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states that motivation is a combined task of the individual’s perception that effort will lead to
performance and of the desirability of outcomes that may result from the performance (Steers,
1983). Although there are several forms of this model, Vroom in 1964 developed the formal
model of work motivation drawing on the work of other researchers. Vroom’s expectancy theory
assumes that the “choices made by a person among alternative courses of action are lawfully
related to psychological events occurring contemporaneously with the behavior” (Vroom, 1964,
p. 15).
Maslow’s Need Hierarchy Theory

According to Maslow (1943), employees have five levels of needs: physiological, safety,
social, ego, and self-actualizing. Maslow argued that lower level needs had to be satisfied before
the next higher-level need would motivate employees. Maslow’s defining work was the

development of the hierarchy of needs.

Maslow’s Hierarchy of Needs

Self-fulfillment
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Figure 1 Maslow’s Hierarchy of Needs Model
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Maslow believed that there are at least five sets of goals which can be referred to as basic needs
and are physiological, safety, love, esteem, and self-actualization which can be seen in Figure 1.
Maslow (1943) stated that people, including employees at organizations, are motivated by the
desire to achieve or maintain the various conditions upon which these basic satisfactions rest and
by specific intellectual desires and that humans are a perpetually wanting group. Usually the
satisfaction of these wants is not mutually exclusive. The average person is most often partially
satisfied and partially unsatisfied in all their wants (Maslow, 1943). The implications of this
theory provide useful insights for managers and leaders into how to meet employees needs.

Maslow’s theory of the hierarchy of needs is one of the most highly recognized
motivation theories. Maslow developed his theory based on people reaching self-actualization
through completion of each of the five stages corresponding to human needs (Maslow, 1943).
Maslow’s hierarchy of needs theory assumes that all people behave in the same way. Maslow led
the way for further scholarly study in various fields including psychology (Jackson, et al., 2014).
In a study of salespeople conducted by Issa, Almad, and Gelaidan (2013), the results supported
Maslow’s theory of an employee’s need to meet physiological needs before seeking other needs
such as acceptance, love, and self-esteem.
Self-Determination Theory

Self-Determination Theory (SDT) is a theory of motivation developed by researchers
Edward L. Deci and Richard M. Ryan. Self-determination theory suggests that people are
motivated to grow and change by innate psychological needs. Miles (2012) states that when
people satisfy their basic needs, then they tend to have higher levels of performance, health, and
well-being. People are usually concerned with motivation and want to know how to motivate

themselves or others to behave or act. The hypothesis is that people have three basic
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psychological needs that are necessary to have optimal growth in performance which includes
competence, relatedness, and autonomy. Competence is the ability to use skills to do a job
efficiently and effectively. Relatedness is the connection between two or multiple subjects.
Autonomy is described as being free or independent of external factors.

Self-determination theory explains that there are two basic types of motivation: intrinsic
and extrinsic. Intrinsic motivation suggests that people engage in a certain activities or behaviors
because of internal factors and are more likely to sustain the behavior. Extrinsic motivation is
driven by external forces that motivate individuals with a reward. Once the opportunity of
reward is taken away the motivation is gone.

One weakness of the theory is that there are only three psychological needs. There
possibly needs to be more based on other theorist’s needs such as Maslow’s hierarchy 6f needs.
A strength of the theory is that it considers that there are different motivators for behavior and it
brings light to the fact that they do not affect individuals in the same way. According to Miles
(2012), the theory has been criticized for focusing on too much on the positive side of life rather
than incorporating the negatives. It has also been criticized for assuming that the theory can be
applied to everyone. The theory does not consider how people prioritize their needs and it
suggests that human behavior is independent of external factors. A manager will need to consider
the outcome of which type of motivator they use with their employees to keep them engaged

when facing challenging goals.
Seocial Exchange Theory

According to Cropanzano and Mitchell (2005) in the Social Exchange Theory (SET),

engagement stems from a series of interaction between two parties that depend on each other to
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achieve a goal. A basic concept of SET is that relationships evolve over time into trusting, loyal
and mutual commitments as long as the parties abide by certain rules of exchange. Most notably,
SET examines exchanges in the workplace that occur between employees and employers in the
organization. SET explains relationships in the organization between managers, employees,
customers, and suppliers (Musgrove, Ellinger, & Ellinger, 2014). The premise here is employees
repay their organizations by engaging. Employees will engage on different levels according to
the volume of resources they receive, which indicates a two-way transaction. As individuals
receive benefits that meet their needs or satisfaction, individuals feel obliged to reciprocate
through intangible actions (Alfes, Shantz, Truss, & Soane, 2013). Employees work harder, have
higher levels of commitment, increased motivation, and improved performance when they feel
that the employer cares about their welfare, values their feedback, and is supportive (Jacobsen &
Andersen, 2013; Slack, Corlett & Morris, 2015). The exchange of obligations and interactions go

further than the leader and follower but also from peer to peer.

Social exchanges are the foundation of productive relationships within the organization
(Casimir et al., 2014). Positive exchanges between members of an organization may support an
individual's employee engagement levels. Increased interactions result in higher levels of trust
the longer individuals remain in the reciprocal interdependent relationships (Musgrove et al.,
2014). The Social Exchange Theory does not distinguish or limit interactions only between
individuals but also includes groups and formal organizations (Jacobsen & Anderson, 2013;
Musgrove et al., 2014). The theory further explains it is difficult for employees to vary their
levels of performance when performance is used as the basis for payment and other
administrative decisions. Employees are more likely to exchange their engagement for resources

provided by the organization, which shows the variation of engagement between employees. In
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these contexts, this study seeks to understand the relationships or employee engagement factors

influenced by job satisfaction.

Studies of employee engagement use the Social Exchange Theory to highlight the
relationship between employees and employers. The two major interactions of SET are economic
and social. Financial transactions are more contractual with explicit terms and monetary rewards
(Agarwal, 2014; Casimir et al., 2014; Slack et al., 2015). Research suggests that a varied range of
positive behavioral work-related outcomes results from employee engagement (Alfes et al.,

2013; Musgrove et al., 2014). Becoming emotionally, cognitively, and physically bonded to the
organization is an outcome of employees engaged in their work. Workers with higher levels of
emotional intelligence may have frequent positive exchanges that may improve employee

engagement.

Frederick Herzberg's Two-Factor Theory

Herzberg (1964) identified two different categories of needs: hygiene factors and
motivators, which are independent and influence behavior in different ways. Motivators or
intrinsic factors, such as achieving goals, produce job satisfaction. Intrinsic factors that involve
feelings of achievement, professional growth and recognition not only have a positive effect on
job satisfaction, but they also increase an employee’s output capacity. Hygiene or extrinsic
factors, such as salary, can produce job dissatisfaction. People that are dissatisfied with their jobs
are more concerned about their work environment than satisfied individuals that tend to feel
comfortable with their jobs. Hygiene factor refers to organizational policies, supervision,
working conditions, money security or interpersonal relations. When hygiene factors are

satisfied, they will eliminate dissatisfaction, but they have no impact on achieving superior
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performance (Herzberg, 1964). On the other hand, enhancing the motivators will help an
employee grow and develop. Therefore, hygiene factors influence an employee’s willingness and
motivators affect an employee’s ability.

Psychological capital is a theory developed by Fred Luthans (2007) which can be defined
as: “An individual’s positive psychological state of development that is characterized by
having confidence (self-efficacy) to take on and put in the necessary effort to succeed at
challenging tasks; making a positive attribution (optimism) about succeeding now and in the
future; persevering toward goals, and when necessary, redirecting paths to goals (hope) in order
to succeed; and when beset by problems and adversity, sustaining and bouncing back and even
beyond resiliency to attain success” (Luthans, Youssef, & Avolio, 2007 p. 3). Each of these
components of psychological capital has a background in theory and research; can be measured;
can be developed over time and has a positive impact on performance (Luthans, 2002; Luthans &
Youssef, 2004). Higher levels of psychological capital are associated with higher levels of job
satisfaction, organizational commitment, and well-being at work.
Employee Engagement

There is a wide unanimity among scholars that the concept of employee engagement was
first introduced by Kahn (1990) in his article “Psychological Conditions of Personal Engagement
and Disengagement at Work™ published in a 1990 edition of the Academy of Management
Journal. Kahn conducted a study to understand the psychological conditions that lead to
employee’s engagement in the workplace. Data were collected by interviewing 32 employees, 16
summer camp counselors, and 16 financial professionals to explore how certain job variables,
such as manager satisfaction, role clarity, and availability of resources affected employee

engagement. Grounded theory was used to analyze data collected from the interviews and
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“articulate the complexity of influences on people’s personal engagements and disengagements
in particular moments of role performances” (p. 717). Kahn’s framework has been used widely
as a foundation for studies on employee engagement (Luthans & Peterson, 2002; Shuck, 2011).

Kahn (1990) described employee engagement as being “the harnessing of organization
members’ selves to their work roles; in engagement, people employ and express themselves
physically, cognitively, and emotionally during role performances” (p. 694). For psychological
engagement, there are two significant dimensions; emotional and cognitive engagement.
Emotional engagement means having good relations with superiors and peers and experiencing
empathy for others. Those who are cognitively engaged are aware of their mission and role in
their work environment. According to Kahn (1990), an employee can experience engagement on
any one of the dimensions at a point of time.

After Khan (1990) introduced the concept of employee engagement, there were no
significant research initiatives to study employee engagement until researchers decided to re-
introduce the concept of engagement. Of the numerous attempts to study employee engagement
through rigorous testing, some other approaches emerged: Maslach and Leiter’s (1997) job
engagement and Schaufeli’s work engagement (2002). Schaufeli et al. (2002) propésed a new
definition of work engagement: “a positive, fulfilling, work-related state of mind that is
characterized by vigor, dedication, and absorption” (p. 74). Vigor is characterized by high levels
of energy and resilience. Dedication is characterized by an employee being highly involved in
their work. Absorption is described as having high levels of concentration.

In their best-selling book First, break all the rules, Buckingham and Coffman (1999)
summarized survey results that Gallup had obtained since 1988 on “strong work places” of over

100,000 employees. Employees’ perceptions of such workplaces were assessed with a
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“measuring stick” consisting of 12 questions. The research study (Buckingham and Coffman,
1999) revealed some of the critical factors which determine the employee engagement are: the
employee empowerment, image, equal opportunities and fair treatment, performance appraisal,
pay and benefits, health and safety, job satisfaction, communication, family friendliness, co-
operation, career development, leadership, clarity of company values, respectful treatment of
employees and company’s standards of ethical behavior. The term engagement is only
occasionally used in the book by Buckingham and Coffman (1999) that was basically about
leadership.

Although employee engagement and work engagement are used interchangeably, this
study prefers to use employee engagement because it is inclusive of the relationship between the
employee and the organization. Work engagement refers to the relationship of the employee with
his or her work, while employee engagement includes the relationship with the organization.
Employee engagement is related to an employee’s satisfaction and commitment to their work
and the influences on an employee’s willingness to work (The Corporate Leadership Council,
2004; Blessing White; and Smythe, 2005 cited in IJCRM, 2013, p.8). In Bates (2004) study on
employee engagement, engagement is defined as a human desire to contribute something of
value in the workplace, which is heightened by the emotional attachment to one’s work,
organization, manager, or co-workers.

According to Maslach et al. (2001), engagement is characterized by energy, involvement,
and efficacy, and is the direct opposite of the three burnout dimensions of exhaustion, cynicism,
and inefficacy. Additionally, Macey, Schneider, Barbera, and Young (2009), defined
engagement as “an individual’s purpose and focused energy, evident to others in the display of

personal initiative, adaptability, effort, and persistence directed towards organizational goals™ (p.
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7). Employee engagement also refers to the extent to which individuals invest themselves fully in
the performance of their work (Christian et al., 2011). Thaliath & Thomas (2012) described
employee engagement as “a heightened connection between employees and their work, their
organization, or the people they work for or with” (p. 1). Harter, Schmidt, and Hayes (2002)
define employee engagement as “an individual’s involvement and satisfaction with as well as
enthusiasm for work. Within the literature, employee engagement is also referred to as work
engagement or workplace engagement (Shuck, 2011).

An implication of employee engagement is that there should be a two-way relationship
between employees and their work environment. To drive engagement, employers will need to
provide the right environment. However, it is not only important for the organization to create
conditions for organizational performance regarding productivity and profitability. The
conditions must also contribute to employees’ overall sense of well-being (Schmidt, 2004).
Difference Between Motivation and Engagement

Motivation is different from engagement. An employee can be engaged in something but
not absorbed in it because they are feeling a sense of having to do something rather than wanting
to. Motivation is the reason we act; engagement is what we do. Employee motivation is about an
employee getting something in return for their efforts. Employees are motivated by the
possibility of getting a cash reward, PTO, or recognition. They can even be motivated to take on
more responsibilities to get a promotion. Employee engagement is a completely different
attitude. It measures two basic things: an employee’s connection to their work and their effort.

An engaged employee is going to work toward moving the business to the next level and
achieving organizational goals rather than just personal goals. Employee motivation is the level

of energy and enthusiasm an employee brings to his/her workplace. The motivation factors can



SSA Employee Engagement and Job Satisfaction 21

be intrinsic or extrinsic and vary from one person to the other (Herzberg, 1963). Unfortunately,
there is no exact science of employee engagement or employee motivation. It is widely
concluded that engagement involves the extent to which employees are emotionally attached or
passionate about their work and their loyalty to the organization.

When we think about encouraging motivation in employees, we often hit upon
engagement as a solution. Engagement and motivation are different things; an engaged employee
is not necessarily a motivated employee. That is not to say that motivation and engagement are
not related: an individual’s motivation influences how easily they can be engaged. For example,
intrinsically motivated employees are more easily engaged because of the connection they have
to their work. Extrinsically motivated individuals may be more easily engaged if the motivator
aligns with their own goals.

Job Satisfaction

Job satisfaction is defined as the extent to which employees like their work. Locke (1976)
defines job satisfaction as a positive emotional state resulting from the appraisal the job or job
experiences. Based on perceptions, an employee develops a positive or negative attitude towards
their job and environment (Ellickson & Logsdon, 2002). The more a person’s work environment
fulfills his or her needs, values or personal characteristics, the greater the degree of job
satisfaction. Job satisfaction is one of the most studied variables of organizational research
because researchers often theorize that there is a connection between job satisfaction and job
performance, an idea that is important to employers (McCue and Gianakis, 1997).

Factors Influencing Job Satisfaction
According to the 2012 Employee Job Satisfaction Survey results published by SHRM,

the factors that has the most influence are shown below.
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Exhibit 1: Factors of Job satisfaction (Source:
2012 Job satisfaction survey by SHRM)

Rank | Factor

1 | Job security (63%)

Opportunities to use skills and
abilities (62%)

3 | Organisation’s financial stability (55%)

2

Relationship with immediate superior
(55%)

4 | Compensation/pay (54%)
Communication between employees

(9]

and senior management (53%)
Benefits (53%)

The work 1itself (53%)

Autonomy and independence (52%)

~N (D[]

Management’s recognition of
employee job performance (49%)
Feeling safe in the work environment
(48%)

9 | Overall corporate culture (46%)

oo

Flexibility to balance life and work
issue (38%)
10 | Relationship with co-workers (38%)

10

To further explain the association of job satisfaction with employee engagement, the results of
the 2012 Employee Job satisfaction and Engagement published by SHRM showing the

conditions for employee engagement is listed in the table below.
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Exhibit 2: Satisfaction with conditions of
employee engagement (Source: 2012 Employee

job satisfaction and engagement by SHRM)

Rank

Satisfaction with conditions of
engagement

Relationship with coworkers (76%)

The work itself (76%)

Opportunities to use skills and
abilities (74%)

Relationship with immediate superior
(73%)

Contribution of work to organisation’s
business goals (71%)

Meaningfulness of job (69%)

Autonomy and independence (69%)

Variety of work (68%)

Organisation’s financial stability (63%)

Overall corporate culture (60%)

WW(eo| Q|||

Management recognition of employee
job performance (57%)

10

Job specific training (55%)

11

Organisation’s commitment to
professional development (54%)

11

Communication between employees
and senior management (54%)

12

Organisation’s commitment to CSR (49%)

12

Networking (49%)

13

Career development opportunities (48%)

14

Career advancement opportunities (42%)

Job satisfaction or job dissatisfaction is an attitude that describes the level of an

23

employee’s satisfaction to perfect their work (Griffin & Pustay, 2007). Job satisfaction refers to

“the positive or negative evaluative judgment about one’s job or job situation” (Motowidlo,
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1996). Advocates of engagement claim that, although both job satisfaction and employee
engagement are concerned about the employee-job relationship, these two constructs have
differences. Maslach et al. (2001) stated that “job satisfaction is the extent to which work is a
source of need fulfillment and contentment, or a means offering employees from hassles or dis-
satisfiers; it does not encompass the person’s relationship with the work itself” (p. 416). Macey
and Schneider (2009) pointed out that engagement implies passion, enthusiasm, and activation
while satisfaction might have a sense of fulfillment. Also, job satisfaction is described as “an
evaluative description of job conditions or characteristics, whereas work engagement is a
description of an individual’s experiences resulting from the work” (Christian, 2011, p. 97).
Another study by Castillo & Cano (2004) on the job satisfaction level among faculty members of
colleges showed that if proper attention is given towards interpersonal relationships, recognition,
and supervision, the level of job satisfaction will rise.

Chandrasekar (2011) argued that an organization need to pay attention to create a work
environment that enhances the ability of employees to become more productive to increase
profits for the organization. He also argued that human to human interactions and relations are
playing a more dominant role in the overall job satisfaction rather than money whereas
management skills, time and energy, all are needed for improving the overall performance of the
organization in the current era.

Job satisfaction is how the worker feels about the job, co-worker, the work itself, and the
work environment. It is further viewed as an important dimension of the motiirational process
reflecting the degree to which the individual perceives his needs and wants are being met.
Churchill et al, (1974) and Smith et al, (1969) modeled the definition of job satisfaction as the

work-related affection states covering five aspects: the supervisors, the jobs, the work



