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This study aims is to test the model of antecedents and consequences of employee
engagement and identify relationships among variables based on social theory. A
questionnaire survey was completed by 611 employees from bottom to top management
of four hotels under one management group in Malaysia. The survey included measures
of employee engagement, antecedents and consequences of employee engagement. The
Multiple Linear Regression and Simple Linear Regression approach was employed to
analyze and test the hypotheses.  Results indicate that working life, management leadership
communication and attitudes to work positively influence employee engagement and
employee advocacy to the hotel. Attitudes to work and management leadership and
communication have a positive relationship with job satisfaction. Employee engagement
predicts job satisfaction and advocacy.

Keywords: Employee engagement, job satisfaction, advocacy, working life, management
leadership and communication, attitudes to work.

Intr oduction

There is increasing debate on employee engagement in academic and business industries, especially
the service-oriented industry. Many studies hold that employee engagement has a great impact
on employee outcomes, business outcomes and success, and staff work performance and
productivity (Bates 2004; Baumruk 2004; Harter et al. 2002; Richman 2006). According to some
study reports, almost 50% of US employees are not 100% engaged in their work and it would
cost much for this disengagement such as costs of customer service quality, organizational
performance, work productivity, and business success (Bates 2004; Johnson 2004; Kowalski
2003). The purpose of the study is to test the model of antecedents and consequences of employee
engagement and identify relationships among variables based on social theory so as  to provide
industries and researchers applicable implications for future study and action.
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Literatur e Review

Engagement

Employee engagement has been defined by researchers and social scientists as commitment and
attachment of emotionally blending and loving the organization and serving their company with
their strong knowledge (Baumruk 2004; Robinson et al. 2004; Shaw 2005; Richman 2006; Bux
and Tay 2010). Kahn (1990, p.694), defines employee engagement as “people employ and express
themselves physically, cognitively, and emotionally during role performances.”

Links among antecedents and employee engagement:

According to Maslach et al. (2001), working life does influence employee engagement, such as
working hours, working life balance support from management, and social activities with
colleagues etc. Cropanzano and Mictchell (2005) found that employee’s emotional feelings are
linked to their engagement at work and their contributions to their organization. Truss et al.
(2006) state that working life of employees is the one of the best tools to test and know whether
they are happy and engaged in the work.

According to Saks (2006), support, recognition and fair treatment from supervisors and
management are the main direct and indirect factors to employee engagement. Rosas-Gaddi (2011)
held that employee engagement involves management involvement, empowerment to employee
and trust between employees and management (employers). Kahn (1992) held that the training
program and job advance plans for the employee are fairly important as other factors to impact
employee engagement.

Job satisfaction and links among antecedents

Smith et al. (1969, p. 6) define job satisfaction as  the feeling of an employee about his/her job.
Job satisfaction also can be defined as a feeling of happiness or unhappiness  experienced by
employees working in an organization (Davis, 1981). This definition of job satisfaction is further
explained as the difference in job expectation and job perception by researchers and scholars of
an employee (Kemelgor 1982; Locke 1976).

Impact of working life on job satisfaction:

Legal Path (2011) defined working life balance as satisfaction in the balance between job and
personal life. Employees with much experience in working life would feel its impacts on their
own life. It has been found that working life impacts strongly on employees’ personal life, job
and social activities etc. According to Ghiselli et al. (2000), an unbalanced work life creates
conflicts and problems and  makes employees leave the hospitality industry. Their study also
shows that there are no significant differences regarding work life balance and job satisfaction of
demographic characteristics (Ikram and Anwar 2009).

However, they also found that employees with long working hours are less satisfied with
work life balance compared to employees with less working hours (Ikram  and Anwar 2009).
Besides long working hours, excessive work pressure and harassment etc. are other factors that
have a negative impact on working life (Ikram  and Anwar 2009). Harassment frustration brings
unhappy and negative feelings and attitudes to work, and causes negative work relationships
with colleagues, and a negative working atmosphere, inefficient team work, low productivity,
low job satisfaction, low customer service quality and finally a loss of  motivation and passion to
work harder and smarter to contribute to the organization  (UNISON, 2008).



TEAM Journal of Hospitality and Tourism, Vol. 8, Issue 1, December 2011

32

Impact of management leadership and communication on job satisfaction:

According to Gerhardt (2004), there are some crucial factors to keep employees and improve job
satisfaction. He  further explained that effective employee orientation and on the job training,
communication among colleagues and management, good relationship between employees and
management,  acknowledged leadership and knowing the needs and wants of employees are the
main factors that  affect employee job satisfaction.

Mobley et al. (1976) state that job related aspects and management are importantly associated
with employee job satisfaction. Supporting employees out of difficulties and failures is a big
advantage to boost employees’ work motivation to work beeter  in the organization (Jabulani
2001). Likewise, it is a good management strategy to retain employees and build business success
by improving their job satisfaction.

Impact of employee engagement on job satisfaction:

The findings of Saks (2006) present that job satisfaction is one of the most significant effects of
employee engagement, which causes and brings serials costs and negative effects on organization
and the employees. From Saks’s research and results of hypotheses testing (2006), employee
engagement is the one of the main drivers of employee job satisfaction.

Harter et al. (2002) employed a meta-analysis method to investigate the main relationships
between employee satisfaction, engagement, and the business outcomes of customer satisfaction,
productivity, profit, and employee turnover (re-cited from Henryhand 2009).

Advocacy

Hepworth and Larsen (1986, p.71) define advocacy as “the process of working with and/or on
behalf of clients to obtain services or resources for clients that would not otherwise be provided”
(cited from Advocacy Tripod, 2011). In relation to the concept of employee advocacy to the hotel
and employer, it is obviously known that employees will stand by their hotel and on the side of
their employer and always be loyal to them.

Links among antecedents and employee engagement on advocacy

Employees with high work engagement tend to protect the reputation and increase the public
perception of their organization with positive attitudes. They act as advocates to their organization;
they even promote and recommend their organization to outsiders as a good place to work and do
business with (CIPD, 2006).

When employer and organization play an  equal role and stand by side with employees to
understand, communicate and care for them, there is no doubt that employees naturally would
come closer to them and function as an advocate to the company and employer. Employees with
high work engagement tend to protect the reputation and increase the public perception of their
organization with positive attitudes.

Employees with negative attitudes to their work and organization tend to be disengaged at
their work and are not advocates of their organization (Nowack, 2011). CIPD (2006) and Truss et
al. (2006) state that advocacy is the direct outcome of employee engagement. When employees
are positively engaged in their work, they prefer to be an advocate to their work, management
and organization. Otherwise, they may have negative thinking and also have negative word of
mouth on their job and company.
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Methodology

Theoretical framework
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H4a

H3b
H4b

H1c
H2c

H3c

H3a

Sources: Adapted from CIPD-Chartered Institute of Personnel and Development (2006) and Truss et al. (2006)

The aim of the  research is  to identify relationships among several variables. Overall, four
hypotheses are defined as follows:

H1

H1a: Working life positively influences employee engagement.
H1b: Working life positively influences job satisfaction
H1c: Working life positively influences employee advocacy to the hotel

H2

H2a: Management leadership and communication positively influence employee engagement
H2b: Management leadership and communication positively influence job satisfaction
H2c: Management leadership and communication positively influence employee advocacy to the

hotel

H3

H3a: Attitudes to work positively affect employee engagement
H3b: Attitudes to work positively affect job satisfaction
H3c: Attitudes to work positively affect employee advocacy to the hotel

Hypotheses:
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H4

H4a: Employee engagement positively affects job satisfaction
H4b: Employee engagement positively affects employee advocacy to the hotel

Methods

The questionnaire comprised 63 variables with a 7-point Likert scale system and 6 demographic
questions. A total of 611 employees from top to bottom level participated in the questionnaire
survey which was carried out in 2011. It  had  a 95% response rate from four hotels under one
hotel management group. A judgmental sampling method was used which is a form of non-
probability sampling. As only on-shift employees were able to fill out the survey, only 580
questionnaires were found useable after checking.

In this study, the statistic package of social sciences software was employed to analyze the
data. The quantitative data was tested by reliability analysis to confirm the reliability and validity
of the research constructs. Later, a multiple linear regression (MLR) and Simple Linear
Regression(SLR) methods was employed to test the hypotheses of this research study.

Interpretation of exploratory factor analysis Table 3.1:

Table 1 indicates the fit of 6-factor model to the data on the basis of a number of statistical
analyses. All the factors are found to be reliable and consistent in the study. The majority of
factor loadings are above 0.8. The overall Alpha Coefficient is 0.8 which is significant. The
Cronbach’s Alpha of management leadership communication (MLC), attitudes to work and job
satisfaction and working life are respectively all over the value of 0.8 which is much higher than
other variables. The independent variable MLC reaches Cronbach’s Alpha value of 0.953 which
is the most reliable variable compared to others. The overall KMO value of factor analysis is
0.940 which is greater than 0.7. The  Bartlett’s Test of Sphericity value is 0.0001 which is less
than 0.05. It indicates that the factor analysis is significant. Overall, these results provide support
for the dimensionality and reliability of the scale (Anderson and Gerbing 1988)

Results

Describing sample

Interpretation of demographic breakdown:

The overall sample size is 580 as shown in Table 2. The  majority of the respondents were males
(61.9%) with the females  being 38.1%. The results on respondent’s age is scattered with  23.8%
of respondents  being between 36 to 44 years while  22.9% respondents were between 29 to 35
years. Only 3.15% respondents were between 17 to 20 years.  Furthermore, the majority of
respondents (61.2%) had secondary education while  24.3% respondents   had an educational
background of  2-year College/Vocational school. The majority of participants (51.6%) were
frontline with  18.3%  being supervisors. Only 3.4% of participants were from the senior
management. The result on work duration is scattered as well with  26% respondents having
worked for 10 years or more with 20.7%  having a work experience of 3 to 5 years. Almost all the
participants (99.8%) were from Malaysia. Only 0.2% was from India.
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Variables and Items Eigenvalues Factor % of Cum. % Cronbach’s
Loadings Variance Alpha

Management,Leadership 11.72 36.64 36.63 0.953

Communication
MLC7 0.806

MLC5 0.789

MLC4 0.785
MLC9 0.783

MLC6 0.773

MLC3 0.764
MLC2 0.763

MLC10 0.756

MLC11 0.747
MLC8 0.745

MLC12 0.739

MLC1 0.674
MLC14 0.669

MLC18 0.662

MLC13 0.662
MLC17 0.654

Job Satisfaction 3.52 10.99 47.62 0.842

JS11 0.827
JS10 0.804

JS13 0.742

JS12 0.717
JS15 0.674

JS9 0.627

Advocacy 1.15 3.58 58.08 0.642
Adv2 0.696

Adv1 0.691

Attitudes to Work 2.20 6.88 54.50 0.857
ATW4 0.805

ATW3 0.801

ATW6 0.750
ATW7 0.700

Working Life 1.09 3.40 61.48 0.846

WL1 0.803
WL2 0.769

Employee Engagement 1.00 3.13 64.60 0.550

E4 0.797
E3 0.754

Notes: KMO (Kaiser-Meyer-Olkin Test of Sampling Adequacy) →→→→→ 0.940
Bartlett’s Test of Sphericity →→→→→ 11126.203 p<0.0001
Overall Alpha Coefficient = 0.8

Table 1: Explorator y Factor and Reliability Analysis Results
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Hypotheses testing

In the current study, three groups of hypotheses (Hla,Hlb, Hlc,H2b,H2c and Hra, H3b, H3c) were
tested by Multiple Linear Regression (MLR)  and one group of hypotheses (H4a, H4b)  was
tested with  Simple Linear Regression(SLR)  analysis.

Hypotheses testing of three independent variables on employee engagement:

Results of regression analysis

Based on the results of Table 3, the overall MLR model with three predictors has worked well in
explaining the variation in employee engagement (F statistic is 29.976 and p value is 0.0001,
which is less than 0.05). It can be said that there is a significant positive relationship between the
three variables and employee engagement as indicated by the T-values of variables.

The estimated regression equation (Equation 1)
Employee engagement = 1.675+ 0.267 Working life +0.917 MLC + 0.114 Attitudes to work

According to beta values, it is suggested that working life and management leadership and
communication should place more attention on  enhancing employee engagement. According to
the above analysis results, H1a, H2a, H3a prove that the three independent variables, working
life, attitudes to work and MLC, positively influence employee engagement.

Demographic variable F Percent (%)

Gender Male 359 61.9
Female 221 38.1

Age 17 to 20 years 18 3.1
21 to 24 years 91 15.7
25 to 28 years 103 17.8
29 to 35 years 133 22.9
36 to 44 years 138 23.8
Above 45  years 97 16.7

Educational Level Primary Education 31 5.3
Secondary Education 355 61.2
2-year College/Vocational School 141 24.3
Undergraduate 40 6.9
Master Program 11 1.9
Doctorate/PHD 2 0.3

Current Position Frontline 299 51.6
Supervisor 106 18.3
Lower Management 59 10.2
Middle Management 63 10.9
Senior Management 20 3.4
Others 33 5.7

Work Duration Less than one year 95 16.4
1-2 years 105 18.1
3-5 years 120 20.7
6-10 years 109 18.8
10 years or more 151 26.0

Nationality Malaysia 579 99.8
India 1 0.2

Table 2: Demographic Breakdown of the Sample (N=580)
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Hypotheses Testing of Three Independent Variables on Job Satisfaction:

Results of Regression Analysis

Based on the results of Table 4 and F-statistics and T-values, it can be stated that there is a
significant relationship between the three variables and job satisfaction. However, the beta of
working life variable is -0.246,  indicating that working life does not positively influence job
satisfaction.

The estimated regression equation (Equation 2)
Job Satisfaction = 2.410- 0.246 Working life +0.213 MLC + 0.391 Attitudes to work

According to above analysis results, H2b and H3b prove that the  two independent variables,
attitudes to work and MLC, positively influence job satisfaction. However, H1b was rejected and
the result indicates that working life does not positively influence job satisfaction.

Hypotheses Testing of Three Independent Variables on Advocacy:

Results of Regression Analysis

Based on the results of Table 5 and F-statistics and T-values, it can be said that there is a significant
relationship between the three variables and employee advocacy to the hotel.

The estimated regression equation (Equation 3)
Advocacy = 0.679 + 0.145 Working life + 0.341 MLC + 0.347 Attitudes to work

Multiple R= 0.467 R2= 0.219 Adjusted R2= 0.231
Standard Error= 1.062 F= 29.976 p<0.01
Dependent Variable: Employee Engagement (ENG)
Independent Variables: Working Life (WL)

Management Leadership Communication (MLC)
Attitudes to Work (ATW)

Independent Variables Beta             T-value
Significance
WL 0.192 4.041 0.000
MLC 0.161 3.291 0.001
ATW 0.094 2.101 0.036

Notes: a Standardized Coefficient b p<0.05

Multicollinearity S tatistics:
Dimensions    Condition Variance Proportion

Index         Constant MLC ATW WL
1 1.000 0.00 0.00 0.00 0.00
2 15.042 0.01 0.73 0.08 0.21
3 16.361 0.41 0.18 0.01 0.39
4 18.969 0.53 0.26 0.14 0.68

Notes:  There is no evidence of multicollinearity problem, since each condition is below 30 and at least two variance
proportions are less than 0.50, except for a variable (Tabachnick and Fidell 1996).

Table 3: Multiple Regression Analysis Results 1
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Multiple R= 0.458 R2= 0.210 Adjusted R2= 0.211
Standard Error= 1.189 F= 24.737 p<0.01
Dependent Variable: Job Satisfaction (JS)
Independent Variables: Working Life (WL)

Management Leadership Communication (MLC)
Attitudes to Work (ATW)

Independent Variables Beta             T-value
Significance
WL -0.16 -3.326 0.001
MLC 0.293 3.231 0.001
ATW 0.160 6.646 0.000

Notes: a Standardized Coefficient b p<0.05

Multicollinearity S tatistics:
Dimensions Condition   Variance Proportion

Index Constant MLC ATW WL
1 1.000   0.00 0.00 0.00 0.00
2 15.042   0.20 0.60 0.27 0.05
3 16.361     0.26 0.13 0.59 0.28
4 18.969   0.53 0.26 0.14 0.68

Notes: There is no evidence of multicollinearity problem, since each condition is below 30 and two variance proportions
are less than 0.50, except for a variable (Tabachnick and Fidell 1996)

Table 4: Multiple Regression Analysis Results 2

Multiple R= 0.534 R2= 0.285 Adjusted R2= 0.282
Standard Error= 1.003 F= 76.617  p<0.01
Dependent Variable: Advocacy (Adv)
Independent Variables: Working Life (WL)

Management Leadership Communication (MLC)
Attitudes to Work (ATW)

Independent Variables Beta             T-value
Significance
WL 0.100 2.325 0.020
MLC 0.273 6.137 0.000
ATW 0.277 6.796 0.000

Notes:a Standardized Coefficient b p<0.05

Multicollinearity S tatistics:
Dimensions    Condition   Variance Proportion

Index            Constant MLC ATW WL
1 1.000             0.00 0.00 0.00 0.00
2 15.042            0.20 0.60 0.27 0.05
3 16.361            0.26 0.13 0.59 0.28
4 18.969   0.53 0.26 0.14 0.68

Notes:   There is no evidence of multicollinearity problem, since each condition is below 30 and two variance
proportions are less than 0.50, except for a variable (Tabachnick and Fidell 1996)

Table 5:  Multiple Regression Analysis Results 3
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According to above analysis results and beta values, H1c, H2c, H3c have been accepted and
prove that three independent variables, working life, attitudes to work and MLC, positively
influence employee advocacy to the hotel.

Hypothesis Testing of Employee Engagement on Job Satisfaction:

Results of Regression Analysis

Based on the results of Table 6 and F statistics and T values, it can be said that there is a significant
relationship between employee engagement and job satisfaction.

The beta statistic of employee engagement variable is 0.156, and T-value (3.792) is greater
than 2, indicating that employee engagement has a significant positive relationship with job
satisfaction. It also reveals that when there is an increase in employee engagement, there is an
increase in  job satisfaction.

The estimated regression equation (Equation 4)
Job Satisfaction = 2.737 + 0.172 Employee Engagement

According to above analysis results and beta values, H4a has been accepted, showing that
employee engagement positively influences job satisfaction.

Hypothesis Testing of Employee Engagement on Advocacy:

Results of Regression Analysis

Based on the results of Table 7 and F statistics and T values, it can be said that there is a significant
relationship between employee engagement and employee advocacy to the hotel.

Tables 7 also shows that the coefficient of correlation (R) is 0.265. It represents a positive
relationship between employee engagement and advocacy. This positive relationship indicates
that whenever there is an increase in employee engagement, there will be an increase in advocacy.
It also shows that 7.0 %  of the variance in advocacy is explained by employee engagement.

Multiple R= 0.156 R2= 0.024 Adjusted R2= 0.023
Standard Error= 1.246 F= 14.382 p<0.01
Dependent Variable: Job Satisfaction (JS)
Independent Variables: Employee Engagement (ENG)

Independent Variables Beta T-value
Significance
ENG 0.156 3.792         0.000

Notes:a Standardized Coefficient b p<0.05

Multicollinearity S tatistics:
Dimensions    Condition   Variance Proportion

Index Constant ENG
1 1.000 0.01  0.01
2 8.364 0.99  0.99

Notes: There is no evidence of multicollinearity problem, since each condition is below 30 and one variance proportion
is more than 0.50 (Tabachnick and Fidell 1996)

Table 6: Multiple Regression Analysis Results 4
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The estimated regression equation (Equation 5)
Job Satisfaction = 3.865 + 0.275 Employee Engagement

According to the above analysis and beta values, H4b has been proved and accepted that
employee engagement positively affects job satisfaction.

Implications and Recommendations

Theoretical implications

The study results should serve as a good empirical reference for future research on employee
engagement. The results of this research case study suggest that employee engagement is a
meaningful and significant construct that is suitable  for future research. There are some areas to
consider. One area would be to investigate remuneration which might be the factor with potential
to influence employee engagement. Even though Forczak (2011) holds that pay is not one of top
10 and main factor impact on employee engagement, it does not mean pay is not as a factor to
affect employee engagement. Future research might involve the remuneration factor.

According to Saks (2006), many consequences of employee engagement can be drawn. Any
future study should attempt to flush out the consequences of employee engagement. The second
area would be to investigate organizational commitment. Employees working with higher
engagement tend to increase their organizational commitment (Saks,2006).

The third area would be to investigate organizational citizenship behaviour as one of the
consequences of employee engagement. Employee engagement affects organizational citizenship
behaviour (OCB), which directly influences organizational effectiveness (Saks 2006). The fourth
area would be to investigate employee engagement as a mediating factor of the antecedents and
consequences of employee engagement. There is some evidence to show that employee engagement
mediates the antecedences and consequences of employee engagement and explains the
relationship among them (Kahn 1990; 1992; Saks 2006).

Industrial implications

Three antecedent variables of working life, management leadership communication and attitudes
to work,  have been proven to positively influence employee engagement, job satisfaction and

Multiple R= 0.265 R2= 0.070 Adjusted R2= 0.069
Standard Error= 1.142 F= 43.666 p<0.01
Dependent Variable: Advocacy (Adv)
Independent Variables: Employee Engagement (ENG)

Independent Variables Beta T-value
Significance
ENG 0.265 6.608 0.000

Notes:a Standardized Coefficient b p<0.05

Multicollinearity S tatistics:
Dimensions    Condition           Variance Proportion

Index Constant ENG
1 1.000 0.01 0.01
2 8.364 0.99 0.99

Notes: There is no evidence of multicollinearity problem, since each condition is below 30 and one variance
proportion is more than 0.50 (Tabachnick and Fidell 1996)

Table 7: Multiple Regression Analysis Results 5
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advocacy. In the context of the study, it shows that a greater achievement in working life balance
and support for working life balance  provided by the hotel associated with the antecedent variable
of working life creates greater employee engagement and advocacy.

The context of the study also shows that many aspects associated with management leadership
and communication variables (MLC) create greater employee engagement. Here the aspects are
listed one by one  so that industry can  better understand the antecedent aspects of employee
engagement. According to the construct of MLC, discussion of employee’s training and
development needs is one of the aspects management should discuss with employees.  Discussion
on their training program and job advancement makes them feel they are cared for because concern
is expressed  by the hotel and that it is good  to work here (Kahn 1992).

At the same time, management should provide feedback on how the employee is performing,
so that the employee knows the organization is concerned about him/her and expects him/her to
grow. The sense of feeling of the importance of his/her work by management is one of the important
aspects of MLC. It makes the employee  feel that their value lies in serving the hotel here and
they also feel needed by the hotel.

Furthermore, recognition of good work performance is a very good way to boost their
confidence and attachment towards working with the hotel (Saks, 2006). Praising employees
when they perform well motivates them to work better. Management should also involve and
consult employees on matters of importance. It makes them feel their opinions and suggestions
are important for the hotel and management  is listening to them.

Moreover, management should provide support and help resolve work problems of employees.
(Saks 2006).  Management should be committed to the hotel and help it reach business goals and
have a clear vision of where the hotel is heading(Rosas-Gaddi 2011). This would set a good
example to  employees  and is likely to influence employees’ views and attitudes  towards serving
the hotel even better.

Management should at all times communicate with staff by  posting good management results
so as to instill employee confidence  in the management (Corrigan et al. 2002). Employees should
be fully informed  of what is  going on in the hotel, so that they clearly understand the business
(Smith, 2006). It is this constant communication that makes employees feel that they are fairly
treated like a family member and  they will feel the need to help if problems occur in the hotel.
When management applies all the strategies mentioned above, employee engagement, job
satisfaction and employee advocacy to the hotel would increase greatly allowing the hotel to
reach organizational business goals more effectively.

Study Limitations

The findings of the study should be considered in the light of the following limitation. It would
have been desirable to conduct a  set of interviews to give more conclusive meaning combined
with empirical data analysis to some of the results and to reduce any bias in the response of
respondents.

Non-probability sampling was employed to survey employees. But, probability sampling
would have given more objective results. Probability sampling was not adopted in this study
because of the big sample size; it was not possible for the author to go to each employee. Thus the
employees on the work shift were requested to complete the survey. During the data analysis,
stepwise MLR and SLR analysis was employed. However, the better choice would have been
structural equation modeling (SEM).

The case study research was limited to one organization – a case study.  Therefore, the
findings of antecedents and consequences and the relationship among them that existed in this
hotel group  cannot be extrapolated to other hotels. To improve generalizability to the hotel
industry, the research could have studied other hotels as well.
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