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What We 

Already 

Know

Substance Use Counsellors are one of the 
most underpaid healthcare professionals

Lack of turnover ≠ Commitment

Occupational ≠ Organizational 
Commitment

What do we really value in Substance Use 
Counsellors?





And What We Know 

Even More

o The annual turnover rate of 

professionals in substance use 

treatment programs is highly variable 

(5-100%)

 Turnover is not always bad … but 

there is cost

 Occupational turnover is worse than 

organizational



Definition of Terms

Commitment: 

 Organizational commitment refers to the individual's psychological 
attachment to the organization and can be measured in terms of how 
professionals contemplate the transition from one workplace to another 
(Meyer, Allen, & Smith, 1997). Whereas,

 Professional commitment refers to a psychological attachment to the 
occupation that measures the professionals’ intention to remain in the 
field or pursue a career change (Rothrauff, Abraham, Bride, & Roman, 
2011

 Attitudes - a psychological tendency that is expressed by evaluating a 
particular entity with some degree of favor or disfavor (Eagly & Chaiken, 
1993) For the purpose of this research, the attitudes towards substance 
use were categorized into five dimensions: Permissiveness, Non-
Stereotypy, Treatment Intervention, Treatment Optimism, and Non-
Moralism (Chappel et al., 1985)



Theoretical Foundation

 Relational Theory states that all people, at all times, 

behave in ways that either foster the development of 

others or do not (Fletcher, Jordan, & Miller, 2000)



Research 

Questions

1. What is the relationship 
between substance use 
counsellors’ attitudes 

towards substance use and 
their organizational and 

professional commitments? 

2. How do specific 
employee characteristics 
such as gender, age, and 
level of training relate to 
their commitments to the 

organization and 
occupation? 

3. Does nationality (Canada 
and the United States) 

moderate the relationship 
between attitudes towards 

substance use and 
commitment? 



Moderating 

Factors

Cultural Influences

Gender

Age

Level of Training



Participants (N=115) (151 completed, 34 cases removed – 75% or more data 

missing)

73 43

58 57



 Age 19 and 68 , M=41.11 (SD=11.61).  

Education

 Some College 13 participants (11%)

 Undergraduate Degree - 47 (41%)

 Masters Degree - 50 participants (44%)

 Doctoral  5 participants (4%)

Workplace setting

 39 participants (34%) - community

 31 (27%) – residential

 17 (14.80%) - hospital  

 2 (1.70%) criminal justice

 25 (22%) selected “other” specifying the 
following workplaces: private and group 
practices, social services, methadone 
clinic, outpatient, government, as well 
as a number of mixed settings. 

 1 did not respond



Measures

Demographics Questionnaire

The Substance Abuse Attitude 
Survey (SAAS)

Three-Component Model 
Employee Commitment Survey

The Organizational 
Commitment Questionnaire 



Discussion of the Analyses

 No association between attitudes towards the substance use and 

organizational commitment

 More conservative attitudes towards permissiveness, non-stereotypy, non-

moralism and stronger feelings of obligation with a profession (normative 

commitment) but not a higher emotional attachment to a profession 

(affective commitment), or a perception of costs associated with leaving 

a profession (continuance commitment)

 High emotional attachment and a perception of costs associated with 

leaving a profession are not associated with the organizational 

commitment

 Relationship between the feelings of obligation to the profession and 

emotional attachment and perceived costs of leaving the profession

 No relationship between the years worked at organization/field and 

organizational or occupational commitment



Discussion of the Analyses continued…

 Personal characteristics were not found to moderate the relationship 
between attitudes towards substance use and occupational commitment

 A significant negative correlation between the age and permissiveness of 
attitudes

 A  positive relationship between the age and attitudes related to treatment 
intervention

 Age moderates the relation between non-moralism and normative 
commitment as well as between non-stereotypy and normative commitment  

 A relationship between non-moralism attitudes and education 

 A significant difference in attitudes between substance use counsellors in the 
United States of America and Canada

 An association between personal experience with substance use and less 
permissive attitudes toward substances, as well as more liberal attitudes 
toward treatment intervention

 Family involvement with substance use was found to be associated with 
liberal attitudes towards treatment intervention 



Clinical Implications

 Be mindful of attitude factors associated with the specific types of 

commitment, as well as the absence of such relationships

 Once again, commitment is a complex and multifaceted construct 

 …..and  is still not fully understood

 Strong feelings of obligation to the field is linked to organizational 

commitment 

 No association between gender and commitment 

 Personal experience as a part of hiring decision 



Limitations of Study

 A non-random convenience sample = 

caution around generalizability of the 

findings 

 Those who participate vs those who do 

not

 Self-report measures (threat to 

validity)

 Salary factor was not explored

 Not an experiment 



Recommendations 

for Future 

Research

“ Why”

The shifting concept of work and non-paid positions

Commitment re: abstinence-based or harm reduction 
oriented counsellors

How substance use counsellors enter the profession. The 
commitment to non-paid positions should also be studied

Compare to other healthcare providers 

Longitudinal research to address the attitudes and 
commitment changes over time


