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Abstract

The moments in which employees attach themselves with their work roles are called as the moments of
engagement (Kahn, 1992). The number of higher educational institutions is rapidly growing in India to cater to
the increasing demand for advanced studies (KPMG, 2014). As a result, Indian academia is facing the challenge
of keeping academics engaged so that academics can happily and efficiently perform a larger role. So, this study
examines the influence of job resources on engagement along with how the interaction among job resources and
perceived autonomy impacts performance in service delivery. We also examine the mediating role of work
engagement between the job resources and service employee performance relationship. Two hundred sixty one
academics elected from different Indian universities were asked to rate themselves on the support, autonomy and
engagement scales. Further, 261 students were asked to rate the performance of these academics. Structural
equation modeling was used to test the formulated hypotheses. The results suggest that work engagement
mediates the relationship between supervisory support and service employee performance. Moreover, perceived
autonomy moderates relationship between co-worker support and work engagement relationship. These findings
extend the theoretical understanding of engagement enhancing the performance in service delivery as reflected in
the feedback from students. Results also urge universities to make policies that enhance coworker and
supervisory support which can create a culture of co-operation. Certain limitations and future research directions
of this study have also been discussed in greater detail.

Keywords: academics, co-worker support, employee performance, higher education, India, job resources,
perceived autonomy

1. Introduction

In the era of globalization when going abroad for studies is affordable for many Indians, universities in India are
increasingly facing intense competition from the foreign universities. Given the fact that as many as 350,000 is
the estimated short fall in the Indian universities’ faculty members in 2015 (KPMG, 2014), almost eight lakh
Indian students spent more than INR 100billion on studies abroad (ASSOCHAM, 2012) in the year 2012-13
alone. In order to cope-up with such a shortage of supply and competitive environment, the universities are
devising new ways and means to attract and retain faculties and are increasingly following the philosophy of
“academic capitalism”. According to this philosophy, academia functions like a profit-oriented firm in that,
students are the customers, employees are academics and the employer is the management of the university
(Rhoades & Slaughter, 2004). This trend of academic capitalism in India is new and shocking to its critiques
because it can make not so rich non-profit organizations devoid of quality faculty. Nevertheless, researchers
argue that the remedy lies in the concept of work engagement as it advocates that motivation is not restricted to
monetary benefits only.

Employee engagement is the sum of meaningfulness, safety and availability which an engaged employee
experiences within a holistic appraisal of their wellbeing en route to bringing their full selves into work (Khan,
1990). Employee engagement is the steps taken by organizations to manage their workforce, rather than a
psychological state experienced by employees in the performance of their work (Truss et al., 2012). Employee
engagement is a very powerful factor used to measure the company’s vigor and direction towards superior
performance (Mokaya & Kipyegon, 2014). Employee engagement is the main focus of both business
entrepreneurs and academic researchers (Mokaya & Kipyegon, 2014). If companies want to gain competitive
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advantage then employee engagement is the most useful tool for achieving it (Baumruk, 2004). Employee
engagement is concerned with creating expectation for employees to attach with their superiors, coworkers and
the company in which they are working (Mokaya & Kipyegon, 2014).

Employee engagement is associated positively with customer loyalty, productivity, profitability and customer
satisfaction, and associated negatively to employee turnover (Harter, Schmidt, & Hayes, 2002). A study
conducted by Perrin (2008) showed that companies that hired highly engaged employees had a better spread in
their operating and net margin compared to companies that hired highly disengaged employees. In spite of its
theoretical and managerial consequences, engagement of service employee has received very less empirical
examination in the literature of work engagement. In the current study, we have used the Job Demand-Resources
model (Ashill & Rod, 2011; Babakus, Yavas, & Ashill, 2009) to establish and test a conceptual model that
explains how employees who get support from management provide better performance.

2. Literature Review

Managers in the service sector are faced with lot of challenges. The span of control of these managers continues
to grow, at the same time the demand for customer satisfaction has also been on the rise (Schlesinger & Heskett,
1991). With more employees to manage and greater demands on performance, service sector managers feel
restricted in their ability to develop relationships with employees (Anderson & Galinsky, 2006). Undoubtedly,
managing employees in a service sector setting provides unique challenges for managers, particularly if the
manager attempts to develop quality dyadic relationships with employees (Anderson & Galinsky, 2006).
Managing employees in the service sector is different than managing employees in the manufacturing sector
(Bowen & Ford, 2002) on several occasions. First, the process of delivering a service involves the customer in
the production process. Second, service employees must respond to each situation in a unique manner. Third,
emotional labor is an important part of the work in a service setting. Finally, service employees not only perform
work, but they also manage the service delivery process (Gershuny & Miles, 1983). It is the human element in
the service delivery that distinguishes management practice in a service setting from management practice in a
manufacturing setting (Bowen & Ford, 2002). An employee in a service setting has direct contact with customers
(Moore, 1985). This customer contact generally takes place between employees at the lowest levels of the
organization (Moore, 1985). If a service sector employee is frustrated with the work environment, this frustration
does not only influence the employee’s performance on the manufacturing line, it can directly influence a
customer’s perception of the organization (Schlesinger & Heskett, 1991).

It is important for managers in the service setting to understand how their behavior influences employees’ which
in turn affects the performance of the employees’ (Humphreys, 2002; Piercy et al., 2001). The concept of
relational coordination seems to gather the spirit of high-involvement management practices on the individual
manager level. Relational coordination addresses the specific managerial behaviors, rather than organizational
policies, that influence the dyadic employer-employee relationship (Sorenson & Savage, 1989). Relational
coordination suggests that it is not listening to an employee that makes the difference, but actually sharing
information with them and including them in problem solving makes the difference. This communication is
distinct from communication in the human relations paradigm in that a manager actively shares information with
the employee that will help improve his or her performance on the job and vice versa. Bakker, Hakanen,
Demerouti and Xanthopoulou (2007) used job demands-resources model, to study whether resources act as
buffers and reduce the negative relationship between student misconduct and work engagement. In addition, they
used conservation of resources theory, to see whether work engagement is influenced by job resources
particularly when faculties are confronted with high levels of student misconduct. In the following section we
present the development of hypothesis.

2.1 Support and Work Engagement

Coworker support is the help which the employees believe they will get from their fellow workers so that they
are able to perform their job in an efficient way (Susskind, Kacmar, & Borchgrevink, 2003). The help which the
coworkers provide to the employees is very important since they not only help in performing the job but also
they activate their self-esteem, and boost their moral (Xanthopoulou et al., 2007). The support which they
receive has the motivational potential and enhances employees’ feelings of, absorption, dedication, and vigor
(Bakker & Demerouti, 2007, 2008). Therefore, we propose the following hypothesis:

Hypothesis 1 (H1): Coworkers support is positively related to engagement.

Engagement has been defined as “a positive, fulfilling, work-related state of mind that is characterized by vigor,
dedication, and absorption” (Schaufeli, Salanova, Gonzalez-Roma, & Bakker, 2002, p. 74). A service employee
who is spirited, keen and excited is termed as a person who is engaged to his or her work and disengaged person
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is one who is indifferent, mechanical, alienated and withdrawn from his or her job (Gupta & Kumar, in press;
Salanova, Agut, & Peiro, 2005). Vigor refers to eagerness to expend effort and energy in one’s work and to be
buoyant and perpetual when faced with difficulties. Dedication means a sense of devotion, dignity, motivation
and daring (Schaufeli et al., 2002). Absorption refers to being fully engrossed and satisfied with one’s work in
such a way that time passes quickly and finding it difficult to detach oneself from work (Salanova et al., 2005).
Previous research has envisioned the notion of engagement from job satisfaction and job. In fact, Rich et al.
(2010) have show that engagement affects task performance positively even after controlling for job involvement,
job satisfaction, and intrinsic motivation.

Supervisory support is the work related assistance which the supervisor provides to their employees in
performing their job (Susskind, Kacmar, & Borchgrevink, 2003). Employees who receive adequate support from
their superiors believe that support is a part of the organizational function. This was supported by Wayne, Shore
and Liden’s (1997) where the quality of leader member exchange has a strong effect on perceived organizational
support offered to coworkers. Supervisory support is very important since they motivate employees to be
engaged in their work at the workplace. If we have a supervisor who is a good listener and who supports
employees during unforeseen circumstances, this can boost the morale of the employees (DeConinck, 2010).
Also, supervisory support can ease the stress and apprehension which is demanded for the effective performance
of the job (Babin & Boles, 1996). The employees also remain engaged to their work (Sand & Miyazaki, 2000).
On the contrary, if the supervisory support is inadequate, then employees feel isolated, discontented and
powerless and they will start questioning their importance to the organization. In the hypothesized model we
propose that support from supervisors will help in work engagement.

Hypothesis 2 (H2): Supervisory support is positively related to engagement.
2.2 Work Engagement and Service Employee Performance

When employees are more engaged in their work, they will find their work to be easier and interesting rather
than challenging and will be more committed, robust and absorbed in their jobs (Crawford, LePine, & Rich,
2010). This will lead employees to think in a positive manner and will help them in serving their customers well
(Harter et al., 2002). In a study by Sonnentag (2003), it was found that engagement influences in-role behavior,
proactive behavior and also organizational citizen behavior. This shows that employees who are engaged will
have a broader perspective of their role and will reach out to broader set of activities in their jobs. This implies
that, engagement will have a positive effect on how employees perform their duties, including offering superior
assistance to customers. Engagement is positively related to important business performance consequences like
customer satisfaction, customer loyalty, positive word of mouth, profitability, and increased market share
(Schneider, Macey, Lee, & Young, 2009). We expect engaged employees to be helpful, observant to customer
problems, timely delivery and will recommend products which best meets customer requirements.

Hypothesis 3 (H3): Work engagement is positively related to customers’ evaluation of service employee
performance

2.3 Mediating Role of Engagement

As observed in the previous discussion, H1, H2 and H3 indicate that engagement should mediate the relationship
between (a) supervisor support and employee performance and (b) coworker support and employee performance
(Menguc et al., 2012). Thus, we explore engagement as a mediator because resources like coworker support and
supervisor support are important concepts from the point of view of the customer. That is, customers will not be
able to appraise how the service employees are treating them based on the resources that employees receive from
their managers. The resources which they receive are too distant from employee-customer interactions to be
predictors of performance by service employee. Hence concluding performance based on resources will be
inefficient unless the resource provides impetus for greater levels of employee engagement. Hence, we state that
engagement is a proximal construct that reflects how employees feel about the resources they receive, and
influences employee performance. Thus, we hypothesize:

Hypothesis 4 (H4): Engagement mediates the relationship between supervisory support and customers’
evaluation of service employee performance

Hypothesis 5 (HS5): Engagement mediates the relationship between coworker support and customers’ evaluation
of service employee performance.

2.4 Moderating Role of Perceived Autonomy

Perceived autonomy at the employees’ level is the degree of independence, resilience, vigilance and control,
which the employees have in performing their jobs (Hackman & Oldham, 1976). When perceived autonomy is
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high, employees will feel motivated, and capable of performing their jobs (Marinova, Ye, & Singh, 2008). This
means that as and when employees have higher supervisor support their engagement will be high. Employees
may internalize work rules, procedures and standards when they perceive more autonomy (Stone, Deci, & Ryan,
2009). Employees can grasp and integrate the task which is given to them by their supervisors when perceived
autonomy is high. This advocates that at high level of perceived autonomy, supervisory support will have a
positive effect on engagement. We hypothesize that there is an integral relationship between perceived autonomy
and supervisory support.

Hypothesis 6 (H6): Perceived autonomy positively moderates the relationship between supervisory support and
engagement.

Bakker and Demerouti (2007) found that resources are very important to deal with job demands. This was
supported by a study conducted by Hackman and Oldham (1980) on characteristics of job which emphasized on
motivational potential of a job resource at the task level, including feedback, task significance and autonomy. In
addition, this is in accordance with conservation of resources theory (Hobfoll, 2001) which stated that the prime
human motivation is directed towards the preservation and accumulation of resources. These are valued in their
own right as they are the means to the achievement or protection of other valued resources (Bakker & Demerouti
2007). The resources required to perform the job are located at every level of the organization at large (e.g.,
career opportunities), in the interpersonal and social relations (e.g. co-worker and supervisor support), the
organization of work (e.g. job clarity, participation in decision making), and at the task level (e.g., performance
feedback, task identity, autonomy) (Bakker & Demerouti, 2007). In a study by Kahn (1992) it was found that
jobs which are high on the core job characteristics provide individuals with the space and impetus to bring more
of themselves into their work. May et al. (2004) found that job enrichment was positively related to
meaningfulness which mediated the relationship between job enrichment and engagement. The control and
workload conditions from the Maslach et al. (2001) model suggested the importance of job characteristics for
engagement. Moreover, job characteristics, feedback, have been consistently related to burnout (Maslach et al.,
2001). It is also argued that engaged employees have high level of energy and are dedicated to work. Past
researches have indicated that job resources like co-worker support and supervisor support enhances work
engagement, which in turn results in better performance (Bakker & Demerouti, 2007). We therefore hypothesize
that:

Hypothesis 7 (H7): Perceived autonomy positively moderates the relationship between coworker support and
engagement.

We have identified two gaps after reviewing the relevant literature. First, the challenges which the employees
face while they are doing their job of satisfying customer’s needs and at the same time fulfilling management’s
expectations, coupled with scarce job resources, make engagement very difficult in the service context (Ashill &
Rod, 2011). If employees are disengaged, then their negative mindset can be very deadly and will reflect on how
they treat their customers. Therefore, it is important that we understand what types of resources like social, task
and organizational are needed to motivate service employee engagement. Second, previous studies have focused
on engagement from an internal context by studying how engagement affects employee attitude and performance
(Rich, LePine, & Crawford, 2010). In comparison, we are exploring employee engagement from an external
perspective to understand how employee engagement affects customers’ views of the service performance they
receive. In the following section we discuss the methodology adopted to test the stated hypothesis. It is evident
from the aforementioned literature review that research on Job Demand Resources-work
engagement-performance in the context of Indian academia is still at its nascent stage. In that, coworker support
as one of the Job Demand Resources component evaluated based on the feedback of others and Indian higher
education viewed from the lens of academic capitalism is an important area for research which this study has
objectivized.
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Figure 1. The hypothesized model
3. Methodology
3.1 Sample

Data were collected from academicians and students from ten universities, five of these were located in southern
India and other five in northern India. An online survey link was created for the data collection which was
forwarded to the head of these institutions to request their participation in the study. After a reminder, we
received 261 responses from academics. An equal number of students of those universities were then asked to fill
the questionnaire for service employee performance. The descriptive statistics and demographics for
academicians and students are shown in Table 1.

3.2 Measures

For measuring work engagement, perceived autonomy, supervisor support and coworker support, Salanova et
al.’s, (2005) seventeen-item scale, Spreitzer’s (1995) three-item scale, House’s (1981) three-item scale and
Susskind, Kacmar and Borchgrevink’s (2003) three-item scale respectively were used. Seven point Likert type
scale was used to capture the variance in responses.

3.3 Data Analysis and Results

Bi-variate correlations were calculated in order to ensure that there is no multi co-linearity issue and the
constructs are reasonably associated with each other. Mediation of work engagement was checked after obtaining
model fit by using IBM AMOS software. Interaction effects for both: supervisory support-work engagement and
coworker support-work engagement were checked using SPSS linear regression tool. Following the principle of
parsimony, supervisor feedback was replaced with coworker support in the current study.

As shown in Table 1, all the correlations among latent variables were significant at p < .01 and were also reliable
with all the Cronbach’s alphas scoring more than 0.80. The reliable and workable data took us to the next step to
further investigate the role of work engagement and perceived autonomy as a mediator and a moderator
respectively. The results of structural equation modeling indicated a good model fit (CFI = 0.91; IFI = 0.91;
RMSEA = 0.07 and %2/df = 2.32). However, when the work engagement was removed as a mediator, CFI (.946),
IF1 (.947) increased but at the same time y2/df decreased and RMSEA became insignificant. Hence, we infer that
work engagement is an important contributor to the model and cannot be excluded. This finding is in line with
the study conducted by Menguc et al.’s (2013).

Table 1. Descriptive statistics and zero-order correlations for aggregated data
Mean SD 1 2 3 4 5

Academics Age 38.54 9.1

Work experience in the current organization (Years) 04.97 3.0

Total Work Experience (Years) 11.79 64

Student Age 23.51 3.0

1. Supervisory support 542 12 (.87)

2. Customer support 564 09 497 (.80)

3. Perceived autonomy 479 1.4 547 477 (89)

196



www.ccsenet.org/res Review of European Studies Vol. 7, No. 3; 2015

B3 E3

4. Service employee performance 517 12 587 567 .68 (94)

ok ok ok ok

5. Work engagement 573 08 .62 .50 .49 .61 (.93)

Note. ¥**p<.01 (two-tailed), n = 261, Brackets represent Cronbach’s alpha values

Table 2 reveals a significantly positive impact of supervisory support and coworker support on work engagement,
and that of work engagement on service employee performance. These results indicate support for HI, H2 and
H3 hypotheses and are in sync with the Menguc et al.’s study except for HI hypothesis. In our opinion it could
be because of the strong mentorship programs in the academia as opposed to retail or because of Indian culture
of knowledge transfer from elders to younger generation as opposed to West.

Table 2. Unstandardized path coefficients of the proposed model (n = 261)

Model 0 Model 1 Model 2 Model 3
Relationship (Default model) (Without SS—WE) (Without CS—WE) (Without WE)

Estimate C.R. Estimate CR. Estimate CR. Estimate CR
pocs  GH g WE T g w6 T T
PA — SS ?(.).5(;‘6)3 8.97 ?(fg@a 9.29 ?(.)%6)6‘ 9.01 ?05066) a 9.15
CS - WE ?02015) a 4.50 ?02075) a 5.29 n.a. n.a. n.a. n.a.
PA — WE ?(').134)a 3.19 ?(').254)3 6.63 ?(').1094)3 4.84 n.a n.a
SS — WE ?(.):.5015)“ 6.54 n.a. n.a. ?(')%065)61 7.13 n.a. n.a.
SS — SP n.s. 1.51 ?01075) a 3.19 n.s. n.a. ?04016) a 6.48
WE — 5P ?6.718 5) 312 ?6.717 2)* 629 ?6.718 4 546 na. na.
CS — SP ?02(())7) b 3.01 ?01077) c 2.52 ?0236) a 4.21 ?0437) a 6.01

Note. Values in parenthesis represent standard error, n.s. = not significant, C.R. = critical ratio, CS = coworker
support, SS = supervisory support, WE = work engagement, PA = perceived autonomy, SP = service employee
performance, n.a. = not applicable, *p<.001, ® p<.01, ¢ p<.05.

3.3.1 Mediation

Further, investigation of results reveals significant mediation by work engagement in the customers’ evaluation
of service employee performance and supervisory support relationship indicating support for hypothesis H4.
This finding is however in contrast of what original study found wherein; supervisory support was not found to
be significantly related to customers’ evaluation of service employee performance without mediator. As opposed
to significant supervisory support-performance mediation result of this study, work engagement did not share
significant variance with the construct “coworker support” and customers’ evaluation of service employee
performance (see Table 2). However, work engagement was strongly and significantly correlated to both
coworker support and customers’ evaluation of service employee performance. Therefore, further analysis for
partial mediation was carried out. With the help of Sobel test, Aroian test and Goodman test that resulted in the
corresponding statistics of 3.267, 3.231 and 3.304, all significant at p <.01. This confirms that work engagement
partially mediates the coworker support-customer evaluation relationship. Unlike previous studies, this finding is
unique to this study. The results, hence, support hypothesis—HS partially.
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3.3.2 Moderation

Table 3 describes the value of path coefficients and interaction effects thereby capturing the moderating role of
perceived autonomy. In the original study, supervisory support was found to have positive effect on work
engagement at high levels of perceived autonomy whereas mixed results were obtained in the current study. The
effect of moderation by perceived autonomy was found significant at 0.05 levels for the coworker support-work
engagement relationship but not for the supervisory support-work engagement relationship. Therefore, the
results indicate support for hypothesis—H?7 but not for hypothesis—H6.

Table 3. Moderation effects of perceived autonomy in the relationship between support and engagement

Unstandardized Beta i
Model Standardized ¢ Sig.
B se. Beta

(Constant) -0.026 0.038 -0.68 n.s.
Supervisory support 0.310 0.091 0.498 3.40 .001
Customer support -0.071 0.128 -0.083 -0.55 n.s.
Perceived autonomy 0.078 0.031 0.144 2.49 .013
Perceived autonomy 0009 0.020 -0.060 -0.43 ns.
Supervisory support

Perceived autonomy x Customer 0.058 0.028 0318 211 036

support

Note. n.s. = not significant.

4. Discussion

The results of this study indicate significant mediating role of work engagement between job resources and
performance. Further, the results of the current study do not support the argument that perceived autonomy
moderates supervisory support and work engagement relationship. This could be because of the distant nature of
interaction with supervisors in academia. The authors argue that it could be because the supervisory support and
work engagement are so strongly related to each other that change in the level of perceived autonomy does not
affect their relationship significantly (Hakanen, Bakker, & Schaufeli, 2006). Moreover, the present study
supports the results of Ashill and Rod (2011), indicating a positive relationship between supervisory support and
work engagement relationship as opposed to the results reported by Menguc et al.’s (2013). However, there is a
reason for deviance as the use of both, supervisory support and supervisory feedback may make the supervisory
support redundant. This could lead to only one construct being able to contribute significantly to the entire
model.

The results reported herein make important contributions to the literature on employee engagement. In particular,
the study contributes to three theories in unique ways. First, it extends and validates the existing Job
Demand-Resource model in the context of Indian academia, where, the customer feedback is also incorporate.
Second, it confirms the impact of engagement in enhancing the performance, as reflected in the feedback from
customers, the more the academics are attached to their work role, and the better they deliver in the classroom.
Finally, it indicates the importance of perceived autonomy in affecting both, job resources and work engagement.
It could mean that by providing more autonomy to the academics, they employ their own creative teaching
methods and enjoy their work.

Along with theoretical contribution, the study has practical implications for its stakeholders, including students,
academics and the management of the universities. The results of the current study are expected to create
positive changes. For example, it encourages the management of the universities to make policies which enhance
coworker support and supervisor support which in turn creates a culture of co-operation. Such informed
decisions improve the productivity of the university. This also improves employee-employer bonding and
enhances sharing of knowledge with each other. The engaged academics are likely to deliver better in the
classrooms, thereby enhancing the competency of students. All these benefits are, however, subject to the degree
of autonomy available to the academicians in their workplace.

Despite contribution in the crucial area of academics in India, this study is not free from limitations. Due to
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self-reported questionnaire items, the work engagement construct may have suffered from common-method bias.
However, it is argued that engagement is an individuals’ perception about himself and hence, self-rating is
essential. In addition, service performance of academicians was evaluated by students, thereby leaving less scope
for common method bias. Further, the fact that the study is cross-sectional in nature may suffer from some
assumptions which can be overcome in a longitudinal study. The study does indicate certain opportunities for
future research. For example, longitudinal studies are advisable in the contexts where the association between
employees and customers lasts longer as in education. It can also be studied in the context of different industries.
Future researchers are therefore, encouraged to generalize the model in a variety of contexts. Finally, it is
suggested to investigate whether work engagement has a significant effect on students’ evaluation of academics
performance even after controlling for constructs such as personality traits and self-concept.
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