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ABSTRACT 

 

This thesis aims to contribute to the theoretical advancement in our understanding 

of the antecedents and outcomes of employee engagement through introducing a 

new theoretical model developed by integrating the conservation of resources 

(COR) theory (Hobfol,1989) the job demands-resources (JD-R) model (Bakker & 

Demerouti, 2007) and the broaden-and-build (B&B) theory of positive emotions 

(Fredrickson, 1998). Through this approach, the study identified and examined 

factors influencing employee engagement among academics working in public and 

private universities in Tanzania, and the outcomes associated with having these 

engaged academic employees. Job and organization resources in the form of job 

characteristics, perceived organizational support, organizational justice and 

rewards; personal resources in the form of intrinsic motivation; and job attitudes in 

the form of job satisfaction and affective commitment were assessed as the possible 

antecedents to employee engagement. Organizational citizenship behavior and 

reduced turnover intentions were assessed as the possible outcomes of employee 

engagement. In addition, the study tested whether belonging to either a public or 

private university can influence the engagement levels of the academic employees. 

Using 232 cross-sectional survey responses from academic employees, a series of 

multiple regression analyses and independent t-tests were conducted to test the 

proposed hypotheses. Findings suggest that some of the proposed resources and 

job attitudes significantly predicted employee engagement. Moreover, employee 

engagement was found to predict organizational citizenship behavior (OCB) and 

reduced turnover intentions. Finally, there appeared to be a significant difference in 

the levels of engagement of academic employees working in private universities 

compared to those working in public universities. The results of this study have 

theoretical implications with regards to our approach in assessing employee 

engagement, and practical implication to organizations aiming to have an engaged 

workforce, all of which are discussed.  
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CHAPTER ONE 

INTRODUCTION 

 

This chapter introduces the background of the current research and the structure of the 

thesis. It starts by providing the researcher’s motivation for carrying out this research 

(section 1.1), this is followed by the research objectives, conceptual framework and the 

study contributions explained (Section 1.2). It ends with an outline of the organization 

of the thesis (Section 1.3).   

1.1 Motivation for the study 

 

Changes in the work environment in recent years have made the search for energetic 

and dedicated employees a key issue in modern organizations (Schaufeli, 2013). 

Consequently, employee engagement, a construct highly reflective of dedicated, 

energetic and positive employees (Bakker & Demerouti, 2008; 2017; Kahn, 1990; 

Schaufeli & Bakker, 2004), has become a frequently discussed topic (Saks, 2006).  

Initially, the academic community had been slow to jump on the practitioner 

“engagement bandwagon” (Macey & Schneider, 2008, p. 4); now, however, it has been 

established that employee engagement is both unique and relevant to practitioner and 

academic research (Bakker & Demerouti, 2008; Christian, Garza , & Slaughter, 2011; 

Saks , 2006; Schaufeli , 2013;Truss, Deldridge, Alfes, Shantz, & Soane, 2013). 

Academics and practitioners have associated employee engagement with positive 

outcomes for both the individual employee and their organization. As such, employee 

engagement has been associated with good health and the general well-being of 

employees (e.g. Bakker & Demerouti 2008; Hakanen, Schaufeli, & Ahola, 2008; 

Schaufeli, Taris, & Rhenen, 2008), as well as with improved customer satisfaction, 

profitability, high labour productivity, customer loyalty and workforce retention (e.g. 

Harter, Schmidt, & Hayes, 2002; Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009; 

Xanthopoulou , Heuven, Demerouti, Bakker, & Schaufeli , 2008) 

 



2 
 

 

Employee engagement as a construct has faced several criticisms, mainly due to its 

broad meaning in the literature. For example, employee engagement could mean 

personal engagement  (e.g. Kahn, 1990), work engagement (e.g. Schaufeli & Bakker, 

2004; Schaufeli, Martínez, Marques-Pinto, Salanova, & Bakker, 2002),  job 

engagement (e.g. Rich , Lepine , & Crawford, 2010; Saks, 2006) or satisfaction-

engagement (e.g. Harter et al., 2002). Despite this, most academic researchers (e.g. 

Bakker & Demerouti, 2017; Schaufeli et al., 2002; Xanthopoulou et al., 2008; Yalabik, 

Popaitoon, Chowne, & Rayton , 2013) have focused on work engagement (Saks & 

Gruman, 2014; Schaufeli, 2013). Work engagement is defined  as an affective 

motivational psychological state of mind at work characterised by vigor, dedication and 

absorption (Schaufeli, Bakker, & Salanova, 2006). In the state of work engagement, 

employees are reported as being energetic and dedicated, as well as having fun while 

doing their job (Bakker, Schaufeli, Leiter, & Taris, 2008; Schaufeli, 2013; Schaufeli, 

Shimazu, Salanova, & De Witte, 2017). 

 

When refered to as work engagement, the job demands-resources (JD-R) model is 

widely used to explain the mechanism in which employee engagement is induced 

(Bakker & Demerouti, 2017; Demerouti & Bakker, 2011; Saks & Gruman, 2014). The 

model assumes that job and personal resources and their interaction with job demands 

plays a role in fostering the engagement of employees. while job resource refer to  any 

aspect related to the job that enables the employee to either achieve their goals at 

work, promote their personal growth and learning or reduce stress associated with their 

job, personal resources are the aspects of the self that enable the employee to 

sucessfully control their environment. Thus, as shown in Figure 1-1, the model 

assumes that job resources (e.g. support, autonomy, feedback) and personal 

resources (e.g. optimism, intrinsic motivational tendencies, self-esteem) can induce 

motivation among employees at work and lead to employee engagement (Bakker & 

Demerouti, 2017; Schaufeli, 2013; Schaufeli & Taris,  2014). 
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Figure 1-1  

Experience of work engagement model 

 

 

 

 

 

 

 

Source: Schaufeli (2013) 

 

Job demands, on the other hand, are characteristics of the job which have the capacity 

to cause strain to employees. Despite this suggestion, the support for the joint effect 

between demands and resources in causing employee engagement is rather weak, 

and as such, the assessment of antecedents to employee engagement is better done 

by focusing on resources (Schaufeli, 2013).  

To date, research has neither exhausted all the factors that could foster employee 

engagement, nor fully examined the influences that employee engagement has on 

individual outcomes (Bakker & Demerouti, 2008; Saks, 2006; Yalabik et al., 2013). For 

one, the JD-R model excludes the posibility of other resources such as organizational 

support and justice being examined as causing employee engagement. Thus, the 

conservation of resource (COR) theory which covers a broader scope of resources 

(Hobfoll, Jonathon, Neveu, & Westman, 2018) could offer an explanation for the 

relationship between these excluded resources and employee engagement. In the 

COR theory, resources can either be; an object (e.g. a home, food or the tools that an 

Organizational 

outcomes 

Job resources 

Personal resources 

Work engagement 
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individual possesses), conditions (e.g. the amount of control one has on a job, the work 

experience or the social support), personal characteristics (e.g. the efficacy beliefs one 

has about themselves and the actual professional skills an individual possesses) or 

energies (e.g. time, knowledge or money one possesses) (Hobfoll, 2002; Saks & 

Gruman, 2018). Through the COR theory, multiple factors can be assessed in relation 

to  employee engagement. In addition, the JD-R model alone does not explain how 

employee engagegent leads to positive outcomes. Thus, the broaden and build theory 

of positive emotions can offer an explaination  as to why a positive state such as 

employee engagegement could result into positive organizational outcomes (Bakker & 

Demerouti, 2008). Thus, through using the resource theories, i.e. COR theory and JD-

R model (Saks & Gruman, 2018) and the B&B theory (Fredrickson , 2001), this research 

attempts to determine the antecedents and outcomes of employee engagement, a 

primary question in employee engagement research and the question driving the 

current study.  

The following indicate the significance of answering the above question in the current 

study; 

First, the limited progress in employee engagement theory; As suggested above, 

several authors have pointed out that there are limitations associated with the JD-R 

model in explaining employee engagement (Bakker & Demerouti, 2008; Saks & 

Gruman, 2014; Schaufeli , 2012). Relying just on the JD-R model makes it is difficult to 

include all the relevant predictors of employee engagement (Rich et al., 2010; Saks & 

Gruman, 2014). Beyond its inability to include several key resources such as 

organizational support and justice as potential antecedents to employee engagement 

(Crawford, Rich, Beckman, & Bergeron, 2013) , the JD-R model does not offer a 

comprehansive explanation for the relationship between employee engagement and 

job attitudes. Thus, while some view employee engagement as an antecedent to job 

attitudes (e.g. Hakanen, Bakker, & Schaufeli, 2006; Saks, 2006, Schaufeli & Bakker, 

2004), others explain employee engagement as consequence of job attitudes (e.g. 

(Rayton & Yalabik, 2014; Simpson, 2009;Yalabik et al., 2013). Finally, the JD-R model 

is limited in explaining why positive outcomes such as employees working harder and 

better than their colleagues should result from employee engagement. For this reason, 

Bakker and Demerouti (2008) used the broaden-and-build (B&B) theory of positive 
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emotions to suggest that the experience of positive emotions associated with 

employees being at a state of work engagement could be the reason why these 

employees work better and are healthier than their colleagues. According to the 

broaden-and-build theory of positive emotions, positive emotions can broaden one’s 

thinking and help them develop skills that can be used immediately or at a future date 

(Fredrickson,1998). This would enable employees to work more efficiently and most 

likely outperform their colleagues.  

The use of the COR theory and the B&B theory indicates that theoretical advancement 

in identifying explaining the antecedents and outcomes of employee engagement can 

be achieved through integrating and modifying the JD-R model with stronger theories. 

Second, the lack of empirical evidence on theoretically sound relationships. Hakenen 

et al. (2006) point to the need for further studies to examine the relationship between 

employee engagement and intrinsic motivation, particularly in jobs oriented on 

teaching. This suggests that the importance of a predictor of employee engagement 

could differ with respect to the nature of the job. This assertion is supported in Saks 

and Gruman (2014), who indicate that changes in circumstances (such as different 

professions) may change  the level of the importance of a predictor of employee 

engagement. Being able to investigate the importance of certain predictors to a specific 

profession enhances our knowledge of the nature of employee engagement under 

different circumstances and also of what should be adapted in different situations to 

improve the engagement of employees. While, Schaufeli and Taris (2014) include 

intrinsic motivation in their long list of personal resources, the number of studies testing 

the relationship between employee engagement and intrinsic motivation are limited.  

Third, employee engagement studies have been limited in scope as far as context is 

concerned (Kelliher , Hope-Hailey, & Farndale , 2013; Kular, Gatenby, Rees, Soane , 

& Truss, 2008; Rothmann , 2013; Truss, Deldridge, Alfes, Shantz, & Soane, 2013). 

Most studies have either been conducted in European countries (e.g. Schaufeli et al., 

2002; Hakanen et a 2006; Hakanen, Schaufeli, & Ahola, 2008 ;Xanthopoulou, Bakker, 

Demerouti, & Schaufeli, 2009) or in the US (e.g. Harter et al., 2002; Kahn 1990; May, 

Gilson, & Harter , 2004; Rich et al., 2010).  
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These countries predominantly have democratic governments, privately owned 

companies and a relatively strong emphasis on individualism, and as such, a question 

arises regarding whether the dynamics of employee engagement observed in these 

contexts are applicable to other countries with different economic systems, 

governement structures  and cultural values (Kelliher et al., 2013; Rothmann, 2013). 

Carrying out research in a country that has a different political, social-cultural and 

economic situation provides data for comparison with existing studies and therefore 

offers new insights into the relevance of context of employee engagement. In addition, 

Rothmman’s (2013) suggestion of the fact that having more privately owned companies 

may influence employee engagement in the western countries indicates that the levels 

of employee engagement may differ between employees working in the public and 

those working in the private sector.  

 

1.2 Research objectives, framework and contributions 

 

Through examining what more needs to be done as far as employee engagement 

studies are concerned, the current study attempts to provide an answer to; i) what are 

the factors that influence work engagement?, and ii) what are the outcomes of work 

engagement among employees? To do this, the study came up with the following:  

First, a conceptual framework that is based on integrating the COR theory, the B&B 

theory of positive emotions and elements of the JD-R model. This framework allows for 

a stronger theoretical explanation of the nature of the relationship between employee 

engagement and other key constructs. One of these explanations concerns the 

direction of causality between work engagement and affective job attitudes, such as 

job satisfaction and affective commitement. The B&B theory of positive emotions 

provides the idea that the positive emotions expereinced by employees with positive 

job attitudes can broaden their momentary thought action repertoires and they thus 

think more efficiently and intellectually, and build their induring personal resources such 

as mental resilience, all of which which are essential elements for the state of employee 

engagement (Schaufeli, 2013; Youssef-Morgan & Bockorny, 2013). Another 

explanation considers the link between employee engagement and outcomes such as 
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turnover intentions and organizational citizenship behavior. The B&B theory of positive 

emotions as part of the conceptual model contends that the presence of positive 

emotions is key in experiencing employee engagement. Therefore, engaged 

employees may experience emotions such as interest, which is responsible for 

generating an individual’s curiousity towards its source, which in this case is their job. 

Curiousity is likely to make employees continue to work in the organization (reduced 

turnover intentions) and do more than required in their organization (organizational 

citizenship behavior). Lastly, a final explanation provided by  the framework is of the 

relationship between employee engagement and potential antecedents such as 

organizational justice and  intrinsic motivation, forms of organizational and personal 

resources respectively, identified as being understudied in engagement literature 

(Crawford et al., 2013; Hakanen et al., 2006). In accordance to the resource based 

theories (i.e COR theory and the JD-R model), resources have motivational potential 

that can induce employee engagement. Therefore, through this model the relationship 

both between employee engagement and organizational justice and between intrinsic 

motivation can be assessed. The general study model indicating the antecedents and 

outcomes of employee engagement is shown in Figure 1-2.  

Second, the study itself is being carried out in a non-western context to provide insight 

into importance of context in employee engagement. Conducting the research in 

Tanzania enabled the study to address the contextual issues highlighted in studies by 

Rothmaan (2013) and Kellier et al. (2013), for instance. Unlike the US and Europe, 

Tanzania is a less developed country that has been under the rule of one political party 

since its independence. Furthermore, it was the first country to implement the Ujamaa 

policy, a socialist policy that emphasised communal responsibility, and as such, placed 

a strong emphasis on collectivism (Ergas, 1980; Ibhawoh & Dibua, 2003). Its private 

sector is less than 30 years old as prior to 1992, establishing private companies was 

illegal (Benjamin & Dunrong , 2010). All these features indicate that comparing the 

findings relating to employee engagement in Tanzania to those found in western 

countries can help address the cultural and other contextual issues concerning 

employee engagement. In addition, conducting the research in both the public and 

private sectors in Tanzania and comparing the engagement levels in these different 

settings gives further insights regarding the relevance of context. Therefore, the 

following were the general and specific objectives of the study:  
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First, to identify the antecedents of employee engagement. In doing this, the study 

specifically aimed at assessing the relationship between employee engagement and 

job characteristics, organizational support, organizational justice, rewards, intrinsic 

motivation, job satisfaction and affective commitment. All of these variables reflect the 

job resources, personal resources and job attitudes. 

Second, to assess the outcomes of employee engagement. In doing so the study 

specifically aimed at examining the relationship between employee engagement and 

and turnover intentions as well as with and organizational citizenship behavior.  

Third, to assess the role of context in relation to employee engagement. In doing so the 

study compared the results and examined where these results are similar to those in 

existing studies in western contexts. In addition, the study aimed to compare the levels 

of engagement for those employees working in the public sector to those working in the 

private sector. 

Thus, this research project attempted to provide a theoretical framework that offers a 

clearer picture with regards to the relationship between employee engagement and 

multitudes of organizational constructs. Recent studies have either been based on the 

relationship between resources (job and personal) and employee engagement, or on 

the relationship between job attitudes and employee engagement. This study is among 

the first ones in recent literature to include into a single framework a broad range of 

logical relationships between employee engagement, job attitudes, resources (job, 

organizational and personal) as well as intentions and behaviors. The inclusion of all 

these variables into a single framework that explains employee engagement 

antecedents and outcomes indicates the expansion of the theoretical explanation in 

this research area.  Integrating the COR theory, the JD-R model and B&B theory of 

positive emotions overcomes the limited explanation offered by the JD-R model when 

examining the antecedent and outcomes of employee engagement. Thus, the 

development of the current study’s framework and the area of study has taken into 

account what has been suggested in the literature with regards to the limited theoretical 

advancement in employee engagement research (Bakker & Demerouti, 2008; 

Schaufeli, 2012), the need for further investigation between employee engagement and 

several key variables (Crawford et al., 2013; Hakanen et al., 2006) as well as the 

contextual needs in the employee engagement literature (e.g. Rothmann, 2013). In 
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addition, the study used academic employees that offered an ideal situation in 

examining the role of intrinsic motivation, an aspect suggested for this type of 

profession (Hakanen et al., 2006). 

 

Figure 1-2  

Integrated model for the antecedents and outcomes of employee engagement 

 

 

1.3 The organization of the thesis 

 

With the inclusion of this introduction chapter, the thesis comprises seven chapters. 

Chapter 1 is the introduction chapter. As the first chapter of this thesis, the introduction 

has provided the motivation for the current study of employee engagement. It has 

highlighted the specific areas that needed further attention in academic studies of 

employee engagement. The chapter offers a theoretical framework that the study is 

based on. Through this chapter, the contributions of the current study are highlighted. 

Chapter 2 provides a review of the literature concerning the concept of employee 

engagement. The different perspectives and approaches to defining and 
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operationalizing employee engagement as well as the appropriate approach for the 

current study are discussed. The chapter also reviews the literature on the variables to 

be studied as antecedents and outcomes of employee engagement. Furthermore, the 

contextual literature surrounding the study is provided, thus an historical review of the 

Tanzanian context is highlighted, and its implication on the higher education sector 

explained. This provides evidence of the extent to which Tanzania and its higher 

education sector are unique and highly relevant to the current study and indeed to the 

contribution to employee engagement literature.  

Chapter 3 provides details of the research question, hypotheses development and the 

contribution to knowledge that the current study intends to offer. This chapter links a 

suggested theoretical framework to the study questions and to the question of what 

specific relationships are expected from the different study variables.  

Chapter 4 provides details of the research methodology. The chapter begins by 

explaining how paradigms shape the way a researcher approaches a research project 

and the assumptions associated with their approach. This study being based on testing 

hypotheses uses a positivistic approach which is explained in detail. In addition, the 

cross-sectional survey design used for the study as well as both the sample in which 

the survey was done and the Tanzanian universities where academic employees were 

selected are described. Lastly, the data analysis technique used for the study including 

factor analysis, correlation analysis and multiple regression analysis are explained. 

Chapter 5 provides the actual analysis of the data. Here, the characteristics of 

respondents that include gender, age, work experience and the position of the 

respondents in their organization are discussed. The different research hypotheses are 

tested, and the results are presented. 

Chapter 6 includes a discussion of the findings from the analysed data. The discussion 

of the findings emphasises the key research questions and places the results in context 

with those in other studies on employee engagement. The discussion chapter also 

reflects on the theoretical and practical implications of the findings. In addition, the 

discussion section addresses the ways in which the contextual issues with regards to 

Tanzania as a country and the nature of its higher education sector are reflective of the 
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study results. Finally, the limitations of the study and directions for future research are 

highlighted in this section. 

Chapter 7 presents the conclusions. The conclusion offers an overall picture of how the 

objective, findings, and implications of the current study are linked together. In doing 

so, the conclusion puts across the main idea that has been laid out in the various 

sections of the study. The conclusion begins with a summary of the theoretical premise 

the current study and is followed by an outline of its key discoveries and contributions. 

After this, practical implications, limitations and future directions will be outlined, and 

the study will be concluded by highlighting the ways in which the objectives have been 

met. 
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CHAPTER TWO 

 

LITERATURE REVIEW 

 

In this research study, three theoretical perspectives were integrated to get a better 

understanding of employee engagement. To that avail, the antecedents and outcomes 

of employee engagement were determined and assessed through the lenses of the 

conservation of resources theory, the job demands-resources model and the broaden-

and-build theory of positive emotions. The meaning of employee engagement played 

an important role in arriving at using these three theoretical approaches. While the term 

employee engagement may appear to have a straightforward definition and meaning, 

the reality is that it is does not. 

Different authors, over the past two decades, have used different names and 

approaches to capture the essence of employee engagement. With regards to this, the 

study assesses the merits of various theoretical approaches in defining employee 

engagement to determine the specific conceptualization of employee engagement that 

is relevant for the mixed theories in the current study. Most notable approaches are 

found in; Kahn (1990) who uses the term personal engagement to express the nature 

of an individual being engaged at work. Another example is Schaufeli et al. (2002) who 

uses the term work engagement to explain a positive motivational state of an employee 

being engaged, and Harter et al. (2002) who link engagement and satisfaction as 

inseparable occurrences; Rich et al. (2010) and Saks (2006) used job engagement with 

respect to the behaviours employee bring into their jobs; and again, Saks (2006) who 

introduced the idea of organizational engagement, reflecting the behaviours engaged 

employees directed towards their organizations. These, among other different 

approaches to defining employee engagement, have led critics to suggest that 

employee engagement is a redundant construct, resembling well established 

organizational constructs such as job satisfaction, organizational commitment and 

organizational citizenship behavior (Macey & Schneider, 2008; Newman & Harrison, 

2008; Saks, 2008). Thus, understanding the common aspects of these different 

approaches has made it possible to identify what makes employee engagement both 
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a unique and a relevant area of research. Establishing the uniqueness of employee 

engagement allows for the use of specific models that advances the theoretical 

understanding of this field, something that has been strongly recommended in 

engagement literature (Bakker & Demerouti, 2008; Saks & Gruman, 2014; Schaufeli, 

2013).  

In addition, the concept of employee engagement has rarely been studied out of the 

western context, even though this has been identified as an important issue for 

understanding this concept (Rothmann, 2013; Kelliher et al., 2013) A study in a different 

context, therefore, offers an ideal addition to the current literature in employee 

engagement. 

The objectives of this chapter are as follows: to review the current literature related to 

the approaches in conceptualizing employee engagement; to explain the different 

theoretical frameworks in understanding and measuring employee engagement and 

the relevance of integrating the COR theory, the JD-R model and B&B theory to this 

area of research; to identify and explain various components relevant for inclusion in a 

theoretical framework that assesses the antecedents and outcomes of employee 

engagement; and lastly, to examine the context of the study to highlight its uniqueness 

and relevance for employee engagement research.  

The chapter is structured as follows. In section 2.1, the various approaches in 

conceptualizing employee engagement are explained with the unique differences being 

summarised at the end. Next, section 2.2 discusses the different theoretical frameworks 

used to explain the mechanism of employee engagement and the measures used to 

quantify the levels of employee engagement, with the merits and weaknesses of each 

approach being provided in the summary (section 2.3). In doing so, the JD-R model is 

identified as the most appropriate theoretical framework from the existing approaches, 

with its limitations requiring the framework to use a second theory (i.e. B&B theory) to 

explain a larger picture of the mechanisms surrounding employee engagement. In 

section 2.4, the different variables that are explained through the COR and JD-R model 

as antecedents to employee engagement including organizational, job and personal 

resources are examined, and then are followed by the examination of job attitudes as 

antecedents to employee engagement through the lens of the B&B theory in section 

2.5. In Sections 2.6 and 2.7 intentions and behavioural outcomes related to employee 
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engagement are explained. Section 2.8 looks at Tanzania, the context of study and 

specifically the higher education sector, including public and private universities in 

Tanzania. Next, section 2.9 examines the gap that the current study can fill in employee 

engagement research. Finally, section 2.10 provides a summation of the literature 

review. The review provides a platform for the various study hypotheses which are 

developed in Chapter 3. 

 

2.1 The conceptual definition of employee engagement 

 

Academic literature suggests that employee engagement is still a relatively new 

concept (Bakker, Schaufeli, Leiter, & Taris, 2008), with Kahn (1990) credited for its 

initial conception (Truss et al., 2013). While in the first decade of its conception, there 

was a dearth of academic research (Robinson, Perryman, & Hayday, 2004), the 

following decade has been marked with a rapid increase in the amount of research on 

employee engagement (Schaufeli, 2013). The increase in research has been attributed 

partly to the changes work (Schaufeli, 2013; Youssef-Morgan & Bockorny, 2013) and 

to the positive psychology movement (Youssef-Morgan & Bockorny, 2013; Truss et al., 

2013). This increase in research has been accompanied with various approaches in 

defining and operationalizing employee engagement (Schaufeli, 2013; Shuck , 2011). 

The following are some of the prominent approaches to defining employee 

engagement. 

The first approach is based on Kahn’s (1990) study on the psychological conditions for 

personal engagement. Kahn (1990, p. 694) defined personal engagement as “the 

harnessing of organization members’ selves to their work roles: in engagement, people 

employ and express themselves physically, cognitively, emotionally, and mentally 

during role performances.” Personal engagement reflects those behaviours that people 

bring with themselves during role performances. These behaviours accompanied an 

individual’s “preferred self” such that they are physically, cognitively, emotionally 

present and fully committed to those role performances that promoted a connection to 

their work and others. In contrast, he described disengagement as the uncoupling of 

the self from work roles: in disengagement, people withdraw and defend themselves 



15 
 

physically, cognitively or emotionally during their role performances. Hence, the 

“preferred self” is not expressed during disengagement.  When disengaged, people do 

not bring in or tend to leave out certain behaviours during role performances. Other 

terms used in employee engagement research to reflect the definition in Kahn (1990) 

include psychological engagement (May et al., 2004) and job engagement (Rich et al., 

2010; Saks, 2006). 

The second approach comes from burnout literature, where employee engagement is 

conceptualised as the positive antithesis of burnout. There are two schools of thought 

in this approach. For this study, the author terms these schools of thought as the single 

continuum approach and the independent continuum approach. The single continuum 

approach assumes that employee engagement and burnout are mirror opposites of one 

another existing on a single continuum, with employee engagement being at its positive 

end and burnout being at the negative one (Maslach, Schaufeli, & Leiter, 2001). In this 

approach employee engagement is defined as “a persistent positive affective state . . . 

characterized by high levels of activation and pleasure” (Maslach et al., 2001, p.417), 

and is characterized by energy, involvement and efficacy (Maslach & Leiter , 1997; 

Maslach et al., 2001). People with high employee engagement scores have low burnout 

scores of equal magnitude and opposite direction. As burnout is measured by using the 

Maslach Burnout Inventory (MBI), then employee engagement is also considered to be 

measured on the same scale. 

The independent continuum approach, on the other hand, considers employee 

engagement to be a distinct concept that has a negative relationship with burnout 

(Schaufeli, 2013). Employee engagement is defined as “a positive, fulfilling, work 

related state of mind that is characterized by vigour, dedication, and absorption” 

(Schaufeli et al., 2002, p.74). Vigour refers to high levels of energy and mental 

resilience while working, the willingness to invest effort in one’s work, and persistence 

in the face of difficulties. Dedication refers to a sense of significance, enthusiasm, 

inspiration, pride, and challenge; and absorption refers to being fully concentrated and 

engrossed in one’s work, whereby time passes quickly, and one has difficulties with 

detaching oneself from work (Schaufeli & Bakker, 2004). These three dimensions entail 

the idea that employee engagement is linked to the physical, affective and cognitive 

aspects of an employee at work. While burnout was the direct opposite of engagement 
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in the first single continuum approach, in this school of thought, boredom has been 

suggested as the potential opposite of engagement (Schaufeli, 2013). Thus, unlike the 

single continuum, where employee engagement is measured using the MBI scale, 

Schaufeli and colleagues developed a scale that measures employee engagement as 

an independent construct and called it the Utrecht Work Engagement Scale (UWES). 

This second school of thought has been the most widely used approach of study in 

engagement research. 

The third approach ties employee engagement to satisfaction and has been widely 

used by the Gallup Organization. The Gallup Organization has been credited for coining 

the term employee engagement in practitioner literature and defines it as “an 

individual’s involvement and satisfaction with as well as enthusiasm for work” (Harter 

et al., 2002, p. 269). When engaged employees work with passion and feel a strong 

sense of connection to their organization, they are innovative and crucially important in 

their organization’s moving forward. On the other hand, those employees who work for 

the required time, without putting enough energy and passion into work are not 

engaged. These employees essentially sleepwalk throughout the day and are unlikely 

to have major contributions to the future development of their organizations. Finally, 

those employees who are not happy at work and actively display their unhappiness 

during work hours are actively disengaged. These employees tend to put down what 

their fellow engaged counterparts do at work and are a possible cause for the failures 

in their organizations (Gallup, 2006). 

The fourth approach is the multi-dimensional approach. This approach reflects the work 

in Saks (2006) in the attempt of examining the antecedents and outcomes of employee 

engagement. Similarly, to the conception of Kahn (1990) about employee engagement, 

Saks (2006) defined employee engagement as “a distinct and unique construct 

consisting of cognitive, emotional, and behavioral components that are associated with 

individual role performance” (p. 602). Saks (2006) tested for and concluded that there 

were two dimensions of employee engagement which he termed as job engagement 

and organizational engagement. These two dimensions are positively correlated but 

appear to be distinct from each other, having different antecedents as well as outcomes 

(Saks, 2006). Current academic literature has been less inclined to use the approach 

of dividing employee engagement to job engagement and organizational engagement 

despite the attractiveness of this notion (Schaufeli, 2013).  
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The fifth approach is identified in the enrichment or depletion approach in Rothbard, 

(2001). In this study, engagement at work is defined as the attention devoted to and 

absorption in work. Attention at work refers to the duration or amount of time one 

spends thinking about work, consisting of both focus of attention and mental 

preoccupation with work (p.12).  Absorption refers to the intensity of one’s focus on a 

role, such, that one is engrossed in the role (p.12). In this approach, positive emotions 

that employees bring from home could lead to their engagement at work and vice versa.  

The final approach for defining employee engagement in this study is the trait, state 

and behavioural approach. In this approach, Macey and Schneider (2008) define 

employee engagement as “discretionary effort or a form of in‐role or extra‐role effort or 

behaviour” (p. 6), involving innovative and adaptive performance and going “beyond 

preserving the status quo, and instead focus on initiating or fostering change in the 

sense of doing something more and/or different” (p.24). In their approach, Macey and 

Schneider propose that there are different forms of engagement which include trait 

engagement, state engagement and behavioural engagement. Trait engagement is 

associated with the disposition of the employee to having a general tendency of positive 

views of work and life. Proactive personality, autotelic personality, trait positive affect 

and conscientiousness are the main aspects of trait engagement. State engagement is 

where an employee feels energetic and absorbed in their work. Satisfaction, 

empowerment, commitment and involvement are the main facets of state engagement. 

Behavioural engagement is where directly observable in role or extra role behaviours 

are exhibted by an engaged employee at work.  

The above definitions are some of the various definitions of employee engagement in 

the literature. While these approaches are not exhaustive all the definitions of employee 

engagement literature, they provide a spectrum through which the majority of employee 

engagement definitions fall. These differences and their implications can be summed 

up as follows: 

First, the nature of employee engagement tends to vary across the approaches; when 

one assesses the definition provided in Kahn (1990), employee engagement is 

associated with the enactment of certain behaviours at work. Personal engagement 

involves people bringing in behaviours in their role performances. This would mean that 

when employees are not exhibiting certain behaviours at work, then they should not be 

considered as being engaged. In contrast, the burnout approaches refer to employee 



18 
 

engagement as a state rather than behaviour. Schaufeli et al. (2002) specify that it is a 

positive state of mind at work. This indicates that being engaged does not rely on 

employees expressing observable behaviours, rather having a positive mental state 

while working. These differences imply that in some instances, the same employee 

could be classified as engaged when using Kahn’s (1990) theoretical approach and not 

engaged when using the burnout approach and vice versa. In addition, while the trait, 

state and behavioural model would appear to provide a conceptual space for all the 

different approaches to employee engagement, this approach makes engagement 

appear as an umbrella term for whatever anyone wants it to be (Newman &Harrison, 

2008; Saks, 2008; Schaufeli, 2013). The inclusion of different established constructs, 

such as satisfaction and commitment, make state engagement a redundant construct  

(Joseph, Newman, & Hulin, 2010; Newman & Harrison, 2008). The issues facing the 

trait, state and behavioural approach to employee engagement also apply to the 

engagement-satisfaction approach that confines engagement to well established 

constructs of satisfaction and involvement, thus reducing its uniqueness as a construct.  

Second, while disengagement is the opposite of personal engagement in Kahn (1990), 

it is not the same for the burnout approach, and in fact the difference also exists within 

the different school of thoughts in the burnout approach. Whereas Maslach et al. (2001) 

indicate that burnout is the direct opposite of engagement, Schaufeli et al. (2002) 

oppose this view, with recent research suggesting assessing constructs such as 

boredom as the possible opposite to employee engagement (Schaufeli, 2013). The 

satisfaction-engagement approach on the other hand classifies employees who are not 

engaged as non-engaged and actively disengaged. This indicates that the spectrum of 

engagement is different with respect to the approach used.  Thus, the choice of 

definition could have an implication on how a researcher measures employee 

engagement. 

 

Despite these differences, one observation from these approaches is the proximity and 

overlap that exists between the definitions. These overlaps tend to provide a more 

fundamental idea on the construct of employee engagement. One of the first common 

views among these approaches is that employee engagement is a construct consisting 

of multiple components. For example, Kahn (1990) indicates that engagement requires 

the physical, emotional and cognitive presence of an employee, a view supported in 
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Saks (2006); Schaufeli et al. (2002) identifies vigour, dedication and absorption as three 

dimensions of the employee; and Rothbard (2001) operationalizes it by identifying 

attention and absorption as the main components of engagement. These components 

appear to indicate that engaged employees have higher levels of efforts and much 

more attention at their work. Another common element of these approaches is that 

employee engagement is positive to the employee. Not only is it defined as a positive 

state of mind in Schaufeli et al. (2002), it is also conceptualized as an opposite of 

burnout, which is a negative element to an employee’s work (Maslach et al., 2001). It 

is also the part of the self that employees prefer to express (Kahn, 1990), and entails 

employees experiencing positive emotions while working (Bakker & Demerouti, 2008; 

Rothbard, 2001). It entails employees being satisfied (Harter et al., 2002; Macey & 

Schneider, 2008) and the expressing positive behaviours at work (Macey & Schneider 

2008; Rothbard 2001; Saks, 2006). Engaged employees have high energy levels, they 

are mentally resilient and have a positive outlook when working (Kahn, 1990; Harter et 

al., 2002; Saks 2006; Schaufeli et al., 2002; Bakker & Demerouti, 2008).  

 

The similarities of the different approaches to employee engagement enable us to 

identify the most important aspects about what it means to be engaged. Thus, 

engagement involves having positive emotions and a clear state of mind that could 

affect positive behaviour in the organization. The understanding of the basic ideas of 

what reflects employee engagement allows researchers to assess the merits and flaws 

of the different theoretical frameworks that attempt to explain the mechanisms involved 

in the process of employee engagement. 

 

2.2 Theoretical frameworks and measures of employee engagement 

 

Various theoretical approaches to employee engagement exist in academic literature. 

These approaches determine how employee engagement is operationalized and thus 

indicates the mechanism associated with employees becoming engaged and the 

subsequent results of being engaged. The following are those that appear to feature 

most in academic studies; 
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2.2.1The needs-satisfaction approach 

 

The needs satisfaction approach attempts to explain the psychological conditions 

necessary for employees to be engaged. In his ethnographic study, William Kahn 

interviewed 16 counsellors in a summer camp and 16 employees in an architecture firm 

and identified three psychological conditions that are necessary for employees to 

express their preferred selves in their job roles (Kahn, 1990). These conditions are 

meaningfulness, safety and availability (Albrecht et al., 2015; May, et al., 2004). 

 

Meaningfulness means a sense of return on investment that an individual receives for 

cognitively, emotionally and physically engaging in their roles (Kahn, 1990). 

Meaningfulness is associated with a sense of ownership of a job. As such, 

meaningfulness can be found in jobs with challenging tasks, defined goals and some 

degree of autonomy (Hackman & Oldham , 1980). Beyond the characteristics of a job, 

the nature of interactions that employees have with others is important for employees 

to find meaning in their job (Kahn, 1990).  

 

Safety refers to the degree to which individuals are willing to express themselves with 

respect to the outcomes or consequences of that action (Kahn, 1990). These 

consequences reflect on issues such as self-image, status and career. Safety is 

influenced by interpersonal relationships, group and intergroup dynamics, the 

management style and processes, as well as organizational norms. An organization 

can make employees feel safe if they provide an environment that is supportive. The 

safer individual feels, the less fear they have, and consequently, they are inclined to 

express their preferred self which entails being engaged in their job roles (Kahn, 1990). 

This implies that organizational support is important when we want to get employees 

engaged at work. 

 

Availability constitutes an individual having physical, emotional or psychological 

resources at a time (Kahn, 1990). These resources are important for personal 

engagement. The employee should have the strength and readiness to engage in an 

activity as well as have a certain emotional connection or appropriate emotions in the 
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task to become engaged (Kahn, 1990). Additionally, employees need to feel secure 

about their job and have a good balance with the life outside work such that they do not 

waste emotional energies on negative thoughts such as fears of losing their jobs or not 

meeting family obligations (Kahn, 1990). These help employees focus on the positives 

at work and became more inclined to express themselves in their roles as well as 

become personally engaged with their job (Kahn, 1990). 

Being the first study of its kind, Kahn had acknowledged that some of the items in the 

psychological conditions for personal engagement were underdeveloped and more 

work was needed to test his proposed model. Table 2.1 indicates that engagement can 

be fostered through well-designed job characteristics (for meaningfulness), 

organizational support (safety) and personal resources (for availability). 
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Table 2.1 Dimensions for the psychological conditions of employee 

engagement 

 

Source: Kahn (1990) 

 

DIMENSIONS MEANING SAFETY AVAILABILITY

DEFINITION Sense of return on investment 

of self in role performances.

Sense of being able to show and 

employ self without fear of 

negative consequences to self-

image, status, or career.

Sense of possessing the 

physical, emotional and 

psychological resources 

necessary for investing 

self in role performances.

EXPERIENTIAL 

COMPONENTS 

Feel worthwhile, 

valuedValuable; feel able to give 

and receive from work and 

others in the course of work.

Feel situation are trust worthy, 

secure, predictable, and clear in 

terms of behavioural 

consequences

Feel capable of driving 

physical, intellectual, and 

emotional energies into 

role performances.

TYPES OF 

INFLUENCES

Work element that create 

incentives or disincentives for 

investment of self.

Elements of social systems that 

create situations that are more or 

less predictable, inconsistent, and 

nonthreatening

Individual distractions that 

are more or less pre 

occupying in role 

performance situations.

INFLUENCES Tasks: job involving more or 

less challenge, variety, 

creativity, autonomy, and clear 

delineation of procedures and 

goals.

Interpersonal relationship: 

Ongoing relationships that offer 

more or less support, trust, 

openness, flexibility, and lack of 

threat.

Physical energy: Existing 

levels of physical 

resources available for 

investment into role 

performances.

Roles: Formal positions that 

offer more or less attractive 

identities, through fit with a 

preferred self-image, and 

status and influence.           

Work interactions: 

Interpersonal interactions with 

more or less promotional 

dignity, self-appreciation, sense 

of value and the inclusion of 

personal as well as 

professional element.

Group and intergroup 

dynamics: Informal, often 

unconscious roles that leave 

more or less room to safely 

express various parts of self; 

shaped by dynamics within and 

between groups in organizations.      

Management style and 

process: Leader behaviour that 

show more or less support, 

resilience, consistency, trust and 

competence.           

Organizational norms: Shared 

system expectations about 

member behaviour and emotion 

that leave more or less room for 

investment of self during role 

performance.

Emotional energy: 

Existing levels of 

emotional resources 

available for investment 

into role performances    

Insecurity: Levels of 

confidence in own abilities 

and status, self 

–consciousness, and 

ambivalence about fit with 

social systems that leave 

more or less room for 

investments of self in role 

performances        

Outside life: Issues in 

people’s outside lives that 

leave them more or less 

available for investments 

of self during role 

performances.
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2.2.1.1 Empirical evidence and measures from the needs-satisfaction approach 

 

Over a decade after Kahn (1990), May et al. (2004) tested the psychological conditions 

for engagement as proposed by William Kahn. Using a scale, they named 

“psychological engagement scale”, May et al. (2004) collected data from 213 

employees from a large insurance company in the Midwestern USA and found that 

psychological meaningfulness and safety were positively related to employee 

engagement. Job enrichment and work role fit were positively linked to psychological 

meaningfulness, whereas supportive supervisor and rewarding co-worker relations had 

positive relations with psychological safety while adherence to the organizational norms 

were negatively related to safety. Availability was positively related to resources and 

negatively related to outside activities (May et al., 2004).  

Rich et al. (2010) also conducted research on the antecedents of employee 

engagement based on the needs satisfaction approach. They developed their own “job 

engagement” scale and collected data from 245 firefighters. They identified three 

antecedents of engagement, namely, value congruence, perceived organizational 

support and core self evaluation, and two job performance outcomes including task 

peformance and organizational citizenship behavior. In addition, the study found that 

there was a significant indirect relationship through engagement for the proposed 

antecedents and each of the proposed outcomes. These outcomes emerged in a model 

where job involvement, job satisfaction and extrinsic motivation were included as 

mediators (Rich et al., 2010). 

Both of the studies above show that job characteristics (e.g. job enrcihment, work role 

fit), organizational support (e.g. perceived organizational support, rewarding co workers 

and supportive supervisor) and personal resources (e.g. core self evaluation) are 

essential in promoting employee engagement.  

This approach has influenced several prominent studies in engagement research. 

Apart from the two studies above, Kahn ‘s (1990) has influenced other studies in 

developing measures to assess employee engagement such as the job engagement 

scale in Saks (2006) and the ISA scale developed in Soane et al. (2012). Table 2.2 
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shows the different scale measures developed by taking the ideas of Kahn (1990) into 

account. 
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Table 2.2 Measurement scales inspired by Kahn (1990) 

May et al. (2004) Rich et al. (2010) Saks (2006) Soane et al. (2012) 

Psychological Engagement 

Scale 

Job Engagement scale Job engagement Scale ISA scale 

Cognitive 

- Performing my job is so 

absorbing that I forget about 

everything else. 

- I often think about other 

things when performing my 

job.  (r) 

- I am rarely distracted when 

performing my job. 

- Time passes quickly when I 

perform my job. 

Emotional 

- I really put my heart into my 

job. 

- I get excited when I perform 

well on my job 

- I often feel emotionally 

detached from my job. (r) 

Cognitive 

- At work, my mind is focused 

on my job 

- At work, I pay a lot of 

attention to my job 

- At work, I focus a great deal 

of attention on my job 

- At work, I am absorbed by my 

job 

- At work, I concentrate on my 

job 

- At work, I devote a lot of 

attention to my job 

Emotional 

- I am enthusiastic in my job 

- I feel energetic at my job 

- I am interested in my job 

- I am proud of my job 

- I really “throw” myself 

into my job. 

- Sometimes I am so into 

my job that I lose track 

of time. 

- This job is all 

consuming; I am totally 

into it. 

- My mind often wanders, 

and I think of other 

things when doing my 

job (r). 

- I am highly engaged in 

this job. 

 

 

Intellectual 

- I focus hard on my 

work 

- I concentrate on my 

work 

- I pay a lot of attention 

to my work 

Social engagement 

- I share the same 

work values as my 

colleagues 

- I share the same 

work goals as my 

colleagues 

- I share the same 

work attitudes as my 

colleagues 

Affective engagement 
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- My own feelings are affected 

by how well I perform my job. 

Physical 

- I exert a lot of energy 

performing my job 

- I stay until the job is done. 

- I avoid working overtime 

whenever possible. (r) 

- I take work home to do. 

- I avoid working too hard. (r) 

- I feel positive about my job 

- I am excited about my job 

Physical 

- I work with intensity on my job 

- I exert my full effort to my job 

- I devote a lot of energy to my 

job 

- I try my hardest to perform 

well on my job 

- I strive as hard as I can to 

complete my job 

- I exert a lot of energy on my 

job 

- I feel positive about 

my work 

- I feel energetic in my 

work 

- I am enthusiastic in 

my work 

 

 

 

      Note:  r= reverse Items  

Author’s compilation (2017) 

 



27 
 

 

2.2.1.2 Critical reflection of the needs-satisfaction approach 

 

The needs-satisfaction approach has largely contributed to employee engagement 

literature, mainly because this approach, as used in Kahn (1990), initiated the 

concept. Since Kahn’s (1990) was the first study of its kind, it faced limited literature 

and as such, several concerns prevail with respect to the current study. 

First, the definition of personal engagement focuses on expressing the “preferred 

self” which is reflected by the behaviours that an individual brings in at work. Thus, 

Kahn (1990) puts emphasis on the idea that engagement is entangled with behavior, 

such that when one does not act in a certain manner, then they are not engaged. 

This is to say that the state of being engaged and the enactment of certain 

behaviours are not separate. This makes it difficult to distinguish employee 

engagement from other established behavioural constructs such as in-role 

behaviour or organizational citizenship behavior, which then reduces the conceptual 

clarity of employee engagement (Soane et al., 2012). Thus, following this approach 

gives grounds for the criticism that employee engagement is “old wine in a new 

bottle” (Newman & Harrison, 2008; Saks, 2008).  

Second, the idea that engagement means that employees bring in certain 

behaviours at work, and disengagement involves employees withdrawing these 

behaviours suggests that all employees at work can be grouped as either engaged 

or disengaged. This makes it difficult to consider variations in the levels of 

engagement. This is problematic when considering the real world where even 

among energetic employees, there are those who appear to be investing more 

efforts than others and similarly even those who appear not as energetic at work, 

there are those employees who can be recognised as putting the least effort in a 

task. In addition, while the “preferred self” insinuates employees being happy, some 

people with negative emotions may still express similar behaviours to those who are 

happy. In this way, this approach allows for anyone to be considered engaged if 

they display certain behaviours. This makes actual positive feelings less relevant in 

considering whether an employee is engaged. 

Third, as noted earlier, several of the dimensions in Kahn’s (1990) conception of 

engagement were left underdeveloped. As a result, there currently exist different 
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measurement scales (e.g. May et al., 2004; Rich et al., 2010), all attempting to 

capture Kahn’s concept of engagement. These scales tend to have some 

discrepancy with the item used for the measurement of engagement. For example, 

the item “I take work home to do” in the psychological engagement scale (May et 

al., 2004) has no similar item in the job engagement scale (Rich et al., 2010). 

Similarly, the item “I feel energetic at my work” in the job engagement scale (Rich 

et al., 2010) has no counterpart in the psychological engagement scale (May et al., 

2004). Having variations of measures using a similar approach reduces the ability 

of a study’s findings being compared meaningfully. In addition, some items in the 

scales may measure other constructs and not necessarily engagement. Referring 

to the item “I take work home to do” in the psychological engagement scale (May et 

al., 2004), it is identified as evaluating physical engagement, but even a workaholic 

is likely to take work home while they are not engaged (Schaufeli, 2013). 

 

2.2.2 The affective shift model  

 

This model seeks to provide an understanding of the dynamic nature of  employee 

engagement among employees during their daily activities (Bledow, Schmitt, Frese, 

& Kühnel, 2011). It has been observed that the levels of employee engagement 

change during the day as employees moved from task to task  and encountered 

different events  (Fisher, 2002; Sonnentag, Dormann, & Demerouti, 2010). The lack 

of clarity as to why engagement fluctuates in this manner led to the development of 

the affective shift model by Bledow and his colleagues (Bledow et al., 2011). The 

main assumption of the affective shift model rests on the idea that both positive and 

negative affects have important roles for employee engagement through the self 

regulation process (Bledow et al., 2011). Self-regulation means that individuals are 

capable of systematically guiding their thoughts, behaviours and feelings to attain a 

certain goal. This tends to suggest that motivational tendencies within individuals 

can arise because of their own mechanical process of pushing towards attaining a 

goal. In the affective shift model; employee engagement is assumed to emerge from 

the dynamic interplay of positive and negative affect (Bledow et al., 2011). More 

specifically, employee engagement results if people move from a situation in which 

they experienced negative affect  to a situation where they are experiencing positive 

affect (Bledow et al., 2011; Schaufeli, 2013). 
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2.2.2.1 The role of “affect” on employee engagement  

 

Both Kahn (1990) and Schaufeli et al. (2002) indicate that engagement is associated 

with the presence of positive work related feelings such as happiness and 

enthusiasm while performing a task. From a self regulation perspective, people have 

positive affect signals that they should continue to do what they are doing, as 

everything is good. At this state people tend to set higher goals for the tasks with 

the expectation that positive outcomes will result from them being engaged (Bledow 

et al., 2011). Furthermore, positive affects play a role in initiating goal directed action 

by broadening people’s momentary thought action repertoires and resulting in 

heurestic and global mode of information processing that allows a person to become 

absorbed in an ongoing activity (Bledow et al., 2011, p. 1247). This is to say that 

positive affect supports the mindset that encourages employee engagement.   

Negative affects, on the other hand, while not associated with individuals being 

energetic in their work or showing high levels of dedication or indeed absorption in 

their tasks, are important in the self regulation function within an individual (Bledow 

et al., 2011).  Negative affects indicate that something is not right, and that a certain 

action is required to fix this situation. According to the control process, negative 

affect indicates that the rate at which a person reaches his or her goals is below 

their standard and as a result, the person narrows focus in pursuit of their goal thus 

increasing in investment of effort in order to lift their rate of goal attainment and 

reach the required standard or beyond (Carver & Scheier, 1990). Put differently, 

negative affects make individuals have a focused, step by step process of analysing 

information, paying close attention to details and to any mismatch in their 

environment. This makes individuals have a realistic awareness of their situation 

and prepares them to take goal directed action which is instrumental in becoming 

engaged in work tasks. This indicates the potential of negative affects to elicite 

increased efforts in employees, ultimately leading to work engagement.  
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2.2.2.2 The affective shift and engagement 

 

As previously mentioned, Bledow et al. (2011) contend that employee engagement 

will result from negative affects only if a shift to positive affect takes place. If there 

is no subsequent positive affect following negative affect, an employee will have low 

engagement at work. On the other hand, if people move from a negative to a positive 

affective state, the motivational potential of the negative affect can unfold and lead 

to higher employee enagegement levels. This temperal sequence, in which negative 

affect is followed by positive emotions, is called “affective shift” (Bledow et al., 2011). 

Affective shift is greatest when high level of negative affects are followed by a high 

level of positive affect. 

Figure 2-1 

Affective shift model of work engagement 

 

 

 

 

 

Source: Bledow et al. (2011) 

 

 

2.2.2.3 Empirical evidence and measures for the affective shift model  

 

Bledow and colleagues appear to be the only ones who have tested this model 

(Schaufeli, 2013). They used 7 items of the UWES to measure employee levels of 

engagement in their study. Their study used experience sampling as their 

methodological approach. There were 55 participants in the study that included a 

mix of software developers and computer scientists. The study tested the following:  

Positive mood moderated the relationship between negative mood in the morning 

and engagment in the afternoon, such that the relationship is positive if positive 

Negative Affect 
Work 

Engagement 

Affective Shift 

                                           

Time 

Negative 

Affect 
Positive 

Affect 
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mood is high and negative if positive mood is low; Positive mood moderated the 

relationship between negative events in the morning and engagment in the 

afternoon, such that the relationship is positive if positive mood is high and negative 

if positive mood is low; Positive affectivity moderates the relationship between 

negative mood and engagement, such that the relationship is more negative for 

people low in positive affectivity ; Positive affectivity moderates the relationship 

between negative events and engagement, such that the relationship is more 

negative for people low in positive affectivity ; and lastly, positive affectivity 

moderated the relationship between positive events and engagement, such that the 

relationship is more positive for people low in positive affectivity (Bledow et al., 

2011). 

Over the course of two weeks, the  affective events, moods and engagement levels 

of the participants were measured. These measures were taken twice a day. To test 

the study hypotheses, they predicted the level of participants’ engagement just 

before filling out the survey, with affective events and positive and negative moods 

that were experienced in the hours before. Furthermore, the consequence of an 

affective shift for engagement was investigated by examining the sequence of 

negative mood and negative events in the morning and positive mood in the 

afternoon. 

The results appeared to support all but one of their hypotheses. The findings did not 

support the hypothesis that the relationship between negative events and work 

engagement is moderated by positive affectivity, such that the relationship is more 

negative for people low in positive affectivity (Bledow et al., 2011).  As the sequence 

of negative mood followed by positive mood was engagement over and above a 

mere increase in positive mood, this study provided initial support for the occurance 

of the affective shift (Bledow et al., 2011). 

 

2.2.2.4 Critical reflection on the affective shift model  

 

The idea that negative moods and events play a role in promoting employee 

engagement appears to be contradictory to the essence of the concept of 

engagement. Despite the differences in the conceptualization of employee 

engagement, the central idea has been that employee engagement is a positive 
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experience (Kahn, 1990; Schaufeli et al., 2002), and thus considered to be a key 

construct in the positive psychological movement. Therefore, insinuating that 

negative moods and negative events have motivational tendencies that could induce 

employee engagement is rather controversial, and is something that the authors of 

the study had acknowledged (Bledow et al., 2011).  

Furthermore, the idea of an “affect shift” being greatest when an employee’s 

experience of a large negative affect is followed by an experience of a high positive 

affect comes to question when we consider the coping role that positive emotions 

have with regards to negative emotions. With the affective shift model embarking on 

the B&B theory in offering support to the importance of positive affects to employee 

engagement, then it also considers that positive emotions have the coping function 

where they tend to mitigate the negative consequences resulting from negative 

emotions. It should be expected that the effect of having high levels of positive affect 

immediately after experiencing high levels of negative affect is a more neutral state 

rather than an optimal level of employee engagement that is suggested by this 

model. In addition, while negative emotions narrow the focus of individuals to 

engage towards specific action tendencies that can be crucial for survival, positive 

emotions offer a broader array of actions that can enable humans to thrive 

(Fredrickson, 1998). According to this view, the dynamic interplay of negative and 

positive emotions is more likely to cause a sense of confusion to the actions an 

individual is to take rather than to make them more engaged at their work. Therefore, 

while the researcher agrees with conceptualizing employee engagement as work 

engagement and with assessing employee engagement using the Utrecht work 

engagement scale (UWES) (see Table 2.3), as well as agreeing with the use of the 

B&B theory in explaining the ways in which positive emotions are important to 

employee engagement, the researcher does not agree with their propositions of 

inducing negative moods to garner employee engagement. Therefore, it is difficult 

to agree with the central premise of the model, where an affective shift is required 

for engagement to take place. In addition, as the study is relatively new, there are 

no other pieces of empirical evidence (especially longitudinal) supporting a process 

where negative affect is a significant contributor to the positive state of engagement. 

2.2.3 The social exchange theory 

 

The social exchange theory (SET) is a multi-displinary theory used to explain the 

interactions among parties as a form of exchanges (Cropanzano & Mitchell, Social 
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exchange theory: an interdisciplinary review, 2005). The social exchange theory 

integrates disciplines such as social psychology, sociology, economics as well as 

anthropology, and it has become one of the most widely used theories in explaining 

different behaviours in the work settings (Cropanzano & Mitchell, Social exchange 

theory: an interdisciplinary review, 2005). Though the roots of social exchange 

theory can be traced back to the 1920s, the work of Homans (1958), Thibault and 

Kelley (1959) and Blau (1964) are the three major studies attributed to the 

development of the social exchange theory  (Emerson, 1976; Gercen, Greenberg, 

& Wills, 1980). With the social exchange theory being used to explain many 

organizational interactions, especially between employees and their organization, it 

has a potential to provide an explanation of the varying levels of engagement of 

employees in the same working environment (Saks, 2006). Psychological 

indebtedness and norms of reciprocity are identified as key in the social exchanges 

among parties involved (Emerson, 1976; Greenberg , 1980). 

 

2.2.3.1 Indebtedness 

Greenberg (1980) claims that under specific conditions individuals (recepients) who 

receive benefits from someone else (donor) will experience a psychological state of 

indebtedness. These benefits refer to an outcome that has a rewarding value. He 

referred to indebtedness as a state of obligation (of the recepient) to repay another 

(the donor). The magnitude of indebtedness depends on the following: First, the 

intentions of the donor has an effect on the degree of obligation that the recepient 

feels in repaying the donor. When the receiver feels that the donor is in fact helping 

them for their own self-interests, they feel less indebted regarding the benefits 

obtained from the donor. On the other hand, if the recipient perceives that the value 

provided to them was an altruistic (selfless) act of the donor, then the recipient is 

likely to feel more obligated to repay the donor (Greenberg, 1980). Second, the 

recipients perceptually assign weights to the benefits they receive in the exchange 

(reward minus cost) which affects their indebtedness. The benefits accrued are 

therefore dependent on the perceived need that the recipent has, as well as on the 

perceived need that the recipient believes the donor has. The higher the perceived 

need for the resource provided, the higher the reward value when received and the 

higher the cost of returning or paying back for the reward. Third, the belief that the 

recepient has as to what solicited the rewards from the donor plays part in their 
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indebtedness. When the recepient believes that the initiative for the reward was 

entirely on their asking or pleading to the donor, the extent of indebtedness is higher. 

The magnitude decreases if the initiative is from the donor and is least when other 

factors in the environment cause the donor to provide reward to the recipient. 

Therefor,e all the acts of helping that are unintentional or chance produced or that 

derive from requirement imposed by others are least likely to produce feelings of 

indebtedness (Greenberg, 1980, p.9). Fourth, the level of ambiguous cues from 

witnesses of a donor’s act of giving reward to the recipient may influence the 

magnitude of indebtedness. The recipient will respond by considering what the 

witnesses (including the donor) may think of them. The verbal and non-verbal cues 

emitted during the helping event might influence the recipient to label their state of 

indebtedness. In an organization, for example, an employee who is given a reward 

by the manager of the company in front of other co-workers will assign their level of 

indebtedness to the organization with respect to the cues from the witnesses (be it 

the co-worker or the organization itself) (Greenberg 1980). 

2.2.3.2 Norms of reciprocity 

 

These refer to the rules accepted by members of a society that define the way 

transactions or exchanges are conducted. These standard sets of rules emphasize 

that when one extends a favour to another, the other is obligated to return that favour 

in the future (Gouldner, 1960).  According to Emerson (1976, p.351), one of the 

basic tenets of the social exchange theory is that relationships evolve over time into 

trusting, loyal, and mutual commitments. For them to do so, however, parties must 

abide by certain “rules” of exchange. Rules of exchange form a “normative definition 

of the situation that forms among or is adopted by the participants in an exchange 

relation” (Cropanzana & Mitchell, 2005). The rules of exchange are therefore 

important in the organizational setting. Of all exchanges, norm of reciprocity has 

been a crucial component of the SET theory in explaining the interactions in the 

organization. There are three main forms of reciprocity.  

First, those exchanges which require the participation of at least two parties at the 

same time. They are termed interdependent exchanges. A social exchange requires 

that the two parties involved depend on each other for a desired outcome to be 

reached (Cropanzana & Mitchell, 2005). This is to say when the outcomes of a 

certain interaction  are based entirely on the efforts of one individual (either his own 
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efforts or the effort of the other), then social exchange has not taken place. Similarly, 

in an organizational setting, social exchange is not a one sided exchange. Both the 

employee and the employer need to be part of the exchange (Saks, 2006). If the 

employer provides the employee with benefits while the employees does nothing to 

repay the benefits, then social exchange has not taken place, and vice versa is also 

true. In most cases, this is the likely form of social exchange that takes part in the 

organization between the employer and employee. In the circumstance where one 

party does not perceive that there is fair exchange, they will reduce the level of 

exchange content they provide or ultimately stop participating in the exchange 

process all together.  

Second, those forms of reciprocity which consider “karma” as a central premise. In 

this case, people believe that everyone gets what they deserve (Gouldner, 1960).  

This is refered to as folk belief. This type of reciprocity calls for some kind of 

equilibrium in the way actions and reactios take place over time. The ones who are 

good, helpful and caring to others will receive these same actions in the future and 

the converse is tue. In a sense, these involve  believing that the universe will reward 

those who are worthy of it and punish the ones who are punishable through 

evaluations of the prior actions. This type of reciprocity is a desirable one in 

organizations as it can act as a source of harmony and conflict minimization or even 

eradication among members in the organization (Cropanzana & Mitchell, 2005). 

Third, there are those reciprocal exchanges that adhere to norms or guidelines 

showing the benchmarked actions that ought to be followed. Thus, following the 

norms must behave in a reciprocal manner. Gouldner (1960) speculated that norms 

of reciprocity are universal. This means that they are applicable in any country or 

work setting. This view of exchange is different from that of the folk beliefs as it is 

referred to as the ought to type of exchange or the moral norm. The ideal way of 

conduct is already in place and one ought to follow it. Cropanzana and Mitchell 

(2005) point out, however, that universality does not necessarly mean that there are 

no cultural differences that may lead to difference in the valuation or the importance 

of the norm of reciprocality.  
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2.2.3.4 Critical reflection of the social exchange theory 

 

The social exchange theory does offer a lot of promise in explaining multiple 

relationships in an organization. The exchange processes between the employee 

and employer can explain why some employees enact some behaviour while others 

do not. For example, an employee who receives support from their organization in, 

for instance, training, may repay their organization by helping others understand 

new techniques they have learnt, or simply work harder to show their appreciation 

for the opportunity. While this theory offers a logical sequence of events in a form of 

exchange relationship, its application to employee engagement as initially applied 

in Saks (2006) provides several key areas of concern to the current research.  

First, the approach depends on the idea that employee engagement is behaviour. 

Saks (2006) implies that the resources offered by employers to employees lead to 

employees becoming obliged to repay the employer through increasing behaviours 

that reflect their employee engagement. This view makes it hard to distinguish 

employee engagement from other organizational behavioural constructs. It entails 

that employees engaging in organizational citizenship behavior (OCB) or in role 

behaviours are automatically engaged. If this is the case, then studying OCB and 

other behavioural constructs makes more sense than assessing employee 

engagement as a construct. In other words, Saks’s (2006) approach to employee 

engagement reduces the conceptual clarity of employee engagement (Soane et al., 

2012). 

Second, this approach insinuates that employee engagement is not necessarily a 

positive experience for the employees. Social exchange theory can imply that 

employees may work harder not because they are happy to do so, but because of 

a psychological strain that results from having a feeling of indebtedness. In this 

sense, employees may exhibit certain behaviours not because they want to but feel 

obliged to, to reduce their debt to their organization. Thus, employees recompensing 

their organization with increased efforts because of indebtedness may not reflect a 

pleasurable experience, but a mean of overcoming the stressful aspects of being 

obligated (Greenberg et al., 1974; Gross & Latane, 1974; Munir & Weinstein, 1962 

in Greenberg, 1980). In this case, it becomes harder to consider employee 

engagement as a purely positive experience for employees.  

Third, as discussed in the multi-dimensional approach to defining employee 

engagement, the evidence for this approach remains limited, with the proposed 
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relationships being very weak (Schaufeli, 2013). These mean that more needs to be 

done with regards to the proposed variables in Saks (2006). In addition, Saks (2006) 

acknowledged that the cross-sectional nature of his study limits his finds. With this 

limitation, other studies (e.g. Rayton & Yalabik, 2014; Yalabik et al., 2013) re-

evaluated the direction of causality between employee engagement and some 

variables (i.e. job satisfaction and affective commitment) using a longitudinal 

approach. Yalabik et al. (2013) found that job satisfaction at Time 1 predicted 

employee engagement at Time 2, as well affective commitment at Time 1 predicted 

employee engagement at Time 2. Their findings indicated that these job attitudes 

are antecedents to employee engagement.  

 

2.2.3.3 Empirical evidence and measures for the social exchange theory 

 

Saks (2006) is a highly referenced study on employee engagement as far as the 

social exchange theory is concerned. Saks used the social exchange theory to 

provide a theoretical explanation for proposed antecedents and consequences of 

employee engagement (Saks, 2006). From a social exchange theory pespective, 

Saks (2006) argues that the amount of cognitive, emotional, and physical resources 

that an individual is prepared to devote in the performance of one’s work roles is 

contingent on the economic and socioemotional resources received from the 

organization. As such, employee engagement emerges as a way of employees 

repaying their organizations for the resources they provided them. The more 

resources an organization offers its employees, the more the employees feel 

indebted or obliged to repay the organization through increasing their engagement 

levels (Saks, 2006).  It also means that failure for an organization to offer resources 

might make their employees more likely to exhibit withdraw behaviour, disengaging 

themselves from their work roles, which might lead to negative outcomes such as 

burnout (Maslach et al.,2001).  

As explained in the multi-dimensional approach, employees can have job 

engagement and organization engagement. Saks (2006) tested whether the 

following organizational resources of reward and recognition, perceived 

organizational support (POS), perceived supervisory support, procedural justice, 

distributive justice and job characteristics predicted job and organizational 

engagement. He also tested whether these two forms of engagement lead to the 
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following positive otucomes of turnover intentions, organization citizenship 

behaviour, job satisfaction and organizational commitment. He found that perceived 

organizational support and job characteristics predicted job engagement, and that 

job characteristics and procedural justice predicted organizational engagement. In 

addition, he determined that job engagement positively predicted job satisfaction 

and negatively predicted intentions to quit, while organizational engagement 

positively predicted both job satisfaction and organizational citizenship behavior and 

negatively predicted intentions to quit. Finally, the study found that job and 

organizational engagement partially mediated the relationship between their 

antecedents and their outcomes. 

Another study, by Alfes et al. (2013) involving 297 employees of a service sector 

company, also applied the social exchange theory as the theoretical approach to lay 

the foundation of the hypothesised relations in the study. They suggested that the 

enactment of positive behavioural outcomes in the organization through employee 

engagement was largely dependent on the wider organizational climate and the 

employee’s relationship with their line manager (Alfes et al., 2013). The study found 

that the employees’ perceived organizational support as well as the relationship with 

their supervisor moderated the relationships between engagement and 

organizational citizenship behavior as well as that between engagement and 

turnover intention (Alfes et al., 2013).  This means that those engaged employees 

who felt that they were supported by their organization and had developed a good 

relationship with their supervisors displayed more citizenship behaviour and less 

desire to quit. However, as previously mentioned, whether a variable is a moderator 

or mediator in a study would depend on the specific theory the researcher embarks 

on (Baron & Kenny, 1986). 

 

2.2.4 Resource Based approaches 

 

There are two closely related theoretical frameworks, of which one has built upon 

the other. The Job Demands Resources (JD-R) model is the most dominant 

theoretical framework for employee engagement research and has built on the 

Conservation of Resources (COR) theory. A discussion of resources centred 

approaches to employee engagement is provided as follows;  
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2.2.4.1 The Conservation of Resources (COR) Theory 

 

The basic tenant of the conservation of resources (COR) theory is that people strive 

to retain, protect, and build resources and that the potential or actual loss of these 

valued resources is considered a threatening (Hobfoll, 1989). Resources are 

defined as “those entities that are either centrally valued in their own right, or act as 

means to obtain centrally valued ends” (Hobfoll, 2002, p. 307). Resources can either 

be an object (e.g. a home, food or the tools that an individual possesses), conditions 

(e.g. the amount of control one has on a job, the work experience or the social 

support), personal characteristics (e.g. the efficacy beliefs one has about 

themselves and the actual professional skills an individual possesses) or energies 

(e.g. time, knowledge or money one possesses). These four categories of resources 

are what people strive to acquire and maintain to successfully adapt to their 

environment (Hobfoll, 2002). When an individual is either, threatened with the loss 

resource, loses resources or uses resources and is unable to replenish them, they 

develop stress (Hobfoll , 2011). Stress hinders the motivation of various behaviours 

within the individual. The theory assumes that resources are invested to in order to 

i) Reduce stress and prevent occurance of negative outcomes. For instance, when 

an employee uses requests and gets help from a colleague to finish a workload, 

they have used social support (i.e. a resource) to reduce the effects of a stressful 

situation (i.e. work overload) (Salanova , Schaufeli, Xanthopoulou, & Bakker, 2010). 

ii) To protect against future resource loss, to recover resources, and to gain new 

resources. For instance when an employee learns new skills and competencies, it 

increases their employability and reduces their  risk of being fired. This ensures that 

they are saving their future resources (i.e. salary) from being lost. In addition, their 

increased skills can lead to a promotion or even a better job offer, all of which may 

be associated with better pay or better working condition, reflecting gains in 

resources.   

COR theory places the acquisition and facilitation of resources as a central to 

employee motivation thus resources can initiate and maintains people’s behaviour 

(Hobfoll, 2002; Xanthopoulou et al., 2009). This indicates that resources can initiate 

employee engagement (Xanthopoulou et al., 2009). There are several studies in 

employee engagement (e.g. Bakker & Demerouti 2008; Salanova et al., 2010; 
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Xanthopoulou et al., 2009) that have used this theory to explain the psychological 

processes as to why employees can become engaged. Hobfoll et al. (2018) stresses 

that one of the advantategs of applying the COR theory in the organizational contxt 

is its ability to include a broader view in examining various factors in organizations. 

In other words where some theoretical frameworks may not be able to offer a rational 

explanation of the relationship between resources and other organizational 

constructs such as stress or employee engagemnent, the COR theiory is highly 

likely to provide an explanation. The JD-R model is highly influenced by the COR 

theory. 

2.2.4.2 The job demands-resources (JD-R) model  

The JD-R model is a heuristic model that specifies how employee well-being may 

be produced by job demands, job resources as well as by personal resources 

(Bakker & Demerouti, 2007, 2008; Schaufeli, 2013). This model has been widely 

used in employee engagement studies and specifically in those on work 

engagement (e.g. Bakker & Demerouti, 2008; Schaufeli & Taris, 2014; 

Xanthopoulou et al, 2009), a conception of employee engagement as an antithesis 

of burnout (Schaufeli, 2013). The model assumes that job and personal resources 

as well as certain types of job demands have the potential to foster employee 

engagement  (Van den Broeck, De Cuyper, De Witte, & Vansteenkiste, 2010; 

Xanthopoulou et al, 2007). 

Job resources refer to the working conditions of the job that offers resources to the 

individual employee. Job resources can be defined as the aspects of the job, either 

physical, psychological, social, or organizational that (i) reduce job demands and 

the associated physiological and psychological costs, (ii) play a role in employees 

achieving work goals or (iii) stimulate personal growth, learning, and development 

(Bakker & Demerouti, 2007; Demerouti et al., 2001). Personal resources, on the 

other hand, refer to those aspects of the self that are associated with resilience and 

refer to the ability to control and impact one’s environment successfully (eg. Self 

efficacy, optimism and emotional stability) (Bakker & Demerouti, 2007; Schaufeli & 

Taris, 2014). The JD-R model’s initial conception did not include personal resources, 

however, with most psychological approaches assuming that the interaction 

between the personal and environmental factors is key in human behaviour, it 

became apparent that the inclusion of personal resources was inevitable (Schaufeli 

& Taris, 2014). Personal resources, such as job resources, are functional in 
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accomplishing work goals, and they stimulate personal growth and development 

(Van den Broeck et al., 2010; Xanthopoulou et al., 2009). The JD-R model stipulates 

that resources energize employees, encourage their persistence, and make them 

focus on their efforts (Schaufeli, 2013). This is to say that resources stimulate 

employee engagement in terms of vigour (energy); dedication (persistence) and 

absorption (focus) (Schaufeli, 2013). In addition, the JD-R model assumes that 

employee engagement leads to various positive outcomes, such as better job 

performances and general employee well-being. The process through which 

resources lead to employee engagement and in turn through employee engagement 

to positive outcomes is called the motivational process (Bakker & Demerouti, 2008; 

Bakker, Demerouti and Sanz-Vergel, 2014; Hakanen, Bakker , & Demerouti, 2005).  

Another aspect of the JD-R model is regarding the role that job demands have in 

the well-being of employees. Job demands refer to the working conditions that 

represent the attributes or characteristics of the job which have the capacity to cause 

strain to employees if they are at a level that employees are not able to adapt to or 

accommodate during the job. These job demands can be the organizational, social 

or physical parts of the job that need prolonged efforts (physical and/or 

psychological) from the employee and are hence associated with certain 

physiological and/or psychological costs such as exhaustion (Hockey, 1997 in 

Bakker A. B., Hakanen, Evangelia,, & Xanthopoulou, 2007)  

Job demands are involved in a negative process referred to as the health 

impairment process which is linked to negative outcomes such as burnout (Bakker 

& Demerouti 2008; Schaufeli, 2013). When job demands (such work overload, time 

pressure, role conflict, and red tape) are high, employees are required to exert 

additional efforts to ensure that they prevent the decrease in performance. This 

additional effort comes at both physical and psychological costs such as fatigue or 

irritability (Schaufeli, 2013). When the resources are not adequate to meet these 

demands, then this leads to gradual exhaustion and eventually employee burnout. 

Burnout could lead to other major negative outcomes such as depression, 

cardiovascular disease, or psychosomatic complaints (Melamed et al., 2006). The 

JD-R model also contends that some job demands can play a role in the motivational 

process only when they are stimulating (Bakker & Demerouti, 2008). This is to say 

that some job demands are positively related to employee engagement (Crawford, 

et al., 2010). As such job demands can be divided into job challenges and job 

hindrances (Tadić., Bakker, & Oerlemans , 2015; Van den Broeck et al., 2010). 
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Job challenges refer to those job demands that are energy-depleting as well as 

stimulating. That is, while these demands do require energy; they also offer the 

possibility for positive gains with respect to the employee’s curiosity, competences 

and thoroughness that can contribute to achieving work goals (Van den Broeck et 

al., 2010). Workload, time pressure, and cognitive demands are examples of Job 

challenges that both deplete employees’ energy and stimulate employees to exert 

more effort at work as they foster the possibility of goal achievement and need 

satisfaction. Job hindrances on the other hand are those demands considered to be 

threatening obstacles that drain employees’ energy, and as such elicit negative 

emotions to employees subjected to them (Van den Broeck et al., 2010). These 

negative emotions adversely interfere both with the employee’s goal achievement 

and well-being. The JD-R model also stipulates that resources help employees cope 

with adverse job demands and are salient when job demands are high (Bakker & 

Demerouti, 2008). The diagram in Figure 2.2 below depicts the Job demands-

resources model. 

 

Figure 2-2  

Job Demands-Resources Model 

 

 

 

 

 

 

Source: Schaufeli (2013) 
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2.2.4.2.1 Empirical evidence and measures for the JD-R model  

  

The JD-R model is a highly popular theoretical model in employee engagement 

research (Saks & Gruman, 2014; Schaufeli & Taris, 2014), especially when 

employee engagement is assessed as a positive, fulfilling state of mind with vigour, 

dedication and absorption dimensions (Bakker & Demerouti, 2008; Xanthopoulou et 

al., 2007, Schaufeli, 2013). For that case, there is a lot of empirical evidence with 

regards to the motivational and impairment processes in the JD-R model (Schaufeli, 

2013). The following is a look at the various cross-sectional and longitudinal 

empirical evidence of the JD-R model. 

There are a lot of cross sectional evidence, especially from the early research on 

employee engagement that support the JD-R model (Schaufeli, 2013). Schaufeli 

and Taris (2014) reviewed employee engagement studies of employees in the 

Netherlands in varying occupations including call-center employees (Bakker, 

Demerouti, & Schaufeli, 2003), industrial workers (Bakker, Demerouti, de Boer, & 

Schaufeli, 2003), as well as health care staff and white collar workers (Schaufeli & 

Bakker, 2004) and found strong support for the assumptions of the JD-R model. In 

addition, studies such as Hakanen et al. (2006) among finish teachers, (Lewig, 

Xanthopoulou, Bakker, Dollard, & Metzer (2007) among Australian volunteers, 

Korunka, Kubicek, Schaufeli, & Hoonakker (2009) Austrian blue-collar and white-

collar workers, Hansez & Chmiel (2010) among  Belgian blue-collar and white-collar 

workers, Hu, Schaufeli and Taris (2011) among Chinese blue-collar workers and 

health professionals, Hu and Schaufeli (2011) among Chinese family-owned 

business workers all supported the JD-R model assumption (Schaufeli & Taris, 

2014). Furthermore, studies such as Rothmann and Jordaan (2006) among South 

African academic staff, Rensburg, Boonzaier, and Boonzaier (2013) among South 

African call center workers and provide additional evidence of the JD-R model 

across different countries and cultures. While cross-sectional studies support JD-R 

model, the evidence on the joint effect of resources and demands is rather weak 

(Schaufeli, 2013).    

While cross sectional evidence may offer a clear path to understanding the direction 

of a causal relationship, it is not enough to infer to causality (Field, 2005). 

Longitudinal studies, on the other hand, are highly regarded when it comes to 

assessing causality (Van der Laan & Robins, 2003). Several longitudinal studies do 

indicate that the JD-R model’s assumptions are applicable in the real world 
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(Schaufeli & Taris, 2014). Hakanen et al. (2008), in a 3-year follow-up study among 

Finnish dentists found that current job resources influenced their work engagement 

in the future. This future work engagement in turn predicted organizational 

commitment. In the same study, they found that over time job demands predicted 

burnout and this burnout predicted depression of the dentists in the future.  Similarly, 

Schaufeli, Bakker, & Van Rhenen (2009) found that over a course of 1 year, an 

increase in job resources predicted work engagement, while an increase in job 

demands and decrease in job resources predicted burnout among Dutch managers. 

The study also found that burnout predicted future absence duration while work 

engagement predicted future absence frequency. Future absence duration and 

future absence frequency are indicators of the health impairment and motivational 

processes respectively (Schaufeli et al., 2009). In 2011, Boyd and colleagues 

published a 1 year follow up study which consisted of Australian university staff. 

They reported that job resources positively predicted organizational resources and 

negatively predicted psychological strain. Unlike previous studies, this study did not 

find a significant influence of job demands on psychological strain (Boyd, et al., 

2011). Xanthopoulou et al. (2009) through an 18-month period study found that self-

efficacy, optimism, and organization-based self-esteem all of which are personal 

resources along with control, supervisory coaching, feedback, and opportunities for 

development all of which are job resources, predicted later work engagement. 

These findings support the idea that job and personal resources together lead to 

employee engagement through the motivational process. 

 

2.2.4.2.2 Measuring work engagement 

 

The UWES has been widely applied in studies that have used the job-demand 

resources model as a theoretical approach in examining work engagement (Saks & 

Gruman, 2014; Schaufeli et al., 2006). The measure consists of questions that tap 

into the three dimensions of work engagement, i.e. vigour, dedication and 

absorption. While it had originally been a 17-item measurement scale, there are now 

15 items and 9 items versions of the measure (Schaufeli & Bakker, 2004). In this 

measure, levels of work engagement can be categorised as ‘very low’, ‘low’, 

‘average’, ‘high’, and ‘very high’ as seen in table 2.3 below for the UWES-9. 

Furthermore, the items of Utrecht Work Engagement scale are presented in table 

2.4.  
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Table 2.3 Categories for Score on Utrecht Work Engagement Scale (UWES-9) 

 

 Vigour Dedication Absorption Total 

Very low  2.00   1.33  1.17  1.77 

Low 2.01 – 3.25 1.34 – 2.90 118 – 2.33 1.78 – 2.88 

Average 3.26 – 4.80 2.91 – 4.70 2,34 – 4.20 2.89 – 4.66 

High 4.81 – 5.65 4.71 – 5.69 4.21 – 5.33 4.67 – 5.50 

Very high  5.66  5.70  5.34  5.51 

 

 

Source: Schaufeli and Bakker (2004) 

 

 

Table 2.4 Utrecht Work Engagement Scale (UWES) 

UWES-17 UWES-9 

Vigour Vigour 

-  At my work, I feel bursting with energy -  At my work, I feel energetic. 

-  At my job, I feel strong and vigorous  
-  When I get up in the morning, I feel like going to work 
- I can continue working for very long periods at a time 
- At my job, I am very resilient, mentally 

-  At my job, I feel strong and 
vigorous.  
-   When I get up in the morning, I 
look forward to going to work.  
Dedication 
-   My job inspires me. 

- At my work I always persevere, even when things do 
not go well 

-   I am enthusiastic about my job. 
-   I am proud of the work that I do.  
 

Dedication 
- I find the work that I do full of meaning and purpose 
- I am enthusiastic about my job 
-  My job inspires me 
- I am proud on the work that I do 
-To me, my job is challenging 
Absorption 
-  Time flies when I'm working 
-  When I am working, I forget everything else around 
me 
-  I feel happy when I am working intensely 

Absorption 
-  I feel happy when I am working 
intensely.  
-   I am engrossed in my work. 
-  Time flies when I am working. 

-  I am immersed in my work 
 

-  I get carried away when I’m working 
 

- It is difficult to detach myself from my job 
 

 
  

 

Source: Schaufeli and Bakker (2004) 
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Work engagement as measured by UWES has faced criticisms. A meta-analysis by 

Cole , Walter, Bedeian , & O'Boyle (2012) indicated that work engagement as 

measured by UWES cannot be discriminated from burnout as assessed with the 

Maslach Burnout Inventory (MBI). In addition, Nimon, Shuck , & Zigarmi (2016) 

using semantic analysis suggest that the UWES is likely to be measuring job 

satisfaction supporting the view that work engagement is not unique and overlaps 

with other well-established constructs such as job involvement, job satisfaction and 

organizational commitment (e.g.Newman & Harrison, 2008; Wefald & Downey, 

2009). Despite the criticisms, numerous studies (e.g. Hakanen & Bakker 2006; 

Rayton & Yalabik, 2014; Rothmann & Jordaan, 2006; Schaufeli, Bakker & Salanova, 

2006; Yalabik et al., 2013) have reported that work engagement is indeed a distinct 

concept that is negatively related to burnout and while it is positively associated with 

job satisfaction and organizational commitment it does not equate to it being the 

same as these job attitudes (Schaufeli, 2013). The UWES’s original 17 items and 9 

item scales have shown to provide similar results with regards to dimensionality, 

validity and reliability which demonstrate their uniqueness and suitability in 

assessing work engagement (Alfes et al., 2013; Schaufeli, Bakker & Salanova, 

2006; Seppälä , et al., 2009). 

 

2.2.4.2.3 Critical reflection on job demands-resources (JD-R) model 

 

The job demands-resources (JD-R) model has been tested numerous times by 

using the Utrecht work engagement scale (UWES). Work engagement is a positive 

state of being mentally resilient, enthusiastic and emotionally attached to work. 

Conceptualized as work engagement, employee engagement is not behaviour by 

itself; rather, positive behaviours can result from an individual being engaged. This 

conception of state tends to offer conceptual clarity between employee engagement 

and its potential outcomes (Soane et al., 2012). The approach, where employee 

engagement is not behaviour, is a better fit for the study which aims at looking at 

the factors leading to an individual to experience the state of employee engagement 

and discusses whether through employee engagement positive intentions and 

behavioural outcomes can be achieved. While this is so, there are several limitations 

in the JD-R model as far as the current study is concerned:  

First, the JD-R model is limited in explaining several key relationships surrounding 

employee engagement. While the model offers on its own a good theoretical 
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premise for the influence of resources on employee engagement, an attempt to 

explain how employee engagement could lead to behavioural related outcomes 

such as organizational citizenship behavior and turnover intentions is a challenge. 

These outcomes have been widely associated with employee engagement (Soane 

et al., 2012) albeit without support from another theory: the JD-R model cannot offer 

a wider understanding of the engagement process. In a similar manner, the model 

does not offer a strong theoretical premise for the causal direction of the relationship 

between employee engagement and affective job attitudes. This issue is seen where 

various authors embarking on the JD-R model include job satisfaction and 

organizational commitment as outcomes of employee engagement (e.g. Costa , 

Passos , & Bakker , 2014; Hakanen et al., 2006; Schaufeli & Bakker, 2004) while 

others include them as antecedents (Rayton & Yalabik, 2014; Simpson, 2009; 

Yalabik et al. 2013).  

 

Despite the limitations of the JD-R model, it still offers an ideal starting point for the 

framework of this study. Bakker and Demerouti (2014) stress that one of the reasons 

for the popularity of this theoretical framework is its flexibility. The JD-R model can 

be used in conjunction with other theories to offer a logical explanation to various 

relationships surrounding employee engagement. Several studies have attempted 

to use the JD-R model together with another theory to provide clear explanations 

for the processes involved in employee engagement. Saks and Gruman (2014), for 

example, tried to integrate the JD-R model with Kahn’s (1990) needs-satisfaction 

approach to develop a new model that they feel offers a better understanding of the 

process of employee engagement. Similarly, as acknowledged earlier, Bakker and 

Demerouti (2008) used the broaden-and-build (B&B) theory of positive emotions to 

explain why engaged employees work harder than their counterparts. Other studies 

(e.g. Salanova et al., 2010; Xanthopoulou et al., 2009) have used the Conservation 

of Resources theory (COR) to explain the motivational potential of resources in the 

JD-R model. Furthermore, the JD-R model has been revised in such a way that in 

now includes personal resources. Despite this, the revision of the JD-R model has 

not made it capable to explain the relationship between employee engagement and 

other organizational resources such as organizational support, organizational 

justice and rewards, all of which can be explained using the COR theory. In addition, 

the JD-R does not fully explain the relationship between work engagement and job 

attitudes. This suggests that by further integrating the COR theory and introducing 



48 
 

the B&B theory in the motivational process of the JD-R model is a crucial component 

can further our theoretical understanding of employee engagement.  

 

While the flexibility of the JD-R model makes it attractive to integration with other 

theories, it is wise to consider which theory is appropriate in advancing our 

theoretical understanding and answering key questions that exist in the engagement 

literature today. For instance, integrating the needs-satisfaction approach with the 

JD-R model as in Saks and Gruman (2014) appears to be a novel approach; 

however, it faces challenges when considering how employee engagement would 

be operationalized. As described in the literature review, these two approaches 

define employee engagement differently and an integrated approach requires a key 

assumption of one models (whether engagement is a state or a behaviour) to be 

rejected. Similarly, while the use of the COR theory is important, the JD-R model is 

basically an extension of this theory. This means that the focus should be on the 

specific aspects of the COR theory that the JD-R model has ignored, such as the 

existence and influence of organizational based resources on engagement. In 

addition, the B&B theory of positive emotions appears to provide a better fit for 

explaining other relationships that the theoretically based approaches cannot 

(Bakker & Demerouti, 2008). For example, the relationship between employee 

engagement and behavioural outcomes, as well as the relationship between job 

attitudes and employee engagement. As such, a further look into broaden-and-build 

theory of positive emotions is warranted. 

2.2.5. The broaden-and-build theory of positive emotions 

 

The broaden-and-build theory of positive emotions was developed by Barbara 

Fredrickson as a way to find the functionality of positive emotions which appeared 

not to fit in the specific emotional action tendency models that are prominent in 

emotional literature (Fredrickson B. L., 1998). She contended that positive emotions 

play an essential role in our survival. According to Fredrickson (1998; 2001), positive 

emotions such as joy, interest, contentment, pride and love have the ability to 

broaden people’s momentary thought-action repertoires and build their enduring 

personal resources that range from physical and intellectual resources to social and 

psychological resources  (Fredrickson, 2009 ; Salanova et al.,2010). Unlike the 

negative emotions of fear, anger and disgust that have specific urges such as 

escape, attack and expel respectively, positive emotions can lead to a broader and 
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more creative set of solutions within individuals (Fredrickson, 1998; 2009; Youssef-

Morgan & Bockorny, 2013). The building part of this theory stems from the idea that 

personal resources accrued during the state of positive emotions are durable and 

tend to outlast the transient emotional state that led to their acquisition (Fredrickson, 

2001; 2013). As seen in Figure 2.3, a continous cycle of positive emotions and 

resources can develop over time due to the outcomes of positive emotions being 

able to induce further positive emotions. In other words, an upward spiral of positive 

emotions is suggested in the B&B theory. 

 

Figure 2-3 

Broadening and Building of Positive Emotions 

 

 

 

 

 

 

 

 

 

Source: Adapted from Fredrickson (2013) 
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2.2.5.1 Positive emotions  

 

People experience many positive emotions in their daily lives, of which, however, 

ten appear to be most experienced (Fredrickson B. L., 2013). These emotions 

include joy, gratitude, contentment, interest, hope, pride, amusement, inspiration, 

awe and love. These emotions are explained in detail in table 2.4. 

 

Table 2.5 List of Positive Emotions 

Name of emotion Description of the emotion 

Joy  
 

This emotion occurs when one’s current circumstances present 
unexpected good fortune. This emotion promotes the urge to play. The 
resources acquired here include skills resulting from learning that playing 
prompts. 

Gratitude 
 

This emotion emerges when people acknowledge another person as the 
source of their unexpected good fortune. This emotion creates the urge 
to creatively consider new ways to be kind and generous. The durable 
resources accrued when people act on this urge are new skills for 
expressing kindness and care to others.   

Contentment Known as serenity, contentment emerges when people interpret their 
current circumstances as utterly cherished, right, or satisfying. People 
feel serenity, for instance, when they feel comfortable, at ease in, or at 
one with their situation. The durable resources created through savouring 
and integrating include a more refined and complex sense of oneself and 
of one’s priorities. 

Interest  This emotion arises in circumstances appraised as safe but offering 
novelty. Interest creates the urge to explore, learn and immerse oneself 
in the newness of things. This makes one become much more 
knowledgeable. This new-found knowledge becomes a durable resource. 

Hope Hope emerges as result of one fearing the worst yet yearning for the best 
outcome. It induces people to draw from their own capabilities. Durable 
resources it builds include optimism and resilience to adversity. 

Pride     Pride emerges when people take appropriate credit from some socially-
valued good outcome. Accomplishing an important goal is one-way 
people feel a sense of pride hence achievement motivation can be a 
durable resource resulting from pride. 

Amusement  This emotion occurs when people appraise their current circumstances 
as involving some sort on non-serious social incongruity. 

Inspiration  Inspiration arises when people witness human excellence in some 
manner. The durable resource it builds is the motivation for personal 
growth. 

Awe Awe emerges when people encounter goodness on a grand scale. The 
durable resources awe creates are new worldviews. 

Love Love arises when any other of the positive emotions is felt in the context 
of a safe, interpersonal connection or which appear to be the positive 
emotions people feel most frequently. 

 

Source: Fredrickson (2013) 
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2.2.5.2 The broaden-and-build theory and employee engagement 

 

The above positive emotions are likely to be experienced by people in different 

settings, including the working environment. In addition, some employees may 

experience these emotions more frequently than others. For example, due to 

various reasons, some employees in an organization may be more satisfied with 

their job than others. These employees with a positive attitude at work are more 

likely to experience frequent positive emotions, while those who are dissatisfied are 

likely not to. Through the lens of B&B theory of positive emotions it would mean that 

the experience positive emotions lead to the broadening of the cognitive functions 

of employees, making them able to better process information, acquire knowledge 

etc. and as such become more creative and innovative at work as compared to their 

colleagues. In addition, as these positive emotions build physical, social and 

psychological resource, these employees are likely to be more energetic as well as 

resilient in their work tasks and can meet seemingly difficult challenges due to the 

accumulated social support of co-workers or supervisors (Bakker & Demerouti, 

2008). In other words, positive emotions create the cognitive space, emotional 

safety, mental energy and resources necessary for employees to be engaged. In 

support of this, Salanova et al. (2008) found that positive emotions (individual and 

collective) enthusiasm, satisfaction, and comfort predicted work engagement and 

task engagement. Similarly, Schaufeli & Van Rhenen (2006) showed that work-

related positive affect partially mediated the relationship between job resources on 

the one hand, and work engagement and positive attitudes towards the organization 

on the other. Employees, who have a positive attitude towards a job, would feel 

enthusiasm, pride or joy while working, and are more likely to be interested in work 

leading them to a pervasive motivational state of energy, dedication, and total 

immersion in their work (Salanova et al. 2010).  

2.2.5.3 Empirical evidence for broaden-and-build theory of positive emotions  

 

Fredrickson and Branigan (2005) found that people experiencing emotions such as 

amusement (a higher activation state) and/or contentment (a lower activation state) 

showed broader scopes of attention and had more thought-action urges than those 

with no emotions. Furthermore, a study involving inducing joy to participants of an 
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experiment revealed that the joy induced lead to lower levels of own race bias in 

face recognition (Johnson & Fredrickson, 2005). All of these show the potential of 

positive emotions in broadening momentary thought-action repertories. 

Salanova et al. (2010) acknowledge that there are few studies supporting the 

essence of positive emotions building individuals enduring personal resources 

ranging from physical and intellectual resources to social and psychological 

resources. These few studies include; Xanthopoulou, Bakker, Demerouti, & 

Schaufeli, (2009b) the results of whose diary study showed that daily job resources 

generate positive emotional experiences in employees, which had an immediate 

effect on personal resources. Tsai, Chen, & Liu (2007), whose two longitudinal 

studies among insurance sales agents in Taiwan showed that positive moods (e.g., 

enthusiasm, excitement), predicted task performance through interpersonal (i.e., co-

worker helping and support) and personal (i.e., self-efficacy and task persistence) 

resources. Fredrickson, Cohn, Coffey, Pek , & Finkel (2008) conducted an 

experimental study which included the manipulation of positive emotional 

experiences. This study examined employees in a company subjected to positive 

emotions (those who attended a loving-kindness meditation workshop) versus 

employees who had no intervention. Findings showed that meditation practices 

increased daily experiences of positive emotions, which in turn produced gains in 

personal resources (in 8 weeks’ time) (Fredrickson et al., 2008). This meant that a 

causal relationship existed, where positive emotions over time led to increased 

levels of personal resources (Fredrickson et al., 2008). Consequently, these 

increments in personal resources predicted increased life satisfaction and reduced 

depressive symptoms, proving essential to employee well-being (Salanova et al., 

2010).  

In another longitudinal study done in a 5-week time interval, Fredrickson & Joiner 

(2002) found that positive affect and broad-minded coping were reciprocal to one 

another (Hence they have the potential of inducing one another). In this sense, when 

individuals experience positive emotions they are more likely to have a broader view 

of their problems, and this helps them come up with multiple potential solutions.  In 

a similar vein of continuity, when one finds multiple solutions to a problem, they are 

more likely to experience positive emotions. In addition, they found that positive 

affect and broad-minded coping serially enhanced one another (Fredrickson & 

Joiner, 2002). Thus, positive emotions initiated upward spirals toward emotional 

well-being (Salanova et al., 2010). Finally, Burns, et al. (2008) observed comparable 
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upward spiral relations between positive affect and the social resource of 

interpersonal trust (Salanova et al. 2010); all of these are depicted in Figure 2.3 

above. 

2.2.5.4 Critical reflection on the broaden-and-build theory of positive emotions 

 

Fredrickson’s broaden-and-build theory of positive emotions adds another 

dimension in examining the relationship that employee engagement has with 

resources and job attitudes. Positive emotions can directly stimulate employee 

engagement through the broadening function or can develop resources that over 

time attribute to employee engagement. The theory is useful when employee 

engagement is conceptualized as a persistent positive state of mind, as emotions 

appear to broaden the state of mind of an individual and not individual behaviour. 

This indicates that the B&B theory and the JD-R model are applicable in examining 

the same type of engagement. When the JD-R model and the B&B theory are used 

together, issues as to why engaged employees work harder than their counterparts 

as well as the positive outcomes of employee engagement have a theoretical basis 

for an empirical test (Bakker & Demerouti, 2008). 

2.3 Summary of theoretical frameworks 

 

The discussion above looked at the main theoretical approaches used when 

researching the mechanisms involved in employee engagement. The recurring 

theme within these approaches is that employee engagement whether it was viewed 

as personal, work, job or organizational, is something that has positive bearings to 

both the organization and the individual employee. In addition, what connects all 

these different approaches is the essence of energy, enthusiasm and pleasure that 

is accompanied by employees being engaged. It is expected that an individual 

employee who is willing to invest their whole selves into a role does so not because 

they are forced to but because they are experiencing positive emotions. The high 

levels of energy exerted by employees who are engaged are a result of them being 

happy at work. Thus, even though some approaches may not directly state it, 

employee engagement is highly tied to the experience of positive emotions at work.  

For instance, the affective shift model (see Bledow et al., 2011) primarily depends 

on the change from negative to positive emotions for employee engagement to 
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emerge. Similarly, the B&B theory, in conjunction with the JD-R model as used in 

Bakker & Demerouti (2008), indicates just how important positive emotions are in 

the relationship between employee engagement and other constructs of well-being. 

It is through the experience of positive emotions that engaged employees tend to 

be healthier, and therefore work harder than their counterparts. Studies such as 

Saks (2006) that have conceptually described employee engagement as a 

behaviour, do not directly state the role of positive emotions in the process of 

employee engagement but do acknowledge that in order to be engaged, employees 

must be emotionally available at work and express the “preferred self” in their work 

roles, which could imply that during engagement, employees have positive 

emotional experiences (May et al., 2004; Kahn, 1990; Rich et al., 2010; Saks, 2006).   

While the experience of positive emotions seems implied in these approaches, the 

review does indicate that employee engagement as a state seems to fit even better 

when taking positive emotions into account. One reason has to do with the 

theoretical framework associated with conceptualizing engagement as a state such 

as the JD-R model and more recently the B&B theory of positive emotions. These 

approaches do not have conflicting explanations of how engagement is fostered, 

since they stay consistent with the idea that engagement is a positive emotional 

process for the employee, which is not always the case with other theories. This is 

even more evident when we compare them to the social exchange theory. When 

the idea of indebtedness in the social exchange theory is considered, employee 

engagement becomes an obligatory reaction psychologically forced upon 

employees who received resources from their organization (Saks, 2006). In this 

view, becoming engaged may be a stress-inducing experience instead of a positive 

experience. Thus, this approach is at odds with what the core idea of the concept of 

employee engagement appears to be. 

Finally, despite the different theoretical approaches, there is a constant theme of 

several factors that appear to influence employee engagement. Job characteristics, 

organizational support, rewards, fairness and personal resources have been 

indicated in all the theoretical and empirical studies (Kahn, 1990; Maslach et al., 

2001; May et al., 2004; Rich et al., 2010 Saks, 2006; Schaufeli & Bakker, 2004). 

These items identified in other studies reflect the job and personal resources 

described in the job demands-resources model. This indicates that the JD-R model 

could provide an explanation for the different theoretical frameworks used in 

engagement literature, except for the affective shift model which considers emotions 
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in the process of employee engagement. With positive emotional experiences being 

part of the employee engagement concept, the inclusion of the B&B theory of 

positive emotions completes a comprehensive model that accounts for all the 

potential relationships surrounding employee engagement. 

Figure 2-4  

Current study’s conceptual framework 

 

 

2.4 Antecedents to employee engagement  

 

The increase in the popularity of employee engagement research has seen the 

establishment of a long list of antecedents of employee engagement (Bakker & 

Demerouti, 2008). Despite the long list, these antecedents seem to fall into the 

categories provided in the Kahn (1990), who indicates the psychological conditions 

of employee engagement and Maslach et al. (2001) and the six work life factors. 

Interestingly, the items identified in these approaches fall into the job demands- 

resources model. As previously shown, (see Table 2.1) the main psychological 

conditions for employee engagement can be influenced by the job characteristics 

(task significance, role etc.), support within organizations (group dynamics, 

interpersonal relationships, rewards etc.), and the personal resources (self-belief 

and confidence as well as physical, emotional energies etc.). Similarly, the six work 

life factors of workload, control, rewards and recognition, community and social 

support, perceived fairness, and values tend to fit in the job characteristics 

(workload, control), organizational support (community, social support and rewards) 
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and organizational justice (perceived fairness). These various antecedents were 

assessed to have been of interest in various academic studies (e.g. May et al. 2004; 

Rich et al., 2010; Saks, 2006), and have been found to be positively associated with 

employee engagement. The above antecedents fit in the job demands-resources 

model that includes the work associated antecedents to job resources and the 

person associated antecedents as personal resources. Support for these 

antecedents is found in Christian et al. (2011) who tested and found that job 

characteristics, leadership and dispositional characteristics are distal antecedents 

to employee engagement. Apart from these antecedents, other antecedents 

identified in engagement studies include job satisfaction and affective commitment 

(Rayton & Yalabik, 2014; Simpson, 2009; Yalabik et al., 2013), and these appear to 

be supported in the sense that while engagement is a more active state, satisfaction 

reflects a satiation, a passive construct and thus is more likely for one to move from 

a state of satiation to a state of activation, i.e. from satisfaction to engagement 

(Rayton & Yalabik, 2014). While this appears logical, there is still a need for a theory 

to provide a link for the relationship between these job attitudes and employee 

engagement. The need is evidenced when examining other studies in employee 

engagement (e.g. Schaufeli & Bakker, 2004; Saks, 2006) that suggest that attitudes 

such as satisfaction and commitment are outcomes of employee engagement. The 

broaden-and-build theory of positive emotions offers the theoretical link as to why 

job satisfaction and affective commitment are antecedents to employee 

engagement. The following is a discussion of the antecedents of employee 

engagement using the COR theory, the JD-R model and the B&B theory of positive 

emotions as depicted in Figure 2.4. 

 

2.4.1 Resources 

Resources can either result from the job itself, “job resources”, or from the 

personality of the individual “personal resource”. These resources reflect anything 

that could enable the employee to either: reduce job demands and the associated 

physiological and psychological costs; have an opportunity for learning and growth; 

or achieve their objectives at work. For example, when the job is designed in a 

manner that an employee is given tasks that fit with their skills and is also given 

clear instructions regarding the goals to be achieved, then the employee is likely to 

feel that they could achieve their goals easily and without feeling stressed. In this 
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case, the job characteristics would be resourceful, since they have reduced the 

psychological costs associated with the demands of the job. Similarly, if an 

employee feels that the organization offers equal opportunities to everyone in issues 

such as career advancement or other forms or rewards, then employees would be 

more likely to work harder and not be stressed of being treated unfairly when it came 

to be being promoted for their efforts at work. Therefore, the presence of fairness or 

justice within the organization can reduce the otherwise unnecessary psychological 

strain at work. In addition, when employees receive support from their organizations 

such as having access to the tools that enhance their ability to work, they will have 

less physiological and psychological issues with work tasks and will achieve their 

objectives quicker. Thus, organization justice and organizational support are also 

resourceful to employees. The examples of resources fit the description of “job 

resources”, as they reflect those resources tied to the situations associated with the 

job. When personal aspects within the individual employees enable them to 

influence their situation and allow them to be successful in their work environment, 

then these are regarded as “personal resources”. “Personal resources” refer to what 

the employees bring in to their work role that enables them to cope with the job 

demands and achieve their goals. When an employee is intrinsically motivated to 

do their job, then this makes them more likely to achieve their objective as they are 

driven by their own desire to achieve the outcome. Similarly, when one feels that 

they can do certain tasks, then they are more likely to affect their situation to get the 

best possible outcome. To date, the main forms of job resources appear to be the 

characteristics of a job, the support associated with the job, and the justice and 

rewards offered in the organization with respect to the job (Kahn, 1990; Maslach et 

al., 2001; May et al., 2004; Rich et al., 2010; Saks, 2006; Schaufeli et al., 2002; 

Schaufeli & Bakker, 2004).  

Personal resources on the other hand have appeared to be more specific. Thus, 

personal resources in engagement research have included self-efficacy, optimism, 

and organization-based self-esteem (Bakker & Demerouti, 2008; Bakker & 

Demerouti, 2014; Schaufeli, 2013; Schaufeli & Taris,  2014).  A close examination 

of these personal resources indicates that they are closely related to Lawler & Hall 

(1970)’s conception of intrinsic motivation. Despite Hakanen et al. (2006) suggesting 

that more work should be done to assess the resourceful nature of intrinsic 

motivation in engagement research, rarely has this been done, with intrinsic 

motivation only being mentioned as a personal resource in a long list of personal 
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resource in Schaufeli and Taris (2014). The following is a detailed review of the key 

resources mentioned and implied in the employee engagement literature. 

 

2.4.1.1 Resourceful nature job design 

 

Torrington, Hall, Taylor, & Atkinson (2011, p.84) define “job design as the process 

of putting together a range of tasks, duties and responsibilities to create a composite 

for individuals to undertake in their work and to regard as their own. It is crucial: not 

only is it the basis of individual satisfaction and achievement at work, it is necessary 

to get the job done efficiently, economically, reliably and safely”. History shows that 

ever since the existences of jobs, there have been debates on the best way a job 

should be designed (Truss, et al., 2014). To date, the behavioural approach to job 

design is highly linked to generating the best outcome from employees. The human 

relations movement in the mid-20th century prompted the behavioural approach to 

job design (Slack, Jones, & Johnston, 2013; Truss et al., 2014).  

This approach recognises that individual motivational needs should be considered 

in the job design. These motivational needs could lead to positive behaviours in the 

organization (Slack et al., 2013; Truss et al., 2014). One prominent study is that by 

Hackman and Oldham (1980), who developed the job characteristics model (JCM). 

Their JCM was based on the on the belief that a task in itself is key to employee 

motivation (Hackman & Oldman, 1980). The model specifies conditions under which 

individuals will become internally motivated to perform effectively on their jobs. The 

model focused on the interaction among three classes of variables: (a) the 

psychological states of employees that must be present for internally motivated work 

behaviour to develop; (b) the characteristics of jobs that can create these 

psychological states; and (c) the attributes of individuals that determine how 

positively a person will respond to a complex and challenging job (Hackman & 

Oldman, 1980, p. 250).  

The model specified 5 job characteristics directly associated with an employee’s 

work setting that have motivational consequences. These job characteristics are 

skill variety, task identity, task significance, autonomy, and feedback. These 

characteristics affect three psychological states of experienced meaningfulness, 

experienced responsibility for outcomes and knowledge of the actual results; which 
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in turn will influence motivational aspects of a job such as job satisfaction, 

absenteeism and work motivation (Hackman & Oldman 1980; Slack et al., 2013).  

The JCM model specified that these job charactersitics have different influences on 

the psychological experiences necessary for employee motivation. First, the 

experience of meaningfulness depends on the combination of  i) Skill variety, which 

refers to the degree to which a job requires various activities, requiring the worker 

to develop a variety of skills and talents. Job holders can experience more 

meaningfulness in jobs that require several different skills and abilities than when 

the jobs are elementary and routine ii) Task Identity, which refers to the degree to 

which the job requires the jobholders to identify and complete a work piece with a 

visible outcome. Workers experience more meaningfulness in a job when they are 

involved in the entire process rather than just being responsible for a part of the 

work and iii) Task Significance, which refers to the degree to which the job affects 

other people’s lives. The influence can be either in the immediate organization or in 

the external environment. Employees feel more meaningfulness in a job that 

substantially improves either the psychological or physical well-being of others than 

a job that has limited effect on anyone else (Hackman & Oldham, 1980). Second, 

the experience of personal responsibility for work outcomes depends on autonomy.  

Autonomy is the degree to which the job provides substantial freedom, 

independence, and discretion to the individual in scheduling the work and in 

determining the procedures to be used in carrying it out.  A job with high autonomy 

means that the outcomes depend on the individual's own efforts, initiatives, and 

decisions rather than on the adequacy of instructions from the boss or on a manual 

of job procedures. In such circumstances, the individual should feel strong personal 

responsibility for the success and failures that occur on the job. Finally, knowledge 

of results is dependent on feedback. Feedback is defined as the degree to which 

carrying out the work activities required by the job results in the individual obtaining 

direct and clear information regarding the effectiveness of his or her performance. 
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Figure 2-5  

Behavioural approaches to job design 

 

(Hackman & Oldham, 1980) 

 

As indicated above in Figure 2.5, job characteristics are relevant when it comes to 

motivating employees at work.  In a sense, job characteristics that result from a well-

designed job act as a resource for employees. With reference to the Job demands-

resources model, resources have the motivational potential to induce employee 

engagement (Bakker & Demerouti, 2008). This indicates that job characteristics and 

employee engagement can be positively associated with one another.  
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2.4.1.2 Resourceful nature of organizational support  

According to the organizational support theory (OST), employees develop a general 

perception concerning the extent to which the organization values their contributions 

and cares about their well-being (Eisenberger, Huntington, Hutchison, & Sowa, 

1986; Eisenberger, Armeli , Rexwinkel, Lynch, & Rhoades, 2001). These 

perceptions are refered to as perceived organizational support (POS). Employees 

make their judgement by evaluating the readiness of their organizations in rewarding 

increased efforts. Rhoades & Eisenberger (2002) established that there are various 

antecedents as well as outcomes of perceived organizational support. They include 

fairness, favourableness of organizational rewards and job conditions such as 

training and autonomy and supervisory support. Demographics and personal 

characteristics have also been found to have a weak relationship with POS. Saks 

(2006) stipulates that when the employee sees that the organization cares for their 

well being, such as giving them days off when they are having personal problems 

or provide frequent consultations on how they can improve other parts of their lives, 

they develop higher levels of perceived organizational support and vice versa. 

Studies have also shown that POS has a close relationship with outcomes such as 

commitment, performance, citizenship behaviour, withdrawal behaviour, work 

related affect and strain (Riggle, Edmonson, & Hansen, 2000; Baran, Shanock, & 

Miller, 2012).  

Earlier discussions indicated that various types of support act as resources for 

employees at work. For example, when employees get help from their colleagues 

or from their supervisor, it helps deal with various demands, and is likely to motivate 

them at work. While there are different avenues of support in an organization, 

employees tend to view an organization as having a personality or human like 

characteristics (Eisenberger et al., 1986). While an action may be done by an agent 

of an organization, it is often viewed by others as an indication of the organization’s 

intent rather than attributed solely to the agents’ personal motives (Rhoades & 

Eisenberger, 2002). Thus, while studies have assessed several social resources 

(support from colleagues, supervisory support), perceived organizational support 

can act as an umbrella for various forms of support in the organization. The 

resourceful nature of perceived organizational support is likely to induce employee 

engagement. For instance, Saks (2006) found that perceived organizational support 

and not supervisory support predicted both job engagement and organizational 
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engagement. When people perceive that their organization cares about their well 

being and values their individual goals, then they are likely to feel a return on the 

investment in the work they do. This can lead to finding meaning at work, all of which 

are related to having positive emotions at work. This positive experience can lead 

employees to experience the vigour, dedication and absorption dimensions of 

engagement.  

 

To date, while numerous studies have concentrated on social support and employee 

engagement, there have been fewer studies that have investigated the relationship 

between POS and work engagement. One recent study showed that not only were 

POS and employee engagement positively associated, but also suggested that POS 

moderates the relationship between employee engagement and turnover intentions 

and deviant behaviour towards an organization (Shantz, Alfes, & Latham, 2016). 

The authors of this study do acknowledge that prior reseach identified POS as an 

antecedent to employee engagement. In addition, in justifying the moderating effect 

of POS on employee engagement, Alfes, Shantz, Truss and Soane (2013) cite 

Baron and Kenny (1986) who explain that a variable can be treated as either a 

mediator or a moderator depending on the theoretical framework. This justification 

was an attempt to overcome the more logical explanation that POS is an antecedent 

to employee engagement. As with many studies (Inoue , et al., 2010 ; Kinnunen, 

Feldt, & Makikangas, 2008; Saks, 2006; Saks & Gruman, 2018; Wang, Liu, Zou, 

Hao, & Wu, 2017), the existence of resource-based theories does support 

organizational resources such as POS and organizational justice being antecedents 

to employee engagegement   Thus this study is supported in viewing POS as an 

antecedent to employee engagement though the resource-based theories.  

2.4.1.3 Resource nature of organizational justice  

 

Greenberg (1987) describes organizational justice as persons’ perception and 

reaction to the fairness towards the organization. It reflects how an employee judges 

the behaviour of the organization and the attitudes and behaviours of this employee 

resulting from their judgment. For example, the act of firing several employees in an 

organization may be perceived as an injustice by the remaining employees and 

could result in changes of their attitudes and a drop in their performance.  
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The concept of organizational justice stems from and uses organizational justice 

theories such as the equity theory (Adams, 1965), procedural justice theory 

(Thibault & Walker, 1975) , justice judgment theory, allocation preference theory 

(Leventhal, Karuza, & Fry, 1980) to offer explanations in a work setting (Greenberg, 

1987). Out of these theories, the equity theory was originally tested in an 

organizational work setting, whereas others emanated from a legal perspective 

(Greenberg, 1987). Judgments of equity and inequity in an organization are derived 

from comparisons between one’s self and others based on inputs and outcomes 

(Adam, 1963;1965). Inputs refer to what a person perceives to contribute (e.g., 

knowledge and effort), while outcomes are what an individual perceives to get out 

of an exchange relationship (e.g., pay and recognition) (Adams, 1963). Comparison 

points against which these inputs and outcomes are judged may be internal (one’s 

self at an earlier time) or external (other individuals).  

In addition, justice decisions are considered to be both morally and ethically right, 

which can be linked to religion, ethics, equity, and law. Justice or fairness in 

organizations may include issues associated with perceptions of fairness in pay, 

equal opportunities for promotion and employee selection processes (Tabibnia, 

Satpute, & Lieberman, 2008). In organizations, the sense of fairness is important to 

the morale and participation of the individuals to their work (Cropanzano & Randall, 

1993; Folger & Konovsky , 1989; McFarlin & Sweeney, 1992). Fairness 

communicates respect and confirms people’s self-worth. Mutual respect between 

people is central to a shared sense of community (Maslach et al., 2001). The 

experience of unfair treatment is emotionally upsetting and exhausting and fuels a 

deep sense of cynicism about the workplace (Maslach et al., 2001). Organizational 

justice is directly related to the workplace as it describes the role of fairness. 

Particularly, it is linked with the way in which employees determine whether they 

have been treated fairly or not (Moorman, 1991).  

Colquitt, Conlon, Wesson, Porter, & Ng, (2001) point out that in organizational 

settings the perceptions of fairness are largely focused around the following 

decisions: i) The fairness of the allocation (distribution) of outcome and ii) the 

fairness of the procedures used to determine the allocation (distribution) of outcome. 

The above forms of justice refer to distributive justice (Adams, 1965; Deutsch, 1975; 

Homans, 1961; Leventhal, 1980) and procedural justice (Leventhal, 1980; 

Leventhal, Karuza, & Fry, 1980; Thibaut & Walker, 1975) respectively. Elanain 

(2010) has suggested that enhancing organizational justice results in improved 
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outcomes from employees and therefore organizational managers use distributive 

and procedural justice to improve employees’ job satisfaction and organizational 

commitment which will help reduce employees’ turnover intention.  

Distributive justice is concerned with the perceived fairness to the reward people 

are given for their work in relation to others in the same organization (Colquitt et al. 

2001). The equity theory in Adam (1963; 1965) drew on earlier work by Homans 

(1961) which showed that individuals made comparisons of the output they received 

as a result of the input they contributed to the outputs others received with the inputs 

they had contributed to the organization. The inputs are what employees have 

invested into their job and outputs are what they received in return for their inputs 

(McFarlin & Sweeney, 1992). Adam (1963) argues that the equity theory can be 

used to explain various employee behaviours caused by perceptions of unfairness. 

In this sense, the comparisons made by employees had an effect on how they 

reacted towards certain elements of their work. If the input-output ratios appear the 

same to the employee making these comparisons, then the individual feels a sense 

of equity. At the same time, however, when evaluations of employee performances 

or promotions are not handled properly, an employee may perceive lack of fairness 

from the organization (Deutsch, 1975; Leventhal, 1976). Fairness can therefore 

promote positive job attitudes and behaviour in organizations (Colquitt, Lupines, 

Piccolo, Zapata, & Rich, 2012). This means that personal outcomes, such as the 

general job satisfaction or satisfaction with pay can be predicted by distributive 

justice (Skarlicki & Folger, 1997; Wood & West, 2010). Regarding behaviour, 

organizational citizenship behavior is lower in those who had higher levels of 

perceived unfairness  (Cohen-Charash & Spector, 2001; Karriker & Williams, 2009).  

Procedural justice refers to the perception of fairness in relation to the systems that 

are used to distribute rewards, i.e. the fairness of the processes that lead to 

outcomes (Leventhal, 1980; Lind & Tyler, 1988). Initial studies of justice were 

centred along the realm of the allocation of outcomes, i.e. distributive justice, and 

not so much into the process involved. Thibaut and Walker (1975) coined the term 

procedural justice to describe a series of studies on the fairness of the decision-

making process. Focusing on legal proceedings, they argued that procedures were 

viewed as fair when disputants possessed process control, meaning that they could 

voice their concerns to influence the decision outcome. Leventhal (1980) widened 

the notion of procedural justice by including elements of resource allocation 

decisions. When individuals feel that they have in one way or another been given 
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the opportunity to be involved in the process that determines what they are to 

receive for their input or rather that the process that leads to the outcomes received 

is consistent, ethical, accurate and free from bias, then the criterion of procedural 

bias is met (Leventhal, 1980). Kim & Mauborgne (1998) studied procedural justice 

and its impact on the feelings of people when strategic decisions are taken. 

According to them, when decision-making processes are perceived to be fair, 

employees show high levels of voluntary cooperation based on commitment and 

trust. On the other hand, when employee perceive that the processes in the 

organization are unfair, they tend to show resistance in executing strategic decisions 

and refuse to cooperate in the organization. There are a few studies on distributive 

and procedural justice done as rather laboratory experiments. These studies 

include; Greenberg (1987), Folger and Konovsky (1989) McFarlin and Sweeney 

(1992), and Skarlicki and Folger (1997). A research by Greenberg (1987) was 

carried out in which distributive (pay level) and procedural dimensions of justice 

(determination of pay level) were manipulated while subjects worked on a task. 

Subjects perceived high pay levels as fair irrespective of the procedures but 

accepted low pay levels as fair only when procedures were used fairly (McFarlin & 

Sweeney, 1992). 

Furthermore, Skarlicki and Folger (1997) identified one form of procedural justice 

which is known as the fairness of a company's formal procedures. McFarlin and 

Sweeney (1992) determined that procedural justice in an organization is related to 

evaluating trust and commitment in the supervisor and that procedures are more 

important in predicting outcomes than distributive justice. Folger and Konovsky 

(1989) determined that procedural justice strongly affects the attitudes towards an 

institution or authority rather than a specific outcome. All these studies suggest that 

employees who feel that the procedures involved in receiving their rewards is fair 

then they invest more inputs into their work. 

While studies associated with justice have existed in the work setting context (e.g. 

Adam, 1963), to date there are few studies that have associated organizational 

justice with employee engagement (Crawford et al., 2013). Once an employee 

perceives that justice is prevalent in their organization, they are likely to feel safer in 

their work environment and about the manner they will be treated in different 

situations. Thus, instead of feeling stressed while at work (because of injustice), 

they are likely to feel positive about their work and their organization. These positive 
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feelings have motivational potential. In other words, they could lead to higher 

employee engagement levels. 

 

2.4.1.4 Resourceful nature of rewards  

 

According to Woods and West (2010) rewards generally refer to anything that is 

given for the recognition of an achievement. It can also be defined as something 

given or received in return for a service (Bowen, 2002). While it is a legal obligation 

for monetary rewards (pay) to be provided to the employee by the employer, reward 

entails more than money. One of the common distinctions of rewards is whether 

they are intrinsic or extrinsic. Intrinsic rewards refer to the satisfaction that a person 

derives from doing the job, while extrinsic rewards are the tangible benefits obtained 

because of doing the job (Porter & Lawler, 1968). With these definitions, intrinsic 

rewards are more reflective of intrinsic motivation (which is discussed in the 

following section). When an employee does well and receives money for that 

performance, then they have been rewarded. They may also be promoted to a more 

senior position which may entail that the organization has recognised and rewarded 

the contribution that the employee has made to the organization. Thus, being 

promoted reflects both aspects of monetary or financial gains as well as non-

monetary elements of being recognized, respected by members in the organization 

(Bakker & Demerouti, 2007; Saks 2006). Maslach et al. (2001) identify rewards as 

an important resource in motivating people at work to be energetic and dedicated to 

their work. Accordingly, the importance of rewards in the work settings is alliterated 

in the effort-reward imbalance model (Siegrist, 1996). This model claims that when 

an individual, such as an employee exerts effort at work, then the effort needs to be 

reciprocated by some form of reward, such as in the form of salary, esteem reward, 

and promotion prospects, job security of salary, esteem reward, and promotion 

prospects, job security and status consistency (Bakker & Demerouti, 2007). The 

failure to offer these rewards can lead to employees becoming stressed and other 

negative consequences such as cardiovascular risks may occur. Since resources 

reduce the psychological stress associated with job demands, the ability of rewards 

to reduce stress qualifies a resource. 
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2.4.1.5 Resourceful nature of intrinsic motivation  

 

Experimental studies of the behaviour of animals were the first to observe that 

organisms could engage in playful or curiosity-driven behaviour in the absence of 

any reward or reinforcement (Ryan & Deci, 2000). The motives for such behaviours 

seemed to be based on the positive experiences associated with exercising and 

extending one’s capacity (Ryan & Deci, 2000). Human beings have different motives 

for engaging in different behaviours, and one of these is doing an activity to 

experience the pleasure and satisfaction inherent in the activity  (Deci , Connell , & 

Ryan, 1989; Vallerand, 1997). This form of drive to act for the sake of the activity 

has been referred to as intrinsic motivation (Ryan & Deci, 2000; Van Yperen & 

Hagedoorn, 2003). Intrinsic motivation is defined as “the doing of an activity for its 

inherent satisfaction rather than for some separable consequence. When 

intrinsically motivated, a person is moved to act for the fun or challenge entailed 

rather than because of external products, pressures or reward “(Ryan & Deci, 2000 

p.56).  The essence of an individual to be drawn to act in a certain way because of 

the outcome of that behaviour makes intrinsic motivation different from internal 

motivation. Internal motivation is where one may convince oneself that when the 

work is hard, they are likely to achieve their dream. In this instance, there is an 

internal drive pushing towards an external outcome. Intrinsic motivation is when one 

works hard because they enjoy working hard without thinking or being driven by an 

external oriented drive (Babakus, Yavas, & Karatepe, 2008). In a work setting, 

intrinsic motivation reflects an employee’s feeling of challenge or competence 

derived from performing a job (Keaveney, 1992, in Babakus, Yavas & Karatepe, 

2008). Intrinsically motivated employees seek enjoyment and self-expression in 

their tasks (Babakus et al. 2008, p. 390). In addition, as intrinsic motivation is an 

aspect of the self that pushes one towards actions that enable them to achieve a 

certain goal, then intrinsic motivation qualifies as a personal resource (Babakus, 

Yavas & Karatepe, 2008). Several studies have investigated personal resources 

such as organizational based self-esteem, optimism and resilience, and have found 

them to positively relate to employee engagement. Intrinsic motivation, as assessed 

in Lawler and Hall (1970), reflects a variety of elements associated with these 

personal resources. This strengthens the argument of intrinsic motivation being 

included as a personal resource (Babakus et al., 2008). Along with multiple other 
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items, intrinsic motivation was included in Schaufeli and Taris (2014) as one form of 

a personal resource.  

 

2.4.2 Job attitudes 

 

Job attitudes are one of the oldest, influential and most studied constructs in 

organization studies (Judge & Kammeyer-Mueller, Job attitudes, 2012, p. 342). In 

general, job attitudes refer to evaluations of one’s job that express one’s feelings 

toward, beliefs about and attachment to one’s job (Judge & Kammeyer-Mueller, 

2012). The definition of job attitudes shows that there are affective and cognitive 

components associated together (Judge  & Kammeyer-Mueller, 2012). While 

architecturally separate, the feeling and thinking parts of the brain are inexplicably 

liked in operation (Adolphs & Damasio, 2001). In this sense, cognition relies on input 

in the form of emption, making cognition and emotions interwoven in people’s 

psychological functioning (Judge & Kammeyer-Mueller, 2012) Job attitudes have 

been highly linked to positive behaviour in organizations. When employees possess 

positive attitudes at work, they are likely to act in behaviours that are reflective of 

their approval of the situation at work. As such, positive attitudes have been linked 

to organizational citizenship behavior, reduced absenteeism, reduced turnover 

intentions etc. As indicated in the current study’s conceptual framework (Figure 2.4), 

job attitudes are also an integral part as antecedents to employee engagement. As 

explained earlier, the main theoretical premise for their inclusion comes from the 

B&B theory of positive emotions. The specific job attitudes included in the model are 

discussed below. 

 

2.4.2.1 Job satisfaction  

 

Job satisfaction is the most widely researched work related attitude in industrial and 

organizational psychology (Judge & Church, 2000; Judge & Kammeyer-Mueller, 

2012). The concept of job satisfaction has been defined in many ways. Brief (1998) 

takes the view that job satisfaction is a general attitude towards a job or a specific 

dimension of a job, consequently defining job satisfaction as “an internal state which 

is expressed through affective and/or cognitive evaluations of a job experience with 

some degree of approval or disapproval” (p. 86). This view is also supported by 
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other authors (e.g. Hodson, 1991; McCloskey & McCain, 1988). Job satisfaction is 

seen as a judgement of the favourability of the work environment (Motowidlo, 1996). 

It is the extent to which people like or dislike their jobs (Spector, 1997, p. 2); hence 

a favourable attitude that an employee holds  towards his or her job (Arnold & 

Feldman, 1986) 

Job satisfaction is an evaluation of an emotional state which results from both what 

an employee feels (affect) about his/her job and what he/she thinks (cognition) about 

the various aspects of his/her job (Weiss, 2002). Judge and Kammeyer-Mueller 

(2012) point out that while there are many definitions the most-used definition of job 

satisfaction in organizational research is that of Locke (1976 ), who described job 

satisfaction as "a pleasurable or positive emotional state resulting from the appraisal 

of one's job or job experiences" (p. 1304). Thus, job satisfaction encompasses the 

emotional reaction of an individual to a job that results from the evaluation of the 

work situation (Mottaz, 1988). This state expresses the contentment with and 

positive feelings towards one’s job (Judge & Kammeyer-Mueller, 2012). This entails 

that job satisfaction has both cognitive (contentment) as well as affect (positive 

emotional) components. Though these components are distinguishable, Adolphs 

and Damasio (2001) show that the thinking and feeling parts of the brain, although 

separable in architecture, are inextricably linked in operation (Judge & Kammeyer-

Mueller, 2012). Emotions serve as an input for higher levels of cognition, indicating 

that cognition and emotion are interwoven in human psychological functioning 

(Judge & Kammeyer-Mueller, 2012). Judge and Kammeyer-Mueller (2012) see that 

in work settings, overall or global satisfaction results from the process of evaluating 

the various facets in the job. Spector (1997) stipulates that job satisfaction can be 

reflective of the overall job situation or focused on the facets of a job i.e job 

satisfaction becomes a constellation of individual attitudes towards various aspects 

of the job (Lee,  2012).  

In general, the consesus is that job satisfaction reflects an employee’s feelings and 

beliefs, and develops through cognitive and affective reactions to the job itself and 

its dimensions (Locke 1976; Organ & Near, 1985; Judge & Ilies, 2004; Rich et al. 

2010). 

In an attempt to explain satisfaction, Herzberg, Mausner, & Snyderman, (1959) 

developed Herzberg’s two factor theory. According to Herzberg et al. (1959) 

satisfaction and dissatisfaction are not measured on the same scale, rather, two 
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distinct attributes that must be measured independently from one another. They are 

not at opposite ends of the same continuum (Herzberg et al., 1959). This meant that 

when an employee indicates that they are not satisfied, it does not mean they are 

dissatisfied, as satisfaction and dissatisfaction come about due to completely 

distinct variables (Robbins, Judge, & Hasham, 2012). The two-factor theory has 

been widely tested and, in this view, intrinsic factors have been associated with 

motivation and can be referred to as motivators or satisfiers, while extrinsic factors 

are associated with employees being neutral or dissatisfied and are referred to as 

Hygiene factors. Thus, achievement, recognition, advancement, growth, and the 

nature of the job itself are typical examples of motivators. The salary that an 

employee receives, the relationship an employee has with his/her peers or/and 

boss, the policies of his/her organization, the working conditions and even the way 

they are supervised are typical examples of hygiene factors (Robins et al., 2012).  

 

The model implied that job enlargement was central to organizations, and therefore 

Herzberg suggested that a job should be designed such that it provides sufficient 

challenge to an employee that will inevitably lead them to use their full skills and 

abilities. Those employees who show higher levels of skills should be given 

increased responsibilities, and if the job cannot accommodate employee skills, 

organizations should consider automating the task or replacing the employee with 

another less skilled employee. The bottom-line is that motivation will not occur to an 

individual who is not given the opportunity to use the full scale of their abilities.  

Though widely used, there have been criticisms of the two-factor nature of the 

model. While some have pointed to the methodological related aspects of the 

research that has elicited the two separate dimensions of job satisfaction and 

dissatisfaction, others have pointed to other experiments that have failed to replicate 

the findings of the model (Hinrichs & Mischkind, 1967; Dunnette, Campbell, & Hakel, 

1967). In addition, the model has not considered the potential effect of individual 

differences on their reported satisfaction or dissatisfaction. Individual personality 

traits seem to influence how satisfied an employee can be and vice versa, but the 

model under no circumstance deals with this reality. Finally, while plausible at first 

glance, it is not necessarily accurate to conclude that job satisfaction leads to higher 

productivity, despite the model’s suggesting that. There are employees who are 

satisfied yet do not deliver higher performances in their work. 
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Locke (1976) developed the range of affect theory; one of the most frequently used 

theories in explaining job satisfaction in organizations. The theory rested on the 

propositions that responses of an affective evaluation reflect two judgments, i) the 

discrepancy between what the individual wants and what he/she perceive 

himself/herself to be getting, and ii) the importance of what is wanted by the 

individual. It also proposed that the level of satisfaction was influenced by the 

interaction of have–want discrepancy and importance (Locke, 1976). This means 

that the difference between what an employee gets from their job and what the 

employee wants from a job is the main determinant of job satisfaction. In addition, it 

also means that the level of satisfaction for an item is determined not only by the 

have–want discrepancy, but also by the importance of that item (Yao & Wu, 2006). 

Given the amount of discrepancy in the employee’s expectation and actual situation, 

then the items with high personal importance could produce a wide variety of 

affective reactions, ranging from great satisfaction to great dissatisfaction. In 

contrast, items with low personal importance produce a restricted affective reaction 

to the neutral point of the satisfaction–dissatisfaction dimension. The closer the 

wants of the employee are to what they are getting from their job, the higher the 

levels of employee satisfaction. Unlike the two-factor theory, there is no separation 

of satisfaction and dissatisfaction factors. The extent to which an employee values 

a certain facet of their job, such as getting feedback or having freedom at work, 

intensifies the satisfaction or dissatisfaction of that employee when the expectation 

is either met or not. Due to personal differences, employees may value different 

facets of the job differently and therefore satisfaction of employees may differ even 

when subjected to similar conditions and expectations. For example, if an employee 

strongly values getting feedback from their work they will be highly satisfied if their 

work meets this condition or dissatisfied if their work does not meet this condition. 

In contrast, if another employee does not care whether they get feedback from their 

work, then it will not make a huge impact on to their satisfaction whether the 

expectation is met or not.  

 

2.4.2.2 Organizational commitment 

Over the years, there have been various definitions of organizational commitment.  

Porter, Steers, & Mowday (1974) defined it as the extent to which employees identify 

with and are involved with their work organizations. Organizational commitment can 
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be viewed as a multidimensional concept embracing an employee’s desire to remain 

in an organization, a willingness to exert effort on its behalf, and a belief in and 

acceptance of the values and goals of the organization (Mowday, Steers , & Porter, 

1979). Allen & Meyer (1996) defined organizational commitment as participation in, 

a sense of belonging to, and an emotional attachment to a work organization. 

Organizational commitment generally is articulated around the notion of employees 

having a psychological bond with an organization. In a similar manner, of late, 

organizational commitment has been defined as an individual’s psychological bond 

with the organization, as represented by an affective attachment to the organization, 

a feeling of loyalty towards it, and an intention to remain part of it (Judge & 

Kammeyer-Mueller, 2012, p. 343).  

Organizational commitment has widely been studied using the three component 

model (TCM) proposed in Allen and Meyer (1990). In this model, organizational 

commitment is multi dimensional, consisting of the three dimensions of affective 

commitment, continuance commitment and normative commitment (Allen & Meyer, 

1990). Affective commitment refers to the employees emotional attachment to his 

or her organization that makes them want to remain in the organization. With 

affective commitment, an employee has a personal attachment to the organization, 

identifies with the organization and is involved in the employing organization. As a 

result, employees have a  strong belief in the goals and values of the and devote 

extra effort on behalf of the organization (Allen & Meyer, 1990). Affective 

commitment pertains to a sense of belonging as well as an emotional connection 

with one’s job, organization, or both (Rhoades, Eisenberger, & Armeli, 2001). 

Ultimately, with affective commitment, an employee remains and commits to the 

organization because they want to and not because they are forced to (Allen & 

Meyer, 1990). Continuance commitment means that the employee remains in the 

organization because they need to. It  involves an employee acting consistently in 

line of activity based on the perceived costs associated with discontinuing the 

activity or, in this case, leaving the organization. (Meyer et al., 1989). Employees 

with continuance commitment remain with the organization because they recognize 

that the cost of leaving the organization, be it economic costs (salary and other 

benefits), social costs (friendships wth colleagues) or both, are far greater than the 

benefits they would gain by leaving the organization (Allen & Meyer, 1990). Its been 

argued that continuance commitment many be, in itself, two dimensional where 

people may not only look at the perceived sacrifice that they will make for leaving 
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their organization, but also the of lack of alternatives (McGee & Ford, 1987). All in 

all, these employees commit to the organization because they need to; they cannot 

meet the costs of leaving (Allen & Meyer, 1990). Normative commitment refers to a 

sense of moral obligation towards the organization that causes an individual 

employee to remain working for that organization. They commit to an organization 

because they believe they ought to. They view loyalty as an obligation, and 

commiting to an organization is a matter of principle whether it is or is not the best 

scenario for their career. Normative commitment is at times an internalised or 

personal pressure that one has (Allen & Meyer, 1996). 

Organizational commitment, and specifically affective commitment has been found 

to relate to positive organizational outcomes such as increased job satisfaction ( 

(Vandenberg & Lance , 1992); increased job performance (Mathieu & Zajac , 1990); 

increased sales (Barber , Hayday , & Bevan , 1999); decreased employee turnover 

(Cohen A. , 1991); decreased intention to leave  (Balfour & Wechsler, 1996); 

decreased intention to search for alternative employers (Cohen A. , 1993) and 

decreased absenteeism (Cohen, 1993, Barber et al. 1999). 

2.4.2.4 Job attitudes as antecedents to employee engagement  

 

When it comes to the literature, the researcher observed two major issues as far as 

job attitudes and employee engagement are concerned. These issues include: i) the 

uniqueness of employee engagement from existing job attitudes and ii) the direction 

of the causal relationship between employee engagement and job attitudes. 

First, some authors suggest that employee engagement is just another name 

reflecting existing job attitudes (Joseph, Newman, & Hulin, 2010; Newman & 

Harrison, 2008). As such, employee engagement has been described as job 

satisfaction (e.g. Harter et al., 2002; Macey & Schneider 2008; Newman & Harrison, 

2008; (Saks , 2008), organizational commitment (Newman & Harrison, 2008) or an 

umbrella term for different organizational constructs (Joseph, Newman & Hulin, 

2010; Saks 2008). Although it was associated with job attitudes, Christian et al. 

(2011) showed that employee engagement was uniquely different from them and 

explained variance in task and contextual performance beyond the levels of job 

satisfaction, job involvement and organizational commitment. Furthermore, other 

studies (e.g. Christian et al., 2011; Hallberg & Schaufeli, 2006; Rich et al., 2010) 

showed that employee engagement was distinct from organizational commitment 
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and job involvement and job satisfaction. Using the UWES, multiple studies (e.g. 

Alfes et al., 2013; Schaufeli, Bakker, & Salanova, 2006; Seppälä et al., 2009) 

provide empirical evidence that employee engagement exhibits construct as well as 

discriminant validity to current and well-established concepts. These studies echo 

the notion put forth by most scholars, that employee engagement is a unique and 

important construct (Bakker & Demerouti, 2008). 

Second, there exist different views as to whether employee engagement is an 

antecedent to job attitudes (e.g. Hakanen et al., 2006; Saks 2006, Schaufeli & 

Bakker 2004) or an outcome of job attitudes (e.g. Rayton & Yalabik, 2014; Simpson, 

2009; Yalabik et al., 2013)  

 

Youseff-Morgan and Bockorny (2013) view that positive emotions could lead to a 

state where employees are vigorous, passionate and fully engrossed in their work. 

The broadening effect of positive emotions provide the cognitive space, emotional 

safety, mental energy and resources necessary for employees to be engaged 

(Youseff-Morgan & Bockorny, 2013). Buyilding on the idea that job satisfaction 

reflects employees having the positive feeling of contentment with their job, which 

is one among the 10 key positive emotions (see Table 2.5) that can broaden 

people’s momentary thought action reportuires as well as build resources, then job 

statiscation  provides the necessary condotion for an employee to become engaged.  

This appears more so when we consider that job satisfaction more passive and not 

directly reflecting high levels of energy and absorption, which is at the center of 

employee engagement (Schaufeli, 2013). This entails while job satisfaction is not 

linked to any particular action, employee engagement is linked to actions (Macey & 

Schneider, 2008; Rayton & Yalabik, 2014). Thus it is more probable for employees 

who like their jobs would first develop positive feelings that make then feel energetic 

and have the willingness to exert this energy in their work. This explains why job 

satisfaction is an antecedent to employee engagement and not the otherway round. 

Longitudial evidence appear to support this assertion (Rayton & Yalabik, 2014; 

Yalabik et al., 2013). 

 

On the other hand organizational; commitment as an antecedent to employee 

engagement needs to consider the type of commitment the employee has. When 

an employee has a positive personal attachment to their organization meaning they 

have affective commitment, then they are likely to also experience positive 
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emotions. Just as job satisfaction, affective commitment is a passive job attitude 

which can provide the cognitive space and mental safety necessary for employee 

engagement. This view has also been empirically examined using a longitudinal 

research design (see Yalabik et al., 2013). 

 

2.5 Outcomes of employee engagement 

Extant literature proposes that employee engagement results in a number of positive 

organizational outcomes at both business unit levels as well as at individual levels 

(Harter et al. 2002; Saks 2006; Soane et al. 2012; Rich et al. 2010; Hallberg & 

Schaufeli, 2006). While the business level outcomes, such as profitability, 

productivity and customer satisfaction-loyalty reduced employee turnover, improve 

safety and composite performance have generated a lot of excitement among 

practitioners. These findings have been based on measures such as the Gallup’s 

Q12, one among many practitioner measures that tend to not capture employee 

engagement but rather mix items that capture its antecedents as well as other well-

established constructs (Little & Little, 2006). Academic studies, on the other hand, 

have indicated that employee engagement could lead to reduced turnover intentions 

and organizational citizenship behavior (Hallberg & Schaufeli, 2006; Rich et al. 

2010; Saks 2006; Soane et al., 2012; Yalabik et al., 2013). Despite the identification 

of these outcomes in academic research, there still lacks a strong theoretical 

approach to explaining how employee engagement leads to these outcomes. The 

following is a look at the literature on the outcomes of employee engagement.   

 

2.5.1 Turnover intentions  

 

As indicated in Figure 2.4, turnover intentions are potential outcomes of employee 

engagement. Behavioural intentions are regarded as the best predictors of actual 

behaviour (Ajzen & Madden, 1986). A behaviour that is highly important but not easy 

to capture with certainty prior to it happening in an organization, is employee 

turnover (Mobley, 1977). Employee turnover is defined as the cessation of 

membership in an organization by an individual who received monetary 

compensation from the organization (Balkan, Serin, & Soran, 2014). Following a 

series of other steps, the intentions of an employee to quit (turnover intentions) may 
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be the last step before an employee quits (Mobley, 1977). Turnover intentions reflect 

the decisions and feelings employees experience before the initiation of turnover 

behaviour (Sager, Griffeth, & Hom, 1998). In terms of measurement, they refer to 

the likelihood of an employee leaving the job in the next year (Soane at al., 2012). 

The importance of predicting employee turnover rests on the consequences of 

employees leaving the organization (Ongori , 2007). Replacement costs such as 

those associated with searching for a substitute employee in the external labour, the 

selection between competing substitutes, the induction of the chosen substitute and 

the formal and informal training of the substitute until he or she attains performance 

levels equivalent to the individual who quit (learning curve) as well decline in 

customer service and satisfaction, loss of productivity and sales and loss in 

management time can amount to high loss in actual income have been associated 

with employee turnover and have a huge negative impact in an organization 

(Catherine , 2002; Hogan,1992). Decrease in the effectiveness of an organization 

has been associated with employee turnover. Other effects of employee turnover 

include reduced morale for the remaining staff as well as the loss of competitive 

edge, especially if a highly skilled employee quits and goes to work for a competitor 

company  (Phillips, 1990; Staw, 1980). All the above effects signify how important it 

is for organizations to minimize employee turnover. Over the years, there have been 

strategies to reduce or minimise employee turnover. Ongori (2007) has suggested 

that there are several strategies that the management of an organization can use to 

minimize turnover intentions. These strategies included focusing on HR policies 

related to recruitment, selection, induction and training, job design and wage 

payment as well as developing a good job design.  

 

Several studies (e.g. Bakker & Demerouti, 2008; Halbesleben & Wheeler, 2008; 

Saks, 2006; Soane et al., 2012; Yalabik et al., 2013) have found a negative 

association between employee engagement and turnover intentions. In other words, 

reduced turnover intentions are identified as one of the positive outcomes of 

employee engagement. While certain studies provide empirical evidence, they have 

not provided a strong theoretical basis for why employee engagement leads to 

reduced turnover intentions. For example, in Yalabik et al. (2013), the link between 

intentions to quit and employee engagement was established through citing the 

empirical evidence of previous studies. One way of explaining this is by using the 

B&B theory of positive emotions. While positive emotions can cause employee 
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engagement, once engaged, employees continue to have a positive experience at 

work (Bakker & Demerouti, 2008; Soane et al., 2012), and these positive 

experiences and emotions could reflect interest which invokes “a feeling of wanting 

to investigate, become involved, extend or expand the self by incorporating new 

information and having new experiences with the person or object that has 

stimulated the interest” (Fredrickson B. , 2011, p. 11). Thus, this is likely to influence 

a continued action of staying with the organization. 

  

2.5.2 Organizational citizenship behavior 

 

There are various behaviours that employees can exhibit in an organization. These 

behaviours include task performance, organizational citizenship behavior (OCB), 

and counterproductive work behaviour (CWB) (Dalal, 2005). Task performance is 

defined as “the effectiveness with which job incumbents perform activities that 

contribute to the organization’s technical core”  (Borman & Motowidlo, 1993, p. 99). 

CWB, is defined as intentional employee behaviour that is harmful to the legitimate 

interests of an organization (Dalal, 2005). The opposite of CWB is OCB. Thus, while 

originally OCB was defined as “individual behaviour that is discretionary, not directly 

or explicitly recognized by the formal reward system and that in the aggregate 

promotes the effective functioning of the organization” (Organ D. , 1988, p. 4).  

Conceptual issues, such as OCB being recognised and rewarded during 

performance appraisals led to it being redefined as behaviour that contributes “to 

the maintenance and enhancement of the social and psychological context that 

supports task performance” (Organ D. W., Organizational citizenship behavior: It's 

construct cleanup time, 1997, p. 91).  More recently, (Woods & West, 2010 (p. 586) 

defined OCB as the behaviour or peformance that extends beyond task peformance 

comprising cooperation and support from other people, for the organization and 

conscientious initiative for improving work and learning. Employee engagement has 

been associated with task performance and OCB (Soane et al., 2012), While an 

engaged employee at work can be expected to perform better, it is difficult to 

understand why they will engage in OCB. A review of OCB is provided below prior 

to identifying the theoretical link with employee engagement. 
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OCB involves voluntary and informal behaviour that can help co-workers and the 

organization. Podsakoff, MacKenzie, Paine, and Bachrach (2000) point out that 

despite there being an increased interest in studying citizenship behaviour, there is 

no concesus on the dimensionality of the construct. They do, however, identify 

seven common themes that act as an umbrella of over 30 different definitions of 

organizational citizenship behaviors. These themes include; Helping Behaviour, 

Sportsmanship, Organizational Loyalty, Organizational Compliance, Individual 

Initiative, Civic Virtue, and Self-Development. 

i. Helping behaviour: this signifies the act where individuals help others 

voluntarily with their work problems or help others in preventing the 

occurrence of work related problems (Podsakoff et al., 2000).   

ii. Sportsmanship: this signifies the employee’s capacity to experience 

unavoidable inconveniences and impositions at work without complaining ( 

(Organ,1990)  

iii. Organizational loyalty: this involves spreading goodwill and protecting the 

organization (Podsakoff et al., 2000). 

iv. Organizational compliance: this reflects a person’s internalization and 

acceptance of the organization’s rules, regulations, and procedures, which 

results in a scrupulous adherence to them, even when no one observes or 

monitors compliance. Though everyone is always expected to obey company 

regulations, rules, and procedures, many employees simply do not. As a 

result, those who do are regarded as exhibiting citizenship behaviour 

(Podsakoff et al., 2000).  

v. Individual initiative: this is where employees go above and beyond the call of 

duty (Podsakoff et al., 2000).  As it involves engaging in task-related 

behaviours at a level that is so far beyond minimally required, it is seen as 

extra-role behaviour. 

vi.  Civic virtue: this represents a macro-level interest in, or commitment to, the 

organization. An indication of this behaviour is the employee’s willingness to: 

i.) actively participate in governance such as attending organizational 

meetings. ii) monitor the organization’s environment for threats and 

opportunities such as keeping up with changes in the industry that might 

affect the organization; and iii) looking out for the organizations best interest 

even at a personal cost e.g. reporting fire hazards or suspicious activities, 

locking doors, etc. (Podsakoff et al., 2000).  
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vii. Self-development: this includes voluntary behaviours employees engage in 

to improve their knowledge, skills, and abilities (Podsakoff et al., 2000 p. 

525). This might include “seeking out and taking advantage of advanced 

training courses, keeping abreast of the latest developments in one’s field 

and area, or even learning a new set of skills to expand the range of one’s 

contributions to an organization”. 

 

Studies (e.g. Saks, 2006; Soane et al., 2012) have found a positive association 

between employee engagement and organizational citizenship behavior. They 

identified that OCB is a positive outcome of employee engagement. While studies 

provide empirical evidence, the theoretical premises for the association (e.g. Saks 

2006) is either weak or unclearly alliterated (e.g. Soane et al., 2012). For example, 

Saks (2006) used the social exchange theory to explain that engagement leads to 

OCB. The problem with this is that it requires conceptualizing OCB as a form of 

engagement behaviour for the reciprocity principle to apply throughout the model. If 

OCB is distinct from engagement, then reciprocity reflects the exchange between 

resources from the organization and engagement from employees. In this way, there 

is no theoretical explanation for the link between engagement and OCB. 

Additionally, Soane et al. (2012) claim that OCB can arise because engaged 

employees of their involvement in a positive cycle of input and rewarding outcomes, 

could better be explained if it hinged on the B&B theory of positive emotions. Thus, 

the positive experience and emotions associated with an engaged employee makes 

them open minded, have a broader view of the organization’s needs and reduce 

local bias with respect to the tasks they can do as members of the organization 

(Fredrickson, 1998; 2001; 2012). This means that after finishing their tasks, 

engaged employees would not hesitate to take on other tasks in the organization 

and thus engaging in organizational citizenship behavior.  

 

2.6 Contextual literature and employee engagement 

 

The importance of using a non-western context has been among key areas of 

discussion as far as employee engagement research is concerned. There is a need 

to conduct academic research on employee engagement in a different economic, 

political and cultural context to that of countries that are economically advanced with 

a large number of private owned organizations and with democratic government 
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systems that place emphasis on individualistic cultural values precisely because this 

will offer a better understanding of the nature of employee engagement (Kelliher et 

al., 2013; Rothmann, 2013). Research done in a developing country that has a small 

private sector, and that has been ruled by a single political party since its 

independence, and unlike western countries, has cultural values that emphasise 

collectivism informs our understanding of the influence of various contextual factors 

to employee engagement. Tanzania fits into these characteristics (Ngirwa, Martin , 

& Babyege, 2014). A more detailed look at Tanzania as a study context is a 

warranted to ensure that the findings can be compared with what is being uncovered 

from the literature. Therefore, a glance at the Tanzanian context used in the current 

study is provided below. 

 

2.6.1 Historical perspective of Tanzania 

 

The now called United Republic of Tanzania was formed by the union of Tanganyika 

(Tanzania mainland) and Zanzibar in 1964 (Ngirwa et al., 2014). Tanzania is 

currently recognised as a developing country with poor technology in all sectors 

(Mwamila & Diyamett, 2006). Tanzania has a rather unique history, making it very 

different from its neighbouring countries and other countries across the world. For 

instance, it has been the only country in the world for over 5 decades to use Kiswahili 

as its national language. This, as well as other unique features of Tanzania is mainly 

associated with the mother of all “socialist revolutions” in Africa called the Ujamaa 

revolution (Nantambu, 2007). 

After its independence, Tanzania, under the presidency of Julius K. Nyerere aimed 

at following a unique path to development that consisted of establishing a self-reliant 

nation that prioritised meeting the basic human needs of its people. This self-

reliance would be achieved through communal farming and the democratic inputs 

of workers in the political and economic planning of the country (Nantambu, 2007).  

In 1967, the Arusha declaration was the first national economic declaration passed 

by the ruling party, which explicitly endorsed socialism and a planned economy. In 

such a case, all the major means of production were taken by the state. The country 

saw the nationalization of banks, buildings, and industry etc. With the best of 

intentions, an African style of socialism was formulated, embedded in traditions 

found in Tanzania’s family, village, and societal structures (Wenzel & Wiedemann, 



81 
 

1989).  Tanzania formed what it called “Ujamaa”, a socialist system that entailed; 

“preventing the accumulation of wealth to an extent which is inconsistent with the 

existence of a classless society,” eliminating uneven workload according to sex and 

erasing racial division within economic control of industry (Nantambu, 2007). “Social 

development was to have a democratic base of direct involvement from peasants 

and workers” (Nantambu, 2007) 

In so doing the government initiated Ujamaa villages. This involved the consolidation 

of diffused populations of settlers into optimal groups of 250 families. The purpose 

was for these villages to participate in community-based farming where each 

member received proportional benefit for their contribution. It was thought that the 

development of the industry will occur through these communal agricultural 

activities, creating a self-reliant nation (Nantambu, 2007). While seemingly well 

intended, this path to development struggled due multiple reasons that included 

conflict between consolidated people with different backgrounds living in the same 

village, private intentions in the villages overpowering communal objectives and the 

lack of finance due to the poor running of nationalised industries. Thus, the 

Tanzanian economy was in a steady decline. It eventually collapsed in the 1980s, 

due to major incidents such as the breakdown of the East African Community in 

1977, followed by the Tanzanian- Uganda war in 1978-1979 (Ngirwa et al., 2014). 

The government devised alternatives to the socialist failures and a worsening world 

market situation. Due to the Ujamaa policy, nonetheless, Tanzania’s economy 

remained highly inefficient, resulting in low product quality by international 

standards. The 1980 and 1990s saw the government making attempts to revive the 

economy through the structural adjustment program (SAP) aimed at promoting 

private ownership and reduce the burden of state control of means of production 

(Nantambu, 2007; Ngirwa et al., 2014).  

 

Through the structural adjustment program (SAP), the Economic and Social Action 

Program (ESAP) in 1989 reinforced the government strove for a general reduction 

of state controls and the promotion of private sector activities. The Tanzanian 

government also complied with the IMF and World Bank conditions for loans, which 

also meant the introduction of multi-party system in 1992. (Ngasongwa, 1992). The 

first general election was in 1995, which the ruling party won and is still in power till 

today. 
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Despite it failing, the “Ujamaa project” has lasting effects to the Tanzania society 

today. These effects are seen in the economic, political as well social values of the 

country. The country is highly socialistic, emphasising a collectivistic approach 

towards various elements in life, including work settings. The economy is still 

dependent on the government which faces financial hardship. In addition, the private 

industry is relatively small due to it being just over 2 decades old.  Tanzania provides 

an environment for the economic, political and socio-cultural system that need to be 

studied in employee engagement (Rothmann, 2013; Kelliher et al., 2013), In 

addition, the dynamic history of Tanzania has had lasting implications to different 

sectors including the higher education industry that this current study is focusing on.  

 

2.6.2 The higher education industry of Tanzania: Historical context  

 

Teaching, research and consultancy stand as the core values and objectives of the 

Tanzanian higher-education sector. Through these, advanced knowledge and skills 

are transferred to the society (Ngirwa et al., 2014). The higher education and 

particularly universities contribute to having highly trained individuals in the social, 

economic and political sectors in a country (Astin & Astin, 2000). In the year when 

Tanzania became independent, it only had one university college, which was 

affiliated to the University of London. This college became the University College 

Dar es Salaam, in 1963 and national university in 1970, which is till today known as 

the University of Dar es Salaam (Ishengoma, 2004; Mkude, Cooksey, & Levey , 

2003). 

 

The university activities were dominated by the government, which was responsible 

for formulating policies that governed the provision and practices of higher education 

(Mkude, al., 2003). The vice chancellor and chief administrative officers in the 

university were not academics of the university but rather political officials (Omari, 

1991). The government control of universities was associated with poor 

management and policy decisions such as the centralization of power, the lack of 

participation by academic leaders and the exclusion of the academic community in 

formulating and initiating the changes that were being introduced in the education 

system (Omari, 1991). Accompanied with the collapse of the economy in the 1970s, 

universities were faced with insufficient funding; low quality; decreasing enrolment; 
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and a lack of lecturers and teaching resources (Mkude et al., 2003; Mollel, 2005; 

Omari, 1991). 

 

In the mid-1980s and early 1990, there were efforts to remedy the university crises 

through management policies and processes (Mkude et al., 2003). For instance, the 

institution of Science and Technology Policy in 1985; the Kuhanga Committee in the 

1990; the establishment of the Ministry of Science, Technology and Higher 

Education in 1990 were all means of allowing academic community to participate in 

the management process (Ngirwa et al., 2014). Thus, two more  public universities,  

Sokoine University of Agriculture (SUA) and the Open University of Tanzania (OUT) 

were established in 1985 and 1992 respectively. Until 1995, the Tanzanian law 

prohibited the establishment of private universities in the country (Benjamin & 

Dunrong, 2010). The fiscal incapacity of the government as well as the growth in 

perception of the public sytem’s failure to meet the human resource needs such as 

producing highly skilled qualified personell for the country, contributed to the 

liberalization of Tanzania’s higher education (Teferra & Knight, 2008). Thus, the 

Education and Training policy thorough its Education supplementary Act No.10 in 

1995 allowed the private sector to participate in the provision of higher education 

(Benjamin & Dunrong, 2010; Ishengoma, 2007; Mollel, 2005). Other efforts, such as 

the establishment of the National Council for Technical Education (NACTE) in 1997, 

were also considered to be positive changes from the initial government control over 

higher education (Mollel, 2005; Ngirwa et al., 2014). 

 

Currently, the higher education in Tanzania is administered by the Ministry of 

Education and Vocational Training, and the Tanzania Commission for Universities 

(TCU) on behalf of the government (Ngirwa et al., 2014; TCU, 2016). Public 

universities are owned and funded by the government, while private universities are 

privately owned and funded (Ngirwa et al., 2014). While the establishment of private 

universities started slowly the introduction on the Higher Education Student Loan 

Board (HESLB) in 2005 increased the number of students who can afford higher 

education whether enrolled in a public or private university (Bastos & Rebois, 2011). 

This also saw an increase in the number of private universities (Mgaiwa & Poncian, 

2016). Financial and logistical problems lead to the revision of the student loans 

board’s policy of giving 100% of the entire higher education cost for students to 60%, 

with the remaining 40% be covered by the student (Chatama, 2014). Nonetheless, 
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as of  2016, the number of fully fledge private universities are 21 compared to 12 

public universities (TCU, 2016), showing the extent to which the higher education 

scence has rapidly changed over the years. Despite private universities almost 

doubling the number of opublic universities, they enroll less than 35% of students in 

Tanzania (Mgaiwa & Poncian, 2016).  

 

2.6.3 Current challenges facing Tanzanian universities 

 

The following are several challenges faced by today’s universities despite the efforts 

made by the government to improve the higher education environment. 

 

Government control; while political officials no longer hold higher management posts 

in the public universities, the stakeholders and specifically the academic community 

have little involvement in the policy decision making in the higher education. The 

ruling party is still responsible for the education policy in the country which at times 

may be at odds with the requirements of the universities. Furthermore, while 

university vice chancellors are now members of the academy and appointed by the 

individual chancellors of each institution, rather than the president of the country, 

chancellors remain presidential appointments. This shows that at the helm of higher 

education and specifically public universities the government is the one in control. 

In addition, universities are still constrained in that they are not allowed to plan, input 

or alter curricula or even introduce new programmes with autonomy. They are 

required to get the approval of the TCU, which is a government instrument (Ngirwa 

et al., 2014).  

 

Funding; the government is still at the heart of financing the activities of public 

universities. There is a broad view that the university is a key vehicle of national 

development, and thus a central responsibility of the state (Ngirwa et al., 2014). With 

a poor economy, the government has been unable to provide or allocate enough 

funding for universities in their budgets. Therefore, universities have been plagued 

with multiple problems: The delays of money for staff in the public universities, 

withholding staff promotions, the lack of teaching resources and facilities, as well as 

the inadequate supply and use of books and other relevant materials (Ngirwa et al 

2014). In addition, the lack of funding has led to the overcrowding of students in the 
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lecture rooms because of increased student enrolment which has not been matched 

with expansion of academic infrastructures (Komba, 2017) 

 

Shortage of qualified staff: University teaching requires doctoral level training and 

research experience. However, there are fewer staff with these qualifications in the 

Tanzanian universities (Mgaiwa & Poncian, 2016). This is even more apparent in 

Tanzanian private universities which appear to be dependent on qualified academic 

staff who are already working in public universities. Generally, the higher education 

system is seeing a larger increase in student enrolment compared to the number of 

qualified academic employees. Thus, there is currently a very poor academic 

employee to student ratio which has affected the quality of education provided to 

each student (Kuzilwa & Bangu, 2012). The increased number of students and 

higher learning institutions, staff turnover and a good number of skilled staff retiring 

has resulted in increased demands for more teaching staff. 

 

2.6.4 Academic employees in Tanzania higher education sector 

Academic employees include personnel whose primary assignment is instruction, 

research, or public service in an institution (TCU, 2016). In this regard, academic 

employees are grouped into teaching staff, research fellows and in some cases 

library staff who are involved in teaching. Academic employees are at the core of 

the university functions. As such, they are responsible for teaching, research, 

consultancy, outreach, public services, and administration.  

Along with other factors, academic employees are vital in ensuring that this quality 

standard education is provided by their university (Dahlan , 2016). These employees 

are valuable as they can influence what the student learns from the university during 

the class (TCU, 2016).  They also evaluate student understanding as well as 

prepare the students to be able to apply the classroom acquired knowledge to the 

real word. The more engaged the academics are, the more likely they will strive to 

provide the right education to the students. Since the role of the academic employee 

is so important, determining how to influence engagement of these employees will 

help the universities (whether public or private) improve their delivery of services  

(Altbach, 2001; Tettey, 2010).  
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2.6.5 Challenges of the academic profession in Tanzania  

 

While academic research on employee engagement has not been done in Tanzania, 

studies on similar concepts indicate that academic employees and more specifically 

in public universities lack motivation at work  (Buberwa, 2015; Mkumbo, 2014). The 

factors for lack of motivation among academic employees in Tanzania have been 

associated with the working conditions of the academic employees. These 

conditions include:  

Remuneration; academic employees seem to be paid money that barely keep up 

with their requirements for survival. The salary is very low and as such, they are at 

times engaged in moonlighting, i.e. teaching in other universities to add extra 

income (Altbach, 2001; Mkude, al., 2003). This is a problem for both academic 

employees in public and private universities who appear to be paid insufficiently with 

respect to their needs. This low salary has led to other academic employees to leave 

the academic profession or even the country to look for a job that pays better 

elsewhere. While the academic profession is regarded as important in the society, 

most people who have similar qualifications in other sectors earn significantly higher 

income (Altbach, 2001). In addition, while both public and private university 

employees receive similar salaries in their respective job titles, delays of monthly 

salaries and pay due to promotions or deliberate delays of employee promotions 

has been a feature in the Tanzanian public universities and not reported in private 

universities. This stresses many academic staff (Mkude et al., 2003).  

 

Staff shortage; as indicated earlier, the current academic employees in the 

Tanzanian higher education industry is not sufficient to meet the number of students 

being enrolled in universities and as such they are overworked and feel unable to 

keep up with the daily demands of teaching and other related activities (Buberwa, 

2015). The lack of teaching staff is associated with several issues such as people 

quitting and searching for better paying jobs, and in the recent times, the existence 

of the ghost worker problem in government institutions including public universities 

(Ruble, 2016).Many employees carry the workload for other registered yet non-

existent employees who have now been termed as Ghost workers. It has been 

discovered that a lot of the government’s money allocated as salaries for staff in 

various public institutions has in fact not been used to pay new recruits or existing 
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employees but rather some existing staff falsify that new recruits have been 

employed or falsify records of deceased or retired employees and collect these 

salaries as their own personal source of income. While on paper some institutions 

seem to have a higher number of employees the truth is that there is an even higher 

shortage of employees in the institutions and universities. This reduces the 

necessary resources in the form of support from additional colleagues and low 

possibility of having the freedom (autonomy) in the manner one manages their 

working day. Thus the teaching load is high even for senior professors as compared 

to the international standards (Altbach, 2001). As private universities still rely on 

some academic employees from public universities, then this challenge appears to 

cut across both sectors. 

 

Lack of voice for academic employees; reports indicate that while there are national 

labour unions that represent all employees, it is normally the administrative, 

technical, and support staff who takes active interest in these unions.  There are 

reports of staff leaving university to look for better pasture which could likely be due 

to the feeling of misrepresentation in attempting to get reward equivalent to their 

work. Therefore, there may be a need for the establishment of another union to 

represent the views of academic employees who are vital for the survival of any 

university and the success of higher education in the country (Mkude et al., 2003) 

 

Performance appraisal; the open-ended performance appraisal (OPRAS) has been 

problematic for some institutions in the country  (Bana, 2010; Seme & Amai, 2015). 

The main issue regarding the OPRAS appears to be linked to the way it is being 

conducted. Some specific issues of the OPRAS include; difficulties in filling in the 

forms due to them being very complex; the parties involved in the process do not 

fully understand the proper way of using OPRAS for a successful outcome and 

finally employees report to more than superior making it difficult to prioritise 

performance targets (Bana, 2010; Mpululu, 2014). This tool has been a stressful 

way of evaluating academic employees who prefer to be autonomous and develop 

their own means of teaching and achieving results. Thus, instead of being a 

resource in the form of constructive feedback, it could act as something depleting 

the feedback resource in the public universities. This is not the case for private 

universities. Private universities have their own unique systems of evaluating 

performances.  



88 
 

 

While the lack of motivation appears to be prevalent in the higher education sector 

in Tanzania, another study shows that it is a problem in the higher education of other 

countries as well. A recent report has indicated that academic employees in higher 

education institutions are not engaged. More specifically, 52% of academic 

employees are unengaged and 34% of academic employees are actively 

disengaged (Cornerstone & Ellucia, 2016). While this is a practitioner report, it 

sparks more interest in assessing the nature of employee engagement among 

academics to determine if the problem is this severe, using more rigorous means of 

research. 

 

Altbach (2001) suggest the following in Table 2.5 to overcome some challenges to 

the academic profession. 

Table 2.6 Overcoming challenges of the academic profession 

I. Adequate salaries and a stable career path should be provided to at least a key 
segment of the professoriate that holds full-time positions at the main universities. 

II. At the top academic institutions, university facilities need to be upgraded sufficiently so 
that the most-well-qualified professors can pursue research and offer excellence in 
teaching. 

III. Procedures for involving the professoriate, along with administrators (and in some 
cases students) in academic decision making are essential to ensure that the academic 
employees have a significant role in the governance of the institution. 

IV. The academic profession must be depoliticized—this would involve links between 
political parties and academics, close ties between the professoriate and student 
activists, and the partisan nature of academic decision making and elections. 

V. Academic freedom must finally become a recognized part of university life, with 
guarantees protecting freedoms regarding research and publications, teaching, and 
reasonable expression in the public sphere. 

VI. The academic profession itself must develop a sense of responsibility regarding 
expression and publication, especially on controversial topics. 

VII. The academic profession must receive adequate training—the doctorate, for those 
involved in research as well as teaching; the master’s degree, for those who are 
exclusively teachers; and for all, some exposure to training in pedagogical methods. 

VIII. Academics must be provided with the means to keep up with current trends in their 
fields. 

IX. Great care needs to be taken to ensure that part-time and temporary academic 
employees are well qualified and provided with appropriate benefits. 
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2.7 Identifying the gap in literature 

 

The review of literature has provided several key areas that offers the current project 

an opportunity to contribute to employee engagement literature. The following is the 

summary of these key areas for study contribution: 

First, the literature review indicates that the Job demands-resources model is limited 

in explaining employee engagement. It also indicates that integrating the COR 

theory and the B&B theory of positive emotions with the JD-R model basing on the 

empirical evidence, a stronger theoretical framework showing antecedents and 

outcomes of  employee engagement can be developed. Consequently, the 

relationship between employee engagement and other variables, such as job 

attitudes and organizational related resource which were not explained by the JD-R 

model can easily be explained. This study therefore integrates the resource based 

approaches and the B&B theory to develop a model that attempt to answer the 

study’s overarching questions, of what are the factors that influence employee 

engagement and what ate the outcomes of employee engagement. Through this, 

the current study also offers a stronger theoretical premise for explaining the causal 

direction between job attitudes and employee engagement as well as explaining the 

outcomes of employee engagement. The review of employee turnover intention and 

organizational citizenship behavior literature with respect to employee engagement 

has indicated that there is a need for a strong theoretical explanation as to why 

employee engagement could lead to reduced employee turnover and organizational 

citizenship behavior. The current study’s conceptual framework, using the B&B 

theory, can explain why employee engagement through experienced positive 

emotions could result into reduced turnover intentions and positive behaviours in 

the organization. 

 

Second, the review of literature does indicate that most of academic research on 

employee engagement has been done in western countries. While there are other 

contexts that have been studied that are from non-western countries, most of them 

are in more advanced economic states and less socialistic as compared to a country 

like Tanzania. In other words, some resources and attitudes that may have been 

studied and appear to be important in the western contexts have not been tested in 

other contexts. For this reason, the lack of academic research in a unique setting 

with regards to culture, politics and economy as opposed to those in many western 
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countries constitutes a gap that can be filled with studying employee engagement 

in Tanzania. In addition, this study aims to fill the gap of the lack of studies that 

examine various antecedents of employee engagement in the Tanzanian context 

while considering private and public organization comparison. 

 

Third, the literature indicates that little has been discussed with regards to intrinsic 

motivation and employee engagement. Intrinsic motivation reflects an aspect of the 

self that derives people to act in a certain way and most likely helps achieve an 

objective related to an activity. This indicates that intrinsic motivation is a personal 

resource. Despite this indication, few studies have suggested the need to 

investigate the relationship between employee engagement and intrinsic motivation, 

and very few have considered it as a personal resource. This study contributes to 

engagement research by considering intrinsic motivation as a personal resource 

and assessing its relationship with employee engagement in the study’s theoretical 

framework. 

Fourth, the literature has indicated a need for more studies looking into the 

relationship between organizational justice and employee engagement. While there 

are a lot of positive indications that organizational justice could enhance employee 

engagement, there is a surprising dearth of research on this relationship (Crawford 

et al., 2013) In terms of its contribution, this study is not only the first of its kind in 

Tanzania but it also fills the gap indicated in Crawford et al. (2013) of testing the 

relationship between organizational justice (distributive justice and procedural 

justice) and employee engagement.  

 

2.8. Chapter summary 

 

This chapter has provided an overview of the employee engagement literature. The 

main theoretical approaches to which employee engagement can be 

operationalized have been critically assessed and the question of why 

conceptualizing it as work engagement is appropriate for the current study is also 

explained. JD-R Model was identified as being the most widely used in work 

engagement literature in explaining work engagement. The broaden-and-build 

theory of positive emotions was explained and the way in which it could be used 

with the JD-R Model to offer a stronger theoretical basis for linking work engagement 

to its antecedents and outcomes was highlighted.  
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From the COR theory, JD-R model and B&B theory perspectives; the motivational 

potential of organizational support, organizational justice, job characteristics, 

extrinsic rewards and intrinsic motivation were explained as resource, all of which 

were considered potential antecedents to employee engagement. With their ability 

to induce positive feelings within employees, job attitudes of job satisfaction and 

affective commitment were also discussed as potential antecedents to employee 

engagement from the perspective of the B&B theory. Finally, with the experience of 

positive emotions being linked to engaged employees, reduced Turnover intention 

and organizational citizenship behavior were also discussed as potential outcomes 

of employee engagement. The contextual literature on Tanzania’s social, political 

and economic history highlighted the uniqueness of Tanzania as a context of study. 

In addition, the literature on higher education sector was provided pointing out the 

challenges faced the sector and academic employees. The chapter ended with the 

identification of the gaps in the employee engagement research that the current 

study intends to fill. 
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CHAPTER THREE 

RESEARCH FRAMEWORK AND CONTRIBUTION TO KNOWLEDGE 

 

The literature review has indicated that the majority of academic research on 

employee engagement has focused on the job demands-resources (JD-R) model 

as a theoretical premise (Saks & Gruman, 2014; Schaufeli, 2013; Schaufeli & Taris, 

2014). Despite its popularity, the JD-R model is limited in explaining some key 

relationships (Saks & Gruman, 2014). It was observed, however, that attempts were 

made in previous studies to search for theories to supplement the JD-R resources 

model in order to explain the relationship between employee engagement, its 

antecedents and outcomes. For example, conservation of resources (COR) theory 

has been automatically imbedded in studies of employee engagement (e.g. 

Xanthopoulou et al., 2009) that have used the JD-R model. Nonetheless, the JD-R 

model excludes other resources which can be accommodated by the COR theory 

with its ability to make a wide range  While using the COR theory with the JD-R 

model provides more width in explaining the employee engagement process by 

being able to consider organizational related resources, the similarity of the 

assumptions of the JD-R model and the COR theory still means that other key 

relationships are difficult to explain. Thus, other studies (e.g. Bakker & Demerouti, 

2008; Bakker, Demerouti, & Sanz-Vergel , 2014; Salanova et al., 2010) have also 

used the B&B theoretical of positive emotions assumptions to explain some of the 

relationships surrounding employee engagement. This thesis has found that the 

broaden-and-Build (B&B) theory of positive emotions cannot simply be used to 

explain the assumptions of the JD-R model but can, rather, be integrated further 

with the COR theory and the JD-R model to identify antecedents and outcomes of 

employee engagement. The use of the B&B theory with the resource-based 

approaches provides a superior framework to explain multiple relationships between 

employee engagement, its antecedents and outcomes. The framework provides a 

strong basis for explaining the relationship between all forms of resources and job 

attitudes of job satisfaction and organizational commitment with employee 

engagement. The B&B theory of positive emotions elicits that people with positive 

experiences, such as those satisfied at work or happy with their organizations, can 

broaden their cognitive functions, being more creative and innovative, and can also 

build personal resources such as metal resilience and skills that can be used at a 
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later date. In the employee engagement literature, mentally resilient, creative and 

skillful people who enjoy their work are referred to as engaged employees. In other 

words, the broadening of mental capacity and increased personal resources reflects 

the generation of employee engagement among individuals. This shows the 

strength of a framework that uses B&B theory, COR theory and the JD-R model 

together. 

Furthermore, the integration of these theories explains why employee engagement 

leads to organizational citizenship behavior and reduced turnover. This specific 

relationship would be difficult to explain when the JD-R model is used alone (Bakker 

& Demerouti, 2008). Using the B&B theory as part of the theoretical framework 

provides an explanation for the behavioural outcomes of employee engagement. 

The current study, through the integration of these theories, the context and study 

participant, assesses issues that have been called for by previous authors in 

employee engagement research. As such, understudied relationships, untapped 

contexts and untested antecedents are aspects included within the boundaries of 

this study. In sum then, as mentioned in Chapter 1, this study had the following 

objectives; 

First was to identify antecedents to employee engagement. In identifying these, the 

study specifically aimed to assess the relationship between employee engagement 

and job characteristics, organizational support, organizational justice, intrinsic 

motivation, job satisfaction and affective commitment. All these variables reflect 

resources (organizational, job and personal) and job attitudes. 

Second was to assess the outcomes of employee engagement. In doing so the 

study specifically aimed at examining the relationship between employee 

engagement and turnover intentions, as well as with organizational citizenship 

behavior.  

Third was to assess the role of context in employee engagement. In doing so, the 

study specifically aimed at assessing whether the study results in a Tanzanian 

public university differed from those in a Tanzanian private university, and whether 

these findings deviate from those found in the western context. 
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3.1 Research Framework 

 

Figure 3-1 

Diagram of research questions 

 

 

The above research objectives are to be achieved by answering the following 

research questions. 

First, what is the relationship between resources and employee engagement? 

The specific research questions include; what is the relationship between job 

characteristics and employee engagement? What is the relationship between 

perceived organizational support and employee engagement? How does 

organizational justice relate to employee engagement? How do extrinsic rewards 

relate to employee engagement? What is the nature of the relationship between 

intrinsic motivation and employee engagement? 

Second, what is the relationship between job attitudes and employee engagement? 

The specific research questions include; what is the relationship between job 

satisfaction and employee engagement? What is the relationship between affective 

commitment and employee engagement? 
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Third, how does employee engagement relate to employee intentions? The specific 

research question being, what is the relationship between employee engagement 

and the turnover intentions of employees? 

Fourth, does employee engagement influence positive behaviour? The specific 

research question being, what is the relationship between employee engagement 

and organizational citizenship behavior? 

Fifth, is there a significant difference between the engagement levels of employees 

working in the public sector compared to those working in the private sector of 

Tanzania? The above questions will be answered by testing the various study 

hypotheses. The development of these hypotheses is explained below. 

3.2 Hypothesis development 

 

The study has 11 hypotheses, of which 10 reflect the antecedents and outcomes of 

employee engagement. The other reflects the influence of the public and private 

sector contexts on the engagement levels of employees. The development of these 

hypotheses is as follows. 

 

3.2.1 Job characteristics and employee engagement 

 

A job that is well designed such that the tasks do not result in overload or exhaustion 

can therefore be considered a resource. On the other hand, a poorly designed job 

could lead to physiological and psychological strains on the employee, and as a 

result deplete their resources. To date, there have been various studies that have 

investigated the relationship between job characteristics and employee 

engagement. While some studies (e.g. May et al., 2004; Saks 2006) have assessed 

the five job characteristics in a single measure, other studies measured each job 

characteristic separately. For example, Schaufeli and Bakker (2004); Salanova & 

Schaufeli (2008); Van den Broek, Vansteenkiste, De Witte, & Lens (2008) measured 

feedback as an aspect of job characteristics; Salanova and Schaufeli (2008) also 

measured task variety as another element of job characteristics, while Van den 

Broeck, Vansteenkiste, De Witte and Lens (2008) measured autonomy reflecting 

job characteristics. All these studies found that job characteristics positively related 

to employee engagement. Similarly, while it used multiple criteria for study selection, 
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Christian et al. (2011) found that job characteristics were antecedent to employee 

engagement.  

Fitting in with the COR theory and the JD-R model, these resources have 

motivational potential that can lead to the emergence of employee engagement. 

This study therefore hypothesises that: 

H1: job characteristics have a positive relationship with employee engagement 

among academic employees. 

 

3.2.2  Perceived organizational support (POS) and employee engagement 

 

When an organization supports its employees, it is highly likely that this support can 

reduce the demands relating to their jobs and increase the ability of employees to 

achieve their goals. On the other hand, when employees perceive that they are not 

receiving any kind of support from their organization, then they are highly likely to 

feel unhappy and stressed at work. Crawford et al. (2013) note that with the 

exception to autonomy, POS has been the most frequently studied antecedent to 

employee engagement. Schaufeli and Bakker (2004) found that social support was 

positively related to employee engagement. Christian et al. (2011), in their meta 

analysis of over 38 studies with a combined sample of over 18,000 individuals, as 

well as Crawford et al. (2010) in their meta analysis of 33 studies with combined 

samples of over 17000 individuals, provided strong empirical evidence to that social 

support is a significant factor in enhancing employee engagement (Crawford et al., 

2013). Fitting in with the COR theory, these resources have motivational potential 

that leads to the emergence of employee engagement. This study therefore 

hypothesises that: 

 

H2: Perceived organizational support has a positive relationship with employee 

engagement among academic employees. 
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3.2.3 Organizational justice and employee engagement 

 

Perceived fairness could be very important to how employees approach their work. 

When employees believe that their organizations are being fair to them when it 

comes to how they should conduct their work and the reward they receive from their 

work, they are more likely to feel happy about working for their organization. 

Fairness ensures that those employees who deserve promotions become promoted 

and the procedures for becoming promoted are transparent to all. Maslach et al. 

(2001) identify fairness as an important element in reducing burnout and enhancing 

engagement. Saks (2006), for example found that distributive justice and procedural 

justice had a positive association with both job engagement (r=0.22*, 0.25**) and 

organizational engagement (r=0.33***, 0.41***) respectively. Other justice studies 

(e.g. Inoue , et al., 2010; Kinnunen, Feldt, Siltaloppi, & Sonnentag, 2011; Siltaloppi, 

Kinnunen , & Feldt, 2009) showed that interactional justice was positively related to 

employee engagement. Inoue et al. (2010) also found that procedural justice and 

interactional justice were positively associated with employee engagement with r= 

0.29**, and r= 0.21** respectively. They were also negatively associated with 

psychological distress with r = -0.22** and r= -0.13* respectively. The findings from 

these few studies indicate that there is potential for justice in organizations to 

enhance engagement. Maslach (2011) asserts that while most people would 

consider job characteristics to be important areas for intervention, among others 

fairness tends to be a strong predictor of strain and key in employee engagement. 

When an employee for example knows that their “technical knowhow” and not 

“technical know who” is what gets them promoted, then they will feel relieved and 

happy to work in the organization without worrying about miscarriages of justice and 

wasting their efforts at work. In accordance with the COR theory, the resourceful 

nature of fairness (justice) can lead to employees becoming engaged at work. This 

study hypothesises that: 

H3: Perceived distributive justice has a positive relationship with employee 

engagement among academic employees. 

H4: Perceived procedural justice has a positive relationship with employee 

engagement among academic employees. 
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3.2.4 Rewards and employee engagement 

 

Extrinsic rewards mark one of the necessities of an employee at work. Employees 

expect to receive something in return for the job they are doing. Salary and wages 

are the most common and expected rewards that people receive at work. Bonuses 

reflecting meeting targets and additional payments resulting from promotion are 

other well-known forms of reward. When employees see that they can receive 

certain rewards after accomplishing a task, they are more likely to increase their 

efforts towards those tasks and thus continue gaining this resource in accordance 

to the COR theory, making rewards resourceful in motivating employees to achieve 

their goals. This study therefore hypothesises that: 

H5: Reward has a positive relationship with employee engagement among 

academic employees.  

 

3.2.5 Intrinsic motivation and employee engagement  

 

Intrinsic motivation reflects the desire of an employee to act in a certain way because 

of the experience of pleasure and satisfaction associated with the activity. People 

interested in academic work and more particularly, teaching, are said to have a 

calling or an intrinsic desire to do such a job (Hakanen et al., 2006). This internal 

drive acts as a personal resource as not all people have this (Schaufeli & Taris, 

2014). Having intrinsic motivation at work can help employees be more successful 

at controlling their outcomes. Despite what seems to be an obvious association 

between intrinsic motivation and employee engagement, there are few studies that 

have looked at this specific relationship (e.g. Lee , 2012; Jacobs, Renard, & Snelgar 

2014). Few studies offer the idea that intrinsic motivation is linked with inducing 

employee engagement. Studies (e.g. low et al., 2001; Babakus et al., 2008) included 

intrinsic motivation as a personal resource in a model predicting burnout and 

performance. They found that intrinsic motivation reduced exhaustion among sales 

persons in Australia, and reduced burnout among salespersons in Turkey. These 

findings show the potential of intrinsic motivation to reduce strains from demands, 

and therefore likely lead to engagement. Jacobs et al. (2014) found that intrinsic 

rewards were positively related to employee engagement in the South African retail 

industry. These findings are like those in Lee (2012), who found that intrinsic 
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motivation and employee engagement have a positive relationship. In their study 

among teachers, Hakanen et al. (2006) acknowledged that in future studies, the 

intrinsic motivation of respondents should be considered in assessing burnout and 

employee engagement. In accordance to the COR theory and JD-R model, personal 

resources such as intrinsic motivation can lead to employee engagement. 

This study therefore hypothesises  

H6: Intrinsic motivation has a positive relationship with employee engagement 

among academic employees. 

 

3.2.6 Job attitudes and employee engagement  

 

Positive job attitudes are associated with the experience of positive emotions. More 

specifically, job satisfaction and affective commitment are emotional attitudes in 

nature. People who have these attitudes are much more likely to experience positive 

emotions than negative ones. Studies (e.g. Ilies & Judge, 2002; Judge & Ilies, 2004) 

show the close predictive relationship between job attitudes and emotions, with job 

attitudes being able to induce positive emotions (Judge & Kammeyer-Mueller, 

2012). Job satisfaction and affective commitment are emotional attitudes. People 

who have these attitudes are highly likely to experience positive emotions rather 

than negative ones. Job satisfaction is likely to be associated with serenity or 

contentment, while affective commitment is likely to be associated with a sense of 

pride with the organization, all of these being positive emotions. While the 

experience of positive emotions due to positive attitudes can broaden the 

employees’ cognitive functioning and build durable resources that promote their 

experience of employee engagement. The lack of positive job attitudes may be 

associated with lower employee engagement. This study therefore hypothesises 

that: 

 

H7: Job satisfaction has a positive relationship with employee engagement among 

academic employees. 

H8: Affective commitment has a positive relationship with employee engagement 

among academic employees. 
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3.2.7 Employee engagement and turnover intentions 

 

When employees are engaged at work, they are in a state where they are positive, 

dedicated to doing their job and would like to continue with their work for as long as 

they can, and as such, they feel like time passes by too quickly. The state of 

engagement means that employees continue to experience positive emotions when 

they are doing their job (Bakker & Demerouti, 2008; Soane et al., 2012). One of the 

common positive emotions that could accompany the positive experiences during 

employee engagement is interest (Fredrickson, 2001). Interest invokes “a feeling of 

wanting to investigate, become involved, or extend or expand the self by 

incorporating new information and having new experiences with the person or object 

that has stimulated the interest” (Fredrickson, 2011, p.11). When an engaged 

employee develops this form of emotion at work, they are not likely to leave their 

job, as they develop a sense becoming more involved. This would explain why 

engaged employees are less likely to have intentions to quit their job. This would 

indicate why multiple studies (e.g. Saks, 2006; Soane eta al., 2012; Yalabik et al., 

2013) have found a negative relationship between employee engagement and 

employee turnover intentions. This study therefore hypothesises that: 

H9: Turnover intentions have a negative relationship with the employee engagement 

among academic employees. 

 

3.2.8 Employee engagement and Organizational citizenship behavior (OCB) 

 

The positive experiences and emotions associated with an engaged employee 

makes them open minded, have a broader view of the organization’s needs and 

reduce local bias with respect to the tasks they can do as members of the 

organization (Fredrickson, 1998; 2001; 2013). As engaged employees tend to work 

harder and achieve their tasks before their colleagues (Bakker & Demerouti, 2008; 

Schaufeli, 2013), they are more likely to have time to help their colleagues without 

thinking of this as something extra, but as a means of helping themselves through 

helping the organization. In other words, helping their colleagues finish their tasks 

becomes as important as them finishing their own tasks. The ability of positive 

experiences to reduce the biases of the employee in the organization would indicate 

that the employees feel that the success of others in the organization is their own 
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success. Therefore, the link between employee engagement and organizational 

citizenship behavior becomes more likely due to the positive nature of engaged 

employees. This study therefore hypothesises 

H10: Organizational citizenship behavior has a positive relationship with employee 

engagement among academic employees. 

 

3.2.9 The public-private sector distinction and employee engagement 

 

The literature review with regards to the Tanzanian context indicates that there are 

a lot of issues associated with the public-sector organization which could affect their 

employees’ motivation. In the higher education industry, these issues include the 

delays in salaries, high teaching workload, shortage of academic employees, and 

lack of autonomy. Studies such as Locke (1976) have indicated that these could 

affect the satisfaction of employees at work. The shortage of academic employees, 

along with the high workload, indicates a lack of support and thus a lack of job 

resources for academic employees. These could affect the engagement of 

academic employees. In addition, Rothmann (2013) indicates that in a context 

where the public owns companies, the nature of employee engagement would be 

different to the context where there are predominantly privately-owned companies. 

Thus, with Tanzania’s private sector being relatively young, it could prove useful to 

examine whether there is a difference employee engagement among academics in 

these two sectors. Bakker and Hakanen (2008) identified that differences in job 

resources was the main reason for private sector dentists in Finland having higher 

levels of employee engagement than their counterparts in the public sector. This 

was like Agyemang and Ofei (2013) in Ghana, which found that private sector 

employees were more engaged than public sector employees. While a study of 

employee engagement has not been conducted in Tanzania, studies of similar 

concepts such as motivation have been carried out in universities and have 

indicated that academic employees in public universities are less motivated when 

compared to academic employees in private universities (Mkumbo 2014; Buberwa, 

2015).   

This study therefore offers another perspective on the public-private sector 

difference by comparing the engagement of these two groups. As such, this study 

further hypothesises that:  



102 
 

H11: There is a difference in the employee engagement levels between academic 

employees in the public and private universities. 

 

Figure 3-2  

Diagram of study hypotheses 

 

 

3.3 Summary of the research contribution 

 

The extant review literature on the antecedents and outcomes of employee 

engagement has led to a framework that is grounded on a strong theoretical premise 

(See Figure 3.2). Through testing the above theoretical model in the Tanzanian 

higher education sector, the study offers the following contributions to employee 

engagement research: 

This is the first study to use the COR theory, the JD-R Model and the B&B theory to 

assess the antecedents and outcomes of employee engagement.  This answers the 

call for the need for theoretical advancement in employee engagement research 

(Bakker & Demerouti, 2008; Saks & Gruman, 2014; Schaufeli, 2012). The model 

adds more antecedents to employee engagement in the form of job attitudes, 

organizational resources as well as intrinsic motivation. While there are studies that 

have assessed these variable with regards to employee engagement (Yalabik et al., 

2013; Hakanen et al., 2006), they have not included all these variables in the same 



103 
 

framework. This study is the first to provide the much-needed stronger theoretical 

premise to explain the suggested antecedents and outcomes of employee 

engagement. This enables us to extend our research and understanding of the 

different interactions that exist when these key relationships are examined together.  

This is the first study of its nature to be carried out in Tanzania. This offers a unique 

context that was called upon by recent studies on employee engagement 

(Rothmann, 2013). Tanzania offers the opposite context to the majority of employee 

engagement studies with regards to economic, cultural and political situations. 

Tanzania had embarked on a path of development that involves its own form of 

socialism (Ujamaa), which has made the country different not only to western 

countries but even neighbouring non-western countries. This difference can 

influence the dynamics between employee engagement and other variables that 

current studies have not tapped into. In addition, this study assesses whether there 

is a significant difference between the engagement levels of employees in the public 

and the private sectors. This will add to the literature on the extent to which the 

public-private sector distinction should be considered in the employee engagement 

literature. 

Finally, this is one of few studies that empirically test the importance of intrinsic 

motivation to employee engagement. The suggestion made in Hakanen et al. 

(2006), calling for testing the importance of intrinsic motivation to professions that 

are considered a calling, makes doing this study in the higher education setting 

relevant. 
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CHAPTER FOUR 

RESEARCH METHODOLOGY 

 

This chapter describes the way in which this study was operationalized to determine 

the antecedents and outcomes of employee engagement among academics in the 

Tanzanian higher education industry. This researcher takes a positivist approach to 

research inquiry, whereby a deductive approach and a quantitative research 

strategy are adopted to guide the design of the research and the methods for data 

collection. Survey research was employed through a self-completion questionnaire 

to collect data from academic employees working in public and private universities 

in Tanzania. The following is an explanation of the research paradigm chosen, the 

research strategy /design and methods used, as well as the contextual environment 

of this study. 

 

4.1 Research Paradigm 

A paradigm has been refers a to cluster of beliefs influenced by scientists in 

aparticular discipline dictating what should should be studied (Bryman & Bell, 2007). 

The term paradigm was highly used by Kuhn in his analysis of revolutions in science, 

where he proposed that natural science goes through periods of revolution in which 

normal science (the science conducted in the views of a prevailing paradigm) is 

increasingly challenged by research findings that are inconsistent with the prevailing 

assumption of the discipline at that time. When the inconsistencies or anomalies 

become prominent, that leads to doubts in the current assumptions in the discipline; 

a crisis in the discipline occurs, which in turn results in a revolution (Bryman & Bell, 

2007). For there to be calm in the discipline, a new paradigm must ascend and 

become the norm whereby normal science rests (Bryman & Bell, 2007). Though it 

finds its origins in natural science, the use of the term paradigm is widespread in the 

social sciences (Bryman & Bell, 2007).  To define the paradigm associated with a 

specific form of research, one must stipulate the ontology and epistemology, as well 

as the method, of their research.   

Ontological issues are concerned with what constitutes reality and how can we 

understand existence. Is the social world external to the social actors or is it 

something that people are in the process of fashioning?  Thus, one may have i) 



105 
 

Objectivism: an ontological position in which social phenomena are considered to 

be external facts beyond our reach or influence. The social phenomena and 

categories that we use in our everyday lives are independent from the actors. ii) 

Constructivism: an ontological position in which social phenomena and their 

meaning are considered to be the result of social interactions and that they are 

continually being developed and revised by social actors. People are an integral part 

of social phenomena, which cannot exist in the absence of people (Bryman & Bell, 

2007).  

Epistemological issues are concerned with what constitutes valid knowledge and 

how it can be obtained. Epistemology deals with what is or what should be regarded 

as acceptable knowledge in a discipline. So, what does one regard as appropriate 

knowledge about the social world? One burning point of debate is whether the social 

world should be studied using the same principles, procedures and ethos as the 

natural sciences (Bryman & Bell 2007, p.15) A natural science perspective falls into 

the positivist epistemological view, though this epistemological consideration now 

stretches beyond the realms of natural science. According to Smith, Thorpe, & 

Jackson (2012) August Comte was the first person to encapsulate the positivist 

view. He was quoted as stating that “All good intellects have repeated, since 

Bacon’s time, that there can be no knowledge but that which is based on observed 

facts” (p.22). The positivists assume that there is a reality out there or the social 

world exists externally and that subjective inferences through sensation, intuition or 

reflection are the only means capable of providing knowledge. Therefore, the 

properties of the social world can be measured through objective methods. In 

contrast to positivism is the interpretivism epistemological consideration. Under this 

consideration, a research strategy needs to respect “the differences between people 

and the objects of natural sciences” (Bryman & Bell, 2007, p.17). Consequently, 

social scientists need to assess and consider the subjective meaning of social 

action. Social constructivism is a commonly used perspective that reflects 

interpretivism, signifying that the world is socially constructed and given meaning by 

people. Individuals seek understanding of the world in which they live and work, and 

it is through cultural interactions that they develop the subjective meaning of their 

experiences; these meanings are directed towards certain objects or things (Gabriel, 

2008; Creswell , 2003). Though seemingly opposite to one another, both 

approaches are deemed appropriate in the context being used and should not be 



106 
 

competing but rather offering specific characteristics to the research inquiry (Guba, 

1990). 

A methodology entails the strategy, plan or design that connects the choice of 

methods used in the study to the desired outcomes. Understanding why a certain 

type of research is appropriate for answering a research question or solving a 

problem is essential in arriving at a conclusion that provides significant contributions 

with minimal objections from the research community.  

Quantitative, qualitative and mixed methods are three approaches that a researcher 

can use. Very broadly, quantitative research entails the collection of numerical data, 

with the view of a deductive relationship between theory and research (Bryman & 

Bell, 2007). Quantitative research is linked to natural science (and particularly a 

positivist epistemology) and an objectivist view of the world. On the other hand, 

qualitative research usually emphasises words rather than quantification in the 

collection and analysis of data. This strategy emphasizes an inductive approach to 

the relationship between theory and research, with the aim of theory generation. In 

addition, an interpretivist epistemology with constructivism ontology shapes the 

research paradigm. A mixed method design combines both the qualitative and 

quantitative approaches (Creswell J. W., 2007). Remenyi , Williams , Money , & 

Swartz (1998)  suggests that research question, cost or budget available to the 

researcher, time available, target date of completion and the skills of the researcher 

are prominent factors influencing the choice of research strategy. 

  

4.2 The positivistic quantitative research approach of the study  

 

This study is not exploratory but more confirmatory. The main objectives of this 

study are to be met by answering research questions through a process of deduction 

associated with testing specific study hypotheses from quantitative data collected. 

As such, the current study uses a positivistic approach. As seen in table 4.1, the 

positivistic approach centers around the idea that a phenomenon can be objectively 

measured. In this case the current study measures engagement as well as other 

organizational constructs in an objective manner, and tests hypothesized 

relationships that were deductively identified. This also entails the adoption of a 

quantitative research strategy using a survey as a method of data collection. 
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Table 4.1 The positivistic assumptions 

INDEPENDENCE The observer must be independent from what is being 

observed  

VALUE FREEDOM The choice of what to study, and how to study it, can be 

determined by objective criteria rather than by human 

beliefs and interests 

CAUSALITY The aim of the social science should be to identify causal 

explanations and fundamental laws that explain 

regularities in human social behaviour  

HYPOTHESIS AND 

DEDUCTION 

Science proceeds through a process of hypothesizing 

fundamental laws and then deducing what kinds of 

observations will demonstrate the truth or falsity of these 

hypotheses 

OPERATIONALIZATION Concepts need to be defined in ways that enable facts to 

be measured quantitatively 

REDUCTIONISM Problems as a whole are better understood if they are 

reduced into simplest possible elements 

GENERALIZABILITY In order to move from specific to general it is necessary 

to select random samples of sufficient size, from which 

inferences may be drawn about the wider population 

CROSS SECTIONAL 

ANALYSIS 

Such regularities can most easily be identified by making 

comparisons of variations across samples. 

      

Smith et al. (2012)  

 

Having quantitative data offers the ability to test and validate existing theories on 

why a phenomenon occurs; and as opposed to a qualitative approach, the results 

form a quantitative research are much more useful when it comes to generalizing to 

the entire. In addition, quantitative data is easier or faster to collect and requires a 

shorter time to analyse through statistical techniques.  
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4.3 Research Design 

 

What constitutes knowledge and how to obtain it is key when a research strategy is 

being adopted. As described earlier, having a positivistic approach generally 

reinforces the use of a quantitative research approach, and this has been the case 

for this study. The research considered the potentials of different designs associated 

with a quantitative research. These included experimental designs, cross-sectional 

and longitudinal designs, survey designs as well as case studies. A cross sectional 

survey was chosen as the most appropriate means of answering our research 

problem.  

It became apparent that an experimental design involved the manipulation of an 

independent variable to determine whether it does in fact influence the dependent 

variable (Bryman & Bell, 2007, p.45).  In a classic experimental design two groups 

are established and this forms the basis for experimental manipulation of the 

independent variable. One of the groups is referred to as the treatment group or 

sometimes as the experimental group. It is subjected to various manipulations 

regarding a certain phenomenon, while another group - referred to as the control 

group – remains without interventions. Then a comparison of the two groups is 

conducted. Furthermore, the dependent variable is measured before and after the 

manipulation to allow the before and after analysis to be conducted. For a 

researcher to be confident that the difference between the two groups is due to the 

manipulation of the independent variable, items are assigned randomly to their 

respective groups (Bryman & Bell, 2007). This approach is very robust and the 

results on causality are highly trustworthy. In other words, experimental researches 

have high internal consistency (Bryman & Bell, 2007, p. 45). Despite its benefits, 

experimental research design was not suitable for the current study because it is 

difficult to manipulate the independent variables. The study includes personal and 

job resources as well as job attitudes as antecedent of employee engagement (see 

Figure 2.4) which cannot be manipulated to determine the extent to which they 

influence engagement. Similarly, in assessing the relationship between employee 

engagement and its outcomes, it is not possible to manipulate employee 

engagement levels to assess the intentions and behaviours of academic employees. 

Thus, while experiment offers a robust research design, it is not applicable for the 

current research. 
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It also became apparent that choosing a case study entailed a detailed and intensive 

analysis of a single case. It is devoted or entangled with the complexities and 

particular nature of that case alone. Thus, a case study focus can be on a single 

organization, a single location, a single event or an individual person (Bryman & 

Bell, 2007). As the aim of the study was to collect data and investigate the 

antecedents and outcomes in more than one organization with a diverse pull of 

characteristics, a case study was not deemed an appropriate research design. 

As mentioned, this study employed a survey design - more specifically, a cross 

sectional survey design. A cross sectional study entails the requirement that the 

research provides a snapshot of the studied phenomenon. Bryman and Bell (2007, 

p. 53) state that “a cross sectional design entails the collection of data on more than 

one case (usually require a lot more than one) and at a single point in time in order 

to collect a body of quantitative or quantifiable data in connection with two or more 

variables (Usually many more than two) which are then examined to detect patterns 

of association”. This contrasts with a longitudinal research design which collects 

data within the same case at two different points in time. Bryman and Bell (2007) 

suggest that this is partly due to the cost as well as the time associated with 

longitudinal studies. This might explain why they are not used as often as cross-

sectional designs in business and management research. Concurring with this view, 

the researcher was compelled to use a cross sectional survey design. Bryman and 

Bell (2007) point out that researchers who not only know what type of information 

they require to explain the phenomenon in question but also use a highly structured 

approach to data collection are highly likely to be successful when they employ a 

survey design. Having high reliability and validity of the survey questions regarding 

various constructs is of importance as it entails that the respondents not only 

understood a phenomenon in a similar manner but also that the phenomenon they 

understood is what the researcher is intending to measure. For this reason, well-

constructed measures with proven reliabilities and validity are better to use then 

developing new measures for an existing construct. This study therefore used 

measures from highly cited articles that have both high internal consistency and 

construct validity. Furthermore, the larger the sample used in the study, the better 

the generalizability of the study findings. The research aimed to obtain as large a 

sample as possible in order that statistical analysis be conducted and inferences to 

be made. 
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4.4. Unit of analysis 

 

The unit of analysis in the study was the academic employees working in the higher 

education institutions of Tanzania. The academic employees were from the three 

oldest public and private universities in Tanzania. The higher education industry 

provided a novel area of study for employee engagement in the Tanzanian context. 

The academic employees were an appropriate group of respondents for the 

following reasons: first, in order to become academics, they are required to have 

good language skills, specifically in English. The study measures used have been 

tested and validated in English and therefore it was unlikely that there would be any 

problems with regards to language related issues; second, the existing studies in 

Tanzania (e.g. Buberwa, 2015; Mkumbo, 2014) that focus on the differences 

between the public and private sector used academic employees, these provided a 

point of comparison for the current study. This study therefore offers another 

dimension for examining the public-private sector difference by comparing the 

engagement of these two groups. 

4.5 Sampling strategy 

 

The study used academic employees in six Tanzanian universities as its sampled 

population. Officials in these universities were briefed on the nature and aim of the 

study and how their staff’s contribution might play a vital role in the outcome of the 

research. Respondents were given questionnaires which were accompanied by 

unsealed envelopes. Respondents were requested to put their filled questionnaires 

into the envelopes and seal the envelopes which were to be collected from their 

departments. Due to difficulties associated with the postal system especially for this 

research, it was preferred to collect the questionnaires from the universities rather 

than each employee posting their responses. A total of 232 questionnaires received 

were usable. This number is sufficient considering the sample size consideration in 

pre-analysis (see Section 4.7). 
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4.6 Controlling for common method variance/bias 

 

Common method variance (CMV) refers to the variance attributable to the 

measurement method rather than to the constructs the measures represent 

(Podsakoff, MacKenzie, Jeong-Yeon, & Podsakoff, 2003). These method variances 

can bias research results. Podsakoff et al. (2003) explain that common method 

variance has influencial bias in to research outcomes and thus interpretations of 

study results. Common method variance can either inflate or deflate relationships 

among variables and thereby threaten the validity between measures  (Nunnally, 

1978; Nunnally & Bernstein, 1994; Podsakoff et al., 2003). While it is widely 

accepted that CMV needs to be accounted for, several authors have deemed the 

idea that common method bias (CMB) automatically affects self-report measures to 

be an oversimplification  (Conway & Lance, 2010; Spector, 2006). Conway and 

Lance (2010) argue that if i) there exists a routinely upwardly biased relationship 

between self-reported measures ii) that self-reports are inferior to other methods in 

research and iii) that the source used in rating i.e. whether one is rating themselves 

or being rated by others is a measurement method, are misconceptions surrounding 

CMV. Siemsen, Roth and Oliveira (2010) demonstrated that CMV has different 

influences on regression models with linear, quadratic and interaction effects. They 

show that the addition of independent variables suffering from CMV in a regrsion 

equation generally tends to reduce the CMB. This indicates the complexity 

associated with CMB beyond the idea that it automatically and upwardly affects 

variables from self-reports. This further implies that it should not be an automatic 

disapproval or downgrading of research quality merely due to the use for self-

reported measures. Furthermore, Lance and Siminovsky (2015) indicate that the 

correlation of monomethod are often very close to the actual correlations among the 

studied traits due to the attenuation effect of measurement errors and the 

inflationary effects of CMV offsetting each other. Thus, it is unlikely that self-report 

questionnaires would provide results that are significantly different from the true 

values reflecting a studied phenomenon. In other words, when self-reports are used 

correctly, then they are as superior as any other technique used in a research.  

Schaller , Patil and Malhotra (2015) go further with respect to the relevance of 

dealing with CMV, and more particularly in the theory of planned (TPB). They found 

that inferences made in prior studies on theory of planned behaviour (TPB)  that had 

not considered CMV are not substantively altered when CMV is taken into account, 
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thus calling for  putting to rest concerns about the adverse influence of CMV at least 

in the TPB literature. Adam, Aaron and Christina (2007) conclude that whlie the 

effects of CMV are often small in magnetude, they are not trivial.Thus, it is important 

to attempt to avoid potential causes of CMB when ever possible.  

 

In this light, its important to acknowledge that a good research design will deal with 

the influence of CMV (Conway & Lance, 2010; Podsakoff et al., 2003). With the 

current study using self-report measures to obtain data, several techniques 

suggested in Podsakoff et al. (2003) and in Conway and Lance (2010) to reduce the 

potential effects of common method bias in academic research were employed. 

These techniques included the following:  

 

First, the survey was completely anonymous and did not allow for the identification 

of individual participants. ONG and Weiss (2000) identified that when guaranteed 

anonymity and confidentiality, respondents provided more honest answers as 

opposed to when these were not mentioned to them. This reduces the possibility of 

the respondent’s answers being affected by the method of data collection. In 

addition, the study questionnaire encouraged respondents to provide their honest 

opinion, by explaining that their opinion was valued and mattered to the outcomes 

of the research. 

 

Second, wherever possible the simplest and shortest form of the measurement 

variables was used to minimise task difficulty and ambiguity so that respondents 

would be more likely to respond accurately. Sudman, Bradburn, and Schwarz, 

(1996) identified that when questions are ambiguous, respondents tend to infer to 

surrounding questions for meaning, or alternatively as Podsakoff et al. (2003, p. 

886) point out they “may respond either systematically by using some heuristic (e.g., 

some people may respond neutrally, whereas others may agree or disagree) or 

randomly without using any heuristic at all. All these aspects of common method 

bias are linked to ambiguous and sometimes difficult questions. For that case, 

instead of measuring work engagement using 17-items UWES, the study opted to 

use the shorter 9-item UWES. In addition, academic employees as respondents of 

the study reduced the possibility of a language barrier in answering the study 

measures in English, as being well versed in English is a requirement of their job.  
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Third, Conway and Lance (2010) suggest that one way to rule out substantial 

method effects is by using valid measures. As such most of the study measures 

used have been validated time after time in high ranked journal research papers, to 

ensure that they have good psychometric properties.  

 

4.7 Pre-analysis (power analysis in determining sample size) 

 

This study conducted a power analysis to determine the number of responses 

required to carry out meaningful statistical analysis (Cohen, 1988). The extent to 

which regression analysis is robust and applicable in making our research results 

generalizable is highly dependent on the sample size required from the population 

(Cohen J. , 1988). Among various approaches described by authors, Tabachnick & 

Fidell (2007) recommend that a given number of independent variables (IVs), and 

the requires sample size (N) can be computed by the formula below; 

N = 50 + 8 IV 

Since the study had seven (7) measurement variables and three (3) control 

variables, the study required a sample size (N) of:  50 + 8 (10) = 130. 

 

4.8. Data collection  

 

The following provides detailed information about how data was collected from the 

staff in these organizations. 

 

4.8.1 Data collection procedure 

 

A cross sectional survey consisting of self-completion questionnaires was carried 

out to obtain data from the respondents. Access was obtained by booking 

appointments and physically meeting heads of HR in the different universities in 

Tanzania. Personal contacts with employees in some of the universities reduced the 

red tape in the administering of the questionnaires. Thus, I was allowed by the HR 

to carry out the research without the need of a formal letter to be on their campuses. 

One university however, required multiple visits and meetings with the HR manager, 

and a formal procedure of obtaining a letter of approval. In addition, some 
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respondents were adamant that they would not fill in the questionnaire if they did 

not receive money. As this was the behaviour of a few respondents and the study 

did not offer cash to any individual, those who phoned demanding cash before filling 

in the questionnaire were politely requested to not fill in the survey questions. Some 

academic employees had lost their questionnaires and requested more, but the 

researcher had to politely decline to prevent the possibility of duplicate responses 

from the same respondents. A total of 600 questionnaires were distributed, of which 

241 were collected and 232 were used in the study. From the data collected  

 

4.9 The survey questionnaire 

 

The questionnaire consisted of demographic related questions as well as measures 

of employee engagement, organizational justice, organizational support, job 

characteristics, intrinsic motivation, extrinsic rewards, job satisfaction and affective 

commitment. 

 

4.9.1 Measurement scales 

 

4.9.1.1 Employee engagement scales 

The study used the Utrecht Work Engagement Scale (UWES-9), a shortened 9 item 

version which has three items for the three significant elements of employee 

engagement: vigour, dedication and absorption (Schaufeli et al., 2002). An example 

of a question on vigour was “when I wake up in the morning, I feel strong and 

vigorous”, an example of a question on dedication was “I am proud of the work that 

I do “and an example of a question for absorption was “I feel happy when I am 

working intensely”.  These items were rated on a 7-point Likert scale, ranging from 

(0) ‘Strongly disagree’ to (6) ‘Strongly agree’.  The scale had an alpha of 0.88. 

4.9.1.2 Perceived organizational support 

Perceived organizational support (POS) was measured using an 8-item version of 

the SPOS (Rhoades et al., 2001), as used by Saks (2006). Employees were asked 

to indicate their degree of agreement with these items on a seven-point scale 

ranging from 0 =„Never‟ to 6 = „Always‟, with examples of these items including “My 
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organization really cares about my well-being” or “Help is available from my 

organization when I have a problem”. The scale had an alpha of 0.88. 

4.9.1.3 Organizational justice  

Colquitt’s (2001) seven-item scale was used to measure procedural justice and his 

four-item scale was used to measure distributive justice. For procedural justice, 

employees were asked to indicate their degree of agreement with these items on a 

seven-point scale ranging from 0 =„strongly disagree‟ to 6 = „strongly agree‟, with 

examples of procedural justice items being “Have you been able to appeal the 

(outcome) arrived at by those procedures,” For distributive justice employees were 

asked to indicate their degree of agreement with these items on a seven-point scale 

ranging from 0 =„strongly disagree‟ to 6 = „strongly agree‟, and a sample item for 

distributive justice being, “Does your (outcome) reflect the effort you have put into 

your work?” The scale of Procedural justice and Distributive justice had alphas of 

0.91 and 0.95.  

4.9.1.4 Job characteristic scale 

Studies suggest that all the core job characteristics can be assessed using a 

composite scale that captures the core items in Hackman and Oldham (1980) job 

characteristics model (Piccolo & Colquitt, 2006 & Colquitt, 2006; Reina-Tamayo, 

Bakker , & Daantje, 2017; Saks, 2006). Using a single scale to measure the 

influence of the core job characteristics reduces the problems associated with 

having to use multiple scales attempting to capture each dimension of the job 

characteristics of which some may not be reliable in the current study. In employee 

engagement literature, Saks (2006) developed a reliable job characteristics scale 

based on the job characteristics model which the current study has used. Thus, job 

characteristics were measured by six items. The elements of job characteristics 

reflect the job resources such as autonomy, feedback and meaningfulness, as well 

as the job demands that have a positive influence on employee engagement such 

as challenging tasks that allow the use of a variety of skills and make a significant 

contribution. The employees were therefore asked to indicate their degree of 

agreement with these items on a seven-point scale ranging from 0 =„Never‟ to 6 = 

„Always‟, with examples of these items including “to what extent does your job 

permit you to decide on your own how to go about doing the work?” The scale had 

an alpha of 0.92. 
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4.9.1.5 Extrinsic reward 

Extrinsic reward was measured by a 4-item scale. Employees were asked to 

indicate their degree of agreement with these items on a seven-point scale ranging 

from 0 =„Never‟ to 6 = „Always‟, with examples of these items including “When I do 

my job well, I increase my job security”. The scale had an alpha of 0.87. 

4.9.1.6 Intrinsic motivation 

Intrinsic reward was measured by a 4-item scale developed by Lawler and Hall 

(1970). Employees were asked to indicate their degree of agreement with these 

items on a seven-point scale ranging from 0 =„Never‟ to 6 = „Always‟, with an 

example of these items being “when I do my job well it gives me a feeling of 

accomplishment”. The scale had an alpha of 0.91. 

4.9.1.7 Job satisfaction 

Job satisfaction was measured by the Cammann C. , Fichman, Jenkins and Klesh 

(1979) three-item scale. Participants responded using items on a seven-point scale 

ranging from 0 =„Strongly disagree‟ to 6 = „strongly agree‟, with examples of these 

items including: “all in all, I am satisfied with my job” or “In general, I like working at 

my organization”. The scale had an alpha of 0.84. 

4.9.1.8 Affective commitment 

Organizational commitment was measured by using Meyer & Allen, (1991) 8 item 

scale of affective commitment. As described in chapters 1 and 2, the focus on 

affective commitment reflects the positive emotional attachment that accompanies 

this attitude, which is not the core reason for people with continuous or normative 

commitment, and therefore does not have direct support from the B&B theory used 

in the study. The scale had an alpha of 0.86 

4.9.1.9 Turnover Intention 

Turnover intention was measured by Lee & Allen (2002)’s two item scale. 

Participants responded using items on a seven-point scale ranging from 0 

=„Strongly disagree‟ to 6 = „strongly agree‟, with examples of these items including: 

“I am planning to search for a new job during the next twelve months”. The scale 

had an alpha of 0.93. 
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4.9.1.10 Organizational citizenship behavior (OCB) 

Organizational citizenship behavior (OCB) was measured by four items from Lee & 

Allen (2002). Participants responded using items on a seven-point scale ranging 

from 0 =„Strongly disagree‟ to 6 = „strongly agree‟, with examples of these items 

including: “I take action to protect the organization from potential problems” or “I 

offer ideas to improve the functioning of the organization”. The scale had an alpha 

of 0.83. 

 

 

4.9.1.11 Control variables 

In addition to the measurement scales, the study also controlled for several 

variables that had been identified in the literature as having the potential to affect 

the respondent’s answers. These variables included; Age, which was observed to 

influence employee engagement in Sarkisian (2011). Gender, which was observed, 

could have an impact employee engagement in Banihani, Lewis, and Syed (2013). 

Work experience, which was observed to influence employee engagement in 

Coetzee & Rothmann (2005). The study also controlled for whether the employee 

belonged to a public or private university, due to the suggestions that this might 

affect employee engagement (Rothmann, 2013). In addition, other studies such as 

those by Agyemang and Ofei (2013) and Bakker and Hakanen (2006) found that 

employees in the private sector reported higher levels of employee engagement. 

Bakker and Hakanen (2006) as well as Agyemang and Ofei (2013) attributed these 

differences to the differences in the resources between the two sectors.
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Table 4.2 Descriptions of Measurement of Constructs for the Study 

Dimensions Measures Source 

Engagement 

At my work, I feel energetic. 

Schaufeli 
and 

Bakker 
(2003) 

At my job, I feel strong and vigorous. 

When I get up in the morning, I look forward to going to work. 

My job inspires me. 

I am enthusiastic about my job. 

I am proud of the work that I do. 

I feel happy when I am working intensely. 

I am engrossed in my work. 

Time flies when I am working. 

Intrinsic 
Motivation 

When I do my work well, it gives me a feeling of accomplishment. 
Lawler 

and hall 
(1970) 

When I perform my job well, it contributes to my personal growth and development. 

I feel a great sense of personal satisfaction when I do my job well.  

Doing my job well increases my feeling of self-esteem. 

Job 
satisfaction 

All in all, I am satisfied with my job. Camman
n et al. 
(1979) 

In general, I like working at my organization.  

In general, I do not like my job.  

Affective 
commitment 

I would be very happy to spend the rest of my career with this organization  

Meyer 
and Allen 

(1991) 

I enjoy discussing about my organization with people outside  

I really feel as if this organization’s problems are my own  

I think that I could easily become as attached to another organization as I am to this one  

I do not feel like ‘part of the family’ at my 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 my organization    

Job 
characteristic 

How much autonomy is there in your job? That is, to what extent does your job permit you to 
decide on your own how to go about doing the work? 

Saks 
(2006) 
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To what extent does your job involve doing a “whole” and identifiable piece of work? That is, is the 
job a complete piece of work that has an obvious beginning and end? Or is it only a small part of 
the overall piece of work, which is finished by other people or by automatic machines? 

How much variety is there in your job? That is, to what extent does the job require you to do many 
different things at work, using a variety of your skills and talents? 

In general, how significant or important in your job? That is, are the results of your work likely to 
significantly affect the lives or well-being of other people? 

To what extent do managers or co-workers let you know how well you are doing on your job? 

To what extent does doing the job itself provide you with information about your work 
performance? That is, does the actual work itself provide clues about how well you are doing –
aside from any “feedback” co-workers or supervisors may provide? 

Perceived 
organizationa

l support 

My organization really cares about my well-being. 

Rhoades 
et 

al.(2001) 

My organization strongly considers my goals and values. 

My organization shows little concern for me (R). 

My organization cares about my opinions. 

My organization is willing to help me if I need a special favour. 

Help is available from my organization when I have a problem. 

My organization would forgive an honest mistake on my part. 

If given the opportunity, my organization would take advantage of me (R). 

Distributive 
justice 

The outcomes I receive reflect the effort I have put into my work 
Colquitt 

et 
al.(2001) 

The outcomes I receive are appropriate for the work I have completed 

The outcomes I receive reflect what I have contributed to the organization 

The outcomes I receive are justified given my performance 

Procedural 
justice 

Have you been able to express your views and feelings during procedures related to the outcomes 
you receive at work 

Colquitt 
et 

al.(2001) 

Have you had influence over the outcomes arrived at by those procedures? 

Have those procedures been applied consistently? 

Have those procedures been free of bias? 

Have those procedures been based on accurate information? 

Have you been able to appeal the outcomes arrived at by those procedures? 

Have those procedures upheld ethical and moral standards? 

When I do my job well, I receive higher pay rise 
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Extrinsic 
Rewards 

When I do my job well, I receive bonuses 
Reward 
(2015) 

When I do my job well, I receive increase promotion opportunities 

When I do my job well, I receive increase in job security 

Organization
al citizenship 

behavior 

I attend functions that are not required but that help the organizational image 

Lee and 
Allen 

(2002) 

I offer ideas to improve the functioning of the organization. 

I take action to protect the organization from potential problems.  

Defend the organization when other employees criticize it. 

Turnover 
intentions 

During the next year, I will probably look for a new job outside my current employer.  Lee and 
Allen 

(2002) 
I am seriously considering quitting my current employer for an alternative employer. 
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4.10 Validity and reliability 

 

The study instrument was subjected to various statistical analyses to test the validity of 

the different constructs as well as the reliability of the measurement scale. Validity 

“refers to the issue of whether or not an indicator (or a set of indicators) that is devised 

to gauge a concept really measure that concept” (Bryman & Bell, 2007, p.155). Different 

methods exist that enable a researcher to establish validity. They include face validity; 

which entails whether a measure reflects the content of the concept in question, 

Concurrent validity; which entails validating a measure e.g. Job satisfaction by 

comparing its fluctuations in score to another construct with a known association to 

satisfaction e.g. absenteeism (Thus, as job satisfaction increases, absenteeism should 

decrease and vice versa if this is not the case, then doubt for the measure occurs.)  

Predictive validity; this is like concurrent validity but rather than comparing the current 

levels of job satisfaction and absenteeism, the current job satisfaction is compared to 

future absenteeism. Construct validity entails whether a measure relates to an 

underlying theoretical concept. Convergent validity refers to whether the current 

measure agrees with other measures that assess the same construct. The study 

validated the constructs by using Principal component analysis using SPSS 22 and 

Confirmatory factor analysis (CFA) using Amos 22. With CFA there are various fit 

indices which are used to evaluate the validity of the constructs. Fit indices are 

classified as either absolute fit indices or relative fit Indices. The absolute fit indices 

entail how well the a priori model fits or reproduces the data. These fit indices include; 

the Chi-square (χ²), RMSEA, GFI, AGFI, RMR, and SRMR. 

 

In assessing models and conducting CFA, the Chi-square statistic (χ²) is generally the 

more commonly used index. Chi-square (χ²) technique works on the premises of a null 

hypothesis, i.e. of no difference between proposed models and the data structure. For 

a good fit, a chi square value should not be significant and thus, the lower the Chi-

square (χ²) values, the better. Due to the nature of the Chi-square distribution, it is 

highly affected by the sample size, and thus, studies with a large data set are unlikely 

able to retain the null hypothesis. Therefore, other indices are required in support of the 

Chi square statistic (χ²) ( (Marsh , Balla , & McDonald, 1988). Another index that has 
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been commonly reported as being a good measure of fit for a sample model in the 

practical world is the RMSEA. When the value of RMSEA is closer to zero the better 

the model fit with respect to the population. No one expects the value of RMSEA to be 

zero, as a zero value entails a complete model fit, which in theory does not hold. There 

are various issues that would make that result impossible. The rule of thumb with 

respect to RMSEA is as follows: < 0.05 = close fit; 0.05 - 0.08 = fair fit; 0.08 - 0.10 = 

mediocre fit; >0.10 = poor fit (Byrne, 2010). In addition, RMSEA distribution values or 

a confidence interval are also available and can be used as the indicator of the level of 

its precision, thus resulting in a strong inferential statistic of this index for assessing the 

model fit (Tanaka, 1993). Relative fit indices on the other hand compare the Chi-square 

for the hypothesized model to one from a “null”, or “baseline” model. This null model 

almost always contains a model in which all the variables are uncorrelated, and as a 

result, has a very large Chi-square (indicating poor fit). The CFI and IFI provide more 

consistent estimates across a range of sample sizes than other fit statistics, such as 

Tucker-Lewis index (TLI) or non-normed fit index (NNFI)  (Hu & Bentler, 1995), with the 

indices scales for these varying between 0 and 1. In this regard, models resulting in 

CFI and IFI values of 0.90 or higher are considered acceptable. 

 

Table 4.3 Criteria for a model fit 

  Acceptable values of a good fit  

 Normed fit index (NFI)                                                                 0.95 and above  

Comparative fit index (CFI)                                                             0.90 and above  

Root-mean-square error of approximation 
(RMSEA)  0.08 or less/ 0.1 and less  

Tucker-Lewis index (TLI)                                                               0.90 and above  

Incremental fist index (IFI)                                                               0.90 and above   

Goodness-of-fit statistic (GFI) 0.90 and above   

 Adjusted goodness-of-fit statistic (AGFI) 0.90 and above   

 

Reliability, on the other hand, refers to the consistency of a measure of a concept. A 

measure is considered reliable when it has stability; whether a measure is stable over 

time. Internal consistency; whether the indicators which make up the scales are 

consistent. Inter-observer consistency; whether two observers in the same study 

produce similar results. This study measured the reliability of its measures using 
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Cronbach’s alpha. The rule of thumb was that a measure is reliable if its Alpha is 0.80 

or above, though slightly lower values are deemed acceptable (Bryman & Bell, 2007). 

All the study measures displayed good reliabilities (see Chapter 5). 

In addition, the study used the Harman’s single factor and the Common latent factor 

tests to assess the influence of common method variance (Podsakoff et al., 2003). The 

Harman’s single factor test can be conducted by using the SPSS. The item of each 

measurement scales in the study are included into a single factor and factor analysis 

forces an unrotated single factor solution. When the variance explained is less than 

50% (as in the case of this study), then common method bias is not a problem in the 

study. The Common latent factor test can be conducted using Amos graphics. This 

technique involves inserting a new latent variable (the common factor) in a way that all 

the current study variables are made to relate it with their path being constrained to be 

equal, with the common factor’s variance being constrained to 1. The square of the 

common factor of each path before standardization, provides the common variance of 

the study variables. Like Harman’s single factor test, when the common variance is less 

than 50% (as in the case of this study), then common method bias is not a problem 

(see Chapter 5). 

4.11 Developing study variable scores 

 

In order to have quantifiable data for each study variable form the measurement scales, 

an average score for each respondent for a specific variable is computed. For example, 

in order to develop the score of a respondent relating to their turnover intentions, the 

score of their response to question one relating to turnover over intention (T1) is added 

to the score of their response to question two relating to turnover intention (T2), and an 

average of the responses was used as the level of turnover intention for that 

respondent. So, if a respondent strongly agrees with statement 1 and agrees with 

statement 2 then the T1=6 and T2=5, the turnover intention score for this respondent 

will be (6+5) /2 =5.5 
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4.12 Data analysis technique 

 

Using AMOS 22 and SPSS 22, data analysis first began by examining the validity and 

reliability of the study measures in a manner that takes into account what has been 

explained in 4.10. This was followed by developing mean scores for each study variable 

that were used for analysis, as described in 4.11 above. This was followed by assessing 

the descriptive statistics of the study measure i.e. means and standard deviations, 

followed by conducting correlation analysis and carrying out multiple regression 

analyses to test the study hypotheses. 

4.13 Summary 

 

This chapter has thoroughly discussed the research methodology, giving reasons for 

its preferences. The research follows a positivistic approach where the truth of a 

phenomenon can be found through objectively measuring it. The approach entails the 

use of quantifiable data and therefore a quantitative research design was best suited 

for the study. Within this approach, the objective of the study was to test several key 

hypotheses as opposed to having an in-depth exploration of a phenomenon. The 

sample for the current study involved academic employees in various universities in 

public and private universities in Tanzania. Using a power analysis that considered the 

number of variables to be tested, the study required a sample of at least 130 

respondents for regression analysis to be used in testing the hypotheses. The 

quantitative techniques discussed above were applied and the analysis of the data is 

provided in the next chapter. 
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CHAPTER FIVE 

DATA ANALYSIS 

 

This chapter focuses on the analysis and interpretation of the survey data collected 

from the academic employees at a Tanzanian university. The chapter begins by looking 

at descriptive statistics to provide an understanding of the respondents of the study. 

This is followed by tests of validity and reliability of measurement instruments used in 

the study, after which the study hypotheses are tested, and the results are presented.  

 

5.1 Characteristics of respondents 

 

This section presents an overview of the demographic characteristics of the 

respondents to the survey questionnaire (Table 5.1). The overview presents the extent 

to which the sample used in the study resembles the entire population where the 

sample was drawn. This is pertinent to the generalization of the study findings. 

  

As explained in Chapter 4, the survey was conducted by sending questionnaires to six 

universities in Tanzania. The researcher managed to obtain 241 filled questionnaires 

of which 232 were appropriate for the data analysis. The 232 respondents consisted of 

131 (56.5%) male academic employees and 101 (43.5%) female academic employees. 

143 (61.6%) of the respondents were currently working in public universities whereas 

89 (38.4%) of the responses were from academic employees in private universities. 

The respondents were categorized into four different age groups. The largest age 

category was that of between 40 and 59 years having 117 (50.4%) of the respondents. 

This was followed by the age category of between 25 and 39 years, which consisted of 

96 (41.4%) respondents. The third age category was that of above 59 years which had 

10 (14.7%) respondents. The last and smallest age category was that of employees 

under 25 years of age. This consisted of 9 (3.9%) respondents. Most of the respondents 

had worked in their current employment for more than 3 years, with 103 (44.5%) falling 

into the above 5 years category, and 83 (35.8%) falling into the between 3 and 5 years 
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of working in their current job. 46 (19.8%) of the respondents indicated that they had 

less than 3 years of working experience in their current job.  Most respondents, 80 

(34.5%), fell in the category of lecturers. 68 (29.3%) of the respondents fell in the 

category of being assistant lectures. 44(19%) were senior lectures, 22 (9.5%) 

respondents indicated that they were tutorial assistants, 11(4.7%) were associate 

professors, while the smallest category comprised of 7(3%) full professors. 

 

Table 5.1 Demographic data of the sample respondents 

 

 

 

 

    Frequency  Percentage (%) 

Gender        

  Male 131 56.5 

  Female 101 43.5 

Age       

  Under 25 9 3.9 

  25-39 96 41.4 

  40-59 117 50.4 

  Above 59 10 4.3 

Sector(s) of employment      
  Public  130 56 

  Private  69 29.7 

  Both  33 14.2 

Current sector of employment      
  Public 143 61.6 

  Private 89 38.4 

       

Job title Tutorial assistant 22 9.5 

  Assistant lecturer 68 29.3 

  Lecturer 80 34.5 

  Senior lecturer 44 19.0 

  Associate professor 11 4.7 

  Full professor 7 3.0 

Work experience      
  Under 3years 46 19.8 

  3-5 years 83 35.8 

  Above 5 years 103 44.4 

Total sample size   232 100 
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5.2 Construct validity 

 

Cronbach and Meehl (1955) explain that construct validity reflects the extent to which a 

test measures what it claims, or purports, to be measuring. While there are various 

types of validity (See Chapter 4), the construct validity of a measure can be established 

through testing its convergent validity and discriminant validity.    

 

5.2.1 Convergent validity  

 

Convergent validity refers to the degree to which multiple measures of the same 

construct demonstrate agreement or convergence, i.e., measures that supposedly 

assess the same thing should correlate highly if they are in fact valid measures of the 

same underlying construct (Campbell & Fiske, 1959) . Convergent validity was 

demonstrated by performing confirmatory factor analyses (CFA) using AMOS 22. The 

test was conducted on Employee engagement as it was the only construct that had sub 

scales or different dimensions. Through CFA, we could ensure that the dimensions 

specified by other authors with regards to employee engagement fit well with the 

current study (Bollen K. A., 1989). As explained in Chapter 4, the Chi square statistic 

(χ²) is sensitive to a large sample and as such other goodness-of-fit indices are 

recommended in establishing how the sample data fits the mode (Hooper, Coughlan, 

& Mullen, 2008). Thus, other indices, such as the normed fit index (NFI) (Bentler & 

Bonett, 1980), the comparative fit index (CFI)  (Bentler, 1990; Hu & Bentler 1995), the 

root-mean-square error of approximation (RMSEA) (Browne & Cudeck, 1993), the 

Tucker-Lewis Index (TLI)  (Bentler & Bonett, 1980), the incremental fit index (IFI) 

(Bollen, 1989) , the goodness of fit statistic (GFI) and adjusted goodness of fit statistic 

(AGFI) (Hooper et al., 2008) were examined. In addition, a factor loading of 0.5 is 

recommended (Schumacker & Lomax, 2004). The following is a detailed elaboration of 

the CFA result for each of the Employee engagement scale. 

 

Responses to 9 items were analysed in AMOS 22, to test a three-factor model having 

the vigour, dedication and absorption dimensions of employee engagement. The three-

factor solution with the three dimensions of employee engagement had some 
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acceptable model fit indices. As seen in Table 5.3, while the model had a significant 

Chi square (χ²) value of 42.604 (p = 0.11), the RMSEA (0.58), GFI (.962), AGFI (.929), 

NFI (.971), CFI (.987) and TLI (.980) showed acceptable levels for a good model fit 

(See Table 4.3) 

 

Table 5.2 Goodness of fit: Three Factor Model of Employee Engagement 

  χ² χ²/df RMSEA GFI AGFI NFI CFI TLI 

Model 42.604 1.775 0.058 0.962 0.929 0.971 0.987 0.98 

 

In addition to a good model fit, the individual factor loadings were all above 0.7, which 

is higher than the minimum recommended value of 0.50, indicating that all the items 

were valid for the measurement of employee engagement. Factor analysis indicated 

that all the measurement items had good factor loadings of above 0.5 except for items 

in affective commitment and perceived organizational support (see Table 5.3). The 

items that poorly loaded were removed from the measure before it was used for other 

computations in the study.  

 

For affective commitment, all the items that were reverse coded loaded below 0.5, 

which meant items 4, 5, 6 and 8 were deleted from the scale. Three of these items have 

been considered as key aspects of the commitment scale. Studies have suggested that 

reverse coded items may cause problems in obtaining reliable data due to the 

potentials of confusion and contamination due to the inattention of some respondents 

(Jaensson & Nilsson, 2017; Magazine, Williams, & Williams, 1996; Meyer & Allen, 

2004). In addition, Meyer and Allen (2004) are unclear of the effect of the context with 

relation to the acceptability of some items in their commitment scale. This could indicate 

that contextual issues related to the language as well as the reverse coded of items 

can affect the loading of some scale items. Nonetheless, Meyer and Allen (2004) in 
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their user guide for the commitment scales indicate that in their experience even if three 

or four items are removed from a scale, there is no major impact on reliability of the 

remaining items. Since four items that have loaded above 0.5, this study accepts the 

suggestions in Meyer and Allen (2004) that affective commitment can be properly 

tested. Therefore, these items are appropriate for measuring affective commitment in 

the current study.   

For perceived organizational support, items 2,8 which were also reverse coded and 

item 3 which was not reverse coded, loaded below 0.5 and were removed from the 

scale prior to further analysis. After the removal of poorly loaded items, the remaining 

scale items demonstrated good construct validity.  
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Table 5.3 Study Measurements factor item loading 

Dimensions Measures Component 

Engagement 

At my work, I feel energetic. 0.886 

At my job, I feel strong and vigorous. 0.882 

When I get up in the morning, I look forward to going to work. 0.806 

My job inspires me. 0.905 

I am enthusiastic about my job. 0.924 

I am proud of the work that I do. 0.731 

I feel happy when I am working intensely. 0.86 

I am engrossed in my work. 0.883 

Time flies when I am working. 0.814 

      

Intrinsic 
Motivation 

When I do my work well, it gives me a feeling of accomplishment. 0.87 

When I perform my job well, it contributes to my personal growth and 
development. 

0.916 

I feel a great sense of personal satisfaction when I do my job well.  0.873 

Doing my job well increases my feeling of self-esteem. 0.896 

      

Affective 
commitment 

I would be very happy to spend the rest of my career with this 
organization  

0.812 

I enjoy discussing about my organization with people outside  0.789 

I really feel as if this organization’s problems are my own  0.814 

I think that I could easily become as attached to another 
organization as I am to this one  

-0.316 

I do not feel like ‘part of the family’ at my organization  0.012 

I do not feel ‘emotionally attached’ to this organization  0.113 

This organization has a great deal of personal meaning for me 0.846 

I do not feel a ‘strong’ sense of belonging to my organization    -0.093 

      

Job 
characteristics 

How much autonomy is there in your job? That is, to what extent does 
your job permit you to decide on your own how to go about doing the 
work? 

0.849 
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To what extent does your job involve doing a “whole” and identifiable 
piece of work? That is, is the job a complete piece of work that has an 
obvious beginning and end? Or is it only a small part of the overall piece 
of work, which is finished by other people or by automatic machines? 

0.83 

How much variety is there in your job? That is, to what extent does the 
job require you to do many different things at work, using a variety of your 
skills and talents? 

0.833 

In general, how significant or important in your job? That is, are the 
results of your work likely to significantly affect the lives or well-being of 
other people? 

0.853 

To what extent do managers or co-workers let you know how well you 
are doing on your job? 

0.84 

To what extent does doing the job itself provide you with information 
about your work performance? That is, does the actual work itself provide 
clues about how well you are doing –aside from any “feedback” co-
workers or supervisors may provide? 

0.873 

      

Perceived 
organizational 

support 

My organization really cares about my well-being. 0.892 

My organization strongly considers my goals and values. 0.045 

My organization shows little concern for me (R). -0.811 

My organization cares about my opinions. 0.926 

My organization is willing to help me if I need a special favour. 0.91 

Help is available from my organization when I have a problem. 0.92 

My organization would forgive an honest mistake on my part. 0.906 

If given the opportunity, my organization would take advantage of 
me (R). 

0.089 

      

Distributive 
justice 

The outcomes I receive reflect the effort I have put into my work 0.912 

The outcomes I receive are appropriate for the work I have completed 0.94 

The outcomes I receive reflect what I have contributed to the organization 0.947 

The outcomes I receive are justified given my performance 0.94 

 
 

    

Procedural justice 
Have you been able to express your views and feelings during 
procedures related to the outcomes you receive at work 

0.716 
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Have you had influence over the outcomes arrived at by those 
procedures? 

0.865 

Have those procedures been applied consistently? 0.801 

Have those procedures been free of bias? 0.852 

Have those procedures been based on accurate information? 0.803 

Have you been able to appeal the outcomes arrived at by those 
procedures? 

0.754 

Have those procedures upheld ethical and moral standards? 0.819 

      

Extrinsic Rewards 

When I do my job well, I receive higher pay rise 0.806 

When I do my job well, I receive bonuses 0.645 

When I do my job well, I receive increase promotion opportunities 0.818 

When I do my job well, I receive increase in job security 0.609 

      

Organizational 
citizenship 
behavior 

I attend functions that are not required but that help the organizational 
image 

0.608 

I offer ideas to improve the functioning of the organization. 0.92 

I take action to protect the organization from potential problems.  0.929 

Defend the organization when other employees criticize it. 0.896 

 

   Note: Poorly loaded items are in italic and were removed from further computations. 
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5.2.2 Discriminant validity  

A scale’s validity can be further assessed by examining the associations and 

relationships between the variables. Discriminant validity is demonstrated if the 

reliabilities for each scale are higher than the correlations among different scales 

(Podsakoff & Organ, 1986; Campbell & Fiske 1959). Discriminant validity is 

demonstrated in this study as the reliabilities for each scale are higher than the 

correlations among different scales (See Table 5.6).  

 

5.2.3 Checking common method bias: Harman’s Single Factor test and the 

Common Latent Factor test. 

 

As explained in chapter 4, using the SPSS, the study conducted Harman’s one factor 

test to check for common method bias. The test indicates that common method bias 

was not a problem with the measurement instrument, with the single factor explaining 

only 34.93% of the total variance. Furthermore, using AMOS graphics, the study 

conducted a Common latent factor test. The analysis found that the common latent 

variable had a linear estimate of 0.65. The square of this value indicates a variance of 

0.4225 (42.25%) which is below the threshold criterion of 50% (seen appendix for 

details). These two tests indicate that the current data set appears to have no presence 

of common method bias. 

 

5.3 Reliability Analysis 

 

As explained in Chapter 4, the computation of Cronbach’s alpha coefficients (α) was 

used to assess the reliability of the measurement coefficients. Measurement 

instruments with alpha coefficients (α) exceeding 0.7 indicate that the questions are 

dealing with the same construct and as such deemed an acceptable threshold (Spector, 

1992). In conducting the analysis, the researcher selected the option of seeing the 

change in the reliability if an item in the scale was deleted to ensure that if the removal 

of an item improves the alpha coefficient substantially, then the study retained those 
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items that best measured the same constructs. The researcher ensured that all the 

reverse coded items in the questionnaire were properly coded before the analysis was 

conducted. The researcher computed the reliability of all the measurement scales, and 

the reliability of the dimensions with in a measurement scale i.e. the vigour, dedication 

and absorption dimensions of employee engagement. In this study, measures exhibited 

a value of α above 0.7, indicating that they were consistent to what they were 

measuring. The final Cronbach’s alphas are illustrated below. 

 

Table 5.4 Cronbach’s Alpha Coefficients of study measures 

  Cronbach’s  Alpha 

Employee engagement (9 items) 0.88 

Employee engagement- Vigour 0.89 

Employee engagement-Dedication 0.88 

Employee engagement-Absorption 0.89 

Job characteristics 0.92 

Perceived organizational support 0.88 

Distributive justice 0.95 

Procedural Justice 0.91 

Reward 0.87 

Intrinsic motivation  0.91 

Job satisfaction  0.84 

Affective commitment 0.86 

Turnover intention 0.93 

Organizational citizenship behavior 0.83 

 



135 
 

5.4 Bivariate Correlation Analysis 

Bivariate correlation analysis was carried out for all the study variables to assess the 

nature of association between the variables. Dancey and Reidy (2002) point out that 

the strength of the association can either be zero, weak, moderate, strong and perfect, 

and the direction can either be positive or negative, all of which depend on the value 

and sign on the correlation coefficient (r), see Table 5.5 below.  

 

 

Table 5.5 Interpretation of correlation coefficients (r) 

Strength of association Positive 

(r) 

Negative 

(r) 

Perfect +1 -1 

Strong 0.7 ,0.8 ,0.9 -0.7, -0.8, -0.9 

Moderate 0.4, 0.5, 0.6 -0.4, -0.5, -0.6 

Weak 0.1, 0.2, 0.3 -0.1, -0.2, -0.3 

Zero 0 0 

 

(Dancey & Reidy , 2002) 

Employee engagement was positively correlated with all the measures with exception 

to turnover intention which was negatively correlated. The associations between 

Employee engagement and other study measures were all significant at p <0.001 

except for extrinsic reward (r=0.03) (see Table 5.6). Furthermore, the strength of the 

significant association between variables was either weak or moderate. The correlation 

coefficient (r) for employee engagement and job characteristics (r=0.530), perceived 

organizational support (r=0.384), distributive justice (r=0.387), procedural justice 

(r=0.389), Intrinsic motivation (r=0.755), Job satisfaction (r=0.564), Affective 

commitment (r=0.454), turnover intention (r= -0.371) and organizational citizenship 

behavior (r=0.474) were all below the reliability of employee engagement (α =0.88), 

thus demonstrating the discriminant validity of employee engagement.  The strong    
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correlation between intrinsic motivation and employee engagement reflects the 

proposition made in Hakanen et al. (2006) who indicate that the employee engagement 

of  employees working in settings that involve teaching, such as academics in the 

current study are more likely to be is more likely to be highly associated with intrinsic 

motivation as compared to other forms of work.  Given that this relationship has rarely 

been tested in employee engagement research then this association should not be 

surprising. 
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Table 5.6 Means, Standard Deviations (SD), Reliabilities(α) and Intercorrelations among variables 

  Mean SD Α 1 2 3 4 5 6 7 8 9 10 

Employee Engagement 4.42 0.744 0.88  1                   

Job Characteristics 3.84 1.338 0.92 .530**  1                 

Perceived Organizational Support 3.23 1.312 0.88 .384** .409**  1               

Perceived Distributive Justice 3.26 1.482 0.95 .387** .535** .543**  1             

Perceived Procedural Justice 2.74 1.333 0.91 .389** .526** .321** .553**  1           

Extrinsic Rewards 2.07 1.345 0.87 0.036 -0.038 0.118 0.104 0.072  1         

Intrinsic Motivation 4.79 0.877 0.91 .755** .328** .382** .282** .153* 0.063  1       

Job Satisfaction 4.2 1.459 0.84 .564** .487** .519** .239** .138* 0.044 .418**  1     

Affective Commitment 3.65 1.083 0.86 .454** .375** .290** .164* 0.074 .244** .551** .454**  1   

Turnover Intention 1.96 1.664 0.93 -.371** -.228** -.290** -.240** -0.089 -0.059 -.204** -.484** -.332**  1 

Organization Citizenship Behaviour 3.79 1.224 0.83 .474** .697** .452** .565** .447** 0.028 .226** .476** .681** -.408** 

N=232                           

**. Correlation is significant at the 0.01 level.           

*.  Correlation is significant at the 0.05 level.           
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5.5   Regression Analyses  

As described in Chapter 4, regression analysis was used to test the hypotheses of 

the study. The researcher began by creating dummy variables for the categorical 

variables in the study. This was followed by inspecting whether the data violated 

any of the assumptions for a regression analysis. To detect whether multicollinearity 

was a concern, the researcher, first examined the correlation coefficient (r) between 

the study variables (See Table 5.6) and found no correlation coefficients above 0.8, 

and second computed the variance inflation factor (VIF) for the study variables all 

of which were below 10. These results imply that multicollinearity was unlikely to be 

a problem. To assess the influence of outliers, the researcher computing the cook 

distance. The cook distance was below 1, indicating that outliers were not a 

problem. To test for homoscedasticity and heteroscedasticity problems, graphs of 

standard residuals were produced (Fields, 2005). The graphs showed random 

distribution of residuals, and a near normal distribution, implying that 

homoscedasticity and heteroscedasticity were not a problem (see the Appendix for 

more detail). 

5.5.1 Antecedents of employee engagement 

The researcher conducted a multiple regression analysis by including all the 

proposed antecedents simultaneously in a model after controlling for age, gender, 

work experience and sector of employment. As shown in Table 5.7, the results 

indicate that the antecedent variables explained a significant amount of the variance 

in employee engagement (R2=0.748, Adjusted R2=0.731, p<0.001). The results with 

respect to the study hypotheses are as follows 
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Table 5.7 Multiple regression analysis predicting employee engagement 

             β               β 
Age: Between 25 and 39 -.131 .011 
 
Age: Between 40 and 59 

-.161 .035 

 
Age: Above 59 

-.024 -.003 

 
Gender: Female 

.109 .044 

 
Sector of employment: Private 

.224** .023 

 
Work experience: Between 3 and 5 years 

.085 -.032 

 
Work experience: Above 5 years 

.094 -.005 

 
Intrinsic Motivation 

 .610** 

 
Extrinsic Reward 

 -.021 

 
Distributive Justice 

 .016 

 
Procedural Justice 

 .241** 

 
Job Characteristics 

            .067 

 
Perceived Organizational Support 

 -.138** 

 
Job satisfaction 

 .214** 

 
Affective commitment 

 .170** 

 
R2 

.064             .748 

 
Adjusted R2 

       .035 .731 

 
F-statistic 

2.186 42.791** 

Notes: *p < 0.05; **p < 0.01; and values in Table are standardized β coefficients  
              N=232 
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H1: Job characteristics has a positive relationship with employee engagement 

among academic employees in the Tanzanian higher education sector 

The results indicated that job characteristics was not significant in the model as an 

antecedents of employee engagement with β=0.067 and p>0.05. Therefore, the 

findings did not support hypothesis one. 

 

H2: Perceived organizational support has a positive relationship with 

employee engagement among academic employees in the Tanzanian higher 

education sector 

The results indicated that perceived organizational support was not a positively 

antecedent of employee engagement in the current study model β= -0.138 and p 

<0.05. Therefore, the findings did not support hypothesis two. 

 

H3: Distributive justice has a positive relationship with employee engagement 

among academic employees in the Tanzanian higher education sector 

The results indicated that distributive justice was not significant in the model as an 

antecedents of employee engagement with β= 0.016 and p >0.05. Therefore, the 

findings did not support hypothesis three. 

 

H4: Procedural justice has a positive relationship with employee engagement 

among academic employees in the Tanzanian higher education sector 

The results indicated that procedural justice was significant in the model as an 

antecedent of employee engagement with β= 0.241 and p<0.05. Therefore, the 

findings supported hypothesis four. 

 

H5: Extrinsic rewards have a positive relationship with employee engagement 

among academic employees in the Tanzanian higher education sector 

The results indicated that extrinsic rewards were not significant in the model for the 

antecedent of employee engagement with β= -0.021 and p>0.05. Therefore, the 

findings did not support hypothesis five. 

 

H6: Intrinsic motivation has a positive relationship with employee 

engagement among academic employees in the Tanzanian higher education 

sector 
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The results indicated that procedural justice was significant in the model as an 

antecedent of employee engagement with β=0.610 and p<0.001. Therefore, the 

findings supported hypothesis six. 

 

H7: Job satisfaction has a positive relationship with employee engagement 

among academic employees in the Tanzanian higher education sector 

The results indicated that procedural justice was significant in the model as an 

antecedent of employee engagement with β=0.214 and p<0.001. Therefore, the 

findings supported hypothesis seven. 

 

H8: Affective commitment has a positive relationship with employee 

engagement among academic employees in the Tanzanian higher education 

sector 

The results indicated that procedural justice was significant in the model as an 

antecedent of employee engagement with β = 0.170 and p<0.001. Therefore, the 

findings supported hypothesis eight. 

 

5.5.1.2 Robustness Check 

 

The regression analysis on table 5.7 has produced a large value of R2 and Adjusted 

R2 of 0.748 and 0.731 which are quite high for most cross-sectional studies. 

Furthermore, the table indicates that intrinsic motivation has by far the largest effect 

on employee engagement. Due to this, the researcher carried a robustness check 

to see how the model behaves when intrinsic motivation was removed. In addition 

to this, the researcher also conducted another regression analysis where both 

intrinsic motivation and extrinsic rewards were removed from the analysis.  
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Table 5.8 Robustness Check 1: Excluding intrinsic motivation 
 

  
           

β              β 
Age: Between 25 and 39 -.131 -.256 
 
Age: Between 40 and 59 

-.161 -.330* 

 
Age: Above 59 

-.024 -.144 

 
Gender: Female 

.109 .066 

 
Sector of employment: Private 

.224** .082 

 
Work experience: Between 3 and 5 years 

.085 -.029 

 
Work experience: Above 5 years 

.094 .025 

 
Extrinsic Reward 

 -.010 

 
Distributive Justice 

 .110 

 
Procedural Justice 

 .241** 

 
Job Characteristics 

 .096 

 
Perceived Organizational Support 

 -.083 

 
Job satisfaction 

 .414** 

 
Affective commitment 

 .150* 

 
R2 

.064             .486 

 
Adjusted R2 

       
.035 

.453 

 
F-statistic 

2.186* 14.673** 

 
Notes: *p < 0.05; **p < 0.01; and values in Table are standardized β coefficients  
              N=232 
 
 
The researcher conducted a multiple regression analysis by including all the 

proposed antecedents except intrinsic motivation simultaneously in a model after 

controlling for age, gender, work experience and sector of employment. As shown 

in Table 5.8, the results indicate that the antecedent variables explained a significant 

amount of the variance in employee engagement (R2=0.486, Adjusted R2=0.453, 

p<0.001). The variance explained by the model where intrinsic motivation is 
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removed has decreased substantially. This does indicate that the previous model is 

highly influenced by the intrinsic motivation variable. 

 
 
Table 5.9 Robustness Check 2: Excluding intrinsic motivation an extrinsic 
reward 
 

             β              β 
Age: Between 25 and 39 -.131 -.253 
 
Age: Between 40 and 59 

-.161 -.327* 

 
Age: Above 59 

-.024 -.143 

 
Gender: Female 

.109 .067 

 
Sector of employment: Private 

.224** .082 

 
Work experience: Between 3 and 5 years 

.085 -.029 

 
Work experience: Above 5 years 

.094 .024 

 
Distributive Justice 

 .109 

 
Procedural Justice 

 .240** 

 
Job Characteristics 

 .098 

 
Perceived Organizational Support 

 -.084 

 
Job satisfaction 

 .413** 

 
Affective commitment 

 .150* 

 
R2 

.064             .486 

 
Adjusted R2 

       .035 .456 

 
F-statistic 

2.186* 15.868** 

 
Notes: *p < 0.05; **p < 0.01; and values in Table are standardized β coefficients  
              N=232 
 
 
 
The researcher conducted a multiple regression analysis by including the proposed 

antecedents except for intrinsic motivation and extrinsic reward simultaneously in a 

model after controlling for age, gender, work experience and sector of employment. 

As shown in Table 5.9, the results indicate that the antecedent variables explained 
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a significant amount of the variance in employee engagement (R2=0.486, Adjusted 

R2=0.456, p<0.001). The variance explained by the model where intrinsic motivation 

and extrinsic reward is removed has decreased substantially from the initial 

regression analysis. This model however is not different from when intrinsic 

motivation was excluded. This shows that the presence or absence of extrinsic 

reward does not have any profound influence in the model. This shows that intrinsic 

motivation is the one which has a major influence in the behaviour of the regression 

model of the antecedents of employee engagement. While, as suggested in 

Hakanen et al (2006),  intrinsic motivation may be very significant in the engagement 

of teaching related jobs for our case being academic employees,  could explain how 

influential intrinsic motivation has been on the current study in predicting employee 

engagement, the very high R2 indicates that caution should be taken when making 

the interpretation of the findings with regards to the strength of the model in 

predicting employee engagement. In this regard, it is important for additional 

research to examine the influence of intrinsic motivation on employee engagement.  

5.5.2 Outcomes of employee engagement 

 

To test the hypotheses for the outcomes of employee engagement, regression 

analyses were conducted in which each of the outcomes was regressed on 

employee engagement.  

 

H9: Employee engagement has a negative influence on Turnover intentions of 

academic employees in Tanzania 

 

As shown in Table 5.10, After controlling for the age, gender, work experience and 

the sector of employment, the results showed that employee engagement explained 

a significant amount of the variance in Turnover intention (R2 =0.149, Adjusted R2 

=.118, β= -0.374, p <0.001). These results provide support for hypothesis nine. 
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Table 5.10 Regression analysis: employee engagement predicting turnover 
intentions. 

             β           β 
Age: Between 25 and 39 -.030 -.079 

 
Age: Between 40 and 59 

-.088 -.148 

 
Age: Above 59 

-.039 -.048 

 
Gender: Female 

-.015 .026 

 
Sector of employment: Private 

-.094 -.010 

 
Work experience: Between 3 and 5 years 

-.091 -.059 

 
Work experience: Above 5 years 

-.022 .013 

 
Employee engagement 

 -.374** 

 
R2 

.018 .149 

 
Adjusted R2 

-.013 .118 

 
F-statistic 

2.186 4.878 

Notes: *p < 0.05; **p < 0.01; and values in the Table are standardized β coefficients  
             N=232 
 
 

H10:  Employee engagement has a positive influence on organizational 

citizenship behavior of academic employees in Tanzania. 

As shown in Table 5.11, after controlling for the age, gender, work experience, job 

titles and the sector which the staff were currently working in, the results showed 

that employee engagement explained a significant amount of the variance in 

Organizational citizenship behavior (R2 =235, Adjusted R2 =.208, β= 0.467, p < 

0.001). These results provide support for hypothesis 10.  
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Table 5.11 Regression analysis: employee engagement predicting 

organizational citizenship behavior 

             β           β 
Age: Between 25 and 39 -.145 -.083 

 
Age: Between 40 and 59 

-.081 -.006 

 
Age: Above 59 

-.005 .006 

 
Gender: Female 

.090 .040 

 
Sector of employment: Private 

.105 .001 

 
Work experience: Between 3 and 5 years 

.085 .045 

 
Work experience: Above 5 years 

.088 .044 

 
Employee engagement 

  .467** 

 
R2 

.031 .235 

 
Adjusted R2 

.001 .208 

 
F-statistic 

1.026 8.561** 

 
Notes: *p < 0.05; **p < 0.01; and values in the Table are standardized β coefficients  
             N=232 
 
 

5.5.3 Levels of employee engagement in the public and private universities 

in Tanzania 

To test the hypotheses for whether there was a difference in the levels of employee 

engagement between academic employees in public universities and those in 

private universities, an independent test was used. 

H11:  There is a difference in the employee engagement levels between 

academic employees in the public and private universities in the Tanzanian 

higher education sector 

 

Unlike regression analysis done for the previous study hypothesis, the t-test was 

used for testing whether there is a difference in the engagement levels between 
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academic employees in the public and private universities. Through the Levine’s 

test produced with the t-test, we can identify whether the variance of engagement 

among academics in the different groups i.e. public and private universities are 

equal.  As shown in Table 5.12, the Levine’s test indicates that equal variances can 

be assumed to exist in the two different groups i.e. the public university and private 

university academic employees. The results of the t-test indicate that those 

employees in private universities reported higher levels of employee engagement 

(M =4.61) compared to those in public universities (M=4.30). The difference was 

found to be statistically significant, though the effect size was small (d=0.2). These 

results are similar to the ones from the regressiona analysis on table 5.7 that also 

indicates that the sector of employment is statistically significant in the employee 

engagement of academic employees (β=.224)  These results provide support for 

hypothesis 11.   

 

Table 5.12 T-test for the difference of means of employee engagement among 

public and private university academic employees 

 

 

 

 

 

 

Lower Upper

Equal 

varianc

es 

assume

d

.052 .820 -3.131 230 .002 -.30854 .09853 -.50268 -.11440

Equal 

varianc

es not 

assume

d

-3.136 187.757 .002 -.30854 .09837 -.50260 -.11448

Std. 

Error 

Differen

95% Confidence 

Employee 

engagemen

t

Levene's Test for 

Equality of Variances t-test for Equality of Means

F Sig. t df

Sig. (2-

tailed)

Mean 

Differen

ce
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5.6 Chapter summary 

 

This chapter has presented the results by examining the construct validity and 

reliability of employee engagement as well as the proposed antecedents and 

outcome variables. Apart from affective commitment scale and perceived 

organizational support, all the other study measures were valid and reliable and did 

not require any changes to the items used to measure the construct. Factor analysis 

indicated the need to remove a few items in the measurement scales from affective 

commitment and perceived organizational support after which the measures 

became valid and the reliability were acceptable. Correlation analysis was 

conducted, and it indicated that there was no problem of multicollinearity with none 

of the associations having a correlation coefficient exceeding 0.8. The study 

hypotheses developed in Chapter 3 were tested using multiple regression analysis. 

While the overall model of antecedents proposed in Chapter 3 explained a 

significant variance of employee engagement, only procedural justice, intrinsic 

motivation, job satisfaction and affective commitment positively predicted the 

employee engagement. Robustness check indicated that intrinsic motivation had a 

strong influence in the behaviour of the regression model. In addition, employee 

engagement explained a significant variance in the proposed outcomes i.e. turnover 

intentions and organizational citizenship behavior. Therefore, hypotheses four, six, 

seven, eight, nine, ten and eleven were supported, while hypotheses one, two, three 

and five were not supported by the findings. A detailed discussion and implications 

of these results is provided in the next chapter. 
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CHAPTER SIX 

DISCUSSION 

6.1 Introduction  

 

The current study aimed at examining antecedents and outcomes of employee 

engagement through the lenses of the COR theory, the JD-R model and the B&B 

theory of positive emotions. The study integrated these theories to develop a model 

that could offer more clarity on key relationships surrounding employee 

engagement. While this study is in the company of the first few studies (e.g. Albrecht 

, Bakker, Gruman , Macey, & Saks, 2015; Bakker & Demerouti, 2008; Saks & 

Gruman, 2014) that have attempted integrating different theories to explain 

employee engagement, its novelty stems from it being the first to empirically test its 

proposed model. In so doing, this research addressed the relationships between 

employee engagement, resources, attitudes, intentions and behaviours, which is an 

issue that has been called for in recent academic studies. The study further 

assessed the influence of contextual related factors and specifically examined the 

significance of sector of employment to the levels of engagement of academic 

employees in Tanzania. These relationships reflected the five research questions 

that were to be addressed. The relationships were assessed through 11 

hypotheses, 10 of which are indicated on the study’s theoretical model (see Figure 

6.1).   

Figure 6-1 

Model for antecedents and outcomes of employee engagement 
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The following is a discussion of the study findings. This section begins by 

highlighting and interpreting the major findings of the study while placing them in 

comparison to other studies in the literature. It is followed by the theoretical and 

practical implications of the findings and the acknowledgement of the project’s 

limitations. The chapter concludes with suggestions of areas of further research. 

 

6.2 Discussion of findings 

 

The results provide evidence for addressing the major research questions in chapter 

3 of the study which dealt with employee engagement and its relationship with 

resources, attitudes, intentions, behaviour and sector of employment.  

First, the study findings are consistent with the idea that resources and attitudes can 

influence employee engagement. Resources and job attitudes were positively 

associated with employee engagement. The positive association between all the 

resources and employee engagement is a result consistent with the majority of 

studies in this area (Alfes et al., 2013; Caesens & Stinglhamber , 2014; Rayton & 

Yalabik, 2014; Saks, 2006; Schaufeli et al., 2017; Salanova & Schaufeli, 2008; 

Shantz et al., 2013, Truss, Alfes , Delbridge , Shantz, & Soane; Van den Broek et 

al., 2008; Yalabik et al.,2013). These findings appear to indicate that the results in 

the Tanzanian context resemble prominent results in western-countries, and 

therefore the country context was unlikely a factor that interfered the relationship 

between employee engagement and other variables. Despite all these positive 

associations, procedural justice, intrinsic motivation, job satisfaction and affective 

commitment were the only proposed antecedents in the study that positively 

predicted employee engagement.  

Finding procedural justice to be a predictor of employee engagement sits well with 

the general idea in Maslach et al. (2001) who suggest that fairness is an important 

resource in increasing employee engagement. Similarly, Maslach and Leiter (2008) 

and Maslach (2011) give further support to the current findings. A more specific 

implication to this finding rests on the results of distributive justice not being a 

significant predictor of employee engagement in this study. This supports the idea 

that there is merit to assessing the relationship between employee engagement and 

the different forms of organizational justice as suggested in various studies 
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(Crawford et al., 2013; Saks, 2006).  The review of justice literature has indicated 

that different forms of justice have different effects to employee in an organization 

(Greenberg, 1987). Procedural justice has been shown to have a stronger influence 

on employee attitudes at work compared distributive justice (Folger & Konovsky, 

1989; McFarlin & Sweeney , 1992). The current study finding appears to be in 

support of procedural justice having a stronger influence on employees as 

compared to distributive justice. This means that those employees who feel that the 

process followed to arrive to such decisions as who is promoted or who is given 

internal research funding is fair, then they are likely to be satisfied with the outcome 

and continue to exert effort in their work as compared to those who feel that unfair 

processes were involved in the decision making in an organization.  Since these 

results have support from views in the justice literature, this would suggest that 

Tanzania as a context has not interfered with the dynamics of the relationship 

between employee engagement and justice. This finding addresses the general 

research question about the relationship between organizational and job resources 

and employee engagement. When considering the higher education sector, the 

relevance of procedural justice could reflect the inquisitive and analytical nature of 

academic employees. With their job involving evaluations and deeper 

understanding of situations, it is highly likely for them to assess the procedures 

involved in the determination of the rewards they receive from their work rather than 

the actual output of their work. Thus, while these studies sit well with other studies 

in other settings, taking this into account could mean that procedural justice is more 

significance to professions that already tune employees to evaluate different 

situations.  

Intrinsic motivation was found to be the strongest predictor of employee 

engagement. The findings support the suggestion in Hakanen et al. (2006) on the 

importance assessing the relationship between intrinsic motivation and employee 

engagement. The literature review showed that few authors have considered 

intrinsic motivation as a personal resource (i.e. Babakus et al., 2008; Schaufeli & 

Taris, 2014), with the majority of research in employee engagement reluctant to 

include intrinsic motivation as an antecedent. The findings support the importance 

of considering intrinsic motivation as a personal resource that facilitates the ability 

of an employee to meet their objective, and also push their learning and personal 

growth at work. Though the findings could indicate that intrinsic motivation is very 

important in employee engagement, it could also be in support of the view that some 
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antecedents are more important than others in different in professions (Saks & 

Gruman, 2014). With Hakanen et al. (2006) expecting intrinsic motivation to have a 

significant role in the education sector, then it could have a less significant role in 

other professions. The higher education sector and in particular teaching aspects of 

the job involves the constant interaction with people (students) and at times may 

involve more mental efforts with pay that is not reflective of the work as compared 

to other sectors that these employees can qualify to work and offering higher pay. 

This indicates that there is some degree of intrinsic motivation that would drive 

academic employees to work in the higher education sector. This should be 

considered in making inferences to the importance of intrinsic motivation in 

employee engagement among academics. This may not be the same for other staff 

such as administrative technical support staff working in the universities. Thus, the 

higher education sector, specifically those involved in promoting a culture of work 

engagement in universities need to understand that this could be particularly 

relevant for academics and irrelevant for the engagement of non-academic 

employees  

In addition, with the position of personal resources in the JD-R model still being 

debated (e.g. Salanova et al., 2010), these findings support that personal resources 

should be considered as antecedents to employee engagement instead of 

outcomes in any model explaining employee engagement. This finding addresses 

the general research question about the relationship between personal resources 

and employee engagement. 

The current findings are consistent with the view that job attitudes are antecedents 

to employee engagement and not the other way around. More specifically the 

findings are in line with Yalabik et al. (2013); Simpson (2009); Rayton and Yalabik 

(2014) who have shown that job satisfaction and/or affective commitment influence 

the engagement of employees in an organization. This means that through providing 

satisfactory working conditions, employees are likely to develop positive emotions 

which can influence their engagement. Similarly, when employees become attached 

with their organization, they are likely to have positive emotions that would propel 

them to invest more effort in their work. The findings also mean that the need to 

assess the direction of causality between attitudes and employee engagement is 

still apparent as these findings are different with other sets of findings in the literature 

(e.g. Hakanen et al., 2006; Saks, 2006). This finding addresses the general research 

question about the relationship between job resources and employee engagement. 
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Working in the higher education sector as an academic requires working in a 

significantly mental tasking atmosphere. This ability to be effective in this job does 

involve people feeling positive about both the job (job satisfaction) and the 

organization (affective commitment). This could explain why positive predictive 

results of these job attitudes to employee engagement. This implies that these 

attitudes while prominent in this context, they may not be as important in other 

contexts where a job is not so mentally draining, and exertion of energy is on a more 

physical job.   

While the study found antecedents to employee engagement that are consistent 

with engagement research, there are a few findings that differ. Despite the positive 

association that employee engagement had with job characteristics, and 

organizational support in the current study, these resources did not positively predict 

employee engagement. These findings are different from several academic studies 

in engagement literature (e.g. Saks, 2006; Salanova & Schaufeli, 2008; Truss et al., 

2013; Van den Broek et al., 2008; Shantz et al., 2013) which have found that these 

job resources predicted employee engagement. One possible reason for the 

difference could be related to the uniqueness of the current study’s theoretical 

approach towards identifying the antecedents of employee engagement. This 

study’s theoretical framework allowed to the inclusion in the same model of both job 

attitudes and resources as antecedents. Most previous researchers have either 

looked at `job resource(s) (e.g. Saks, 2006; Salanova & Schaufeli, 2008) or job 

attitudes (e.g. Yalabik et al., 2013) alone as antecedents of employee engagement. 

Literature suggested that perceived organizational support, job characteristics, 

organizational justice and rewards can influence the satisfaction and commitment 

of employees  (Baran, Shanock, & Miller, 2012; Elain, 2009; Hackman & Oldham, 

1980; Riggle, Edmonson, & Hansen, 2009). The results could therefore suggest the 

possibility of other processes of interaction between these resources and job 

attitudes taking place that affect the relationship between employee engagement 

and resources. For example, in the case where mediation exists between job 

resources and job attitudes, the effect of job resources could seem insignificant in 

the combined model. In addition to that, this study has included intrinsic motivation 

in the model, a rare occasion when examining the antecedents of employee 

engagement. While the results show the importance of intrinsic motivation as an 

antecedent, it could also indicate the reason to the insignificance of several job 

resources in the current study model, suggesting that an interaction effect may also 
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be taking place. The results therefore strengthen the argument for clarifying the 

influence of personal resources i.e. whether they are moderators, mediators or a 

third variable in the model determining employee engagement (Salanova et al. 

2010).  

Another reason for the different result could be related to the study measures 

themselves. For example, while this study used a single job characteristic measure 

as one variable, others have separated the different types of job characteristics such 

as feedback, autonomy, task variety, job enrichment (e.g. May et al., 2004; 

Salanova & Schaufeli, 2008; Shantz, Alfes, Soane, & Truss, 2013; Truss et al., 

2013; Van den Broek et al., 2008) which could result in different results. In addition, 

while this study measured rewards by focusing on extrinsic rewards, other studies 

focused on a measure that included both reward and recognition (e.g. Maslach et 

al., 2001; Rich et al., 2010; Saks, 2006). This could explain why the current findings 

show a very weak and insignificant association between rewards and engagement; 

a result quite different from other studies that have assessed the same relationship.  

Second, the findings are consistent with the idea that employee engagement can 

influence positive employee intention and behaviour in an organization. Not only 

was employee engagement positively associated with organizational citizenship 

behavior and negatively associated with employee turnover intentions, employee 

engagement was found to positively predicted OCB and reduced turnover 

intentions. This shows the relevance of employee engagement for the success of 

an organization.  

Employee engagement being negatively associated with turnover intention means 

that engaged employees are highly likely to remain working in their organization 

compared to unengaged employees. These findings are similar to many other 

academic studies (e.g. Saks, 2006; Soane et al., 2012; Yalabik et al., 2013). Using 

the B&B theory of positive emotions, it can be explained that an engaged employee 

would have experienced positive emotions, these positive emotions can develop 

enduring personal resources that help employees face and cope with challenges at 

work which would have otherwise made them reconsider their employment. 

Additionally, an engaged employee is likely to finish his/her job and feel good about 

it, and as a result has no reason to feel that they need to leave or quit their jobs. 

When employees enjoy their work, they can become dedicated, absorbed and 

energetic in their job. Instead of looking for alternative jobs, they will focus on what 
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is the next thing to do to make their work better. Consequently, they will not quit their 

job. This finding addresses the general research question about the relationship 

between intentions and employee engagement. The rather average levels of 

employee engagement in the higher education sector in the current study would 

indicate why there is a shortage of academic employees. 

Finding employee engagement being a predictor of organizational citizenship 

behavior is in line with a lot of other studies (e.g. Alfes et al., 2013; Saks, 2006, 

Soane at al., 2012). Using the B&B theory of positive emotions, engaged employees 

continues to experience positive emotions. These positive emotions can build 

personal resources that give employees resilience and confidence to accomplish 

work beyond their own. This would enable them to finish their own work and have 

the time to engage in other activities in their organization such as help their fellow 

colleagues. These findings show that outcomes of employee engagement are 

similar in the western context and in Tanzania. This finding addresses the first 

general research question about the relationship between behaviours and employee 

engagement. To promote extra role behaviour in the higher education sector, then 

universities need to identify candidates who inherently want to become academics, 

then provide these employees with resources that enable them to thrive in both their 

work and their organization in general and create a positive climate and relationship 

with their academic employees. 

Third, the research attempted to see the context of the study would have some 

bearing as to relationship between employee engagement and other constructs. 

Whereas the regression analysis had varying results with respect to some of the 

relationships between employee engagement and its predictors, the correlation 

analysis indicated that the study variables behaved like the other existing studies in 

western countries. This has been pointed out throughout the discussion. This is 

indicative of the prospects of having a singular model to reflect engagement 

intervention programs to any organization operating anywhere in the world. 

Interestingly, the independent t- test and regression analysis did show that the 

sector difference between the academic employees was significant in influencing 

the engagement of academic employees. Employees in the private sector appeared 

to report higher levels of engagement as compared to those in the public sector. 

This occurrence reassembles the results in Bakker and Hakanen (2006) who 

explained the results as having to do with the private sector having more resources 

as compared to the public sector in their study. Literature suggested that while both 
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public and private universities faced challenges, public universities were directly 

affected by the government both in policy and funding which have negatively 

affected the resources in the public universities. In addition, private universities 

appear to have less job demands as compared to larger public universities which 

have a very high number of student enrolments.  All these, in accordance with the 

study model, make private sector employees more resourceful and likely to be more 

engaged than their counterparts in public universities. This finding addresses the 

first specific research question about the relationship between sector of employment 

and employee engagement. 

Figure 6-2  

Revised model for antecedents and outcomes of employee engagement 

 

 

6.3 Recommendations 

   

Considering the study results and the discussion above, several implications to 

theory and practice can be identified. 

  

6.3.1 Theoretical implications 

 

First, through the integration of the job demands-resources model and broaden-and-

build theory, this study contributes to employee engagement research as it allows 

the re-examination of different relationships through a strong theoretically driven 
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framework. Thus, the current study affirms that employee engagement can be 

explained by combining two already existing theories in a logical framework whereby 

neither theory interferes or compromises the assumptions of the other.  Moreover, 

this is the first empirical study to use these two theories at once in identifying both 

the antecedents and outcomes of employee engagement. This approach informs 

our understanding on a lot more antecedents and outcome of employee 

engagement than previous approaches (e.g. Kahn, 1990; Bakker & Demerouti, 

2008; Saks, 2006).  

The findings of the current study provide support the relevance of the different 

categories of antecedents identified by the integration of the study theories. The use 

of a single theory in several previous studies (e.g. Hakanen et al. 2006; Rich et al. 

2010; Saks, 2006) to explain employee engagement has led to some key variables 

being left out of a model for determining employee engagement which can influence 

engagement literature on what is important for strategies centred on developing an 

engaged workforce. As indicated in Chapter 2, most of the theories in employee 

engagement are used in isolation, meaning that when one uses the JD-R model, 

they tend not to use the social exchange theory, the need satisfaction approach and 

so on, and in occasions where two approaches were used, one theory is used to 

identify the antecedents to employee engagement while the other is used to 

supplement or explain why the assumptions of the first theory are appropriate (e.g. 

Bakker & Demerouti, 2008; Saks & Gruman, 2014). These have limited the 

potentials of identifying various antecedents and outcomes of employee 

engagement beyond a single theoretical lens. This study has therefore provided an 

avenue of advancing employee engagement research beyond the limitation of a 

single theory approaches. 

Unlike other studies, the COR theory and the B&B theory of positive emotions are 

taken as an integral part of the framework in contributing to identify antecedents and 

outcomes of engagement. Using the COR theory, the JD-R model and the B&B 

theory in identifying antecedents and examining the outcomes of employee 

engagement allows the advancement of this research area through the 

simultaneous examination of multiple relationships as well as the identification and 

investigation of new relationships surrounding employee engagement. The 

practicality of the study approach is witnessed in the inclusion of both resources and 

positive job attitudes as antecedents of employee engagement, with the findings 

showing the importance of both resources and attitudes to engagement. In addition, 
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the integration of these theories reduces ambiguity in explaining the outcomes of 

employee engagement. It was apparent in the literature that the JD-R model could 

not explain how employee engagement leads to positive outcomes such as lowering 

turnover intentions or inducing organizational citizenship behavior. With the findings 

from the current study approach (see Figure 6-2), one explanation as to why 

engaged employees have lower turnover intentions is that they have an affective 

commitment to the organization which not only gives them a psychological 

attachment to the organization but also indicates that they are experiencing positive 

emotions as being members of the organization. This would make it unlikely that 

they feel the need to leave and therefore have lower turnover intentions. 

Furthermore, the experience of some positive emotions e.g. interest, can increase 

the curiosity of employees at work which would not only increase their desire to 

continue working (lowering turnover intentions) but may also trigger their desire to 

do work beyond their own tasks (organizational citizenship behavior). Finding a 

negative relationship between employee engagement and turnover intentions and 

a positive relationship between employee engagement and organizational 

citizenship behavior is an empirical indication of the merits of the current theoretical 

approach. 

Second, and related to the first contribution, this study strengthens the argument 

that positive emotions are essential in the engagement process and the general 

well-being of individuals (Bakker & Demerouti, 2008; 2017, Fredrickson, 2013; 

Youssef-Morgan & Bockorny, 2013). The way in which positive emotions can lead 

to employee engagement entails that that they make in individual more mentally 

resilient, energetic and capable to take challenges as positive rather a cause of 

stress, which reduces the potential of negative consequences associated with 

burnout, such as stomach aches, cardiovascular diseases etc. Through this, the 

study increases the potential application of the broaden-and-build theory in 

employee engagement research and general well-being research.  

Third, the study adds to the existing literature regarding the position of personal 

resources in the job demands-resources model. Intrinsic motivation has been 

identified to be a significant antecedent to employee engagement shows the 

importance of personal resources in determining employee engagement. Despite 

being included as antecedents in the revised version of the JD-R model, Salanova 

et al. (2010) suggested that the position of personal resources remained unclear. 

This study offers further evidence for personal resources to be in the antecedent 
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side of the model determining employee engagement. As a result, this study 

contributes in advancing research towards a superior model for employee 

engagement in general. Through this, the study also answers the calls from various 

studies (e.g. Bakker & Demerouti, 2008; Schaufeli, 2012; Schaufeli & Taris, 2012; 

Truss et al., 2013) for advancing theory and identifying antecedents beyond the 

previous versions of the JD-R Model. The inclusion of intrinsic motivation, has added 

to the list of empirically tested antecedents of employee engagement. 

Fourth, this study contributes to this field by providing empirical evidence from a 

unique context with regards to the country of study. This study not only adds tour 

understanding of the higher education sector in Tanzania but also to the ability of 

existing research to compare findings with a very different context.  The review of 

the literature revealed that there is essential non-academic research on employee 

engagement in Tanzania. The calls for contextual literature have become part of the 

issue surrounding the degree to which employee engagement results should be 

generalized and even more important if mechanisms of enhancing engagement in 

other countries should be applied. Tanzania is a developing, socialist country in its 

infancy stages of democracy, which made it the most appropriate context called 

upon in engagement literature (Rothmann, 2013; Kelliher et al., 2013). The findings 

suggest that social, cultural, political and economic aspects may not be key factors 

as far as academic research in employee engagement is concerned. This outcome 

opens the room for generalizing and comparing results from different contexts. 

Fifth, the study contributes to our understanding of the public-private sector 

differences in employee engagement research. Moreover, it strengthens the idea 

that the differences in the demands and resources in the public and private sector 

can significantly influence the engagement of employees. The study suggests that 

external stakeholders and particularly the government through its policies may affect 

the engagement of individuals in organizations. This is in line with Hakanen and 

Bakker (2008) who indicated that the changes in policies in the finish dental industry 

which affected the public sector, making the private sector have more resources and 

higher employee engagement levels. 
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6.3.2 Practical implications 

 

The findings of the study have several practical implications to organizations and 

particularly universities in Tanzania. These implications reflect both the need to 

assess employee engagement and the strategies to work towards creating an 

engaged academic workforce. The implications are discussed as follows; 

The study implies that employee engagement is an important area that universities 

need to consider. Employee engagement has been found to reduce employee 

turnover intentions. This means that, it has a positive influence on universities 

through reducing the number of academic employees leaving their universities. The 

costs of employee turnover are serious (Catherine, 2002; Ongori, 2007). Costs 

associated with replacing existing employees such as employee recruitment and 

selection, and employee training can negatively affect the short and long-term 

effectiveness of organizations (Ongori, 2007). With the shortage of academic 

employees in the Tanzanian higher education sector being an existing problem, 

dealing with employee turnover is an immediate necessity (Teferra & Knight, 2008). 

This makes having an employee engagement strategy within Tanzanian universities 

highly relevant. In addition, as employee engagement can influence organizational 

citizenship behavior, it indicates that an engaged workforce would be motivated to 

work for their organizations. This is extremely relevant for the Tanzanian academic 

employees who appear to lack motivation (Buberwa, 2015; Mkumbo, 2014).  

Apart from the results indicating that employee engagement is important in 

influencing positive outcomes in organizations, they also indicate that the level of 

employee engagement among Tanzanian academics in the higher education sector 

can and need to be improved. With other studies showing that the higher education 

sector does not have strategies targeted at increasing employee engagement (e.g. 

Cornerstone & Ellucian, 2016), the findings of this study can provide some 

suggestions on an effective employee engagement strategy for universities and the 

higher education sector in general. The following are the implications of the study 

findings for an effective employee engagement strategy for the higher education 

sector;     

First, strengthening the culture of fairness in the higher education sector. The study 

indicates that academic employees would put more effort in their work if they 

perceive a system of fairness in the workplace. Moreover, in line with Crawford et al 
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(2013) the different forms of fairness such as the procedures to what employees 

receive and the actual outcome employees receive play a different role in the 

amount of effort they exert. With procedural justice being a stronger predictor of 

employee engagement, bodies governing the higher education sector in different 

countries need to closely assess the practices of fairness in different universities 

under them. The higher education sector needs to create an environment that 

ensures that fair procedures as followed, and the employees are well informed on 

these efforts of fairness. For example, policies and guidelines regarding the 

qualification of employees as well as the recruitment and selection of employees in 

any university should be made easily accessible to the public. Thus, while individual 

universities would employ academics who fill their specific needs, the general 

guideline should ensure that the selected employee comes from a pool of 

candidates fairly assessed for the job position. To ensure that occurs, it should be 

mandatory to include criteria of assessing the recruitment and selection processes 

of academic employees as part of quality assurance, and general ranking of 

universities. Practices of nepotism, favours or discrimination should mark down the 

quality of the university in general and funding. This would ensure that universities 

work towards practices that enhance both actual and perceived fairness to 

employees l which helps to have an engaged workforce in the higher education 

sector. This is in line with suggestions in Maslach (2011).  

Furthermore, with the literature review indicating that academic employees in 

Tanzania feel that they do not have a place to make their voice heard (e.g. Mkude 

et al., 2003), which can imply feeling a sense of injustice (MacLeod & Clarke, 2009). 

A system of fairness could involve the higher education ministry involving academic 

employees in the development of policies and procedures for the decisions that 

directly affect them. Through this, universities will likely increase the perceptions of 

fairness among their academic employees and promote an engaged workforce in 

the higher education sector.  

Second, enhancing employee fit in the higher education sector through intrinsic 

motivation. The personal drive an employee has for a job has massive implications 

to their engagement at work. The results imply that, suggestions in Hakanen et al. 

(2006) regarding the importance of intrinsic motivation in the engagement of 

academic at work should be given more consideration. The higher education sector 

can benefit from deliberate efforts and investment on identifying those who are 

intrinsically motivated to become academics years before they enter the job market. 
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A general approach could involve the ministry responsible for higher education 

actively working with secondary schools to inform students of the career of an 

academic and identify those who are interested and offer further support and 

guidance in the path. Through this, it is likely that students who are intrinsically 

motivated on this career are given more time to evaluate its merits while those not 

interested would focus elsewhere. This would create a pool of candidates in the 

workforce that would be engaged when offered a job. As for specific universities 

such as those in Tanzania, the HR department in collaboration with line managers 

from different faculties/schools may design techniques such as using set of 

questions to identify which potential employees are more intrinsically motivated than 

others and give priority to employing them first as an attempt to have an engaged 

workforce. In addition, universities could participate on career day events that allow 

different people to understand what they should expect from working in a university 

and what the university expects from them as employees. The TCU exhibitions and 

SabaSaba trade fair are some events that offer opportunities for organizations such 

as universities to not only showcase what they do but also identify qualified people 

who are intrinsically motivated to the profession of academia. 

Third, the management of universities need to assess the extent to which employee 

attitudes may influence employee engagement. The findings suggest that job 

satisfaction and affective commitment strategies should be considered as a path to 

developing an engaged academic workforce. Thus, while job characteristics and 

perceived organizational support were not significant positive predictors of 

employee engagement, they are still important as they influence job attitudes 

(Hackman & Oldham, 1980; Locke, 1979; Rhoades et al., 2001). The literature 

indicated that multiple characteristics of the job and the working environment in 

general could influence the satisfaction of the employees (Hackman & Oldham, 

1980). The environment of the Tanzanian higher education indicates the lack of 

autonomy both at the management levels to the levels of academic employees, a 

stressful feedback mechanism for employees as well as problems when it comes to 

remuneration of employees as well as career advancement. As a result, the 

academic employees are less satisfied and have lower engagement levels. The 

management could try to ensure that priority is given to ensuring that these elements 

at work are improved. For example, as delays of salaries is a major problem in 

government universities, these universities could establish alternative means of 

funding that aim to target those areas that influence the engagement of the 
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academic employees. This means that universities should aim to become less 

dependent on government given the difficult financial position the country is in.  

Developing a strong team for to bid nationally and internationally for research grants 

or collaborate with universities in more developed economies in skill development 

and research could all add to increasing income to Tanzanian universities and offer 

opportunities for growth and development of individual academic employees. These 

could increase the satisfaction and engagement of employees. Furthermore, to 

stimulate employee engagement, universities need to demand autonomy from 

government claws to be in control of key decisions regarding their governance. This 

would allow them to offer more freedom to academic employees with regards to the 

teaching and research activities. It will also allow for a more customised approach 

towards evaluating the employee’s performance and delivering feedback which 

could encourage engagement. For example, as the current feedback mechanism 

(especially OPRAS) is cited as being problematic in several institutions due to being 

too long and time consuming as well as appearing complicated (Bana, 2010: Seme 

& Amai , 2015), the management of a university (specifically government 

universities) could be in a better position to modify the forms or change the method 

of performance evaluation and feedback provision if they had more autonomy from 

the government requirements. In improving the OPRAS to appear simpler and more 

meaningful to employees, then it is highly likely to lead to delivering constructive 

feedback to employees fosters satisfaction and engagement.   

Moreover, the literature implies that the problem of employee shortage in 

universities could largely influence the engagement of employees through reduced 

satisfaction. Thus, universities need to increase the teacher student ratio at 

universities to foster higher levels of engagement mong academics. A university 

could increase the number of employees with respect to the student enrolment to 

make the work load distribution as fair as possible to the employees. In addition, the 

problem of including retired employees and deceased employees in the payroll 

system while they are not actually people working needs to be rectified immediately 

to ensure that the actual number of active employees is known.  A frequent review 

of the academic employees needs to be done, where the academic faculties and 

departments coordinate with the universities HRM team to know the status of 

employee staffing. This could make possible the identification of the major shortages 

as well as saving money that is being sent out from the current workforce. Through 
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reducing the burden of academic employees due to staff shortage, employees could 

be more satisfied and this highly likely to be engaged at their work. 

Finally, affective commitment can be fostered through creating a supportive 

environment for employees where they feel that their organization value their goals 

and well-being. For example, since research and publications are important for the 

promotion of academic employees, a university could make it easier for employees 

to engage in research activities. For example, universities could allocate funds 

towards research and publications and allow inter university collaborations in 

research activities as well as running workshops to promote skill development in 

research and publication for their employees.  

Fourth, create a happy environment; positive emotions are important in employee 

engagement. The study’s premise is that employees who experience positive 

emotions are highly likely to become engaged as compared to those who do not 

experience positive emotions. Due to the potential stressors in the Tanzanian higher 

education industry, it is important for positive events to exist to make employees 

levitate towards becoming engaged than becoming disengaged with work. 

Universities should not just focus on holidays as means of employee recovering 

from working throughout the year but should also introduce an employee 

customized regime for positive experiences at work. Employees may be given 

sometime during the week to do extracurricular activities that do not necessarily 

related to work. Being happy is highly associated with being satisfied with the job, 

which relates to employee engagement.  

Fifth, the findings indicate that things appear to be better in the private sector. 

Through a collaborative effort of HR practitioners and managers in the public and 

private universities, a review of HR practices in both sectors in Tanzania could be 

done. This may offer insights to best practices from both sides that could be used 

to have a strategy that can be applicable to all universities in the higher education 

sector of Tanzania to increase the engagement of academic employees.  

 

6.4 Limitation of the study 

 

This section is concerned with illuminating the various limitations of the study. The 

limitations are presented so that the reader of the thesis takes them into account 
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while making an interpretation of and possible generalizations from the study 

findings. The limitations of the study include aspects of the research design used, 

the sampling technique, the sample size and characteristics of the respondents. The 

merits of the study despite these limitations are also highlighted throughout. The 

following limitations are discussed. 

First, this was a cross-sectional study and as such took a snapshot in time of the 

relationship between employee engagement and other variables in the research. 

The timing of the snapshot does not guarantee that it is the representative of the 

phenomenon over time. In addition, being cross-sectional and not longitudinal 

makes it is difficult to conclude on the causal relationship between employee 

engagement, its antecedents and its outcomes. While the findings of this study are 

similar to other findings (e.g. Hakanen et al., 2006; Rothmann & Jordaan, 2006; 

Saks, 2006; Soane et al. 2012; Truss et al., 2013; Yalabik et al., 2013), we cannot 

be sure that the study antecedents cause employee engagement or that employee 

engagement causes the proposed outcomes. Nonetheless the results are 

encouraging since the findings of the relationship between employee engagement 

and job attitudes of the study are similar to a longitudinal study of Yalabik et al. 

(2013). 

Second, the study used self-reported questionnaires. As the data gathered on the 

antecedents and outcomes of employee engagement all came from the same 

source, there is a possibility that common method bias (CMB) has influenced the 

variance between the study measures (Podsakoff et al., 2003). Nonetheless, 

measures were taken to reduce other potential sources of common method bias and 

the test for this bias indicated that the study was not affected by CMB.  

Third, despite 232 being an acceptable sample size number for most statistical 

analysis, the trend of most research is that the larger the sample sizes the better. 

Many studies on employee engagement have samples that exceed this number 

though their conclusions are not far from what this study has found. Confidence can 

be instilled with the knowledge that some prominent or influential studies on 

employee engagement literature have had fewer respondents (e.g. May et al., 2004; 

had 215 respondents; Saks, 2006; had 102 respondents). 

Fourth, caution can be made with respect to the Tanzanian context with regards to 

the sample characteristics and more specifically with gender. While gender was not 

found to be a significant factor in influencing employee engagement, it is important 
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to acknowledge that the 43.5 % of female respondents in the study is far greater 

than what the population data suggests. There are far fewer female academics as 

compared to the male academic employees. This indicates that the gender 

arguments should be made with caution when attempting to generalize in the 

Tanzanian context.  

Lastly, the sample selected was not obtained in a purely random sampling 

procedure. Most generalizations can be made when a sample is randomly selected. 

The sample selected was of academic employees who were willing to participate in 

the survey. In addition, the respondents of the survey were from six universities 

while there are over 30 universities in Tanzania. To ensure that confidentiality, the 

data questionnaires did not request the name of the university which the 

respondents belonged to, and in addition the study restricted it ability to tie any of 

the responses to a specific university. This came at the expense of controlling for 

factors such as size of the university. Despite this, nothing would suggest that there 

is a major difference of Universities belonging in the same sector; rather differences 

would be between the different sectors. 

In general, despite the limitations of the study, there is both theoretical and empirical 

support for the findings from this study that make the conclusions relevant and that 

open the door for further studies of employee states, attitudes and behaviour in less 

developed countries with unique historical employee relations in comparison to that 

of a western context. 
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CHAPTER 7 

CONCLUSION  

7.1 Introduction  

In this study, the antecedents and outcomes of employee engagement among 

academics in Tanzania were identified and examined through integrating the 

conservation of resources theory, the job demands-resources model and the 

broaden-and-build theory of positive emotions. It has become apparent that by 

integrating these theoretical perspectives and using the academic employees in the 

public and private universities of the Tanzanian higher education sector, this study 

has addressed the three main objectives set out in chapter 1. It means that a 

contribution has been made to employee engagement literature regarding 1) 

identifying the antecedents of employee engagement 2) examining the outcomes of 

employee engagement and 3) assessing contextual issues that could influence 

employee engagement. In addition, the findings allowed the study to thoroughly 

address the research questions set out in chapter 3. In addressing the study 

questions, the  research addressed the calls for advancing theory in examining the 

antecedents and outcomes of employee engagement (e.g. in Bakker & Demerouti, 

2008; Saks & Gruman, 2014; Schaufeli, 2012; 2013; Youssef-Morgan & Bockorny, 

2013) and to understand the possible influences context could have on the 

engagement of employees (Kelliher et al., 2013; Kural et al., 2008; Rothmaan, 

2013). 

The objective of this concluding chapter is to synthesize the main findings of the 

study and draw out their implications on a wider context of employee engagement 

literature. To begin with, the key theoretical contributions obtained from integrating 

the conservation of resources theory, the job demands-resources model and the 

broaden-and-build theory of positive emotions in identifying the antecedents and 

outcomes of employee engagement that would have been difficult to include in an 

approach without their integration are presented (section 7.2). Next, key 

recommendations to practice are provided (section 7.3), which is followed by 

exploring potential areas for future research (section 7.4) and a concluding remark 

regarding this research endeavour (section 7.5). 
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7.2 Theoretical contribution 

This study has been sparked by the on-going calls for advancing theory in 

understanding the mechanism involved in the employee engagement process and 

its outcomes (Saks & Gruman, 2014; Schaufeli, 2012; 2013). The lack of clarity in 

theory has led to emergence of debates such as whether job attitudes are 

antecedents or outcomes of employee engagement and what is the position of job 

resources in the JD-R model. With the current literature (e.g. Albrecht et al., 2015; 

Bakker & Demerouti, 2008; Saks & Gruman, 2014; Yalabik et al., 2013) moving 

towards using more than a single theoretical approach to explain the antecedents 

and outcomes of employee engagement, the current study integrated the 

conservation of resources theory, the  job demands-resources model and the 

broaden-and-build theory of positive emotions to explain the mechanism in 

employee engagement and what should be considered as antecedent and 

outcomes of employee engagement. The manner in which the study integrated the 

resource based approaches and the B&B theory in explaining and identifying 

antecedents and outcomes of employee engagement differentiates this approach 

from the theoretical approach in Bakker and Demerouti (2008) who used the COR 

theory and the B&B theory in the context of explaining the assumptions of the JD-R 

model rather than using it to identify other potential antecedents. The current study 

also differs significantly from Saks and Gruman (2014), whose integration of the JD-

R model and the needs-satisfaction approach compromised many assumptions of 

the JD-R model. 

One significant achievement of this study was contributing to engagement research 

by theoretically explaining and empirically supporting the position of job attitudes as 

antecedents of employee engagement. While studies have suggested the potential 

relevance of the broaden-and-build theory in employee engagement research 

(Youssef-Morgan & Bockorny, 2013), this study used this aspect of the integrated 

model to support a side of debate which sees job attitudes are antecedents to 

employee engagement. Job attitudes through their accompanied positive emotions 

can lead to employee engagement. Another achievement of the current study is its 

contribution towards understanding the position of personal resources in the job 

demands-resources model and the overall employee engagement. The revision of 

the job-demands-resources model over the years indicated that more work needs 

to be done to assess its components (Salanova et al., 2010). Through the model of 
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the study including intrinsic motivation in the model as an antecedent and practically 

affirmed the position of personal resources in the employee engagement process. 

Moreover, the study contributes to literature by its inclusion of intrinsic motivation in 

employee engagement, something that has been suggested yet rarely tested 

(Hakanen et al., 2006).  In addition, the study distinguishes employee engagement 

for intentions and behaviours. The theoretical link between employee engagement 

and intentions to quit as well as organizational citizenship behavior is explained 

through the inclusion of the B & B theory of positive emotion. Employee engagement 

reduced turnover intentions and increased organizational citizenship behavior, a 

result supported in a similar manner to that in Bakker and Demerouti (2008). The 

experience of positive emotions such as interest by engaged employees make 

employees desire to continue working and engage in extra role behaviour 

(Fredrickson, 2001). 

Through introducing an integrated framework that simultaneously examines multiple 

and relevant relationships between employee engagement and other organizational 

related constructs that have been difficult examine when using different theoretical 

approaches. Through the above specific contributions, the study extends the 

conservation of resources theory, the job demands-resources model and broaden-

and-build theory of positive emotions. 

Lastly this study adds literature on employee engagement in Tanzania higher 

education sector. Tanzania provided the appropriate setting to examine the 

implications of context to employee engagement as indicated in Rothmaan (2013). 

The findings have indicated that employee engagement does exhibit the dimensions 

three dimensions of vigour, dedication and absorption, like those in studies done in 

western countries (e.g. Schaufeli et al., 2006; Yalabik et al., 2015). These findings 

showed that employee engagement as a construct was not affected by the context. 

In addition, the association between employee engagement and other variables 

appeared to be rather similar to those found in western contexts. This reduces the 

idea that cultural or political situations influence the nature of employee engagement 

with respect to other variables. 

It is apparent, however, that there was a significant difference in the levels of 

engagement between academics in the private to those in the public universities of 

Tanzania, with those in the private sector reporting higher levels of engagement. 
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The findings were in line with Bakker and Hakanen (2008) who found that the 

dentists in the finish private sector reported higher levels of engagement than those 

in the public sector. This does open the possibility that while the dynamics between 

employee engagement and other elements in the organization such as job 

characteristics, organizational support and OCB do not change in different contexts, 

the levels of employee engagement may differ due to contextual differences. The 

contextual issue in Bakker and Hakanen (2008) was related to the change in policy 

that affected the public sector and not the private sector dentists in Finland. This 

resulted in loss of resources in the finish public sector. Similarly, the differences 

pointed out with regards to the demands and resources in public universities and 

private universities and the interference or dependency of the public universities on 

the Tanzanian government can account for the difference in the engagement levels 

of academics in these two sectors.  

7.3 Practical recommendations 

 

This research project identified employee engagement to be a very important 

concept that has relevance to academic and practitioner research. The findings 

indicate that employee engagement is important to the higher education sector as it 

is negatively associated with turnover intentions and positively related to 

organizational citizenship behavior. Therefore, universities with engaged employees 

are likely to benefit from reduce costs associated with employee turnover and higher 

performances associated with extra role behaviours such as organizational 

citizenship behavior. The higher education sector has seen a decline in the number 

of academic employees, thus through employee engagement, the problem 

associated with employee turnover which includes staff shortages and overall 

training costs can be minimised, with the resources being invested for a more 

resourceful education environment for academic employees. The study findings 

offer insights as to how the stakeholders in the higher education sector including the 

ministry of education and the specific universities can improve the engagement the 

workforce.  

First, the findings provide evidence strategies used to enhance the satisfaction and 

commitment of their employees can help generate the engagement of their 

employees. The positive association between these variables indicates that when 

employees are happy with their overall job and have a psychological attachment to 
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their university, then they are likely to work harder and attempt to contribute to the 

success of their organization.  

One strategy for improving job satisfaction is a good job design with facets that 

meets the expectations of employees for that job (Locke, 1976). Academic 

employees would be likely to expect a proportionate teaching workload, an 

opportunity to conduct research, resources to facilitate their work, a reasonable 

salary and a degree of autonomy (Altbach, 2001). The literature review has, 

however, indicated that the higher education of Tanzania is faced with a shortage 

of academic employees, a lack of funding for research activities, a lack of academic 

freedom and delays of salaries, especially for academics in public universities 

(Benjamin & Dunrong, 2010; Buberwa, 2015; Teferra & Knight, 2008). These affect 

the satisfaction of academic employees and ultimately their engagement. Therefore, 

the study recommends that universities find a way to reduce their reliance on the 

Tanzanian government and establish other sources of funding to accommodate 

problems such as delayed salaries, funding research projects, employing academic 

employees in areas of shortages. These will ensure that employees are satisfied 

with their job conditions and likely be engaged at work. 

A strategy improving affective commitment among academic employees could be 

that of support from the organization (Rhoades et al., 2001). When employees feel 

that their organization cares about their well-being, and that the values and goals of 

their organization are congruent with their own, they are likely to develop a personal 

attachment to the organization (Rhoades et al., 2001). The study has indicated that 

there are many academic employees in Tanzania without a PhD. Therefore, it is 

recommended that Tanzanian universities invest in sponsoring these employees to 

obtain this qualification, which will not only be beneficial to the employee’s career 

advancement but to the pool of resources in the university. These could make 

employees believe that their organization cares about their well-being and develop 

a personal attachment to the organisation. In addition, as the literature indicated,  

academic employees in Tanzania feel that the lack representation with labour 

unions appearing to be comprised of people who have the interest of non-academic 

employees (Mkude et al., 2003), this study recommends that Tanzanian university 

initiates the establishment of unions comprising of academic employees to 

represent the interest of the academic employee, it can give employees a reason to 

see that the university cares about them and therefore establish a closer bond. This 

will affect affective commitment and eventually employee engagement. 
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Second, the findings support the idea that intrinsic motivation is an important factor 

for the engagement of academic employees. The strong association between 

intrinsic motivation and employee engagement suggests that for jobs considered as 

a calling, intrinsic motivation may be the strongest predictor of an employee’s 

engagement (Hakanen et al., 2006).  The literature has indicated that there is a 

shortage of academic employees in Tanzania, and those working are lacking 

motivation (Buberwa, 2015). In this sense, it is important to have intrinsically 

motivated people to become academics. Therefore, the study recommends the 

following; one strategy could be that Tanzania universities become proactive in 

developing a career path for academics. Students can be given all the information 

necessary for them to become an academic immediately as they enter the 

university. A specific programme can be designed for those who are interested to 

become academics and as such those taking these causes are likely to be 

intrinsically motivated to be academics. This will first ensure that the population is 

aware of required grades and other qualifications to become an academic. In 

addition, universities could visit schools and universities and encourage students to 

have a career as academics and explain the qualifications required so that these 

students strive to get the qualifications earlier on. This could increase the pool of 

people who are qualified to apply for academic positions in the near future, and as 

a result reduce the shortage of academics in universities.  

Third, the study indicated that fairness in the organization can influence employee 

engagement. It is recommended, furthermore, that there should be transparency in 

all the proceedings in universities, such as criteria for internal promotions, selection 

for employees to receive training, access to funding etc. This would make academic 

employees feeling that doing their best does have its rewards. 

7.4 Future studies 

 

Despite there being a similarity between some of the study results and existing 

engagement research, there are several avenues that can be investigated in the 

future to enhance our understanding of employee engagement, its antecedents and 

its outcomes. The following is a discussion of areas of further research.  

Firstly, the broaden-and-build theory in the integrated model has other implications 

that future studies can explore beyond the explanation of job attitudes as 

antecedents to employee engagement. Fredrickson (1998) suggested that there 
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exist multiple positive emotions which have specific functions. This means that some 

emotions may be more important to employee engagement than others. Future 

studies could explore the importance of different positive emotions to employee 

engagement. Doing so could make it possible to determine the best conditions 

necessary to foster employee engagement. This would contribute to advancing our 

theoretical understanding of the process of employee engagement as well as to 

practical applications in developing intervention techniques in promoting 

engagement at work.  

Second, as the study identified that the engagement in private universities was 

significantly higher than in public universities, it could be relevant to investigate 

these differences further. While Bakker and Hakanen (2008) would argue that the 

difference could be explained by the job demands-resources model, there also 

exists alternative explanations that could warrant further investigation. For example, 

Agyemang and Ofei (2013, p. 29) suggested that apart from there is a local belief 

that that private sector employees are better performers than public sector 

employees. A slogan exists in Ghana which says, “Public work we drag; Private 

work we carry’’, highlighting the general difference of behaviour attitude of 

employees in public and private sectors. A similar picture exists in Tanzania, and 

thus these findings indicate that there could be more to learn on how sector 

differences influence employee engagement. 

Third, the use of the COR theory, the JD-R model and the B&B theory indicates that 

there are other antecedents for future studies to focus on. For example, corporate 

social responsibility (CSR) can be significant in providing meaning to an employee’s 

job and generate positive emotions to employees fostering employee engagement.  

Truss et al. (2013) had suggested that there is a need for bridging the gap between 

academic and practitioner worlds within employee engagement research. With CSR 

being an important area of study for both academics and practitioners, a future study 

of the relationship between CSR and employee engagement could be important in 

unifying the practitioners and academics towards researching a common area.     

Fourth, while this study examined justice and support as antecedents to employee 

engagement, the literature does suggest that there are other forms of justice and 

support that the current study has not assessed. With the study finding that there 

was a difference in the influence of procedural justice and distributive justice to 

employee engagement, then assessing the other forms of organizational justice 



174 
 

such as informational and interpersonal justice could also add to the list of important 

antecedents to employee engagement (Colquitt et al., 2001; Crawford et al., 2013). 

Similarly, beyond the support from the organization, employees could develop a 

strong relationship with their supervisors and the exchanges between them could 

affect the engagement of employees. Since studies have identified that leadership 

could have a role in employee engagement (Christian et al., 2011; Macey & 

Schneider, 2009), Leader member exchange (LMX) is an area which could be 

studied further in relation to employee engagement (Crawford et al., 2013). 

Fifth, future studies could examine the moderation and mediation effects that 

personal resources and job attitudes could play in the employee engagement 

process. The results of this study have only indicated the importance of intrinsic 

motivations, job satisfaction and affective commitment as direct antecedent to 

employee engagement. The current study found that job characteristics and 

perceived organizational support were not positive significant predictors of 

employee engagement, which is different from many existing studies (e.g. Rich et 

al., 2010; Saks, 2006). This could indicate that there was an interaction effect of the 

job attitudes and personal resources to these job resources. With job characteristics 

being linked to job satisfaction, commitment and motivation (e.g. Hackman & 

Oldham, 1980; Locke, 1976), it is highly likely that there is an interaction process 

which, when assessed, would give us a greater understanding of the employee 

engagement process. With other studies indicating that the position of personal 

resources in the JD-R model remains unclear (e.g. Salanova et al., 2010), and 

others insisting intrinsic motivation could emanate from job resources (e.g. Schaufeli 

& Taris, 2014), further investigation into this relationship could greatly improve our 

understanding. 

 

7.5 Conclusion 

 

Employee engagement is a very relevant topic that continues to generate a lot of 

interest among academics and practitioners alike. With a lot of interest, there have 

emerged different views as to what is the best way to study this concept, all of which 

have faced criticisms from other researchers in the field. While there might be other 

approaches in the future that could offer more clarity on examining antecedents and 

outcomes of employee engagement, the approach used in the current study where 
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the COR theory, the JD-R model and the B&B theory of positive emotions were used 

to identify the antecedents and outcomes of employee engagement is a unique, 

theoretically and empirically sound approach. While there are other models which 

have attempted to integrate different approaches (e.g. Saks & Gruman, 2014), this 

is the only approach that has limited the compromising of the assumptions of the 

combined theories and has been partly supported by empirical findings. The higher 

education context does offer an explanation as to why resources such as intrinsic 

motivation was as strong predictor of employee engagement. As indicated in the 

future directions for research, the current integration the resource-based 

approaches and the B&B theory offers room for future academic and practitioner 

researchers to advance our understanding and develop intervention programmes 

that allow both organizations and employees to benefit from employee engagement. 

Overall, the study attempted to meet the objectives that were set out in Chapter one. 

By testing the hypotheses related to the employee engagement, resources, 

attitudes, intentions and behaviour, the study was identified the antecedents to 

employee engagement and assess its outcomes. In addition, using Tanzanian 

academic employees in the study offered a context that allowed a reflection on the 

current study results to previous studies in different contexts, thus assessing the 

role that context could have in employee engagement research. 
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APPENDIX B:  

THE SURVEY INSTRUMENT 

 

THIS QUESTIONNAIRE IS DIVIDED INTO TWO SECTIONS, SECTION ONE AND SECTION TWO. 
PLEASE FOLLOW THE INSTRUCTIONS FOR FILLING IN EACH SECTION. 

 THANK YOU 

 

SECTION ONE 

PLEASE PUT A CROSS (X) IN THE BOX WITH THE ANSWER WHICH YOU SEE IS MOST 
APPROPRIATE: 

 

 

WHERE DOES YOUR AGE RANGE?   

UNDER 25   

25 – 39   

40 – 59   

ABOVE 59   

 WHAT IS YOUR SEX?   

MALE   

FEMALE   

 WHICH TYPE OF UNIVERSITY HAVE YOU WORKED FOR THROUGH OUT YOUR 
CAREER?   

PUBLIC   

PRIVATE   

BOTH   

 WHICH TYPE OF UNIVERSITY DO YOU CURRENTLY WORK FOR?   

PUBLIC UNIVERSITY   

PRIVATE UNIVERSITY   

WHAT IS YOUR CURRENT JOB TITLE/ POSITION?   

TUTORIAL ASSISTANT   

ASSISTANT LECTURER   

LECTURER   

SENIOUR LECTURE   

ASSOCIATE PROFESSOR   

FULL PROFESSOR   

HOW LONG HAVE YOU WORKED FOR YOUR CURRENT UNIVERSITY    

UNDER THREE YEARS   

BETWEEN 3 – 5 YEARS   

ABOVE 5 YEARS   
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SECTION TWO 

FOR THE FOLLOWING QUESTIONS PLEASE PLACE A CROSS (X) IN THE BOX OF THE 
“NUMBER” THAT EXPRESSES YOUR ANSWER REGARDING A SPECIFIC “SITUATION”. 
THE MEANING OF THE NUMBERS IS SHOWN ABOVE EACH SEGMENT BEFORE THE 

QUESTIONS: 

        

         

  0 1 2 3 4 5 6 

  
STRONGLY DISAGREE (0) DISAGREE (1) SLIGHTLY DISAGREE (2) NEUTRAL (3) 
SLIGHTLY AGREE (4) AGREE (5) STRONGLY AGREE (6) 

              

  AT MY WORK, I FEEL ENERGETIC.               

  AT MY JOB, I FEEL STRONG AND VIGOROUS.               

  WHEN I GET UP IN THE MORNING, I LOOK FORWARD TO GOING TO WORK.               

  MY JOB INSPIRES ME.               

  I AM ENTHUSIASTIC ABOUT MY JOB.               

  I AM PROUD OF THE WORK THAT I DO.               

  I FEEL HAPPY WHEN I AM WORKING INTENSELY.               

  I AM ENGROSSED IN MY WORK.               

  TIME FLIES WHEN I AM WORKING.               

  
NEVER (0) ALMOST NEVER (1) RARELY (2) SOMETIMES (3) OFTEN (4) VERY OFTEN 
(5) ALWAYS (6) 

              

  WHEN I DO MY WORK WELL, IT GIVES ME A FEELING OF ACCOMPLISHMENT.               
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WHEN I PERFORM MY JOB WELL, IT CONTRIBUTES TO MY PERSONAL GROWTH AND 
DEVELOPMENT. 

              

  I FEEL A GREAT SENSE OF PERSONAL SATISFACTION WHEN I DO MY JOB WELL.                

  DOING MY JOB WELL INCREASES MY FEELING OF SELF-ESTEEM.               

  WHEN I DO MY JOB WELL, I RECEIVE HIGHER PAY RISE               

  WHEN I DO MY JOB WELL, I RECEIVE BONUSES               

  WHEN I DO MY JOB WELL, I RECEIVE INCREASE PROMOTION OPPORTUNITIES               

  WHEN I DO MY JOB WELL, I RECEIVE INCREASE IN JOB SECURITY               

  
STRONGLY DISAGREE (0) DISAGREE (1) SLIGHTLY DISAGREE (2) NEUTRAL (3) 
SLIGHTLY AGREE (4) AGREE (5) STRONGLY AGREE (6) 

              

  THE OUTCOMES I RECEIVE REFLECT THE EFFORT I HAVE PUT INTO MY WORK               

  THE OUTCOMES I RECEIVE ARE APPROPRIATE FOR THE WORK I HAVE COMPLETED               

  
THE OUTCOMES I RECEIVE REFLECT WHAT I HAVE CONTRIBUTED TO THE 
ORGANIZATION 

              

  THE OUTCOMES I RECEIVE ARE JUSTIFIED GIVEN MY PERFORMANCE               

  
NEVER (0) ALMOST NEVER (1) RARELY (2) SOMETIMES (3) OFTEN (4) VERY OFTEN 
(5) ALWAYS (6) 

              

  
HAVE YOU BEEN ABLE TO EXPRESS YOUR VIEWS AND FEELINGS DURING PROCEDURES 
RELATED TO THE OUTCOMES YOU RECEIVE AT WORK 

              

  HAVE YOU HAD INFLUENCE OVER THE OUTCOMES ARRIVED AT BY THOSE PROCEDURES?               

  HAVE THOSE PROCEDURES BEEN APPLIED CONSISTENTLY?               

  HAVE THOSE PROCEDURES BEEN FREE OF BIAS?               

  HAVE THOSE PROCEDURES BEEN BASED ON ACCURATE INFORMATION?               

  HAVE YOU BEEN ABLE TO APPEAL THE OUTCOMES ARRIVED AT BY THOSE PROCEDURES?               

  HAVE THOSE PROCEDURES UPHELD ETHICAL AND MORAL STANDARDS?               

  
NEVER (0) ALMOST NEVER (1) RARELY (2) SOMETIMES (3) OFTEN (4) VERY OFTEN 
(5) ALWAYS (6) 

              

  MY ORGANIZATION REALLY CARES ABOUT MY WELL-BEING.               
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  MY ORGANIZATION STRONGLY CONSIDERS MY GOALS AND VALUES.               

  MY ORGANIZATION SHOWS LITTLE CONCERN FOR ME (R).               

  MY ORGANIZATION CARES ABOUT MY OPINIONS.               

  MY ORGANIZATION IS WILLING TO HELP ME IF I NEED A SPECIAL FAVOUR.               

  HELP IS AVAILABLE FROM MY ORGANIZATION WHEN I HAVE A PROBLEM.               

  MY ORGANIZATION WOULD FORGIVE A HONEST MISTAKE ON MY PART.               

  IF GIVEN THE OPPORTUNITY, MY ORGANIZATION WOULD TAKE ADVANTAGE OF ME                

  
STRONGLY DISAGREE (0) DISAGREE (1) SLIGHTLY DISAGREE (2) NEUTRAL (3) 
SLIGHTLY AGREE (4) AGREE (5) STRONGLY AGREE (6) 

              

  I WOULD BE VERY HAPPY TO SPEND THE REST OF MY CAREER WITH THIS ORGANIZATION                

  I ENJOY DISCUSSING ABOUT MY ORGANIZATION WITH PEOPLE OUTSIDE                

  I REALLY FEEL AS IF THIS ORGANIZATION’S PROBLEMS ARE MY OWN                

  
I THINK THAT I COULD EASILY BECOME AS ATTACHED TO ANOTHER ORGANIZATION AS I 
AM TO THIS ONE  

              

  I DO NOT FEEL LIKE ‘PART OF THE FAMILY’ AT MY 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 MY ORGANIZATION                  

  
STRONGLY DISAGREE (0) DISAGREE (1) SLIGHTLY DISAGREE (2) NEUTRAL (3) 
SLIGHTLY AGREE (4) AGREE (5) STRONGLY AGREE (6) 

              

  ALL IN ALL, I AM SATISFIED WITH MY JOB.               

  IN GENERAL, I LIKE WORKING AT MY ORGANIZATION.                

  IN GENERAL, I DO NOT LIKE MY JOB.                

  
STRONGLY DISAGREE (0) DISAGREE (1) SLIGHTLY DISAGREE (2) NEUTRAL (3) 
SLIGHTLY AGREE (4) AGREE (5) STRONGLY AGREE (6) 

              

  
I ATTEND FUNCTIONS THAT ARE NOT REQUIRED BUT THAT HELP THE ORGANIZATIONAL 
IMAGE             
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  I OFFER IDEAS TO IMPROVE THE FUNCTIONING OF THE ORGANIZATION.               

  I TAKE ACTION TO PROTECT THE ORGANIZATION FROM POTENTIAL PROBLEMS.                

  DEFEND THE ORGANIZATION WHEN OTHER EMPLOYEES CRITICIZE IT.               

  
STRONGLY DISAGREE (0) DISAGREE (1) SLIGHTLY DISAGREE (2) NEUTRAL (3) 
SLIGHTLY AGREE (4) AGREE (5) STRONGLY AGREE (6) 

              

  
DURING THE NEXT YEAR, I WILL PROBABLY LOOK FOR A NEW JOB OUTSIDE MY CURRENT 
EMPLOYER.              

  

  
I AM SERIOUSLY CONSIDERING QUITTING MY CURRENT EMPLOYER FOR AN 
ALTERNATIVE EMPLOYER. 

              

  
NEVER (0) ALMOST NEVER (1) RARELY (2) SOMETIMES (3) OFTEN (4) VERY OFTEN 
(5) ALWAYS (6) 

              

  
HOW MUCH AUTONOMY IS THERE IN YOUR JOB? THAT IS, TO WHAT EXTENT DOES YOUR 
JOB PERMIT YOU TO DECIDE ON YOUR OWN HOW TO GO ABOUT DOING THE WORK?             

  

  

TO WHAT EXTENT DOES YOUR JOB INVOLVE DOING A “WHOLE” AND IDENTIFIABLE PIECE 
OF WORK? THAT IS, IS THE JOB A COMPLETE PIECE OF WORK THAT HAS AN OBVIOUS 
BEGINNING AND END? OR IS IT ONLY A SMALL PART OF THE OVERALL PIECE OF WORK, 
WHICH IS FINISHED BY OTHER PEOPLE OR BY AUTOMATIC MACHINES? 

              

  

HOW MUCH VARIETY IS THERE IN YOUR JOB? THAT IS, TO WHAT EXTENT DOES THE JOB 
REQUIRE YOU TO DO MANY DIFFERENT THINGS AT WORK, USING A VARIETY OF YOUR 
SKILLS AND TALENTS? 

              

  

IN GENERAL, HOW SIGNIFICANT OR IMPORTANT IN YOUR JOB? THAT IS, ARE THE 
RESULTS OF YOUR WORK LIKELY TO SIGNIFICANTLY AFFECT THE LIVES OR WELL-BEING 
OF OTHER PEOPLE? 

              

  
TO WHAT EXTENT DO MANAGERS OR CO-WORKERS LET YOU KNOW HOW WELL YOU ARE 
DOING ON YOUR JOB. 

              

  

TO WHAT EXTENT DOES DOING THE JOB ITSELF PROVIDE YOU WITH INFORMATION 
ABOUT YOUR WORK PERFORMANCE? THAT IS, DOES THE ACTUAL WORK ITSELF PROVIDE 
CLUES ABOUT HOW WELL YOU ARE DOING –ASIDE FROM ANY “FEEDBACK” CO-WORKERS 
OR SUPERVISORS MAY PROVIDE? 
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APPENDIX C:  

HARMAN’S SINGLE FACTOR TEST 
 

Total Variance Explained 

Component 

Initial Eigenvalues 

Extraction Sums of Squared 

Loadings 

Total 

% of 

Variance 

Cumulative 

% Total 

% of 

Variance 

Cumulative 

% 

1 18.166 34.934 34.934 18.166 34.934 34.934 

2 5.879 11.305 46.239    

3 3.551 6.829 53.068    

4 3.021 5.810 58.878    

5 2.149 4.133 63.010    

6 1.919 3.690 66.700    

7 1.691 3.253 69.953    

8 1.376 2.647 72.599    

9 .998 1.920 74.520    

10 .898 1.727 76.247    

11 .870 1.672 77.919    

12 .746 1.435 79.354    

13 .737 1.418 80.772    

14 .667 1.283 82.056    

15 .609 1.172 83.228    

16 .599 1.153 84.380    

17 .574 1.104 85.484    

18 .500 .961 86.445    

19 .460 .885 87.330    

20 .451 .868 88.198    

21 .402 .773 88.971    

22 .377 .724 89.695    

23 .357 .686 90.381    

24 .342 .657 91.038    

25 .326 .627 91.664    

26 .293 .563 92.228    

27 .273 .524 92.752    

28 .259 .499 93.251    

29 .247 .475 93.726    

30 .239 .459 94.185    

31 .232 .446 94.632    

32 .220 .423 95.055    

33 .211 .406 95.461    
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34 .203 .391 95.851    

35 .188 .362 96.214    

36 .184 .354 96.568    

37 .173 .332 96.900    

38 .163 .314 97.213    

39 .153 .294 97.508    

40 .145 .278 97.786    

41 .136 .262 98.047    

42 .125 .240 98.288    

43 .124 .238 98.526    

44 .118 .227 98.753    

45 .113 .218 98.971    

46 .099 .190 99.161    

47 .087 .167 99.329    

48 .082 .158 99.487    

49 .080 .155 99.642    

50 .071 .137 99.779    

51 .059 .114 99.893    

52 .056 .107 100.000    

Extraction Method: Principal Component Analysis. 
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APPENDIX D:  

COMMON LATENT FACTOR TEST 
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APPENDIX E: 

REGRESSION ANALYSIS: TESTING FOR NORMALITY 
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APPENDIX F: 

 REGRESSION ANALYSIS: TESTING FOR HOMOSCEDASTICITY  
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APPENDIX G: 

 REGRESSION ANALYSIS: TESTING FOR HETEROSCEDASTICITY  
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APPENDIX H: 

 

REGRESSION ANALYSIS: TESTING FOR MULTIPLE COLLINEARITY 

 

  Collinearity Statistics 

  Tolerance VIF 

Job characteristics 0.424 2.341 

Perceived organizational support 0.496 2.017 

Distributive justice 0.455 2.197 

Procedural justice 0.542 1.845 

Extrinsic reward 0.941 1.063 

Intrinsic motivation 0.705 1.418 

Job satisfaction 0.425 2.353 

Affective commitment 0.624 1.603 
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APPENDIX I:  

REGRESSION ANALYSIS: ASSESSMENT FOR OUTLIER 

 

 Minimum Maximum Mean 

Std. 

Deviation N 

Predicted Value 
2.8246 5.8807 4.4191 .64317 232 

Std. Predicted Value 
-2.479 2.272 .000 1.000 232 

Standard Error of Predicted 

Value 
.063 .163 .099 .021 232 

Adjusted Predicted Value 
2.8493 5.9332 4.4189 .64405 232 

Residual 
-1.08273 1.08008 .00000 .37311 232 

Std. Residual 
-2.806 2.799 .000 .967 232 

Stud. Residual 
-2.863 2.886 .000 1.001 232 

Deleted Residual 
-1.12735 1.14840 .00018 .40043 232 

Stud. Deleted Residual 
-2.913 2.937 .000 1.006 232 

Mahal. Distance 
5.097 40.214 14.935 7.167 232 

Cook's Distance 
.000 .060 .005 .008 232 

Centered Leverage Value 
.022 .174 .065 .031 232 

 

 




