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EDITORIAL

Diversity at a crossroads:
How diversity research can contribute to the

fight for social justice

SMARANDA BOROS

Vlerick Business School, Brussels, Belgium

Four decades ago, the conservative president
of the world’s biggest economy changed the
face of diversity research in organisations. The
president in question is Ronald Reagan, who
promoted a political ideology of “colour
blindness, the dismantling of race-conscious
affirmative action in employment,
deregulation, and minimal government
intervention in social issues” (Nkomo et al.,

2019) and advanced a discourse that
positioned  group-based  solutions  to
discrimination and workplace exclusion

emanating from the Civil Rights Act of 1964
as antithetic to individual rights, individual
freedoms, and individual agency. He
cemented this ideological discourse through
the prediction of the Hudson Institute’s 1987
report Workforce 2000: Work and Workers
for the Twenty-First Century, which claimed
that racial and ethnic minorities and women
would, by the turn of the millennium,
constitute the majority of the net new entrants
into the U.S. labour force without any further
action in antidiscrimination and equal rights
practices. This ideological, political context
triggered the shift in HR practitioners’ and
researchers’ discourse, from an initial
antidiscrimination and equality perspective to
‘the business case for diversity’. A plethora of
research (from fundamental to practitioner and
policy reports) tried to prove how diversity
improves the bottom line of businesses, by

mirroring the customers make-up and better
adapting products to their needs (i.e., the
access-and-legitimacy paradigm, Thomas &
Ely, 1996); by drawing from a diverse pool of
employees, which would solve demographic
issues such as the aging of the population
(European ~ Commission,  2006); by
capitalizing on the human capital of these
diverse employees and thereby driving
innovation (McKinsey & Company, 2020).
Four decades later however, meta-
analytical findings show a much more
complex picture of the dynamics that diversity
brings in organisations than these linear
claims. Systematic evidence at both team (van
Knippenberg, De Dreu & Homan, 2004) and
organisational levels (Mor-Barak et al., 2016)
link diversity to both beneficial and
detrimental outcomes. On the one hand,
diversity can boost creativity in work teams
(Curseu et al., 2016; Homan et al., 2015), but
it can also increase interpersonal conflicts (De
Wit, Greer & Jehn, 2012), mistrust and
animosity (Holmes et al., 2020; Mor-Barak et
al 2016). Interventions that increase people’s
emotional awareness (Boros, 2020; Boros &
Virga, 2020) and contribute to creating more
inclusive climates are the sine qua non
mediator of diversity success (Holmes et al
2020; Mor-Barak et al 2016). However, this
inclusion is not easily achieved in
organisational interventions alone.
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Organisations are open systems that exist in
historical, social and cultural contexts.
Unfortunately, diversity research doesn’t
always recognize that and instead paints an
incomplete picture of situated diversity in the
workplace (Nkomo et al., 2019).

In their editorial for the special issue on
diversity  theorizing in Academy of
Management Review (2019), Stella Nkomo
and her collaborators talk about the limitations
of diversity research in the past decades, both
in content (the what) and in methodological
approaches (the how). Reviewing decades of
mainstream diversity research, the authors
point to the predilection of the field to
ontologically position diversity as any
attribute along which a person is different,
allowing for the move from what was termed
as  ‘surface’ diversity (e.g., socio-
demographics) to ‘deep-level’ diversity
(Harrison et al., 1998). While this line of
research was crucial for team-level research
and advancing the knowledge concerning
team dynamics (Phillips & Loyd, 2006), it also
allowed to eschew the issue of dominance of
certain groups in society (e.g., the issue of
‘white privilege’, for instance — Mclntosh,
1988) and further the research on power
dynamics and diversity in organisations (a
notable gap that research at group level started
tackling more systematically only recently —
Greer et al., 2017). The great majority of
studies also used — for the sake of simplicity of
design and analyses — single categories of
diversity; this is one of the big gaps recently
addressed at the group level by faultlines
research (Homan et al, 2007). One
immediately notices from these last couple of
sentences (and in line with Nkomo et al.’s
2019 observations) that the most notable
advancements in the field of diversity come
from group-level studies (i.e., the micro-level
of theorizing), mainly pursued in a positivistic
approach, with elegant (often experimental),
clear-cut designs. While such designs bring
significant contributions to the advancement
of knowledge, any HR practitioner is aware of
the much messier reality of diversity in
organisations and the need to actively bring
issues of power, privilege, history and the
larger context (e.g., of the industry or the
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larger society) into the equation. It doesn’t
come then as a big surprise to see that, all these
decades later, meta-analyses on the
effectiveness of diversity trainings paint a
rather gloomy picture. In their meta-analysis
of 40 years of diversity trainings, Katerina
Bezrukova and collaborators (2016) show that
while cognitive learning persists after such
trainings, affective/attitudinal and behavioural
changes do not (with the impact being often
reduced to two weeks post-training). The
authors bring evidence that the most impactful

and lasting interventions are trainings
integrated in larger organisational
interventions (Bezrukova et al.,, 2016).

However, these are few and far between, not
only on account of organisational costs, but
also because the research here is lagging
behind: The most noticeable gap in the ‘how’
of diversity theorizing in management
sciences is the missing links between the
micro-meso-macro levels of theorizing;
specifically, “although societal systems of
domination (i.e., racism, sexism, patriarchy,
heteronormativity, and  classism) are
particularly  relevant to understanding
diversity in the workplace, the macro social-
historical-political context has been largely
neglected within management studies and
diversity theorizing” (Nkomo et al., 2019:
502).

This is an especially troubling finding as it
can be used as an argument against diversity
trainings instead of thinking further how to
better integrate diversity management
interventions in the life of an organisation and
the larger fabric of society. Why does it
matter, you will ask, since diversity and
inclusion interventions seem to be quite
fashionable and currently on the agenda of
many organisations? Because four decades
later after the start of our story, another
president of the (still) world’s biggest
economy, in the midst of a powerful social
movement wanting to reveal and end the
lingering systemic racial inequalities in the
country, pulls federal funding for diversity
awareness trainings, on account of them being
‘divisive, anti-American propaganda’. One
can only stop and wonder what implications
this new policy orientation will have for the
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field of diversity, given the implications of the
last political intervention in diversity research
(i.e., systematic evidence revealing that most
research that tackles the macro-level of
theorizing predominantly uses a resource-
based view of the firm and competitive
advantages brought on by diversity, and
largely misses input from sociology, political
theory, feminist studies and critical theory —
Nkomo et al., 2019) and the fact that so much
of this research remains to date very US and
Western-centric. To the point, the top outlets
for publishing management research are US or
UK-based: of 13 journals ranked in Financial
Times — so-called A* journals — only one is
non-Anglo-Saxon (i.e., US or UK-based), and
that one is based in The Netherlands.

The critique of the lack of cultural and
historical-political context of mainstream
diversity research, where context is often
equated with task environment, diversity
climate, or group culture, has been long and
often raised by critical management research
(Zanoni et al., 2010). This line of research
strives to fill in these gaps. However, upon
analysing the bulk of research published in this
stream, one notices the high frequency of
positioning research in Western philosophical
and theoretical frames: a favourite in terms of
framing being Marxism, with Foucault (from
a philosophical standpoint) and Lacan
(psychoanalysis) also richly informing critical
management research. But how valid are these
frames in non-Western  settings, in
fundamentally different systems of thought?
Researchers from the Global South decry this
positioning and the Western-centrism of
diversity theories, be they mainstream or
critical management (Holvino, 2010). The
missing voices of the Global South and of
local perspectives, culturally and historically
situated, has been repeatedly raised in the
leading journals (e.g., George et al., 2016) —
and yet the same journals keep publishing
research that fits into the existing
paradigmatic, theoretical and methodological
expectations (Boros et al., 2020; Bosch et al.,
2015).

This is where local journals of
management science are needed to step up and
make a stronger, original contribution to the
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general state of diversity research. Where,
instead of replicating mainstream theories and
studies, journals such as Human Resource
Psychology can promote research that is:

o Situated culturally and historically:
The easiest point to make here is
about understanding the communist
heritage in Eastern Europe and its
current impact on organisational
dynamics (e.g., Curseu & Boros,
2011), both within Eastern European
systems, as well as in cross-cultural
collaborations in multinationals. But
beyond that, how do older systems of
beliefs and cultural practices (such
as, for example, beliefs in and the
relation with the afterlife and the
sacred dimension — Curseu & Pop-
Curseu, 2011) shape current social
interactions in the workplace; how do
they shape goal-setting,
organisational commitment and
work-life balance? We need more in-
depth input from local systems of
thought (Konadu et al., 2021), we
need the cultural and historical
context in which studies are
conducted to be part of the
conversation and the theoretical
modelling, not just a footnote in
research context.

Taking into account power relations
between minorities and majorities in
the workplace, and that tells both
stories and their interdependencies.
In the past, diversity research often
approached employees who are a
minority in the workplace as targets
to be managed, rather than as agentic
actors (Dye & Golnaraghi, 2017).
However, ultimately it is the
(minority) employee’s decision to act
or not upon diversity initiatives the
organisation sets out (Cha & Roberts,
2019). This agentic potential gained
a lot of traction in recent years, with
new models bringing together the
perspective of the minority as agent
and the organisation as enabler (Van
Laer & Janssens, 2017, Zanoni &
Janssens, 2007). More research is
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needed that continues this agentic
approach, in conjunction with better
insights as to why majority members
themselves can act as allies and
supporters (allyship insights having
gained much prominence in journals
such as HBR in 2020 — Creary, 2020;
Melaku et al., 2020).

Intersectional: So far, an extensive
body of diversity theorizing has
focused mainly on single categories
of difference in isolation from others
(Nkomo et al., 2019) -i.e., gender or
age or race or ethnicity. Although a
number of scholars have proposed
the adoption of multiple
demographic  characteristics and
intersectional lenses (e.g., Cha &
Roberts, 2019; Holvino, 2010; Liu et
al., 2019; Ramarajan, 2014), this is
reflected less in empirical studies in
mainstream  diversity = research
(intersectionality remaining mainly
the staple of critical management -
Nkomo et al., 2019). Single
categories of diversity, pointing to
one feature of being different, i.e. a
woman, omit the opportunities to
draw on identity resources coming
from the simultaneity of multiple
identities, hence taking into account
intersectional phenomena (Cha &
Roberts, 2019). This is all the more
limiting as there is research showing
that women could “neutralize the
disadvantageous lower status that is
associated with being a women by
foregrounding her other identities to
construct a powerful and successful
professional identity” (Janssens et
al., 2006: 140). Future theory
building should therefore position
identities as fluid and intersectional
(Holvino, 2010; Liu et al., 2019).
This theoretical stance is reflected in
a call for more idiographic research
which gives voice to the “hidden
stories at the intersections of race,
ethnicity, gender, class, nation”
(Holvino, 2010: 248) in the
workplace. This finally leads us to
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the last two characteristics of new
diversity research:

Combines qualitative and
quantitative approaches more
actively and bridges the divide
between the two. Since most
researchers specialize in one or the
other, this is also a call for more
diverse collaborations in authorship,
and true co-creation of research
questions and design that span
fundamental to applied, insight and
internal validity to ecological validity
questions.  Variety in research
methods would also continue the
contribution of different systems of
thought and knowing (Konadu et al.,
2021): some cultures capitalize less
on verbal expression, and instead
complement it or even rely more on
different sources of knowing, such as
insight, and different means of
expression from embodiment to
music and visual artifacts (Baggini,
2018; Curseu & Pop-Curseu, 2011).
How can we capture this in research
in organisations and broaden the data
sources and methods we use, in order
to make room for new insights and
new means of giving voice to
respondents?

Actively reaches out to a diversity of
respondents, thereby addressing the
lack of data on difficult to reach
participants (Mehra et al., 1998). In
doing so, research becomes a
megaphone for the unheard voices,
those who, in diversity interventions
(be they organisational or related to
international development) suffer the
consequences of solutions that are
put forward often without them being
asked. This means a more tenuous
data collection process; reaching out
to less educated respondents, and
finding ways to ask the questions
differently than a  standard
questionnaire or even typical
interview (DeSmet & Boros, 2020).
Without our research methods
broadening (and learning from
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disciplines such as ethnography and
anthropology), the very issue of
representation, central to diversity
research, is at stake.

The covid-19 pandemic revealed to an
unprecedented extent the existent inequalities
in societies and between nations. There are
calls from the heads of the main global
monetary funds (Worldbank, IMF) to actively
work on addressing raising world poverty. The
fight for social justice — between and within
societies needs more impactful support from
diversity research: frames to better understand
and create awareness of social and
organisational ~ dynamics; pathways to
reconciliation and reparation; ways forward
for collaboration that is mindful of difference
and learns to build bridges that respect these
differences and give them a voice in the global
conversation. At organisational level, a recent
paper on ‘COVID-19 and the Workplace:
Implications, Issues, and Insights for Future
Research and Action’ (Kniffin et al., 2020)
written by some of the biggest names in OB
research, singles out understanding the various
experiences of different categories of
employees (i.e., diversity in the workplace) as
a core driver in modelling the new ways of
working. Diversity research has now a real
chance to make a social impact in the crafting
of ‘the great reset’ (WEF, 2020) both at
organisational and societal level. But this
cannot happen if we all continue to pursue the
old, well-established tracks of research, just to
publish the same things in the same journals,
and if journals keep launching the same calls
for papers and accepting the same type of
work. This is why, now more than ever,
diversity researchers and HR practitioners
need to actively choose the path they want to
carve forward. This is the time of revolution.
This is the time for diversity researchers and
practitioners to lead the way in the fight for
social justice and make the difference we all
dreamed of when we first embarked on a
journey in this field.
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Work-family enrichment of dual-earner couples: a
longitudinal study on the effects of personal
resources
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Abstract

The current study investigated the dyadic longitudinal interaction between psychological capital as a personal resource
and work-family enrichment. Work-family enrichment is a positive transfer by both men and women from the home
domain's job experience. The study involved 129 couples with a broad age range measured at two measurement occasions
spaced three months apart. The design was built on the Work-Home Resources and Spillover-Crossover models. The
analyses applied in this study were based on Actor—Partner Interdependence Models and extended Common Fate Models.
Psychological capital is a predictor of the interpersonal (between partners) and intrapersonal (within the self) level for
WEFE in the models conducted on dyadic data. Furthermore, shared work-family enrichment predicted shared
psychological capital from both partners. Thus, personal resources predicted work-family enrichment three months later.

Theoretical and practical implications are discussed.

Keywords

Work-family enrichment, psychological capital, longitudinal, couples, crossover

Work-family research that receives the most
considerable attention has previously focused
on the negative spillover from the work
domain to the family domain (e.g., work-
family conflict; see review by Eby, Casper,
Lockwood, Bordeaux, & Brinley, 2005),
mainly ignoring the positive connections. In
line with the positive psychology movement,
researchers have recently explored the
positive spillover between work and family
(e.g., work-family enrichment; see review by
Steiner & Krings, 2017). The synergies appear
in literature under various labels (Greenhaus
& Powell, 2006), including enrichment,
enhancement, and facilitation.

Work-family enrichment (WFE) is defined
as the extent to which experiences in one role
improve the quality of life in another role
(Greenhaus & Powell, 2006, p. 73). Thus,
WFE represents how family roles benefit
through developmental resources and positive
affect derived from work involvement. The
present study, using the Work-Home
Resources Model (W-HR; ten Brummelhuis &
Bakker, 2012), adds value to the literature by
investigating the antecedents of WFE. W-HR
aims to illuminate how resources are related to
work-family facilitation (on a system level)
and identify its primary antecedents, such as
PsyCap, consequences, and moderators. The

Correspondence regarding this article should be addressed to Delia Virga, Ph.D., Full Professor, West University of
Timisoara, Department of Psychology, Bv. Vasile Parvan, no. 4, Timisoara, 300223, Romania, Phone: +40 722 620 205,

Email: delia.virga@e-uvt.ro
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W-HR Model proposes that critical resources
are conditional factors that prevent and
attenuate the negative impact of the work on
the home domain (ten Brummelhuis &
Bakker, 2012).

Personal resources refer to "aspects of the
self that are generally linked to resiliency and
refer to individuals' sense of their ability to
control and impact upon their environment
successfully" (Xanthopoulou, Bakker,
Demerouti, & Schaufeli, 2009, p. 123).
Psychological capital (PsyCap) is a personal
resource concerning the degree to which
people believe they can influence their jobs
(Luthans, Youssef, & Avolio, 2007). PsyCap
represents a synergistic combination of four
positive capacities:  self-efficacy, hope,
optimism, and resilience (Luthans, 2002) and
enhances the capability of individuals in
tackling problems and fit the demands in
stressful circumstances. Resources are linked
to each other, and people with a substantial
reservoir of resources are likely to further

enrich their resources (e.g., resources
caravans;  Hobfoll, 2011).  Therefore,
individuals who already have possessed

reserves of PsyCap are capable of substituting
resources used in dealing with demands in
stressful situations. They are thus less likely to
suffer from stress symptoms.

This study adopted the Spillover -
Crossover model (SCM; Bakker & Demerouti,
2013), which theorizes that individuals who
experience job demands and resources will
first spill over to their work domain and then
cross over to their partners. The transmission
of positive experiences has traditionally been
referred to as a crossover and provides
interesting insights for the spouses (Bakker,
Westman, van Emmerik, Etzion, & Chen,
2009). Crossover represents a level of analysis
of WFE research in that it allows for an
understanding of how experiences are
transmitted on the inter-individual level
(Lapierre et al., 2018).

Based on the work-family literature, we
propose an explanation of the underlying
process of work-family spillover and
crossover effects, namely that psychological
capital may transmit resources from the work
domain to the family domain and lead to
interference.
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In our research, we moved several steps
beyond existing research by examining the
dyadic longitudinal interplay between PsyCap
and both individual and shared aspects of
WFE within couples over three months.
Specifically, using the developmental
environment of stable intimate relationships,
we addressed associations of longitudinal
intra-personal and inter-personal effects in the
personal resources and work-family interface.
The use of dyadic longitudinal analysis
designs, including PsyCap and the WFE of
both partners, has the advantage that
ecologically wvalid indicators of the
individual's environment can be studied.

To more precisely capture the idea of the
situation, we applied the Actor-Partner
Interdependence Model (APIM; Kenny et al.,
2008), but also conducted analyses based on
an extended Common Fate Model (CFM;
Ledermann & Kenny, 2012). The APIM is
well-suited to test theoretical relationships
among variables at the individual level. The
actor effects quantify intra-individual
influences, and the partner effects quantify the
inter-individual ~ forces  within  dyads.
However, a dyad level analysis model (i.e.,
CFM) can assess the relationships' impact, not
the individuals. In the opinion of Ledermann
and Kenny (2012), the CFM "implies that two
dyad members are similar to one another on a
given variable due to the influence of a shared
or dyadic latent variable" (p. 141).

This study's first contribution concerns the
expansion of inter-role balancing by
examining the longitudinal crossover impact
of work on personal life. The W-HR Model
authors encourage longitudinal studies and
propose that it would be useful to test the
hypothesis that gains in more structural
personal resources influence work and home
outcomes in the long run. The second
contribution of the study is that it considers the
relationships between WFE and PsyCap, with
WFE as predictors at the intra-individual level
and WFE and its predictors at the inter-
individual level.

Our proposed study contributes to the
literature in several ways. First, it surpasses
the individual level-analyses that dominated
this research (Beham, 2008) by including a
crossover effect between one partner's PsyCap
and the WFE of the other partner. Thus, it
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offers practical implications for organizations
seeking to help employees by implementing
PsyCap interventions to stimulate WFE
(Lupsa, Virga, Maricutoiu, & Rusu, 2020).
Second, it heeds the call of Casper et al. (2007)
and Kossek et al. (2011), who advocate for
more WFE research in European cultures.

Work-Family Enrichment and
Psychological Capital

A systematic review of Crain and Hammer
(2013) has shown that WFE is positively
associated with personal resources. Moreover,
recent studies have shown that WFE is
positively associated with PsyCap (Mishra,
Bhatnagar, Gupta, & Wadsworth, 2019).
PsyCap refers to "an individual's positive
psychological  state of  development,
"characterized by: "(1) having confidence
(efficacy) to take on and put in the necessary
effort to succeed at challenging tasks; (2)
making a positive attribution (optimism) about
succeeding now and in the future; (3)
persevering toward goals and, when
necessary, redirecting paths to goals (hope) in
order to succeed, and (4) when beset by
problems and adversity, sustaining and
bouncing back and even beyond (resilience) to
attain success" (Luthans et al., 2007, p. 3).
These findings can also be explained by
the W-HR Model (Ten Brummelhuis &
Bakker, 2012), which provides an informative
view of what occurs when the work and home
domains enrich each other. WFE reflects the
process whereby resources in one area
replenish or add to one's resource supply. The
W-HR Model also explains how conditional
factors, such as personal resources, may
influence  the occurrence of WFE.
Furthermore, the model examines how WFE
develops over time. The personal resources
developed in each domain subsequently
facilitate performance in the other area. For
example, emotional support from one spouse
(a contextual resource) may lead to a positive
mood and enhanced self-efficacy. Those
personal resources may, in turn, be used at
work, leading to a vigorous and resilient work
attitude or even enhance work performance
(Greenhaus & Powell, 2006). This process
view extends previous work-family research
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that employed concepts referencing the
relationship between work and family itself,
interference, and spillover (Demerouti et al.,
2017).

Previous research demonstrates that an
individual with high PsyCap faces the
demands that arise from the two domains of
work and family and will cognitively appraise
the task of combining work and non-work

domains roles as a challenge (van
Steenbergen, Ellemers, Haslam, & Urlings,
2008). The individual will then think

positively about the demanding situation by
positive revaluating. This individual will, in
turn, feel capable of drawing valuable work
and family resources and having mastery of
both work and non-work demands, and thus
perceives more WFE (Bell, Rajendran, &
Theiler, 2012).

The resource of PsyCap can help
employees preserve their perception of
enrichment between work and family, and
they are less vulnerable to future resource loss
due to demand. The essential resources
included in the W-HR Model help us
understand which individuals are more or less
prone to experience WFE. Individuals who
have an extensive poll of personal resources
(e.g., self-efficacy, optimism, or hope) are
prone to experience WFE because those
resources facilitate efficiently and optimize
the usage of other resources (e.g., tasks, job)
(Xanthopoulou, Bakker, Demerouti, &
Schaufeli, 2009).

Theoretically, an employee with higher
levels of PsyCap should feel more capable of
managing or coping with the conflict due to
higher perceived work and family
psychological resources. In turn, employees
who report high PsyCap should perceive more
work-family resources and be better prepared
to provide critical psychological resources:
confidence to effectively handle a family
emergency, optimism to view the situation as
a more temporary setback, hope to manage the
conflict in different ways to achieve resolution
eventually, and the resiliency to bounce back
and reduce negative work interference
(Morganson, Litano, & O'Neill, 2014).

Work-life enrichment has implications for
employee attitudes, behaviors, well-being, and
organizational effectiveness (Eby et al., 2005).
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The organizations introduce interventions to
help employees manage the competing
demands of work and family domains. Some
of these interventions are: redesigning jobs to
provide employees more autonomy and
variety, providing benefits and policies such
as work remotely, and developing a family-
friendly organizational culture (Baral &
Bhargava, 2011). More critical, PsyCap
interventions can be used to stimulate WFE. A
specific training model is a PsyCap
Intervention (PCI) developed by Luthans,
Avey, Avolio, Norman, and Combs (2006).
The training proposes to increase each
dimension comprising PsyCap. PCI can
develop resources by identifying a goal,

choosing  measurable success points,
approaching goal accomplishment, and
identifying sub-goals to stay motivated

(Luthans et al., 2006). By proactively
implementing PCI in the workplace,
employees will be better able to foster
enrichment and be resilient in the face of
conflict situations when they arise.

The recent meta-analytic review of the
antecedents of WFE has provided support for
the positive impact of PsyCap on the work-
family interface (Lapierre et al., 2018). For
example, findings show that individuals with
more available resources can better manage
and cope with various stressors and demands
(e.g., Crawford, LePine, & Rich, 2010).
Researchers have proposed the importance of
psychological resources in  managing
competing work and family role demands in
the existing  work-family literature
(Morganson et al., 2014). For example, related
research has linked core-self evaluations (a
meta-construct, including self-efficacy and
self-esteem) with heightened WFE (Baral et
al., 2011).

Taken together, previous studies and
resource theories, especially the Work-Home
Resources and the Spillover-Crossover
Models, lead us to formulate the following
hypotheses:

Intra-individual hypothesis 1: PsyCap at
Time 1 will be positively related to employees'
work-family enrichment at Time 2.

The above hypothesis is a typical sample
of the classical causality hypothesis, which
seems to be the consensus in the present
theorization of WFE. That is, personal
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resources cause positive WFE. Empirical
studies limiting the nature of cross-sectional
design, conduce to supply the process model
with a content model, decline dynamic loops
into a linear flow from resources to strains (Lu,
2011).

Similarly, Lu (2006) purports that
human energy consumption is inseparably
related to human energy production. Even
while people are spending energy, they are
also transforming more of it for later use. In
other words, managing multiple roles may
create energy and enhance the availability of
resources. This study proposes that in addition
to the path of resources leading to WFE, the
opposite paths may operate. That is, enrich
performance in one or two roles may generate
further resources to enable later positive
interactions between work and family
domains, thus completing a positive feedback
loop. This is the opposite of the "loss spiral"
observed in the negative work-family process
using a longitudinal research design
(Demerouti, Bakker, & Voydanoff, 2010).

Intra-individual hypothesis 2: WFE at
Time 1 will be positively related to the
employees' PsyCap at Time 2.

Crossover between partners

This study adopted the Spillover - Crossover
model (SCM) proposed by Bakker and
Demerouti (2013), which theorizes that
individuals experience job demands and
resources will first spill over to their family
domain cross over to their partners. The SCM
combines the spillover and crossover literature
and proposes that personal-related strain first
spills over to the work domain and then
crosses over to the partner through social
interaction (Bakker & Demerouti, 2013).

Using SCM (Bakker & Demerouti, 2013)
to differentiate the partner effects from the
individual level effects, the term crossover has
been introduced. The crossover process occurs
when a psychological strain experienced by
one person affects the stress of another person.
This process may be either direct or indirect
(Westman, 2001).

In the present study, we focus on WFE
regarding direct partner crossover effects from
a longitudinal perspective. The only
synthetically review of positive and negative
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crossover between partners (Steiner & Krings,
2017) vyielded 21 studies that examined
positive crossover, that is, the crossover of
resources or positive experiences the WFE.
Only a few studies applied a longitudinal
research design (Bakker et al., 2013; Hammer
et al., 2005; Rodriguez-Muiloz, Sanz-Vergel,
Demerouti, & Bakker, 2014; Sanz-Vergel &
Rodriguez-Muiloz, 2013; Yang, Zhang,
Kwan, & Chen, 2015). The results of the
studies mainly highlight indirect crossover
based on spillover processes and marital
interactions. More specifically, the results
show that incumbents' positive experiences at
work cross over to their spouses' well-being or
family functioning through experiences of
WFE (Steiner & Krings, 2017). The reviewed
studies provide strong evidence for positive
crossover in couples, with some longitudinal
studies showing positive crossover effect
seven for one year (e.g., Bakker et al., 2013;
Hammer et al., 2005). Only two studies found
no evidence for a positive crossover (Malach
Pines et al., 2011; van der Zee et al., 2005).
For example, van der Zee and colleagues
(2005) found that only incumbents' work-
family conflict but not enrichment crossed
over to influence the spouses' subjective well-
being. The specific sample might explain this
finding, that is, expatriate couples. Besides
WFE, an incumbent’s work-related resources
and positive experiences at work cross over
and positively influence their spouse's well-
being or family functioning.

The majority of findings on the effects of
personal resources on WFE refer to
intrapersonal  associations. Both  cross-
sectional and longitudinal results indicate that
self-efficacy is positively related to WFE, and
PsyCap predicts a positive interface between
work and family (Kwok, Cheng, & Wong,
2015; Mishra, Bhatnagar, & Gupta, 2013).
Also, as part of PsyCap, optimism is a
cognitive construct (expectations about the
future), which is also related to motivation
(Carver & Scheier, 2014). Optimists expect
positive and desirable events in the future,
whereas pessimists always have negative
thoughts and are confident that undesirable
events will occur (Luthans et al., 2007).
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Several studies have found that personality
characteristics are related to work-family
experiences (Ahmad & Ngah, 2011; Baral &
Bhargava, 2011). The results of a recent study
lead by Burhanudin, Tjahjono, and Hartono
(2020) show that optimism is positively
related to WFE.

Positive resources or experiences gained
from the workplace or family are likely to
accrue and create positive spirals of resources,
thus enabling individuals who have resources
to gain further resources (Mauno, Kinnunen,
& Ruokolainen, 2007). Like co-workers and
supervisors support generating resources in
the workplace, having an optimistic view, or a
high level of self-efficacy can enrich work
outcomes (ten Brummelhuis, van der Lippe, &
Kluwer, 2010). Gross, Richards, and John
(2006) found evidence for a relationship-
specific interpretation bias suggesting that
individuals with a high level of WFE tend to
evaluate their life and relationship more
positively. Interpersonal associations are
studied less often, and existing results have
been inconsistent. However, several studies
have reported significant positive
interpersonal  associations between an
individual's PsyCap and his or her intimate
partner's WFE (e.g., ten Brummelhuis et al.,
2010).

Thus, it remains unclear whether the
interplay between PsyCap and WFE is intra-
or interpersonal and whether the longitudinal
associations are unidirectional or reciprocal.
Therefore, we formulate the following
hypothesis:

Inter-individual  hypothesis 3: One
partner's PsyCap at Time 1 is positively
correlated to the other partner's WFE at
Time 2.

APIM and Common Fate Model

The present study includes two analytic
methods capable of handling interdependence
and continues to support Ledermann and
'Kenny's (2012) call for more dyadic research
to apply the common fate model (CFM) in
connection with the actor—partner
interdependence model (APIM). As the CFM
extracts the shared portion of a between-dyad
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variable, it can be wused to model an
environmental climate or atmosphere defined
by both members of the dyad's perceptions.
The 'APIM's assumption includes four
primary paths of interest: two actor paths and
two partners (Cook & Kenny, 2005), while
CFM allows for the measurement to occur at
the level of the dyad versus at the individual
level. The shared variable measures are
modeled as a latent variable with two
indicators, one from each dyad member.

This study included one common
fate variable consist of two manifest

variables as indicators: female
responses and male responses
regarding shared WFE and shared
PsyCap.

We expected that primarily, the individual
part of WFE and shared WFE would be
affected by PsyCap and shared PsyCap. In
turn, we assumed that shared PsyCap would
influence shared WFE.

Inter-individual hypothesis 4: Shared
PsyCap at Time 1 is positively associated with
shared WFE at Time 2.

Methods
Participants

For the longitudinal study, we used a sample
of 129 Romanian dual-earner couples. The
selection of the participants was conducted
voluntarily through a public research
announcement disseminated through social
media. After obtaining the informed consent
to initiate an investigation, a self-administered
questionnaire was filled out online of the
couple. The answers of the respondents were
anonymous and confidential. Participants
completed the survey in approximately 15
min. The total sample at T1 consisted of 281
adults (age: M = 35, SD = 1247, 51%
women). The time lag between the two
measurement occasions was 3months. For this
study, selected all heterosexual couples with
complete data for both partners. The final
study sample consisted of 129 cohabiting or
married couples (N = 258 individuals). The
following sample description refers to the final
sample. The participants ranged in age from
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18 to 60 years (M = 35.91, SD = 11.62). The
participants' average age is 36 years
(Mwomen= 35 years; Mmen = 37 years),
60.47% of the couples were married, and
54.26% had children. The children's average
age is 17 years, and most live with their
parents (63%). The purpose of this study is to
have only double-earner dyadic, so all the
participants are employees at different
companies, from public institution and non-
governmental organization as well, with 18.27
averages of work years, and 71.7% of them
working for five or more years.

There was a broad range of educational
attainment. Of all participants, 46% reported
having a BA degree, 9% had primary
education, and 45% completed a university
degree or higher.

Measures

Work-Family Enrichment was assessed with
the five items scale from the SWING
questionnaire (Geurts et al, 2005) with
answers rated on a scale from 0 (never) to 3
(always). Example items for WFE are "You
fulfill your domestic obligations better
because of the things you have learned on your
job?", "You are better able to keep
appointments at home because your job
requires this as well?" and "You manage your
time at home more efficiently as a result of the
way you do your job?". In the present study,
the Cronbach's alpha coefficients of WFE for
women were .78 and men were .75.

PsyCap was measured with the 24-item
Psychological Capital Questionnaire (Luthans
et al., 2007). The PsyCap Questionnaire has
previously been validated psychometrically in
Romania (Lupsa & Virgd, 2018). The
questionnaire consists of four subscales, each
with six items: self-efficacy ("I feel confident
in representing my work area in meetings with
the organization management"), hope
("Nowadays, I try to achieve my goals with
great energy"), resilience ("At work, if
necessary, I am able to stand "at my own
risk"), and optimism ("In my work, I always
look on the positive side of things"). The
questionnaire answer rated a scale from 1
(total disagree) to 6 (totally agree). Cronbach's
alpha values of the overall PsyCap scale for
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each member of the couple were adequate
(o0 =.92 for women and o = .94 for men).

Data Analysis

The panel data was analyzed based on the
structural ~ equation  modeling  (SEM)
framework (Team, 2015), using the lavaan
(Rosseel, 2012) packages in R (R Core Team,
2018). The model fit was assessed using 5000
bootstrap samples with 95% confidence
intervals (Taasoobshirazi & Wang, 2016).
Three absolute fits indices were used: Chi-
square statistic, root mean square error of
approximation (RMSEA), and standardized
root mean square residual (SRMR) and two
relative fit indices: comparative fit index (CFI)
and the Tucker-Lewis index (TLI). The
standards for the fit indices were the
following: RMSEA < .08; SRMR< .08; TLI
and CFI > .90 (Hu & Bentler, 1999).

Actor-Partner Interdependence
Model

To account for the non-independence of
dyadic data and to pursue our goal of
examining bidirectional intra- and
interpersonal associations between PsyCap
and WFE, we applied two types of dyadic
longitudinal cross-lagged models. The first
type of model refers to an Actor—Partner
Interdependence Model (APIM; Kenny,
2008), representing the most common model
for analyzing dyadic data. It included the
latent variable PsyCap and latent WFE for
women and men at both measurement
occasions.

Using APIM, intrapersonal stability
coefficients for PsyCap, WFE, and the
intrapersonal effects across constructs and the
interpersonal effects within the same and
across constructs could be analyzed for the
intimate partners. As it was of interest in the
current study, the model could be applied to
analyze both intra- and interpersonal effects of
PsyCap on the individual part of WFE and
vice versa (see Figure 1).
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Extended CFM

The Common Fate Model (CFM; Ledermann
& Kenny, 2012) is rarely used in the dyadic
data analysis literature. As a significant
distinction from the classic APIM, the CFM
explicitly enables variables to be modeled as
shared external/contextual factors or common
relational variables. Thus, these variables are
assumed to be based on both dyad members'
perceptions and, subsequently, affect both
dyad members (Ledermann & Kenny, 2012).
WFE represents a typical common relational
variable. Therefore, we implemented the CFM
in our second set of analyses in which we
applied it to model the WFC of both intimate
partners as work-family climate (see Figure 2).
Hence, the work-family climate was
conceptualized as the shared environmental
context of the two intimate partners involving
WFE aspects that were perceived and reported
by both members.

In contrast to individual WFE and PsyCap,
the latent shared WFE and shared PsyCap is
less biased by interpretation biases concerning
individuals' self-perceptions (Finn et al.,
2013). The model also enabled us to analyze
the effects of both women's and men's shared
PsyCap on work-family climate and vice
versa. As Kenny et al. (2008) recommended,
we will report the unstandardized regression
coefficients to ensure the coefficients'
comparability between the two dyad members,
thus across women and men.

Results
Preliminary Analysis

Table 1 presents the descriptive statistics, the
correlation matrix, and the reliabilities for all
the observed variables. All the Cronbach's
coefficients indicate acceptable reliability, and
all the correlations are statistically significant.
Results revealed that participants reported
high levels of PsyCap (means range from 4.39
- men to 4.46 - women) and high levels of
WFE (Means range from 6.29 - men to 7.33 -
women).
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Table 1. Mean standard deviation and Cronbach's coefficients.

Time 1 Time 2

M SD 1 2 3 4 5 6 7 8
Time 1
1. PsyCap? 446 .73 (.92)
2. WEFE? 6.46 325  28*%  (75)
3. PsyCapd 439 .78 27 20* (.94)
4. WFE & 629 3.62  .26%* A46%* 26%* (.78)
Time 2
5. PsyCap@ 445 .74 J710%** 21% 2% 17 (.92)
6. WFE ¢ 733 356  .26%* 39k 25%* 31 32%* (.75)
7. PsyCapd 439 .76 34%% 23% A4 25% 35%* 27%* (.94)
8. WFE & 7.07 4.09  37** 24%* 24%* 26%* 32 36%* 36%*%  (.78)

Notes: N =258, 129 dyads (129 male and 129 female). **p<0.01, *p<0.05. PyCap = Psychological Capital,
WEFE = work-family enrichment; = women;J = men.Cronbach’s o coefficients are displayed on the main diagonal.

Temporal stability

Before the model testing, the means, SD, and
bivariate  correlations (including auto-
correlations) were computed for WFE and
PsyCap (Table 1). As can be seen from the
tables, all variables had significant auto-
correlations of at least .26. The highest
average auto-correlation was for PsyCap of
female (.70), followed by PsyCap of male
(.44), WFE of female (.39), and finally, WFE
of male (.26). This means that WFE and
PsyCap for males and females are relatively
stable experiences.

Measurement and alternative
models

We conducted a confirmatory factor analysis
(CFA) before testing hypotheses 1, 2, and 3.
According to Demerouti et al. (2004)
procedure for analyzing cross-lagged data,
four competing models were fitted to each
set's data using a cross-lagged SEM. First of
all, a model with temporal stabilities and
without cross-lagged structural paths was
described. The temporal stabilities (stability
model) were drawing as correlations between

the two constructs for each possible pair of
measurement waves. This model estimates,
therefore, the total stability coefficient
between waves one and two. Second, this
stability model was compared with the
causality model. The causality model is
identical to the stability model but also
includes cross-lagged structural paths and
crossover relationships from T1 PsyCap to T2
WEFE, as well as T1 PsyCap to partner T2
WEFE. The reverse causality model is identical
to the stability model and includes cross-
lagged structural paths from T1 WFE to T2
PsyCap. Additionally, this model consists of a
crossover relationship from T1 WFE to
partner T2 PsyCap. The reciprocal model
includes reciprocal relationships between
PsyCap and WFE, including all paths of the
causality model and reversed causality model
and full crossover relationship between
partners.

The analysis suggested that the causality
model had an acceptable fit. The model fits the
APIM (y2=263.97, RMSEA = .07, CF1 = .98,
TLI = 91, SRMR = .05) were good,
comparisons with alternative models (e.g.,
stability model, reverse causality model and
reciprocal model), as Table 2 shows.
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Table 2. Alternative models

CFA x2 df RMSEA CFI TLI SRMR Ax2(Adf)
Reciprocal model 263.97 28 .07 .96 90 .07 0(0)
Revers causality model 263.97 28 .08 .96 .84 .06 0(0)
Causality model 263.97 28 .07 .98 91 .05 -
Stability model 263.97 28 .07 .92 .82 .07 0(0)
CFM 55.24 6 .07 97 93 .07 -

Notes: N =258, 129 dyads (129 male and 129 female). PsyCap = psychological capital, WFE = work-family
enrichment, CFA = confirmatory factor analyses, RMSEA = root mean square error of approximation, CF/ =
comparative fit index, 7L/ = Tucker Lewis index, SRMS = standardized root mean square residual, 2= Chi-square

in support for hypothesis 1. Moreover,
employee WFE at T1 was positively related to
her/his PsyCap at T2 (f = .12, p < 0.05 for
female and § = .13, p < 0.05 for male). This
data support hypothesis 2.

Statistical Analysis

Our data support intra-individual hypotheses 1
and 2. Employee PsyCap at T1 was positively
related to her or his WFE at T2 (f = .51, p <

0.01 for female and f=.74, p <0.01 for male),

TIME 1 TIME 2
Psychological .67 Psychological
Capital Capital
Female 11 Female

26
.10

WFE 31 WFE

Female > Female
16
Psychological 40 Psychological

Capital > Capital

Male 13 Male

14
WFE A5 WFE
Male > Male

Figure 1. Standardized coefficients of the APIM tested in the study
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APIM analyses

Regarding crossover effects, in support for
hypothesis 3, female PsyCap at T1 was
positively related to her spouse WFE at T2 (f
= 40, p < 0.01), and male PsyCap was
positively associated with his spouse WFE at
T2 ( = .72, p < 0.01). Consider the intra-
personal associations between personal
resources and WFE. We found a significant
positive association between PsyCap at T1 and
WFE at T2. Moreover, WFE at T1 and PsyCap
at T2 were significantly related. The analyses
on interpersonal associations between PsyCap
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and WFE reveal strong associations. Thus, the
partner's PsyCap at T1 was a predictor of the
spouse's T2 WFE, but WFE at T1 did not
predict the partner's PsyCap at T2 (Table 3,
Figure 1).

In sum, our analyses revealed that
individuals high on PsyCap at T1 reported
high WFE at T2. In contrast, individuals'
PsyCap at T1 appeared to be predictive of
higher WFE in the intimate partner at T2.
Furthermore, WFE at T1 can also be
predictive of higher PsyCap in the intimate
partner at T1 (Table 3, Figure 1).

Table 3. Associations between PsyCap, work-family enrichment, and work-family climate

Model Predictor Effect Correlation b SE 95% CI
APIM PsyCap Intrapersonal PsyCap® T1 ->WFE 11 0.41 [.17,.53]
QT2
PsyCap Intrapersonal PsyCap 3 T1 -> 13 0.44 [.18,.60]
WFE 3 T2
WFE Intrapersonal WFE @ Tl > .10 0.15 [.15,.23]
PsyCap @ T2
WFE Intrapersonal WEFE 3 T1 -> .14 0.17 [.17,.22]
PsyCap 3 T2
PsyCap Interpersonal PsyCap 3 T1 -> .16 0.37 [.37,.39]
WFE @ T2
PsyCap Interpersonal PsyCap @ T1 > .26 0.46 [.29, .78]
WFEGZ T2
CFM Shared PsyCap Shared PsyCap T1 - 24%* 0.91 [.18,.32]
>shared WFE T2

Notes: N =258, 129 dyads (129 male and 129 female). **p<0.01, *p<0.05. PyCap = Psychological Capital, WFE =
work-family enrichment; shared = shared WFE; $= women; 3 = men, T1 = first measurement occasion; T2 = second

measurement occasion (time interval: 3 months).

Extended Common Fate Model
analyses

For testing hypothesis 4, we constructed a
common fate structural equation model with
shared PsyCap predicting shared WFE (see
Figure 2). The findings of the CFM analyses
complemented and accentuated the results
reported from the preliminary analyses as
follows. This model fit the data well: }2 =
55.24, df = 6, root mean square error of
approximation (RMSEA) = .07; comparative
fit index (CFI) = .97; Tucker—Lewis Index

(TLI) = .93; and standardized root mean
square residual (SRMR) = .07.

Lastly, the results supported hypothesis 4.
More specified, shared PsyCap was positively
related to a shared dimension of 'partners'
WFE (5 = .24, p< 0.05)

Our analyses did provide evidence of a link
between shared PsyCap at T1 and shared WFE
at T2 (Table 3, Figure 2). In summary, WFE is
conceptualized as a dyadic shared WFE
variable positively related to both partners'
PsyCap partners in the couple.
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TIME 1 TIME 2
el » e
Psychological WFE
Capital Female
Female
Shared 24
Psychological Shared WFE
Capital >
Psychological WFE
Capital Male
Male
€2 > €4

Figure 2. Unstandardized coefficients from Common Fate Model

Discussion
The current study investigated the
bidirectional relation interplay between

PsyCap and WFE in intimate couples, with
WFE as one potential outcome at the intra-
individual and inter-individual context. In a
longitudinal dyadic dataset of heterosexual
couples from Romanian, the main findings
emerged.

First, in line with previous studies
(Demerouti et al., 2017), our analyses revealed
a positive intra-personal association between
PsyCap and WFE (e.g., an employee who
scored high on PsyCap at T1 reported high
WEFE at T2). Moreover, the analyses revealed
a bidirectional interplay, and a high employee
score on WFE at T1 reported a high score of
PsyCap at T2. Second, our results
demonstrated a positive inter-personal link
between PsyCap and WFE (e.g., employee
high PsyCap at T1 predicted her or his partner
higher WFE at T2). Focusing on the dyadic
level of shared WFE, shared PsyCap was

associated with shared WFE, suggesting that a
positive shared PsyCap at T1 was predictive of
higher shared WFE three months later.

Following W-HR Model (ten
Brummelhuis & Bakker, 2012), our findings
provide further evidence of a positive intra-
personal association between PsyCap and
WFE, suggesting that PsyCap is a
psychological resource in the relationship
context. Moreover, the inter-personal
association's presence contrasts with previous
studies (e.g., McNall, Nicklin, & Masuda,
2010).

Similarly, the empirical support for the
second hypothesis augment the proposition of

the W-HR Model (ten Brummelhuis &
Bakker, 2012) provides that positive answers
enhance the employees' personal resources.
Handling control over various work and home
requirements reduce the conflict between
work and family demands (Aamir et al., 2016).
It also generates positive emotions among
employees, which aids in developing personal
resources (Demerouti et al., 2017). WFE
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allows control over work and home pressures,
resulting in more positive experiences. These
experiences act as reservoirs for further
courses of action and keep employees positive,
optimistic, and hopeful, even in challenging
situations (Gupta & Shaheen, 2017). These
findings provide empirical evidence about
WFE as one of the essential purposes of
positivity  that develops and enriches
employees' personal psychological resources.
Owing to the positive work-related outcomes
of PsyCap, Avey (2014) explored the
antecedents of PsyCap and suggested that
analyzing the predictors of PsyCap will help in
designing strategies to develop the PsyCap
level of the employees. Exercise control keeps
employees hopeful, optimistic about their
success, and resilient to work challenges,
positively influencing the employees' PsyCap
level. The present study with dyadic data goes
one step further and suggests how the WFE
keeps employees engaged in their work and
enhances their psychological resources.

Most importantly, in agreement with SCM
(Bakker & Demerouti, 2013), the current
study's longitudinal design enabled control for
the stability of all constructs involved.
Whereas prior research was primarily
conducted on employees only, the current
sample consisted of couples from a more
comprehensive age range. Two aspects of the
core construct of PsyCap might provide some
explanation of how enrichment may occur. As
proposed by McNall et al. (2010), optimistic
individuals perceive their relationships as
more positive. Second, self-efficacy serves as
a personal resource that generates positive
outcomes (e.g., WFE), helping individuals
build and maintain harmonious relationships
in the workplace and family domain (Ho,
Chen, Cheung, Liu, & Worthington, 2013).
Thus, it might be the case that this positive
bias primarily affects the inner world of the
individual (self-perception of WFE) more than
the outer world of the individual (shared
WEFE), resulting in intrapersonal associations
only.

Theoretical and practical
implications

The results of this study have several
implications. Our findings confirmed that both

Alina Matei, Delia Virga

PsyCap and WFE play an essential role in
intimate relationships. Using longitudinal
dyadic cross-lagged models, we demonstrated
that the pattern of associations between
PsyCap with WFE is alike for the two
dimensions. Consistent with the W-HR Model
(ten Brummelhuis & Bakker, 2012), WFE was
an outcome of PsyCap at intra-individual and
inter-individual level, and also was a predictor
of PsyCap at the intra-individual level. The
findings emphasize that intimate relationships
represent an environment that contributes to
developing useful personal resources such as
PsyCap.

Despite the limitations above, this study
does have specific theoretical and practical
implications in Spillover-Crossover Model
(Bakker & Demerouti, 2013). From a
theoretical perspective, this study heeds
Beham (2008) calls, who advocates for a
closer examination of how one partner's
personal resources affect the other partner.
The results demonstrate an association
between the PsyCap of one partner and the
WEFE of the spouse in time. Thus, these results
close the existing gap in the interplay between
personal  resources and  work-family
enrichment.

Furthermore, the study emphasizes the
Common Fate Model's theoretical and
methodological relevance (CFM; Ledermann
& Kenny, 2012). The CFM offers a
supplementary perspective from which to
analyze environmental effects in dyadic
relationships. However, under the condition
that the intra- and inter-personal associations
are equal between the two dyad members,
thus, between women and men in our study,
the main results are expected to be similar
between the two model types. Consequently,
the primary analyses showed that shared WFE
modeled as a common factor provides
consistent and differential results concerning
associations with shared PsyCap in contrast
with the studies on individual WFE.

From a practical perspective, our results
provide HR specialists with a series of
instruments to help individuals with their
work. Specifically, investing in interventions
aimed at enhancing ones' psychological
capital is bound to have a positive impact on
their WFE, as well as that of their partners.
Several interventions model are presented by
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Lupsa and her colleagues (2020). In this meta-
analytical review, an example is PCI (PsyCap
Intervention; Luthans et al, 2014),
mindfulness, or interventions for self-
development had an impact on PsyCap
(Lupsa, Virga, Maricutoiu, & Rusu, 2020).
Furthermore, teaching employees how to
control their emotional responses can enhance
the benefits of a PsyCap intervention,
improving the occurrence of WFE. Denny and
Ochsner (2014) have already validated such an
intervention by teaching individuals to
reinterpret or distance themselves from the
negative stimuli over 12 days. Thus,
organizations should make strategic efforts to
develop people through organizational
interventions and consider their family
integral parts and facilitators of individual and
organizational performance.

Limitations

Despite its strengths, the current study has
several limitations. First, as the interplay
between personal resources and WFE was
studied at two measurement occasions
covering three months, it was impossible to
conclude long-term processes that may drive
such associations between the constructs.
Second, more measurement occasions across
more extended periods are needed. Third, the
WFE is a broad construct, and it contains
many more aspects beyond social inclusion.
Thus, future studies might be interesting to
look at associations between PsyCap and the
meta-perception of WFE (i.e., employee
perception of spouse WFE). This measure
would contain both a subjective perception
and a form of interpersonal perception of
WFE.

Conclusions

This longitudinal study aims to provide
evidence that the pattern of dyadic
longitudinal associations between PsyCap, as
a personal resource and WFE. This study adds
to the literature by simultaneously consider
both spillover and crossover effects over time
among dual-earner couples. Adopting two
types of dyadic longitudinal cross-lagged
models that we can control for the constructs'
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stability, we demonstrated that high PsyCap
predicted WFE within individuals and
between intimate partners.

Finally, the individually WFE of both
intimate partners promoted higher PsyCap of
the spouse across time. Moreover, we applied
the Common Fate Mode concerning shared
WFE and implemented it in the context of
shared personal resources to study the
interplay between shared PsyCap and shared
WFE. Our findings suggest that future
research should extend this study by applying
longitudinal dyadic designs that can consider
both individuals' roles and shared aspects of
WFE and individual and shared aspects of
PsyCap.
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Abstract

In response to calls to uncover the mechanisms whereby leadership influences subordinate outcomes, the present study
proposes and tests a path from leader-member exchange (LMX) to subordinate organizational citizenship behaviors
(OCBs) through work motivation as conceptualized by self-determination theory (SDT). We conducted a survey study
on a Romanian sample of 338 subordinates nested under 59 leaders from a large variety of organizational contexts. Our
findings at the within-group level offer limited support for the incremental validity of autonomous motivation and
amotivation, but suggest controlled motivation—and, through it, LMX—has a negative incremental contribution to both
OCB targeted at co-workers and OCB targeted at the organization. None of the paths was supported at group level.
Results thus suggest that leaders should be wary of the consequences of high LMX—despite its established overall
positive influence on OCB, LMX may also undermine OCB to the extent to which it enhances controlled motivation.
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leader-member exchange; LMX; work motivation; self-determination theory; organizational citizenship behavior

limited to the

Work motivation is, at least in theory, a key
explanation for the impact of leadership on
follower  performance, susceptible of
addressing decade-old calls to uncover the
underlying mechanisms of this impact (e.g.,
Yukl, 2010). However, the scarcity of
empirical tests limits our current knowledge of
the role of motivation in linking leadership to
subordinate performance-related outcomes.

This is especially true for leadership
perspectives such as leader-member exchange
(LMX).

Rooted in social exchange, LMX theory
states that supervisors establish relationships
of different qualities with each of their direct
reports (Graen & Uhl-Bien, 1995). Low-

quality relationships are
employment contract, whereas high-quality
relationships are characterized by the
exchange of a great variety of tangible and
non-tangible resources (Liden, Sparrowe, &
Wayne, 1997). Empirical research has
demonstrated that LMX 1is salient for a
plethora of important subordinate outcomes
such as task performance, citizenship
behaviors, job  satisfaction, turnover
intentions, organizational justice perceptions,
innovative behaviors, affective climate,
affective and normative organizational
commitment, satisfaction with supervision,
and even satisfaction with pay (Dulebohn,
Bommer, Liden, Brouer, & Ferris, 2012;
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Gerstner & Day, 1997). However, more
research is needed to ground and test the
underlying mechanisms linking LMX to many
of these consequences.

The present study focuses on explaining
the effect of LMX on organizational
citizenship behaviors (OCBs). A positive
association between LMX and OCBs is firmly
established (Carter, Armenakis, Feild, &
Mossholder, 2012; Dulebohn et al., 2012;
Ilies, Nahrgang, & Morgeson, 2007; Martin,
Guillaume, Thomas, Lee, & Epitropaki, 2016;
Wang, Law, Hackett, Wang, & Chen, 2005),
but relatively few studies have aimed to
elucidate how LMX actually stimulates
citizenship. For example, despite encouraging
results reported by Liden, Wayne, and
Sparrowe (2000), motivational mediating
mechanisms have been rarely studied ever
since (Martin et al., 2016).

Furthermore, though self-determination
sometimes was alluded to in the few LMX
studies addressing motivation (such as in the
Liden et al. [2000] paper), even fewer studies
appealed to the integrative self-determination
framework to explain the influence of LMX,
which may have yielded misleading results.
Martin et al. (2016) reported that empirical
research of the LMX-motivation relationship
employed heterogeneous operationalizations
of motivation, the majority of studies focusing
on intrinsic motivation. Due to conceptual
overlaps with other forms of motivation that
whose effects were not accounted for,
confounding variables are a major concern in
these studies. We argue that a comprehensive
view of both the LMX-OCB relationship and
the role of motivation in it warrants testing
other forms of motivation, such as controlled
motivation.

Our paper addresses the aforementioned
limitations by testing unique effects of self-
determination based types of motivation as
potential explanations of the LMX-OCB
association. Self-determination theory (SDT;
Deci & Ryan, 2000; Gagné & Deci, 2005)
depicts a simplex model in which motivation
internalization lies on a continuum from
amotivation (i.e., the complete lack of
motivation) to autonomous motivation (i.e.,
adopting goals as part of the person’s identity
or even finding intrinsic pleasure in pursuing
those goals) through the extrinsic controlled
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motivation (i.e., pursuing goals as a
consequence of an external pressure). SDT-
based concepts are becoming increasingly
popular as explanations of the influence of
leadership styles on subordinate outcomes
(e.g., Eyal & Roth, 2011; Kovjanic, Schuh,
Jonas, Van Quaquebeke, & Van Dick, 2012).
Other leadership perspectives, such as LMX,
may thus benefit from the integration with the
SDT framework. We contend that SDT would
allow a deeper understanding of the mediating
effects of motivation through the analysis of
unique contributions of the different SDT-
based internalization categories. Given
conceptual overlaps, unique effects are of
primary interest. For example, controlled and
autonomous motivation can both be opposed
to amotivation in that they indicate the
presence of determination. Yet, unlike
autonomous motivation, controlled motivation
has been often found to display negative
effects on subordinate outcomes (Gagné &
Deci, 2005). A closer look into the incremental
contributions of SDT concepts could further
suggest specific motivation-targeted
interventions for boosting citizenship.

Explaining the Impact of LMX on
Citizenship via Motivation

LMX as an Antecedent of Self-
Determination

By and large, motivation is expected to be one
of the key mechanisms linking leadership
behaviors and attitudes to subordinate
performance (Gottfredson & Aguinis, 2017;
Ng, 2017).

Intuitively, LMX should appeal to self-
determination by satisfying the three basic
psychological needs associated with the degree
of goal internalization: autonomy, competence,
and relatedness. First, LMX can easily be
qualified as an autonomy-supportive behaviour,
showing a notable conceptual overlap with
leader autonomy support as defined by Slemp,
Kern, Patrick, and Ryan (2018). Slemp et al.
describe leader autonomy support as leader
behaviors which encourage choice and agentic
behaviour on the part of subordinates—similar
to early conceptualizations of LMX as
negotiating latitude (Gerstner & Day, 1997;
Liden & Maslyn, 1998). Second, LMX is based
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on mutual professional respect and delegation
by the leader, increased responsibility, trust in
the subordinate, etc. (Graen & Uhl-Bien, 1995),
which can be expected to fulfil the subordinate’s
competence need. Finally, the relatedness need
should also be expected to be satisfied, as high
LMX encompasses affect and loyalty.

Hints that SDT-based concepts may be
placed on the path to influence of LMX have
also been provided by several empirical
studies. For example, the quality of an
employee’s relationship with his or her
supervisor, as well as the quality of the
relationships with subordinates, were shown
to enhance autonomous motivation and
feelings of self-efficacy (Trépanier, Fernet, &
Austin, 2012). Ng (2017) meta-analytically
confirmed paths from LMX to subordinate
performance-related outcomes via job self-
efficacy.

Besides nurturing autonomous motivation,
however, we argue that LMX could also be
expected to enhance controlled motivation.
LMX theory posits that provisions by one
party trigger a growing feeling of obligation to
reciprocate on the part of the recipient (Graen
& Uhl-Bien, 1995). This felt obligation may
act as an external social pressure. Similarly,
inasmuch supervisor provisions contingent
upon the subordinate’s contribution to the
exchange consist of tangible resources, they
may act as an external material pressure.

The Role of Internalization in
Explaining OCBs

We further argue that, in turn, a certain level
of motivation internalization may be useful—
and to a certain extent necessary—for a
subordinate to display OCBs. What we know
from LMX theory is that a good relationship
with the leader may stimulate quite a few
means of reciprocation on the part of the
subordinate, and OCB is only one of them. So,
what is the route from LMX to OCB? Based
on the scarce available studies, Martin et al.
(2016) meta-analytically derived a positive
indirect effect of LMX on citizenship
performance via motivation.

We specifically propose that the same SDT
concepts we assumed to be consequences of
LMX should be referred to in order to refine
the answer to this research question.
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As SDT theory builds on the axiomatic
premise that behavior needs to be energized by
motivation in order to be enacted (Deci &
Ryan, 2000; Gagné & Deci, 2005), we also
expect that any antecedent of OCBs (in our
case, LMX) is bound to affect motivation
beforehand. Extant empirical research also
furnishes premises in this respect. First, in
their meta-analysis, Van den Broeck, Ferris,
Chang and Rosen (2016) found basic need
satisfaction to enhance OCBs. Similarly,
intrapersonal  and  interpersonal  need
fulfilment, as correlates of job autonomy and
support, were also shown to be conducive of
citizenship behaviors (Ilies, Lanaj, Pluut, &
Goh, 2018). Second, levels of internalization
stipulated by SDT were found to correlate with
subordinate performance-related outcomes
(Gagné et al., 2015). Furthermore, SDT-based
motivation concepts have occasionally been
tested—and confirmed—as mediators for
LMX in influencing various subordinate
outcomes. For example, in one of the few
empirical studies that addressed this issue,
LMX was shown to partially influence
subordinate  subjective  vitality,  job
satisfaction, and affective organizational
commitment through autonomous motivation
(Graves & Luciano, 2013).

Results from the abovementioned studies
hint at a positive relationship with OCBs for
autonomous motivation. Furthermore,
autonomous motivation was directly shown to
display  strong  consistently  positive
relationships with outcomes such as work role
performance, job effort, and affective
commitment (Gagné et al., 2015). We thus
hypothesize:

Hypothesis 1. utonomous motivation
mediates the positive relationship between
LMX and subordinate (a) OCB targeted at
individuals and (b) OCB targeted at the
organization.

The sign of controlled motivation as a
predictor of OCBs is less obvious. Controlled
motivation was found to be detrimental to
citizenship behaviors (e.g., Wright, George,
Farnsworth, & McMahan, 1993), possibly
through its theorized undermining effect on
intrinsic motivation (Gagné & Deci, 2005).
Nevertheless, Gagné and Deci (2005)
acknowledged that controlled motivation may
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also enhance OCB, possibly as an impression
management tactic. In a later study, Gagné et
al. (2015) unexpectedly found a strong
positive effect of controlled motivation on job
(extra) effort. Yet, we argue that controlled
motivation may covary with autonomous
motivation as they are both indicators of the
presence of motivation in the first place. As
such, especially for behaviors that exceed the
employment contract, any positive influence
of controlled motivation may in fact be due to
the variance shared with autonomous forms of
motivation. This would mean that controlling
for autonomous motivation is required when
testing the impact of controlled motivation on
subordinate OCBs. Accordingly, we propose:

Hypothesis 2. When controlling for the
other two SDT-based types of motivation
(autonomous motivation and amotivation),
LMX has a negative indirect effect on
subordinate (a) OCB targeted at individuals
and (b) OCB targeted at the organization
through controlled motivation.

As for amotivation, the scarce empirical
findings suggest its impact on performance-
related and attitudinal outcomes is
consistently negative (Gagné et al., 2015). We
therefore posit:

Hypothesis 3. Amotivation mediates the
positive relationships between LMX and
subordinate (a) OCB targeted at individuals
and (b) OCB targeted at the organization.

Please note that full support for these
hypotheses would mean significant effects
both at the within-group and between-group
levels.

Method

Participants and Procedure

Nineteen  trained undergraduates who
volunteered to take part in our study were
asked to recruit working people having at least
two direct reports in their supervision. The
contacted supervisors were asked to invite all
their direct reports in the study, and were
assured that participation was voluntary and
anonymous for them and their reports, and
feedback on individual results was available
upon request. Undergraduates then disbursed
sealed envelopes containing paper-pencil
surveys and collected the surveys once
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completed. In order to ensure anonymity, each
participant was assigned an alphanumeric
code, imprinted on the participant’s envelope,
which allowed matching supervisor and
subordinate surveys.

Sixty-five supervisors and 497 of their
subordinates initially agreed to participate.
Fifty-nine of the supervisors (response rate of
90.77%) and 352 of their subordinates
(70.83% response rate) returned completed
surveys. There were no cases of subordinate
surveys without matched supervisor data.
Removing surveys with missing data or
control variables yielded a final sample of 59
managers and 338 of their direct reports. The
sample comprised participants from various
organizational contexts, including educational
and health, information technology, retail,
agriculture, energy, etc. Of the organizations,
22.03% were public and 77.97% were private.
The number of direct subordinates per
supervisor was on average 5.73 (ranging from
2 to 13), for an average within-group response
rate of 63.63%.

The subordinates included in the final
sample were 59.76% female, with an average
age of 36.61 (SD = 9.60), an average job
tenure of 8.34 years, an average organization
tenure of 7.95 years, and an average dyad
tenure with their respective supervisors of
4.31 years. In terms of education, the majority
(76.27%) of them held a bachelor’s or a
master’s degree, while 8.47% were college
graduates, 5.08% held a high school diploma,
another 5.08% had completed post-secondary
education, and only 3.39% held a doctoral
degree.

Measures

All the instruments were translated into
Romanian following a guided forward
translation procedure (Iliescu, 2017).

The subordinate survey included the
following assessments:

LMX. We used the LMX-MDM scale
(Liden & Maslyn, 1998), assessing each
dimension of the four-dimensional model
(affect, loyalty, contribution, and professional
respect) by three items. Sample items include
“My supervisor is the kind of person one
would like to have as a friend,” and “I do work
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for my supervisor that goes beyond what is
specified in my job description.” Responses
were collected on a five-point Likert scale (1
= strongly disagree, 5 = strongly agree).

Work  motivation. We  measured
motivation using the 19-item Multidimensional
Work Motivation Scale (MWMS; Gagné et al.,
2015), which includes subscales for six SDT-
based motivation types: amotivation, three
types of controlled motivation (extrinsic
regulation—social, extrinsic  regulation—
material, and introjected regulation), and two
types of autonomous motivation (identified
regulation and intrinsic motivation). Scale
instructions ask respondents to rate the extent to
which each item represents a reason why they
put or would put efforts into their current jobs
on a 5-point Likert scale. Sample items include,
“I don’t know why I’'m doing this job, it’s
pointless work” (amotivation), “To avoid being
criticized by others (e.g., supervisor,
colleagues, family, clients...)” (extrinsic
regulation—social), “Because others will
reward me financially only if I put enough
effort in my job (e.g., employer, supervisor ...)”
(extrinsic regulation—material), “Because I
have to prove to myself that I can” (introjected
regulation), “Because I personally consider it
important to put efforts in this job” (identified
regulation), and “Because what I do in my work
is exciting” (intrinsic motivation).

For the leader-rated variables in this study,
we used the following measures:

Subordinate OCBs. This variable was
measured using the two seven-item subscales
of Williams and Anderson’s (1991) job
performance scale that measure organizational
citizenship behavior targeting individuals
(OCBI) and targeting the organization
(OCBO), respectively. Sample items include,
“Helps others who have heavy workloads”
(OCBI), and “Gives advance notice when
unable to come to work” (OCBO). Responses
were collected on a 5-point Likert scale.

Control variables. We initially included
control variables whose relevance to LMX has
been confirmed (Bernerth & Aguinis, 2016):
subordinate and leader sex and age,
subordinate and leader job tenure, dyad tenure,
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leader-member gender difference, and group
size, as some authors suggested it may be
deleterious to individual LMX and increase
LMX differentiation (Henderson, Liden,
Glibkowski, & Chaudhry, 2009). Controls
displaying non-significant correlations with
the outcomes in the model were excluded.

Analytical Strategy

We preliminarily checked whether or not our
data warrants multilevel modelling by
calculating intraclass correlation coefficients
(ICCs; Bliese, 2000). We found ICC(1) values
to range from .35 for OCBO to .65 for LMX,
indicating high group-level variability for our
variables and the suitability of hierarchical
linear modeling.

For our analyses, we used multilevel
structural equation modeling (MSEM; Muthén
& Asparouhov, 2008; Preacher, Zhang, &
Zyphur, 2011) with Bayesian estimation in
Mplus 7 (Muthén & Muthén, 1998-2012).
Simulation studies suggest that Bayesian
estimation can be more reliable than
maximum likelihood in estimating mediation
(Muthén, 2010).

Results

Descriptive statistics, internal consistency
reliabilities, and correlations among study
variables are presented in Table 1.

To test the hypothesized model, all three
categories of motivation (autonomous
motivation, controlled motivation, and
amotivation) were entered simultaneously as
mediators for the LMX-OCBI and LMX-
OCBO associations. Controls variables
relevant for the mediators and for the
outcomes were introduced in the mediation
model as exogenous covariates. The one-tailed
p values represent the relative frequency in the
posterior distribution of effects of the effects
of opposite sign (Muthén, 2010). Credibility
intervals (Cls) are constructed around each
estimate using Markov chain Monte Carlo
algorithms for parameter posterior distribution
approximation. Effects are considered
significant if the CI does not include zero.



98 Anata-Flavia lonescu, Dragos lliescu

Table 1. Means, Standard Deviations, and Correlations among Variables

Variable M SD 1 2 3 4 5 9 10 11 12 13

Individual-level variables

1. Subordinate gender .60 49
2. Subordinate age 36.61 9.60 .00

3. Subordinate job tenure 7.95 7.64 .06 T4k

4. Dyad tenure 431 421 -08  42¥¥x  SEkk

5. LMX 361 .68 24%%% 08 14* .05 (.90)

9. OCBI 344 78 .10 .04 .09 -01  34%% ((79)

1. OCBO 399 .70 25%%*% 09 .10 .02 20%¥* 53%xx (77)

11. Autonomous 357 .93 20%** 07 A1F 206 .60%** 39%%x 34%%% (9()

motivation

12. Controlled motivation 3.11 .68 .01 -03 .03 .00 .04 .00 - 14%  25%kk (75)

13. Amotivation 173 .82 SQJEEE_ITHE L DOFFK_N3F _ASFEER_09 - 3FF¥E_3O¥EX 12%  (T7)
Group-level variables

1. Leader gender .61 49

2. Leader age 4331 8.06 .1

3. Leader job tenure 834  6.67 -19  A¥H*

4. Group size 11.81 934  -11  34%%  34%*

Note: For individual level variables, N = 338. For group level variables, N =59. LMX = leader-member exchange;
OCBI = organizational citizenship behavior targeted at individuals; OCBO = organizational citizenship behavior
targeted at the organization.

*p <.05,** p < .01, *** p <.001. Cronbach’s alphas are reported on the diagonal

27% .06, 47]

Autonomous 12 [-.04, .24]

motivation

Controlled
motivation

17% .03, 34]

-66* [-.84, -.50]

Amotivation 0013, .13]

23% .06, 46]

Figure 1. Results for the hypothesized mediation model.

Note: only within-group coefficients are represented. Credibility intervals are reported in brackets. Asterisks mark
coefficients significant at p > .05

Figure 1 summarizes within-level results
for the mediation models we tested from LMX

Hypothesis 1, which posited that the
effects of LMX on OCBs are mediated by

to subordinate OCBs via subordinate work
motivation. As shown in the figure, the direct
effects of LMX on both forms of OCB
remained significant in the presence of the
mediators, indicating at most partial
mediation.

autonomous motivation, was not supported.
LMX had a significant positive effect on
autonomous motivation, but, in turn, in the
presence of the other types of motivation
(controlled motivation and amotivation),
autonomous motivation displayed a non-
significant effect on both types of OCB.
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Hypothesis 2a, positing an indirect effect
of LMX on OCBI through controlled
motivation, was also not supported. Within
groups, both the paths from the independent
variable to the mediator and from the mediator
to the outcome were significant (for the
relationship between LMX and controlled
motivation, y = .17, p < .05, 95% CI = [.03,
.34], and for the path from controlled
motivation to OCBI, y=-.16, p < .05, 95% CI
= [-.30, -.00]), and the probability of an
indirect effect of opposite sign (as indicated by
the p-value) was only 2.9% (thus smaller than
5%). Still, the 95% CI = [-.06, .00] for the
indirect effect included zero, so mediation was
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rejected. Offering partial support for
Hypothesis 2b, however, our results

confirmed a significant negative indirect
effect of LMX on OCBO via controlled
motivation at within-group level (-.02, p <.05,
95% CI = [-.06, -.00]) after accounting for the
contributions of autonomous motivation and
amotivation.

For reasons similar to the case of
Hypothesis 1 (non-significant path from
mediator to outcomes), our results also failed
to support Hypothesis 3, with the indirect
effect of LMX on both OCBs via amotivation
being non-significant. Indirect effects and their
ClIs for both levels are presented in Table 2.

Table 2. Motivation as a Mediator for the Effects of LMX on OCBs

Within level Between level
Dependent Variable: Direct effect Indirect effect Direct effect Indirect effect
Mediator
OCBI: .27 [.06, .47], .006 .05 [-1.67, 4.47], 430

Autonomous motivation .07 [-.02, .15], .092
-.02 [-.06, .00], .029

-.04[-.13, .05],.199

.05 [-.10, .32], 225
-.00 [-4.52, 1.60], 455
04 [-11, 27], 255
-.06 [-1.75, 2.99], 408
.03 [-.08, .25], 263

Controlled motivation
Amotivation

OCBO:
Autonomous motivation

23 [.06, 46], .004
.07 [-.00, .16], .026
-.02 [-.06, -.00], .013 .00 [-3.04, 1.70], .497
-.00 [-.09, .10], 218 -.09 [-.34, .05], .096

Controlled motivation

Amotivation

Notes. N =338 at the within level and 59 at the between level. Values are reported as unstandardized estimate [95% CI],

one-tailed p-value.

Discussion

Our study tested SDT categories of motivation
as mediators for the effect of LMX on
subordinate OCBs. Partial mediation occurred
for the association between LMX and OCBO,
via controlled motivation. Neither
autonomous motivation nor amotivation were
found to mediate the effect of LMX on any of
the two investigated types of OCB. Per contra,
it was the two forms of motivation that lost
their significance in the presence of LMX,
while LMX preserved its significant positive
direct effect in the presence of all motivation
types, leaving room for the exploration of
additional mediation mechanisms. While none
of the categories of motivation incrementally
contributed to OCBI, autonomous motivation
and amotivation annihilated each other’s

effects in predicting OCBO. These effects held
only at the within level.

The significant direct effects of LMX
corroborate findings such as Gottfredson and
Aguinis’s (2017), suggesting that LMX affects
performance-related above and beyond
concurrent explanatory mechanisms. On the
other hand, our results support the negative
effect of controlled motivation on OCB,
replicating the results reported in Wright et al.
(1993), and challenging the more recent
findings by Gagne et al. (2015).

Moreover, the negative indirect effects of
LMX on OCBO through controlled
motivation highlight the possibility for an
antecedent with an established total effect of a
certain directionality to act differently via
different underlying mechanism. In our case,
as more types of motivation may constitute
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concurrent explanations for the influence of
LMX on citizenship, some of which may have
opposite effects, this implies that more
research is needed to elucidate the conditions
under which one mechanism may be triggered
to a larger extent than the others—and
possibly to the detriment of the others.

Theoretical Implications

We distinguish three major theoretical
contributions of the present study. First,
relevant to the literature investigating the role
of motivation in stimulating citizenship, our
results suggest that the distinctive component
of controlled motivation, the variance shared
with neither autonomous motivation nor
amotivation, i.e., the perceived external
pressure to pursue work goals, was the only
one displaying incremental validity in
predicting OCBs, above and beyond the other
two types of motivation that practically
annulled each other. A closer look at the
unique contributions of the three types of
motivation may also lead to a slight
reinterpretation of the role of amotivation, at
least for OCB as an outcome. In light of our
findings, because autonomous motivation and
amotivation cancel out, amotivation seems to
have an effect opposite to the one of
autonomous motivation, rather than express
the lack of controlled motivation or of
motivation in general.

The second important contribution we
identify concerns the sign of the confirmed
indirect effect. This case illustrated a pattern
that may potentially be discovered in other
mediation models—in which an overall
positive relationship may hide negative
indirect effects or vice-versa. While the
overall association between LMX and OCBs
remained positive, controlled motivation
displayed a significant negative contribution
to the relationship.

Last but not least, our results challenge
findings regarding the level of analysis at
which LMX operates. For example, Markham,
Yammarino, Murry, and Palanski (2010)
reported dyad-level effects of LMX on
subordinate performance-related outcomes (or
between dyads, i.e., significant effects both
within and between groups). Effect sizes in the
Markham et al. (2010) study were even greater
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at group level. Yet, our results failed to find
any significant between-group effect, instead
supporting the dyads-within-groups level
stipulated by earlier theorizing (Graen & Uhl-
Bien, 1995).

Practical Implications

Supervisors should keep in mind that at least
part of their influence on subordinate
citizenship behaviors and is due to work
motivation. LMX related positively to both
autonomous and controlled motivation. Thus,
while it could be expected to be beneficial to
many  subordinate  outcomes  through
autonomous motivation, a high quality
exchange relationship with the leader may also
have a negative impact on, e.g., subordinates’
interest in the welfare of the organization to
the extent to which it enhances controlled
motivation. More specifically, leaders should
be wary of controlled motivation which does
not overlap with either autonomous
motivation or the lack of amotivation, that is,
of the external pressure component of
controlled motivation. For a leader who seeks
to enhance organization-targeted citizenship
among his or her direct reports, constantly
performing regulatory actions (supervise,
direct, correct, etc.) may be deleterious to the
desired outcome.

Limitations and Directions for
Further Research

The present study has a number of limitations.
First, the cross-sectional design used in our
study does not allow causal inferences.
Second, the level 2 sample size (number of
clusters) may not have been large enough to
detect weak inter-group effects. Third, our
results on a Romanian sample may not be
highly generalizable to other cultures. Last but
not least, employing only the subordinate
perspective of LMX may have offered an
incomplete picture of the relationship quality.

We strongly recommend that further
research consider longitudinal, or at least
cross-lagged designs separating measurement
of LMX, motivation variables, and citizenship
behaviors in time. Besides allowing causal
inferences, such designs are susceptible of
revealing different short-term and long-term
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effects of LMX and motivation on citizenship.
For example, it is conceivable that controlled
motivation may become more and more
internalized and generate positive effects after
a generous time lag. Additionally, assessment
of LMX should ideally involve collecting both
perspectives—the leader’s and the members’.
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Abstract

Drawing on the bandwidth-fidelity principle (Cronbach & Glaser, 1957), this paper challenges the use of broad Implicit
Leadership Theories (ILTs) domains in predicting organizational outcomes (i.e., prototypic ILTs and anti-prototypic
ILTs) and provides preliminary arguments for examining ILTs narrow traits (e.g., sensitivity, intelligence) effects on
LMX and consequently on work engagement. Specifically, using polynomial regression and response surface
methodology, I examined the effects of followers’ ideal-actual ILTs congruence on LMX. Additionally, using the block
variable approach, I tested the mediation effects of LMX on the relationship between ideal-actual ILTs congruence and
work engagement, on a sample of 68 employees. The results showed that followers’ fulfilled expectations about
sensitivity and tyranny had linear effects on LMX, indicating the generalized benefits for leaders to be high on sensitivity
and low on tyranny to enhance followers’ LMX. Intelligence, dedication, dynamism, and masculinity had non-linear
effects, revealing that fulfilling followers’ expectations are the best option for leaders to develop high-quality
relationships with their followers. The mediation hypothesis received partly support, suggesting that additional

mechanisms can explain the relationship between followers’ ideal-actual ILTs congruence and work engagement.

Keywords

Implicit Leadership Theories; narrow traits; polynomial regression; bandwidth

The human mind is hardwired to make sense
of the world. To cope with the complexities of
our lives, we rely on simplifying cognitive
mechanisms, such as conceptual categories or
mental models to map and navigate the world
(Fiske & Taylor, 1991). Implicit Leadership
Theories (ILTs) are an example of such mental
models that incorporate desired attributes of
leaders in professional settings (Eden &
Leviatan, 1975; Lord, Foti, & de Vader, 1984;
Lord & Mabher, 1991). Their practical utility
stems from their role during leader-follower
interactions when they are used by their
holders as benchmarks to predict and interpret
leaders’ behaviors and attitudes and to respond
in an adaptive manner (Lord & Mabher, 1991).

ILTs have been proven to have considerable
significance in  predicting employees’
organizational attitudes and their performance
(e.g., Ayman & Chemers, 1983; Biermeier-
Hanson & Coyle, 2019; Epitropaki & Martin,
2005; Junker, Schyns, van Dick, & Scheurer,
2011; Khorakian & Sharifirad, 2018; Riggs &
Porter, 2016). Building upon initial theoretical
assumptions, most of the research conducted
on ILTs has focused on how ILTs impact
various organizational outcomes through the
relationship between leaders and followers
(leader-member exchange, LMX; Junker &
van Dick, 2014). Specifically, when leaders
live up to their followers’ expectations, there
is a high likelihood for followers to have
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positive affective reactions towards their
leaders and to develop high-quality
relationships with them, whereas when leaders
fall short of their followers’ expectations,
followers tend to develop negative affective
responses and low-quality relationship with
their leaders (Lord & Maher, 1991).
Consequently, followers behave in a manner
aligned with their feelings and the perceived
quality of the dyadic relationship which
eventually will lead to different outcomes,
such as counterproductive work behaviors
(CWB) in case of low LMX (Biermeier-
Hanson & Coyle, 2019) or organizational
commitment in case of high LMX (Epitropaki
& Martin, 2005).

Many authors have tried to determine the
content of ILTs. The best empirically tested
and most extensively used factor structure is
the one developed by Offerman, Kennedy, and
Wirtz (1994) and revised by Epitropaki and
Martin (2004). It consists of 21 attributes of
leaders, grouped into 4 prototypic or positive
factors (Sensitivity, Intelligence, Dedication,
and Dynamism) and 2 anti-prototypic or
negative factors (Tyranny and Masculinity).
Lately, a growing body of research has tested
the impact of the congruence between
followers’ preferences regarding ILTs traits of
ideal leaders and the recognition of those ILTs
traits in their actual leaders on various
outcomes, such as perceived leadership, work
attitudes, turnover intentions, performance or
development (e.g., Rahn, Jawabhar,
Scrimpshire, & Stone, 2016; Riggs & Porter,
2017; Rupprecht, Kueny, Shoss, & Metzger,
2016; Wang & Peng, 2016). With the
exception of the study conducted by
Rupprecht and her colleagues (2016), which
focused on the impact of a single ILTs trait,
namely Sensitivity, on CWB, all the other
empirical studies tested the impact of the
broad dimensions of ILTs traits, either
prototypical ~or  anti-prototypical, on
organizational outcomes. The two broad ILTs
dimensions comprise subsets of related (i.e.,
highly correlated), yet distinct traits. While
their combined effects have proven to have
predictive utility, their criterion validity can be
maximized when they work separately. Some
positive ILTs traits, like Sensitivity, might be
more important for affective loaded outcomes,
such as job attitudes, whereas others, such as
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Intelligence, might be more important for
performance outcomes. The concept of
bandwidth fidelity (Cronbach & Gleser, 1957;
Salgado, 2017) indicates that there should be
compatibility between the nature and breadth
of the predictor and those of the outcome
variable. In the domain of personality
literature, using narrow personality measures
(i.e., facets) instead of broad dimensions, not
only that narrow criteria could be better
predicted, but narrow personality measures
explained supplementary variance of broad
outcomes over broad dimensions (Ashton,
1998; Jenkins & Griffith, 2004; Tett &
Burnett, 2003). Despite the theoretical
provision of the bandwidth fidelity
framework, no research has empirically tested
it for narrow ILTs traits. Given the
heterogeneous content of ILTs, it might have
practical relevance to explore their effects
individually, not on a global level. Therefore,
the main purpose of this study was to address
this gap and explore whether the congruence
between employees’ narrow ILTs traits and
recognition of those traits in their actual
leaders had different associations with LMX,
which in turn, had different implications for
engagement.

This study contributes to the social-
cognitive perspective of leadership literature
by examining how congruence between each
ILTs trait and recognition of that trait in
leaders impact LMX and engagement in a
nuanced manner, by using polynomial
regression analysis and graphing the three-
dimensional response surface generated for
the combination of two predictor variables,
namely ideal ILTs trait and recognition of that
trait in leaders, and follower-rated LMX.
Additionally, this study challenges the
conventional expectations that all positive
ILTs traits always have a positive impact on
LMX, by showing that even inherently good
attributes might have negative consequences
on LMX when they are above holders’
preference. Furthermore, except for the study
conducted by Epitropaki and Martin (2005),
no empirical research has addressed the
relationship between anti-prototypical ILTs
traits and LMX or other outcome variables.
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Theoretical background and
hypotheses

Implicit Leadership Theories: a
brief overview

ILTs are focal concepts of the leadership
categorization theory (Eden & Leviatan, 1975;
Lord, Foti, & de Vader, 1984). The central
assumption of this theory is that people form
and hold in their long-term memory mental
models of leaders which they wuse as
benchmarks  to automatically  judge
organizational actors and make spontaneous
decisions if they are (ideal) leaders or not.
ILTs are structured in memory from early
childhood, during socialization with authority
figures, such as parents and teachers (Keller,
1999; Keller, 2003) and restructured
continuously in an adaptive manner to
integrate new experiences with leaders
(Shondrick & Lord, 2010). According to Lord
and Maher (1991), ILTs are encoded in a
hierarchical structure that includes attributes
for various types of leaders in different
contexts. As such, ILTs contain three different
levels of abstraction: a superordinate level,
where the most abstract attributions that
differentiate leaders from non-leaders are held
(e.g., domineering versus compliant), a basic
level, where representations  contain
information about leaders in specific contexts
(e.g., business leaders versus political leaders)
and a subordinate level, where more
situational and exclusive attributes about
leaders are encoded (e.g., top-level versus
middle-level business leaders). During
interactions with others in professional
settings, people wuse their hierarchically
structured ILTs attributes to compare the
target person with a category of leaders. Once
the match is produced, ILTs holder labels the
other person according to the category and
assigns him or her all the other attributes of
that specific category, irrespective if they are
characteristics or not of the target person.
Despite the ILTs structure developed by
Offerman, Kennedy, and Wirtz (1994) and
revised by Epitropaki and Martin (2004) was
the most frequently used in business settings,
according to the systematic review conducted
by Junker and van Dick (2014), researchers
have conceptualized it differently, either as a
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set of attributes of ideal leaders (i.e.,
exceptionally positive leaders) or as a set of
attributes of prototypic leaders (i.e., average
leaders). The study conducted by Van
Quaquebeke, Graf and Eckloff (2014) showed
that the two conceptualizations had
considerable overlap, but only the ideal one
was predictive for affective commitment
towards the leader, respect for the leader,
satisfaction with leadership, LMX and
intention to leave. Therefore, for the purpose
of this study, the ideal conceptualization of
ILTs was used.

Even though prior studies have
investigated ideal-actual ILTs congruence at a
higher level of aggregation, by linking the
cumulative effect of either positive ILTs
congruence or negative ILTs congruence on
LMX, of practical relevance is the congruence
at the level of narrow ILTs traits. One thing
supporting this view is the fact that people
endorse different ILTs traits in specific
contexts. For example, in educational settings,
leaders’ capacities to build positive
relationships with the students and teachers
and their ability to develop an effective
curriculum are key drivers to academic
achievement (Hallinger, 2001; Robinson,
Lloyd, & Rowe, 2008). These two aspects can
translate into sensitivity and intelligence, two
positive traits that add to the positive ILTs
aggregate score. On the other hand, sensitivity
can fall behind in other types of settings, such
as the military one, where dominance takes
precedence (Rueb, Erskine, & Foti, 2008).
Thus, investigating the consequences of each
ILTs trait may be more informative both from
a theoretical and practical point of view.

Ideal-actual ILTs congruence

When ILTs were used in applied settings to
determine  their impact on  various
organizational outcomes, researchers
measured them either directly, by asking
participants about the degree to which their
leaders possess specific ILTs traits (e.g.,
Khorakian & Sharifirad, 2019) or indirectly,
by measuring two sets of ILTs traits, one
representing participants’ expectations from
ideal leaders and a parallel one, assessing
recognition of those ILTs traits in their actual
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leaders (e.g., Biermeier-Hanson & Coyle,
2019). In the second case, researchers
computed a congruence score, underpinning
the ideal-actual match, which they used to
predict various outcomes. In most of the
studies, congruence scores were computed as
difference scores, either absolute or squared
difference, but Edwards (2002) encouraged
the use of polynomial regression instead. The
most important advantage of the polynomial
regression is its potential to extract more
practical information, such as the differential
impact of the direction of the congruence (i.e.,
ideal > actual or ideal > actual) or of the degree
of congruence (i.e., congruence at high levels
or congruence at low levels). Based on
Edwards’ recommendations and given that
recent studies have started to utilize
polynomial regression, for this study, I
measured two sets of scores (i.e., preferences
for ideal leaders’ ILTs and recognition of
those ILTs in actual leaders) and use them to
deploy regression analysis with response
surface.

Ildeal-actual ILTs congruence and
LMX

LMX represents another significant leadership
framework that emphasizes the dyadic
relationship between leaders and followers
(Gerstner & Day, 1997; Graen & Uhl-Bien,
1995). Drawing on the principles of social
exchange theory (Blau, 1964), the core
assumption of LMX stipulates that leaders and
followers alike develop mutual relationships
that differ in quality, depending on the
bidirectional exchanges between partners.
High-quality relationships are characterized by
mutual trust, respect, and exchanges that go
beyond regular job requirements, whereas low-
quality relationships are based on reciprocal
exchanges that are limited to formal job
requirements (Graen & Uhl-Bien, 1995).
Previous studies have proven the impact of
ideal-actual ILTs congruence on LMX (e.g.,
Epitropaki & Martin 2005; Rupprecht, Kueny,
& Shoss, 2016). As mentioned previously, ILTs
have an important role in guiding employees’
perceptions and making attributions about their
leaders, both perceptions and attribution
modulating the dynamic of the leader-follower
relationship.  When  followers’  positive
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perceptions of actual leaders’ behaviors match
their expectations, an automatic recognition
process is generated (Lord & Maher, 1991).
This process predisposes followers to make
positive initial impressions about their leaders,
which, in turn, color subsequent perceptions,
following a perception-behavior sequence:
initial positive judgments bias followers to
behave in a desirable way during interactions
with leaders. These behaviors attract positive
reactions from leaders, which sequentially
reinforce the initial positive perceptions. Thus,
leaders are perceived to be trustful and
relationships are perceived as highly
qualitative. Moreover, followers’ desirable
behaviors and attitudes stimulate equivalent
behaviors and attitudes from leaders, such as
providing additional attention, support, and
resources. It is a mutual influence process that
feeds back to the followers’ perception of a
high-quality LMX with leaders (Lord & Maher,
1991). Edward and Cable (2009) tested a
conceptual  theoretical model with 4
explanatory mechanisms that linked value
congruence (i.e., employees’ perceptions that
the organization shares their values) to
organizational outcomes. The mechanisms
were: enhanced communication, predictability,
interpersonal attraction, and trust. The same
underlying mechanisms can explain the link
between ILTs congruence and LMX, given that
both the leader and the organization are
contextual elements and operate in a similar
fashion in the relationship with the employees.
Another explanatory mechanism linking
positive ILTs congruence to LMX is the
Pygmalion effect (Rosenthal, 1993). Whiteley,
Sy and Johnson (2012) proved that fulfilled
positive expectations about the dyadic partner
give rise to a “naturally occurring Pygmalion
effect” (p. 822), a self-fulfilling prophecy
which creates a propensity for the holders of the
expectations to make other positive inferences
about the dyadic partner, which eventually
impacts LMX positively following the above-
mentioned perception-behavior sequence. In
addition to test whether fulfilled positive
expectations predict high LMX, results of
previous studies suggest that the level at which
fulfillment is achieved matters too (e.g.,
Rupprecht et al., 2016). Having a high need
satisfied brings more benefits than having a
moderate or even low one. In the first case a



Fulfilled expectations about leaders and LMX

significant positive affective reaction can be
triggered, whereas, in the second, the affective
effects might be negligible. Because there is no
specific information in the literature on how
each ILTs trait relates to LMX, but relying on
the results of previous research that revealed a
positive association between the cumulative
effect of all positive ILTs traits and LMX, I
hypothesized the following:

Hypothesis 1: Followers’ intra-personal
congruence at higher levels of positive ILTs
traits will be associated with higher ratings of
follower-rated LMX, as compared at lower
levels of positive ILTs traits. This hypothesis
was tested separately for each positive ILTs
trait, as follows: Hla — Sensitivity, Hlb —
Intelligence, Hlc — Dedication and H1d -
Dynamism. (Fulfilled positive expectations
hypothesis)

When positive expectations are not
fulfilled, low-quality LMX is developed, in
which dyadic exchanges are within the limits
of formal roles. Based on the needs-supplies
fit theoretical assumption formulated by
Edwards, Caplan and Harrison (1998) who
asserted that both under and oversupply can be
detrimental, it was expected that there was an
optimum level of positive ILTs traits
manifested by leaders for LMX to be
maximized. Getting even more from leaders
than what they expected, might have been
tricky for followers because receiving more of
a kind impede other job-related needs to be
satisfied (Edwards et al, 1998). Another
explanation was offered by Harris and
Kacmar’s study (2006) which revealed,
contrary to the obvious intuition, that having a
high LMX with their leaders led to a higher
level of stress for followers, because of the
high obligations felt by followers to
reciprocate for the advantages obtained from
their leaders. Nevertheless, not receiving
enough when the requirement for a specific
ILTs trait is high can be more damaging than
getting more of a good thing because the
underlying unfulfilled need is felt more
intense and urgent. The idea is captured in the
loss aversion concept introduced by
Kahneman and Tversky (1979). They stated
that the suffering of losing is felt extremely
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powerful so that people take risks to avoid it.
Given all this, I proposed the following
hypothesis:

Hypothesis 2: When the direction of the
followers’ intra-personal incongruence is such
that the scores of the followers’ ideal positive
ILTs traits (i.e., preferences) are below the
scores of actual positive ILTs traits of their
leaders (i.e., recognition), the level of
follower-rated LMX will be lower, as
compared to the situation when ideal positive
ILTs traits are above the scores of actual
positive ILTs traits of the leaders. This
hypothesis was tested separately for each
positive ILTs trait, as follows: H2a -
Sensitivity, H2b — Intelligence, H2c¢ -
Dedication and H2d — Dynamism. (Direction
of unfulfilled positive expectations hypothesis)

Regarding the negative ILTs traits, to the
best of my knowledge, only one previous
empirical study investigated the relationship
between ideal-actual congruence and LMX
and it revealed no significant association
between them (Epitropaki & Martin, 2005).
Nevertheless, the mentioned study used
absolute difference scores to approximate the
congruence and therefore the results might
have been hampered by the methodological
problems associated with difference scores
(Edwards & Parry, 1993). Moreover, the
authors used the broad negative dimension
which encompasses two ILTs traits,
specifically Tyranny and Masculinity. In case
the ideal-actual congruence scores for the two
traits had different associations with LMX,
their aggregation might end up canceling each
other out. While ideal-actual congruence for
positive ILTs promotes better LMX, it is
expected that, on the flip side, ideal-actual
congruence for negative ILTs to hinder LMX.
Leung and Sy (2018) found that when negative
Implicit Followership Theories (i.e., attributes
of ideal followers) were fulfilled at a group
level, Golem effect, a dark self-fulfilling
process, was triggered, having negative effects
on performance. Therefore, the following
hypotheses were proposed, paralleling the
hypothesis suggested for the positive ILTs, but
making the necessary logical changes for the
dark side of ILTs traits:
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Hypothesis 3: Followers’ intra-personal
congruence at lower levels of negative ILTs
traits will be associated with higher ratings of
follower-rated LMX, as compared at higher
levels of negative ILTs traits. This hypothesis
was tested separately for each negative ILTs
trait, as follows: H4e — Tyranny and H4f —
Masculinity. (Fulfilled negative expectations
hypothesis)

Hypothesis 4: When the direction of the
followers’ intra-personal incongruence is such
that the scores of the followers’ ideal negative
ILTs (i.e., preferences) are above the scores of
actual negative ILTs of their leaders (i.e.,
recognition), the level of follower-rated LMX
will be higher, as compared to the situation
when ideal negative ILTs traits are below the
scores of actual negative ILTs traits of the
leaders. This hypothesis was tested separately
for each negative ILTs trait, as follows: H5e —
Tyranny and H6f — Masculinity (Direction of
unfulfilled negative expectations hypothesis)

LMX as a mediator between ILTs
congruence and engagement

Work engagement is a positive affective and
highly motivational state that can be
experienced by employees who perceive that
their job resources are plentiful for handling
their demands (Bakker & Demerouti, 2014).
High-quality LMX with leaders has been
proven to lead to the perception of a
resourceful work environment because it
comes with enriched jobs, empowerment, and
social support for followers (Breevaart,
Bakker, Demerouti, & van den Heuvel, 2015).
Huel and his colleagues (2017) found a meta-
analytical moderate association between LMX
and engagement. Epitropaki and Martin
(2004) showed that LMX mediated the
relationship between ILTs congruence and
well-being. Additionally, consistent with
leader categorization theory (Lord & Mabher,
1991) that asserts that once a person is labeled
as a good leader many direct and indirect
effects on organizational outcomes are
triggered and also the abundance of prior
research that supports that the effect of
fulfilled expectations about leaders impacts
various outcomes through LMX (Junker and
van Dick, 2014), it is further expected to find
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an indirect effect of ideal-actual ILTs
congruence on engagement through LMX. By
contrast, followers perceiving low-quality
LMX with their leaders can feel deprived of
some resources such as leaders’ support and
are more strongly constrained to formal job
tasks, so that they may not be as motivated and
engaged as their colleagues in high-quality
relationships with leaders. Consequently:

Hypothesis 5: Followers’ intra-personal
congruence between ideal and actual ILTs has
an indirect effect on engagement through
LMX. This hypothesis was tested separately
for each positive ILTs trait, as follows: H5a —
Sensitivity, HS5b — Intelligence, H5c -
Dedication, H5d — Dynamism, H5e — Tyranny
and H5f - Masculinity.

Method

Participants and procedure

Participants were recruited through snowball
sampling. The sample included 68 working
adults who were willing to participate
voluntarily in the study. Their ages ranged
from 22 to 55 years old (M = 35.04, SD =
7.78). Male respondents accounted for 27% of
the sample. About their educational level,
8.8% graduated high school, 42.6% had
undergraduate studies, 36.8% graduate studies
and 11.8% had postgraduate education. In
terms of tenure, 8.8% had between one and
three years of work experience, 14.7%
between three to five, 25% between 6 to 10,
35.3% between 10 to 20 and 16.2% more than
20 years of experience. Regarding their
leadership experience, 60.2%, 20.6% had less
than three years of leadership experience,
7.4% between three and five, 4.4% between 5
to 10 and 7.4% more than 10 years of
leadership experience.

Measures

Ideal ILTs traits were measured with the scale
developed by Offermann, Kennedy, and Wirtz
(1994) and revised by Epitropaki and Martin
(2004). On a 9-point scale, participants were
asked to rate to what degree each item
included in the scale was characteristic for an
ideal leader. The scale consists of 21 items that
load onto four prototypic factors, namely
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Sensitivity (three items, e.g., understanding;
o =.72), Intelligence (four items, e.g.,
knowledgeable; a = .79), Dedication (three
items, e.g., hard-working; o =.82) and
Dynamism (three items, e.g., energetic;
a=.79) and two anti-prototypic factors,
namely Tyranny (six items, e.g., domineering;
o = .82) and Masculinity (two items, e.g.,
masculine; oo = .92).

Actual ILTs traits were measured with the
same scale developed by Offermann,
Kennedy, and Wirtz (1994) and revised by
Epitropaki and Martin (2004). This time, on a
9-point scale, participants were asked to rate
to what degree each item was characteristic for
their actual leader. The Cronbach alpha
coefficients were the following: Sensitivity
(o= .87), Intelligence (a0 = .97), Dedication
(o= .98), Dynamism (o = .89), Tyranny
(o =.76) and Masculinity (a0 = .94).

LMX was measured with the 7 items
leader-member exchange scale developed by
Graen and Uhl-Bien (1995). On a 5-point
scale, participants were asked to rate the
quality of their relationship with the leader.
Sample items include: “How well does your
manager understand your job problems and
needs?” and “I know where I stand with my
manager.”

Work engagement was measured with the
9 items scale included in the Job Demands-
Resources Questionnaire developed by Baker
(2014). Participants were asked to rate how
characteristic each of the affirmations was
characteristic for them. Each item was rated on
a 7-point scale, with response ranging from
never to always. Sample items include: “At
my work, I feel bursting with energy” and “I
am proud of the work that I do”.

Analytical strategy

Polynomial regression analysis with surface
modeling (Edwards & Parry, 1993) was used
to test the hypotheses. Most of the research
addressing ILTs congruence has used the
difference scores (e.g., Coyle & Foti, 2014;
Epitropaki &  Martin, 2005).  This
methodological approach was criticized for
having numerous disadvantages such as the
fact that it reduces a three-dimensional
relationship to a two-dimensional one and that
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meaningful congruence hypotheses cannot be
tested with difference scores (Edwards, 2002;
Edwards, 2007). Polynomial regression is a
more robust and informative analytical tool
because it allows not only to test the extent the
which congruence between two variables is
related to an outcome, but also how the
direction of the (in)congruence (i.e., Ideal
ILTs trait> Actual ILTs trait or Ideal ILTs trait
< Actual ILTs trait) and the level of
congruence (i.e., when both ideal ILTs trait
and actual ILTs trait are high or both are low)
are related to the outcome (Rupprecht,
Reynolds Kueny, and Shoss, 2016; Shanock,
Baran, Gentry, Pattison, and Heggestad,
2010). As an example, for predicting LMX
from the congruence between ideal Sensitivity
and actual Sensitivity recognized in leaders,
one of the positive ILTs traits, the regression
equation was the following:

LMX = by + b;*Sensitivity 1 +
b>*Sensitivity A +
b1 *Sensitivity I*Sensitivity A +
ba:*Sensitivity PP + b *Sensitivity A° + e,

where b is the regression coefficient for each
variable, I stands for the ideal Sensitivity (i.e.,
preference), and A stands for actual Sensitivity
(i.e., recognition of Sensitivity in actual
leader).

Prior to testing the models, scores for ideal
and actual ILTs were centered to their
midpoints, by subtracting 5 from each score,
because both ideal ILTs and actual ILTs were
measured on a 9-point Likert scale. This
procedure was recommended because it
reduces multicollinearity and facilitates the
interpretation of the results (Aiken & West,
1991; Edwards & Parry, 1993). Thus, the
coefficients for ideal ILTs traits and actual
ILTs traits represent the slope of the surface at
the center of the X-Y plane, namely the plane
defined by the ideal ILTs traits and actual ILTs
traits. For each trait, I computed three new
variables necessary for the quadratic equation,
namely: the square of the centered ideal ILTs
trait, the square of the centered actual ILTs
trait and the product between the centered
ideal ILTs trait and centered actual ILTs trait.
In total, 6 quadratic regressions were run for
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all ILTs traits. Based on the coefficients from
the quadratic equation, the response surface
pattern was determined for each combination
of wvariables. Subsequently, I deployed
polynomial regressions in SPSS for each of the
ILTs traits, regressing LMX on the centered
predictor variables, the squares of their
centered values and the product of their
centered values.

Using polynomial regression coefficients,
I computed slopes and curvatures along the
line of congruence and line of incongruence
for each equation, using the Excel spreadsheet
built by Shanock and her colleagues (2010).
These parameters provided information about
the shape of the surface, whether it was
convex, concave or a saddle-shaped surface,
which gave information about the overall
relationship between variables. The line of
congruence represents the line of the perfect
fit, where the ideal ILTs trait score is equal to
the actual ILTs trait score (e.g., Sensitivity 1=
Sensitivity A). The slope along the line of
congruence gives indications on how the
congruence predicts the level of outcome (i.e.,
the height of the outcome), whereas the
curvature reveals if the relationship between
the congruence and the outcome is linear or
nonlinear. The line of incongruence is
perpendicular to the line of congruence and
reflects the perfect misfit, where ideal ILTs
trait score equals minus actual ILTs trait score
(e.g., Sensitivity I = -Sensitivity A). The
slope along the line of incongruence shows
whether the direction of the misfit (i.e.,
Senzitivity I > Sensitivity A or vice versa)
produces an effect on the level of outcome. A
significant curvature along the line of
incongruence indicates how the direction of
the misfit affects the outcome. A negative
curvature means that the outcome is more
sharply reduced as the misfit between the ideal
and actual ILTs trait increases.

Consequently, I used the same polynomial
regression coefficients to plot the three-
dimensional response surfaces for each set of
three variables, namely ideal ILTs trait, actual
ILTs trait depicted in the horizontal plane and
LMX depicted on the vertical axis. For that
purpose, I used Origin Pro 2020 software.

For testing the mediation hypotheses, 1
used Edwards and Cable’s (2009) block
variable method. First, for each ILTs trait, I
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computed a block variable, a weighted linear
composite consisting of the joint effects of the
five quadratic terms (e.g., for Sensitivity:
Sensitivity I, Sensitivity A, Sensitivity
_I squared, Sensitivity 1 X Sensitivity A,
Sensitivity A _squared), in which the weights
were the standardized regression coefficients
in the polynomial regression. Then I used
Hayes” PROCESS macro for SPSS (2018) to
assess the indirect effect for each block
variable to Engagement via LMX.

Results

Table 1 presents the means, standard
deviations, internal consistencies, and
correlations  between  study  variables.
Additionally, the table includes correlations
with  several control variables (i.e.,
demographics) to have a more comprehensive
understanding of the data, but they were not
included in the subsequent analysis because
there was no theoretical argument to do so.
Using Gignac and Szodorai (2016) criteria for
assessing the magnitude of the correlations,
ILTs traits had moderate to large correlations
with LMX and engagement, which was
according to the expectations.

Table 2 presents both the first-order
models with ideal ILTs traits and actual ILTs
traits as predictors and the second-order
models which additionally includes second-
order components, as specified in the
quadratic equation above. As can be seen in
the table, second-order models showed
increased effects sizes compared to the first
ones, indicating that exploring not only ideal
ILTs traits and actual ILTs traits, but their
simultaneous effect on LMX had practical
value.

Based on the response surface results
presented in Table 2 and graphs depicted in
Figure 1, I examined how (in)congruence
between ideal positive ILTs traits and actual
positive ILTs traits, their degrees and their
directions related to LMX.
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For Sensitivity, the surface analysis
revealed a significant positive slope along the
line of congruence (.27**). This indicates that
when ideal Sensitivity and actual Sensitivity
were congruent, LMX increased as both
increased. In Figure la, the highest level of
LMX was reached at the right corner of the
graph, where both ideal Sensitivity and actual
Sensitivity were high. The curvature along the
line of congruence was insignificant (.05),
which meant that the relationship between
variables was linear. These results were in
support of Hla. The slope along the line of
incongruence was negative and significant (-
.35%*), which meant that LM X was lower when
the incongruence was such that the level of
ideal Sensitivity was above the level of actual
Sensitivity. Indeed, the graph depicted in
Figure 1 shows that LMX decreased toward
the front corner of the graph, as ideal
Sensitivity increased, and actual Sensitivity
decreased.

The curvature along the line of
incongruence was negative and insignificant (-
.01), which indicated a linear relationship.
Thus, H2a was supported. For Intelligence, the
surface analysis showed an insignificant
positive slope (.30) and an insignificant
positive curvature (.29) along the line of
congruence. Thus, Hlb did not receive
support. Nevertheless, the values of the
parameters were moderate, which meant that
in the case of a higher power, it could have
been significant. Indeed, as seen in the
response surface graph presented in Figure 1,
the relationship between the three variables
generated a convex surface. In the case the
results would have been significant, they
could have been interpreted as following:
LMX was higher when ideal and actual
Intelligence were congruent at lower levels
and at higher levels (right and left corner of the
figure) and that LMX was lower when the two
predictors were congruent at middle levels.
With respect to the line of incongruence, the
results revealed a significant negative slope.
This meant that LMX was lower when the
incongruence was such that actual Intelligence
was below ideal Intelligence, compared to
when actual Intelligence was above ideal
Intelligence. Thus, there was support for H2b.
The curvature along the line of incongruence
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was negative but insignificant, indicating a
linear relationship between variables along the
line of incongruence. Regarding Dedication,
the response surface analysis revealed an
insignificant positive slope (.06) and an
insignificant positive curvature (.07) along the
line of congruence. Thus, Hlc did not receive
support. Nevertheless, visual inspection of the
graph depicted in Figure 1 indicated a convex
response surface and therefore a tendency for
LMX to increase as the congruence between
ideal and actual Dedication increased.
Additionally, the results showed an
insignificant negative slope (-.34) and an
insignificant negative curvature (-.15) along
the line of incongruence. Therefore, H2c was
not supported. However, the magnitude of the
slope along the line of incongruence was
moderate. Corroborating this information with
the negative value reached for the curvature
along the line of incongruence, meant that the
relationship between variables had a concave
shape along the line of incongruence. If
statistical significance would have been
achieved, we could have interpreted as
following: LMX decreased more sharply as
the level of incongruence between ideal
Dedication and actual Dedication increased
and reached its minimum level when ideal
Dedication was above actual Dedication.
Indeed, the same conclusion can be drawn by
visually inspecting the 3D graph in Figure 1,
where the lowest level for LMX is achieved in
the front corner of the graph, where ideal
Dedication is high and actual Dedication is
low. For Dynamism, the results showed a
significant positive slope (.18**) and a
significant positive curvature (.22**) along
the line of congruence. These results indicate
that LMX increased in a non-linear manner,
when both ideal Dynamism and actual
Dynamism were congruent either at higher
levels or at lower levels, but not at average
levels. Thus, H1d was not supported since the
relationship was not linear. Visual inspection
of the graph depicted in Figure 1 reveals
higher levels of LMX in the left corner, where
both ideal Dynamism and actual Dynamism
were at their minimum. The slope along the
line of incongruence was negative and
insignificant (-.22) and the curvature was
positive and insignificant (.12), which meant
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that H2d was not supported. However, the
rather moderate value of slope and the visual
information revealed in Figure 1 indicated a
tendency for LMX to decrease as the
incongruence increased, reaching a minimum
when ideal Dynamism was low and actual
Dynamism was high. In the case of Tyranny,
the response surface results showed a negative
significant slope (-.14*) and a null curvature
along the line of congruence. These indicated
a linear relationship between the variables in
the sense that LMX decreased as both ideal
and actual Tyranny increased simultaneously.
In Figure 1, the lowest level of LMX along the
line of congruence is observed in the right
corner, where both ideal and actual Tyranny
reached their maximum levels. Thus, H3e was
supported. The slope along the line of
incongruence was negative and significant (-
.18%), revealing that LM X was lower when the
direction of the incongruence was such that
ideal Tyranny was below actual Tyranny. The
same conclusion is revealed by inspecting the
graph depicted in Figure 1, where the
minimum value for LMX along the line of
incongruence was achieved in the back corner
of the graph where ideal Tyranny was above
actual Tyranny. The curvature along the line
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of incongruence was positive and insignificant
(.01), revealing a linear relationship between
variables. Thus, H4e received support.
Regarding Masculinity, the response surface
analysis showed a significant negative slope
along the line of congruence (-.09*) and an
insignificant positive curvature (.02). These
results revealed that LMX was higher when
both ideal and actual Masculinity were higher.
Thus, H2f did not receive support. Visual
inspection of the graph in Figure 1 revealed
rather a saddle-shaped response surface,
indicating a non-linear relationship between
the variables. That indicated a tendency for
LMX to increase when ideal and actual
Masculinity tended to increase or decrease
simultaneously. The slope along the line of
incongruence was positive but insignificant
(.07) and the curvature along the line of
incongruence was negative but insignificant (-
.04). Therefore, H4f was not supported.
Nevertheless, the graph depicted in Figure 1
revealed a concave surface along the line of
incongruence, indicating a tendency for LMX
to decrease as the incongruence between ideal
and actual Masculinity increased. Table 3
presents the summary of the results.
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The results generated for 10,000
bootstrapped samples, by the mediation
analysis deployed in SPSS, are presented in
Table 4. The only mediation hypothesis which
received support was H5a, revealing that the
effect of Sensitivity block variable is
transferred to engagement partly through
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LMX (.30* for the indirect effect, .09 for the
direct effect and .39** for the total effect) .
Intelligence, Dedication, Tyranny and
Masculinity block variables had indirect
effects on engagement, but their total effects
were insignificant, whereas Dynamism had
only a direct effect on engagement.

Table 4. Direct, Indirect and Total Effects of ILTs traits Congruence on Engagement through

LMX
ILTs trait Coefficient SE 95% CI
Sensitivity block
Indirect effect 30%* A1 (.04, .49)
Direct effect .09 .19 (-.27, .45)
Total effect 39%* 15 (.10, .68)
Intelligence block
Indirect effect .04* 17 (-.22, .42)
Direct effect -.06 25 (-.55, .43)
Total effect -.03 27 (-.56,.51)
Dedication block
Indirect effect .83%* .30 (.23, 1.40)
Direct effect -.07 .54 (-1.15, 1.02)
Total effect 75 .52 (-29, 1.80)
Dynamism block
Indirect effect .19 11 (-.01, .42)
Direct effect .36%* 18 (.02,.71)
Total effect S5%* .14 (.27, .83)
Tyranny block
Indirect effect 209%* .09 (.13,.50)
Direct effect -.16 17 (-.50, .18)
Total effect 13 17 (-.21,.46)
Masculinity block
Indirect effect 10%*** .04 (.04, .19)
Direct effect -.12% .05 (-.22,-.02)
Total effect -.02 .05 (-.12,.08)

Note. * p <.05. ¥* p <.01. *** p <.001.
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Figure 1. Response Surfaces for the Relationships between Ideal and Actual ILTs Traits and

LMX

Discussions

In this study, guided by the bandwidth-fidelity
principle, I investigated the relationships
between each set of ideal-actual ILTs traits
and LMX and subsequently, their indirect
effect on work engagement. I used polynomial
regression with response surface for testing
the relationship  between ideal-actual
congruence and LMX and block variable
approach for testing the mediation hypotheses.
The results revealed that among the four
positive ILTs traits, only sensitivity seems to
be inherently good, as both congruence and
incongruence hypotheses were supported.
This means that even when the perceived
sensitivity of leaders is above the expected
level, followers perceive higher LMX than
when the perceived sensitivity is below
expectations. The results are in line with
Rupprecht’s and her colleagues’ findings on
the relationship  between ideal-actual
sensitivity incongruence and CWB (2016) and
meta-analytical correlations found by Judge,
Piccolo and Ilies (2004) which revealed that
consideration for followers (e.g., concern and

respect) were stronger related to leadership
outcomes than the organizational capacities of
the leaders to structure the work of their
followers. Regarding the other three positive
ILTs traits, namely intelligence, dedication
and dynamism, the results indicate that
meeting followers’ expectations, especially
when they are extremely high or low, is the
best way for leaders to develop a high-quality
LMX with their followers. Despite the three
ILTs traits being considered intrinsically
positive, current results show that when
followers’ expectations are low and their
perceptions are that leaders manifest those
traits at higher levels, the perceived quality of
their relationship is affected. This is in line
with the needs-supply fit concept (Edwards et
al.,1998) that explains that on the one hand,
receiving too much of a kind inhibits other
resources to be obtained and on the other, it
creates a liability for the dyadic partner to
reciprocate. Nevertheless, results indicate also
that it is safer when the unfulfilled
expectations are achieved at lower levels of
expectations (i.e., when ideal < actual) than
when they are achieved at higher levels (i.e.,
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when ideal > actual). Concerning negative
ILTs traits, current results indicate that
tyranny of leaders should be low, irrespective
of the level of followers’ expectations. Even
when followers’ expectations are not fulfilled,
it is better when the direction is such that
expectations are above the actual tyranny of
the leader. Regarding masculinity, present
results indicate that for having a positive
impact on LMX, followers’ expectations must
be met, irrespective of the Ilevel of
expectations. In other words, if followers
prefer masculine leaders, manifested
masculinity enhances LMX, but so does when
followers prefer low level of masculinity and
leaders are perceived low on masculinity.
Considering simultaneously currents findings
related to Tyranny and Masculinity that
indicate effects on LMX and the results
obtained by Epitropaki and Martin (2004), that
revealed no effect of the composite score of
negative ILTs traits on wellbeing, a possible
explanation of different results is that when the
effects of Tyranny and Masculinity on LMX
are combined, as they were in the mentioned
study, they could generate a destructive
interference so that the cumulative effects of
the two was less than either one of them taken
individually.

Additionally, I found that ideal-actual
sensitivity congruence had an indirect effect
on work engagement, in line with the results
obtained by Rupprecht and her colleagues
(2016) and those found by Epitropaki and
Martin  (2005). Ideal-actual intelligence
congruence had no effect on engagement,
neither direct or indirect, revealing that, as
expected, it might have predictive validity for
other types of outcomes, such as performance.
Dedication had only an indirect effect on
engagement through LMX, but the total effect
was insignificant, suggesting that other
mechanisms inhibit the effect transmitted
through LMX. Dynamism had a direct effect
on engagement, but not an indirect one, again
revealing that the impact on engagement is
transferred through another mediating variable
than LMX. Both tyranny and masculinity had
indirect effects on engagement via LMX, but
their total effects were insignificant
suggesting that other mediating variables
masked the effects transmitted through LMX.
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To sum up, mediation results indicate that
LMX has a mediating effect only for the
relationship between ideal-actual sensitivity
congruence and work engagement. The
remaining ILTs traits can impact other
outcomes than engagement, as I was
speculating above  that  ideal-actual
intelligence congruence can have a positive
effect on job performance, or their indirect
effects via LMX are inhibited by other
explanatory mechanisms.

Although not all the hypotheses were
supported, current results provide empirical
arguments for exploring ILTs traits at the level
of narrow traits, instead of broad dimensions.

Future studies should address additional
outcomes, but also additional mediating
mechanisms linking ideal-actual ILTs
congruence to those outcomes. Identifying
which ILTs trait may predict each outcome
and whether some ILTs traits are more
important than others within some specific
populations or in specific settings, can help
achieve a greater understanding of the impact
of fulfilled expectations about leaders in work
settings.

There are several limitations in this study.
First, the results of this study should be
interpreted carefully due to the small sample
size. A larger sample would allow more
relationships to be significant and higher
confidence for the findings. Second, this study
is cross-sectional in nature and the data was
collected from a single source. Despite the
design asks for self-assessment, longitudinal
or experimental studies can be conducted in
the future or address other variables that might
be rated by other sources. Nevertheless,
although the common method variance
(CMV) may be concerning, Conway and
Lance (2010) explained that most of the time
CMV is just a perpetuated misconception and
that same-source correlations might be closer
to true scores than different-source
correlations.

This study adds to the literature on ILTs in
two important ways. First, it draws on the
bandwidth-fidelity principle and revealed that
addressing ILTs at the level of narrow traits
provides additional theoretical and practical
insights. Second, by wusing polynomial
regression with response surface
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methodology, it showed nuanced effects of
ideal-actual (in)congruence on LMX and
engagement. Third, the current study adds to
the Occupational Health Psychology (OHP)
literature, by showing how the leaders’
behaviors can affect the followers’” OHP
related outcomes.

There are several practical implications of
this study, as well. By showing that sensitivity
of leaders is beneficial whenever is high and
that tyranny of leaders should be low for a high
quality LMX to pe perceived by followers, 1
provided valuable information for those in
charge with selection and development
programs for leaders. Additionally, by
revealing non-linear relationships between the
ideal-actual congruence for the other ILTs
traits, the current study shifts the focus on the
idea of matching leaders and followers based
on their expectations in order to provide
benefits both for followers and for
organizations. Finally, training programs
might be conducted in organizations aimed to
adjust followers’ mental models about
effective leaders in a way that they are more
adapted to organizational settings and less
influenced by followers’ personal histories.

The results of the current paper pave the
way for future studies that address the unique
effects of each ideal-actual ILTs trait
congruence on other organizational outcomes.
Additionally, the CMV limitation calls for
future studies with dyadic design, which, on
one hand, have the advantage of the
multisource and, on the other, can tap into the
dyadic effect of intra-personal and inter-
personal ILTs and IFTs congruence on work
outcomes.

In conclusion, this study expands the
existing knowledge on ILTs and their impact
on organizational outcomes by showing that to
predict specific outcomes narrow ILTs traits
should be considered and that, counter-
intuitively, some positive ILTs can be
detrimental when they are too high and other
negative ILTs traits are not always harmful.
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This study investigates the vulnerability/protection effects of the Big Five personality traits (extraversion, openness,
agreeability, conscientiousness, neuroticism) on the relationship between bullying and turnover intention. Specifically,
based on the assumption of Vulnerability-Stress Model we propose that bullying will predict turnover intention and that
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There are numerous conceptualizations of
bullying at work, but they all refer to the same
phenomenon, namely: one or more employees
in an organization experiencing direct or
indirect systematic aggression, involving
repeated incidents or a pattern of negative
behaviors, over a longer period of time (at
least one incident per week, over a period of

six months) where the targeted victim cannot
easily escape from the given situation
(Leymann, 1996; Nielsen & Einarsen, 2018).
The concept of bullying emerged quite
recently, but is already a well-researched
topic. The International Labour Office (ILO,
1996) has shown that violence at the
workplace is extensive around the globe, with
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France, Argentina, Romania, Canada and
England reporting the highest rates of
harassment in organizations. Prevalence rates
have been estimated meta-analytically at
about 15% of global employees (Nielsen et al.,
2010).

The research interest in bullying is driven
not only by its high prevalence, but also by its
effects. The most direct effects of bullying are
felt by the employees who are experiencing
the aggression (e.g., effects on adequate
communication, social interactions, personal
reputation, professional situation, physical
health; Leymann, 1996). The consequences of
bullying are also in the organization itself:
bullying fosters harmful phenomena in
organizational contexts, such as increased
absenteeism (Devonish, 2013), turnover
(Coetzee & van Dyk, 2017), decreased
productivity and organizational performance
(Yildrim, 2009; Elgi, Erdilek, Alpkan &
Senerd, 2014).

Workplace Bullying and Turnover
Intention

Workplace bullying is associated, especially at
higher rates, with turnover intentions (Coetzee
& van Dyk, 2018; Hoel & Copper, 2000).
Turnover intention is distinct from, and
precedes, actual turnover. Turnover intention
refers to a subjective appraisal of the
employee, regarding the likelihood of leaving
the organization in the near future (Cho,
2009). Studying turnover intentions has a
number of benefits; most importantly, at the
moment when an employee is beginning to
consider leaving the organization, there may
still be time for corrective measures. We
therefore focus in the present study on
turnover intentions.

Turnover intention is influenced by a
variety of factors (person-organization-
fit/person-job-fit; Hassan, Akram, & Naz,
2012; lack of career opportunities; Chen,
Chang, & Yeh, 2004; hard working
conditions; Cottini, Kato, & Westergaard-
Nielsen, 2011 etc.) but is mainly related to the
interpersonal aspects of the job, for instance,
the relationship between employees and their
direct manager or coworkers. Acts of
incivility, such as misunderstandings, teasing
and conflicts can lead to bullying, increasing

Andreea Butucescu, Miruna Mutu, Dragos lliescu

the risk of turnover intention (Glambek,
Matthiesen, Hetland, & Einarsen, 2014;
Rahim, & Cosby, 2016). The underlying
mechanism is based on resignation as an
instance of positive coping: leaving the
organization eliminates the negative factor in
one’s personal and professional life (Hogh et
al., 2011; Zapf & Gross, 2001), and in fact the
literature on bullying interventions at work
shows that, as a last resort, resigning may be
convenient for individuals (Zapf & Gross,
2011). Following the results of previous
studies and based on the mechanism described
above, we first hypothesize that:

Hypothesis 1: Bullying is a predictor for
turnover intention.

The Role of Personality Traits

The innovative contribution we bring to the
literature is the investigation of the moderating
effects of broad personality traits, that may
increase or decrease the effects of bullying on
turnover intention. Individual differences are
acknowledged in their capacity to explain
workplace behaviors, such as performance,
counterproductive  behaviors and  civic
behaviors etc. Turnover specifically has been
related to personality traits in the past, but the
relationships found were not significant
(Zimmerman, 2008). In their meta-analysis,
Barrick and Mount (1991) found fairly weak
evidence for personality factors as predictors
for turnover intention, reporting effect sizes
between .20 for emotional stability and .12 for
conscientiousness. These small effects suggest
that, if personality traits are related in any way
to turnover, the relationship may be based on
an intervening and not on a direct effect; in
fact one of the mandatory conditions of a valid
moderation consists of the dependent variable
having only a weak or insignificant
relationship with the moderator variable. We
therefore consider that personality traits could
act as moderators in the relationship between
workplace bullying and turnover intention.

In order to expand and test this hypothesis
we have wused Five-Factor Model of
personality, which is arguably the most robust
model of personality — or at the very least the
most used in contemporary personality
research (Caspi, Roberts, & Shiner, 2007).
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The Role of Protective versus Vulnerable Personality Factors

The five broad traits of neuroticism,
extraversion, openness to  experience,
agreeableness and conscientiousness have to
date not been considered as moderators in the
relationship between workplace bullying and
turnover intention in the past, but have been
investigated predictors both of turnover
intentions, and of bullying, e.g. by focusing on
the portrait of those individuals who are likely
to become perpetrators (Van Geel, Goemans,
Toprak, & Vedder, 2017), or victims (Glaso,
Matthiesen, Nielsen, & Einersen, 2007) of
bullying.

One of the theoretical frames that offer
credibility to our hypothesis that personality
traits may act as moderators in this
relationship is the Vulnerability-Stress Model
(McKeever & Huff, 2003). The Vulnerability-
Stress Model proposes that individual
characteristics may act as vulnerability and
risk factors, but also as protective factors, in
one’s response to harmful environmental
events (stressors). In this regard, personality
traits are seen as broad wvulnerability or
protective factors (Iliescu, Macsinga, Sulea,
Fischmann, Elst & De Witte, 2017). In this
context, we consider that each of the five
personality traits could attenuate, or as an
amplifier of the relationship between
workplace bullying and turnover intention.
We will outline in the next sections the most
likely explanatory mechanisms for these
effects.

Neuroticism as a moderator. Individuals
with a higher level of neuroticism typically
tend to have unfavorable opinions about
themselves and, generally, about the world
(Watson & Clark, 1984). Simultaneously, they
are prone to feel negative emotions, such as
dissatisfaction, anxiety, anger (Hogh,
Mikkelsen, & Hansen, 2010). Establishing this
tendency, from a mental health point of view,
neuroticism is often seen as a factor that could
determine one to behave in a more vulnerable
manner (Iliescu et. al, 2017). At the same time,
when confronted with workplace bullying,
high neuroticism may determine the victim to
take firm or extreme action in order to
withdraw from the situation. Individuals high
on neuroticism could therefore be more
responsive and prone to self-defense, while

individuals low on neuroticism may be less
likely to choose to extract themselves from the
situation, by quitting their jobs. We therefore
propose that:

Hypothesis 2a: Neuroticism will act as a
protective factor for the individual, by
strengthening the relationship  between
workplace bullying and turnover intention.

Extraversion as a moderator. Pcople
higher on extraversion are prone to have more
contacts within and outside the organization,
and more varied professional alternatives
(Zimmerman, 2018). Research has shown that
extraverts socialize more intensively inside
the organization and adapt more easily to the
organizational culture (McCrae, & Costa,
1997), being therefore perceived as less
susceptible to turnover intentions (Maertz, &
Campion, 2004; Zimmerman, 2008).
Nonetheless, when confronted with bullying,
their social skills may be less effective; given
their demand for positive social interactions
exiting the organization may allow extraverts
more prospects to develop positive
relationships. We therefore propose that:

Hypothesis 2b: Extraversion will act as a
protective factor for the individual, by
strengthening the relationship  between
workplace bullying and turnover intention.

Openness to experience as a moderator.
Maertz and Griffeth (2004) advocate that
people high on openness to experience may be
more eager to experience new jobs and explore
new perspectives, and therefore would be
more prone to leave the current organization,
irrespective of how they perceive their work
(Zimmerman, 2008). Out of all the five
personality traits discussed here, openness to
experience is the one that is most frequently
related turnover, even in favorable conditions.
Individuals high on openess will likely only be
more eager to leave when confronted with
adverse conditions, while more conventional
individuals (low on openness) may have
difficulties leaving their familiar environment,
even if this context is appalling. We therefore
propose that:

Hypothesis 2c: Openness will act as a
protective factor for the individual by
strengthening the relationship between
workplace bullying and turnover intention.
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Agreeableness as a  moderator.
Individual wellbeing is affected by workplace
conflicts (Dijkstra, Dierendonck, Evers, & De
Dreu, 2005), which suggests that people who
are high on agreeableness will more easily
leave the organization when consistently
exposed to interpersonal harassment. Previous
studies (Priyadarshini, 2017) have shown that
agreeableness has a significant and positive
association with avoidant coping in conflict
situation (B = 0.17, p < .05), and leaving the
organization may be a probable route through
which individuals high on agreeableness may
avoid the conflict and the aggressor in order to
protect themselves. Low agreeableness is
characterized by toughness, persistence and
aggressiveness and with a strong preference
for using a confronting coping style; previous
research has shown that participants low on
agreeableness are more likely to rate power
tactics as their preferred method of managing
conflict (Grazziano, Jensen-Campbell, &
Hair, 1996). In this case, individuals low on
agreeableness may rather engage directly with
the bully, leading to an escalation of the
conflict but not to voluntary turnover. We
therefore propose that:

Hypothesis 2d: Agreeableness will act as a
protective factor for the individual by
strengthening the relationship between
workplace bullying and turnover intention.

Conscientiousness as a moderator.
Employees who are high on conscientiousness
are generally less likely to resign their job, and
we consider this to be the case also in the
specific context of bullying. Watson, Clark,
and Harkness (1994) have highlighted the fact
that people high on conscientiousness are less
inclined to act impulsively or spontaneously
and may therefore take a longer time before
considering leaving the organization when
confronted with workplace difficulties, such
as bullying. An additional explanation for the
persistence of individuals who are high on
conscientiousness is their preference for their
task-oriented coping styles; they may be more
inclined to focus more on the job than on
personal relationships when confronted with
adversity. We therefore propose that:

Hypothesis 2e: Conscientiousness will
attenuate the relationship between workplace
bullying and turnover intention.
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Method

Sample and Procedure

The data used in this study was collected using
three online platforms. Adult age and a
minimum of six month of job experience with
the same organization were the only criteria of
inclusion. We collected a convenience sample
of 460 employees (67% female). The age of
the participants varies from 18 to 57 years (M
= 32.1, SD = 10.3), 57.4% have graduate
studies, 18.3% have post-graduate studies and
24.3% have high school studies. A significant
part (75.5%) work in private institutions and
the rest in public institutions.

Measures

Workplace bullying. The NAQ-R scale
(Einarsen, Stile, Hoel, Helge, & Notelaers,
2009) was used for measuring workplace
bullying. This questionnaire contains 22 items
related to different workplace behaviors and is
divided into 3 dimensions: person-related
bullying (e.g., “Having your opinions
ignored”), workplace-related bullying (e.g.,
“Someone withholding information which
affects your performance”) and physically
intimidating bullying (e.g., “Being shouted at
or being the target of spontaneous anger”).
The Cronbach Alpha coefficient for this scale
is .90.

Turnover Intention. The Turnover
Intention Scale (Bentein, Vandenberghe,
Vandenberg & Stinglhamber, 2005) consists
of 2 items, that measure the desire to leave the
organization in prospect ("I often think about
giving up the organization for which I
currently work", "I intend to look for a job
with another employer next year"). The items
are rated on a five-point Likert scale (1 =
strong disagreement, 5 = strong agreement).
The Cronbach Alpha coefficient for this scale
is .86.

Personality Traits. The Big Five
Inventory-2 Short Form Scale (BFI-2; Soto &
John, 2017) was used to measure the five
personality traits. It contains 30 items rated on
a five-point Likert scale (1 = strong
disagreement, 5 = strong agreement). Each
factor consists of 6 items: Extraversion (“Is
dominant, acts as a leader”, “Is full of energy);
Agreeableness (“Is compassionate, has a soft
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heart”, “Assumes the best about people”),
Conscientiousness (“Is reliable, can always be
counted on“, “Keeps things neat and tidy”),
Negative Emotionality (“Worries a lot”, “Tends
to feel depressed, blue”), Open-Mindedness
(“Is fascinated about art, music, or literature”,
“Is original, comes up with new ideas”). The
Cronbach Alpha coefficients are .77, .75, .78,
.84 and .77 for Extraversion, Agreeableness,
Conscientiousness, Negative Emotionality, and
Open-Mindedness respectively.

Analytic Approach

A moderation analysis using the PROCESS
macro in SPSS (Hayes, 2012), Model 1, with

5000 bootstrapped samples following the
recommendations of Preacher and Hayes
(2008) was performed to test the moderation
effect. We chose to test the moderation
hypotheses based on the significance of the
interaction term and in case of significant
moderators, we further analyzed the effect
modification test of the difference between the
simple slopes.

Results

Table 1 presents the descriptive statistics and
the correlations between the study’s variables.

Table 1. Descriptive statistics and correlations for the variables in study

Variables M SD 1 2 3 4 5 6
Workplace bullying 36.02 13.51 - - - - -

Turnover Intention 5.49 2.77 A44x* - - - -
Extraversion 19.94 5.56 -.04 -.09* - - -
Agreeableness 18.92 3.28 -.09* -.10%* 22%* - -
Conscientiousness 19.51 3.40 -.14%* -.06 A7 25% -

Negative Emotionality 13.17 3.79 16%* 16%* - 20%* - 23%* -42%*

Open Mindedness 18.55 3.31 -.01 .05 .09*% .06 A1%* -

Note. * p <.05, ** p <.01, *** p < .001.

To test the assumption that bullying
predicts turnover intention (H1), the collected
data was analyzed using a hierarchical linear
regression. Multicollinearity tests have shown
that the level of multicollinearity between
variables was low (Tolerance = 1.00; VIF =
1.00). The data met the assumption of
independent errors (Durbin-Warson Value=
1.89). It also met the assumption of non-zero
variance (Bullying Scores, Variance= 182.76;
Turnover Intention Scores, Variance= 7.70).
Results indicated that bulling predicts
turnover intention (4R? = .20, F(1,473) =
117.12, p <.00).

Before computed the moderation analysis
for testing H2-H6, following the
recommendations of Aiken & West, 1991,
variables were mean-centered before being
entered in the analysis. To rule out alternative
explanations (Carlson & Wu, 2012), gender

(0 = male, 1 = female) and age (in years) were
included as control variables. In this particular
case, gender is positively associated with
negative emotionality (r = .18, p < .0l;
females have a higher tendency experiencing
negative emotionality) and age relates
positively with conscientiousness (r = .15, p <
.01; older people tend to have higher
conscientiousness scores), negatively with
negative emotionality (r = -.10, p < .0l;
younger people have a higher tendency
experiencing negative emotionality) and
negatively with open mindedness (r = -.14, p
< .01; younger people have higher scores at
open mindedness). To demonstrate the unique
relationship between model's variables, it is
important to parse out the variance between
these controls and our predictor variable.

As can be seen in Table 2, we found an
effect of bullying and extraversion in
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predicting turnover intention, § =.007, 4R? =
.05, p < .001. The predictive value for the
whole model regarding the explained variance
of turnover intention is 26 %, while the

increment of the interaction is 5%. To
illustrate the bullying X extraversion
interaction for turnover interaction, we

computed the effect modification test (Hayes,
2012, 2017) in order to investigate slope
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differences at different levels of the moderator
(low, average and high), as presented in Table
3. The relationship between bullying and
turnover intention is amplified as the level of
extraversion is higher [b = .14, #(470) = 11.87,
p < 0.001]. Similarly, at low levels of
extraversion, the relationship between
bullying and turnover intention was also
relevant [b = .06, #(470) =6.15, p < 0.001].

Table 2. Summary of the regression results for the moderating effect of bullying and Big Five

personality factors on turnover intention

Moderator (M)
E A C N (o)
Age -.03 -.03* -.03* -.03 -.03*
Gender -13 -.07 -11 -21 -.10
v 10 10 09k 09" 09"
M -.04 -.05 .01 .07 .03
IVxM .007%** 011 ** -.001 .000 -.002
R? 26" 25" 20%** 21 20%**
AR? 05 x L3k .00 .002 .001

Note. Table contains unstandardized betas. IV = Bullying, DV = Turnover intention, E= Extraversion, A=
Agreeableness, C= Conscientiousness, N= Negative Emotionality, O= Open Mindedness. 95CI = 95% Confidence

Interval at Step 3, * p <.05, ** p < .01, *** p <.001.

Gender was coded: 0 = male; 1 = female.

Table 3. Conditional effect of bullying on turnover intention at values of the significative

moderators (Extraversion, Agreeableness)

Moderator E A

Values Effect SE T Values Effect SE t
Low -5.56 06" .01 6.15 -3.62 .06™" .01 5.13
Average .00 10" .00 11.89 .00 .10™ .00 11.38
High 5.56 14" .02 11.87 3.62 13" .02 10.98

Note. E= Extraversion, A= Agreeableness. Values for moderators are the mean and plus/minus one SD from mean, * p

<.05, ** p<.01, *¥** p <.001.

For agreeableness, was found a similar
pattern.  The  moderating  effect of
agreeableness on the relationship between
bullying and turnover intention is § =.010, AR?
= .03, p <.001. Agreeableness as moderator
brought up to 3 % in explaining the variability
of turnover intention. As Table 3 shows, the
relationship between bullying and turnover
intentions is  stronger as levels of

agreeableness is higher [b = .13, #470) =
10.98, p < 0.001].

Results revealed that the interaction among
bullying, and negative emotionality did not
account for a significant proportion of the
variance in turnover intention, § =.000, AR? =
.002, p >.05. In the case of conscientiousness,
the interaction term with bullying also did not
account for a significant portion of the
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variance for turnover intention: f = -.001,
AR?= .00, p >.05. Finally, the interaction
among bullying, and open mindedness also
did not account for a significant proportion of
the variance in intention to appeal, = -.002,
AR?=.001, p >.05.

Discussion

The objective of this study was to establish the
way personality traits influence one’s desire to
depart from the organization, due to bullying.
This perspective has not yet been studied in
the literature, previous studies referring to
personality only as an antecedent of bullying,
and as an antecedent of turnover intention.
Based on the assumption of Vulnerability-
Stress Model, personality traits could act as a
protector or could enhance one’s vulnerability
due to stress (i.e., bullying in this context). In
this paper, the role of wvulnerability vs.
protective has been related to the turnover
intention criteria. To be precise, vulnerability
refers to the employee’s incapacity to remain
stuck in the current position (i.e., being
bullied), whereas protective outlines one’s
determination to bring about change. We learn
from previous studies that, due to perpetual
bullying, by that time, the affected employee
is trying to unsuccessfully cope with the
situation. Moreover, specialists conclude that
leaving the organization may be the foremost
alternative.

The results were partly confirmed. As
expected, the first hypothesis was confirmed.
Specifically, bullied employees, as an attempt
to coping are more inclined to turnover
intentions, as preceded suggested by literature.
Moreover, when we examine the extent to
which this relationship is influenced by
personality factors, present results show that
exclusively two traits have a small
contribution, namely extraversion and
agreeableness. Notably about these results is
that, although the mentioned factors evidently
capture other aspects of human behavior, out
of all 5 factors, solely extraversion and
agreeableness consist, at their core, of aspects
as social interactions/interpersonal
relationships. Furthermore, both traits could
be located within the interpersonal circumplex
(Trapnell &Wiggins, 1990), which is defined

by two orthogonal axes labeled as dominance-
agency and nurturance-communion. Whereas
extraversion reflects a mixture of dominance
and nurturance, agreeableness dwells
primarily on nurturance (Tov, Nai, & Lee,
2014). In addition, it is comprehensible that
both extroverted and highly agreeable
individuals need positive relationships,
however this specific aspect is threatened by
bullying situations. As follows, they might
come to think about changing the social
context, by resigning from the workplace.
Extraversion is neither in this study (» = -
.04) nor in previous studies related to the
proclivity of bullying, on the contrary, not
only by having better social skills (Festa,
McNamara Barry, Sherman, & Grover, 2012),
but also by possessing the tendency to
generally experience pleasant affects (Wilt &
Revelle, 2009), extraverts aim to evoke more
positive reactions from others than introverts
(Eaton & Funder, 2003). Nonetheless,
according to the present results, extraverts
who are experiencing acts of bullying are put
in contexts that does not allow them to benefit
from interpersonal exchanges, so they tend to
resign, or at least to have turnover intentions.
Moreover, extraverts are described as
interested in having high social impact (Tobin,
Graziano, Vannman, & Tassinary, 2000) and
being victims in bulling situations, social
impact is certainly inefficient or negative. In
short, from this perspective, extroverts do not
have the opportunity nor the audience to
express themselves, meaning they cannot
dominate the interactions. Hereby,
extraversion acts like a protective factor.
Similar to extravert individuals, high
agreeableness is negatively related to bullying
(r=-.09*), meaning that they usually are not
target of the bullying behavior, au contraire.
This may be explained by their nature: people
who score high on the agreeableness scale
have been described as likable, pleasant, and
responsive to the needs of others (Graziano &
Tobin, 2009) and primarily concerned with
maintaining positive relationships with the
rest. Present results indicate that it is very
unlikely for agreeable people to respond to
social conflict in any other way than
withdrawing from the respective
circumstance. Thus, their agreeableness acts
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rather as a protective factor by not exposing
themselves as the target of aggression
anymore, by leaving or thinking about leaving
the organization. In the current study, the other
personality factors did not reveal that they
would make any contribution in explaining
turnover intention in bullying situations.

Theoretical and Practical
Implications

In a recent exhaustive review of workplace
bullying, Nielsen & Einarsen (2018) conclude
that scientific studies in the field of workplace
bullying have resulted in addressing an
important social problem, rather than as the
result of purely academic and theoretical
interest, theories guiding workplace bullying
research are therefore relatively few and far
between. In order to move the field forward, it
is necessary to further integrate established
theories for adjacent research. Thus, main
theoretical contribution of our research
concerns the wusability of a theoretical
framework, Vulnerability-Stress Model, in the
literature dedicated to bullying. The model
provides an explanatory framework for which
certain personality traits could not only
contribute to the relationship between bullying
and turnover, but also can provide a practical
benchmark. Among the most important
practical contribution of this study is the watch
out signal that can be drawn related to a
possible risk category of personnel. If
someone refers to the previous results in the
literature, we know that both agreeableness
and extraversion are negatively correlated
with bullying - meaning that they are not
predisposed to be victims in such a context,
which can be reassuring for organizational
management. Also, if we look at the previous
results between personality and turnover
intention, ones with high agreeableness scores
are rather loyal to the organization, and
extraverts are rather attached to their
interpersonal relationships, a conclusion
which again, could lead to the thought that,
from a managerial perspective, there should be
no concerns from the standpoint of turnover.
This study adds to the literature targeting on
the context in which of the two categories
could be considered a risk of leaving, i.e.,
when they are bullied.
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Limits and Future Direction

Although our results might be explained by
using theoretical arguments (e.g., the lack of
social impact in the context of bullying of
extraverts and respectively the inability to
nourish the need for positive relationships as
part of bullying of the agreeable employees),
it would still be an advance to empirically test
the present model, by placing out theoretical
arguments as mediators.

All studies that are considering intentions,
rather than behaviors, are considered limited
from this point of view. Although it is
important to study the intention, as we have
argued, primarily because, at that moment,
organizational management still has time to
interfere, meta-analyses have reported
correlations between turnover intentions and
actual turnover, in the range of 0.35-0.38
(Griffeth, Hom, & Gaertner, 2000; Jiang, Liu,
McKay, Lee, & Mitchell, 2012), meaning that
it is possible that the effects of personality, as
it happens real turnover, may be larger,
smaller, or have other significance,
accordingly further studies should also take
into account the turnover behavior. However,
we are compelled to mention that even in the
event of personality factors acting differently
in the context of turnover behavior versus
turnover intention, present contribution would
not be invalidated. Just thinking about leaving
the workplace is itself an anxiogenic
experience, which should be addressed by the
upper management.
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Abstract

The current study was conducted among employees in various industries and sectors (N =412) in Romania and examined
how four socio-demographic groups differ with regards to three main organizational outcomes: organizational
commitment, burnout and intention to leave. Multivariate analysis of variance showed that statistically significant
differences exist between socio-demographic groups based on hierarchical level, sector of the employer, generation and
perceived income level. Additionally, significant differences were shown at the dependent variables levels for certain
socio-demographic groups. One of the most expected set of results relate to the differences between generations in terms
of all variables included in the study. Like the other findings, but most of it, in a complete form, this highlight could help
organizations in their endevour to bridge the generational gap and propose a tailored organizational employee value
proposition to their prospective targets.
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his set of three basic propositions to explain
human behavior with two more. Those two
As much as we like to be otherwise, people are  propositions explain the concept of value as
contributing differently and, therefore, treated  «je degree of reward” and are defined as The
and rewarded differently, in spite of all the  p 7,0 Proposition and The Rationality
political correctness rules so much enforced  p,.qp05ition (Homans, 1974). Homan’s Value
these days in the organizational world.  proposition states that "The more valuable to

Authors have talked widely about this 4 person is the result of his action, the more
different contribution and reward ever since |ikely he is to perform the action." (p. 25).

the Social Exchange Frame of theories was We can link this statement with the
thoroughly critically analyzed by Richard M. difference in the current level of total rewards
Emerson in his 1976 seminal review. Emerson  packages (especially the performance base
points out an important addition that George pay part) an employee in a management
Homans, one of the main contributors to the position receives in comparison with an

creation of this frame of theories, completed  employee from the same field, who does not
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hold a management position, as well as the
total rewards packages a civil servant receives
in comparison with a peer from a private
sector organization.

The current study seeks to investigate
differences in a matrix comprised of four
socio-demographic groups of employees and
three organizational outcomes, namely
burnout, organizational commitment and
intention to leave. Burnout was considered
both at the global factor and its facets’ level.
The organizational commitment is most
meaningfully assessed using three separate
facets, not as a single global factor, since the
three facets of the construct are conceptually
different (Allen & Meyer, 1996), including the
subscales of the continuance commitment
facet, namely the one indicating the high
sacrifices required when leaving the
organization and the availability of limited
alternatives (Meyer, Allen & Smith, 1993).
Intention to leave is measured and reported as
a three items, single factor.

The four investigated socio-demographic
categories are: hierarchical level of the
employee (manager or non-manager), sector
of the employer (private or public sector), age
generation of the employee (Baby-Boomers,
X-Generation or Y-Generation/Millennials)
and the level of reported income. For the
purpose of the current study, we take into
consideration the financial expected results of
an employee’s actions, acknowledging that
there are also other kinds of achievement
motivators (Schuler, Thornton, Frintrup,
Mueller-Hanson, 2004) and antecedents of the
commitment at work (Jeong & Oh, 2017,
Suman & Srivastava, 2012; Cohen, 1992).
Practical potential implications outlined in this
study are intended to have both an individual
impact, on the employees themselves and also
helps the organizations through their human
capital professionals to better tailor their
Employee Value Proposition and, in this way,
to secure talent and save costs.

Differences between employees
and their impact on the
organizational outcomes

There is a full body of literature talking about
the difference between employees and ways in
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which those contributes to the performance of
the organization and the shareholders’ value
creation and the actual gap between various
employees in public and private sector, in
management and non-management position,
in any of the generation studied or amount of
pay perceived.

To give just an example of such
differences between employees working in
public vs. employees working in private
sector, in OECD countries, performance pay
(namely performance bonus depending on the
degree to which performance goals are
achieved) is only a small part (up to 10%) of
the civil servant’s total pay (OECD, 1997).

Czech Republic case seem to be unique,
since performance bonuses can be up to 100%
of the salary for jobs in grades 9-12 and 40%
for job grades 1-8. Average performance
bonuses are about 25% of take-home pay and
vary by each public institution (OECD, 2005).

However, when asked whether they knew
of any employee in their organizations who
had been rewarded for good performance in
the preceding year, public officials taking part
in a World Bank survey run in sixteen
countries reported not knowing any rewards
for good performance (Mukherjee &
Gokcekus, 2001).

Comparing to the public sector, the private
sector performance-related pay is ranging
from the lowest 18% of salary in leisure and
hospitality sector to 57% in information
systems and to an even higher level of 67% of
salary in financial activities sector (Gittleman
& Pierce, 2013). One of the most significant
finding is that the sector (private- versus
public-sector organizations) has a moderating
effect upon the pay satisfaction and the
organizational ~commitment relationship
(Cohen & Gattiker, 1994).

In a meta-analysis studying the link
between organizational commitment and
turnover, when age served as the career stage
indicator, results showed that younger
employees who report high levels of
commitment may have a sharp decline shortly
after a survey, causing a low organizational
commitment-turnover relationship, while in
the older employees case, even if reporting
low levels of organizational commitment but
may not leave their organization because, says
the author: “of structural bonds, few
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employment alternatives, and a desire for
stability” (Cohen, 1993).

Another study show that there is a
difference in the levels of organizational
commitment between Gen X and Gen Y,
namely that Gen X have higher normative
commitment and affective commitment
comparing with Y Gen-ers, that have higher
levels of continuance commitment comparing
with X-Gen-ers. (Patalano, 2008)

Also, rewards (actual and perceived) may
be considered as important determinants of
organizational commitment (Oliver, 1990;
Cohen & Gattiker, 1994), while other studies
show a weak relationship between pay and the
level of income and organizational
commitment and suggested that income and
pay satisfaction may operate differently across
various structural settings (Cohen &
Lowenberg, 1990; Mathieu & Zajac, 1990).

In a meta-analysis studying the
antecedents, the correlations and, most
importantly, the consequences of the three
types of engagement in organizations, it was
argued that affective  organizational
commitment has the strongest and most
desirable correlations with outcomes at the
individual level (e.g., stress or personal-work
life conflict) and at the organizational level
(e.g., performance, participation,
organizational citizenship behaviour),
followed by normative commitment. The
continuance commitment did not correlate or
negatively correlate with the results at the
individual or organizational level. Therefore,
employees with a high degree of emotional
commitment want to get involved in the work
activity due to the fact that they are attached,
feel identified or share values with the
organization (Meyer, Stanley, Herscovitch &
Topolnytsky, 2002). It was, therefore,
highlighted the importance the managers have
in creating organizational commitment more
than the non-managers (Clugston, Howell &
Dorfman, 2000), mainly due to higher status
and autonomy that managers perceive as well
as the income — organizational commitment
relationship that was argued to be stronger for
managers than for non-managers (Cohen &
Gattiker, 1994). Still, a study conducted by
Yousef (2016) showed that employees were
highly satisfied with supervision and co-
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workers and had low satisfaction with pay and
promotion facets of the job.

Therefore, we may conclude that pay could
constitute an incentive only in some situations
and just for some categories of the employees
(Cohen & Gattiker, 1994). Other elements are
valued more in the organization and contribute
to them deciding to stay and deliver
performant results for the organization. For
instance, subjective  value congruence
correlates with employees' attitudes such as
identification with the organization, job
satisfaction, and the intention to stay in the
organization. (Edwards & Cable, 2009).

On the other hand, studies had shown
various negative health (e.g. depression) and
organizational (e.g. absenteeism, intention to
leave, performance, and quality of services)
outcomes (for a review see Schaufeli and
Enzmann, 1998). Montgomery, Peeters,
Schaufeli & Den Ouden (2003) discuss the
importance of social support and the relation
between burnout and work-home interference.
They oncluded that social support from one’s
supervisor can have a positive effect on a
manager’s level of cynicism (decreasing) via
positive interference. Also, comparingl056
private sector and 557 public sector
employees, Bogg and Cooper (1995) found
that civil servants had the worse mental and
physical health.

Even if the current literature speaks vastly
about individual differences and how those
can contribute to the organizational
performance, there is no study that brings
together three of the most important
organizational outcomes and studies them in
relation with the four socio-demographic
characteristics we propose in the current study.

Study objectives and research
questions

Objectives

The study aims to determine whether burnout
and its facets, organizational commitment
facets and intention to leave, considered as
dependent variables differ in case of four
socio-demographic groups: hierarchical level,
form of property of the organization the person
works in, generation and perceived level of
income, as independent variables.
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Research questions

Even if for certain relationships between the
socio-demographic characteristics and the
three main criterion variables there already
exists literature (for instance for the
relationship between two out of three
generations considered in this study and the
facets of organizational commitment or the
hierarchical level and the level of burnout and
its facets), this is not the case for all the
possible combinations resulted from the
presented 4 socio-demographic characteristics
per 3 organizational outcomes matrix.
Therefore, stating the hypotheses as
directional would be inadequate, since not all
the hypotheses can be grounded in previous
work done. Consequently, we formulated the
following research questions:

Research question I: Is there a variance in
the studied organizational outcomes (namely
the facets of the organizational commitment,
burnout and its facets and intention to leave)
due a combined effect of the four independent
variables?

Research question 2: Is there a variance in
the studied organizational outcomes (namely
the facets of the organizational commitment,
burnout and its facets and intention to leave)
due to hierarchical level?

Research question 3: Is there a variance in
the studied organizational outcomes (namely
the facets of the organizational commitment,
burnout and its facets and intention to leave)
due to form of property of the institution in
which the employee works (sector of the
employer)?

Research question 4: Is there a variance in
the studied organizational outcomes (namely
the facets of the organizational commitment,
burnout and its facets and intention to leave)
due the age (generation) of the employees?

Research question 5: Is there a variance in
the studied organizational outcomes (namely
the facets of the organizational commitment,
burnout and its facets and intention to leave)
due the level of income reported by the
employees?
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Methodology

Participants

The study sample was formed of 412
Romanian employees (Muee = 39.14, SD =
10.32), 54,6% women. From them, 141
respondents (34,2%) are managers. 153
respondents (37,1%) work in public
institutions. From the age (generation) point of
view, we classified the respondents in three
categories: Baby — Boomers: people born
between 1944 and 1964, from which, our
sample gathered 60 respondents (14,6%),
Generation-X: people born between 1965 and
1979, from which, our sample gathered 187
respondents  (45,4%) and  Generation-
Y/Millennials, people born between 1980 and
1994, from which, our sample gathered 165
respondents (40,0%). The self-reported level
of income was classified in three groups: Low
income level: 125 employees (30,3%)
reported that they don’t consider they earn
enough and they face financial difficulties;
Medium income level: 230 employees
(55,8%) that consider that they earn enough to
manage daily life without difficulties and a
third category, High income level: 57
respondents (15,8%) that consider that they
earn more than enough and are able to make
savings. The respondents have completed an
online survey, using a virtual testing platform.
The recruitment of the participants and their
inclusion were made on a voluntary, snowball
basis, with confidentiality assurance. The data
were collected between April and June 2019.

Measures

Organizational commitment (0OC) was
measured by the homonym Questionnaire
(Meyer & Allen, 1997). Internal reliability
coefficients ranged from o =.89 for the sub-
scale of Affective Commitment (AC) (6
items), to o = .88 for Normative Commitment
(NC) (6 items) and a = .81 for Continuance
Commitment (CC) (8 items). The CC has two
subscales: CC-HHS (High Sacrifices Scale —4
items) with a = .71 and CC-LAS (Lack of
Alternatives Scale — 4 items) with a = .72. A
7-point scale was used with 1=Strongly
Disagree and 7=Strongly Agree.

Burnout was measured by Maslach
Burnout Inventory (MBI, Schaufeli, Leiter,
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Maslach & Jackson, 1996). Alpha Cronbach
calculated on our sample (N=412) ranged
from o= .89 for the sub-scale of Exhaustion (5
items), to a = .84 for the sub-scale of Cynicism
(for 4 out of the 5 items; item 4: “I just want to
do my job and not be bothered.” was removed
from the analysis, due to decreasing the
reliability of the sub-scale) and o = .81 for the
6-items subscale of Professional Inefficacy.
Answers ranged from (1) “never” to (7) “every
day”.

The intention to leave (ITL), was assessed
by using the three-item scale of Mobley,
Horner & Hollingsworth (1978). ITL items
were ranked on a 5-point Likert scale ranging
from (1) Strongly disagree to (5) strongly
agree, for which the Alpha Cronbach
coefficient calculated on our sample (N=412)
was o = .86.

Data analysis

The design of this study was cross-sectional.
The statistical analysis was carried out in
SPSS. Multivariate analysis of variance
(MANOVA) was used to determine the
significance of differences between the
organizational  outcomes (organizational
commitment, burnout and intention to leave)
of different socio-demographic groups.
MANOVA is the equivalent statistical method
of analysis of variance (ANOVA) methods,
used to cover cases where there is more than
one dependent variable and where the
dependent variables cannot simply be
combined. Also, this method is used to
identify whether changes in the independent
variables, in our case, the socio-demographic
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characteristics, have a significant effect on the
dependent  variables, in  our case,
organizational commitment, burnout and
intention to leave. The assumptions for the
multivariate analysis of variance were met.
We observed both Pillai—Bartlett trace, the
sum of the proportion of explained variance on
the discriminant functions, similar to R’
(Field, 2018, p.842) and Wilk’s Lambda. We
choose to report the later, being the product of
the unexplained variance on each of the
variates (Field, 2018, p.843), to test the
likelihood of the data under the assumption of
equal population mean vectors for all groups.
We used one-way analysis of variance when
an effect was significant in MANOVA, to
discover which dependent variables had been
affected. ANOVA reflects the expression of
the hypothesis tests of interests in terms of
variance estimates (Muller & Fetterman,
2002). A Bonferroni-type adjustment was
made to address the Type 1 error, uneven
groups (Popa, 2010, p.218).

Results

Correlation Analysis

The best use of MANOVA is also seen when,
apart from meeting the assumptions for the
multivariate analysis of variance there is, also,
a substantial correlation between the
dependent variables (Kerlinger & Lee, 2000).
The results presented in Table 1 show that
apart from the Organizational Continuance
Commitment, especially the Lack of
Alternatives facet, the dependent variables
correlate between themselves.

Table 1. Means, Standard Deviations and Intercorrelations of the study variables

Variables M SD 1 2 3 4 5 6 7 8 9 10
1 AC 5.17 1.39 -
2 NC 4.67 1.45 72" -
3 CC 4.47 1.16 27 34" -
4 HHS 4.59 1.32 357 40™ .89™ -
5 LAS 4.34 1.29 13" 20" .89 58" -
6 BURN 2.15 0.88 -617 -45™ -06 -.11" .01 -
7 EXH 2.51 1.21 .48 -357 -06 -09 -02 .83 -
8 CYN 1.95 1.14 -597  -44™ -05 -.12° 04 90" 66 -
9 PI 1.99 0.91 -4 L27 -02 -.05 01 .67 25" 48T -
10 ITL 2.18 1.05 -717 0 -.637 A7 =25 -05 .54 A7 567 24" -

Note. N =412, AC = Affective Commitment; NC = Normative Commitment; CC = Continuance Commitment; HHS-
High Sacrifices Scale; LAS: Lack of alternatives Scale; BURN = Burnout (Global Factor); EXH = Exhaustion; CYN =
Cynicism; PI = Professional Inefficacy: ITL = Intention to Leave; *p <.05. **p < .01.
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MANOVA

The results of the MANOVA analyses are
provided in Table 2.

There was a difference between managers
and non-managers when considered jointly the
variables organizational commitment (with its
facets), burnout (with its facets) and intention
to leave, Wilk’s A =881, F(8, 403) = 6.83, p
< .001, partial 1> = .12. Also, for the same
jointly considered variables, there was a
significant diference between employees
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working in public and private sectors, Wilk’s
A =945, F(8,403) = 2.94, p =.003 and partial
n?> = .05, people from the three studied
generations: Wilk’s A =.830, F(16, 804) =
4.92, p < .001, partial 1> = .09 and with the
three level of reported income: Wilk’s A
=.885, F(8,403) = 3.16, p < .001, partial n? =
.09. We are going to consider in interpreting
the effect size, Cohen’s guideliness (1988),
where n? = .01 indicates a small, 0> = .06 a
medium and n? = .14 a large effect size.

Table 2. Multivariate tests for the four demographic groups

Variable Value F Error df )4 Partial Eta Squared
Hierarchical Level .881 6.83° 8.00 403.00 <.001 12
Sector of the Employer 945 2.94 8.00 403.00 .003 .05
Generation .830 4.92¢ 16.00 804.00 <.001 .09
Level of reported income .885 3.16° 8.00 403.00 <.001 .09

“Exact statistic

These results support positively answering to
Research Question 1. Still, various levels of
effect sizes can be observed in terms of
differences related to the jointly observed
organizational outcomes, from small to
medium in the case of sector of the employer
to medium, for generation and level of

reported income, to medium high in case of
hierarchical level contribution.

A separate ANOVA was conducted for
each dependent variable (see Tables 3,4, 5 and
7), with each ANOVA evaluated at an alpha
level of .025.

Table 3. ANOVA — Test of Between-Subject Effects for Hierarchical Level

Variable Mean Square F df Df Error )4 Partial Eta Squared
AC 49.09 27.06 1 410 <.001 .06
NC 45.01 2241 1 410 <.001 .05
CcC .03 .02 1 410 .876 .00
HHS 2.09 1.20 1 410 274 .00
LAS 3.27 1.98 1 410 .160 .00
BURN 4.06 5.28 1 410 .022 .01
EXH 49 .33 1 410 .563 .00
CYN 2.44 1.87 1 410 172 .00
PI 14.29 17.93 1 410 <.001 .04
ITL 11.97 11.05 1 410 .001 .03

Note: AC = Affective Commitment; NC = Normative Commitment; CC = Continuance Commitment; HHS- High
Sacrifices Scale; LAS: Lack of alternatives Scale; BURN = Burnout (Global Factor); EXH = Exhaustion; CYN =
Cynicism; PI = Professional Inefficacy: ITL = Intention to Leave.
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From Table 3 we see that there was a
difference between managers and non-
managers on total level of Burnout, with non-
managers (M=2.22) scoring higher than
managers (M=2.01), but with a low partial 1’
= .01. The differences are related to the
Professional Inefficacy area of the Burnout
construct, where the difference between non-
managers (M=2.13) and managers (M=1.73)
is higher than in the global Burnout factor,
with a partial 1> = .04. Also, there is a
significant difference between employees at
different hierarchical level on Affective
Commitment, managers (M=5.65) scoring
higher than non-managers (M=4.93) with a
medium effect size 1> = .06 and on Normative
Commitment, also managers (M=5.13)
scoring higher than non-managers (M=4.43),
with a partial n? = .05. Finally, in the Intention
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to leave area, non-managers have a higher
mean (M=2.30) than managers (M=1.94), the
effect size being between small and medium
with a partial B> = .03. All estimated marginal
means were generated by SPSS.

These results partially answer to Research
Question 2. The hierarchical level accounts for
differences between managers and non-
managers, with medium effect sizes in the case
of Affective and Normative Commitment,
with small to medium effect sizes in the case
of Professional Inefficacy and Intention to
Leave and with a small effect size in the case
of the global factor of Burnout. No differences
were found in case of the Exhaustion,
Cynicism or Continuance Commitment (with
its sub-facets) between managers and non-
managers.

Table 4. ANOVA — Test of Between-Subject Effects for Sector of the Employer

Variable Mean Square F df Df Error V4 Partial Eta Squared
AC 32 42 1 410 519 .00
NC 42 .29 1 410 .591 .00
CcC 42 32 1 410 571 .00
HHS 17 .20 1 410 .653 .00
LAS 8.81 4.61 1 410 .032 .01
BURN 28.00 13.66 1 410 <.001 .03
EXH 2.16 1.62 1 410 204 .00
CYN 1.33 .76 1 410 .383 .00
PI 3.20 1.94 1 410 .165 .00
ITL 32 42 1 410 519 .00

Note: AC = Affective Commitment; NC = Normative Commitment; CC = Continuance Commitment; HHS- High
Sacrifices Scale; LAS: Lack of alternatives Scale; BURN = Burnout (Global Factor); EXH = Exhaustion; CYN =
Cynicism; PI = Professional Inefficacy: ITL = Intention to Leave

There was a difference between employees
working in public and in the private sectors
only on the total level of Burnout, with
employees working in public sector (M=2.19)
scoring higher than employees working in
private sector (M=2.13), but with a rather
small to medium effect size of n?> = .03,
p<.001. In the Continuance Commitment’s
dimension of perceived Lack of Alternatives,
the employees from public sector (M=4.45)
find difficult to leave the current job due to
perceived lack of alternatives in the job market
than employees working in private sector

(M=4.27), the effect size is rather small > =
.01, p=.032. The other investigated
differences between the public and private
sector’s employees were found not be
significant, according to the data included in
Table 4. Considering these data, the Research
Question 3 is partially answered.

Table 5 presents that for all the studied
dependent variables, there are differences
between generations. Data support answering
Research Question 4, namely there are
differences between all the organizational
outcomes studied due to the the generation.
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Rather larger effect sizes are obtained in the
case of Affective Commitment and Burnout
(as a global factor), n*> = .10 and medium to
large effect sizes are seen in the case of
Exhaustion (1> = .08) and Normative
Commitment (n?> = .07). Medium effect sizes
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are seen in the case of Cynicism and
Professional Innefficacy (n?=.06). Last, small
to medium effect sizes where seen related to
Continuance Commitment (n* = .04) and its
facets, as well as to the Intention to Leave (1
=.03).

Table 5. ANOVA — Test of Between-Subject Effects for Generation

Variable Mean Square F df Df Error )4 Partial Eta Squared
AC 39.49 22.62 2 409 <.001 .10
NC 29.19 14.74 2 409 <.001 .07
CcC 9.98 7.70 2 409 .001 .04
HHS 11.39 6.74 2 409 .001 .03
LAS 8.66 5.34 2 409 .005 .03
BURN 15.62 2222 2 409 <.001 .10
EXH 22.51 16.63 2 409 <.001 .08
CYN 15.49 12.52 2 409 <.001 .06
PI 10.67 13.65 2 409 <.001 .06
ITL 7.81 7.25 2 409 .001 .03

Note: AC = Affective Commitment; NC = Normative Commitment; CC = Continuance Commitment; HHS- High
Sacrifices Scale; LAS: Lack of alternatives Scale; BURN = Burnout (Global Factor); EXH = Exhaustion; CYN =
Cynicism; [P = Professional Inefficacy: ITL = Intention to Leave

To ilustrate these differences, we included in
Table 6, the means and standard deviations for

all three generations reported for each of the
dependent variables.

Table 6. Descriptive Statistics for the Dependent Variables in relation to the Generations

1944-1964 1965-1979 1980-1994
DEPENDENT BABY_BOOMERS X _GEN Y_GEN Total
VARIABLE (N=60) (N=186) (N=165)
M SD M SD M SD M SD
AC 5.95° 1.01 5.34° 1.34 4.70° 1.39 5.17 1.39
NC 5.41° 1.22 4.77° 1.48 4.29° 1.38 4.67 1.45
CcC 4.84* 1.04 4.56 1.15 4.22¢ 1.16 447 1.16
HHS 4.99* 1.24 4.70° 1.26 4.33¢ 1.36 4.59 1.32
LAS 4.69* 1.15 4.43° 1.35 4.11° 1.23 434 1.29
BURN 1.75° 1 1.99° 74 247 97 2.15 .88
EXH 2.01° 97 2.330 1.13 2.89* 1.27 2.51 1.21
CYN 1.50¢ 7 1.82° 1.02 2.25° 1.30 1.95 1.14
PI 1.76° .84 1.82° 17 227 1.01 1.99 91
ITL 1.86* 92 2.09° 1.07 2.40* 1.04 2.18 1.05

Note: AC = Affective Commitment; NC = Normative Commitment; CC = Continuance Commitment; HHS- High
Sacrifices Scale; LAS: Lack of alternatives Scale; BURN = Burnout (Global Factor); EXH = Exhaustion; CYN =
Cynicism; PI = Professional Inefficacy: ITL = Intention to Leave; a-the highest score, b — the medium score, ¢ — the

lower score for the variable.
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Both the effect sizes and the calculated means
show a rather sensible attitude the younger
generation display. In terms of Burnout Y-
Gen-ers report the higher score comparing
with the older generation (Baby-Boomers) and
the difference is valid when discussing about
all the burnout facets, namely Exhaustion,
Cynicism and Professional Inefficacy.

Also, an important finding is that results
show medium to large effect size differences
in terms of Affective and Normative
Commitment, the older generation being the
highest committed employees rather than the
younger generation. One may say that this
could be due to the lack of perceived
alternatives or high sacrifices the old
generation may need to do in order to find
alternative employment opportunities. Effect
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size wise, this represents rather a small
posibility since the Continuance Commitment
partial eta-square and its’ facets’, were rather
small in intensity n?> = .03-.04.

As presented in Table 7, there were
reported differences between employees in the
three categories of perceived level of income
but not in the case of all studied dependent
variables. This fact support partially
answering Research Question 5, namely,
differences were obtained in the Intention to
Leave and the Organizational Commitment
areas (except for the Affective Commitment),
with rather smaller effect sizes (n? = .02-.04) .
No differences between the employees in the
three categories of perceived level of income
with regards to Burnout or any of its facets
were found.

Table 7. ANOVA — Test of Between-Subject Effects for Perceived Level of Income

Variable Mean Square F df Df Error )4 Partial Eta Squared
AC 4.29 224 2 409 .108 .01
NC 8.71 4.18 2 409 .016 .02
CcC 9.72 7.49 2 409 .001 .04
HHS 13.61 8.10 2 409 <.001 .04
LAS 8.54 5.27 2 409 .006 .03
BURN 75 .97 2 409 382 .00
EXH .79 .54 2 409 .582 .00
CYN 1.98 1.52 2 409 .220 .01
PI 21 .26 2 409 174 .00
ITL 5.69 5.23 2 409 .006 .02

Note: AC = Affective Commitment; NC = Normative Commitment; CC = Continuance Commitment; HHS- High
Sacrifices Scale; LAS: Lack of alternatives Scale; BURN = Burnout (Global Factor); EXH = Exhaustion; CYN =
Cynicism; PI = Professional Inefficacy: ITL = Intention to Leave

The differences between the three categories
of perceived income level are presented, in
terms of means and standard deviations, in the
Table 8. As can be seen, it is not the generation
but rather the perceived level of income that
explains diferences in terms of normative and
continuance commitment and its facets. For
instance, people reported the low income level
perceived that their costs related to leaving the

company would be higher in terms of
sacrifices and risks of not finding alternative
employement solutions, followed by people
with high income level. The most balanced
from this point of view would be people with
medium income level. Still, interestingly
enough, people with low income level are
reporting the higher intention to leave.
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Table 8. Means and standard deviations for the Dependent Variables found to have significant

differences in relation to the three studied levels of perceived level of income

Medium Income

High Income Level Level Low Income Level Total

DEPENDENT (N=57) (N=230) (N=125) (N=412)
VARIABLE

M SD M SD M SD M SD
NC 5.04¢ 1.44 4.72° 1.39 4.40° 1.53 4.67 1.45
cC 4.35° 1.14 4.32° 1.15 4.79* 1.12 4.47 1.16
HHS 4.65° 1.29 4.38° 1.30 4.96 1.29 4.59 1.32
LAS 4.05¢ 1.30 4.25° 1.33 4.63° 1.15 434 1.29
ITL 1.96¢ 1.08 2.10° .99 2.42° 1.11 2.18 1.05

Note: NC = Normative Commitment; CC = Continuance Commitment; HHS- High Sacrifices Scale; LAS: Lack of
alternatives Scale; ITL = Intention to Leave; a-the highest score, b — the medium score, ¢ — the lower score for the

indicated variable.

Discussions and conclusions

We focused on the study of three of the main
studied organizational results, namely
organizational commitment, burnout and
intention to leave and how are they
manifesting in various groups of employees.
One of the most important reason for which
we crossed-examined the three selected
organizational outcomes and the four
demographic characteristics is due to the fact
that an important amount of costs are
associated with the lack of organizational
commitment, higher levels of burnout or
intention to leave (Schaufeli & Salanova,
2014; Loi, Hang-yue & Foley, 2006; Guchait
& Cho, 2010). Also, it is important to note the
increasing interest of the organizations to
tailor their approach to various groups of
professionals, if not even to have dedicated
initiatives at the individual level.

We found that, when considering the entire
sample, professional inefficacy is highly
negatively correlated with the affective
commitment and mildly connected with
normative commitment while not at all
connected with the continuance commitment
and its facets.

When discussing about the various
considered groups, the significant difference
between managers and non-managers on total
level of Burnout, particularily, in the
Professional Inefficacy area as well as in the
affective  commitment and normative
commitment. We also found that non-

managers have a higher intention to leave than
managers.

We believe that the results of the current
study bring a foundation for the organizations
to tailor better human capital policies in
relation with the wvarious groups of
professionals.

Also, the results gives to the human capital
practitioners some important insights such as
the ones related to the level of perceived
burnout which are found to be higher in non-
management rather than in managers,
somehow counterintuitive considering the
amount of increased  responsibilities
management has comparing to the non-
management. However, it is well possible that
an associated perceived lack of job resources
(such as autonomy) could lead the non-
managers to perceiving that they do not deliver
at a good-enough level and their professional
efficacy is greatly diminished.

Recruiters are also informed by the current
study results that is more difficult to find
suitable professionals from the public sector
interested in new opportunities on the market
since those individuals perceive that, in fact,
there are not so many real opportunities for them
to experience a change in their career. Maybe
among the only reasonable competitive advance
the private sector companies could bring to a
public sector employee in order to attract them
would be the perceived level of Burnout, since
the public sector professionals perceive that they
are more stressed than their peers in the private
sector.



Equal, but so much different

Another important point on the HR agenda
is an optimal right-sizing of the total rewards
packages such as the companies to ensure
proper attraction and retention of talent and
prevent, in this way, talent loss, secure
institutional memory and save to the costs
associated with the loss of investment in
human capital, additional recruitment and
training as well as negative effects on
productivity (Tanculescu, 2015; Weisberg &
Kirschenbaum, 1991).

An even more important finding
supporting the dedicated approach that
companies need to take for various groups of
employees and in various situations can be
identified regarding the age of the participants,
meaning that for all the studied dependent
variables, there are differences between
generations. One of the most important
challenge companies are facing at the moment
is to bridge the generational gap. This study
brings light in the elements the young
generation perceive as most disturbing for
them comparing older generation and how
those behaviors can be transformed from
difficulties to opportunities to develop new
practices and policies adapted to meet both
young and senior professionals’ needs.

For instance, we found that the
organizational commitment is declining as the
age decreased, namely the most committed
employees are the Baby Boomers and not only
from the continuous commitment point of
view. They may not be perceiving as many
opportunities on the market as the younger
generation, but they are also the most affective
and normative committed to the company.
Counter-intuitively and rather counter-
naturally, the most burned-out are the
employees from the youngest generation and
also, they are the ones expressing the higher
intention to leave. Also the younger
generation obtain the higher level of
professional inefficacy comparing with the
other two considered generations.

Last but not least, money are not all, at
least not all the times. As poor or as wealthy
as you perceived yourself to be, if you want to
be affectively committed to the organization,
you are. And, unfortunately, irrespective of the
perceived level of income, burnout and its
facets can affect both poor and rich.
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Differences between organizational outcomes
when analyzing the three groups from the
perceived income point of view occur when
considering the normative and continuance
commitment as well as the intention to leave.
To illustrate with an example, as much as the
lack of alternatives on the market are
perceived by employees with perceived low
income, the higher is their intention to leave.
That means that the fact that the fear of not
finding a job outside of the company is lower
than their intention to leave the company, most
probably to find a better paid job.

The limitations of the study include the
fact that the results were obtained solely
through self-report questionnaires, which
increase the possibility of contamination of the
reported relationships through common
method variance. Another limitation of this
study could be seen in the transversal design
that impair us to draw causal inferences. Also,
even if the study had a medium size large
sample (N=412), the sub-sets of samples were,
at times uneven, like in the situation of the
group of people reporting higher level of
income or in the situation of the Baby-
Boomers participating in the study.

As future research, one possible important
study paths would focus on the differences
considering other demographic characteristics
such as tenure or working experience, for the
companies to be able to derive much more
adapted solutions to increase achievement
motivation and reduce employees’ attrition as
well as enriched, redesigned positions as a
result of applying more adapted, tailored
approaches for the employees.
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