher observes, analyzes, and interprets what naturally occurs. This type of research shows 

the relationship between two variables, whereas experimental research shows a cause-and-effect 

relationship. In inferential statistics, a researcher uses the data to generalize information from 

samples to populations, test hypotheses, and determine the relationships between variables 

(Bluman, 2012). These two constructs reinforce the choice of quantitative research design.  

The specific type of quantitative research used in this study is the survey method. 

“Survey research provides a quantitative or numeric description of trends, attitudes, or opinions 

of a population by studying a sample of that population” (Creswell, 2009, p. 12). The survey 

research method is chosen for several reasons. First, the purpose of survey research is to 

generalize from a sample to a population about a particular behavior, attitude, or characteristic. 

Surveys are significantly more cost-effective and convenient than studying an entire population. 

Second, the advantages of survey research include ease of distribution, quick turnaround in data 

collection, confidentiality, and provision of standardized data that is easy to statistically 

manipulate. Third, survey research reflects people’s opinions with defined and determinable 

reliability (Rea & Parker, 2005). This type of research is effective in collecting the appropriate 

data for answering the research questions for this study.  
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Research Questions  

 The study sought to explain the relationship between communication satisfaction and 

organizational commitment for administrative staff in American higher education institutions. 

The following research questions guided this study: 

1. What is the level of communication satisfaction among administrative staff at this 

institution; 

2. What is the level of organizational commitment among administrative staff at this 

institution; 

3. What relationships exist between affective organizational commitment and seven 

communication satisfaction dimensions; 

4. What relationships exist between normative organizational commitment and 

seven communication satisfaction dimensions; and  

5. What relationships exist between continuance organizational commitment and 

seven communication satisfaction dimensions? 

Population  

 Overall, ESPs constitute 45% of the total number of higher education employees. These 

ESPs work in the 7,477 American institutions that participate in the federal student financial 

assistance program. According to IPEDS, Title IV institutions employed approximately 1.77 

million ESPs in fall 2013 (Ginder et al., 2014). The number of full-time ESPs is 1,461,920 (83%) 

and the number of part-time ESPs is 307,415 (17%). Because of the 2012 employee 

reclassification, gender data is unavailable at this time.  

This study is a single-institution study. The site of this study is a four-year, master’s 

institution university in the United States. It falls within the master’s College and Universities 
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classification according to the Carnegie Classification of Institutions of Higher Education. The 

population of this study consists of 635 male and female administrative employees. The 

demographics of this population are as follows: 41% male, 59% female; 12% part-time 

employees, 88% full-time employees; 56% salaried employees, 44% hourly employees; and 76% 

of the employees have been at the university for more than five years.  

The ESPs in this research work in areas including business affairs, human resources, risk 

management, marketing and communication, alumni, annual giving, facility services, admission, 

financial aid, campus life, public safety, residence life, and institutional effectiveness. While 

executive and managerial employees are not included in the definition of ESPs, these employees 

are included in this research. The number of this type of employees was too small to make a 

significant impact on the results. The university in this study is a non-profit institution that offers 

bachelor’s, master’s, professional, and doctoral programs. Additionally, this university has 

approximately 5,000 undergraduate and graduate students and 300 full-time faculty. The sample 

for this study was a convenience sample, meaning that participation in this study was voluntary.  

Research Variables 

Based on the research questions and hypotheses for this study, several independent and 

dependent variables are identified. The dependent variable is organizational commitment. 

Organizational commitment contains three components: affective, normative, and continuance. 

Six survey questions measure each of these three components. Responses within the component 

levels are averaged to yield an overall score for each component level. The independent variable 

is communication satisfaction. There are eight dimensions of communication satisfaction: 

communication climate, relationships to superiors, organizational integration, media quality, 

horizontal communication, organizational perspective, relationship with subordinates, and 



	

	 54	

personal feedback. Five questions per dimension are included in the survey. Reponses within the 

dimension were averaged to yield a factor score.  

Research Instruments 

The questionnaire used in this study contains 77 questions. A copy of the survey is 

included in Appendix B. The first six questions are demographic questions. In order to measure 

communication satisfaction and organizational commitment, the following three survey 

questionnaires are adopted.  

First, the Communication Satisfaction Questionnaire (Downs & Hazen, 1977) consists of 

40 questions that correlate with eight dimensions of communication satisfaction. These 

dimensions include communication climate, relationship to superiors, organizational integration, 

media quality, horizontal communication, organizational perspective, relationship with 

subordinates, and personal feedback. Each dimension was represented by five questions, and the 

participant answered the questions on a 7-point Likert scale which ranges from 1= “very 

dissatisfied” to 7= “very satisfied.” The five questions were averaged for a factor score for each 

dimension. There were two additional questions on this survey. The first question allowed the 

participant to rank how satisfied he or she is with his or her job. The second question asked the 

participant if his or her satisfaction has increased, decreased, or remained the same in the last six 

months.  

Second, the TCM Employee Commitment Survey (Meyer & Allen, 1997) consists of 18 

questions that correlate with the three components of organizational commitment. These 

components are affective commitment, normative commitment, and continuance commitment. 

Each component was represented by six questions and the participant answered the questions on 

a 7-point Likert scale which ranges from 1= “strongly disagree” to 7= “strongly agree.” The six 
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questions were averaged for a factor score for each component. Two of the questions were 

reverse scored. The first reverse-scored question was “I do not feel like ‘part of the family’ at my 

organization.” The second reverse-scored question was “I do not feel an obligation to remain 

with my current employer.”  

The third survey was the Survey of Perceived Organizational Support (Eisenberger et al., 

1986) which consists of eight questions. Participants answer the questions on a 7-point Likert 

scale which ranges from 1= “strongly disagree” to 7= “strongly agree.” A factor score was 

calculated to reflect the participant’s level of perceived organizational support. This information 

was collected; however, it was not used in this research study.  

Additionally, two qualitative questions were added. These questions provided the 

opportunity for participants to explain what the institution does well in regards to employee 

communication, as well as the opportunity to suggest improvements. For this study, six 

demographic questions and two qualitative questions were added to three existing surveys. 

Overall, the survey had an anticipated completion time of 15 minutes.  

Data Collection Procedures 

This survey was cross-sectional, meaning that the data was collected at one point in time 

(Creswell, 2009). Additionally, this survey was an online, self-administered questionnaire. 

Qualtrics, a survey software, was used to distribute this online survey. There are several benefits 

to online surveys. First, online surveys are a convenient and efficient way to reach a large 

number of participants. Because computers are commonplace in the world of higher education, 

participants are likely to have access to this questionnaire in the privacy of their home or office. 

Additionally, online surveys eliminate the need for postage and paper supplies that are required 

for mail-out surveys. Second, the online format allows for easy follow-up to potential 
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participants. Third, confidentiality and security are easy to ensure in the online format. Finally, 

data can be collected and processed quickly for an online survey (Rea & Parker, 2005).     

 This survey was administered to all full-time and part-time administrative staff during the 

2015 summer semester. An employee list-serv was provided by the institution’s Technology 

Services department. This list-serv included ESPs and employees that are employed by third-

party outsourcing companies, such as maintenance and food services. Therefore, the first survey 

question asked if the participant was a Samford employee. A survey invitation was distributed 

via university email. After seven days, a follow-up email was sent to those who had not taken the 

survey. At the end of 15 days, the data was collected, calculated, and exported into Statistical 

Package for Social Sciences (SPSS) software for analysis. Inferential statistics was used to 

analyze and evaluate the collected data. Also, the research questions were tested for significance. 

Correlations and linear regression were used to determine significance between constructs. The 

unit of analysis differed for each research question.  

Bias and Positionality 

Acknowledging the potential bias and error in a research study allows the researcher to 

draw legitimate conclusions from the research (Calabrese, 2006). In this study, the researcher 

chose the specific order in which to list the questions for the TCM Employee Commitment 

Survey. Ordering the questions shows bias in that the researcher stresses particular questions by 

placing those questions first in the survey. Additionally, there is participant bias due to the nature 

of the questions asked in this research. The participant may fear retribution and thereby answer 

questions in a positive manner regardless of his or her true feelings. Finally, the researcher 

currently works at in the marketing and communications department at the master’s institution in 

which the survey was conducted. Because employee communication often originates through her 
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department, she is closely tied to this issue. Also, because she works with numerous departments 

on campus, she knows many of the participants. Therefore, participants may feel obligated to 

provide “right” answers since they know the researcher. Overall, in this study, the bias is limited.  

Confidentiality  

This survey was anonymous and the researcher protected the confidentiality of the 

participants. The survey was sent out via the employee email list-serv. Therefore, the researcher 

did not see the email addresses of the participants at any time. Also, the data was downloaded 

onto the researcher’s personal computer for statistical analysis. While IP addresses were 

collected through Qualtrics, they were deleted before data analysis began. Summarized findings, 

rather than individual responses, are presented with the exception of the qualitative section in 

Chapter Four. Several individual qualitative responses are quoted; however, no names are 

attached to these quotes.  The participant could skip any questions he or she did not want to 

answer, as well as discontinue participation at any time. Participation or lack of participation in 

this study did not have any impact on jobs or relationships with this institution. 

Validity and Reliability 

Validity and reliability tests are necessary to ensure that research instruments are 

accurately measuring the needed constructs. Validity specifically refers to the truthfulness and 

accuracy of the research instrument. Reliability tests show that the instrument can be replicated 

and provide consistent results over time (Calabrese, 2006). Both the Communication Satisfaction 

Questionnaire (CSQ) and the TCM Employee Commitment Survey have been used numerous 

times in research. The CSQ has a test-retest (2-week interval) reliability of 0.94. The coefficient 

alpha reliabilities are consistently high, ranging from 0.72 to 0.96. The validity of the CSQ was 
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determined by factor analysis, which resulted in the identification of the eight dimensions 

(Downs & Hazen, 1977).  

The TCM Employee Commitment Survey’s coefficient alpha reliabilities vary depending 

on the type of commitment. For affective commitment, the values range from 0.77 to 0.88. For 

normative commitment, the values range from 0.65 to 0.86. For continuance commitment, the 

values range from 0.69 to 0.84. The estimated median reliabilities for each component are as 

follows: 0.85 (affective), 0.73 (normative), and 0.79 (continuance) (Meyer & Allen, 1997). Allen 

and Meyer (1996) tested the validity of their survey. Through factor analysis, they determined 

that their commitment scales were appropriately measuring the constructs as intended. Both 

surveys, CSQ and the TCM Employee Commitment Survey, are effective surveys that measure 

the constructs of communication satisfaction and organizational commitment. Alpha reliability 

scores were rerun during this study to ensure that these surveys continue to persist as solid and 

cohesive indicators of these constructs.  

Research Questions and Statistical Methods 

 Several statistical methods were chosen for this research study. First, descriptive statistics 

describes or summarizes data for the sample studied. This type of statistics does not try to 

generalize to a larger population (Morgan, et al., 2013). Research Question 1 and Research 

Question 2 describe and present the collected data using descriptive statistics. To answer the 

remaining three research questions, inferential statistics are used.  Inferential statistics show the 

association between variables. Correlation is used to determine whether a linear relationship 

exists between variables. The Pearson Correlation Coefficient measures the strength of the linear 

relationship. Linear regression describes the relationship between one independent variable and 
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one dependent variable (Bluman, 2012). The following chart shows the statistical methods used 

for each research question.   

Table 1 

Research Questions, Variables, and Statistical Methods  
 
Research Questions Variables Statistical 

Methods 
1. What is the level of 
communication 
satisfaction among 
administrative staff at this 
institution? 

Communication satisfaction is made up of eight 
dimensions. Each dimension contains 5 questions (Q7-
Q49). Each dimension received an average score and the 
means were ranked. Additionally, each question was 
ranked by its mean. 

 

Descriptive 
statistics  

2. What is the level of 
organizational 
commitment among 
administrative staff at this 
institution? 

Organizational commitment is made up of three 
constructs. Each construct contains 6 questions (Q50-
Q67). Each construct received an average score and the 
means were ranked. Additionally, each question was 
ranked by its mean.  

 

Descriptive 
statistics 

3. What relationships exist 
between affective 
organizational 
commitment and seven 
communication 
satisfaction dimensions? 

The scores for affective organizational commitment 
(Q50, Q52, Q54, Q57, Q60, Q61) are summed to create 
an average score for this dimension.  

 
Communication satisfaction is made up of eight 
dimensions. Seven of the eight dimensions are used for 
this research question. Each dimension received an 
average score.  

 

Correlation and 
Linear 
Regression  

4. What relationships exist 
between normative 
organizational 
commitment and seven 
communication 
satisfaction dimensions? 

The scores for normative organizational commitment 
(Q53, Q56, Q58, Q62, Q63, Q67) are summed to create 
an average score for this dimension.  

 
Communication satisfaction is made up of eight 
dimensions. Seven of the eight dimensions are used for 
this research question. Each dimension received an 
average score. 

 

Correlation and 
Linear 
Regression  

5. What relationships exist 
between continuance 
organizational 
commitment and seven 
communication 
satisfaction dimensions? 

The scores for continuance organizational commitment 
(Q50, Q55, Q59, Q61, Q65, Q66) are summed to create 
an average score for this dimension.  

 
Communication satisfaction is made up of eight 
dimensions. Seven of the eight dimensions are used for 
this research question. Each dimension received an 
average score. 

Correlation and 
Linear 
Regression 
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Summary 

 This chapter reviews the methodology of this study, as well as the research questions. In 

addition, this chapter includes information regarding the research design, population, 

instrumentation, data collection procedures, and data analysis. The data from this survey was 

used to answer the research questions in hopes of explaining the relationship between 

communication satisfaction and organizational commitment for ESPs in a master’s institution.  
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CHAPTER IV: 

RESULTS 

The purpose of this study is to gain an understanding of the relationship between 

communication satisfaction and organizational commitment for administrative staff at a master’s 

institution. Previous research shows a positive correlation between communication satisfaction 

and organizational commitment (Varona, 1996). However, this relationship has not been 

explored on the population of higher education administrative staff. Therefore, this survey 

research examined this relationship for that particular population at a master’s institution.  The 

results of this study are presented in this chapter. First, a profile of the participants is presented. 

Second, the reliability scores for the survey instruments are provided. Finally, the research 

questions are answered using the collected data.  

 Participants in this study answered 77 survey questions. The survey consisted of six 

demographic questions, three validated surveys, and two qualitative, open-ended questions. The 

first survey was the Communication Satisfaction Questionnaire (Downs & Hazen, 1977) 

consisting of 42 questions. The second survey was the TCM Employee Commitment Survey 

(Meyer & Allen, 1997) consisting of 18 questions. The third survey was the Survey of Perceived 

Organizational Support (Eisenberger et al., 1986). The data from the Survey of Perceived 

Organizational Support was collected but is not used in this dissertation. Participants ranked 

questions on a 7-point Likert scale. Two qualitative questions were added to the overall survey to 

provide the participants with an opportunity to relay both positive and negative feedback 

regarding employee communication at this institution.  



	

	 62	

Profile of Participants 

 The study’s population included 635 full-time and part-time administrative staff at a 

master’s institution. The survey was attempted by 218 employees; however, 48 of those surveys 

were eliminated based on the following reasons: five participants stopped at Question 44;  twelve 

participants did not agree to the informed consent; thirty participants provided informed consent 

but did not complete the survey; and one participant was not a Samford employee. Completed 

surveys were received from 170 employees. Two additional surveys were removed from the data 

analysis due to incomplete responses in the TCM Employee Commitment Survey. Meyer and 

Allen (1997) believe that data should not be interpreted if an individual fails to answer two or 

more of the six questions that make up each of the three organizational commitment constructs. 

Overall, 168 surveys were used in this data analysis, creating a 26% response rate. According to 

Gall et al. (2007), a 20-40% response rate for survey research is common; therefore, this 

response rate is considered acceptable for this study.  

  Several demographics were collected during this survey, such as gender, age, employee 

tenure, payment status, and education level. First, Table 2 outlines the gender of the participants. 

34.3% were male (n=57) and 65.7% were female (n=109).  Two participants declined to provide 

his or her gender. In the overall population of 635 employees, 41% are male and 59% are female.  

Table 2 

Summary of Participants by Gender  
 
Gender N Percent 

Male 57 34.3% 

Female 109 65.7% 

Missing 2  
Total 168 100.0% 
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 Table 3 outlines the age of the participants. The 51-60 age category had the highest 

number of participants at 27.7% (n=46). The 21-30 and 31-40 age ranges contained a similar 

percentage of employees at 21.1% (n=35) and 21.7% (n=36) respectively.  The two smallest 

groups were 31-40 at 16.9% (n=28) and over age 61 at 12.7% (n=21). These results show that 

over 62% of the participants are over the age of 40. Two participants declined to provide his or 

her age.  

Table 3 

Summary of Participants by Age  
 
Age  N Percent 

21-30 35 21.1% 

31-40 28 16.9% 

41-50 36 21.7% 

51-60 46 27.7% 

>61 21 12.7% 

Missing 2  
Total 168 100.0% 

 

Table 4 outlines the participants’ length of employee tenure. The two largest categories of 

tenure were 1-5 years at 36.5% (n=61) and 6-10 years at 24.6% (n=41). Additional categories 

include less than 1 year at 7.8% (n=13), 11-15 years at 16.8% (n=28), 16-20 years at 7.7% 

(n=13), and over 21 years at 6.6% (n=11). These results show that over 56% of the participants 

have been at this institution for more than five years. In the overall population of 635 employees, 

76% of employees have been at the university for more than five years. One participant declined 

to provide his or her length of employee tenure.  

 



	

	 64	

Table 4 

Summary of Participants by Employee Tenure  

Length of Employee Tenure n  Percent  

< 1 year 13 7.8% 

1-5 years 61 36.5% 

6-10 years 41 24.6% 

11-15 years 28 16.8% 

16-20 years 13 7.7% 

> 21 years 11 6.6% 

Missing 1  
Total  168 100.0% 

 

 Table 5 outlines the payment status for each participant. Of the participants, 34.5% were 

hourly employees (n=58) and 65.5% were salaried employees (n=110). In the overall population 

of 635 employees, 44% were hourly employees and 56% were salaried employees.  

Table 5 

Summary of Participants by Payment Status 
 
Payment Status N Percent 

Hourly 58 34.5% 

Salaried 110 65.5% 

Total 168 100.0% 

 
The final demographic for this survey is education level. Table 6 shows that over 45% of 

the participants have a bachelor’s or associate degree (n=77). The other categories include high 

school diploma at 9.5% (n=16), master’s degree at 34.5% (n=58), and doctoral degree at 10.1% 

(n=17). These results show that 55% of the participants have at least an associate or bachelor’s 

degree.  
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Table 6 

Summary of Participants by Highest Level of Education  
 
Highest Level of Education N Percent 

High School 16 9.5% 

Bachelor's/Associate 77 45.8% 

Master's 58 34.5% 

Doctoral 17 10.1% 

Total 168 100.0% 

  

Reliability Scores  

 A Cronbach’s alpha coefficient was calculated for the constructs of this survey. This 

analysis assesses internal consistency reliability for multiple-item scales (Morgan et al., 2013). 

Because both the Communication Satisfaction Questionnaire (CSQ) and the TCM Employee 

Commitment Survey have been used numerous times in research, they have existing reliability 

scores. The CSQ has a test-retest (2-week interval) reliability of 0.94 and the coefficient alpha 

reliabilities are consistently high, ranging from 0.72 to 0.96 (Downs & Hazen, 1977). The TCM 

Employee Commitment Survey’s coefficient alpha reliabilities are 0.77 to 0.88 for affective 

commitment, 0.69 to 0.84 for continuance commitment, and 0.65 to 0.86 for normative 

commitment (Meyer & Allen, 1997). An acceptable range is above 0.70 for this test. An alpha 

higher than 0.90 can mean that the questions are repetitious (Morgan et al., 2013).  

Alpha reliabilities are run for this study for both the construct as a whole and each 

individual question. The following charts contain the results of this analysis. As shown in Table 

7, the internal reliability for affective commitment is 0.82. Previous studies using Meyer and 

Allen’s (1997) model of organizational commitment use six questions to construct each of the 

three types of organizational commitment (Meyer & Herscovitch, 2001; Karakaya, 2013; Love, 
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2013; Martinez et al., 2011). Because affective commitment has been measured in the past using 

this combination of questions, the researcher kept all six questions. Additionally, removing Q50, 

Q52, Q57 and Q64 would lower the reliability of this construct. Removing Q54 and Q60 would 

only slightly increase the reliability of this construct; therefore, no questions were removed. 

Keeping all the questions for the three organizational commitment constructs also allows for the 

greatest level of explanatory information and possible variance.  

Table 7 

Cronbach’s Alpha for Affective Commitment 
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Affective Commitment 0.82  
Q50: Would be very happy to spend the rest of my career here 0.79 

Q52: Do feel emotionally attached  0.77 

Q54: Do feel part of the family   0.84 

Q57: Org has great personal meaning for me  0.78 

Q60: Feel as if org's problems are my own  0.84 

Q61: Feel strong sense of belonging    0.76 

n=165   

 

In Table 8, the reliability for continuance commitment is 0.72. This construct is measured 

using six questions. Because all six questions are used to measure this construct in previous 

research (Meyer & Allen, 1997; Meyer & Herscovitch, 2001; Karakaya, 2013; Love, 2013; 

Martinez et al., 2011), no questions were removed. Additionally, removing any of these 

questions results in a lower reliability for this construct. 
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Table 8 

Cronbach’s Alpha for Continuance Commitment  
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Continuance Commitment  0.72  
Q51: Staying is matter of necessity as much as desire  0.71 

Q55: Scarcity of available jobs  0.66 

Q59: Very hard to leave org right now  0.69 

Q61: Too few options to consider leaving  0.65 

Q65: Too much of my life would be disrupted if I left  0.71 

Q66: If I had not already put so much of myself into this org, I 
would consider leaving 
 

  0.69 

n=167   

 

Table 9 shows that the reliability for normative commitment is 0.85. This construct is 

measured using six questions. Previous research uses six questions to measure this construct  

(Meyer & Allen, 1997; Meyer & Herscovitch, 2001; Karakaya, 2013; Love, 2013; Martinez et al., 

2011). Therefore, no questions were removed. Additionally, removing any of these questions 

results in a lower reliability for this construct.  
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Table 9 

Cronbach’s Alpha for Normative Commitment 
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Normative Commitment  0.85  
Q53: Owe a good deal to my org  0.84 

Q56: Would feel guilty if I left  0.83 

Q58: Would not leave right because obligation  0.81 

Q62: Org deserves my loyalty  0.84 

Q63: Even if not to my advantage, I do not feel it would be right to leave 0.83 

Q67: Feel obligation to remain with current employers   0.83 

n=167   

 

The following eight charts contain the internal reliabilities for the eight dimensions of 

communication satisfaction. Previous research uses five questions to represent each of the 

constructs (Downs & Hazen, 1977; Clampitt & Downs, 1993; Varona, 1996). Because these 

questions have measured these constructs in the past, the researcher chose to keep all 40 

questions. Additionally, keeping all of these questions allows for the greatest level of variance in 

the research data. In Table 10, the Cronbach’s Alpha for the relationship to supervisors 

dimension is 0.93. Removing any of the five questions would result in a lower internal 

reliability; therefore, no questions were deleted.  

The reliability for the communication dimension of media quality is 0.88. Table 11 shows 

the internal reliability for each question in this construct. Removing any of the questions in this 

construct would lower the reliability of this construct; therefore, no questions were removed.  
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Table 10 

Cronbach’s Alpha for Relationship to Supervisors 
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Relationship to Supervisors  0.93  
Q25: My supervisor listens and pays attention to me  0.91 

Q27: My supervisor offers guidance for solving job related problems  0.91 

Q30: My supervisor trusts me  0.92 

Q34: My supervisor is open to new ideas  0.72 

Q39: Amount of supervision given me is about right   0.63 

n=166   

 
Table 11 

Cronbach’s Alpha for Media Quality  
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Media Quality 0.88  

Q29: Org's communications are interesting and helpful  0.86 

Q28: Meetings are well organized  0.87 

Q40: Written directives and reports are clear and concise  0.86 

Q41: Attitudes toward communication are basically healthy  0.82 

Q43: Amount of communication is about right   0.84 

n=167   
 

The reliability for the communication dimension of organizational integration is 0.82. 

Table 12 shows the internal reliability for each question in this construct. Removing Q9, Q10, 

Q15, and Q16 would lower the reliability of this construct. Removing Q20 would keep the 

internal reliability the same at 0.82; therefore, no questions were removed.  
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Table 12 

Cronbach’s Alpha for Organizational Integration 
 
Construct and Individual Questions Cronbach’s 

Alpha 
 

Cronbach’s 
Alpha if 
Deleted  

Organizational Integration 0.82  

Q9: Information about my progress in my job  0.76 

Q10: Personal news  0.81 

Q15: Information about departmental policies and goals  0.78 

Q16: Information about requirements of my job  0.75 

Q20: Information about benefits and pay   0.82 

n=165   

 
The reliability for the communication dimension of horizontal communication is 0.81. 

Table 13 shows the internal reliability for each question in this construct. Removing any of the 

questions in this construct will lower its reliability; therefore, no questions were removed.  

Table 13 

Cronbach’s Alpha for Horizontal Communication 
 
Construct and Individual Questions Cronbach’s 

Alpha 
 

Cronbach’s 
Alpha if 
Deleted  

Horizontal Communication 0.81  
Q33: Grapevine is active  0.80 

Q35: Horizontal communication with other members is accurate 
and free flowing 
 

 0.78 

Q36: Communication practices are adaptable to emergencies 
 

 0.77 

Q37: My work group is compatible  0.77 

Q42: Informal communication is active and accurate   0.73 

n=165   
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 The reliability for the communication dimension of communication climate is 0.86. Table 

14 shows the internal reliability for each question in this construct. Removing any of the 

questions in this construct would lower the reliability of this construct; therefore, no questions 

were removed.  

Table 14 

Cronbach’s Alpha for Communication Climate 
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Communication Climate  0.86  
Q24: Org's communication motivates and stimulates an enthusiasm 
for meeting its goals  0.82 

Q26: People in my org have great ability as communicators  0.83 

Q28: Org's communication makes me identify with it or feel vital 
part of it  0.82 

Q31: I receive in time the information needed to do job  0.85 

Q32: Conflicts are handled appropriately through proper 
communication channels   0.83 

n=160   

 

The reliability for the communication dimension of organizational perspective is 0.81. 

Table 15 shows the internal reliability for each question in this construct. Removing Q17, Q18, 

Q21, and Q22 would lower the reliability of this construct. Removing Q11 would keep the 

internal reliability at 0.81; therefore, no questions were removed.  
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Table 15 

Cronbach’s Alpha for Organizational Perspective 
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Organizational Perspective 0.81  
Q11: Information about organizational policies and goals  0.81 

Q17: Information about governmental action affecting org  0.80 

Q18: Information about changes in our org  0.74 

Q21: Information about org's financial standing  0.77 

Q22: Information about accomplishments or failures   0.75 

n=163   

 
The reliability for the communication dimension of personal feedback is 0.89. Table 16 

shows the internal reliability for each question in this construct. Removing Q13, Q14, Q19, and 

Q23 would lower the reliability and removing Q12 will slightly increase the reliability of this 

construct. To allow for the greatest possible variance in data collection, Q12 was not removed. 

Previous research supports the composition of this construct using all five questions.  

Table 16 

Cronbach’s Alpha for Personal Feedback 
 
Construct and Individual Questions Cronbach's 

Alpha 
Cronbach's 

Alpha if 
Deleted  

Personal Feedback  0.89  
Q12: Information about my job compares with others  0.90 

Q13: Information about how I am being judged  0.86 

Q14: Recognition of my efforts  0.86 

Q19: Reports on how problems in my job are handled  0.87 

Q23: My superiors know and understand problems faced by subordinates 0.87 

n=164   
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The reliability for the communication dimension of relationship with subordinates is 0.83. 

Table 17 shows the internal reliability for each question in this construct. Removing Q45, Q46, 

Q47, and Q48 would lower the reliability of this construct. Removing Q49 would keep the 

internal reliability at 0.83; therefore, no questions were removed.  

Table 17 

Cronbach’s Alpha for Relationship with Subordinates  
 
Construct and Individual Questions Cronbach’s 

Alpha 
Cronbach’s 

Alpha if 
Deleted  

Relationship with Subordinates 0.83  
Q45: My subordinates are responsive to downward directive 
communication 

 0.78 

Q46: My subordinates anticipate my needs for information  0.80 

Q47: I do not have a communication overload  0.82 

Q48: My subordinates are receptive to evaluation, suggestions, and 
criticisms 

 0.76 

Q49: My subordinates feel responsible for initiating accurate upward 
communication 

  0.83 

n=72 

 
  

Overall, all the internal reliability for the 11 constructs measured in this study fall well 

within the acceptable range. Table 18 provides a summary of the reliabilities for each construct. 

The Cronbach’s Alpha is 0.82 for affective commitment, 0.72 for continuance commitment, and 

0.85 for normative commitment. The Cronbach’s Alpha for the eight dimensions of 

communication satisfaction is 0.93 for relationship to superiors, 0.88 for media quality, 0.82 for 

organizational integration, 0.81 for horizontal communication, 0.86 for communication climate, 

0.81 for organizational perspective, 0.89 for personal feedback, and 0.83 for relationship with 

subordinates. There is a strong level of internal consistency among the items for this survey 
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meaning that these instruments can effectively measure the concepts of communication 

satisfaction and organizational commitment.   

Table 18 

Cronbach’s Alpha for Variables 
 
Variable N Reliability 

Affective Commitment 165 0.82 
Continuance Commitment 167 0.72 

Normative Commitment 167 0.85 
Relationship to Superiors 166 0.93 

Media Quality 167 0.88 
Organizational Integration 165 0.82 

Horizontal Communication 165 0.81 
Communication Climate 160 0.86 

Organizational Perspective 163 0.81 
Personal Feedback 164 0.89 

Relationship with Subordinates 72 0.83 

 

Research Questions  

Research Question 1: What is the level of communication satisfaction among 

administrative staff at this institution?  

Answering this research question is two-fold. First, each communication satisfaction 

dimension is measured by an average score of five survey questions (see descriptions and 

explanation in Chapter III). The average score for each dimension ranges from 1 (very 

dissatisfied) to 7 (very satisfied). Table 19 outlines these scores in rank order, starting with the 

dimension with the most satisfaction. The mean scores were calculated for each dimension, 

ranging from 4.42 to 5.60. Relationship to superiors was the dimension with the most satisfaction 

with a mean of 5.06. Relationship with subordinates was the dimension with the second highest 
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satisfaction with a mean of 5.41. Three dimensions have an approximate mean of 4.80: media 

quality (M=4.89), organizational integration (M=4.89), and horizontal communication (M=8.84). 

Communication climate (M=4.71), organizational perspective (M=4.63), and personal feedback 

(M=4.42) were ranked the lowest in this data set. The standard deviations are close to 1 for all 

the variables. These results show that participants in this survey have high satisfaction with the 

level of communication with their superiors. Additionally, participants have dissatisfaction with 

personal feedback.  

Table 19 

Rank Order of Communication Satisfaction Dimensions  
 
Rank  Dimensions  n M SD 

1 Relationship to Superiors 166 5.60 1.34 
2 Relationship with Subordinates  72 5.41 0.91 

3 Media Quality 167 4.89 1.17 
4 Organizational Integration 165 4.89 1.14 

5 Horizontal Communication 165 4.84 1.07 
6 Communication Climate 160 4.71 1.23 

7 Organizational Perspective 163 4.63 1.07 
8 Personal Feedback 164 4.42 1.37 

 

 Additionally, all items in the CSQ were ranked by their means. Item analysis showed 

results pertaining to specific questions in the survey, which is useful for analyzing specific 

behavior and perceptions. Table 20 and 21 contain the rank and mean for the five most and least 

satisfied items. In Appendix D, all survey questions are listed by means. The composite score for 

each mean ranges from 1 (low satisfaction) to 7 (high satisfaction). Participants reported the 

most satisfaction with the statement, “my supervisor trust me,” with a mean of 6.01. A low 

standard deviation for this question (SD=1.34) showed that there is little variation of the data. 
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Participants were also satisfied with the amount of supervision (M=5.7), responsiveness to 

downward communication (M=5.66), openness to new ideas (M=5.60), and receptiveness to 

evaluation/suggestions (M=5.49).  

These five questions related to the communication dimensions of relationship to superiors 

and relationship with subordinates. Participants showed the most satisfaction with relationship to 

superiors which coincides with the previous finding that this dimension had the highest mean.  

Table 20 

Most Satisfied CSQ Questions 
 
Rank CSQ Dimension Description n M SD 

1 Relationship to 
Superiors 

My supervisor trusts me  168 6.01 1.34 

2 Relationship to 
Superiors 

The amount of 
supervision given me is 
about right 

168 5.7 1.36 

3 Relationship with 
Subordinates 

Subordinates are 
responsive to downward 
communication 

73 5.66 1.25 

4 Relationship to 
Superiors 

Supervisor is open to 
ideas 

167 5.60 1.46 

5 Relationship with 
Subordinates 

Subordinates are 
receptive to 
evaluation/suggestions 

73 5.49 1.14 

 

Table 21 lists the items that had the lowest level of satisfaction. The composite score for 

each mean ranges from 1 (low satisfaction) to 7 (high satisfaction). Participants were least 

satisfied with how their job compares to others (M=4.04). A low standard deviation (SD=1.48) 

showed little variance among the data. Participants also had low satisfaction with the grapevine 

(M=4.30), receiving information about governmental action affecting the organization (M=4.31), 
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receiving information about organizational changes (M=4.34), and receiving reports on how 

problems are being handled (M=4.42).  

These five questions related to the communication dimensions of personal feedback, 

horizontal communication, and organizational perspective. These results coincide with previous 

findings that show dissatisfaction with personal feedback and organizational perspective.  

Table 21 

Least Satisfied CSQ Questions 
 
Rank CSQ Construct Description N M SD 

40 Personal 
Feedback 

Information about how my 
job compares with others 

166 4.04 1.48 

39 Horizontal 
Communication 

Grapevine is active in our 
organization 

167 4.30 1.39 

38 Organizational 
Perspective 

Information about 
government action affecting 
my org. 

163 4.31 1.21 

37 Organizational 
Perspective 

Information about changes in 
our organization 

166 4.34 1.61 

36 Personal 
Feedback  

Reports on how problems in 
my job are being handled 

166 4.42 1.57 

 

Research Question 2: What is the level of organizational commitment among 

administrative staff at this institution?  

 This research question is answered in a similar fashion to Research Question 1.  First, 

each organizational commitment dimension is measured by an average score of six survey 

statements. The average score for each dimension ranges from 1 (strongly disagree) to 7 

(strongly agree). Table 22 shows the mean and standard deviation for each component. 

Participants reported a high level of affective commitment with a mean of 4.98 and a standard 

deviation of 1.07. Participants ranked normative commitment as the second highest component 
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of organizational commitment with a mean of 4.45 and a high standard deviation of 1.21. 

Continuance commitment was the lowest scored component with a mean of 4.10 and a standard 

deviation of 1.07.  

Table 22 

Rank Order of TCM Constructs 
 
Rank TCM Construct  n M SD 

1 Affective Commitment 165 4.98 1.15 
2 Normative Commitment 167 4.45 1.21 

3 Continuance Commitment 167 4.10 1.07 

 

 Additionally, each question in the TCM Employee Commitment Survey was ranked by 

their means. Table 23 and 24 contain the rank and mean for the five statements that participants 

agreed and disagreed with the most. The composite score for each mean ranges from 1 (strongly 

disagree) to 7 (strongly agree). In Table 11, participants agreed most with the statement that they 

are emotionally attached to this institution (M=5.46, SD=1.48). Participants also agreed that the 

institution has personal meaning for them (M=5.36, SD=1.39). They were happy to spend their 

careers with this institution (M=5.21, SD=1.64). Additionally, they felt that they owe a good deal 

to this institution (M=5.12, SD=1.35) and they had a strong sense of belongingness (M=5.07, 

SD=1.49). Low standard deviations for these items showed a low variance of the data.  

Both affective and normative commitment were seen in the five statements with the most 

agreement. These results confirm early conclusions that participants have high levels of affective 

commitment.  
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Table 23 

Agreement with TCM Questions  
 
Rank  TCM Construct Description n M SD 

1 Affective Feel emotionally attached 168 5.46 1.48 

2 Affective Org. has personal meaning for me 168 5.36 1.39 

3 Affective Happy to spend career with org. 168 5.21 1.64 

4 Normative I owe a great deal to my org. 168 5.12 1.35 

5 Affective Feel strong sense of belonging 167 5.07 1.49 

 
Table 24 lists the items that had the lowest level of agreement. The composite score for 

each mean ranges from 1 (strongly disagree) to 7 (strongly agree). Participants disagreed most 

with the statement that they have put too much of themselves into this organization to leave 

(M=3.46, SD=1.43). Three of the items that participants disagreed with were items pertaining to 

leaving the institution: too few options to leave (M=3.61, SD=1.67); would not be right to leave 

(M=3.65, SD=1.67); and scarcity of available jobs (M=4.13, SD=1.79). Participants also did not 

feel that the organization’s problems are their own (M=3.96, SD=1.60). Low standard deviations 

reflected high levels of consistency between the data. All three components of organizational 

commitment were found in these results. However, continuance commitment was found in three 

of the five items.  
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Table 24 

Disagreement with TCM Questions  
 
Rank TCM 

Construct 
Description n M SD 

18 Continuance I’ve put too much of myself into this 
organization to leave  

167 3.46 1.43 

17 Continuance I have too few options to leave 168 3.61 1.67 

16 Normative Would not be right to leave my org.  168 3.65 1.67 

15 Affective Organization’s problems are my own 168 3.96 1.60 

14 Continuance Scarcity of available jobs 168 4.13 1.79 

  

Research Question 3: What relationships exist between affective organizational 

commitment and seven communication satisfaction dimensions? 

  To answer this research question, regression and correlation analyses were used. Also, 

the relationship with subordinates dimension was removed from this analysis. Those questions 

were answered by supervisors and only 73 participants answered these questions. Therefore, this 

low sample size would have reduced the scope for the whole test if it was included.  

First, a Pearson Correlation was used to determine if a relationship existed between 

affective organizational commitment and seven dimensions of communication satisfaction. This 

correlation provided the direction and strength of the relationship between two variables. 

Correlations can range from -1 to +1. When the value is close to +1, there is a strong positive 

linear correlation. A value closer to -1 means there is a strong negative correlation. If there is no 

strong correlation, the value is closer to 0 (Bluman, 2012).  

The results of this correlation indicated that there is a statistically significant and positive 

correlation between affective commitment and all seven communication satisfaction dimensions. 

Therefore, if one of the seven communication satisfaction dimensions increases, affective 
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organizational commitment also increases. Table 25 outlines the correlation. Communication 

climate (r =0.593), personal feedback (r =0.582), and organizational perspective (r =0.564) 

showed the highest correlation with affective organizational commitment. Media quality (r = 

0.546), organizational integration (r = 0.542), relationship to superiors (r = 0.488), and horizontal 

communication (r = 0.423) had the lowest correlation with affective commitment. However, 

some of these correlations are closer to 0 than to +1, meaning that the correlation is not strong.   

Table 25 

Affective Communication Correlation with Communication Satisfaction Dimensions 
 
CSQ Dimension Pearson Correlation 

Communication Climate 0.593*** 

Personal Feedback 0.582*** 

Organizational Perspective 0.564*** 

Media Quality  0.546*** 

Organizational Integration 0.542*** 

Relationship to Superiors 0.488*** 

Horizontal Communication  0.423*** 

n=149 ***p<0.001 

 Second, linear regression analysis was also conducted. In linear regression, there is one 

dependent variable and numerous independent variables  (Bluman, 2012). Linear regression 

analysis shows the predictive power of independent variables on a dependent variable (Morgan 

et al., 2013). For this study, affective commitment was the dependent variable and the seven 

communication satisfaction dimensions were the independent variables.  

A model summary showed that the correlation coefficient using all the predictors 

simultaneously is 0.64 and 41.7% of the variance in affective organizational commitment can be 

predicted by the combination of seven dimensions of communication satisfaction. This 

regression also demonstrated that communication satisfaction as a whole can significantly 
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predict affective organizational commitment, F (7,141) = 14.388, p =.000. However, Table 26 

shows that none of the dimensions were individually significant predictors of affective 

organizational commitment because none of the significance values were less than 0.05.  

Table 26 

Linear Regression for Affective Organizational Commitment  
 

CSQ Dimension B β t Sig 

Organizational Perspective 0.26 0.20 1.82 0.07 

Personal Feedback 0.24 0.23 1.56 0.12 

Communication Climate 0.26 0.23 1.50 0.14 

Horizontal Communication  -0.20 -0.15 -1.38 0.17 

Media Quality  0.22 0.18 1.31 0.19 

Relationship to Superiors 0.09 0.08 0.81 0.42 

Organizational Integration -0.09 -0.07 -0.52 0.60 

r2 0.42    
F change in r2 14.39       

n=149 

Research Question 4: What relationships exist between normative organizational 

commitment and seven communication satisfaction dimensions? 

  Correlation and regression analyses were used. First, a Pearson Correlation was used to 

determine if a relationship existed between normative organizational commitment and seven 

dimensions of communication satisfaction. The results of this correlation indicated that there is a 

statistically significant positive relationship between these constructs. If one of the 

communication satisfaction dimensions increases, normative organizational commitment also 

increases. However, because the values are closer to 0, the relationship is not strong. Table 27 

outlines the correlation. Communication climate (r = 0.505), personal feedback (r = 0.457), and 

media quality (r = 0.433) showed the highest correlation with normative organizational 
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commitment. Organizational integration (r = 0.422), relationship to superiors (r = 0.394), 

organizational perspective (r = 0.374), and horizontal communication (r = 0.315) showed the 

lowest correlation with normative commitment. 

Table 27 

Normative Communication Correlation with Communication Satisfaction Dimensions 
 
CSQ Dimension Pearson Correlation 

Communication Climate 0.505*** 

Personal Feedback 0.457*** 

Media Quality  0.433*** 

Organizational Integration 0.422*** 

Relationship to Superiors 0.394*** 

Organizational Perspective 0.374*** 

Horizontal Communication  0.315*** 

n=151 ***p<0.001 

  Linear regression was also conducted. A model summary showed that the correlation 

coefficient using all the predictors simultaneously is 0.532 and 28.3% of the variance in 

normative organizational commitment can be predicted by the combination of seven dimensions 

of communication satisfaction.  This regression also showed that communication satisfaction as a 

whole can significantly predict normative organizational commitment, F (7,143) = 8.064, p = 

0.000. Additionally, Table 28 shows that communication climate was a significant predictor of 

normative organizational commitment (p=.008). However, the other six dimensions were not 

significant predictors because the significance values were not less than 0.05.  
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Table 28 

Linear Regression for Normative Organizational Commitment  
 
CSQ Dimension B β t Sig 

Communication Climate 0.53 0.45 2.70 0.008* 

Horizontal Communication  -0.29 -0.21 -1.73 0.09 

Personal Feedback 0.20 0.19 1.16 0.25 

Media Quality  0.14 0.12 0.74 0.46 

Relationship to Superiors 0.07 0.06 0.55 0.58 

Organizational Perspective -0.09 -0.03 -0.20 0.60 

Organizational Integration -0.04 -0.03 -0.20 0.84 

r2 0.28    
F change in r2 8.06       

n=151 *p<0.05 

Research Question 5: What relationships exist between continuance organizational 

commitment and seven communication satisfaction dimensions? 

  For this research question, correlation and regression analyses were used. First, a Pearson 

Correlation was used to determine if a relationship existed between continuance organizational 

commitment and seven dimensions of communication satisfaction. The results of this correlation 

indicated that there was a statistically significant negative correlation coefficient for two 

dimensions and no correlation for the remaining five dimensions. Table 29 outlines the 

correlation. Personal feedback (r = -0.13, p = 0.056) and relationship to superiors (r = -0.128, p = 

0.059) had a negative correlation. Therefore, participants with high levels of personal feedback 

had low levels of continuance organizational commitment. Additionally, participants with high 

levels of relationship to superiors had low levels of continuance commitment. The remaining five 

dimensions did not have strong negative or positive correlations because the correlations were 

close to 0. Therefore, continuance commitment had no strong correlations with organizational 
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perspective, organizational integration, communication climate, horizontal communication, and 

media quality.  

Table 29 

Continuance Organizational Commitment Correlation with Communication Satisfaction 
Dimensions 
 

CSQ Dimension Pearson Correlation Significance 

Personal Feedback -0.130 0.056* 

Relationship to Superiors -0.128 0.059* 

Organizational Perspective -0.090 0.137 

Organizational Integration -0.088 0.141 

Communication Climate -0.028 0.368 

Horizontal Communication  0.021 0.400 

Media Quality  0.029 0.361 

n=150 *p<0.05  

  Linear regression was also conducted. A model summary showed that the correlation 

coefficient using all the predictors simultaneously is 0.233 and 0.55% of the variance in 

continuance organizational commitment can be predicted by the combination of seven 

dimensions of communication satisfaction.  This regression also showed that communication 

satisfaction as a whole could not predict continuance organizational commitment, F (7,142) = 

1.169, p =.324. Additionally, Table 30 shows that none of the dimensions were significant 

predictors of continuance organizational commitment because the significance values were 

greater than 0.05.  
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Table 30 

Linear Regression for Continuance Organizational Commitment  
 
CSQ Dimension B β t Sig 

Relationship to Superiors -0.14 -0.14 -1.10 0.27 

Personal Feedback -0.22 -0.23 -1.25 0.22 

Organizational Perspective -0.12 -0.09 -0.69 0.49 

Organizational Integration 0.10 0.09 0.50 0.62 

Media Quality  0.23 0.20 1.13 0.26 

Horizontal Communication  0.07 0.06 0.40 0.69 

Communication Climate 0.03 0.03 0.17 0.87 

r2 0.06    
F change in r2 1.17       

n=150 

Qualitative Data 

 Participants were asked to respond to two open-ended questions, asking what this 

institution is doing well with regard to employee communication and what improvements could 

be made. Of the 168 participants, 98 participants answered one or both of the qualitative 

questions.  These comments provide further insights into employee communication at this 

institution.  

 Answers to the question regarding what this institution does well with regard to employee 

communication fell into two main categories. First, numerous positive comments pertained to the 

president’s communication skills. Administrative employees feel he does an excellent job 

communicating through his weekly email and the annual state-of-the-university speech. One 

respondent stated, “I like that the president communicates the good, bad, and ugly. It makes me 

feel like I am important to get such ‘insider information.’”  Additionally, several respondents 

commented on positive levels of employee-to-employee communication at this institution due to 
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email list-servs and employee publications. These communication avenues promote employee 

accomplishments, birthdays, bereavement notices, and service recognition. One respondent 

stated, “The major list-servs create a sense of family and community. [This institution] is just 

small enough that they don’t become overwhelming (in volume).” 

 Comments for the second question regarding suggested improvements fell into two main 

categories. First, participants wanted to be more informed of financial issues. Respondents 

sought transparency regarding lack of salary increases, future plans for restructuring, and 

opportunities for advancement. Additionally, one participant wanted “straightforward, 

commonly used language for the state of the fiscal areas.” A second theme was the desire for 

more cross-department communication. Respondents felt they are uninformed about activities 

and accomplishments outside of their own departments. One respondent stated, “There needs to 

be better communication between departments and colleges. I feel that at times the right hand 

doesn’t know what the left hand is doing.” Overall, participants sought updates regarding 

different areas of the institution with university-wide implication.  

 Comments from both of these qualitative questions are helpful for administrators because 

they provide participants’ perceptions regarding employee communication. These concrete 

examples supplement the quantitative data found in this research.  

Summary  

 This chapter presented the statistical results of this survey research. Each research 

question was answered based on the collected data. Descriptive statistics were used to provide a 

profile of the participants. Additionally, descriptive statistics were used to answer the first two 

research questions regarding the current level of communication satisfaction and organizational 

commitment at this institution. Overall, there were significant positive correlations between 
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affective organizational commitment and normative organizational commitment with seven of 

the eight dimensions of communication satisfaction. A negative correlation existed between 

continuance commitment and two of the eight communication satisfaction dimensions (personal 

feedback and relationship to superiors). Regression analysis showed a strong relationship 

between communication climate and normative organizational commitment. The other 

dimensions were not significant predictors of organizational commitment. Chapter V involves 

interpretation of this data, as well as implications of the findings and recommendations for 

practitioners and for future research.  
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CHAPTER V:  

RESULTS 

The purpose of this study was to gain an understanding of communication satisfaction 

and organizational commitment for administrative staff at a master’s institution. Because loyal 

and committed employees increase productivity in higher education institutions (Majesky, 2008), 

institutions can utilize existing human resources by investing in increasing the level of 

organizational commitment of their employees. Because a positive relationship exists between 

communication satisfaction and organizational commitment (Varona, 1996), understanding 

employees’ perceptions on these topics can provide helpful insights to institutional leadership. 

This information can be used in strategic planning, as well as inform changes to institutional 

communication policies.   

Summarized Findings 

 By completing three combined, validated surveys, 168 full-time and part-time 

administrative staff members provided their perceptions of organizational commitment and 

communication satisfaction. Several demographic characteristics of the participants also were 

collected. Additionally, two qualitative questions were asked. To answer the five research 

questions, several quantitative statistical analysis were applied including descriptive statistics, 

correlations, and linear regression analysis.  

 Research Question 1 examined the participants’ level of communication satisfaction 

using descriptive statistics. Each of the eight dimensions of communication satisfaction was 

ranked according to their means. The dimensions that participants ranked highest in satisfaction 
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were relationship to superiors, relationship with subordinates, and media quality. Personal 

feedback scored the lowest satisfaction. Additionally, all items regarding communication 

satisfaction were ranked according to their means. Participants believed that their supervisor 

trusted them and that the right amount of supervision was given to them. The following questions 

had the lowest levels of satisfaction: information about how their job compared to others and did 

not believe the grapevine was active. However, these two items had an average mean of 4, 

meaning that participants were neutral on these items rather than dissatisfied.  

 Research Question 2 examined the level of organizational commitment at this institution 

using descriptive statistics. Participants ranked affective commitment as the highest of the three 

components of organizational commitment. Normative commitment and continuance were 

ranked second and third, respectively. Additionally, each item was ranked according to their 

mean. The majority of the items that received the highest level of agreement pertained to 

affective commitment. This finding reinforced the high ranking of affective commitment overall. 

Participants felt emotionally attached to their institution and they believed the organization has 

personal meaning for them. The statements with which the participants disagreed the most dealt 

with continuance commitment. Therefore, participants did not fear negative economic and social 

consequences of leaving this institution. They did not believe that they had put too much of 

themselves into this organization to leave. Also, they did not believe they had too few options 

when deciding to leave.  

 Research Question 3 explored the relationship between seven of the eight communication 

satisfaction dimensions and affective organizational commitment. Correlation and linear 

regression were used to answer this question. The results for the correlation analysis revealed 

that all seven communication satisfaction dimensions are positively correlated with affective 
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commitment. Therefore, affective commitment increased as communication satisfaction 

increased. The overall correlation was moderate.  

 Linear regression was used to determine the collective relationship between affective 

commitment and communication satisfaction. The results indicated that communication 

satisfaction as a whole can predict affective commitment; however, no one dimension was able 

to statistically predict affective commitment.  

 Research Question 4 explored the relationship between seven of the eight communication 

satisfaction dimensions and normative organizational commitment. Correlation and linear 

regression methods were used. The results for the correlation analysis indicate that there was a 

statistically significant positive correlation between normative commitment and communication 

satisfaction. Therefore, normative commitment increased as communication satisfaction 

increased. However, these correlations were moderate and were not as high as the correlations 

with affective commitment.   

 Linear regression was used to determine the collective relationship between normative 

commitment and communication satisfaction. The results indicated that communication 

satisfaction as a whole can predict normative commitment. Additionally, communication climate 

has a strong and close relationship with normative commitment. The other six dimensions were 

not significant predictors.   

Research Question 5 explored the relationship between seven of the eight communication 

satisfaction dimensions and continuance organizational commitment. Correlation and linear 

regression methods were used. The results for the correlation analysis indicated that there was a 

negative correlation between continuance commitment and the personal feedback and the 

relationship to superiors dimensions. This finding meant that continuance commitment decreased 
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as personal feedback increased. Additionally, as continuance commitment decreased, 

relationship to superiors dimension increased. However, these correlations were weak. 

Correlations for the remaining five dimensions were not statistically significant.  

 Linear regression was used to determine the collective relationship between continuance 

commitment and communication satisfaction. The results indicated that communication 

satisfaction as a whole could not predict continuance commitment. Overall, in this study, 

continuance commitment was not significantly related to organizational commitment. This 

finding was not surprising due to the definition of continuance commitment. Employees with 

high continuance commitment felt the cost is too high to leave an organization (Meyer & 

Herscovitch, 2001). In this research, participants had low levels of continuance commitment. 

 Qualitative data in this study revealed participants’ satisfaction with the amount of 

communication from the institution’s president. Also, they enjoyed the level of collegiality 

between departments by promotion of accomplishments through university publications. On the 

other hand, participants desired upper management to be more transparent and forthcoming with 

decisions about the institution, financial situations, and strategic planning and progress. 

Participants also wanted more cross-department communication. Being informed about 

initiatives and changes that impact the whole institution is critical to ensuring that employees feel 

informed.  

Discussion 

Based on the research findings of this study, four overarching conclusions are drawn. 

First, this research shows a relationship between organizational commitment and communication 

satisfaction. This conclusion confirms previous research (Thornhill et al., 1996; Varona, 1996). 

Varona (1996) concluded that, “there was an explicit positive relationship between 



	

	 93	

communication satisfaction and employees’ organizational commitment” (p. 111). He also found 

that organizational integration and horizontal communication are reliable predictors for 

organizational commitment (Varona, 1996). This research, however, found that organizational 

integration and horizontal communication are not particularly reliable predictors.  

Thornhill et al. (1996) also found a correlation between these two constructs; however, 

they were unable to create a causal relationship in a higher education context. This study also 

was unable to proven a causal relationship between communication satisfaction and 

organizational commitment..  

 The second conclusion from this research is that employees at this institution are most 

satisfied with the relationship to supervisor dimension of communication satisfaction. This 

dimension reflects an openness and acceptance of both upward and downward communication 

between employees and supervisors or upper management (Downs & Hazen, 1977). This 

conclusion is in line with previous research. Allen (1992) concluded that upper management and 

supervisory communication have a positive impact on organizational commitment. This type of 

communication creates a sense of organizational identity and conveys the institution’s culture 

and climate. Postmes et al. (2001) also agreed that vertical communication, defined as official 

and formal information from upper management, is a strong indicator of organizational 

commitment.  

Additionally, White et al. (2010) confirmed that an actual or perceived relationship with 

the chancellor greatly increases the level of communication satisfaction for higher education 

employees. Access to the chancellor caused an employee’s level of trust in higher education 

administration to increase. This access also provided a sense of community among employees. 

Distance from top leadership caused distrust in the accuracy of the information provided. White 
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et al. (2010) also explored the relationships between employees and supervisors. Supervisors 

with access to numerous communication channels assumed that their employees already know 

information through other channels. Therefore, supervisors failed to share important information 

under the assumption that it was repetitive information. However, White et al. (2010) believed 

that strong communication between supervisors and their employees was critical to ensuring high 

levels of employee communication satisfaction.    

In this study, employees reveal that they feel like their supervisor trusted them. Also, they 

believe they received the right amount of supervision from their supervisors. In her research on 

student service professionals in higher education institutions, Baker-Tate (2010) discovered a 

need for strong open dialogue between employees and university administrators. Validation of 

good work, provision of adequate resources, and open communication was important to ensuring 

these employees felt valued. Additionally, having a sense of ownership and responsibility 

through job involvement increased employee organizational commitment (Baker-Tate, 2010).  

Qualitative data from this study shows that employees are confident in the 

communication skills of the institution’s president. Employees feel like they are getting insider 

information when they hear announcements directly from higher education administrators. 

Thomas et al. (2009) found that communication satisfaction increases when administrators 

frequently communicate with employees. Frequent communication grew employees’ trust in 

their leadership based on the quantity and quality of the information received. Also, 

communication with top management informed employee expectations, promotional 

opportunities, and employment security (Allen, 1992). The only research showing contradictory 

information is Varona’s (1996) study that was mentioned earlier.  
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 The third conclusion from this study is that participants are least satisfied with the 

communication satisfaction dimensions of personal feedback and organizational perspective. 

First, personal feedback is the communication of evaluation and performance standards (Downs 

& Hazen, 1977). This finding highlights several work-related issues for administrative staff. 

Promotional opportunities play a large role in organizational satisfaction, especially when wages 

remain constant. Providing clear career ladders as well as room for advancement is important 

(Johnsrud, 2004). In his 2008 research at a private Christian university, Schroder discovered 

faculty and administrators are motivated by different factors regarding organizational 

commitment. The strongest predictor of organizational commitment for university administrators 

is the opportunity for professional growth. This growth can include networking opportunities, 

changes in job roles, continuing education opportunities, and time at work for personal and 

professional reflection on goals (Schroder, 2008).  

Also, the perception of fairness in wages can be more important than an actual increase in 

wages. Higher education administrative staff desire to see transparency and equity in the 

allocation of wages (Johnsrud, 2004). This perception of salary equity in relation to others can 

determine employee morale (Johnsrud & Rosser, 1999). Also, in the absence of increased wages, 

Rosser (2014) encouraged administrative staff to seek out promotional opportunities and job 

reclassifications. All of this research highlights the desire for transparency throughout the 

communication process of performance and evaluation expectations.   

 Participants are also least satisfied with the communication satisfaction dimension of 

organizational perspective. This dimension assesses the efficiency of organizational structures, 

such as financial stability, corporate goals, and organizational changes (Downs & Hazen, 1977). 

The qualitative data from this study confirms this finding. Participants desire more information 
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about financial issues. Also, they want transparency in wage discussions, organizational 

restructuring, and advancement opportunities. “Employees want to know where their 

organization is headed and how they contribute to achieving the vision” (White et al., 2010, p. 

67). White et al. (2010) also believed that higher education employees want more interaction 

with their leaders. Hearing frequently and directly from administrators creates a more transparent 

communication environment. Higher education employees want to receive information about the 

organization as a whole rather than simply information that pertains to their job. Employees want 

to be “in the know” rather than just knowing what they need to know. Providing this information 

grows a sense of community among employees and they, in turn, become advocates for the 

university. Withholding organizational information from employees creates distrust; employees 

feel uninformed and are unable to defend or promote the institution.  

A final conclusion from this study is that participants have a high level of affective 

commitment. Affective commitment is the emotional connection an employee has with his or her 

institution. This connection is based on positive work experiences and encounters (Downs & 

Hazen, 1977). This finding confirms previous research. In their study on faculty members, 

Karakaya (2013) discovered that length of employment tenure has a positive, linear relationship 

with affective commitment. Also, research confirmed that affective commitment should be 

encouraged. Meyer and Herscovitch (2001) believe that institutions should promote affective 

commitment because this type of commitment encourages employees to act in the best interest of 

the institution. Additionally, high affective commitment results in a highly committed, satisfied 

and happy workforce (Meyer et al., 2012). Overall, these four conclusions are important findings 

that add to the scholarly research on administrative staff, organizational commitment, and 

communication satisfaction. 



	

	 97	

Recommendations for Practice 

Based on the conclusions and findings from this study, there are four main 

recommendations for higher education leadership at this institution. First, this study shows that 

participants at this institution are least satisfied with the level of communication regarding 

personal feedback and organizational perspective.  Personal feedback deals with employee 

evaluation and performance standards (Downs & Hazen, 1977). Currently, at this institution, 

administrative staff have both a written job description as well as employee expectations that are 

updated annually. Employees are evaluated based on the yearly performance expectations set by 

the employee and his or her supervisor. However, while expectations are written and should be 

clear, administration at this institution can do three things to increase communication on this 

topic. First, each supervisor needs to sit down with his or her employees to ensure that the 

performance expectations are understood. Second, employees need to know if yearly salary 

increases are tied directly to the evaluation of performance expectations. The perception of 

fairness in wages is important to administrative staff. Staff desire transparency and equity in the 

allocation of limited resources (Johnsrud, 2004). Additionally, staff members do not have clear 

career ladders (Rosser, 2000). Therefore, by not tying salary increases to performance 

expectations, administrative staff are not clear on how to advance or increase their existing 

salaries. This situation does not promote employee loyalty or satisfaction.  

Third, only supervisors receive training on how to fill out the employee performance 

appraisal form. This training should be extended to all employees who participate in this type of 

evaluation. Understanding the process directly from the Office of Human Resources ensures that 

the process is explained accurately, consistently, and thoroughly. When administrators rely on 

supervisors to communicate this important information to employees, the result is often 
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inaccurate or incomplete information. Hearing directly from the source could help to ensure that 

each employee receives the same information (White et al., 2010).  

 A second area of dissatisfaction for participants at this institution is the level of 

communication satisfaction regarding organizational perspective. Organizational perspective 

deals with transparency and efficiency of organizational structures, such as financial stability, 

organizational change, and organizational goals (Downs & Hazen, 1977). In their study on 

university employees, White et al. (2010) explained that higher education employees need to 

hear information about the institution, rather than just information strictly pertaining to their job. 

Employees felt respected when they hear information first. Based on this research, internal 

communication at this institution can be improved in two ways. First, university-wide media new 

releases should be electronically sent to employees when they are sent to external media 

organizations (White et al., 2010). Additionally, administrators do not need to assume that 

posting this information to the institution’s website means they have communicated it to 

employees. Many employees do not view the website as an internal communication medium. 

White et al. (2010) discovered that the website is used by higher education employees as an 

archive in which to access forms and policies. “Most employees do not have time to browse the 

Web site just to see what is there” (White et al., 2010, p. 81). Therefore, administrators need to 

communicate institution-wide information in other mediums besides the website.  

 Another way to improve internal communication at this institution is to overhaul the 

monthly employee newsletter. Currently, the newsletter contains three or four university-wide 

news stories, a list of monthly birthdays, bereavement notices, a calendar of university-wide 

events, and recent faculty and staff publications and conference presentations. Qualitative data 

from this research shows that employees enjoy the birthday, bereavement, and family life event 
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notices. This information makes the institution feel more like a family. However, the other areas 

of the newsletter can be rethought to provide necessary information to employees. This medium 

is appropriate for feature stories, department- and school-specific information, accomplishments, 

departmental changes, and information on how employees fit into the university’s strategic goals 

and vision. Friedl and Vercic (2011) believe internal communication systems should inform 

employees while also creating community. Additionally, this newsletter is sent via the employee 

list-serv which can sometimes be overlooked and viewed as junk mail. If a high-level 

administrator sent this newsletter, it would give the newsletter more credibility and value. 

Greater attention would be given to this internal communication medium if the president sent the 

monthly newsletter.    

 A third recommendation for this institution is to increase the level of interaction between 

administrators and employees. The qualitative data from the study shows that participants 

appreciate the president’s weekly email. They feel important and respected when they hear 

information first-hand and directly from the source, rather than through supervisory channels 

(White et al., 2010). Therefore, the participating institution should continue the practice of 

having administrators communicate important information directly to the employees via 

electronic communication. Print communication for internal messages is negatively perceived as 

wasting resources (Welch, 2012). Also, employees attach importance to face-to-face meetings 

(White et al., 2010). The president at this institution does an excellent job of encouraging face-

to-face interactions through monthly birthday lunches. However, the administrative vice 

presidents can increase their level of interactions with all employees. Face-to-face 

communication is more personal and provides opportunity for instant feedback (Ean, 2010). 
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Employees want to personally know their leaders. The secondary leadership at this institution has 

opportunities for growth in this area.   

The final recommendation for this institution is to add employee communication satisfaction and 

organizational commitment to the institution’s list of strategic goals. Because personnel salaries 

traditionally constitute 50% of the operating budget of a higher education institution (Majesky, 

2008), administrative employees are significant existing resources for higher education 

institutions. Loyal and committed employees increase productivity in higher education 

institutions (Brown & Sargeant, 2007) and the level of employee organizational commitment 

often determines institutional success (Karakaya, 2013). Therefore, administrators need to invest 

time and resources into ensuring that their employees have high levels of organizational 

commitment and communication satisfaction. This institution’s strategic plan mentions 

engagement of employees through communication, development, and support. Creating a 

leadership development program, developing a training program, conducting assessment of 

employee learning needs, and promoting greater interaction between faculty and staff are listed 

as four main tasks. Conducting an assessment of the existing level of organizational commitment 

and communication satisfaction is a valuable addition to the existing plan. Additionally, revising 

the employee newsletter can be added as a way to promote greater interaction between faculty 

and staff. Listing employees in the institution’s strategic goals highlights and validates the value 

the institution places on its employees.  Overall, there are four main recommendations for 

practice. 
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Recommendations for Future Research 

Considering the findings and conclusions of this research, there are three main 

recommendations for future research. First, this study was performed at a master’s institution. 

This same study could be conducted at different institutional types. Community colleges, public 

four-year institutions, public liberal arts institutions, and for-profit institutions have varying 

organizational characteristics and educational missions. Also, administrative employees at all 

institution types vary in job motivation, personal characteristics, wages, and length of 

employment tenure. Larger institutions could also provide larger survey population sizes and 

departmental diversity and experiences. A small institution, like the one in this study, has limited 

diversity in both job functions and positions. A public four-year state flagship university serves a 

large population; therefore, there are more varied administrative staff positions to research. By 

doing a single-institution study, these results are limited to this institution and are only somewhat 

applicable to similar institutions. Additional research in different institution types can provide 

valuable information to this topic in a higher education context.  

Second, continued research on this population is important. Because this study is a 

single-institution study, future research can include research at multiple sites. Brown and 

Sargeant (2007) believe little research has been done on organizational commitment among 

higher education employees. Comparing two or more similar institutions or comparing multiple 

institution types can provide additional insight into the administrative staff population. 

Understanding this population in a variety of contexts arms higher education administrators with 

important information. Continuing to study this population helps higher education as a whole as 

it seeks to create environments that encourage employee loyalty, engagement, and commitment.  
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Finally, future research can tie in demographic variables to see how these characteristics 

impact the relationship between organizational commitment and communication satisfaction. 

This study did not explore the impact of demographic variables on these constructs. However, 

previous research shows a relationship between employee tenure and affective commitment 

(Karakaya, 2013; Brown & Sargeant, 2007); age and organizational commitment (Brown & 

Sargeant, 2007); and age, educational background, and gender on communication satisfaction 

(Gizir & Simsek, 2005). Understanding the personal and professional characteristics that can be 

antecedents or predictors of organizational commitment helps higher education administrators 

understand the existing landscapes at their institutions. This information can be used to create 

strategic plans and to assess existing levels of organizational commitment. The addition of 

demographic characteristics provides a unique perspective on these constructs.  

Conclusion  

 This study contributes to the scholarly research on organizational commitment and 

communication satisfaction for administrative staff within the context of a master’s institution. 

The results of this quantitative survey research provide insight to the participating institution 

regarding employees’ perceptions on organizational commitment and communication 

satisfaction. Additionally, this research study contributes to the literature on administrative staff, 

an important stakeholder at higher education institutions (Kretovics, 2011). 

Overall, employees at this institution are most satisfied with the communication 

satisfaction dimension of relationship to superiors. Additionally, employees have a high level of 

affective organizational commitment, meaning the participants have a desire to stay with the 

institution and strongly identify with the values of the institution. Correlation analyses show a 

positive correlation between communication satisfaction and affective and normative 
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commitment. There is a negative correlation between continuance commitment and two 

dimensions of communication satisfaction (personal feedback and relationship to superiors). 

Regression analyses show that communication climate is the only dimension that can predict 

normative commitment. None of the other dimensions are predictors of commitment.  

 This study also includes recommendations for practice based on the findings and research. 

Also, recommendations are made for future research. Understanding the importance of 

organizational commitment and communication satisfaction is important because these 

constructs can impact the effectiveness and productivity of higher education institutions (Brown 

& Sargeant, 2007).  Facing economic uncertainty, these institutions can utilize existing resources 

by increasing employees’ levels of both organizational commitment and communication 

satisfaction. 
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APPENDIX A: DEFINITIONS OF TERMS 

  

Affective Commitment: emotional connection an employee has with his or her organization 

based on positive work experiences and encounters (Meyer & Allen, 1997) 

 

Communication Climate: climate of the institution in relationship to the free flow and 

transparency of communication (Downs & Hazen, 1977)  

 

Communication Satisfaction: an employee’s contentment with the level of information provided 

by an organization (Kandlousi et al., 2010) 

 

Continuance Commitment: fear of the negative economic and social outcomes that would result 

after an employee leaves an organization (Meyer & Allen, 1997) 

 

Educational Support Professionals (ESPs): responsible for the day-to-day operations of a higher 

education institution (Blackwell et al., 2003); consist of 11 NCES occupational classifications 

including business and financial operations; computer, engineering, and science; community 

service, legal, arts, and media; librarians, curators, and archivists; student and academic affairs 

and other education services occupations; healthcare practitioners and technical; service 

occupations; sales and related occupations; office and administrative support; natural resources, 
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construction, and maintenance; and production, transportation, and material moving (Rosser, 

2014) 

 

Horizontal Communication: amount of informal and horizontal communication (Downs & Hazen, 

1977)  

 

Media Quality: effectiveness of the institution’s media channels, such as meetings, memos, and 

print materials (Downs & Hazen, 1977)  

 

Normative Commitment: responsibility to remain at an institution out of duty and obligation 

(Meyer & Allen, 1997) 

 

Organizational Commitment: an employee’s allegiance to, affection for, devotion to, and 

participation in an organization (Thomas, 2007; Postmes et al,, 2001).  

 

Organizational Integration: amount of information employees receive that directly pertains to 

them, such as changes in work environment, departmental news, and job expectations (Downs & 

Hazen, 1977)  

 

Organizational Perspective: efficiency of the organizational structures, such as financial stability, 

corporate goals, and organizational changes (Downs & Hazen, 1977)  
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Personal Feedback: communication of evaluation and performance standards (Downs & Hazen, 

1977)  

 

Relationship to Superiors: openness and acceptance of both upward and downward 

communication between employees and supervisors or upper management (Downs & Hazen, 

1977)  

 

Relationship with Subordinates: upward communication from supervisors to upper management 

and the downward communication from supervisors to subordinates (Downs & Hazen, 1977)  
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