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Abstract

Job satisfaction is a prognosticator of organizational commitment. One can thus presume that if
employees feel fulfilled in the job they are doing in an airline company, their organizational
commitment is good and they are likely to remain with the company for an extended period of time.
The aim of this study was to investigate the relationship between job satisfaction and organisational
commitment for different age groups in an airline company. Organisations are constantly seeking
to gain advantage over their competitors in order to improve their performance, while maintaining
and retaining a healthy workforce. An able, committed and loyal workforce includes employees who
are satisfied with their work environment and who are consequently motivated to continue their
relationship with the organisation. Although several studies have been conducted to investigate the
relationship between job satisfaction and organisational commitment internationally and locally,
studies conducted in the specific context of an airline are limited. The empirical and theoretical
results indicated that a significant positive relationship does exist between the facets of job
satisfaction and the components of organisational commitment. Significant differences were found
to exist for specific age groups in relation to job satisfaction and organisational commitment.

Keywords: Job satisfaction, commitment, airline industry, generational differences.

Introduction

Job satisfaction and organisational commitment are considered to be important job-related
attitudes and are often researched in various work environments and from different
perspectives. Lumley, Coetzee, Tladinyane and Ferreira (2011) found that positive
relationships exist between job satisfaction facets and the affective commitment
component in the information technology environment. Eslami and Gharakhani (2012)
found that three facets of job satisfaction (promotions, personal relationships and
favourable conditions of work) have positive and significant relationships with
organisational commitment.

The present study focused on investigating the relationship between job satisfaction and
organisational commitment in the technical department of a selected airline in South
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Africa. Spector's (1997) Job Satisfaction Survey (JSS), consisting of nine facets, and
Meyer, Allen and Smith’s (1993) Three Component Model (TCM) Employee Commitment
Survey, were used in this study. The nine facets of job satisfaction, according to Spector
(1997), are pay; promotion; supervision; fringe benefits; contingent rewards; operating
conditions; co-workers; nature of work; and communication. The three components of
employee commitment according to Meyer, Allen and Smith (1993) are affective,
continuance and normative commitment.

Affective commitment (AC) is basically the positive emotion employees voluntarily have
towards their employer where they affectively and resolutely commit to organisational the
goals. Continuance commitment (CC) represents an awareness by the employee of the
costs related with them ever leaving the organization. Normative commitment (NC)
designates a sense of responsibility to continue in the employ of the organisation based
on a sense of obligation. Meyer and Allen (cited in Dereli, 2006) assert that the three
components of commitment are not intricately linked with each other since an employee
can, simultaneously be committed to an airline in varying degrees in either an affective,
normative and also a continuance sense (Dereli, 2006).

Human capital is an essential part of any organisation, their skills and expertise are
indispensable resources, and their capabilities can assist the organisation to achieve a
competitive advantage (Amankwah-Amoah & Debrah, 2011). According to Amankwah-
Amoah and Debrah, (2011) the loss of a key employee constitutes a loss of competitive
assets. Organisations are constantly seeking to gain advantage over their competitors and
to improve their performance, while maintaining and retaining a healthy workforce (Castro
& Martins, 2010). An able, committed and loyal workforce includes employees who are
satisfied with their work environment and who are consequently motivated to continue
their relationship with the organisation (Roos & Van Eeden, 2008).

This study aimed to investigate the relationship between job satisfaction and
organisational commitment in a South African airline for different age groups. Knowledge
gained from the study may be useful in strategic planning decisions such as recruitment,
recognition and reward, operating procedures, promotion, supervision, teamwork and
retention of employees.

Studies on job satisfaction and organisational commitment in the specific context of an
airline are limited. According to the document Airlines in South Africa (2016), airline
alliances such as codeshare agreements and partnerships can significantly increase a
competitor's size, merely through association, creating fierce competition amongst
members of rival alliances. The key resource for competing organisations in global
markets is the human capital necessary to respond to the changing realities in the global
economy (The Economist, 2006).

Research question

The study investigated the relationship between job satisfaction and organisational
commitment within a South African airline for different age groups.

The research questions for this study were as follows:
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¢ How are the facets of job satisfaction related to organisational commitment?
o How do different age groups experience job satisfaction and organisational
commitment?

Literature review
Job satisfaction

Locke (1976) provided one of the earliest definitions of job satisfaction, which stated that
it is a pleasurable state resulting from the appraisal of one’s job or job experiences. Job
satisfaction was further conceptualised in theories of work motivation by Maslow (1943),
Vroom (1964) and Herzberg, Mausner and Snyderman (1959). Perspectives of job
satisfaction include the affective perspective (Locke 1969), referring to the positive
emotional state which is experienced by individuals when evaluating their job or job
experiences; the person-environment perspective (Dawis & Lofquist, 1993), which refers
to job satisfaction as an attitude resulting from the correspondence between the
individual’s abilities and the requirements of the job; and the dispositional perspective
(Staw & Cohen-Charash, 2005), which views job satisfaction as the reflection of a
biologically based trait predisposing individuals to focus on positive or negative life
aspects. The current study is based on the facet approach to job satisfaction, which states
that job facets are those individual components that comprise and contribute to one’s
experiences in the workplace, such as autonomy, co-workers, pay and promotions (Locke
1969, 1976).

Mafini, Surujlal and Dhurup (2013) found significant correlations between job loyalty and
five job satisfaction facets, namely ability utilisation, autonomy, creativity, teamwork and
working conditions. Their findings imply that in order to improve job loyalty, the emphasis
should be placed on positively adjusting the five job satisfaction facets. Positive
relationships were established between job satisfaction and remuneration, quality of work
life, supervision and teamwork (Braun, Peus, Weisweiler & Frey, 2013; Mafini & Dlodlo,
2014). Employees’ perceptions of inter-organisational and intra-organisational career
mobility opportunities were found to be significantly related to job satisfaction (Joao &
Coetzee, 2011), while opportunities for promotion were found to have a significant
influence on job satisfaction (Kosteas 2011; Stumpf & Tymon Jr., 2012).

Fringe benefits as well as extrinsic and intrinsic rewards were found to be positively related
to job satisfaction (Artz, 2010; Hofmans, De Gieter & Pepermans, 2013). Job satisfaction
was found to be positively related to co-worker relationships (Lin & Lin 2011), autonomy,
challenging work and independence (Aletaris, 2010; Bontis et al., 2011; Millan, Hessels,
Thurik & Aguado, 2013). Abugre (2011), Giri and Kumar (2010) and Tourani and Rast
(2012) found direct and significant positive relationships between communication and job
satisfaction.

Organisational commitment

Porter, Steers, Mowday and Boulian (1974) provided one of the earliest definitions of
organisational commitment as the strength of an individual’s involvement in a particular
organisation. This type of commitment has three basic characteristics, which are the
individual’s strong belief in and acceptance of the organisation’s goals and values, a
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willingness to exercise effort on behalf of the organisation, and an absolute desire to
maintain organisational goals (Porter et al., 1974). Meyer and Allen’s (1997) view of
organisational commitment was one of a psychological connection that employees have
with their organisation, characterised by a strong identification with the organisation and
a desire to contribute to the accomplishment of organisational goals. Organisational
commitment is conceptualised as consisting of three core components, namely affective,
continuance and normative commitment (Meyer & Allen, 1991).

Jodo and Coetzee (2012) found that younger employees regarded their career
advancement as important for their career mobility, as well as organisational commitment.
According to Jodo and Coetzee (2012), talent retention strategies should incorporate the
need for intra-organisational career mobility, work-life balance, knowledge and skills
utilisation, and competitive compensation. Van Dyk and Coetzee (2012) revealed that staff
satisfaction with retention factors had a significant relationship with their organisational
commitment. Participants’ intention to leave or stay with their current company was a
highly significant predictor of their affective commitment, continuance commitment and
normative commitment (Van Dyk & Coetzee, 2012).

A study conducted by Igbal (2010) to investigate the relationship between demographic
factors (age, tenure and level of education) and organisational commitment indicated that
length of service is significantly related to organisational commitment, with managers and
supervisors being more committed than workers. Positive relationships have been found
between affective commitment and employee well-being (Meyer & Maltin, 2010).
According to Gilbert, De Winne and Sels (2011) found that the enactment of human
resource practices and effective relationship-oriented leadership behaviour can enhance
employees’ affective commitment.

Job satisfaction and organisational commitment

Lumley et al. (2011) found significant relationships between job satisfaction and affective
and normative commitment. These positive associations suggest that employees who are
satisfied with the facets of job satisfaction seem to feel more emotionally attached to and
involved in their respective organisations. Positive relationships were found between job
satisfaction and affective, continuance and normative commitment (Aydogdu & Asikgil,
2011; Yucel, 2012).

According to Zeinabadi (2010) job satisfaction is an antecedent of organisational
commitment, with commitment being a more global response to an organisation, whereas
job satisfaction was considered to be more of a response to a specific job or facet of the
job. Markovitz, Davis, Fay and Van Dick (2010) found that when extrinsic and intrinsic
satisfaction increase, public sector (organisational environments that are typically
bureaucratic, with standardised procedures) employees tend to develop a stronger
affective and normative commitment towards their organisations, compared to private
sector (environments where employees are more rational in their employment attitudes,
beliefs and choices, and know what is offered in return for their work and what to expect
from management) employees (Markovitz et al., 2010).
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Research approach

The research approach was quantitative in nature and used primary numerical data. A
cross-sectional survey design was used and primary data was collected at a specific point
in time in order to achieve the objectives of the research.

Research participants

The sample consisted of 245 participants from the technical section of a South African
airline. The total population from which the sample was extracted consisted of
approximately 2500 employees. The sample represented about 10% of the population,
and the sampling method used for this study was non-probability convenience sampling
(Terre Blanche, Durrheim & Painter, 2006).

Organisational operational requirements and logistics posed challenges in terms of
targeting and obtaining the sample, which resulted in 245 respondents completing the
guestionnaire. Gender was not considered due to the workforce being predominantly
male. The questionnaire contained a biographical section, in order to obtain information
concerning the characteristics of the participants, which would be used in the comparison
of data. Descriptive statistics for the participants are presented in Table 1 below.

Table 1: Characteristics of participants in the sample (N=245)

Iltem Category Frequency Percentage
Age Group (Years) Under 20 1 0.41%
20-30 124 50.61%
30-40 51 20.82%
40-50 36 14.69%
50-60 25 10.20%
Over 60 8 3.27%
Job Tenure (Years) 0-5 127 51.84%
5-10 17 6.94%
10-15 32 13.06%
15-20 23 9.39%
20-25 18 7.35%
25-30 3 1.22%
Over 30 25 10.20%
Job Level Senior Management 2 0.82%
Middle Management 32 13.06%
Skilled Technical 122 49.80%
General Worker 89 36.33%

Table 1 indicates that most of the participants were between 20-30 years old (50.61%),
51.84% had O to 5 years working experience within this company and 49.80% of
participants are in the skilled technical occupational level.
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Measuring instruments
Job Satisfaction

The Job Satisfaction Survey (JSS) (Spector, 1997) was used in the study to assess the
nine facets of job satisfaction, namely: pay; promotion; supervision; fringe benefits;
contingent rewards; operating conditions, co-workers; nature of work; and communication.
The JSS scale consists of four items for each of the nine sub-scales mentioned, with a
total of 36 items. The JSS response format is a six-point Likert scale. Based on a sample
of 2870 participants, the internal consistency reliabilities (Cronbach coefficient alpha) were
established as follows: pay (a=0.75); promotion (0=0.73); supervision (a=0.82); fringe
benefits (0=0.73); contingent rewards (a=0.76); operating procedures (0=0.62); co-
workers (a=0.60); nature of work (a=0.78) and communication (a=0.71) (Spector 1985).

The JSS is freely available for non-commercial, educational and research purposes, on
condition that results are shared with the developer (Spector 1997).

Organisational Commitment

The revised version of the Three Component Model (TCM) Employee Commitment Survey
(Meyer, Allen & Smith, 1993) was used in this study to measure organisational
commitment. This survey consists of six items for each of the three dimensions of
organisational commitment, namely: affective commitment, continuance commitment and
normative commitment, with a total of 24 items. The TCM Employee Commitment Survey
response format is a seven-point Likert scale. The scale can be reduced to a five-point
scale, which works equally well (Meyer, Allen & Smith, 1993).

The seven-point Likert scale was reduced to a five-point scale for this study. With regard
to the internal consistency reliability of the TCM Employee Commitment Survey, the
following Cronbach’s alphas were reported: affective commitment (a=0.82); continuance
commitment (a=0.74) and normative commitment (a=0.83) (Meyer, Allen & Smith, 1993).

A free academic version of the TCM Employee Commitment Survey is available for
research purposes only.

This study focused on the relationship between job satisfaction and organisational
commitment, and due to the correlational nature of the study, the JSS and Organisational
Commitment scale were reduced to a five-point Likert-type scale, with 1 = strongly
disagree and 5 = strongly agree.

Statistical analysis

The raw data was captured onto an Excel spreadsheet and imported into SAS (2012) for
data analysis. The data was cleaned (missing values casewise deleted) and verified to
ensure that it was correct and useful. Descriptive statistics which included the mean,
standard deviation, range of scores, skewness and kurtosis were used to describe the
variables and to determine the distribution of the data.

Internal consistency reliability was measured using the Cronbach’s co-efficient alpha.
Internal consistency refers to the degree to which the items that make up the scale are all
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measuring the same underlying attribute (Tredoux & Durrheim, 2013). A Cronbach alpha
value between 0.6 and 0.8 is considered acceptable, and a value above 0.8 is considered
good in terms of reliability (Tredoux & Durrheim, 2013).

This particular study was based on the relationship between variables. Therefore,
inferential statistical analysis involved determining correlations using the Pearson
correlation co-efficient (r). Correlation analysis is used to describe the strength and
direction of the linear relationship between two variables (Tredoux & Durrheim, 2013). The
Pearson correlation co-efficient (r) can only take on values from -1 to 1. The sign in front
of the number (negative or positive) indicates whether there is a positive correlation (as
one variable increases, so does the other) or a negative correlation (when one variable
increases, the other decreases) (Tredoux & Durrheim, 2013). Therefore, r=1 denotes a
perfect positive correlation, where r=0, there is no correlation, and where r= -1, there is a
perfect negative correlation. In order to test the hypotheses, the probability value (p) is
calculated. If the p-value is less than or equal to 0.05, this represents significance at the
95% level, whereas a p-value less than or equal to 0.01 represents significance at the
99% level.

Participants in the study were divided into four groups according to their age (<30, 30-40,
40-50 and >50). As more than two groups were used, the analysis of variance (ANOVA)
was used instead of a t-test, which is used to test the difference between two groups.
Thereafter, a post hoc test was used to determine where the significant differences are
between and within the different age groups for the facets of job satisfaction and the
components of organisational commitment. Tukey’s Honestly Significant Difference test
(HSD), as a post hoc test, was administered to indicate where the exact differences are
found. This value is a number that acts as an indicator of distance between groups. The
post hoc test of Tukey was selected because it is the best for all-possible pairwise
comparisons when sample sizes are unequal or confidence intervals are needed, and it is
considered to be a very good method, even with equal samples sizes without a confidence
interval (Tredoux & Durrheim, 2013).

Statistical tests that require assumptions about parameters or their estimation are referred
to as parametric tests, whereas tests statistical tests that do not rely on parameter
estimation or distributional assumption are referred to as non-parametric tests (Tredoux &
Durrheim, 2013). In general, parametric tests and procedures have been developed more
than distribution-free tests and there is a much smaller range of procedures and much
less flexibility when using distribution-free procedures (Tredoux & Durrheim, 2013).

Parametric tests have shown to be fairly robust to violations of their assumptions, whereas
non-parametric tests are most useful with small datasets and when parametric
assumptions are severely violated (Tredoux & Durrheim, 2013). This study utilised
parametric methods based on the Central Limit Theorem which specifies the shape, mean,
and variance of the sampling distribution of the mean. The Central Limit Theorem states
that regardless of the shape of the population distribution, the sampling distribution of the
mean will be more or less normally distributed as long as the sample size is not too small
(Tredoux & Durrheim, 2013).

Results

Table 2 presents the descriptive statistics for the study based on the mean (M) and
standard deviation (SD) scores.
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Table 2: Descriptive statistics (N = 245)

Survey Variable Mean SD a

JSS Pay 2.81 0.86 0.69
Promotion 2.73 0.88 0.72
Supervision 3.94 0.67 0.77
Fringe benefits 2.50 0.78 0.70
Contingent rewards 2.98 0.80 0.67
Operating conditions 3.22 0.70 0.48
Co-workers 3.64 0.73 0.67
Nature of work 4,13 0.59 0.65
Communication 3.23 0.95 0.80

TCM Affective commitment 3.59 0.74 0.80
Continuance commitment 3.34 0.69 0.64
Normative commitment 3.31 0.89 0.85

From Table 2 it can be seen that participants had relatively high scores (strongly agree)
on the JSS variables of Nature of work (M=4.13; SD=0.59), Supervisor (M=3.94;
SD=0.67), Co-worker (M=3.64; SD=0.73), Communication (M=3.23; SD=0.95) and
Operating conditions (M=3.22; SD=0.70).

The participants scored lowest on the JSS variables of Contingent reward (M=2.98;
SD=0.80), Pay (M=2.81; SD=0.86), Promotion (M=2.73; SD=0.88) and Fringe benefits
(M=2.50; SD=0.78). As indicated in Table 2, participants also had relatively high scores
(strongly agree) on all the variables for the TCM Organisational Commitment Survey, the
highest being Affective commitment (M=3.59; SD=0.74), followed by Continuance
commitment (M=3.34; SD=0.69) and Normative commitment (M=3.31; SD=0.89).

Table 3 presents the inferential statistics based on the Pearson correlation co-efficient and
the practical effect size.

Table 3: Inferential statistics (N = 245)

Survey Variable Affective Effect Continuance Normative Effect
Commitment size Commitment Commitment size
JSS Pay 0.42%** ++ -0.04 0.48*** ++
Promotion 0.56*** +++ -0.18 0.54%** +++
Supervision 0.29%** + -0.03 0.28*** +
Fringe benefits 0.31%** ++ 0.05 0.35*** ++
Contingent 0.53*** +++ -0.14 0.54*** +++
rewards
Operating 0.37%** ++ -0.21 0.31%** ++
conditions
Co-workers 0.45*** ++ -0.12 0.46*** ++
Nature of work 0.56*** +++ -0.08 0.45*** ++
Communication 0.61*** +++ -0.19 0.58*** +++

***p<0.001* p<0.01*p<0.05 (two-tailed)

+++ r 2 0.50 (large practical effect size)

++r 2 0.30 < 0.49 (medium practical effect size)
+r < 0.29 (small practical effect size)

The Pearson correlation co-efficient was used to allow the researcher to identify the
direction and strength of the relationship between each of the variables. Cohen’s d
presents the mean difference between groups in terms of standard deviation units. Cohen
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(1988) provided the following guidelines to interpret the value of d when comparing
different groups:

v < 0.1 = trivial effect

v 0.1-0.3 =small effect

v 0.3 - 0.5 = moderate effect

v > 0.5 = large difference effect

From Table 3 it can be reported that a significant positive relationship (p<0.001; medium
to large practical effect sizes) was observed between all the variables of the JSS and the
affective commitment variable of the TCM Organisational Commitment Survey. The
supervision variable of the JSS had a small practical effect size (p<0.001; r<0.29) with the
affective commitment variable of organisational commitment.

Similarly, significant positive relationships were observed between all the JSS variables
and the normative commitment variable of the TCM Organisational Commitment Survey,
with the exception of the supervision variable (p<0.001; r<0.28). A negative relationship
exists between the JSS variables and the continuance commitment variable of the TCM
Organisational Commitment Survey (pay -0.04; promotion -0.18; supervision -0.03; fringe
benefits 0.05; contingent rewards -0.14; operating conditions -0.21; co-workers -0.12;
nature of work -0.08; communication -0.19).

The mean differences between the age groups for job satisfaction and organisational
commitment were analysed by means of analysis of variance (ANOVA). According to
Lyons and Kuron (2013), Baby Boomers are those born between the end of World War Il
(1945) and the early- to mid-1960s. Generation X are those born between the early- to
mid-1960s and the mid- to late 1980s. Generation Y are those born between the early
1980s and the late 1990s.

Traditionalists are those born prior to the end of World War Il (prior to 1945). Researchers
have typically adopted a four-generation categorisation (Lyons & Kuron, 2013). Pilcher
(1994) advised that ‘external units’ of time, such as decades, years and months are
replaced by ‘generation’ as a temporal unit in history.

As most individuals start a career at the age of 20 years and retire at the age of 60 years,
the participants were grouped as follows according to their age:

<30 years (born after 1985), (n=125)
30-40 years (1975-1986), (n=51)
40-50 years (1965-1976), (n=36)

>50 years (born prior to 1966), (n=33)

In linking the age groups to Lyons and Kuron’s (2013) generational classification, the
Under 30 years are the Generation Y, the 30-40 and 40-50 years are the Generation X,
and the over 50 year group are the Baby Boomers. Table 4 presents the mean differences
amongst the different age groups.
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Table 4 Mean differences amongst different age groups

Survey t Sum of df Mean F Sig
Squares Square
Pay Between 1.55 3 0.52 | 0.70 | 0.56
Groups 179.31 | 241 0.74
Within Groups 180.86 | 244
Total
Promotion Between 37.97 3 12.66 | 20.09 | 0.00
Groups 151.79 | 241 0.63
Within Groups 189.75 | 244
Total
Supervision Between 457 3 152 | 3.45 | 0.03
Groups 106.41 | 241 0.44
Within Groups 110.98 | 244
Total
Fringe benefits Between 2.46 3 0.82| 134 | 0.26
Groups 147.67 | 241 0.61
Within Groups 150.13 | 244
Total
Contingent Rewards Between 22.88 3 7.63 | 13.66 | 0.00
JSS Groups 134.59 | 241 0.56
Within Groups 157.47 | 244
Total
Operating Conditions Between 17.19 3 5.73 | 13.54 | 0.00
Groups 101.99 | 241 0.42
Within Groups 119.18 | 244
Total
Co-workers Between 16.61 3 5.54 | 11.64 | 0.00
Groups 114.64 | 241 0.48
Within Groups 131.24 | 244
Total
Nature of Work Between 9.59 3 3.20 | 10.12 | 0.00
Groups 76.11 | 241 0.32
Within Groups 85.70 | 244
Total
Communication Between 66.48 3 22.16 | 34.73 | 0.00
Groups 153.79 | 241 0.64
Within Groups 220.27 | 244
Total
Affective Commitment | Between 11.76 3 392 | 7.71 | 0.00
Groups 122.58 | 241 0.51
Within Groups 134.34 | 244
Total
Continuance Between 4.60 3 153 | 3.32 | 0.02
Commitment Groups 111.12 | 241 0.46
TCM Within Groups 115.72 | 244
Total
Normative Between 19.32 3 6.44 | 8.99 | 0.00
Commitment Groups 172.66 | 241 0.72
Within Groups 191.98 | 244
Total

Comparisons significant at the 95% confidence level (p<0.05)

Even though statistically significant differences at the p<0.05 level were reported in Table
5, the actual differences in terms of effect sizes were also calculated. Only statistically
significant differences with large effect sizes were reported and discussed. The Tukey’s
post hoc test indicated the exact age groups where the job satisfaction facets and
organisational commitment components differed significantly.
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From Table 4, a one-way between groups analysis of variance (ANOVA) indicated that
significant differences exist between job satisfaction facets and organisational
commitment components for different age groups. Significant differences were found
between the age groups on all the job satisfaction facets, except for the pay and fringe
benefits facets, where a non-significant difference was reported. The highest significant
differences were reported for communication F(3,241)=34.73, p<.05; promotion
F(3,241)=20.09, p<.05 and contingent rewards F(3,241)=13.66, p<.05. Significant
differences were also found for affective commitment F(3,241)=7.71, p<.05, continuance
commitment F(3,241)=3.32, p<.05 and normative commitment F(3,241)=8.99, p<.05.

In order to determine the specific differences between the age groups, Tukey’s Honestly
Significant Difference test (HSD) test was performed. The results as well as the effect size
in terms of Cohen’s d (practical significance) are reported in Table 5 for the facets of job
satisfaction and the components of organisational commitment.

Table 5: Tukey’s Honestly Significant Difference (HSD) test with Cohen’s d effect size

Surve | Facets Age group | Compariso Mean Std Lower | Upper | Cohen’s
y n Age differenc Erro | Boun Boun d
group e r d d
Promotion | <30;n=125 | 30-40;n=51; | 0.53* 0.13 | 0.19 0.85 d=0.65
M=3.09; M=2.57,; Large
SD=0.78 SD=0.88
<30;n=125 | 40-50;n=36; | 0.83* 0.15 | 0.44 1.21 d=1.07
: M=3.09; M=2.26; Large
SD=0.78 SD=0.77
<30;n=125 | >50;n=33; 0.98* 0.16 | 0.57 1.38 d=1.29
; M=3.09; M=2.11; Large
SD=0.78 SD=0.70
Contingen | <30;n=125 | 30-40;n=51; 0.61* 0.12 0.29 0.93 d=0.84
t rewards ; M=3.28; M=2.67; Large
SD=0.73 SD=0.73
<30;n=125 | 40-50;n=36; | 0.62* 0.14 | 0.25 0.99 d=0.80
; M=3.28; M=2.66; Large
SD=0.73 SD=0.92
<30;n=125 | >50;n=33; 0.61* 0.15 | 0.22 0.98 d=0.88
: M=3.28; M=2.67; Large
SD=0.73 SD=0.61
Operating <30;n=125 | 30-40;n=51; | 0.52* 0.11 | 0.24 0.80 d=0.82
conditions | ; M=3.48; M=2.96; Large
Jss SD=0.61 | SD=0.70
<30;n=125 | 40-50;n=36; | 0.46* 0.12 | 0.14 0.78 d=0.73
: M=3.48; M=3.02; Large
SD=0.61 SD=0.71
<30;n=125 | >50;n=33; 0.61** 0.13 | 0.28 0.94 d=0.99
; M=3.48; M=2.87; Large
SD=0.61 SD=0.65
Co- <30;n=125 | 30-40;n=51; | 0.49* 0.11 | 0.19 0.78 d=0.71
workers : M=3.90; M=3.41; Large
SD=0.71 SD=0.66
<30;n=125 | 40-50;n=36; | 0.52* 0.13 | 0.19 0.86 d=0.74
: M=3.90; M=3.36; Large
SD=0.71 SD=0.80
<30;n=125 | >50;n=33; 0.56* 0.13 | 0.22 0.91 d=0.85
; M=3.90; M=3.33; Large
SD=0.71 SD=0.51
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BY N2 ND

Surve | Facets Age group | Compariso Mean Std Lower | Upper | Cohen’s
y n Age differenc | Erro | Boun Boun | d
group e r d d
Nature of <30;n=125 | >50;n=33; 0.58* 0.11 0.29 0.86 d=1.05
work i M=4.30; | M=3.72; Large
SD=0.53 SD=0.65
30- >50;n=33; 0.34* 0.13 | 0.01 0.66 d=0.57
40;n=51; M=3.72; Large
M=4.06; SD=0.65
SD=0.58
Communi- | <30;n=125 | 30-40;n=51; | 0.70* 0.13 | 0.36 1.05 d=0.87
cation ;o M=3.71; | M=3.01; Large
SD=0.82 SD=0.80
<30;n=125 | 40-50;n=36; | 1.19* 0.15 | 0.80 1.58 d=1.44
;o M=3.71; | M=2.52; Large
SD=0.82 SD=0.88
<30;n=125 | >50;n=33; 1.20* 0.16 | 0.79 1.60 d=1.53
i M=3.71; | M=2.52; Large
SD=0.82 SD=0.61
30- 40-50;n=36; | 0.49* 0.17 | 0.04 0.94 d=0.59
40;n=51; M=2.52; Large
M=3.01; SD=0.88
SD=0.80
30- >50;n=33; 0.49* 0.18 | 0.03 0.10 d=0.68
40;n=51; M=2.52; Large
M=3.01; SD=0.61
SD=0.80
Affective <30;n=125 | 30-40;n=51; | 0.31* 0.11 | 0.00 0.66 d=0.45
commit- ;. M=3.80; | M=3.49; Moderat
ment SD=0.70 SD=0.67 e
<30;n=125 | 40-50;n=36; | 0.41* 0.13 | 0.06 0.76 d=0.57
;. M=3.80; | M=3.39; Large
SD=0.70 SD=0.78
<30;n=125 | >50;n=33; 0.57* 0.14 | 0.21 0.93 d=0.82
;. M=3.80; | M=3.22; Large
SD=0.70 SD=0.74
Conti- > 50;n=33; | <30;n=125; 0.40* 0.13 | 0.06 0.75 d=0.59
TCM nuance M=3.70; M=3.30; Large
Commit- SD=0.80 SD=0.65
ment
Normative | <30;n=125 | 30-40;n=51; 0.48* 0.14 0.12 0.85 d=0.58
commit- ;. M=3.57; | M=3.08; Large
ment SD=0.81 SD=0.93
<30;n=125 | >50;n=33; 0.75* 0.17 | 0.32 1.18 d=0.92
i M=3.57; | M=2.82; Large
SD=0.81 SD=0.88

*Significant at 95% confidence level (p<0.05)

The results in Table 5 indicated that the age group <30 years (M=3.09, SD=0.78) differed
significantly and with a large effect size from the group 30-40 years (M=2.57, SD=0.88), with a
mean score of M=0.53 (d=0.646) on the job satisfaction facet of promotion. Furthermore, the age
group <30 years (M=3.09, SD=0.78) differed significantly and with a large effect size from the age
group 40-50 years (M=2.26, SD=0.77), with a mean score difference of M=0.83 (d=1.074), as well
as from the age group >50 years (M=2.11, SD=0.70), with a mean score difference of M=0.98
(d=1.290) on the promotion facet of job satisfaction.
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The age group <30 years (M=3.28, SD=0.73) differed significantly and with a large effect size from
the group 30-40 years (M=2.67, SD=0.73), with a mean score difference of 0.61 (d=0.840) for the
contingent reward facet of job satisfaction. The age group <30 years (M=3.28, SD=0.73) also
differed significantly and with a large effect size from the group 40-50 years (M=2.66, SD=0.92),
with a mean score difference of 0.62 (d=0.804), as well as from the age group >50 years (M=2.67,
SD=0.61), with a mean score difference of 0.61 (d=0.868) on the contingent rewards facet of job
satisfaction.

For the operating conditions facet of job satisfaction, the age group <30 years (M=3.48, SD=0.61)
differed significantly and with a large effect size from the following age groups: 30-40 years
(M=2.96, SD=0.70), with a mean score difference of 0.52 (d=0.821), 40-50 years (M=3.02,
SD=0.71), with a mean score difference of 0.46 (d=0.731), and >50 years (M=2.87, SD=0.65), with
a mean score difference of 0.61 (d=0.993).

The age group <30 years (M=3.90, SD=0.71) differed significantly and with a large effect size from
the age group 30-40 years (M=3.41, SD=0.66), with a mean score difference of 0.49 (d=0.708) for
the job satisfaction facet of co-workers.

The age group <30 years (M=3.90, SD=0.71) also differed significantly and with a large effect size
from the age group 40-50 years (M=3.36, SD=0.80), with a mean score difference of 0.52
(d=0.744), as well as from the age group >50 years (M=3.33, SD=0.51), with a mean score
difference of 0.56 (d=0.851) for the job satisfaction facet of co-workers.

For the nature of work facet of job satisfaction, the age group <30 years (M=4.30, SD=0.53) differed
significantly and with a large effect size from the age group >50 years (M=3.72, SD=0.65), with a
mean score difference of 0.58 (d=1.048). The age group 30-40 years (M=4.06, SD=0.58) differed
significantly and with a large effect size from the age group >50 years (M=3.72, SD=0.65), with a
mean score difference of 0.34 (d=0.566) for the nature of work facet of job satisfaction.

The age group <30 years (M=3.71, SD=0.82) differed significantly and with a large effect size from
the following age groups for the communication facet of job satisfaction: 30-40 years (M=3.01,
SD=0.80), with a mean score difference of 0.70 (d=0.865); 40-50 years (M=2.52, SD=0.88), with a
mean score difference of 1.19 (d=1.437); and >50 years (M=2.52, SD=0.61), with a mean score
difference of 1.20 (d=1.532). The age group 30-40 years (M=3.01, SD=0.80) differed significantly
and with a large effect size from the age group 40-50 years (M=2.52, SD=0.88), with a mean score
difference of 0.49 (d=0.594). Furthermore, the age group 30-40 years (M=3.01, SD=0.80) differed
significantly and with a large effect size from the age group >50 years (M=2.52, SD=0.61), with a
mean score difference of 0.49 (d=0.678) for the communication facet of job satisfaction.

For the affective commitment component of organisational commitment, the age group <30 years
(M=3.80, SD=0.70) differed significantly and with a moderate effect size from the age group 30-40
years (M=3.49, SD=0.67), with a mean score difference of 0.31 (d=0.451). Significant differences
with a large effect size were reported for the age group <30 years (M=3.80, SD=0.70), compared
to the age group 30-40 (M=3.39, SD=0.78), with a mean score difference of 0.41 (d=0.574), as well
as for the age group >50 years (M=3.22, SD=0.74), with a mean score difference of 0.57 (d=0.824).

The age group >50 years (M=3.70, SD=0.80) differed significantly and with a large effect size from
the age group <30 years (M=3.30, SD=0.65), with a mean score difference of 0.40 (d=0.589) for
the continuance commitment component of organisational commitment.

For the normative commitment component of organisational commitment, the age group <30 years
(M=3.57, SD=0.81) differed significantly and with a large effect size from the age group 30-40 years
(M=3.57, SD=0.93), with a mean score difference of 0.48 (d=0.582). Furthermore, the age group
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<30 years (M=3.57, SD=0.81) differed significantly and with a large effect size from the age group
>50 years (M=2.82, SD=0.88), with a mean score difference of 0.75 (d=0.915).

To summarise the above results, statistically significant differences with large effect size were
found between specific age groups for the job satisfaction facets of promotion, contingent rewards,
operating conditions, co-workers, nature of work and communication. Statistically significant
differences with large effect size were found between specific age groups for the affective,
continuance and normative components of organisational commitment.

Discussion and Conclusions

The objective of this study was to determine how each of the facets of job satisfaction relates to
the affective, continuance and normative components of organisational commitment, as well as to
determine whether significant differences exist between age groups in terms of the job satisfaction
facets and organisational commitment components within the context of a South African airline.

From the correlational analysis, this study found that significant positive relationships exist between
the job satisfaction and affective and normative commitment variables, and that a negative
relationship exists between the job satisfaction and continuance commitment variable.

The positive associations observed between the job satisfaction variables and the affective
commitment variable, as shown in Table 3, suggest that employees who are satisfied with pay,
promotion, fringe benefits, contingent rewards, operating conditions, co-workers, nature of work
and communication seem to feel more emotionally attached to the organisation. These results are
in line with the findings reported by Lumley et al. (2011). Statistically significant positive
relationships with a large practical effect size were reported for communication, promotion, nature
of work, contingent rewards and the affective commitment variable. A statistically significant
positive relationship with a medium effect size was reported for co-workers, pay, operating
conditions and fringe benefits and the affective commitment variable.

A statistically significant positive relationship with a small practical effect size was reported for
supervision and the affective commitment variable. Therefore, in line with the findings of Tourani
and Rast (2012), managers should encourage open communication in the organisation, in order to
promote a working environment that encourages employees to raise their concerns, as well as to
share information with other employees, in order to promote an interconnected workforce and to
inspire job satisfaction among employees. Joao and Coetzee (2011) found a significantly strong
positive relationship between intra-organisational career mobility (promotion), extrinsic job
satisfaction and organisational commitment. This strong positive relationship highlighted the
importance of work situation factors such as pay, working conditions and advancement
opportunities for employees’ overall commitment.

Pay is considered to be an important factor in satisfying an employee’s needs (Singh & Loncar,
2010), and pay satisfaction is important to both employers and employees, as satisfaction with their
overall pay may have an impact on employees’ attitudes and behaviours. Nujjoo and Meyer (2012)
found that monetary rewards (which include fringe benefits) predict employees’ affective
commitment. Job satisfaction has been associated with various job characteristics, such as task
identity, skill variety, task significance, autonomy and task feedback (Morris & Venkatesh, 2010).
High levels of job satisfaction have been linked to a preference for autonomy, independence and
challenging work (Bontis, Richards & Serenko, 2011; Millan, Hessels, Thurik & Aguado, 2013).
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Affective commitment refers to the employee’s psychological or emotional connection to,
identification with and participation in the organisation (Meyer & Allen, 1991). Affectively committed
employees will retain their relationship with the organisation because they want to, and not because
they have to (Meyer & Allen, 1991). The proposed antecedents of affective commitment include
job challenge, role clarity, goal clarity, goal difficulty, management receptiveness, peer cohesion,
organisational dependability, equity in employment treatment, personal importance to the
organisation, feedback concerning work performance and participation in decisions regarding
employees own work (Allen & Meyer, 1990). The antecedents of affective commitment and the
facets of job satisfaction seem to be closely linked in terms of their theoretical definition.

The positive relationship observed between the job satisfaction and normative commitment
variables suggest that participants who are satisfied with pay, promotion, fringe benefits, contingent
rewards, operating conditions, co-workers, nature of work and communication seem to feel more
obliged to remain with the organisation due to social norms. These results are in line with the
findings reported by Lumley et al. (2011). Statistically significant positive relationships with a large
practical effect size were reported for communication, promotion, contingent rewards and the
normative commitment variable. A statistically significant positive relationship with a medium effect
size was reported for pay, co-workers, nature of work, fringe benefits, operating conditions and the
normative commitment variable.

Normative commitment can be explained as a sense of responsibility to continue employment with
a specific organisation (Meyer & Allen, 1997) because it is morally right to do so, regardless of how
much status enhancement or satisfaction the organisation has given the employee over the years.
The antecedents to normative commitment include cultural socialisation (normative pressure
exerted on an individual prior to entering the organisation), organisational socialisation (normative
pressure following entry into the organisation) and organisations providing rewards in advance or
incurring significant costs in providing employment (Wiener, 1982). Normative commitment has
been found to correlate strongly with affective commitment (Meyer & Parfyonova, 2010), as well as
having a co-varying relationship with affective commitment (Yucel, McMillan & Richard, 2014).
Similar to the affective commitment variable, the findings of this study indicate that all nine facets
of job satisfaction have a significant positive relationship with the normative commitment variable.

From the ANOVA analysis, the overall findings indicate that significant differences do exist for
specific age groups in relation to job satisfaction and organisational commitment.

The <30 year age group differed significantly and with a large effect size from the 30-40, 40-50 and
>50 year age groups for the following job satisfaction facets: promotion, contingent rewards, co-
workers and communication. The 30-40 year age group differed significantly and with large effect
size from the 40-50 and >50 year age groups for the communication facet of job satisfaction.
Significant differences were found between the 30-40 year and >50 year age groups for the nature
of work facet of job satisfaction. These findings in respect of generational differences for job
satisfaction are supported by those of Twenge (2010) and Kowske, Rasch and Wiley (2010).

The <30 year age group differed significantly and with a moderate effect size from the 30-40 year
age group for affective commitment, and significant differences with a large effect size were found
between the <30 year age group, 30-40 year age group and >50 year age group for affective
commitment and normative commitment. For continuance commitment, the only significant
difference was found between the <30 year age group and the >50 year age group. These findings
were supported by those of Ng and Feldman (2010), who conducted a meta-analysis and found
that, in general, older workers have more favourable job attitudes (and/or less unfavourable job
attitudes) compared to younger workers, and that age is significantly related to task-based, people-
based and organisation-based (which includes affective, continuance and normative commitment)
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attitudes. Keepnews, Brewer, Kovner and Shin (2010) also found that generational differences do
exist for organisational commitment.

The findings of the present study can be used to advise and guide the airline company in its strategy
development and planning, so as to enhance its employee commitment which impacts
organizational performance, service quality, overall effectiveness, and ultimately productivity and
profits.
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