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e The use of APA style in all scientific documents is in line with the policy put in place
for the Programme in Industrial Psychology of the North-West University as from

January1999.
e The mini dissertation is submitted in the form of a research article.

e The National Research Foundation (NRF) assisted this research financially.
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SUMMARY

Ti¢le: Positive Organisation: the role of leader behaviour in employee engagement and

retention.

Kev words: Positive organisation, leader empowering behaviour, role clarity, psychological

empowerinent, work engagement, intention to leave.

Organisations are constantly undergoing major changes. These changes can have negative
consequences on organisational functioning and employee well-being. It is therefore vital tor
organisations to focus on the elements of a healthy organisation so that a positive
organisation can be built and the negative consequences avoided. A healthy organisation pays
attention to six interrelated dimensions namely; organisational attributes, organisational
climate, job design, job future, psychological work adjustment and negative outcomes (like
that of turnover, absenteeism, alcohol and substance abuse, self-rcported health, and

psychological health).

The objective of this study was to determine the relationship between leader empowering
behaviour, role clarity, psychological empowerment, work engagement and intention (o
leave. A business unit consisting of managers, specialists, supervisors and administrative staff
participated in this research. A cross-sectional design was used to attain the research
objectives. The Leader Empowering Behaviour Questionnaire (LLEBQ), the Measures of Role
Contlict and Ambiguity Questionnaire (MRCAQ), Measuring Empowerment Questionnatre
(MEQ), Utrecht Work Engagement Scale (UWES), and Intention to Leave Scale (ILS) were
administered for the study. The statistical analysis was carried out by utilising the SPSS

program.

Exploratory factor analysis indicated a three factor structure for LEBQ), a two factor structure
for MRCAQ, a four factor structure for MEQ, a three factor structure for UWES and since
ILS only consists of two items a factor analysis was not necessary. All the scales showed
acceptable reliabilities. The results showed that leader empowering behaviour, role clarity
and psychological empowerment predict engagement. Moderation effects showed that role
clarity interacted with competence and meaning to affect employees’ dedication, and role

clarity interacted with the developing of employees (as a facet of leader empowering
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behaviour) to affect absorption. Finally, a regression analysis showed that work engagement

predicts employees intention to leave,

Once conclusions for the study were drawn, recommendations for the organisation as well as

for future research were made.



C APTER1

1. INTRODUCTION

This mini-dissertation focuses on the relationship between leader empowering behaviour, role
clarity, psychological empowerment, employee engagement and intention to leave. In this
chapter the problem statement is discussed and the objectives for the research are set out.

1ereafter the research method is explained and, in conclusion, the division of chapters is

given.

1.1, PROBLEM STATEMENT

1.1.1  Overview of problem

The global business environment has forced organisations to reinvent themselves, embrace
change, and increase the specd of innovation, change and adaptation (Malone, 2004;
Marquardt, 2002). This environment forces organisations to undergo continuous change
economically and socially (Schreuder & Coetzee, 2006). Economically, South African
organisations are under extreme stress as they need to perform financially by penetrating both
local and international markets (Denton & Vioeberghs, 2003). Socially, organisations must
succeed in achieving a healthy and eftective existence and this means they need to invest in
their human capital (Philips, 2003). According to Grobler, Warnich, Carrell, Elbert, and
Hatfield {2006) turnover costs South Africa several million rands a year through decreased

productivity, increased accidents and quality problems.

Becoming a healthy, positive organisation is the most effective way in which to address these
problems (Wilson, DeJoy, Vandenberg, Richardson, & McGrath, 2004). Organisations need
to consider two types of resources in order to be healthy: those that support performance and

those that support health (Burke & Cooper, 2009; Bryan & Joyce, 2007; Conley, 2007).

A healthy organisation is one that encompasses healthy employees (Burke & Cooper, 2009)
and for this reason one of the outcomes of a positive or healthy organisation is the retention
of talent (Davenport & Harris, 2007; Ulrich, Brockbank, Johnson, Sandholtz, & Younger.

2008). Organisations are under pressure in what has been termed the “war for talent” (Burke
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& Cooper, 2009). By focusing on the elements of a healthy organisation and applying the
principles of positive psychology profound results can be achieved for talent management
efforts. This is substantiated in the finding of Hughes and Rog (2008), who found that the
best way to attract new employees and retain current talent is to create a positive work
environment. Positive organisational behaviour focuses on optimising overall wellness for
both the organisation and its employees, and increases the commitment of employees, thereby

lowering the risk of losing talent (Bakker & Schaufeli, 2008).

An essential part of talent management is the effective management of employee turnover
and this has been a central issue for organisations over a long pertod of time (Ulrich et al.,
2008). The reason for this would be the negative implications involved in turnover, such as
high economic costs and the disruption of social and communication structures, which then
decreases the cohesion and commitment of those employees who stay in the organisation
(Bergiel, Nguyen, Clenney, & Taylor, 2009). With the continuous need for South African
organisations to change, penetrate international markets, and retain talented staff, the role of a
leader in an organisation becomes even more essential in ensuring organisational
effectiveness. Employee turnover rests heavily on the manager’s ability since employee
satisfaction and commitment is driven by the manager (Kreisman, 2002). According to
Mostert and Rathbone (2007), traditional aspects like productivity and financial profit,
although still important, should not be a manager’s sole concem; it is becoming increasingly
necessary for management to improve the elements of the job so that employees feel

energetic, dedicated and engaged in their work.

When employees understand the objectives that they are working towards it is a clear
indication of the leader’s ability in setting clear and predictable outcomes, and so essentially
this affects the realisation of organisational success (Niclsen, Randall, Yarker, & Brenner,
2008). When employees receive clear instruction from their leader they exude confidence and

engage more easily in their work (Nielsen et al., 2008).

A leader who is able to empower his or her employees creates benefits for both the
organisation and the employees. Such a leader will have a positive-impact on labour retention
in the organisation (Taplin & Winterton 2007). Empowerment improves the economic
performance of an organisation and reduces role conflict and role ambiguity among

employees (Greasley et al., 2008). According to Greasley et al. (2008), employees who feel

2



empowered experience greater job satisfaction, motivation and loyalty. Skill attainment can
also be achieved through the active engagement of the employee (Liker & Meier, 2007).
When leaders make work meaningful for employees, the employees experience their
workplace as empowering and therefore experience increased levels of engagement (Greco,

Laschinger, & Wong, 2006).

The issues experienced by organisations worldwide and especially within South Africa
repeatedly point to the need to move towards becoming a healthy organisation. A healthy
organisation empowers and engages its employees so that human capital is retained and
turnover is avoided. This research aims to utilise the Wilson’s Wellness Model (Wilson et al.,
2004) for a positive organisation in order to identify the effect of leader empowering
behaviours on employees” intention to leave an organisation, while also taking into account

role clarity, psychological empowerment and work engagement.

There are many conceptualisations in the literature in terms of how a positive, healthy
organisation should be defined and formulated. McHugh and Brotherton (2000) say that a
learning organisation can be said to be healthy because it is able to be competitive, even in an
ever-changing environment. According to Tarride, Zamorano, Varela, and Gonzalez (2008), a
healthy organisation is said to encompass good human relations, especially among executives
and workers. In a healthy organisation an executive is more likely to act as a leader, rather
than a boss (Tarride et al., 2008). Positive organisations encompass leaders that are aware of
the importance of people and their vital role in an organisation’s success (Burke & Cooper,
2009). Wilson et al. (2004) offer a model for a healthy organtsation. The model theorizes that
a healthy organisation consists of interrelated components, namely organisational attributes,
organisational climate, job design, job future, psychological work adjustment and employee
health and well-being (Wilson et al., 2004). Below is a model of a healthy organisation as

proposed by Wilson et al. (2004).






promote innovation. A leader’s ability to demonstrate these behaviours will influence how

employees perceive the tasks presented to them - their leader (Wilson etal., =0 ).

Role clarity refers to the degree to which the necessary information, required by an employee
in order to complete a specific task successfully, is provided (Mukherjee & Malhotra, 2006).
According to Foote, Seipel, Johnson, and Duffy (2005), role clarity can be defined as the
extent to which employees feel that they encompass a comprehensive understanding of their
fit and function within their work environment. The clarity of a role depends on the
communication, understanding and acceptance of the task presented to the employee (Hong,
Nahm, & Doll, 2004). Role clarity was conceptualised by Rizzo, House, and Lirtzman (1970)
by two concepts: role conflict and role ambiguity. Role conflict is a state of tension and
uncertainty experienced by an individual as a result of inconsistent expectations (Robbins,
Judge, Odcendaal, & Roodt, 2009). Role ambiguity is the uncertainty with regard to the

expected behaviours to be performed by an employee (Forsyth, 2006).

Empowerment can be explained by two distinet perspectives. If an organisation has policics
and structurcs in place to promote the decision-making power of employces with regard to
their work, the organisation utilises structural empowerment (Matthews, Diaz, & Steven,
2002) like the leader empowering behaviours previously discussed. The second perspective
of cmpowerment is psychological empowerment, which refers to the cmployees’ perceptions
and cognitions. When employces are oftered flexibility and freedom to make work-related
decisions they will respond with more creativity toward work tasks (Greasley et al., 2008).
Psychological empowerment is defined by Spreitzer (1993) as a motivational construct
marnitested in four cognitions, namely meaning (involving the alignment of work roles and
employce belicfs, values and behaviours), competence {(employecs® belief in capability), selt-
determination (employees’ initiation and regulation of actions), and impact (employees’
influencing ability). These four cognitions demonstrate an active direction towards work roles
(Spreitzer, 1995), The empowered employee offers the organisation benefits such as
increased productivity, ability to be responsive and adaptive to change, while benefits for
employees are reduced conflict, role clarity, control over environment and higher levels of

engagement (Greco et al.,, 2006).

Work engagement is defined as a positive, satisfying, work-related state of mind that is made

up of vigour, dedication and absorption (Schaufeli, Salanova, Gonzalez-Romd, & Bakker,
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In a study done in Indonesia on secondary school English teachers, Baskin (2007) found that
work engagement was related to turnover; when teachers are engaged, they are less likely to
quit. Nurses’ intention to Ieave was studied by Karlowicz and Ternus (2007) and it was found
that the lack of engagement was one of the most important issues contributing to intention to
quit. This is in line with research done by Simpson (2009), who found that high turnover
cognitions correlate directly with low levels of engagement. The most effective way in which

to lower employees’ intention to leave the organisation is to engage them in their work

(Bhatnagar, 2007).

For the purposc of this study, a business unit within a petrochemical organisation was
approached. An employee motivational climate survey and organisational analysis was
conducted in the business unit during 2006. The results showed that there was a high
intention to leave, low levels of organisational commitment, lack of commumication and trust
between employees and management, as well as a lack of role clarity. The organisational
culture within the business unit was further assessed by external consultants, who then
identitied a number of areas that prevented optimal functioning (Stander, Scholtz, & Verster,
2006). The consultants found that some employees’ experience of a leader led to a sense of
job insecurity, while others were not clear on their leaders’ expectations. Employees inside
the business unit reported that they felt there were no career paths available to them. A lack
of meaning and disconnection from the organisation was also reported. Collectively.
employees stated that they were expertencing a decreased sense of belonging, lack of support,
recognition and motivation from management owing to a perceived distance between them
and the management team (Stander et al., 2006). This often causes them to move to another

business unit or to leave.

The objective of this research is to perform a cross-sectional study within the business unit to
investigate the reported problems in relation to employee intention to leave, role clarity and

trust between managers and employees.

The following research questions can be formulated, based on the above-mentioned

description of the research problem:

e How is leader empowering behaviour, role clarity, psychological empowerment, work

engagement and intention to leave conceptualised in the literature?
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» To determine if work engagement predicts intention to leave.
1.3 PARADIGM PERSPECTIVE OF THE RESEARCH

A paradigm refers to established research traditions in a particular discipline (Mouton &
Marais, 1992). A paradigm is a model that alludes to the way the researcher views his or her
material; for this reason it can be said that paradigms and their supporting theory direct the
research (De Vos, Strydom, Fouché, & Delport, 2005). A certain paradigm perspective that
includes the intellectual climate and the market of intellectual resources (Mouton & Marais,

1992) directs the research.
1.3.1 Intellectual climate

The imntellectual climate refers to the meta-theoretical assumptions that are accepted as being
valid within a discipline at a particular juncture. The assumptions act as postulates or
presuppositions (Mouton & Marais, 1992). Since intellectual climate takes paradigms and

assumptions into account, it can be said that it will direct the research.
1.3.2 Discipline

This research falls within the boundaries of the behavioural sciences, and more specifically,
Industrial Psychology. Industrial Psychology is defined as “the study of all aspects of
behaviour in the work setting” (Baron, 2001, p. 13). Industrial Psychology relates to pure
psychology in that it also cmphasises the scientific study of thinking and behaviour

{Muchinsky, Kriek, & Schreuder, 2003).

The sub-disciplines of Industrial Psychology that are focused on in this research are
personnel psychology, organisational psychology and vocational psychology. Personnel
psychology is “concerned with individual differences in behaviour and job performance and
with measuring and predicting such differences™ (Cascio, 1998, p. 2). This sub-discipline is

applicable to the research as it encompasses aspects like turnover intention and role clarity.

Organisational psychology is concerned with how an organisation can influence the

behaviours and attitudes of people within them (Muchinsky et al., 2005). This sub-discipline
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focuses on role-related behaviour, pressures that groups can impose on the individual
employee, and patterns of communication within the organisation (Muchinsky et al., 2005).
Organisational psychology is relevant to this research, as leader empowering behaviour can
affect employee behaviours and attitudes (psychological empowerment, work engagement

and intention to leave). Role clarity also fits in here since it is role-related behaviour.

According to Muchinsky et al. (2005), vocational psychology can be described as the
addressing of problems that employees experience at work. This is applicable to the research
because the constructs (role clarity, psychological empowerment, and work engagement) all
directly relate to how the employees experience their work. Turnover intention and leader
empowering behaviour can also be an indicator of this. Psychometrics will be utilised in

order to measure the constructs of interest.

1.3.3 Mecta-theoretical assumptions

Within this study there are two paradigms that are relevant to this research. Firstly the
literature review is done within the Behaviourism paradigm and Social Cognitive Lcarning

Theory, and secondly, the empirical study is donc within the Positivistic paradigm.

1.3.3.1 Literature Review

According to Santrock (2003), the Behaviourism paradigm is a theoretical orientation based

on the premise that scientific psychology should study only observable bchaviour. The

following basic assumptions are relevant in this regard (Weiten, 2007):

e It rests on the idea of verifiability (scientific claims must be veritied).

¢ FEnvironmental dcterminism emphasises the importance of the individual’s environment
when studying behaviour.

¢ A relationship exists between stimuli and responses.

Social Cognitive Theory is a theory of Behaviourism which suggests that human behaviour is
influenced by many cognitive factors as well as by reinforcement contingencies, and that
human beings have an impressive capacity to regulate their own actions (Baron, 2001). This

is relevant to the research as it investigates how the work environment (leader empowering
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* Journal articles
e  Textbooks

¢ Intemet

1.4.2 Phase 2: Empirical Study

The empirical study consists of the research design, participants, measuring battery and

statistical analysis.

1.4.2.1 Research Design

The aim of the research design is to direct the study so that it is conducted in an appropriate
manner (Muchinsky et al., 2005). A design is used to structure the research to show how all
the major parts of the research project (participants, measuring battery and statistical

analysis) work together to address the central research questions (Mouton & Marais, 1992).

The research can be classified as descriptive and explorative. Descriptive research presents a
picture of the specific details of a situation, social setting or relationship, and focuses on
‘how’ and *why’ questions (De Vos et al., 2005). De Vos et al. (2005) describe exploratory
research as a method of gaining insight into a situation, phenomenon, community or
individual and recommend that the utilisation of this design should arise as a result of limited

information within a new arca of interest.

The specific design that will be used is a cross-sectional survey design. This type of design
involves a single person, group or event being studied on one occasion and is purposive
rather than random (De Vos et al., 2005). This design is suitable as it will reflect the
participants within the business unit in terms of the characteristics that are relevant to the

study.
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and its employees, while increasing the commitment of employees, thereby lowering the risk

of losing talent (McHugh, 2001).

The main outcome of a healthy, positive organisation is the retention of talent (Davenport &
Harris, 2007; Ulrich, Brockbank, Johnson, Sandholtz, & Younger, 2008). These organisations
focus on their people with as much passion and enthusiasm as they do on new processes and
products (Bryan & Joyce, 2007). Talent management and the effective management of
employee turnover 1s a central 1ssue that is managed in order to avoid negative implications,
such as high economic costs and disrupted social and communicative structures (Bergiel,
Nguyen, Clenney, & Taylor, 2009). An increase in profits, cmployees’ happiness and
productivity and customer satisfaction results from the retention of employees (Kaye &
Jordan-Evans, 2000). The ability of a leader to empower his or her employces will have an

impact on the organisation’s labour retention (Kreisman, 2002; Taplin & Winterton, 2007).

According to Snyder and Lopez (2002), the leaders within an organisation play a vital role in
designing a healthy work environment that encourages the talent of the organisation to stay.
Furthermore, leadership behaviours have a strong influence on employee and organisational
outcomes (Chen & Silverthorne, 2005). This places a demand on leaders to be able to manage

these outcomes accordingly.

Konczak, Stelly, and Trusty (2000) identitied six dimensions for leader empowering
behaviour, namely the delegation of authority. the leader’s ability to emphasise
accountability, encouragement of self-directed decision-making, the leader’s ability to share
information, development of skills, and coaching to promote innovation. A leader’s ability to
demonstrate these behaviours will influence how employees perceive the tasks presented to
them by their leader (Wilson et al., 2004). According to Greco, Laschinger, and Wong
(2006), employecs will be empowered if a leader enhances the meaningfulness of work,
allows participation in decision-making, facilitates the accomplishment of tasks,
communicates confidence in high performance and provides autonomy. A leader that utilises
empowerment creates benefits for both the organisation and the employees, as empowerment
improves the economic performance of an organisation and reduces role conflict and role

ambiguity among employees (Greasley et al., 2008).
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low work engagement levels. According to Saks (2006), employees who are more engaged
are more trusting of their employer and therefore report more positive attitudes and intentions
towards the organisation. It was also found that job and organisation engagement predicted an

employee’s intention to quit (Saks, 2006).

Previous research provides a solid foundation for the assumptions of this study. The
assumption is that leader empowering behaviour is able to impact on role clarity and
empowerment, which will affcct employees’ work engagement and essentially increase or
decrease employees’ intentions to leave an organisation. There was no evidence in the
literature exploring the possible mediating or moderating effects of role clarity, therefore the
research will attempt to explore this. Based on the review of the literature, the hypothesised

conceptual model of this study is graphically depicted in Figure 1 below:

Figure I: The hypothesised relationship between constructs

The business unit has experienced problematic organisational dynamics, as identified by two
niotivational climate surveys. The surveys revealed poor communication between
management and employees, a lack of role clarity and low levels of organisational
commitment. Thesc factors have contributed to poor customer focus and ditficulty in
attaining organisational objectives. Although the business unit has put talent management
initiatives in place, there is a high intention to leave and consequently an increase in
employvee turmnover. Employees report a lack of support, recognition and motivation by
management., Employees describe their work as monotonous and say that opportunities for
development and involvement in decision-making are underprovided. These problems
emphasise the need for investigation of leader empowering behaviour, role clarity,

psychological empowerment, employee engagement and intention to leave.
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how to fulfil the expectations placed upon them. Therefore it is clear that leader empowering

behaviour has a strong relationship with role clarity and psychological empowerment.

High levels of meaning correlated with high levels of vigour, dedication and absorption.
‘Therefore, when employees expertence their work as meaningful they will concurrently
experience higher levels of energy in doing their work, be more enthusiastic in completing
work-related tasks, and demonstrate high levels of foecus in their work. High levels of impaet
are related to elevated levels of dedication, whieh indicates that when employees feel they
have control over their work environment they will reaet with increased eagerness in doing
their work. This is supported in the findings of Stander and Rothmann (in press) who found a

strong relationship between psychological empowerment and engagement.

When employees cxperience high levels of dedication they will be less likely to have
intentions of leaving, Employees who are enthusiastic about their work are more likely 10
have positive emotions about their work environment, and as a result will be less tikely to
think about leaving their organisation. Hence, the more engaged an employee is the less
likely he or she will be to have cognitions of leaving, this is substantiated in previous

research (Simpson, 2009).

The canonical analysis showed that leader empowering behaviour (Development.
Accountablity and Authority), Role Clarity and psychological empowerment (Competence,
Meaning, Impact and Sclf-determination) are strongly related to the three categories of work

engagement (Vigour, Dedication and Absorption) and Intention to Leave.

The results of the multiple regression analysis showed that vigour was predicted by
development, role clarity and meaning. Therefore when leaders provide employees with
frequent opportunities to develop their skills and ensure that expectations are clearly stated.
and when employees experience their work as meaningful, they will respond with positive
affective responses like physical strength, emotional energy and cognitive liveliness.
Rothmann and Jordaan (2006) found similar results in their research within a higher

education institution.

Dedication, according to the multiple regression analysis, was predicted by development, role

clarity, authority, competence, meaning and impact. This implies that when a leader is
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extremely important role in the retention of talent. The retention of talent 1s a vital element in
creating a positive organisation (Davenport & Harris, 2007; Ulrich et al., 2008). This research
is extremely beneficial in highlighting the importance of employee development and

empowerment in creating a positive organisation and, consequently, ensuring the retention of

talent.
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