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Abstract. Managers and HR professionals are always concerned with the engagement of em-
ployees at workplace. Using attitude theory this study aims to examine the connection be-
tween employee engagement with job fit, psychological climate, leadership style and affective
commitment. A sample of 284 employees out of 365 participants was chosen from two pharma-
ceutical companies based in Karachi. SPSS was used to analyze the data and different statistical
tool were applied. The results of the study showed that the independent variables, i.e. job fit,
psychological climate, leadership style and affective commitment have a significant and pos-
itive influence on employee engagement. All the hypotheses were failed to reject. This study
can help HR professionals in designing the strategy for retention and engagement. The results
which are presented in this study can help organizations to identify the potential reasons for
engagement which leads to high productivity and profitability.

Key words: Job fit, affective commitment, psychological climate, employee engagement, lead-
ership style.

1 Introduction

Employee engagement is a vital and crucial factor to increase productivity and profitability.
These days it has got considerable importance by the organization to lower the turnover rate
(Lockwood, 2007); though, it has been discussed by the some researchers but there is still very
shortage on the study of engagement, i.e. the drivers of engagement (Macey and Schneider,
2008). Actually, it is the obligation of HR practitioners to search the factors related to engagement
which can be included in the strategy for retention and strategic planning. These days Employee
engagement has become an issue at the CEO level (Saks and Gruman, 2011).

The research conducted by the Buckingham (1999) and Cartwright and Holmes (2006) showed
that only 30% employees are engaged and the rest are not engaged and disengaged. The en-
gaged employees were found to be more associated with the organization at cognitive and phys-
ical level (Crabtree, 2004). These employees usually didnt get absent from the work (Wagner and
Harter, 2007) as compared to their colleagues, thus these employees save the profitability of the
organization up to 86.5 million every year in terms of productivity (Gebauer et al., 2008; Sun-
daray, 2011). Additionally, involved operatives have been revealed as an important factor for
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less accidents when employees are performing work (Wagner and Harter, 2007). This study
also highlights that the people who are physically, cognitively and affectionally engaged at the
workplace brings more clients and provides customer satisfaction and also shares positive feel-
ings and emotions with their colleagues. Earlier researches show that there is a gap on how to
create employee engagement and its antecedents variable. This gap has guided this research to
work in this area.

1.1 Objectives

Employee engagement is a vital and crucial factor to increase productivity and profitability.
Additionally, employee engagement has been revealed as an important factor for less accidents
when employees are performing work (Wagner and Harter, 2007). This discussion leads to
formulate the following objectives on the research questions.

1. To determine influence of job fit on employee engagement

2. To determine influence of affective commitment on employee engagement

3. To determine influence of Leadership Style on employee engagement

4. To determine influence of Psychological climate on employee engagement

1.2 Gaps and Contribution

One of the elementary problems with these studies is the subject and the context. The pre-
vious researches were conducted in different countries, therefore generalizing their results is
difficult. This research study was focused on the antecedents of employee engagement in the
two pharmaceutical organizations located in Karachi only. Therefore the results cannot be gen-
eralized to whole of the country. The factors related to respondents social environment and
backgrounds are not considered for this study.

2 Literature Review

Macey and Schneider (2008) investigated four specific variables, which include the classifi-
cation of fit measure, its means of calculation, dimensions and its use as a benchmark for estab-
lished measure of personorganization fit. The strongest relationship were found between fit and
job criteria, which is subjective in nature. The study also indicated that value congruency and
personality negatively affects employee work engagement. Recent study by Gallup indicated
that Singaporean employers lose $30 billion dollars and USA economy 3 trillion dollars every
year. The study also highlighted that only less than 20% employees are engaged and the rest
are not engaged and disengaged. The engaged employees out perform disengaged employees
to 3:1, which means they are three times more profitable to disengaged ones. The cost of high
disengagement is a serious concern for managers and organizations.

Zigarmi (2008) discussed the role of job attitude in measuring employee engagement. They
critically examine the link between the job attitudes namely organizational commitment, job
involvement, job satisfaction with employee engagement. Hypotheses based on the theoreti-
cal model were developed to illustrate the relationship among the variables discussed in the
research.
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Numerous researchers instituted the empirical facts on whether employee engagement in-
fluences the level of change and creativity inside workplace (Chaudhary and Akhouri, 2019; El-
wyn et al., 2017). The aftermath magnifies the act of operative employee involvement on creativ-
ity and change in the workplace. The aftermath counsel that involved operative is exhilarated
in their obligations and tasks that make them to contemplate creatively and to go supplemen-
tary mile. The researchers, moreover discovered that a trustful work nature, job empowerment
and a little sense of autonomy are not merely relevant in enhancing operative assurance but are
additionally momentous in reassuring creativity and innovation.

2.1 Employee Engagement

Employee engagement is a vital and crucial factor to increase productivity and profitability.
These days it has got considerable importance by the organization to lower the turnover rate
(Huang et al., 2016); though, it has been discussed by the some researchers but there is still very
shortage on the study of engagement, i.e. the drivers of engagement (Barik and Kochar, 2017).

2.2 Job Fit

Job fit characterized by Bui et al. (2017) demonstrated a connection of employee state of
mind and conduct which is powerfully identified with employee engagement and duty. Those
employees who feel strongly that they have great job fit result as experience professional com-
paring with their organization. The job fit gives energy to employees to set up a feeling of
employee engagement at their work (Chen et al., 2014).

2.3 Affective Commitment

The affective commitment of employee is considered as an enthusiastic bond with organiza-
tion and has been viewed as a huge determinant of duty and commitment. Those workers who
are affectively dedicated tend to build their support in the organizations exercises (Rhoades
et al., 2001). Affectively dedicated employees get a feeling of seriousness in their work (Kahn,
1990) and feel expressively and mentally secure to interface with work (Rhoades et al., 2001).

2.4 Psychological Climate

Harter et al. (2010) set up that these variables significantly identify with the understanding
of employee’s learning of work and affect the advancement of employee engagement. As per
Kataria et al. (2019) a familiarity with security and openness with work got advanced in psy-
chological climate and offer certainty to people in accomplishment of seriousness in their work
parts Kahn (1990). The variables which influence an employee’s attitude at work include job
challenge or supportive manager results in positive employee engagement (Czarnowsky, 2008;
Wagner and Harter, 2006).

2.5 Leadership Style

Leadership style refers to the moves a pioneer makes to propel subordinates and fulfill au-
thoritative objectives through others. Leadership style is represented by the accompanying sorts
of leadership practices: contingent reward, management by exception (passive and active), and
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laissez-faire. Contingent reward portrays the trading of resources that happens between a leader
and his employee. The important aspect of transactional leadership style, sometimes portrayed
as ”non-leadership” is the laissez-faire style. This arrangement of practices alludes to the avoid-
ance of leadership tasks, for example, setting objectives, observing performance, and coaching
which contributes towards employee engagement (Breevaart et al., 2016).

2.6 Job Fit and Employee Engagement

Several Studies were conducted to understand relationship between job fit and employee
engagement (Bui et al., 2017). One of the studies was conducted by Saks and Gruman (2011)
suggested that job fit encourages the employees to be more involved in their jobs and have
high employee engagement ultimately resulting in polishing the behaviors related to work. Em-
ployee engagement is the state of connection of an employee where he is engaged on a long
term to an organization regardless of additional benefits. It is a state where employee is satisfied
with job and is actually engaged on the work cognitively, physically and affectionally (Wagner
and Harter, 2007). The people who are physically, emotionally and cognitively engaged come
to work daily and their absenteeism is low as compared to others (Magee et al., 2017), they are
consistently associated with the work at all levels.

H1: Job fit positively influences Employee engagement

2.7 Affective Commitment and Employee Engagement

Affective commitment has been defined and explained by various researchers for example
Albrecht and Marty (2020) believe there is a strong relationship between affective commitment
and employee engagement. Another study was conducted by Rhoades et al. (2001) and they
have found it that an affective bond that employees have with their organization leads to certain
important factors such as employee engagement, dedication, loyalty, and satisfaction. Further-
more, affective commitment focused on emotional connection employees have with their work
and level of emotive qualities of engagement.

According to Rhoades et al. (2001), there are certain antecedents which are necessary for
determining connection between affective commitment and employee engagement. These fac-
tors include support from supervisor, empowerment, rewards and justice with consideration.
Similarly, Rhoades et al. (2001) argued that certain outcome variables for example absenteeism,
performance, and turnover also depict level of affective commitment. These qualities show how
deeply committed the employees are towards their tasks dedicated to achieve organizational
goals (Harter et al., 2003).

H2: Affective commitment positively influences Employee engagement

2.8 Psychological Climate and Employee Engagement

There are a number of researches that explore the meaning of psychological climate and its
significance to employee engagement (Paek et al., 2015). Psychological climate has been op-
erationalized into several components. Brown and Leigh (1996) were inspired by Kahn (1990)
original theory of engagement and believed that there is a strong link of psychological climate
that an employee is in and the level of engagement he shows at work. O’Neill and Arendt
(2008) tried to explain psychological climate through the eyes of employees, he elaborates that it
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is important to understand through the eyes of employees for example how he perceives mean-
ingful work and psychological representations of structures, processes and events that occur in
organization. In short Psychological climate helps in determining a framework to a particular
organizations culture and research.

On the bases of the above literature review, following hypotheses was created:
H3: Psychological climate positively influences Employee engagement

2.9 Leadership style and Employee Engagement

Numerous studies found the relationship of leadership with employee engagement (Busse
and Regenberg, 2019). A research was conducted by Christian et al. (2011) argued that there
is a relationship between Transformational Leadership and Employee Engagement. There is a
medium size correlation between employee engagement and Transformational Leadership. An-
other research was conducted by three of the famous authors (Purvanova et al., 2006). They
have elaborated on this link which clearly shows that employee perceptions on employee en-
gagement and job importance is the one of the mediating factor between Employee Engage-
ment and Transformational Leadership. Macey and Schneider (2008) have jointly worked and
discussed on multi-dimensional nature of employee engagement. According to them, they say
that Transformational Leadership has an impact on Employee Engagement.

Employee engagement is the state of connection of an employee where he is engaged on a
long term to an organization regardless of additional benefits. It is a state where employee is
satisfied with job and is actually engaged on the work cognitively, physically and affectionally
(Wagner and Harter, 2007). The people who are physically, emotionally and cognitively engaged
come to work daily and their absenteeism is low as compared to others (Magee et al., 2017), they
are consistently associated with the work at all levels.

A research was conducted by Bernthal and Wellins (2006). They have extended the work of
Judge et al. (2002) by doing analysis and explored their ideas that a leaders personality relates
to transactional and transformational leadership and how that results in Employee engagement.
The concept of extraversion has emerged as a significant predictor of all major factors of trans-
formational leadership (idealized influence and inspirational motivation are all combined from
a charismatic leadership component).

H4: Leadership style positively influences Employee engagement

2.10 Conceptual Framework

On the premise of the above writing dialog, employee engagement has been found as a
dependent variable and job fit, affective commitment, leadership style and psychological climate
as an autonomous variable. On the backing of these variables, taking after reasonable edge work
has been made and examination is done underneath.

In particular, if one species a broad behavioral criterion that describes the overlap among
job performance, organizational citizenship behavior, and withdrawal (that is, lateness, absence,
and turnover), then, accord- ing to attitude theory, a broad job attitude should predict this crite-
rion very strongly.

In particular, if one species a broad behavioral criterion that describes the overlap among
job performance, organizational citizenship behavior, and withdrawal (that is, lateness, absence,
and turnover), then, accord- ing to attitude theory, a broad job attitude should predict this crite-
rion very strongly In particular, if one postulates a behavioral criterion that describes employee
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engagement then, under the umbrella of attitude theory, employee engagement should predict
by job attitudes.
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Figure 1: Conceptual Framework

3 Methodology

The research design is based on Quantitative approach. SPSS 18 was used to evaluate the
hypotheses. Questionnaire was used to collect the responses. Different statistical tests were
conducted to analyze the data. These statistical tests include reliability (Cronbachs Alpha), Ex-
ploratory Factor Analysis (EFA), Validity (Convergent & Discriminant), correlation (Karl Pear-
son Bivariate Correlation), and regression analysis.

3.1 Population and Sample

Employees of pharmaceutical companies were selected as the population for this study and
the total of this population was approximately more than 7000 employees. The sample size cal-
culated through Raosoft (2004) for this study which was 365 participants. The total number of
received questionnaire was 383. All the respondents participated in this research were on vol-
untary basis. The response rate was 78%. The sampling technique employed for this study is
Convenience sampling (non-probability). It is simple, fair and reasonable to collect the data, se-
lect a sample, accomplish the result and generalize the results through this sampling technique.
If arbitrary selection is done properly, the sample is therefore representative of the entire popu-
lation Lund (2012). Three modified scales which were originally developed by May et al. (2004)
are used to measure an individuals grade of employee engagement at work. This is a 17-item
scale. The reliability of this scale in this study is α = .89.

3.2 Measurement & Scale

The Person-Organization Fit Scale Kasemsap (2013) is a 5-item scale where participants were
evaluated on a 7-point Likert scale from 1 (strongly disagree) to 7 (strongly agree). Coefficient
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alpha for the Person-Organization Fit Scale in the present study was α = .92. The instrument
used for measuring Affective commitment was developed by Allen and Meyer (1996) and Meyer
et al. (1990). The original Affective commitment scale is a 6-item scale. The reliability estimates
between .74 and .88.

4 Results

This section describes the demographic profiles and the statistical analysis conducted on the
basis of the data collected from the respondents.

4.1 Respondents Profile

Demographics of the respondents selected for this study are discussed in Table 1 which
includes the information regarding their age, income and education. It was noticed that majority
of the respondents were male, and marital status of most of the respondents were single. It
was also noticed that young employees were majority in numbers i.e. 44%. The income of the
majority people were found between 31 to 40 thousand PKR.

4.2 Descriptive Statistics

The normality of the data was ascertained through descriptive statistics which is summa-
rized in Table 2. Results contain the mean, standard deviation, skewness, and kurtosis values.
The acceptable range of Skewness and Kurtosis for satisfying the conditions of univariate nor-
mality is ± 3.5 (Harlow, 2014)

Table 2 shows the descriptive statistics results. It can be seen that the values of lowest and
highest skewenss are referred to Leadership Style (Mean = 4.799, SD= 1.066, SK= -0.270), and
Employee Engagement (Mean = 4.757, SD = 0.873, SK= -0.676) respectively. The Kurtosis for
Psychological climate is positive while all the other items have a negative kurtosis. The values
of lowest and the highest kurtosis are referred to Affective Commitment (Mean = 4.800, SD =
0.9446, KT= -.125) and Employee Engagement (Mean = 4.757, SD = 0.873, KT= -0.568) respec-
tively.

4.3 Reliability of the Constructs

The reliability of the variables for engagement were already measured by Buchanan and
Bryman (2007), therefore validities were already proven. For this study please refer to Table 3
for results:

Table 3 shows the results of reliability analysis and items retained after conducting the relia-
bility analysis tests. The reliability of employee engagement is at the highest i.e. α =.81 (M=4.75,
SD=0.87), while the reliability for leadership style is at the lowest i.e. α =.60 (M=4.79, SD=1.06).
Results show that all of the Cronbachs Alpha values of the constructs were found greater than
0.6 which lies under the acceptable range of Cronbachs Alpha values, which shows that items
within the constructs have internal consistency as Leech and Onwuegbuzie (2008) suggests these
values.
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Table 4.1: Profile of Respondents

Variable Number Percentage

Gender Male 245 64

Female 138 36

Age 21-30 yrs 168 44

31-40 yrs 128 33

41-50 yrs 69 18

Greater than 50 yrs 18 5

Income Till 20K 40 11

21K-30K 130 34

31K-40K 170 44

41K & above 43 11

Marital Status Single 234 61

Married 149 39

Education 10 Yrs (Matric) 58 15

12 Yrs (Inter) 178 47

16 Yrs (Grad) 105 27

18 Yrs (Post Grad) 38 9

22 Yrs (PhD) 4 1

Table 4.2: Descriptive Analysis

Mean Std. Dev. Skewness Kurtosis

Job Fit 4.6396 1.29006 -.613 -.089

Affective Commitment 4.8004 .94463 -.402 -.125

Psychological climate 4.9060 .85622 -.556 .087

Leadership Style 4.7998 1.06652 -.270 -.940

Employee engagement 4.7571 .87389 -.676 -.568

4.4 Exploratory Factor Analysis (EFA)

Exploratory factor analysis is used to determine the relationships with the constructs. It
classifies the underlying associations among measured variables. CFA is not used as to construct
the model it only uses the factor loading not ignore cross loading.
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Table 4.3: Reliability of the Constructs

Constructs Cronbach’s Alpha Cronbach’s Alpha
on Standardized

item.

No. of items Mean Std. Dev.

Job Fit 0.78 0.78 5 4.63 1.29

Affective Commitment 0.68 0.68 6 4.80 .94

Psychological climate 0.67 0.67 5 4.90 .85

Leadership Style 0.61 0.66 5 4.79 1.06

Employee engagement 0.81 0.81 14 4.75 .87

Please refer to table 4 for the obtained results.

Table 4.4: EFA for the Constructs

Constructs Original
Items

KMO Bartlette’s Test of
Sphericity

Item
Re-

tained

Cumulative Factor
Loading

Job Fit 5 0.78 966 5 70%

Affective Commitment 6 0.68 447 5 64%

Psychological climate 5 0.67 236 5 65%

Leadership Style 5 0.60 157 4 72%

Employee engagement 10 0.81 602 7 67%

The Kaiser-Meyer-Olkin (KMO) is used to examine whether the variable have linear rela-
tionships or not. Hair et al. (2006) suggests that the acceptable value for KMO is greater than
0.6. The Bartletts Test of Sphericity for all the constructs was found to be significant at P <.05.

4.5 Correlation Analysis

To examine the connection among the variables and find out the effect of multicollinearity,
it is necessary to pass the test of correlation (Lund, 2012). Bell and Bryman (2007) suggested
that the value of correlation coefficient must exist between 0.20-0.90. Please refer to Table 5 for
correlation results.

4.6 Construct Validity

Construct validity is important to determine whether the used variables are applicable to
given context or not Fowler Jr and Cosenza (2009).



10 Ahmed & Ansari

Table 4.5: Summarized Correlation Results

Constructs EE JF AC PC LS

Employee engagement 1.00

Job Fit 0.68 1.00

Affective Commitment 0.57 0.70 1.00

Psychological Climate 0.51 0.45 0.51 1.00

Leadership Style 0.42 0.31 0.41 0.40 1.00

Table 4.6: Discriminant Validity

EE JF AC PC LS

Employee engagement 0.82

Job Fit 0.47 0.84

Affective Commitment 0.32 0.50 0.80

Psychological Climate 0.26 0.20 0.26 0.81

Leadership Style 0.18 0.17 0.17 0.16 0.85

4.7 Overall Model Regression Test

Table 11 shows the overall model of regression analysis. The summarized results are pre-
sented in Table 11 below:

Table 4.7: Regression Results for Overall Model

Unstandardized Coefficients Standardized Coefficients

Model B Std. Error Beta T Sig.

1 (Constant) 0.471 0.301 1.565 0.119

JF T 0.431 0.048 0.521 9.034 0

AC T 0.039 0.069 0.034 0.558 0.577

PC T 0.235 0.061 0.189 3.84 0

LS T 0.208 0.056 0.171 3.716 0

Dependent Variable: Employee Engagement, R2= .178, Adj. R2 = .544, F(4,278 )=82.6, p
< 0.05

The regression results shows that the overall model indicates that the predictors Job fit, Psy-
chological climate, and Leadership style are significant as p<.05, whereas the predictor affective
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commitment is insignificant.

5 Discussion and Conclusion

5.1 Discussion

All the four hypotheses failed to be rejected. It was found that job fit was the strongest
predictor for the dependent variable employee engagement followed by affective commitment,
psychological climate and leadership style. For H1 related to the positive influence of job fit
on employee engagement, the result is consistent to earlier studies i.e. When employees found
right degree of job fit in their jobs they are found to be more engaged at the workplace Bakker
(2011).

For H2 related to the influence of affective commitment on employee engagement, the re-
sult is consistent to earlier studies i.e. When the employees found support from their col-
leagues, a strong sense of belonging from organization which results in high level of engagement
Cartwright and Holmes (2006).

For H3 related to the influence of Psychological climate on employee engagement, the result
is consistent to earlier studies i.e. when the supervisors are open to suggestions and new ideas,
it motivates employees which ultimately results in high level of engagement (Zigarmi, 2008).

For H4 related to the influence of Leadership style on employee engagement, the results are
consistent to earlier studies. When immediate supervisor tell their employees about organiza-
tions vision and future plans, their role in this regard and opportunities they can get to grow, it
ultimately motivates employees and leads to high level of engagement May et al. (2004).

5.2 Conclusion

The research present sufficient evidence that the instrument is applicable to local context
and culture in contrast to the studies conducted in other context and culture. This specifies
that sound multicultural and psychometric measures can be used in assessing the employee en-
gagement. The research also shows relationships amid leadership style, affective commitment,
employee engagement, job fit and psychological climate. This consistency suggests that work-
ers in developing and developed countries are relatively similar in reference to the factors that
engage these individuals to stay in their organizations. Consequently, it points out to the gener-
alizability of the theories of leadership style, affective commitment, employee engagement, job
fit and psychological climate that were developed and tested in Western culture and applied in
Pakistani culture.

5.3 Implication for Managers

This study can help HR professionals in designing the strategy for turnover retention. The
results which are presented in this study can help organizations to identify the potential reasons
for engagement which leads to high productivity and profitability. It can also help Managers to
engage employees without increasing the budget by just focusing on the organizational climate.
Managers are responsible to build the conducive environment of the organization by having a
supportive attitude, providing positive feedback, giving empowerment, telling the truth and
leading them to future. These actions not only make organizational climate positive but also
leads employees to affective commitment.
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This study can help managers in designing a suitable strategy for compensation and benefits.
This research breaks some of the myths that high salary engage employees, whereas this study
proves that suitable job role, positive climate are related to high level of engagement (Arakawa
and Greenberg, 2007; Wagner and Harter, 2007).

5.4 Limitations and Future Research

The first limitation of this study was the use of a convenience sample. The samples used in
this study are the employees of two pharmaceutical companies operating in the metropolitan
city of Pakistan, which is Karachi. The generalizability of the findings are restricted across or
other similar industries. There are several limitations with this study, which are as follows:

1. This research study collected data on all measures through self- reported questionnaire.
The only source was the employees through which data was collected to test the hypothe-
ses. As a consequence, the observed relationships might be susceptible (Buchanan and
Bryman, 2007).

2. Longitudinal data should be established to evaluate the consistency and strength of the
relationships being investigated.

3. It is also important to fully understand the influence of national culture on employee
engagement to include and assess statistically the relationship between national culture
and employee engagement.
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