
Cogent Business & Management
2024, VOL. 11, NO. 1, 2298225

Co-worker support and affective commitment during a global crisis: 
evidence from an emerging economy

Darke Isaac Delalia , Mensah Philip Owusua,b , Frank Asamoah Antwic  and Phyllis 
Swanzy-Kraha 
aDepartment of Human Resource and Organizational Development, Kwame Nkrumah University of Science and Technology, 
Kumasi, Ghana; bQuality Assurance and Academic Planning Unit, Akrokerri College of Education, Ghana; cDepartment of 
Work, Employment, and Organization, University of Strathclyde, Glasgow, UK

ABSTRACT
A pandemic causes several disruptions and difficulties in work processes and the lives 
of workers. Given that the agricultural -sector remains an integral sector to human 
existence and livelihood, it was important to examine ways of ensuring that employees 
in the agricultural sector remain satisfied and committed during the novel COVID-19 
pandemic. Underpinned by the Social Exchange Theory, this study sought to empirically 
examine the extent to which instrumental and emotional co-worker support affect 
employee affective commitment via job satisfaction. Primary data was obtained from 
250 employees of 8 agro-processing companies in Ghana. Structured self-administered 
questionnaires were utilised and SPSS v26 and AMOS v26 were used for the data 
analysis. The results showed that instrumental and emotional co-worker support were 
positively and significantly related to employee affective commitment. Job Satisfaction 
also mediated the relationships between instrumental and emotional co-worker support 
and affective commitment Drifting from previous studies which largely focused on 
employees’ affective commitment in service-based organizations, this study provides 
insights from the manufacturing sector. Additionally, in the context of the COVID-19 
pandemic, which significantly disrupted on-site job structures and interpersonal 
interactions, this study addresses how co-worker support in such circumstances affect 
employee job satisfaction and affective commitment.

Introduction

Countries, institutions, businesses, and individuals have been faced with several global crises. For exam-
ple, the 1997 and 2008 economic crises, the economic downturn, and others are linked with both polit-
ical and climatic concerns. Regardless, these crises have collectively had negative economic and 
environmental impacts on livelihoods, institutions, and countries at large. The COVID-19 pandemic 
adversely impacted organizations of varied types, especially, manufacturing firms. Post-covid, the need 
to engender committed employees is pertinent to limit the costs borne by firms due to the pandemic. 
Thus, firms are to ensure and maintain committed employees (Shahid & Azhar, 2013).

Considering that recent times are characterised by increased crises like the recent COVID-19 pan-
demic, employees’ commitment remains vital to firms’ survival and success. Uncommitted employees 
tend to bring several costs and burden to their employing institutions (Gasengayire & Ngatuni, 2019; 
Taderera & Al Balushi, 2018). Employee commitment is generally defined as ‘an employee’s sense of loy-
alty to and identification with the company and its goals, and involvement in the company’ 
(Aguiar-Quintana et  al., 2020). Usually cited as a key dimension of commitment (DiPietro et  al., 2020; 
Martini et  al., 2018), Affective Commitment is described as an employee’s emotional attachment to his 
or her company (Ampofo, 2020; Sobaih et  al., 2020).
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An employees’ commitment level is highly likely to be based on the support they receive from their 
institutions. Support has been generally theorised to emanate from several quarters, which include, but 
is not limited to; the institutions, stakeholders, leaders or supervisors and co-workers (Freudenreich et  al., 
2020; Pinna et  al., 2020; Zheng et  al., 2018). In this study, emphasis is placed on co-worker support. In 
accordance with established research, co-worker support is operationally defined as the perceptions held 
by employees regarding the degree to which their fellow colleagues offer both emotional and instru-
mental aid within the organizational context, as articulated by Ng and Sorensen (2008).

Existing studies on the relationship between co-worker support and employee commitment have 
largely shown a direct and significant relationship (Ahmad et  al., 2019; Torka & Schyns, 2010). However, 
research on co-worker support–affective commitment nexus remains inclusive because other factors that 
can facilitate the relationship have insufficiently been accounted for in the literature. One factor that has 
received limited attention is employee job satisfaction. This study therefore presents a novel attempt to 
examine the mediating role of job satisfaction on the relationship between co-worker support and affec-
tive commitment. In this regard, this study proposes job satisfaction as a significant mechanism which 
carries the positive effects from the two main dimensions of co-worker support (instrumental and emo-
tional) resulting in affective commitment.

Employees’ satisfaction with their jobs is a major concern both in theory and practice since it has 
several effects on organizational performance. Job satisfaction is generally regarded as the behaviours 
and feelings of employees resulting from their assessment of the jobs (Fritzsche & Parrish, 2005) they do 
and the extent to which they like their jobs (Spector, 2021). Shim et  al. (2002) defined job satisfaction 
as the degree to which an employee is satisfied with his/her job. Job satisfaction among the employees 
will vary based on the affective and cognition perception towards the job (Thompson & Phua, 2012). 
Over the past few decades, the focus of researchers on factors that influence employees from all fronts 
have increased. Hitherto, attention was primarily on factors that affect organizational performance or 
productivity (Chandrasekar, 2011; Habtoor, 2016; Mafini & Pooe, 2013). With the passage of time and the 
altering dynamics in organizations, it appears that businesses and researchers have become more con-
cerned with both work and non-work factors that affect employees. Besides, in both the long and short 
run, employees make up the organization (Lyons & Marler, 2011), hence focus on this regard is necessary. 
As a result, the issues of work-life balance, subjective well-being, and flexible work arrangements among 
others have become the mainstay of contemporary research (Vignoli et  al., 2020; Jackson & Fransman, 
2018). The well-being of employees has become a major concern in this post COVID-19 times (Asamoah 
Antwi et  al., 2023). According to the UN SDG, transforming the world in so many ways is a concern. Their 
main goal is ensuring that employees/individuals have sound mental health and well-being even in this 
post COVID-19 pandemic season. It is advanced that the emotions, attitudes, feelings, and behaviours 
(stemming from work and non-work life) has substantial effects on employees’ satisfaction and their 
performance (Kowalski & Loretto, 2017), which also goes a long way to affect organizations.

Our paper clouts on the Social Exchange Theory to provide a valuable explanation for the proposed 
relationships. Social Exchange Theory suggests an exchange relationship between an employee and the 
employer, where both parties have obligations to fulfill to each other (Cropanzano & Mitchell, 2005). The 
current study conceptualises affective commitment as an exchange relationship, since employees would 
likely build strong bonds with companies through the supportive relationship established amongst 
co-workers (Ampofo, 2020). When employees feel unfairly treated in the company or do not earn the 
needed support from their co-workers, they are likely to display displeasure and therefore emotionally 
detach themselves from the company (Schaufeli et  al., 2006).

This paper makes two relevant contributions. Firstly, even though the Social Exchange Theory has 
been widely used in the affective commitment literature, we extend the applicability of the Social 
Exchange Theory by utilising the theory to explicate how, affectively committed employees might behave 
in in the peak of crises (like the COVID-19 pandemic) given that employees are satisfied with their job 
and the support provided by their co-workers. How people perceive the extent of job satisfaction poten-
tially influences their behaviour in the workplace. Secondly, the study contributes to the co-worker 
support-affective commitment literature by examining the mediating effect of job satisfaction. Our study 
is an initial attempt to explain how job satisfaction might influence the co-worker support dimensions 
and affective commitment nexus. Earlier investigations have also shown that co-worker support is related 
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to affective commitment (Ahmad et  al., 2019; Torka & Schyns, 2010; Valaei & Rezaei, 2016). However, very 
limited attempts have been made to explain the process through which co-worker support influences 
affective commitment. Consequently, our study seeks to address the overarching question; how do spe-
cific components of co-worker support (instrumental and emotional) influence affective commitment 
through job satisfaction?

Theoretical foundation

Social exchange theory

This theory enjoys extensive applicability and utilisation across a diverse array of academic disciplines 
(Cropanzano & Mitchell, 2005). In the realm of social exchange theory, originally formulated by its pro-
genitor Blau (1964), it is defined as the intentional actions undertaken by individuals, motivated by the 
anticipated reciprocations they expect to receive and typically indeed receive from others (p. 91).

The theory has been conceptualised in many ways, however, they all converge on the virtue of reci-
procity (Akgunduz & Eryilmaz, 2018; Tang et  al., 2014). It is explained by Akgunduz and Eryilmaz (2018) 
that, the social exchange theory assumes that favors create future responsibilities rather than clearly 
defined ones, and that the nature of the reciprocated action cannot be bargained but left to the deci-
sion of the one who grants it.

The social exchange process commences, when an employee is treated in a favorable (positive) or 
unfavorable (negative) manner by another individual in an organization, such as a superior or co-worker 
(Eisenberger et  al., 2004). These initial attitudes or behaviors have been referred to as initiating actions 
by Cropanzano et  al. (2017). Behaviors such as being supportive to other employees and treating them 
with respect and fairness (Riggle et  al., 2009; Cropanzano & Rupp, 2008) can constitute positive initiating 
behaviors while bullying, workplace incivility and abusive leadership can be regarded as negative initiat-
ing behaviors (Tepper et  al., 2009; Lewis, 2004). Although it may occur that these initiating behaviors are 
not responded to or reciprocated in the same fashion (Gouldner, 1960), these behaviors are usually 
reacted to, which Cropanzano et  al. (2017) term as ‘reciprocating responses’.

Several perspectives have been provided in regard to the application of the social exchange theory 
in the work setting. According to Akgunduz and Eryilmaz (2018), employees may demonstrate positive 
behaviors within the organization if they are convinced that they are supported by their co-workers or 
superiors. Gao-Urhahn et  al. (2016) perceive that per the social exchange theory, as a worker’s affective 
commitment improves, they will be more likely to see organizational actions favorably, thereby satisfying 
their inducement/contribution ratio, which will subsequently impact their affective commitment in a pos-
itive feedback loop. According to the social exchange theory, when individuals show support to their 
colleagues at work, co-workers are likely to repay the positive behaviors shown towards them (Gouldner, 
1960). A case in point is that workers who have developed high-quality associations with other col-
leagues may be inclined to imbibe high levels of perceived job performance, well-being, and social sup-
port (Gooty & Yammarino, 2016; Eisenberger et  al., 2014). Applying this theory in the co-worker support 
domain, employees who perceive that they are receiving instrumental and emotional support from their 
fellow employees and the organization are likely to reciprocate these gestures by being affectively com-
mitted to the ideals of the organization and the duties they are expected to perform.

Literature review and hypotheses development

Co-worker support
Co-worker Support is generally defined as employees’ willingness and expression of same to help one 
another such as being empathetic, caring, friendly, appreciative, respectful, supportive and to work 
together and carry out work-related tasks (Attiq et  al., 2017; Arora & Kamalanabhan, 2013; Beehr & 
McGrath, 1992). Co-worker support is viewed as a valuable resource that develops employees’ psycho-
logical strength, competence level, facilitates frequent social interactions with colleagues and shapes 
their positive attitude to work (Rastogi, 2019). In a co-worker supportive workplace environment, workers 
help each other, leading to the feeling of loyalty and belongingness that fosters affective commitment 
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(Limpanitgul et  al., 2017). Co-workers create a workplace environment and affect employee attitudes at 
work and their well-being (De Clercq et  al., 2020). The phenomenon has been conceptualised to include 
two main dimensions - instrumental and emotional co-worker supports as defined by Ng and Sorensen 
(2008), co-worker support will be looked at in an emotional and instrumental co-worker Support lens 
(Shin et  al., 2020; Mathieu et  al., 2019; Xu et al., 2017).

Instrumental co-worker support

Largely described as a task-centered form of support, instrumental co-worker support is primarily defined 
as the provision of tangible support, such as providing guidance, physical materials and resources, or 
knowledge needed to perform certain tasks (Shin et al., 2020; Chou & Robert, 2008). Malecki and Demaray 
(2003) add that instrumental support encompasses activities such as spending time with an individual 
or providing people with money or other tangible materials as means of helping. Instrumental support 
is further divided into three sub-dimensions; work-related tangible support, work-related informative sup-
port, and non-work-related support (Chadwick & Collins, 2015; Scott et  al., 2014).

Work-related tangible support is described as a coworker or supervisor’s actual action in assisting 
other employees in conducting their work-related activities (Chadwick & Collins, 2015). Work-related 
informative support is described as the provision of knowledge that can be used to solve work-related 
problems (Wongboonsin et  al., 2018). Non-job-related support refers to a coworker’s or supervisor’s assis-
tance in assisting other workers in matters that are not related directly to work, such as assisting in 
childcare activities (Wongboonsin et  al., 2018).

Emotional co-worker support

Distinct from instrumental support, emotional co-worker support encompasses feelings of acceptance 
and acknowledgement and is displayed through showing love, care, trust, and empathy towards other 
workers (Mensah et  al., 2020). Extant literature has adduced some empirical support for the importance 
of emotional support in organisations. For example, it has been found that emotional co-worker support 
helps to promote unity among workers (Scheibe, 2019; Doerwald et  al., 2016) and reduce emotional 
stress emanating from both work and non-work pressure (Maner et  al., 2002).

Job satisfaction

Job satisfaction is one of the most researched topics in human resource management, mainly because a 
satisfied employee is a valuable resource to every organisation. The immense interest in this concept 
stems from its links to work outcomes like success, intention to leave, and turnover (Bateman, 2009). The 
term describes the psychological and physiological aspects of employees’ satisfaction with their job. Job 
satisfaction is linked to higher self-efficacy (Bong et  al., 2009), work commitment, occupational health 
(Gandhi et  al., 2014; Khamisa et  al., 2015), etc. In the view of Aziri (2011), absenteeism tends to be low 
when satisfaction is high and when satisfaction is low, absenteeism tends to be high.

Affective commitment

This phenomenon was originally defined by Allen and Meyer (1990) as an employee’s emotional attach-
ment to, identification with, and involvement with an organization. Overtime, it has been extended to 
include workers’ desire to remain with the organisation, go beyond their formally agreed obligations to 
their firms and belief in organisational values and norms (Delić et  al., 2017; Glazer & Kruse, 2008). 
Alternatively, a deficiency in employees’ affective commitment can significantly result in negative conse-
quences including low employee efficiency and high turnover intentions.

As elucidated by Ahmad et  al. (2016), the provision of both instrumental and emotional support by 
supervisors to employees is associated with an increased propensity for these employees to manifest 
constructive behaviors towards both their employer and their colleagues in the professional context. 
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According to Blau’s (1964) Social Exchange Theory, a strong expression of interest by managers and 
supervisors in their employees’ personal and professional development can instigate a reciprocal response 
from the employees. This in turn, fosters a positive working relationship and contributes to enhanced 
employee commitment to the organization. Employee commitment, a significant factor in employee 
retention, is further reinforced by the quality of the interaction between supervisors and subordinates 
(Eisenberger et  al., 1990). The sense of pride and belonging experienced by employees within an orga-
nization is correlated with elevated levels of affective commitment (Rousseau & Aubé, 2010). Relating 
Instrumental co-worker support (ICS) to affective commitment, Orgambídez and Almeida (2020) posit 
that when employees receive instrumental support, it energizes their work, enhances commitment, and 
focus on their roles, contributes to a stronger affective commitment, and fosters a greater sense of 
belonging to the organization.

In the context of emotional co-worker support (ECS) and its impact on employees’ affective commit-
ment, Rousseau and Aubé (2010) argue that support received from co-workers leads to emotionally sat-
isfying work experiences and fosters a lasting emotional attachment to the organization. This assertion 
aligns with the reciprocity principle, a central tenet of the Social Exchange Theory (Ahmed et  al., 2018; 
Shore et  al., 2009). Lee and Peccei (2007) further highlight that perceived organizational support, while 
crucial in fulfilling human needs for respect and support at work, is not always explicitly articulated. 
Satisfying emotional co-worker support, therefore, contributes to a stronger emotional bond with the 
organization as it becomes intrinsically associated with the employees’ perception of the organization.

Research has explored the differential impacts of instrumental and emotional support on employee 
happiness, with varying findings. This study aims to investigate whether co-worker support (emotional 
or instrumental) significantly related affective commitment. The accumulation of empirical evidence 
drawn from multiple studies, including those conducted by Valaei and Rezaei (2016), Rousseau and Aubé 
(2010), Hoeve et  al. (2018), Hoa et  al. (2020), Remijus et  al. (2019), Uddin (2023), as well as Mensah et  al. 
(2020), consistently indicates a robust and positive association between co-worker support and affective 
commitment.

From the perspective of the Social Exchange Theory, we argue that repeated social interactions 
through Co-worker Support can produce commitment that enhance the attachment between individuals 
and organizations, fostering a sense of gratitude and compassion toward themselves and others 
(Zoghbi-Manrique-de-Lara et  al., 2023). Based on these discussions, it is hypothesized in this study that.

H1a: Instrumental Co-worker Support is positively related to Affective Commitment.

H1b: Emotional Co-worker Support is positively related to Affective Commitment.

The mediating role of job satisfaction

The extensive review of prior studies conducted within the scope of this research unequivocally under-
scores the far-reaching impact of co-worker support on a multitude of both individual and organizational 
factors. A prominent outcome of co-worker support is job satisfaction. In the investigation on the rela-
tionship between co-worker support and job satisfaction, it has been consistently demonstrated that, the 
perception of support within organizations among employees has a substantial likelihood of yielding job 
satisfaction as well as various forms of commitment, including occupational and organizational commit-
ment (Rhoades & Eisenberger, 2002). This empirical finding has further received validation through the 
work of Riggle et  al. (2009), which substantiates the significant correlation between co-worker support 
and job satisfaction.

Turning our attention to the link between job satisfaction and affective commitment, it is crucial to 
note that affective commitment is distinct from normative and continuous commitments, garnering more 
extensive research attention. Affective commitment represents a form of emotional attachment that gen-
erates feelings of fulfillment and a deep sense of dedication to the organization (Bilgin & Demirer, 2012). 
Another pivotal aspect of employee disposition is job satisfaction. According to Budihardjo (2014), job 
satisfaction wields a substantial influence on affective commitment, serving as a motivating factor that 
propels employees to strive for greater achievements. Correspondingly, contented employees are inclined 
to shoulder additional responsibilities, actively endorse the organization’s objectives, and harbor strong 
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affective commitment. Therefore, job satisfaction is expected to maintain a positive and reinforcing asso-
ciation with the attitudes of fellow employees and their commitment to the organization (Ariani, 2012). 
Empirical evidence presented by Budihardjo (2014) substantiates a strong correlation between job satis-
faction and affective commitment. Consequently, this research contends that when employees receive 
both instrumental and emotional support from their colleagues, they are more likely to experience job 
satisfaction, leading to an enhanced level of affective commitment towards the organization. Based on 
the arguments put forward in this section, it is hypothesized that (Figure 1).

H2a: Job Satisfaction mediates the relationship between Instrumental Co-worker Support and Affective Commitment.

H2b: Job Satisfaction mediates the relationship between Emotional Co-worker Support and Affective Commitment.

Methods

Study context

In testing the proposed theoretical model, primary data was collected from full-time employees in some 
agro processing company’s employees in Ghana. We consider several reasons in choosing Ghana as the 
research background. Firstly, Ghana has successfully been enlisted as one of the agricultural hubs in the 
world for many years, primarily due to its place as the world’s second largest producer of cocoa. Also, 
the socioeconomic and environmental structure of the country offers a rich contextual background to 
examine the applicability of western market theories to developing market situations. Moreover, Ghana 
attained middle-income status in 2011 and the country’s GDP growth of 8.8% was judged the highest 
in Africa in 2019. The country is considered a beacon of democracy in sub-Saharan Africa since it has 
practiced an uninterrupted democracy since 1992. This has made the country a decent destination for 
Foreign Direct Investments (FDIs). Ernst and Young (2018) for example, listed Ghana as the largest recip-
ient of foreign direct investment in West Africa, the seventh largest in sub-Saharan Africa, while the IMF 
projected it among the fastest-growing economies in the world in terms of its GDP growth. Armed with 
this socioeconomic background, Ghana displays a rich context to investigate how agro processing com-
panies are reacting to the COVID-19 pandemic.

The COVID-19 pandemic has adversely affected every economy on the globe. When the transmission 
rate of the COVID-19 was increasing, the Ghanaian government took several measures to stop the spread 
of the virus and minimise the health, social, and economic impact of the pandemic. The measures 
included border closures, and lockdowns (UNWTO, 2020). Again, collaborating with the United Nations 
Development Programme and the World Bank, the Ghana Statistical Service undertook a COVID-19 
Business Tracker survey aimed at providing critical information to help the Government of Ghana and all 
stakeholders monitor the effects of the pandemic on businesses (GSS, 2020). The key findings of the 
survey include closures of several businesses, reduced wages, laying-off of employees, and substantial 
uncertainty in future sales and employment. The Ghanaian government has been implementing a com-
bination of fiscal and monetary policies to mitigate the impact of COVID-19 on businesses and the 
national economy. The key measures being implemented by the government include the establishment 
of a Coronavirus Alleviation Programme. Coronavirus Alleviation Programme includes a reduction in the 

Figure 1.  Conceptual framework.
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Bank of Ghana policy rate and a drop in regulatory reserve requirement from 10% to 8% to increase 
supply of credit to the private sector.

Given the size of the estimated revenue decline for SMEs, the Ghanaian government provided a stim-
ulus package of GHS 600 million to be shared among over 200,000 SMEs of which agro-processing 
industries were inclusive. In order to increase employee commitment in the heat of the pandemic, finan-
cial motivation was increased, rendering the already meagre stimulus package) (i.e. GHS3,000 per firm 
approx. $250) highly inadequate for agro-businesses. Inasmuch as pecuniary incentives are crucial for 
motivating employees, it is also imperative to ascertain other more enduring and sustainable sources of 
promoting employee commitment. This is crucial due to the limitations of financial incentives such as 
fixed budgets and improvement in employees’ needs, desires and expectations.

Data and sample

A quantitative approach with purposive sampling technique was used to gather empirical data from 
full-time employees of eight (8) Agro-processing firms in Ghana. A total of 250 employees were conve-
niently selected to participate in the survey. Data from the eight firms show a total employees’ size of 635. 
Based on this number, a sample size was estimated using the Slovin’s (1960) formula. Slovin’s formula is 
used to determine a representative sample from a given target population. The formula yielded an esti-
mated sample size of 245.41. However, a sample size of 250 was settled on to ensure that unretrieved or 
poorly answered questions are catered for. It is worthy to state that this sample size is above the esti-
mated sample size produced by the Slovin’s formula employed in estimating the sample size for the study.

Slovin’s Formula for Sample Determination is given as;

	 n N N e= + ( )



/ 1

2

	

Where;

•	 n = Number of samples =?
•	 N = Total population = 635
•	 e = Error of margin = 5% (0.05)n = 635/[1 + 635(0.05)2]

n = 245.41Chosen ‘n’= 250
In the formula above, ‘n’ represents the sample size, ‘N’ indicates the sample frame and ‘e’ is the error 

of margin (Utami & Harini, 2019).
The study employs both explanatory research design and descriptive surveys. Full-time employees of 

8 agro processing companies in Ghana constitute the unit of analysis. The primary tool utilized to gather 
data is questionnaires. Each participant received a sealed envelope including the questionnaire and a 
cover letter. We received completed questionnaires in sealed envelopes, because of the uneven and lop-
sided work schedules and shift arrangements that employees in agro-processing firms faced during the 
COVID-19 pandemic.

In utilizing a 3-month time lag approach in collecting the data, Common Method Bias effects 
were abridged (Podsakoff et  al., 2003). To keep track of returns and participants’ responses, codes 
were set for the three surveys. We assessed respondents’ demographics and perceptions on Co-worker 
Support in February 2022. In May 2022, we assessed respondents’ sentiments on job satisfaction. 
Finally, in August 2022, we assessed respondents’ thoughts on affective commitment. Three hundred 
and eighty-two (382) respondents (i.e. 89.9%) of the total study population, partook in time one. 
Time two had 425 completed and returned questionnaires out of 325 participants, or 76.5%. Finally, 
period three had 273 questionnaires completed and returned, or 64.2%, of the 425 participants. Due 
to insufficient discrepancies in responses, twenty-three questionnaires were discarded due to inade-
quate variation in responses. The final sample included 250 individuals. Additionally, of this number, 
74% making the majority were between 31-40 years, who are males, and legally married (Table 1).
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Instrumentalization

Measures were drawn from extant literature and modified to suit the study context. To ensure content 
validity, thirty (30) full-time employees of the health sector were randomly selected for pilot study. After 
responding to the questionnaires, participants were also provided comments on the areas in the ques-
tionnaire that were problematic or grammatical error identified, after which the researcher made the 
necessary corrections and revisions. In addition, the questionnaire was discussed with expert practitioners 
and academics before it was taken to the field for data collection. The items are measured on a 5-Point 
Likert scale spanning from Strongly Disagree-(1); Disagree-(2); Neutral-(3); Agree-(4), and Strongly Agree-
(5). Table 2 shows details.

Data analysis

Measurement model evaluation

To gauge the robustness of the measurement model, a comprehensive evaluation was conducted, encom-
passing confirmatory factor analysis, assessments of internal consistency (using both Cronbach’s alpha and 
composite reliability), an evaluation of convergent validity (utilizing average variance extracted) and an 
examination of discriminant validity (by calculating the Square Root of the Average Variance Extracted, AVE). 
These analyses were carried out using AMOS 23. The findings indicate that all Cronbach’s alpha and com-
posite reliability coefficients exceed the widely accepted threshold of 0.6, as recommended by Raharjanti 
et  al. (2022). Additionally, the results reveal that each measurement item displays factor loadings surpassing 
the prescribed 0.6 threshold on their respective constructs (Hair et  al., 2006). Although the AVEs of the two 
dimensions of co-worker support did not meet the 0.5 threshold, they were considered acceptable because 
their Composite Reliability (CR) coefficients exceeded 0.6 and are therefore close to the widely accepted 
threshold (Fornell & Larcker, 1981) Hence given that the item and construct reliabilities were appropriate, 
the model can be considered as empirically sound (Hair et  al., 2006; Fornell & Larcker, 1981).

Scholars generally agree that, to claim a good model fit, the division of the chi-square by the degree 
of freedom (χ2/df ) should be less than 5 for good convergent validity, the Global Fit Index (GFI) and 
Comparative Fit Index (CFI) should be 0.9 and above (Westland, 2019) and NNFI should .90 and above. 
According to Westland (2019), an appropriate RMSEA and SRMR should not be more than 0.08. Also, the 

Table 1. S ocio-demographic characteristics of respondents.
Variable Attribute Frequency Percentage

Gender Male 185 74.0
Female 65 26.0
Total 250 100

Age 20-30 years 99 39.6
31-40 years 103 41.2
41-50 years 43 17.2
51-60 years 5 2.0

Total 250 100
Job Position Manager 9 3.6

Supervisor 39 15.6
Regular employees 181 72.4

Other 21 8.4
Total 250 100

Work Experience (with study 
organization)

Less than 5 years 149 59.6

6-10 years 68 27.2
11-15 years 22 8.8
16-20 years 7 2.8

Over 21 years 4 1.6
Total 250 100

Educational Qualification PhD 6 2.4
Masters 57 22.8

Bachelors 128 51.2
HND/Diploma 53 21.2
Professional 6 2.4

Total 250 100
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p-value of the chi-square should be above 0.05 (Hair et  al., 2014). This is evident in Table 3. The model 
fit was enhanced after the CFA test flagged some items under each of the constructs for deletion and 
covariance. ECS3 was deleted to improve the model fit. Also, ICS5 was deleted. JSAT2 was deleted from 
the JSAT scale. In the case of AC, AC1, AC2, and AC5 were deleted to improve the model. The results of 
this test presented in Table 3, show good fit indices.

Correlation and discriminant validity

To determine preliminary relationships between the constructs in the study, Table 4 shows results for 
means, standard deviations, and correlations of the observed variables. ECS significantly and positively 
correlates with ICS and JSAT however, it had a significant but negative relationship with AC. ICS posi-
tively and significantly correlates with JSAT but has a negative and significant relationship with AC. 
Finally, JSAT correlates negatively but significantly with AC. This was also used to check multicollinearity. 
This suggests that all the correlation coefficient values are less than 0.8.

In the assessment of discriminant validity, a pivotal test was conducted by comparing the square 
roots of the individual AVEs with their corresponding correlation coefficients. As postulated by Fornell 
and Larcker (1981), the results, as presented along the diagonal of the correlation matrix (Table 4), con-
clusively demonstrate that the square roots of the AVEs markedly exceed the correlations found in the 
horizontal axis. This observation unequivocally confirms the met criterion for Discriminant Validity, ensur-
ing the distinctiveness of the measurement constructs.

Hypotheses Testing

Utilizing the Hayes PROCESS Macro 4.2, this study rigorously examined the four hypotheses that were 
formulated for investigation. The outcomes of these tests are comprehensively presented in Table 5. The 
first hypothesis (H1a) posited that a constructive and statistically significant relationship exists between 
emotional co-worker support and affective commitment, with the results indicating a β coefficient of 
.229 and a significance level (p) of less than 0.001. These results strongly support the contention that 
when employees actively demonstrate emotional support towards their colleagues within the workplace, 
it substantially enhances the likelihood of these employees developing a strong affective commitment to 
the organization.

Given the positive and statistically significant result of the relationship between instrumental co-worker 
support and affective commitment (β= .205, p < 0.005), it can be implied that, when employees are given 
instrumental support at work, there is a high tendency for employees to become affectively committed 
to the organization.

Table 2.  Measurement of variables.
Variables Items Adapted Source/Citation

ICS My co-workers help me when things get demanding. Settoon and Mossholder (2002)
My co-workers help me even when I don’t directly ask for help.
My co-workers assist me with heavy workloads.
My co-workers help me when I am running behind in my work.
My co-workers go out of their way to help me with work problems.

ECS My co-workers listen to me when I must get something off my chest. Settoon and Mossholder (2002)
My co-workers take time to listen to my concerns.
My co-workers take a personal interest in me.
My co-workers try to cheer me up when I am having a bad day.
My co-workers try to make me feel welcome in the work group.
My co-workers treat me as one of the team.

JSAT All in all, I am satisfied with my job Cammann et  al. (1979)
In general, I don’t like my job.
In general, I like working here

AC I would be very happy to spend the rest of my career with this organization. Ahmad et  al. (2018)
I really feel as if this organization’s problems are my own.
I do not feel like ‘part of the family’ at this organization
I do not feel ‘emotionally attached’ to this organization.
This organization has a great deal of personal meaning for me.
I do not feel a strong sense of belonging to this organization.
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Mediation analysis

In investigating the mediating role of job satisfaction in the relationship between emotional co-worker 
support and affective commitment, on one end, and between instrumental co-worker support and affec-
tive commitment on the other end, Hayes et  al. (2017) PROCESS Macro was employed. The strength of 
this widely used technique lies in its ability to bootstrap indirect effects, indicating robust statistical 

Table 3.  Confirmatory factors analysis.
Constructs Codes Items Loadings T-values CA CR AVE

ECS ECS1 My co-workers listen to 
me when I must get 
something off my 
chest

.62 Fixed .778 .784 .43

ECS2 My co-workers take 
time to listen to my 
concerns

.64 10.15

ECS4 My co-workers try to 
cheer me up when I 
am having a bad day

.61 9.66

ECS5 My co-workers try to 
make me feel 
welcome in the work 
group

.64 10.16

ECS6 My co-workers treat me 
as one of the team

.72 11.8

ICS ICS1 My co-workers help me 
when things get 
demanding

.68 Fixed .787 .791 .49

ICS2 My co-workers help me 
with difficult 
assignments, even 
when I don’t directly 
ask for help

.72 11.66

ICS3 My co-workers assist me 
with heavy 
workloads

.70 11.25

ICS4 My co-workers help me 
when I am running 
behind in my work.

.69 11.06

JSAT JSAT1 All in all, I am satisfied 
with my job

.66 Fixed .658 .665 .50

JSAT3 In general, I like 
working here

.75 9.87

AC AC3 I do not feel like ‘part 
of the family’ at this 
organization

.69 Fixed .761 .784 .55

AC4 I do not feel 
‘emotionally attached’ 
to this organization.

.68 10.47

AC6 I do not feel a strong 
sense of belonging 
to this organization

.79 12.34

Model Fit Indices
Chi-Square = 127.97; df = 71; X²/df = 1.80; P-value = 0.00; RMSEA = 0.055; GFI=.93; CFI=.94; SRMR=.05; NNFI=.93.

Table 4.  Correlation and discriminant validity.
Construct 1 2 3 4 5 6 7 8 9 Mean S.D

1 Age 1 1.8 .79
2 Gender −.05 1 1.5 .50
3 Job Position −.44** −.04 1 2.86 .60
4 Job Tenure .56** .08 −.55** 1 1.6 .88
5 Educational 

Level
−.16* −.09 .45** −.12 1 2.98 .80

6 ECS .04 −.14* .02 .02 −.08 .66 3.92 .78
7 ICS .07 −.04 .02 −.04 −.07 .46** .70 3.77 .84
8 JSAT .02 −.11 .01 .11 .07 .38** .29** .71 4.04 .82
9 AC .01 .12 −.18** −.01 −.04 −.22** −.19** −.34** .74 3.64 .95

Note(s): *p<.05; **p < 0.01. The square root of the AVEs is presented in bolds in the diagonals.
*ECS – Emotional Co-worker Support; *ICS – Instrumental Co-worker Support; *JSAT – Job Satisfaction; *AC – Affective Commitment
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power as compared to other mediation analytical processes such as the Sobel test. In using this proce-
dure, the number of bootstrap samples for percentile bootstrap confidence intervals was set at 5000 at 
95% level of confidence interval.

Per the conceptual model of this study, job satisfaction was tested as a mediator in the relationship 
between emotional co-worker support and affective commitment. The results in Table 5 indicate that job 
satisfaction mediates the relationship, given that the lower and upper confidence intervals (.029 and .136 
respectively) of the indirect relationship is significant, based on the premise that zero (0) does not lie 
within the range of values. This result suggests that emotional co-worker influences affective commitment 
more when it first, results in job satisfaction. That is, for employees to be affectively committed to their 
organization, the emotional support employees receive from their co-workers’ ought to result in employ-
ees becoming satisfied with their jobs. The third hypothesis of this study (H2a) is therefore supported.

Job satisfaction among employees enhances morals, performance, a positive attitude, and healthy 
relations among the employees (Mwesigwa et  al., 2020). Similarly, job satisfaction was tested as a medi-
ator in the relationship between instrumental co-worker support and affective commitment. The results 
on the indirect effect (ICS–>JS–>AC) compared to that of the direct effect (ICS–>AC) indicate that job 
satisfaction mediates the relationship between instrumental co-worker support and affective commit-
ment. This conclusion is based on the finding that the indirect path is significant given the lower and 
upper confidence intervals (LLCI= .03 and ULCI= .128) (Figure 2).

Discussion

This study focused on investigating the effect of co-worker support (instrumental and emotional) on 
affective commitment. The study further examined the indirect effect of job satisfaction. First, the study 
revealed that emotional co-worker support is positively and significantly related to affective commitment, 
providing support for H1a. This finding confirms similar views and discoveries made in extant literature 
by Bashir and Long (2015) and Ahmad et  al. (2016) who found a positive relationship between emotional 
co-worker support and affective commitment. Based on the theory of reciprocity, which is a major under-
pinning of the social exchange theory (Ahmed et  al., 2018; Shore et  al., 2009), it can be argued that in 
an organizational climate where emotional support among employees thrive, employees are able to have 

Table 5.  Results of hypotheses testing.
Direct Effects
Paths β S.E C.R P
ECS --> AC .229 .062 3.688 ***
ICS --> AC .205 .065 3.163 .002**
Indirect Effects
Paths β S.E LCI UCI
ECS --> JSAT --> AC .08 .027 .029 .136
ICS --> JSAT --> AC .075 .025 .03 .128

Note: *LCI-Lower Confidence Interval, *UCI-Upper Confidence Interval; *ECS-Emotional Co-worker Support; ICS-Instrumental Co-worker 
Support; AC-Affective Commitment; JSAT-Job Satisfaction.

Figure 2. S ummary of results.
Source: Authors Own Construct (2022)
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satisfying work experiences. This further results in developing strong emotional connection and loyalty 
to the organization (Rousseau & Aubé, 2010). Suffice to say, emotional co-worker support, which can be 
considered as a form of support given and enjoyed in the organizational setting (Lee & Peccei, 2007) 
helps workers in satisfying important human needs for respect and support. Premised on the social 
exchange theory, employees are motivated to be highly committed to the organization since it provides 
a source of well-being for the employee.

Similarly, instrumental co-worker support was found to be positively and strongly related to affective 
commitment, providing support for H1b. This finding is also confirmed in some previous studies that 
found a positive and significant relationship between instrumental co-worker support and affective com-
mitment (Khairuddin et  al., 2021; Limpanitgul et  al., 2014). Just as emotional co-worker support is equally 
important in making the workplace a happy place to work, previous study implies that instrumental 
support has the biggest impact on employee happiness (Israel et  al., 2002). Instrumental co-worker sup-
port can also come in the form of employees suggesting to their colleagues how best to go about 
solving a task (Xu et  al., 2018). When employees are assisted by their colleagues in dealing with 
work-related tasks, they can finish their tasks more effectively and move on to address others, with little 
strain and stress (Xu et  al., 2018). Among other benefits of instrumental co-worker support, it has been 
found to enhance employees’ commitment to their organization (Talukder, 2019; Zheng & Wu, 2018; 
Zagenczyk et  al., 2020).

Hypotheses 2a and 2b, which suggested that job satisfaction mediates the relationship between 
co-worker support (ECS and ICS) and affective commitment were supported respectively. These findings 
suggest that co-worker support (emotional and instrumental support), have the tendency to result in 
employees’ satisfaction with their jobs, which further enhances their loyalty and strong attachment to 
the organization. This process further goes on to emphasize the need for organizations to deliberately 
create enabling work environments to encourage co-worker support, as the outcomes of this are varied 
and crucial to the employee and the organization. Extant studies have established positive and strong 
connections between co-worker support and job satisfaction. Rhoades and Eisenberger (2002) argue that 
co-worker support in organizations has the likelihood to result in job satisfaction as well as employee 
commitment (occupational and organizational). Riggle et al. (2009) further confirms that the link between 
co-worker support and job satisfaction is substantial.

Diverging from the normative and continuous forms of commitment, affective commitment emanates 
from a deep well of sentimental attachment, instilling within individuals a profound sense of fulfilment 
and unwavering dedication to an organization (Bilgin & Demirer, 2012). The empirical findings derived 
from this study firmly substantiate the proposition that, when employees receive support from their 
colleagues, be it in the context of addressing emotional concerns or fulfilling work-related responsibili-
ties, it engenders strong emotional commitment to the organization.

Theoretical and managerial implications

Theoretical implication

From a theoretical point of view, this research advances scholarship on the applicability of the social 
exchange theory by using the theory to explain the nexus between co-worker support and affective 
commitment. The findings of the study imply that co-worker support, specifically instrumental and emo-
tional supports play crucial roles in enhancing and sustaining employees’ affective commitment. Thus, we 
encourage firms to create an environment that enables employees to provide instrumental and emo-
tional support for one another. Also, previous studies have assessed supervisor support and commitment 
(Ahmad et  al., 2016; Eisenberger et  al., 1990). However, very few studies have looked at support from the 
angle of co-workers (Orgambídez & Almeida, 2020), this study extends knowledge in this area of study 
by exploring the process or mechanism through which co-worker support-commitment links exist in the 
context of job satisfaction. The study revealed that employees are more satisfied with their jobs when 
they get instrumental and emotional support from their colleagues which in turn influence their com-
mitment to the organization.
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Practical implications

Based on the findings made in this research, the following suggestions are put forward to help man-
agement of Ghanaian agro-processing companies and other similar organizations. Management should 
prioritize organizing workshops and seminars that focus on enlightening employees on the need and 
benefits of sharing one another’s emotional and psychological issues. In the core values of firms, the 
need for employees to help each other emotionally should be stressed. In all these, there is the need 
to have counsellors in firms who will properly superintend the system of providing and creating a 
healthy atmosphere of emotional support. To improve instrumental support, it is recommended that 
most work tasks are done in teams and groups. Although this intervention is not likely to automatically 
enhance instrumental support, it is likely to provide an avenue for employees to build stronger friend-
ships in the work context as well as mutually beneficial work relationships. By this, the right environ-
ment will be created for employees to find it easy to help their colleagues with work related tasks, and 
even in emotional issues.

It was also revealed that job satisfaction fully mediates the relationships between co-worker support 
and affective commitment. In view of this finding, it is recommended that management of institutions 
deliberately and consciously create atmospheres of support and unity in the organization to increase the 
level of affective commitment. When this is ensured, employees’ job satisfaction will also be improved 
and its attendant outcomes such as low absenteeism, malingering, loafing and employee turnover inten-
tion will be reduced.

Conclusion

This research delves into how job satisfaction indirectly affects the relationship between co-worker support 
and employees’ affective commitment. This suggests that employees become emotionally attached to their 
organization when they are satisfied with support provided to them willingly by their co-workers on the 
job. The study draws on the social exchange theory and employs a quantitative research approach to 
gather data from employees in selected agro-processing firms in Ghana. The data obtained, with the aid 
of questionnaires, was analyzed using statistical tools such as SPSS (v. 26), AMOS, and the PROCESS Macro. 
The research findings highlight robust and positive relationships between co-worker support and employ-
ees’ affective commitment. This encompasses both emotional and instrumental support exchanged among 
colleagues, which contributes significantly to fostering strong commitment among employees towards 
their organizations. This underscores the paramount importance of cultivating supportive work environ-
ments, as they play a pivotal role in nurturing employees’ unwavering dedication to their organizations.

Furthermore, the research revealed that job satisfaction had an indirect influence on the relationship 
between co-worker support and affective commitment. In essence, when employees are emotionally and 
instrumentally supported by their colleagues, their satisfaction with their job augments. Ultimately, this 
enhances the commitment level of the employees. In conclusion, this study underscores the importance 
of co-worker support in going beyond merely influencing employees’ affective commitment. It also sub-
stantially enhances job satisfaction. The substantial advantages of fostering emotional and instrumental 
support among co-workers within organizations cannot be overstated, as it leads to increased job satis-
faction and stronger commitment among employees.

Limitations and suggestion for future research

Regardless of the theoretical and practical significance of this study, it was limited in two broad ways; 
firstly, the study employed a cross-sectional and case study approach. This limited the ability of this 
study’s findings to be generalized to extensively cover the state and interactions between co-worker 
support (instrumental and emotional), job satisfaction and affective commitment. This study was 
cross-sectional, although the results could have been enhanced with insights from narratives from par-
ticipants. It is therefore suggested that future studies consider mixed method research techniques.
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Secondly, this study was also limited in terms of further details on how co-worker support affects 
affective commitment and job satisfaction. Narrations from participants based on their personal experi-
ences would have added more information to the statistics, hence, providing a comprehensive appreci-
ation of the constructs. To comprehensively examine the process through which co-worker support 
affects employee commitment, it would also be beneficial to extend the analysis of the Co-worker 
Support, job satisfaction and affective commitment relationship in two broad ways. First, is by expound-
ing the number of mediators examined in this study’s model to allow for a more systematic analysis of 
social exchange and socio-emotional explanations in this relationship. For instance, future studies should 
consider the mediating role of factors such as ethical trustworthiness in peers (Lleo et  al., 2023) and their 
compassion (Zoghbi-Manrique-de-Lara et  al., 2023). These qualities in peers are pertinent because, the 
display of compassion among workers can foster OCBs such as instrumental and emotional supports. 
Alternatively, the analytical model can be extended to include an extensive range of significant employee 
perceptions, orientations and organizational factors that may significantly moderate these relationships.

Finally, given that employees are likely to repose more trust in their supervisors and peers when they 
feel supported from by these entities, future research can test the sequential serial mediation roles of 
ethical trustworthiness and job satisfaction.
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