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ABSTRACT

Consumer goods companies experiences various challenges due to poor labour
markets, inflexible recruitments, employment termination practices, and tensions in
employee-employer relationships. Further, challenges arise owing to competition from
other service providers and unexpected threats, dealing with the competing demands
and increased customer demands. These challenges impact consumer goods
companies and can result in reduced productivity, reduced employee engagement,
low employee commitment, low performance, lack of job satisfaction and higher
intention to quit work. Consequently, failure to address these leads to a persistent lack
of engagement within the consumer goods companies. Thus, the primary aim of this
study was to investigate the possible effect that transformational leadership and
personality have on work engagement. The secondary aim of the study was to

determine whether there are gender differences concerning work engagement.

The study’s data was collected from five stores of a large retail organisation in
Bloemfontein. The individuals, who participated, from the study’s set sample of 200
participants, were 150 and their participation adhered to ethical standards such as
informed consent, anonymity, and voluntary participation. The data gathering
instruments used in this study were the Utrecht Work Engagement Scale (UWES), the
Leadership Behaviour Scale (LBS), the Psychological Capital (PsyCap) Questionnaire
(PCQ) and the Self-liking and Competence Scale-revised (SLCS-R).

The results of the current study revealed that the variables (transformational
leadership and personality) had a significant relationship with work engagement.
Specifically, the results indicated a significant relationship between transformational
leadership and work engagement. The results also indicated a significant relationship
between psychological capital, as a measure of personality, and work engagement.
Furthermore, the results showed a significant relationship between self-esteem and
work engagement. The results from a multiple regression analysis also carried in the
study showed that only three variables, hope, articulating a vision and self-efficacy,
were significant predictors of work engagement. Moreover, personality (as measured
by PsyCap) seems to have a greater influence (31%) on employees’ levels of work

engagement than leadership (9%).



Finally, females scored higher than males and yet, the present results indicated that
there were no significant difference between male and females concerning work

engagement.

The study had a small but significant sample that reflected the willingness of the
individuals to participate, the nature of study results and in suggesting possible future
studies on work engagement. Self-competence and self-liking, which forms part of
self-esteem had low reliability estimates. The Rosenberg Self-esteem Scale has been
identified as an alternative measure of self-esteem that could be applied by future
researchers. In addition, future research should focus on the type of work (masculine
versus feminine) that might be of interest. Future research can also consider
developing interventions of work engagement that will focus on both individuals and

the organisation at large.
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Chapter 1: Introduction

This study investigates the effect of transformational leadership and personality on
employees’ work engagement in a consumer goods company. This chapter considers
the concept of work engagement globally and in South Africa. It also focuses on the
differences in work engagement concerning gender, the relationship between the
three variables; transformational leadership, personality and work engagement, and
the challenges faced by the consumer goods companies. Furthermore, the chapter
outlines the problem statement, primary and secondary research questions, primary
and secondary objectives, and the research hypotheses including the null and

alternative hypotheses.

1.1 Work Engagement World-Wide

According to Banihani and Syed (2017) the concept of work engagement became
popular within the organisations and business environments in the past 25 years.
Bakker and Demerouti (2008) define work engagement as an optimistic, fulfilling work-
related state of mind that consists of three components, which are vigor, dedication
and absorption. Choi, Tran, and Park (2015) point out that work engagement is highly
associated with individual productivity, enhanced managerial effectiveness and

increased customer satisfaction.

Statistics shows that in the United States of America (USA), 30% of employees are
committed to their work (Choi et al., 2015). Levels of work engagement in Countries
that include Australia, South Korea, Japan and China are ranked as 24%, 11%, 7%
and 6%, respectively (Choi et al., 2015). On the contrary, Gupta (2017) reports that
only nine percent of workers were found to be fully committed to their work in India in
comparison to the 13% recorded for the whole world. Further, research by Rana
(2015) notes in agreement of the observed low commitment in India that, there is a
decrease in numbers of engaged employees worldwide as about 13% of all workers
in the 142 countries in the whole world are effectively committed to their work. In
addition, a decline in work engagement has been observed in America, where almost
half of workers were declared as disengaging from their work while about 52% of the
workers in Australia and 60% in New Zealand were doing the same as well (Rana,
2015).



1.2 Work Engagement in South Africa

Past research indicates that employees tend to have higher levels of engagement at
work when they find meaning in what they do (Geldenhuys, Laba, & Venter, 2014).
Engaged employees consider their work valuable and essential and are dedicated to
remain in their jobs (Geldenhuys et al., 2014). Nevertheless, it appears that lack of
engagement at work in South Africa remains a problem. For instance, researchers
discovered that South African workers are viewed as the most detached when
compared to other employees in whole world (Hoole & Hotz, 2016). This view is
substantiated by recent statistics showing that about 80 percent of employees in South
African companies reported a lack of connection with their work, while 43% of
employees consider leaving their work daily (Hoole & Hotz, 2016). A similar situation
of low levels of engagement in South African companies is noted in a study done by
de Crom and Rothmann (2018), which states that almost 20% of employees are
predicated to be disconnected from their jobs. Finally, other studies found out that
about 45% of workers in South African companies were not engaged to their work
(Laba & Geldenhuys, 2016).

Nonetheless, various studies, such as Van Zyl, Deacon, and Rothmann (2010),
consider work engagement as an essential element in the present South African
economic situation. Rothmann and Rothmann (2010) also attest that work
engagement motivates employees and results in high productivity, low turnover
intention, return on assets, and high profits as well as shareholder values. Thus,
inadequate engagement and its associated negativity such as encouraging employees
to escape their organisations, can be transformed in order to maintain employees’
talents and lower their intentions to exit the organisation (Mendes & Stander, 2011).
Hence, Lin (2010) argues that work engagement in South African companies needs

to be refined to avoid a decline in performance.



1.3 Differences in Work Engagement with regards to Gender

The study focuses on the differences in work engagement based on gender as
specified in the secondary research question. Recent research conducted by Lee and
Eissenstat (2018) indicates that there is a limited and unreliable research on gender
and work engagement. Even though research on work engagement is lacking,
scholars such as Camgoz, Ekmekci, Karapinar, and Guler (2016) are of the view that
females are more engaged because of their identification and high involvement with
their work. Furthermore, Latta and Fait (2016) underscore that females display high
levels of engagement at work than males. Other studies report, on the contrary that,
males are more physically, cognitively and emotionally engaged in their work than
females (Banihani & Syed, 2017).

1.4 The link between Transformational Leadership, Personality and Work
Engagement

A study done by Blatny et al. (2018) points out that work engagement is
psychologically connected with the performance of employees in their work tasks.
Work engagement entails how employees perceive the challenges of their work and
how much they want to invest in their job (Gozukara & Simsek, 2015). Employees who
are more engaged in their work are physically and cognitively active and display
positive attitudes toward their jobs (Gozukara & Simsek, 2015).

Furthermore, work engagement emphasises on the personal resources (physical,
emotional and cognitive) as well as the ability and determination employees bring to
their work (Blatny et al., 2018). At the same time, work engagement leads to higher
performance, and the creation of a highly engaged and inventive workforce that
performs beyond their expectations (Peng & Tseng, 2019). Researchers, Orgambidez
—Ramos and de Almeida (2017) postulate that work engagement is necessary

because it leads to job fulfilment and organisational commitment.

In addition, work engagement results in favorable results for the sector, such as
employee productivity and customer satisfaction (Hsieh & Wang, 2015). Engaged
workers regard their work as meaningful and intellectual (Orgambidez —Ramos & de
Almeida, 2017).



A research by Babcock—Roberson and Strickland (2010) notes that transformational
leadership is one form of a leadership that is developed as a social influence of leaders
to followers. That is, a form of leadership where leaders influence their followers to
adopt essential strategies to achieve agreed goals (Babcock—Roberson & Strickland,
2010). As a result, transformational leaders stress the necessity of extending
employee’s own responsibilities to take larger workplace challenges (Zhu, Avolio, &
Walumbwa, 2009).

Transformational leadership is also connected to work engagement through the four
components, the idealized influence, inspirational motivation, individualised
consideration and intellectual stimulation (Chua & Ayoko, 2019).The idealised
influence enables transformational leaders to act as role models and improve
employee’s sense of value and involvement with their work, which leads to higher
levels of engagement (Ghadi, Fernando, & Caputi, 2013). This leadership style is
inspirational hence, an inspirational motivation leader enhances employees’
engagement by providing meaningful work and encouraging the workers to accept
challenges (Chua & Ayoko, 2019).

The individualised considerate leaders are sensitive, caring, and supportive and pay
attention to the needs for achievement and development of their workers, and in that
way increase the workers’ engagement (Ghadi et al., 2013). Research confirms that
employees who work in a supportive environment become more determined and
positive to handle challenging situations (Pinck & Sonnentag, 2018). Moreover, an
intellectually stimulating leader motivates employees to solve problems using new
viewpoints and ultimately, these employees are likely to engage more in their work

owing to the opportunity to think critically about their actions (Chua & Ayoko, 2019).

Findings by Shu (2015) suggest that leaders who are actively involved in the working
lives of their employees define the employees’ level of work engagement in a
significant way. Transformational leaders increase employee engagement because
they allow their workers to take part in the decision-making process and to control their

job-related tasks (Besieux, Baillien, Verbeke, & Euwema, 2018).



Therefore, employee engagement increases when the employees are given a chance

to contribute to the smooth functioning of the sector (Besieux et al., 2018).

Furthermore, transformational leaders contribute to the workers’ and organization’s
wellbeing. The transformational manager builds good behaviour within employees and
enhances job satisfaction, which can lead to higher engagement, productivity and
increased customer satisfaction (Hayati, Charkhabi, & Naami, 2014). Other studies
argue that it is important to observe how employees engage in their work by exploring
the differences in personalities (Akhtar, Boustani, Tsivrikos, & Chamorro-Premuzic,
2015). A recent study by Kong and Li (2018) indicates that personality can be linked
to work engagement because employees with an active personality invest more efforts
in their jobs and tend to perform well. In addition, some studies discovered that
personality traits, such as conscientiousness, extraversion and openness to
experience, are positively associated with work engagement (Mroz & Kaleta, 2016).
However, neuroticism was found to be negatively associated with work engagement
(Mroz & Kaleta, 2016).

Furthermore, Rajput and Talan (2017) assert that openness to experience is more
connected to work engagement, because open minded and creative employees
produce a higher level of engagement. Employees with active personalities are also
more likely to be engaged because they are persistent, inventive and more involved
in their job activities (Lv, Lv, Xu, Ning, & Li, 2018). This good personality of employees
results in the attainment of success in an organisation (Taylor, 2012). Finally, other
scholars are of the view that the function of work engagement is to attain the disparity
among personalities of employees and the extent to which they bring more dedication
to their work (Babcock—Roberson & Strickland, 2010).

It should be noted that individuals who are highly or less engaged in the workplace are
prone to have different traits based on the differences noted in the way they perform
their work. Ongore (2014) admits that personality is a significant variable that
influences employee’s engagement at work as exemplified by the different levels of
engagement evident in two or more workers doing the same job in one environment.
Therefore, the link between one’s traits and engagement is viewed as a primary
function of personality (Inceoglu & Warr, 2012). Furthermore, transformational
leadership is considered to be related to personality.



According to Weber and Dennison (2014) transformational leadership is positively
related to personality traits such as extraversion, openness to experience,

contentiousness, agreeableness and negatively related to neuroticism.

1.5 Challenges within the Consumer Goods Companies

Recent research by Mishra and Vishvas (2019) indicates that the main challenge
within consumer goods companies lines in their inability to determine and analyse the
inclusive non-financial measures needed to improve the strategic objectives of the
sector. Mishra, Sharma, and Bhaskar (2015) added that consumer goods companies
point to another challenge, which is linked to the attempts at adopting accurate talent
for employing business strategies. Further challenges faced by consumer goods
companies include encountering inelastic competitions, increased customer demands

and inconsistent brand loyalty (Chatterjee, Adhikary, Sen, & Kar, 2018).

Other studies claim that consumer demands, policy issues and operational issues
account for the challenges faced by consumer goods companies. The findings for a
study carried out by Zaki, Theodoulidis, Shapira, Neely, and Tepel (2019) indicate that
consumer goods companies encounter challenges due to consumer demands, policy
requirements and the search for new opportunities for growth. Further challenges are
encountered concerning products and services. Here the consumer goods companies
are confronted with the problem of products waste and loss of fresh products that take
long to sell out (Huber, Gossmann, & Stuckenschmidt, 2017). In addition, limited stock
can lead to revenue loss, especially when clients cannot purchase the products they
want (Huber et al., 2017).

The financial crises also have a negative impact on any company’s turnover and
success (Bussin & Nel, 2015). Consumer goods companies also face challenges
related to products supply and customer sales demands (Ross, Khajehnezhad,
Otieno, & Aydas, 2017). Moreover, consumer goods companies deal with the
competing demands about the introduction of innovative products and enhancing the

client’s level of services (Jr, Leal, & Thome, 2016).



There also exist challenges related to both environmental sustainability and the
business environment in general. Dubihlela and Ngxukumeshe (2016) highlight that
consumer goods companies have to bear with the challenge of strict competition and
environmental sustainability issues and their possible impact on the products and
services offered. The consumer goods companies need to handle the demands of the
customers that prefer eco-friendly products (Dubihlela & Ngxukumeshe, 2016).
Moreover, consumer goods companies operate in changing business environments
where interruptions and unexpected threats are frequently encountered (Agigi,
Niemann, & Kotze, 2016).

Goyal and Gupta (2016) are of the opinion that lack of human resources poses a huge
challenge for consumer goods companies. The absence of proper human resources
in consumer goods companies means that the organisations struggle to find trained
staff, promote the wellbeing of staff, develop and motivate employees as well as fail
to improve employee commitment and satisfaction (Goyal & Gupta, 2016). However,
some studies confirm that consumer goods companies are weighed down by a poor
labour market, inflexible recruitment and employment termination practices, and
tensions in employee-employer relationships (Eustace & Martins, 2014). A further
study by Esther and Katuse (2013) affirms that lack of time management affects the
consumer goods companies because failure to use time wisely impacts negatively on

products and services, and on the organisations’ innovation (Esther & Katuse, 2013).

Finally, scholars such as, Guchait, Zhao, Madera, Hua, and Okumus (2018) posit that
lack of employee work engagement poses a serious problem within the consumer
goods companies. The associated reduction in work engagement results in low
commitment from employees, low performance, lack of job satisfaction and higher

intention to quit work (Guchait et al., 2018).



1.6 Problem Statement

The above reviewed studies indicate that various challenges cause lack of
engagement amongst employees working in the consumer goods companies. Lack of
engagement is a problem because it can lead to absenteeism, low productivity,
lowered performance, turnover, unhappy employees and low profits for the company.
Employees’ work engagement is the epitome of a sustainable organization. Likewise,
Bakar, Cooke, and Muenjohn (2018) affirm that engaged workers play a huge role in
the creation of an organisation’s competitiveness. The study suggests that a lack of
engagement among employees can be rectified by carrying out an investigation into
the possible effects of transformational leadership and personality on work
engagement. The investigation is necessary because the presence of a powerful
leadership and highly committed individuals contributes to the success of a consumer
goods company (Eustace & Martins, 2014).

The establishment, by consumer goods companies, of a strong leadership, good
employee-employer relationship, and high job engagement, will help in accomplishing
a competitive advantage (Botha & Mostert, 2014). Moreover, there is a need to have
workers who are dedicated, engaged and motivated to generate innovative products
and services in order to promote success in the competitive working environment
(Mishra et al., 2015).

1.7 Research Questions
Primary and secondary research questions can be derived from the problem

statement.

1.7.1 Primary Research Questions
Does transformational leadership and personality have an effect on employees’ work

engagement in a consumer goods company in Bloemfontein?

1.7.2 Secondary Research Questions
Do differences exist in the levels of employees’ work engagement in a consumer

goods company in Bloemfontein concerning gender?



1.8 Research Objectives

1.8.1 Primary Objective

The main objective sought to determine, by means of non-experimental research
design, whether transformational leadership and personality have a significant effect

on employees’ work engagement in a consumer goods company in Bloemfontein.

1.8.2 Secondary objective
The secondary objective sought to determine, by means of a non-experimental
research design, whether there were differences in the levels of employees’ work

engagement in a consumer goods company in Bloemfontein concerning gender:

1.9 Formulation of Research Hypothesis
The following hypotheses are considered in the investigation of the effect of

transformational leadership and personality on employees’ work engagement.
Null Hypothesis (HO):

Variances in a Bloemfontein-based consumer goods company’s employees’ work
engagement scores cannot be statistically explained by transformational leadership

and personality.
Alternative Hypothesis (H1):

Variances in a Bloemfontein-based consumer goods company’s employees’ work
engagement can be statistically explained by transformational leadership and

personality.
Null Hypothesis (HO):

There are no statistical significant differences in scores achieved on levels of

employees’ work engagement with regards to biographical variables such as gender.
Alternative Hypothesis (H1):

There is a statistically significant difference in scores achieved on the levels of
employees’ work engagement with regards to biographical variables like gender.



1.10 Summary

The introductory chapter focused on the notion of work engagement in other Countries
and South Africa. It also discussed the differences in work engagement with regards
to gender. Even though the focus of the study is on the effect of transformational
leadership and personality on work engagement, the chapter established a link
between these three variables. In addition, the chapter outlined the challenges faced
by the consumer goods companies and research-related issues such as the problem
statement, research questions, research objectives and research hypothesis. The next

chapter focuses on work engagement as an independent variable of the study.
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Chapter 2: Work Engagement

2.1. Introduction

This chapter focuses on definitions of work engagement, theories and models of work
engagement. It also outlines the elements of work engagement, antecedents of work
engagement, consequences of work engagement, and signs and symptoms of poor
work engagement. The chapter further reviews the differences in work engagement
based on biographical variables and the link between personality, transformational
leadership and work engagement. Finally, the chapter discusses work engagement in

relation to consumer goods companies within the retail sector.

Recent studies rate work engagement as one of the most essential drivers of business
achievement (Choi et al., 2015). Employees who are actively involved in their tasks
recognise their talents, find creative ways of achieving their goals and are
psychologically fully engaged (Bezuidenhout & Schultz, 2013). Researchers, Roberts
and Davenport (2002) agree that engaged workers are more likely to be efficient, work

beyond their job expectations and produces better outcomes for the organisation.

Moreover, other studies, such as Markos and Sridevi (2010) also confirm that work-
engagement is significantly linked to a good performance in any sector and that high-
engaged employees produce numerous organisational outcomes such as employee
retention, profitability, client loyalty and safety. In addition, the major concern of work
engagement is to enhance the engagement of workers resulting in better outcomes
for the sector as well as promoting the performance and learning of employees (Eldor,
2016). Researchers agree that work engagement has produced several significant
positive effects such as effectiveness, creativity and better job performance for
employees (Einarsen, Skogstad, Rorvik, lande, & Nielsen, 2018).

The positive impact of work engagement on employees is evident in the sense that
engaged employees show greater attachments to the organization, less intention to
leave, more proactive behavior, performs better and obtain higher objective financial

returns for the sector (Reissova, Simsova, & Hasova, 2017).
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2.2 Definitions of Work Engagement

There
below.

are various definitions for work engagement. These definitions are outlined

Owen, Boswell, Opton, Franco, and Meriwether (2018) state that work
engagement is the dedication of employees to their specific work settings and
the authority that an employee receives to make a difference in their work-
related tasks.

Work engagement, as defined by Putra, Cho, and Liu (2017) is a motivational
notion that brings positive energy into one’s work, which ultimately encourages
better engagement that promotes positive organisational performance.
Gawke, Gorgievski, and Bakker (2017) point out that work engagement is a
motivational state and positive energy required by an employee to deal with
their work challenges and as to satisfy the needs of their work.

Work engagement is also defined as the greater amount of energy that an
employee has over their work (Keyko, Cummings, Yonge, & Wong, 2016).
According to Huynh, Metzer, and Winefield (2012), the concept of work
engagement originates in the domains of positive psychology, which strives for
the optimal operation and human strengths of employees.

Work engagement is also defined as the process to which employees are
believed to be emotionally, physically and cognitively related to their job roles
(Bakker, 2011). The term itself highlights the powerful energy that employees
direct to achieve personal and organisational goals (Bakker, 2011).

Bakker and Leiter (2010) consider work engagement as a motivational notion
that represents the positive energy of employees at work and strives for the e
involvement of workers required for problem solving.

Schaufeli and Bakker (2004) refer to work engagement as an optimistic, fulfilling
and work-related state of mind that is associated with vigor, dedication and
absorption.

Work engagement is viewed as a persistent and prevalent effective cognitive
state that is not concentrated on any particular object, event, person, or

behavior (Schaufeli, Salanova, Gonzalez-Roma, & Bakker, 2002).

Although there are several definitions of work engagement, this study uses Schaufeli

and Bakker’s (2004) that explains work engagement as an optimistic, fulfilling, work-
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related state of mind associated with vigor, dedication, and absorption. The above
definition’s strength lies in the way in underscores the centrality of the three elements
that this concept entails in determining employees’ engagement and how to reach high
levels of performance (Kulikowski, 2017). The definition is also linked with the Utrecht
Work Engagement Scale (UWES), which is a validated measure of work engagement

to rate vigor, dedication and absorption (Kulikowski, 2017).

2.3Theories of Work Engagement
This section reviews the theories of work engagement. The reviewed theories are the
social cognitive theory of work management, conservation resource theory, social

exchange theory and the three-factorial theory of work engagement.

2.3.1. Social Cognitive Theory

According to Bandura (2001) the social cognitive theory, which proposes that
individuals are self-organising, active, self-reflecting and self-regulating, originates
from an agentic perspective. The social cognitive theory consists of a combination of
personal resources and motivation with examples including self-efficacy and work

engagement (Salanova, Lorente, Chambel, & Martinez, 2011).

Self-efficacy refers to the belief that an individual has capabilities to plan and
implement courses of actions needed to attain relevant achievements and its
emphasis is on people’s abilities and controlling what is yet to come (Lorente,
Salanova, Martinez, & Vera, 2014). The social cognitive theory presumes that an
organisation’s personal resources affect the behaviour of employees by means of
goals and aspirations (Lorente et al., 2014). Thus, personal resources account for the
behaviour of employees and aid in apprehending the background and significances of
these behaviours (Lorente et al., 2014).

Furthermore, employees with a high self-efficacy are more committed, invest more
time and energy to their everyday tasks and consider organisational problems as
challenges (Salonova et al., 2011). Therefore, as affirmed by Lorente et al. (2014)
individuals are likely to engage effectively in their tasks and perform well at their job
when they have control in their work environment and when their personal resources

are greater.

Other researchers agree with the view that higher degree of self-efficacy lead to more

job performance and motivation among employees (Fearon, McLaughlin, & Morris,
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2013). Thus, the social cognitive theory recognises the efficacy beliefs as the most
personal resource that can describe the intrinsic motivational process such as the work

engagement (Salonova et al., 2011).

2.3.2 The Conservation Resources Theory (COR)

According to Hobfoll (2001) the conservation resources theory postulates that
individuals aim to acquire, retain, foster and protect valuable resources. The COR
theory is also viewed as a motivational theory that describes the behavior of humans
on the basis of the evolutionary need to obtain and sustain resources needed for
survival (Hobfoll, Halbesleben, Neveu, & Westman, 2018).The conservation resources

theory is best explained using four principles, which are reviewed below.

The first principle of the COR theory emphasises that resource loss is dominant than
resource gain (Hobfoll et al., 2018). There are four resources whose function is
essential for optimal functioning and these are condition resources (employment),
object resources (tools needed for performing a work activity), personal resources
(critical skills, self -efficacy and optimism) and energy resources (knowledge and
money) (Hobfoll et al., 2018). Thus, the COR theory argues that employees demands
facing work demands utilise one of the four resources mentioned in the above to cope
with demands or loss of resources. This implies that the more resources employees
obtain the better their coping strategies to deal with the demands. The enhanced
coping also results in more resources, while the availability of fewer resources results
in employees having ineffective coping strategies to the workplace demands, which

results in a loss of resources (Alarcon, Edwards, & Menke, 2011).

The second principle of the COR theory stresses that employees are expected to
invest resources in order to prevent resource loss and retain resources, with the
investment of resources being in the form of acts such enhancing the skills of
employees to prepare them for larger workplace challenges (Hobfoll et al., 2018).
Nonetheless, employees need to invest more of their resources because the loss of
resources leads to less engaged employees who would be dissatisfied, depressed
and carying high levels for anxiety or physiological tensions (Grandey & Cropanzano,
1999).

In the third principle, the resource gain becomes significant, although the core of the
COR theory focuses on resource loss, the third principle places a high emphasis on
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the resource gain in the resilience process (Chen, Westman, & Hobfoll, 2015). Finally,
Hobfoll et al. (2018) maintain that in the fourth principle, the resources of employees

are drained causing an aggressive self-mode and irrational behavior.

2.3.3 The Social Exchange Theory

The social exchange theory is a comprehensive theory used by social theorists to
understand human interactions. Lambe, Wittmann, and Spekman (2001) state that the
social exchange theory is one of the ancient theories used to understand social
behavior. The theory, in the context of work, means that employees strive to maximise
their rewards and minimise their costs within personal and business relationships
(Wayne Hill, 1992). Furthermore, the social exchange theory makes the suposition
that there are two interested actors that interact to achieve individual’s goals that
cannot be achieved separately (Lawler & Thye, 1999). The interaction between
employees is regarded as an exchange of tangible (goods or money) and intangible
resources (friendship), and as such, it should be noted that both employees come
together and sustain the working relationship with the hope that this corporate

relationship will be rewarding (Lambe et al., 2001).

A study by Cropanzano and Mitchell (2005) states that the social exchange theory
encompasses rules and norms, and resources and social exchange relationships.
More emphasis is on the social relationships where managers are expected to look
after their employees with the good social relationship between the two parties leading
to effective work behavior and positive employee attitudes (Cropanzano & Mitchell
,2005). Therefore, good interactions between the parties will result in favorable
outcomes for the firm and assure a better work engagement (Cropanzano & Mitchell,
2005).

2.3.4 Three- Factorial theory of Work Engagement

Research done by Kulikowski (2017) perceived the three-factorial theory as
appropriate to describe work engagement. The three-factorial theory of work
engagement consists of three valuable elements and these are vigor, dedication and

absorption (Kulikowski, 2017). Each of these variables is explained below.

e The Vigor Element

The first element of the three-factorial theory of engagement is vigor. It is associated

with the employees’ determination that enables the greater energy and ability to invest
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more effort in their job (Huynh et al., 2012). Other researchers also note that vigor
consists of a great amount of energy and mental resilience that is invested in a task
(Schaufeli et al., 2002). Thus, vigor relates to one’s desire to devote more effort in their
work and the determination used when confronted with challenges (Schaufeli et al.,
2002).

e The Dedication Element

The second element of the three-factorial theory of engagement is popularly known as
dedication. Dedication is regarded as a sign of significance, passion, pride and
contest, and it is normally measured as an advanced step of involvement (Li, Zhong,
Chen, Xie, & Mao, 2014). Dedication is also referred to as the amount of difficulty and
motivation that employees encounter through the deeper engagement with their hard
work (Vallieres, McAuliffe, Hyland, Galligan, & Ghee, 2017).

e The Absorption Element

Selander (2015) describes the absorption element as the process where employees
are regarded as more attached to their job roles. A study by Schaufeli et al. (2002)
confirms that absorption is realised when an individual is fully focused and captivated
in their work. This happens more often when there is a very limited time and thus
making it difficult for separating oneself from work (Schaufeli et al., 2002). Amongst all
theories of work engagement discussed above, the three-factorial theory of
engagement is chosen as the basis of the study because the theory contains all three
elements of work engagement namely vigor, dedication, absorption. The theory also
connects with the chosen definition and the Utrecht Work Engagement Scale (UWES)

used to measure work engagement.

Finally, the definition by Schaufeli and Bakker (2004) refers to work engagement as
an optimistic, fulfilling, work-related state of mind that is associated with vigor,
dedication, and absorption, hence the decision to use the three factorial-theory of

engagement in this study.

2. 4 The Models of Work Engagement
This section discusses the models of work engagement and these are: the job-demand
resources model of work engagement (JD-R Model); the proposed model that links

psychological capital to work engagement through positive emotions; and the
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comerehensive model of burnout and engagement (COBE). Each of the models is

defined and outlined in accordance to the reviewed literature below.

2.4.1. Job-Demand Resources Model of Work Engagement (JD-R Model)

The job-demand resources model is widely known for explaining the construct of work
engagement, because it can determine the amount of control that workers have
beyond their activities (Ariza-Montes, Arjona-Fuentes, Han, & Law 2018). The JD-R
model consists of two assumptions. The first assumption is that job resources are
realised when employees become more engaged in their tasks, and when they receive
sufficient support from their co-workers and managers (Bakker & Demerouti, 2008).
The second assumption is that job resources can be prominent and motivate
employees when they are faced with high job demands such as mental and emotional

demands and work overload (Bakker & Demerouti, 2008).

Available literature, such as De Braine and Roodt (2011), support the view that the
power of the JD-R model relies on the ability to comprehend two matching processes
(personal resources & Job demands) that have a huge impact on the well-being of
employees. Furthermore, job demands are the first process that weakens employee’s
mental and physical resources, which commonly causes burnout (De Braine & Roodt,
2011). As a result, the JD-R model asserts that high demanding work environments
and the associated high psychological demands influence employees to have less
control in the completion of their job demands (Goodboy, Martin, Knight, & Long,
2017).

Nonetheless, job resources are known to increase work engagement and likely to lead
to an enhanced organisational commitment (De Braine & Roodt, 2011).The job
resources are physical, psychosocial or organisational parts of a job (Seppala et
al.,2009). In addition, the job resources serve three purposes, which are to: (a) lower
the high demands of the job; (b) serve as a requirement for the accomplishment of
necessary work goals; (c) and to promote growth, development and learning (Seppala
et al., 2009).

Furthermore, Bakker and Demerouti (2007) noted that the job demands are linked to
the physical, psychological, social or organisational aspects of the job that requires
cognitive and emotional effort, which in turn results in physiological and psychological

costs. The JDR model also postulates that the Job demands entails job overload, time
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pressure, role conflict and emotional demands (Li et al., 2014). Finally, existing
research indicates that job demands strengthen the relationship between job
resources and work engagement (Li et al., 2014). The following figure shows the JD-
R model of work engagement.
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Figure 2.1.The JD-R model of work engagement: Bakker & Demerouti (2008).
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2.4.2. The Proposed Model linking Psychological Capital with Work Engagement
through Positive Emotions

The proposed model linking psychological capital with work engagement through
positive emotions asserts that psychological capital plays a central role in affecting
work engagement by using positive emotions (Bakker & Leiter, 2010). The first efficacy

aspect of PsyCap, is considered essential for generating positive Job outcomes.

Efficacy in employees is connected with the possession of a great amount of energy
and the efforts needed to complete the necessary task. The greater the efficacy, the
more an employee is captivated in a duty. In this sense, efficacy is connected with all
three components of work engagement, vigor, dedication and absorption (Bakker &
Leiter, 2010). The second optimism aspect of PsyCap indicates that when a positive
result is anticipated from a job, individuals are more likely to be present beforehand to
complete a certain task. The better the optimism, the higher the prediction of
commitment through dedication and absorption mechanisms of work engagement.
The third aspect of the PsyCap, known as hope, is linked to the vigor and dedication
components of work engagement. It is maintained that without the strong presence of
hope, a person is unable to find useful ways to achieve their goals as well as to deal
with obstacles confronting them. Lastly, resilience as the fourth aspect of PsyCap is
connected to all three components of work engagement, vigor, dedication and
absorption. This connection is presumed to result from the enhancement of an
individual's personal resources needed to deal with the demands of the job and to get
rid of the negative impacts of previous work burdens (Bakker & Leiter, 2010). The
following figure illustrate the proposed model linking psychological capital with work

engagement through positive emotions.
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Figure 2.2. Proposed model linking psychological capital with work engagement

through positive emotions (Bakker & Leiter, 2010).
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2.4.3 The Comprehensive Model of Burnout and Engagement (COBE)

Both burnout and work engagement are psychological components that can be
incorporated into one comprehensive model because the two components are
important for predicting the wellness of employees at work (Rothmann & Joubert,
2007). The correlation between burnout and engagement has gained significant
popularity over the past 15 years and this is because the two conceptions focuses on
the same principles, energy, involvement and efficacy (Taris, Ybema, & van Beek,
2017).

On the one hand, work engagement is a motivational state and a positive energy
required by an employee to deal with the challenges of their work as well as to satisfy
the needs of their work (Gawke et al., 2017). On the other hand, burnout is reffered as
a psychological pattern characterised by emotional exhaustion, depersonalisation and
decreased personal achievement that appears among employees working in the same
environment (Taris et al., 2017). Nonetheless, Rothmann and Joubert (2007) postulate
that the comprehensive model of burnout and engagement (COBE) connects both
types of psychological work-related processes, which are the energetic and
motivational process. The energetic process is part of burnout connected with job
demands and health problems of employees while the motivational process is a
component of job resources linked with work engagement needed to achieve

organisational outcomes (Rothmann & Joubert, 2007).

The energetic process employs a cognitive-emotional framework to explain the
performance of employees when they are under high job stress. It also emphasises
the stable performance accompanied with sustained effort through demanding work
circumstances. For instance, employees experiencing high job demands make use of
performance protection tools together with increased costs or accepts decreased
performance with reduction in costs (Schaufeli & Bakker, 2004). In addition, burnout
as part of the energetic process is explained by the demands of the job and insufficient
resources linked to health problems and turnover intentions (Rothmann & Joubert,
2007).
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A recent study by Schaufeli (2017) agrees that job demands lead to unfavorable
outcomes for employees such as sickness absence, poor performance and low
organizational commitment. This implies that employees experience a decreased
energy when their job demands are extreme (Schaufeli, 2017).

Furthermore, the motivational process as part of work engagement connects job
resources with organisational outcomes. Job resources can be regarded as an intrinsic
motivational role because it encourages the development, learning and growth of
employees or can act as an extrinsic motivational role because of its active role in
achieving work goals (Schaufeli & Bakker, 2004). Other studies note, in concurrence
that job resources enhance employee motivation, engagement and organisational

commitment (Korunka, Kubicek, Schaufeli, & Hoonakker, 2009).

Furthermore, job resources play an important role employee engagement. Initially job
resources enhances the energy in employees and thus motivate them to be engaged
with the effort of producing positive results (Schaufeli, 2017). Job resources also
satisfy the important needs of employees such as autonomy at work (Schaufeli &
Bakker, 2004). Job resources also create favorable outcomes that include
organisational commitment, intention to remain, high work performance, extra-role
behavior and employee safety (Schaufeli & Bakker, 2004).The following figure
illustrates the comprehensive model of burnout and energy that consists of the two

psychological processes, the energetic and motivational processes.
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Figure 2.3. The comprehensive model of burnout and engagement explaining the two
psychological processes, the energetic and motivational processes (Schaufeli &
Bakker, 2004)

All three models of work engagement are chosen as the basis of the study. The JD-R
Model is chosen as basis of this study as a model of work engagement because the
unique combination of personal and job resources predicts work engagement and this
model has been rated as one of the best models that can be used to evaluate any
form of job (De Braine & Roodt, 2011). Research also reveals that work and personal
resources are likely to have a positive influence on employees’ engagement when the
job demands are at a higher level with work engagement in this case turning up to be
a good predictor of job performance (Bakker & Demerouti,2008). Furthermore, the JD-
R model of work engagement is relevant to this study because the definition of work
engagement by Schaufeli and Bakker (2004) explains work engagement as an
optimistic, fulfilling, work-related state of mind associated with vigor, dedication, and

absorption.
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This connection is valid because the JDR model consists of the three components of
work engagement and these are vigor, dedication and absorption. The job-demand
resources model is widely known for modifying the construct of work engagement,
because it can determine the amount of control that workers have beyond their
activities (Ariza-Montes et al., 2018). The proposed model, which relates psychological
capital to work engagement through positive emotions, is chosen because it is an
extension of the JD-R model of work engagement. The above-mentioned model is
included as part of the JD-R model because the psychological components are
viewed as personal resources in the JD-R model connected to the three components

of work engagement namely, vigor, dedication and absorption.

The comprehensive model of burnout and engagement is included under work
engagement because the model is also connected to the job demands-resource
model. Both the comprehensive model of burnout and engagement (COBE) and the
job demands-resource model (JD-R) focus on job resources and job demands that
can predict work engagement. Furthermore, both burnout and work engagement are,
as mentioned in the above, the two psychological components that can be
incorporated as a one comprehensive model because the two components are
important for predicting the wellness of employees at work (Rothmann & Joubert,
2007). Finally, other studies support the view that burnout and engagement represent
high interest subjects for researchers and have vital implications on employee’s health

and workforce performance (Maricutoiu, Sulea, & lancu, 2017).

2.5 Five Core Elements of Work Engagement
According to Woods and West (2010) work engagement comprises five main elements
that assist in describing engagement amongst workers. These five elements consist

of urgency, focus, intensity, adaptability and personal initiative (Woods & West , 2010).
Woods and West (2010) discusses the five elements as follows:

e Urgency- refers to an employee’s desire to ensure that a task is completed
immediately.

e Focus- refers to the ability to direct energy to what seems to be essential and
exciting.

¢ Intensity- emphasises the significance and high engagement in a task.
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e Adaptability- refers to a state where an individual is active and performs
descriptions of the duties.

e Personal Initiative- in this element, an employee is regarded as an active
thinker who suggests innovative ways to improve the image of the

organisation.

2.6 Antecedents of Work Engagement
Saks (2006) points out that antecedents of work engagement include; Job
characteristics rewards and recognition, perceived organisational and supervisor

support, and distributive and procedural justice.

2.6.1 Job Characteristics

Job characteristics consist of five components and these are skill variety, task identity,
task significance, autonomy and feedback (Saks, 2006).These job characteristics offer
an employee the chance to apply various skills and make better contributions to the
organisation (Singhal, Bala, & Sarawgi, 2018). In addition, employee engagement
rises when performed work tasks score higher on the core job characteristics (Singhal
et al., 2018).

2.6.2 Rewards and Recognition

Both financial (salary increment, bonus and additional allowance) and non-financial
factors (recognition and appreciation) have a positive impact on employee motivation
and engagement (Lei, Basit, & Hassan, 2018). Employees achieve satisfaction and
engage further in their work when remunerated fairly, appreciated and recognised for
their hard work (Lei et al., 2018). Furthermore, Kurniawan and Hutami (2019)
underscore the need for rewards and recognition in order to control the attitudes and
behaviour of employees, and that salary increments are important towards improving
engagement in any organisation. Therefore, sufficient recognition and rewards for
employee performances will lead to higher levels of work engagement (Sohrabizadeh
& Sayfouri, 2014).

2.6.3 Perceived Organisational and Supervisor Support

Recent research by Akingbola and Van den Berg (2019) indicates that employee’s
perceptions of organisational support and commitment can enhance engagement.
The cognitive, emotional and physical energy that employees dedicate to their work

relies on the amount of support and resources they receive from their supervisors and
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the organisation (Akingbola & Van den Berg ,2019). As a result, a supportive
supervisor who offers assistance when needed and provides information and positive
feedback to employees enhances the levels of worker's engagement (Vera, Martinez,
Lorente, & Chambel, 2016). Moreover, high perceived organisational support for
employees results in increased job engagement, job satisfaction, a positive mood,
improved performance and reduced turnover intention (Akgunduz, Alkan, & Gok,
2018).

2.6.4 Procedural and Distributive Justice

Researchers, Kim and Park (2017) refer to procedural justice as the fair decision
making processes and distributive justice as fair results received by employees. Both
procedural and distributive justice affect employee’s psychological well-being and
engagement in a positive way and create fair working surroundings (Kim & Park,
2017).Distributive and procedural justice is concerned with the rule of fairness and
states that employees are more likely to be engaged in their work if they are treated
fairly (Saks, 2006). Employees who experience justice in what they do tend to be fair
and demonstrate high levels of individual engagement (Saks, 2006). In addition, Aktar
and Pangil (2017) note that distributive justice can predict work and organisational
engagement, while procedural justice is the important predictor of organisational
engagement.

2.7 Consequences of work engagement
Work engagement can result in favourable outcomes for the employees and the
organisation. Sohrabizadeh and Sayfouri (2014) point out that work engagement
yields favourable outcomes, such as job satisfaction and the absence of intention to
quit work (Sohrabizadeh & Sayfouri, 2014).

This implies that highly satisfied employees are connected more with their workforce
regardless of the implemented formal reward systems and thus hold reduced

intentions to move away from work (Sohrabizadeh & Sayfouri, 2014).

In addition, de Oliveira and da Costa Rocha (2017) confirm that employees who are
engaged in their work concentrate more on their physical, cognitive and emotional
development and are highly likely to gain superior performance. The more engaged
workers perform harder and pay attention to the responsibilities assigned to them, the

more they show higher levels of extra role behaviour and perform above their
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responsibilities (de Oliveira & da Costa Rocha ,2017). In this way, work engagement
causes employees to remain for a longer period within the organisation, which
contributes to less time consumed in recruitment of new workers (Saunders & Tiwari,
2014).

Furthermore, work engagement results in the establishment of highly committed
individuals, customer satisfaction, loyalty, profitability and efficiency (Menguc, Auh,
Fisher, & Haddad, 2013). Coetzee and van Dyk (2018) also state that high levels of
work engagement help employees to be practical in dealing with difficult situations and
also creates a favourable social environment. A recent study by Rana, Pant, and
Chopra (2019) observes that work engagement organisational outcomes can be in the
form of improved employee satisfaction, productivity and business success. At the
same time, greater levels of work engagement enhance employee’s connection with
the organisation, their psychological safety, and produces innovative behaviour and
resourceful employees (Rana et al., 2019). Finally, Hanaysha (2016) also noted work
engagement as necessary because it enhances the physical and psychological

wellbeing of employees in any organisation.

Therefore, old and new research highlights the positive impact of work engagement.
On the one hand, past research, such as Ram and Prabhakar (2011), is of the opinion
that work engagement contributes to the positive feelings of employees and makes
work meaningful as well as create the ability to cope with work overload. Shuck and
Wollard (2010) also note that work engagement results in more productive employees,
profitable organisations, safer working environment, healthier employees, loyal
employees, and creates punctual and ever-present employees who are re eager to

indulge in discretional efforts.

On the other hand, recent research, such as Montani, Vandenberghe, Khedhaouria,
and Courcy (2019), underscores that work engagement promotes problem solving
skills, creative ideas, and provides an opportunity for employees to utilise their

cognitive resources in search of new solutions to issues.

2.8 Signs and Symptoms of Poor Work-Engagement
Saunders and Tiwari (2014) note that there are visible signs and symptoms that cause

poor work engagement within an organisation. These signs are:

e Poor individual appraisal/development,

28



e Lack of advancement opportunities,

e Lack of trust and confidence in senior management,
e Lack of recognition,

e Poor work/life balance,

e Poor environment-office hostilities,

e Poor line management-no drive or direction,

e Mismatch between job and person,

e Few career development opportunities,

e Role Ambiguity and

e Bad behaviour by the boss/es.

2.9 Differences in Work Engagement with regard to Biographical Variables

Employee engagement at work is an essential aspect for many sectors. Employers
draw on employees with a high level of engagement to develop and sustain an
innovative stable company (Reissova et al., 2017). In this context, however, gender
differences play a role and both females and males enter the workplace with different
desires. Cifre, Vera, Rodriqueze-sanchez, and Pastor (2013) assert that gender is
connected with the way we identify ourselves as human beings that is male and
female. A study by Kong (2009) explains that females and males differ in ways they
engage in their work, males scores more than females on levels of vigor and

absorption while females scores higher than males on levels of dedication.

In addition, female workers are viewed as more engaged types in organisations than
male workers. Garg (2014) suggests that female workers are likely to gain more
fulfilment than male workers. However, some research indicates that males are more
involved in their work than females (Attridge, 2009). Recent studies (Reissova et al.,
2017) also note that females in many organisations show high levels of engagement

and more loyalty than males.

Conditions in numerous organisations show that older and experienced colleagues
possess high levels of engagement than younger colleagues. Research reveals that,
in most organisations, older workers appear to be more engaged and committed than
younger and middle aged workers (Haley, Mostert, & Els, 2013). Indeed, age is major
predictor of work engagement. Studies indicate that age regulates the connection

between job characteristics and job engagement. For instance, more challenging and
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high volume duties in the workplace are found to be highly suitable and exciting for
young employees than for older employees (Finkelstein, Truxillo, Fraccaroli, & Kanfer,
2015). However, Kim and Kang (2017) believe that older workers show high level of
engagement in their work than younger workers. Furthermore, other studies reveal
that workers of different race have various levels of engagement. For example, people
of colour are likely to see themselves as discriminated against and not treated fairly
by their white co-workers and vice versa, which in turn lower their efforts to engage in
their work (Jones & Harter, 2005).

Researchers also postulate that the form of education that employee possess has a
possible link with work engagement and in particular the absorption component of
work engagement (Tanskanen, Taipale, & Anttila, 2016). Furthermore, research on
job position and work engagement shows that a worker’s position in the organisation
can predict their level of engagement. For example, employees with lower positions in
a short-term employment contract show higher levels of engagement as compared to
those in higher positions with permanent employment contracts (Tanskanen et al.,
2016). Tshilongamulenzhe and Takawira (2015) also agree that many organisations
rely on highly skilled and competently engaged workers in order to adopt essential

strategies needed for a better production.

Finally, Jaworek (2017) also confirms this in the view that highly skilled workers, such

as managers, show high levels of engagement than their junior workers.

2.10 The link between Transformational leadership, Personality and Work
Engagement

Shu (2015) argues that leaders who often interact with their followers and directs their
working lives play a critical role in defining employees’ level of work engagement.
Ariani (2014) claims that transformational leadership is necessary for enhancing
employees’ levels of engagement at work and that this can result in higher
organisational performance (Ariani, 2014). Moreover, more involved employees are
known to have a special connection with their work events and capable of handling
their work demands (Schaufeli & Salanova, 2007). Engaged workers are also
energetic, happy about their work, focused and more absorbed in their work (Bakker

& Demerouti, 2008). Finally, Attridge (2009) notes that engaged individuals possess
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positive emotions in their work, view their work as personally valuable, can control

their workload easily and are optimistic about their future work.

Transformational leadership is associated with various positive impacts on employees
and the organisation. Wang, Li, and Li (2017) note that transformational leaders
improve the work engagement of employees because they pay attention to employee’s
essential needs and offer support in their work.Tims, Bakker, and Xanthopoulou
(2011) affirm that transformational leadership focuses on the improvement of
employee involvement with company goals, employees’ feelings of involvement, and
commitment and performance. Thus, transformational leaders encourage employees
to focus on and engage in their meaningful work by communicating the vision and
goals of the company (Kim & Shin, 2017). The leaders enhance work engagement
because they inspire and care about their employees (Buil, Martinez, & Matute, 2019).
Furthermore, Enwereuzor, Ugwu, and Eze (2018) confirm that transformational
leadership affects the work engagement of employees positively since employees
become more engaged when they are supported and motivated by their managers as

well as when they perceive their work to be more attractive and meaningful.

Finally, Caniels, Semeijn, and Renders (2018) also agree that transformational
managers contribute positively to employees’ engagement at work because such

managers ensure that employees experience a pleasant state of mind in their jobs.

Past research proposed that personality dimensions influence individuals’
engagement at work and transformational leaders. Evidence suggests that high
extraversion, agreeableness, openness and conscientiousness and low neuroticism is
connected to high levels of work engagement (Akhtar et al., 2015). In contrast, Woods
and Sofat (2013) predict certain traits of big-five personality traits and suggest their
link with work engagement. Employees with high levels of extraversions are more
likely to respond positively to their work and show positive emotions, while individuals
with high levels of neuroticism display negative emotions (Woods & Sofat, 2013).
However, conscientious employees demonstrate hardworking qualities, which
indicates a sense of dedication and absorption at work (Woods & Sofat, 2013).
Moreover, recent research asserts that managers who are highly extraverted, more
open to experience, more agreeable, highly conscientious and less neurotic adopt a
transformational leadership style (Prochazka, Vaculik, Smutny, & Jezek, 2018).

31



Deinert, Homan, Boer, Voelpel, and Gutermann (2015) also notes that the
extraversion trait of personality is positively related with idealised and inspirational
motivation dimensions of transformational leadership. Thus, highly extraverted
managers tend to be directive and perceived as role models by their employees
(Deinert et al., 2015).

Finally, more agreeable managers are linked with the idealised influence dimension of
transformational leadership because they are easy to trust and more concerned about
the needs of their employees (Simic & Ristic, 2017). Openness to experience has is
linked with individualised consideration because managers who are open-minded tend
to show more concern for their subordinates and acknowledge the differences in
others (Deinert et al., 2015).

2.11 Consumer Goods Companies within the Retail Sector and Work
Engagement

Chapter 1 of this study discussed the notion of work engagement and the problems
encountered within the consumer goods companies. In this section, the study focuses
further on consumer goods companies within the retail industries and work
engagement. The discussion on retail sectors is included in this section because
consumer goods companies are part of the broad retail sector. Nickson, Price, Baxter-
Ried, and Hurrell (2017) point out that workers at retail stores are viewed as low skilled,
receive low incentives and have limited career opportunities. Although more emphasis
should be placed in work engagement in most organisations, it has been found out
that not much interest, within the retail sectors, is placed on the engagement of
employees (Kazimoto, 2016). As a result, Jacobs, Renard, and Snelgar (2014) state
that work engagement within the retail sectors is linked with the critical behaviors of
employees, employees’ creativity, knowledge and innovation, behaviors that are
highly needed to improve the productivity of the retail firms and customer satisfaction.

Employee behavior is important in the retail industry. Jacobs et al. (2014) point out
that the behavior of employees, such as product knowledge, listening to clients and
delivering on what was promised promotes customer satisfaction. This retail worker
behavior can only be delivered by workers who are mentally and emotionally engaged
in their work and dedicate more efforts to their work. Nonetheless, retail firms invest

more money towards ensuring that customers are happy and satisfied at all times
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while disregarding the negative effects of workers’ wellbeing, which causes a
decreased engagement in the organization (Alatalo et al., 2018). In addition, Henly
and lambert (2014) assert that retail work is a form of a work that consists of long
working hours and involves working during weekends, such that this working in this
environment can pose a serious health threat to retail workers and result in reduced
productivity, more sick leaves, absenteeism and less engagement (Henly & lambert,
2014).

However, as James, Mckechnie, and Swanberg (2011) emphasise, jobs in the retail
sector require employees to work long hours and can have a serious negative effects
leading to less engaged workers, yet more engaged retail employees are likely to be
happy with their work, treat customers well, more productive and to remain in the

organisation for a longer period.

2.12 Summary

This chapter focused on work engagement as a dependent variable of this study. It
outlined the concept of work engagement based on several definitions in order to
have a better understanding of the concept. The chapter also reviewed the theories
and models of work engagement. The elements of work engagement, antecedents of
work engagement, consequences of work engagement, signs and symptoms of poor
work engagement and differences in work engagement concerning biographical
variables were also discussed. Lastly, the chapter considered the connection between
transformational leadership, personality and work engagement as well as the

consumer goods companies within the retail sectors and work engagement.

The next chapter focuses on transformational leadership.
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Chapter 3: Transformational Leadership

3.1 Introduction

According to Mary (2005), James MacGregor Burns introduced the transformational
style to leadership through the book Leadership (1978), in an attempt to motivate
leaders and followers to reach an advanced set of moral values and goals. Since then,
the theory of transformational leadership has continued to gain vast interest
(Rodrigues & Ferreira, 2015). Recent research proves that the main goal of the
transformational leadership is to promote self-management, which means that
followers are challenged to be creative and think on their own (Hethand, Hethand,
Bakker, & Demerouti, 2018).

Transformational leadership is linked with follower’s creativity and the term itself has
been coined based on the positive motivational impact it has on the followers (Kark,
Van Dijk, & Vashdi, 2018). It is envisioned to play a vital role in the positive work
behavior of followers (Hethand et al., 2018). In addition, transformational leadership
regards leaders as intellectual stimulating and enabling leaders to encourage new
developments and critical thinking (Hamstra, VanYperen, Wisse, & Sassenberg,
2014).

A recent study by Hoch, Bommer, Dulebohn, and Wu (2018) posits that
transformational leadership was developed as an ongoing process to define the
cooperative relations between the leaders and followers. Leaders and followers work
together with the specific focus on collective interests that enhance a high level of
morality and motivation within their work (Hoch et al., 2018). This type of leadership
allows leaders to invest in higher goals seeking to match organisational needs
(Rodrigues & Ferreira, 2015).Thus, the important role of transformational leaders is
to ensure that followers are motivated, and have more power, more creativity and
interaction (Hethand et al., 2018). Likewise, transformational leadership emphasises
the role of leaders in improving the skills of followers and ensuring team efficiency
(Hamstra et al., 2014).
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Thus, this chapter outlines the various definitions of transformational leadership and
discusses its models as well. The models considered in this chapter are; the path-goal
model of transformational leadership, the value-Centered model of transformational
leadership, Fiedler's contingency model of transformational leadership and the full-
range model of transformational leadership. In addition, this chapter reviews the steps
of the transformational leadership process, characteristics of the transformational
leaders, advantages and criticisms of transformational leadership, and the nature of
transformational leadership amongst employees in the consumer goods companies.

3.2 Definitions of Transformational Leadership
The various definitions of transformational leadership are outlined below.

e Transformational leadership is defined as the commonly applied effective form
of leadership to alleviate tensions in the organisation and to enhance employee
performance (Farahnak, Ehrhart, Torres, & Aarons, 2019).

e Transformational leadership is viewed as a form of leadership in which followers
are motivated by leaders to determine the goals that are attainable and to work
above what is expected (Buil et al., 2019).

e Foulkes-Bert, Volk, Garzon, and Pride (2019) assert that the concept of
transformational leadership relates to the level of power that a leader possess
in order to form interpersonal relationships with followers aimed at ensuring a
proper functioning in all levels of responsibility and work circumstances.

e Transformational leadership refers to an interactive leadership whereby
employees gain trust from leaders, show respect and are encouraged to
perform further than the job expectations in efforts to realise organisational
goals (Boamah, Laschinger, Wong, & Clarke, 2018).

e Transformational leadership is also referred to as a technique necessary for
generating and sustaining a framework for developing human capacity (Nazir,
Akram, & Arshad, 2014). Transformational leaders identifies core values and
dedication, which result in the production of improved capacity (Nazir et al.,
2014).

e McCormick and Burch (2008) define transformational leadership as the belief
that individuals need to be motivated to perform and develop beyond what is

anticipated of them.
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e Transformational leadership is described as the actual process where leaders
take an effort to assist their followers to achieve an upper step of moral
obligation by keeping up to the mutual vision of the organisation (Marturano &
Gosling, 2008).

e Sadler (2003) considers the term transformational leadership as a tool needed
to deal with change and a way of involving the follower's commitment in the
domain of shared values and a united vision.

e Bass (2000) refers to transformational leadership as a form of leadership in
which followers are inspired to maximise their self-interests for the benefit of
their organisation. This form of leadership relies heavily on achievement, self-
actualisation and ideals, and is characterised by idealised influences,
inspirational leadership, intellectual stimulation and individualised
considerations (Bass, 2000).

The study draws on Bass’ definition of transformational leadership for various
reasons. Firstly, this definition is used widely by researchers and has gained more
interest in leadership studies. For example, recent research by Eisenberg, Post, and
DiTomaso (2019) defines transformational leadership as a style that allows followers
to realise their potential and accomplish maximum levels of performance (Eisenberg
et al.,, 2019). The leader’'s behaviour consists of idealised influence, inspirational
motivation, individual consideration and intellectual stimulation (Eisenberg et al.,
2019). Other studies note that transformational leadership consider Bass’ definition
as linking leadership with idealised influence, inspirational motivation, intellectual
stimulation and individualised consideration aspects applied by the leader to transform
the organisation (White, Pearson, Bledsoe, & Hendricks, 2017).

In addition, a recent research by Boamah and Tremblay (2018) applied Bass’ definition
of transformational leadership as a leadership style where transformational leader’s
behaviour consists of the idealised influence, inspirational motivation, intellectual
stimulation and individualised consideration elements used to encourage followers to

perform beyond their job expectations in order to achieve the goals of the company.

Secondly, Bass’s definition of transformational leadership is aligned with the elements
of transformational leadership styles discussed in the full-range model of
transformational leadership, which is used as the basis of the study. It should also be
pointed out that Bass’ (2000) definition of transformational leadership consists of four
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elements, which are idealised influence, inspirational motivation, intellectual
stimulation and individualised consideration. These are the same elements discussed
under the full-range model of transformational leadership and form part of the
leadership behaviour scale that measures the transformational leadership. Hence, the

definition was chosen as the basis of this study.

3.3. Models of Transformational Leadership

This section discusses the path-goal model of transformational leadership, value-
centered model of transformational leadership, Fiedler's contingency model of
transformational leadership and the full-range model of transformational leadership in
an attempt to understand transformational leadership.

3.3.1 The Path-Goal Model of Transformational Leadership

The path-goal model began with the vital claim that the effect of leadership in an
organisation is inclined with the idea that leaders’ actions seek to meet their
employees’ goals. This model pays attention to the motivational approach of the
valance theory that employees are encouraged to behave through some rational
calculation of positive outcomes and actions regarding their self-interests (Rickards &
Clark, 2006).

According to House (1996), the path-goal model is a model of supervision, which
focuses on the association between managers and minor employees in their work.
The main concern of the path-goal model lies with how managers affect the motivation

and satisfaction of employees in lower positions.

It is a two way relationship model that highlights the managers’ effects on minor
employees and not the effects of leaders on work units (House, 1996). In addition,
Dubrin (2010) affirms the view that the path-goal model defines what the manager is
expected to do in any given position within an organisation in order to create a high

morale and maximize productivity.

In essence, the manager directs employees onto the path leading to the achievement
of the desired goals and by doing so the job satisfaction and performance of

employees improves (Dubrin, 2010).

Furthermore, Northhouse (2010) points out that the main purpose of the path-goal

model of transformational leadership is to clarify the way managers can assist

37



employees to find the right path towards the achievement of goals using the best
behavior or style that will meet the needs of employees. Recent studies posit that the
path-goal model conceives the leadership behavior or styles as powerful in that the
managers’ adoption of this leadership behavior leads to a change in the attitude,
behavior and motivation of employees (Farhan, 2018). The path- goal model is mainly
used to indicate a suitable managerial style or behavior that best suits the employees
and work environment as well as lead to the achievement of the desired goals
(Rehmani & Khokhar, 2018).

The model consists of three elements and these are the leaders behavior, followers’
characteristics and task characteristics (Northhouse, 2010). The first element of the
path-goal model, the leader’s behaviour, is made up of four types of leadership
behavior or styles, namely, the directive, supportive, participative and achievement
oriented, which the manager employs to create a clear path for achievement of
personal and task goals (Northhouse, 2010). In the directive behavior/style, the
manager informs employees of the important performance expectations, while in the
supportive behavior style, the manager becomes supportive and attends to
employees’ problems (Bratton, Grint, & Nelson, 2005). In addition, the participative
style involves the manager’'s empowerment of employees and allowing them to take
part in the decision making, while in the achievement orientated style, the manager
sets high goals and motivates employees to aim for high performance principles as

well as demonstrate high levels of confidence (Bratton et al., 2005).

The second element, characteristics of the followers/ employees, focuses on the need
for affiliation, self-perceived levels of the task and desire for control.These
characteristics are essential in explaining whether the employee perceives the
behavior of the leader as contributing to satisfaction gained at work (Northhouse,
2010).

Finally, the third element, the task characteristics, involves the follower’s task design,
the formal authority of the company and the primary work group, which all assist in

enhancing the employee’s motivation (Northhouse, 2010).

Hence, the path-goal leadership model provides a platform for managers or leaders to
actively work towards creating a high team effectiveness and enhance member’s

motivation by providing clear directions, rewards and flexible work structures (Dixon &
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Hart, 2010). The following figure illustrates the path-goal model of transformational

leadership.
Leadership Behavior Styles Follower goals
Follower Path Perceptions
e  Directive e  Satisfaction
e  Supportive Effort-performance-reward e  Rewards
e  Participative linkage e  Benefits
e Achievement oriented

Follower Workplace Characteristics

Characteristics
e  Task structure

e Ability level e  Workgroup

e  Authoritariani e  Authority system

Figure 3.1. The path-goal model of transformational leadership (Bratton et al., 2005).

3.3.2 The Value-Centred Model of Transformational Leadership

The value-centred model forms part of the transformational leadership approach,
which emphasises leader’s role in maintaining high levels of motivation and morality
for the team and the organisation (Maier, Tavanti, Bombard, Gentile, & Bradford,
2015). A study by Shatalebi and Yarmohammadian (2011) indicates that the main
focus of the value-centred model is on the leaders’ and followers’ principles that
contribute to success and stability in an organisation.

The leader’s value focus on the ideals that support the leadership behaviour in an
organisation.That which leaders consider to be essential, in accordance with the
value-centered model, plays a central role because it builds on a framework for making
crucial decisions that can affect an organisation, promote the organisational culture,
and impact positively on employee’s opinions, attitudes and the type of leadership they

expect from their leaders (Groves & LaRocca, 2011).
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The followers’ values should be aligned with the leaders’ values. Research suggest
that the value-centered model entails matching the value system of the leader and that
of the follower, and the establishment of an agreement between the value system of
the leader and the follower, which lead to followers’ satisfaction at and commitment to
their work (Krishnan, 2002).

The value-centred model of transformational leadership encompasses four leadership
elements namely the mission, service, people and task orientation. These four
leadership orientations are associated with the leadership competencies (vision,
values, innovation, inclusiveness, collaboration, communication, commitment,
pragmatism, risk taking, empowerment and social justice (Maier et al., 2015). All the
four elements, together with the leadership competencies as mentioned in the above,
play a role in the foundation of personal and organisational values. The value-centred
leaders are trustworthy and honest and adopt a strong moral value, which leads to
innovation and increased commitment by followers (Maier et al., 2015). Furthermore,
the study done by Jung and Avolio (2000) asserts that when the values of the followers
are the same as the values of the transformational leaders, both parties tend to
develop the motive to focus on the collective interest of the organisation rather than

their self-interests.

In addition, the holding of similar values by both the transformational leader and
followers’ leads to the development of positive work attitudes (Krishnan, 2004). The
value-centred model puts emphasis on collective shared values needed for motivation,
achievement and morality in the organization (Maier et al., 2015). The more the parties
possess shared values, the higher the establishment of efficiency within the
organisation (Groves & LaRocca, 2011). Finally, the equivalence between the leader’s
values and the followers’ values can generate a strong meaningful transformational
leadership (Krishnan, 2002).

Value-centred leaders possess a number of positive attributes. They believe in group
work and collaboration, communicate enthusiasm, empower followers to be confident
in their work, which benefits the rest of the team, and enhance teamwork in order to
achieve organizational effectiveness (Maier et al., 2015). The following figure

illustrates the value-centred model of transformational leadership.

40



] e Service
e Commitment
e Collaboration
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e Pragmatism

e Empowerment
. . e Risk-taking
e Social Justice

o e Innovation
e Communication

Figure 3. 2. The value-centred model of transformational leadership (Maier et.al.
2015).

3.3.3 Fiedler’s Contingency Model of Transformational Leadership

The contingency model of transformational leadership focuses on determining
whether a manger’s style is task or relationship based and if the situation of the
manager is the same as the leadership style (Lussier & Achua, 2007). The contingency
model of transformational leadership consists of two components, which are the
leadership style and situational favorableness. The leadership style component is
concerned with whether the manager is task or relationship orientated (Lussier &
Achua, 2007).

A manager or the leader that is task-focused strives at getting fulfilment from achieved
tasks while a relationship-focused manager strives to establish good working relations
with followers or employees (Lussier & Achua, 2007). Furthermore, situational
favorableness is used to measure the amount of control or power that the manager

has over employees/followers. As a result, the higher the amount of control a manager
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possesses over employees the more the situation tends to be advantageous (Dubrin,
2013). Situational favorableness consists of three variables. These variables are; (a)
the leader-member relations, which is concerned with the nature of the relations
between the manager and employees, (b) task-structure focusing on whether the job
is structured clearly on procedures, goals and evaluations in a way that is highly
likely to be favorable for the manager, and (c) position power, which emphasises more
on the power of the manager to recruit, discipline and fire the employees (Dubrin,
2013). Finally, the contingency model of transformational leadership stresses that
managers that are task-focused perform better in situations of both high and low
control over employees, while managers that are relationship—focused perform better
when there is moderate control over employees (Dubrin, 2010). The following figure

illustrate Fiedler's contingency model of transformational leadership.

Followers Leader
Situation
Leader-member relations Leader-member relations
Task structure

Position power

Leadership Styles
Task

Relationship

Figure 3.3. Fiedler's contingency model of transformational leadership (Lussier &
Achua, 2007).

3.3.4 The Full-Range Model of Transformational Leadership

The full-range model is associated with three types of leadership styles. These styles
are; the transformational styles, transactional style and the laissez-faire style
(Martinez, Sun, Gergen, & Wheeler, 2018). In addition, the transformational leadership

style consists of four dimensions and these are; idealized influence, inspirational
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motivation, intellectual stimulation and individualized consideration (Martinez et
al.,2018).

Rickards and Clark (2006) point out that the transformational leadership believes that
leaders have a goal to promote their followers self-interests, ideals, concerns for
growth and development, self-actualization and to enhance their well-being. This goal
is achieved through four essential dimensions, which are idealised influence
(Charisma), Inspirational motivation, intellectual stimulation and individualized
consideration (Rickards & Clark ,2006).

The first and second element, idealized influence and inspirational leadership, is such
that followers trust their leaders, and refer to these leaders as people who are
extraordinary, characterized by determination and persistence (Schedlitzki &
Edwards, 2014). Furthermore, leaders in the inspirational leadership and idealised
influence dimension are actors who motivate and encourage their followers to tackle
challenges, create meaningful work and state clear expectations that followers are
required to fulfill (Schedlitzki & Edwards, 2014). The inspirational leaders are best
known to encourage and motivate followers to attain important goals that would have
been difficult to attain in the past (Day & Antonakis, 2012). Thus, the inspirational
leaders serve a meaningful purpose in the organisation because their main role is to
motivate and develop followers (Staats, 2015). In addition, an inspirational leader
behaves in a manner that motivates and inspires subordinates to view their work as
meaningful (Foulkes-Bert et al., 2019). Leaders motivate their followers, as per the
third dimension, Intellectual stimulation, to be more innovative and resourceful while
followers are given an opportunity to interrogate assumptions and view problems with
a different eye (Bass, 2000).

In the dimension of intellectual stimulation the leader generate a climate for problem
alertness and solving in which followers are involved in the process of finding solutions
to problems and in that way become motivated and inspired to accomplish work goals
(Day & Antonakis, 2012). Leaders involved with intellectual stimulation make an effort
to encourage followers to grow their abilities and attend to issues and problems in new
ways (Kirkbride, 2006). Furthermore, recent research by Buil et al. (2019) notes that
intellectual stimulation dimension emphasises that leaders should challenge followers

to be creative and attend to problems using new different methods.
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The fourth dimension, individualized consideration, is about the leader who views their
supporters independently and notes the various needs for support and development
(Bass, 2000). In the individual consideration, the leader seeks to offer socio-emotional
support to followers and in that way promote and empower followers to perform
beyond work expectations (Day & Antonakis, 2012). Lastly, leaders in the Individual
consideration behave as mentors and develop their followers with more focus on their
needs for achievement (Schedlitzki & Edwards, 2014).

Individual consideration leadership enforces empowerment to followers, here leaders
are aware of each follower’s strengths and flaws and take necessary steps to develop
followers’ unique competencies (Staats, 2015). Thus, in this dimension, the leaders
provide mentorship support and are attentive to followers needs for goal attainment
(Buil et al., 2019).

The transactional leadership style consists of active and passive management by
exception and the contingent reward. Management-by-exception (passive) means that
leaders extract from being a leader while management-by-exception (active) means
that the leader is attentive to problems that may occur and has a system in place for
early detection of problems that might arise (Kirkbride, 2006). In addition, contingent
reward means that leaders award incentives and extrinsic compensation in order to
motivate employees to adopt better performance (Zhang, Cao, & Wang, 2018). Finally,
there is nonexistent leadership in the laissez-faire approach as leaders assign more
responsibility to the subordinates and avoid direct handling of the critical issues that

may arise (Zhang et al., 2018).

The full-range model of transformational leadership, as depicted below, includes the
above-discussed four dimensions of transformational leadership style (the idealized,
Inspirational motivation, intellectual stimulation and individual consideration) and the
transactional leadership style consisting of contingent rewards, the active and passive
management-by exception and the laissez-faire non-leadership style. In simple terms,
the full-range model of transformational leadership seeks to explain the transition from

the non-leadership to the more transformational leadership styles.

As a result, the full-range model of leadership is chosen as the basis of this study
because it is widely used by many researchers. The model is aligned with leadership

behaviour scale used in the research methodology to measure transformational
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leadership through four components of the transformational leadership style; the
idealized influence, inspirational motivation, intellectual stimulation and individual
consideration (Jensen et al., 2019). The model is also aligned with Bass’ definition of
transformational leadership. The full-range model is necessary because it was
formulated to ensure the sufficient measurement of the effective transformational
leadership style (Mathieu, Neumann, Babiak, & Hare, 2015). Thus, the full-range
model is a better option for the study due to its positive prediction of motivation,
performance as well as job engagement (Johnsen, Eid, Pallesen, Bartone, &
Nissestad, 2009).The following figure shows the full-range model of transformational

leadership.
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Figure 3.4. Full-range model of transformational leadership (Kirkbride, 2006).

3.4 Steps in the Transformational Leadership Process
The transformational leadership process consists of four essential steps that the
leaders need follow to transform the organisation (Lussier & Achua, 2007). The steps

include; making a compelling case for change, inspiring a shared vision, leading the
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transition and imbedding the change (Lussier & Achua, 2007).These steps are

discussed below.

First, it is important to make a compelling case for change. Change in the organisation
arises after the transformational leaders’ identification of the change needed and this
includes the willingness of the transformational leader to take risks and identify
opportunities that could make the transition possible (Lussier & Achua, 2007). In order
to identify change in the organisation, the transformational leader should be
innovative, resourceful and have the necessary background of the organisation (Bergh
& Theron, 1999). Finally, the transformational leader must have a clear vision about
the future of the organisation and determine the required objectives for the

organisation’s transformation (Van Zyl, 2016).

Secondly, it is necessary for the transformational leader to inspire the shared vision.
This step requires the transformational leader to motivate followers to think of new
ways of transitions, a better future for the firm and look for broader inputs from all
members of the team (Hay, 2006). The transformational leader invites the followers to
move toward the new vision that is presented in ideological terms (Lussier & Achua,
2007). Furthermore, transformational leaders need to strive for an ongoing
improvement and innovation, which they must place center-stage in the business’
transformation, and communicate the values and norms of the business to followers
(Van Zyl, 2016).

Thirdly, the transformational leader has to lead the transition. In this step, itis important
for the leader to introduce a sense of urgency. The transformational leader should
support and ensure that there is collaboration amongst followers, which helps to form
a working environment characterized by a sharing of ideas and knowledge (Van Zyl,
2016). It is important that the leader empower, increase the self-confidence and
optimism of followers so that it can be easier to understand the need for a transformed

organisation (Lussier & Achua, 2007).

Lastly, the transformational leader has to implant change. Transformational leaders
apply this last step to assist followers to find self-fulfilment with the new vision, initiate
personnel changes and team-building workshops (Lussier & Achua, 2007). Change
takes place after transformational leaders’ actions that amend the reward and
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performance appraisal processes, monitor progress and recruit highly skilled

employees who will commit to group cooperation (Hay, 2006).

3.5 Characteristics of Transformational Leaders

Sadler (2003) points out that transformational leadership consists of certain
characteristics. Transformational leaders are perceived by the world as change agents
who are brave and resilient, have faith in people, believe in motivation, and trust as
well as enable their followers (Sadler, 2003). Transformational leaders are also

directed by a strong set of values and are life-long learners (Sadler, 2003).

Transformed leaders regard mistakes as a learning opportunity, they are natural
thinkers, and can cope well with complexity and uncertainty (Sadler, 2003).
Transformational leaders are also known to be persistent, strategic, have clear sense
of purpose, passionate, risk- takers, visionary and to consider the needs of employees
(Hay, 2006). Finally, transformational leaders are recognised as role models because

they focus on the followers needs for growth and development.

Moreover, Lussier and Achua (2007) note that transformed leaders are recognised for
their strength, which brings change in the organisation by encouraging followers to
dream about their future. Transformed leaders are indeed concerned about improving
the morals and intentions of their followers. They are generally good decision makers
who motivate and inspire employees to search for solutions to major challenges using
logical methods (Ahmad, Abbas, Latif, & Rasheed, 2014). In addition, Aamodt (2016)
points out that a transformational leader must create a visible vision for the
organisation, find a strategy to attain that vision, communicate and promote the vision,
have a positive outlook and act confident, as well as embrace success and set an
example to his followers (Aamodt ,2016).

Transformational leaders have the power to introduce change and direct employees
to think differently, and they do not lead the employees and the organization by fear
(White et al., 2017).

They have the ability to anticipate a stimulating future vision, provide intellectual
stimulation because they motivate followers to think critically, and are creative and
innovative (Kark et al., 2018). In addition transformational leaders have the ability to
encourage employees to put more effort in their work, motivate employees to view old

problems from a new perspective and pay attention to the needs and growth of their
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employees within the organisation (Nurcahyo, Della, Irawan, & Ronaldy, 2018).
Finally, transformational leaders are visionaries and known for best results because
they set high performance standards needed for the attainment of communal goals
(Frieder, Wang, & Oh, 2018).

3.6 Advantages of Transformational leadership

There are various advantages of the transformational leadership within an
organization. Northhouse (2010) notes that there exists a high volume of research on
transformational leadership in well-known organizations since its introduction in the
1970s, which indicates that transformational leadership has been regarded as a key
point for most leadership studies. Transformational leadership is viewed as the most
realistic type of leadership styles because it is easy to apply, understand and mostly

motivates employees within the firms (Ghasabeh & Provitera, 2017).

Furthermore, Bosselut et al. (2018) state that transformational leadership is a vigorous
and effective form of leadership that motivates and improves job performance.
Researchers, Luo, Guchait, Lee, and Madera (2019) also affirm that transformational
leadership affects the employee’s performance in a positive way and inspires
employees to perform in a manner that can accomplish organisational goals. In
addition, transformational leadership is considered as essential towards enhancing
employee’s satisfaction at work, extra efforts and effectiveness (Taiwan, Nan-Nan, &
Ngudgratoke, 2017). Finally, transformational leadership is an influential and
necessary approach in many organisations. Ma and Jiang (2018) state that
transformational leadership is connected to individual creativity and extraordinary

performance.

In addition, Urban and Govender (2017) argue that transformational leadership assists
in building and forming an organisation’s culture by seeking opportunities for
employees, encouraging collaboration, creating shared values and giving employees

a chance to behave like leaders (Urban & Govender, 2017).

3.7 Criticisms of Transformational Leadership

Transformational leadership has been subjected to various criticisms. Firstly,
transformational leadership does not have a conceptual clarity and it can be hard to
identify its parameters because it encompasses various activities and characteristics

such as motivating followers, creating a vision and building trust (Northhouse, 2010).
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Transformational leadership has been criticised for not making means for learning and
development in the organisation such as equality, shared leadership, consensus and
participative decision making (Van Zyl, 2016). Transformational leadership also makes
use of impression management, which could possibly result in exaggerated
commendation (Van Zyl, 2016).Transformational leadership puts more emphasis on
how the followers perform best to achieve the goals of the organisation and not on

how followers can benefit from the organisation (Lee, 2014).

This happens because leaders always influence followers to bring extra efforts needed
to fulfil the firm’s goals. The disadvantage of this unidirectional influence coming from
the leader to the follower is that it makes followers more prone to deception (lee, 2014).
Furthermore, transformational leadership regards leadership as a personality trait
instead of a form of behavior that followers can learn. If leadership is regarded as a
trait, teaching followers can be a challenge since it becomes hard to train followers
how to modify their traits (Northhouse, 2010).Finally, transformational leadership is
also criticised for focusing more on the individualised approaches rather than
collectivist approaches (Zehndorfer, 2014). Transformational leadership has also been
criticised for being“antidemocratic” because leaders put their needs beyond the needs
of followers (lee, 2014).

3.8 Transformational Leadership amongst Employees in the Consumer Goods
Companies

Transformational leadership has been and continues to be a popular subject within the
consumer goods companies. Its popularity is due to the manager’s roles in motivating
employees to be innovative and in implementing change seeking to enhance the
success of the firm (Salau et al., 2018). A recent study by Viera, Perin, and Sampaio
(2018) notes that transformational leaders working in consumer goods companies
influence employees’ values and aspirations. For instance, transformational leaders
inspire employees to adopt new values in order to attract new customers and
maintaing good relationships with old customers. Transformational leaders also
encourage employees in consumer goods companies to do away with traditional
product sales approaches and instead work with new ideas and perspectives, and
consider the important needs of customers and new methods of carrying out sales
activities (Viera et al., 2018).
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However, employees working in consumer goods companies struggle to cope with
daily pressures of satisfying customers’ needs and providing good quality products
and services. Transformational leaders’ roles then are to encourage employees to be
more creative, and be open to new ways of dealing with customers’ demands and how

to survive inside the competitive environment (Birasnav & Bienstock, 2019).

Transformational leaders can also provide further support by engaging in strategic
decisions that affect the consumer goods firms positively, which in turn contributes to
the excellent performance of employees and lead to better services as well as the
strength to cope within the competitive working environment (Chen, Sharma, Zhan, &
Liu, 2019). In addition, transformational leaders within the consumer goods companies
pay attention to the employees’ psychological safety and encourage them to engage
in risk taking behaviors with the assurance that it will not result in any harm, which
then encourages to work harder based on the trust from their managers (Afsar,
Shahjehan, Shah, & Wajid, 2019).

Finally, transformational leaders within the consumer goods companies develop an
organisational culture where employees are motivated to listen carefully to the
demands of the customers and respond in a good manner to serve the needs of the
clients in a better way (Jha, Balaji, Ranjan, & Sharma, 2019). Transformational
managers within the consumer goods company also establish a trustworthy
relationship with employees, set high service standards, provide ideas to employees
on how to deal with a challenging complaint or a client and offer employees the chance

to realise their potential (Jha et al., 2019).

3.9 Summary

This chapter focused on the concept of transformational leadership. It reviewed the
definition of transformational leadership presented by numerous authors and went on
to outline the different models of transformational leadership (the full-range, path-goal,

value-centered and the contingency models)

The full-range model of leadership was chosen as the basis of this study because the
model measures the four dimensions of the transformational leadership (Idealized
influence, inspirational motivation, intellectual stimulation and individual
consideration). Furthermore, the chapter discussed steps in the transformational

leadership, the characteristics of a transformational leaders, advantages and
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criticisms of transformational leadership, and concluded with the discussion on

transformational leadership amongst employees in the consumer goods companies.

The next chapter focuses on personality.

52



Chapter 4: Personality

4.1 General introduction

The history of psychology and personality indicates that the interest of personality
theorists has been on personality as a factor made up of stable traits (Anglim, Lievens,
Everton, Grant, & Marty, 2018). Most research on personality and psychology has
focused on understanding behaviour and people’s differences. In addition, previous
research on personality notes that researchers are interested in discovering the
ordinary behaviour of individuals, which includes observing patterns of behaviour and
how individuals conduct themselves (Furnham, 2008). While, current research
underscores that personality is vital due to its concern for describing an individual
variances and behaviour (Al-Samarraie, Sarsam, Alzahrani, & Alalwan, 2018). Finally,
personality has been predicted to explain environmental attitudes and behavior and in
particular, how the environment can influence individual behaviour (Marcus & Roy,
2017).

Generally, personality theorists consider personality as linked to the steady behaviour
of people and their experiences with the world (Al-Samarraie et al., 2018). Other
studies note that personality is also concerned with people’s feelings and thinking
abilities because personality determines how people think and feel in many situations
(Marcus & Roy, 2017). Likewise, humans vary from each other based on their different
thoughts, emotions and movements (Yarkoni, 2010). Thus, personality has been
observed as an inclusive subject that describes psychological characteristics such as
cognitive, emotions and behaviour of employees linked to the environment (Obi,
Nwankwo, Agu, Aboh, & Sydney-Agbor, 2013). In addition, research states that
personality is connected to the performance of employees at work and that personality
determines how well employees perform their duties and how they solve any of the
difficult issues that they encounter (Youshan & Hassan, 2015).

Personality can be used to examine an individual’ values, features and life skills in an
attempt to enhance performance and individual’s involvement in an organisation
(Youshan & Hassan, 2015). Other studies report that personality affects an individual’s
ability to bring solutions to problems and an individual’s adjustment to the changing
environment (White, Wagner, Gowan, & Braithwaite, 2017).
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Moreover, Strober (2017) adds that personality is used in psychology research to
define the individuals’ differences based on their health, psychological well-being and

coping mechanisms.

Therefore, this chapter focuses on the nature and definitions of personality,
determinants of personality, theories and models of personality. It also focuses on
personality and psychological capital, individual differences, proactive behaviour and

the personality of employees in the consumer goods company.

4.2 Nature and Definitions of Personality

The topic of personality began in the twentieth century and ever since it has gained
popularity in the field of psychology (Reale, Dingemanse, Kazem, & Wright, 2010).
The concept of personality has been recently defined as an important factor of
humanity because of its major role in the development of an individual (Fisher & Robie,
2019). Personality is recognised as entailing the social skills and efficacy found within
social groups with the social skills being in the form of an individual's beliefs and
control of behaviour (Selvam, 2019). Foris, Zebunke, Langbein, and Melzer (2018)
define personality as a steady component that determines the differences in an
individual's behaviour. Moreover, Mironenko (2018) refers to personality as the degree
to which an individual is classified under the object and subjects of biosocial
associations such as the broad, social and individual traits. In addition, personality is
defined as the wide range of an individual characteristics consisting of emotions,
opinions, thoughts and motivation that shape behaviour of a person (Uher, 2017).

Research done by Wrzus and Roberts (2017) describes personality as a concept that
entails stable traits such as of behaviour, cognition, emotion and motivation, which
explains that people can be of the same culture but still be different from each other.
Personality is also referred to as a broad set of fixed psychological characteristics that
are widely conscious, not easily changed and appear in every part of functioning
(Millon, 2016).

According to Boyce, Wood, and Powdthavee (2013) personality entails a

psychological element of an individual driven across personal circumstances.

Researchers, Zaidi, Wajid, Zaidi, Zaidi, and Zaidi (2013 , p.1344) explain personality
as “relatively enduring personal characteristics in sense of generalized and basic

conduct tendencies which reflects long term, pervasive individual differences in
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emotional style and general influence on emotional response”. Furthermore,
personality refers to the degree to which a person regards himself as different from
others and is considered to be special inner and outer aspects of an individual's
character that affect the behaviour (Schultz & Schultz, 2009). Lastly, personality is
defined as the inherent traits or personal characteristics that are displayed by people
(Anglim et al., 2018).

The study’s focus is based on the definition of personality as the inherent traits or
personal characteristics that are displayed by people (Anglim et al., 2018). The reason
for choosing this definition is that it is linked to models of personality, which are the
five-factor model, HEXACO model of personality and the integrated model of
psychological capital that are discussed later in the chapter. All the afore-mentioned
focuses on the personality traits of people. Bar, Leurer, Warshawski, and ltzhaki
(2018) also confirm that these personal traits are constant and psychological and help
to explain why people behave in certain ways. Finally, Quick and Nelson (2009) view

personality as a group of steady traits that have an impact on an individual’s behavior.

4.3 The Determinants of Personality

Past interests of various personality researchers were on the origins of personality and
individual differences. Personality researchers have been curious to find out why there
is a difference in people and why some individuals are talkative, assertive,
achievement orientated, creative as compared to others (Derlega, Winstead, & Jones,
2005). It has been noted that personality can be a result of genetics or the environment
(Robbins, 2001). A study by Ng, Woo, Tay, and Foster (2016) argues that personality
and the unique traits of individuals are hereditable and can be explained via human
genes. Personality is also influenced by genetics and other biological aspects, which
have an effect on the way people act in social settings (Weber, Johnson, & Arceneaux,
2011).

Furthermore, research done by Dochtermann, Schwab, and Sih (2015) confirms that
personality and differences in humans are genetically constructed. In terms of
environment, studies agree that individuals’ personality and unique traits can be
determined by the environment, because the environment can affect how individual
act in the real world. Finally, individuals who are more agreeable and extraverted tend
to be more compassionate and connected to their environment (Hirsh, 2010).
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The environment plays a major role in personality. It is considered essential in
explaining people’ behaviour and their perceptions about events (Rudin, Tomkins, &
Simmons, 2018). In addition, the environment can influence individual differences
including the vulnerability of individuals toward the environmental demands and their
positive response (Keltikangas-Jarvinen & Jokela, 2010). Kandler (2012) also notes
that both the genetic and environmental factors explain why people are different and

why they act in certain ways.

4.4 Theories of Personality

The personality theories discussed in this section include the social cognitive theory,
Gray’s reinforcement sensitivity theory, personal construct theory, Allport trait theory
of personality, Eysenck hierarchy personality theory, and Cattell’s theory of personality

traits. Each is discussed below.

4.4.1 Social Cognitive Theory

The social cognitive theory, developed by Bandura, recognises personality as a
concept, which consists of a wide range of intrapersonal elements that control and
influence the behaviour of people (Stajkovic, Bandura, Locke, Lee, & Sergent, 2018).
The social cognitive theory (SCT) originates from an agentic view where to be an
agent means that individuals have control over their daily functioning (Stajkovic et al.,
2018). Further research by Feist, Feist, and Roberts (2018) affirms that the social
cognitive theory relies on the agentic belief that people have the ability to take control
of their environment and quality of their lives because the people are creators and

products of their environment.

The social cognitive theory postulates that personality can be studied through triadic
reciprocal causation. The triadic causation represents the three distinguishable
factors, the physical and social environment, cognitive and affective systems, which
encompass the individual, their behaviour and how it is measured in the society (Boyle,
Matthews, & Saklofske, 2008). The social cognitive theory also claims that people use
external (people’s physical and social environment) and internal aspects (individual's
observation, judgmental process and reactions) to control their behavior (Feist et al.,
2018). Previous research notes further that the reciprocal determinism consists of the

external determinants that include rewards and punishment while the internal
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determinants include views, beliefs and anticipations that influence an individual's
conduct (Burger, 2011).

Furthermore, the social cognitive theory considers an individual’s conduct, personal
characteristics and environmental factors as equal (Font, Garay, & Jones, 2016). An
individual's behaviour is influenced by environmental and personal traits and in turn
personality can determine an individual's environment. The social cognitive theory also
asserts that individuals select their actions on the basis of their preferences,
proficiencies, environment and cultural influences that build their behaviour (Font et
al., 2016). The theory focuses on the self—efficacy as well. The triadic reciprocal
causation suggests that the individual, behaviour and the environment affect each
other, which means that self-efficacy is the personal factor within the triadic reciprocal
causation (Feist et al., 2018). Nonetheless, Zheng, Wang, and Xu (2016) affirm that
self-efficacy is the belief that individuals have in their power to accumulate better
performance that has a great effect on occasions that in turn impact positively on
themselves. Similarly, self-efficacy in the work place is enhanced when employees
utilise their professional skills to resolve difficulties experienced by others. Individuals
that receive help with their problems gain significant experience along the process and

are ultimately able to polish their tasks (Zheng et al., 2016).

Therefore, the SCT proposes that humans control their conduct through moral agency.
Self-efficacy, particularly its association with the assessment of an individual's
capabilities to utilise their competencies (skills) in certain areas and situations plays a

significant role here (Hoyle, 2010).

Thus, when people find themselves in an immoral situations they correct their
behaviour, eliminate the consequences of their behaviour, refuse to be accountable
and blame other people for their wrong actions, which underscores the SCT’s role in

controlling people’s agancy (Feist et al., 2018).

4.4.2 Gray’s Reinforcement Sensitivity Theory of Personality

Recent research by Miles, Smyrnios, Jackson, and Francis (2019) defines Gray’s
reinforcement sensitivity theory as a natural personality theory that classifies individual
differences according to two components, which are the behavioral activation system
(BAS) and the Behavioral Inhibition System (BIS). This theory presumes that humans,

just like any other subjects, respond actively or passively to threatening stimuli
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(Chamorro-Premuzic, 2015). Furthermore, Gray’s reinforcement sensitivity theory of
personality emphasises more on behavioral principles of conditioning reward and

punishment.

The behavioral activation system (BAS) motivates the behaviour of individuals towards
gaining a reward by making a person aware of the reward and providing the go-ahead
indication that elicit the behaviour (Chamorro-Premuzic, 2015). On the contrary, the
behavioral inhibition system (BIS) consists of an anxiety system that restrains
behaviour connected with insufficient reward or punishment (Chamorro-Premuazic,
2015). Thus, the behavioral activation system is viewed as a motivational approach
that leads to employees who are impulsive, extraverted and highly reactive to
immediate rewards, while anxiety and avoidance is classified under the behavioral
inhibition system. The primary role of behavioral inhibition system lies on elevating

conflicting goals (Kimbrel, Mitchell, Hundt, Robertson, & Nelson —Gray, 2012).

In addition, the research points out that individuals who display strong BAS in an
organisation are sensitive to rewards with their behaviour associated with enthusiasm
and the enjoyment of their duties, and thus, are naturally goal driven persons (Lerner,
Hatak, & Rauch, 2018). Individuals with strong BAS are likely to experience positive
feelings and participate in approach behaviour (Santens et al., 2018). People classified
under the BAS category are also reward sensitive, highly likely to be involved in high-

risk behaviour and more thoughtless (Afshari, Rasouli-Azad, & Ghoreishi, 2019).

Nonetheless, the activity of the BIS can result in anxiety and individuals who are
strongly related to the BIS can indicate the signs of danger that may occur (Afshari et
al., 2019). Finally, the behaviour of individuals with high BIS is linked to risk valuations,
anxiety, uncertainty and avoidance (Lerner et al., 2018).

4.4.3 Personal Construct Theory of Personality

Stojnov and Pavlovic (2010) state that the personal construct theory of personality was
developed by Kelly, as a psychological framework in the 1950s, to understand
individuals and their personal surroundings. The personal construct theory relies on
the relativist analysis, which views behaviour of an individual as an experiment and
not as an outcome thus, the judgement about an individual is not based on their
behaviour (Mallick & Watts, 2007). The personal construct theory also suggests that

people can be treated as scientists. This suggestion was made on the basis that the
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only way to understand people is to view them as scientists who constantly try to find
a meaning from their life experiences (Stojnov & Pavlovic, 2010). Furthermore, Paz,
Pucurull, and Feixas (2016) maintain that personal construct theory is based on the
belief that people actively represent their realities, and are scientists who formulate

theories about themselves.

Every individual has a unique system of personal constructs used to anticipate and
understand the events around them (Paz et al., 2016). A study by Feist et al. (2018)
also notes that individuals anticipate events by using the meanings they attach to
those events, and that these meanings are known as personal constructs. Individuals’
behaviour within the real world is influenced by how the environment is structured.
Furthermore, the personal construct theory believes in constructive alternativism,
which proposes that individuals are active agents and their actions are based on how
they anticipate their events (Feist et al., 2018). According to Feist, Feist, and Roberts
(2013) the personal construct theory is not intended at defining the nature, instead it
is aimed at understanding the construction of events. Here, constructive alternativism
assumes that the current interpretations of the world are subject to change, and the
world as well as the events can be observed from an alternative viewpoint (Feist et
al., 2013).

Research by Hamad et al. (2017) indicates that the personal construct theory refers
to the tendency of an individual to create meaning from their personal circumstances,
experiences and life events. Individuals use their personal constructs, which is verbal
language that includes words, adjectives and non-verbal expressions to envisage and
integrate their realities (Hamad et al., 2017). Moreover, personal constructs are
referred to as bipolar judgements in that they include happiness or sadness, however
not all the judgements that people make are labelled verbally (Paz et al., 2016). Recent
research indicates that the ability to understand an individual is facilitated by the
knowledge of the structure, content and dynamics of personal constructs, and that
personal constructs may be helpful to predict events and generate ways of meanings
to these events (Cervone & Little, 2019).

4.4.4 Allport’s Trait Theory of Personality
Friedman and Schustack (2012) point out that the concept of trait means that

personality is rooted within an individual. The trait theory, as proposed by Allport,
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argues that a trait influences an individual to react to similar environmental conditions
in the same way (Olson & Hergenhahn, 2011). The trait theory postulates that an
individual's personality is made up of a set of observable traits used to understand
how people behave (Quick & Nelson, 2009). The trait theory suggests that an
individual’s trait of shapes the experiences and guides their behaviour because every
individual uses their own traits to deal with the outside world (Olson &Hergenhahn,
2011).

Furthermore, the trait theory asserts that a trait can be grouped into cardinal, central
traits and secondary dispositions. Cardinal traits are traits that are apparent and affect
every movement of an individual (Olson & Hergenhahn, 2011).The central traits are
mainly there to understand how an individual operates (Burger, 2011). Central traits
include being honest, kind and self-confident, and these are varied and occur in a wide
range of situations (Pervin & Cervone, 2010). The trait theory also postulates that while
the quantity of the central traits differ from one individual to another, just one trait is
needed to direct the behaviour (Burger, 2011). Finally, secondary dispositions are
defined as traits that are steady and generalised, which implies that individuals have
traits that make for different values and that traits represent what an individual does
across many situations and what will happen in any one circumstance (Pervin &
Cervone, 2010).

Further, secondary dispositions are applicable to a variety of behaviours and can be
referred to habits or attitudes in more generalised ways (Olson &Hergenhahn, 2011).

4.4.5 The Eysenck Hierarchy Theory of Personality

The hierarchy theory of personality, as developed by the theorist Eysenck, perceives
personality as a hierarchy that consists of three basic layers ranging from bottom to
the highest level, which are the specific responses, habitual responses and the
generalised traits (Engler, 2009). The hierarchy theory of personality proposes that the
behaviour of an individual can be interpreted through particular responses that are
connected to produce more common habits, and the groups of habits that occur at the

same time that generate traits (Pervin & Cervone, 2010).

The specific behaviour entails the conduct of an individual that is visible, while habitual
response describes the behaviour that happens in the same situations and the traits
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encompasse the extraversion-introversion and neuroticism-emotions dimensions
(Engler, 2009).

The hierarchy theory of personality is based on the notion that traits are hereditary and
originate from the psychophysiological principle (Larsen & Buss, 2010). The
extraversion trait as represented at the high level of hierarchy is used to describe
individuals that are more sociable. Extraverted individuals are more outgoing, have
more social contacts, participate in group activities and are spontaneous, while
introverted individuals are more reserved, quiet, introspective and are normally distant
from other people (Burger, 2019). People who are high in extraversion traits are likely
to be vigorous, strong and receive social support from colleagues (Yang & Yang,
2019).

The hierarchy theory of personality also emphasises on the neuroticism trait and
argues that the neuroticism trait is connected to anxiety and that neurotic people have
reactive sympathetic nervous systems (Biernacki & Tarnowski, 2011). Individuals high
in the neuroticism dimension are likely to react emotionally to situations and such
individuals act strongly to minor frustrations and may take time to overcome these

frustrations (Burger, 2019).

Traits of neuroticism also include anxiety, irritability, lack of self-esteem, moodiness
and nervousness (Larsen & Buss, 2010). Moreover, individuals who are highly
neurotic normally go under high levels of stress and are dissatisfied all the times (Yang
& Yang, 2019).

4.4.6 Cattell’s Theory of Personality Traits

Cattel drew this theory based on the number of traits that can be used to describe the
differences in individuals. These traits are common and unique traits, temperament,
basic and dynamic traits, constitutional and environmental mold traits, and the surface
and source traits. Common traits are considered to be shared by all individuals while
the unique traits are not held by all people and only visible in a person’s interests and
attitudes (Schultz & Schultz, 2017). Ability traits explain the effectiveness associated
with attaining the goal and temperament focuses on the emotional aspects, such as
anger and confidence, of an individual behaviour (Schultz & Schultz, 2017). The
dynamic traits are the factors that encourage, inspire and interest a person (Schultz &
Schultz, 2017).
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Furthermore, Swartz, de la Rey, Duncan, Townsend, and O’Neill (2016) distinguish
between the surface traits and the source traits. Surface traits refer to the plain
behaviour displayed by an individual, where, for instance, an individual who is very
guiet and shy may avoid social groups and activities (Swartz et al., 2016). While the
source traits are considered as the primary source of surface traits (Swartz et al.,
2016). Cattell recognizes the source traits as consisting of 16 personality factors. Jin,
Qinghua, Haifei, and Wenbin (2005) outline the 16 personality factors and focus on
the low score versus the high score. Schultz and Schultz (2013) are also of the view
that there is a difference between the constitutional and environmental mold traits.
Constitutional traits are based on the biological situations but are not inherent while
the environmental mold traits are made of social and physical surroundings that affect
the behaviour of an individual (Schultz & Schultz, 2013). See Table 4.1 that shows

Cattell’s 16 Personality Factors.
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Table 4.1:

Cattell 16 Personality Factor

Factor Description

A Warmth Reserved Outgoing

B |Reasoning Less Intelligent More Intelligent

C |[Emotional Stability Affected by feelings Emotionally stable
E |[Dominance Humble Assertive

F  |Liveliness Sober Happy-go-lucky

G |Rule Consciousness Expedient Conscientious

H [Social Boldness Shy Venturesome

I

Sensitivity Tough-minded Tender-minded
L  \igilance Trusting Suspicious
M  |Abstractedness Practical Imaginative
N  |Privateness Straightforward Shrewd
O |Apprehension Self-Assured Apprehensive
Q1 [Openness to Change Conservative Experimenting
Q2 [Self-Reliance Group-dependent Self-sufficient
Q3 |Perfectionism Self-conflict Self-control
Q4 ([Tension Relaxed Tense

Note. From “The research of mining association rules between personality and
behavior of learner under web-based learning environment” by D. Jin, Z. Qinghua, L.
Haifei, & Y. Wenbin, (2005), the 4" International Conference in Web-Based , p.5.

The study chooses Allport trait theory, Eysenck hierarchy theory of personality and
Cattell theory of personality as the basis of the study. The aforementioned theories

were selected because all the chosen theories represent the personality traits.

The trait theories provide a platform to understand human behaviour in the real world.
The theories also explain why and how people act in different situations and postulate
that people depend on their personality traits to respond to the environment. Further

trait theories note that personality traits direct and shape the behaviour of individuals.

The trait theories are also aligned with definition of personality that is chosen as the
basis of this section, which is that personality is the inherent traits or personal

characteristics that are displayed by people (Anglim et al., 2018).
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Ultimately, the study focuses on the five-factor model, HEXACO Model and the
Integrated Model of Psychological Capital at the workplace in an effort to support the

trait theories.

4.5 Models of Personality
The models of personality consist of the five-factor model of personality, HEXACO
model of personality and the integrated model of psychological capital at the

workplace. Each of these models is discussed below.

4.5.1 The Five- Factor Model of Personality

The five -factor model is regarded as the most popular and broad theory valuable for
research on personality (Devaraj, Easley, & Crant, 2008). The five-factor model of
personality is referred to as a descriptive model that organises the main characteristics
of personality based on the verbal terms that individuals apply to define themselves
and other people (Carvalho & Nobre, 2019). As a result, various personality theorists
apply the model of personality to understand individual behavior, which implies that
personality theorists are of the view that patterns of individual behavior can be divided

into observable characteristics (Quick & Nelson, 2009).

The five-factor model of personality, which is used to define the basic construction of
personality, originates from the lexical hypothesis that means “that individual
differences that are most significant in the daily transactions of persons with each other
will eventually become encoded in their language” (Smith et al., 2018, p. 2). The model
has continued to be stable and as a result, various scholars use it due to its
significance in predicting job satisfaction, job performance, career outcomes,

employee’s wellbeing and leadership efficiency (Smith, Patmos, & Pitts, 2018).

Thus, the five-factor model is regarded highly as a theory that structures personality
traits within a broad system for the purpose of guiding research in the area of
personality (Carvalho & Nobre, 2019). Furthermore, the five-factor model of
personality is considered as the building blocks of personality, which provide the basis

for understanding the foundation of individual differences (Forestell & Nezlek, 2018).

The five- factor model is also important because it provides the collective language for
use in the labeling of personality across the fields of psychology (Bucher &Samuel,
2019). The model is also viewed as essential drivers of a person’s behavior and

performance in the workplace (Rai & Ajith- Kumar, 2012). Moreover, the five-factor
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model of personality is used to represent the personality traits consisting of five
elements, which are neuroticism, extraversion, agreeableness, conscientiousness,
openness to experience (Falkenbach, Reinhard, & Zappala, 2019). The elements of
the big- five theory are described below and presented in figure 4.1 and 4.2 as follows:

e Neuroticism: Neuroticism is viewed as an ordinary element of personality,
which refers to the psychological distress that an employee encounters (Rua,
Stead & Poklar ,2018). Further, neuroticism is viewed as the anxious behaviour
that affects employees negatively (Whaite, Shensa, Sidani, Colditz, & Primack,
2018).

e Extraversion: Kok and Meyer (2018) posits that extraverted people like social
gatherings and prefer to operate in a group because they are naturally talkative
and lively.

e Agreeableness: The agreeableness element asserts that an agreeable
employee is highly likely to have better interactive adjustments, promote social
relationships and is more cooperative and supportive (Rogers & Glendon,
2018). An employee viewed as agreeable is regarded as an individual who pays
attention to interpersonal behavior that includes being accommodating and
trustworthy (Rua et al., 2018).

e Conscientiousness: Conscientiousness consists of meticulousness and
organised behaviour, which help employees to be in control of their emotions
(Whaite et al., 2018). According to Rapp, Ingold, and Freitag (2019),
conscientious people think about problems before they act, are rational, make
plans beforehand and maintain a controlled life.

e Openness to experience: According to Sahraee and Abdullah (2018), an
employee who is open to experience is considered creative, innovative,
inquisitive and open mindedness, and holding interest in their work. In addition,
an individual who is open to experience seeks new opportunities, new
experiences and philosophies (Nezlek & Forestell, 2019). Normally employees
who are open to experience display a behaviour associated with intellectualism

and inventiveness (Whaite et al., 2018).
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Extraversion mmmsssssmm) Assertive and sociable

Agreeableness mmmmm) \Warm, cooperative
Conscientiousness mmmmssss) Hardworking, organized and dependable
Emotional Stability =) Calm, Self-Confident and cool

Open To Experiencemmmmmms) Creative, curious and cultured

Figure 4.1. The five elements of the five- factor model of personality (Quick & Nelson,
2009).

Openness
to
Experience

Conscientious-

| FIVE -. fiser

Neuroticism

FACTOR
MODEL

Agreeableness Extraversion

Figure 4.2. The Five-Factor Model of Personality (Campbell, 2018).

4.5.2 The HEXACO Model of Personality

Recent research shows the popular use of the HEXACO model in research on
personality (Romero, Villar, & Lopez-Romero, 2015). Researchers are of the opinions
that the five-factor model is not sufficient to explain the individual differences, instead
the personality researchers propose the use of the HEXACO Model that consist of six
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dimensions of personality (de Vries, Tybur, Pollet, & van Vugt, 2016). Just as the five-
factor model, the HEXACO model of personality originates from the lexical hypothesis
(Burtaverde, Chraif, Anitei, & Dumitru, 2017). The acronym HEXACO represents the
names and number of the six factors contained in the model and these are honesty-
humility, emotionality, extraversion, agreeableness, conscientiousness and openness

to experience (Bourdage, Lee, Ashton, & Perry, 2007).

Researchers define the nature of these HEXACO factors in various ways. Honesty-
Humility is presented by Lee and Ashton (2014) as characterised by fairness,
genuineness and modesty versus greed, dishonesty and arrogance. Smith et al.
(2018) state that emotionality refers to being nervous, easily irritable and sensitive
versus being tough and unafraid. Extraversion refers to a situation where an individual
is socially active, companionable and outgoing versus an individual who is shy and
reserved (Nezlek & Forestell, 2019). Agreeableness means being tolerant,
compassionate, sympathetic versus inflexibility and harsh (Daft, 2008).While
conscientiousness is associated with working hard and being determined and goal
orientated versus being lazy and irresponsible (Frieder et al., 2018). Finally, openness
to experience describes individuals who are creative and intellectual versus those who

are uninspired and simple (Lee & Ashton, 2016).

Previous research shows that the HEXACO model entails the same three traits as the
five-factor model and these are extraversion, conscientiousness and openness
(Bourdage et al., 2007). The HEXACO model shares most of the same dimensions
with the five-factor model except on the inclusion of the additional factor called
honesty-humility. It is also important to note that the two elements of agreeableness
and emotionality are not interpreted in the same way within the HEXACO and the five-

factor model.

For example, the factor of agreeableness in the HEXACO model entails irritation,
which best represents neuroticism in the five-factor model (McGrath, Neilson, Lee,
Rash, & Rad, 2018). While the emotionality factor of the HEXACO entails sensitivity
and sentimentality, which best represent agreeableness in the five-factor model
(Knight, Dahlen, Bullock-Yowell, & Madson, 2018). Finally, individuals who are more
agreeable, such as being patient and accepting in the HEXACO model, are assumed
highly neurotic in the five-factor model (Knight et al., 2018).
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Other studies also underscore that sentiment and dependence in the HEXACO model
belong to the emotionality factor and not to the agreeableness factor while hostility
belongs to agreeableness and not to emotionality as it is within the five-factor model
(Romero et al., 2015).

The HEXACO personality model is mainly applied to review the structure of personality
traits because of its origin from the lexical studies (Ashton, Lee, & Visser, 2019).
Research confirms that since its introduction in the 2000s, the HEXACO personality
model has been broadly applied as an organising structure in the study of personality
(Lee & Ashton, 2018). The HEXACO model has also been known to explain workplace
behaviour, such as anti-social behaviour, self-centeredness and workplace
misbehavior, in a better way than the five factor-model (Breevaart & de Vries,
2017).Tran (2018) provides an outline of the HEXACO model of personality and

describes the factors as follows:

e Honesty-Humility (H) - Sincerity, fairness, greed avoidance and modesty.

e Emotionality (E) - Fearfulness, anxiety, dependence and sentimentality.

e Extraversion (X) - Social, self-esteem, social boldness, social liveliness.

e Agreeableness (A) - Forgiving, gentleness, flexibility and patience.

e Conscientiousness (C) - Organisation, diligence, perfectionism and prudence.
e Open to experience (O) — Aesthetic, appreciation, inquisitiveness, creativity

and unconventionality.
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Figure 4.3. The HEXACO Model of Personality (Tran, 2018)

4.5.3 The Integrated Model of Psychological Capital in the Workplace

The integrated model of psychological capital has been widely applied to performance
and work related outcomes. According to Luthans, Youssef, and Avolio (2007)
psychological capital is intended to describe the positive emotional state of a person,
which consist of four psychological elements, self-efficacy, hope, optimism and
resilience. The psychological capital of an employee is regarded as one of the
essential aspects in the workplace (Wang, Tsai, Tsai, Huang,& de la Cruz, 2018). A
study by Youssef-Morgan and Luthans (2015) states that the four psychological
elements of PsyCap bring about positive traits, perceptions and favorable work results.
The integrated model of psychological capital in the workplace is necessary because
it contributes to the PsyCap research and positive psychology, the model emphasises
on the positive and negative hypotheses, number of traits and states and various
analyses and outcomes (Youssef-Morgan & Luthans, 2015).

Furthermore, other studies are of the view that the PsyCap research has focused
specifically on employees and the results of their work, and that the components of
PsyCap can be applied to enhance performance in the workplace (Sheldon, Kashdan,
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& Steger, 2011). Thus, the integrated model of psychological capital in the workplace
includes the individual and organisational antecedents. Individual antecedents include
personality traits, person-organisation fit and person job-fit and core self-evaluations
(Sheldon et al., 2011). The organisation antecedents included the strategy, structure

and culture (Linley, Harrington, & Garcea, 2010).

Basically, the integrated model of psychological capital in the workplace explains that
psychological capital is positively correlated with favorable work outcomes, which
includes role performance, job satisfaction, work happiness, organisational
commitment, organisational citizenship behaviour, and is negatively connected to
stress, counterproductive behaviour, cynicism, absenteeism and turnover (Sheldon et
al., 2011). Another view is that the PsyCap leads to desirable outcomes such as job
satisfaction, commitment and connect with the supportive organisational climate and
job performance (Linley et al., 2010). Research done by Wan and Hu (2017) confirms
that psychological capital has a positive connection with the employees’ commitment
and satisfaction with their job and that psychological capital is negatively related with

employee’s intention to exit the organisation.

In addition, Luthans, Youssef-Morgan, and Avolio (2015) are of the opinion that
PsyCap can affect behaviour, intentions and positive attitudes. Various personality
traits or individual characteristics are also more likely to have an impact on
psychological capital and its growth. Moreover, Yildiz (2017) indicates that it is
important for organisations to understand the personality traits of their workers. This
is because personality plays a major role in an organisation’s outcomes that include,
organisational commitment, organisational citizenship behaviour, happiness, job
performance, organisation trust, managing stress, burnout and counterproductive
behaviour (Yildiz, 2017).

Finally, the integrated model of psychological capital in the workplace is included in
this section because the model contains an element of an individual antecedents. The
element of individual antecedents entails the personality traits and individual
characteristics. The inclusion of psychological capital in the section of personality is
also necessary because the psychological capital questionnaire is used in the
methodology section to measure personality. The following figure shows the model of
psychological capital in the workplace.
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Individual and Organizational Antecedents

*ndividual, e.g., personality traits and trait-like
characteristics, work and life experiences
*Organizational, ¢.g., strategy. structure, and culture
*Individual-organizational interface, e.g.. PO/ P it

Psychological Capacities and Vulnerabilities

-~

A 4

*Positive PsvCap, e.g., efTicacy, hope, optimism,
resilience, other positive psychological resources
*Negative states and stare-like vulnerabilities, ¢.g.
negative moods. stress, burnout, learned helplessness

Attitudinal Outcomes
*Positive, e.g., job satisfaction,
work happiness, mindfulness,

Behavioral Intentions
*Positive, e.g., moral,
altruistic intentions

Behavioral Qutcomes
*Positive, e.g., prosocial,
organizational citizenship,

In-Role Performance
*Positive, ¢.g., quantity
& quality output/service
*Negative, e.g., missed
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ethical behaviors
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*Negative, e.g.,
turnover, unethical
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commitment, engagement, trust
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Veritable, Sustainable Organizational Performance

*Efficiency, e.g.. return on investment. share prices. reduced costs. reduced cycle time
*Effectiveness, e.g.. long term growth, increased market share, innovation, social responsibility

Figure 4.4. The Integrated Model of Psychological Capital in the Workplace (Youssef-
Morgan & Luthans, 2015).

Finally, the three models of personality, the five-factor, HEXACO model and the
integrated model of psychological capital at the workplace, are selected as the basis
of this study. The selection rests on the view that the models include the basic
personality traits, support the trait theories (Allport trait theory, Eysenck’s hierarchy
theory of personality and Cattell’s theory of personality) and are connected with the
chosen definition of personality, as indicated earlier. Finally, the three models make it

easier to understand the basis of individual differences.
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4.6 Psychological Capital and Personality

The study seeks to understand personality through the components of psychological
capital. The components of psychological capital include self-efficacy, hope, optimism
and resilience. Psychological capital, through its components, is regarded as part of
personality because psychological capital entails positive resources that contribute to
an individual development (Liran & Miller, 2019). Psychological capital emphasises
that an individual owns a set of positive aspects that help shape their psychological
behaviour (Kole & Kurt, 2018). Psychological capital has been associated with
individual behaviour within an organisation (Thomas & Tankha, 2017). Furthermore,
psychological capital has been linked with good performance, individual
characteristics and organisational behaviour (Datu, King, & Valdez, 2018). In addition,
psychological capital is linked with personality because it is viewed in the workplace
as the positive mental state of the development of an individual (Carmona-Halty,

Salanova, Llorens, & Schaufeli, 2019).

Furthermore, several researchers observe the associations between the components
of psychological capital and personality traits. Bozgeyikli (2017) notes that
psychological capital is negatively connected to neuroticism and positively related to
extraversion, openness to experience, agreeableness and conscientiousness.
Whereas, Limura and Taku (2018) point out that resilience is directly related to
extraversion, openness to experience, agreeableness and conscientiousness and
indirectly related to neuroticism. Halama (2010) found out that hope is positively linked
to extraversion, conscientiousness and agreeableness and negatively with
neuroticism. At the same time, optimism was found to be correlated with high levels of

extraversion and low levels of neuroticism (Sharpe, Martin, & Roth, 2011).

Self-Efficacy was also noted to be related to agreeableness, extraversion and
conscientiousness (Wang, Chang, Yao, & Liang, 2016). Finally, strong correlations
were found between two personality traits (extraversion and consciousness) and the
PsyCap (Luthans et al., 2015). The components of psychological capital are described

in the subsections below.
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4.6.1 Self -Efficacy

Self-efficacy within the sector refers to an individual tendency to be motivated and use
cognitive resources to complete task’s productively (Kim, Kim, Newman, Ferris, &
Perrewe, 2019). Self-efficacy is similar to confidence, individuals with high confidence
are likely to make an attribution about their present and future achievements (Kumar
& Shah, 2016).

4.6.2 Hope

Hope is visible when an individual has faith that there are various ways to attain the
desirable goals (Jancenelle, Javalgi, & Cavusgil, 2018). Furthermore, hope includes
determination and a belief that goals will be successfully attained (Wu & Chen, 2018).

4.6.3 Optimism

Optimism means that an individual has dealt with the past, is happy with their present
situation and seeks opportunities for the future (Luthans, Luthans, & Chaffin, 2019).
Optimistic individuals trust that things at work will turn out to be positive in the future
and as such, optimism enhances job performance and organisational outcomes (Baur
et al., 2018). Finally, optimism refers to the general belief and anticipation that a person
will still encounter good things, irrespective of present evil things, and realise better

results in the future (Kapikiran & Acun-Kapikiran, 2016).

4.6.4 Resilience
Resilience refers to an individual’s ability to respond well in unfavorable situations, and
bounce back from adversity and failure (Anglin et al., 2018). Resilience is also
regarded as a responsive mode, which implies that an individual is strong enough to
react to an obstacle (Kotze, 2018). In addition, Schultz and Smith (2016) note that
resilience could be referred to as the state where workers are able to foresee, become

ready, adjust to varying situations and recuperate from distractions.
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4.7 Individual Differences and Personality

The discussion on individual differences and personality is currently popular in various
studies. Any researcher’s definition of a psychological phenomenon is associated with
an explanation of how and why the specific phenomenon differs amongst a group of
people (Barford, Fayn, Silvia, & Smillie, 2018). This section concerns itself with the
possible relations between individual differences in aspects such intelligence,

cognitive abilities, creativity, gender, age and personality.

4.7.1 Intelligence and Personality

Intelligence is defined by Antonio, lanawati, Wiriana, and Christina (2014) as an
individual’s ability to learn, gain and apply knowledge in many situations and the ability
to cope in a stressful environment. The association between personality and
intelligence has been proved to be fundamental in today’s society because many
organisations use both intelligence and personality tests during the selection
processes (Kretzschmar, Spengler, Schubert, Steinmayr, & Ziegler, 2018). Several
studies indicate the relationship between intelligence and the dimensions of
personality (the big-five traits) and go on show, amongst all five dimensions, openness

to experience as the highly related in relation to intelligence (Osmon et al., 2018).

In fact, Stankov (2018) notes that research on personality and intelligence has long
been observed in the history of psychology with openness to experience always found
as strongly linked with intelligence. Furnham and Treglown (2018) also affirm that
openness to experience is positively linked to intelligence and state further that
neuroticism has an indirect relationship with intelligence. Thus, employees who are
classified under the neuroticism experience high level of stress, which decreases their
ability to perform better and lowers their chances of success. Nonetheless, openness
to experience relates to employees who are dedicated, hardworking and organised
highly, as well as likely to be top performers (Furnham & Treglown, 2018).

Finally, other studies support the view that personality dimensions associated with
openness to experience and conscientiousness have strong correlations with
intelligence, while neuroticism has a weak relation with intelligence (Harris, Brett,
Johnson, & Deary, 2016).
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4.7.2 Cognitive Abilities and Personality

Cognitive abilities determine what an employee can accomplish within the workplace
(Furnham & Treglown, 2018). Personality is important for the cognitive functioning of
working individuals. Research shows that employees who are extraverted perform
better in reaction-based activities than introverted employees. In addition, employees
who are introverted perform better than the extroverted when confronted with tasks
that require thinking and reasoning abilities (Allen, laborde, & Walter, 2019). Openness
to experience has also been positively associated with cognitive abilities of working
individuals. Normally employees who are open to experience possess intellectual traits
that assist them to convert basic cognitive abilities into attainment of knowledge
(Rammstedt, Lechner, & Danner, 2018). In contrast, research shows that cognitive
ability is indirectly related to extraversion and the conscientiousness dimensions of

personality traits (Rammstedt, Danner, & Martin, 2016).

4.7.3 Creativity and Personality

Creativity refers to the manner in which an individual uses the initial purposeful
thoughts to bring new solutions to problems in an organisation (Feist, 2019).
Personality helps to explain why certain individuals have creative opinions and
behaviours and why some individuals are less creative (Feist, 2019). The research by
Hu, Wang, Zhang, and Bin (2018) locates personality at the centre of the formation of
creativity because creativity is measured at an individual level. Creative people have
the necessary skills and abilities to change the working environment and produce
favorable results for the organisation, therefore personality enhances the creativity
among individuals because it determines the psychological difference between people
(Akgunduz et al., 2018). Finally, openness to experience is perceived as related to
creativity (Tyagi, Hanoch, Choma, & Denham, 2018). Indeed creativity is positively
related to openness to the experience dimension of personality because people who
are open to experience seek new ideas and resolutions and take part in intellectual
activities (Kok & Meyer, 2018).
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4.7.4 Gender Differences and Personality

Understanding the relations between gender differences and personality has been an
interest for researchers. The basic characteristics of males and females tend to vary,
with some studies revealing that there is a link between gender differences and the
neuroticism dimension of personality that entails, negative emotions, anxiety and fear
(Schmitt etal., 2017). Research indicates that females are more agreeable than males
and less neurotic nor emotionally negative, while males are less agreeable and highly
neurotic (Gronlund & Magnusson, 2018). In addition, it has been found that females
are highly extraverted, agreeable and conscientious when matched with males
(Vianello, Schnabel, Sriram, & Nosek, 2013). Recent studies affirm that females score
higher in agreeableness and neuroticism than males (Flinn, Todd, & Zhang, 2018).
Finally, although females are highly extraverted, agreeable and trustworthy, males
have been noted to be assertive and to possess high levels of self-esteem (Rahmani
& lavasani, 2012).

4.7.5 Age and Personality

Research indicates that young working individuals are less emotionally stable as
compared to older workers (Bertolino, Truxillo, & Fraccaroli, 2012). Following the
extraversion dimension of personality, older employees are perceived to be highly
neurotic and less sociable (Mottus, Johnson, & Deary, 2012).Younger employees tend
to be more conscientiousness and agreeable than the older working individuals
because young workers are normally warm, kind and generous in the services they
provide (Ojha & Pramanick, 2010). In addition, conscientiousness get higher when
employees are still young and active, while openness to experiences drops as

employees get older (Bertolino et al., 2012).

4.8 Proactive Behaviour and the Dimensions of Personality

The study strives to explain the linkage between the behaviour of proactive employees
and the big five personality traits. Recent research explains proactive behaviour as
upcoming and self-initiated behaviours aimed at bringing positive change within the
work context (Wang, Ang, Jiang, & Wu, 2019). Proactive employees tend to have
positive experiences about their work environment with their behaviour most likely to

contribute to success (Maurer & Chapman, 2018).
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A study by Giebels, de Reuver, Rispens, and Ufkes (2016) indicates that proactive
behaviour is highly associated with openness to experience, extraversion, and

conscientiousness and less related to neuroticism.

There is a view that proactive employees are open to experience because they
constantly search for new opportunities that will bring new developments. Such
employees do not rely on other people for information and opportunities, but rather
take action and look for new ideas to improvise situations (Newman, Schwarz, Cooper,
& Sendjaya, 2017). The research conducted by Wang, Zhang, Thomas, Yu, and
Spitzmueller (2017) states that proactive employees are important for the organisation
because they always look out for possible opportunities to initiate useful alterations
that help to improve their environment. Thus, proactive behaviour results in favorable
outcomes, for example, it leads to the success of the organisation, enhances
employee performance, and brings positive work attitudes and team effectiveness
(Wang et al.,, 2017). Wang et al. (2019) affirm that proactive individuals are
resourcefulness, in control of their situations, propose solutions to issues, and
introduce and encourage other people to apply new methods to work. In addition,
highly proactive employees tend to be innovative, find solutions to problems and find
opportunities that allow for the improvement of their interests and professions (Jiang,
2017).

Furthermore, highly proactive employees prefer to follow their goals and influence their
environment as compared to less proactive employees (Jiang, 2017). They are also
known to apply their own personal initiatives when confronted with a wide range of
events and situations (Li, Wang, Gao, & You, 2017). Other research notes that highly
proactive individuals are highly extraverted because they tend to do well at work and
form strong social relations with coworkers (Newman et al., 2017). Finally, employees
who are proactive are actively involved in their work and can develop actions that

impact positively on their work environment (Turban, Moake, Wu, & Cheung, 2017).

4.9 Personality amongst Employees in the Consumer Goods Company

The personality of employees plays a major role within the consumer goods
companies. These employees serve clients within a complex and functional
environments. As a result, personality is needed to shape the behaviour of employees

within the consumer goods company to ensure that clients are handled in a
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respectable manner (Bush, Bush, Oakley, & Cicala, 2017). Good personality traits
possessed by employees can improve the success of the company and reduce
customer’'s complaints (Berry, Tanford, Montgomery, & Green, 2018). In addition,
personality within the consumer goods company is measured based on the behaviour
of employees because it determines how employees act, treat and interact with
valuable customers (Chang, 2016). Therefore, the reality that consumer goods
employees deal directly with employees makes the way they interact and behave
around customers significant in determining the service that they offer (Kim, Gazzoli,
Qu, & Kim, 2016).

A recent study by Caliskan (2019) argues that agreeableness, emotional stability and
extraversion are the important personality traits that are suitable to describe an
employee working in consumer goods Company. Extraverted individuals are can be
described as highly confident, energetic, sociable, passionate and happy (Hachana,
Berraies, & Ftiti, 2018). While an agreeable individual is considered to be cooperative,
trusting, merciful, empathetic and thoughtful (Hachana et al., 2018). Interestingly,
research affirms that employees in the consumer goods companies are highly
extraverted and agreeable because they are sociable, customer-orientated,

considerate and prioritise the needs of the clients (Leischnig & Kasper-Brauer, 2015).

In addition, such workers are considered cooperative, helpful in meeting the needs of
clients, supportive and attentive to the expectations raised by clients (Castillo, 2017).
Other studies point out that workers in the consumer goods companies are reliable,
friendly, trustworthy and customer-orientated, which helps in attracting more

customers to the stores (Schellong, Kraiczy, Malar, & Hack, 2018).

Some studies stress that an important trait of an employee within the consumer goods
company is flexibility, which can be linked with extraversion, for when an employee is
flexible and able to interact appropriately with customers, their behaviour tends to

increase customer’s fulfilment (Coelho, Lages, & Sousa, 2018).

Other researchers noted that employees who constantly interact with customers have
to be empathetic, determined and assertive (Eberechukwu, Onyedikachi, & Awah,
2017). Finally, consumer goods employees tend to display a certain behaviour that
enables them to be good and provide accurate quality services to customers, with this
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good behaviour in turn leading to the increased number of customers (Tsaur, Luoh, &
Syue, 2015).

4.10 Summary

This chapter focused on the nature and definitions of personality and the determinants
of personality (Genetics and Environment). It also focused on six theories of
personality and these included the social cognitive theory, Gray’s reinforcement
theory, the personal construct theory, Allport’s theory of personality, Eysenck’s
hierarchy personality theory and Cattell’'s personality theory.The chapter also
discussed the five-factor model, HEXACO model and the integrated model of
psychological capital in the workplace. Furthermore, the study focused on the
components of psychological capital linked with personality and the relationship
between personality and individual differences such as intelligence, cognitive ability,
creativity, age and gender, and personality. Finally, chapter also reviewed ideas
related to the notion of proactive behaviour and personality traits and personality
amongst employees in the consumer goods company.

The next chapter focuses on the research methodology used in this study.
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Chapter 5: Research Methodology

5.1 Introduction

This chapter focuses on the quantitative research approach used to investigate the
research problem of the present study. The chapter’s discussion mainly focuses on
the quantitative approach to research, survey research design, ethical considerations
and clearance, selection of respondents, data collection, measuring instruments and
statistical methods. Thus, the chapter starts with a brief description of the quantitative
approach to research, and the advantages and disadvantages of the quantitative

approach.

5.2 Quantitative Approach to Research

The guantitative research approach entails analysing data statistically and reporting
results in a numerical format (Gomm, 2008). The approach is a vigorous model that is
concerned with investigating correlations between variables (Dandekar, 2005). It is
also a simplified approach used to interpret data obtained from participants (Eriksson
& Kovalainen, 2016).

5.2.1 The Advantages of Quantitative Research Approach

Various advantages are derived from using the quantitative research approach.
Neuman (2014) notes that the quantitative research approach enables researchers to
capture the details of the social world and interpret the meaning in numbers. As a
result, the quantitative research approach assists researchers to make decisions
about variables and transform them into actions before the gathering and analysing
the data (Neuman, 2014).

Moreover, McCarthy, Whittaker, Boyle, and Eyal (2017) maintain that another
advantage of the quantitative research approach is that it is developed from the
positivist framework that is applied to discover a measured and quantified truth in
research. Other studies point out that quantitative research does not rely on the social
process and as such has a specific focus and deals strictly with the quantities and the
analysis of associations of variables (Denzin & Lincoln, 2003).

5.2.2 The Disadvantages of the Quantitative Research Approach

In contrast, Bryman (2012) points out that the quantitative research approach is unable
to differentiate social institutions and humans from the world of nature. The approach

relies heavily on instruments that can hinder the linkage between research and

80



everyday life. This means that there are potential challenges to determining if the
participants have the necessary knowledge to respond to questions and whether the
guestions are related to their everyday life (Bryman, 2012). Even though the
guantitative research approach insists on promoting statistical thinking, many
researchers find this form of research approach to be irrelevant, uninteresting and

associated with anxieties (Baglin, Reece, & Baker, 2015).

Another limitation is that the analysis of relationships between variables present a view
of social life that is not dependent on people’s lives. Bryman (2012) notes that the
researcher may not have an idea about the correlation between two or more variables
produced by people who participated in the research. However, care was taken in this
study to ensure that the variable being studied had a bearing on their work context. In
addition, all the questions that were asked were linked with the participants’ day-to-
day activities.

5.2.3 The Characteristics of the Survey Research Design

This section considers the characteristics, advantages and disadvantages of the
survey research design as a specific quantitative research design. The survey
research design originates from the positivist perspective, which believes that social
reality is built from objectives and stable facts (Neuman, 2012). Shaughnessy,
Zechmeister, and Zechmeister (2015) identify various characteristics of the survey
research. Firstly, the survey research design is widely applied to deal with thoughts,
feelings and opinions of the study participants. Secondly, the survey research design
is more specific and limited in scope. Thirdly, the survey research design has
procedures that can be used to test whether the surveys are biased. Lastly, the survey
research design determines the predetermined set of questions to be included in the

guestionnaire and to select samples of the study (Shaughnessy et al., 2015).

The survey research design is the simplest form of gathering data with samples of
groups of people. It can be used in the form of a questionnaire or an interview and
mainly takes the form of questionnaires (Little, 2013). The survey research design is
mainly effective in addressing the practical problems of social reality (Little, 2013).
Finally, the survey research design is a technique designed to ask participants of the

study questions about themselves (Cozby & Bates, 2015).
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5.2.4 The Advantages of the Survey Research Design

The various advantages of the survey research design include its significance in
studying human behaviour. Surveys makes it easier to study several behaviours, such
as self-reports behaviours, attitudes and emotional states, at once (Cozby & Bates,
2015). The survey research design is highly effective and can include many questions
that need to be answered in one sitting. A researcher can also use a single survey to

test many variables and hypotheses (Neuman, 2012).

Furthermore, the survey research design is also a necessary form of quantitative
research approach. It enables the researchers to determine the correlation between
variables and the change in attitudes and behaviours (Cozby & Bates, 2015). It is also
convenient because the study participants often answer questions in the correct way
and the information provided is accurate (Cozby & Bates, 2015). In addition, Mahmud
(2009) argues that the survey research design is a rapid, efficient and reliable means
to obtain information about the population. It is also a flexible and accurate method of

collecting data when used appropriately by the researcher (Mahmud, 2009).

5.2.5 The Disadvantages of the Survey Research Design

One of the disadvantages of the survey research design is that its information relies
on the answers of the respondents or the organisation, and what a participant indicates
may be different from their actions or behaviours (Neuman, 2012). This implies that
the quality of answers or responses provided by the participants is based on their
previous experience. Other disadvantages related to this are inconsistencies found
within the answers provided by respondents and that sometimes respondents have no
clear understanding of what they would have been asked about in the survey. This
means that participants can easily select statements or provide answers that appear
to be socially desirable (Merckle, Octobre, & Jacobs, 2015).

Further disadvantages are associated with the survey research design. Respondents
are sometimes not willing to provide answers to sensitive questions. Survey research
designs can be more time-consuming and expensive because the researcher has to
travel to the company or research site where the data will be collected (Mahmud,

2009). In addition, the surveys or questionnaire can be lengthy and take very long to
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administer to participants (Mahmud, 2009). According to Adams and Lawrence (2015),
it is possible that self-reports of the survey research design can be inaccurate because
participants are likely to deceive the researcher or themselves. This is called the social
desirability bias where respondents answer questions based on how they want to be
perceived by the researcher instead of their true thinking and behaviour (Adams &
Lawrence, 2015).

5.3 Ethical Considerations and Ethical Clearance

Ethical clearance and institutional permission from a large retail organisation and the
University of the Free State’s Ethics Committee was obtained prior to data collection.
The study’s ethical clearance number is UFS —HSD 2016/1578. The study’s data was
collected from the five stores of this large retail organisation in Bloemfontein. Even
though the study set a sample of 200 participants, 150 individuals participated in the
study, and the process adhered to ethical standards such as informed consent,

anonymity, and voluntary participation.

5.4 Selection of the Respondents

During the selection process of participants, it becomes necessary to differentiate two
types of sampling. Sampling plays a significant role in the entire research process.
The two forms of sampling, probability and non-probability sampling, are considered

in this section as they play a significant role in this study.

5.4.1 Probability Sampling

Probability sampling means that individuals are aware of their participation in the study
(Sekaran & Bougie, 2009). All the particpants were aware that they participated in the
study. The reason for using probability sampling is because the researcher has access

to the sampling frame (a complete list of all the individuals in the population).

The sampling frame is used to randomly select individuals from the population to
participate in the study. Researchers, such as Etikan, Musa, and Alkassim (2016) are
of the view that probability sampling offers every participant a fair probability of being
chosen to participate in the study. Welman, Kruger, and Mitchell (2005) also note that
probability sampling enables the researcher to predict the probability that every
member of the population will be part of the sample. Therefore, probability sampling
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has a unique way of finding the best predictions about the qualities of the population,
which explains why in most cases the sample results are highly representative of the
population (Mahmud, 2009).

5.4.2 Non-probability Sampling

Non-probability sampling refers to the inability of the researcher to calculate the
likelihood of an individual’s participation in a sample (Wagner, Kawulich, & Garner,
2012). This form of sampling emphasises efforts seeking to attain information easily
and cheaply (Sekaran & Bougie, 2009). Non-probability sampling is only relevant for
a study if there are no appropriate frames of sampling for the population (David &
Sutton, 2011). Other studies point to non-probability sampling as a research tool that
is used when researchers have no clue about the quantity or place of those individuals
who make up a population from which researchers intend to draw a sample (Glicken,
2003). This form of sampling requires the researcher to compile several steps in order
to point out the population to obtain the right sample (Glicken, 2003). In non-probability
sampling, the participants are not randomly selected to participate in the study. Hence,
it is more difficult to ensure a representative sample when using non-probability

sampling.

5.4.3 Convenience Sampling

According to Sekaran and Bougie (2009), convenience sampling refers to the
gathering of data from easily accessible and present study participants. This type of
sampling is mostly applied during the exploratory stage of research, and it is viewed
as the most appropriate method for attaining well-organised data speedily (Sekaran &
Bougie, 2009). Researchers who find difficulties on finding a population to draw a
sample from often resort to whoever is accessible to take part in the study.

This technique assumes that the engagement of these few available individuals would
provide the same data if a more substantial population were available for investigation
(Glicken, 2003).

Moreover, Welman et al. (2005) state, in agreement with the above that, convenience
sampling is mainly applied by the researchers when the aim is to choose participants
that are easily accessible to be included in the sample. The selection process can go
further as long as the sample size that the researcher needs is obtained (Welman et
al., 2005). It is essential to use convenience sampling when the population is not
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known and in situations where the researcher seeks to discover a new research
location (David & Sutton, 2011). The convenience non-probability sampling is chosen
as the basis for the selection of respondents in the present study. This is because the
researcher had an idea of the target group and the organisation where the population
would come from. However, the researcher had no access to the sampling frame. In
the following section, the focus is on the data collection and the description of the
measuring instruments as well as the discussion on the statistical methods (descriptive
and inferential statistics).

5.5 Data Collection and Measuring Instruments

A questionnaire was used to collect data. The questionnaire included the demographic
information of employees at a large retail organisation with stores in Bloemfontein.
Information was collected on the subjects’ gender, age, race, highest qualification and
job position in the company. The questionnaire also consisted of four scales
measuring transformational leadership, personality and work engagement. Questions
were rated on a Likert scale.

The questionnaire was self-administered by respondents and directed by the
researcher to meet the requirements of validity. Participants completed the
guestionnaire by themselves. However, the researcher explained to the participants
the purpose of the study before administering the survey and provided them with the
opportunity to ask questions if they did not understand. A comprehensive description
of the scales administered to participants is provided beneath. This section explains
the measures together with its nature, composition, reliability, validity and rationale for

their inclusion.

5.5.1 Utrecht Work Engagement Scale (UWES)

5.5.1.1 Nature and Composition of a Measuring Instruments

The Utrecht Work Engagement Scale (UWES) was used to measure work
engagement. Schauefeli and Bakker (2003) developed the above-mentioned measure
and the scale consists of 17 item version. The Utrecht Work Engagement Scale is also
a favorite instrument, which is divided into three subscales: Vigour, which consists of
6 items, Dedication, which comprises five items, and Absorption, which entails six
items (Shimazu et al., 2008). Likewise, all items are scored based on 7-point Likert

scale ranging from O (Never) to 6 (every day) (Shimazu et al., 2008).

85



A recent study by Gupta and Shukla (2018) states that the three sub-dimensions of
work engagement can be explained as follows; Vigour is associated with a high
amount of energy, efforts and perseverance that employees have in their work.
Dedication is characterised by a high sense of pride, inspiration and enthusiasm,
especially when the employee’s work is challenging. Absorption represents the extent
to which employees are happily engaged in their work in such a way that it becomes
difficult to separate from it (Gupta & Shukla, 2018).

5.5.1.2 Rationale for inclusion

The study used the Utrecht Work Engagement Scale (UWES) because it measures
the theoretical components of work engagement using a reliable and valid measuring
instrument. The measure is applicable for the study because it was proven to have
validity and reliability and recommended for future researchers (Seppala et al., 2009).
Moreover, the Utrecht Work Engagement Scale (UWES) has excellent internal
reliability, which entails the median alpha of .92 for the whole scale (Alok & Israel,
2012). The psychometric information of the UWES shows that the three sub-
dimensions of work engagement have strong internal consistencies (Rothmann &
Storm, 2003). Research points out that the Cronbach alphas vary as per the dimension
of the UWES; for example, the Cronbach alpha for vigour was found to be between
.78 and .79, the dedication was between .84 and .89. Absorption has been shown to
have a Cronbach alpha between .73 and .72, which is regarded as the lowest of them
all (Barkhuizen & Rothmann, 2006).

5.5.2 The Leadership Behaviour Scale (LBS)

5.5.2.1 Nature and Composition of a Measuring Instrument

The leadership behaviour scale (LBS) is used in this study to measure
transformational leadership. The leadership behaviour scale is chosen in this study
because it is widely recognised to measure the six behaviours related to
transformational leaders. Researchers are of the opinion that the leadership behaviour
scale measures crucial aspects such as (a) identifying and articulating a vision, (b)
providing an appropriate model (c) fostering the acceptance of group goals (d) high
performance expectations (e) providing individualised support and (f) intellectual
stimulation, which are associated with leaders (Podsakoff, Mackenzie, Moorman, &
Fetter, 1990).
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Furthermore, Day and Antonakis (2012) explain the sub-dimensions of the leadership
behaviour scale as follows;

e Identifying and articulating a vision- It is when the leader is inspirational to
his/her followers, actively searches for new opportunities and gets his/her
followers to go in the same right direction.

e Providing an appropriate model- The leader becomes a good role model to
his/her followers and instead of telling them what to do he/she demonstrates
by doing.

e Fostering the acceptance of group goals- This means that the leader
believes in teamwork and encourages good cooperation towards achieving
the same goals.

e High-performance expectations- This happens when the leader sets high-
performance standards and expects excellent performance from his/her
followers.

e Providing individualised support- This means that the leader is thoughtful
and sensitive to his/her followers’ feelings.

e Intellectual stimulation- This means that followers are challenged to be more
creative and think about old problems in new ways, and rethink their ideas
about the future.

Items on the leadership behaviour scale are scored on a seven-point scale ranging

from 1 (Strongly disagree) to 7 (Strongly agree) (Podsakoff et al., 1990).

5.5.2.2 Rationale for inclusion

The leadership behaviour scale (LBS) is an acceptable measure that is proven valid
and reliable for assessing transformational leadership. It is also evident that the
measure has high levels of convergent validity with significant correlations among the
concepts of the measure equivalent to or higher than .90 (Podsakoff et al., 1990).
The reliability of the core transformational leader behaviour (identifying and articulating
a vision, providing an appropriate model and fostering the acceptance of group goals)
is .87, high performance expectations is .78 , providing individualised support .90

while intellectual stimulation is .91. (Podsakoff et al., 1990).
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5.5.3 Psychological Capital (PsyCap) Questionnaire (PCQ)

5.5.3.1 Nature and Composition of a Measuring Instrument

The Psychological Capital (PsyCap) Questionnaire (PCQ) is employed in this study to
measure psychological capital. The Psychological Capital (PsyCap) Questionnaire
(PCQ) measures four components and these are hope, resilience, optimism, and self-
efficacy. In addition, this measure consists of 24 items (Luthans, Avolio, Avey, &
Norman, 2007). Hope is applied to describe individuals who are highly confident in the
work they do (Newman, Ucbasaran, Zhu, & Hirst, 2014). Hope consists of agency and
pathways. Agency means that an individual is motivated to perform better and achieve
a particular goal while pathways refer to the ability of an individual to find possible

ways to attain a desirable goal (Newman et al., 2014).

Resilience refers to the ability of an individual to quickly adjust to stressful situations,
adversity and failure while still able to perform beyond set goals (Gorgens-Ekermans
& Herbert, 2013). Optimism refers to the degree to which an individual believes in the
future and possesses an understanding of past or current experiences (Yim, Seo, Cho,
& Kim ,2017). Self- efficacy means an individual is highly confident, competent and
can do well (Nguyen, Jefferies, & Rojas, 2018). Using this measure, participants
responded to questions on a 6- point Likert scale, which consisted of 1- Strongly
disagree, 2-Disagree, 3-Somewhat Disagree, 4 — Somewhat agree, 5- Agree and 6-
Strongly agree.

5.5.3.2 Rationale for Inclusion

The Psychological Capital (PsyCap) Questionnaire (PCQ) is chosen in this study
because it is valid. The measure has been used widely in previous research and has
been confirmed as reliable to use in workplace studies (Luthans et al., 2007). Studies
show that the PCQ has excellent internal consistency and also documents the
reliability coefficients, with the Cronbach Alphas of the four dimensions as follows;
Hope-.87, Optimism-.78, Resilience.72 and Self-Efficacy-.87 (Simons & Buitendach,
2013).

5.5.4 Self-liking and Competence Scale-revised (SLCS-R)

5.5.4.1 Nature and Composition of a Measuring Instrument
This study uses the Self-liking and Competence scale-revised (SLCS-R) measuring

instrument to measure self-esteem as part of the personality. Self-liking and
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Competence scale-revised (SLCS-R) measure consists of 16 items. Furthermore, the
measure is divided into two subscales, which are the self-liking subscale and self-
competence subscale. The two subscales entail eight items, respectively (Silvera,
Lavack, & Kropp, 2008).

Self-competence is defined as the experience of an individual as a causal agent and
the degree to which one can achieve favourable outcomes through exercising their
power (Tafarodi & Swann Jr, 2001). While, self-liking is when an individual perceives
their behaviour as bad or good in a social act (Tafarodi & SwannJr,2001). Researchers
reported that both the self-liking (.87) and self-competence (.77) indicate internal
reliability (Silvera et al., 2008). Other studies indicated that the Cronbach Alphas for
self-liking is.90 and for self-competence is .80 (Rosen, Underwood, Gentsch,
Rahdah, & Wharton, 2012). Items on the self-liking and competence scale-revised
(SLCS-R) are scored on five-point scale ranging from 1 (Strongly disagree) to 5
(Strongly agree). Consequently, participants in this study were required to respond to
guestions on a 5- point Likert scale (Silvera et al., 2008).

5.5.4.2 Rationale for Inclusion

The Self-liking and Competence scale-revised (SLCS-R) measure is chosen in this
study because is proven to be valid and has shown excellent internal reliability, Self-
Liking with the alpha of.87 and self-competence with the alpha of.77 (Silvera et al.,
2008).

5.6 Statistical Methods

Statistical methods are divided into two categories, namely, the descriptive and the
inferential statistics. The current study employs both the descriptive and inferential
statistical methods in analysing data.

5.6.1 Descriptive Statistics

Descriptive statistics present all essential aspects of the collected data set in a
summarised form of graphs, tables and charts (Jaggia & Kelly, 2014). According to
Walliman (2001) descriptive statistics quantify aspects of data and have a unique way
of identifying the centre of the data and asses how different aspects of the data are

linked to one another. Thus, the descriptive statistics method is employed in this study
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using tables and frequencies with the components of mean, median and mode, which

form part of the measures of central tendency, applied as well.

5.6.1.1 Measures of Central Tendency
Measures of central tendency consist of three essential elements which are mean,
median and mode.

e Mean- is an average that is determined by adding the whole set of scores and
dividing the result by the number that one would have started with (Allen, 2017).
Other studies define the mean as a widely used measure of central tendency
that is applied in combination with interval and ratio levels of measurement;
meaning the sum of scores divided by the number of scores (Jankowski &
Flannelly, 2015).

e Median- according to Manikandan (2011), the median is the middle number
found when the frequency distribution is separated into two halves. Median in
simple terms means a midpoint in a group of scores (Walker, 2010).

e Mode- is a measure of central tendency that can be applied together with
nominal, ordinal, interval and ratio data; it is referred to as the frequent number
that occurs (Neuman, 2014). In addition, Allen (2017) notes that mode is
regarded as the most popular number that occurs many times in a set of

numbers.

5.6.2 Inferential Statistics

Inferential statistics focus on making predictions through inferences on the analysed
set of data (Walliman, 2005). Inferential statistics is also referred to as inductive
statistics because researchers go as far as beyond describing the data and make
inferences about the phenomenon for which the data sample has been reached
(Weiers, Gray, & Peters, 2008). Inferential statistics also enable the researcher to draw
conclusions on the results of the sample of the population based on the findings of a
single study conducted with a sample from the population (Adams & Lawrence, 2015).
The objectives of the present study demand that the correlational analysis and
stepwise multiple regression analysis and the Mann-Whitney U-test be employed to
test the different hypotheses/objectives. The study makes use of correlational analysis

and stepwise multiple regression to determine the effect of the independent variables
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on the dependent variable. In addition, the Mann-Whitney U-test is used to determine

differences based on gender.

5.6.2.1 Correlational Analysis

Correlational analysis employs statistical tests to examine two (or more) variables and
indicate if there is a relationship (Walker, 2010). The correlational analysis provides a
number between zero and one and explains the strong relationship between the
variable when the number is near to one, weak relationship between the variables is
found when the number is near zero (Walker, 2010). The correlational analysis and
multiple regression focus on making predictions about the relationship between the
variables (Shaughnessy et al., 2015). Furthermore, Van Ornum, Dunlap, and Shore
(2008) agree that the correlational analysis is mainly practical when the goal of the
researcher is to determine the correlation between the two variables and whether one

variable could influence the other variable to behave in a particular way.

5.6.2.2 Stepwise Multiple Regression Analysis

The study employs the Stepwise Multiple Regression Analysis approach to determine
the effects of all three variables. This method was chosen because the primary focus
of this study is to determine the effect of transformational leadership and personality
on work engagement. The stepwise multiple regression analysis is applied when using
guantitative variables, where the dependent variable is to be studied as an essential
element of or in associations with any factors concerned with the independent
variables (Cohen, Cohen, West, & Aiken, 2003). Other studies, maintain that the
Stepwise Multiple Regression Analysis’ emphasis is on the correlations of three
variables (Kleinbaum, Kupper, Nizam, & Muller, 2008). Nonetheless, this form of
analysis is highly suitable for hypotheses produced by researchers from the

behavioural, health sciences and education (Cohen et al., 2003).

5.6.2.3 Mann-Whitney U Test

The Mann-Whitney U test is used when the distribution of values within the
independent samples is not transparent or when the values are not in the standard
distribution (Milenovic, 2011). According to Nachar (2008), the Mann-Whitney U test
is the widely used non-parametric tests that help researchers to investigate research
guestions related to differences between two groups. Furthermore, Milenovic (2011)
agrees that the Mann-Whitney U Test is a hon-parametric statistical technique, which
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is practical when using independent samples.Field (2013) also supports the view that
the Mann-Whitney U test is commonly used when the researcher is interested in
observing the differences of the ranked positions of scores within various groups.
Onurlubas (2015) explains the Mann Whitney U test as the technique that is mainly
used to identify the differences between variables about gender. Based on the
evidence above, it is clear that the Mann-Whitney U test is significant in any research
that seeks to find the differences within groups. In this study, the Mann Whitney U test
is used in determining possible differences about work engagement existing between

females and males.

5.7 Summary

This research methodology chapter focused on the quantitative approach to research
and outlined its advantages and disadvantages. The chapter also discussed the
survey research design together with its characteristics, advantages and
disadvantages. It also briefly discussed the ethical considerations and ethical
clearance of the study. Both the probability and non-probability sampling techniques
were discussed, with a specific focus on convenience sampling (non-probability
sampling). Discussed further, are the four measuring instruments: The Utrecht Work
Engagement Scale (UWES), The Leadership Behaviour Scale (LBS), Psychological
Capital (PsyCap) Questionnaire (PCQ), and the Self-liking and Competence scale-
revised (SLCS-R). The statistical methods namely the descriptive and the inferential
statistics used in the study were also outlined. The focus on descriptive statistics was
on the measures of central tendency (mean, median and Mode) while that on
inferential statistics was on the correlational analysis, the stepwise multiple regression
analysis, and the Mann-Whitney U Test. The following chapter focuses on the study

results, conclusions and recommendations.
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Chapter 6: Results, Conclusions and Recommendations

6.1 Introduction

The present chapter presents and discusses the results of the study. The presentation
of the research results is in the form of descriptive statistics and inferential statistics.
The descriptive statistics are presented in the form of tables. The main purpose of the
descriptive statistics is to describe the biographical information of the participants of
the study. The inferential statistics focus on the reliability estimates of the measures,
correlations, regression and Mann-Whitney U test. The last section of the chapters

focuses on the study implications, shortcomings, and recommendations.

6.2 Descriptive Statistics

Descriptive statistics provide an overview of the basic features of the sample that
participated in the present study.Tables are used to represent the frequency
distribution of the sample based on collected biographical data.

6.2.1 Biographical Information
The biographical information gathered entails age, gender, race, highest qualification
and job position in the company. Data was collected from 150 respondents. The

frequency distributions are presented below.

Table 6.1

Frequency Distribution (Age)

Cumulative
Frequency Percent Valid Percent Percent

Valid 18-25 years 37 24.7 24.7 24.7
26-35 years 62 41.3 41.3 66.0
36-45 years 34 22.7 22.7 88.7
46-55 years 16 10.7 10.7 99.3
56-65 years 1 g g 100.0
Total 150 100.0 100.0

Table 6.1 reflects the age distribution of respondents. The results show that the
majority of the respondents (41.3%) were between the ages of 26 and 35 years,

followed by the respondents between the age 18 and 25 (22.7%).
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Table 6.2

Frequency Distribution (Gender)

Frequency Percent Valid Percent |Cumulative Percent
Valid Male 56 37.3 37.3 37.3
Female 94 62.7 62.7 100.0
Total 150 100.0 100.0
Table 6.2 shows the gender distribution of the respondents. The results indicate that
majority of respondents were females (62.7%), with 37.3% of the sample being males.
Table 6.3
Frequency Distribution (Race)
Cumulative
Frequency Percent Valid Percent Percent
Valid Black 132 88.0 88.0 88.0
White 4 2.7 2.7 90.7
Coloured 14 9.3 9.3 100.0
Total 150 100.0 100.0

Table 6.3 depicts the race frequency distribution of the respondents. The results

indicate that many of respondents were blacks (88%).The results also show that a few

respondents were whites (2.7%).
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Table 6.4

Frequency Distribution (Highest Qualification)

Cumulative
Qualification Frequency Percent Valid Percent Percent
Valid Grade 10 11 7.3 7.3 7.3
Grade 11 26 17.3 17.3 24.7
Grade 12 96 64.0 64.0 88.7
Diploma 17 11.3 11.3 100.0
Total 150 100.0 100.0

Table 6.4 presents the qualification frequency distribution of the respondents. The

results indicate that the majority of the respondents (64%) have a Grade 12

gualification, followed by 17.3% of the respondents who have a Grade 11 qualification.
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Table 6.5

Frequency Distribution (Job Position)

Cumulative
Frequency | Percent | Valid Percent Percent

Valid |Cleaner 7 4.7 4.7 4.7
Cashier 44 29.3 29.3 34.0
Store Manager 1 g g 34.7
Assistant Store Manager 4 2.7 2.7 37.3
Admin Manager 5 3.3 3.3 40.7
Floor Manager 8 5.3 5.3 46.0
Customer Manager 6 4.0 4.0 50.0
Other 75 50.0 50.0 100.0
Total 150 100.0 100.0

According to Table 6.5, the majority of respondents (50%) hold other positions (e.g.

merchandisers, stock takers, shelve packers, bakery assistant and deli assistant),

followed by respondents who are employed as Cashiers (29.3 %).

The focus in the next section is on the presentation and discussion of the reliability

estimates of the measuring instruments used in the study.

6.2.2 Reliability Estimates

The reliability estimates for various measures used in the current research are

reported in table 6.6.
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Table 6.6

Reliability Estimates

Measurement scales Cronbach’s Number of Iltems
Alpha

Leadership Behaviour Scale

Articulating a vision 0.838 5
Providing and appropriate model 0.806 3
Fostering acceptance of group goals 0.855 4
HP- High-performance expectations 0.489 3
IS-Providing individualised support 0.452 4
INTSTIM-Intellectual stimulation 0.781 4
CR — Contingent reward 0.754 5
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Utrecht Work Engagement Scale

Vigour 0.703
Dedication 0.780
Absorption 0.734
Psychological Capital (PsyCap) Scale
Efficacy/Confidence 0.767
Hope 0.760
Resilience 0.566
Optimism 0.444
Self-liking and Competence Scale

Self-Liking 0.540
Self-Competence 0.444

The reliability estimates for the four measures used in the current study range between

0.444 and 0.855. Optimism, as a dimension of the psychological capital, has the lowest

reliability estimate (0.444) just as the self- competence dimension of the self-liking and
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competence scale. The leadership behaviour scale with specific reference to the
dimension of fostering acceptance of group goals has the highest reliability estimate
(0.855)

The Leadership Behaviour Scale

The study results show that the Cronbach’s alpha reliability of the dimensions of the
leadership behaviour scale are as follows; identifying and articulating a vision (a=
.83), providing an appropriate model (a=.80), fostering the acceptance of group goals
(a=.85), high performance expectations (a= .48), providing individualised support (a=

.45), while intellectual stimulation is (a=.78.).

The dimensions of identifying and articulating a vision, providing an appropriate model,
and fostering the acceptance of group goals (a = .87,) as found by Podsakoff and his
colleagues (1990) are to some extent similar to those obtained in the current study;
identifying and articulating a vision (a= .83), providing an appropriate model (a = .80),
fostering the acceptance of group goals (a= .85). Furthermore, the dimensions of high
performance expectations (a = .78), providing individualised support (a = .90), and
intellectual stimulation (a = .91) as found by Podsakoff and his colleagues (1990) are
better than those obtained for the current study; high performance expectations (a =

.48), providing individualised support (a = .45) and intellectual stimulation is (a =.78).

The Utrecht Work Engagement Scale

The results from this study also indicate that the Cronbach’s alpha reliability for the
dimensions of the Utrecht Work Engagement is as follows; vigour (a =.70, dedication

(a=.78), and absorption (a =.73).

The vigour dimension (a = .78 and a = .79) as found by Barkhuizen and Rothmann
(2006) is slightly higher to the one obtained for the current study; vigour (a = .70). The
dedication dimension (a = .84 and a = .89) as found by Barkhuizen and Rothmann
(2006) is better than the one obtained for the current study; dedication (a = .78).
Moreover, the absorption dimension (a =.73 and a = .72.) as identified by Barkhuizen

and Rothmann (2006) is similar to the one obtained in the study Absorption (a = .73).
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Psychological Capital

The results show t the Cronbach’s alpha reliability for the psychological capital scale’
four dimensions. These are as follows; hope (a=.76), optimism (a= .44), resilience (a=
.56) and self —efficacy (a= .76). The obtained reliabilities of the psychological capital

scale are acceptable.

The dimensions of hope (a = .87), optimism (a = .78), resilience (a = .72) and self-
efficacy (a = .87) as found by Simons and Buitenbach (2013) are better than those
obtained for the current study; hope (a = .76) optimism (a = .44), resilience (a = .56)

and self—efficacy (a = .76).

The Self-Liking/Competence Scale

The current study’s results show that the Cronbach’s alpha reliability for the self-liking
and competence scale is as follows; self-liking (a= .54) and self-competence (a= .44).
The obtained reliabilities of the self-liking and competence scale leave much room for
improvement. The dimensions of the self-liking (a=.87) and Competence (a=.77), as
determined by Silvera et al. (2008), are better than those obtained for the current study

self-liking (a= .54) and self-competence (a= .44).

In summary, all the scales used in the present study had acceptable reliability
estimates (with both Optimism and Self-Competence leaving room for improvement).
With reliable measures, the present study continued to use inferential statistics to

answer the research questions.

6.3 Inferential Statistics

The discussion on the inferential statistics focuses on correlations, stepwise multiple
regression and Mann-Whitney U Test. The correlation and stepwise multiple
regression results are presented and discussed in relation to the primary research
guestion: Does transformational leadership and personality have an effect on

employees’ work engagement in a consumer goods company in Bloemfontein?

The Mann-Whitney U Test results are presented and discussed in line with the
secondary research questions: Do differences exist in the levels of employees’ work

engagement in a consumer goods company in Bloemfontein with regards to gender?
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6.3.1 Correlations

The presentation of the correlations focuses on both the relationship between
transformational leadership and work engagement, and the relationship between
psychological capital and work engagement. Psychological capital is discussed as a
component of personality. Finally, the focus moves to the relationship between self-

liking and self-competence with work engagement.

Table 6.7 presents the correlations between transformational leadership and work

engagement
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Table 6.7

Correlations

UWES

AV-Identifying and articulating a vision. Pearson 462"
(LBS)- Leadership behaviour scale Correlation

Sig. (2-tailed) .000

N 150

PAM- Providing an appropriate model Pearson .368™
(LBS)- Leadership behaviour Scale Correlation

Sig. (2-tailed) .000

N 150

FAG- Fostering the acceptance of group goals |Pearson .352"
(LBS)- Leadership behaviour Scale Correlation

Sig. (2-tailed) .000

N 150

HP- High-performance expectations Pearson 279"
(LBS)- Leadership behaviour Scale Correlation

Sig. (2-tailed) .001

N 150

IS - Providing individualised support Pearson .308™
(LBS)- Leadership behaviour Scale Correlation

Sig. (2-tailed) .000

N 150

INTSTIM - Intellectual stimulation Pearson .356™
(LBS)- Leadership behaviour Scale Correlation

Sig. (2-tailed) .000

N 150

CR - Contingent Reward Pearson .349"
Leadership behaviour Scale Correlation

(LBS) Sig. (2-tailed) .000

N 150

** Correlation is significant at the 0.01 level (2-tailed).

102



The correlation results presented in Table 6.7 show that there is a statistically
significant correlation between transformational leadership and work engagement.
The correlation results show a statistical significant relationship between articulating a
vision (r = .462) and work engagement, providing and appropriate model (r = .368)
and work engagement, fostering acceptance of group goals (r = .352) and work
engagement, high performance (r = .279) and work engagement, individualised
support (r = .308) and work engagement and intellectual stimulation (r = .356) and
work engagement. The correlations range between r =.279 and r = .462. The highest
correlation was found between transformational leadership and work engagement with
specific reference to identifying and articulating vision dimension (r = .462). The lowest
correlation was found between transformational leadership and work engagement with

specific reference to high performance expectations dimension (r = .279).
Table 6.8

Correlations between Psychological Capital and Work Engagement

UWES

Efficacy Pearson 467"
(PsyCap) Correlation

Sig. (2-tailed) .000

N 150
Hope (PsyCap) |Pearson .540"

Correlation

Sig. (2-tailed) .000

N 150
Resiliency Pearson .346™
(PsyCap) Correlation

Sig. (2-tailed) .000

N 150
Optimism Pearson 347"
(PsyCap) Correlation

Sig. (2-tailed) .000

N 150

**_Correlation is significant at the 0.01 level (2-tailed).
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According to Table 6.8, the correlation results show that there is a statistically
significant correlation between psychological capital and work engagement. The
correlation results show that there is a statistical significant relationship with efficacy
(r=.467) and work engagement, hope (r = .540) and work engagement, resiliency(r =
.346) and work engagement, as well as optimism (r = .347) and work engagement.
The correlations range between r = .346 and r = .540. The highest correlation was
found between the psychological capital and work engagement with specific reference
to hope (r = .540). The lowest correlation was found between psychological capital

and work engagement with specific reference to resilience (r = .346).

Table 6.9

Correlations between Self-liking and Self-Competence with Work Engagement

UWES
SL (SLCS) |Pearson Correlation 126
Sig. (2-tailed) 126
N 150
SC (SLCS) |Pearson Correlation .265™
Sig. (2-tailed) .001
N 149

**_Correlation is significant at the 0.01 level (2-tailed).

Table 6.9 presents the correlation results. It shows that there is a non-significant
correlation between self-liking (r = .126) and work engagement, while self-competence
(r = .265) has a significant correlation with work engagement. The self-competence

dimension has a stronger relationship work engagement.

6.3.2 Multiple Regression Analysis

The stepwise multiple regression results are presented and discussed in this section
to determine whether transformational leadership and personality has an effect on
work engagement as stated in the primary research question. Although correlations
are useful in determining the relationship between a dependent variable (work
engagement) and independent variables (leadership and PsyCap), they do not help to
determine the predictive ability of the independent variables. Therefore, a stepwise
multiple regression was used to determine the independent variables that act as

significant predictors of work engagement.
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Table 6.10

Stepwise Multiple Regression

Unstandardised Standardised
Coefficients Coefficients
Model B Std. Error Beta t Sig.
(Constant) 16.662 5.945 2.803| .006
Hope (PsyCap) 1.057 249 343 4.249] .000
AV (LBS) .664 154 .296| 4.306| .000
Efficacy (PsyCap) 466 221 .169 2.112| .036

The above results shows that only three variables were significant predictors of work
engagement: hope (8= .343, p = .000), articulating a vision (8= .296, p = .000), and
efficacy (8= .169, p = .036). More specifically, hope contributed 29% of the variance
in work engagement, while articulating a vision and efficacy respectively accounted
for 9% and 2% of the variance in work engagement. All three variables explained 40%
of the variance in work engagement. This regression model is statistically significant
(F = 31.909, p = .000). The results also indicate that personality (as measured by
PsyCap) seems to have a greater influence (31%) on employees’ levels of work
engagement than leadership (9%). Finally, partial support was found for the alternative

hypothesis associated with Research Question 1.

6.3.3 Differences in Work Engagement with regards to Gender

The Mann-Whitney U test was used to evaluate the secondary research question: Do
differences exist in the levels of employees’ work engagement in a consumer goods
company in Bloemfontein concerning gender? The results, which are based on Table
6.11, results show that there is no statistically significant difference in work
engagement scores with regards to gender (Mann-Whitney U = 2426.5, p = .424).
Furthermore, the total mean rank for female participants (77.69) is higher than the
mean rank for the male participants (71.83). The fact that there are no significant
differences in work engagement concerning gender, means that the alternative

hypothesis associated with Research Question 2 is not supported.
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Table 6.11

Gender differences concerning Work Engagement

Ranks
Mean
Gender N Rank Sum of Ranks
UWES |Male 56 71.83 4022.50
Female 94 77.69 7302.50
Total 150

Test Statistics?

UWES
Mann-Whitney U 2426.500
Wilcoxon W 4022.500
Z -.799
Asymp. Sig. (2-tailed) 424

a. Grouping Variable: Gender

6.4 Discussion on Results related to the Primary Research Question

The results presented in this study partially support the primary research question:
“Does transformational leadership and personality have an effect on employees’ work

engagement in a consumer goods company in Bloemfontein?”

The next section discusses the above findings as obtained from the correlations and

stepwise multiple regression.

6.4.1 Results on Transformational Leadership (and its sub-dimensions) and
Work Engagement

Work engagement, as defined by Schaufeli and Bakker (2004), refers to a positive,
fulfilling, work-related state of mind that is associated with the three components,
vigour, dedication, and absorption. Bass (2000) defines transformational leadership
as a form of leadership that is characterised by idealised influence, inspirational

leadership, intellectual stimulation and individualised consideration.

The results of the present study indicate that there are significant correlations between

leadership (and its sub-dimensions) and work engagement. This observation links with
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Gautam and Enslin’s (2019) opinion that the type of leadership style that managers
apply is important for explaining work engagement. Transformational leadership is
indeed a form of leadership style that increases work engagement, because
transformed leaders can create a working environment that is exciting (inspirational
motivation), they are empathetic (individualised consideration) and accept new ideas
and new approaches (intellectual stimulation) (Gautam & Enslin , 2019). Moreover,
managers who use the transformational leadership style are involved in employees’
engagement, increase passion and give recognition to the growth of employees
(Milhem, Muda, & Ahmed, 2019). Research done by Zakaria, Idris, Samah, and
Abiddin (2018) prove that transformational leadership is a vital leadership approach
because such leaders have the ability to motivate and strengthen their followers, thus
contributing to work engagement.

In addition, transformational leaders have the ability to implement a meaningful and
motivating work environment, which encourages employees to become engaged
(Sultana & Jabeen, 2018). A recent study by Gerards, de Grip, and Baudewijns (2018)
also supports the view that transformational leadership is positively correlated to work
engagement. Transformational leaders contribute to meaningful work engagement
because of their ability to motivate employees to perform higher than what is expected
(Jena, Pradhan, & Panigrahy, 2018). They enhance work engagement by assisting
their employees to discover their potential, showing positive emotions and offering a
positive challenge (Balwant, 2019). Finally, the positive emotions displayed by leaders
foster employees to be emotionally engaged in their work and relates highly with co-
workers and clients (Balwant, 2019).

Various conclusions can be drawn from an observation of the four characteristics of
transformational leadership and their possible influence on work engagement (Mu,
Lee, & Duan, 2018). The idealised influence leader acts as role model and improves
employees’ sense of value and involvement with their work, which leads to higher
levels of engagement (Ghadi et al., 2013). The inspirational motivation leader
enhances engagement of employees by providing meaningful work and the courage
to accept challenges (Chua & Ayoko, 2019). The individualised considerate leader
increases engagement when she/he is sensitive, caring, supportive and pays attention

to employees’ needs for achievement and development (Ghadi et al., 2013).
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Employees who work in a supportive environment are often more determined and

positive in their attempts at handling challenging situations (Pinck & Sonnentag, 2018).

Moreover, an intellectually stimulating leader motivates employees to solve problems
using new viewpoints, while employees who think critically engage more in their work
(Chua & Ayoko, 2019). Employees also engage more in their work when stimulated,
supported, motivated and directed by their leader (Mu et al., 2018).Thus,
transformational leadership contributes to employee’s involvement in their work,

commitment and better performance (Mu et al., 2018).

Furthermore, some of the dimensions of the leadership behaviour scale may be similar
to the four original dimensions of transformational leadership. The dimensions of the
leadership behaviour scale consists of identifying and articulating a vision, providing
an appropriate model, fostering the acceptance of group goals, high-performance
expectations, providing individualised support and Intellectual stimulation. The original
dimensions of transformational leadership consist of idealised influence, inspirational

leadership, intellectual stimulation and the idealised consideration.

According to Podsakoff et al. (1990) some dimensions of the leadership behaviour
scale, such as identifying and articulating a vision, acceptance of group goals,
providing an appropriate model as well as intellectual stimulation, have been
acknowledged as essential elements of the transformational leadership process.
Based on the above findings, it becomes necessary to identify those dimensions of
the leadership behaviour scale related to the original dimensions of transformational

leadership.

e Firstly, identifying and articulating a vision as well fostering acceptance

of group goals are theoretically related to the Inspirational leadership

This type of a leader is interested in searching for new opportunities for the company
and inspiring his /her followers to follow the same vision for the future (Podsakoff et
al., 1990). This type of a leader also encourages followers to collaborate and work
toward achieving a common goal (Podsakoff et al., 1990).

e Secondly, providing an appropriate model is similar to the Idealised

Influence
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The leader becomes a good role model to his/her followers, instead of telling them
what to do he/she demonstrates by doing (Day & Antonakis, 2012). The leader sets
an example for followers to adopt that is consistent with the values that he/she seeks
to promote (Podsakoff et al., 1990).

e Thirdly, Intellectual stimulation is similar to the intellectually stimulating

leader

This type of a leader challenges followers to be more creative, think about old
problems in new ways and rethink their ideas about their future (Day & Antonakis,
2012). The leader challenges employees to reconsider some of their expectations

about their work and change the ways of doing their work (Podsakoff et al., 1990).

e Fourthly, providing individualised support is related to individualised

consideration

This is kind of a leader is thoughtful, caring and sensitive to his/her followers’ feelings
and needs (Day & Antonakis, 2012).

6.4.2 Results on PsyCap (and its sub-dimensions) and Work Engagement.
Psychological capital is considered as part of personality because it entails positive
resources that contribute to an individual’s development (Liran & Miller, 2019).
Psychological capital emphasises that an individual owns a set of positive aspects that
help shape their psychological behaviour (Kole & Kurt, 2018).

The results of the present study indicate that there are significant correlations between
PsyCap (and its sub-dimensions) and work engagement. According to Paek,
Schuckert, Kim, and Lee (2015), PsyCap is a person’s positive psychological state of
growth that consists of four components; self-efficacy, optimism, hope and resilience
that are directly linked to work engagement. Scholars, Cooke, Cooper, Bartram, Wang,
and Mei (2019) note that psychological capital increases the motivation of employees
at work. At the same time, employee engagement at work is a result of the use of

PsyCap such as resilience, optimism and self-efficacy.

Kang and Busser (2018) argue that PsyCap is important for explaining different levels
of engagement at work and those employees with greater levels of PsyCap turn to be
highly engaged in their job tasks. Employees who are high in self-efficacy and hopeful

are more engaged because they enjoy challenging tasks and set realistic goals (Kang
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& Busser, 2018). In addition, optimistic employees are highly engaged because they
believe in transformation and seek opportunities that will contribute to the future of the

organisation (Kang & Busser, 2018).

Resilient workers also engage more in their task because of their positive attitude and

the strength to adjust well in difficult work situations (Kang & Busser, 2018).

Research by Costantini et al. (2017) asserts that psychological capital, as an important
personal resource, enhances favourable work outcomes like work engagement.The
personal resources, such as self-esteem, confidence and optimism, help employees
to overcome pressure and enhance work ability (Costantini et al., 2017). Furthermore,
workers with high levels of work engagement score higher on the personal resources
of self-esteem, optimistic and self-efficacy (Adil & Kamal, 2016).These personal
resources create an efficient working environment for employees, thus leading to
greater levels of engagement (Adil & Kamal, 2016). Within the effective working
environment, personal resources enable engaged employees to be more energetic,
highly confident, take part in various roles of the organization and expect positive
results for their work (Adil & Kamal, 2016).

Aybas and Acar (2017) support the view that psychological capital is a personal
resource and that it is highly connected to work engagement through self-efficacy,
optimism and resiliency. They argue further that psychological capital elements may
result in energetic, dedicated and engaged workers (Aybas & Acar, 2017). A further
observation that they make is that employees that are high in psychological capital
feel valuable and vital to the sector, they are also optimistic about the future and
remain engaged in their jobs (Aybas & Acar, 2017). In addition, du Plessis and Boshoff
(2018) affirm that employees who are high in psychological capital dimensions (self-
efficacy, hope, optimism and resilience) are energised and self-motivated. While Joo,
Lim, and Kim (2016) state that workers with high PsyCap are highly motivated, and
show attributes of fulfilment, vigour, dedication and absorption in their work, which in
turn lead to increased employee productivity. The findings made by Kotze (2018)
underscore apsychological capital as a personal resource that enhances work
engagement. Higher PsyCap enhances engagement at work by allowing workers to

assess their work resources, support, team climate, career opportunities and
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interpersonal relations more favourably and apply them efficiently in the workplace
(Kotze, 2018).

A further study by Alessandri, Consiglio, Luthans, and Borgogni (2018) also notes that
there is a positive relationship between psychological capital and work engagement.
For instance confident employees who master their work (self- efficacy) are more
absorbed in attaining the goals of their job tasks without an interruption (absorption),
devote their efforts with the intention to yield better work outcomes (vigour) and highly

immersed with their work (dedication) (Alessandri et al., 2018).

Employees who are optimistic are highly likely to be engaged because they display
positive attitude in dealing with frustrations and difficulties at work with the belief that
they will succeed (Chen, 2015). Hope, involving a goal and ways to attain it, offers an
employee more energy (vigor) and the readiness to achieve goals (dedication)
(Alessandri et al., 2018). Resilience is connected to all three components of work
engagement, vigor, dedication and absorption (Bakker & Leiter, 2010). Thus, resilient
employees are able to deal with the demands of the job and to get rid of the negative
impacts of previous work burdens (Bakker & Leiter, 2010). Recent research by Ozturk
and Karatepe (2019) notes that employees high in self-efficacy, resilient and optimistic

can deal with challenges at work and meet the necessities of the job.

Therefore, Psychological Capital helps employees to redesign their job and work
environment, which leads to higher engagement (Van Steenbergen, van der Ven,
Peeters, & Taris, 2018). Psychological capital improves employee’s effectiveness at
work and is needed for motivation, success and greater performance (Cheng, Hong,
& Yang, 2018). Psychological capital also results in resilient employees who are
capable of dealing with problems at work and optimistic employees who believe in the

accomplishment of job goals (Cheng et al., 2018).

6.4.3 Results on Self- Esteem and Work- Engagement

Self-esteem refers to the manner in which an employee evaluates and values oneself
and it includes self-competence and self-liking (Lee & Ok, 2015). It has to do with
employees’ hope that they can perform better (Nel, Stander, & Latif, 2015). Being self-
competent means that a given individual employee possess the necessary skills to

perform their work (Macsinga, Sulea, Sarbescu, Fischmann, & Dumitru, 2015).
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The results of the present study indicate that there is a significant correlation between
self-competence and work engagement. Stander and Rothmann (2010) affirm that the
self-competence of employees is one of the psychological conditions that is strongly
related to work engagement. Employees who are competent and confident about their
work goals are more likely to be internally motivated and become more engaged in
their work roles (Stander & Rothmann, 2010). Moreover, Jose and Mampilly (2014)
agree that there is a strong correlation between self-competence and work
engagement. Thus, highly competent employees become more engaged in their
successful work and ought to feel happy with their work, and they are dedicated, have
less intention to leave work and show more positive work performance (Jose &
Mampilly, 2014).

Recentresearch by Nawangsari and Sutawidjaya (2019) proves that self-competence
is strongly connected to employees’ engagement.Competent employees have the
ability to combine knowledge and skills in performing different related tasks
(Nawangsari & Sutawidjaya, 2019). Engaged employees have the cognitive, social
and functional competence that enable them to perform their job tasks (Nawangsari &
Sutawidjaya, 2019). In addition, employees may hold both emotional and social
competencies in the form of knowledge, motivation, traits and talents that are
connected to higher performance and higher engagement (Pittenger, 2015). Just as ,
highly engaged employees view themselves as capable of dealing with the demand of

their work competently (Stander & Rothmann, 2010).

Finally, the results of the present study indicate that there is no significant correlation
between self-liking and work engagement. Self-liking is when an individual employee
approves of their self in a social working environment, it entails feelings of enjoyment
and contentment about one’s work (Kircaburun & Griffiths, 2018). Self-liking is far from
being highly confident and self-praising employees (Kircaburun & Griffiths, 2018).
Nonetheless, self-liking employees are usually highly proficient, significant, feel worthy
and engage more in tasks that enable them to achieve the desired goals (Cai et al.,
2015). Eissa, Chinchanachokchai, and Wyland’s study (2017) also underscores that
self-liking employees are risk takers, engage in difficult work activities,highly confident,
naturally motivated and valued by co-workers, as well as creative that they add
solutions to a challenging work, which in turn lead to higher work engagement levels
(Eissa et al., 2017).
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6.4.4 Hope, Articulating a Vision, and Self-efficacy as the Best Predictors of
Work Engagement.

The present study’s results indicate that hope, articulating a vision and self-efficacy
are the three best predictors of work engagement. Hope is the best predictor,
articulating a vision is the second best predictor and self-efficacy is the third best

predictor of work engagement.

6.4.4.1 Hope as the First Best Predictor of Work Engagement

Recent studies by Yoon, Bailey, Amundson, and Niles (2019) identify hope as a
predictor of work engagement. Hope is needed in any organisation for higher
engagement because it affects employee’s performance and their approach to work
in a positive way (Othman & Nasurdin, 2011). Hope motivates employees to become
more engaged in their job tasks (Ouweneel, Le Blanc, Schaufeli, & van Wijhe, 2012).
In addition, hope allows employees to invest their energy in their work and dedicate

their time in reaching goals (Karatepe, 2014).

Therefore, as research notes, hopeful employees are dedicated to finding strategies
that enable them to achieve their goals at work (Yotsidi, Pagoulatou, Kyriazos, &
Stalikas, 2018). In addition, hopeful employees have a higher level of engagement
because they possess more goal-orientated approaches and are motivated for goal

accomplishment (Karatepe, 2014).

6.4.4.2 Articulating a Vision as the Second Best Predictor of Work Engagement
The results of the present study reveal that articulating a vision as a component of
transformational leadership predicts work engagement highly. A transformational
leader who articulates a vision for his employees contributes to higher levels of
engagement at work (Gozukara & Simsek, 2016). Such a leader encourages
employees to follow a clear and sensible vision that empowers them to attain personal
and workplace goals (Gozukara & Simsek, 2016). Lather and Jain (2015) affirm this
view in their observation that leaders who communicate vision to employees are
highly likely to improve their engagement. Finally, a transformed leader is inspiring,
visionary and likely to enhance engagement because they encourage employees to
accept workplace challenges (Chin, Lok, & Kong, 2019). Employees who follow the
leader’s vision will then be motivated, absorbed and committed to the future vision
(Cheema, Akram, & Javed, 2015).
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In addition, a transformed leader with a clear vison, promotes employees
development, inspires them to excel in their job tasks, helps them to realise their
potential, and motivates performance that is above what is required (Pourbarkhordari,
Zhou, & Pourkarimi, 2016).

6.4.4.3 Self- Efficacy as the Third Best Predictor of Work Engagement

Self-efficacy is viewed as one of the major personal resources that predict work
engagement (Buric & Macuka, 2018). Employees who have a high self-efficacy are
more likely to be internally driven and pursue their goals and this results in better

performance and higher levels of engagement at work (Buric & Macuka, 2018).

Various studies prove that self-efficacy is connected to higher work engagement
because the confidence that employees have in their abilities and competence is
essential to guaranteeing a sustained engagement at work (Alessandri, Borgogni,
Schaufeli, Caprara, & Consiglio, 2015). Confidence enables employees to activate
their energy in dealing with work demands, which motivates them to be attached to
their work (Gupta & Shaheen, 2017). Furthermore, employees who are high in self-
efficacy devote their energy, positive emotions and dedicate long-term engagement in
their job activities (Li, et al., 2017). High self-efficacious employees also have the
belief that they can deal with the demands of their work effectively and are highly
optimistic because they expect better results from their work (Bakker, Albrecht, &
Leiter, 2011).

Moreover, personality and leadership appears to be the significant predictors of work
engagement. Ongore (2014) admits that personality is a significant variable that
influence employee’s engagement at work as noted in an example where two or more
workers doing the same job in one environment may have various levels of
engagement. Individuals who are highly or less engaged in the workplace are prone
to have different traits in a similar way they differ in performing their work, therefore

engagement is viewed as a primary function of personality (Inceoglu & Warr, 2012).

A recent study by Kong and Li (2018) underscored that personality predicts work
engagement because employees with active personality invest more efforts in their
jobs and tend to perform well. In fact, employees with active personality are more
likely to be engaged because they are persistent, inventiveness and more involved in
their job activities (Lv et al., 2018).

114



Finally, findings by Shu (2015) suggest that leaders who are actively involved in the
working lives of employees have a significant role in defining employees’ level of work
engagement. Transformational leaders increase employees’ engagement because
they allow them to take part in the decision-making process and to have control over
their job-related tasks (Besieux et al., 2018). Transformational leaders contribute to
the good behaviour of employees and enhance job satisfaction, which can lead to
higher engagement and higher productivity (Hayati et al., 2014). In addition, a
transformed leader enhances employees’ engagement by providing meaningful work

and the courage to accept challenges (Chua & Ayoko, 2019).

6.5 Discussion on Results Related to the Secondary Research Question: Results
on Gender and Work- Engagement

The following section discusses results related to the secondary research question
that shows that there are no significant differences between genders in terms of work

engagement.

The present study found no significant differences between genders in terms of work
engagement. Recent research by Lee and Eissenstat (2018) indicates that there is
limited and unreliable research on gender and work engagement. Ariani (2013) also
reports that the relationship between gender and work engagement is weak and
unclear. In most service industries there are no gender differences perceived in

employee’s work engagement (Ariani, 2013).

Nonetheless, the lack of research on work engagement did not stop Camgoz et al.
(2016) from making the observation that females are more engaged because of their
identification and high involvement with their work. Latta and Fait (2016) support the
view that females display high levels of engagement at work than males.

While Strauser, O’sullivan, and Wong (2012) argue that there are gender differences
in relation to work engagement and that females usually show greater levels of work
engagement than males do. Tanskanen et al. (2016) study reports that females are
somewhat more engaged in their job tasks than males. Finally, females engage more
in their work than males do because they deal better with stressful tasks, are generally

cooperative and value shared inputs about the organisation (Guchait et al., 2018).
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Based on the findings by Dubbelt, Rispens, and Demerouti (2016) females score
higher on engagement than males because they find work engagement to be valuable.
High levels of engagement at work help females to remain focused and dedicated in
their work, enables them to achieve higher performance and results in increased
productivity (Dubbelt et al., 2016). In contrast, Banihani and Syed (2017) report that
males are more physically, cognitively and emotionally engaged in their work than
females (Banihani & Syed, 2017). A study done by Kong (2009) explains that females
and males differ in ways they engage in their work. Males score higher than females
on vigour and absorption while females score higher than males on levels of dedication
(Kong, 2009). Ironically, a recent study by Biron and Hanuka (2018) argues that
females are more inactive, less confident and less motivated to add more efforts in
their work, while males are active, assertive, tend to be more engaged and attain a

professional accomplishment.

Schaufeli, Bakker, and Salanova (2006) pointed out that males scored higher on the
three elements of work engagement (vigour, absorption and dedication) than females.
Garg (2014) suggests that female workers are likely to gain more fulfilment than male
workers. Nonetheless, other studies point out that males are seen as more involved in
their work than females (Attridge, 2009). Mache, Danzer, Klapp, and Groneberg
(2013) also observed that females could not be fully effective and capable to engage
in their work than males do. It becomes very easy for male employees to engage in
their work than female employees because male employees have a good critical
thinking, are rational and more dedicated to their jobs (Guchait et al., 2018), and yet
Lee and Ok (2015) add that males are less engaged in their work than females are.

Moreover, Pena, Rey, and Extremera (2012) are of the opinion that gender differences
in work engagement can be viewed from how the employee’s occupation is assessed.
In a situation where the occupation is masculine, the levels of engagement at work
may be greater for males than it is for females (Pena et al., 2012). According to
Williamson and Geldenhuys (2014) females report greater contentment, they are
happier, satisfied and more engaged in their work. Finally, females are generally
competent, manage highly demanding situations at work and engage in high quality
job tasks (Keller, Meier, Gross, & Semmer, 2015).
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6.6 Overall Conclusions

This section discusses the conclusions based on the literature review, research
methodology and the results of the study. It is necessary to state, in relation to the
conclusion of the literature review, that the study investigated the effect of

transformational leadership and personality on work engagement.

Work engagement as the dependent variable was defined as an optimistic, fulfilling,
work-related state of mind that is associated with three components, vigour,
dedication, and absorption (Schaufeli & Bakker, 2004).

In addition, transformational leadership was defined as an interactive leadership where
employees gain trust from leaders, show respect and are encouraged to perform
further than job expectations in order to realise organisational goals (Boamah et al.,
2018). Transformational leadership is characterised by four elements, which are
idealised influence, inspirational leadership, intellectual stimulation and individualised
consideration (Bass, 2000). The conclusion was that transformational leadership
seemed to have a relationship with work engagement. For example, it was revealed
in the literature that employees engage more in their work when they are stimulated,
supported, motivated and directed by their leader (Mu et al., 2018).

The effect of personality on work engagement was also covered. Personality was
defined as the inherent traits or personal characteristics that are displayed by people
(Anglim et al., 2018). The conclusion was that the psychological capital, as a form of
personality, seemed to have a relationship with work engagement. For instance, du
Plessis and Boshoff (2018) affirm that employees who are high in psychological capital
dimensions (self-efficacy, hope, optimism and resilience) are energised and self-
motivated. Thus, workers with a high PsyCap are highly motivated, and show
attributes of fulfilment, vigour, dedication and absorption in their work, which in turn

leads to increased employee productivity (Joo et al., 2016).

The job demand-resource model was used to explain work engagement. The model
included the elements of work engagement (vigor, dedication and absorption). The
full-range model was also discussed to better understand the transformational
leadership. The model was linked to the transformational leadership because it
contains the same elements of idealised influence, inspirational leadership, intellectual

stimulation and individualised consideration (Martinez et al.,2018).
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Furthermore, the study focused on the five-factor model as well as the integrated

model of psychological capital in the workplace in attempt to explain personality.

The conclusion based on the research methodology section shows that the data of
this study was collected from the five stores of the large retail organisation in
Bloemfontein. Even though the study set a sample of 200 participants, 150 individuals
participated in the study, which adhered to ethical standards such as informed
consent, anonymity, and voluntary participation. The data gathering instruments used
in this study were the Utrecht Work Engagement Scale (UWES), The Leadership
Behaviour Scale (LBS), the Psychological Capital (PsyCap) Questionnaire (PCQ) and
the Self-liking and Competence Scale-revised (SLCS-R).

The conclusion based on the study results indicates all the variables (transformational
leadership and personality) had a significant relationship with work engagement.
Additionally, the multiple regression analysis results showed that hope was the first
best predictor of work engagement, articulating a vision was the second best predictor
of work engagement and self-efficacy was the third best predictor of work
engagement. Personality (as measured by PsyCap) also had a greater effect (31%)
on employees’ levels of work engagement than leadership (9%). The results of the
study concluded that there were no significant differences between male and females

concerning work engagement.

Furthermore, the following hypotheses were considered in the investigation of the

effect of transformational leadership and personality on employees’ work engagement.

Null Hypothesis (HO): Variances in a Bloemfontein-based consumer goods
company’s employees’ work engagement scores cannot be statistically explained by

transformational leadership and personality.

Alternative Hypothesis (H1): Variances in a Bloemfontein-based consumer goods
company’s employees’ work engagement can be statistically explained by

transformational leadership and personality.

Null Hypothesis (HO): There are no statistical significant differences in scores
achieved on levels of employees’ work engagement with regards to biographical

variables such as gender.
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Alternative Hypothesis (H1): There is a statistically significant difference in scores
achieved on the levels of employees’ work engagement with regards to biographical

variables like gender.
The following alternative hypothesis is accepted;

Variances in a Bloemfontein-based Consumer Goods Company’s employees’ work
engagement can be statistically explained by transformational leadership and
personality. Therefore, the study showed that transformational leadership and
personality had a significant relationship with work engagement. There was partial
support found for the alternative hypothesis associated with Research Question 1.

The following alternative hypothesis is rejected;

There is a statistically significant difference in scores achieved on the levels of
employees’ work engagement with regards to biographical variables like gender. The
fact that there are no significant differences in work engagement concerning gender,
means that the alternative hypothesis associated with Research Question 2 is not
supported.

6.7 Limitations and Recommendations for Future Use
This section of this research discusses some of the limitations to this study and

outlines recommendations for future research.

6.7.1 Limitations of the Present Research Study

e The study has a small sample. Although this did not influence the results, it
reflects the willingness of the individuals to participate.

e Related to the above, only the stores in Bloemfontein were targeted. This may
have an influence on the study’s ability to generalise the findings to other stores
or similar work environments.

e Three of the variables had low reliability estimates (optimism, self-competence,
and self-liking). This could account for the low correlations between these
variables and work engagement.

e Several studies have investigated the relationship between job demands, job
resources and work engagement. Only limited research has observed the

relationship within the consumer goods companies.
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6.7.2 Recommendations for Future

The recommendations for future research are:

e According to Paek et al. (2015) the job demands-resources model suggests
that job resources including the personal psychological capital result in
enhanced employee engagement and has a positive effect in job related
outcomes. Therefore, future researchers need to emphasize more on the
investigation of the correlations between personal psychological capital, work
engagement and job related outcomes such as job satisfaction and affective
organisational commitment (Paek et al., 2015).

e In future, other variables may be considered to better understand service
workers’ levels of engagement. Future researchers can include the
psychological capital of the supervisor. Future researchers need to focus on
other measures related to personality.

e Self-competence and self-liking had low reliability estimates, thus future
research should focus on alternative measures of self-esteem. An example of
alternative measures will include the Rosenberg Self-Esteem Scale
(Rosenberg, 1965).

e The Rosenberg Self-Esteem Scale is a 10 item scale which entails a
combination of positive and negative feelings about oneself (Brewer &
Kerslake, 2015). The scale has proven to have better acceptable reliability a=
.911. (Brewer & Kerslake, 2015).

e Further, no differences were found between the genders. Ariani (2013)
supported that in many service industries there were no gender differences
found in employee’s work engagement. Future researchers need to study the
type of work (masculine versus feminine) as no differences were found between
the gender. Future researchers may need to explore the relationship between
job demand, job resources and work engagement within the consumer goods

companies.
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6.7.3 Recommendations for Practice

Organizations should consider developing interventions of work engagement that will

focus on both individuals and the organisation at large. The purpose of both individual

and organisational interventions is to reduce the negative job-related outcomes such

as poor morale, high turnover and high psychological tension (Biggs, Brough, &

Barbour, 2014). Moreover, Knight, Patterson, Dawson, and Brown (2017) suggest four

types of interventions that will enhance engagement at work.

Firstly, the personal resource building intervention encourages positive self-
evaluations and resilience (Knight et al., 2017).

Secondly, the job resource building intervention focuses on promoting the
physical and social aspects of the job such as feedback, social support and
developmental opportunities (Knight et al., 2017).

Thirdly, the leadership training intervention includes skill and knowledge
interventions for supervisors (Knight et al., 2017).

Fourthly, the health promoting programmes emphasises on healthy lifestyles
such as exercise and mindful trainings (Knight et al., 2017).

In addition, organisations should consider the following in order to create a better work

environment:

Emphasising more on innovative work behaviour- Li et al. (2019) propose that
transformational leaders can enforce innovative behaviour by providing various
developmental workshops to employees. The necessary learning tasks will help
them develop alternative solutions that will solve problems within the
organisation (Li et al., 2019).

Promoting employee psychological empowerment-it is important for
transformational leaders to empower employees to make own decisions in
relation to their work (Li et al., 2019). Therefore, it is necessary to empower
employees in order to promote higher levels of work engagement (Li et al.,
2019).

Encouraging a trusting relationship between leaders and followers-
Pourbarkhordari et al. (2016) recommended that transformational leaders
should stimulate high amount of trust to their employees by serving as a role

models and providing idealized influence.
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6.8 Summary

This chapter presented the results of the study. It was found out that all the variables
(transformational leadership and personality) had a significant relationship with work
engagement. The multiple regression results indicated that only three variables, hope,
articulating a vision and self-efficacy, were significant predictors of work engagement.
Generally, it appears that personality contributed more to the prediction of work
engagement than leadership. As noted earlier in this chapter, personality (as
measured by PsyCap) seemed to have a greater influence (31%) on employees’ levels
of work engagement than leadership (9%). Although females scored higher than
males, the present results indicated that there were no significant differences between

male and females with regards to the work engagement.

The chapter also focused on limitations and recommendations from the study. The
noted limitation related to the fact that the study had a small sample. Although this did
not influence the results, it reflected the willingness of the individuals to participate.
Optimism, self-competence, and self-liking had low reliability estimates, which could
account for the low correlations between these variables and work engagement.
Furthermore, the study recommended that future researchers could include the
psychological capital of the supervisor as another variable. It was also recommended
that future researchers consider alternative measures of self-esteem such as the
Rosenberg Self-Esteem Scale. There were no differences found between the genders,
hence the study recommended that future researchers should focus on the type of
work (masculine versus feminine) that might be of interest. Recommendations for
practice were that organisations should adopt innovative work behaviour, enhance
employee psychological empowerment and encourage trust between leaders and

followers.
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