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Abstract: The goal of this study is to examine how external prestige (PEP) affects workplace 

deviations, which are mediated by job satisfaction. The study’s sample consisted of 310 

respondents who work in the hospitality industry in Nigeria, and data was collected using the 

purposive sampling method. Structural Equation Model (SEM) tests were performed. 

According to the study’s findings, job satisfaction is positively influenced by PEP, but it has a 

negative impact on deviant conduct in the workplace. It is clear that job satisfaction plays a 

detrimental role in mediating the harmful impacts of perceived external status on deviant 

behavior at work. 

Keywords: deviant workplace behavior; job satisfaction; external prestige 

1. Introduction

The hospitality industry needs to increase its competitiveness to retain its present
clients and attract new ones. However, in order to increase competitiveness, the 
industry needs to give more attention to its human capital. This is because the 
performance of a firm can be influenced by the level of performance of its employees. 
According to Tuna et al. (2016), an organization needs to have a positive reputation 
and a positive image in order to attract experienced or competent workers. The more 
positively an organization is perceived, the more proud and content an individual 
might be to work there. Being a part of a company with a positive reputation will make 
someone feel better about themselves than being a part of one with a negative 
reputation (Ciftcioglu, 2010; Bagobiri and Gadi, 2021). According to numerous 
studies (Ghazzawi, 2008; Elçi and Alpkan, 2009; Hamarat et al., 2012; Shamsudin et 
al., 2014), job satisfaction (JS) is additionally motivated by a number of other 
variables, such as individual behavior, beliefs, office values, ethical environment, and 
social effects. 

However, if a person is unhappy at work, it may have an impact on their conduct 
(Ghazzawi, 2008). According to Hershcovis et al. (2007) and Gadi and Kee (2020a), 
if a person is not happy in his position, he will put in less performance and behave 
differently from the organization’s standards. 

Deviant workplace conduct can undoubtedly result in losses for the firm, so 
measures must be taken to reduce its incidence in order to avoid interfering with 
business operations (Howard et al., 2016). The reputation of the company and 
workers’ feelings of job satisfaction can have an impact on deviant conduct at work 
(Tuna et al., 2016). As a result, every firm must pay attention to the reasons for 
business abnormalities. This rule applies to all companies, including those in the 
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hospitality sector, particularly restaurants, amusement parks, hotels, and other 
tourism-related services. Extreme competition in this marketplace is brought on by the 
considerable number of marketers who are also the exclusive agents of the trademark 
owner or individual businesses. As a result, the industry has decided to reduce the 
incidence of abnormal workplace behavior because it could impede its growth in 
Nigeria. 

The importance of employee job satisfaction for the organization has been 
examined in numerous earlier studies (Gunlu et al., 2010). Most studies (Elçi and 
Alpkan, 2009; Gümüş et al., 2012; Gunlu et al., 2010) examine a wide range of positive 
characteristics that affect individual job satisfaction, such as good HR policies, an 
ethical work environment, personality, and several other positive aspects. Although 
there hasn’t been much research examining the negative variables that can lead to a 
decline in employee satisfaction, this subject is nonetheless important to examine more 
given that poor or deviant conduct is frequent and contributes to a decline in individual 
satisfaction (Chullen et al., 2010; Omotayo et al., 2015; Gadi and Kee, 2020). 
Therefore, it is crucial that this research be done so that businesses can reduce deviant 
behavior. 

In the dynamic landscape of the Nigerian hotel industry, characterized by its 
strategic importance to the nation’s economy, employees contend with multifaceted 
challenges that significantly influence their well-being and job satisfaction. The 
pervasive phenomenon of deviant workplace behavior, marked by extended working 
hours and workplace conflicts, intertwines with the cultural emphasis on external 
prestige in Nigeria. Extended working hours, often driven by factors such as 
understaffing, contribute to a demanding work environment, while workplace conflicts 
stemming from diverse backgrounds hinder collaborative efforts. Concurrently, the 
pursuit of external prestige, deeply ingrained in Nigerian societal values, becomes a 
pivotal factor in shaping employees’ self-esteem and job satisfaction. 

Despite the industry’s strategic importance, there is a noticeable gap in the current 
understanding of how deviant workplace behaviors, influenced by factors such as 
extended working hours and workplace conflicts, intersect with employees’ pursuit of 
external prestige in the Nigerian context. Furthermore, the specific role of employee 
external prestige in mediating or moderating the relationship between deviant 
workplace behavior and job satisfaction remains underexplored. 

This study seeks to answer this complicated relationship by exploring how 
deviant workplace behaviors and employee external prestige interrelate within a 
unique cultural context and examining their collective impact on job satisfaction. As 
the industry undergoes evolution, understanding and addressing these phenomena 
becomes imperative for fostering a positive and productive work environment, 
ultimately contributing to both individual well-being and organizational effectiveness. 

2. Literature review

2.1. External prestige 

External prestige, according to Tuna et al. (2016), is a worker’s evaluation of the 
reputation of the firm where they work, centered on the viewpoint of other individuals 
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who are not employees of the establishment. Centered on the opinions of those outside 
the organization, an employee’s perception of the organization’s external prestige 
represents their evaluation of all perceptions linked to it (Carmeli and Freund, 2002; 
Carmeli and Tishler, 2005; Carmeli et al., 2006). According to Kian et al. (2013) as 
well as Suanj et al. (2017), external prestige demonstrates how employees’ views of 
outsiders’ impressions of their organization are related to the reputation felt by 
employees of the firm. Based on these many views, it can be deduced that individual 
perceptions of their workplace are shaped by the perspectives of third parties or other 
individuals who evaluate the organization in which the employee works. Per Suanj et 
al. (2017) justify that external prestige (PEP) is researched at a distinct level because 
it is a personal assessment of the establishment that workers receive from outside 
parties, so even though all employees work for the same company, external prestige 
will vary for each employee.  

Employee pride is increased when they recognize that people outside the 
organization talk favorably about the place where they work, which has a beneficial 
effect on external prestige (Kang et al., 2011; Gadi and Kee, 2020b). Improved staff 
identification with the organization might be encouraged by a firm’s perceived 
external status (Al-Atwi and Bakir, 2014). According to Ciftcioglu (2010), external 
prestige is a firm image derived from employee evaluations based on data from 
outsiders who regard them as employees of the organization. In the end, multiple 
studies discovered that employees’ concern for their organization, which was 
evidenced by a decline in turnover, was positively impacted by external prestige 
(Ciftcioglu, 2010; Pakdemir and Turan, 2014). 

2.2. Job satisfaction 

An individual’s good attitude as a result of an appraisal of their work and work 
experience can also be interpreted as job satisfaction. According to Springer (2011), 
individuals will experience job satisfaction when they believe their personal goals 
align with their expectations in a number of work-related areas. According to Kian et 
al. (2013), job satisfaction is a favorable emotional state that arises from work and 
satisfies personal values for the work completed. According to Alnaçk et al. (2012), 
job satisfaction is a favorable emotional situation that arises from an individual’s 
evaluation of his or her job or work experience. Job satisfaction is an employee’s 
reaction to his or her work experience as well as the emotional state of the employee 
toward work, according to Siengthai and Pila-Ngarm (2016). According to some of 
the aforementioned justifications, job satisfaction is an emotional state, both good and 
bad, that results from an assessment of one’s work). Individuals will experience job 
satisfaction when they believe their personal goals align with their expectations in a 
number of work-related areas. According to Kian et al. (2013), job satisfaction is a 
favorable emotional state that arises from work and satisfies personal values for the 
work completed. According to Alnaçk et al. (2012), job satisfaction is a favorable 
emotional situation that arises from an individual’s evaluation of his or her job or work 
experience. Job satisfaction is an employee’s reaction to his or her work experience as 
well as the emotional state of the employee toward work, according to Siengthai and 
Pila-Ngarm (2016). According to some of the aforementioned justifications, job 
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satisfaction is an emotional state, both good and bad, that results from an assessment 
of one’s work or experience. 

According to Purnama (2017), Islamic culture, which emphasizes competence, 
dedication, honesty, and transformation, can genuinely have an impact on employee 
job satisfaction and, in turn, employee performance, as evidenced by the quantity, 
quality, efficiency, and accuracy of the work that employees produce. In their study, 
Lumley et al. (2011) examined the relationship between job satisfaction and nine 
variables, including pay, promotion, supervision, fringe benefits, recognition and 
reward, working conditions, coworkers, and work environment. In addition to 
productivity, staff retention, and absenteeism, job satisfaction also has an impact on 
an organization’s well-being (Katja-Miheli, 2014; Sempane et al., 2002). According 
to Emilisa (2001), job satisfaction is a pleasurable feeling that results from an 
evaluation of the job. 

The research findings by Robinson et al. (2011) suggest that individuals who have 
high-level job satisfaction would manage customer complaints excellently, resulting 
in customer happiness and even customer loyalty. Also, employee job satisfaction has 
an impact on client satisfaction. According to Worsfold et al.’s (2016) study in the 
hospitality sector, employee job satisfaction can influence client satisfaction because 
happy individuals might have a more upbeat attitude, which will then cause them to 
display a pleasant and comfortable attitude and more normally positive feelings 
towards customers, which will ultimately be able to elicit positive emotions from 
customers. Similarly, Esmaeilpour and Ranjbar (2018) stress the significance of 
employee dedication and happiness because they motivate workers to deliver high-
caliber services. 

2.3. Deviant workplace behavior 

According to Shamsudin et al. (2014), deviant behavior can be divided into two 
categories: organizational deviance, which includes employee theft, higher staff 
absenteeism, and lack of motivation; and interpersonal deviance, which includes 
treating coworkers poorly, making racial or sexual jokes, or acting rudely. Deviant 
workplace conduct is defined by Tuna et al. (2016) as employee behavior that 
transgresses critical organizational standards in a way that endangers the organization, 
its employees, or both. Deviant workplace behavior, as per Tuna et al. (2016), is a sort 
of behavior that unfairly exploits the business unfavorably, impacts the norms and 
shared expectations of the organization, and also poses a danger to the organization’s 
values and social customs. Deviant workplace behavior is defined by Malisetty and 
Vasanthi Kumari (2016) as deliberate action carried out by employees that is deemed 
by the organization to be against its interests. According to Johnson (2011), a deviant 
workplace is one where employees engage in behavior that goes against organizational 
standards, such as harassing coworkers, causing property damage, and other negative 
actions. According to several of the definitions given above, deviant workplace 
conduct is defined as behavior by organizational members that is at odds with the 
values, norms, and customs of the organization and that has the potential to harm or 
disrupt the organization and its members. 

DWPB is conduct that the firm must take into consideration since it may have an 
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effect on the organization. The organization can suffer both financial and non-financial 
consequences from actions like theft, harassment, and other deviant behavior (Elçi and 
Alpkan, 2009; Chirasha and Mahapa, 2012; Howard et al., 2016; Hsieh and Liang, 
2004). 

Theft, sabotage, and other financial losses result in financial losses for the 
company since they must replace or fix the effects of these actions (Chirasha and 
Mahapa, 2012). Deviant workplace behavior (DWPH) can also have a negative effect 
on the workplace environment, leading to tension, despair, and feelings of insecurity 
among employees (Chirasha and Mahapa, 2012; Howard et al., 2016). According to 
Muafi (2011), in addition to experiencing stress at work that lowers productivity, 
victims of workplace deviance also frequently have greater employee turnover rates. 
As a result, it is critical that businesses pay attention to the elements that may lead to 
abnormal conduct. According to Johnson’s (2011) research, deviant behavior might 
develop when staff members feel mistreated or unsatisfied with the firm. 

Different terms for harmful employee behavior include counterproductive work 
behavior, antisocial behavior, retaliatory behavior, and deviant workplace behavior, 
though the distinctions between these concepts are still debatable (Tiarapuspa, 2015). 
Due to the fact that the perpetrators have bad intent and act in ways that go against the 
organization’s norms, this study chose to refer to such behavior as deviant workplace 
behavior (Tiarapuspa et al., 2017). Deviant workplace behavior by employees, such 
as theft, high absenteeism, sloth, racist epithets, or sexual harassment, can be very 
harmful to business (Tuna et al., 2016; Shamsudin et al., 2014). Losses may be 
material or immaterial (Chirasha and Mahapa, 2012; Johnson, 2011). To prevent 
employees from taking part in activities that would impair the organization, employers 
must raise employee satisfaction with their employment (Lumley et al., 2011; Katja-
Miheli, 2014). According to Suanj et al. (2017) and Kian et al. (2013), one strategy to 
boost employee job satisfaction is to create the idea among employees that working 
for the organization is very prestigious. This perception is known as “external 
prestige.” 

2.4. Hypothesis development 

According to Carmeli and Freund (2002), Carmeli et al. (2006), Carmeli and 
Tishler (2005), etc., PEP is a worker’s subjective evaluation of the organization’s 
external image. Deviant workplace conduct, on the other hand, is the conduct of people 
in the organization that is at odds with the norms, values, and customs of the firm and 
that might harm or disturb the establishment and its employees (Johnson, 2011; 
Shamsudin et al., 2014). Increasing employee impressions of how prestigious working 
for the organization is one strategy to prevent employee deviant behavior that might 
harm the business (Al-Atwi and Bakir, 2014). According to Tuna et al. (2016), 
employees are less likely to act inappropriately when they believe that other people 
regard the organization they work for as being very prominent. This leads to a 
hypothesis: 

H1: Deviant workplace behavior is negatively impacted by external prestige. 
According to Suanj et al. (2017), good perceptions about the organizations where 

employees work are correlated with their positive assessments of their own position 
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and prestige at work. The satisfaction of working for a company with a positive 
reputation will increase employee personality (Ciftcioglu, 2010). The study’s findings 
(Carmeli and Tishler, 2005; Nayr et al., 2016) demonstrate that employees will feel 
content with their work when they learn from friends and family members that they 
work for a prestigious firm (external prestige). According to the study’s findings 
(Ciftcioglu, 2010), employees were less likely to leave their current employer because 
they were happy with their position and more strongly, they believed they had worked 
for a reputable and well-regarded organization. According to studies (Tuna et al., 
2016), external prestige has a favorable impact on job satisfaction. This leads to the 
possibility that H2: Job satisfaction is positively impacted by external prestige. 

If a person dislikes or is unsatisfied with his job, he or she will put forth a poor 
effort on the job and may violate the organization’s norms and general policies 
(Hershcovis, 2011; Hershcovis et al., 2007). According to Srivastva (2013) and 
(2016), job satisfaction is a factor that might deter bad employee behavior like stealing, 
hostile behavior, and sabotage. Similarly, research by Tuna et al. (2016) demonstrates 
that deviant work behavior is negatively impacted by job satisfaction. This is also 
noted in a study that was done (Johnson, 2011), which claims that firms that don’t 
offer employee satisfaction would be more prone to atypical workplace behavior. The 
following hypotheses were created in light of the ideas and theories presented above. 

H3: Deviant workplace conduct is negatively impacted by job satisfaction. 
Situational factors, including stress and shifting work environments, might lead 

to abnormal workplace behavior. Someone may refrain from engaging in inappropriate 
workplace behavior if they believe a friend works for a prestigious organization. This 
is done to retain a feeling for the reason that those other people have been 
complimentary, but this feeling-trust activity might unquestionably lessen or cease to 
exist if the employees believe that their firm truly provides them with a fulfilling 
employment opportunity. This is in line with Mishra (2013), who claimed that when 
employees have a positive perception of their employer’s external prestige, they will 
assess the circumstances and adopt a favorable viewpoint. Employee dissatisfaction 
with the firm has a big impact on how they feel about the company, which is a factor 
that might lead to deviant conduct (Singh, 2013). The findings of Tuna et al.’s (2016) 
study demonstrate that job satisfaction can operate as a mediator between external 
prestige and unruly behavior at work, as demonstrated in the conceptual framework in 
Figure 1 below. On the basis of this, the following hypotheses can be put forth: 

Figure 1. Conceptual framework. 

H4: Job satisfaction directly and indirectly mediates the relationship between 
PEP and deviant workplace behavior. 
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3. Research methods

The variables in this study refer to previous research conducted by Tuna et al.
(2016), where all variables were measured using a 5–7-point interval scale with 
alternative answers ranging from strongly disagree to strongly agree. The external 
prestige variable was measured using 8 statement items, job satisfaction using 5 
statement items, and deviant workplace behavior using 11 statement items. 

This study uses a purposive sampling technique, which is part of non-probability 
sampling (Sekaran and Bougie, 2013). The sample criteria are employees of the 
hospitality industry in the six states in the central part of Nigeria, including Abuja. A 
minimum sample size estimation was achieved using a G*Power assessment. The 
results revealed that the minimum sample size needed for this study was 108. 
However, a total of 310 questionnaires were collected, exceeding the minimum criteria 
of 108. Therefore, it is certain that the collected data is adequate for testing the 
assumed relationships. 

It is established that most of the respondents are male (57.5%) and female 
(42.5%). The majority of them are 31–40 years old with 6–10 years of service, and the 
majority (54%) hold an OND certificate. 

Measurement model 

We analyzed the loadings, average variance extracted (AVE), and composite 
reliability (CR) in accordance with the recent article by Hair et al. (2020), using cutoff 
values of 0.5 for AVE and 0.708 for CR to determine the convergent validity. While 
it is recommended that the loadings be greater than 0.708, if the AVEs are already 
greater than 0.5, then loadings between 0.5 and 0.7 are likewise appropriate (Ramayah 
et al., 2018). As can be seen in Table 1, the constructs’ validity and reliability were 
confirmed by the fact that all of the AVEs were higher than 0.5, the CR was higher 
than 0.7, and all of the loadings were greater than 0.7, as shown in Figure 2 below. 

Table 1. Measurement model. 

ITEMS Construct Loadings CA rho_A CR AVE R Square 

Deviant workplace behaviour 0.94 0.945 0.948 0.627 0.454 

DWB1 0.804 

DWB2 0.724 

DWB3 0.844 

DWB4 0.831 

DWB5 0.821 

DWB6 0.630 

DWB7 0.807 

DWB8 0.798 

DWB9 0.792 

DWB10 0.765 

DWB11 0.839 
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Table 1. (Continued). 

ITEMS Construct Loadings CA rho_A CR AVE R Square 

Job satisfaction 0.919 0.92 0.939 0.756 0.468 

JS1 0.881 

JS2 0.859 

JS3 0.859 

JS4 0.859 

JS5 0.888 

External prestige 0.931 0.932 0.942 0.644 

PEP1 0.784 

PEP2 0.824 

PEP3 0.827 

PEP4 0.811 

PEP5 0.804 

PEP6 0.804 

PEP7 0.795 

PEP8 0.809 

PEP9 0.791 

Note: CA = Cronbach’s Alpha; CR = Composite Reliability; AVE = Average Variance Extracted. 

Figure 2. Measurement model. 

According to Table 2, all reflective constructs have acceptable or satisfactory 
discriminant validity, with the square root of AVE (diagonal) being larger than the 
correlations (off-diagonal). 

Table 2. Fornell Larcker. 

Deviant workplace behaviour Job satisfaction External prestige 

Deviant workplace behaviour 0.792 

Job satisfaction −0.637 0.869 

External prestige −0.596 0.684 0.802 

8



Human Resources Management and Services 2024, 6(3), 3423. 

The discriminant validity was evaluated using HTMT ratios, in accordance with 
Franke and Sarstedt’s recommendations (2019). As shown in Table 2, we also created 
the reporting table in accordance with the recommendations made by Becker et al. 
(2019). All of the HTMT ratios fell below the 0.85 threshold as shown in Table 3 
below. Therefore, we can say that the measurements employed in this study are 
different. 

Table 3. HTMT. 

Deviant workplace behaviour Job satisfaction External prestige 

Deviant workplace behaviour 

Job satisfaction 0.677 

External prestige 0.628 0.738 

4. Results and discussion

Tests were carried out using Structural Equation Model (SEM) analysis. Table 4
shows the results of hypothesis testing: 

Table 4. Hypothesis testing result. 

Path coefficient Beta values Std error T values P values 

Job satisfaction -> Deviant workplace behaviour −0.431 0.054 8.034 0.000 

External prestige -> Deviant workplace behaviour −0.301 0.055 5.436 0.000 

External prestige -> Job satisfaction 0.684 0.029 23.483 0.000 

External prestige -> Job satisfaction -> Deviant workplace behaviour −0.295 0.034 8.626 0.000 

The first hypothesis examines the effect of external prestige (PEP) on deviant 
workplace behavior (DWPB). Based on the results of statistical tests, it can be seen 
that the p-value is 0.001 with a coefficient estimate of −0.301, and a T value of 5.436 
as shown in Figure 3, which means that there is a significant negative effect between 
PEP and DWPB. This means that if employees have a good PEP, they might be able 
to decrease DWPB at work. This might occur because individuals who have pride in 
their place of work will try to behave better, have stronger dedication to the 
organization, and also avoid conduct that might affect the organization. This is in 
accordance with the opinion (Suanj et al., 2017), which states that when employees 
feel they work in a high-reputation firm, the higher the employee’s commitment and 
the farther away from deviant behavior. Likewise, the opinion (Al-Atwi and Bakir, 
2014) suggests that employees who feel proud of their status as employees of a 
particular company are less likely to do bad things to the company or their friends. 
The results of this research confirm the results of an earlier study performed by Tuna 
et al. (2016), which confirmed that there was a negative influence of external prestige 
(PEP) on deviant workplace behavior (DWPB). 
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Figure 3. Structural model. 

The second hypothesis examines the effect of external prestige (PEP) on job 
satisfaction (JS). Based on the results of statistical tests, it can be seen that the p-value 
is 0.001 with a coefficient estimate of 0.684, and a T value of 23.483, as shown in 
Figure 2, which means that there is a significant positive effect between external 
prestige and job satisfaction. This shows that employees who have good external 
perceptions of status will be able to increase their job satisfaction. Employees who 
have a sense of pride in their place of work will feel greater satisfaction because they 
are part of the company. The results of this study support the opinion of Ciftcioglu 
(2010) that employees who feel proud to work for a company with a high reputation 
will be satisfied with their work and have no desire to move to another company. In 
fact, Pekdemir and Turan (2014) explain that employees who feel proud of their 
company will be willing to work beyond their job description. Likewise, the findings 
of this study corroborate those of earlier research by Tuna et al. (2016), which similarly 
showed a favorable relationship between external prestige and job satisfaction. 

The third hypothesis examines the influence of job satisfaction (JS) on deviant 
workplace behavior (DWPB). Based on the outcomes of statistical tests, it can be seen 
that the p-value is 0.001 with a coefficient estimate of −0.431, and a T value of 8.034, 
as shown in Figure 2, which means that there is a significant negative effect between 
job satisfaction and deviant workplace behavior. The findings of this study suggest 
that job satisfaction has a significant negative impact on workplace deviance. This 
implies that contented workers will be able to curtail inappropriate workplace 
behavior. This may occur because happy employees are more likely to take positive 
actions for the business, whereas unhappy employees are more likely to express their 
frustration by engaging in negative conduct. The findings of this study support the 
assertion made by Johnson (2011) that employees who work for organizations that 
don’t foster job satisfaction have a tendency to respond in a negative way. 

According to the research of Hershcovis (2011) and Srivastava (2016), an 
employee’s desire to engage in bad behaviors like absenteeism, theft, and other 
negative behaviors will vanish if they are satisfied with their employment. The 
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findings of this study corroborate those of earlier research by Tuna et al. (2016), which 
showed a detrimental impact of job satisfaction on unruly workplace behavior. 

Hypothesis 4 examines the effect of external prestige (PEP) on deviant workplace 
behavior (DWPH), mediated by job satisfaction. Based on the results of statistical 
tests, it can be seen that the p-value is 0.001 with a coefficient estimate of –0.295, 
which means that there is a significant negative effect between PEP and DWPH 
mediated by job satisfaction. The results showed that job satisfaction can mediate the 
effect of PEP on DWPH. Job satisfaction has a negative influence on mediating the 
effect of PEP on DWPH. This shows that a good PEP will be able to increase the 
prestige and pride of employees towards the company, which in turn will be able to 
shape employee attitudes towards the company and job satisfaction itself, which can 
ultimately prevent or reduce deviant workplace behavior from employees. The results 
of the research by Tuna et al. (2016) revealed that job satisfaction (JS) mediates the 
impact of PEP on deviant workplace behavior. 

5. Conclusion

Based on the findings of the hypothesis testing, the study’s assumption is that
PEP has a significant and unfavorable impact on DWPH and, on the other hand, a 
significant and favorable impact on job satisfaction (JS). Nevertheless, employee job 
satisfaction (JS) has a detrimental and considerable impact on DWPH. Therefore, it 
can be presumed that employee job satisfaction (JS) can mitigate the impact of PEP 
on DWPH. This suggests that if a person has pride in the organization where they 
work, they are less likely to be dissatisfied with their jobs and exhibit fewer deviations 
from them. 

This refers to intentional behavior by employees that violates established norms 
and disrupts the normal functioning of the workplace. In the hotel industry in Nigeria, 
examples may include theft, absenteeism, rudeness to customers, or conflicts with 
colleagues. High competition, stressful work environments, and challenging customer 
interactions in the hotel industry may contribute to employees’ deviant behaviors. 
Factors such as low job satisfaction, inadequate training, and ineffective management 
practices could be associated with an increase in DWB. 

Employee external prestige refers to the perception of how the employee is 
viewed by individuals external to the organization, such as customers, suppliers, or the 
general public. In the hotel industry in Nigeria, this could be related to the reputation 
of the hotel and the perception of its employees’ professionalism and service quality. 
The reputation of a hotel in Nigeria is crucial for attracting customers and maintaining 
a competitive edge. Employee external prestige is likely influenced by the quality of 
service, the behavior of employees, and the overall customer experience. Positive 
external prestige may lead to increased customer satisfaction and loyalty. 

Job satisfaction is the overall contentment or happiness an employee feels about 
their job. In the hotel industry in Nigeria, factors contributing to job satisfaction could 
include the work environment, relationships with colleagues and management, 
recognition, and opportunities for career development. High job satisfaction among 
hotel employees is vital for maintaining service quality and customer satisfaction. 
Factors such as a positive work culture, fair treatment, and opportunities for skill 
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development can enhance job satisfaction. Conversely, employees’ deviant behavior 
may negatively impact job satisfaction among colleagues and lead to a toxic work 
environment. 

There may be a negative relationship between employees’ deviant workplace 
behavior and job satisfaction. Deviant behaviors can create a stressful work 
environment, lower morale, and reduce overall job satisfaction among colleagues. 
Higher external prestige may act as a deterrent to deviant workplace behavior. 
Employees who value their external image and the reputation of the hotel are likely to 
engage in more positive and professional behaviors. Positive external prestige can 
contribute to increased job satisfaction. Employees who take pride in their association 
with a reputable hotel are likely to experience higher job satisfaction, especially if their 
efforts contribute to the positive image of the hotel. 

In conclusion, the hotel industry in Nigeria faces unique challenges related to 
employees’ deviant workplace behavior, external prestige, and job satisfaction. 
Understanding the interplay between these variables is crucial for developing effective 
management strategies, promoting a positive work environment, and enhancing 
overall performance in the industry. 

6. Implications

Based on the conclusions above, it might be seen that the pride of employees
towards the organization, instigated by opinions from outside the organization (PEP), 
is very vital. Therefore, organizations must put effort into creating a good image in 
different ways, specifically by improving product and service quality and 
organizational management. Thus, the organization’s reputation becomes superior, 
which sequentially might attract potential workers to work in the organization (Suanj 
et al., 2017). 

7. Limitations and suggestions

This research was only conducted on one research object and only used external
prestige and job satisfaction as variables that could affect deviant workplace behavior. 
Further research can be conducted on other objects, for example, in the aviation or 
banking industries. It is also hoped that further research can consider using other 
variables such as unfair treatment, dissatisfaction, and conflict variables as a source of 
deviant workplace behavior (Nayr et al., 2016). 
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Abstract: This study critically examines the multifaceted dynamics of foreign employee 

integration within the Czech Republic, with a specific focus on the Mladá Boleslav region. 

Conducted prior to the Ukrainian crisis, this research serves as a crucial baseline for 

understanding integration in a pre-crisis context and provides comparative insights into the 

evolving challenges and opportunities amid the subsequent migration movements. The study 

explores various aspects of integration and inclusion, drawing upon migration theories, 

economic factors, and sociological perspectives to understand the motivators and challenges 

faced by foreigners, particularly in light of the majority society’s perception, which often leans 

towards skepticism and negativity. The research methodology builds on grounded theory and 

integrates both quantitative and qualitative approaches, utilizing surveys and semi-structured 

interviews to explore the experiences of foreign nationals, with an emphasis on immigrant 

women. A key finding of the study is the significant role of employers in facilitating 

integration. The paper discusses how businesses, through inclusive policies and practices, can 

profoundly influence the integration experience. Cooperation between employers, local 

integration centers, and other relevant organizations emerges as vital, providing additional 

resources and support systems to enhance the integration process. The study concludes by 

emphasizing the critical role of various stakeholders, particularly employers, in shaping 

sustainable human resources practices that foster a more inclusive and harmonious society. 

Keywords: sustainable human resources management; diversity; equity; inclusion; belonging 

(DEIB); integration challenges; pre-crisis migration dynamics; role of employer; immigrant 

women; grounded theory 

1. Introduction

This academic paper focuses on identifying the motivators and challenges that
influence the integration of foreigners into Czech society. The research was conducted 
before the invasion of Ukraine and the subsequent significant influx of war-affected 
migrants to the Czech Republic, concretely from January 2019 to November 2021. As 
such, the findings and discussions within this paper provide a valuable baseline and 
reference point for understanding the integration dynamics in a pre-crisis context. This 
makes it particularly relevant for comparison and analysis against the backdrop of the 
massive migration movement caused by the Ukrainian conflict, offering insights that 
could be instrumental in addressing the challenges and opportunities presented by this 
new wave of migration. 

At the time of the research, the local majority often perceived foreigners as a 
threat, influenced by negative news from various sources. The Czech population, being 
relatively homogeneous, was not fully prepared for migration waves from Slovakia, 
Ukraine, and other countries, showing reluctance to accept new members into their 
society. This is evident in cities like Mladá Boleslav, a hub for the automobile 
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manufacturing industry, where a significant foreign population has led to apprehension 
among local residents about foreign nationals and their cultures. It focuses on the 
lengthy process of foreigners’ integration and the potential elimination of barriers to 
this process, building on quantitative and qualitative research. 

Firstly, the article explores migration theories, economic aspects of migration, 
and the integration process from a theoretical perspective, including the most utilized 
migration theories to date. Particularly, it focuses on the theory of push and pull factors 
in migration, applying it to the research part of the paper. It examines which factors 
most influence economic migration from Slovakia, Ukraine, Russia, and Belarus to 
the Czech Republic. Secondly, it describes the research methodology, focusing on the 
direction of quantitative and qualitative research. In concordance with the grounded 
theory, it defines the tools for performance, analysis, and subsequent application of the 
research. It addresses the relationship of the majority society to foreigners in the Mladá 
Boleslav district and the experiences of female foreigners with migration and 
integration into Czech society. The quantitative research, through a survey, aims to 
explore the relationship of the majority society to foreigners in and around Mladá 
Boleslav. It seeks to uncover the main reasons for this relationship. The qualitative 
research, on the other hand, focuses on the perspective of the minority, gathered 
through in-depth semi-structured interviews with immigrant women living, working, 
or studying in Mladá Boleslav or its surroundings. The interviews are analyzed using 
coding of the most frequent themes and aim to identify factors influencing foreigners’ 
willingness to immigrate to the Czech Republic and subsequently integrate into its 
society. 

Finally, the paper highlights the crucial role of employers in facilitating the 
integration of immigrants, particularly in the Mladá Boleslav region. It discusses how 
businesses, through inclusive policies and practices, can significantly influence the 
integration experience of these groups. Employers are seen as key players in creating 
inclusive work environments, offering language support, ensuring non-discriminatory 
recruitment practices, and providing legal and cultural orientation. The paper 
underscores the importance of social integration through workplace initiatives like 
team-building activities and mentorship programs. Additionally, it emphasizes the role 
of employers in offering professional development opportunities, advocating for the 
rights of immigrant employees, and collaborating with local integration centers and 
organizations. 

2. Literature review

The literature review in this study offers an extensive and detailed examination
of the multifaceted aspects of global migration, with a particular emphasis on the 
context of the Czech Republic. It aims to provide a thorough understanding of the 
myriad factors influencing migration patterns and the integration of migrants 
especially within the specified region. This review is structured into six distinct 
sections, each focusing on a unique dimension of migration studies. 

2.1. Theories and models in migration studies 

In the realm of migration studies, a diverse range of theories and models merge 
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to form a comprehensive understanding of the intricate dynamics driving global 
human movements. Central to this discourse is the interplay of various factors that 
motivate individuals to migrate, encompassing economic, social, environmental, and 
personal dimensions. Lee (1966), a renowned theorist in the field of migration, is well-
known for his systematic categorization of the push and pull factors of migration. He 
organized these factors into four fundamental categories: factors associated with the 
area of origin, factors linked to the destination area, intervening obstacles, and 
personal factors. Push factors, according to Lee (1966) and Lewis (1982), include 
changes in the natural environment, economic factors, political factors, and social 
factors, i.e., the migrant’s feeling of deprivation, while the pull factors refer to better 
economic opportunities at the new destination, the acquisition of better education and 
working conditions, better living conditions, and going after someone who attracts the 
migrant in any way, thus strengthening social migrant networks. This classification 
provides a structured approach to understanding the various elements that influence 
migration. Building upon Lee’s model, authors like Frič et al. (2009), Švejdarová et 
al. (2020), and Van Hear et al. (2018) have emphasized the significance of personal 
motivation and the perception of one’s situation in migration behavior. This approach 
acknowledges the importance of individual perspectives and motivations in the 
migration process. 

2.2. Factors influencing migration 

Economic factors frequently emerge as the primary drivers of migration. 
Researchers such as Parkins (2010), Zoelle (2011), Djafar (2012), Krishnakumar and 
Indumathi (2014), Lang and Nadler (2014), and Carbajal and Calvo (2021) 
consistently point to the unemployment rate and low income as common push factors 
compelling people to leave their home countries. Conversely, the allure of higher 
living standards, better wages, improved working conditions, and greater career 
opportunities act as significant pull factors, drawing individuals to new destinations in 
pursuit of economic betterment. 

Parallel to economic motivators are social and political factors that significantly 
shape migration patterns. The quality of education, healthcare systems, religious 
tolerance, the presence or absence of corruption, legal stability, and political integrity 
profoundly impact individuals’ decisions to migrate. Issues like crime, violence, 
discrimination, and security concerns, as discussed by authors like Parkins (2010), 
Lang and Nadler (2014), Carbajal and Calvo (2021), and Urbanski (2022), also play 
dual roles as push and pull factors, influencing people’s choices to leave or choose a 
particular destination. 

Environmental and demographic factors have also gained prominence in recent 
migration discussions. Climate change, natural disasters, overpopulation, and 
demographic shifts, such as aging populations in developed countries and a lack of 
jobs in developing ones, are increasingly recognized as significant influences on 
migration trends, as highlighted by Martínez-Zarzoso et al. (2022). 

2.3. Personal evaluation and decision-making in migration 

Complementing these perspectives emphasized by De Jong and Fawcet (1981) 
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highlights the role of personal evaluation in the migration decision-making process. 
The authors consider psychologically meaningful categories of values or goals that 
people wish to attain and are labeled wealth, status, comfort, stimulation, autonomy, 
affiliation, and morality. Those seven individuals assess various options and choose 
the one that they perceive to offer the greatest utility, highlighting the subjective nature 
of migration decisions (De Jong and Fonesca, 2020). 

Similarly, the place utility model, discussed by Wolpert (1965), focuses on 
personal aspirations and satisfaction. This model posits that potential migrants 
evaluate their current living conditions in terms of usefulness and aspirations. A 
mismatch between these two factors can motivate individuals to consider migration as 
a viable solution to fulfill their aspirations. Additionally, factors like war, political 
revolutions, and religious conflicts are highlighted as the predominant push factors in 
forced or involuntary migration. These elements underscore the compelling nature of 
migration under duress and the complex interplay of external circumstances and 
personal experiences, as discussed by Hager (2021). 

This cohesive overview of migration theories, enriched by the contributions of 
various authors, illustrates the multifaceted and complex nature of migration. While 
economic and social factors are often at the forefront, the influence of personal 
aspirations, environmental changes, and demographic shifts cannot be overstated. 
Each model and theory offer unique insights into the myriad reasons behind migration, 
reflecting the varied and dynamic nature of this global phenomenon. 

2.4. Migration situation in the Czech Republic Prior to 2021 

Before 2021, the Czech Republic has been following an integration policy since 
1999, which is based on two key government documents: the “Principles of the 
concept of integration of foreigners” and the “Concept of integration of foreigners.” 
These documents are regularly updated, with the most recent update occurring in 2016. 
In January of that year, the Czech government approved the “Updated concept of 
integration of foreigners 2016—In mutual respect,” commonly referred to as the 
Concept. Moreover, the government annually approves an “Implementation procedure 
for the concept.” It’s essential to highlight that within these government materials, the 
emphasis is on the mutual benefit of integration for both the state and its citizens, as 
well as for foreigners residing in the Czech Republic. Notably, unlike certain other 
European countries, integration in the Czech Republic is regarded as a right for 
foreigners rather than an obligation. The concept outlines five fundamental areas of 
integration for foreigners in the Czech Republic, which include: proficiency in the 
Czech language, economic self-sufficiency, orientation of foreigners in society, 
fostering relationships between communities, and the gradual acquisition of rights 
based on the length of stay. 

For the year 2020, specific priorities and tools were established for each of these 
areas. Regarding language preparation, the government focuses on supporting children 
and adults with insufficient knowledge of the Czech language and introducing a Czech 
language proficiency test at the A2 level for obtaining permanent residency in the 
Czech Republic. In terms of economic self-sufficiency, the aim is to prepare foreigners 
for life and work in the Czech Republic by informing them about their rights and 
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obligations and enabling them to financially support themselves and their families 
without state assistance. The government supports community projects focused on 
employing foreigners, providing language courses, and other activities to achieve this 
objective. 

To orient foreigners in Czech society, the government offers pre-arrival 
information, one-day adaptation and integration courses for newcomers, and socio-
cultural courses for individuals interested in long-term settlement in the Czech 
Republic. To foster relationships between communities, the Implementation Procedure 
provides government grants and support for relevant projects, including the operation 
of the website (www.mezikulturnidialog.cz), which aims to inform both local and 
foreign communities. The final area addresses the acquisition of rights by foreigners 
based on their length of stay, defining the attainment of any legal status as a primary 
motivator for integration into Czech society. Additionally, the Implementation 
Procedure focuses on various other aspects related to the integration of foreigners, 
offering guidance for local and regional support. At the local level, this involves 
municipality projects aimed at integrating foreigners, such as the “Komplex in MB” 
project, which is supported by EU funds and the state budget. This project assists 
unemployed foreigners in Mladá Boleslav and includes discussion clubs focused on 
work-related topics for foreigners. 

Regionally, there is a network of 18 centers dedicated to providing support for 
the integration of foreigners, with one center in each region of the Czech Republic. 
These centers offer social and legal counseling, language courses, and socio-cultural 
training. In addition to these government institutions, numerous non-profit 
organizations in the Czech Republic also play a crucial role in assisting foreigners in 
their journey towards successful integration. Some examples of such organizations 
include the Integration Center Prague, the Center for Foreigners in South Moravia, the 
Integration Advisory Center, the Diocesan Catholic Charity Hradec Králové, the 
Center for Integration of Foreigners, and People in Need. All of these organizations 
offer valuable assistance related to migration and integration issues. 

2.5. Economic growth and demand for foreign workers 

Furthermore, in the context of economic growth, there has been a growing 
demand for foreign workers, both globally and in the Czech Republic. The number of 
foreigners registered with the Labor Offices in the Czech Republic increased 
significantly from 2004 to 2017. Additionally, there was an increase in the number of 
foreigners with business licenses during the same period. 

One of the primary reasons why employers turn to hiring foreigners is often due 
to a perceived shortage of domestic job applicants for certain positions or ongoing 
difficulties in meeting the labor market demand domestically. These positions may be 
less popular and often involve unskilled work with limited financial prospects or 
opportunities for career advancement. In most cases, hiring foreigners serves as a 
supplement to the labor market when there is an insufficient domestic labor supply. 
However, it is crucial to differentiate between individuals considered foreigners under 
the law and those who are not, as the legal conditions for non-Czech citizens 
significantly vary. Different requirements are also imposed on employers when hiring 
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foreign nationals. 

2.6. Broader European context 

Europe’s aging population is significantly impacting labor markets, healthcare, 
and pension systems, leading to a dwindling workforce and a rise in the elderly 
population. To combat this, European countries and companies are adapting their 
strategies. Ortlieb and Sieben (2013) discuss the implementation of migration policies 
to recruit foreign workers. Simultaneously, several European nations are increasing 
retirement ages to maintain economic stability, a solution that only partially addresses 
the issue. Authors like Schmidt and Müller (2021) and others emphasize the need for 
European companies to find new labor sources to maintain operational viability. 
Managing a diverse workforce presents challenges, such as cultural and linguistic 
differences identified by Risberg and Romani (2022), but also offers opportunities for 
innovation. Effective integration of migrant workers is crucial, requiring a focus on 
cultural understanding, language skills, and unique competencies in recruitment, 
socialization, and training. The many studies (e.g., Schmidt and Müller, 2021; Risberg 
and Romani, 2022; Faaliyat et al., 2020) further highlight the importance of 
developing specific management policies to accommodate the varied backgrounds of 
foreign workers. 

2.7. Attitudes towards foreigners in the Czech Republic 

During periods of economic downturn, immigration tends to be associated with 
predominantly negative attitudes among the majority of the population. This is 
primarily due to concerns about employment, with migrants often perceived as taking 
jobs away from citizens of the host country or as a burden on the domestic social 
system. Despite research suggesting these beliefs are unsubstantiated, they persist in 
people’s minds. In addition to the above-mentioned factors the results of a 2018 study 
by the Public Opinion Research Center, focusing on the attitudes of Czechs towards 
various aspects of life, reveal a high level of intolerance towards culturally diverse 
individuals. During this research, 1061 respondents were interviewed in person. When 
asked about undesirable neighbors, 31% of respondents indicated they would not want 
a person of a different skin color, 29% a foreigner living in the Czech Republic, and 
18% someone of a different religious belief. These responses ranked fifth, sixth, and 
eighth most frequently mentioned out of fifteen evaluated criteria. For context, the 
worst-rated categories were drug-addicted neighbors at 87%, alcohol-dependent 
neighbors at 73%, and those with a criminal past at 72% (Ortlieb and Sieben, 2013). 
Such findings can be viewed as unfavorable from the perspective of minorities and 
their potential and motivation to integrate into the host society. 

During economic recessions, fears of foreign nationals’ influx are somewhat 
justified due to rising unemployment concerns. Foreigners are often among the first to 
lose jobs, leading to issues with legal residency in the host country and other EU 
countries. However, during economic growth, demand for foreign workers increases 
due to a domestic labor shortage, as currently observed in the Czech Republic and the 
region of Mladá Boleslav in particular. Despite these predominantly negative attitudes 
towards foreigners, including their employment, behavior, education, and other areas, 
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persist due to prejudices and reluctance in the majority society, even in times of 
economic prosperity. Efforts to support the influx of foreign nationals, typically seen 
during economic growth, are hindered by a lack of awareness among the host society, 
leading to issues in the integration potential and satisfaction of different nationalities. 
This can result in the formation of separate communities, disinterest in societal 
integration, and an emphasis on cultural differences, further fueling dissatisfaction 
among the country’s citizens. 

3. Materials and methods

This research study adopts a multi-faceted approach, integrating both quantitative
and qualitative research methods, to examine the integration of foreign nationals in 
Mladá Boleslav, Czech Republic. The methodology is deeply rooted in grounded 
theory, a robust framework developed by Glaser and Strauss (1967), which emphasizes 
the derivation of theory from empirical data through a disciplined and systematic 
inquiry process. 

Grounded theory, as conceptualized by its founders, Glaser and Strauss (1967), 
represents a paradigm shift from traditional deductive testing of preconceived theories 
to an inductive approach, where theories emerge organically from the research data. 
This approach emerged from their groundbreaking work studying the experiences of 
terminally ill patients. Over time, grounded theory has branched into several genres, 
each with unique characteristics: Traditional grounded theory, as developed by Glaser 
and Strauss (1967), Strauss and Corbin (1990), emphasizes staying close to the data 
and minimizing preconceived notions. Evolved grounded theory, as seen in the works 
of Gasler and Strauss (1967), Strauss and Corbin (1990), Clarke (2005), and Gasler 
(1992), incorporates more structured coding and acknowledges the researcher’s 
influence. Constructivist grounded theory, championed by Charmaz (2011), focuses 
on the interpretive nature of inquiry and the co-construction of knowledge between 
researcher and participants. These variations signify the evolution and adaptability of 
grounded theory, making it suitable for diverse research contexts. 

3.1. Application of grounded theory in this study 

In this study, grounded theory principles are meticulously applied. The qualitative 
component, which includes techniques like semi-structured interviews, meticulous 
coding, and thoughtful analysis, aligns with the grounded theory’s emphasis on theory 
emergence from data. The GT framework emphasizes deriving theory from empirical 
data through systematic inquiry; this is reflected especially in the approach to semi-
structured interviews, meticulous coding, and thoughtful analysis of interviews with 
foreign women participants from diverse backgrounds, which aligns with grounded 
theory’s emphasis on theory arising from data. This iterative process, which includes 
data collection, coding, and theory development, showcases GT’s adaptiveness in 
exploring nuanced realms like attitudes, experiences, and motivations within the 
integration sphere. This involved an extensive iterative process, as we constantly 
moved back and forth between data and analysis, refining concepts and theories as 
new data emerged. To specify the codes representing key themes or issues relevant to 
the foreign population we constantly reflected on our role as researchers as well as on 
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how our biases and preconceptions might affect the research (Švejdarová, 2020). In 
addition, empowering research principles align with a focus on engaging subjects 
actively in the research process, allowing for the emergence of authentic and unfiltered 
perspectives from the respondents’ experiences. 

Despite the primary focus on the qualitative approach based on the grounded 
theory principles used in this study, mixed methods research was employed since it is 
ideal for exploring complex phenomena that require both numerical data and in-depth 
understanding. This approach allows the exploration of different aspects of a research 
problem, combining the objectivity of quantitative data with the richness of qualitative 
insights. In our particular case, it was chosen to reveal statistical trends concerning the 
majority population, while qualitative data provide deeper insights into individual 
experiences and perceptions of female migrant workers. 

3.2. Qualitative research 

The qualitative research segment stands as the cornerstone of this study, offering 
profound insights into the complex phenomena under investigation. The primary aim 
of the article is to comprehensively examine the multifaceted aspects of foreign 
employee integration in the Czech Republic, with a specific focus on the Mladá 
Boleslav district. This includes analyzing the push and pull factors influencing 
economic migration from Slovakia, Ukraine, Russia, and Belarus, and exploring how 
these factors impact the experiences of foreigners in terms of employment, legal 
issues, social integration, and personal adaptation. In addition, utilizing both 
quantitative and qualitative research methods, the study aims to understand the 
relationship between the majority society and foreign nationals and to uncover the 
real-world complexities and nuances in their experiences. Through this approach, the 
research seeks to provide detailed insights into the challenges and opportunities faced 
by foreigners living and working in the Czech Republic. Conducting in-depth, semi-
structured interviews with 18 individuals, concretely 18 women foreigners, from 
varied backgrounds, thus ensuring a rich tapestry of perspectives on the integration 
process and related dynamics. The qualitative approach was carefully planned to 
ensure a secure environment for participants, addressing potential concerns about 
anonymity. This segment’s methodology was particularly focused on capturing the 
contexts, attitudes, and lived experiences of individuals, thereby providing a depth of 
understanding that complements and enriches the quantitative data findings. 

The study involved eighteen semi-structured, in-depth interviews, recorded on a 
voice recorder, with each session lasting from 60 to 90 min. The participants were 
diverse, including students, working students, employed women, and mothers on 
parental leave, providing a broad spectrum of perspectives reflecting different life 
stages and priorities. Grounded theory (Ortlieb and Sieben, 2013; Schmidt and Müller, 
2021; Risberg and Romani, 2022; etc.), a methodology for constructing theories based 
on systematically gathered and analyzed data, was applied throughout the research 
process. 

The research was also underpinned by the principles of empowering research as 
defined by Cameron et al. (1992), which emphasize changing the power dynamics 
between the researcher and the subjects. This approach involves the subjects actively 
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in the research process, allowing them to share their knowledge and experiences with 
minimal intervention from the researcher, thus treating them as equal partners in the 
study. 

There was a set of 52 questions prepared for the participants of the study, which 
were categorized into various domains: basic personal information, work, and 
finances, relations with the majority society, employment agencies, employers, 
integration centers, legal aspects, and discrimination. The focus was on identifying the 
aspects most significantly influencing the motivation of these women to integrate into 
Czech society. 

The demographics of the participants included seven women from Slovakia, six 
from Ukraine, four from Russia, and one from Belarus. The average duration of their 
stay in the Czech Republic was nearly ten years, with a range from one to twenty-four 
years. Post-interview evaluations assessed various aspects of their integration into 
Czech society, such as feeling at home in the Czech Republic, awareness of their 
rights, employment status, completion of education or other courses in the Czech 
Republic, completion of Czech language courses, having family or partners in the 
Czech Republic, and considerations for moving to other EU countries. 

3.3. Quantitative research 

The study’s quantitative phase utilized an anonymous questionnaire survey. 850 
completed questionnaires were collected from participants primarily from Mladá 
Boleslav. This survey aimed to dissect the majority population’s perceptions of 
foreigners, probing into the underlying reasons shaping these attitudes. The 
questionnaire was meticulously designed, encompassing a range of question types to 
capture a holistic view of the respondents’ attitudes, interactions, and demographic 
profiles. The extensive 119-day promotion of the survey via social media platforms 
underscores the commitment to achieving a representative sample. With a completion 
rate of 57.5%. In 42.5% of cases, the questionnaire was only viewed but not 
completed. The subsequent data analysis, employing frequency tables and graphs, 
played a crucial role in hypothesis testing and uncovering the deeper rationale behind 
the majority population’s viewpoints. Concretely, the research focused on 
understanding how the majority society in Mladá Boleslav perceives the presence of 
foreign nationals in their vicinity. The primary aim was to identify the impact of the 
host country’s inhabitants’ biased attitudes on the integration potential of minority 
groups. The main target group for this survey was residents of Mladá Boleslav, 
representing the majority of society. This result is primarily attributed to two factors. 
Firstly, the survey was intended for residents near Mladá Boleslav, hence responses 
from other regions of the Czech Republic were deemed irrelevant. Secondly, the 
majority of society’s detachment from migration and integration issues, not just in 
Mladá Boleslav, resulted in a lack of interest in participating in this research. The 
questionnaire comprised 11 simple questions, with a completion time ranging from 
two to ten minutes. Questions addressing sociodemographic data, such as gender, age, 
and educational attainment of respondents, were placed at the end of the survey. The 
remaining eight questions, mostly of a closed type, allowed for selecting one or more 
provided answers or indicating personal stances on a rating scale. Open-ended 
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questions were also included to allow the expression of personal thoughts. The types 
of questions were chosen to best reflect the real situation regarding the presence of 
foreigners in Mladá Boleslav. 

3.4. Integration of quantitative and qualitative methods 

The study’s holistic approach, combining quantitative surveys with qualitative 
interviews, aligns with the best practices in social research as outlined by Tashakkori 
and Teddlie (1998). This blend not only enriches the data pool but also allows for a 
more nuanced and comprehensive understanding of the research problem. The 
research design, encompassing both quantitative and qualitative methods, is a 
testament to the robust application of grounded theory principles. It underscores a 
commitment to inductive theory generation from qualitative data, systematic inquiry, 
and a flexible yet rigorous approach to understanding the complexities of integration 
in the Czech Republic. Therefore, this study not only contributes significantly to the 
field of integration research but also exemplifies the practical application of GT in 
addressing complex social phenomena. 

4. Results

4.1. Quantitative research analysis 

It is important to mention at the very beginning of this section, that some 
respondents expressed personal opinions emphasizing individuality, highlighting the 
impossibility of evaluating a minority group as a whole but rather each person 
individually based on their personal characteristics, and the need to avoid stereotyping. 
Here is an example from an open-ended section of the survey: “There are decent 
foreigners, many work in higher positions than just labor jobs... “They have integrated 
and live here without bothering anyone or causing harm. Then there are the others, and 
it’s worse with them. But I can’t lump them all together in the survey” (Ms. A). “When 
assessing the behavior of foreigners, we must be objective about the behavior of the 
locals too. We can’t assume locals are saints and everything should be easily forgiven 
for them” (Ms. B). Stereotyping and assigning significant weight to first impressions 
significantly influence our behavior and approach to minority groups, including 
foreign nationals. The purpose of this survey as designed by the researcher, was not to 
harm people of foreign origin but to reveal the attitude of the majority of society in 
Mladá Boleslav towards them. 

Among the respondents, 61.1% were women, and 38.9% were men. Regarding 
age distribution, 89.4% (759 respondents) were between 18 and 45 years old. Only 
0.6% (five respondents) were under 17 years old, while 10% (85 respondents) were 
over 46 years old. 

Table 1 reflects educational background of the respondents varied: 56% (476 
respondents) had secondary education with a high school diploma, 20.6% (175 
respondents) had basic or secondary education without a diploma, and 22.9% (195 
respondents) had higher education (bachelor’s or master’s degrees). Finally, 0.5% 
(four respondents) had postgraduate education. 
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Table 1. Educational background of respondents. 

Education level Percentage Number of respondents 

Secondary education with diploma 56.0% 476 

Basic or secondary education without a diploma 20.6% 175 

Higher education (bachelor’s or master’s) 22.9% 195 

Postgraduate education 0.5% 4 

Most respondents, nearly 97%, frequented the Mladá Boleslav area, ranging from 
several times a month to daily. This suggests that the respondents were familiar with 
the situation in the area and could assess criteria related to migration and integration 
of minority groups. The most commonly mentioned origins of foreigners were 
Ukraine, Poland, Slovakia, Vietnam, Russia, and Belarus, aligning with the actual 
statistics provided by the Czech Statistical Office in 2018 (Glaser, 1992). 

Table 2. Interaction with minority groups. 

Interaction location Percentage 

Public spaces (shops, streets, restaurants) 82.0% 

Employment settings 69.0% 

Schools 30.7% 

Personal life (friendships) 21.3% 

Personal life (partnerships) 6.0% 

Table 2 reflects the interaction with minority groups (here, a choice of more 
opinions was possible), most encounters occur in public spaces such as shops, streets, 
and restaurants (82%). Employment settings where almost 69% of respondents 
encounter foreigners are also common. A smaller portion mentioned schools (30.7%), 
personal life in terms of friendships (21.3%), or partnerships (6%). Some respondents 
used the open-ended option to mention specific locations like “around my residence,” 
“in our apartment block,” or a recurring response of “everywhere.” A notable response 
was, “Unfortunately, they live in our apartment block, the estate is full of them and 
they make a mess, and noise, and there are many homeless people and addicts—
Slovaks, Poles, Ukrainians, etc.” According to 2018 statistics, 139 homeless people in 
Mladá Boleslav had committed some offense, with 30 being Slovak, 35 being Polish, 
and only 4 being Ukrainian. In 66 cases, they were Czech citizens (Horáček, 2018). 

Table 3. Perception of the number of foreigners. 

Perception Percentage 

Excessive number of foreigners 56.0% 

Indifferent 37.8% 

Positive view 6.2% 

In Table 3, it’s important to note that a majority of survey participants view the 
number of foreigners living in Mladá Boleslav as excessive, with nearly 56% 
expressing this view. 37.8% are indifferent to this issue, not attributing any significant 
emotion to the presence of foreigners in their vicinity. Only 6.2% of respondents see 
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the number of foreigners in Mladá Boleslav positively. 
The two areas identified as most disruptive to relationships with the minority 

society included the behavior of this group (72.6%) and the large number of foreign 
nationals in Mladá Boleslav (33.4%). Twenty-four respondents expressed their own 
opinions in the open-ended section, most of which were negatively tinted. The most 
common response was the language barrier between the minority and majority 
societies. Issues such as increased consumption of alcoholic beverages, different 
customs, and unwillingness to adapt were also mentioned. One respondent 
commented, “In the workplace, they occupy easy positions because the difficult ones 
cannot be explained to them.” This may be linked to the language barrier and 
prejudices associated with the work of foreign nationals in the Czech Republic. 
Another respondent categorized foreigners based on their family status/presence in the 
Czech Republic, “A family of Ukrainians are my best neighbors… but a large number 
of single men, who have no ties and families here, behave inappropriately.” 
Unacceptable behavior is often attributed to men who travel to the Czech Republic for 
work alone, spending their free time in ways judged negatively by the majority of 
society. There were also crude responses, such as “They have no business here (...),” 
with the rest of the quote containing only vulgarism. The responses to this and 
subsequent questions make it clear that the majority society’s approach to minority 
groups varies, influenced by different experiences and perceptions, ultimately 
affecting the majority’s behavior in a predominantly negative sense. The evaluation of 
foreigners’ behavior, was viewed as problematic by nearly 60% of respondents. 

Table 4. Evaluation of foreigners’ integration. 

Evaluation Percentage 

Good to excellent 11.3% 

Average 29.5% 

Poor to very poor 59.2% 

Table 4 shows that only 11.3% are convinced that foreigners are integrated into 
society well to very well. An average rating was found in 29.5% of cases, and poor to 
very poor in nearly 60%. A significant failure of the majority of society is the lack of 
knowledge or misunderstanding of the concept of integration. 

In the final section of the survey, respondents expressed their opinions on broader 
topics related to the impact of foreigners in the Czech Republic. For instance, as shown 
in Table 5, only 29.1% of respondents partially or fully agreed that foreigners 
contribute positively to the country’s economy. 29.9% were unsure of their stance, 
while a significant 41% disagreed with this statement. Additionally, 68% of those 
surveyed perceived foreigners as cheap labor, with 15.5% unsure and 16.5% 
disagreeing or strongly disagreeing with this view. 
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Table 5. Respondents’ opinions on the impact of foreign nationals in the Czech 
Republic. 

Aspect 
Agree or partially 
agree (%) 

Unsure 
(%) 

Disagree or strongly 
disagree (%) 

Foreigners contribute to the Czech 
economy 

29.1 29.9 41.0 

Foreigners are cheap labor 68.0 15.5 16.5 

Foreigners take employment opportunities 
away from Czechs 

43.0 15.1 41.9 

Foreigners behave friendly 23.1 27.2 49.7 

Foreigners engage in criminal activities 49.5 38.5 12.0 

Nearly 43% of respondents believed that minorities in the Czech Republic were 
taking jobs away from Czech citizens. In another evenly divided response, 41.9% 
expressed disagreement, while 15.1% were undecided on whether foreigners’ behavior 
towards the majority society is positive or negative. Only 23.1% of the participants 
viewed the behavior of foreigners towards themselves, as members of the majority 
society, as friendly. Meanwhile, 27.2% were unable to decisively categorize this 
behavior, and almost 50% gave a negatively toned response. Finally, the survey also 
explored the issue of illegal activities, with 49.5% convinced that foreigners engage 
in criminal acts. 38.5% did not know the answer to this question, and only 12% of the 
respondents disagreed with the statement. 

As seen from the survey results, the prevailing views of immigrants in the Czech 
Republic in the Mladá Boleslav region are predominantly negative. These findings 
highlight a significant level of skepticism and negativity towards immigrants, 
reflecting challenges in social integration and acceptance within the Czech Republic. 
It is crucial to emphasize that the successful integration of foreign nationals into a 
society is a reciprocal process, requiring adjustments from both the minority (foreign 
nationals) and the majority (host society). This process is not solely about the 
transformation of the foreign nationals; rather, it involves mutual adaptation to the 
coexistence of diverse nationalities. An effective and mutually satisfactory outcome 
can only be achieved through this two-way process. However, the common 
expectation is often one of complete assimilation, where foreign nationals are expected 
to fully blend into the majority society, often at the cost of losing their unique cultural 
identities and individual differences. The prevalent negative attitudes, unsatisfactory 
conditions, and biases against foreigners in the host society not only hinder the 
integration process but also affect the willingness and quality of the integration 
outcomes. 

4.2. Analysis of qualitative research 

A comprehensive synthesis of qualitative research findings about the experiences 
and challenges faced by foreigners living in the Czech Republic. This table is the 
product of an in-depth study conducted using grounded theory, a robust qualitative 
research approach that emphasizes the discovery of themes emerging directly from the 
data. This method is particularly effective in uncovering the real-world complexities 
and varied nuances in the experiences of individuals in new and often challenging 
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environments. 
The research aimed to focus on the multifaceted aspects of foreigners’ lives in the 

Czech Republic, ranging from employment and legal issues to social integration and 
personal adaptation. The data was meticulously collected and analyzed, leading to the 
identification of specific codes, each representing a key theme or issue relevant to the 
foreign population. These codes provide insights into a broad spectrum of experiences, 
encompassing both the tangible and intangible aspects of living in a new country. 

Each code is listed along with its frequency of occurrence, offering a clear and 
quantifiable understanding of the commonalities and prevalence of various 
experiences among the foreign population. This table serves not only as a reflection of 
the diverse challenges faced by foreigners but also as a window into their resilience 
and adaptability. It offers a nuanced understanding of the complex process of 
integration into a new cultural and social milieu, shedding light on both the struggles 
and successes encountered by women foreigners in the Czech Republic. 

This detailed exploration aims to provide valuable insights into the factors that 
facilitate or hinder the integration process, thereby contributing to a deeper 
understanding of the dynamic interaction between foreign individuals and the host 
society. 

Table 6. Results of qualitative research—frequency of occurrence of different codes. 

Code Frequency 

Work-related issues 68 

Majority perspective from foreigners’ view 55 

Integration 55 

Home country (all mentions) 54 

Adaptation (stress, internal struggle) 53 

State and authorities 46 

Czech language 44 

Partner/family 38 

Discrimination 35 

Residence status 31 

Education 28 

Friends 24 

Stereotypes and biases 23 

Employment agencies 21 

Financial compensation 21 

Relationship with minorities (relations with other foreigners) 17 

Success/self-realization 16 

Violation of working conditions 16 

Mafia 3 

As seen from Table 6, the qualitative research findings offer a detailed and 
nuanced view of the experiences of foreigners in the Czech Republic. grounded theory, 
pivotal in qualitative research, allows for the emergence of themes directly from data, 
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providing an authentic and unfiltered perspective of the respondents’ experiences. This 
approach has successfully identified a range of codes, each signifying specific 
challenges and aspects of life faced by foreigners, going beyond mere categorizations 
to reflect the complexities of their lived experiences. 

The study covers a wide array of issues, encompassing both professional and 
personal challenges. On the professional front, it focuses on employment conditions, 
job searching difficulties, and interactions with employment agencies, highlighting 
economic migration as a key driver for foreigners seeking better opportunities in the 
Czech Republic. Personal and emotive aspects such as family relationships and 
discrimination, pivotal in the integration process, are also examined. These aspects 
underscore the interplay of personal experiences and societal dynamics in the 
immigrants’ journey. 

Language proficiency emerges as a critical factor, influencing not only 
employment opportunities but also social interactions and dealings with government 
agencies. The research notes disparities in language acquisition, particularly between 
Slovak-speaking women and those speaking Russian and Ukrainian, which directly 
impact their integration process. The study also sheds light on the relationships 
between minority groups and the majority Czech society, revealing prevalent 
stereotypes and prejudices. These perceptions significantly affect the sense of 
belonging and integration of these groups into Czech society. Varied experiences with 
government offices, especially the immigration police, highlight issues such as 
language barriers and a lack of clear information, affecting the understanding of rights 
and obligations in the Czech Republic. 

Integration centers form another crucial aspect of the study. The findings point to 
a lack of awareness among some immigrants about these centers and the services they 
offer. Those who are aware of and utilize these services often encounter challenges 
like limited capacity in language courses and other programs. Overall, this qualitative 
research provides a comprehensive understanding of the multifaceted challenges and 
factors influencing the integration of immigrant women, particularly in the Mladá 
Boleslav region. It underscores the importance of factors such as employment 
conditions, legal awareness, and language proficiency. Additionally, the study 
highlights the critical role of support from government institutions, integration centers 
as well as employers in facilitating the integration process. This rich, in-depth analysis 
reveals the complex realities of life as a foreigner in the Czech Republic, offering 
valuable insights into the challenges they face, as well as their resilience, adaptability, 
and diverse experiences in navigating their new environment. 

5. Discussion

Both quantitative and qualitative research conducted before 2021 in the Mladá
Boleslav region revealed a concerning trend: the prevailing attitude of the majority 
society towards immigrant groups was predominantly negative. This finding 
underscores the challenges faced by these minority groups in their quest for integration 
into the local community. To counteract such prejudice and bias, the role of 
government bodies and non-governmental organizations (NGOs) in the area should be 
undeniably significant. However, another key player in this scenario is the business 
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sector. Employers, through their practices and policies, wield considerable influence 
in shaping the integration experience of these vulnerable groups. 

In response to these challenges, the qualitative research study has identified 
several strategies that can serve as an inspiration for businesses looking to support the 
integration of immigrants, and immigrant women in particular, in the Mladá Boleslav 
region. These strategies, derived from a detailed analysis of the data and the coding 
process, aim to address the specific needs and barriers faced by these groups. They 
reflect a comprehensive approach, encompassing various aspects of workplace 
integration, language acquisition, social inclusion, and professional development. 

Employers have a significant role to play in facilitating the integration process. 
Their involvement extends beyond merely providing job opportunities, it should also 
include the creation of a more inclusive, supportive, and growth-oriented environment 
for these immigrants. They can foster inclusive work environments by implementing 
diversity and inclusion policies. This effort involves promoting a culture of respect 
and acceptance, ensuring that the workplace is a safe space for employees from 
different cultural backgrounds. Such an approach not only nurtures a sense of 
belonging among immigrant employees but also enriches the organizational culture 
with diverse perspectives. Recognizing the importance of language proficiency in the 
integration process, employers can support their immigrant employees in acquiring the 
local language. This support could range from offering language courses to providing 
language learning resources or creating opportunities for language practice within the 
workplace. Such initiatives can significantly ease the communication barriers that 
immigrant workers often face. The role of employers extends to providing fair and 
equal employment opportunities. Ensuring non-discriminatory and inclusive 
recruitment practices gives equal chances to immigrant women, acknowledging the 
value they bring to the workforce. Additionally, offering legal and cultural orientation 
helps immigrant employees navigate the nuances of working in the Czech Republic, 
including understanding local labor laws and societal norms. 

Social integration is another crucial aspect to which employers can contribute 
significantly. Facilitating social connections and networks through team-building 
activities, social events, or mentorship programs can help immigrant employees build 
relationships with longer-term residents or citizens, fostering a sense of community 
and belonging. Professional development opportunities are vital in making immigrant 
employees feel valued and integrated. Employers can offer training, workshops, and 
opportunities for career advancement, including taking on new responsibilities. Such 
initiatives not only aid in the personal and professional growth of immigrant 
employees but also contribute to the overall productivity and innovation within the 
organization.  

Employers can also act as advocates for the rights and needs of their immigrant 
employees, both within the organization and in the broader community. This advocacy 
is essential in shaping a more understanding and accommodating societal perspective 
towards immigrants. Collaborating with local integration centers and other relevant 
organizations allows employers to access additional resources and support systems, 
further aiding the integration process. Lastly, sharing experiences, feedback, and 
success stories related to the integration of immigrant employees can contribute to a 
broader understanding of these challenges and successes. In the context of sustainable 
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HR practices, employing the Critical Incident Technique can prove highly beneficial. 
Specifically, leveraging intercultural critical incidents enhances cultural sensitivity 
and awareness in diverse scenarios (Švejdarová et al., 2020). To conclude, this sharing 
of best practices can inspire other businesses and influence policymakers, leading to 
more effective integration strategies at a larger scale. Employers have the potential to 
significantly impact the integration of immigrant groups, not only by providing 
employment but also by creating a nurturing, inclusive, and development-oriented 
environment. These efforts benefit not only the immigrants but also the workplace and 
the community as a whole. 

6. Limitations of the study

The study offers insights into the integration of foreign employees in the Czech
Republic. However, to provide a more detailed understanding, overcoming the 
regional focus would be necessary. The research focused exclusively on the Czech 
Republic, specifically the Mladá Boleslav region. While this regional specificity 
allows for in-depth analysis, it limits the broader applicability of the findings to 
different geographical contexts. The dynamics of foreign employee integration can 
vary significantly across regions and countries, and the study’s findings may not fully 
capture these variations. The study was conducted before the Ukrainian crisis, which 
marked a critical turning point in global migration patterns. This specific timeframe 
could impact the study’s relevance to the current landscape of migration and 
integration. The Ukrainian crisis and subsequent events may have introduced new 
challenges and opportunities that are not addressed in the study. While valuable for 
qualitative research, the sample size may be limited in its representativeness. A larger 
and more diverse sample could offer a more comprehensive understanding of the 
experiences of foreign employees in the Czech Republic. In addition, this study relied 
deeply on a qualitative approach, including interviews and an analysis of the open-
ended questions from the surveys. While these methods provide rich insights into 
individual experiences, they may not capture more detailed quantitative data or 
generalize findings to a broader population. External factors and policy changes that 
occurred after the study’s timeframe are not addressed. Migration policies and societal 
attitudes toward foreign employees have evolved, potentially impacting integration 
experiences. The study does not account for these post-study developments, limiting 
its ability to reflect current realities accurately. 

7. Generalizability of the study

Despite the specific regional and temporal context of the study, it offers valuable
insights with potential applications in various contexts as it underscores the 
importance of considering both universal principles and local nuances when striving 
for successful integration outcomes. While the research explores the integration of 
foreign employees in the Czech Republic, future endeavors can be extended to other 
European countries that share similarities in immigration patterns, economic 
conditions, and labor market dynamics. While each country may have unique aspects 
of integration, the overarching principles of addressing language and cultural barriers 
remain pertinent across these contexts. 
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The emphasis on the important role of employers in the integration process 
transcends geographic boundaries. Employers worldwide are central to fostering 
inclusive workplaces, providing language support, and promoting diversity. In 
addition, the study’s recommendations for robust and empathetic integration strategies 
can serve as a blueprint for organizations and policymakers in diverse settings. The 
emphasis being placed on tailoring approaches to local contexts is a valuable lesson 
with broader implications. It encourages stakeholders to adopt a nuanced and context-
specific approach to integration, acknowledging that one-size-fits-all solutions may 
not be effective. While the specific implementation of these strategies may vary, the 
fundamental principles of creating inclusive environments and addressing language 
and cultural barriers are adaptable to different regions and countries. To conclude, 
although the study is rooted in a particular regional and historical context, its findings 
and insights possess generalizability and relevance to similar contexts, particularly 
within Europe. 

8. Conclusion

The research on foreign employee integration in the Czech Republic, focusing on 
the Mladá Boleslav region, offers a critical pre-Ukrainian crisis baseline for 
understanding integration dynamics. It illuminates the complex interplay of economic, 
social, and personal factors in integration and highlights the pivotal role of employers. 
The study emphasizes the need for comprehensive integration strategies, underscored 
by the significant influence of employers in shaping inclusive workplaces and fair 
practices. These strategies are particularly crucial for supporting immigrant women, 
encompassing workplace integration, language support, social inclusion, and 
professional development. The research advocates for active employer involvement in 
championing immigrant rights and needs within the organization and in broader 
societal contexts. It also stresses the importance of social integration activities, 
including team-building and mentorship, to forge meaningful connections between 
immigrant employees and the wider community. Professional development 
opportunities are highlighted as key to making immigrant employees feel valued and 
integrated. Collaborations between employers, local integration centers, and 
universities are identified as crucial for effective integration, providing additional 
resources and support systems. Sharing experiences and success stories related to 
immigrant integration is a powerful tool for broadening understanding, inspiring other 
businesses, and influencing policy decisions. This paper delineates the complexities 
of foreign employee integration and underscores the critical roles of various 
stakeholders, particularly employers, in this process. The role of employers extends 
beyond providing job opportunities to creating a holistic environment that supports the 
growth, dignity, and well-being (Holman and Švejdarová, 2023) of immigrant 
employees. The insights from this research provide a compass for developing 
sustainable human resources practices that foster an inclusive, supportive, and 
productive environment. As migration dynamics continue to evolve, especially in the 
post-Ukrainian crisis, these findings and recommendations present a strategic 
framework for adapting to and embracing these changes, contributing to a more 
cohesive and harmonious society. 
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Abstract: The Nigerian Civil Service faces ongoing challenges in optimizing employee 

commitment, which is fundamental for efficient service delivery and societal progress. Hence, 

this paper focuses on the mediating effect of job satisfaction on talent engagement and 

employee commitment in the Nigerian Civil Service. The study adopted a quantitative 

approach, which allowed for a survey design to be adopted. A sample of 198 middle- and 

lower-level managers in the civil service was used. Questionnaires were used for data 

collection, and SmartPls 3.9 was used for data analysis. The result showed that talent 

engagement significantly predicts employee commitment and that job satisfaction is a good 

mediator in the relationship between talent engagement and employee commitment in the 

Nigerian Civil Service. The findings suggest that creating an engaged workforce through talent 

engagement can have a positive influence on employee commitment within the public sector, 

which can result in improved public services and contribute to overall societal development. 

Keywords: job satisfaction; talent; employees; commitment; Nigeria; civil service 

1. Introduction

The ever-competitive nature of the business environment has been attributed to
the increased talent war in business circles (Kaleem, 2019). Talent is a set of enduring 
qualities and attributes that allow for long-term sustainability and growth, both for the 
individual and for the organisation (Bhattacharyya, 2015). It may come easier for 
private firms, given their access to large resources, work structure, and goodwill; the 
same cannot be said for public firms, given their seemingly poor ability to manage 
talents. Kravariti and Johnston (2020) stated that talent needs are greater in the public 
sector given the enormous and challenging roles and demands involved, especially for 
service-provider public institutions. This informs the view of Ogohi (2019), who states 
that a major challenge for poor public institution performance is associated with its 
inability to attract, retain, and maintain talent in its corporation. 

Consequently, there has been varying literature on approaches towards talent 
attraction and retention (Lyria et al., 2017; Kehinde, 2012), and several other studies 
have shown that attracting and retaining talent in both the public and private sectors 
has a direct influence on commitment (Osaro, 2016; Kaliprasad, 2006). This has 
prompted efforts towards attracting, retaining, and developing the talent pool in 
organisations; however, while for private firms it has yielded some level of result in 
the employee’s commitment, the reality in the public sector has rather been complex 
and conflicting (Boselie and Thunnissen, 2017; Poocharoen and Lee, 2013), hence 
making one wonder how engaging talent in the public service could drive employee 
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commitments. 
In developing economies, most especially in Nigeria, where the civil service, like 

all over the world, implements government policies and programmes, there is an 
urgent need to understand the gap that a lack of talent engagement has posed to 
employees’ commitment to the civil service. This is because the civil service has been 
characterised by poor employee attitudes to work, absenteeism, increased turnover, 
and delirium of duty, among other things (Osawe, 2015; Omisore and Okofu, 2014; 
Ishaq, 2013). These symptoms are what Osawe (2015) describes because of poor 
commitment to work. Hence, the question arises: how can talent engagement be 
advanced towards improving employee’s commitment to work in the Nigerian public 
service? 

Despite recognition of the significance of talent engagement, a gap persists in 
understanding the specific mechanisms through which it influences employee 
commitment within this context. Additionally, while job satisfaction’s pivotal role is 
acknowledged, there remains a need to comprehensively explore its mediating impact 
in the relationship between talent engagement and employee commitment. This 
research aims to address these gaps by investigating the intricate interplay among 
talent engagement, job satisfaction, and employee commitment in the Nigerian Civil 
Service, thereby providing valuable insights for organizational enhancement and 
policy formulation. 

Talent engagement, or interchangeably used employee engagement and 
commitment, have conflicting and inconsistent studies on their relationship (Friday 
and Sunday, 2019; Rameshkumar, 2020), especially for public sector firms 
(Poocharoen and Lee, 2013), thus implying that there are other factors that could help 
explain the relationship and provide better clarity to the relationship. Some studies 
have shown that job satisfaction significantly predicts commitment (Suharto et al., 
2019; Valaei and Rezaei, 2016); however, how job satisfaction mediates the 
relationship between talent engagement and commitment remains silent in the 
literature.  

It is this gap, among others, that this study seeks to close. Also, arguments on 
how talent can be engaged in public service have remained scarce, and attention seems 
to be focused on developed economies; the reality for developing economies remains 
limited, and to the best of the author’s knowledge, none exists. Hence, this paper seeks 
to unravel the mediating effect of job satisfaction on talent engagement and employee 
commitment in the Nigerian Civil Service. The central objective of this study is to 
account for the direct effect of talent engagement on employee commitment while also 
accounting for the indirect effect of job satisfaction on this relationship. 

2. Theoretical reviews

The theory used to underpin this study is Maslow’s hierarchy of needs theory
(1943). In Maslow’s hierarchy of needs, human desire is categorized into four namely: 
psychological, safety, love and esteem, and self-actualization need (Aruma and 
Hanachor, 2017). At a psychological level, the needs are basically food, shelter, sleep, 
clothes, and so on. At the safety level the concern is about security and safety of 
individual environment and work while at the level of love, the desire is to be loved, 
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a sense of belonging and affection. Lastly the self-actualization need is where the 
potential of an individual is recognised (Onah, 2015).  

Employees newly starting out in their careers will be satisfied as long as the job 
they are engaged in is able to meet the basic needs of the individual such as food, 
clothes, and shelter, and given the high rate of unemployment in the country and the 
over-dependent on government job believed to have the most form of job security. 
Employees will commit and willingly contribute towards the achievement of 
organizational goals as long as they are able to meet these needs. However, human 
beings are complex and unpredictable, in reality, employees may be desiring needs 
from different levels of the hierarchical need at the same time (Richter et al., 2017), 
still, the theory helped to explain that, job satisfaction is not static as employees are 
not static. To engage talents, organizations must be able to meet needs at each level of 
the hierarchy as different employees desire different needs at different times and there 
could be a combination of the need factors to drive performance and commitment. 

3. Conceptual clarification

3.1. Talent engagement 

The focus of organisations in recent times is to attract and engage talented 
employees as it serves as a sure strategy to ensure competitive advantage and promote 
the success and advancement of such organization (Levinson, 2007). Talent 
engagement is the tactic an organization uses to create connections with prospective 
talented applicants through strategic communication and other mediums with the aim 
of gaining their interest and support for the organisation (Lori 2019). Talent 
engagement refers to enticing skillful workers and ensuring their dedication and 
commitment to the standards, objectives, and ethics of the organisation (Jakubik, 
2016). The phases of talent management are all-inclusive, and commence from the 
point of selecting from the pool of prospective individuals, to the recruiting phase and 
throughout their professional advancement till departure (Bakker, 2011).  

Talent engagement differs from employee engagement as the former is a segment 
and part of employee engagement while employee engagement is a wider and 
encompassing view of engagement (Jakubik, 2016; Marrelli, 2011). Employee 
engagement has to do with the extent to which workers relate and bond with their jobs 
and is dedicated to the objective of the organisation and the organisation itself 
(Salimath and Kavitha, 2019). Jakubik (2016) stated that the critical differentiating 
factor is the focus on competency in differentiating talent and employee engagement. 
Also, Lusa and Luukkonen (2012) stated that talent engagement is capability-focused 
focused that is aimed at using the individual’s skill to ensure favourable results for the 
organisations and its employees. 

Similarly, Keeble and Armitage (2014) asserted that with effective talent 
engagement, organisations have been able to achieve increased financial gains which 
can be said to be a result of employees’ dedication. Also, Lopez et al. (2015) stated 
that to engage talents there is a need for effective and competent leadership, as there 
are certain attributes managers must have to successfully engage talents, and they 
include: the ability to clarify objectives and functions of workers, take into 
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consideration differences while maintaining organization fitness, honest and genuine 
communication, principled and honourable, understand the different array of skills of 
his workers and encourage their growth, and express confidence in their workers and 
support difference in opinions and differences in workers. 

In addition, managers must be ready to receive criticism, fix sensible performance 
criteria for themselves and the workers, and be able to give criticism when 
performance is below the bar set (Goriup and Šoba, 2015). Talent engagement 
underscores the necessity of integrating mentoring practices to enhance the 
competence and efficacy of employees, ensuring the successful attraction and 
sustained retention of skilled individuals (Dickson et al., 2013). Although talent 
engagement has received considerable attention within the public service domain, 
there exists a scarcity of studies examining talent engagement specifically through the 
lens of public service, thus serving as a pivotal motivation for this research endeavour. 

3.2. Job satisfaction 

In every organization, human resources is one of the essential factors determining 
the extent of organizational performance and the edge the organization will have over 
its closest rival (Malik and Kanwal, 2016). Human resources are among the prized 
resources necessary for the survival of the organisation; hence, job satisfaction is one 
of the determinants of how they rate their work which consequently affects their 
attitude toward the job (Mohammd et al., 2019). Employees with high job satisfaction 
perform better and are more committed to their jobs compared to those with low job 
satisfaction (Qasim and Syed, 2012), which makes the concept of job satisfaction a 
common topic of discussion for managers. 

The concept of job satisfaction is among the highly researched concepts and a 
major focus of leaders and scholars (Wann-Yin and Htaik, 2011; Qasim and Syed, 
2012; Kim et al., 2017). Job satisfaction refers to the state of mind of a worker towards 
work, and it is seen as the favourable and unfavourable disposition towards work (Ucar 
and Otken, 2010). Miao (2011) stated that job satisfaction deals with the complete 
health, safety, and welfare of a worker in an organization, it is an innate examination 
of the work and everything associated with the work in terms of its positivity or 
negativity.  

Job satisfaction is about favourable and unfavourable emotions of an employee 
towards their job (Luthans, 2011). It is clear that job satisfaction has to do with the 
feelings employees have towards their job. However, job satisfaction is affected by 
certain factors. Certain factors at work and in the job will make an employee to have 
a positive and favourable disposition about their jobs and vice versa. Hakkak et al. 
(2014), opined that job satisfaction is either intrinsic or extrinsic in nature. Elements 
influencing intrinsic satisfaction include ethics, societal ranking, and expertise while 
elements affecting extrinsic satisfaction include wages, advancement, esteem, and 
communication. 

Mishra (2013) held that factors affecting job satisfaction can be categorized into 
personal factors, job factors, and managerial factors. Under the personal factor, gender, 
and academic qualification are elements affecting job satisfaction. He posited that 
women enjoyed higher job satisfaction than men, age has little influence on job 
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satisfaction, and that highly trained employees are likely to experience low job 
satisfaction compared to others. For the job factor, the nature of the job, requisite talent, 
job ranking, and duty are elements under this factor. He believed the nature of the job 
contributes largely to job satisfaction as factory workers are mostly less satisfied 
compared to other staff in an organization, those with talents and considerable 
expertise experience high job satisfaction, and those with higher ranking have 
favourable job satisfaction than those at the lower rank. Lastly, the managerial factors 
have elements such as pay, job environment, and welfare package. He asserted that 
organizations that pay higher, have a favourable working environment and higher 
welfare package will lead to high and favourable job satisfaction. 

3.3. Employee commitment 

Another important element responsible for the success of any organisation, 
particularly with the intense struggle to attract and retain talent is employee 
commitment. Commitment is the level of a person’s participation and involvement in 
an organisation (Ramalho Luz et al., 2018). It refers to a situation where a worker is 
voluntarily, continually, and dedicated to the accomplishment of organizational goals 
(Febriansyah, 2010). He further opined that it is natural for a worker to be dedicated 
to an organization when it is meeting their primary desire and affirming their 
relevance. Invariably, the features of commitment are trust and reliance on corporate 
objectives and ethics, readiness to contribute meaningfully towards the success of the 
organisation, and readiness to continually be part of the organisation. Saks (2006) 
stated that commitment has the ability to influence attitude as it leads employees to 
regulate behaviour in alignment with what they are dedicated to. Moreover, when 
employees are involved in resolutions, their commitment level will be heightened.  

A committed employee will continue working with an organisation, readily 
contribute, and willingly put in more effort even in good and bad times (Ayandele and 
Isichei, 2013). Employees who are committed desire to have pleasure in doing their 
job, and have a sense of being valued and recognized for their efforts toward achieving 
corporate goals (Vance, 2006). Hence, factors responsible for employee commitment 
are gratification, impartiality, and attention to workers. It is worth noting that 
employee commitment affects corporate performance (Ivancevich, 2010).  

Organisations are beginning to understand that committed personnel is crucial for 
continuous achievement and performance. Commitment reduces the loss of competent 
employees to rival organizations, especially with the present desire for organizations 
to attract and retain their skillful and competent and with the recognition that the 
continuous accomplishment of organisation relies largely on workers who are steady 
and dedicated to organizational success (Ramsay and Finney, 2006). Lockwood 
(2007) stated that the essential component that influences commitment is the 
connection between the supervisor and the worker. Therefore, the supervisor needs to 
establish cordial and quality relationships with the workers to create an enabling 
environment that can foster employee commitment.  

Meyer and Allen (1991) conceptualised commitment into affective, normative, 
and continuance. The first mentioned deals with workers having an emotive 
relationship with the organisation while the second mentioned are when the worker 
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feels indebted to the organisation and the last typology happens as a result of the 
inability of the worker to get employed in another organisation (Madi et al., 2012). 
Therefore, to ensure employee’s commitment, organisation need to identify the 
importance of their workers and the efforts they exert towards the progress of their 
organisation. This means organisation should have regard and value their workers 
beyond the outdated style of seeing employees as just part of the mix but by ensuring 
their efforts are recognized and are treated fairly so that they effortlessly contribute 
towards the success of the organisation (Madi et al., 2012). In this paper, the effective 
form of commitment is the focus and the choice of this commitment is because it will 
be more relevant for the public service, as despite its offering little there is a 
willingness to continue with the service. 

3.4. Relationship between talent engagement and employee commitment 

Talent engagement is crucial for employee commitment, and the extent of 
organizational success depends on the perfect usage and practises of both concepts. 
Friday and Sunday (2019) found that the extent of an employee’s commitment is the 
degree the worker obtains gratification and motivation from doing their work and 
identifying with the organisation, commitment is the bond an employee has with an 
organization, participation, and dedication towards corporate objectives while talent 
engagement is the process of attracting and retaining skillful and qualified candidates 
while ensuring they are committed to the organization. Oladapo (2014) found that 
talent engagement ensures there is continuous supply and maximization of needed 
competent and expert workers to achieve the organization’s goals and value. 

Invariably, talent engagement and commitment will to favourable outcomes for 
an organisation, therefore, to enjoy the advantages of these practices there is a need to 
have a clear and systematic strategy for attracting and recruiting talents into the 
organization, creating and executing policies that aid quality attraction and retention 
of workers, practise effective staffing, performance management and develop an 
assessment and feedback tool for effective communication to foster engagement 
(Vance, 2006). Lockwood (2007) stated that the crucial element that affects 
commitment is the connection between the supervisor and the worker. Therefore, the 
supervisor needs to establish cordial and quality relationships with the workers to 
facilitate commitment. Hence, we propose that: 

H1: Talent engagement has a positive and significant effect on employee’s 
commitment to the Nigeria civil service.  

3.5. Relationship between talent engagement, job satisfaction, and 
employee commitment  

Job satisfaction is an integral component ensuring employee commitment 
necessary for the advancement and lucrativeness of an organisation (Ahmed et al., 
2010). According to the research carried out by Feinstein and Vondrasek (2001), job 
satisfaction and employee commitment have a basis and outcome connection and job 
satisfaction will lead to employee commitment. Job satisfaction is the basis while 
commitment is the outcome. Rastgoo (2016) found a link between talent engagement 
and job satisfaction. Meanwhile, job satisfaction affects employee’s behaviour and 
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defines the degree an employee is satisfied with the benefits derived from the job 
(Statt, 2004). Desirable behaviour and undesirable behaviour towards work affect the 
effectiveness of the workers, turnover, and commitment (Armstrong, 2006). 

Samwel (2018) observed that job satisfaction favourably influences the 
commitment and success of an organisation and supervisors should highly regard the 
issues surrounding the dedication and commitment of their staff as the outcome will 
be unfavourable to any organisation experiencing a low level of commitment. 
Furthermore, the study carried out by Aydogdu and Asikgil (2011) revealed there is a 
substantial connection between job satisfaction and commitment which is in line with 
the summation of Dirani and Kuchinke (2011) who added that job satisfaction forecast 
commitment. Consequently, when employees are satisfied with their jobs, they easily 
commit to the organization, it is necessary for managers to create a working 
environment that ensures their employees are fulfilled while engaging in activities that 
contribute to the success of the organization. Hence, we propose that: 

H2: Talent engagement has a significant and positive effect on job satisfaction 
We argue that a satisfied workforce tends to exhibit higher levels of commitment, 

which is a notion underpinning the assumption that contented employees are more 
likely to demonstrate dedication, loyalty, and a willingness to go beyond their formal 
duties, thus contributing significantly to the achievement of organizational goals. 
Consequently, the assertion of job satisfaction as a primary influencer of employee 
commitment within the Nigerian Civil Service underscores the imperative for 
fostering workplace contentment as a strategic means to cultivate a committed and 
engaged workforce. Moreover, workers who are highly committed are effective, 
dedicated with a high sense of accountability are highly valuable and cost-effective to 
such organisation (Demirel and Goc, 2013). 

Invariably, organization should ensure satisfaction at every level of activities 
while taking into consideration the job factor and managerial factors. Under the job 
factor, the nature of the job, requisite talent, job ranking, and duty are elements under 
this factor. The nature of the job should be made attractive and honourable, there are 
cases where job titles are changed in organizations so that employees will have pride 
in what they do. For example, changing the job title from “Messenger” to Office 
Assistant”, from “Cleaner” to “Office Support Officer” has an effect on the intrinsic 
nature of satisfaction. Moreover, when employees understand they can advance from 
the lower ladder to the top hierarchy of the organization, this adds to the satisfaction 
they have in the job. Lastly, in managerial factors, we have elements such as pay, job 
environment, and welfare package. The more attractive the pay and benefits an 
employee derives working for an organization has a positive effect on their satisfaction 
level, moreover, when the working environment and supervision are conducive, 
supportive, and cordial, there will be increased job satisfaction. Hence, we propose 
that: 

H3: Job satisfaction significantly affects employee’s commitment to the Nigeria 
civil service. 

H4: Job satisfaction mediates the relationship between talent engagement and 
employee’s commitment in the Nigeria civil service. 
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4. Methodology

Cross-sectional survey design was adopted and was informed by the nature of the
study which requires that information should be gathered across a cross-section of 
participants to make informed conclusions about the study of interest. A sample of 212 
employees was drawn from employees in three Federal Civil Service, which are the 
Ministry of Education, the Ministry of Finance, and the Ministry of Defence. The 
choice of these ministries is because they are the major engine room of governance in 
the country. Participants in the survey are employees from grade level 8 to 15. The 
choice of the sample range was because they form the lower and middle-level 
managers and given time and strength on their part retaining them is always difficult 
compared to management staff in the service. The sampling technique was a mix of 
purposive and simple sampling techniques and permission was obtained from the Head 
of service of the federation for the distribution of the instrument, however, the most 
critical was the willingness to take part in the survey. G-power analysis showed the 
required sample was 108 to achieve high statistical power, however, given the sample 
is above, the sample will be retained. Internal consistency and construct and criterion 
measures was used for reliability and validity respectively. Partial least square was 
used for data analysis and this was done with the aid of SmartPLSv3.9. See Figure 1 
for the theoretical model. 

Figure 1. Conceptual diagram showing the mediating effect of job satisfaction on 
talent engagement and employee’s commitment. 

5. Measures

5.1. Talent engagement 

Talent engagement was measured using a self-designed instrument, however, 
some of the items the scale of were adapted from the conceptualization of Jakubik 
(2016), Men (2015), and the scale of Sendawula et al. (2018). The instrument has 12 
items and the scale format is Likert that designed from strongly agree to strongly 
disagreed. Sample of the scale is “I am actively involved in any activity in the 
organisation that leads to greater performance”, and “I have a strong sense of 
dedication given my competence on the job assigned to me”. Factor analysis from the 
pilot study of 35 samples in the private sector, specifically, two telecommunication 
firms in FCT, showed that the KMO and Sphericity test were significant (0.701, 
<0.001), and the Cronbach alpha coefficient was 0.754. The result of the factor 
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analysis showed that 5 items were dropped, and 7 items were retained given the factor 
scores were within the threshold of 0.70 as recommended by Pallant (2011). 

5.2. Employees commitment 

Employee commitment was measured with 8 items adapted from the study of 
Mahmood et al. (2019), Meyer et al. (1993), and Chen (2006). The instrument was 
designed in a Likert scale format of strongly agreed to strongly disagreed. The 
instrument item samples are “I work beyond the actual expected since it will lead to 
improving the performance of the civil service”; “I ensure that the services rendered 
to the public are placed above my personal interest and comfort”. Factor analysis from 
the pilot study of 35 samples in the private sector, specifically, two telecommunication 
firms in FCT, showed that the KMO and Sphericity test were significant (0.819, 
<0.001), and the Cronbach alpha coefficient was at 0.831. The result of the factor 
analysis showed that 3 items were dropped, and 5 items were retained given the factor 
scores were within the threshold of 0.70 as recommended by Pallant (2011). 

5.3. Job satisfaction 

The instrument for measuring job satisfaction in this study was adapted from the 
Minnesota Satisfaction Questionnaire (Chen, 2006) and the scale of Price (1977). The 
instrument has 15 items all designed in a Likert scale format of strongly agreed to 
strongly disagreed, designed in a Likert scale format of strongly agreed to strongly 
disagreed. Factor analysis from the pilot study of 35 samples in the private sector, 
specifically, two telecommunication firms in FCT, showed that KMO and Sphericity 
test were significant (0.741, <0.001), and the Cronbach alpha coefficient was at 0.764. 
The result of the factor analysis showed that 8 items were dropped, and 7 items were 
retained given the factor scores were within the threshold of 0.70 as recommended by 
Pallant (2011). 

6. Result and discussions

The usable instrument from the sample distribution of 212 instruments was 198
(93%) out of the retrieved total of 200. The demographic distribution of the 
respondents showed male respondents were 97 (49%) and female are 101 (51%). The 
age bracket from the data shows respondents between 20–30 years are 16 (8%), 31–
40 years are 79 (40%), 41–50 years are 68 (34%) and 51 years and above are 35 (18%). 
Current grade levels of respondents show that levels 6–8 are 76 (38%), levels 9–12 are 
58 (29%), and grade levels 12–15 are 64 (33%). The result shows a balance in the 
distribution of the various cadre of respondents who took part in the survey. 

6.1. Measurement model 

The assessment of the models led to the removal of some items that failed to meet 
the threshold of 0.70 Latan and Noonan, (2017) recommended. This led to the removal 
of 4 items for talent engagement, 3 items for employee commitment, and 4 items for 
job satisfaction. The PLS algorithm converged after iteration five. The variance 
inflation factor (VIF) result shows the absence of a collinearity problem given the 
values are below the thresholds recommended (Latan and Noonan, 2017). The 
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Cronbach alpha, rho_A, composite reliability result, and average variance extracted 
(AVE) were within the threshold recommended (Hair et al., 2019) (see Table 1). 
Fornell-larcker criterion for convergent and discriminant validity was satisfied, the 
AVE was greater than the correlations and the HTMT inference ratio was less than 1 
(Henseler et al., 2015). 

Table 1. Factor loadings. 

Constructs Loadings Cronbach’s alpha rho_A Composite reliability Average variance extracted (AVE) 

Talent engagement 0.708 0.715 0.835 0.628 

TE1 0.805 

TE2 0.790 

TE3 0.782 

Employee’s commitment 0.841 0.842 0.926 0.863 

EC1 0.811 

EC2 0.752 

Job satisfaction 0.799 0.834 0.879 0.708 

JS1 0.846 

JS2 0.814 

JS3 0.862 

Source: Authors computation using SmartPlsv3.9. 

6.2. Structural path model 

The structural paths show all the paths are positive, which implies that talent 
engagement directly influences employee’s commitment and the relationship is 
mediated by job satisfaction. Talent engagement explains about 36.8% of changes in 
employee’s commitment and when mediated with job satisfaction, it accounts for 
23.8% of changes in employee’s commitment (see Figure 2), thus, implying a 
moderate coefficient of determination (Henseler & Chin, 2010). The result shows that 
talent engagement directly predicts job satisfaction and employee’s commitment, 
while job satisfaction also predicts employee’s commitment. Hair et al. (2019) 
recommended that path coefficients above 0.2 imply the relationship is strong, thus is 
on this basis that the study that there is a positive strong relationship between talent 
engagement and employee’s commitment and job satisfaction has strongly mediated 
the relationship between talent engagement and employee’s commitment. 

Figure 2. The structural path on talent engagement, job satisfaction, and employee’s commitment. 
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The significance of the relationships was assessed using the p-value. The output 
shows that not all the paths are significant, given that not all the paths are above the t-
value of 1.96 recommended by Streukens and Leroi-Werelds (2016) for path 
significance using the t-value. Not all the p-values are less than 0.05, as seen in Table 
2 and Figure 3 below. 

Table 2. Path significance. 

Standard deviation 
(STDEV) 

T statistics 
(|O/STDEV|) 

P values Hypothesis decision 

Talent engagement -> Employee’s commitment 0.085 5.686 0.000 Accept H1 

Talent engagement -> Job satisfaction 0.075 6.538 0.000 Accept H2 

Job satisfaction -> Employee’s commitment 0.106 1.860 0.063 Reject H3 

Talent engagement -> Employee’s commitment -> Job satisfaction 0.194 2.052 0.000 Accept H4 

Source: Author’s computation, 2022. 

Figure 3. Significance model on the relationship between lean management practices, workplace structure, and 
performance of telecommunications firms. 

The result shows that talent engagement has a significant effect on employee’s 
commitment given the t-value (5.686) is above 1.96 and the p-value is less than 0.05. 
This is consistent with the findings of Oladapo (2014) and Friday and Sunday (2019), 
which also found that talent engagement has a significant influence on employees’ 
commitment. Table 2 also shows that talent engagement has a significant influence 
on job satisfaction as the t-value (6.538) is greater than 1.96 and the p-value is less 
than 0.05. The result finding agrees with the study of Rastgoo, (2016) who also found 
that talent engagement significantly influences job satisfaction. Findings from Table 
2 indicate that employee’s commitment does not influence job satisfaction, however, 
while this does not conform so much with existing literature such as Almansour 
(2012), and Altinoz et al. (2012); it is also worth observing that these studies were 
even carried out in the private sector; therefore, the result could be because the study 
was carried out in the public sector. Thus, conclusions could be drawn that employees’ 
commitment to the public service quite differs in the private sector, as the emphasis 
on individual commitment could be based on internal or personal factors not relative 
to the satisfaction derived or the motivation associated with the job. The result 
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confirms that job satisfaction mediates the relationship between talent engagement and 
employee’s commitment in the Nigerian Civil Service. This is given the t-value 
(2.052) is greater than 1.96 and the p-value is less than 0.05, which is the major 
contribution of this study. The fit of the model was assessed using the chi-square. The 
chi-square value (117.908) is greater than 0.05 as Benitez et al. (2020) recommended. 

7. Conclusion and implications

The study concludes that talent engagement significantly affects employee
commitment in the Nigerian Civil Service and it also concludes that talent engagement 
has a significant impact on job satisfaction among civil service employees. Lastly, the 
study concludes that job satisfaction acts as a mediator in the relationship between 
talent engagement and employee commitment within the Nigerian Civil Service. 

The study contributes to the existing body of knowledge by highlighting the 
mediating role of job satisfaction between talent engagement and employee 
commitment in the context of the Nigerian Civil Service. This finding underscores the 
importance of considering job satisfaction as a mechanism through which talent 
engagement can be advanced in driving employee commitment. Hence, the Nigerian 
Civil Service should focus on enhancing talent engagement initiatives to increase 
employee commitment. Efforts to improve job satisfaction can serve as a pathway to 
strengthen this relationship. 

It is imperative for the civil service commission in the country to invest in training 
and development programmes that promote talent engagement and skills 
enhancement, which can positively impact both employee commitment and job 
satisfaction. There is a need for the civil service of the federation to consider 
implementing effective performance management systems that recognize and reward 
talent and can contribute to increased talent engagement, thereby leading to higher 
levels of employee commitment and job satisfaction. As a policy implication, strategic 
policies should be framed that would be aimed at fostering talent engagement and 
addressing job satisfaction, as it will be useful in deriving a more committed and 
motivated public workforce. 

This study makes a distinctive contribution to knowledge as it advances job 
satisfaction as an intervening variable that talent engagement could be channelled 
towards improving employee commitment in the public sector. Further, this research 
enhances our understanding of how talent engagement practices influence employee 
commitment in public sector settings. These findings not only offer actionable insights 
for organizational strategies but also fill a significant gap in the literature, providing a 
nuanced understanding of factors crucial for enhancing workforce commitment in 
public service contexts, and ultimately contributing to the broader discourse on 
organizational behaviour and public sector management. 

8. Limitations and suggestions for future studies

The study was limited to only three federal ministries in Nigeria; future studies
should capture a broad spectrum of federal ministries to see if the same result will 
likely be obtained. Also, the study was limited to a quantitative approach; future 
studies should consider a longitudinal, qualitative, or mixed-method approach. 
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Abstract: This quantitative survey was non-experimental and had two goals. An evaluation of 

predictor variables of empowerment, motivation, teamwork, interpersonal skills, and training 

and development in project environments was one goal to help explain the industry’s high 

project failure rate. Second, this research tested Bandura’s social learning theory and tested the 

hypothesis that empowerment and motivation boost performance. Using a survey-based 

questionnaire, the data was collected from 212 employees working in different IT companies 

in Pakistan. The results revealed that empowerment, motivation, teamwork, and training and 

development have a significant impact on project performance. Using the results, this study 

proposes theoretical implications for the researchers and managerial implications for the 

organizations. 
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1. Introduction

A widely acknowledged and continuing study by Standish Group International
found that 32% of projects succeeded, 44% failed, and 24% were terminated or never 
delivered. Over 70,000 information technology projects were analyzed over 15 years 
and showed a consistent tendency toward chronic cost and schedule overruns. Despite 
its high cost, overruns are typical. Whelan-Berry and Somerville (2010) suggested that 
organizational change projects have even higher failure rates, 33%–80%, and that 
academic and practitioner concern for these projects is widespread. 

Shepherd and Cardon (2009) stated that only one in 10,000 new product 
initiatives is delivered, and the cancellation of new product endeavors reduces 
commitment and effort thereafter (Fu et al., 2009), which harms companies. 
Murugesan (2012) said this erosion hurts companies’ future commercial potential. 
These project failures persist despite the use of well-known and acknowledged project 
management strategies to synchronize stakeholder activities, which do not always 
improve project success rates. Despite 40 years of good methods, Al-Ahmad et al. 
(2009) report that project failure has persisted into the 21st century. Project failure 
may result from not delegating decision-making to team members (Cao and 
Swierczek, 2010; Hwang et al., 2020). This study examined the countering approach 
of individual and team empowerment to promote skill growth and mastery, which 
Bandura’s (1977) Social Cognitive Theory (SCT) identified as key to higher 
performance, a claim supported by literature in the US and worldwide. 
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Project management best practices or success factors are well-understood 
methods for managing projects to achieve objectives within limits (Kerzner, 2019), 
which Yazici (2011) called project efficiency. Yazici (2009) and Kuen and Zailani 
(2012) found that over 75% of organizational capacity programs fail and 84% 
overshoot time or budget. Whelan-Berry and Somerville (2010) estimated that 80% of 
change projects fail, while Shepherd and Cardon (2009) said fewer than one in ten 
thousand new product projects deliver, which reduces employee commitment to 
organizational goals and future business prospects. 

Due to this high failure rate, project management is shifting from best practices 
to behavioral variables like individual and team motivation (Kerzner, 2019). 
Wuestewald and Steinheider (2012) identified this tendency as the natural 
convergence of scientific management and humanist psychology methods when firms 
realize the competitive benefit of adaptive learning. Previous project studies that found 
employee empowerment improves motivation and project performance have limited 
sample sizes and restricted sample populations (Biron and Bamberger, 2011; 
Garegano et al., 2022). Addressing these limitations may improve the external validity 
of study results and lead to more generalizable conclusions about how HRM practices 
like employee empowerment, motivation, teamwork, training and development, and 
interpersonal skills affect project performance, potentially improving practitioner 
project implementations across industries. 

This quantitative survey was non-experimental and had two goals. An evaluation 
of predictor variables of empowerment, motivation, teamwork, interpersonal skills, 
and training and development in project environments was one goal to help explain 
the industry’s high project failure rate. Second, this research tested Bandura’s (1977) 
social learning hypothesis that empowerment and motivation boost performance. The 
study examined a significant and costly phenomenon of high project failure rates 
despite the use of proven and generally successful management strategies to align 
stakeholder efforts (Al-Ahmad et al., 2009; Bhatti et al., 2021). This same topic is 
important for academics studying project management practices and organizational 
success factors because it adds to the body of knowledge on the validity of applying 
motivational theory like Bandura’s (1977) social learning theory in organizational 
project environments, a relatively new field of study. 

2. Literature review

2.1. Stakeholder theory 

The initial topic for this research was stakeholder theory, which was defined by 
a broad review of management methods across sectors (Freeman, 1984). In an 
interpretative tradition, Freeman (1984) used industrial anecdotes to make arguments 
and support theoretical debate in his qualitative, elaborative research. The ontological 
assumption was that individuals define multiple realities, the epistemological 
assumption was that knowledge comes from understanding experiences and processes, 
and the axiological assumption was that researcher intuition and biases are important 
(Dasi et al., 2021). 

Although secondary in scope, this pioneering work was nevertheless significant 
and foundational. This research showed the importance and implications of 
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stakeholder interactions, showing that empowering stakeholders is smart business 
(Freeman, 1984). Bandura (1977) and the author both concluded that flexibility to 
make choices boosts intrinsic motivation, whereas Chandra et al. (2012) showed that 
stakeholder motivation directly improves project performance. Cross-industry 
sampling backed this study’s sample strategy since it showed highly generalizable 
outcomes. 

2.2. Motivation theory 

Motivation theory, the second arena of this study, was pioneered by Bandura 
(1977), who presented a social learning theory subsequently renamed the social 
cognitive theory. This tertiary but fundamental book sought a “unified theoretical 
framework for analyzing human thought and behavior” (Bandura, 1977, p. 6). The 
hundreds of citations since publication established the book as a motivational basis, 
regardless of whether the ambitious aim was accomplished. The idea that freedom to 
make choices, external incentives, and performance feedback stimulate inherent forces 
driving performance was crucial to this research. 

Bandura’s (1977) social learning theory focused on self-efficacy, or personal 
beliefs, and the ability to achieve objectives. A person with strong self-efficacy 
believes in and is motivated to achieve a goal. Self-efficacy affects self-perception, 
which lessens worries and other self-limiting thoughts that restrict goal 
accomplishment, according to Bandura (Dayaram, 2010; Duden, 2012). Webb et al. 
(2010) found that failures can limit future goal-setting, which is supported by Sitkin 
et al. (2011) in their study on the impact of stretch goals on organizations (Ordóñez et 
al., 2009; Munir et al., 2017). 

2.3. Project management 

According to Chandra et al. (2012) and Stare (2011), Freeman’s (1984) 
stakeholder theory in review endorsed empowerment as inclusive of stakeholder 
interests, fostering their engagement, motivation, and performance. Harold Kerzner’s 
tertiary work defining project management, widely published and respected, fits nicely 
with this. Kerzner’s (1987) positivistic perspective of an ontological assumption of 
one knowable world, an axiological focus on an objective observer, and an 
epistemological assumption of objective and measurable knowledge was a positivist 
stance. Despite this positive search for project management success factors, the author 
employed organizational ethnography, literature studies, interviews, and survey 
instruments to support the data (Malik et al., 2020). Although sampling covered 
hundreds of companies in dozens of industries, supporting generalizability, the study 
lacked data and evidence of even elementary statistical analysis, threatening reliability 
and limiting subsequent evaluation or replication. 

In his many publications on inquiry, Kerzner (1987) revised the success criteria 
and stressed the necessity of delegation (empowerment) as intervening factors that 
allow project success (Kerzner, 2019). This study’s claim that empowerment increases 
project success was validated by subsequent secondary work more than 1987 domain-
defining tertiary work. The positivistic beliefs of Kerzner supported the use of a 
quantitative technique in this work, while the absence of data and statistical assessment 
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prompted more precise reporting to reduce validity concerns (Aslam and Bilal, 2021). 

2.4. Human resource management practices 

An influential paper by Conger and Kanungo (1988) defined empowerment in 
this field. This tertiary essay used interpretivist qualitative, grounded theory to solidify 
“growing interest in the concept of empowerment” as a platform for future research 
(p. 471). This study combined Bandura’s (1977) key work with working reality. 
Epistemology was knowledge gained from processes and experience, ontology was 
multiple socially constructed realities, and axiology was intuition and values. 

Dessinger et al. (2012) called the diagram they created a procedural model since 
it used words and images to guide a method or activity. Shin et al. (2019) welcomed 
this approach and cited environmental empowerment hurdles. His theoretical 
presentation also addressed the structural construct of empowerment as an 
organizational viewpoint on the problem, which fit well with Conger and Kanungo, 
suggesting a continuation of support for this key work over 25 years. 

Conger and Kanungo (1988) concurred with literature review judgments that 
Bandura’s (1977) foundational motivational work was limited by problematic 
participant selection and clinical research settings. They recommended further study 
on these constraints and other factors including empowerment impacts on initiation 
and persistence behaviors and leadership style on empowerment practices. Conger and 
Kanungo’s focus on addressing motivation studies’ limitations toward a broader study 
participation pool influenced this study’s sample frame, and their acceptance of 
multiple potential realities influenced their decision to collect data to control for 
leadership style and participant level in an organization on study variables, which was 
supported by the literature. 

Laura (2011) states that every person’s success depends on their basic abilities 
and attributes, which affect how they communicate technical skills. Any person’s 
outputs rely on their interpersonal abilities, which express technical outcomes. Soft 
skills are increasingly valued above technical abilities in the IT business (Ali et al., 
2018; Otoo, 2019). To evaluate a person’s technical talents, consider their 
interpersonal skills (Ashiem et al., 2009). 

Sardi et al. (2021) argue that project managers’ qualifications and contributions 
should include interpersonal abilities as well as technical skills. As many organizations 
only evaluate project managers based on technical skills, Li et al. (2019) suggest taking 
a closer look at interpersonal skills and how a mismatch in them can make or break a 
project and team. Technical talents will not help the organisation without a solid 
foundation of interpersonal skills and a clear understanding of how an individual 
thinks, responds, and contributes (Yan and Wu, 2022). Aasheim et al. (2009) add that 
interpersonal skills should be considered equally to technical abilities when assessing 
a project manager’s qualifications. 

Due to global and technological development, organizations are now facing new 
challenges. Technological advancements in industries have molded the needs of 
competencies and capabilities required to perform a particular task (Yan and Wu, 
2022). To cope with these changes and challenges, more effective and improved 
training sessions are required by all corporates. Few studies have already been able to 
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explore the effect of mutual dependence between productivity, profitability, and 
training. It is important for organizations to design helpful training programs very 
effectively and carefully (Michael Armstrong, 2000; Jong et al., 2019). Muhammad et 
al. (2021) mentioned that training and development improved employee performance, 
which ultimately caused project success in organizations. Those firms that improve 
the training designs according to the needs of their employees achieve the firms’ 
performance very easily (Lin et al., 2022). 

Many researchers have analyzed and investigated the main causes of 
imperfections and quality defects, one of which Kim et al. (2019) identified as poor 
workmanship and another of which Atkinson (1999) described as a human error. So, 
training and development are a necessary part of the organization because giving 
training is time-saving and cost-effective. Dearden et al. (2000) employed the first 
difference, fixed effect model to examine the UK, and the result reported that there is 
a significant relationship between training and productivity. Hansson (2001) used the 
OLS difference approach to find the relationship between profitability and training. 
The result of the study suggested that training is positively related to project success. 
Many studies found that training and development have a positive impact on the 
different dimensions of a firm’s performance: product development, product quality, 
growth in sales, and market share (Elahi et al., 2022; Ren, 2023). 

Up to now, there have been many theories of teamwork available. All of them 
claim that appropriate coordination between project team members can benefit project 
success and meet the goals and objectives (Lee et al., 2021). The subject of teamwork 
has been examined by organizational psychologists or social psychologists and by 
different schools (system dynamics, behaviorism, human relations). The empirical 
literature on the importance of teamwork is abundant. From the literature review, it is 
found that coordination is rarely considered the critical success factor of the project 
(Zhang et al., 2021). Teamwork between the employees of the organizations helps to 
improve deep learning that results through problem-solving, interaction, 
communication, collaboration, and cooperation (Johnson and Johnson, 1995; Mani et 
al., 2022). 

Assaad et al. (2014) collected data from 13 different teams of large buildings in 
Saudia to determine the relationship between project success and teamwork. Analysis 
of data obtained by teams showed a very strong relationship between team 
effectiveness and project success. Park and Huh (2018) did planned and scheduled 
research on the benefits of teamwork and its linkage with team performance. They 
argued that teamwork had a significant influence on team performance in many 
projects. Froebel and Marchington, (2005) concluded that teamwork not only provides 
a comfortable working environment but also helps to increase the chances of project 
success and achievement. Teamwork has become a characteristic of all industries 
where projects are delivered by various experts and professionals as a team. These 
professionals include contractors, architects, specialists, material suppliers, and other 
government planners and engineers (Devi et al., 2018; Zhu and Cheung, 2023). 

Morcov et al. (2020) found that the characteristics of effective teams included 
trust, a high degree of cooperation, open and timely effective communication, and 
ethical behavior. Hoegl and Parboteeah (2003) collected the data of managers and 
leaders of 145 teams specializing in software development companies. He reported 
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that an open exchange of pertinent information and good coordination during the task 
enhance the team’s effectiveness. Ensley et al. (2000) identified that teamwork 
promotes high understanding and fewer conflicts when members of a project team 
openly communicate with each other. Previous studies of teamwork indicated that the 
success of every project is heavily dependent on effective communication, establishing 
good trusting relationships within the team, appropriate management of internal 
conflicts, and setting and agreeing on comprehensible goals (Kerzner and Saladis, 
2013; Dalal, 2011; Zheng et al., 2023). 

Based on the above literature, the following hypotheses were proposed: 
H1: Empowerment positively influences project performance in the IT industry. 
H2: Motivation positively influences project performance in the IT industry. 
H3: Teamwork positively influences project performance in the IT industry. 
H4: Interpersonal skills positively influence project performance in the IT 

industry. 
H5: Training and development positively influence project performance in the IT 

industry. 

3. Research methodology

3.1. Research design 

This study used a non-experimental survey design. Quantitative research 
describes trends or explains variable relationships, according to Creswell (2005). This 
research should use a quantitative technique to examine variable connections. This 
study’s research question—quantifiable metrics and changeable associations—fits this 
idea. Thus, the quantitative approach is best for answering the research question and 
achieving this study’s goal, according to Swanson and Holton (2005). Creswell (2009) 
states that survey research investigates a single time point and is adaptable, efficient, 
and generalizable, making it beneficial in descriptive and correlational investigations. 
For this research, respondents were surveyed using two previously used and field-
tested survey tools integrated into one structured questionnaire. 

3.2. Sample 

This research targets all Pakistani project managers working on significant IT 
systems development projects. Anyone who did not meet these criteria was excluded 
from the research. Demographic, lifestyle, occupational, and geographical aspects are 
considered in the sampling frame, which accurately represents the population. The 
study’s target population, confidence level, and confidence interval must be specified 
before determining its size. This study’s goal sample size is 200 using random 
convenience sampling, a 95% confidence level, and a +/−5% confidence interval, 
assuming a normal distribution. 

For this study, convenience sampling was used. Contact with prospective 
respondents begins with a random convenience sample. This research used recruitment 
and selection for sampling. As this was a web-based survey, everyone who fit the 
requirements and made it to the website and decided to participate was picked, and 
questionnaires were begun and finished. Returning questionnaires anonymously to the 
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researcher counts as study participation. The questionnaires were sent to 400 potential 
respondents. After waiting for four weeks, a friendly reminder was given to the 
participants. In a two-month span, we received 224 questionnaires, of which 12 were 
eliminated for not meeting the minimum criteria. Hence, a total of 212 questionnaires 
were used for further analysis. 

3.3. Instruments/measurements 

This research collected data using two validated survey questionnaires. 
Demographics, senior leader experience, and IT program/project manager or team/task 
leader experience comprise the instrument. The demographics section covers 
respondent demographics. The senior leader experience section asks how the project 
leader views success based on his or her experiences. The IT program/project manager 
or team/task leader experience section asks how the project manager or leader views 
success based on experiences. All questions were scored on a 5-point Likert scale, 
with 1 = strongly disagree and 5 = strongly agree. 

4. Results

4.1. Demographic statistics 

The demographic profiles of the respondents are displayed in Table 1. The results 
indicate that 116 respondents are male, whereas 96 are female. Of the 212 respondents, 
70% of employees are single, whereas married employees account for only 30%. For 
educational background, 103 employees (49%) have graduation degrees, followed by 
73 master’s degree holders (34%), 29 diploma holders (14%), and only 3% have 
different certifications. For age category, 19% of employees belong to the age group 
of less than 25 years, whereas 29% of employees are 26–30 years, 28% of employees 
are 31–35 years, 17% of employees are between 36–40 years old and 7% employees 
are more than 40 years old. The majority of the respondents have 1–2 years (74) of 
experience, followed by 68 respondents who have 3–4 years; more than 4 years of 
experience accounted for 19%; and only 14% have less than one year of experience. 
Of the 212 respondents, 139 employees are working in non-managerial positions and 
73 employees have managerial positions, in their respective organizations. 

Table 1. Demographic profile of the respondents (N = 212). 

Demographic variable Frequency Percentage 

Gender 

Male 116 55 

Female 96 45 

Marital status 

Married 63 30 

Single 149 70 

Education 

Graduation degree 103 49 

Master’s degree 73 34 
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Table 1. (Continued). 

Demographic variable Frequency Percentage 

Diplomas 29 14 

Others 7 3 

Age 

Less than 25 years 41 19 

26–30 years 62 29 

31–35 years 59 28 

36–40 years 35 17 

More than 40 years 15 7 

Experience 

Less than 1 year 29 14 

1–2 years 74 35 

3–4 years 68 32 

More than 4 years 41 19 

Position 

Managerial 73 34 

Non-managerial 139 66 

4.2. Descriptive analyses 

The descriptive statistics are available in Table 2. All the means and standard 
deviations indicate that the respondents mainly agreed with all the questions. 

Table 2. Descriptive results (N = 212). 

N Minimum Maximum Mean Std. Deviation 

Teamwork 212 1.00 5.00 4.2726 0.71742 

Interpersonal skills  212 1.00 5.00 4.2934 0.74181 

Empowerment  212 1.00 5.00 3.2634 0.90981 

Training & development 212 1.00 5.00 4.2677 0.79206 

Motivation 212 1.00 5.00 4.2962 0.78890 

Project success 212 1.00 5.00 4.3632 0.75188 

4.3. Reliability 

Saunders et al. (2009) define dependability as data gathering analysis or 
approaches’ consistency. Cronbach’s alpha measures internal stability. Garson (2008) 
discovered that higher alpha values are preferable. Alpha (α) over 0.7 is adequate (Teo, 
2009). According to Pedersen and Nysveen (2003), alpha α should exceed 0.7. At least 
0.7 is suggested by Sekaran (2010). Good reliability requires a coefficient estimate of 
0.70, according to Pallant (2001). It may range from 0 to 1. 

Cronbach’s alpha α reliability coefficient of 5 independent variables and a 
dependent variable is shown in the study. It demonstrates that all independent and 
dependent variables were reliable. Motivation (0.834) had the greatest α reliability 
coefficient, while training and development (0.732) had the lowest. The reliability (α) 
coefficient ranges in values from zero to 1, and it is also used to describe the factor’s 
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reliability on questionnaires or scales (rating scale, 1 = poor, 5 = excellent) and/or 
dichotomous. If the alpha score is high, the more reliable the given scale is.  Construct 
validity was used to measure the scale. The estimation should indicate discriminant 
and convergent validity to achieve construct validity. Things demonstrating that 
measuring and quantifying the identical build connects decidedly with each other are 
known as convergent validity. The relationship between building connections was 
broken down for discriminant and united legitimacy. The study meets the model and 
makes the tool sufficiently and adequately legitimate to be used as a part of the main 
study (Malhotra, 1999). The results are given in Table 3.  

Table 3. Reliability analyses. 

Variables Cronbach’s α 

Project success 0.777 

Motivation 0.834 

Training and development 0.732 

Interpersonal skills  0.800 

Teamwork 0.768 

Empowerment  0.813 

4.4. Correlations 

The correlation analysis among independent and dependent variables is displayed 
in Table 4. Pearson’s statistics may be 0 to 1, they may be positive or negative. When 
r is close to 1, it means there is a strong correlation between two variables. When r is 
close to zero, there is a weak association between the two variables. When r is (+), it 
means that when one variable increases, the second variable also increases or vice 
versa. This is known as a positive correlation between variables. When r is negative 
(−), it means that with the increase of one variable, the other variable decreases. This 
is known as a negative correlation between variables. Sig (2-tailed) is also found in 
the correlations box. If its value is greater than 0.05, it shows that there is no 
correlation between the two variables. If its value is less than or equal to 0.05, it shows 
significant correlations between two variables. 

The relation between training and development and project performance is 0.845, 
which shows a significant positive relationship between these two variables. The 
relation between training and development and teamwork is 0.741, which shows a 
significant positive relationship between these two variables. Its relation with trust is 
0.807, empowerment is 0.108, and motivation is 0.841. Therefore, the relationship 
between training and development and project performance, teamwork, trust, 
employee participation, and human capital is significantly positive. The relationship 
between teamwork and project success is 0.814, showing a significant positive 
relationship between these two variables. The relationship between teamwork and 
training and development is 0.741, showing a significant positive relationship between 
these two variables. Its relation to interpersonal skills is 0.824, employee participation 
is 0.047, and motivation is 0.794. Therefore, the relationship of teamwork with project 
performance, training and development, interpersonal skills, empowerment, and 
motivation is significantly positive. However, its relationship with empowerment is 
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not strong. 

Table 4. Correlational results. 

1 2 3 4 5 6 

Project performance 1.000 

Teamwork 0.614* 1.000 

Interpersonal skills  0.514* 0.245* 1.000 

Empowerment 0.092 0.047 0.113 1.000 

T&D 0.492* 0.411* 0.207* 0.108* 1.000 

Motivation 0.530.6* 0.334* 0.384* 0.138* 0.401* 1.000 

* Significance at 0.01 level.

4.5. Structural equation modeling 

“SEM is a multivariate statistical process that allows testing of theoretical models 
using latent variables and multiple indicators” (Testa, 2001). SEM is crucial for testing 
theories, not developing them. Byrne (2001) defined SEM as “a statistical technique 
for testing and estimating causal relationships using a combination of statistical data 
and qualitative causal assumptions.” For this, use AMOS 20. SEM is “based on two 
components, a measurement model and a structural model.” Measurement models link 
observable responses, or ‘indicators’, to latent variables and occasionally covariates. 
The structural model describes latent variable relationships and regressions on 
observable variables. 

The first step of SEM application is to apply confirmatory factor analyses to 
independent and dependent variables. CFA is performed in order to find out the factor 
structure adopted from various valid measuring instruments. Kline (2010) claimed that 
CFA helps to find out the fitness of data on a hypothesized model based on previous 
theory or empirical studies. Before proceeding further, it is necessary to discuss fit 
indexes, upon which criteria of model acceptance are based. 

In this study, we use the type three approach because it is a combination of 
structural and measurement parameters to complete the tests. According to Byrne 
(2001), SEM is an important quantitative data analytical technique and approach that 
identifies, estimates, and then tests the theoretical relationship between latent 
unobserved exogenous variables and observed endogenous variables. SEM includes 
path analysis, confirmatory factor analysis, partial least squares path analysis, latent 
growth modeling, and AMOS. SEM does not consist of a single statistical procedure, 
but it combines factor analysis and regression as well. Even though each technique of 
Structural Equation Modeling is different, the following features are the same in many 
SEM models: This SEM technique starts with the model specification. Kline (2005) 
found that it links the variables that affect each other, and after that, the directionalities 
of those effects. All items for empowerment, interpersonal skills, motivation, project 
performance, teamwork, and training and development are greater than 0.70, whereas 
all the fit indices are showing adequate for all scales. 

In order to find out the impact of independent variables (teamwork, motivation, 
training and development, interpersonal skills, and empowerment) on the dependent 
variable (project performance), a path analysis is run while using AMOS 20. Table 5 
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indicated that teamwork (0.185), training and development (0.217), motivation 
(0.389), and interpersonal skills (0.164) have a significant impact on project 
performance. 

Table 5. Path analysis (measurement model). 

Estimate S.E. C.R. P 

Project_Performance <--- Team_Work 0.185 0.052 3.557 *** 

Project_Performance <--- T&D 0.217 0.051 4.282 *** 

Project_Performance <--- motivation 0.389 0.055 7.011 *** 

Project_Performance <--- interpersonal skills 0.164 0.049 3.349 *** 

Project_Performance <--- empowerment  0.415 0.019 9.791 *** 

5. Discussion and conclusion

5.1. Implications 

In recent years, project management (PM), communication factors, and 
technological factors are supposed to be the critical success factors (CSF), necessary 
for the success of the projects. At that time, the scholars put less emphasis on the 
impact of HC practices on project success. So, the main purpose of this study is to 
highlight the role of effective HC practices as the CSF that proves to be important for 
the project’s success. By building on empirical studies and existing theories, this study 
is developed to demonstrate to what extent variables of training and development, 
interpersonal skills, teamwork, and empowerment play a role in project performance. 
The evidence provided by the analysis indicates that organizations are interested in 
development and success. HC has become a crucial element in the IT sector of 
Pakistan. Many organizations implement HC to meet the needs of their employees and 
customers. This paper has made its presence and importance in the field of HC by 
targeting all IT sectors of Pakistan. The objective of this study is to explore the 
relationship between training and development (T&D), motivation, interpersonal 
skills, teamwork, empowerment, and project performance. It is proved by the study 
that all the projects are not delivered by methodologies or techniques but by people. 
Hence, the success of the project depends on how to utilize project resources more 
adequately. 

Likewise, cooperation and collaboration among employees and teamwork must 
be confirmed for the success of project activities. The current study provides an 
understanding of the workplace situation in the IT sector of Pakistan. For this, a well-
structured questionnaire was used to collect the responses to learn about the 
relationship between human capital and project success. This paper used quantitative 
data analysis to conduct the research and test all hypotheses. A linear regression 
analysis and CFA were used for this paper. Moreover, the present study developed to 
make an addition to the existing literature on project success by measuring the role of 
human capital practices. It is noted that HC has a higher impact on project success as 
compared to all other variables. Similarly, coordinated teamwork among the 
employees and employee participation positively affects project success among IT 
sector employees in Pakistan. It also suggests that project managers, project sponsors, 
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and all the employees should work coordinately to enhance the outcomes of the firm. 
Interestingly, training and development as an IV and its influence on project success 
as a dependent variable led to the conclusion that it has an insignificant impact. This 
finding is also found in the study of Pinto and Prescott (1988). The absence of the 
impact of training and development on project performance also confirms the unique 
and temporary nature of projects (PMI, 2008), so we should neglect long-term 
activities. 

5.2. Recommendation 

Based on the above analysis, the researcher can make these recommendations. 
 Motivation must be recognized as a crucial factor for the project’s success.
 Organizations should invest in motivation for greater profitability.
 For better collaboration, it is confirmed that all employees share their experience,

skills, and knowledge.
 The organization must provide a healthy and safe environment for its members

where innovative ideas and creative thinking can take place.
 Training and development cause extra expenditures and costs that organizations

want to save because of limited budgets.

5.3. Limitations 

We want to recognize the limitations of our study. The current study was done in 
the context of the IT sector in Pakistan. The paper studies the impact of human capital 
on project success and the performance of organizations, which is a broad topic. 
However, due to a shortage of our budget, the sample size of the paper was kept low, 
and the number of questionnaires was limited. The results obtained from this research 
paper are also limited to the IT sectors of Pakistan, so the ability to generalize is limited 
for this paper. Low-level workers were not included in the research. For future 
research, we will find and establish several opportunities that are important to 
strengthen the concept of project success. The body of research is weak as it lacks 
other organizations that explain project success. The present study mainly focused on 
the IT sector of Pakistan. For future studies, the researcher should consider other 
industries like pharmaceuticals, software companies, airlines, etc. The researcher has 
investigated the concept of motivation in Pakistan. In the future, the researcher can 
test human capital in other countries. For further study, the researcher can take more 
variables to explain the impact of motivation on project performance. 
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Abstract: Orientation: Indeed, the 4th industrial revolution (4IR) has redefined the world of 

work. A new set of skills needs to be defined and made available to organisations. Human 

resource management practices now operate in a complex, interconnected, unpredictable, and 

evolving environment. The question that one needs to answer is: how can HR align its functions 

to meet the demands of the fourth IR? It is prudent that human resource functions evolve 

quickly and adapt to changing demands. Research purpose: This paper seeks to unpack the 

changes that have been brought about by the 4IR and suggest ways in which HR professionals 

in Lesotho can align with this inevitable era of digitalisation. Motivation for the study: Due 

to the dynamics and transformations that have been brought about by the 4IR, this study was 

motivated by the need to understand the effects of the 4IR in small economies on the HR 

function and offer lessons to embrace change. Research approach: The research was 

qualitative in nature, and data was collected purposefully from journal articles, newspapers, 

and book chapters. Content analysis was used for the data analysis. Research findings: The 

effects of the 4IR through digitalisation disruptions have been felt across all corporate 

functions, and HR is no exception. It has had a massive influence on both the economy and the 

labour force and impacted employee roles in terms of health, mobility, working hours, personal 

life, and general administration. HR leaders play a critical role in ensuring that businesses are 

able to successfully adopt and deploy new technologies. Contributions: The research unpacks 

the effects of 4IR and gives practical lessons for HR professionals in Lesotho. 

Keywords: 4IR; digitalisation; human resource; technology 

1. Introduction

The 4IR is transforming global business and has changed the narrative of the
management of human resources in general. Change management is becoming an 
essential part of human resources as organizations need to keep up with the new 
emerging era of industrial digitization and digitalization. Due to the extensive use of 
software, robotics, and data analytics, the demand for skilled workers in information 
technology (IT) is rising. Existing workers must transform their skills to respond to 
new IT integrations. As the whole ecosystem of human life is being changed, a 
collective response from the government, educational institutions, and companies is 
needed to adapt quickly to the demands of Industry 4.0, and Lesotho is no exception. 
HR professionals are also finding themselves on the front lines of helping their 
organizations and leaders drive technology absorption, foster innovation, enable new 
work models, and, ultimately, attract, retain, and develop the workforce of the future. 
Human resource practitioners play a central role in the 4IR, but most of the major 
changes that will be brought by the 4IR are not well known, nor are the opportunities 
thereof. Change comes with a lot of fear. To demystify the issue of 4IR and HRM, this 
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paper seeks to address the following questions: 
What changes has 4IR brought to human resource management (HRM)? 
What lesson can be drawn from 4IR to effectively manage human resources (HR)? 

2. Conceptualisation and review of literature

Industry 4.0 also known as the Fourth Industrial Revolution, or 4IR, refers to
developing an environment in which disruptive technologies and trends are changing 
the way we live and work. This section tracks and discusses the industrial revolution 
and how it changed the way work was carried out in factories over time. 

2.1. Evolution of industrial revolutions 

The 4IR involves the rise of data and connectivity, analytics, human-machine 
interactions, and improvements in robotics (Pandian, 2018). It can also be described 
as a world where people move between digital domains and offline reality through the 
utilization of connected technology to modify and manage their lives. The 4IR 
transforms all processes in an organisation from production, distribution, marketing, 
and human resource management.  

The understanding behind the 4IR can be tracked throughout the industrialisation 
process and the development of technology over time. Technology is a concept that 
defines the evolution of scientific knowledge that impacts the way goods and services 
are produced. It also encompasses tools and techniques deployed in the industry to 
realize production and business goals. Over time, technology changed the skill sets of 
humans. When the capabilities of people were not enough to accelerate production, 
tools were developed to aid human efforts in industrialisation or people would be 
replaced. The word industry actually refers to the production of goods and services 
with the help of technology and new methods or standards. 

The industrial revolution explains the period between the 1770s and the 1880s. 
This era was marked by technological developments and changes that saw a high level 
of industry mechanisation and electrification (Skilton, 2018). Sorroshian and 
Panigrahi (2019) talk about the 4th IR as a paradigm shift to the whole idea of 
industrialisation. It involves a wider vision of the industrialisation process than its 
predecessors. It encompasses the implementation of technologies such as cyber-
physical systems, the internet, and the philosophy that sees as machines that fuse 
together human thinking in a smart way. In order to harness the potential found in the 
4th industrial revolution, it will be important to assess the revolutions that came before 
it in order to track what was changing over time. 

The first industrial revolution as already highlighted above, is seen as the period 
that started in the period 1760–1840. It was the time for a shift from economies that 
focused on agrarian to mechanised economies. The industrialisation process began to 
see steam engines coming into the manufacturing processes. Mokyr (2022) explains 
this transition as “a set of transitions with technology as the main anchor of economic 
change.” The steam engines relied on coal to get fired up.  

The second industrial revolution was between the 1870s and 1969. The main 
economic activity of this industrialisation process focused on improving the 
production of steel and iron, with light bulbs included to provide energy. Production 
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in large numbers began around this time. Innovations such as electricity and assembly 
lines were at the core of this industrialisation. This suggests that manufacturing 
processes became electrified with conveyor belts being widely deployed in assembly 
lines. 

The third industrial revolution started in 1969. The introduction of 
“programmable large controllers” paved the way for the programming of processes in 
the manufacturing industry. At the production level, activities became automated with 
electronics combined with the use of information and communication technology. The 
use of computers became prevalent. Networked environments with the use of 
computers at the core were deployed. In a nutshell, all manufacturing processes were 
subjected to heavy automation and integration into digital platforms.  

The fourth industrial revolution is an ongoing revolution that is the culmination 
of all previous industrial revolutions. Skilton and Hovsepian (2018) see it as 
contributing more to the way industrialisation operates as it reshapes societies as well. 
According to them, it also combines “technologies across the physical, digital, and 
biological” domains. This is the revolution that is characterised by emerging 
technologies, which include but are not limited to artificial intelligence, the Internet of 
Things, and robotics. Data is the driving force throughout all processes used in shaping 
societies and the economy. 

2.2. Elements of Industry 4.0 

According to Puhovichova and Jankelova (2020), there are a number of 
technologies that have shaped the 4th industrial revolution. To mention, first, there is 
artificial intelligence (AI). AI models are data-driven and involve tasks that can be 
done by machines and emulate the intelligence of humans. For example, the branch of 
AI that is referred to as deep learning focuses on natural language processing, where 
computer-based models enable machines to speak as though they are humans through 
the use of chatbots.  

Secondly, big data and analytics. In this category, computer models are deployed 
to capture vast heterogeneous formats of data coming from various sources and 
analyse such data in order to establish patterns that support decision-making in an 
economy. As mentioned earlier, the fourth industrial revolution is sometimes referred 
to as the information age due to the voluminous data that is coming from various 
processes, be it manufacturing, sensors, social media, etc. It is believed that the correct 
analysis of this data can provide insights into how products and services are created. 
Not only do products and services benefit, but also decision processes within 
companies require data. For example, carrying out the development needs of 
employees in an organisation requires correct data to determine appropriate skill 
utilisation in the organisation. 

Thirdly, also known as a decentralised digital ledger (Invstopia.com), this 
technology uses cryptographic methods to store data. It is capable of creating 
transparency and trust in digital transactions. Participants in blockchain are machines 
referred to as nodes. They all hold similar digital ledgers. If any node wants to change 
something in the ledger, all other nodes must approve such a transition. With the DLT, 
there is no need for a middleman to conclude a transaction, as in the case of a bank. In 
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technological terms, there is no central server that acts on the requests of other 
computers in the network, all nodes approve what happens in the network. The 
technology has been hailed for its immutability and transparent behaviour. 

Fourthly, as with the previous industrial revolutions, technology has made major 
changes in how economies operate, especially in manufacturing processes. The 
Internet of Things (IoT) is premised on the philosophy of connectedness between 
systems and physical objects and services to create a chain of coordinated ways of 
communication at work as well as data sharing. Everything that has a chip and can use 
a logical number, also known as an internet protocol address, can be connected. These 
include radio frequency identification (RFID), and the Internet of Things (IoT). The 
philosophy of IoT is connectedness, which includes systems, physical objects, and 
services to create a coordinated communication of work and data sharing. 

The fifth element is biotechnology and genetic engineering. In the description of 
the 4th industrial revolution, the elements of biology and genetics are mentioned. This 
involves the fusion of technology in biological systems for medical and agricultural 
processes. 

Lastly, there is cybersecurity. It is understood that all digitalisation processes 
involve heavy use of digital systems, automation activities, and the sharing of 
resources that happen over the internet. The internet, therefore, has become a risky 
area, and these risks need to be detected and mitigated. Therefore, security becomes 
important.  

2.3. Human resource management 

Van der Westhuizen (2021) argues that HRM is a practice and also an area of 
study that focuses on addressing matters related to decisions, principles, strategies, 
operations, practices, functions, steps, approaches, and procedures that affect 
employees. HRM is constantly aligned with changes in the environment in which all 
these exist. Employees are regarded as the most important assets and require 
empowerment towards their progression in their careers and ensuring that they are 
secured in their jobs. The field of HRM is seen as the starting point for carrying out 
all activities associated with employees, including how they are recruited, as well as 
the termination of their working career. The 4th industrial revolution has brought with 
it changes that seem to affect employees in the industries in which they work. 
According to Puhovichova and Jankelova (2020), it is through human resources that 
the goals of any company and action plans are realised and executed. According to 
Rangaiah (2020), Human Resource (HR) management functions have changed. 
Figure 1 shows the changes that have taken place as follows: 

Figure 1. The journey of data-driven human resource management. 
Source: Rangaiah, 2020. 

HRM has evolved significantly over the past two decades, allowing it to play an 

69



Human Resources Management and Services 2024, 6(3), 3397. 

even more critical role in today’s dynamic business environment, especially in the 4th 
industrial revolution. 

2.4. Effects of 41R on human resource management 

This section explores in detail the role of human resources in the 4th IR to 
determine how Industry 4.0 has affected its functions. To achieve this, technologies 
that have shaped the role of HR are discussed. First, Artificial Intelligence (AI). 
According to Balas et al. (2021), AI is “an ultimate intelligent system that is an 
adaptable logical agent that recognises its environment and takes measures that 
maximise its chance of accomplishment of a goal.” AI encourages dependencies to be 
forged between one machine and another or between humans and machines instead of 
among humans. With this understanding, some HR practices can be automated and 
machine-driven. Even labor-centered activities can be adapted through the use of AI, 
a technology that is more information-driven and ultimately reduces pressure on the 
work of employees. This intervention of AI in HR processes is therefore recognised 
as a way to strengthen HR practices especially when it comes to quick decision-
making. Some of the examples that have seen AI automating HR practices include a 
scenario where AI has been used to screen candidates for interviews, analysing the 
developmental and career needs of employees.  

On the one hand, there is Big Data. According to Garcial-Arroyo and Osca 
(2019), big data has become the most valuable resource for companies. There is an 
interconnection between big data, AI, and the Internet of Things (IoT) as they relate 
to HR. With the spread of technology on almost everything, which is the term referred 
to as IoT, it has become easy to collect and transmit information for analysis over the 
internet. IoT simply implies that data is generated, collected, and transmitted through 
various technologies connected together by a network or the internet. In the context of 
HR, in the wake of the 4th IR, information about prospective candidates is gathered 
from various sources, which include but are not limited to social media portals, email, 
and the internet. Skills required are mostly searched for on the internet using 
algorithms or AI-powered tools. Once this information is collected, it has to be 
analysed using automated AI tools. This information that is generated through various 
sources on the internet is big data. Big data implies that the sources from which data 
is collected are heterogeneous, the data is unstructured, voluminous, and beyond 
human comprehension using traditional methods of analysis. This is the reason it 
requires AI models to help analyse it.  

Figure 2 below is a generic model for an AI life cycle. It starts with a process of 
sorting and organising data, or curation of data. This is big data. This data comes from 
various sources of HR practices or from the internet for use in making decisions. For 
example, if data is from social networks and is going to be used to profile candidates 
for a job, automated HR processes will provide analysis and help make decision-
making easier. The AI algorithms are trained with this data to be able to help in 
predicting the outcome. The model becomes more intelligent as it gets fed more data 
to make predictions, reducing the pressure on the employees to do this by themselves. 
Figure 2 below is the representation of the model. 
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Figure 2. AI development life cycle. 
Source: Solanki and Pathak, 2019. 

Figure 3 below shows connected sources of information that can affect how HR 
receives data for screening and perhaps from its automated processes. 

Figure 3. Source of information. 
Source: Laudon and Laudon, 2013. 

2.5. How HR will use 4th IR technologies to develop and solve problems 
in the future 

There has to be a paradigm shift in the way HR practices are being carried out 
today. This paradigm requires HR practices to be data-driven. Automation of HR 
practices will bring this reality into play. The 4th IR economy is already characterised 
by the extensive generation of information from various sources. Algorithms, or AI 
models, are deployed in every system to reduce the burden on employees to analyse 
and predict the future. Humans get tired, and their intelligence is subject to human 
conditions. Big data, as explained in the above sections, has to do with the 
unprecedented generation of data that is coming from various sources and activities 
that need to be analysed to make correct decisions. Humans are limited when it comes 
to this. 
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AI systems are built over these platforms as algorithms that are able to use data 
and computing resources to learn a certain behaviour that emulates human intelligence 
(Laudon and Laudon, 2013). Machines can be effective in predicting outcomes and 
making HR decisions more accurate and faster. 

The labour activities of employees are also automated. In the 4th IR, cyber-
physical systems (CPS) combine all processes of manufacturing that are physical with 
computing resources and communication capabilities. The physical elements in 
production are connected to the digital resources using IoT (Xu et al., 2018). The 
interconnectedness of systems is made possible by the IoT. This suggests that all 
manufacturing systems lean on each other for coordinated work. In the process, they 
generate a lot of data between processes that no human can handle with their mind. 
That is why these efforts of employees will be replaced by intelligent systems to avoid 
errors such as inaccurate decision-making. So, AI models take over, as machines never 
get tired. According to Bayraktar and Atar (2018), all these CPS systems begin to 
perform monitoring and control using smart means. 

Furthermore, when it comes to manufacturing patterns of products or designs, 3D 
printing technology is utilised. 3D stands for 3-dimensional representation of objects 
using digital files. The process is such that materials are designed through this 
technology (Cerika and Maksumic, 2017). There is no waste in using this technology. 

Big Data enabled decision-making may also be referred to as HR analytics. It is 
a data-driven method of decision-making that provides insights into how hiring, 
compensation, training, and development within an HR function can take place 
(Marker and Boudreau, 2017). 

The Future Jobs Survey by the World Economic Forum in 2018 depicts that 
human labour statistics will go down from 71% to 58% by 2025. In the same report, it 
is indicated that organisations worldwide should expect far fewer numbers due to 
digitalisation and automation of most functions done by the workforce. It will either 
be that the human component in the work environment is eliminated, substituted, 
reinvented, or transformed. This serves to create more opportunities in the tech space 
than on the side of personnel needed. This suggests that new skills will be required or 
investments will be made to reskill the current workforce which might seem 
expensive. 

The use of AI, big data, and IoT will be very crucial. The 4th IR technology 
developments changed the landscape of the way recruitment is done. Recruitment will 
be subjected to algorithms that can do the hiring. The same is true with screening 
applicants, sorting, and making schedules for interviews. They make all these go fast 
with the reliability that is expected. The use of AI tools such as Chabot’s is already in 
place to answer questions related to recruitment. 

In research conducted by Cerika and Maksumic (2017), on “the effects of new 
emerging technologies,” they highlighted that these technological inventions have a 
bearing on the performance of employees. They used a method called Deductive 
qualitative analysis (DQA), which provided insight into the positive things that are 
revealed by the effects of the implementation of new technologies. According to 
Whysall et al. (2019), the 4th IR acts as a connector of current skill sets with future 
skills to combat any challenges in the innovative technology space. To bridge the gap, 
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organisations may incorporate new ways of acquiring talent. 

3. Methodology

The study was qualitative in nature and used secondary data, which was selected
purposively. Secondary data refers to data gathered for the second time and already 
obtainable from other sources. Using data that is already available offered the 
researchers adequate time to conduct the research by accessing quality research. The 
study was exposed to a wide array of data available in databases whose availability 
would have been costly and inconceivable if the study had opted for primary research. 
The researchers adhered to Bowen’s (2009) recommendation that for document 
analysis researchers should check whether the selected documents to be analysed are 
accurate, credible, authentic, representative, and relevant to the research problem. The 
researchers adhered to these principles. The researchers prioritised recent publications 
on the 4IR and Human Resource Management discourse. In addition, content checks 
and the sources of the documents were also employed to determine the accuracy, 
credibility, authenticity, and relevance of the chosen written documents. The 
researchers consulted journal articles, books, seminar papers, and online sources 
related to the integration of 4IR and HRM. The data was also analysed using thematic 
classification and content analysis. 

4. Results and discussion

4.1. Lessons for Lesotho 

In the context of Lesotho, many lessons can be drawn to understand the role of 
the 4th IR in relation to HR professionals. This may not be a straightforward path to 
arrive there and there, is no quick way to fully shift to a fully automated and efficient 
environment. Implementing these technologies requires resources such as money and 
skills. For example, implementing artificial intelligence and deploying robotic 
technology to run HR operations may not be that easy. On the one hand, there is a 
necessity for doing things much quicker to solve problems and make decisions.  

The constraints that underlie the current activities of HR include recruiting and 
retaining employees. There is a need to replace human factors and improve 
productivity within a company. It is necessary that employees be reskilled to meet the 
requirements presented by the 4th IR technological developments or to be in harmony 
with them (Sung, 2018). Robotics in the industry is a growing phenomenon that will 
later supersede human intelligence. Looking at sectors such as agriculture and 
manufacturing, this might grow faster than anticipated as the focus in these sectors is 
more on production. Therefore, there is a need for rigorous skills training programs 
for the 4th IR era. 

4.1.1 Application of AI in HR 

Recruitment and selection: the use of AI makes recruitment processes easier and 
quicker. To seek a suitable candidate for employment may be a tedious process but AI 
can assist in making the process quick and more effective.  

Employee retention: With the use of AI and machine learning processes, data can 
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be analysed and models developed to analyse staff retention or turnover issues. 
Performance management: AI-enabled models can be developed through data to 

help in analysing the performance of HR professionals. These intelligent programmes 
can rely on AI methods to make assessments for the HR staff to help in making 
decisions about their career progress or requirements for training or development and 
even a reward system. 

4.1.2. Application of big data in HR 

Selecting and hiring: Finding skilled talents is a prolonged process and requires 
a lot of effort. Big data is now being used to make this process easier and quicker. Big 
data supports sorting numerous resumes and picking the desired ones. According to 
Rangaiah (2020), big data can be used to reduce the number of days between 
advertising and filling a post. Big data calculation tools could streamline the process. 
The OECD (2019) also highlights that bad data hiring is a costly mistake and big data 
reduces the possibility of that mistake. Having hired employees, retention becomes a 
critical aspect. Guiles (2020) indicates that big data helps to spot employees who are 
likely to walk out of the company by going through their job performance, 
employment history, payroll data, profile updates, and other online activities. 
Algorithms can then be designed and used to spot and retain talented employees. 

Performance and compensation: A substantial amount of data is to be collected 
for each employee to construct a performance management system in order to reward 
them individually. HR Analytics recommends some tools that can be used to make 
compensation plans for employees linked to their individual performances.  

Enhance learning and development: Many organizations are using HR analytics 
to forecast the future needs of employee development and teaching.  

Performance management: The assessment of employee performance permits the 
analysis of the strengths and weaknesses of individual employees. Organizations plan 
to enhance the competencies and expertise of employees. That is how it contributes to 
enhancing the skills and competencies of employees (Huselid, 2018). More so, big 
data helps predict the performance of individuals before hiring them.HR departments 
can build data sets of high-performing employees to outline talent pools. 

Legal and ethical issues: Big data can be used by the HR department as a 
technique for risk management (Foster, 2021). Given that governments find 
themselves operating in the digital space, there is a need for information to be used 
transparently and responsibly. Data is seen as being instrumental in dealing with 
challenging policy issues and consequently needs to be used strategically to promote 
the needs of the citizenry (Ulbaldi et al., 2019). Figure 4 below shows a summary of 
the benefits of big data in HRM. 
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Figure 4. Advantages of big data in human resource management. 
Source: Foster, 2021. 

5. Practical implications

HR professionals are better equipped with current trends in managing employees.

6. Conclusion

With the advent of large volumes of data and new technology, it can be noted that
it has become imperative to manage and use the technology to improve efficiency in 
organisations. Evidence indicates that HR offices across the globe are striving to 
embrace technology in the management of their human capital. Lessons can be drawn 
that can help in managing talent, improving decision-making around HR, and retaining 
competent staff. 
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Abstract: There has been a growing interest in studying dysfunctional personality traits in the 

workplace. In line with this trend, this study examines how the Dark Triad personalities 

(Machiavellianism, narcissism, and psychopathy) can predict innovative work behavior. 

Additionally, the study builds on Trait Activation Theory and proposes a moderating effect of 

training satisfaction on this relationship. The purpose of this study is to understand if the Dark 

Triad traits predict innovative behavior while simultaneously examining the role of training 

satisfaction in channeling these traits toward innovative behavior. A questionnaire-based 

survey was conducted on the five largest telecommunication companies in Pakistan. The data 

gathered was analyzed using structural equation modeling. Results established a positive 

relationship between each trait of the Dark Triad and innovative work behavior. Moreover, 

training satisfaction was found to moderate the relationship between the psychopathy trait and 

innovative work behavior. In light of these findings, the study contributes to personality-

behavior research in organizations by demonstrating that the Dark Triad predicts innovative 

work behavior in managers and that the innovative behaviors associated with the psychopathy 

trait can be enhanced in the presence of training satisfaction. 

Keywords: dark triad; Machiavellianism; psychopathy; narcissism; training satisfaction; 

innovative work behavior 

1. Introduction

There has been a growing interest in studying managers’ dark personality traits
for more than a decade now (LeBreton et al., 2018; Smith et al., 2018). One of the 
most prominent models of negative/dark personality traits studied in organizational 
contexts is the Dark Triad. The reason for the scholarly focus on the Dark Triad (DT) 
as an indicator of managers’ negative personalities is due to the striking overlap of 
each trait’s characteristics. The term Dark Triad encompasses three personality traits: 
narcissism, Machiavellianism, and psychopathy. Narcissism refers to excessive self-
aggrandizement. Initially, narcissism was explored by clinicians in their medical 
examinations of troubled personalities, but over time, psychologists found that a 
milder display of narcissism is actually a personality type rather than a disorder 
(Campbell and Miller, 2011). Machiavellianism refers to personalities that possess 
three interconnected values: (1) a firm belief in the effectiveness of manipulative 
strategies in dealing with others, (2) a pessimistic view of human nature, and (3) a 
moral viewpoint that prioritizes expedience over principle. Niccolo Machiavelli 
suggested that even a morally honorable man must intentionally use ruthless, amoral, 
and deceptive methods when dealing with deceitful individuals. This forms the basis 
of Machiavellianism. The third personality trait of the Dark Triad is psychopathy. It is 
identifiable by an absence of empathy for people and societal norms, impulsive 
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behavior, and a lack of shame or repentance when their actions harm others. 
Interpersonally, they are often very attractive and convincing. They have very shallow 
emotions and typically lead carefree lifestyles, which can include criminal activities 
to achieve their goals with ease (Babiak et al., 2010). 

The Dark Triad is fundamentally studied in psychology. Organizational and 
management studies have recently started exploring it in work contexts (Cohen, 2016; 
O’Boyle Jr et al., 2012; Palmer et al., 2017). There is still a paucity of fully optimizing 
the limitless research avenues it can open for management. Understanding the Dark 
Triad in organizations can be a possible solution to tackle toxic working conditions 
created by their dysfunctional nature while optimizing certain productive elements 
unique to these personalities. Most organizational research on the Dark Triad has 
focused on studying the undesirable effects of such personality traits in different work 
settings. However, a parallel stream of research has progressively emphasized a more 
positive and inclusive approach for such personalities by focusing on the potential 
benefits of the Dark Triad at work. Accordingly, Jonason, Wee, et al. (2015) suggested 
that rather than outright rejecting Dark Triad employees by declaring them 
categorically unfit, certain settings may capitalize on their unique characteristics. Such 
research studies argue that although the three traits are generally considered socially 
undesirable, in organizational contexts, they may sometimes be beneficial. For 
instance, it has been found that narcissistic individuals are more likely to emerge as 
leaders and are also perceived to be more effective as leaders (Nevicka et al., 2011), 
that psychopathy in managers is positively associated with ratings of charisma and 
presentation style (Babiak et al., 2010), and that Machiavellianism in employees is 
positively related to career commitment (Zettler et al., 2010). The findings of these 
studies suggest that having such personality traits can predict productive outcomes as 
well. One such outcome is innovative work behavior. 

The role of the Dark Triad in predicting innovative work behavior of employees 
is an underexplored area. Research on the personality-performance linkage is age-old; 
however, examining personality traits in relation to innovative work behavior is 
lacking. Our study expands this line of research by examining the link between 
managers’ Dark Triad personality traits and their innovative work behavior. 
Innovation has globally impacted every industry, making the study of different 
predictors and antecedents of innovative behavior paramount for advancing 
innovation literature. In this vein, studying the Dark Triad as a predictor of innovative 
work behavior aligns with current industry and literature demands. Employee 
innovative work behavior has been linked to personality in the past, but this avenue of 
research still needs expansion, particularly the link between dark personality traits and 
innovative behavior. Very few studies speak directly about this relationship (Wisse et 
al., 2015). However, there is some relevant research that can serve as a foundation for 
our argument. Most of this work is related to creativity and the Dark Triad (Dahmen-
Wassenberg et al., 2016; Jonason, Abboud, et al., 2017; Jonason, Richardson, et al., 
2015). West (2002) explained how creativity is considered the starting point of 
innovation. Therefore, it is conceivable to extend these findings in the context of the 
Dark Triad and innovative work behavior. By doing so, we hope to add insight into 
the limited understanding of how employees’ dark personalities may affect their 
innovative work behavior. 
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Although this research avenue of studying the positive outcomes of the Dark 
Triad is promising, we believe that for such negative personalities to exhibit their 
productive side, organizations need to provide the right kind of supporting 
environment. This notion can be easily drawn from the famous Trait Activation 
Theory (Tett and Burnett, 2003). This theory is an extension of the personality-job fit 
model. It posits that personality traits can be expressed as valued work behavior in the 
presence of certain trait-relevant situational cues in the environment. We, therefore, 
build our argument on this theory: if Dark Triad employees are subjected to relevant 
situational cues, their dark traits will be expressed as valued work behavior. Thus, 
drawing from Trait Activation Theory, we have tested the role of a trait activator 
(training satisfaction) in our model. Schmidt (2007) combined the definitions of job 
training and job satisfaction to introduce a new concept of training satisfaction. His 
definition of training satisfaction is “the extent to which people like or dislike the set 
of planned activities organized to develop the knowledge, skills, and attitudes required 
to effectively perform a given task or job.” In this study, we suggest training 
satisfaction acts as a trait activator for Dark Triad employees to exhibit innovative 
work behavior. We have therefore tested the moderating effects of training satisfaction 
on the relationship between the Dark Triad and innovative work behavior. 

We believe our study makes three significant contributions in bridging crucial 
research gaps: (1) It examines a positive outcome of the Dark Triad. Positive 
organizational outcomes of the Dark Triad are rarely researched. Although prior 
studies have examined the Dark Triad’s relationship with creativity, our study takes 
the lead in testing the Dark Triad in relation to innovative work behavior (Spain et al., 
2014). (2) Establishing the role of “training satisfaction” as a moderator. This study 
thereby extends the literature on this novel concept of training and development 
research. There is a huge lack of empirical studies revolving around this concept. By 
establishing the role of training satisfaction as a moderator, our study informs 
management that it is not the number of training programs only but the contentment 
and satisfaction levels of employees’ training and learning needs that are essential for 
managing Dark Triad personalities at work. (3) By building the argument on Trait 
Activation Theory, our study design has made significant advancements in this theory. 
Its integration into a personality-behavior model and its validation in an entirely new 
and unique Asian context of Pakistan’s telecommunication industry is not found in the 
extant literature. 

2. Literature review

2.1. Dark triad and employee innovative work behavior 

De Jong and Den Hartog (2008) defined innovative work behavior as “an 
individual’s behaviors directed towards the initiation and intentional introduction of 
new and useful ideas, processes, products, or procedures within a work role, group, or 
organization.” It is important to understand that no matter how much potential an 
individual has to be innovative, support from surroundings and environment is crucial 
for the display of innovative behavior (Zibarras et al., 2008). Due to the significance 
of situational factors in helping with the expression of innovation, scholars have long 
studied organizational factors that lead to innovation (Anderson et al., 2014). However, 
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studying the link between individual characteristics such as personality traits and 
innovation is still scarce. While limited, past studies have confirmed that 
innovativeness is positively related to personality traits such as the Big Five (Zhou and 
Hoever, 2014) and proactive personality (Ng and Feldman, 2013). 

Creativity and innovation reflect originality, and original behavior often goes 
against behavioral norms. Therefore, innovative behavior could logically be 
conceptualized as deviant behavior (Runco, 2004). This helps us develop our argument 
that dark or deviant personality traits can predict innovative behavior. Spain et al. 
(2014), while reviewing dark personality studies, pointed out that creative 
performance was the least researched organizational outcome of dark personality at 
work. All this research is promising, but far more research is required to explore the 
relationships between innovative work behavior and personality, especially dark 
personality. 

A cohesive theory that can explain creativity and innovation in relation to 
personality is yet to be formulated (Kapoor, 2015). This gap in research can be 
attributed to a severe lack of studies that directly address the relationship between the 
Dark Triad and employee innovative work behavior, which is why a broad theory in 
which this relationship might be embedded has not been reported. However, studies 
have found linkages with some relevant constructs like the Dark Triad and 
entrepreneurial activity (Do and Dadvari, 2017), leader dark traits and innovation 
(Volmer et al., 2016), and the Dark Triad and creativity (Butler, 2015; Dahmen-
Wassenberg et al., 2016; Jonason, Abboud, et al., 2017). A few studies have also 
pointed out the theoretical underpinnings of the three individual traits in relation to 
innovative behavior. For instance, Eysenck (1993) discussed chance-configuration 
theory as a foundation for understanding the psychoticism and creativity linkage. 
Similarly, Sordia et al. (2020) discussed how divergent thinking, derived from 
Guilford’s theory of creativity, is linked with the Dark Triad. Guilford’s theory posits 
that divergent thinking leads to creativity, and such thinking is also directly related to 
the Dark Triad (Jonason, Richardson, et al., 2015). These theoretical foundations of 
creativity can be extended to support the relationship between the Dark Triad and 
innovative behavior as well. 

McLaren (1993) suggested that innovation can be fully comprehensible only 
when studied in relation to its dark side. Thus, studying it with respect to dark 
personality is a step ahead in innovation research. Wisse et al. (2015) explored the 
relationship between the Dark Triad and supervisors’ perception of employee 
innovative behavior, but their findings alone are not sufficient, and they themselves 
demanded that their exploratory attempts be replicated. This warrants further testing 
of the linkage between the Dark Triad and innovative work behavior. This study 
addresses this research gap and proposes hypotheses for each trait of the Dark Triad 
in relation to employee innovative work behavior. 

2.2. Machiavellianism and innovative behavior 

Machiavellians, by definition, are fixated on the quick and easy attainment of 
their goals. Their tendency to be creative and innovative stems from this characteristic. 
They are constantly looking to adopt creative measures that help them achieve their 
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desires and goals in the shortest time possible. Research has repeatedly linked 
Machiavellianism to innovation through various indirect linkages. For instance, Hutter 
et al. (2015) comprehensively studied three different dimensions of Machiavellianism 
in relation to online innovation and found all three to be powerful predictors of 
innovation-related behavior. Eysenck (1993) pointed out that characteristics such as 
being uncooperative and rejecting the rules are positively associated with the creativity 
levels of individuals. Similarly, Zibarras et al. (2008) argued that innovation-related 
associations with Machiavellianism are positive effects of an otherwise dysfunctional 
personality trait. Deluga (2001) identified Machiavellianism as a means of political 
creativity and discussed the positive affiliation between presidential Machiavellianism 
and the creativity-related aspects of charismatic leadership. Moreover, 
Machiavellianism was found to be positively associated with entrepreneurial intention 
(Wu et al., 2019). Since entrepreneurship is a key driver of innovation and innovative 
behaviors, this finding suggests a positive relationship between Machiavellianism and 
innovative behavior. All these findings warrant further exploration into the linkage of 
Machiavellianism with other forms of behavioral innovation as well. It is conceivable 
from the literature discussed here that Machiavellianism would be positively related 
to innovative work behavior. To test this relationship, the following hypothesis is 
proposed: 

H1: Machiavellianism is positively related to employee innovative behavior. 

2.3. Narcissism and innovative work behavior 

Of the three traits in the Dark Triad, narcissism is the most studied in relation to 
creativity (Wisse et al., 2015). Studies examining the association between narcissism 
and creativity have found that although narcissists claim to be very creative, their 
creative performance is no better than that of non-narcissists (Goncalo et al., 2010). 
However, narcissists were found to be more creative when given an opportunity to 
elicit their ideas. Studies regarding group-level creative outcomes found a non-linear 
relationship with narcissism, whereby the most favorable creative outcomes were 
achieved when the group members displayed moderate levels of narcissism (Goncalo 
et al., 2010). Since creativity is considered the starting point of innovation, these 
studies can help form the basis for future studies regarding the effects of narcissism 
on innovation and innovative work behavior (West, 2002). Narcissism has been 
studied in relation to many organizational outcomes such as performance, job 
satisfaction, and counterproductive work behavior (O’Boyle Jr et al., 2012). Recently, 
its relationship with innovation has also been explored by scholars, but only at the 
organizational level, i.e., firm innovation strategy and organizational innovation 
(Kashmiri et al., 2017). These studies have called for exploring narcissism and its 
impact on individual innovative behavior, like innovative performance outcomes and 
innovative work behavior of employees. A handful of efforts in this regard are worth 
mentioning. For instance, Kusumawardani and Wulansari (2018) established a 
mediation relationship between narcissistic personality and innovative work behavior. 
Another prominent study is by Smith and Webster (2018), which studied the indirect 
effects of grandiose narcissism on innovation. Their findings established this indirect 
relationship, which was mediated by adaptability. They argued that little research has 
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investigated narcissism as a predictor of innovation, particularly innovation in the 
workplace. Hence, further research should explore the direct relationship between 
narcissism and innovative work behavior. 

This argument concludes that organizations should not label narcissistic 
employees as harmful but instead explore ways to reap benefits from their unique 
characteristics, such as their heightened desire for extreme superiority and need for 
constant praise. These characteristics can increase their disposition to display more 
innovative work behaviors compared to regular employees. Therefore, to examine the 
relationship between narcissism and innovative work behavior, we propose the 
following hypothesis: 

H2: Narcissism is positively related to employee innovative behavior. 

2.4. Psychopathy and innovative behavior 

Eysenck (1993) has shown that the peculiar thinking associated with 
psychoticism is positively related to creative thinking and performance. Trends in the 
literature show psychopathy to predict both positive and negative organizational 
outcomes. In their study, Jonason, Abboud, et al. (2017) made interpretations 
regarding psychopathy in relation to creativity, but suppression in their multiple 
regression revealed that only some parts of psychopathy are problematic, while 
majorly it is positively related to creativity. Babiak et al. (2010) found psychopathy to 
be positively associated with creativity, good strategic thinking, and communication 
skills but negatively associated with management skills and being a team player. 
Kapoor (2015) identified psychopathy as a predictor of negative creativity. Jonason, 
Abboud, et al. (2017) also found a positive relationship between psychopathy and 
harmful creativity (negative creativity). Jonason, Richardson, et al. (2015) explored 
the dark side of creativity and established that psychopaths had a predisposition to be 
creative. Their findings suggest those high in psychopathy also reported higher 
mechanical skills and lower academic scores, which could explain their interest in 
creative and vocational activities. They further suggested that behavioral versions of 
creativity should be explored by future research. In line with this argument, we 
examine innovative work behavior as that behavioral version of creativity. The studies 
discussed above establish that even though negative, corporate psychopaths are 
nonetheless disposed to exhibit some kind of creativity. It is also directed in these 
studies that productive creativity and innovation should also be explored as an 
outcome of psychopathy. To identify the relationship between psychopathy and 
innovative work behavior, we propose the following hypothesis: 

H3: Psychopathy is positively related to employee innovative behavior. 

2.5. Dark triad and training satisfaction 

Linking personality to the concept of training in different contexts is not new. For 
example, Grover (2018) examined training performance as an outcome of the Big Five 
personality traits. Past theory and research argue that personality plays a vital role in 
determining the approachability of participants to receive and learn new skills in 
training programs (Aguinis and Kraiger, 2009). However, limited studies address dark 
personality in relation to training. For instance, Padilla et al. (2007) established that 
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individuals possessing a trait of overconfidence will face difficulty in accepting 
negative developmental feedback and may dismiss it entirely. Their findings suggest 
that narcissists, having an innate desire to be the best in their respective areas, may 
exert considerable effort in training and development programs. This implies that a 
narcissist would go to great lengths to get his training needs fulfilled. Similarly, for 
psychopaths, their anti-social tendencies explain why they are interested in more short-
term and less formal training, but nonetheless, they have a high need for training and 
learning (Jonason et al., 2014). 

Training research in the context of the dark triad is limited. All three traits of the 
dark triad have certain overlapping characteristics. All of them desire power and the 
attainment of their inflated goals and interests. These inflated desires to be the ‘best of 
all’ explain how dark triad personalities can have higher needs for training and growth 
(Spain et al., 2014). An organization that does not provide them with enough growth 
opportunities will frustrate them and cause an exaggerated expression of their negative 
traits. Extant research regarding personality and its effect on receiving and designing 
training programs is promising, but it is essential to explore other facets of training to 
fully understand the dynamic relationship between personality and training (Ineson, 
2011). One such facet is addressed by our study. Providing training and learning 
opportunities is not sufficient until employees are satisfied with the overall efforts of 
the organization to train and develop them. This aspect of the training concept is called 
training satisfaction (Schmidt, 2007). Drawing from trait activation theory and in light 
of the literature discussed above, we propose that training satisfaction can moderate 
the relationship between the dark triad and innovative work behavior. This moderating 
effect of training satisfaction is explained below. 

2.6. Moderating effect of training satisfaction: A trait activation 
perspective 

As we discussed before, Schmidt (2007) merged two essential concepts of 
organizational studies: job satisfaction and job training, to derive the term training 
satisfaction. He argues that a very important chunk of overall job satisfaction lies in 
employee satisfaction with the training provided by their employer. Training 
satisfaction, being a novel concept, has not been researched extensively. However, the 
two components that make up its basis have had their fair share of research. A direct 
relationship between both job satisfaction and job training with innovative work 
behavior has already been established in past studies (Agogué et al., 2014; Sheeba and 
Christopher, 2020). This warrants further examination of innovative work behavior in 
relation to the compound construct of training satisfaction as well. Studies have 
established how organizational training and innovative work behavior are positively 
related (Sartori et al., 2018). Based on these prior researches and trait activation theory, 
this study proposes that training satisfaction will positively moderate the relationship 
between the dark triad and innovative work behavior, such that dark triad personalities 
will behave more innovatively when their training needs are met and they are satisfied 
with the training provided by their employers. Central to trait activation theory is its 
assumption of “situation strength”. It conceptualizes that situation strength is crucial 
in trait expression. If the situation is strong, it shall promote the desired outcomes. 
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Judge and Zapata (2015) tested an interactionist model with a specific focus on the 
assumption of “situation strength.” Their findings supported their model in which they 
tested strong and weak situational factors that triggered the Big Five personality traits 
in relation to job performance. In light of this assumption, we suggest that training 
satisfaction, as a strong situational cue, would trigger the dark triad such that the 
positive outcome of innovative work behavior will be strengthened. To examine this 
moderating effect, the following hypotheses are proposed: 

H4a: Training satisfaction moderates the relationship between Machiavellianism 
and innovative work behavior such that this relationship is stronger when there is 
training satisfaction. 

H4b: Training satisfaction moderates the relationship between narcissism and 
innovative work behavior such that this relationship is stronger when there is training 
satisfaction. 

H4c: Training satisfaction moderates the relationship between psychopathy and 
innovative work behavior such that this relationship is stronger when there is training 
satisfaction. 

The theoretical framework showing the proposed hypotheses of the study can be 
seen in Figure 1. 

Figure 1. Theoretical framework. 

3. Methodology

Our study is based on primary data collected through a survey conducted between
August and December 2022 from a total of 700 managers working in the five largest 
telecommunication firms in Pakistan. Respondents were selected through simple 
random sampling since the population was known. We had access to the list of 
employees of all organizations included in the study, which made the use of this 
sampling technique possible. Once the complete sampling frame (list of all units) was 
obtained, the RAND function in Microsoft Excel was used for randomization, after 
which a final sample was selected. The rationale for using this technique is maximum 
representation and extra precision. 

The data collection process was categorized into two phases. In the first phase, 
we physically visited the head offices of all five organizations. At this stage, we were 
able to administer 500 surveys, out of which 334 were usable. To improve our sample 
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size, we moved to the second phase of data collection. In this phase, an online survey 
was conducted using Google Forms. The second phase of data collection through the 
online survey was specifically conducted for top-tier executives who were difficult for 
us to approach physically. In this phase, 167 surveys were returned to us out of a total 
of 200 online surveys. Therefore, the total sample from both stages of data collection 
was 700; however, only 501 questionnaires were returned, resulting in a response rate 
of 71.5%. Attached to the questionnaire, the respondents also received a cover letter 
that ensured their confidentiality. We ensured that the data collected was to be used 
solely for academic research purposes. 

Respondents rated themselves on the Dark Triad, training satisfaction, and 
innovative work behavior scales. The questionnaire measured all variables on a five-
point Likert scale. Items were adapted from credible sources. For the Dark Triad, the 
Short Dark Triad (SD3) by Jones and Paulhus (2014) was used. Training satisfaction 
was measured through the Job Training Job Satisfaction Scale (JTJS), which is a 12-
item self-rated scale developed by Schmidt (2004). Innovative work behavior (IWB) 
was measured through items adapted from Janssen (2000) and Scott and Bruce (1994). 

To check for common method variance, Harman’s single-factor test was applied. 
The total variance of a single factor was 27.3% (Table 1). Therefore, no common 
method bias was detected. 

Table 1. Harman’s single-factor test. 

Extraction sums of squared loadings 
Total % of variance Cumulative % 

13.658 27.316 27.316 

All interviewees confirmed the need to be adaptable to effectively influence team 
members (Northouse, 2020), taking into account individual characteristics and 
circumstances. Each interviewee identified the importance of the ‘people’ factor and 
sought a ‘best approach’ to bring together differing factors to get the best out of 
everyone, including appreciating differing needs and wants aligned with their own 
expectations, and an understanding of individual potential. All interviewees 
recognized the centrality of people in being effective. Mishra et al. (2019) and Ford 
(2020) emphasized the importance of this within the context of hospitality. P3 
acknowledged the positive link between contented employees and satisfied customers, 
who often become repeat business due to the positive experience, in line with Azik 
(2017). 

Although the literature may suggest that managers struggle to adopt an 
appropriate balance between service consistency, staff empowerment, and autonomy 
(Peterson et al., 2020; Witelaw, 2013), each of the interviewees appeared to 
demonstrate a clear understanding of their workplace context and strategies for action. 

4. Results

We first assessed the measurement scales’ convergent validity, discriminant
validity, and reliability. A confirmatory factor analysis verified the factor structure of 
reflective constructs. Convergent validity can be established if factor loadings > 0.5, 
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composite reliability > 0.7, and average variance extracted (AVE) > 0.5 (Byrne, 2010; 
Hair et al., 2006). All item loadings were found to be significant, with all items loading 
onto their corresponding constructs with values exceeding 0.60 (Hair et al., 2010). 
Thus, adequate convergent validity was established. 

Our results also show good discriminant validity because the square root of AVE 
values is larger than the correlations between the constructs, as shown in Table 2 
(Fornell and Larcker, 1981). 

Table 2. Discriminant validity. 

CR AVE TS NARC PSY MACH IWB MD 

TS 0.94 0.603 0.776 

NARC 0.96 0.738 −0.318*** 0.859 

PSY 0.92 0.592 −0.336*** 0.099* 0.769 

MACH 0.94 0.660 −0.313*** 0.319*** 0.054 0.812 

IWB 0.93 0.711 −0.256*** 0.258*** 0.142** 0.159** 0.843 

* p < 0.050, ** p < 0.010, *** p < 0.001; Square roots of AVEs are reported along diagonal in bold.

For hypothesis testing, structural equation modeling was performed. First, we 
assessed the measurement model fitness. A confirmatory factor analysis was 
conducted. All items were found to have loadings higher than 0.5 and statistically 
significant squared multiple correlation coefficients (R2 > 0.25), thus implying strong 
internal consistency of the scale. All items were loaded on their specific latent 
constructs and exhibited statistically significant factor loadings and squared multiple 
correlations; therefore, there was no need to respecify the measurement model. 
Moreover, the goodness of fit parameters indicated that the model with its fifty items 
yielded an adequate fit with the data. The chi-squared (χ2 = 2452.772), normed chi-
squared (χ2/df = 2.114), comparative fit index (CFI = 0.937), root mean square error 
of approximation (RMSEA = 0.048), standardized root mean residual (SRMR = 0.043), 
and p-value of close fit (P-Close = 0.921) were well within the specified cutoff values. 
For the overall model, some other goodness of fit indices also determined model 
fitness. These included the normed fit index (NFI = 0.887), Tucker Lewis index (TLI 
= 0.933), incremental fit index (IFI = 0.937), and goodness of fit index (GFI = 0.807). 
All indices are shown in Table 3. The model with its five constructs was deemed fit 
and acceptable for further analysis. 

Table 3. Measurement model fitness. 

Fit statistics of the overall measurement model Remarks 

Index Acceptable level Estimated measures Status 

χ2 Smaller value 2452.772 - 

df Should be positive 1160.000 - 

χ2/df ≤3.0 2.114 Excellent 

CFI >0.95 0.937 Good 

RMSEA <0.06 0.048 Excellent 

SRMR ≤0.08 0.043 Excellent Accepted 

P-close ≥0.05 0.975 Excellent 
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Table 3. (Continued). 

Fit statistics of the overall measurement model Remarks 

Index Acceptable level Estimated measures Status 

GFI ≥0.90 0.807 Good 

TLI ≥0.90 0.933 Excellent 

IFI ≥0.90 0.937 Excellent 

NFI ≥0.90 0.887 Good 

In the next step, we assessed the structural model. The model consisted of three 
exogenous variables, “Machiavellianism,” “narcissism,” and “psychopathy,” with 
nine indicators each, and one endogenous variable, “innovative work behavior,” with 
six indicators. As seen in Figure 2, all indicators loaded on their specified constructs 
and exhibited statistically significant standardized estimates. 

Figure 2. Structural model of Machiavellianism, narcissism, psychopathy, and 
innovative work behavior. 

Moreover, model fitness estimates revealed that the proposed structural model, 
consisting of 32 observed variables, satisfactorily fit the data. The goodness of fit 
indices showed excellent values (χ2 = 1731.674, TLI = 0.905, CFI = 0.911, IFI = 0.912). 
The results of this structural model can be seen in Table 4. 

Table 4. Goodness-of-fit for the structural model of Machiavellianism, narcissism, 
psychopathy, and innovative work behavior. 

Fit statistics of the structural model Remarks 

Index Acceptable level Estimated measures Status 

χ2 Smaller value 1731.674 Excellent 

df Should be positive 492.000 -
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Table 4. (Continued). 

Fit statistics of the structural model Remarks 

Index Acceptable level Estimated measures Status 

χ2/df ≤3.0 3.250 Acceptable 

CFI >0.95 0.911 Good 

RMSEA 
<0.06 (good) 
<0.08 (acceptable) 

0.072 Acceptable Accepted 

TLI ≥0.90 0.905 Excellent 

IFI ≥0.90 0.912 Excellent 

NFI ≥0.90 0.891 Good 

4.1. Testing direct hypothesis 

The t-values for each direct hypothesis (H1 to H3) are shown in Table 5. The 
results indicated that all t-values (C.R) are greater than the critical value of 1.96, 
implying the statistical significance of the hypothesized relationships at a 5 percent 
level of significance. 

Table 5. Regression weights: (group number 1—default model). 

Hypotheses Relationship Direction Estimate S. E. C. R. Sig. Results 

H1 + 0.090 0.040 2.25 0.050 Supported 

H2 + 0.223 0.046 4.84 0.000 Supported 

H3 + 0.118 0.059 2.09 0.013 Supported 

4.2. Moderation analysis 

Hypothesis H4a sought to ascertain the moderating effect of training satisfaction 
on Machiavellianism and innovative work behavior. The overall regression model for 
this hypothesis was significant (F(3486) = 17.401, p < 0.001, R-squared = 0.097). The 
R-squared value signifies that 9.7% of the total variance is due to the predictors of this
model. The model with path estimates can be seen in Figure 3.

Figure 3. Moderation model of Machiavellianism, innovative work behavior, and 
training satisfaction. 

The results indicated that TS moderated the relationship between MACH and 
IWB since the interaction coefficient of training satisfaction and Machiavellianism 
was significant (β = −0.115, t = −2.97, p < 0.01) (Table 6). However, the negative beta 
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value revealed that TS limits the predictor effect of MACH on IWB, which is opposite 
to what the hypothesis proposed. 

Table 6. The moderating effect of training satisfaction on Machiavellianism and innovative work behavior. 

Predictor Outcome Std Beta S.E C.R Sig R-Square

MACH IWB 0.394*** 0.112 3.510 0.000 

TS IWB 0.110 0.126 0.868 0.386 0.097*** 

MACH x TS IWB −0.115** 0.039 −2.970 0.003 (Change in R2 = 0.016** due to moderation) 

Significance level: * p < 0.050, ** p < 0.010, *** p < 0.001. 

To understand the conditional effects, an interaction was plotted via simple slopes 
based on one standard deviation above and below the mean value of the moderator 
(see Figure 4). The slopes did not support the direction of the moderated relationship. 
At higher levels of training satisfaction (one SD above mean), Machiavellianism was 
found to have a weaker predicting impact on innovative work behavior, whereas a 
lower level of training satisfaction (one SD below mean) strengthened the predicting 
effect of Machiavellianism on innovative work behavior. As training satisfaction 
increased, innovative work behavior caused by Machiavellianism decreased. The 
interaction effect reversed the direction of the main effect. We proposed that high 
training satisfaction could increase innovative work behavior in managers with 
Machiavellian personalities, but our findings revealed that high training satisfaction in 
managers with Machiavellianism caused a decline in innovative work behavior. Thus, 
despite a significant beta, due to reverse moderation (β = −0.115), hypothesis H4a is 
not supported. 

Figure 4. Conditional effect of Machiavellianism on innovative work behavior at 
different levels of training satisfaction. 
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Hypothesis H4b proposes a moderating effect of training satisfaction on 
narcissism and innovative work behavior. The overall regression model for this 
hypothesis was significant (F(3486) = 24.629, p < 0.001, R-squared = 0.132). The R-
squared value signifies that 13.2% of the total variance is due to the predictors of this 
model. The model with path estimates can be seen in Figure 5. 

Figure 5. Moderating model of narcissism, innovative work behavior, and training 
satisfaction. 

The results indicated that TS moderated the relationship between NARC and 
IWB since the interaction coefficient of training satisfaction and Narcissism was 
significant (β = −0.125, t = −3.468, p < 0.01) (Table 7). However, the negative beta 
value revealed that TS limits the predictor effect of NARC on IWB. 

Table 7. The moderating effect of training satisfaction on narcissism and innovative work behavior. 

Predictor Outcome Std Beta S.E C.R Sig R-Square

NARC IWB 0.529*** 0.103 5.063 0.000 

TS IWB 0.187 0.121 1.547 0.123 0.132*** 

NARC x TS IWB −0.125** 0.036 −3.468 0.001 (Change in R2 = 0.021** due to moderation) 

Significance level: * p < 0.050, ** p < 0.010, *** p < 0.001. 

The conditional effects were analyzed (see Figure 6). The slopes did not support 
the direction of the moderated relationship. At higher levels of training satisfaction 
(one SD above mean), Narcissism was found to have a weaker predicting impact on 
innovative work behavior, whereas a lower level of training satisfaction (one SD 
below mean) predicted more innovative work behavior. As training satisfaction 
increased, innovative work behavior caused by narcissism decreased. The interaction 
effect reversed the direction of the main effect. We proposed that high training 
satisfaction could increase innovative work behavior in managers with narcissistic 
personalities, but the findings revealed that high training satisfaction in managers with 
narcissism caused a decline in innovative work behavior. Thus, despite a significant 
beta, due to the reverse moderation effect (β = −0.125), hypothesis H4b is also not 
supported. 
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Figure 6. Conditional effect of narcissism on innovative work behavior at different 
levels of training satisfaction. 

Hypothesis H4c proposes a moderating effect of training satisfaction on 
psychopathy and innovative work behavior. The overall regression model for this 
hypothesis was also significant (F(3486) = 15.63, p < 0.001, R-squared = 0.088). The 
R-squared value signifies that 8.8% of the total variance is due to the predictors of this
model. The model with path estimates can be seen in Figure 7.

Figure 7. Moderating model of psychopathy, innovative work behavior, and training 
satisfaction. 

Results indicate that TS moderated the relationship between PSY and IWB since 
the interaction coefficient of training satisfaction and psychopathy was significant (β 
= 0.142, t = 2.415, p < 0.05) (Table 8). However, the positive beta value revealed that 
TS enhances the predictor effect of PSY on IWB, which is in agreement with what we 
proposed in the hypothesis. 
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Table 8. The moderating effect of training satisfaction on psychopathy and innovative work behavior. 

Predictor Outcome Std Beta S.E C.R Sig R-Square

PSY IWB −0.316 −0.174 −1.816 0.070 

TS IWB −0.613*** 0.158 −3.873 0.000 0.088*** 

PSY x TS IWB 0.142* 0.058 2.415 0.016 (Change in R2 =0.011* due to moderation) 

Significance level: * p < 0.050, ** p < 0.010, *** p < 0.001. 

To understand the conditional effects, the interaction was again plotted (see 
Figure 8). The slopes provided further support for the direction of the moderated 
relationship. At higher levels of training satisfaction (one SD above the mean), 
psychopathy was found to have a strong predicting impact on innovative work 
behavior, whereas at lower levels of training satisfaction (one SD below the mean), 
the relationship was weakened. As training satisfaction increased, innovative work 
behavior caused by psychopathy increased. Thus, hypothesis H4c was supported, 
establishing that high training satisfaction levels in managers with subclinical 
psychopathy can lead to an increase in their innovative work behavior. 

Figure 8. Conditional effect of psychopathy on innovative work behavior at different 
levels of training satisfaction. 

5. Discussion

Psychological researchers have argued that the dark triad is not always negative
and dark; instead, there are a few positive outcomes of such personalities as well 
(Jonason, Abboud, et al., 2017; Volmer et al., 2016). To study a positive outcome of 
the dark triad, the study proposed that Machiavellianism is positively associated with 
innovative work behavior. This posits that as Machiavellianism increases, an 
individual’s predisposition to behave innovatively at work also increases. The SEM 
analysis of this study supported this hypothesis (β4 = 0.086, p < 0.050). The β 
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coefficient demonstrates that innovative work behavior is affected by 8.6 units when 
there is a 1-unit change in Machiavellianism. Some past studies have established that 
Machiavellian individuals are more creative due to their innate desire to succeed, for 
which they figure out innovative ideas even at the cost of harming others (Hutter et al., 
2015; Jonason et al., 2017; Świeca, 2020). The present research findings were 
therefore consistent with the literature in establishing a positive relationship between 
Machiavellianism and innovative work behavior. Thus, organizations should focus on 
facilitating the innovative capabilities of Machiavellian employees rather than their 
negative behavior. 

Similarly, for the second trait of the triad, the study proposed that narcissism is 
positively associated with innovative work behavior. The SEM analysis of this study 
supported this hypothesis (β5 = 0.223, p < 0.001). The β coefficient demonstrates that 
innovative work behavior is affected by 22.3 units when there is a 1-unit change in 
narcissism. Past studies have established that narcissistic individuals are not only more 
creative but vigorously involved in overall innovation in an organization. This is 
because they primarily have an inflated sense of self and a desire to be the best at any 
cost. This characteristic makes them explore and implement novel ideas at work. Thus, 
the findings of this study have replicated outcomes of past studies in the context of 
Pakistan’s telecommunication sector, a context that has not been studied to test a 
similar model before. The results of this hypothesis are in conformance with studies 
like Wisse et al. (2015), Kusumawardani and Wulansari (2018), Smith and Webster 
(2018), and Yang et al. (2020). Empirical evidence of this study, past literature, and 
theory, therefore, suggests that organizations can reap benefits from narcissistic 
employees in the form of enhanced innovative work behavior. 

Psychopathy, being the third trait of the dark triad, is also proposed to be 
positively associated with innovative work behavior. The SEM analysis of this study 
supported this hypothesis (β6 = 0.118, p < 0.001). The β coefficient demonstrates that 
innovative work behavior is affected by 11.8 units when there is a 1-unit change in 
psychopathy. The reason behind this positive outcome of an otherwise negative 
personality trait is rooted in its basic feature of achieving even impossible goals. This 
characteristic makes them explore and implement novel ideas at work. Thus, the 
results of this study supported the findings of Jonason, Abboud, et al. (2017), who 
found that psychopathy is positively correlated to harm-based creativity and 
innovation. Empirical evidence of this study, past literature, and theory, therefore, 
suggest that organizations can benefit from the increased tendency of managers with 
subclinical psychopathy to behave innovatively at work. This innovative work 
behavior, coupled with their abnormal drive to achieve, can lead to higher productivity. 

Hypothesis H4 has three parts: a, b, and c, each representing one member of the 
dark triad. All three hypotheses H4a, H4b, and H4c proposed that training satisfaction 
can act as a trait activator and moderate the relationship between the dark triad 
(Machiavellianism, narcissism, and psychopathy, respectively) and innovative work 
behavior in such a way that in the presence of training satisfaction, dark triad managers 
become more involved in innovative behavior. The results revealed varied findings. 
The study was unable to find support for two of the hypotheses, H4a and H4b, mainly 
due to the reverse moderation effect. Although their interaction was found to be 
significant (β = −0.115, p < 0.01 and β = −0.125, p < 0.01 respectively), the conditional 
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effects revealed findings opposite to what was proposed in the hypotheses. At high 
levels of training satisfaction, Machiavellianism and narcissism were found to have 
negative relationships with innovative work behavior, whereas, at lower levels of 
training satisfaction, they caused a steady increase in innovative work behavior. These 
results were surprising because the interaction effect reversed the main effects, and the 
predicting effect of Machiavellianism and narcissism on innovative work behavior 
was considerably diminished with increasing levels of training satisfaction. There is 
some, if not a lot, support from the literature to justify these findings. Leonelli et al. 
(2019) found negative relationships between entrepreneurs’ narcissism and startup 
innovation, Yang et al. (2020) established a negative impact of leader narcissism on 
innovation with the moderation of environmental uncertainty. Similarly, Kashmiri et 
al. (2017) determined an indirect relationship between CEO narcissism and firm 
innovation. Thus, our study has replicated these findings in an entirely new and 
different context. Our findings follow the same trends as the research of Wu et al. 
(2019) and Smith and Webster (2019), who also explored moderating mechanisms in 
the dark triad and innovation relationship. These studies also obtained mixed results 
while moderating the impact of all three traits of the dark triad on innovation, creativity, 
and entrepreneurship, respectively. Our study, however, is the first to explore training 
satisfaction as a moderator. 

On the contrary, the SEM analysis yielded support for the third hypothesis, H4c 
(β = 0.142, t = 2.415, p < 0.05). For this hypothesis, not only was the interaction 
significant, but the conditional effects also supported the proposed hypothesis. These 
findings of the moderating role of training satisfaction in the relationship between 
psychopathy and innovative work behavior are in coherence with the Trait Activation 
Theory (Tett and Guterman, 2000). This theory purports that strong situational factors 
activate personality traits that lead individuals with similar traits to perform 
accordingly. Therefore, according to our results, it is likely that a manager’s 
disposition to be a psychopath and ultimately its effect on his innovative work 
behavior can be triggered or enhanced through training satisfaction. Another 
justification for such results is the relevant context of Pakistan’s telecommunication 
sector. It is widely determined that organizational politics limit innovative behaviors 
(Ferris and Hochwarter, 2011). This implies that politics can potentially play a bigger 
part in the failed implementation of novel ideas. This gives an advantage to those who 
are cunning and maleficent, such as corporate psychopaths, because they can easily 
maneuver and handle such politics, whereas people with other traits like 
Machiavellianism and narcissism might not be adept at handling such politics. 
Pakistan’s industry has been found to have a prevalence of unjust organizational 
politics (Rathore et al., 2017). Thus, it can be perceived why the psychopathy trait of 
managers showed innovative work behavior, whereas Machiavellianism and 
narcissism did not. 

Although here Machiavellianism and narcissism responded to moderation effects 
differently than psychopathy, since one of the most deviant members of the triad 
(psychopathy) can be controlled and directed towards an organization’s betterment, 
enhancing training programs and growth opportunities is a key measure in increasing 
productivity through innovation and creativity. Moreover, it is advised that researchers 
should return to theory when interpreting the results and explain them from a 
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theoretical viewpoint. This implies that emphasis should always be placed more on the 
substantial meaning of results in terms of the theoretical underpinnings rather than sole 
statistical significance. Thus, aligning the theory and literature with the results of the 
present study, it is established that organizations can adopt a managerial perspective 
that channels the opportunistic and functional side of dark triad employees in driving 
innovative behavior by satisfying their training needs with relevant growth and 
development opportunities. 

6. Theoretical contributions

First, the findings of this study have significantly contributed to the validation of
Trait activation theory. The buffering effect of trait activator (training satisfaction) on 
predicting IWB in psychopathic employees has further substantiated the theory’s 
arguments and assumptions in a unique context. Second, the study extends the extant 
literature on personality-based antecedents of innovative work behavior. Dark 
personality characteristics, like normal personality traits, have an impact on employee 
behavior. However, to date, there have been very few attempts to study the impact of 
dark triad traits on work behavior (Forsyth et al., 2012). Our efforts have advanced the 
findings of studies like Wisse et al. (2015), Jonason et al. (2015), and Kapoor (2015) 
that have studied negative personality traits as predictors of innovative behavior. 
Lastly, our research has contributed to the overall literature on training and 
development by bringing training satisfaction into scholarly focus. Establishing its 
role in channeling the dark triad towards a productive outcome, i.e., innovative work 
behavior is a worthy contribution to theory. 

7. Practical implications

This research provides imperative findings for practice. It has informed
management of a practical way to handle their employees with Dark Triad traits. It has 
established means for organizations to increase their productivity by optimizing the 
so-called negative personality traits of their employees. Our research can be used by 
management to increase innovative work behavior among their workforce. They can 
identify Dark Triad personalities and train them in a fashion that their unique abilities 
can be put to use. The service industry management provides trainings relevant to the 
departmental mode of functioning. But deriving from the training satisfaction 
literature, the present study argues that the management must ensure the provision of 
trainings that employee desires. Trainings should be tailor-made and customized as 
per the requirements of Dark Triad employees. Only then such employees will be 
satisfied with trainings. Routine and duty-bound training cannot achieve training 
satisfaction in any employee. Therefore, a thorough investigation must be conducted 
to identify what training programs are actually appreciated by the top-level executive 
staff of organizations. 

In light of the study’s findings, it can be suggested that organizations imply 
screening mechanisms for Dark Triad personalities. Recruitment and selection 
decisions can also benefit from the use of such personality screening. This could be 
done through survey-based inventories and checklists or a more professional help can 
be hired. Several scholars have commented on the advantages related to using dark 
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personality traits in selection. However, the management must not tap into the clinical 
traits which could potentially have legal ramifications. It is only the subclinical levels 
that they need to measure. Through this identification of Dark Triad personalities, 
management will be able to provide targeted trainings. 

8. Conclusion

For quite some time now, personality disorders among high-ranking decision-
makers and the upper echelons of organizations have gained increased attention in 
theory as well as in practice. Therefore, our study proposed a holistic framework that 
integrated trait-relevant situational factors (training satisfaction), a negative 
personality model (dark triad), and behavior (innovative work behavior). This study is 
in complete conformance with the literature and theory. We have answered the call for 
research made by Smith and Webster (2019) to explore positive organizational 
outcomes of the dark triad. Through this examination, the study established a positive 
relationship between the Dark Triad and innovative work behavior. The study 
examined training satisfaction as a moderator and found mixed results. Training 
satisfaction moderated the psychopathy and innovative work behavior relationship but 
not Machiavellianism, narcissism, and innovative work behavior relationships. Thus, 
the study concludes that the dark triad can be of benefit to the management, but it 
depends on the intervening mechanisms employed by the management to steer such 
personalities from being harmful. Dark Triad personalities can have elevated 
tendencies to perform innovatively as compared to regular employees. All that 
management needs to do is cleverly utilize these personalities in the best of their 
interests. 

We suggest future studies test more positive outcomes of Dark Triad personalities 
and discover other means to further bring out their positive sides. Our study has a few 
limitations which future studies can work on. First, our sample is restricted to an East 
Asian context where the working culture is different from the West. Perhaps our model 
should be replicated on other unique populations. Second, we did not control for any 
variables in our study. Other studies can include gender comparisons to reveal 
interesting findings. 
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Abstract: This study examined the correlations between highly entangled variables such as 

leadership, work environment, effective communication, reward fairness, and physical 

facilities for faculty members. The data was gathered from faculty members of educational 

institutions in Pakistan using a survey questionnaire, and the sampling method was purposive 

sampling. For this study, data was obtained from a varied group of education professionals 

from several places in Pakistan, each with a distinct degree of education and experience. This 

study demonstrates how independent factors affect faculty performance and can have a further 

impact on organizational productivity. The findings indicated that good organizational 

behavior had a considerable favorable influence on faculty performance. The paper reviews 

significant literature on the proposed factors and makes recommendations for further research. 

Keywords: communication; leadership; physical facilities positive organizational behavior 

(POB); reward and recognition; work culture 

1. Introduction

Positive organizational behavior (POB) is “the study and application of positively
oriented human resource strengths and psychological capacities that can be measured, 
developed, and effectively managed for performance improvement in today’s 
workplace” (Luthans, 2002a). Employee management has evolved from the skill stage, 
where personnel management began in the industrial age, progressing to the human 
resource management age (Luthans, 2002b). Almost all commercial organizations, 
whether profitable or unprofitable, rarely function in stable circumstances. For the 
sustainability of a corporation’s competitive edge, non-imitable assets, which are 
human resources, must be correctly utilized (Barney and Wright, 1998). Leadership 
may be well-defined in a variety of contexts and ways. (Schuler and MacMillan, 1984). 

Almost all definitions of leadership aim to inspire, lead, or encourage an 
individual or group to follow a specific trend. Educational institutions, like any other 
organization, cannot compromise their leadership (Adesola and Baines, 2005). This is 
a system that urges and leads the teachers and other staff members to achieve the 
educational objectives. As with other institutions, the success of an educational 
institution is dependent on the leadership and dedication of all stakeholders (Baines et 
al., 2005). It is always a struggle for organizations to inspire and encourage their 
personnel through rewards, whether intrinsic or extrinsic, to achieve the greatest 
outcomes (Wiersma, 1992). It is difficult and fully challenging since the work 
environment is composite and is made up of a diverse workforce with different 
outlooks for reward and recognition (Hidi, 2016). So, motivating workers and 
enhancing their job motivation requires an in-depth study of individual 
metamorphoses and perceptions of acceptable rewards and incentives, as well as a 
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combination of extrinsic and intrinsic rewards (Eisenberger and Shanock, 2003). 
Fairness in remuneration is essential for motivating and boosting employee 
performance (Jackson et al., 2012). Fair remuneration is critical for motivating and 
improving employee performance (Jasso, 1983). 

The organization should prioritize improving employee performance. To 
investigate the impact of the work environment on employee performance, it is 
necessary to understand organizational values and the many components of employee 
performance. This is because employee performance is significantly influenced by 
their work environment (Brayfield and Crockett, 1955). The work environment is 
portrayed as one of the primary tools for achieving competitive advantage, and it 
differs from others. So, the work environment may be viewed as an independent 
variable that influences many other dependent variables, particularly those that are 
directly connected to employees.  In his landmark book “Human Resources 
Champions,” Ulrich (1997) explains this as follows: “Employee contribution becomes 
a critical business issue because in trying to produce more output with less employee 
input, companies have no choice but to try to engage not only the body but the mind 
and soul of every employee”  (Cameron and Caza, 2004). The basic four D’s 
approach—damage, disease, disorder, and dysfunction—which focuses on preventing 
subpar work, low motivation, unwell-being, bad health, and alienation, is insufficient 
to achieve this goal. A crucial move away from the four D’s, which is where positive 
organizational behavior (POB) originates, is preferable. This particular topic includes 
five POB articles that focus on a wide range of favorably behaving engaged employees 
for the success of the organization (Hur et al., 2016). 

To distinguish POB from other positive methods, it is first necessary to describe 
it properly. By doing so, the focus is drawn to four significant psychological capacity 
reserves that are defined by and meet the POB requirements. These include self-
efficacy, resilience, hope, and optimism (Luthans, 2002b). The rationale for choosing 
these four resources of capabilities and their theoretical development stems from the 
conceptualization of the performance consequences that are employed in 
investigations (A. B. Bakker and Schaufeli, 2008). It was claimed by Luthans (2002b) 
that the inclusion criteria for people with psychological disorders are theoretical and 
research-based, measurable, treatable, and have an impact on performance in the 
workplace. This management-driven view is counterbalanced by Wright (2003) 
arguing that pursuing employee happiness and health as viable goals is the mission of 
POB. As claimed by Zwetsloot and Pot (2004), enhancing employee fitness and 
welfare is becoming a business value of strategic significance. For instance, increasing 
sound “investments” in employees who yield direct economic benefits to the company 
instead of costs, occupational health, and well-being measures. According to this 
viewpoint, a positive business value model of employee health and well-being can 
include the employee-centered opinion of Wright (2003) and the organization-
centered opinion of Luthans (2002a) a strategy that has been dubbed “Integral Health 
Management” (Zwetsloot and Pot, 2004), that creates a win-win scenario for the 
company and its workers. Positive psychology circumstances and human resource 
qualities that are connected to employees’ well-being or performance growth are often 
the focus of POB research (Renwick, 2003). 
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This quantitative study aims to investigate the effects of positive organizational 
behavior on employee performance in Pakistani educational institutions by testing the 
notion of positive organizational behavior. The independent variable in this study is 
“positive organizational behavior,” and the dependent variable is “employee 
performance”. The controlling factors in this study include reward, work culture, 
reward systems, leadership, and physical facilities for college and university 
professors. The major source of data for this survey will be the questionnaire, which 
will be used as a tool for data collection. Establishing a pleasant workplace where 
workers feel at ease and can contribute to the success of the company is known as 
good organizational behavior. Positive reinforcement of employees may foster a 
positive work atmosphere, which in turn helps the organization accomplish its goals 
more efficiently because workers can work more productively in such an environment. 

This study provides the framework to outline the goal and purpose of the research, 
which is based on a thorough understanding of college and university faculty members’ 
experiences with organizational behavior in the context of working with students and 
highly diverse management. The research topics are outlined to provide clarification 
on a few of the terms utilized in this investigation (Harmuth, 1969). In addition, the 
research design, participant selection, data collection, analysis, and interpretation are 
elaborated.  

In Pakistan, positive organizational behavior has received less attention in 
educational institutions. This article will first discuss innovative approaches to 
emphasize positive organizational behavior in Pakistan. Second, as the approach is 
mainly utilized in wealthy nations, there are components of positive organizational 
behavior that have not been considered if it is done in underdeveloped nations. 
Educational institutions that prioritize positive organizational behavior and base their 
decisions on it may achieve enhanced performance. Lastly, the study’s quality 
standards and ethical considerations are elaborated. 

Instead of announcing some new findings about the importance of positivity, as 
positive psychology does, POB highlights the need for more targeted theory 
development, research, and practical application of positive attributes, situations, and 
employee activities in organizations (Youssef, 2007). 

This study will assist in developing effective strategies that will help both 
instructors and students. The sample size consists of 300 faculty members from 
various academic institutions in Pakistan. According to the subject, educational 
institutions will have the chance to focus more on positive organizational behavior. 
The research will produce very useful results that can be applied to any system 
operating in any type of educational setting. It will also help to reduce negative 
behaviors by promoting, valuing, and substituting positive, creative, and productive 
thoughts for negative ones to improve the organization’s capacity for work and 
productivity. 

2. Literature review

The positive organizational behavior (POB) platform, which was developed from
recent publications and is made available here, lays forth the concepts of 
exceptionality, assessment, openness to progress, and application for improving 
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employee performance and leadership efficiency in addition to positivity. The ideas of 
POB must be and are now being experimentally assessed in professional contexts. 
Other applications include cross-cultural entrepreneurship (Luthans and Jensen, 2002) 
human resource development (Luthans and Jensen, 2002), and entrepreneurship. 
Scholars and professionals have concentrated on a constructive technique over time 
for the selection, development, and management of human resources in organizations. 

Positive organizational behavior (POB), the platform that has been derived from 
current articles and offered here sets down the principles not only of positivity, but 
also exceptionality, evaluation, openness to growth, and application for leadership 
efficiency and employee performance development (Koeswayo et al., 2024). POB 
must be currently being empirically evaluated in workplace settings for the thoughts 
of POB and other applications such as cross-culturally, in entrepreneurship, and 
human resource development. Over the years, a positive methodology for choice, 
growth, and management of human resources in organizations has been focused on by 
both scholars and professionals (Haryanto et al., 2023). The benefits are positively 
leveraging a variety of high-performance work in terms of employment, remuneration, 
and motivation. Their fundamental structures, methods, and cultures have also been 
extensively researched and advocated for their support of competitiveness and 
organizational performance (Becker and Huselid, 1998). 

2.1. Leadership behavior 

Leadership behavior is elaborated by Sosik et al. (1997) as the arrangement of 
leaders’ behavior desires, whereas Sadler-Smith et al. (2003) define leadership 
behavior as a chain of attitudes, features, and abilities used by the managers in diverse 
circumstances according to individual and linked to organizational standards. Any 
leader may be more effective in a specific state of affairs but may not emerge as 
effective in diverse circumstances (Fiedler, 1966). The definition of several leadership 
styles that have developed many theories of leadership have been recognized (Bass, 
1999). A procedure in which “leaders and followers raise one another to increase the 
levels of ethics and motivation” is transformational leadership which was described 
by Khanin (2007). This behavior discloses the positive significant relationship which 
is revealed in five aspects of studies on the effect of leadership style and organizational 
assurance (Ahmadimousaabad et al., 2013) The type of leadership behavior and factor 
of commitment can be different from the level of influences (Behrendt et al., 2017). 

H1 = There is a positive relationship between leadership behavior and positive 
organizational behavior. 

H0 = There is no relationship between leadership and positive organizational 
behavior. 

2.2. Work environment 

It is undeniable that a workplace favorable for the well-being of the workers can 
facilitate them to fulfill their responsibilities with high efficiency. Three forms of the 
perceived work environment include technical environment, physical environment, 
and organizational environment leads to high efficiency and effectiveness of the 
institution (James and James, 1989). The importance of a positive and encouraging 
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work environment as in other organizations cannot be denied for educational 
institutions as well (Amabile and Gryskiewicz, 1989). This type of environment has a 
positive effect on the staff’s attitude, behaviors, and mindset. An encouraging work 
environment keeps the morale of staff members high, which is necessary for the 
completion of assigned tasks productively and effectively (Al-Ajez and Hallas, 2011). 
This simple suitable management style and physical modifications can be easily 
incorporated into effective work settings (Iriqat, 2016). When employees have this 
confidence that the organization cares about them, they will respond with higher levels 
of effectiveness and productivity (Tracey et al., 1995). 

H2 = There is a positive association between work environment and positive 
organizational behavior. 

H0 = There is no association between work environment and positive 
organizational behavior. 

2.3. Fairness of rewards 

In organizations where the number workforce is not too large, it is believed that 
a fair reward system is an essential factor that boosts morale and creates good 
relationships between managers and employees. Physical services, benefits, and gains 
of employees are part of employee relationships and are the forms of economic returns 
as Malhotra et al. (2007) define rewards. As Jasso (1983) stated employees provide or 
perform allocated duties by the employers, and in response the employers are also 
supposed to fulfill their promises with satisfactory wages and salaries 
(Hareendrakumar et al., 2020). The scope of organizational culture is stated by using 
the diverse models by organizational scholars (Tanford et al., 2018) and determining 
four possibilities of organizational culture into organizational values, beliefs, norms, 
and predictions. The research by Jackson et al. (2012) reveals the scope of 
organizational culture as organizational structure, organizational safety and the mutual 
obligation of welfare, communications, the conduct of the managers, employees’ 
involvement in making decisions, and additionally, employees’ responses and 
behaviors.  

The capability to accomplish the organization’s main objectives is the desired 
standard enforced by the majority of organizations today to reward their employees. It 
was discussed by Hwang et al. (2019) that, many organizations are incapable of 
inculcating the pleasure of working in accomplishing obligations and responsibilities 
if insufficient rewards are being promised (Haryanto et al., 2023b). Once more, reward 
offers an evident means of endorsing productive struggles and declaring to employees 
the organization’s value and their efforts (Xu et al., 2021). 

H3 = There is a positive correlation between fairness in reward and positive 
organizational behavior. 

H0 = There is no association between fairness in reward and positive 
organizational behavior. 

2.4. Effective communication 

An effective communication system plays a vital role in creating positive 
organizational behavior and can help to increase the productivity of any organization 
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(Quill, 1995). All organizations need a well-defined communication system so that all 
stakeholders of the organization can synchronize and share mutual ideas (Quick and 
Macik-Frey, 2007). An ill-designed communication system can affect an 
organization’s information values and responses, or it may overload it with excessive 
information (Haryanto et al., 2023a). Effective and flexible communications can allow 
companies to meet the demands of different circumstances (Baig et al., 2022). 
Significant to this description are non-rigid outlines of engagements, the skill to 
examine a state, and the capability to select from a social catalog of conducts that are 
most effective and suitable for the circumstances (Hadi et al., 2020). 

Thus, effective communication seems to be a vital part of communication 
capability. People with effective communication are ever more capable, effective, and 
appropriate in communication circumstances (Kalogiannidis, 2020). They are capable 
of adjusting to the stresses of conditions (Musheke and Phiri, 2021). By looking at the 
leadership between effective communication and competence, it can be determined 
that the self-discovery of effective communication was a solid interpreter of personal 
adjustment in any organization (Hung and Lin, 2013). 

H4 = There is a positive association between effective communication and 
positive organizational behavior. 

H0 = There is no correlation between effective communication and positive 
organizational behavior. 

2.5. Physical facilities 

It was realized with time that knowledge delivery is not only conceivable in the 
four walls of the classroom from the teacher to the students, but rather atmosphere that 
offers the platform for perception to be demonstrated, direct experience, and 
improvement of the systematic approaches, abilities, among the individual well-being 
(Asiabaka, 2008). There is a series of literature on the importance of physical facilities 
towards the worth of education at different stages of the learning system, which 
certainly is desirable to the educators and displays the level of creativity and 
commitment of teachers towards effectiveness and productivity of the educational 
Institute (Babatope, 2010). Physical facilities assist the faculty members in doing their 
work in a good manner and support the learners to perform well. In this framework, 
the educational, physical, infrastructural, instructional, and educational amenities used 
are exchangeable, exceeding what is possible when they are not delivered (Wendel‐
Vos et al., 2007). Also, physical facilities are tangible possessions that are facilitated 
to maximize educational productivity in the coaching and learning procedure (Urwick 
and Junaidu, 1991). 

H5 = There is a positive association between physical facilities and positive 
organizational behavior. 

H0 = There is no connection between physical facilities and positive 
organizational behavior. 

2.6. Performance 

The inventiveness, dedication, and ingenuity of employees determine the success 
of the organization. By encouraging enthusiasm and creativity among their workforce 
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and helping them reach their full potential, workers may significantly improve the 
performance of their organizations. POB gives companies the ability to view each 
employee more thoroughly, facilitating a better knowledge of the workforce and a 
strategy for changing employee behavior. Scholars have furnished an abstract 
framework for arranging and integrating their investigations on affirmative 
organizations (Younas et al., 2023). “The study of that which is positive, prosperous, 
and life-giving in organizations” is how POS is defined, which talks about how 
organizations measure their processes and outcomes.  

The term “organizational” describes the basic and relational dynamics that are 
fostered inside and through organizations, with a focus on the environment that might 
lead to successful outcomes. Positive organizational science (POS) refers to the 
rigorous, theoretically based, and scientific examination of positive organizational 
settings (Ogwueleka and Ogbonna, 2018). Like POB but different from positive 
psychology, POS is primarily focused on the job and reaching work-related goals. 
While there is some overlap, POB primarily focuses on the psychological conditions 
and human strengths of individuals that affect employee performance (Luthans, 2002a) 
whereas POS primarily worries about the organizational framework’s positive 
attributes that influence employees’ well-being (Younas et al., 2023). This particular 
issue indirectly impacts the transition between POB and POS because it combines a 
positive organizational viewpoint (POS) with a positive individual perception (POB) 
to the fullest extent possible (Bakker and Schaufeli, 2008). 

H6 = There is a positive association between positive organizational behavior and 
employee performance. 

H0 = There is no association between positive organizational behavior and 
employee performance. 

2.7. Theory of positive organizational behavior 

POB is relatively a new theory in the area of organizational behavior whose focus 
is positive attributes and outcomes in organizations. It is grounded in positive 
psychology principles (Luthans, 2002a), which emphasize strengths, virtues, and 
factors that contribute to individual and organizational productivity, this theory 
explores factors like positive emotions, hope, resilience, strength-based development, 
efficacy, employee well-being, positive relationships, OCB, and so on. (Luthans and 
Youssef, 2007). 

This theory helps create a positive work environment by focusing on strengths 
and positivity rather than solely addressing problems and weaknesses. Fred Luthans, 
Kim Cameron, Jane Dutton, Adam Grant, and Martin Seligman worked to develop the 
theory of positive organizational behavior (Cunha et al., 2020). Figure 1 below shows 
the theoretical framework of this study. 
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Figure 1. Theoretical framework. 

3. Research methodology

The positivist paradigm forms the basis of this suggested study, which seems
appropriate for this study. A quantitative research approach was used, which uses a 
cross-sectional design to gather primary data quantitatively through the use of a 
quantitative research technique (Park et al., 2020). Models, ideas, and hypotheses are 
frequently developed using a quantitative research technique. The specification and 
accuracy of the results will be improved by incorporating numerical data (Runfola et 
al., 2017). Faculty members were the intended group for this study, which focused on 
educational institutions. There were 300 people in the sample. A straightforward 
random sample method was used based on probability sampling techniques. 7 Items 
LMX leadership scale, 7 items work environment scale, 10 items scale for fairness in 
rewards, 8 items scale for effective communication, 9 items scale for physical facilities, 
14 items scale for positive organizational behavior, and 10 items scale were used to 
measure the performance. 

A self-administered, closed-ended online questionnaire was used to gather data. 
A 5-point Likert scale was employed to gather the data. 

3.1. Data analysis 

For data analysis, SPSS was used. After the data collection and data cleaning 
process was completed, the collected data was inputted into SPSS for further analysis. 
Cronbach Alpha is calculated with the use of SPSS for factor analysis to measure 
reliability and internal consistency (Bonett and Wright, 2015). After applying the 
Cronbach Alpha to all factors, the value of every factor is greater than 0.07 
(Christmann and Van Aelst, 2006), which shows that all the factors used in the 
questionnaire are reliable as shown in Table 1 below. 

As shown in the table, the value of alpha for all variables is greater than 0.70 
which shows that all the items of the questionnaire are reliable, so the data collected 
through the questionnaire is reliable for further analysis. 
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Table 1. Reliability test. 

Sample Size N Items Alpha 

Leadership Behavior 300 7 0.783 

Work Environment 300 7 0.790 

Fairness in Rewards 300 7 0.904 

Effective Communication 300 8 0.941 

Physical Facilities 300 7 0.876 

POB 300 12 0.961 

Performance 300 8 0.938 

Table 2 below shows the demographic profiles of the respondents. 

Table 2. Demographic profiles of respondents. 

Data Frequency %age 

Gender 

Male 203 68.7% 

Female 94 31.3% 

Age 

20 Years or Less 2 0.7% 

21–30 Years 128 42.7% 

31–40 Years 122 40.7% 

45 Years Plus 48 16.0% 

Qualification 

Masters 86 28.7% 

M. Phil/MS 152 50.7% 

PHD 56 18.7% 

Others 6 2.0% 

Designation 

Lecturer or Less 124 41.3% 

Asst. Prof 52 17.3% 

Associate Prof. 16 5.3% 

Prof 10 3.3% 

Others 58 32.7% 

Experience 

5 Years or Less 144 48.0% 

6 Years–10 Years 46 15.3% 

11 Years–15 Years 30 10.0% 

15 Years Plus 62 20.7% 

Others 18 6.0% 

This table shows that the total number of respondents is 300 of which 203 are 
males and 97 are females, indicating the percentage of the respondents as 68.7% male 
and 31.3% female. The next variable age shows that the respondents aged 20 or less 
are 2, 21–30 are 128, 31–40 are 122, and above 45 are 48. The percentage of 
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respondents aged below 20 or less is 0.7%, 21–30 is 42.7%, 31–40 is 40.7%, and above 
45 is 16%. The next variable qualification shows that the respondents with Masters 
are 86, M. Phil/ MS are 152, PHD are 56 and others are 6. The percentage of 
respondents who have a Master’s is 28.7%, M.Phil./MS is 50.7%, PHD is 18.7%, and 
others are 2.0%. The next variable shows that the respondent’s designation of lecturers 
or less is 124, Ass. Prof is 52, Associate Prof. is 16, Prof is 10 and others are 58. The 
percentage of respondents who are lecturers or less is 41.3%, Asst. Prof is 17.3%, 
Associate Prof is 5.3%, Prof is 3.3% and others is 32.0%. The next variable shows that 
the respondent’s experience of 5 years or less is 144, 6–10 are 46, 11–15 are 30, 15 
years plus are 62 and others are 18. The percentage of respondents with experience of 
5 years or less is 48.0%, 6–10 is 15.3%, 11–15 is 10.0%, 15 years plus is 20.7% and 
others are 6.0%.  

4. Results

4.1. Correlation analysis 

A correlation analysis is conducted to determine the relation between the different 
variables selected for the study (Cohen et al., 2013). The tabular representation is 
given in Table 3 below. The table shows that leadership behavior has a positive 
moderate correlation with work performance by a value of 0.062 at the significance 
level of 0.452, the work environment has a positive perfect correlation with 
performance with a value of 0.574 at a significant level of 0.000, fairness of reward 
has a positive correlation with performance with the value of 0.481 at a significant 
level of 0.000, effective communication has a positive correlation with performance 
with a value of 0.570 at the significant level of 0.000, physical facilities have a positive 
correlation with performance with a value of 0.495 at the significant level of 0.000, 
and positive organizational behavior has a positive correlation with performance with 
a value of  0.650 at the significant level of 0.000. 

Table 3. Correlation analysis. 

Leadership Behavior 
Work 
Environment 

Fairness Of 
Reward 

Effective 
Communication 

Physical 
Facilities 

POB Performance 

Leadership Behavior 1 0.415** 0.389** 0.344** 0.262** 0.283** 0.062 

Work Environment 1 0.704** 0.730** 0.655** 0.734** 0.574** 

Fairness Of Reward 1 0.770** 0.703** 0.833** 0.481** 

Effective Communication 1 0.666** 0.826** 0.570** 

Physical Facilities 1 0.766** 0.495** 

POB 1 0.650** 

Performance 1 

**Significant at 0.01 level of significance. 

4.2. Regression analysis 

The results as given below show that all the hypotheses are supported and it is 
seen that POB positively influenced the performance of the employees in the academic 
institutions, from the model 1 it can be seen that the value of (ΔR2= 0.074, β = 0.283 
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where P < 0.05) this shows that leadership behavior positively associated with positive 
organizational behavior. Model 2 (ΔR2 = 0.536, β = 0.734 where P < 0.05) shows that 
the work environment is positively associated with positive organizational behavior. 
Model 3 (ΔR2 = 0.692, β = 0.833 where P < 0.05) shows that fairness in rewards is 
positively associated with positive organizational behavior. Model 4 (ΔR2 = 0.681, β 
= 0.826 where P < 0.05) shows that effective communication is positively associated 
with positive organizational behavior. Model 5 (ΔR2 = 0.583, β = 0.766 where P < 
0.05) shows that physical facilities are positively associated with positive 
organizational behavior. Model 6 (ΔR2 = 0.419, β = 0.650 where P < 0.05) shows that 
positive organizational behavior is positively associated with employee performance. 
Table 4 below shows the multiple regression analysis. 

Table 4. Multiple regression. 

Model Dependent Independent R² ΔR² β 

1 POB CVs + LB 0.080 0.074 0.283 

2 POB CVs + WE 0.539 0.536 0.734 

3 POB CVs + FIR 0.694 0.692 0.833 

4 POB CVs + EC 0.683 0.681 0.826 

5 POB CVs + PF 0.586 0.583 0.766 

6 Performance CVs + POB 0.423 0.419 0.650 

*Significant at 0.05 level of significance.
CV = Control Variables; (Gender, Age, Qualification, Designation, Experience). 
LB = Leadership Behavior; WE = Work Environment; FIR = Fairness in Rewards; EC = Effective 
Communication; PF = Physical Facilities; POB = Positive Organizational Behavior. 

Table 5 below shows the summary of all hypotheses. The results above show that 
all hypotheses are accepted, as all the values are significant at a significant level of 
0.05. 

Table 5. Hypotheses summary. 

Hypothesis P-Value R2 Out-Com 

There is a positive relationship between leadership behavior and positive organizational behavior 0.000 0.080 Accepted 

There is a positive relationship between work environment and positive organizational behavior 0.000 0.539 Accepted 

There is a positive relationship between communication and positive organizational behavior 0.000 0.694 Accepted 

There is a positive relationship between fairness in reward and positive organizational behavior 0.000 0.683 Accepted 

There is a positive relationship between physical facilities and positive organizational behavior 0.000 0.586 Accepted 

There is a positive relationship between positive organizational behavior and employee performance 0.000 0.423 Accepted 

5. Discussion

As was previously said, workers are positively and directly impacted by
leadership behavior, the work environment, rewards equity, effective communication, 
and physical facilities. The effectiveness of educational institutions is positively 
impacted by both positive and good organizational behavior. Additionally, the 
findings of the statistical study mentioned above demonstrate a favorable link between 
them. Regarding earlier studies, a large number of them concentrated on the beneficial 
relationship between performance and positive organizational behavior. According to 
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earlier research, this field of study comprises (Luthans and Youssef, 2007) positive 
organizational behavior in thriving organizations. It is evident that positive 
organizational behavior significantly improves faculty performance at universities and 
colleges when comparing the findings of this study with those of the researcher. 
Therefore, the independent and dependent variables have a direct and positive 
connection. 

As discussed earlier, leadership behavior, work environment, fairness of rewards, 
effective communication, and physical facilities have a positive and direct impact on 
positive organizational behavior in the performance of educational institutions. The 
above statistical analysis and its results also show that there is a positive correlation 
between them. As far as previous research is concerned, many researches focused on 
the positive correlation between positive organizational behavior and performance, 
Previous research studies show that positive organizational behavior is present in 
flourishing organizations (Luthans and Youssef, 2007). By comparing the results of 
this study with the researcher’s results, then it would be clear that positive 
organizational behavior effectively helps to enhance the performance of faculty 
members at universities and colleges. So there is a direct positive relationship between 
independent and dependent variables. 

Leadership behavior has a positive impact on POB because it helps managers to 
improve their leadership behavior which ultimately has a positive effect on employee 
performance. The work environment has a great influence on POB as a positive work 
environment can improve performance, while in contrast, a negative work 
environment can lead the organization towards low performance. From the above 
statistical analysis, it is clear that the work environment has a great impact on POB 
and employee performance as well. 

Fairness of rewards is also another important independent variable that can help 
immensely build up POB behavior. It is clear from the above correlation and 
regression analysis that fairness in rewards has a great impact on POB and employee 
performance. 

Effective communication has a great influence on POB as shown by the above 
correlation and regression analysis Organizations with effective communication 
behave more positively which results in improved organizational output, rather than 
those having ineffective communication. 

Physical facilities also play an important role in building up a positive culture in 
any organization as shown by the above regression and correction analysis. From the 
above statistical analysis of regression and correlation, there is a strong correlation 
between independent variables (leadership Behavior, work environment, fairness of 
rewards, effective communication, physical facilities) with POB and dependent 
variable (performance). The challenge is to implement properly the above properties 
in an institute at a particular time which will be helpful to enhance the performance of 
the employees which can lead the institute towards success and prosperity. 

6. Future research directions

In this study, only faculty members were focused so it is suggested that future
research should be done for management and other staff as well to give a clear picture 
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of positive organizational behavior’s impact on the whole institute. This study can also 
be replicated to find out the positive organizational behavior in the school system. 
Each variable in this study can be studied separately in-depth. There are many other 
variables also which can also be used to measure the impact of POB on performance 
like emotions, power, organizational conflict, and so on. These variables can be 
considered for future research. 

7. Conclusion

This comprehensive investigation of operations, encompassing leadership
behavior, work environment, effective communication, fairness in rewards, and 
physical facilities, has uncovered valuable insights into non-profit organizations like 
academic institutions. The findings of this study elaborate interplay between these 
critical factors which can impact the performance of personnel at academic institutions. 

A cornerstone leadership behavior provides direction and guidance that is crucial 
for organizational success. A more conducive work environment fosters a sense of 
belonging and facilitates productivity among all team members. Clarity in roles, tasks, 
and expectations can be effectively managed by effective communication skills. A 
culture of recognition, motivation, and equity can be maintained by ensuring the 
fairness in rewards system. Adequate physical facilities are necessary for the smooth 
functioning of operations and the well-being of the employees. 

The pivotal role of POB as a mediator that promotes positivity, resilience, and 
well-being of the employees, catalyzing the enhancement and flourishing performance 
of the employees. Strategically addressing all these areas in an organization can create 
a nurturing ecosystem conducive to employee satisfaction and growth, and ultimately, 
improve the outcome of the whole system. 
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Abstract: According to official data, modern Russia has the lowest unemployment rate. 

However, there is still a huge contingent of hidden unemployment, many times higher than the 

official level. This situation is paradoxically combined with an acute and continuously growing 

shortage of qualified production personnel. Using a lot of factual material, the author reveals 

the causes of this phenomenon. The main one is the depopulation of the indigenous population, 

which is being replaced by people of other ethnic groups with the lowest qualification level. 

At the same time, due to the destruction (“optimization”) of the education system, the 

intellectual and qualification level of the indigenous population is continuously decreasing. 

The other is the various types and waves of growing emigration of “brains” and “golden hands.” 

As a result, for more than thirty years, the contingent of old engineering and technical personnel 

has exhausted itself, while new ones have not been trained in the required volume and quality. 

A huge personnel “hole” has formed. The author proposes to close this “hole” on the basis of 

a radical reorientation of the entire Russian education system, starting with kindergarten, 

school, etc. It is also necessary to reformat the public consciousness accordingly, especially the 

mass consciousness of young people. 

Keywords: shortage of personnel; depopulation; emigration; “brain drain”; education system; 

technical illiteracy; degradation 

1. Problem statement

In recent years, the shortage of personnel has gradually become the main problem
of the Russian economy. The demand for qualified personnel in the productive sector 
has increased to the greatest extent. For example, in 2023 alone, the need for working 
specialties (primarily installers, turners, welders, builders, and others) increased 
almost 1.5 times [Institute of Economic Policy named after Gaidar (IEP) (2023)]. 
Designers and engineering workers are also in high demand. They have very 
thoroughly displaced IT specialists in the list of the most sought-after professions. 

There are many versions regarding the causes of the situation. Their characteristic 
feature is a local approach to the consideration of the problem, the limited scale of its 
vision, and the “market” narrowness of the factual and analytical apparatus (Travkin, 
2024). It seems advisable to consider the problem in a broader context. First of all, 
let’s pay attention to the specifics of Russian unemployment as an associated 
phenomenon of employment. 

2. About unemployment in Russia

2.1. The official approach 

Describing the state of the Russian economy, government representatives 
consistently point to the record low unemployment rate for all the years of “democracy” 
as the most convincing indicator of its success. Indeed, according to Rosstat, as of 
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November 2023, the number of unemployed in Russia amounted to 2.2 million people 
or 2.9% of the total working-age population, the rest of which (74.1 million) according 
to the classification of the same Rosstat, it was defined very vaguely as “engaged in 
economic activity.” 

However, senior officials among the outstanding achievements of economic 
development necessarily include an even more convincing indicator, as it seems to 
them, the number of unemployed registered in employment centers, which as of 
November 2023 was 504 thousand people (0.6%). For example, Deputy Prime 
Minister of the Russian Federation T. Golikova often uses it in his speeches. She is 
not at all embarrassed that the vast majority (almost 80%) of the real unemployed are 
not registered in these centers. The ridiculously low amounts of benefits that people 
can receive in these centers (they are several times less than the subsistence minimum), 
combined with a lot of formalities and meaningless obligations, do not attract them 
there at all. As a result, a very convenient indicator for demonstrating economic 
“success” arises. 

The manipulative possibilities of both indicators are quite obvious. Indeed, in the 
mass consciousness, the “unemployed” and the “employed” coexist as communicating 
vessels. According to this view, a reduction in the number of some automatically leads 
to an increase in the number of others. Juggling such insignificant values of the number 
of unemployed in the mass information space, representatives of government 
structures form a positive picture of complete well-being in the economy for the 
average person who is not inclined to reflection. 

2.2. The structure and causes of unemployment in Russia 

However, in reality, the picture looks somewhat different. Let’s take a closer look 
at the structure of Russian unemployment and its underlying causes. 

It is quite obvious that the reduction in the number of unemployed was influenced 
and is influenced primarily by mass demographic processes: the depopulation of the 
indigenous population, which began immediately with the onset of “democracy,” the 
supermortality caused by events related to the so-called “coronavirus pandemic” of 
2020–2022, the mobilization of September 2022 and the departure of hundreds of 
thousands of men for contract service. There is a sharply increased flow of emigration 
of highly qualified specialists and many others, but all these processes in no way 
characterize the activities of the authorities to improve the sphere of the economy. 

In this regard, it should be noted that both indicators, unlike many other Rosstat 
data, are objective and reliable, since the first (the number of unemployed) is provided 
by conducting surveys on large (up to 77 thousand) representative samples in strict 
accordance with the methodology of the International Labor Organization (ILO), and 
the second represents the total value of information from employment centers. 
However, the use of these indicators as self-sufficient, out of context, and in isolation 
from other indicators characterizing the sphere of work, is completely incorrect. 

The fact is that according to the ILO methodology, the unemployed include 
people who do not have a job or a profitable occupation, and who are looking for work 
and are ready to start right away. Those who were transferred to a shortened working 
week, sent on simple and unpaid leave, etc., do not fall into the category of 
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unemployed. According to Rosstat, at the end of 2022, there were 4.24 million such 
people. That is, these are those people who are officially registered at work, but do not 
perform their functions and do not have the opportunity to fully realize their workforce. 
In fact, these are the hidden unemployed, although formally they fully correspond to 
the category of “engaged in economic activity.” Their number is not recorded by any 
structure, but, undoubtedly, their share is very significant. The particularly rapid 
growth of this category of unemployed began in February 2022. Already in the middle 
of 2022, the Center for Strategic Research (CSR) determined that with the departure 
of foreign companies from the Russian market, at least 350 thousand jobs would be 
put at risk (Kommersant, 2022). But at the end of the same year, assessing the 
prospects for further exodus of foreign business from Russia, experts predicted that 
the number of unemployed should increase to 5 million people by the end of 2023 
(Pavlova, 2022). 

This category of unemployed can be conditionally classified as “new.” However, 
there is a fairly large category of unemployed, the emergence of which is due to the 
ongoing “reforms” of the entire socio-economic sphere. In the economy, in particular, 
in the process of destruction (“reformation”) of the most important productive 
industries (machine tool construction, mechanical engineering, aircraft construction, 
production of electronic and electrical equipment, pharmaceuticals, and further on the 
list), new high-tech jobs equivalent to those destroyed were not created. As a result, 
people who lost the opportunity to work in accordance with their abilities and 
professional skills tried (and are still trying) to find other ways to earn money. Some 
of them have realized their intellectual potential and creative abilities outside their 
native country, contributing to the innovative development of other countries. Others 
have tried to integrate into the natural (retail) market element—mostly unsuccessfully. 
Someone decided to die out of desperation (according to WHO data for 2023, Russia 
is among the top ten countries with the highest suicide rate, neighboring the Central 
African Republic and South Korea in this ranking. At the same time, the suicide rate 
in men is 6.5 times higher than in women, so the Russian Federation occupies a strong 
1st place in the number of suicides among men.). However, the vast majority of these 
people join the ranks of a relatively new and steadily growing social group of the 
population—the precariat, which can quite rightly be considered as one of the bright 
“achievements” of the “democratic” path of “development” of Russia (Toshchenko et 
al., 2022). 

The precariat (from Latin precfrium “unstable, insecure” and “proletariat”—a 
social class alienated from the results of labor and exploited in the interests of the 
ruling class; in English transcription, precariat means fragile) is a fairly new class in 
modern capitalist society. Unlike the proletariat, the precariat is not only alienated 
from the results of its labor but also from the entire society. He is fully experiencing a 
special, sophisticated form of oppression. Citizens in this category do not have fully 
guaranteed employment. They are forced to take on any temporary, often casual job, 
which, as a rule, does not always correspond to their professional abilities. This puts 
them in front of the need to constantly master new, unusual skills and abilities, the 
inevitable consequence of which is deprofessionalization. As a result, their income is 
unstable, they have weak social security (there is practically none), they are deprived 
of many social guarantees, and their financial situation is extremely unstable. But all 
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of them correspond to the Rosstat formulation “engaged in economic activity.” 
The most active, creative part of the precariat (for the most part, these are quite 

young age groups) invents various “innovative” schemes for legal money-making, 
thereby gaining the status of self-employed. Government agencies in every possible 
way promote this particular way of overcoming unemployment, however, without 
creating any incentive mechanisms for this (material, financial, technological 
advantages, any benefits, etc.). The main areas of activity of the self-employed are taxi 
services, apartment landlords, tutoring, construction, home craftsmen (plumbers, 
electricians, repairmen, etc.), child care, sick people, delivery of goods, etc. These 
types of work can only be qualified as “economic activity” very, very conditionally, 
after all, there is no socially useful product as a result of this “activity,” exclusively 
personal services. The vast majority of people are engaged in these types of work not 
by vocation or out of any high professional principles, but out of desperation, because 
of the inability to earn a living in any other way. Therefore, it is more legitimate to 
call self-employment a rather crude form of masking unemployment. 

According to the Federal Tax Service, as of November 2023, 9 million self-
employed people were registered and their number is constantly growing: more than 
8.5 thousand people are registered as self-employed every day (The Federal Tax 
Service (FTS) of Russia, 2023). However, according to experts, the real number of 
this population group (including unregistered ones) is at least two to three times larger 
and reaches 30 million people. 

As you can see, Russian unemployment is a very complex, multifactorial, and 
contradictory phenomenon. It is impossible to give an exhaustive picture of it with the 
help of the two indicators discussed above, many millions of really unemployed people 
remain outside their instrumental sensitivity, whose involvement in “economic 
activity” is highly questionable. 

3. The phenomenon of staff shortage

Therefore, the fact that we have established that there is a huge and rather rapidly
growing number of unemployed in the country is paradoxically combined with another 
process, which is extremely difficult to attribute to positive ones. The fact is that in 
recent years (about five years), the most important problems of the country include the 
problem of an acute shortage of workers (namely, workers, productive) personnel, 
especially qualified personnel. Moreover, according to estimates by both theorists and 
practitioners of the issue, the relevance of this problem is not only not decreasing, on 
the contrary, has a distinct tendency to worsen: in January 2024, 53% of heads of 
industrial enterprises indicated a shortage of personnel as the main problem 
(Kommersant, 2024). This means that the unemployed for the most part are not a 
resource for the labor market. The reasons for this paradox are discussed as follows. 

3.1. The reasons for the shortage of personnel 

3.1.1. Depopulation of the indigenous population  

The first and most common factor is the catastrophic decline in the number of 
indigenous people. The process of depopulation (extinction) was launched 
immediately after the establishment of “democracy” in the country. This is clearly 
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seen in Figure 1. 

Figure 1. Dynamics of the Russian population from 1970 to 2030 (forecast). 
Source: Rosstat. 

In the left (light) its part shows the growth of the population of Russia (RSFSR) 
from 1970 to 1991. During this period, the population steadily increased by about 1 
million people per year. The right (gray) part of the figure shows three graphs. The 
upper (straight line) is a forecast of the most likely population dynamics made by the 
USSR State Statistics Committee, which is an extrapolation of the previous twenty-
year trend for the future, assuming that no extraordinary disturbing events will occur. 
According to this forecast, 173 million people should live in Russia in 2024. 

But such an event happened—“democracy” came, the population began to 
decline rapidly, and, according to Rosstat, on 1 January 2024, 146.2 million people 
lived in Russia (this is with Crimea, which was not part of the RSFSR. Therefore, for 
the purity of the comparison, it is necessary to subtract 2.7 million people from the 
Rosstat data). 

The average graph (with dots) gives an idea of the dynamics of the population of 
the Russian Federation since 1992. The lower graph (solid line) shows the change in 
the number of indigenous people, excluding legally imported immigrants who have 
received Russian citizenship. It shows that there are 132 million indigenous people 
left in 2024. 

This means that the authorities, in order to overcome the demographic 
catastrophe, instead of creating conditions for the normal (natural) reproduction of 
their population, officially implement a policy of replacing the indigenous population 
under the guise of “compensation for demographic losses.” It is replaced mainly by 
representatives of radically different ethnic groups (Tajiks, Uzbeks, Kazakhs, Kyrgyz, 
etc.) with cultural and confessional traditions alien to the Russian people and 
civilizationally incompatible. But it is quite obvious that a dead (or unborn) Russian 
cannot be compensated in any way by a living Tajik, he can only replace him. 1–2 
million of these immigrants are legally imported into the Russian Federation per year, 
and 2–3 times more enter the country illegally. These are mainly men aged 20–45, the 
vast majority of whom do not speak Russian and have the lowest professional level. 
Since 2024, due to the fact that the possibilities of importing immigrants from Central 

Dynamics of the Russian population from 1970 to 2030 (forecast)
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Asia and the South Caucasus have decreased, it was decided to populate the rural lands 
of Russia devastated by the “reforms” with Africans even further removed from 
Russian traditions and culture (Samsonov, 2023). The share of this immigration 
component in the total population of the Russian Federation is constantly growing. 
But there is no reason to consider all these “substitute” people as a resource of skilled 
labor. 

The indigenous population of the Russian Federation, on the contrary, is rapidly 
declining, and judging by the dynamics of the total fertility rate (currently it is 
officially 1.4, but in the central regions of the Russian Federation it is in the range of 
1.2–1.3), no positive changes are expected in the foreseeable future. Along with the 
“natural” population decline, the country is losing people from, for example, events 
such as the fight against the so-called “pandemic,” as a result of which the 
supermortality amounted to about 1 million people. 

3.1.2. Emigration of intellectual personnel  

In addition to the “natural” decline in the population, the flow of citizens 
emigrating from the country for various reasons is growing. According to independent 
researchers, for the period from 2000 to 2020. About 5 million people left Russia. The 
flow of emigrants has been steadily growing since 2006, and in recent years the 
country has been losing about 300 thousand annually (Shirmanova and Kokourova, 
2022). 

It is easy to understand that the best people with high intellectual, professional, 
and creative potential are leaving. And this is indirectly confirmed by objective data. 
Among these five million, 55% are aged 30–40 years, 92% of them have higher 
education (31% in the Russian Federation as a whole), and 14% have an academic 
degree (1% in the Russian Federation). At places of permanent residence, a third of 
them work for themselves (company owner, entrepreneur, freelancer), half—in their 
existing specialty. In general, they are very successful in contributing to the 
comprehensive innovative development of those countries that have given them the 
opportunity to unleash their creative abilities. These are precisely the qualified 
personnel that modern Russia so badly needs. 

This stream of emigrants can be classified as stationary. However, along with it, 
there are emigrant “waves” caused by various extraordinary socio-economic, political, 
etc. circumstances. 

For example, in the first two weeks after the announcement of partial 
mobilization (21 September 2022), about 700 thousand people left Russia (Evseeva, 
2022). As the intensive outflow of citizens from Russia continued, for the period of 
May 2023, the British Ministry of Defense estimated its total number at 1.3 million 
people (TIME, 2023). 

There are also more extravagant estimates, according to which about 10 million 
people left the country in 2022 alone in connection with the SVO (special military 
operation) (Sakhnin, 2022). 

We emphasize that 90% of this wave of emigration from Russia consists of young, 
strong, self-confident men from 20 to 40–45 years old, that is, the most active socio-
demographic group in the labor market (Babichev, 2023). If we summarize the 
assessments of experts of the qualitative composition of those who left, then in general 
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they are mainly from big cities, on average younger, with better education, and better 
financial situation than those who stayed. Some parts of this migration flow have 
returned. But it is not known how many of these returned, for how long they returned: 
there is no reliable information. 

There is every reason to assert that the resource potential, including professional 
and qualification potential, of those leaving Russia is higher than that of the 
corresponding remaining social groups. Indirectly, this is confirmed by the fact that 
many who left were able not only to find work in places of emigration but also to open 
their own business. 

As can be seen, the authorities, following some perverse logic, have created 
“effective” technologies and appropriate conditions through which they systematically 
encourage the most qualified citizens (“brains” and “golden hands”) to leave the 
country and replace them with people capable of performing only primitive physical 
work. 

4. Deindustrialization and its consequences

Undoubtedly, there are many talented, unique, highly professional specialists in
the remaining indigenous population. However, there are a number of quite significant 
factors that together will lead to the fact that their number will steadily decrease, and 
some of them will also inevitably leave their homeland. The most important of them 
should include deindustrialization, which was carried out with phenomenal diligence 
in the country by the authorities immediately after the establishment of “democracy.” 

In the era of “post-industrialism,” the so-called “information society” has come. 
In fact, both terms (in conjunction with the “knowledge economy”) are nothing more 
than science—like dummies, decorative deceptions designed to brainwash ordinary 
people who are not used to reflection, so that they are not very upset that they have 
been deprived of the fundamental basis of their lives—the productive sphere, industry. 
So that it does not immediately reach their consciousness that the basis of everything 
has been destroyed—the production of means of production, that the products and 
things necessary for their life are not printed on printers, but are now produced not in 
their homeland, but in factories and factories in modern workshops of the world—
China and India, as well as in other countries. 

Deindustrialization, in addition to its direct purpose (the transfer of a country 
from the status of a self-sufficient sovereign political entity to a state of a full-fledged 
raw material colony), has many side effects no less harmful. In particular, it radically 
changes the quality of people themselves. The people of industrial society are 
overwhelmingly versatile and professionally literate, intelligent, and skillful. They can 
easily cope with any household problems. In a country without industry, most people 
are inept, besotted with liberoid delirium, easily indoctrinated, and therefore inevitably 
dependent. Any household malfunction (electrics, plumbing, interior, etc.) is an 
insurmountable problem for them, which requires a specialist to eliminate. These 
people gradually atrophy their production skills—the ability to do useful things, not 
even super-complicated, but elementary, simple ones. In today’s Russia, even nails 
have already forgotten how to make, and toothpicks are brought from China. The 
country is no longer able to build a complete technological production cycle for any 
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complex product. The only thing that is still possible is the creation of assembly 
appendages of subsidiaries of international TNCs. But they are also leaving Russia. 
The process is proceeding quite rapidly according to the following scheme: 
deindustrialization → derationalization → degradation → debilitation. 

4.1. Denationalization 

A clear manifestation of denationalization is the abundance of previously not very 
popular and significant professions: lawyers, accountants (in general, financiers), 
economists, various kinds of “managers,” etc. The same number should include 
numerous populations of designers, marketers, developers, startups, psychologists, 
and various office workers, as well as representatives of the so-called “creative” 
professions—journalists, political scientists, image makers, bloggers, etc. other 
fighters of the conversational-boltological genre. Despite the significant differences in 
the subject of their activities, they are united by one important circumstance: the lack 
of a useful socially significant result “at the exit,” everything goes “to the whistle.” It 
is quite obvious that it is not possible to make that “breakthrough” to a new 
technological level, which has been included as a mandatory attribute in all election 
promises of government officials for two decades, with this personnel contingent. 

The professions of engineers, the professions of workers, that is, those people 
who design and create real socially useful and necessary values, as well as the work 
of scientists, scientists, researchers who, in principle, can calculate and scientifically 
substantiate the optimal ways to implement this “breakthrough”, in a Russian 
deindustrialized society is not in price. Only in the last two years (2023–2024), when 
there was an urgent need to increase the volume of military production in connection 
with ITS, some high engineering positions and a small number of working specialties 
(in very remote areas from the center) entered the top ten relatively well-paid 
professions, taking 9th and 10th respectively places (Sokolova, 2023). Before that, 
none of these professions were included in the rating ranks at all, which meant (and 
still means) the extremely low level of remuneration for their owners. This is the 
specificity of economic priorities in modern Russia. 

4.2. Degradation of education 

In full compliance with the requirements of economic “development” in the new 
market conditions, the Russian education system has also been transformed. If in the 
USSR educational institutions trained not consumer clients, but specialists who are 
able to creatively participate in the production of a socially useful product, then the 
Russian education system currently represents an extremely effective conveyor belt 
for the production of qualified consumers and amazingly successfully solves the 
problems of degradation and debilitation of trainees. This is confirmed, in particular, 
by the results of the participation of Russian schoolchildren in international studies. 

Nine-year-old Russian children who have not yet lost their natural intellectual 
abilities in the process of initial “learning” show excellent results in international 
studies of the quality of education. They occupy the first place along with Singapore 
and other leading countries in the field of education. However, fifteen-year-old 
Russian schoolchildren in terms of functional literacy in reading, mathematics and 
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natural sciences have shown the lowest results in Europe over the past 20 years: they 
occupy places in the fourth to fifth tens. Only 2% of Russian students have the ability 
to understand complex texts, objectively analyze the information presented, and 
formulate hypotheses and conclusions (Vetrova, 2016). 

The current aggressively destructive system of Russian school education, 
functioning according to the scheme of a business project, in every possible way, 
displaces from the school environment those teachers and educators who are trying to 
preserve the principles and methods of classical education and upbringing intact. This 
largely explains the fact that, according to the Ministry of Education, 193.5 thousand 
teachers left schools in 2023 alone (Ministry of Education of the Russian Federation, 
2024). This is despite the fact that there are chronically not enough teachers in many 
disciplines. This means that no improvement in the quality of graduates of Russian 
schools can be expected in the foreseeable future. 

By accepting such “material” from school at the “entrance,” the Russian higher 
education system is forced to solve a rather exotic task: to provide higher education to 
those who, in fact, do not have secondary education. Strangely enough, the task is 
successfully solved in the conditions of the “market” model. The fact is that Russian 
universities under this model have been turned into educational supermarkets: 
applicants pay money, and the university sells them, according to the tax, educational 
services—a certain set of “competencies.” The educational process is imitated so 
thoroughly and so similar to the real one that graduates—bachelors and masters—
continue to live for a long time in the world of the illusion that they have received 
some kind of (higher) education. 

Of course, there are a certain number of specialized schools and a dozen and a 
half or two universities where students receive a fairly high-quality education. But the 
share of graduates of these institutions in the total mass of graduates does not exceed 
4–5%. Since this process has been going on for more than 30 years, many experts talk 
about the massive degradation of the Russian population: “We must admit that we live 
in a world of functionally illiterate people. And if forty years ago scientists were 
looking for a way to combat functional illiteracy, now they are looking for ways to 
interact with it. The diagnosis has become so universal” (Sokologorskaya, 2016; 
Polyushkova, 2020). According to Rosstat, the majority of the Russian population is 
functionally illiterate, and less than 20% of people have full-fledged conceptual 
thinking (Yasyukova, 2016). 

4.3. Degradation of science 

Russian science is also “developing” in the same way “harmoniously” and in 
full accordance with the economy and the education system. According to Rosstat, 
during the years of “democracy” the number of researchers in the country has 
decreased by more than 3 times. At the beginning of 2024, their number was 320 
thousand people (in 1991 there were 990 thousand), of which 93 thousand people with 
an academic degree. In terms of the number of patents, Russia lags behind the United 
States by almost 16 times, and China by 38 times. According to the indicator of 
internal research and development costs per researcher, Russia ranks 47th. The sphere 
of Russian science is unattractive even for scientists, due to the insufficient 
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development of appropriate infrastructure and low wages (Izotova, 2020). At the same 
time, there is no reason to expect any positive developments in this area either in the 
near or in the distant future. This follows from the data in Table 1. 

Table 1. Graduate school graduation in the reporting year 

Total (person) 
Including the defense of the dissertation 

Total % 

2010 33763 9611 28.5 

2015 25826 4651 18.0 

2020 13957 1245 8.7 

Source: Federal State Statistics Service, 2023. 

As can be seen, the graduation rate of graduate students is decreasing at an 
accelerated pace, and the number of those who complete their studies in graduate 
school with a thesis defense is decreasing even faster. The fact is that in the process of 
deindustrialization, the consciousness of young people has been radically reformatted. 
As a result, two generations have grown up and formed in modern Russia, for whom 
science as a concept and as a kind of professional activity is generally absent from the 
alignment of their life interests (Gorshkov, 2020). Among the priorities of modern 
Russian youth are cosmetologists, designers, marketers, etc. “creative” professions. 
Lawyers, economists, and managers, who until recently were a priority, although they 
came off the pedestal of her life plans, are still considered promising by a significant 
part of young people. The professions of “scientist,” “researcher,” and “engineer” are 
beyond the professional guidelines of Russian high school students. All life goals and 
meanings, motives of interests, and actions of modern Russian youth are built around 
the universal equivalent—“money.” The vast majority of them firmly believe in the 
idea of enrichment at any cost. Through the optics of this “market” model of life, a 
person who spends enormous intellectual efforts to acquire a degree in order to then 
live on a miserable salary is perceived as nothing but a madman (there are also more 
adaptive terms: “sucker,” “loser,” “outsider,” etc.). 

These are, in brief, the reasons that led to a radical decline in the intellectual and 
professional level of the indigenous population of modern Russia. This level is still 
quite sufficient to ensure the functioning of a raw material colony with a backward 
technological structure, the production of first-stage products (at best), an exorbitant 
level of social and regional inequality, and a degrading culture. But it is completely 
unacceptable for a country claiming to be a self-sufficient political entity. 

5. The reasons for the shortage of personnel

From the above, it clearly follows that the personnel crisis that modern Russia is 
experiencing is not an accidental phenomenon: it was laid down and implemented by 
the entire logic of “democratic” “development.” It only escalated in 2022 in 
connection with the military actions in Ukraine and the complex system of restrictive 
sanctions that followed them. It was then that it became clear that the high-tech 
industry and the corresponding education system are an absolutely necessary condition 
for the full functioning of the country as a political entity. At the same time, it turned 
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out that the engineering and technical personnel resource that “democratic” Russia 
inherited from the USSR and which ensured the tolerable functioning of those few 
(mainly raw materials) industries that survived deindustrialization was inefficiently 
squandered and exhausted itself. Those few engineering, technical, and scientific 
personnel who are trained by the Russian education system are neither able in quantity 
nor in quality to solve the whole set of problems that have arisen. 

The conclusion is as follows. 
Both the low unemployment rate and the problem of a shortage of qualified 

personnel have, oddly enough, common causes: 

 Rapid extinction of the indigenous population (depopulation);

 Significant losses of human resources due to emergencies (COVID-19; outflow
of hundreds of thousands of men to their homes; refugee flow due to partial
mobilization in September 2022; general deterioration of the economic situation,
etc.);

 Increasing emigration of the able-bodied population.
It was the simultaneous overlap of these flows that led to the formation of a rather

rapidly expanding personnel “hole.” In order to rectify the situation, it is obviously 
necessary to “redirect” these flows. However, it is also obvious that in order to do this, 
it is necessary to change the model of the country’s way of life, the entire system of 
basic values and guidelines, according to which people build their life “trajectories.” 
This is how it looks in relation to the first stream. 

6. About the causes of depopulation

In the “market” world, where money is the measure and evaluation criterion of
everything, there is and cannot be stability, there are no prospects and confidence in 
the possibility of a better future. Sharing the values of this world, a person, no matter 
how much money he possesses, is forced to join a mad race for an even larger amount, 
and face the same madmen as him with the remnants of his mind poisoned by greed 
and hatred of competitors. In this world, it is easier to make money through deception, 
speculation, and theft than to get it through honest productive labor. This is exactly 
the kind of world that has been forming in modern Russia for the fourth decade. 
However, for the vast majority of the population, it remains alien, as it is incompatible 
with traditional values and moral attitudes. Most people cannot “fit into” this world, 
they do not see any life goals or prospects in it. According to the conditions and criteria 
of this world, the birth of one child puts a young family in the category of poor, giving 
birth to a second child, this family is guaranteed to fall into poverty. Therefore, the 
birth of a child looks in a certain sense like a kind of protest against the rules and 
conditions of this world. 

Russian government officials tirelessly develop various programs to stimulate the 
birth rate. Great propaganda hopes in this regard are pinned on the so-called “maternity 
capital” (MC). It is considered as the main financial incentive. Numerous reports and 
analytical documents for the general public consistently indicate the effectiveness of 
this particular measure. 

Figure 2 shows the relationship between the size of maternity capital and the 
total fertility rate (TFR). A solid line (with dots) shows the annual change in the 
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amount of maternity capital (thousand rubles). The rectangles of the histogram located 
below give an idea of the value of the total fertility rate also by year. At the beginning 
(since 2007), an increase in the value of the MC and a slight increase in the TFR from 
1.6 to 1.78 were visible. Then, from 2012 to 2016, it is clear that the size of the MC 
continues to grow, and the value of the TFR remains at one (rather high) level—1.9, 
forming a kind of “plateau.” This gave rise to court demographers and not-very-
demanding media workers organizing a propaganda campaign about the amazing 
effectiveness of maternity capital. It was presented as a great success in overcoming 
the demographic problem. 

Figure 2. The relationship between the size of maternity capital and the total fertility 
rate. 
Source: Rosstat. Institute of National Economic Forecasting. 

In fact, the “surge” in the birth rate in 2012–2016 is the result of a truly 
unprecedented set of measures to stimulate the birth rate, which was implemented in 
the early 1980s by the Soviet government. The task was to dampen the second post-
war demographic “pit,” which was supposed to happen in the mid-1980s (the first “pit” 
was in the mid-1960s). The task was successfully solved: instead of a “pit” on the 
population graph, a kind of “hump” turned out, and the total fertility rate exceeded 2.2 
due to an increase in second and third births. A large generation of girls born in the 
mid-1980s, thanks to this set of measures, became the “culprit” of the origin of this 
“plateau.” It was they who, having reached the age of 25–28 (this is the average age 
of the birth of the first child in modern Russia), gave birth to their firstborn. 

Thus, maternity capital has nothing to do with the slight increase in the birth rate 
in 2012–2016. This is confirmed by the further development (since 2017) of the 
processes under consideration (Figure 2): maternity capital continues to grow quite 
intensively, and the total fertility rate (approximately as intensively) decreases. Of 
course, there is no hard negative correlation between these processes. It just means 
that MK does not have the slightest effect on fertility at all. Judging by the results, it 
can be concluded that all other measures to stimulate fertility developed by the Russian 
government work about the same “effectively.” Apparently, their main purpose is to 
imitate the “violent activity” allegedly aimed at overcoming the demographic 
catastrophe, and “cover-up” with it the real task being solved—the replacement of the 

The relationship between the size of maternity capital and the total fertility rate. 
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indigenous population by peoples of completely different ethnic groups. As you can 
see, redirecting the first of the above-mentioned flows, while remaining within the 
framework of the existing socio-political system, is an occupation from the field of 
fiction. 

7. Possible ways to overcome the personnel shortage

If we analyze the causes of the second and third flows, we can make sure that
they, for the most part, are the result of certain actions of the authorities. Therefore, 
there is no reason to expect radical (and such radical changes are needed) in the 
direction of the actions of the Russian government. At the same time, as noted, the 
urgency of the problem of shortage of qualified personnel will only worsen. Already 
now (by the end of 2023), according to N. Akhapkin, there are 4.8 million workers 
missing in Russia (Akhapkin, 2023). In this situation, you have to act in the “fried 
rooster” regime. There are a few options. 
1) The traditional import of specialists from abroad. But we are no longer talking

about the usual migrant workers but about highly qualified specialists. The
limitations of this way of solving the problem are quite obvious. First of all, it is
connected with the need to increase the wage rates not only for foreigners, but
also for domestic specialists. Such experience is already available in Russian
airlines, which faced a shortage of pilots and technical personnel after the
“optimization” (reduction) of flight schools in the 2010s. In addition, the area of
effective use of this area is limited mainly to operational industries where
technological processes have already been debugged and their maintenance is
required. In industries where the design, development and implementation of new
high-tech technological solutions, the development and implementation of the
latest technologies are necessary (namely, in this area, the most acute personnel
“hunger” is felt), the possibilities of this method are very modest. Firstly, because
here, in addition to certain qualifications, a specialist must also have high creative
potential (not “creativity”), and the ability to make original engineering decisions.
There are few such specialists, and luring some of them to Russia for a long time
(there is no point in a short one) is not an easy task. Secondly, it is quite risky for
reasons of state security, especially in the military-industrial complex sectors. As
you can see, this method is really not promising.

2) Training of specialists with the necessary qualifications on the basis of the
national education system. However, with all the evidence of this direction, it is
not worth expecting an acceptable solution to the personnel problem on this basis
in the near foreseeable future.
The fact is that the current Russian education system as a whole does not provide

students with fundamental theoretical knowledge, does not motivate young people to 
work productively, and does not develop independent thinking skills: This is how the 
educational process is structured, and the content of educational programs is set up. 
None of this is necessary for a “qualified consumer.” In addition, it is 80% focused on 
training people who, in principle, are not able to function in the productive sphere. 
These are all the same lawyers, financiers, economists, managers, journalists, 
marketers, designers, crisis managers, targetologists, and other “creative” workers. 
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And no advanced training courses, no retraining programs, are ever, under any 
circumstances, capable of “reforging” any, for example, lawyer (anyone from the list 
can be substituted here) into a more or less ordinary engineer. The remaining 20% 
includes doctors, agronomists, geologists, programmers, and many other professions 
not directly related to the productive sphere. This means, firstly, that it is unrealistic 
to reorient some part of the huge number of available socio-humanitarian specialists 
to work in the productive sphere and thus reduce the severity of the shortage of 
personnel; and, secondly, the modern Russian education system trains extremely few 
specialists in engineering and technical profile, completely insufficient to solve the 
problems before the country of tasks. 

Seeing no other opportunities, the heads of many (40%) enterprises are still trying 
to overcome the situation by “reaching out” to applicants close in profile to the 
necessary qualifications with the help of a mentoring institute, organizing educational 
structures, or simply luring the right specialists from competitors, offering them higher 
wages (Institute of Economic Policy named after Gaidar (IEP), 2023). In the most 
desperate situations, some employers are ready to employ convicts (Travkin, 2024). It 
is clear that it is impossible to radically solve the problem of scarcity in such ways. 

8. Conclusion

For all its apparent triviality, the general conclusion is as follows.
The problem of shortage of personnel in the production sector did not arise today. 

It was laid down immediately after the onset of “democracy.” Over the past three 
decades, the old staff has left, but the new ones have not been prepared in the right 
quantity and quality. In addition, effective mechanisms have been created to stimulate 
the growing flow of emigration from the country of “brains” and “golden hands.” As 
a result, a huge personnel “hole” has been formed, which cannot be closed with 
palliative half measures. Comprehensive work is needed across the country. The main 
direction is a radical reorientation of the entire Russian education system, starting from 
kindergarten, school, etc. It is also necessary to reformat the public consciousness, 
especially the mass consciousness of young people. This process is certainly lengthy, 
associated with many objective obstacles and (much worse) subjective counteractions. 
However, the most important thing is that it requires the adoption of a principled non–
trivial political decision at the highest level. Only under this condition can we hope 
for ultimate strategic success. 

Will this decision be made? 

Conflict of interest: The author declares no conflict of interest. 
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Abstract: This study evaluates the effectiveness of human resources (HR) practices on 

teaching and learning outcomes in primary education. The research was guided by four 

research questions and two research hypotheses. The study utilized a survey design via Google 

Forms for efficient data collection on human resources practices’ effectiveness in primary 

education. The questionnaire, validated by experts, garnered 60 responses within a month. Data 

analysis in Statistical Package for the Social Sciences (SPSS) included descriptive statistics 

and analysis of variance (ANOVA) techniques, adhering to ethical standards. The findings 

highlight the importance of HR practices that accommodate diversity, support inclusivity, and 

foster a sense of belonging for all students. Challenges in implementing inclusive HR practices 

are also identified, emphasizing the need for ongoing efforts to promote inclusivity and equity 

in primary education. The study concludes by advocating for the development and 

implementation of effective HR strategies to enhance teaching and learning outcomes in 

primary education. 

Keywords: effectiveness; human resources practices; teaching; learning outcomes; primary 

education 

1. Introduction

Human resources practices play a crucial role in shaping the quality of education
and learning outcomes in primary education. Human resources practices in schools 
encompass recruitment, hiring, training, and managing staff to foster a conducive 
educational environment (Al-Daboub et al., 2024). These practices ensure compliance 
with regulations, promote diversity, and address employee needs. Recruitment 
involves sourcing candidates, screening, and selecting the best fit for positions. Once 
hired, training programs enhance skills and align educators with school objectives. 
Efficient management involves performance evaluations, conflict resolution, and 
fostering a positive work culture. Human resources also manage benefits, payroll, and 
employee relations, striving to create an environment that supports both staff and 
student success while upholding educational standards and institutional values 
(Shilling, 2023). 

Therefore, effective human resource management encompasses various strategies 
and initiatives aimed at recruiting, developing, motivating, and retaining qualified 
teachers, which in turn, can positively impact teaching quality and student 
achievement. Effective recruitment and selection practices are fundamental in 
ensuring that primary schools attract and retain high-quality teachers. Studies by 
Alajlani and Yesufu (2022) emphasized the importance of transparent and merit-based 
recruitment processes to ensure that qualified candidates are selected. Additionally, 
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strategies such as targeted recruitment campaigns, partnerships with teacher training 
institutions, and comprehensive screening procedures contribute to the recruitment of 
competent educators (Gomes et al., 2023). 

Investing in teacher training and continuous professional development (CPD) 
programs is essential for enhancing teaching effectiveness and student learning 
outcomes. Research by Cesário et al. (2022) highlighted the positive impact of CPD 
initiatives on teacher motivation, instructional practices, and student engagement. 
Providing opportunities for ongoing training, workshops, and mentorship programs 
enables teachers to acquire new skills, stay updated with educational trends, and 
improve classroom practices (Uy et al., 2024). Implementing robust performance 
evaluation systems and providing constructive feedback to teachers are critical aspects 
of effective human resources practices in education. Studies by Eiamsa-Ard et al. 
(2014) emphasized the importance of regular performance assessments based on clear 
criteria and standards. Feedback mechanisms, including peer evaluations, self-
assessment tools, and feedback from students and parents, facilitate continuous 
improvement and accountability among educators (Dolati et al., 2015). 

Incentives and recognition programs are valuable tools for motivating and 
retaining talented teachers in primary education. Research by Mintrop et al. (2018) 
demonstrated that financial incentives, awards for exemplary teaching practices, and 
career advancement opportunities positively influence teacher morale and job 
satisfaction. Recognizing teachers’ contributions and achievements fosters a culture 
of excellence and dedication within schools (Saddique and Raja, 2022). Creating 
collaborative learning communities within schools promotes professional growth, 
knowledge sharing, and collaboration among teachers. Studies by Candrasari et al. 
(2023) emphasized the benefits of collaborative planning sessions, professional 
learning communities (PLCs), and collaborative inquiry projects. Collaborative 
environments provide opportunities for teachers to exchange ideas, share best 
practices, and collaborate on instructional strategies that enhance student learning 
outcomes. 

The effectiveness of human resources practices on teaching and learning 
outcomes in primary education represents a critical yet underexplored area of research. 
Despite the acknowledged importance of quality teaching and learning experiences in 
primary schools, there remains a significant gap in understanding how human 
resources practices impact these outcomes. One conspicuous problem lies in the lack 
of comprehensive studies that specifically investigate the relationship between HR 
practices and educational effectiveness within the primary education context. Existing 
research often focuses on broader educational settings or secondary and tertiary levels, 
failing to address the unique challenges and nuances present in primary education 
(Batista et al., 2022; Faizuddin et al., 2022). Furthermore, while there is recognition 
of the pivotal role of teachers in shaping student outcomes, there is limited empirical 
evidence regarding the specific HR practices that contribute to teacher effectiveness 
and subsequently impact student learning. This gap in knowledge inhibits the 
development of targeted strategies and policies aimed at optimizing HR practices to 
enhance teaching quality and student achievement in primary schools. 

Additionally, variations in HR practices across different primary schools, 
regions, and socio-economic contexts exacerbate the complexity of the issue. 
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Understanding these variations and their implications for teaching and learning 
outcomes is essential for informing evidence-based interventions and fostering 
educational equity. Therefore, this study aims to address these gaps by systematically 
examining the effectiveness of HR practices on teaching quality and learning 
outcomes in primary education, thereby contributing to the advancement of 
educational research and policy development. 

1.1. Research questions 

1) How does professional development influence the pedagogical skills of
primary school teachers? 

2) How do teacher retention initiatives impact teaching and learning outcomes in
primary education? 

3) What is the effectiveness of mentoring for new teachers in improving
classroom management? 

4) How well-aligned are HR policies with diverse student needs for inclusive
education? 

1.2. Research hypotheses 

1) There is no significant difference in the influence of professional development
on the pedagogical skills of male and female primary school teachers. 

2) There is no significant difference in the effectiveness of mentoring as
perceived by male and female teachers in improving classroom management. 

2. Methodology

The study was conducted across Anambra State, employing a survey design
facilitated through Google Forms. This digital approach streamlined data collection, 
offering an efficient means to address the research question. The questionnaire, 
distributed digitally, solicited respondents’ opinions on the effectiveness of human 
resources practices in primary education. Furthermore, it provided space for brief 
suggestions to enhance teacher quality practices. Utilizing a 4-point Likert scale, 
respondents rated their agreement levels, ranging from strongly agree (4) to strongly 
disagree (1). Prior to distribution, the questionnaire underwent rigorous validation by 
experts from relevant departments, ensuring clarity, suitability, and relevance. Their 
insights were incorporated into the final instrument. Upon receiving 60 responses 
within a month, data was extracted from Google Forms and meticulously cleaned to 
address inconsistencies. Subsequent analysis in SPSS focused on exploring 
correlations, trends, and associations across various facets of teaching, learning, and 
human resources policies, illuminating insights critical for educational improvement. 
Additionally, the data analysis also involved analysis of variance (ANOVA) 
techniques. This statistical method was applied to test the study’s hypotheses. 
Throughout the research process, ethical considerations were strictly adhered to. 
Participants were informed about the study’s purpose and assured of their anonymity 
and confidentiality. 
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3. Results

This section provides a comprehensive overview of the study population’s
demographic characteristics, including gender distribution and age range. 

3.1. Demographics 

Table 1 illustrates the gender distribution and age range of respondents. Among 
the 60 participants, 83.3% were female and 16.7% were male. In terms of age, the 
majority fell within the range of 23–32 years, comprising 58.3% of respondents. 
Specifically, 28.3% were aged 23–27 years, and 30% were aged 28–32 years. Those 
aged 33–43 years represented 28.3%, while respondents aged 43–65 years made up 
13.3% collectively. Notably, the age group of 19–22 years accounted for only 3.3% of 
respondents. This distribution reflects a predominantly female and relatively young 
sample, with significant representation in the late twenties to early thirties. 

Table 1. Gender profile and age range of the respondents (Source: Author’s 
fieldwork, 2024). 

Frequency Percent Valid percent Cumulative percent 

Age 

19–22years 2 3.3 3.3 3.3 

23–27 years 17 28.3 28.3 31.7 

28–32 years 18 30.0 30.0 61.7 

33–43 years 17 28.3 28.3 90.0 

43–53 years 3 5.0 5.0 95.0 

54–65 years 3 5.0 5.0 100.0 

Total 60 100.0 100.0 - 

Gender 

Male 10 16.7 16.7 16.7 

Female 50 83.3 83.3 100.0 

Total 60 100.0 100.0 - 

3.2. Descriptive statistics 

Research question one: How does professional development influence the 
pedagogical skills of primary school teachers? 

Table 2 showcases the impact of various professional development avenues on 
primary school teachers’ pedagogical skills. Ongoing professional development 
significantly enhances instructional strategies (Mean = 2.97), while workshops and 
seminars refine classroom management (Mean = 2.80). Updated training sessions 
strengthen subject knowledge proficiency (Mean = 2.83), and exposure to new 
technologies enriches interactive learning experiences (Mean = 2.83). Specialized 
training enables teachers to address diverse student needs, though comparatively less 
impactful (Mean = 2.50). 
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Table 2. Professional development influence on the pedagogical skills of primary school teachers (Source: Author’s 
fieldwork, 2024). 

Statistic Std. error 

Bootstrapa 

Bias Std. error 
95% confidence interval 

Lower Upper 

Ongoing professional 
development enhances teachers’ 
instructional strategies 
effectively. 

N 60 0 0 60 60 

Mean 2.97 −0.01 0.13 2.71 3.29 

Std. Deviation 1.008 −0.009 0.014 0.946 1.008 

Variance 1.016 −0.017 0.028 0.894 1.017 

Skewness 0.068 0.309 0.023 0.271 −0.620 0.631 

Kurtosis −2.065 0.608 0.078 0.133 −2.070 −1.472

Workshops and seminars refine 
educators’ classroom 
management techniques. 

N 60 0 0 60 60 

Mean 2.80 0.00 0.13 2.47 3.01 

Std. Deviation 0.988 −0.009 0.036 0.853 1.008 

Variance 0.976 −0.016 0.067 0.728 1.017 

Skewness 0.419 0.309 0.006 0.306 −0.028 1.294 

Kurtosis −1.889 0.608 0.100 0.382 −2.070 −0.339

Updated training sessions 
strengthen teachers’ subject 
knowledge proficiency. 

N 60 0 0 60 60 

Mean 2.83 0.00 0.12 2.55 3.08 

Std. Deviation 0.994 −0.008 0.027 0.895 1.008 

Variance 0.989 −0.015 0.051 0.803 1.017 

Skewness 0.347 0.309 0.014 0.267 −0.165 1.056 

Kurtosis −1.946 0.608 0.083 0.282 −2.070 −0.876

Exposure to new technologies 
enriches interactive learning 
experiences. 

N 60 0 0 60 60 

Mean 2.83 0.00 0.13 2.57 3.11 

Std. Deviation 0.994 −0.009 0.023 0.911 1.008 

Variance 0.989 −0.018 0.044 0.830 1.017 

Skewness 0.347 0.309 0.018 0.281 −0.234 0.971 

Kurtosis −1.946 0.608 0.094 0.226 −2.070 −1.086

Specialized training equips 
teachers to address diverse 
student needs. 

N 60 0 0 60 60 

Mean 2.50 −0.01 0.10 2.25 2.68 

Std. Deviation 0.873 −0.013 0.069 0.654 0.955 

Variance 0.763 −0.019 0.112 0.435 0.913 

Skewness 1.185 0.309 0.069 0.397 0.693 2.449 

Kurtosis −.619 0.608 0.334 1.371 −1.572 4.424 

a. Unless otherwise noted, bootstrap results are based on 60 bootstrap samples.

Research question two: How do teacher retention initiatives impact teaching and 
learning outcomes in primary education? 

Table 3 shows that teacher retention initiatives significantly impact primary 
education outcomes. Stable teaching environments, indicated by a mean of 2.33, foster 
continuity and community (Skewness = 1.835). Reduced turnover, with a mean of 
2.60, minimizes disruptions to student learning experiences (Kurtosis = −1.241). 
Long-term teacher relationships, mean of 2.97, enhance student engagement and 
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rapport (Kurtosis = −2.065). Continuity supports implementing lasting instructional 
strategies (Mean = 2.77), promoting stability and effectiveness (Skewness = 0.492). 

Table 3. How teacher retention initiatives impact teaching and learning outcomes in primary education (Source: 
Author’s fieldwork, 2024). 

Statistic Std. error 

Bootstrapa 

Bias Std. error 
95% confidence interval 

Lower Upper 

Effective retention programs 
foster a stable teaching 
environment. 

N 60 0 0 60 60 

Mean 2.33 0.01 0.09 2.14 2.53 

Std. Deviation 0.752 −0.004 0.084 0.510 0.892 

Variance 0.565 0.002 0.120 0.263 0.795 

Skewness 1.835 0.309 0.047 0.527 1.083 3.555 

Kurtosis 1.413 0.608 0.461 2.601 −0.858 11.332 

Reduced turnover minimizes 
disruptions to students’ learning 
experiences. 

N 60 0 0 60 60 

Mean 2.60 0.01 0.11 2.37 2.81 

Std. Deviation 0.924 −0.005 0.051 0.780 0.991 

Variance 0.854 −0.007 0.091 0.609 0.981 

Skewness 0.895 0.309 0.007 0.303 0.390 1.679 

Kurtosis −1.241 0.608 0.107 0.638 −1.912 0.846 

Long-term teacher relationships 
contribute to student 
engagement and rapport. 

N 60 0 0 60 60 

Mean 2.97 0.00 0.15 2.68 3.23 

Std. Deviation 1.008 −0.011 0.014 0.953 1.008 

Variance 1.016 −0.021 0.028 0.908 1.017 

Skewness 0.068 0.309 −0.002 0.308 −0.492 0.700 

Kurtosis −2.065 0.608 0.096 0.137 −2.070 −1.536

Teacher continuity supports the 
implementation of long-term 
instructional strategies. 

N 60 0 0 60 60 

Mean 2.77 −0.02 0.12 2.53 2.95 

Std. Deviation 0.981 −0.013 0.033 0.892 1.007 

Variance 0.962 −0.025 0.064 0.795 1.014 

Skewness 0.492 0.309 0.061 0.279 0.109 1.083 

Kurtosis −1.819 0.608 0.146 0.341 −2.057 −0.858

Stable teaching staff fosters a 
sense of community and 
belonging. 

N 60 0 0 60 60 

Mean 2.37 0.02 0.11 2.19 2.58 

Std. Deviation 0.780 0.001 0.087 0.586 0.915 

Variance 0.609 0.009 0.133 0.344 0.837 

Skewness 1.679 0.309 0.008 0.491 0.950 2.880 

Kurtosis 0.846 0.608 0.274 1.884 −1.135 6.543 

a. Unless otherwise noted, bootstrap results are based on 60 bootstrap samples.

Research question three: What is the effectiveness of mentoring for new teachers 
in improving classroom management? 

Mentoring significantly improves classroom management for new teachers. It 
offers guidance in navigating challenges (Mean = 2.93) and facilitates personalized 
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techniques (Mean = 3.04), fostering a supportive environment (Mean = 3.11). Ongoing 
mentorship promptly addresses emerging issues (Mean = 2.50), aiding in skill 
refinement. Mentorship cultivates a positive learning atmosphere (Mean = 3.25), 
enhancing the overall classroom experience. These findings underscore the 
importance of mentoring in equipping new teachers with the skills and support 
necessary for effective classroom management and conducive learning environments 
(Table 4). 

Table 4. Effectiveness of mentoring for new teachers in improving classroom management (Source: Author’s 
fieldwork, 2024). 

Statistic Std. error 

Bootstrapa 

Bias Std. error 
95% confidence interval 

Lower Upper 

Mentoring offers guidance for 
navigating classroom 
management challenges. 

Mean 2.93 −0.01 0.13 2.69 3.22 

Std. Deviation 1.006 −0.009 0.015 0.957 1.009 

Variance 1.013 −0.018 0.030 0.916 1.018 

Skewness 0.147 0.319 0.015 0.282 −0.470 0.683 

Kurtosis −2.053 0.628 0.086 0.140 −2.075 −1.584

Inclusive HR policies prioritize 
equitable access to educational 
opportunities. 

Mean 3.04 0.02 0.13 2.84 3.37 

Std. Deviation 1.008 −0.010 0.019 0.929 1.009 

Variance 1.017 −0.019 0.037 0.866 1.018 

Skewness −0.073 0.319 −0.037 0.290 −0.845 0.328 

Kurtosis −2.070 0.628 0.093 0.203 −2.075 −1.253

Mentoring fosters a supportive 
environment for refining 
classroom management skills. 

Mean 3.11 −0.02 0.14 2.81 3.39 

Std. Deviation 1.003 −0.008 0.019 0.930 1.009 

Variance 1.006 −0.015 0.036 0.865 1.018 

Skewness −0.222 0.319 0.030 0.295 −0.862 0.405 

Kurtosis −2.025 0.628 0.076 0.180 −2.075 −1.295

Ongoing mentorship addresses 
emerging classroom 
management issues promptly. 

Mean 2.50 0.00 0.10 2.29 2.71 

Std. Deviation 0.874 −0.010 0.063 0.711 0.967 

Variance 0.764 −0.013 0.105 0.507 0.935 

Skewness 1.187 0.319 0.045 0.347 0.613 2.074 

Kurtosis −0.615 0.628 0.236 0.989 −1.686 2.430 

Mentoring cultivates a positive 
and conducive learning 
atmosphere. 

Mean 3.25 0.03 0.15 2.95 3.65 

Std. Deviation 0.977 −0.020 0.053 0.763 1.008 

Variance 0.955 −0.037 0.095 0.585 1.017 

Skewness −0.531 0.319 −0.091 0.382 −1.784 0.103 

Kurtosis −1.783 0.628 0.257 0.707 −2.070 1.294 

a. Unless otherwise noted, bootstrap results are based on 60 bootstrap samples.

Research question four: How well-aligned are HR policies with diverse student 
needs for inclusive education? 

Table 5 illustrates the alignment of human resources (HR) policies with the 
diverse needs of students for inclusive education. HR policies effectively adapt to 
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accommodate diverse student populations, with a mean score of 2.50. Inclusive HR 
policies prioritize equitable access to educational opportunities, reflected in a mean 
score of 2.40. HR initiatives support the integration of inclusive practices in education, 
with a mean score of 3.40, and regular reviews ensure these policies evolve to address 
changing student needs, with a mean score of 3.20. Inclusive HR practices foster a 
sense of belonging for all students, scoring an average of 3.30. 

Table 5. Alignment of HR policies with diverse student needs for inclusive education (Source: Author’s fieldwork, 
2024). 

Statistic Std. error 

Bootstrapa 

Bias Std. error 
95% confidence interval 

Lower Upper 

HR policies adapt to 
accommodate diverse student 
populations effectively. 

N 60 0 0 60 60 

Mean 2.50 0.00 0.10 2.32 2.70 

Std. Deviation 0.873 −0.008 0.061 0.739 0.962 

Variance 0.763 −0.010 0.105 0.546 0.925 

Skewness 1.185 0.309 0.033 0.340 0.645 1.906 

Kurtosis −0.619 0.608 0.200 0.893 −1.640 1.697 

Inclusive HR policies prioritize 
equitable access to educational 
opportunities. 

N 60 0 0 60 60 

Mean 2.40 0.01 0.09 2.23 2.64 

Std. Deviation 0.807 −0.003 0.069 0.647 0.940 

Variance 0.651 −0.001 0.109 0.419 0.883 

Skewness 1.539 0.309 0.021 0.380 0.794 2.450 

Kurtosis 0.379 0.608 0.214 1.300 −1.402 4.139 

HR initiatives support the 
integration of inclusive 
practices in education. 

N 60 0 0 60 60 

Mean 3.40 0.00 0.13 3.15 3.60 

Std. Deviation 0.924 −0.012 0.055 0.807 0.995 

Variance 0.854 −0.020 0.100 0.651 0.991 

Skewness −0.895 0.309 −0.044 0.341 −1.539 −0.305

Kurtosis −1.241 0.608 0.201 0.670 −1.954 0.379 

Regular reviews ensure HR 
policies address evolving 
student needs. 

N 60 0 0 60 60 

Mean 3.20 0.01 0.14 2.91 3.48 

Std. Deviation 0.988 −0.013 0.033 0.884 1.008 

Variance 0.976 −0.024 0.062 0.782 1.017 

Skewness −0.419 0.309 −0.037 0.319 −1.124 0.199 

Kurtosis −1.889 0.608 0.137 0.332 −2.070 −0.761

Inclusive HR practices foster a 
sense of belonging for all. 

N 60 0 0 60 60 

Mean 3.30 0.01 0.14 2.99 3.61 

Std. Deviation 0.962 −0.016 0.051 0.799 1.007 

Variance 0.925 −0.027 0.094 0.640 1.014 

Skewness −0.645 0.309 −0.056 0.356 −1.583 0.015 

Kurtosis −1.640 0.608 0.207 0.622 −2.057 0.565 

a. Unless otherwise noted, bootstrap results are based on 60 bootstrap samples.
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3.3. Hypotheses testing 

Hypothesis one: There is no significant difference in the influence of professional 
development on the pedagogical skills of male and female primary school teachers. 

Table 6 presents the results of an analysis of variance (ANOVA) testing the 
difference in the influence of professional development on the pedagogical skills of 
male and female primary school teachers. The F-value (F) obtained from the test is 
0.844, with a corresponding significance level (Sig.) of 0.525. In ANOVA, a 
significant result (p < 0.05) indicates that there is a difference between the groups 
being compared. In this case, since the significance level (0.525) is greater than 0.05, 
we fail to reject the null hypothesis. Therefore, there is insufficient evidence to 
conclude that there is a statistically significant difference in the influence of 
professional development on the pedagogical skills of male and female primary school 
teachers. 

Table 6. ANOVA on the difference in the influence of professional development on 
the pedagogical skills of male and female primary school teachers (Source: Author’s 
fieldwork, 2024). 

Sum of squares df Mean square F Sig. 

Between groups 35.341 5 7.068 0.844 0.525 

Within groups 452.392 54 8.378 

Total 487.733 59 

Hypothesis two: There is no significant difference in the effectiveness of 
mentoring as perceived by male and female teachers in improving classroom 
management. 

Table 7 presents the results of an ANOVA examining the difference in the 
perceived effectiveness of mentoring for improving classroom management between 
male and female teachers. The F-value obtained from the test is 2.736, with a 
corresponding significance level (Sig.) of 0.028. Since the significance level (0.028) 
is less than the conventional threshold of 0.05, we reject the null hypothesis. Therefore, 
there is evidence to suggest that there is a statistically significant difference in the 
perceived effectiveness of mentoring for improving classroom management between 
male and female teachers. 

Table 7. ANOVA on the difference in the effectiveness of mentoring as perceived 
by male and female teachers in improving classroom management (Source: Author’s 
fieldwork, 2024). 

Sum of squares df Mean square F Sig. 

Between groups 89.724 5 17.945 2.736 0.028 

Within groups 354.209 54 6.559 

Total 443.933 59 

4. Discussion of results

Research question one focused on how professional development influences the
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pedagogical skills of primary school teachers. The result indicates that ongoing 
professional development enhances instructional strategies, while workshops and 
seminars refine classroom management techniques. This finding aligns with research 
indicating that updated training sessions strengthen teachers’ subject knowledge 
proficiency (Copriady et al., 2021). Furthermore, exposure to new technologies 
enriches interactive learning experiences, improving teachers’ ability to engage 
students effectively. In contrast, specialized training specifically equips teachers to 
address diverse student needs, enhancing inclusivity and support within the classroom 
(Haniko et al., 2024). Overall, these diverse avenues of professional development 
collectively contribute to the continuous improvement of pedagogical skills among 
primary school teachers, ensuring they remain effective and adaptable educators in 
today’s dynamic educational landscape. 

Research question two covered how teacher retention initiatives impact teaching 
and learning outcomes in primary education. The findings showed that reduced 
turnover in teaching staff significantly minimizes disruptions to students’ learning 
experiences. This finding is supported by research indicating that maintaining a stable 
teaching staff is crucial for ensuring consistent learning environments and minimizing 
the negative impacts of staff turnover on student achievement (Hughes, 2014). In 
contrast, long-term teacher relationships play a vital role in fostering student 
engagement and rapport. Studies have shown that when teachers build strong and 
lasting relationships with their students, it leads to increased student motivation, 
participation, and academic success (Boonk et al., 2018). Moreover, teacher continuity 
supports the implementation of long-term instructional strategies. Research has found 
that when teachers remain in their positions for extended periods, they have more 
opportunities to refine and adapt their teaching methods to meet the evolving needs of 
their students. This finding is in line with previous studies that emphasize the 
importance of consistency and continuity in teaching for effective educational 
outcomes (Ko and Boswell, 2013). In a related study, Nistor et al. (2015) found that 
stable teaching staff fosters a sense of community and belonging within schools, which 
positively impacts student behavior and overall school climate. 

Research question three examined the effectiveness of mentoring for new 
teachers in improving classroom management. It was seen that mentoring plays a 
pivotal role in enhancing classroom management skills among teachers. It offers 
guidance for navigating challenges associated with classroom management, providing 
novice teachers with valuable support and expertise. In a related study, Arslan et al. 
(2022) found that mentorship facilitates the implementation of personalized classroom 
management techniques, allowing teachers to tailor their approaches to meet the 
unique needs of their students. Furthermore, mentoring fosters a supportive 
environment for refining classroom management skills. This finding is corroborated 
by Whitlock (2024), who observed that ongoing mentorship addresses emerging 
classroom management issues promptly, enabling teachers to adapt and respond 
effectively to evolving classroom dynamics. In contrast, Kutsyuruba and Godden 
(2019) found that mentoring cultivates a positive and conducive learning atmosphere, 
contributing to improved student behavior and academic outcomes. Together, these 
studies underscore the importance of mentoring in enhancing classroom management 
practices and fostering a positive learning environment in Nigerian primary schools. 
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Research question four was on HR policies and diverse student needs for 
inclusive education. The results showed that HR policies play a crucial role in creating 
inclusive educational environments that cater to the diverse needs of students. Recent 
studies indicate that HR policies effectively adapt to accommodate diverse student 
populations, ensuring equitable access to educational opportunities for all (Yonezawa 
and Shimmi, 2017). Also, a related study by Cobanoglu et al. (2018) found that HR 
initiatives actively support the integration of inclusive practices in education, fostering 
a more inclusive and welcoming school environment. Moreover, regular reviews of 
HR policies are essential to ensure they remain responsive to evolving student needs. 
Al-Daboub et al. (2024) observed that regular reviews of HR policies enable schools 
to identify and address gaps in support for diverse student populations, enhancing the 
effectiveness of inclusive education initiatives. In contrast, Shilling (2023) found that 
despite efforts to adapt HR policies, some schools still struggle to fully implement 
inclusive practices, resulting in students feeling marginalized or excluded. However, 
inclusive HR practices have been shown to foster a sense of belonging for all students. 
Alajlani and Yesufu (2022) highlighted that schools with inclusive HR practices create 
environments where every student feels valued and respected, leading to improved 
academic outcomes and overall well-being. 

5. Implications for primary education studies

The implications of this study for primary education studies are significant.
Through the implementation of recommended strategies, such as continuous 
professional development programs and structured mentoring initiatives, primary 
educators can enhance their instructional practices and classroom management skills. 
This directly correlates with existing research in primary education, which emphasizes 
the pivotal role of teacher quality in student outcomes. Additionally, the emphasis on 
inclusive HR policies aligns with the principles of inclusive education, ensuring that 
all students, including those with diverse backgrounds and needs, receive equitable 
access to learning opportunities. These implications underscore the relevance of HR 
practices in shaping the educational experiences of both teachers and students in the 
primary education context, ultimately contributing to improved academic achievement 
and overall well-being. 

6. Conclusion

In conclusion, this study has provided valuable insights into the effectiveness of
human resources practices on teaching and learning outcomes in primary education. 
Through the examination of various HR policies and initiatives, it is evident that these 
practices play a crucial role in shaping the educational experiences of both teachers 
and students. The findings underscore the importance of HR policies that adapt to 
accommodate diverse student needs, support the integration of inclusive practices, and 
foster a sense of belonging for all students. Moreover, the study highlights the 
significance of regular reviews of HR policies to ensure they remain responsive to 
evolving educational contexts and student needs. However, challenges remain, 
particularly in fully implementing inclusive HR practices across all schools. 
Addressing these challenges requires continued efforts from policymakers, school 

141



Human Resources Management and Services 2024, 6(3), 3490. 

administrators, and educators to prioritize inclusivity and equity in education. Moving 
forward, it is essential to build upon these findings to develop and implement effective 
HR strategies that government should: 
1) Prioritize initiatives aimed at reducing teacher turnover rates and creating a

supportive work environment for educators.
2) Develop HR policies that prioritize inclusivity and equity in education, ensuring

equitable access to educational opportunities for all students.
3) Foster collaborative partnerships between schools, educational authorities, and

community organizations to support teaching and learning outcomes.
4) Encourage ongoing research and evaluation efforts to assess the impact of HR

practices on primary education outcomes effectively.
5) Build the capacity of school leaders and HR personnel to effectively implement

and manage HR practices.
6) Maintain flexibility and adaptability in HR practices to respond effectively to

changing circumstances and emerging trends in education.
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Abstract: The study of cognitive ergonomics and correct job design is a contemporary topic. This 

article defines and presents the main issues that ensure effective management of cognitive 
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1. Introduction 

Cognitive ergonomics and work-life balance are one of the most interesting 
challenges of the 21st century, and at the same time, it is an important component of job 
design. Ergonomics is a science that aims to increase human cognitive and mental abilities, 

and productivity by reducing discomfort and improving working conditions. This means 
job security, relaxation opportunities, and various activities that help the company recruit 

and retain a highly motivated and satisfied workforce. 
Cognitive ergonomics is responsible for how the employee understands and performs 

the assigned work. It also covers analyzing and dealing with work stress (Hollnagel, E. 
1997). 

Modernity, also known as the age of digital technologies, which is distinguished by 
the accelerated pace of geometric progression, presents the modern person with the 

greatest challenge—he has to receive, process, and assimilate rapidly changing 
information in the shortest period, keep pace with the constantly growing demands of the 

labor market, perform the assigned work conscientiously and perfectly, and, at the same 
time, constantly taking care of one’s development, in order to be a competitive and stress-
resistant being (IEA 2014). 

Today’s reality has changed approaches to business careers. In the presence of an 
incorrect career management system, a person is often unable to fully unleash their 
potential, or the job scope does not meet their expectations. These reasons could create an 

undesirable working place and environment. 
The negative consequences of improper career management can be described from 

two perspectives. On the one hand, when an individual is not satisfied at work, their 

psychological state will be affected. The disappointment that comes with making the 
wrong career choice and getting into the wrong place of employment has a directly 

proportional negative impact on one’s personal life. On the other hand, poorly managed 
work design by managers and directors may lead to a shortage of professionals in the 

country and their outflow. 
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Modern career management systems allow for ensuring the professional development 
of a person, as well as determining the direction of one’s further development based on 
the assessment of his abilities. 

The research questions of the paper are as follows: 

1) What aspects determine the effective management of cognitive ergonomics and work 
design? 

2) How can incentives affect performance? 

2. Literature review 

Current transformations and changes in the modern world have had a significant 
impact on the human resource management process. In the past, the public and private 

sectors were mainly focused on attracting and recruiting staff; today, staff retention is a 
bigger challenge. 

It is also important to take into account the modern challenges in the process of career 
management. The previous generation was guaranteed to continue working in the chosen 
profession for the rest of their lives. However, nowadays, career switching and job-
hopping are common. Therefore, excellent management and leadership are pivotal to 
ensuring staff retention (Cavoulacos and Minshew, 2017). 

Research shows that a stressful working environment not only has a negative impact 
on the quality of work but also the personal lives of the employees. As a result, problems 
such as work stress, depression, weight gain, etc. follow (Penn, 2013). 

Studies reveal that ergonomic conditions impact a person’s personal and family life. 

Additionally, the family and the micro-society in which a person interacts daily 
significantly influence their career role and development. In the 1950s, an American 

representative of clinical psychology and researcher Anne Roe (Anne Roe (1956)— 
theory of Career Choice and Development), who became a prominent representative of 
occupational psychology, was interested in this issue. Ann Roes’s theory of career choice 
and development places a major emphasis on the role of the family in career management, 
particularly the influence of family relationships on career choices. Excessive care for a 
child can diminish their independence and foster a fear of decision-making in adulthood. 

Conversely, neglecting a child’s interests can result in limited opportunities in later life. 
According to the author, the ideal option is unconditional acceptance of the child’s needs 

and behavior. People brought up in such an environment are independent and manage their 
careers successfully. In her theory, Ann Roe proposes to classify the profession by taking 
into account two main factors, person-oriented and non-person-oriented cases (Roe, 1956). 

A very interesting theory was developed by the modern American education 
specialist Duane Brown (2006) regarding work-life balance. According to Brown’s theory, 
career and employment aspects are influenced by several values. Brown focuses on three 

types of values, namely: cultural, labor, and life values (Brown, 2002). It divides cultural 
values that influence career and employment into the following categories: human nature, 

social relationship, temporal orientation, relationship with nature, activity, and self-control. 
Brown considered work values to satisfy such needs as recognition from the collective, 
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financial well-being, altruism, and others. Life values cover work, recreation, community 
membership, interpersonal relationships, and others. Individuals often choose a profession 
and adjust to their roles based on these values. Brown considers cultural and work values 
as fundamental values that affect the process of choosing and maintaining a job, while life 

values significantly affect the entire process of career development (Brown and Crace, 
1996). When employers create and uphold work designs and values that align with those 

of their employees, it enhances retention and motivation. 
It is also an interesting issue to explore whether incentive pay can affect performance, 

and if so, how it does so and which factors play a major role. 
In general, the impact of incentives on performance depends on various factors, such 

as the employee’s needs and preferences, as well as timing. Incentives are typically 
ineffective when employees lack motivation or cannot influence the outcomes. Motivation 

works for everyone in different ways, because what motivates one person may not 
motivate the other. Incentives can be created both directly and indirectly. When the 

objective is clear, compensation such as cash payments or additional services can be 
offered for achieving it. Literature and practice provide examples where direct incentives 
for specific tasks can be overly effective, causing individuals to neglect other 

responsibilities. 
For example, before the Soviet Union collapsed in 1989, Western publications often 

reported on the goal distortion and corruption endemic to Soviet attempts to manage the 
economy by mandating quantitative results. Industrial planners established targets for 
enterprise production and punished managers who failed to meet them. There were targets, 
for example, for the number of shoes to be produced. Certainly, increasing output was an 

important goal of the Soviet shoe industry, but it was not the only goal. Factories 
responded to the incentives by using the limited leather supply to produce a glut of small 

sizes that consumers could not use. Planners specified the number of kilometers that 
freight transport enterprises should cover each month. Certainly, transporters who cover 

more distance can deliver more goods. But when distance itself was incentivized, the 
haulers fulfilled their quotas by making unnecessary journeys or driving circuitous routes 
(Springer, 2009). Incentives affected people’s behavior, but they failed to promote the 
social cooperation necessary for a productive economy. 

Rewards do not have to be monetary, they can be anything that employees value. For 
example, managers in some organizations have little flexibility in what they pay 

employees. Incentives can be provided by rewarding more productive employees with 
desirable job assignments, better offices, preferred parking spaces, special honors, and 

trips to training sessions in attractive locations (Brickley et al., 2003). 
For more than 15 years Thomas J. McCoy (1992) has improved the performance of 

organizations through improving the performance of their employees. In his book 
Compensation and Motivation, Maximizing Employee Performance with Behavior-Based 

Incentive Plans, published in 1992, he spells out the details of his innovative behavior-
based incentive compensation system. 
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Behavior-based incentive compensation (BBIC) differs from traditional 
compensation in three significant areas: 1) The plan design requires a high degree of 
consideration of human resources as well as of finances; 2) BBIC is contingent upon 
performance; 3) It is extremely flexible in its ability to produce improvement in any area 

of organizational need. 
No compensation system meets all needs, but the unique flexibility of behavior-based 

incentive compensation allows it to be applicable in a wide variety of business 
environments and on all levels of an organization (McCOY, 1992). 

Incentive Compensation Management refers to the system and practices supporting 
the payment of variable compensation by companies to their sales force, agents, or other 
entities whose performance against desired metrics can help the company be more 
successful (Kelly, 2014). 

For example, as far back as 1985, Frito-Lay’s management accepted the fact that 
improvements in the technology of their business would bring only a limited degree of 

incremental improvement. David Halleck, manager of compensation at Frito Lay, wanted 
to determine to what extent the rewards influence employee motivation. The task force 
assignment was to develop a program that supported the business strategy through the 

coordination of management practices, employee participation, and shared rewards. The 
result of the assignment was a productivity incentive plan based on cost, quality, and 

productivity volume. Employee participation and feedback systems were designed and 
installed to support the process. In addition, incentive plan success criteria were designed 
and incorporated into the review cycle (McCOY, 1992). 

Frito-Lay has a cultural history of utilizing the test process to explore different 

alternatives. Like many organizations, they use testing as a method of gaining company-
specific information and data for assessment. Two plants were selected to participate in 

the test of incentive compensation. One plant was to be the test plant; the other plant was 
to be the control. The plants were selected based on a list of criteria that included 

comparable plant size and age, similar workforce demographics and experience, similar 
styles of management, and commonality of products (this would remove any variance 
based on seasonality). 

The results were positive. At the test plant, cost and quality performance each 

improved by more than 10%. At the control plant, an increase in volume affected the cost 
indicators and an increase in new employees affected the quality measurements. Cost 

performance improved by 3%, and quality performance improved by 4%. (Management 
feels that if these changes had not taken place, performance in both categories would have 

improved by greater than 10 percent). To add perspective to the performance improvement, 
it is significant to note that the average Frito-Lay plant had an annual improvement rate 
of 5 percent in both cost and quality during this year. Employee ideas increased by 30 
percent in the test plant, by 20 percent in the control plant, and by 10 percent in the average 

plant in the system (McCOY, 1992). 
As part of the evaluation, Frito Lay’s management conducted preplan and post-plan 

opinion surveys. The results and variations in the survey responses are as follows (Table 1): 
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Table 1. Results and variations in the survey responses. 

 Percentage Increase, Control Plant Percentage Increase, Test Plant 

Feedback 4% 10% 

Communications 5% 10% 

Working Conditions 4% 9% 

Employee/Management 
Relations 

6% 10% 

Employees at both facilities reported feeling that their job security had improved. 
They saw the program as an indicator of management and viewed that as a positive addition 

to the environment (McCOY, 1992). 
A notable discrepancy in performance outcomes was observed, with nearly a two-to-

one difference between the test plant and the control plant. Both plants offered the same 
intrinsic motivation to enhance performance, and the control plant demonstrated that 
intrinsic incentives alone had a positive impact on results. Both facilities implemented 
identical training, performance feedback systems, and employee participation processes. 

The distinguishing factor was that one plant offered extrinsic incentives, which notably 
bolstered the performance improvement process. 

There is a very interesting theory about “carrots and sticks”. “Carrots and sticks” 
refer to using rewards and punishment to motivate others. This system is based on the 
principles of operant conditioning. Similarly, there is the expression “carrot-on-s-stick”, 
which conjures up the image of a carrot tied to a stick held just beyond the reach of a 
donkey to encourage the animal to go faster. In organizations, “carrots” refer to rewards 
or incentives dangled in front of employees to motivate them to strive toward some goal. 

These incentives range from coffee mugs to lucrative financial bonuses and everything in 
between. The obvious assumption is that employees are motivated by the particular carrot 

being offered (Marciano, 2010). 
Motivation in the workplace changes with time. The workplace and its employees 

today, for example, are very different than they were before the second half of the 
twentieth century. One of the big changes is employees’ expectations and their 
relationship to their work. Managers, leaders, and human resources professionals must be 
willing to give up traditional beliefs about the role of motivation and factors that affect 

employee motivation to deal with today’s workforce effectively. 
Whether a person enjoys his or her work is a recent and primarily Western 

Phenomenon. Certainly, through the 1950s, work served the primary purpose of putting 
food on the table and a roof over one’s head. While people undoubtedly developed 
friendships at work and may even have enjoyed their work depending on their profession 
and position, such issues were not viewed as particularly relevant to making a living. Over 
the past few decades, the level of satisfaction and meaning of the work has been 
increasingly emphasized. This is particularly true once employees reach a certain 

monetary threshold that comfortably provides for their quality of life. Today’s leaders who 
wish to maximize the productivity of their employees must fully understand and embrace 
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the notion that employees work for more than just money; they work to feel good about 
themselves (Marciano, 2010). 

Money can motivate individual performance, but the impact on performance is 
typically short-lived. Money falls under what Frederick Herzberg called a Hygiene factor, 

in other words, a factor that has more to do with decreasing motivation than increasing it. 
Money matters a lot under two conditions. First, it matters at the very low end of the pay 

scale where an additional dollar an hour can make a significant difference to an individual. 
Second, it matters when people find out that they are being under-compensated relative to 

a colleague or market value; this situation violates the Equity Theory. A classic example 
occurs when a new employee is hired at a higher salary than an existing employee doing 
the same job. Under these conditions, the existing employee, who may have been perfectly 
satisfied with his pay, becomes upset and feels unappreciated. Typically, the employee 

will quit, demand more pay, or perform markedly worse. 
Motivation techniques can be very helpful in raising a person’s level of readiness to 

change and in getting him or her to begin engaging in desired behaviors. In the words of 
Jim Ryun, “Motivation is what gets you started; habits are what keep you going” 
(Marciano, 2010). 

In Paul L. Marciano’s “Carrots and Sticks Don’t Work, Build a Culture of Employee 
Engagement with the Principles of RESPECT” (2010) specified twenty reasons why 

reward and recognition programs do not work. These reasons are summarized in Table 2. 
Therefore, it is clear that even rewards that might appear to be desirable do not 

necessarily work for everybody (Marciano, 2010). 
One of the major reasons that reward and recognition programs are unfairly 

administered is that the program guidelines are unclear and open to interpretation. 
Trying to motivate employees with “carrots” will not increase the overall human 

capital of the organization. 
This topic is highlighted in the RESPECT Model, an actionable philosophy founded 

on the principle that when individuals are treated with respect, they are more engaged and 
motivated to strive toward the organization’s goals. Over the past few years, a handful of 
researchers from around the world have empirically supported this premise, most notably 
Ed Sleebos, Naomi Ellemers, and Dick de Gilder from the Netherlands. These researchers 

have demonstrated in both laboratory and field studies that when people feel respected, they 
exhibit greater discretionary and effort to benefit the group and organization. In addition, 

their research uncovered that when disrespected individuals exhibit discretionary effort, 
they do so to achieve personal gain—not to advance the goals of their group. These 

findings validate the basic premise of the RESPECT Model and highlight the distinction 
between engaged employees who work for the betterment of the organization and 
motivated employees who work for themselves. Based on engagement research, the Circle 
of RESPECT distinguishes five areas in which employees experience feelings of respect 

and disrespect (Marciano, 2010). 
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Table 2. Twenty reasons why reward and recognition programs do not work (Source: 
Marciano, 2010). 

Reason 1 Programs fail because they are programs. 

Reason 2 Rewards are not necessarily reinforcing. 

Reason 3 Programs are too narrowly focused. 

Reason 4 Programs focus on the wrong dependent variable. 

Reason 5 Goals can limit performance. 

Reason 6 Inconsistent and unfair administration. 

Reason 7 Added stress for supervisors. 

Reason 8 Programs foster cheating. 

Reason 9 Programs destroy teamwork. 

Reason 10 Programs are cover-ups for ineffective supervisors. 

Reason 11 Programs offer a weak reinforcement schedule. 

Reason 12 Giving gifts is not a reinforcement program. 

Reason 13 Programs reduce creativity and risk-taking. 

Reason 14 Extrinsic reinforcement reduces intrinsic motivation. 

Reason 15 Wrong behaviors are rewarded. 

Reason 16 Everybody’s a winner. 

Reason 17 Programs are manipulative. 

Reason 18 Program architects are generally not experts. 

Reason 19 Programs have no impact on workplace culture. 

Reason 20 Reward programs decrease overall motivation. 

Figure 1 shows the Circle of RESPECT. 

 
Figure 1. Circle of RESPECT (Source: Marciano, 2010; Marciano, 2011).  
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All points above are taken from Paul L. Marciano, Ph.D. Carrots and Sticks Don’t 
Work, Build a Culture of Employee Engagement with the Principles of RESPECT 
(Marciano, 2010). 

It is interesting that whether on the battlefield or in the boardroom, people follow 

leaders they respect and by whom they are respected. Respect brings with it great power 
to influence others and their behaviors. Respected leaders inspire followers to engage in 

the work that needs to be done to fulfill the mission and vision of the organization. Leaders 
must earn respect by treating those around them with RESPECT every day and not assume, 

that respect should be automatically bestowed upon them based on their position and 
achievements. 

Paul L. Marciano concludes his book Carrots and Sticks Don’t Work, Build a Culture 
of Employee Engagement with the Principles of RESPECT with the sentence:“ If you want 

the most out of your people, treat them with respect and they will respect and do more for 
you” (Marciano, 2010). 

3. Conclusion 

In short, recognition and a sense of purpose are often more important than money 
(salary) for most people.  Hence, leaders should ensure that every worker feels valued and 
integral to both the organization and society. Additionally, they should communicate 
information regarding plans and achievements to their subordinates and actively consider 
their suggestions for enhancing plans and workflow. 

Leaders should allow some form of independence among their workers, which can 

be manifested in the following ways: 
Facilitating information exchange with subordinates and involving them in decision-

making processes enables leaders to address individuals' fundamental needs. 
Consequently, this elevates motivation levels and diminishes dissatisfaction with formal 
leadership. 

According to human resources theories, work is inherently satisfying for most 
individuals, as they aspire to contribute to the attainment of the organization's objectives. 
Many people are capable of working independently, exercising considerable responsibility 

and self-control. In such instances, the primary responsibility of a leader is to maximize 
the effective utilization of human resources. This entails creating an environment wherein 

each individual can demonstrate their abilities in successfully addressing the 
organization’s challenges. 

Special emphasis should be placed on the involvement of personnel in solving 
important problems of the organization and increasing their independence and self-control. 
This contributes to improved economic efficiency in production. Consequently, job 
satisfaction increases, facilitating guidance and refinement of work design. 

Furthermore, while incentives can affect performance, their effectiveness hinges on 
various factors including employees’ needs, preferences, and ability to impact results. 

Cultural disparities and economic situations also play significant roles in determining the 
efficacy of incentive schemes. 
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Moreover, while money can initially motivate individual performance, its impact 
tends to be short-lived. Employees are driven by more than just financial incentives; they 
seek fulfillment and a sense of accomplishment in their work. Long-term incentive 
structures often fall short in sustaining motivation. Motivation techniques can be effective 

in elevating an individual’s readiness to engage in desired behaviors. 
However, reward and recognition programs are sometimes inefficient and costly. 

Unclear program guidelines often result in unfair administration. Strong motivation and 
respect have a more enduring and positive impact on performance. 

This paper shall conclude with a quote from Thomas Alva Edison: “One might think 
that the monetary value of an invention constitutes its reward to the man who loves his 
work. But I continue to find my greatest pleasure, and so my reward, in the work that 
precedes what the world calls success.” 

Conflict of interest: The author declares no conflict of interest. 
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Abstract: Purpose: The purpose of this paper is to review literature in the area of perceived 

organizational politics (POPs) and to present a model that explains the positive role of the 

phenomenon in the workplace. This involves understanding how POPs have evolved from 

playing a much-publicized destructive role to an emerging constructive one. 

Design/methodology/approach: An integrative review method was used to review articles on 

POPs published over the last 13 years (2010–2022). The primary sources of information were 

several databases, such as ISI Web of Science, Google Scholar, and Scopus. Specific search 

terms were considered to find relevant articles, leading to 7803 articles (3894 hits on Scopus, 

1723 hits on Google Scholar, and 2186 hits on Web of Science). These studies were further 

examined for their relevance to this study, and 103 articles were identified. The application of 

exclusion criteria funneled them to 66 studies. The articles, employing quantitative, mixed, and 

qualitative approaches were coded. The themes were subsequently determined. Findings: The 

review notes that the POPs literature emphasis is shifting from a negative and dysfunctional 

approach to one where positive organizational outcomes are possible. The review concludes 

that POPs have functional consequences too. The phenomenon could illuminate favorable 

workplace outcomes if viewed as an enhancer rather than a hindrance. POPs should be viewed 

as a phenomenon that for all purposes is essentially neutral. It is individuals who label the 

otherwise neutral construct as negative (negative POPs) or positive (positive POPs). Practical 

implications: The paper reveals how antecedents help organizational members label politics 

as positive. Perceived organizational politics is largely a neutral construct until the perceiver 

decides to label it otherwise. A positive perception of politics is significant in predicting 

important employee outcomes such as motivation, employee satisfaction, and job performance. 

Management needs to invest in antecedents and moderators to help employees label the 

construct as positive rather than negative. Originality/value: The study is an original review 

of the positive POPs literature to identify the significant antecedents, moderators, and work 

outcomes, vital to organizational success. 

Keywords: perception of organizational politics; political behavior; organizational power and 
politics 

1. Introduction

Organizations are political arenas in which their members need not only political
skills and an appetite to work in such an environment but also to engage in political 
activities (Mintzberg, 1985). Politics is an organizational reality and participation in 
its activities denotes an acceptable and functional practice (Gotsis and Kortezi, 2011; 
Byrne et al., 2017). Organizational politics is not a concrete and objective concept. 
Employee behaviors are a response not to actual organizational politics (Chang et al., 
2009) but to their perception of what they think organizational politics is like at the 
time. This study uses Richardsen, et al.’s (2016) definition of organizational politics 
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as ‘an attitude that strategically escalates self-interest and challenges the combined 
organizational goals’. A number of deviant behaviors, such as workplace bullying, 
theft, sabotage, and organizational injustice, are stronger when the perception of 
organizational politics is high (Khattak et al., 2021). 

An understanding of POPs, given their far-reaching effects on key organizational 
variables such as organizational performance, organizational citizenship behavior, and 
organizational justice (Bedi and Schat, 2013; Nyathi, 2022), is a reality that 
management practitioners ought to understand and appreciate. Therefore, this study 
focuses on POPs, a phenomenon that is viewed as a necessity for organizational 
growth (Maslyn et al., 2017; Mazzola et al., 2019). 

It is defined as a process by which internal organizational stakeholders give 
meaning to the workplace after undergoing an organization and interpretation of their 
sensory process (Landells and Albrecht, 2017). The phenomenon is a “perception of 
an individual’s behavior that is not accepted by formal authority and may or may not 
affect organizational goals” (Khan et al., 2022). The POP outcomes are manifested in 
employee attitudes, behavior, and organizational performance (Nyathi, 2022).  

The multifaceted construct of POPs has been studied from macro-level, micro-
level, and multi-level perspectives. The macro-level perspective examines the 
structural sources of organizational power and the role of coalitions in promoting 
collective self-interest agendas (Pfeffer, 1992; Pettigrew and McNulty, 1995). The 
micro-level approach focuses on individual behavior, relationships, and perceptions 
(Gandz and Murray, 1980; Kacmar and Ferris, 1991; Ferris et al., 1996; Perrewé et al., 
2000). A multifaceted perspective combines two approaches: the micro-level and 
macro-level approaches. This approach was adopted for this review. 

POPs have been shown to have positive effects on several employee outcomes, 
such as job satisfaction (Opoku et al., 2020), organizational loyalty (Spurk et al., 2021), 
and job performance (Abbas and Raja, 2019), and ultimately value-adding effects on 
the total organization. Research findings have shown POPs to be organizational 
stressors through hindrance and challenge stressors. It is the challenge stressors that 
are of importance to this review. The challenge stressors provide opportunities for 
feelings of attainment, growth, and enhancement among internal stakeholders 
(Mazzola et al., 2019). Increased employee performance creates feelings of 
achievement, thereby buttressing the promotional prospects of employees. However, 
there is a lack of a theoretical model that explains these positive outcomes. 

The two objectives of this review are to provide an understanding of how POPs 
have evolved to play a constructive role in the workplace. This means identifying 
antecedents and moderating and/or mediating variables that shape positive POPs 
among employees. The aim of this study is also to model the relationship between 
independent, moderating, and dependent variables. Previous reviews have not focused 
on the processes of positive perception formation in employees. There has been little 
attempt to identify social influence processes explaining positive perceptions amongst 
internal stakeholders. The motivation for this study stems from the realization that a 
substantial number of research findings have established perceived organizational 
politics as a manipulative and disruptive force within organizations. However, a 
growing list of research findings has established that POPs also play a constructive 
role. As such, POPs could be utilized by management to influence employees’ 
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perceptions so that a positive role emerges. 
A brief history of the perception of organizational politics 
Developed just over 30 years ago by Ferris et al. (1989), POPs (then referred to 

as organizational politics) have generated much but inconclusive research (Chang et 
al., 2009; Antic et al., 2010; Ferris et al., 2019; Hochwarter et al., 2020). The dark side 
of organizational politics (OP) has been widely documented and well-articulated (Hall 
et al., 2004; Chang et al., 2009; Walter et al., 2012), reflecting employees’ beliefs 
about the prominence of self-serving behaviors in organizations. 

Ferris et al. (2000) noted the importance of investigating perceived politics, 
defining POPs as “an individual’s subjective evaluation about the extent to which their 
work environment is characterized by coworkers and supervisors who demonstrate 
self-serving behaviors” (Ferris et al., 2000, p. 90). Three decades later, POPs continue 
to garner much interest from both researchers and practitioners as an independent area 
of scientific inquiry (Ferris et al., 2017). Much of the research has maintained a 
negative characterization, whereby POPs are viewed as the source of a variety of 
harmful work consequences, such as high stress and turnover intentions, lower job 
satisfaction, productivity, and work commitment (Ullah and Ahmad, 2018). 

In the last ten years, some researchers (such as Gotsis and Kortezi, 2011; Ferris 
and Treadway, 2012; Maslyn et al., 2017) have established that POPs also generate 
positive and effective results for organizations. They have shown that when POPs are 
viewed as an opportunity, favorable work outcomes result. These outcomes fail to 
materialize when the phenomenon is viewed as a hindrance. As such, POPs may have 
both functional and dysfunctional consequences, depending on the self-serving or 
benevolent volition of decision-makers (Kapoutsis and Thanos, 2016; Gotsis and 
Kortezi, 2011; Landells and Albrecht, 2017). The positive side (Eldor, 2017; Landells 
and Albrecht, 2017; Nyathi, 2022) is gaining traction in challenging the exclusivity of 
the self-interest assumption. 

Historically, several studies have viewed OP as a concrete and threatening 
construct. Specific behaviors often considered and measured as political, include 
striving for in-group status, sucking up to others, backstabbing, and pursuing personal 
goals instead of those that benefit the group or organization (Hochwarter et al., 2020). 
Early literature on the phenomenon described it as occurring when other employees 
are manipulated and utilized as resources in the workplace. Early theorists argued that 
it is not actual politics that matters most to organizations, but rather the subjective OP 
that results in adverse reactions and behaviors (Gandz and Murray, 1980). This 
argument is based on the suggestion that people operate based on perceptions of reality 
and not actual reality per se (Lewin, 1936). Similarly, Gandz and Murray (1980) 
asserted that the presence of OP is a subjective assessment of the behavior of others 
rather than an objective reality. This assertion rests on the premise that employees’ 
perceptions of their work environment as political, even when misconstrued, create 
their reality and drive their cognitive and behavioral responses (Ferris et al., 2002; 
Ferris et al., 2000). This saw the birth of the perception of organizational politics 
(POPs). 
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2. Literature review methodology

2.1. Research process 

This study explores the antecedents, mediators, and moderators that influence 
positive organizational consequences for POPs. An integrative review method was 
used to identify articles on POPs published in the last 13 years (2010–2022) and 
discuss the lessons learned from this review. Each article has been deductively coded, 
although inductive coding has also been allowed to gradually evolve. Subsequently, 
descriptive themes were generated, and differences (in themes) were reflected. A 
consensus on the main themes was then reached. This study intends to respond to the 
following research questions: 

RQ1. What antecedents positively influence POPs, such that the phenomenon 
plays a constructive role in organizations? 

RQ2. What variables mediate and/or moderate the effect of POPs on positive 
organizational outcomes? 

2.2. Database search methods 

The search on ISI Web of Science, Google Scholar, and Scopus made up the 
primary database for the purposes of this study. To find relevant articles, the following 
8 search terms were considered: perception of organizational politics, perceived 
organizational politics, political skill, political behaviour in organizations, workplace 
bullying, outcomes of perception of organizational politics, functional politics, and 
perception of organizational justice.  

This procedure resulted in 7803 articles (3894 hits on Scopus, 1723 hits on 
Google Scholar, and 2186 hits on Web of Science). A number of duplicates were 
removed from the list. Only papers with POPs as their main research focus were kept. 
The articles were then examined for relevance to the literature review. The relevance 
was determined by the article’s ability to address the two research questions. A total 
of 103 articles were established. 

2.3. Exclusion/Inclusion criteria 

The exclusion criteria for selecting articles for the study were the following: 
1) Only studies from peer-reviewed journals, for the period 2010 to 2022 were

considered for the study;
2) The studies should have focused on the private and public sectors, excluding not-

for-profit organizations.
This focused search registered a final sample of 66 articles that were relevant to

the accomplishment of the set objectives. Of these, 40 were from 2010–2019, and 26 
from 2020 to 2022. Of the total articles reviewed, 67% adopted a quantitative 
methodology, and 33% utilized a qualitative methodology. Sixty-seven percent (67%) 
of the papers examined POPs, thirty percent (30%) political behavior in organizations, 
and 3% perception of organizational justice. 
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3. Findings

3.1. Introduction 

The aim of this review was to establish the antecedents and moderators that 
influence POPs to play a positive role in organizational growth. Four antecedents 
dominated the review: organizational, personality, employee skills, and contextual 
variables. Passion for work, tenacity, and social capital were the main variables 
moderating the effect of antecedents on positive outcomes (see Figure 1). 

Figure 1. Antecedents and moderators of POPs. 

Section I: Perception of Organizational Politics in organizations 
The perception of organization politics is essential to the success of organizations 

in several ways (Bedi and Schat, 2013). The phenomenon influences and impacts 
several strategic employee outcomes, such as job performance, job satisfaction, job 
attitudes, organizational trust, commitment, and employee stress. These perceptions 
are also connected to lower perceptions of organizational trust and support. Negative 
POPs trigger higher intentions to leave, job stress, burnout, and low organizational 
citizenship behaviors (Bedi and Schat, 2013). The phenomenon also negatively affects 
discretionary extra-role employee behaviors that benefit the group and organization, 
such as volunteering and helping others. 

The seminal model of POPs, consisting of antecedents and consequences, 
anchors most studies in workplace politics (Ferris et al., 2002). The antecedents are 
factors contributing to POPs. Antecedents are the independent variables explaining the 
positive POP outcomes, which are dependent variables. The model categorizes 
antecedents into three groupings: organizational, job, and personal influences. This 
categorization permeates several studies prior to the period under study. 
Organizational influences consist of structural dimensions that make up the 
personality of organizations, e.g., level of formalization and centralization 
(Hochwarter, 2012). POPs are positively related to the centralization of decision-
making and procedural justice in organizations. When power is decentralized and 
organizational procedures are consistent, transparent, and fair, employees experience 
lower POPs (Atinc et al., 2010). Formalization of rules, standards, and communication 
flows thereof also lowers POPs (Atinc et al., 2010). In this study, three additional 
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organizational influences are organizational democracy, the use of information 
technology, and the leadership style adopted by top managers (Hochwarter et al., 
2020). 

Job influences consist of factors inherent in the job/work environment (Atinc et 
al., 2010). Employees’ POPs are likely to be lower if their job expectations are met. 
Their POPs are also likely to be lower if there are opportunities for development and 
advancement. This results in improved relationships with their leaders, and a trusting 
relationship with coworkers. Jobs involving higher autonomy and feedback also have 
lower POPs (Atinc et al., 2010). The availability of employee coping strategies is an 
additional job influence emerging post-2010. Personal influences consist of skills that 
organizational members possess (Elbanna et al., 2017). Employees who are 
pessimistic and hold an untrustworthy view of human nature are likely to experience 
higher POP, as are people who are prone to negative moods and emotions (Atinc et al., 
2010). Conversely, people who believe they are in control of their environment and 
people who are prone to positive moods and emotions are likely to experience lower 
POP (Atinc et al., 2010). In this review, emotional intelligence is an additional 
influence on POPs. 

The fourth influence of POPs consists of employees’ political skills. This 
influence relates to employees’ ability to maintain good leader-employee relationships. 
Employees with high political skills have the capacity to adopt positive behavior that 
benefits the whole organization as well as helping colleagues solve problems. This 
leads to lower POPs. 

Earlier conceptualizations of POP consequences were described as negative and 
backward-looking. The consequences of negative POPs were listed as low employee 
morale, divisions amongst internal stakeholders, and ultimately high levels of conflict, 
stress, lower employee productivity, loss of focus on corporate goals, uncertainty 
about the future, and resistance to strategic change. These outcomes are all undesirable 
and dysfunctional. Such conceptualization emanates from using a reactive and 
reluctant lens. The reactive view sees POPs as destructive and manipulative. The 
reluctant lens sees POPs as a necessary evil that should be avoided. Management, 
however, reluctantly uses POPs as they get tasks done through the phenomenon. These 
perspectives therefore emphasize the negative aspects of POPs.  

There has, however, been a slow but steady shift from this negative 
conceptualization to a positive one wherein the phenomenon is seen as playing a 
strategic role in aiding functions within organizations (Liu et al., 2010). POPs are also 
seen through integrated lenses as helping organizations function well in addition to 
facilitating better decision-making (Landells and Albrecht, 2017). These perspectives 
give rise to positive POP consequences such as the promotion of ideas, recognition for 
good performance, improvement of organizational goals, better decision-making, 
improved communication, and organizational citizenship behaviors (Ferris et al., 
2019). 

Several moderators have received attention in recent studies. The notable ones 
are tenacity, organizational commitment, social capital, goal congruence, and POPs. 
As with antecedents, there is a lack of consensus on the most effective moderators in 
the antecedent-POPs-work outcome relationship (Hochwartger et al., 2020). There is 
unanimity, though, when it comes to mediating variables, with all studies using POPs. 
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Recent research has focused on a balanced treatment of POPs that includes both 
positive and negative political perceptions (Ferris et al., 2002; Ferris and Hochwarter, 
2011; Kapoutsis and Thanos, 2016; etc.). This approach is motivated by a desire to 
understand how employees actually perceive politics at play in their organizations 
(Ferris et al., 2017; Landells and Albrecht, 2017). They believe it is one’s perception 
of an otherwise neutral construct that gets it labeled negative or positive. 

Section II: Latest antecedents and moderators shaping positive POPs 
POPs may be viewed as a manifestation of social influence processes that are 

essentially neutral. It is the purpose of the respective behavior that renders it positive 
or negative (Pfeffer, 1992), and hence the nature of outcomes. Several factors seem to 
shape employees’ perceptions of organizational politics. These factors, with a high 
frequency of citation, share a lot in common with the classification provided by Ferris 
et al. (2002). 

3.2. Organizational factors 

3.2.1. Organizational democracy 

When employees enjoy transparent and accountable management within a system 
of organizational democracy, negative political behavior declines (Turabik and 
Baskan, 2019). Political behaviors exhibited for the purpose of obtaining resources 
will decrease in the presence of fair resource sharing through participatory decision-
making. Since employees are more likely to adopt rules that are shaped by their own 
decisions, conflicts and, consequently, political behaviors should decrease in a 
democratic workplace (Turabik and Baskan, 2019). There is a negative relationship 
between organizational democracy, on the one hand, and the frequency of 
encountering political behaviors. Organizational democracy predicts the frequency of 
encountering political behaviors (Turabik and Baskan, 2019). It is associated with 
increased job satisfaction, innovation, stakeholder attachment, and organizational 
performance through positive POPs (Harrison and Freeman, 2004; Kesen, 2015).  

3.2.2. Leader-member exchange 

Leader-member exchange has been investigated in several studies as a predictor 
of POPs (Miller and Nicols, 2008; Rosen et al., 2011). The leader-member exchange 
theory underpinning this relationship emphasizes the dyadic nature of the relationship 
between the leader and the subordinates (Humphrey, 2014). Leaders are assumed to 
adopt different leadership styles for different subordinates. The styles range from 
being friendly and close on one hand to being formal and impersonal on the other 
(Humphrey, 2014). Accordingly, some of the employees are designated as the ‘in-
group members’ while others represent the ‘out-group members’ (Miller and Nicols, 
2008). The leader supervises ‘in-group members’ in a personal manner, while the 
relationship with ‘out-group members’ is impersonal (Humphrey, 2014). 

Several research findings have established a link between leader-member 
exchange and POPs (e.g., Rosen et al., 2011; Williams et al., 2016; Al Jisr et al., 2020). 
The construct has been found to be negatively related to POPs where relationships are 
poor (Miller and Nicols, 2008; Ferris and Kacmar, 1992; Kacmar et al., 1999). When 
employees have better relationships with their leader, they are less likely to consider 
the workplace as political. In good exchanges between subordinates and their 
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supervisor, information access and trust are increased, therefore leading to reduced 
political activity (Atinc et al., 2010). In low-quality exchanges, subordinates distrust 
their supervisor because the latter does not give them the support and rewards they 
need (Andrews and Kacmar, 2001). 

3.2.3. Information technology 

The introduction of information technology (IT) in organizations affects POPs in 
a number of ways. First, IT use redistributes power among organizational members: 
conferring more power on some and reducing the power of others. The beneficiaries 
of this power redistribution are likely to reward an organization by engaging in 
positive organizational citizenship behaviors, such as improved individual 
performance, job satisfaction, and lower labor turnover (Opoku et al., 2020). Second, 
IT use distributes non-randomly, the information required for coping with uncertainty, 
role ambiguity, and role conflict (Opoku et al., 2020). By distributing such information, 
the use of IT, therefore, allows organizational members to cope with the uncertainty 
brought about by the work environment.  

Third, the use of IT enhances feedback pertaining to organizational policies and 
practices (Maslyn et al., 2017). When employees are afforded a chance to scrutinize 
organizational policies and practices, a perception of fairness and justice develops. 
POPs develop with the concomitant benefits of work attitudes and behaviors. Fourth, 
IT promotes centralized structures, leading to clarity of organizational rules (Maslyn 
et al., 2017). This again reduces role ambiguity and lowers the negative perception of 
organizational politics. Collectively, IT use results in a reduction of negative 
perceptions of organizational politics in the workplace (and an increase in positive 
political labeling). 

3.3. Contextual factors 

3.3.1. Co-worker cooperation 

Co-worker cooperation is defined as “the quality of the relationship between an 
employee and his or her co-workers” (Andrews and Kacmar, 2001, p. 353). It is a form 
of social support and teamwork among members working in the same organization 
(Harris et al., 2005). According to Poon (2006), helping co-workers is a voluntary 
behavior that is costly and time-consuming for those employees who engage in it. 
Nevertheless, cooperative behavior is important for the organization to adapt to 
environmental changes. In reality, support and cooperation between co-workers 
alleviate the negative effects of the work environment by lowering competition over 
scarce resources and reducing self-serving behavior (Atinc et al., 2010). Cooperation 
also builds understanding among co-workers and enables them to cope with the 
adversities of the work environment (Valle et al., 2003).  

The POPs literature that has explored the relationship between politics and 
coworker cooperation, notes the existence of an inverse relationship (e.g., Andrews 
and Kacmar, 2001; Harris et al., 2005; Poon, 2006). The cooperation among co-
workers decreases POPs (Harris et al., 2005; Andrews and Kacmar, 2001; Parker et 
al., 1995; etc.). When intergroup cooperation exists, organizational members are less 
likely to compete over resources (Parker et al., 1995). The higher the cooperation 
among co-workers, the lower their perceptions of politics in the workplace. 
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3.3.2. Coping strategies 

Cavanaugh et al. (2000) argued that workers appraise workplace stressors as 
either challenges or hindrances. Challenge stressors represent motivating obstacles 
(LePine et al., 2005), problems to overcome, and ones considered solvable. Though 
stressful, challenge stressors produce eustress, a positive feeling of achievement. 
Hindrance stressors, in contrast, are characterized as impasses, strain increasing, and 
demotivating (LePine et al., 2005), which result in distress, and a feeling of depletion. 
In response to these stressors, employees may activate one of two different coping 
strategies: (i) problem-focused coping, which involves employees industriously 
seeking ways to solve and overcome the threat, and (ii) emotion-focused coping 
(Carver and Connor-Smith, 2010; Nes and Segerstrom, 2006), in which employees 
attempt to alleviate negative stress effects through unresponsive actions, such as 
withdrawal or denial. Research supports the assumption that problem-focused coping 
and emotion-focused coping both reduce stress and increase well-being. Research has 
also shown that problem-focused coping strategies are useful for controllable stressors 
but are potentially damaging responses to uncontrollable stressors (Aldridge and 
Roesch, 2007). Similarly, emotion-focused coping is most beneficial for 
uncontrollable stressors (Austenfeld and Stanton, 2004). Ultimately, employees who 
utilize emotion-coping strategies evaluate POPs as high due to their lack of resources 
to play the ‘political game’. Conversely, employees who utilize problem-focused 
strategies evaluate workplaces as having low POPs due to their ‘ability’ to manage the 
stressors. 

3.3.3. Leadership style 

Several studies have shown that organizational politics is strongly related to 
fairness and justice in the workplace (Kacmar and Ferris, 1991; Ferris and Kacmar, 
1992; Butcher and Clarke, 2002; etc.). The managerial strategy underlying the 
transformational leadership style reinforces moral values, thereby contributing 
positively to feelings of fairness and justice (Kacmar and Ferris, 1991). This style of 
leadership may therefore create a positive organizational climate that supports 
professionalism and excellence, resulting in reduced POPs. In addition, the 
transparency in decision-making processes that characterizes the transformational 
leader may also contribute to reducing the POPs by strengthening the belief that both 
the leader and the organization are fair and just (Kacmar and Ferris, 1991; Ferris and 
Kacmar, 1992; Ferris et al., 1996).  

The transformational leadership style reduces the POPs in organizations because 
it offers a vision, a mission, and an operative plan for goal achievement (Humphrey, 
2014). Reduced ambiguity and uncertainty validate the feeling that it is possible to 
deal with organizational challenges in a way based on justice and fairness. 
Transformational leadership thus creates a positive organizational climate that 
supports professionalism and excellence resulting in reduced POPs. In sum, 
transformational leadership has characteristics that could reduce POPs among 
employees. 
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3.4. Employee skills 

Political skill 

Political skill is the ability to understand others at work and to use such 
knowledge to influence others to act in ways that enhance one’s personal and/or 
organizational objectives. Politically skilled employees are socially astute, can 
effectively read others, and have the ability to self-regulate and adapt to different 
situations (Andrews and Kacmar, 2009). With high political skills, employees who 
have outstanding capacities in networking can usually acquire more opportunities to 
meet, communicate, and cooperate with leaders than other employees, which can help 
to deepen mutual understanding and establish good personal relationships. Further, it 
is argued that to attain success, politically skilled individuals are more likely to 
perform organizational citizenship behaviors (OCB) as a way to distinguish 
themselves from others (Jawahar et al., 2008). Besides, the sincerity of employees with 
high political skills is likely to attract their leaders’ trust and faith. This is also very 
important for building and maintaining leader-member relationships. Employees with 
high political skills therefore have a capacity to adopt positive behavior that improves 
the whole organization as well as helps colleagues solve problems. This helps 
employees label the politics positively. 

3.5. Personality factors 

The personality of an employee plays a vital role in the way an individual 
perceives organizational politics and justice in the workplace. 

3.5.1. Locus of control 

A locus of control orientation is “a belief about whether the outcomes of our 
actions are contingent on what we do (internal control orientation) or on events outside 
our personal control (external control orientation).” (Zimbardo, 1985, p. 275). 
Employees with external locus of control perceive the workplace as more political 
because they attribute anything that happens to them to external factors. The opposite 
is true for employees with an internal locus of control. This relationship was 
substantiated in a number of research findings (Andrews and Kacmar, 2001; Miller 
and Nicols, 2008; Agarwal, 2016; etc.). POPs mediate the relationship between locus 
of control and POPs consequences. Internals therefore believe that the outcomes 
earned are based on the energy and effort that employees expend (Galvin et al., 2018). 
Internals are less likely to perceive higher workplace politics. 

3.5.2. Emotional intelligence 

Emotional intelligence refers to an aptitude to manage oneself as well as other 
stakeholders (Louw and Venter, 2019). There are two sets of competencies: those for 
managing oneself, and those for managing one’s relationships. The competencies for 
managing oneself are self-awareness, self-regulation, and motivation. Self-awareness 
relates to understanding one’s “emotions, values and goals” and how these affect 
others (Louw and Venter, 2019, p. 425). Introspection involves identifying one’s 
strengths and weaknesses, capabilities, and strategic direction (Gorgens-Ekermans and 
Roux, 2021). Research has shown that emotional intelligence improves work 
outcomes, such as job satisfaction, job performance, and conflict resolution (Mayer et 
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al., 2008; Meisler, 2013). Emotional intelligence affects how organizational politics is 
perceived (Meisler and Vigoda-Gadot, 2017) through a number of mechanisms. First, 
emotional intelligence increases the quality of interactions with others, which in turn 
leads to lower perceptions of organizational politics. POPs mediate the effect of 
emotional intelligence on work outcomes. Second, emotional intelligence improves 
leader-member exchange, resulting in a lower perception of organizational politics. It 
is therefore negatively related to POPs. 

3.6. Moderator variables 

Three factors (tenacity, passion for work, and social capital) affect the direction 
and/or strength of the relationship between antecedents and positive POP 
consequences (Baron and Kenny, 1986). 

3.6.1. Tenacity 

Tenacity refers to employees’ perseverance or persistence in their efforts to 
achieve work-related goals, which is useful in adverse work situations (Baum and 
Locke, 2004; De Clercq and Belauuigoitia, 2017). Tenacious employees have the 
stamina and focus, to deal with the challenges that arise in strongly politicized 
organizational climates. They also overcome the resistance they encounter in their 
efforts to address unfavorable organizational conditions (De Clercq and 
Belausteguigoita, 2017). Ultimately, employees with strong tenacity can protect 
themselves from the threats of negative POPs and thus remain emotionally attached to 
their employers, with positive consequences for the organizations. Tenacity therefore 
moderates the antecedent and positive POP consequences relationship. 

3.6.2. Passionate about work 

Employees, who are passionate about their work, experience a positive sense of 
accomplishment when they are able to overcome work-related challenges (Vallerand 
et al., 2003). Similarly, employees who are passionate about their work can draw from 
significant positive energy that enables them to cope with self-serving organizational 
climates. They may derive a sense of personal accomplishment when they can address 
the associated challenges (Vallerand et al., 2003). Ultimately, these employees could 
protect themselves from the threats of POPs and thus remain emotionally attached to 
their employer. 

Tenacity and passion for work function as buffers, such that the escalation of 
perceived organizational politics into diminished helping behavior is less likely. These 
buffers allow employees the discretionary energy to counter negative POPs. The 
negative relationship between perceived organizational politics and affective 
commitment is weaker among employees equipped with higher levels of tenacity and/ 
or passion for work. These two variables, moderate the relationship between POPs and 
desired organizational outcomes. 

3.6.3. Social capital 

The construct represents an investment in social relations for mutual benefits 
(Klein, 2013). Sherif et al. (2006) associated social capital with the exchange of 
knowledge among employees. It is a network of mutual trust among employees, which 
helps in increasing creativity and efficiency (Sozbilir, 2018). It leads to powerful 
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societal outcomes (Lange, 2015) and helps individuals and organizations to solve 
conflicts, excel in learning, and increase performance. Jay and Andersen (2018) 
examined the relationship between social capital and workplace stress among 500 
laboratory technicians. In this cross-sectional study, social capital helped employees 
against perceived stress. Boyas et al. (2012) examined the relationship between social 
capital, job stress, and turnover intentions among child protection workers in the USA. 
The results suggest that social capital is helpful in reducing stress, burnout, and 
turnover intentions among old workers as compared to young workers. This shows 
that age also matters in this regard. Social capital moderates the relationship between 
POPs and employee outcomes in terms of job stress, job satisfaction, and turnover 
intention (Lange, 2015). 

Section III: Theoretical perspectives 
Notwithstanding the lack of a POPs unifying theory, a number of theories and 

models have been adopted to explain the effect of antecedents, mediators, and 
moderators on work outcomes. Theories have been used to explain the relationship 
between antecedents and POPs and between POPs and work outcomes. The POPs are 
considered negative or positive out of the “idiosyncratic uniqueness of the perceiver” 
(Byrne et al., 2017, p. 6). The labeling of a work situation by employees is therefore 
dependent on the individual. The same theories that were used to label perceived 
politics as a negative phenomenon have been adopted to label the construct positive. 

The conservation of resources (COR) theory (Sun and Chen, 2017) is the most 
commonly used theory to explain an individual employee’s perception of politics. The 
basic tenet of COR theory is that to maximize hedonic pleasure and future successes, 
individuals seek to maintain ‘resources,’ the absence of which produces an aversive, 
stressful state (i.e., strain). For example, one class of resources that the COR theory 
outlines is personal characteristics, such as political skill (Seitz and Misra, 2020), 
social capital (Jay and Andersen, 2018), emotional intelligence (Meisler and Vigoda-
Gadot, 2017), tenacity, and passion for work (de Clercq et al., 2021). It has been 
argued that POPs threaten and diminish such resources (Halbesleben and Wheeler 
2006; Harris et al. 2009), leaving individuals strained and unable to steel themselves 
against stressors (Hochwarter et al. 2020). The availability of these resources has a 
positive effect on POPs. 

According to the attribution theory (Kacmar et al., 2013), employees who are 
capable of finding solutions to difficult “work situations tend to feel less overpowered 
by job situations and thus have a lower need to find scapegoats for the experienced 
hardships” (Clercq et al., 2021, p. 2244). Their ability to address such challenges 
reduces their tendency to blame an organization for its failures. Consequently, 
organizational members are demotivated to label these work situations as negative. 
Employees in possession of these solutions are likely to label perceived politics as 
positive because they can protect themselves from the threats of POPs. They remain 
emotionally attached to their employer, with positive consequences for their 
propensity to extend voluntary help to organizational colleagues. 

The leader-member exchange (LMX) theory (Williams et al., 2016) is also a 
predictor of POPs. It is a relationship-based, dyadic theory of leadership. According 
to this theory, leadership resides in the quality of the exchange relationship developed 
between leaders and their followers. High-quality exchanges are characterized by trust, 
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liking, and mutual respect. The quality of this relationship has implications for job-
related well-being and the effectiveness of employees. Improved trust and mutual 
respect in the exchange process reduce negativity associated with the work 
environment, leading to positive perceptions of politics. 

Researchers have also used the social exchange theory (Crawford et al., 2019) to 
explain employees’ reactions to POPs (Cropanzano et al., 1997; Rosen et al., 2014). 
Organizations exist in social marketplaces wherein employees and employers 
exchange resources, such that employers offer both concrete (e.g., pay) and symbolic 
resources (e.g., socio-emotional resources that indicate an individual is competent, 
supported, and considered a person of worth) in exchange for employee productivity. 
Employees seek balance in their exchange relationships. As such, employees are more 
likely to develop negative attitudes toward the organization and be less likely to 
maintain performance levels when they perceive their exchange partner is not 
providing expected resources. If the exchange is perceived as fair, POPs are labeled 
positive (Rosen et al., 2009). 

The challenge-hindrance model is also associated with labeling POPs. The model 
identifies workplace stressors as falling into two categories: hindrance and challenge 
stressors. Hindrances and stressors interfere with performance goals. They do not 
provide opportunities for growth and development, e.g., poor equipment, ambiguity, 
and interruptions that prevent employees from performing their jobs well (Opoku et 
al., 2020). Challenge stressors, on the other hand, contribute to performance 
opportunities. They provide opportunities for feelings of accomplishment, growth, and 
development, e.g., workloads and deadlines (Mazzola and Disselhorst, 2019). 
Successful management of high workloads and scheduled deadlines by employees 
creates a sense of achievement resulting from high performance. Contrary to numerous 
conclusions on the negative effect of stressors, positive outcomes have been recorded, 
such as job satisfaction (Opoku et al., 2020), organizational loyalty (Spurk et al., 2021), 
and job performance (Abbas and Raja, 2019). The labeling of POPs under these 
circumstances is positive. 

Each of these theories helps shed light on how perceptions, herein regarded as a 
neutral variable, are shaped either positively or negatively. When perceptions are 
positive, they become a catalyst for organizational growth. A combination of these 
theories could therefore help management influence employees’ perceptions of 
organizational politics. 

4. Discussion and conclusions

POPs, like several independent variables in organizational settings, make use of
employee outcomes as their transmission mechanism to realize desired organizational 
consequences. The reactive and reluctant perspectives have rendered the phenomenon 
ineffective in engineering the desired organizational consequences. The strategic and 
integrated perspectives see POPs as playing a positive and value-adding role in 
achieving organizational outcomes. 

This review sought to achieve two objectives. The first objective sought to 
establish the antecedents that influence POPs positively, such that the phenomenon 
plays a constructive role in organizations. There are four essential antecedents of 
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positive POPs: organizational, personality, employee, and contextual influences. 
These influences weigh in to influence how employees and managers perceive 
organizational politics. Organizational influences establish an organization-wide 
conducive environment for healthy manager-employee engagements. Accountable 
management (Turabik and Baskan, 2019), cordial relationships between management 
and subordinates (Al Jisr et al., 2020), and investment in information technology 
(Opoku et al., 2020), influence internal stakeholders’ POPs. They influence managers 
and employees to adopt strategic and/or integrative perspectives when viewing POPs. 

The enabling macro-environment alone is, however, inadequate to buttress a 
positive perception. The contextual (work environment) factors reinforce these 
perceptions by alleviating the negative effects arising from the organizational 
environment. Improved co-worker cooperation (Atinc et al., 2010), use of product-
focused coping strategies (Carver and Connor-Smith, 2010), and transformational 
leadership style (Humphrey, 2014) help further the organizational micro-environment. 

The personality and skills of employees also influence how employees and 
managers perceive organizational politics. The ability to enhance leader-subordinate 
relationships results in increased trust and mutual understanding. This augments the 
leader-member relationship through organizational influences. Employees’ emotional 
intelligence and locus of control bring personal characteristics into play to influence 
one’s view of the construct. Overall, there is a lack of consensus on the significant 
antecedents that influence POPs. Many studies are restricted to ‘picking a few 
variables’ from an inventory list (Atnic et al., 2010). Atinc et al. (2010) examined 
twenty-six primary antecedents, finding significant associations for just thirteen. 
There has also been no consensus on the role of antecedents in the model. The majority 
of studies show the antecedents as having an indirect effect on work outcomes, with 
POPs having an intervening role. Other studies have antecedents having a direct effect 
on work outcomes, with POPs playing a moderating role in the antecedent-work-
outcomes relationship. Research on the antecedents of POPs has grown wider in recent 
years as researchers'seek to add’ those that have a positive influence too. This growth 
was anticipated, given the subjective nature of the phenomenon (Hochwarter et al., 
2020). It seems unlikely that the discipline will mature based on the significant 
antecedents that influence POPs positively, with the list continuing to expand. 

The second objective sought to establish variables that moderate the effect of 
POPs on positive organizational outcomes. Alongside many antecedents, there has 
been a proliferation of moderators purported to explain relationships between POPs 
and work outcomes. The most identified moderators are tenacity, social capital, and 
passion for work. The list continues to grow with each new research project. There is, 
however, an absence of moderating variables to explain relationships between 
antecedents and POP variables. This gap is recommended for future research. Ferris 
et al. (1989, 2002) model limited moderating effects on personal characteristics (Yang, 
2017; Rosen et al., 2011). The mediating role of POPs between antecedents and 
outcomes is well documented (Vigoda, 2000; Ferris et al., 2002; Atinc et al., 2010; 
etc.). 

There has, however, been no growth in terms of forward progression or depth. 
This is in part due to the limitations imposed by the foundational models (Ferris et al., 
1989; 2002) in the categorization of antecedents. There has been consensus, though, 
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on work outcomes in POPs research. POPs impact job involvement, job satisfaction, 
anxiety, withdrawal, commitment, justice, trust, cynicism, and performance (Ferris et 
al., 2002; Atinc et al., 2010; Hochwarter et al., 2020), in-role performance (Vigoda, 
2000), organizational citizenship behavior (OCB), and perceived innovation (Parker 
et al., 1995; Atinc et al., 2010; Hochwarter et al., 2020). The most researched outcomes 
are job stress/anxiety, individual performance, job satisfaction, commitment, trust, 
justice, and organizational citizenship behavior. 

POPs are essentially neutral. It is employees who render it positive or negative. 
Organizational politics is not a concrete and objective construct. As such, employee 
behaviors are a response to POPs (Gandz and Murray, 1980), which is what they think 
organizational politics was like at the time. 

5. Limitations

This research makes use of 66 peer-reviewed articles to evaluate the positive
POPS. More articles were ideal for the 13-year period under review. This would have 
led to a better understanding of previously under-researched conceptualized POP 
relationships. The exclusion of non-profit organizations in this study makes it low on 
population validity. Results from this sub-sector would have been helpful in a sectoral 
comparison of attitudes amongst organizational members towards POPs. All studies 
carried out were cross-sectional in nature. They relied primarily on single-source 
survey approaches, often collected at one point in time. Although there are times when 
this approach is warranted, a mix of longitudinal designs is ideal in order to capture 
discrete political events that take time to evolve. POPs are a dynamic construct, and 
as such, they need to be studied over a period of time. 

Conflict of interest: The author declares no conflict of interest. 
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Abstract: Human resources (HR) analytics is garnering increasing interest each year and is set 

to play a pivotal role in the development of human resources. In the present era, numerous 

companies are harnessing the power of analytics to gain a competitive advantage by 

comprehending all the vital aspects of their workforce by enhancing employee retention 

through leveraging HR analytics to inform strategic HR choices. Many companies are now 

incorporating analytical tools into their HR function as a fact-based approach to develop 

relevant strategies and make informed decisions in managing their workforce more effectively. 

However, HR faces several challenges in implementing data analytics. Talent management 

commonly utilizes data analytics to enhance employee engagement, including retention rates, 

recruitment, job satisfaction, and happiness. This paper discusses the adoption of HR data 

analytics to enhance employee retention in the workplace. This study delves into the 

significance of HR data analytics in the realm of employee retention, aiming to assess the 

efficacy of data-driven decisions. A thorough examination of scholarly publications was 

undertaken, encompassing both indexed and non-indexed papers sourced from reputable 

electronic databases to gain insights into the present understanding of HR analytics and its 

influence on employee retention. The discussion uncovers that HR analytics has a noteworthy 

impact on improving employee retention in the workplace. 

Keywords: HR; data analytics; employee retention; workplace 

1. Introduction

The research of human resource (HR) analytics receiving great attention among
scholars. The use of data in HR is referred to in terms such as “workforce analytics”, 
“human capital analytics” or “HR analytics”, among others. HR analytics is an 
emerging discipline, with several definitions of the term. HR analytics is defined as 
“processes to collect, transform and manage key HR related data and documents; to 
analyze the gathered information using business analytics models; and to disseminate 
the analysis results to decision makers for making intelligent decisions” (Jabir et al., 
2019). It is also referred to as quantitative and qualitative data and information 
management that aims to gain insight and support decision-making processes 
regarding managing people in organizations (Handa and Garima, 2014; Zhao and 
Carlton, 2015). Marler and Boudreau (2017) defined it as “An HR practice enabled by 
information technology that uses descriptive, visual, and statistical analyses of data 
related to HR processes, human capital, organizational performance, and external 
economic benchmarks to establish business impact and to enable data-driven decision-
making.” To simplify, HR analytics is a relatively novel intervention in the larger 
domain of human resource management (HRM), and it refers to the use of statistical 
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tools, measures, and procedures, which can be used in employing and masking the 
most effectual decisions such as HRM strategies and practices. 

HR analytics is a paradigm shift from a traditional and intuitive-based approach 
to an evidence-based approach to accelerate decision-making processes to develop 
internal personnel as well as organizational performance to eventually attain 
profitability. HR analytics is a broad term to describe the use of big data and Internet-
of-Things to derive insights which is relevant to various HR elements (LaValle et al., 
2011). These various HR elements could range from getting information about the 
pool of prospective candidates for recruitment, supporting the decision-making 
process, enhancing HR processes more efficiently, and identifying and resolving HR 
issues. Besides those elements, HR analytics plays a crucial role in employee retention 
(Bulsari and Pandya, 2023). 

Although the possibilities for HRM offered by analytics have been realized by 
employers and organizations, there remains immense room for growth in the area of 
retention of employees and the study of the relevance of analytics within the retention 
of employees. In today’s dynamic working context, retaining great talent has emerged 
as a key priority for organizations across industries. Employee turnover not only 
interrupts operations but also incurs significant expenditures, ranging from 
recruitment fees to the loss of institutional knowledge. Recognizing the crucial 
importance of retaining competent workers, organizations are increasingly using HR 
analytics as a strategic tool to improve employee retention (Lee and Lee, 2024). 

Therefore, the current study aims to investigate the existing literature on the 
relationship between HR analytics and the role they can play in improving employee 
retention. Throughout this systematic review, the study will evaluate existing literature 
on HR analytics and employee retention to provide a comprehensive understanding of 
the current state of knowledge in this domain, namely, (i) the development of HR 
analytics practices, (ii) implications for HR analytics on employees retention, (iii) 
factors affecting employee retention, (iv) HR data analytics enhance employee 
retention, (v) resource-based view (RBV) theory, and (vi) implications for HR 
analytics on employees retention. 

2. HR analytical field in human resource management

Human resource management has emerged as a crucial functional area within
organizations. According to Opatha and Uresha (2020), HRM refers to the effective 
and efficient utilization of human resources to accomplish the goals of an organization. 
The primary objective of HRM is to attract and retain competent and satisfied 
employees who can contribute their utmost towards achieving organizational 
objectives and goals. Human resources encompass all categories of employees 
working for the organization. In the current competitive business landscape, human 
resources have become a strategic asset for companies due to their rarity, value, 
uniqueness, and irreplaceability. Thus, employee retention is a crucial aspect for 
organizations as it pertains to their ability to retain employees for an extended period. 
In today’s technologically advanced world, AI has been integrated to enhance 
employee retention in organizations. The growing interest from both professionals and 
scholars in utilizing AI in HRM (Vrontis et al., 2021) reinforces the assertion that 
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HRM has evolved into the most data-driven function within organizations. Specific 
AI capabilities that capture the attention of HR professionals include AI’s ability to 
handle large amounts of data (Vrontis et al., 2021) and its capacity to utilize machine 
learning to analyze past data for predicting future outcomes (Berhil et al., 2020). For 
instance, an organization aiming to recruit top-tier talent may analyze the profiles of 
current high performers within the company, such as their backgrounds, education, 
work history, and so on, to forecast which job applicants have the potential to excel. 
While this task could be performed manually, AI can process the information much 
more efficiently. Furthermore, as new hires are onboarded and their performance is 
assessed, the AI can identify which candidates have indeed excelled and adjust its 
predictions for future hires accordingly. 

A well-known expert in the analytics field has expressed that analytics is set to 
transform HR practices significantly, acting as the main driver behind business 
intelligence and a fundamental requirement for sustainable organizational success 
(Fred and Kinange, 2015). Analytics is closely linked with a range of disciplines 
including computer science, engineering, and science (Ghasemaghaei et al., 2018). In 
today’s complex business landscape, data plays a crucial role in decision-making, with 
all decisions being rooted in data and evidence (Andersen, 2017). Human Resources, 
previously seen as a theoretical domain, now heavily relies on data for various 
functions like recruitment and employee management. The importance of data 
interpretation cannot be emphasized enough, and this is where human resource 
analytics comes into play (Mondore et al., 2011). The practice of collecting and 
analyzing HR-related data to improve workforce performance within an organization 
is known as HR analytics (Jugulum, 2016). This practice is also known as talent 
analysis, individual analysis, or workforce analytics (Edwards et al., 2022). By 
leveraging data from HR and organizational sources, HR analytics utilizes a variety of 
data analysis methods (Chatterjee et al., 2022). 

HR analytics provides empirical evidence of how HR initiatives align with 
organizational goals and strategies (Qamar and Samad, 2022). It offers data-driven 
insights into what is working and what needs improvement, enabling businesses to 
progress and develop better strategies for the future (Chalutz Ben-Gal, 2019). The 
steps involved in HR analytics are outlined by Margherita (2022). HR analytics plays 
a crucial role in comprehending employee behavior through the analysis of diverse 
data sets and recognizing their underlying patterns. For example, organizations can 
gain insights into their employees’ sentiments and behaviors by examining absence 
rates and patterns to address employee concerns. Additionally, by conducting 
employee surveys and scrutinizing the collected data, organizations can pinpoint the 
HR factors that significantly impact employee engagement and satisfaction. 
Consequently, this aids in identifying interventions to enhance employee engagement 
and job satisfaction. Dulebohn and Johnson (2013) highlighted that the main 
objectives of HR metrics and analytics include assessing and generating HR metric 
reports to evaluate individual, unit, and organizational performance. Furthermore, it 
enhances the HR decision-making process by adopting an ROI-based approach, 
calculating relevant metrics, and comparing them against industry standards and 
periodic outcomes. The implementation of HR analytics will facilitate a better 
understanding of the most effective strategies for recruiting, selecting, training, 
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motivating, developing, evaluating, and retaining employees to effectively achieve 
organizational objectives, while also reducing turnover rates within the organization. 

2.1. Development of HR analytics practices 

In 1990, the practice of comparing data with HR functions gained popularity, this 
is known as “benchmarking.” The concept aimed to assist organizations in gaining 
insights and evaluating business performance against others. An article by Davenport 
(2010) in the Harvard Business Review introduced the idea of “talent analytics”, 
shedding light on how to measure HR activities, which resonated with many 
organizations and researchers worldwide. Despite the challenges in data collection, 
storage, and interpretation, organizations remain optimistic that analytics can provide 
answers to questions such as what has happened, how, why, and what may occur in 
the future. This understanding can lead to evidence-based decisions that significantly 
impact business outcomes. Research by Bersin and Wang (2013) revealed that only 
10% of Fortune 500 companies utilize advanced analytics, with 6% still relying on 
statistical methods and 4% employing predictive and prescriptive analytics. A study 
conducted by the Massachusetts Institute of Technology (MIT) indicated that “Top-
performing organizations use analytics five times more than low-performing 
organizations” (La Valle et al., 2011). Deloitte’s 2017 survey highlighted that 71% of 
companies recognize the importance of HR analytics in measuring company 
performance, yet only 8% believe they have usable data, 9% have valid reports to 
comprehend the factors driving organizational performance, and 15% have 
implemented HR scorecards for line managers. 

Bersin (2016) conducted a comprehensive study that highlights the widespread 
use of HR metrics and scorecards in companies. However, the study emphasizes the 
need for HR analytics to provide a meaningful description of the measurements that 
truly matter. This involves utilizing statistical tools, models, and appropriate data, as 
well as analyzing and evaluating the data using scientific standards. The results 
obtained from these analytics can then guide business decisions. Prominent 
organizations such as IBM, Oracle, Accenture, Phillips, Google, and Wipro have 
already embraced HR analytics practices. By leveraging these practices, these 
companies can identify high-performing individuals, enhance profitability and 
employee satisfaction, and effectively manage attrition. Ultimately, the adoption of 
HR analytics enables these organizations to achieve better overall performance. 
Despite the known benefits of HR analytics, many companies struggle to transition 
from traditional practices. Kapoor and Kabra’s (2014) study reveals that one of the 
main challenges faced by HR teams is the collection and analysis of data, as well as a 
lack of analytical executives with statistical expertise. A significant number of 
organizations still rely on spreadsheets and reports to analyze employee data. 
Additionally, some organizations face obstacles such as a lack of necessary tools or 
financial resources, while others are hesitant to take risks associated with advanced 
analytics practices. 

2.2. HR data analytics enhance employee retention 

Employee attrition or voluntary turnover is a significant concern for 
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organizations as it not only impacts their productivity and long-term growth strategies 
but also their work sustainability retaining employees poses a major challenge for both 
recruiters and employers, as attrition results in the loss of valuable skills, experiences, 
personnel, and business opportunities. In the era of data analytics, organizations and 
their human resources managers are leveraging people analytics to address attrition by 
transforming their approach to attracting and retaining talent. HR analytics is now 
considered an essential capability for HR management and a tool that enables the 
creation of value from people, while also expanding the strategic influence of the HR 
function (Angrave et al., 2016). It is essential to identify the right candidate for the 
success of the organization. A remarkable recruit who aligns with the organization’s 
values, possesses the necessary skills, and motivates those around them can greatly 
contribute to the organization’s confidence and financial growth (Hughes and Rog, 
2008). 

Talent acquisition, from an HR perspective, involves gathering employee data on 
various metrics such as education, knowledge, skills, attitudes, and performance. This 
data provides valuable insights that are derived from background information, skill 
evaluations, and surveys (Fernandez and Gallardo, 2021). HR professionals utilize this 
data to understand the key factors for success within the organization. Research has 
shown that employees also utilize this data to enhance retention rates, making talent 
acquisition a primary focus for decision-making (Anoopa, 2016). Additionally, 
organizations turn to talent acquisition to identify skill gaps, create attractive job 
offers, and gain insights into employee preferences (Jose, 2019). To effectively find 
exceptional employees, it is important to understand their preferred platforms and 
channels of engagement. 

The contemporary world is heavily reliant on data to drive various aspects of life. 
Analytics serves as the primary tool for modern employees to understand how their 
organization operates and to pinpoint areas that necessitate enhancement from a 
business perspective. Data analytics plays a crucial role in facilitating informed 
decision-making by providing valuable insights into the direction in which a firm is 
progressing (Fernandez and Gallardo, 2021). There exist four principal categories of 
analytics, namely descriptive, diagnostic, predictive, and prescriptive as shown in 
Figure 1. Descriptive analytics focuses on analyzing past events using basic analytical 
techniques to comprehend facts, patterns, characteristics, and outcomes. For instance, 
descriptive analysis can be employed to determine churn rates, hiring expenses, and 
absenteeism. Diagnostic analytics represents an advanced analytical approach that 
delves into data or information to address the query, “What caused it to occur?”. This 
method is distinguished by methodologies like drill-down analysis, data exploration, 
data extraction, and identifying correlations. Predictive analytics represents the 
subsequent phase of analysis, involving making forecasts about future actions and 
results based on historical data (Necula and Strîmbei, 2019). Lastly, prescriptive 
analytics aims to optimize outcomes while minimizing resource utilization. To identify 
the most cost-effective training investment for organizational success, the application 
of linear programming, simulation techniques, statistical modeling, and 
implementation support is essential (Angrave et al., 2016). 
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Figure 1. The types of HR analytics (Ikey, 2023). 

The organization can gather important information about employees who are 
leaving and identify those who may be at risk of leaving by using data from 
classification or predictive models. By using predictive analytics, the organization can 
understand the potential effects of changing certain factors and determine which areas 
need immediate attention. This can help reduce the rate of employees leaving, 
especially when the organization wants to avoid too many changes. It is important for 
the organization to handle these changes properly to achieve the desired outcome and 
ensure that employees accept and embrace the changes. As a result, the organization 
is likely to take a strategic approach to implementing change and use its resources 
wisely. The organization can create a program to retain employees by using 
prescriptive analytics to understand the factors that contribute to turnover and 
retention. During this process, the organization can make informed decisions and take 
actions to improve employee retention as depicted in Figure 2. 

Figure 2. Employee retention strategy framework (HR analytics application) (Latif, 
2022). 

Setiawan et al. (2020) conducted a research study titled “HR analytics-employee 
attrition using logistic regression,” in which they employed logistic regression to 
analyze employee attrition. To gain a deeper understanding of the subject, the authors 
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utilized R studio for tasks such as data mixing, empirical data analysis, data planning, 
logistic regression, model assessment, and visualization. The study was divided into 
five stages: data gathering and business awareness, data pre-managing, experimental 
data analysis, model selection and preparation, and analysis and assessment of the 
model. To investigate employee attrition, the researchers considered various variables 
including the number of companies operated, total work experience, years with the 
current supervisor, frequent professional travel, poor work environment satisfaction, 
department HR, marital status (separation and wedded), poor job satisfaction, early 
logout, and working overtime. Additionally, the study also examined the reasons for 
attrition from both the employee’s perspective and the company’s perspective. The 
findings of the study indicate that to improve retention rates, the company should focus 
on developing the human resource department by assessing factors such as the 
working atmosphere, work or job satisfaction, employee workload, and 
communication between managers, leaders, and subordinates. 

The researchers conducted a study on job satisfaction and resignations, utilizing 
the wealth maximization theory of quitting behavior on the German Socioeconomic 
Panel (1985–2003). Carvalho et al. (2020) observed that job satisfaction is a crucial 
factor for employees who possess exceptional experience and competency. The 
researchers took into account voluntary retirement, job satisfaction levels, surprises 
for employees, and the wealth maximization model to explain their research. The 
authors explained that the reasons for an employee’s decision to leave or resign from 
an organization must be compared to the present values of future outcomes and the 
opportunities available outside of their current job. The results of the study confirmed 
that by conducting a simple subjective survey questionnaire on work structure and 
satisfaction levels, economists can easily uncover a wealth of hidden information or 
evidence. In fact, through this survey, a firm or industry can gain valuable insights to 
improve themselves, surpassing the need for traditional tools. In addition, Bhuva and 
Srivastava (2018) conducted a study focusing on machine learning techniques for 
predicting employee attrition rates. The researchers specifically targeted the IT sector 
and gathered a sample of employee data from IBM USA. The study followed a 
structured workflow for the analytics project, which included steps such as raw dataset 
collection, data processing, feature selection and scaling, modeling, model evaluation 
and tuning, and deployment and monitoring. By utilizing 35 data mining techniques 
and machine learning algorithms, the researchers were able to predict attrition within 
the IBM USA dataset. The study highlighted the importance of accurate employee 
attrition prediction as a significant business challenge. The results of the prediction 
using data mining techniques revealed that linear discriminant analysis outperformed 
other methods, with the logistic regression model following closely behind, especially 
when precision was the preferred metric for evaluation. 

Furthermore, Ponnuru (2020) utilized logistic regression analysis to assess the 
risk of employee attrition. They employed the logistic regression technique to predict 
the probability of employee attrition in an organization, which was dependent on the 
demographic data of both current and separated employees. The researchers conducted 
their study based on a real-life project and collected demographic information from 
employees who had left the organization as well as those who were still employed. 
The authors of the study prepared a questionnaire to evaluate the probability of quitting 
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among the current staff members. The overall attrition risk was divided into two 
categories: Demographic risk and behavioral risk. In this particular study, logistic 
regression was primarily used to predict employee attrition risk based on demographic 
information. Additionally, a comprehensive retention plan was developed to address 
the identified risk categories. Besides, Zhao et al. (2019) conducted a study to explore 
the effectiveness of Extreme Gradient Boosting (XGBoost) in predicting employee 
turnover. XGBoost is known for its reliable performance due to its regularization 
formulation. The researchers utilized HRIS data from a global store and compared 
XGBoost with six commonly used supervised classifiers. The findings of the study 
demonstrated that XGBoost exhibited significantly higher reliability in predicting 
employee turnover. Another study revealed by Ghazi et al. (2021) proposed a profit-
centric performance measure that combines the ideal customer percentage with the 
highest estimated likelihood of churning. This measure aims to calculate the maximum 
profit that can be generated through retention efforts. 

2.3. Resource-based view (RBV) 

Beatie and Smith (2013) emphasized the importance of the resource-based 
perspective in focusing on the inherent characteristics of employee skills and their 
contribution to value creation. They argued that the resource-based view (RBV) theory 
suggests that organizations should prioritize the development and maintenance of core 
employee skills that are crucial for competitiveness and productivity through internal 
processes, strategies, and practices while considering outsourcing skills of minimal or 
tangential value. Haar and White (2013) supported this view by highlighting the 
significance of investing in internal firm resources or heterogeneous resources that are 
difficult for competitors to imitate, thus serving as sources of competitive advantage. 
Ortlieb and Sieben (2012) further elaborated on these resources, indicating that they 
may include tangible and intangible assets capable of generating high returns over 
extended periods, such as work-life programs, HRM systems, employee career 
development initiatives, job enrichment programs, and promotion opportunities. The 
theory suggests that such resources can lead to significant benefits for organizations, 
such as improved employee retention, as they are challenging for competitors to 
replicate (Holtbrugge et al., 2010; Haar and White, 2013). This theory could 
potentially provide a strong foundation for conducting research in HR analytics. 
Marler and Boudreau (2016) state that a significant portion of the existing studies in 
the field of HR Analytics have relied on the resource-based view (RBV), which forms 
the basis for widely recognized theoretical frameworks like LAMP and the HR 
scorecard. Marler and Boudreau (2016) propose that HR analytics has the potential to 
be linked with enhanced employee retention and a competitive edge, provided that it 
is characterized by distinctiveness and value creation under the principles of the RBV. 

3. Methodology

A literature review was conducted to investigate the link between HR analytics
and employee retention. The review sought to discover relevant articles published 
between 2010 and 2023, emphasizing indexed and non-indexed papers from credible 
electronic databases. 
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Data sources included Science Direct, Emerald Insight, Scopus, EBSCOhost 
Databases, IEEE Xplore, and ProQuest. These databases were chosen since they 
provide a broad and thorough coverage of scholarly literature in human resource 
management. The initial search yielded 53 publications and articles. Following the 
screening procedure, 42 publications were identified as relevant to the study, with a 
primary focus on HR analytics and employee retention. The criteria for article 
selection included editorial, opinion, theoretical, qualitative, and quantitative studies 
that focused on the relationship between HR analytics and employee retention. 

Articles were excluded if they did not directly address HR analytics and 
employee retention, or if they were not published within the specified timeframe. 
Furthermore, articles that did not fulfill the inclusion criteria, such as those that 
focused on unrelated themes or lacked empirical data, were removed from the review. 
The limitation of this review evaluation is the dearth of current publications from 
2023–2024, which could be attributable to the scarcity of research papers on HR 
analytics in the context of employee retention during this period. 

4. Discussion

According to the literature analysis, incorporating HR analytics into human
resource management methods establishes a significant development and step forward 
in improving organizational employee retention strategies within an organization. 
Companies can use data-driven insights and advanced technologies like artificial 
intelligence (AI) to create targeted retention strategies that effectively attract, engage, 
and retain top talented people. This shift towards the use of HR analytics is consistent 
with the changing landscape of modern workplaces, in which strategic human resource 
management is critical to organizational success. 

Fernandez and Gallardo (2020) mentioned the necessity of prioritizing key 
employee abilities or skills that are difficult for competitors to replicate, underlining 
the usefulness and importance of HR analytics in identifying and cultivating these 
valued skills. The resource-based view (RBV) theory emphasizes the importance of 
internal business resources, notably staff talents, in developing and sustaining 
competitive advantage. According to this RBV theory, investing in HR analytics to 
improve employee retention can result in distinctive and value-creating practices that 
competitors will face challenges to imitate (Marler and Boudreau, 2016). 

Muhammad and Naz (2022) found that factors such as the work environment, 
career opportunities, and organizational culture all have an impact on employee 
retention. The application of HR analytics enables organizations to analyze these 
issues using data-driven insights, allowing for the identification of patterns and trends 
that influence retention rates. Companies can use descriptive, diagnostic, predictive, 
and prescriptive analytics tools to analyze previous events as well as estimate future 
results to effectively optimize retention strategies. The implementation of HR 
analytics in employee retention techniques is further supported by the findings of Shet 
et al. (2021) and Chatterjee et al. (2022), who emphasize the relevance of HR analytics 
in aligning HR activities or initiatives with organizational goals and strategies. By 
leveraging data from HR and organizational sources, HR analytics evidently provides 
empirical evidence for decision-making processes, allowing organizations to enhance 

180



Human Resources Management and Services 2024, 6(3), 3481. 

retention rates, improve workforce performance and productivity, and eventually 
achieve sustainable business success in the long term. 

5. Implications for HR analytics on employee retention

To thrive in the ever-changing global landscape, HR Analytics is an
indispensable technique for the industry. Therefore, strategic movements and 
decisions play a crucial role in managing the evolving aspects of the environment. The 
implementation of HR analytical tools, frameworks, and methodologies is key to 
enhancing overall organizational improvement, with major players leading the way. 
The utmost attention must be given to proper recruitment and selection, ensuring the 
right fitment and job satisfaction. Moving forward, the most significant implication 
for HR is to design an effective framework for organizational policies that provide a 
suitable work structure for employees. Additionally, HR should establish a counseling 
framework that allows employees to address personal and professional stress, 
discomfort, grievances, and more. A healthy working environment always contributes 
to enhancing employee performance. Recognizing and retaining employees is 
imperative in today’s competitive world. Large firms and industries can retain their 
skilled and knowledgeable employees by effectively managing both monetary and 
non-monetary elements of the HR system. Furthermore, implementing proper rewards 
and recognition tools is equally essential for the fair assessment of competent, skilled, 
and talented employees. By prioritizing HR objectives and implementing effective HR 
analytical tools, organizations can reduce attrition rates and overcome the challenges 
faced by others. 

6. Conclusion and future direction

The primary constraints of this research primarily revolve around the
accessibility of literature about the topic. There exists a gap in the existing literature 
on HR analytics and employee retention, which is limited in scope. Therefore, the 
existing literature must possess adequate nuance and be grounded in case studies on 
the adoption of HR analytics to improve employee retention. This will ensure that the 
endorsed models and frameworks are thoroughly examined, tested, and reliable. 
Consequently, the present study was constrained by the limited range of literature 
available for review. Numerous factors contribute to the retention of employees. To 
fully comprehend the impact of these factors, organizations must gather relevant 
information and analyze it to extract meaningful insights. It is only through such 
insights that strategic actions can be taken to retain employees. Effective decision-
making in this regard requires a scientific and data-driven approach. This is where data 
analytics, and specifically talent analytics, play a crucial role. By utilizing data 
analytics in the management of human resources, organizations can enhance their 
effectiveness. Such data can not only be used to analyze past trends and formulate 
plans but also to predict future events. Each new generation entering the workforce 
has unique aspirations, and it is no longer solely financial compensation that attracts 
talented individuals. A wide range of non-financial considerations also play a 
significant role in attracting and retaining talented individuals. 

The transition from an industry-focused economy to a knowledge-driven 
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economy underscores the importance of evolving human resource management 
practices from conventional to strategic methods. This shift necessitates the utilization 
of data to inform decision-making processes. Human resource professionals must 
analyze diverse data sets to comprehend how various factors related to employees can 
influence organizational performance, particularly from a financial perspective. 
Leveraging HR analytics in human resource management offers significant benefits, 
such as enhancing strategies for retaining employees and effectively managing their 
behavior. 

The future of HR analytics in employee retention is expected to have a sizable 
effect as the field develops. HR needs to prioritize the detection of mental health issues 
and workplace stress to provide assistance. This can be achieved through the 
implementation of analytics, that could help recognize symptoms of employee burnout 
or pressure. Thus, identifying those symptoms permits the early provision of 
intervention and support programs. Additionally, predictive modeling may be 
advanced by way of transferring beyond simple identification of who would possibly 
leave, to predicting both the likelihood and reasons for leaving. This allows HR to 
tailor additional interventions according to the situation. Furthermore, improvements 
to prescriptive analytics can go beyond just identifying issues by also recommending 
explicit actions on how to address them, thus enabling HR’s transition from reactive 
to proactive retention strategies. Besides, experience analytics can be stepped forward 
by analyzing employee journey data during their tenure with the company. This 
enables HR to pinpoint crucial touchpoints that influence retention and personalize the 
employee experience. 
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Abstract: This paper explores diverse conceptualizations of leadership, emphasizing its 

profound impact on individuals and organizations. Leadership’s influence on followers’ daily 

lives, necessitating adaptation to modern complexities. Various theories offer distinct 

perspectives: distributed leadership emphasizes shared expertise. While charismatic leadership 

focuses on vision alignment. Authentic leadership promotes ethical climates, while Emotional 

Intelligence theory emphasizes emotional competencies. Ethical leadership underscores moral 

conduct. Five Domains Leadership highlights talent management and strategy execution, while 

Leadership Transition Theory discusses dynamic changes. Other theories include 

direct/indirect leadership, entrepreneurial leadership, and leader-member exchange. 

Participative leadership explores decision-making styles, and situational leadership aligns 

styles with follower maturity. Trait and behavioral theories focus on inherent traits and learned 

behaviours. This review underscores leadership’s complexity, offering insights into its diverse 

conceptualizations and practical implications across contexts. 

Keywords: leadership style; leadership theory; transformational; transactional 

1. Introduction

Leadership is very essential for managing a country, organization, and team 
(Antonakis and House, 2014). A leader’s actions significantly impact the follower’s 
daily life (Eberly et al., 2013). Leadership impacts the individual followers as well as 
the team, department, and entire organization (Hiller et al., 2011). Leadership can be 
conceptualized in three different ways, such as skill or ability; the second is the 
relationship between leader and follower; and the third is a dynamic social process 
(Edwards and Turnbull, 2013b). On the other hand, leadership is a multifaceted and 
complex construct (Shuck and Herd, 2012). It is inevitable to update and modify the 
leadership theories to become more applicable to today’s competitive globalized 
complex business environment and turbulent changes in the technology environment 
(Antonakis and House, 2014). 

An effective leader can guide their followers towards achieving specific goals in 
a manner aligned with their vision. Various leadership styles can influence the 
effectiveness and performance of an organization (Oladipo et al., 2013); in particular, 
transformational leadership stands out as a significant predictor of job satisfaction and 
overall contentment among employees (Berson et al., 2003). Moreover, studies 
indicate that organizational performance is closely linked to the presence of an 
innovative and competitive culture. It is evident that leadership style significantly 
influences organizational culture, which in turn affects organizational performance. 
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In today’s dynamic organizational landscape, the role of leadership stands pivotal 
in driving teams towards common goals and navigating the intricacies of a rapidly 
evolving global environment. Leadership, as a social process of influence, involves 
the deliberate engagement of subordinates (Haryanto et al., 2023; Koeswayo et al., 
2024; Haryanto et al., 2022) to voluntarily participate in achieving organizational 
objectives (Omolayo, 2007). A leader, as defined by Mullins (2007), is an individual 
who delegates tasks and influences others to align their actions with specified 
objectives. 

Different leadership styles have been identified, each with its own distinctive 
characteristics and impacts on organizational dynamics. Transformational leadership, 
characterized by its focus on individual development and fostering a shared vision, 
has been recognized for its ability to inspire commitment and drive organizational 
success (Bass and Avolio, 1993). This leadership style emphasizes empowering 
employees to recognize their full potential and work towards collective objectives with 
passion and integrity. 

On the other hand, transactional leadership operates on an exchange basis, where 
leaders offer rewards and incentives in return for the accomplishment of explicit goals 
and performance criteria (Trottier et al., 2008). This style of leadership relies on 
contingent reinforcement and the establishment of clear performance-reward linkages 
to drive desired outcomes (Bryant, 2003). 

Leadership practices are deeply intertwined with organizational culture, values, 
and societal norms, reflecting the broader cultural context within which they operate 
(Prideaux et al., 2007; Victor et al., 2005). Furthermore, research has highlighted the 
significant influence of leadership styles on various organizational outcomes, such as 
employee satisfaction, performance, and group efficacy (Podsakoff et al., 1990; Kahai 
et al., 1997). 

2. Literature

2.1. Leadership theory 

Many theories define and explain leadership in different ways, such as: 
According to distributed leadership theory, leadership is created through the shared 
expertise of many actors in the organization (D’Annunzio-Green and Francis, 2005). 
Charismatic Leadership Theory explores that leadership is the follower’s perception 
of the behaviour of the leader about the viewpoint of the vision and his capability to 
fulfil the follower’s needs (Clarke, 2013). 

Affiliated Leadership Theory defines leadership as the process of adopting an 
external focus, co-creating with others, collaborating, developing adaptability to 
changing conditions, improving abilities to listen and interact, and optimizing 
curiosity and responsiveness (Cummings et al., 2014). Based on authentic leadership, 
Carasco Saul et al. (2015) defined leadership as a model of the leader’s behaviour that 
promotes a positive ethical and psychological climate that enhances self-awareness 
and moral perception, unbiased processing of information, and transparency in relation 
to. 

Emotional intelligence theory explores that leadership is the emotional ability, 
competencies, and skills to monitor one’s own and others’ feelings and emotions in 
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coping with situational demand and pressure (Edwards et al., 2015; Collins, 2012). 
Ethical leadership theory explores that leadership is the most appropriate behaviour 
and motivates without any selflessness while attracting the attention of the followers 
for ethical conduct (Carden et al., 2007; Turnbull et al., 2005). Five domains of 
leadership theory define leadership as having the following characteristics: talent 
management, strategy for improvement, personal proficiency, human capital 
development, and execution of the strategies (Harland, 2003). Leadership transition 
theory says that leadership is a model of dynamic factors that will change within the 
perspective of the organization (Ma Rhea, 2013). 

Affiliated leadership theory mentioned shifting attention outward, cultivating 
flexibility in adapting to dynamic circumstances, enhancing curiosity and 
responsiveness, and refining skills in attentive listening, interactive collaboration, and 
joint creation with others (Turner et al., 2018; Cummings et al., 2014). Authentic 
leadership embodies a steadfast commitment to fostering positive psychological 
attributes and cultivating an ethical environment through a consistent display of 
leadership actions. Its objective is to nurture increased self-awareness, a deeply 
ingrained moral compass, unbiased evaluation of information, and open, honest 
interpersonal relationships (Turner et al., 2018; Carasco-Saul et al., 2015). 

In the context of direct or indirect leadership, leaders initially focus on fostering 
an environment conducive to creative thinking and idea-sharing among team members 
in the early stages. As ideas progress through the pipeline, the leader’s role shifts to 
more direct involvement, necessitating decisions on which ideas to support. This dual 
influence, termed direct and indirect, presents the leader with a dynamic balancing act 
(Turner et al., 2018; Gilley et al., 2010). Entrepreneurial leadership is a dynamic style 
of leadership tailored for fast-paced, unpredictable, and fiercely competitive 
landscapes. This approach demands a unique set of competencies, empowering 
individuals with the precise skills to navigate and excel within entrepreneurial 
ecosystems (Carden et al., 2007; Turner et al., 2018). 

Ethical leadership theory is an exemplary framework embodying ethical 
principles. Leaders prioritize building credibility and legitimacy, ensuring their actions 
align with societal norms, and being driven by altruistic motives. Skillfully draw 
followers’ focus towards the ethical dimensions of their messages, fostering a culture 
of integrity and accountability (Carden et al., 2007; Turner et al., 2018). Leader-
Member Exchange (LMX) theory is a relationship-based theory that highlights the 
interaction between followers and leaders. According to this theory, there are three 
phases of leadership: the stranger phase, the acquaintance phase, and the mature 
partnership stage (Byrd, 2007; Noelliste, 2013). 

Participative Leadership Theory explores diverse decision-making styles 
employed by leaders, ranging from autocratic to democratic and laissez-faire. 
McWhorter et al. (2008) elaborate on these variations, shedding light on their 
implications for organizational dynamics. According to McWhorter et al.'s (2008) 
participative theory of leadership, leaders were classified into three categories: laissez-
faire, democratic, and autocratic. 

Monitoring the external environment, performance and feedback, providing 
direction and resources, and finally strategic structuring and planning are the most 
important functions of a leader (Antonakis and House, 2014). Due to globalization and 
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complexity, leadership nowadays becomes more challenging (Ardichvili et al., 2016). 
Bass (1985) proposed transformational leadership theories, which include four main 
elements about individuals: individualized consideration, influence, stimulation, and 
motivation. 

Antonakis et al. (2014) proposed instrumental leadership theories; according to 
this theory, leaders are more responsible for identifying and implementing solutions 
to complicated societal issues than just addressing individual organizational issues. 
The path goal theory of Brown et al. (2011) explored that the effectiveness of 
leadership depends on three factors: work setting, subordinate characteristics, and 
leader style. According to situational leadership theory, the effectiveness of a leader 
hinges on the congruence between their leadership style and the specific context. This 
theory posits that the leader’s approach should be tailored to the maturity level of their 
followers regarding the task at hand. It encompasses both supportive and directive 
dimensions, which should be flexibly applied according to the situation’s demands 
(Bonebright et al., 2012; Wenson, 2010). 

Trait or skill approach theory is a perspective that emphasizes the competencies 
and behaviours exhibited by leaders, focusing on what they do and how they interact. 
It posits that individuals possess specific traits that predispose them to leadership roles. 
In this view, there are three key personal skills: technical, human, and conceptual. 
Advocates suggest that leadership is innate rather than (Ausburn et al., 2014; 
Baltodano et al., 2012). Transformational leadership theory emphasizes inspiring and 
empowering followers to accomplish their goals through various methods, such as 
setting an example, motivating with vision, stimulating intellectual growth, and 
providing personalized attention. It encompasses three main leadership styles: 
transformational, transactional, and laissez-faire (Martin et al., 2014; Muir, 2014). 
According to Trait theory, effective leaders commonly possess inherent qualities or 
traits. These traits, including intelligence, charisma, confidence, and determination, 
are seen as inherent attributes associated with successful leadership. 

Behavioural Theory, often referred to as the Style Approach, posits that effective 
leadership stems from observable behaviours rather than inherent traits. This theory 
asserts that leadership skills can be developed through active observation, hands-on 
experience, and deliberate practice. This theory emerged as a reaction to the Trait 
Theory, which posited that leaders possess certain inherent characteristics that make 
them effective. Instead, Behavioral Theory argues that leadership effectiveness is 
determined by what leaders do rather than who they are (Derue et al., 2011). 
Contingency theories suggest that a leader’s effectiveness hinges on diverse situational 
factors. Various circumstances may demand distinct leadership styles for optimal 
outcomes. The most famous contingency theory is Fiedler’s contingency model, which 
suggests that the match between leadership style and situational factors such as task 
structure and leader-member relations determines leadership effectiveness (Strube et 
al., 1981). Servant leadership emphasizes the leader’s role as a servant to their 
followers. Servant leaders prioritize the needs of others, foster a supportive 
environment, and focus on the personal growth and development of their followers 
(Parris et al., 2013). 
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2.2. Leadership styles 

In today’s dynamic business environment, leadership is viewed as a social 
process of influence, where leaders actively engage subordinates to willingly 
participate in achieving organizational goals (Omolayo, 2007). A leader is defined as 
someone who assigns tasks or influences others to act in alignment with specified 
objectives (Mullins, 2007). Effective leaders are essential for organizations to navigate 
the complexities of the rapidly evolving global landscape. Research suggests that 
when tasks are well-structured and leaders maintain positive relationships with their 
employees, team effectiveness tends to increase. Additionally, studies show that 
democratic leaders, who emphasize involving all team members in discussions and 
effectively collaborate with a small yet highly motivated team, contribute positively 
to team dynamics. 

Higher leadership indexes don’t solely mirror past achievements; instead, they 
signify a potential for enhanced performance and bolster the reputation of 
organizations. This underscores the substantial influence of behavioural intricacies 
and dynamics on perceived leadership effectiveness (Barchiesi et al., 2007). 
Moreover, research delving into how leadership styles impact team innovation in 
private research centres underscores the interplay between various leadership styles 
and innovation, with factors like knowledge sharing and team communication playing 
crucial mediating roles (Wang et al., 2009). 

During our investigation into the correlation between organizational culture and 
leadership style, we examined pivotal factors encompassing organizational culture, 
charismatic leadership, transformational leadership, and transactional leadership. 
Meanwhile, Voon et al. (2011) delved into the influence of diverse factors such as 
salaries, job autonomy, job security, and workplace flexibility on employees’ job 
satisfaction in public sector organizations in Malaysia. Among these elements, their 
study highlighted that the transformational leadership style displayed a more robust 
association with job satisfaction. Various leadership styles can positively impact 
organizational commitment and job satisfaction, thereby fostering enhanced 
organizational commitment and work performance (Chung-Hsiung et al., 2009). 

Leadership practices are intricately entwined with cultural norms, encompassing 
traditional beliefs, values, and societal expectations (Prideaux et al., 2007). 
Furthermore, a leader’s leadership style is significantly molded by their immediate and 
extended familial connections, as well as their clan and tribal affiliations (Victor et al., 
2005). This underscores the significance of familial and cultural influences on 
leadership behaviour. Additionally, research indicates that the connections between 
organizational leadership and business ethics contribute to enhancing the quality of 
organizational life, thereby yielding positive effects on both organizational members 
and the wider community. Moreover, the transformational and transactional leadership 
styles displayed by executives are positively correlated with perceptions regarding the 
executive’s promotion of innovation within the organizational climate (Ye et al., 
2011). 

Leaders’ behaviours significantly influence the trust and satisfaction levels of 
employees toward the organization. Moreover, organizational citizenship behaviour 
plays a pivotal role in reinforcing the connection between leadership style and 
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organizational commitment directly (Podsakoff et al., 1990). Transformational 
leadership theory is renowned for its capacity to enhance subordinates’ performance 
by reshaping their motives and values (Xu et al., 2008). Bass (1997) delineated 
leadership styles into two primary categories: transformational leadership and 
transactional leadership. Transformational leaders exemplify traits such as individual 
influence, spiritual inspiration, and intellectual stimulation. They prioritize individual 
needs, cultivate a shared vision, foster an open and trusting culture, and empower staff 
to realize their full potential. 

Transactional leadership is centred on meeting the basic and external needs of 
staff, with the leader-subordinate relationship grounded in contractual agreements. 
These leaders typically achieve organizational goals through defined job roles and 
strategic mission planning, aiming primarily to ensure organizational stability. 
Leadership style denotes the consistent behavioural pattern exhibited by a leader 
(Dubrin, 2008). In today’s landscape, organizations necessitate adept leaders who 
comprehend the complexities of the rapidly evolving global environment. The impact 
of different leadership styles on organizational effectiveness or performance is widely 
recognized (Nahavandi, 2015). Indeed, the success or failure of entities, whether 
organizations, nations, or other social units, is often attributed to the nature of their 
leadership style (Oladipo et al., 2013). 

Leadership involves a dynamic process focused on inspiring others to fully 
realize their potential in achieving goals, vision, and integrity with passion (Mitonga 
et al., 2012). Additionally, the study emphasizes that interactions between leaders and 
workers significantly contribute to employee satisfaction, with this satisfaction 
notably influenced by the leader’s adopted leadership style. The essence of 
transformational leadership lies in nurturing growth and addressing the needs of 
followers. Managers who employ this style prioritize enhancing employees’ values, 
motivation, and ethical standards while also recognizing and leveraging their 
capabilities (Ismail et al., 2009). The objective of transformational leadership extends 
beyond surface-level changes; it aims to initiate profound transformations within 
individuals and organizations. This involves broadening vision, enhancing insight and 
understanding, aligning behaviour with values and principles, and fostering enduring, 
self-sustaining changes that create momentum (Bass, 1997). 

Transformational leadership is characterized by leaders broadening their 
perspectives and advocating for the interests of employees. They foster awareness and 
acceptance of the group’s purpose and objectives, motivating employees to transcend 
their self-interests for the collective good (Bass and Avolio, 1993). These leaders 
inspire followers to approach challenges with fresh perspectives, provide support and 
encouragement, and effectively communicate a compelling vision (Bass and Avolio, 
1993). They possess the ability to articulate a clear organizational vision, impacting 
both individual-level factors such as motivation and organization-level dynamics like 
resolving conflicts among groups or teams (Tracey et al., 1996). The influence of 
transformational leadership extends to both individual and organizational outcomes, 
including enhanced employee satisfaction and performance. Furthermore, higher 
levels of transformational leadership correlate with increased group potency 
(Podsakoff et al., 1990). 
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Transactional leadership primarily focuses on a quid-pro-quo approach, where 
leaders and followers engage in a clear exchange: rewards are given for achieving 
specific objectives or reaching certain performance levels (Trottier et al., 2008). This 
leadership style is marked by a straightforward relationship between effort and 
compensation, with leaders using this relationship to enhance subordinates’ 
performance by appropriately rewarding them (Bryant, 2003). In organizations, 
transactional leadership manifests as a reciprocal interaction between managers and 
their teams (Jung, 2001), emphasizing the mutual benefits of achieving set goals 
through the distribution of rewards and the enforcement of policies (Howell et al., 
1993). Leaders who adopt this style drive motivation by offering rewards contingent 
on performance, applying corrective actions as necessary, and upholding 
organizational rules (Bass and Avolio, 1990). The strategy behind transactional 
leadership includes contingent reinforcement, which might involve positive rewards 
or various types of management-by-exception, both active and passive (Bock, 2008). 
By promoting a system where tasks are completed in return for rewards or privileges, 
transactional leaders effectively incentivize their followers (Yang, 2007), leading to 
higher group efficacy under conditions that embrace transactional leadership 
principles (Kahai et al., 1997). 

3. Conclusion and discussion

Leadership emerges as a fundamental aspect of managing entities at all levels,
from countries to organizations and teams. Its impact permeates the lives of individual 
followers and extends to the collective dynamics of entire organizations. The 
multifaceted nature of leadership is evident through various conceptualizations, 
including skill or ability, leader-follower relationships, and dynamic social processes. 
As highlighted by scholars, leadership is not static but rather evolves in response to 
changing global and technological landscapes, necessitating ongoing updates and 
modifications to leadership theories. Numerous theories offer diverse perspectives on 
leadership, ranging from distributed and charismatic leadership to authentic and 
participative leadership styles. Each theory sheds light on different aspects of 
leadership behaviour, emphasizing the importance of ethical conduct, emotional 
intelligence, and adaptive responses to dynamic environments. Moreover, situational 
factors play a crucial role in determining leadership effectiveness, as evidenced by 
contingency theories and the concept of servant leadership. In the face of globalization 
and increasing complexity, leadership challenges become more pronounced, requiring 
leaders to possess a diverse skill set and adaptability. By incorporating insights from 
various theories, leaders can navigate complex environments more effectively, 
fostering positive organizational climates and achieving sustainable success. 
Ultimately, the study of leadership remains a dynamic and ongoing pursuit, essential 
for understanding and enhancing leadership effectiveness in contemporary contexts. 

The extensive array of leadership theories reflects the multifaceted nature of 
leadership and its pivotal role in organizational dynamics. Distributed Leadership 
theory, as elucidated by D’Annunzio-Green and Francis (2005), underscores the 
collaborative nature of leadership, where expertise is shared among organizational 
actors. Charismatic Leadership theory, as expounded by Clarke (2013), emphasizes 
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the leader’s ability to inspire followers through a compelling vision and fulfilling their 
needs. Similarly, Affiliated Leadership theory, articulated by Cummings and 
Cummings (2014), emphasizes collaboration, adaptability, and co-creation. Authentic 
leadership, according to Carasco Saul et al. (2015), promotes positive ethical climates 
and fosters self-awareness and moral perception. Emotional intelligence, as explored 
by Edwards et al. (2015) and Collins (2012), underscores the importance of 
understanding and managing emotions for effective leadership. Ethical Leadership 
theory, proposed by Carden and Callahan (2007) and Turnbull and Edwards (2005), 
highlights the significance of ethical conduct and integrity in leadership. Furthermore, 
the Five Domains Leadership theory (Harland, 2003) emphasizes talent management, 
strategy, personal proficiency, human capital development, and execution. Leadership 
transition theory (Ma Rhea, 2013) posits leadership as a dynamic process that evolves 
within the organizational context. 

The conclusion drawn from these diverse theories underscores the complexity 
and dynamism inherent in leadership. Effective leadership necessitates adaptability, 
empathy, and a keen understanding of contextual factors. As organizations navigate 
the challenges of globalization and complexity, leadership remains a critical 
determinant of success (Ardichvili et al., 2016). Whether through transformational, 
transactional, or situational approaches, leadership theories offer valuable insights into 
navigating the complexities of organizational life (Bonebright et al., 2012; Wenson, 
2010). 

This comprehensive literature is an exploration of the multifaceted nature and 
profound impact of leadership within organizational contexts. Leadership, as 
elucidated through various perspectives and scholarly contributions, emerges as a 
dynamic process of influence that shapes organizational culture, drives team 
performance, and fosters innovation. Through the lenses of transformational and 
transactional leadership styles, leaders are empowered to navigate the complexities of 
modern business environments and inspire their teams towards shared goals. The 
synthesis of research findings highlights the critical role of leadership in promoting 
employee satisfaction, organizational commitment, and ultimately, organizational 
success. By understanding the interplay between leadership styles, organizational 
culture, and contextual factors, organizations can cultivate environments conducive to 
growth, collaboration, and resilience. Furthermore, the recognition of leadership as a 
social process underscores the importance of fostering trust, communication, and 
mutual respect within organizational hierarchies. Leaders who effectively balance 
task-oriented behaviours with people-centred approaches can create environments that 
nurture employee engagement and unleash their full potential. As organizations 
continue to evolve and adapt to changing landscapes, the significance of effective 
leadership remains paramount. By embracing diverse leadership styles and leveraging 
the insights gleaned from research, organizations can cultivate leadership excellence 
and drive sustainable growth in an ever-changing world. 

This extensive literature review examination underscores the intricate and 
profound impact of leadership within organizational settings. Leadership, as 
delineated through diverse scholarly perspectives and empirical findings, emerges as 
a dynamic force shaping organizational dynamics, team performance, and innovation 
(Bass, 1997; Podsakoff et al., 1990). Through the lens of transformational and 
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transactional leadership styles, leaders are equipped to navigate the complexities of 
contemporary business environments and inspire their teams towards collective 
objectives (Bass and Avolio, 1993; Bock, 2008). This synthesis of research 
underscores the pivotal role of leadership in fostering employee satisfaction, 
organizational commitment, and ultimately, organizational success (Nahavandi, 2015; 
Voon et al., 2011). Moreover, the recognition of leadership as a social process 
underscores the significance of fostering trust, communication, and mutual respect 
within organizational hierarchies (Omolayo, 2007; Mullins, 2007). Leaders who 
adeptly balance task-oriented behaviours with people-centred approaches can create 
environments conducive to employee engagement and the realization of their full 
potential (Ismail et al., 2009; Dubrin, 2008). As organizations continue to evolve in 
response to dynamic market forces, the importance of effective leadership remains 
paramount. By embracing diverse leadership styles and leveraging insights from 
scholarly research, organizations can cultivate leadership excellence and drive 
sustainable growth in an ever-changing landscape (Barchiesi et al., 2007; Howell et 
al., 1993). 
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Abstract: COVID-19 has led to abrupt changes in work norms and practices. Despite receding 

pandemic restrictions, the popularity of remote or hybrid work has not subsided. As employees 

around the world continue to call for more flexibility and autonomy in the way they work, 

human resource leaders must continuously consider and evaluate decisions based on ever-

changing sentiment, balancing the interests of employees and employers alike. In this 

perspective article, we review the current state of work in the Southeast Asian region, focusing 

on Malaysia, Singapore, Indonesia, the Philippines, and Thailand, and present preliminary 

results from a region-wide mental health assessment that was conducted in late 2022. We argue 

for the continuation of hybrid work in the region and elaborate on the mental health risks that 

come with remote working. 

Keywords: remote work; hybrid work 

1. Introduction

COVID-19 has led to abrupt changes in work norms and practices. Considered a
luxury a mere 5 years ago, remote working has disrupted the way the world works and 
given rise to unprecedented workforce trends, such as The Great Resignation and 
Quiet Quitting, that have challenged organisations to make employee well-being a 
priority. 

Despite receding pandemic restrictions, the popularity of remote or hybrid work 
has not subsided. As of mid-2022, 57% of companies in the Asia-Pacific region offer 
either fully remote or hybrid working arrangements (CBRE, 2022). In addition, most 
workers in Southeast Asia do not prefer a full-time office return, with 32% preferring 
to work from anywhere, 29% preferring full-time remote work, and 23% preferring a 
hybrid work arrangement (EY, 2021). Industry surveys have also shown that 6 in 10 
workers in Southeast Asia would quit their jobs if not offered flexible working 
arrangements post-pandemic. 

Despite the challenges in the early transitional periods of the pandemic, 
employees are not keen to let go of remote working arrangements. While some 
employers may express opposition to the idea of continuing remote work, heightened 
workplace productivity in the past 2 years indicates that employers too stand to benefit 
from the continuation of remote work. However, if remote work is to be normalised 
in the future of work, employers and employees in the region need to grasp the full 
picture that comes with remote work—the benefits, the risks, and the ways to optimise 
remote work for everyone involved. 

2. Work arrangements in Southeast Asia post-pandemic

In October 2022, Naluri sought to measure the state of mental health in Southeast

CITATION 

Abdul Aziz AF, Ong T. (2024). The 
call for hybrid work arrangement 
post-pandemic. Human Resources 
Management and Services. 6(3): 
3417. 
https://doi.org/10.18282/hrms.v6i3.3417 

ARTICLE INFO 

Received: 11 August 2024 
Accepted: 13 September 2024 
Available online: 20 September 2024 

COPYRIGHT 

Copyright © 2024 by author(s). 
Human Resources Management and 
Services is published by PiscoMed 
Publishing Pte. Ltd. This work is 
licensed under the Creative 
Commons Attribution (CC BY) 
license. 
https://creativecommons.org/licenses/
by/4.0/ 

197



Human Resources Management and Services 2024, 6(3), 3417. 

Asia through an online public mental health campaign that asked for respondents to 
complete the Depression, Anxiety, and Stress Scales (DASS-21) and the Burnout 
Assessment Tool (BAT-12) (Lovibond & Lovibond, 1995; Schaufeli, et al., 2020). We 
include results from n = 13,227 respondents who are full-time employees aged 18–65 
years old across Malaysia, Singapore, Indonesia, Philippines, and Thailand. 

To obtain a clearer picture of the risk factors affecting the mental health of 
employees in the region, we also assessed their current work arrangements at the time. 
Contrary to Western markets, where remote and hybrid working has dominated the 
employment landscape the past few years, nearly 70% of employees across Malaysia, 
Singapore, Indonesia, the Philippines, and Thailand are back in the office with a full 
onsite work arrangement (Figure 1). In contrast, roughly 24% of employees were 
working with hybrid arrangements, and only 7.5% of employees in the region were 
fully remote. This is certainly a stark contrast to the 34% of the American workforce 
who worked entirely remotely in 2022 (Owl Labs, 2022), and may be reflective of the 
increasing number of employers in the region calling for a full return to office life 
(CBRE, 2022). 

Figure 1. Distribution of employees in Southeast Asia by work arrangement. 

Work arrangement and job satisfaction 

The predominant narrative surrounding the adoption of remote work has been 
skewed towards the positive end, and a growing body of research supports this. 
Remote work has been shown to lower the risks of employee depression and anxiety 
(Lee, 2022), improve sleep health, and improve work-life balance (Ipsen et al., 2021). 
Furthermore, as measured using Dolbier et al.’s validated 1-item measure of job 
satisfaction (Dolbier et al., 2005), our findings show that fully or mostly remote 
workers in the region report higher job satisfaction than their in-office counterparts 
(Figure 2). Given that job satisfaction strongly influences turnover intention (Chen et 
al., 2019), this finding highlights the need for employers to fully consider and 
deliberate any decisions towards returning to office full-time in the future. 

198



Human Resources Management and Services 2024, 6(3), 3417. 

Figure 2. Percentage of employees reporting being satisfied or extremely satisfied 
with their job by work arrangement. 

Employees are not the only ones gaining from remote work. Research has shown 
that, at an organisational level, remote working has translated to short- and long-term 
gains for employers. Globally, around 50%–60% of employees report being more 
productive when working remotely, with nearly 70% of employees aged 18–39 also 
reporting an increase in the quality of their work when working remotely (Cisco, 2022; 
Owl Labs, 2022). Not only do employers reap the benefits of higher productivity and 
quality of work, but when employees are offered access to remote work options, they 
also report increased innovation, work engagement, commitment to the organisation, 
and decreased intent to leave (Von Bommel, 2021). 

3. Work arrangement and mental health

Despite the individual and organisational benefits that remote work can bring, it
is equally important that employees and employers acknowledge the psychosocial 
risks of working remotely. With a higher commitment to work, remote employees can 
put themselves at risk of burnout, especially given that working remotely often comes 
with putting in more hours (Buffer, 2022). 

Using the 12-item Burnout Assessment Tool (BAT-12) and the 21-item 
depression, anxiety, and stress scales, we set out to measure the mental health of 
employees in the region by different types of work arrangements (Lovibond and 
Lovibond, 1995; Schaufeli et al., 2020). Across the region, our data shows that 
employees who are working remotely—either fully or in hybrid arrangements—report 
higher risks of burnout than employees who have been back in the office full-time 
(Table 1). Fully remote employees are also reporting higher risks of depression, 
anxiety, and stress compared to their hybrid and in-office counterparts, which further 
accentuates the added risks that come with remote work. 

199



Human Resources Management and Services 2024, 6(3), 3417. 

Table 1. Breakdown of mental health prevalence by work arrangement. 

Work arrangement 

Fully in-office Mostly in-office with 
some remote work 

Mostly remote with some 
in-office work 

Fully remote 

N (%) N (%) N (%) N (%) 

Depression 

Normal 2028 (22.20%) 410 (26.10%) 345 (22.80%) 168 (16.90%) 

Mild 795 (8.70%) 147 (9.40%) 138 (9.10%) 62 (6.20%) 

Moderate 1714 (18.70%) 308 (19.60%) 299 (19.80%) 170 (17.10%) 

Severe or extremely severe 4615 (50.40%) 705 (44.90%) 731 (48.30%) 592 (59.70%) 

Anxiety 

Normal 2353 (25.70%) 473 (30.10%) 400 (26.40%) 182 (18.30%) 

Mild 580 (6.30%) 112 (7.10%) 99 (6.50%) 68 (6.90%) 

Moderate 1663 (18.20%) 291 (18.50%) 288 (19.00%) 168 (16.90%) 

Severe or extremely severe 4556 (49.80%) 694 (44.20%) 726 (48.00%) 574 (57.90%) 

Stress 

Normal 2904 (31.70%) 565 (36.00%) 509 (26.40%) 251 (25.30%) 

Mild 938 (10.20%) 112 (7.10%) 99 (6.50%) 109 (11.00%) 

Moderate 1661 (18.10%) 274 (17.50%) 262 (17.30%) 186 (18.80%) 

Severe or extremely severe 3649 (39.90%) 545 (34.70%) 559 (36.90%) 446 (45.00%) 

Burnout 

Low 724 (8.10%) 86 (5.70%) 85 (5.80%) 59 (6.10%) 

Average 3183 (35.80%) 537 (35.30%) 525 (35.80%) 289 (29.80%) 

High or very high 4991 (56.10%) 899 (59.10%) 857 (58.40%) 621 (64.10%) 

4. Discussion

4.1. Risk factors of remote working 

Burnout is a work-related phenomenon that involves employees experiencing 
exhaustion, facing emotional and cognitive issues, and feeling detached from work 
(Schaufeli et al., 2020). One of the many ways employees develop burnout is through 
an imbalance between work-related demands and resources. When work stressors and 
demands exceed the personal or organisational resources that employees have access 
to, employees experience fatigue. When this imbalance is unaddressed and long-
standing, this fatigue becomes chronic over time, eventually leading to the 
development of burnout (Edú-Valsania et al., 2022).  

Where remote work is often touted as a solution to promote employee well-being, 
our findings show that this may not always be the case for employees in the region. 
Although it may seem counterintuitive for remote employees to report the highest job 
satisfaction and the highest risk of burnout at the same time, our findings do fall in 
line with existing research. While it is true that remote work can translate into 
improved employee well-being and productivity, research shows this relationship is 
rarely direct and often influenced by other factors such as physical health and 
emotional health, as well as social and organisational support at work (Fajri and 
Haerudin, 2022; Shimura et al., 2021). As remote work continues to be in high demand 
post-pandemic, identifying and addressing the unique risk factors that come with 
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remote work is important to help employers and employees fully optimise and benefit 
from remote work. 

4.1.1. Hyperconnectivity 

Increased adoption of digital technologies is a necessity to maximise the benefits 
of remote work. Ironically, the medium that allows for work to be conducted remotely 
is also the medium largely responsible for driving the high burnout rates in remote 
workers. Hyperconnectivity refers to the phenomenon of being instantly available for 
communication anywhere and anytime (Quan-Haase and Wellman, 2005). In the 
context of work, hyperconnectivity drives an “always-on culture” that demands an 
employee’s availability to attend to work tasks, such as answering emails, calls, and 
pings, almost anywhere and anytime (Ghislieri et al., 2022).  

In addition to regular job demands, remote workers often face an additional 
expectation from their employers to be available 24/7 (Fukumura et al., 2021). Without 
question, an “always-on culture” drives employees to higher levels of burnout, as this 
expectation often translates to longer work hours and larger work demands with very 
little time for employees to fully rest and recharge their own personal resources 
(Fukumura et al., 2021). Given that the devices hosting the communication avenues 
for remote work are constantly within reach throughout the day, the lines separating 
work and non-work use of digital technologies are often blurred. 

Thus, being hyperconnected also increases technostress—stress caused by work-
related technology usage, which can lead to fatigue, restlessness, and physical 
discomfort (Singh et al., 2022). Owing to the increased use of new and familiar digital 
technologies (Farmania et al., 2022), technostress can increase psychological strain, 
causing technology exhaustion and decreased well-being (Singh et al., 2022). Given 
that remote employees rely on higher usage of digital technologies, unmitigated 
technostress serves to increase their risks of burnout and distress. 

4.1.2. Work-home spillover 

The easily blurred lines between work and non-work domains make remote 
workers more vulnerable to work-home spillover. While conflict between work and 
personal demands is experienced by all groups of employees, work-home spillover is 
distinct and unique to fully remote workers, driven by hyperconnectivity as well as the 
risks that come with a lack of temporal and spatial boundaries separating work and 
other domains of life.  

An oft-cited benefit of remote work is the removal of commutes, which 
understandably removes a large source of stress for employees worldwide (Chatterjee 
et al., 2021). However, removing commutes can also mean removing the routine set 
of actions that psychologically and physically separate work from non-work domains 
of life. When work takes up at least 8 hours of the day, and those hours are spent 
largely at home, it is easy for employees to unknowingly make work the main aspect 
of their lives, making it harder to stop work from overtaking other aspects of life such 
as hobbies, friends, and family (Fukumura et al., 2021).  

While research has shown that working remotely from home can make employees 
more immersed in their work, this immersion also makes it more difficult for 
employees to detach from work (Chi et al., 2021). A lack of time or temporal barriers 
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also makes it easy for remote employees to get lost in their work, resulting in long 
hours into the night and even working on weekends (Fukumura et al., 2021). Where 
these may seem to translate to higher employee productivity, this benefit is largely 
short-term and superficial. Work-home spillover merely facilitates remote workers to 
overwork themselves, often to extreme exhaustion, thus leading to higher burnout, and 
in effect, reduced productivity (Lazauskaitė-Zabielskė et al., 2022).  

4.1.3. Lack of support 

Working remotely has been shown to decrease communication, brainstorming, 
and social interaction with colleagues (Šmite et al., 2023). These aspects of social 
work life are integral to building social support at work, which can protect employees 
against burnout by mitigating the effects of work stress on well-being (Fajri & 
Haerudin, 2022). When working remotely, the social support systems at work are often 
displaced or limited by communication barriers, which increases the risk of loneliness 
and social isolation amongst remote employees, driving reduced work engagement, 
emotional exhaustion, and increased burnout (Bareket-Bojmel et al., 2023; Vander 
Elst et al., 2017). 

Remote employees who do not work in remote-first organisations also face a 
higher risk of experiencing professional isolation—being removed from professional 
peers and facing the lack of professional mentorship, collaboration, and development 
that comes with it (Kutoane et al., 2021). Though some may see the removal of 
unnecessary work socialisation as a perk of remote work, this may actually be 
contributing to higher burnout in remote workers. Spontaneous, unplanned 
conversations in the workplace are not only essential for socialising but also function 
as avenues for collaborative problem-solving (Šmite et al., 2023). Without shared 
lunches and coffee breaks, or “over the shoulder” conversations, employees working 
remotely are not only at risk of isolation and loneliness, but they are also at a 
disadvantage when it comes to learning and development (Jämsen et al., 2022). 
Despite some seeing reduced work socialisation as a benefit owing to reduced 
distractions during the workday, this can also lead to increased workloads over time, 
as remote employees may spend additional unnecessary time addressing blocks or 
problems in work that could have been solved in a 5-minute conversation across 
cubicles (Jämsen et al., 2022). 

Separately, despite having had the last two years to adapt to changes in remote 
work, remote employees often receive inadequate support from their employers. 
Remote employees often suffer from less visibility than their in-office counterparts, 
and this can translate to increased difficulty in career growth (Buffer, 2022). In 
addition, the inability to monitor remote employees can lead managers to 
overcompensate by demanding higher productivity, increasing expectations on 
employee availability, and micromanaging (Fukumura et al., 2021; Hernandez and 
Abigail, 2020), all of which may further the risk of burnout as well as jeopardise 
organisational trust in remote employees.  

4.1.4. Unhelpful coping 

Blurring work boundaries and schedules often comes at the expense of basic self-
care. Partly driven by pandemic restrictions, but also by longer work hours, the past 
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two years of remote work have led to a proliferation of coping behaviours that can 
negatively impact the health and well-being of remote employees. 

Compared to in-office or hybrid employees, being fully remote is associated with 
more sitting and less exercising, with remote employees reporting higher sedentary 
behaviour and lower physical activity overall (Fukushima et al., 2021; Streeter et al., 
2021). Remote work has also been linked to impaired sleep health (Afonso et al., 
2022), dietary changes such as increased snacking (Białek-Dratwa et al., 2022; Sato et 
al., 2021), and problematic internet use as a coping strategy (Deutrom et al., 2022). 
These behaviours can negatively affect the physical and emotional well-being of 
remote employees, which makes them more prone to strain when dealing with the 
demands of remote work (Perry et al., 2018), thus increasing their vulnerability 
towards burnout. 

4.2. Mitigating risk factors of hybrid and remote work 

4.2.1. Greater autonomy in job crafting 

Despite concerns about trust and lack of monitoring, providing remote workers 
with more autonomy has actually been shown to improve job satisfaction and reduce 
the impact of work strain and emotional exhaustion (Charalampous et al., 2019). One 
way to allow employees more autonomy is by promoting job crafting, which allows 
employees to proactively redesign their work, in order to better balance the demands 
and resources of their jobs with their abilities and needs (Ingusci et al., 2021). Through 
job crafting, employees can take the steps needed to avoid behaviours that can 
negatively affect their well-being, and opt for strategies that can help them increase 
their resources. Research has shown that when job crafting strategies are used, the 
impact of workload on remote workers’ stress can be reduced by up to 17.53% (Ingusci 
et al., 2021). 

To promote job crafting, managers can consider (Gabriel & Aguinis, 2022): 
● Allowing employees autonomy and flexibility to negotiate the types of work tasks

that they do;
● Allowing employees flexibility in working hours, without expecting them to be

accessible outside of those hours;
● Allowing employees the freedom to choose tasks that not only play to their

strengths but are also challenging them towards further growth.

4.2.2. Practising empathy in leadership 

By relating to the thoughts, emotions, or experiences of their employees, 
empathetic leaders are able to show that they really care for their employees’ needs 
and achievements. When leaders are empathetic, they are more sensitive to signs of 
overwork or distress in their subordinates and show a higher willingness to help 
employees with personal problems, further consolidating a social support system for 
employees working remotely (Gentry et al., 2016). This can make a great difference 
in guiding supervisors and managers to reassess work objectives and priorities in a 
way that actively takes into account the well-being of remote employees.  

Empathetic leadership has been positively linked to increased job performance 
for both leaders and their subordinates (Zivkovic, 2022). More importantly, research 
has shown that when managers practise empathetic leadership, remote employees 
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report a 43% decrease in work-related burnout (Von Bommel, 2021). When managers 
show active support and acknowledgment of employees’ feelings and efforts, remote 
employees also feel less social isolation (Charalampous et al., 2019). 

Organisations can help build empathetic leadership by providing resources for 
managers to improve active listening skills (Gentry et al., 2016). Given the limitations 
of remote work, nonverbal cues such as facial expressions, posture, and gestures can 
be easily overlooked. Hence, it is important that managers of remote employees 
improve their active listening skills—listening intently and mindfully—to ensure that 
their remote employees are given the appropriate time, attention, and visibility. 

4.2.3. The importance of intention 

With the blurring of boundaries between work and non-work, there is a greater 
need for intentional self-care among remote workers. As home no longer holds the 
same restorative effect, those working from home will require more self-discipline to 
routinely detach and reset from work. In addition, with the added flexibility that comes 
with remote work, intention plays a vital role in making sure that remote employees 
are mindful and focused on work during their set working hours, which can help 
reduce work-home spillover in the long run. 

When it comes to well-being, self-discipline, and intention are often the key 
factors that determine how remote work can affect health and wellness. For remote 
employees, tangible strategies for more intentional self-care can include: 
● Morning and evening routines to help open and close work days

With no commutes to physically separate work and non-work lives, routines to
start and end the work day allow employees to create a psychological separation 
between work and non-work. In this aspect, we recommend including mindfulness 
breathing exercises, journaling, and spending time with loved ones to create more 
effective work openers or closers. 
● Setting a hard limit on when to physically and mentally get off work

Often, the attractive factor of remote working is the flexible hours it provides.
Hence, it is understandable that remote workers often shun set working schedules and 
hours. Creating a time limit on the last hour of the day to get off work helps employees 
become more accountable for creating time boundaries. Whether this limit is 6 p.m. or 
10 p.m., when the time comes, we recommend physically removing yourself from your 
workstation, turning off the notifications on your work devices, and focusing on the 
rest of your day.  
● Self-discipline in managing physical and mental wellness

Maintaining a consistent sleep schedule, getting appropriate amounts of physical
activity during the week, making time for hobbies, and avoiding harmful coping 
behaviours—such as mindless scrolling and endless snacking—require a higher level 
of self-discipline for remote workers. Setting small, daily self-care goals can help 
remote employees be more accountable and self-disciplined in managing their own 
health.  

4.2.4. The role of resilience in the new normal 

Resilience can protect employees from burnout, acting as a personal resource to 
tap into when job demands are high and organisational resources are low. Specifically, 
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for remote workers, having higher resilience can increase feelings of personal 
accomplishment—something that is often reduced in remote work (Ferreira & Gomes, 
2021; Hill et al., 2022), which decreases work engagement even further. Separately, 
resilience has also been shown to help remote workers reduce dysfunctional coping 
strategies (Sygit-Kowalkowska et al., 2022), which in the long run helps remote 
workers manage their stressors more effectively. 

Despite being a personal resource for employees, employers also play a role in 
improving employee resilience through: 
● Training managers to practice resilience-enhancing leadership

This can include being supportive of employees’ personal goals, providing a
sense of safety against failures—especially for challenging tasks, and building the core 
belief that employees can be further developed, regardless of where they are at the 
moment (Franken et al., 2022).  
● Providing resources for employees to build resilience remotely

This can be in the form of mental health support via counselling or coaching, or
online resilience and stress-management training. It is important for resources to be 
scalable, personalised, and most importantly anonymous to help employees overcome 
personal and social stigmas around help-seeking.  

5. Conclusion

Despite its lauded benefits, remote work is not challenge-free and can come with
increased psychosocial risks. However, shifting employee demand for greater 
flexibility will continue to persist in this new normal. Our data reveals that a win-win 
option for both employers and employees lies in the middle ground: hybrid working. 
Moving forward, the key concern lies in how to mitigate the risks of burnout when 
employees are working remotely while at the same time maximising employee 
productivity and engagement. We recommend employers provide for greater 
autonomy in job crafting, foster empathic leadership, and promote initiatives to build 
employee resilience. For employees working remotely, we highlight the importance 
of intention and self-discipline in managing the unique challenges that come with 
remote working. As organisational practices continue to shift and evolve post-
pandemic, both employees and employers must play their roles in building a new 
normal that works for all. 
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