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Abstract

To answer the call for more cross-cultural research, this study analyzed the efficacy and
work attitudes of employee samples from the U.S. and Southeast Asia (Indonesia, Malay-
sia, and Thailand). The results showed that across these two samples, general efficacy
had a significant positive relationship with organizational commitment and a significant
negative relationship with intention to turnover. Further analysis also indicated that job
satisfaction mediated the relationship between general efficacy and organizational com-
mitment and intention to quit in the U.S. sample. The relationship between general ef-
ficacy and organizational commitment was stronger in the U.S. than in the three com-
bined countries sampled in Southeast Asia.

Over the years, considerable research, summarized in meta-analytic reviews, have
clearly demonstrated that a significant relationship exists between various psycholog-
ical capacities, such as Big Five personality traits (Barrick & Mount, 1991), self-evalua-
tion traits (Judge & Bono, 2001), specific self-efficacy (Stajkovic & Luthans, 1998a), and
desirable employee work attitudes and performance. But for a few exceptions (e.g., Born
& Iwawaki, 1997; Markus & Kitayama, 1991), this relationship has not been tested to see
if it generalizes across cultures. In addition, neither the complexity nor theoretical rich-
ness of the relationship has been tested for possible mediators. Thus, the two-fold pur-
pose of this study was to begin to fill these gaps by first examining whether U.S. and
Southeast Asian employees’ job satisfaction mediated the relationship between general
self-efficacy and work attitudes (organizational commitment and turnover intention).
Secondly, we examined whether the relationship between general self-efficacy and em-
ployee attitudes/outcomes, in terms of organizational commitment and turnover inten-
tions, differs between U.S. and Southeast Asian samples.
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1. Theoretical foundation and hypotheses

The theoretical foundation for self-efficacy is closely associated with
the extensive work of Albert Bandura (1997). His conception of self-ef-
ficacy represents a person’s belief and confidence in his or her own ca-
pability to perform a specific task in a specific context. This self-effi-
cacy influences a person’s choice of activities, avoiding tasks judged too
difficult or impossible, and embracing activities deemed manageable.
Taken to the workplace, Stajkovic and Luthans (1998b: 66) defined self-
efficacy as “an individual’s conviction (or confidence) about his or her
abilities to mobilize the motivation, cognitive resources, and courses of
action needed to successfully execute a specific task within a given con-
text”. Bandura (1997) and others have demonstrated a significant pos-
itive relationship between this specific self-efficacy and various moti-
vational, affective, and behavioral outcomes in clinical (e.g., Bandura,
Adams, Hardy, & Howells, 1980; Locke, Frederick, Lee, & Bobko, 1984),
educational (e.g., Lent, Brown, & Larkin, 1984; Schunk, 1995), and or-
ganizational settings (e.g., Bandura, 1997 and Bandura, 2000; Wood &
Bandura, 1989). Stajkovic and Luthans (1998a) in a meta-analysis of 114
studies found a strong (.38) relationship between specific self-efficacy
and work-related performance outcomes.

Theory-building and research on self-efficacy has been primarily con-
textually specific. Some organizational behavior researchers, however,
have conceptualized and have provided research for a generalized sense of
self-efficacy (Eden & Zuk, 1995; Judge & Bono, 2001; Judge, Erez, Bono, &
Thoresen, 2003; Sherer et al., 1982). An argument for general self-efficacy
is based on an individual’s past experience with success or failure that re-
sults in a general set of expectations that will affect his or her expectations
of success across a broad array of new and specific challenges/situations.

Eden and Zuk (1995: 629) defined general efficacy as “a generalized trait
consisting of one’s overall estimate of one’s ability to effect requisite per-
formances in achievement situations”. For example, Sherer et al. (1982)
indicated that individuals with historical and continuous successes in var-
ious situations are more likely to have a positive general self-efficacy in
a greater variety of situations than those people with less successful ex-
periences. General self-efficacy represents a global sense of confidence in
one’s coping ability across a wide range of demanding or difficult situa-
tions and reflects a broad and stable confidence in dealing effectively with
rather stressful situations (Judge & Bono, 2001).
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There are only a few studies that have examined the influence of general
self-efficacy on employee work attitudes (e.g., Judge et al., 2003). In par-
ticular, Judge and Bono (2001) indicated that general efficacy, a person’s
belief he/she can conduct a task across different situations and contexts,
is a major contributor to a positive core evaluation trait. General self-ef-
ficacy influences a person’s choice of action, level of effort, perseverance
and resilience in the face of difficulties and obstacles, adversity, failures
and the characteristics of individual thoughts, which could be self-hinder-
ing or self-aiding (Judge et al., 2003; Wood & Bandura, 1989).

Sherer et al. (1982) indicated that general self-efficacy is made up of
three components—initiative, effort and persistence. These components
help determine how much effort people will expend on an activity, how
long they will persevere when confronting obstacles, and how resilient
they will be in the face of adverse situations. Although Bandura (1997: 42)
argues the prevailing conceptual view that an “efficacy belief is not a de-
contextualized trait”, there is nevertheless increasing evidence of a strong
positive relationship between specific self-efficacy and the more trait-like
general efficacy (Judge et al., 2003; Leganger, Kraft, & Roysamb, 2000;
Wang, 2000).

1.1. Impact of general self-efficacy on employee attitudes

General self-efficacy (Eden & Zuk, 1995; Judge & Bono, 2001) has been
shown to have a positive relationship with work-related performance. For
example, in a meta-analysis, Judge and Bono (2001) found a .23 relation-
ship between general self-efficacy and job performance. General efficacy
is also expected to be related to job satisfaction and turnover because of
the significant positive relationship reported between job satisfaction and
performance (Harter, Schmidt, & Hayes, 2002; Judge, Thoresen, Bono, &
Patton, 2001). For example, in a meta-analysiss of 312 samples, Judge et
al. (2001) found the mean true correlation to be .30.

Judge and Bono (2001) and Herold (2000) have argued that general self-
efficacy would affect job satisfaction through its association with practi-
cal success on the job. Individuals with high self-efficacy deal more ef-
fectively with difficulties and persist in the face of failure and obstacles
(Gist & Mitchell, 1992). Moreover, such individuals are more likely to at-
tain valued outcomes through persistence and thus derive intrinsic sat-
isfaction from their jobs. It then follows that those with higher general
self-efficacy are more likely to be satisfied with their job. This was shown
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in the Judge and Bono (2001) meta-analysis that reported a .45 relation-
ship between generalized self-efficacy and job satisfaction. Other studies
have shown that efficacy is positively related to organizational commit-
ment (Werbel, Landau, & DeCarlo, 1996) and overcoming burnout (Cordes
& Dougherty, 1993).

1.2. Mediating role of job satisfaction

A major purpose of this study is to examine whether job satisfaction
mediates the relationship between employees’ general self-efficacy and
their work attitudes across cultures. This research question recognizes
the theoretical complexity and richness of the relationship between gen-
eral-efficacy and employee attitudes. We argue that people with higher
general self-efficacy are more likely to be satisfied with their job because
they understand their job is making a significant and meaningful contri-
bution to their organization and to their own success. Therefore, those
with high efficacy and job satisfaction are more likely to be committed to
the organization and have a lower intention to turnover.

Considerable theory and research strongly supports a negative rela-
tionship between job satisfaction and turnover intentions (Cote & Mor-
gan, 2002). In general, employees with high job satisfaction are more
likely to enjoy their current position and stay in the same organization.
On the other hand, those with low job satisfaction are more likely to
search for opportunities to leave their present organization. We would
expect to find a negative relationship between an employee’s level of job
satisfaction and his/her intention to quit.

Based on the above background and shown in our proposed concep-
tual model in Fig. 1, the following hypotheses were developed for this
study:

Hypothesis 1.
The positive relationship between general self-efficacy and organiza-
tional commitment is mediated by job satisfaction.

Hypothesis 2.
The negative relationship between general self-efficacy and turnover
intention is mediated by job satisfaction.
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Fig. 1. General self-efficacy and work attitudes: mediating role of job satisfaction and
moderating role of the individualism-collectivism cultural dimension.

1.3. Moderating role of the cultural dimension of individualism/
collectivism

The cultural dimension of individualism/collectivism is recognized to
be a major dimension to differentiate between East and West (Hofstede,
1980, Hofstede, 2001 and Hofstede, 2003). There is considerable support
that collectivism/individualism is an effective way to analyze cultures. It
has been found to be a coherent, integrated, and empirically testable di-
mension of cultures (Chiu & Kosinski, 1999). Hofstede, 1980, Hofstede,
2001 and Hofstede, 2003 argued that individualistic societies are charac-
terized by person-centered conscientiousness, autonomy and initiative. He
found the United States to be ranked highest on individualism, whereas
Southeast Asian countries such as Indonesia, Malaysia, and Thailand have
been found to be low on individualism and therefore high on group-cen-
tered collectivism (Hofstede, 1980, Hofstede, 2001 and Hofstede, 2003).

Chan, Gelfand, Triandis, and Tzeng (1996) pointed out that, in collectiv-
ist societies, especially Southeast Asia, individuals adhere to basic Confu-
cianism and believe common interests and social harmony are more im-
portant than individual interests and enjoyment. At the individual level,



LUTHANS, ZHU, & AVOLIO IN JOURNAL OF WORLD BUSINESS 41 (2006) 6

people in the collective societies are more socio-centric and have an in-
terdependent view of the self (Markus & Kitayama, 1991). It is suggested
that collectivists are more inclined to respond to situations and restraint
of their own intentions for the greater welfare of the group.

Individualistic societies, on the other hand, are egocentric, autonomous,
separate, self-contained and independent (Markus & Kitayama, 1991).
Bond (1991) also posited that people in individualistic societies empha-
size the positive, exciting, and fulfilling aspects of life. They hold on to
notions that match their personal beliefs and values at work. Trandis et
al. (1986) pointed out that individualistic cultures are more likely to con-
sider themselves as independent members of a group. Therefore, it is ex-
pected that the individual difference construct of self-efficacy would play
a more important role in determining individuals’ work attitudes, such
as organizational commitment and turnover intention. More specifically,
it would seem to follow that the impact of general self-efficacy on organi-
zational commitment and turnover intention is stronger in individualistic
societies than in collectivistic societies. This is because people in collec-
tivistic societies are more likely to be influenced by group values and be-
liefs while people in individualistic cultures tend to make decisions based
more on their own thinking and mindsets.

Based on the above background, the following hypotheses were devel-
oped for the study.

Hypothesis 3.

The positive relationship between general self-efficacy and organiza-
tional commitment is stronger among more individualistic U.S. employ-
ees than among more collectivist Southeast Asian employees.

Hypothesis 4.

The negative relationship between general self-efficacy and turnover in-
tention is stronger among more individualistic U.S. employees than among
more collectivist Southeast Asian employees.

2. Methods

The sample for this study was drawn from a wide variety of organiza-
tions in the U.S. and Southeast Asia. Among the 888 respondents, 753 were
from U.S., and 67 from Indonesia, 17 from Malaysia, and 51 from Thai-
land. Although there are obviously many cultural differences among these
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Southeast Asian countries, using the Hofstede, 1980 and Hofstede, 2001,
Trompenaars (1994), and Ronen and Shenkar (1985) cultural guidelines
on the individualism-collectivism dimension for clustering countries, we
combined respondents from Indonesia, Malaysia, and Thailand into one
Southeast Asian sample. For example, on Hofstede’s (2001, p. 215) indi-
vidualism index, for 50 countries Malaysia ranked 36th, Thailand tied for
39-41, and Indonesia tied for 47-48.

Besides this similarity on the individualism-collectivism cultural dimen-
sion, we also conducted one-way ANOVA analysis and found that there was
no statistical difference in the general self-efficacy among the respondents
from these three Southeast Asian countries. Furthermore, we did not find
any significant difference in industry type, years of education, and gen-
der among these three Asiain countries. This analysis provides support
for our aggregating the data from these three Southeastern Asian coun-
tries. In terms of handling missing data, we used the mean substitution
method. This method was used because the total number of missing cases
was fewer than 5% and the listwise-deletion method has been shown to
generate biased results (Noh, Kwak, & Han, 2004).

For those from the U.S., as to the type of ownership, 47.2% came from
private firms and 52.8% were from public firms. The U.S. demographic
profile indicated that 35.4% were managers, 42.5% were female, and
70.2% had a college degree. For those from Southeast Asia, as to the type
of ownership, 45.4% were from private firms and 54.6% were from pub-
lic organizations. The demographic profile for the Southeast Asian respon-
dents indicated that 32.4% were managers, 37.42% were female, and
75.2% had a college degree. In other words, the demographics between
the U.S. sample and the Southeast Asian sample were similar.

2.1. Measures

To minimize the language and cultural differences on the widely used
standardized questionnaires as much as possible, Earley’s (1994) guide-
lines for re-translation/back translation were used. For each of the South-
east Asians sampled, a bilingual native speaker from each country (Indo-
nesia, Malaysia, and Thailand) translated the English questionnaires into
their language. Then this translated questionnaire was re-translated back
to English by another bilingual expert. The original and the re-translated
versions of the general self-efficacy, job satisfaction, turnover intention,
and organizational commitment questionnaires were then carefully com-
pared and any discrepancies were reconciled.
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2.1.1. General self-efficacy

The general self-efficacy scale was drawn from Sherer et al. (1982).
There are 17 items in this scale. Respondents used a 14-point Likert scale (1
“strongly disagree” to 14 “strongly agree”) to indicate their level of agree-
ment with these items. Sample items include: “When I make plans, I am
certain I can make them work” and “If I can not do a job the first time, I
keep trying until I can”. Item ratings were averaged to form overall scores
for individuals’ general self-efficacy. The Cronbach alpha was .83 for the
U.S. sample and .78 for the Southeast Asian sample.

2.1.2. Job satisfaction

The job satisfaction scale was drawn from Hackman and Oldham
(1980). Three items were used. Respondents used a 7-point Likert scale
(1“strongly disagree” to 7 “strongly agree”) to indicate their level of agree-
ment with these items. Items included: “Generally speaking, I am very
satisfied with my job”, “I am generally satisfied with the feeling of worth-
while accomplishment I get from doing this job”, and “I am generally sat-
isfied with the kind of work I do in this job”. We averaged item ratings to
form overall scores for the respondent’s job satisfaction. The Cronbach al-
pha was .90 for the U.S. sample and .86 for the Southeast Asian sample.
2.1.3. Turnover intention

The turnover intention scale was drawn from Hom, Griffeth, and Sellaro
(1984). Three items were used. Respondents used a 7-point Likert scale (1
“strongly disagree” to 7 “strongly agree”) to indicate their level of agree-
ment. Items included: “I am planning to search for a new job outside this
organization during the next 12 months”, “I often think about quitting this
job”, and “If I have my own way, I will be working for some other orga-
nization one year from now”. Iltem ratings were averaged to form overall
scores for the respondent’s turnover intention. The Cronbach alpha was
.79 for the U.S. sample and .95 for the Southeast Asian sample.

2.1.4. Organizational commitment

Level of organizational commitment was measured by Mowday, Por-
ter, and Steers’ (1982) 15-item scale. This scale measures three basic com-
ponents of organizational commitment: identification, involvement, and
loyalty. Sample items included: “I am quite proud to be able to tell peo-
ple that I am part of this organization”; “I find that my values and the or-
ganization’s values are very similar”; and “I really care about the fate of
this organization”. Ratings were completed on a 5-point Likert scale. The
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ratings of all 15 items were averaged to form a single index of organiza-
tional commitment. The Cronbach alpha was .89 for the U.S. sample and
.81 for the Southeast Asian sample.

2.2. Control variables

Six control variables were used to account for a variety of demograph-
ical and contextual factors that might affect the relationship between the
independent variable (general self-efficacy) and the dependent work at-
titude variables (job satisfaction, organizational commitment, and turn-
over intentions). They were: (1) months of work experience, (2) months
of experience in the present organization, (3) months of experience in the
current position, (4) age, (5) gender, and (6) years of education.

2.3. Common source/rater effects

To analyze the potential of a common source/rater effect, we pursued
two strategies. First, we used Harman’s one factor test (Podsakoff, MacK-
enzie, Lee, & Podsakoff, 2003) to examine the extent to which a common
or single method factor existed that would account for the variance in our
findings. The premise of this strategy is that either (a) a single factor will
emerge from exploratory analysis or (b) one general factor will explain
most of the variance among all scales (Podsakoff et al., 2003). We did an
exploratory factor analysis by entering all the scales used in this study and
nine factors emerged. The general factor explained 22.56% of the total
variance, which does not provide support for a common method/source
bias explanation for the results of this study.

For the second strategy, as suggested by Podsakoff et al. (2003), we de-
liberately included in our survey a scale that was not compatible with the
theoretical framework of our study and thus not expected to relate to the
outcomes. This 16-item outside scale was tolerance for ambiguity (Bud-
ner, 1962) with sample questions such as: “What we are used to is always
preferable to what is unfamiliar?” and “Many of our most important deci-
sions are based on insufficient information”. The Cronbach alpha was .71
for the U.S. sample and .70 for the Southeast Asian sample.

We included the tolerance for ambiguity scale in order to test for dis-
criminant validity in a manner similar to the method proposed by Lindell
and Whitney (2001). Our study focused on four core constructs: general
self-efficacy, job satisfaction, organizational commitment, and turnover
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intention. A fifth construct, outside our theoretical framework, was tol-
erance for ambiguity. The data from this scale was regressed on the vari-
ous independent, mediating and dependent variables as shown in Fig. 1. If
there was evidence of common method and source/rater bias effects, the
coefficients involving tolerance for ambiguity as well as those involving
general self-efficacy should be similarly affected (Podsakoff et al., 2003).

We did find the coefficients for general self-efficacy and its relation-
ship to the dependent outcome variables were significant, but none of
the corresponding coefficients when using the outside scale of tolerance
for ambiguity were significantly related to the various outcome mea-
sures. Specifically, the coefficients between tolerance for ambiguity and
organizational commitment were: U.S.: f = .03, p > .10; Southeast Asia:
B = —.14, p > .05; turnover intention: U.S.: f = .01, p > .10; Southeast Asia:
B = —.12, p > .05; and job satisfaction: U.S.: f = .06, p > .05; Southeast
Asia: f = —.14, p > .05. Therefore, the results of both of these strategies in-
dicate that common method and source/rater effects do not seem to have
an impact on the pattern of results reported in this study.

3. Results

Table 1 provides descriptive statistics and correlations for all study vari-
ables. General self-efficacy was significantly and positively related to job
satisfaction in the U.S. sample (§ = .32, p < .01), but was not significantly
related in the Southeast Asia sample (3 = .15, p < .10). General self-effi-
cacy was positively related to organizational commitment (U.S.: 5 = .24,
p < .01; Southeast Asia: § = .26, p < .01), and negatively related to turn-
over intentions (U.S.: § = —.17; p < .01; Southeast Asia: 8 = —.26, p < .01).
Of the control variables, general self-efficacy had no relationship with any
of the demographic or contextual variables.

We used hierarchical regression models to examine the hypothesized di-
rect effects and generated a series of successive models to determine the
added value of each step. A separate series of regression models was gen-
erated to examine the relationship of general self-efficacy with job satis-
faction and turnover intention.

Before interpreting the full-sample equation, we examined the data
for any possible violations of assumptions for conducting ordinary least
squares (OLS) regression. The result indicated that all of the assumptions,
i.e., normality of distribution and homogeneity of variance, were not vio-
lated. Control variables, including months of work experience, months of
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Table 1. Descriptive statistics and correlations for study variables (U.S. Sample, N = 753; Southeast Asian, N = 135)

Variable Mean S.D. 1 2 3 4 5 6 7 8 9 10

1. Months of total working experience 131.61 (124.43) 92.35(45.63) 1.00 .567 .11 .83 .16 -.05 -.02 .09 -.05 .04
2. Months of experience in this organization 57.99 (67.98) 56.10 (41.99) .55" 1.00 .05 47" .07 17 .01 .01 -.01 .01
3. Months of experience in present position  32.65 (30.23) 36.25(16.46) .41 .64 100 .14 19" -12 .06 24" .05 .11
4. Age 34.33(34.83) 8.47(4.59) 82" 50" 377 100 a8 .09 -13 .10 -.04 -.04
5. Gender .57 (.63) .49 (.49) 07" .04 .01 .10 100 .02 .09 417 .05 .09
6. Years of education 16.38 (17.05)  1.80 (1.36) -.09" -04 =-.07 =-.05 .20 100 -247 -16 .13 -.04
7. General self-efficacy 10.54 (10.47)  1.49 (1.46) .04 .04 .03 .02 .05 .02 1.00 .15 -.26" 26"
8. Job satisfaction 5.06 (5.30) 1.23 (1.02) .09™ .06 .06 11" .03 .01 32" 100 -.a13  .337
9. Turnover intention 3.14 (2.41) 1.87 (1.58) -14" -.07° -.08 -15" -.03 .08 -17" -58" 100 -.41"
10. Organizational commitment 4.28 (4.73) .97 (.73) 07" .09" .06 .06 .02 .01 24" 657 -.60" 1.00

Values in parentheses of means and S.D. are the Southeast Asian sample. Correlations above diagonal are the Southeast Asian sample.

*p < .05, **p < .01

experience in the present organization, months of experience in the cur-
rent position, age, gender, and years of education, were controlled for in
the equation.

To test for mediation, we used the following four-step procedure out-
lined by Baron and Kenny (1986): (1) we tested whether there was a sig-
nificant, positive relationship between general self-efficacy and job sat-
isfaction, (2) general self-efficacy and organizational commitment, and
turnover intention, and (3) job satisfaction and organizational commit-
ment, and turnover intention. We then proceeded to step (4) by control-
ling for job satisfaction to determine whether the relationships between
general self-efficacy and the work-related attitudes of organizational com-
mitment and turnover intention were reduced to non-significance or be-
came significantly smaller. When the relationships between general self-
efficacy and organizational commitment, and with turnover intention,
become insignificant or less significant, there is evidence for full or par-
tial mediation (Baron & Kenny, 1986). Results of these analyses are pre-
sented in Table 2 for both the U.S. sample and the Southeast Asian sample.
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Table 2. Results of hierarchical regression analyses (U.S. Sample, N = 753; Southeast Asia, N = 135)
Model
1 3
Job Turnover Turnover Turnover
satisfaction = Commitment intention Commitment intention Commitment intention

Control variables

Age .11 (.05) .01 (—.15) —.11(-.14) —.06 (—.24) —-.05 (—.06) —.06 (-.18) -.05 (-.13)
Gender .01 (.38™) -.01 (.09) -.03 (.07) .01 (-.03) -.03 (.11) -.01 (-.05) -.03 (-.13)
Education (years) .01 (-.15) .01 (.04) .08 (.09) .01 (.04) .08 (.12) .01 (.08) .08"(.07)
Months of total work experience -.02 (-.01) .02 (.20) —.04 (.04) .03 (.24) —.04 (.01) .03 (.21) -.05 (.04)
Months of experience in this organization -.02 (-.03) .06 (-.05) .03 (.02) .07 (-.01) .02 (-.01) .07 (-.03) .02 (.01)
Months of experience in this position .02 (.15) .01 (-.14) —-.03 (.07) -.01(-.19"™) -.02(.09) -.01(-.19") —-.02 (.09)
R? 017 ((177) .01 (.01™) .02 ((01™) .01 (.01™) .037 (.02™) .01 (.017) .03 (.02™)
General self-efficacy .3277 (.09) 247 (.267) -.157 (-.26™) .03 (.22") .02 (-.257)
AR? 107 (L017) .05 (.05™) .03 (.04™)
Job satisfaction .65 (.40") -.57" (-.18"") .63 (.37™) -.57" (-.15)
General self-efficacy x cultural dimension 22" -.15"

(1 =U.S,, o = Asia)
AR? 407 (.10™) .317 (.03™) .40 (.15%) .317 (.08™)

Values in parentheses are the Southeast Asian sample.

*p < .05, **p < .01, ¥***p < .10.

Controlling for work experience, tenure in one’s present organization,
experience in one’s current position, age, gender, and years of education,
we found that job satisfaction mediates the relationship between general
self-efficacy and organizational commitment in the U.S. sample. Step 1in
Table 2 shows that general self-efficacy is significantly related to job sat-
isfaction in the U.S. (B = .32, p < .01), but not in Southeast Asia (8 = .09,
p > .05). Model 2 shows that general self-efficacy is significantly related to
organizational commitment (U.S.: B = .24, p < .01; Southeast Asia: § = .26,
p < .01), and turnover intention (U.S.: B = —.15, p < .01; Southeast Asia:
B = —.26, p < .01). Model 3 shows that job satisfaction is significantly re-
lated to organizational commitment (U.S.: 8 = .65, p < .01; Southeast Asia:
B = .40; p < .05), and negatively with turnover intention in U.S. (§ = -.57,
p < .01), but was not significantly related in the Southeast Asia sample
(B = —.18, p < .10). Since general self-efficacy was not significantly related
to job satisfaction in the Southeast Asian samples, neither hypotheses 1 or
2 was supported for the Southeast Asian sample.
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Support for the mediation hypothesis is present if the initially signifi-
cant relationships shown in Step 2 between general self-efficacy and or-
ganizational commitment, and with turnover intention, disappeared or
decreased after adding job satisfaction into the regression equation. In-
deed, as can be seen in Step 4 of Table 2, after job satisfaction is added
to the regression model, most of the initially significant relationships be-
tween general self-efficacy and organizational commitment (U.S.: § = .03,
p > .05), and with turnover intention (U.S.: B = .02, p > .05), are no lon-
ger significant or decreased in significance. These results indicate that,
with the U.S. sample, job satisfaction mediates the relationship between
general self-efficacy and all of the various work attitudes. Thus, both hy-
potheses 1 and 2 were supported for the U.S. sample.

In order to examine the moderating role of the culture over the relation-
ships between general self-efficacy and organizational commitment and
with turnover intention, we conducted separate analyses by creating an
interaction term between general self-efficacy and cultural grouping based
on individualism-collectivism (i.e., U.S. and Southeast Asian). Results in
Table 2 show that this culture moderated the relationship between gen-
eral self-efficacy and organizational commitment (f§ = .22, p < .01), pro-
viding support for Hypothesis 3.

In summary, our results provided partial support for Hypothesis 1 in
that job satisfaction mediates the positive relationship between general
self-efficacy and organizational commitment in the U.S. sample. Hypoth-
esis 2, that job satisfaction mediates the negative relationship between
general self-efficacy and turnover intention was also supported in the U.S.
sample. Hypothesis 3, which states that the positive relationship between
general self-efficacy and organizational commitment is stronger among
U.S. employees than among a sample of employees from three Southeast
Asian countries, was supported. Hypothesis 4, the negative relationship
between general self-efficacy and turnover intention is stronger for U.S.
employees than for the Southeast Asian employees, was not supported.
Interestingly, contrary to our hypothesis, we found that general self-effi-
cacy has a more negative effect on turnover intention in Southeast Asia
than in the U.S.
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4. Discussion

Results of this study were consistent with previous U.S.-based research
that has shown employees with higher levels of general self-efficacy have
more positive work-related attitudes (Cote & Morgan, 2002; Judge & Bono,
2001; Judge et al., 2003 and Sherer et al., 1982). Besides replicating ear-
lier U.S.-based findings, the current study makes an important extension
to selected Southeast Asian countries. With both U.S. and a sample of em-
ployees from three Southeast Asian countries, we found the higher their
general self-efficacy, the greater their organizational commitment, as well
as the lower their intention to turnover. We also found that general self-ef-
ficacy was positively related to job satisfaction in the Asian sample, how-
ever this relationship was not significant.

In this study, we have also begun to explore the theoretical complexity
and richness of how efficacy may affect work-related attitudes. We found
U.S. employees’ general self-efficacy may be mediated in its relationship
with work-related attitudes through job satisfaction. Specifically, we found
that general self-efficacy leads to job satisfaction, and that job satisfac-
tion leads to commitment to the organization for employees in the U.S.
We also found that general self-efficacy was significantly related to work
commitment and negatively related to turnover intention in the selected
Southeast Asian countries. These results suggest that U.S. and Southeast
Asian countries employee differences in organizational commitment and
employees’ intentions to turnover may be explained at least in part by the
differences in how satisfied employees are with respect to their job and
work environment.

A possible explanation for the Southeast Asian employees’ job satisfac-
tion not mediating the relationship between efficacy and turnover inten-
tion may be due to their recent history of economic uncertainty (i.e., the
late 1990s financial crisis in Southeast Asia) and the collectivist cultural
value that promote having a more substantial reason for quitting their
jobs than simply being dissatisfied with their work. Another possible ex-
planation is that Southeast Asian companies in general tend to have a rel-
atively more permanent employment relationship (i.e., carry-over from
life-time employment days) with their employees, so Southeast Asian em-
ployees may be less likely to consider quitting as an option. Moreover, it
may still be more difficult to switch from company to company in South-
east Asian cultures due to the importance of perceived loyalty in the orga-
nization and employee relationship. However, we did find the Southeast
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Asian employees (and also those in the U.S.) who were more satisfied with
their job are more likely to have higher commitment to their organization
and still have a lower intention to leave their organization. Although this
latter finding is consistent with relevant prior research (e.g., Cote & Mor-
gan, 2002), this current study also indicated the importance job satisfac-
tion seems to have across countries with a different cultural dimension of
individualism (U.S.) and collectivism (Southeast Asia).

As to the moderating role of individualism-collectivism, we found that
general self-efficacy may have a stronger effect on organizational com-
mitment in the U.S. than in Southeast Asian countries. This provides some
initial empirical support to cross-cultural theories (Markus & Kitayama,
1991; Trandis et al., 1986) using the individualism-collectivism construct.
These theories suggest that people in individualistic societies are ego-
centric, autonomous, self-contained, and independent and that such in-
dividual level factors play a more important role in influencing employ-
ees’ work attitudes in Western cultures such as the U.S. than in Southeast
Asian cultures.

However, contrary to our hypothesis, we did not find that general effi-
cacy has a significantly different relationship with turnover intention be-
tween the U.S. and our Southeast Asian samples. One possible explanation
for this non-significant difference is that general self-efficacy has such an
important role in deciding an individual’s intention to leave the organi-
zation. In other words, it may be that these sampled Southeast Asian em-
ployees’ general self-efficacy will promote their staying in their organi-
zation since they are more likely to think that they will be successful in
their current organization. Furthermore, it is also possible that low orga-
nizational commitment does not necessarily mean high turnover inten-
tion. Individuals with low commitment may need to consider whether
they have the confidence to find a new job before they have the intention
to leave and the opportunity available to move to a different organization.

4.1. Implications for theory and practice

The study has at least two important implications for the theory-build-
ing of general self-efficacy. First, the study empirically tested the poten-
tial mediation of job satisfaction and second, the study contributed at
least some initial evidence of cross-cultural generalization. The results in-
dicated that a personality-like “self-construct”, U.S. and Southeast Asian
employees’ general self-efficacy, may be a key psychological strength for
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increasing levels of organizational commitment and reducing intention to
leave. Testing our model in two distinct (U.S. and Southeast Asian) cul-
tural contexts (i.e., individualism versus collectivism) permits beginning
cross-validation, and tests of generalizability of the theoretical links. For
the future, these preliminary results may help contribute to theoretical
understanding of the context specificity versus generalizability of the im-
pact of efficacy on work attitudes. Also, the study provides additional evi-
dence to support and expand Judge et al., 1997 and Judge et al., 2003 the-
ory of core self-evaluation in that it examines the relationships of one’s
general sense of self-efficacy to organizational commitment and turnover
intention across cultures.

Finally, the current study may help complement and augment other
lines of theory development besides general self-efficacy and job satis-
faction. For example, since efficacy judgments constitute a self-regulatory
concept inherent in motivational processes and resulting performance
(Bandura, 1997; Judge & Bono, 2001; Judge et al., 2003; Stajkovic & Lu-
thans, 1998a), the notion of general self-efficacy may also contribute to
understanding the psychological strengths that result in higher levels of
organizational commitment and employee retention.

Besides theory-building, our study results also have several implica-
tions for practice. The positive relationship found between general self-
efficacy and organizational commitment and the negative relationship
with intention to quit suggests that managers in general, and human re-
source professionals in particular, may need to give greater attention to
the development of general self-efficacy in their employees. For example,
organizations might be able to test for higher levels of general self-effi-
cacy prior to selecting employees, as well as managers developing it in
their associates over time (Bandura, 2000, Luthans, 2002 and Luthans
and Youssef, 2004). Specific programs (e.g., successful experience, mod-
eling, coaching and positive feedback) could be designed to help employ-
ees enhance their general efficacy (Bandura, 2000, Luthans, 2002 and Lu-
thans and Youssef, 2004; Stajkovic & Luthans, 1998b). The main goal of
such efficacy development programs would not necessarily be to train new
skills, but to enhance employees’ beliefs and confidence that they can do
well with their current skills, knowledge and strategies (Bandura, 1997).
A secondary benefit of working to enhance general efficacy may involve
increasing employees’ overall organizational citizenship behavior (Organ
& Lingl, 1995), as they feel more confident in broadly contributing to the
overall mission of their organization.
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4.2. Limitations and suggestions for future research

A major limitation of the current study involved the collection of survey
data from a single source using a common method. The similarity of meth-
ods used to measure both independent and dependent variables may have
inflated the observed relationships between general self-efficacy and the
work attitude variables. In our study, we took the perspective of method
as being a combination of respondent (or rater or observer), instrument,
time, and place (see Avolio, Yammarino, & Bass, 1991 for a similar view
of “method”). If two measures share respondent, instrument, time, and
place, we could expect these measures to be positively correlated with
each other in the absence of a substantive relationship.

Our analysis concerning both the one factor and conceptually unrelated
construct tests for single source effects and bias reported in our methods
section indicated that this potential limitation may not have had a signif-
icant impact on our findings. Furthermore, the fact that our independent
variable (general self-efficacy) was substantially different from our de-
pendent outcome variables (e.g., turnover intention) should also mitigate
some of the inflation effects associated with single source bias/effects.
Nevertheless, it would be useful if future research could examine the re-
lationships between the general self-efficacy and work/psychological out-
comes with data collected over time, especially using different methods.

A second limitation related to the use of a cross-sectional design for data
collection was whether general self-efficacy indeed has a direct impact on
job satisfaction, organizational commitment, and intention to turnover,
as well as an indirect effect through job satisfaction. Because this study
design does not allow causal conclusions, it is likely that individuals that
are satisfied with their jobs may also have higher levels of general self-ef-
ficacy, potentially contributing to the mediational effects reported in our
results. Moreover, more satisfied employees with correspondingly higher
job performance may also report higher levels of general self-efficacy due
to establishing mastery experience and receiving positive feedback and
reinforcement.

Still another limitation is that we did not have large sample sizes from
Southeast Asia countries and thus had to group them into one sample by
using the cultural criterion of individualism-collectivism. There are many
other cultural dimensions, but we are limited in this study to only individ-
ualism-collectivism and not a more complete cultural comparison study.
However, we were able to confidently group these three Southeast Asian
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countries according to their individualism-collectivism cultural dimension
and this dimension is conceptually most relevant to general self-efficacy.
This efficacy was also found to be statistically similar in our three South-
east Asian countries in the study.

To have a better understanding of the various relationships among gen-
eral self-efficacy, job satisfaction, organizational commitment, and turn-
over intention, we recommend that future research focus on the following:
(1) examine these relationships over time and/or by first intervening to
enhance general self-efficacy and then measuring its effects over time; (2)
incorporate additional cultural dimensions beyond individual/collective
variables, to get a better understanding of how broader cultures may mod-
erate the relationships observed in the current study; and (3) test other
potential mediators such as task complexity or emerging positive organi-
zational behavior states such as hope or resiliency (Luthans, 2002 and Lu-
thans and Youssef, 2004).

5. Conclusion

The primary goal of this study was to examine whether general self-
efficacy was related to employees’ work attitudes across countries with
a different cultural dimension of individualism-collectivism. The second
goal was to better understand the richness of the impact of efficacy by
testing mediators (job satisfaction) and moderators (U.S. and selected
Southeast Asian countries). Other antecedents now need to be included
in future research to determine how variables such as leadership affect
general self-efficacy and how efficacy in turn impacts outcome variables
such as commitment, turnover and especially work performance. Other
cultural dimensions and other countries need to be studied as well. Fu-
ture research also might explore whether the antecedents to general self-
efficacy are the same as those of specific self-efficacy.

In conclusion, this exploratory study has not only provided some addi-
tional support for the positive role that general (as opposed to specific)
efficacy may have for desirable workplace attitudes/outcomes, but also
that some of these effects may hold across different cultures. The study
has also contributed to the theoretical development that general efficacy
may be mediated by constructs such as job satisfaction in its relation to
workplace attitudes, at least in the U.S.
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