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Abstract

Building on the job demands-resources, social exchange, and conservation of resources theories,
the present study tests the relationship between job characteristics and intention to quit via work
engagement as a mediator, and conscientiousness as a moderator. Based on data collected from a
sample of Indian managers (N = 1302), we found that work engagement mediated the
relationship between job characteristics and intention to quit. Moreover, personality trait of
conscientiousness qualified job characteristics-intention to quit and work engagement-intention
to quit relationships such that the negative effects of JC and work engagement on intention to
quit were stronger for high conscientiousness than low. Implications for theory and practice are
discussed.
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EXAMINING THE MEDIATING AND MODERATING EFFECTS OF ENGAGEMENT
AND CONSCIENTIOUSNESS FOR THE JOB CHARACTERISTICS AND INTENTION
TO QUIT RELATIONSHIP

Introduction

Escalating customer expectations, rapidly changing technologies, and continuously evolving
marketplaces, among other factors, contribute to increasingly complex and demanding jobs
(Jones et al., 2007). In such volatile and uncertain times, engaged employees who intend to
continue organization membership, make a critical difference to individual job performance,
organizational performance and business success (Agarwal, 2014; Bakker & Bal, 2010;
Halbesleben & Wheeler, 2008; Hakanen, Perhoniemi & Tanner, 2008; Saks, 2006;
Xanthopoulou, Bakker, Demerouti, & Schaufeli, 2009). Organizations failing to retain engaged
employees are left with an understaffed, less qualified human resource that ultimately hinders
their ability to remain competitive (Rappaport, Bancroft, & Okum, 2003). However, recent
analyses of workforce trends points to both plummeting levels of engagement as well as shortage
of highly-skilled employees. The Hay report (Hay, 2014) indicates towards accelerating turnover
worldwide, with average employee attrition predicted to increase to 23.4 percent from current
20.6 percent. According to Gallup’s engagement study conducted in 142 countries, only 13% of
employees are engaged at work (Gallup, 2013).

Given the strategic value of engaged human resources and also the costs associated with
turnover, retention and engagement of workforce have emerged as areas of priority for
practitioners as well as academicians (Budhwar & Varma, 2010). One of the major thrusts in the
organizational behaviour literature in the recent years has been directed towards uncovering

factors which foster work engagement and can arrest employee attrition (Holtom, Mitchell, Lee,
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& Inderrieden, 2005; Karatepe & Olugbade, 2009; Lee & Maurer, 1997; Wefald & Downey,
2009b; ). Many theorists and researchers have argued that since people spend a substantial part
of their day at their job roles, there must be reasons for employees to fully invest their energy
during working time. It is posited that the task characteristics can have motivating potential
influencing employee attitudes and behaviours. One of the most well a accepted models
explaining the relationships among job design, job attitudes, and job performance is the job
characteristics (JC) model proposed by Hackman and Oldham (1976) (Abbott, Boyd, & Miles,
2006; Parker & Wall, 1998; Torraco, 2005). It has been well recognized that jobs have
motivational potential which significantly affect employee work attitudes.

Notwithstanding these promising results of JC model, there are two major concerns that
require further research. First, although the consequences of job characteristics are well
understood, there is paucity of literature examining the mechanisms that cause these
consequences (Van den Broeck et al., 2008) resulting in poor understanding of how JC
translates into job performance. Drawing from the Job Demands-Resources (JD-R) theory
(Bakker et al., 2008), this study examines work engagement (WE) as the mediating mechanism
between JC and intention to quit. According to JD-R model, the motivational potential of job
characteristics is likely to enhance work engagement which, in turn, has effect on employee
attitudes and behaviours. Yet, as a more likely response to job characteristics, work engagement
has not been well examined by empirical research. Since extant literature suggests possible links
between JC, work engagement and intention to quit, it is necessary to study whether the work
engagement functions as a mechanism to mediate the influence of JC on turnover intentions.
Thus the first purpose of this study is to provide an empirical validation of the mediation role of

work engagement for JC-intention to quit relationship.
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Another important issue that has not sufficiently been attended to is the influence of
personality on the relationship between JC and employees attitudes and behaviours. While the
role of the individual differences has been recognized in the job characteristics literature (e.g.,
Lazarus & Folkman, 1984), there is paucity of empirical studies testing the moderating effects of
individual characteristics for the JC-outcome relationship (Behson, Eddy, & Lorenzet, 2000),
thereby limiting complete understanding of this significant work related aspect. Personality traits
like conscientiousness intertwine with work situations, combining into a complex cognitive and
affective mosaic (Lewin & Sager, 2010; Chiang, & Shih, 2014). Extant research has examined
the moderating effects of conscientiousness on the task related-job performance relationship
(Hochwarter, Witt, & Kacmar, 2000; Mount, Barrick, & Steward, 1998; Barrick & Mount,
1993). Building on prior research, in the present study we aim to test a moderated model that
examines the moderating effect of conscientiousness on the JC—engagement and the JC-intention
to quit relationships. The research model is presented in Figure 1.

The study makes multiple contributions to the literature. First, the study contributes to
work engagement literature by establishing its mediating role for the JC-intention to quit
relationship. Second, the study contributes to personality literature by empirically validating the
moderating role of conscientiousness for JC-intention to quit and work engagement-intention to
quit relationships. Finally, this study contributes to the JC literature by enriching our
understanding about how JC affects employee attitudes and behaviours.

The study has been organized as follows. The next section describes the theoretical
background and rationale for the hypotheses. The method and results sections of this paper
present details about the study sample, the measures used in the study, the data analyses

performed and the main findings. This is followed by the final section which discusses the
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implications for both theory and practice, the limitations of the research and the directions for

future research.

FIGURE 1
Conceptual Model
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Theoretical background and hypotheses

Relationship between Job characteristics and Work engagement

The Job Characteristics Model (JCM) (Hackman & Oldham, 1975) posits that the way a
job is designed has a substantial motivational impact upon the attitudes, beliefs, and feelings of
the employee (Lawler & Hall, 1969). According to JCM, there are five job characteristics that
define the motivating potential of a job: task identity, job autonomy, job feedback, task variety,
and task significance. Task variety is the degree to which an individual may use multiple skills in
performing their work. Task significance is the importance of the job with respect to other
people. Job autonomy refers to the extent of decision-making freedom that may be exercised on
the job. Job feedback describes the availability of information about performance effectiveness.
Task identity refers to the extent to which an individual knows or participates in the completion

of a whole piece of work.
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Work engagement is defined as the cognitive-affective motivation at work and is
characterized by vigor, dedication and absorption (Schaufeli & Bakker, 2004). Employee are
engaged in their tasks to the extent that they find work meaningful (Khan, 1990). An important
component of engagement is psychological meaningfulness, which is defined as sense of return
on investments of the self-in-role. Khan (1990) found that motivational potential of task
characteristics are important factors contributing to work engagement.

Extant literature on work engagement has documented several task-related factors
(facilitators) that influence the onset of engagement, including autonomy ( Christian et al., 2011;
De Lange et al., 2008; Mauno et al., 2007; Schaufeli et al., 2009; Xanthopoulou et al., 2009;
Prieto et al., 2008) feedback (Schaufeli et al., 2009), task variety (Christian et al., 2011) and
skills (Christian et al., 2011). Several of these factors that stimulate engagement have also been
recognized as the core or motivating job characteristics (Hackman & Oldham, 1975). However,
to the best of authors knowledge, studies in past have not examined the effects of aggregated job
characteristics to work engagement. We argue that it is reasonable to treat the identified job
characteristics as an integrated construct because five pertinent job characteristics can be
combined into a single predictive index, called the motivating potential score. Different from
previous researches, in the current study, we examined the motivational relationship between JC

and work engagement using the aggregate Job Characteristic Model.

The relationship between JC and work engagement can be examined from the lens of JD-
R (Bakker, 2007). According to the theory, work environments can be classified in two general
categories, job demands and job resources. Job demands are those physical, social, or
organizational aspects of the job that require sustained physical and/or psychological effort and

are, therefore, associated with physiological and/or psychological costs. On the other hand, job
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resources are those physical, social, or organizational aspects of the job that are functional in
achieving work-related goals, reduce job demands as well stimulate personal growth and
development. Based on the JD-R (Bakker, 2007) theory, it is expected that the presence of
adequate job resources (job characteristics in this case) reduces job demands, fosters goal
accomplishment and stimulates positive affective reactions (Hobfoll, 2001), such as work

engagement. .

Based on the above arguments, we hypothesize:

H1: Jobs having motivating characteristics (a: task variety; b: task identity; c: feedback; d:
autonomy; and e: task significance) will be positively related to Work engagement.

Relationship between Job characteristics and Intention to Quit

The relationship between JC and intention to quit can be explained from the social
exchange theory perspective (Blau, 1964; Robinson & Morrison, 1995; Rousseau, 1995g). One
of the important tenets of the social exchange theory is the norm of reciprocity which suggests
which suggests that when one party provides something to another, the other party is likely to
reciprocate that action/behavior. Organizations are the prime provider of resources and
meaningful jobs to their employees. When employees receive resources from their organizations,
for instance well designed jobs, they experience a sense of meaning, derive sense of personal
fulfilment and motivation (Kahn, 1990) and as a result, feel more engaged at their job (Loher,
Noe, Moller & Fetzgerald, 1985) and thus show greater attachment. Employees experiencing
likeability towards work are less likely to leave the organisation (intention to quit) (Saks, 2006).
Commensurate to the norm of reciprocity, a tenet of social exchange theory, employees
procuring benefits from organizations necessitates that individuals repay the inducement

received. One of the ways the organization reciprocates Continuing organizational membership
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is considered analogous to making an investment that increases the employee’s perceived
entitlement and decrease the perceived debt (Cropanzano, Howes, Grandey & Toth, 1997).
Literature has examined the negative affect of motivating job characteristics on intentions to quit
(Smyth, Zhai, & Li, 2009; Slattery, Selvarajan, Anderson, & Sardessai, 2010; Morgeson &
Humphrey 2006; Lee-Kelley et al., 2007). Replicating past literature, we posit:

H2: Jobs having motivating characteristics (a: task variety; b: task identity; c: feedback;
d: autonomy; and e: task significance) will be negatively related to intention to quit

Mediating Role of Work Engagement

The central predictions of job characteristics theory is that a well designed job can
influence motivation because an employee responds positively to their work environment. The
theory posits that the motivating potential of job characteristics fuel employees’ critical
psychological states and therefore relates to employees’ functioning (Hackman & Oldham,
1976). The three employee critical psychological states (CPS) defined by the JC theory is:
experience of job meaningfulness, sense of responsibility for work outcomes, and knowledge of
work results.

However, the mediating effects of CPS on the relationship between job characteristics and
work performance have need inconsistent and mixed (e.g Fried and Ferris’s (1987) ; Renn and
Vandenberg (1995) ). In order to enhance the understanding of the mechanisms underlying JC-
outcome relationship scholars which answer why JC has the effects that it does, scholars
(Podsakoff et al., 2000 ; Organ, Podsakoff, and MacKenzie, 2006), have proposed that future
researchers should investigate the mediating mechanisms linking job characteristics with work
outcomes. Responding to the call of literature, anchored in the JD-R framework (Bakker et al.,

2007), this study tests the mediating role of engagement on JC-intention to quit relationship
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The central tenet of the JD-R model is that job characteristics are functional in achieving
work goals, stimulate personal growth, development, learning (Schaufeli & Bakker, 2004),
thereby enhancing employees’ work engagement. An important assumption of JD-R theory is
that job resources link to organisational outcomes via engagement. The presence of adequate job
resources (JC, in this case) can help meeting/coping with the job demands, foster goal
accomplishment, and stimulates positive affective reactions like work engagement (Hobfoll,
2001). When employees find their work meaningful and interesting, they are more likely to be
engaged in it (Kahn, 1990) and there are likely to be more attached to their organizations.

Furthermore, literature has so far established the relationships between JC with
engagement (Saks, 2006; Christian et al., 2011; De Lange et al., 2008; Mauno et al., 2007,
Schaufeli et al., 2009; Xanthopoulou et al., 2009; Prieto et al., 2008), and between JC with
intention to quit(Smyth, Zhai, & Li, 2009; Slattery, Selvarajan, Anderson, & Sardessai, 2010).
The relationship of engagement as an antecedent of turnover intentions has been documented
(Saks, 2006; May, 2004). Studies have demonstrated the mediating role of work engagement for
the relationships between other job resources and organisational outcomes (Sonnentag, 2003;
Schaufeli & Bakker, 2004; Richardsen et al., 2006; Schaufeli & Salanova, 2008; Rich et al.,
2010). Extending the results of previous studies, we propose that JC will lead to lower intention
to quit via work engagement. Thus, we hypothesize:

H3. Work engagement mediates the relationship between motivating job characteristics (a:

task variety; b: task identity; c: feedback; d: autonomy; and e: task significance) and
intention to quit

Moderating Role of Conscientiousness
The idea that human behavior is a function of personality as well as the environment

remains quite compelling. In the work environment, the interaction of personality and job
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characteristics may have important implications for a variety of work outcomes. High degree of
congruence between the environment and the individual is generally believed to result in higher
performance, satisfaction, stability and lower stress (Caplan & Harrison, 1993; Gilboa et al.,
2008; Holland, 1997; Pervin, 1968). Although the role of personality on JC-outcome
relationship has been recognized, studies examining their interaction have been few and sparse.
Addressing the gap in the literature, we argue that the relationship between JC and intention to
quit is mediated by work engagement and the strength of these relationships will differ based on
conscientiousness, a component of individual’s personality (McCrae and Costa, 1987). In order
to theorize these interactions, we draw from conservation of resources theory (Hobfoll, 1989)
(COR) to explain how conscientiousness can act as resource to influence work related variables
(Halbesleben et al., 2009; Perry et al., 2007; Zellars et al., 2006). Resources are defined as ‘those
objects, personal characteristics, conditions, or energies” (Hobfoll, 1989, p. 516) that are valued
by the individual or that serve as a means for addressing work demands. The COR theory argues
that the individuals with resources are in a better position to invest those resources and that these
individuals not only strive to protect (conserve) these resources, but also to accumulate (acquire)
them. Resources tend to generate other resources, thus creating resource caravans, which may
result in positive outcomes like better coping and well-being (Hobfoll, 2002).

Resources may be provided to employees by organizations (e.g., logistical, financial, or
social support) propensity to work in an organized manner or stem from individual differences
(Hobfoll and Freedy, 1993) such as the and maintain a calm demeanour during stressful times.
Employees high in conscientiousness are characterized by strong responsibility, dedication,
organizational skills, absorption and steadiness, and are more likely to drive their energy into

work (components of engagement), complete the job, and ultimately feel a strong sense of
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professional efficacy (Kim, Shin, & Swanger, 2009). In contrast, individuals who are low in
conscientiousness can be described as careless, undependable, thoughtless, and sloppy (McCrae
& Costa, 1987). Zellars et al. (2006) argued that the diligence and focus associated with
conscientiousness serve as resources facilitating the accomplishment of work-related goals in a
timely manner, thereby conserving resources and reducing strain. Similarly, Halbesleben et al.
(2009) suggested that conscientiousness acts as a resource that enables employees to balance
work and family goals. Highly conscientious employees are more likely to set high-performance
goals and deploy their resources towards actions that will help them meet those goals compared
to less conscientious employees.

Being engaged in work is consistent with natural tendencies of high-conscientious
individuals. High conscientious individuals are likely to be dedicated, vigorous and absorbed in
their jobs, and motivated to perform experience for their own sake. Put differently, the threshold
for engagement is expected to be low for highly conscientious employees. Thus, these
individuals are likely to manifest high levels of engagement regardless of whether or not their
jobs have high characteristics. On the other hand, employees low on conscientiousness will be
unlikely to be engaged for its own sake, because the default behavior of these employees is to
avoid hard work and to be irresponsible and untrustworthy. However, the presence of
motivational job characteristics (autonomy, skill, significance, feedback and variety) will
strongly aggravate the levels of engagement of conscientious employees, much more than non-
conscientious employees.

The above discussion also suggests that conscientiousness should buffer the effect of JC on
intention to quit. Highly conscientious employees are more likely to set high-performance goals

and deploy their resources towards actions that will help them meet those goals compared to less
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conscientious employees. Specifically, high conscientious employees are more likely to set and
pursue task-related goals at work (Malouff et al., 1990) and constrain the negative influence of
the work engagement on intentions to quit. On the other hand, low conscientious employees,
who are less disciplined and more distracted, will have lesser engagement and hence experience
higher intentions to quit. Thus, the strength of negative relationship between engagement and
intention to quit will be high for high conscientious employees than low conscientious
employees. Based on the above arguments, we hypothesize:

H4: Conscientiousness moderates the negative relationship between job characteristics

and intention to quit such that this relationship is stronger and more negative for people
with higher conscientiousness.

H5: Conscientiousness moderates the negative relationship between work engagement and
intention to quit such that this relationship is stronger and more negative for people with
higher conscientiousness.

METHOD

Sample and Data collection
The data for this study were collected from eight heterogeneous organizations, located in and
around Mumbai, India. 1302 managerial employees with a team responsibility (i.e., at least three
subordinates) formed the sample of this study. The survey was distributed to the employees
which explained the purpose and scope of the study and assurance them of confidentiality of
their responses. The questionnaire was prepared in English, the official language and a language
commonly understood by managers.

In terms of the demographics, the sample consisted of respondents from a well-distributed
age group, with the average age was 30.4 years. The average employee tenure was 4.3 years.

Forty two percent were in junior management positions and 58% reported senior management
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positions. Educationally, 8% people had diplomas, 50% were having graduate degrees , 39%
employee had postgraduate degrees and 3% had done their PhDs .
Measures

The specific measures used in the study are described below, along with the results of the
confirmatory factor analyses (CFA) for each measure.
Conscientiousness

Conscientiousness was measured using a 9 items scale developed by John et al. (1991).
Respondents indicated their level of agreement or disagreement on a 5-point Likert type scale
ranging from ‘strongly disagree’ (1) to ‘strongly agree’ (5). A sample item in the scale is ‘I see
myself as someone perseveres until the task is finished’. There were 4 negatively worded items
in the scale. The negative items were reverse scored to yield overall conscientiousness score with
higher scores indicating high conscientiousness. The model consisting of 9 items and one latent
‘conscientiousness’ factor showed very good fit with the data (x’[16] = 23.31, p = .11; GFI = .99;
TLI =.99; CFl =.99; RMSEA =.02).
Job Characteristics

In this study we used a 10 item short scale of job Diagnostic Survey developed by Idaszak
and Drasgow (1987). The scale used two items to measure each of the five dimensions of work
characteristics. On a seven-point scale (1, ‘very inaccurate’ to 7, ‘very accurate’), participants
indicated the accuracy of statements such as, ‘The job requires me to use a number of complex
high-level skills’ (variety), ‘The job provides me the chance to completely finish the pieces of
work I begin’ (identity), ‘The job is very significant and important in the broader scheme of
things’ (significance), ‘The job gives me considerable opportunity for independence and freedom

in how I do the work’ (autonomy), and ‘After I finish a job, I know whether I have performed
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well” (feedback). This scale was recently used in a study by Piccolo and Colquitt (2006). Model
consisting of five first-order factors (task variety, task identity, task significance, feedback and
autonomy) showed strong interrelationships between the first-order factors (average r = .69)
suggesting the presence of a higher-order common factor (Kline, 2005). Consequently, another
model was specified consisting of the first-order dimensions plus one second-order factor labeled
as motivating job characteristics. The model showed very good fit with the data (3°[15] = 27.12,
p =.03; GFI =.99; TLI =.99; CFI =.99; RMSEA = .02).
Work Engagement

Work engagement was measured with the nine-item version of the Utrecht Work
Engagement Scale (UWES) (Schaufeli et al., 2006). Sample items included “at my job, I feel
strong and vigorous” (vigor), “when I am working, I lose track of time” (absorption), and “my
job inspires me” (dedication). Model consisting of three first-order factors (vigor, dedication,
absorption) showed strong interrelationships between the first-order factors (average r = .90)
suggesting the presence of a higher-order common factor. Consequently, another model was
specified consisting of the first-order dimensions plus one second-order factor labeled as work
engagement. The model showed very good fit with the data (y’[14] = 22.04, p = .08; GFI = .99;
TLI =.99; CFI =.99; RMSEA =.02).
Intention to Quit

Intention to quit was measured using a 5-item scale developed by Wayne Shore and Liden

(1997). A sample item is “I am seriously thinking of quitting my job.” One item was reverse
coded. The model showed very good fit with the data (xz[l] =2.02, p =.16; GFI = 1.00; TLI =

1.00; CFI = 1.00; RMSEA = .03).
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Control Variables

We controlled for demographic variables (age, gender, education, job tenure, and job
level). Age was measured as a continuous variable. Gender was modeled as a categorical
variable. Education was measured as an ordinal variable. Employee job tenure was measured as
years in service and was modeled as a continuous variable. Job level was measured as an ordinal
variable.
Common Method Bias

Following recommendations of Podsakoff et al. (2003), antecedents were separated from
outcomes in the survey, and respondents were ensured anonymity and confidentiality of their
responses. To verify whether these procedures successfully reduced shared method variance, we
estimated the measurement model with and without an additional orthogonal latent method factor
related to all items. Measurement model consisting of only the study variables (job
characteristics, conscientiousness, work engagement, and intention to quit) showed very good fit
with the data (x’[418] = 918.55, p < .01; y*/df = 2.20; GFI = .96; TLI = .97; CFl = .97; RMSEA
= .03). The average variance extracted by the method factor was only 5.29%, which was
substantially less than the average contamination of about 20-40% found to be present in studies
using attitude measures in applied psychology literature (Podsakoff et al., 2003; Williams, Cote,
& Buckley, 1989). The measurement model, however, showed very good fit with the data
(’[415] = 872.14, p < .01; ¥?/df = 2.10; GFI = .96; TLI = .97; CFI = .97; RMSEA = .05). All
indicators exhibited significant (p < .01) relationships with their intended latent constructs. In
order to account for the influence of common method bias, we performed hypotheses testing

using the measurement models with a common method factor.
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The convergent and discriminant validity of the perceptual variables were tested through

CFA. Table 1 presents the descriptive statistics and inter-correlations between study variables.
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TABLE 1
Descriptive Statistics and Inter-Construct Correlations
o« CR M SD 1 2 3 4 5 6 7 8 9

1. Age -~ - 30.46 7 -=
2. Gender - - .30 46 -.20%* -
3. Education -~ - 212 1.16 -.09** -.01 -
4. Tenure -~ - 4.39 5.73 A2%* -.09** -17** -
5. Hierarchy -- -- 1.56 49 32%* -11%* .08** 20%* --
6. Conscientiousness 74 71 1.27 22 .05 .06* -.01 .03 .03 --
7. Job Characteristics 80 .94 2.00 46 A7 -.03 -.06* 14 A7 19** (.58) 46 .16
8. Work Engagement 88 .95 3.91 1.02 22%* -.08* -.04 A7 4% 23%* -.68** (.61) 32
9. Intention to Quit 90 .90 1.05 1.09 -13** -.01 -.02 -.09** -.08** -30**  -40**  -57**  (.65)

a. a: Cronbach Alpha Reliability; b. CR: Composite Reliability of the construct measures

Average Variance Extracted (AVE) for each construct (nos. 7-9) is provided in parentheses along the diagonal;
Values below the diagonal are inter-construct correlations; Values above the diagonal (i.e. AVE) are square of correlations (nos. 7-9).
** p < .01(two-tailed); * p < .05 (two-tailed); N = 1302
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The results in Table 1 point to desirable psychometric properties of the subjective
measures. In particular, Cronbach alpha and composite reliability values were well above the
suggested minimum value of .70 (Anderson & Gerbing, 1988; Nunnally & Bernstein, 1994). We
examined the discriminant validity between the latent constructs by applying the Fornell and
Larcker (1981) test. This test requires average variance extracted (AVE) of each construct to
exceed the square of inter-correlations between the latent constructs. Table 1 shows that the
square of correlations between constructs was lesser than AVEs of individual constructs. Next,
we compared the hypothesized measurement model with the model where the correlation
between the constructs is constrained to unity (Anderson & Gerbing, 1988). The y2-difference
test was significant (Ay?[6] = 1672.15, p < .001) suggesting that the correlation between the
constructs significantly differs from 1.

RESULTS
Hypotheses Testing
Relationships between perceptual measures were estimated using covariance based Structural
Equation Modeling (SEM), performed through AMOS 22. In order to account for the effects of
common method variance, we estimated the structural model with a common method latent
factor. Structural model containing the study variables as well as the control variables showed
very good fit with the data (3°[503] = 1127.02, p < .01; ¥*/df = 2.24; GFI = .95; TLI = .96; CFI =

.97; RMSEA = .03). The results of path analysis are provided in Figure 2.
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FIGURE 2
Best Fitting Structural model with standardized path coefficients
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Note:
Results represent standardized path coefficients of structural model with control variables and with CLF. Control variables (Age, Gender,
Tenure, Education and Job Level) and common method latent factor (CLF) are not shown for ease of presentation.

Model fit: ¥°[503] = 1127.02, p < .01; y°/df = 2.24; GFI = .95; TLI = .96; CFIl = .97; RMSEA = .03

**p<.01; *p<.05 N=1302.
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Motivating job characteristics were significantly related to intention to quit (f = -.36, p
< .01) and work engagement (f = .59, p <.01). Work engagement was negatively related to
intention to quit (B = -.47, p <.01). Figure 2 shows that in the presence of work engagement,
job characteristics had non-significant direct relationship to intention to quit (B = -.04, ns).
The indirect effect of job characteristics on intention to quit was -.62 with the 95% bootstrap
confidence interval of -.83 to -.44. The results of the analysis provided strong support for
hypotheses 1, 2 and 3.
To assess moderation, we conducted hierarchical regression analyses using SPSS 22. In

order to perform the regression analysis in SPSS, we imputed the common-method bias

adjusted construct values from AMOS 22. Table 2 shows the results of the regression

analysis.
TABLE 2
Hierarchical Regression Analysis Results
Intention to Quit
Stepl Step2 Stepl Step2
Age -.08* -.08 -.04 -.04
Gender -.02 -.02 -.05* -.05*
Control Variables Education -.05* -.05 -.05* -.05*
Job Tenure .01 .01 .02 .02
Job Level .01 .01 .01 .01
Job Characteristics (JC) -.35%* -.36**
Conscientiousness (Cons) -.22%* -.23**
Common Method Bias JC x Cons -09**
Adjusted Predictors Work Engagement (WE) - G4xx L GAx*
Conscientiousness (Cons) - 17%* - 17**
WE * Cons -.06*
Adjusted R? 21 22 36 36
Fit Statistics A Adjusted R? 21 .01 .36 .003
F 51.47**  47.06** 103.78** 91.91**

N = 1302; **p < .01, *p < .05
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As seen from Table 2, the interaction between motivating job characteristics and
conscientiousness was significantly but negatively related (p = -.09, p < .01) to intention to
quit. The interaction between work engagement and conscientiousness was all negatively
related to intention to quit (B = -.06, p < .05). Following the guidelines of Aiken and West
(1991), we plotted the interaction effects on intention to quit. The plots, presented in Figure
3a and Figure 3b, show that at high levels of conscientiousness, the relationships between job
characteristics and intention to quit, and between work engagement and intention to quit are
stronger (more negative). Hypotheses 4 and 5 were, thus, supported.

FIGURE 3
Moderating Effect of Conscientiousness on Intention to Quit

a. Interaction with Work Engagement
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b. Interaction with Motivating Job Characteristics
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DISCUSSION

Theoretical Implications

The present study contributes to theory in multiple ways. First, the findings from this
study indicate the crucial role of task characteristics in influencing work engagement.
Employees experiencing motivational aspects of job develop positive affective reactions such
as engagement. Since much prior research on work engagement has focused on the benefits
an organization can reap by supporting its employees, this study contributes by exploring
factors that might stimulate work engagement in its employees. Well designed jobs have
motivational potential because they make employees’ work meaningful, hold them
responsible for work processes and outcomes, and provide them with information about the
actual results of the work activities. This finding of the study significant extends recent
studies which show that such job resources can relate to positive work-related experience
(Demerouti, 2006; Demerouti et al., 2001; Schaufeli & Bakker, 2004; Chan, Huan & Ng, P.

M. (2008).) which, in turn, influences employee attitudes.
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Second, this study highlights the attitudinal effect of engagement on turnover
intentions. Since engaged employees experience positive emotions, including happiness, joy,
interest, and enthusiasm in their work (Schaufeli et al., 2006) 2006), they possess a lower
tendency to quit. Third, by examining work engagement as a mediator in JC and intention to
quit relationship, this study addresses literature gap of limited knowledge of how JC is
associated with intention to quit (Chang et al., 2009:780). The mediating role of work
engagement on JC-outcome indicates that employees high on job resources experience
positive emotions such as engagement which in turn results in lesser intentions to quit. This
finding agrees with the assumptions of the broaden-and-build theory (Fredrickson, 2001) that
states that positive emotions broaden habitual modes of thinking and acting and result in
effective functioning. Motivational potential of job resources leads to increased levels of
work engagement, which in turn results in reduced turnover intentions. The study
demonstrates that the effects of job characteristics on turnover intentions are not direct and
emotional reactions precede intentions to quit. These findings are significant since they
improve our understanding of the complex relationship between JC and work outcomes.
Fourth, to capture the complexity of the relationships between the study constructs, the
research also examined the moderating role of conscientiousness. We found that
conscientiousness qualifies the main effects of JC and engagement on intention to quit.
Similarly, the negative effects of JC and work engagement on intention to quit were stronger
for employees low on conscientiousness. The study demonstrates that although positive states
such as engagement at work seem to be able to explain a substantial part of job performance,
the relationship is not straight forward and similar across individuals. This study is one of the
first to show that conscientiousness moderates the direct effects of JC on engagement as well
as its indirect effects of turnover intentions. It is, therefore, also one of the few studies that

follow Hurtz and Donovan’s (2000) suggestion to build more extensive multivariate models
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of the personality—job performance relation and to integrate motivational variables within
such models to improve the prediction of performance. By offering an additional explanation
as to when JC and engagement is related in to intention to quit, this study significantly
contributes to extant body of knowledge on JC, engagement and intention to quit.

Finally, this study makes an important theoretical contribution by integrating the JD-R, COR
and social exchange theories, to propose and test a conceptual model linking JC, work
engagement, intentions to quit and conscientiousness. Most of the studies on engagement
have taken some only few aspects of job characteristic and not all. This is the first study to
examine an aggregated score of job characteristics on work engagement.

The study also contributes in terms of context. With multinational corporations
increasingly opening businesses in India, an understanding of employee motivation is an
important concern (Varma & Budhwar, 2012; Agrawal, Khatri, & Srinivasan, 2012).
Addressing a call from Ahlstrom (2012) for theory-based research that advances the

understanding of management in the Asia-Pacific region, this study was conducted in India

Practical Implications

The findings of this study suggest that organizations have powerful influence on
employees’ affective and attitudinal states by managing the meaning of work. By altering the
job designs, organizations can significantly define and shape the “reality” in which
employees work (Smircich & Morgan, 1982). Although the design of the study inhibits any
causal inferences, it can be assumed that job characteristics such as task variety, autonomy,
job feedback, task identity, and task significance can induce engagement.

The present study shows that the effect of JC in affecting engagement levels and
intentions to quit varies based on levels of conscientiousness among employees. Although

motivating job characteristics will most probably be beneficial for organizations as it leads to

—
W.P. No. 2015-03-04 Page No. 25



WA = IMNDIA ]
l.._ Research and Publications

higher levels of engagement and lower levels of intention to quit, the effects will vary for
individuals based on their levels of conscientiousness. As the personality of employees is not
easy to change, organizations can take some measures to make sure that employees high on
conscientiousness are made aware of the tasks/activities on which they should focus their
attention. It is important that the management takes extra care for such employees to set clear
performance targets and to clearly indicate their primary and secondary job responsibilities.
Strengths, Limitations and Directions for Future Research

We were able to directly access a large sample of full-time managers from Indian
organizations that are generally considered to be difficult to approach and gain access to. A
notable strength of this study is the sample size of 1302 managerial employees from different
industries. The occupational heterogeneity increases the ability to generalize the findings of
the present study. In addition, in designing the survey, we were aware of potential limitations
associated with this methodology and took steps to minimize their seriousness by taking care
of the ordering of items, incorporating controls, testing for discriminant and convergent
validities of constructs and controlling for common method variance by modeling an
orthogonal common method factor.

Although the findings of this study are in line with the developed theory, the study has
some limitations that can be addressed in future research. First, the research was cross-
sectional, so any inferences regarding causality may be limited. Second, the data on the study
variables were self-reported and collected at a single point in time. We made every attempt to
minimize concerns of common method variance and checked for the common method
variance through procedural control (assuring respondents of anonymity of their responses)
and statistical control (modeling a latent common method factor), the possibility of this error
cannot be all together discounted. Future studies should test the relationships explored in this

study through other study designs, like longitudinal study, analysis of daily diary in order to
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better understand the interrelationships between the constructs. An interesting direction for
future study might be to assess the extent to which other individual differences (e.g. other
four factors of personality, role identity, knowledge, etc.) interact with aspects of job
characteristics and work engagement to influence intention to quit. Also, it is possible that
other intervening variables might come into play in the relationship between job
characteristics and intention to quit. For example, self-efficacy (i.e., belief that one’s actions
are responsible for successful outcomes) might be an important mediator for JC-intention to
quit relationship. Future studies are necessary to clarify such differences in the psychological
mechanisms for different employees and employee groups.
CONCLUSION

The motivational basis of employee work attitudes and behavior is regarded as an important
component of the research agenda relating to management practices especially in
employment relationship domain. The current research contributes to the ongoing debate
about the motivational potential of job resources on work engagement and intention to quit.
The results of this study suggest that employee work engagement is likely to benefit
organizations by arresting turnover intentions of their employees. These results reinforce the
practical value of research examining factors which foster such affective reactions (work
engagement) as well as its consequences. The study is also significant as it shows that the effects
of motivating JC and work engagement will be higher for employees high on conscientiousness, an

important factor of personality.
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