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Abstract

Purpose: Despite the popularity of employee engagement in the past decade, organizations across 
the globe struggle with disengaged employees at work. The purpose of this paper is to critically 
reflect on issues relating to employee engagement and to develop a conceptual framework that explains 
the linkages between organizational climate, procedural justice, distributive justice, perceived 
organizational support, and employee engagement with the aim of fostering higher levels of employee 
engagement in organizations. 
Methodology: The paper provides a systematic review of the literature on employee engagement 
and reviews from peer-reviewed journals written in English on the topic and published in 1985–2019.
Findings: Research in this field shows that engaged employees are perceived as employees who work 
harder, are willing to go the extra mile, and are more passionate about the work they do and the 
quality they present to produce better results that drive business growth. Today, more than ever, 
organizations understand the importance of their employees and view them as the most important 
asset to their businesses. Hence, keeping employees committed and engaged has become one of the 
key focuses for organizations. 
Originality: Previous studies have not considered a holistic model of employee engagement from the 
angles addressed in this paper nor has such a model been tested on a global or regional scale. This 
study contributes to the literature on employee engagement by proposing a conceptual framework 
through which organizations can have important insights into how to engage their employees. The 
conceptual framework of this study will be crucial for organizations attempting to improve their 
em ployee engagement.
Keywords: employee engagement, organizational climate, distributive justice, procedural justice, 
perceptions of organizational support
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Introduction

Many organizations recognize that employees are their best assets that allow them to 
better compete in the marketplace to achieve competitive advantage (Bailey et al., 
2016). In today’s ever-changing business world, employee motivation goes beyond sala-
ries. Employees now anticipate that their role should contribute to and affect the busi-
ness in a greater sense (Marciano, 2010). This has altered the focus of employers to 
allow them to better understand the true essence of what fosters employee engagement. 

Research on employee engagement (EE) is of high importance to managers, because 
disengaged employees are employees who lack commitment and motivation (Aktouf, 
1992). Employees non-engaged in their work lead to lower productivity and profitability 
(Scott, 2017). Hence, many place a strong emphasis on defining and measuring employee 
engagement as well as understanding the impact of its antecedents. According to a 2017 
survey by Gallup (pg. 53), 85% of employees are non-engaged or actively disengaged 
in their jobs, uninvolved in their work, and their workplace. The Gallup research 
aimed to understand the reasons behind low productivity and the lack of engagement 
in the workplace and how organizations can improve these factors. The Gallup study 
collected data with the use of surveys from over 140 countries over the course of a five- 
-year period to determine employee engagement and its impact on business outcomes. 
The survey also assessed engagement levels geographically and revealed that the 
Middle East and North Africa have the highest level of actively disengaged employees, 
reaching 22% of non-engaged employees. This figure is alarming, especially taking 
into consideration that improving employee engagement has become one of the biggest 
concerns of employers as research shows that their overall productivity and profita-
bility clearly depend on employee engagement. 

Branham (2005) argues that disengaged employees have a negative impact on both 
organizational morale and profitability. Moreover, according to the Workplace Research 
Foundation, engaged employees are likely to be 38% more productive than non-engaged 
employees. In agreement, Choudhury and Mohanty’s (2019) study reveals that the level 
of engagement in an organization leads to increased productivity, reduced turnover, 
improved job performance, and many other desirable outcomes. This agrees with many 
other researchers who show a strong positive correlation between employee engagement 
and organizational outcomes (Choudhury and Mohanty, 2019) such as the increased 
performance (Smith and Bittci, 2017), productivity (Mohanty et al., 2018), and profita-
bility (Zelles, 2015) of an organization. Kruger and Killham (2007) also state that 
disengaged employees are less involved and tend not to share innovative and creative 
ideas with coworkers. Thus, it becomes imperative to further investigate factors that 



Vol. 28, No. 1/2020 DOI: 10.7206/cemj.2658-0845.18

CEMJ 101Cultivating Employee Engagement in Organizations: Development of a Conceptual Framework

could foster employee engagement. This study attempts to address this issue by devel-
oping a framework that could have practical implications in organizations, especially 
in the Middle East and North Africa, as this region seems to have the highest level of 
non-engaged employees. 

Luthans and Peterson (2002) argue that managers must create an engaging environment 
for their employees, both emotionally and cognitively. Managers should showcase 
empathy and concern toward their employees, all while providing them with a purpose 
for their work and focusing on their contribution to the business. Luthans and Peterson 
(2002) suggest that the healthier and stronger the employee-manager relationship is, 
the more emotionally engaged the employees will be, and the more likely they are to 
provide positive outcomes and support their managers. Similarly, those employees 
produce greater results who are clear on what is expected of them, understand their 
purpose, and are cognitively stimulated. Several studies underline the importance of 
employee engagement on both the individual and organizational levels. The resulting 
impact improves customer satisfaction, increases retention rates, and enhances pro-
ductivity and profitability. Moreover, scholars correlate employee engagement with 
employee well-being, increased performance, and reduced turnover (Christian et al., 
2011; Halbesleben, 2010). In addition to supervisor support, other factors play a role in 
engaging employees, such as perceived organizational support, organizational culture, 
and organizational justice. Furthermore, it has been revealed that promoting an environ-
ment of social-bonding and camaraderie in an organization can help increase employee 
engagement (Bhappu and Schultze, 2018). 

This study contributes to the literature on employee engagement by proposing a con-
ceptual framework through which organizations can gain important insights into how 
to engage their employees. We propose procedural justice, distributive justice, perceived 
organizational support, and organizational climate as the main variables in our frame-
work for influencing employee engagement. Furthermore, we argue that organizational 
climate plays a mediating role in the relationship between perceived organizational 
support and employee engagement. The conceptual framework of this study will be 
crucial for organizations attempting to improve their employee engagement levels, as 
it offers a starting point whose variables managers should consider addressing first.

This research offers diverse contributions to the literature, as it can help organizations 
improve their overall performance and maintain a competitive edge. First, the proposed 
conceptual framework expands the scope of employee’s perception of managers and 
the organization and how the perceptions can affect employee engagement levels. 
Second, we shed light on a gap found in both the academic and professional worlds. 
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Third, we investigate in-depth the variables included in the framework we developed 
to understand the implications they have on the engagement levels in organizations. 
In addition, our research highlights the significance of the mediating role of organi-
zational climate on employee engagement, which has not been adequately explored.

Previous studies did not consider a holistic model of employee engagement from the 
angles addressed in this paper, nor has such a model been tested on a global or regional 
scale. Therefore, there is a significant need for this framework to be tested, especially by 
focusing on regions with the lowest levels of employee engagement, such as the Middle 
East, as there is a shortage in theoretical arguments and empirical evidence in this regard. 

Following the introduction, we provide a literature review in which we discuss employee 
engagement, its definitions, antecedents, and outcomes. Then, we provide a theoretical 
background from which we developed our conceptual model. Thereafter, we provide 
propositions based on our model to be tested by forthcoming empirical studies, fol-
lowed by a conclusion and directions for future research. 

Literature Review
Defining Employee Engagement

Research on employee engagement shows a clear overlap with other variables, includ-
ing affective commitment, organizational citizenship behavior, and psychological 
contracts. There are many differences in how the concept of employee engagement is 
defined in the literature. Some define it in a way similar to psychological contracts, 
specifying that it is an unwritten two-way relationship between both the employer 
and the employee that can be easily broken. Others take engagement a step further 
than employee commitment and argue that engaged employees must appreciate the 
business and believe that the changes they make to their jobs could positively affect busi-
ness profitability. For example, a psychological contract was revealed to be a vital aspect 
of employee engagement where the level of trust, support, and information exchange 
were all seen as variables with a significant impact on engagement (Lodha and Pathak, 
2017). Moreover, psychological contract breach or fulfillment directly impacts employee 
engagement, as it is an important determinant to the level of employee contribution to 
the organization (Zeidan, 2006). Employees contribute less if trust is damaged, and 
hence productivity declines drastically (Naidoo et al., 2019). 

Robinson, Perryman, and Hayday (2004) argue that although engagement includes 
some elements of both organizational citizenship behavior and commitment, which 
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do not mirror the two aspects of engagement related to its two-way nature and the fact 
that engaged employees are supposed to have a facet of business appreciation. Organi-
zational citizenship behavior means the degree to which employees believe in the 
vision and mission of the organization and feel a sense of belonging to it. The authors 
define engagement as 

a positive attitude held by the employee towards the organization and its values. 
An engaged employee is aware of business context, and works with colleagues 
to improve performance within the job for the benefit of the organization. The 
organization must work to nurture, maintain and grow engagement, which re- 
quires a two-way relationship between employer and employee (Robinson, Per-
ryman and Hayday, 2004, p. 19). 

Kumar (2015) also regards engagement as a multidimensional construct that groups 
various aspects of employee attitudes and behaviors toward the organization. He con-
tends that employee engagement is a construct that groups five different dimensions: 
employee satisfaction, employee identification, employee commitment, employee 
loyalty, and employee performance. 

After comparing various definitions used among scholars and practitioners, we found 
that the most common approach to defining engagement describes it as a positive state 
of mind that groups the feelings of vigor, dedication, and absorption at work (Schaufeli 
and Bakker, 2002). The Utrecht Work Engagement Scale (Schaufeli and Bakker, 2002) 
was developed and tested to measure employee engagement based on those three 
components and was identified to have valid and reliable psychometric properties. 
In agreement with Schaufeli and Bakker (2002), other researchers describe employee 
engagement as a feeling of satisfaction at the workplace that engages and energizes 
employees to work overtime and put in additional effort without being asked (Macey 
et al., 2009). Managing to turn disengaged employees into engaged employees is a chal-
lenge that organizations should not take lightly. Despite some improvements in the 
past decade, with a drop in the percentage of actively disengaged employees worldwide 
from 26% in 2009 to 17% in 2018, the Middle East and North Africa still have a higher 
percentage of disengaged employees (22%; Gallup, 2017). This high level of disengage-
ment in the region makes employees want to move to other countries for better and more 
satisfying opportunities or prefer working in the government sector due to cultural 
factors, the lack of support for human capital development, and low investment in the 
private sector. All these issues and implications feed into the increasing significance 
of building a high performing culture to grow the level of engaged employees and 
consequently improve business culture. 
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Organizational Climate 

Organizational climate is defined as the perception of employees toward behavioral 
norms, values, attitudes, and expectations shared among people within the organization 
(Sacher, 2010, p. 4). Griffin (2001) argues that organizational climate is the direct percep-
tion of employees on the work environment. Moghimi and Subramaniam (2013) stated 
that organizational climate is the set of values and beliefs that are not seen but inherent 
to employees’ behavior. Subramani et al. (2016) define this construct as an important de- 

terminant that may have an impact on the psychological environment and employees’ 
work-related attitude. In agreement, Vasudevan and Mahadi (2018) suggest that the 
organizational climate shapes employee understanding and behavior. While numerous 
studies have been conducted on organizational climate, their findings differ as the 
climate is specific and different to each organization depending on its size, structure, 
complexity, and so on (Lafta et al., 2016; Madhukar and Sharma, 2017). In this regard, 
the impact on employee work behavior and commitment levels differ accordingly. 

Sainy and Arya (2017) reason that employees’ perceptions of the organizational 
environ ment impact their performance levels. Therefore, the organizational climate 
has the power to affect employees positively or negatively and accordingly produce 
respective outcomes (Castro and Martins, 2010). Moreover, several studies show that 
business results are driven by employees’ feelings about their work environment in the 
organization (Viswanathan, 2015; Lafta et al., 2016; Raja and Madhavi, 2019). Similarly, 
the literature links organizational climate with multiple variables such as organiza-
tional commitment (Berberoglu, 2018), job satisfaction (Ahmad et al., 2018), leadership 
style (Moslehpour et al., 2018), and perceived organizational performance (Berberoglu, 
2018). Berberoglu (2018) states in her study that organizational climate has a direct 
and positive relationship with the perceived organizational performance of employees, 
while a less significant impact was associated with organizational commitment. Some 
researchers suggest that organizational climate is one of the most important and signi-
ficant factors in a comfortable and enjoyable workplace (Jung, 2003). Hence, when 
organizations create a positive and supportive workplace where the policies and proce-
dures are perceived as fair and enabling individual growth, employees’ behaviors will 
be affected positively. Likewise, when employees’ perceptions of organizational climate 
are negative, their behaviors are impacted negatively. Accordingly, the construct of 
climate is very much an individualistic perspective and should be assessed and measured 
on an employee level. 
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Organizational Justice 

Organizational justice has been studied on several occasions in the last three decades 
(Greenberg, 1987). Organizational justice is defined as the perception of employees 
towards the fairness of policies and procedures and the extent to which they are 
viewed as unbiased, objective, and ethically acceptable. Thus, the perception of fairness 
that each employee has is unique to them only and may not be a true and accurate 
reflection of reality. The construct of organizational justice is highly focused on the 
individual’s personal assessment and perception of organizational decisions and out-
comes (Choudhary et al., 2019). When these decisions and outcomes are perceived as 
fair and just, employees’ behavior is affected positively and vice-versa. Furthermore, 
employees’ perception of whether decisions are fair or unfair center on their own encoun-
ters in the organization which influence their behavior (Zeidan, 2006; Valentine, 2018). 

The concept of justice stems from the theory of equity on motivation, which is built on 
the belief that employees will feel demotivated when they perceive inequity between 
the inputs and outputs observed between their coworkers and themselves (Adams, 1963). 
For a more in-depth understanding of the concept, academics divide the construct 
into three categories: distributive, procedural, and interactional justice (Cropanzano, 
Prehar and Chen, 2002). 

Distributive justice refers to employees’ perceptions of the fairness of organizational 
outcomes (Folger and Konovsky, 1989). Employees compare the ratio between their input 
and the output they receive (Adam, 1965; Leventhal, 1976). Furthermore, distributive 
justice considers the fairness in the distribution of rewards and resources among the 
individuals within an organization (Homans, 1989). As such, this construct of justice 
is both absolute and comparative, as it focuses on the perception of the employee but 
also on actual outcomes and decisions made by the organization such as a pay raise 
or a promotion.

Procedural justice refers to fairness in creating and implementing policies and proce-
dures (Lind and Tyer, 1988). It focuses on the fairness of procedures and whether they 
are perceived as consistent, bias-free, accurate, and amendable to inputs (Leventhal, 
1980; Thibaut, Walker, LaTour and Houldern, 1973; Konovsky, 2000). Folger and Green-
berg (1985) argue that reward allocation policies significantly weigh on the perception 
of procedural fairness in an organization. Konovsky and Cropanzano (1991) show that 
procedural justice has a vital impact on numerous variables, including employees’ 
commitment levels, job satisfaction, turnover intentions, and performance. The authors 
reason that procedural justice has such a high impact on employee outcomes that it 
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leads them to have a higher sense of respect and care for the organization’s performance 
and outcomes. Tyler and Lind (1992) also agree that when organizations implement 
fair procedures and foster the feelings of respect, acknowledgment, and appreciation, 
employees are more likely to engage in the organization and enhance performance. 

Lastly, interactional justice is defined as the quality of treatment obtained from the 
management when implementing organizational procedures (Bies and Moag, 1986; 
Tyler and Bies, 1990). Moreover, interactional justice is considered a larger umbrella 
that groups interpersonal and informational justice (Colquitt, 2001). Interpersonal 
justice refers to the level of respect and communication displayed by supervisors to 
their employees, while informational justice refers to the honesty provided by super-
visors when implementing these procedures (Bies and Shapiro, 2987; Greenberg and 
Cropanzano, 1993). While informational justice focuses on the relationship between 
employees and their supervisors, procedural and distributive justices center more on 
the relationship between employees and their organizations (Kim and Park, 2017). 
Moreover, distributive justice has a more significant impact on outcomes on a microlevel 
(Greenberg, 1990; Ghosh et al., 2014; McFarlin and Sweeney, 1992), whereas procedural 
justice is associated with having a more significant outcome on a macrolevel (Cropan-
zano and Folger, 1991; McFarlin and Sweeney, 1992; Saks, 2006). Accordingly, we expect 
distributive and procedural justices to have a positive impact on employee engagement.

Studies that examine the impact of organizational justice dimensions (distributive, 
procedural, and interactional) reveal that procedural and distributive justices are 
more significantly correlated to positive work behavior like engagement than interac-
tional justice. Therefore, the framework of this study will focus on the concepts of 
distributive and procedural justice rather than interactional justice. It will highlight 
distributive justice as a key construct, because it focuses more on investigating the 
underlying relationship between the perceptions of employees to their organizations 
on a microlevel, and it will moreover incorporate the procedural justice dimension, 
as it investigates on a macrolevel the underlying relationship between the perceptions 
of employees and their organizations.

Perceived Organizational Support 

Perceived Organizational Support (POS) is conceptually described as “the perception 
that employees have towards their organizations and the extent to which organizations 
value the contributions of their employees and care for their well-being” (Eisenberger 
et al., 1986, p. 501). As per the theory of reciprocity (Gouldner, 1960), employees will 
reciprocate the treatment they perceive and will produce positive outcomes when they 
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believe that their organization is supportive, appreciates their contributions, and is 
interested in their welfare. Similarly, when employees perceive a negative treatment from 
their organizations, they will reciprocate with an unfavorable treatment (Rhoades and 
Eisenberger, 2002). This is consistent with the social exchange theory, which focuses 
on the core assumption that if a person puts in a certain amount of effort or investment 
into something, this person expects a corresponding return of effort and investment. 
In the same manner, when employees feel they are given organizational support, they 
will be more compelled to return this support by putting in more effort and commitment 
into work to realize this social exchange.

Zorlu et al. (2019) explain that this relationship between the employer and employee 
is based on impersonal or socio-emotional sources. In this regard, POS helps satisfy 
socio-emotional needs, such as approval, regard, emotional encouragement, and affilia-
tion that drive the employee to identify with the organization (Kurtessis et al., 2015). 
This relationship also improves the morale of employees and leads to positive outcomes 
on both the departmental and organizational levels. Moreover, employees who feel that 
the organization is concerned about their well-being and values their contributions may 
have more trust in the decisions of the organization and engage in risk-taking actions 
(Neves, 2014). However, it is important to understand that this construct revolves around 
the notion of perception, which is naturally different and unique to each individual. 

The sense of support will not be perceived with the same level among all employees 
and, consequently, the level of positive effect will be different to each person. More-
over, POS is linked to numerous positive employee behaviors, increased subjective 
well-being, and favorable work outcomes (Baran and Miller, 2012; Eisenberger and 
Stinglhamber, 2011; Kurtessis et al., 2015). Moreover, POS is linked to increased job 
satisfaction (Miao and Kim, 2010; Zumrah and Boyle, 2015; Günay, 2017), higher 
employee performance (DeConinck et al., 2018), and organizational commitment 
(Arshadi, 2011; Linda and Yonita, 2018). These relationships are due to the principle 
of reciprocity between the employee and the employer. In strong POS environments, 
employees strongly believe that the organization recognizes and rewards certain posi-
tive work outcomes, such as the increase of employee performance (Arshadi, 2011). 
As a result, employees with high POS are more likely to care for the organization, support 
its decisions, and further its organizational goals.
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Theoretical Framework 
Organizational Climate and Employee Engagement

Organizational climate is the perception that employees have regarding procedures, 
policies, and practices within an organization. This construct has periodically been 
linked to employee engagement. On more than one occasion, researchers explored the 
relationship between the two constructs. Some researchers positively associate em- 
 ployee engagement to organizational climate as a direct relation (Geue, 2018), while 
others reveal that organizational climate affects employee engagement indirectly through 
other antecedents such as organizational leadership (Schein, 2004), organizational 
resources (Albrecht, Breidahl and Marty, 2018), or even perceived organizational 
support (Köse, 2016). Employees are more likely to engage and produce positive out-
comes in a supportive environment, as a positive organizational climate preserves 
employee motivation and maintains high performance (Miller, 2002). Rabbanee et al. 
(2019) also present empirical evidence that supports a positive correlation between 
organizational climates for the initiative, psychological safety, and employee engagement. 
Moreover, they reveal that employee engagement has a positive and direct relationship 
to customer engagement, which has huge implications for business outcomes.

Procedural Justice and Employee Engagement 

The link between organizational justice and employee work engagement has been 
examined on several occasions. Gupta and Kumar (2014) examine trust as a variable 
that mediates the relationship between justice and employee engagement. They empiri-
cally prove that higher levels of procedural justice lead to higher levels of vertical trust, 
which ultimately result in engaged employees. Work engagement was also assessed 
as a mediating factor between organizational justice and other positive job outcomes, 
such as job sharing and innovative work behavior (Woocheol and Park, 2017). 

Researchers support a positive correlation between organizational justice and employee 
engagement. Many identify and confirm the impact of procedural justice on employee 
engagement while examining both the direct and indirect relations. Several researchers 
reveal substantial direct influence of organizational justice on employee engagement 
(Park, Song and Lim, 2016; O’Connor and Crowley-Henry, 2019), whereas others indicate 
the indirect effect of organizational justice on employee engagement through organiza-
tional identification (He, Zhu and Zheng, 2014). 
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Distributive Justice and Employee Engagement

Distributive justice is an important construct of justice, commonly expressed when em- 
ployees feel dissatisfied in their workplace. The perception of unfair distribution is 
usually displayed when employees feel that their inputs are not being rewarded or acknow-
ledged as they should be (Adam, 1963). According to Biswas, Varma, and Ramaswami 
(2013), employees who feel that they were unjustly treated tend to display disengage-
ment in their work and their workplace. These researchers suggest that organizations 
should focus on listening to their employees and showing concern and support. This 
implies that managers should be open to address and amend company policies and 
procedures when needed. Consequently, employees who perceive that the distribution 
of resources and rewards are just and fair will, in return, display engagement in their 
work, which will lead to their higher performance and productivity. 

Distributive injustice causes employees to rebel against the outcomes of the imple-
mented policies and procedures that they perceive as unjust, as argued by Özer, 
Uğurluoğlu, and Saygili (2017). The authors suggest that when employees perceive 
justice within their organizations, their behavior and engagement levels are positive. 
Furthermore, the authors argue that the most significant justice construct mediating 
employee engagement is created by procedural justice, followed by distributive justice. 

Perceived Organizational Support and Employee Engagement

Scholarship shows that Perceived Organizational Support (POS) correlates with posi-
tive outcomes in the workplace. Among these correlations, various studies show 
employee engagement to be a significant outcome (Kralj and Solnet, 2011; Dai and Qin, 
2016; Chass and Balu, 2018). Moreover, Chass and Balu (2018) find a strong and positive 
correlation between POS and employee engagement. Furthermore, a study that analyzes 
this correlation on a generational level found that the influence of POS on millennials 
and non-millennials is equally important and significant to both cohorts (Kralj and 
Solnet, 2011). In our developed model, we propose that the relationship between POS 
and employee engagement will be positive and that this relationship will also be me- 
 diated by organizational climate. 

Subsequent to the previous discussion, we make the following propositions regarding 
organizational climate, perceived organizational support, procedural justice, distribu-
tive justice, and employee engagement (Figure 1):



DOI: 10.7206/cemj.2658-0845.18

110 CEMJ

Vol. 28, No. 1/2020

Susan Zeidan, Noura Itani

Proposition 1. A more favorable organizational climate will create higher levels 
of employee engagement. 

Proposition 2. Higher levels of perceived organizational support will contribute 
to a more positive organizational climate, which will in turn result in more 
engaged employees. 

Proposition 3. An increase in procedural justice will promote positive employee 
engagement. 

Proposition 4. Higher levels of distributive justice will lead to higher levels of em- 
ployee engagement. 

Proposition 5. Higher levels of perceived organizational support will foster higher 
levels of employee engagement.

Figure 1. Conceptual Model

Source: own elaboration.

Conclusions and Directions for Future Research

Attaining high levels of employee engagement continues to be a challenge for most 
organizations on a global level in the highly competitive and dynamic economy. 
Engaging the workforce has never been more important or vital to the survival of com-
panies. Engagement is linked to the overall organizational performance, as it impacts 
the behavior of employees and their outcomes. 

Procedural 
Justice

Distributive 
Justice

Employee 
Engagement

Perceived 
Organizational 

Support

Organizational 
Climate



Vol. 28, No. 1/2020 DOI: 10.7206/cemj.2658-0845.18

CEMJ 111Cultivating Employee Engagement in Organizations: Development of a Conceptual Framework

Employees are the company’s biggest asset, and without the ability to engage them, 
their productivity and performance will decrease, thus resulting in poor business out-
comes (Kim et al., 2019). Hence, HR professionals and managers must understand the 
needs, expectations, and wants of employees so as to learn how to engage them and 
maintain an engaged workforce. For that, HR professionals need to first understand em- 
ployees’ perceptions toward their supervisors and their organization, as there exists a clear 
gap between the expectations of HR professionals and employees (Zeidan, 2006). 

Xiong and Wen (2020) explore the role of employee engagement in turnover rates and 
behavioral outcomes. Their study suggests that turnover rates and employee engage-
ment levels are negatively correlated. Moreover, the authors suggest that turnover rates 
have a significant negative correlation with organizational citizenship behavior and 
a significantly positive correlation with counterproductive work behavior. They recom-
mend that organizations implement an employee retention strategy to foster more 
organizational citizenship behavior and demote counterproductive work behavior, thus 
leading to higher employee engagement levels.

Moreover, managers and direct supervisors have a great influence on the engagement 
levels of employees. It is important for managers to understand the crucial role they 
play in shaping employee perception and experience so as to learn the impact they have 
on employee engagement (Reina et al., 2018). Furthermore, the implementation of mana-
gerial leadership models can positively impact organizational performance measures 
such as employee engagement, as proposed by Prince and Mihalicz (2019). The authors 
suggest that managers must undergo managerial effectiveness training to improve their 
managerial styles and consequently improve employee engagement. 

First, when it comes to organizational climate and employee engagement, the key consi-
deration for employers is to create a positive environment for employees, in which 
their hard work is acknowledged, rewarded, and appreciated. Geue (2018) supports 
this argument and highlights the importance of managerial involvement in achieving 
higher levels of employee engagement. He states that managers can motivate their 
team members by cultivating a supportive culture that creates more engagement and 
produces greater results. 

Second, the literature suggests that perceived organizational support has a strong and 
positive correlation with employee engagement. From a practical perspective, it is impor-
tant for managers to understand the type of support that is most influential to achieving 
greater employee engagement. Managers should demonstrate support to the employees 
at all times; this is particularly important when organizations undergo a transition 
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such as a merger or deal with an external force such as an economic crisis. Managerial 
involvement, support, and reassurance provided to employees – especially during 
trying times – will determine how employees behave, perform, and approach the 
organization after a difficult period. 

Third, the perception of justice has important practical implications. Employee per-
ception of justice is vital, as it highly affects their behaviors and outcomes. Managers 
must be more transparent in their communication with employees about the policies 
and procedures, which must be consistent, bias-free, ethical, and amendable (Cloquitt 
et al., 2005). Furthermore, managers influence employees to engage more when the 
distribution of resources and rewards is equal and fair. We encourage managers to 
explain and justify these distributions so that employees can perceive them as fair 
and just. 

This research adds value to both the theoretical and practical perspectives. From the 
theoretical perspective, our study provides a primary insight into the relationships 
between procedural justice, organizational climate, perceived organizational support, 
and employee engagement. 

Future research can develop further insight into how to foster higher levels of employee 
engagement by testing the conceptual framework and comparing findings in both the 
private and public sectors. Moreover, researchers can look at other variables or mediat-
ing effects that may impact employee engagement, such as employee satisfaction, 
organizational citizenship behavior, and motivation. For example, research can benefit 
from scrutinizing the concept of trust and testing the mediating effect of this concept 
in the organizational justice-employee engagement relationship.
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