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IN MEMORIAM OPROFESSOR DR. FEREARKAS (1942016)

Dr. Ferenc Farkas was a Member of the Faculty of Business and Economics of the University

of Pecs where he worked for 44 years.

His teaching areas included leadership, organizational behavior, change management, and
human resource management. He participatedhe development of study materiatd these
disciplines, and also of business majors and minors that were using these materials. He was a
supervisorof many Hungarian and foreigPhD candidates. He was able to align his academic
career and his everydayxperiences in the business and nonbusiness sector organizations.
The research interest of Professor Farkas included nonprofit management and leadership,
human resource management, knowledge management, and change managemenasHe

the team leader of seval Hungarian and international projects, and also a member of
numerous (both Hungarian and international) journals of management. Both nationally and
internationally, as an authcaind/or editor, he published over 250 papers and 15 books and
numerous book leapters, frequently participated in international conferences and published

conference papers and journal articles in Hungarian and in different foreign languages.

Professor Farkas held different positions at Faculty and University level, and for his
outstanding performance and excellence in teaching, research and university management he
received high ranked awards from the local government and the President of Hungary, and
also from the Rector of the University. He held positions of Board of DirectorB@aud of

Trustees in foiprofit and nonprofit organizations.

This conference honors his achievements as a scientist, as an excellent professor, and as an

outstanding expert in management.
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GREETING WORDS BYHENIUSPROFESSOR GEERT HEBSTHE
NETHERLANDSN SKYPE

Dear audience,

Nearly ten years ago, oh5" October2009, | attended a conference at this University on

G/ dzt G dzNB ¢eapital ofizalung Sirauitaneously three colleagues, one from Hungary,

one from Italy and one from the U.S.A., ahceceivedan HonoraryDoctorate in Economics.

hy | LIAOGdZNE L adAatf LINBaSNBS ¢S Ittt F2dzNJ &
Ferenc Farkas.

¢KS ySEG RFe L 3F@S Yeée (!l drld Ordes thad. reti@dhfr6r8 84 D2
Maastricht University in the Netherlands in 1993, and among o#ltmentures| had been a

Visiting Professor at Hong Kong University in CHiaii € | AY Hnannd AY t SO
qguestionnaire | had developed in 1998 widhd for my Hong Kong Business Administration
students, evening students with day jobs in business, about the relative importance to their

own Business Leaders of 15 goafsesumed that MBA students were better informers about

the real goals of their Eders than the leaders theselves, who if asked were likely to produce

Y2NBE GoAa¥TdzAd OGKAY1Ay3

| presented the outcome of this experiment at an international conference in Korea, and to

my happysurprise a number ofcolleagues from different countriemsked for a copy of our
questionnaire, to use it with theimwn students. Within six months | got their results from 17
O2dzy i NAS&> FYR L KFER (GKS YIFGSNRFE F2N4 Iy | NJ
which showed the variety of goals perceivbg evening MBA students with day jobs in

business among these 17 countries, around 1999.

Across countriesjominant goals were growth, continuity, shetérm profits and personal
wealth. Goal profiles differed among countridgsowever When the business world went
through the crisis of 200&he most affected countries were the U.S.A. and others most
stressing shorterm profits and personal wealth. Least affected were China and Germany,
stressing respecting ethical norms and respottigfbtowards society. One of the countries

participating was Hungary, with a middle position, and besides the Hungarian resl®39n
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Yy$3ail SNBST OGNy + KFETFA Gt NaAS3I&eSiSyOprt all &3 |
LINEPFS&aal 2N 6Aal St SGSNBX YIF2R f SGNBK21 Gdz] |
|

21a0raGds1 Sa KFfft3rads] alt YENI>Y 1Al G20t 000Aa4

#Y | t£S3AF2yd2aloo StSY S112N YS3 thamgyel 20G0Y
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is volt.
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9yaSR2S| YS3az Kz23e (1l aillySasSi vz2yRealk {1 { OKSLI.

T Sf1SLIStsa YvYStftsS ttftadx G20t 006t | als3ael NI v
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GREETINGS FROM DERARNT LEADER

#Yh{ W ww! . Y!
| 2y 2NBR wSOU2N) .5 RA&AY 5SSy {OKSLILIJE tNBaARSyil
The idea of our Interational Scientific Conference was conceived by the Communityeof
Department of Leadership and Organisational Sciences of the Faculty of Business and
902y2YA0a 27F (K &hen welos SiMIeading: pro’edsor FefeOciFarkas
October 2016.

We knew that a leader, lecturer, mentor and manager of this greatness can not be left
unnoticed, so we have organized a memorial conference with professors of Hungarian
universities in 2017 in honor of Professor Farkas, and then we created the Ferenc Farkas
Awardand scholarship for young lecturers and for students who follow the spirit of Professor

Farkas.

But the most important element wastill missing: Organizing a scientific eveltttat creates a
longterm sustainable tradition where scholars and youegrctersfrom all overthe world

can meetandexchangeideas the way Professor Farkas aimed to.

| am so glad to be here, and | am so proud of announcing that our efforts have been successful
and brought this international scientific forum to life with promineapresentatives and such
an interest, we did nohope for 4 first. Now, the number of guests at this first time event is

Y2NB (KFYy ynX FNRBY wmn O2dzyiNASad L adzllllzasS i

Let me express my sincere thanksDean Schepp, and the Hungarian RebtB Q / 2 Y T SNB
and the Hungarian Academy of Science as well, and additionally the editorial staff of the

W2 dzNy It 2F ST S0SadGdzR2Ytye o. dzRFLIS&dG al yl 3SYy
with their patronage angpecial thanks to Professor Hofstede his presence as a patron in

the conference.

Let these days be the festivities of science every year, thank you so much!
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CHARISMATIC AND NEBARISMATICEADERSHIP

BAKACSI GYULA

YIYRABB&&AESYA GFyt N 61dzit s LINBFSas

dzRI LJSadA DFT RF&t3IA 93&8SGSY tSyl NIea

+tffFf127+ta Sa 9YOSNR 9ONI F2NNY a2 L
bakacsi.gyula@usiige.hu

allSt §S1 YS3aAyeAat @t ydzZ+t arAd YAYRSY(1A I

(1Kor 12:§
a! tSIRSNAKAHRYSENIEt BEGIKE FBY T 2y (1SLISaas3
YATSYUd yI @St KSG! -SNI BES®GiSid ST REING f SAY | LIFS
G20t 00A tSIRSNB] S

(Mary Parker Follett1929

Absztrakt

A karizmatikus leadershig @2yl G1 2135 all{1ANRBRIFIf2Y S3&Aj]

F23Lf Yy ¥eMaHad®8i SG! AN} yiA 2RIFTFTRtalz St 11068
11 9Sisaite ' 11 @Sisa GSNysalSGSysSt F230F SNI.
YyS33e! 1! RSaLk 1 2y2adzZt a on Sl NISIKSIRRA |t ) S 3 v
karizmatikus leadershi@ S 1| T2ARiIGF R Ta | fit NBBY GSKSGNy7] 1 Nf
1FNRT Y GAY dza S| RS NG ST 5590l S 0 88NB Y16t BRI ICRHyadzE | Y
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Abstract

Charismatic leadership is one of thest nondescriptnotions of the relating literature. It is

focused on devotedness and commitment of the follower toward the leader, triggering
followership. Followership is, by nature, valtagional (nontransactional) and based on

internal identification (not subservientMax2 S6 SNRa OKF NA&AYFGAO-FyR (K
charismatic leadership can be differentiated by the subject of de devolidiower is devoted

to the person of the leader in the case of charismatic, and to the vision (values and goals)
represented by the leder in the case of neocharismatic leadership. By tlkefinition-shifting,

| point out that the charismatic leadership originates in the maturity (will and skill) of the
follower. Besides the literaturbased conceptual differentiation paper present theGHE

based resemblances and variances of the Hungarian and the international samples on the

secondorder Charismaticzariable and its firsbrder components.

KeywordsCharismatitheo-charismatic leadershigylotivation, Maturity
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Abstract

The objective of this study was to uncover the nature of subcultures in a higher education
institution in Hungary with a mixethethod approach. Following a quantitative repeated cross
section study in 2011 and 2016,wias foundthat in spite ofsignificah change drivers both
externally and internally, there was little change in culture on trganisationallevel.
However, on a subcultural level, subcultures had moved and changed over time, culminating in

the emergence of a new subculture in 20d.6he adhocracy type.

Based on the subcultures identified during the studies, we have undertaken a qualitative
analysis of three subcultures: the strong clan, the (standard) alashthe market subcultures.

It is found that strong subcultures are distinguishedabstrong sense déir play, a standard

clan by its preference for flexibility and the market culture by its need to overcome in times of
difficulty. From the findings of our repeated cressction and mixeanethod studies, it seems
that market subcultues have a tendency to revert to the clan type in times of difficulty and

change.

KeywordsSubculturesHighereducation,Vignettes Values Mixed-method


mailto:heidrich.balazs@uni-bge.hu
mailto:chandler.nicholas@uni-bge.hu
mailto:szaszvari.karina@uni-bge.hu

1. SUBCULTURB$HIGHER EDUCATION

The theory behindorganisationalcultures in general and, more specifically, subcultures
generally considers arganisationatulture to involve some central elements, such as external
adaptation and internal integration, values being taught to new members and these values
wereshared¢ KAa OFy 06S &aSSy Ay { OKSAYQApaRethToh yAGA2
shared basic assumptions that the group learned as it solved its problems of external
adaptation and internal integration, that has worked well enough to be considered vadid a
therefore, to be taught to new members as the correct way you perceive, think, and feel in
NEBfIGA2Yy G2 (8cKenabo4)DiNasobtuuyaivel the aspects of sharing and

problem solving are also emphasized as seen in the followingitfily Van Maanen and

Barley (19852 F | & dz0 Odzf G dzNB | a addd | adegué&ly 27F |
interactwith one another, identify themselves as a distinct group within the organization, share

a set of problems commonly defined to be thwblems of all, and routinely take action on the
oaira 2F 02ttt SOGABS dzyRERB G yYRAYIA dzyAljdzS (2
Starting from this theoretical framework, we examine the nature of subcultures in a higher

education institution. In this explorative studwe consider how subcultures interact, what

perceptions and values are shared or not shared within subcultures.

The context of higher education in Hungary is vital as Hungary has undergone significant
upheaval in the past few years. Government fundinglierhigher education institutions (HEISs)

has decreased, state funding for students of subjects such as business and human studies was
withdrawn (and then, to a very limited extent, reintroduced) in 2012, all HEIs have a chancellor
to take on many of the lles of the rector as of 2014 and changes to the pension system result

in higher staff turnover as well in 2012.

Asorganisationshigher education institutions are often rather large and complex. This view is
confirmed byKuh and Whitt (1988,2Y) a ¥ K $ f W& 2 Y2 3 SghdladeX a R DA & dzRBf
A0NIAYSR 6KSYy LI ASR (2 Ylye 02y iGSYLRNI NE 7
subcultures are more likely to develop in bureaucratic, larger, or more complex organizations

since these organizationseamore likely to encompass a variety of functions and technologies

(Triceg Beyer, 1993).



If we accept that there are likely toe subculturesn a higher education institution, then we
need to find a suitable instrumentand the following section is concerned with the

methodology of our study.

2. METHODOLOGY

This research study has two phases. The first involves the identification of subcultures using a
guantitative instrument. The second involves using this data to select fpougps made up of
the subcultures and, with the use of a qualitative method, uncover in greater depth the nature

of these subcultures.

The most suitable instrument would be one with considerable usage in an educational context.
The Competing Values Framark has a marketulture type and theorganisationalculture
assessment instrument (OCAI), based upon this framework, was originally developed for an

educational context.

The Competing Values Framework was develope@uinn and Rohrbaugh (1988jakes us

of two bipolar axes as a means of indicating four orientations of cul@esneron and Quinn,
1999,3®» | & F2tft26ay (GKS W flyQ OdzZ G§dzZNBE Aa OKI
values, participationand collectivism with a focus on interngroblems and concerns of
AYRAGARdzZEf &T GKS W!I RK2ONJ O Q OdzZ (dzZNBS dzaSa |
the surrounding environment and indicates a willingness to take risks, creativity and innovation
and independence and freedom are highlareJS OG0 SRT G KS WI A SNI NOKe Q
making, muchformalized structures and rigidity with policies, instructignsnd procedures
FAYSR G NBRdAzOAY 3 dzy OSNIIF Ay ideé FyR SyFTF2NDOAY:
orientation to the maket and maintaining or expanding current market share with a focus on
profit and ambitious, quantifiable goals coupled with a competitive nature. The OCAI has also

been used in Hungary as a means of assessing culture types in Hungarian and enterprisds
et al., 2010)

To identify the subcultures I KA SNJ NOKA OF f Of dza G SNJ | yI f ¢
undertaken. The methodology of using a quantitative instrument for cultural assessment for
identifying subcultures was first introduced Bipfstede (1998for a study of theorganisational

culture of a large Danish insurance company of 3,400 employees. This produced a dendrogram



through which significant clusters can be detected. This method has also been uEed ayd

Vathanophas (2003p identify thesubcultures of 230 knowledge workers in Singapore.

For the second phase of our study, vignettes have been chosen as a qualitative approach to the
study of subcultures. Vignettes are described as short scenarios in written or pictorial form,
intended to elicit responses to typical scenari@dill, 1997, 17y They involve concrete
examples of people and thebrehavioursand serve as the means for participants to offer
comment or opinion(Hazel, 1995, 2)In this way, they can aid in the study of perceptions,
beliefs and attitudes (Hughes, 1998, 381Vade (1999pndb S I f S Q Exaraimedapafab

codes and their contingent status within different contexts.

The use of vignettes as a complementary technique alongside other data collection methods
(see Hazel, 1995; Hughes, 1988h help to develop existy findings and explore data that
cannot be uncovered through, for example, interviews or observafitecfQuley, 1996; Wade
1999) They can also be used to deal with sensitive tofNesle, 1999)

For the purposes of contrasting differing perceptions attitudes, Barter and Renold (1999)
dzZa SR @OA3IySGiGSa G2 O2YLI NB &2dzy3 LIS2LI SQasx NB3
and perceptions. In the context @ focusgroup, in particular, Maclean (1999)found that

vignettes encouraged even the gtest group member to voice an opinion.

There are some challenges to the vignette approach. Firsthch (1987, 113points out:
GrFrailAy3a Foz2dzi 6KFG I GKANR LI NOé W2dAKGQ G2 F
respondents what they thmselves think they ought to do®he biggest caveat in using this

technique emerges when it is used in isolat{d¥est, 1982, cited in Finch, 19&&ig 1979)

With samples of respondents taken from each of three subcultures and formed into focus
groups these groups were presented with vignettes involving the role of the teacher, the
relationship between students and teachers, the future of high education, and the role of the
University as arorganisation The comments from the interviews were recordeg the
frequencyof mention and whether the group agreed, disagreed or were indifferent to the
comments made. In this way, we could detect the most commonly held values / perceptions

within the focus groups.



3. FINDINGS

The research has been carried out e targest Hungarian business school. For the first phase
of our study in 201Trom a total possible 959 employees from all levels of dhganisation

369 completed questionnaires were receiveth 2016 using the fully identical survey,
346responses were received from a total sample of 979 employees irh@nisation We

first assessed the reliability of our sampd@dthe results are in the following table:

Table 1: OCAI Reliability Stakisba dza Ay 3 / NPy ol OKQa | f

2011 2011 2016 2016 Comparison
Culture Perception Value Perception Value Reliability
type /| NRyoll / N2Byoll/ NByol / NRByol Coefficients*
Alphah ' f LK || Alphah I f LIK |
Clan 0.818 0.792 0.825 0.716 0.82
Adhocracy 0.756 0.771 0.740 0.679 0.83
Market 0.733 0.651 0.718 0.688 0.67
Hierarchy 0.777 0.680 0.741 0.608 0.78

* Reliability coefficients reported by Cameron & Quinn (1999).

Source: own construction

1'a Oty 06S aSSy Ay GUKS Glro6fSE GKS aoO2NBa TF2N
0.825 (acceptable). The relatively low alpha of 0.608 suggests that market and hierarchy have

a little lower intercorrelation with other variables for values doéhigher variances, and these

lower correlations reduce alphallair et al. (2017highlight thatCronbach'salphatends to be
underestimated in some models based on averaging (like O&&Prdingo Nunnally

(1978) a satisfactory level of reliabiligepends on how a measure is being udegewenthal
(2004)claimedthe alpha coefficient of 0.6 could be acceptable and these coefficients exceed

the 0.6thresholdsin all cases. This evidence of reliability indicates that the 6 dimensions are

related to acommon construct, namely, the four culture types.

After conducting a hierarchical analysis using Wards methiodistede, 1998the subcultures

were identified. Subcultures were classified as strong subcultures when the figure for dominant
culture type wa significantly higher than any of the other three values, hence subculture 3 is a
standard hierarchy as the market culture type was only slightly lower, whereas subculture four
Aa OflaasSR Fa F adNRBy3 KASNI NDOHKheee cubiurexype@a T A



(see example ifigure 1of the two clan types for further details). Tisebcultureof dominant

types and membership can be seen in the following table:

Table 2: Subcultures identified in 2016 and 2011

Subculture
2011 1 2 3 4 5
Dominant culture type | Market Clan Hierarchy Strong Hierarchy Strong Clan
Scores (average per | o 5o 34.64 37.35 35.50 55.34
member)
No. of members 140 84 34 30 44
Subculture
2016 1 2 3 4 5 6
. . Strong .
Dominant culture type Clan Clan Hierarchy Clan Hierarchy Adhocracy
Scores (average per | 5 38.4 31.8 49.7 32.3 33.7
member)
No. of members 142 62 61 24 21 36

Source: own construction

For the second phase of our study, the same questionnaire was sent out in 2017 to select
respondents according to subculture. Respondents were also asked to indicate if they would
be willing to take part in focus groups. As clan and market subcultures terkargest over

the period and our findings of this additional study indicated theemgergence ofa market
dominant subculture, focus groups were taken from the market, cland strong clan
groupings. Sufficient respondents were found to constituté respondents per focus group.

The differences between the three subcultures used in the sample can be seen in the following

figure using the OCAI for comparison

As can be seen thefigure, the subcultures are essentially along the axis of the clan and market
dimensions. These are opposing dimensions as the markatasnaly focussed with stability
and control, whereas the clan types are internally focussed and have a prefdogriexibility

and discretion.



Figure 1: Three subcultures in the focus groups
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Source: own construction from existing data on subcultures inrdemnisation

With samples of respondents taken from each of these three subcultures and formed ing focu
groups, these groups were presented with vignettes involving the role of the teacher, the
relationship between students and teachers, the future of high education, and the role of the
organisation The comments from the interviews were recordedthg frequencyof mention

and whether the group agreed, disagreed or were indifferent to the comments made. In this

way, we could detect the most commonly held values / perceptions within the focus group:

Table 3: Summary of values of the three subcultures

StrongClan Clan (slight) Market
Fair to other students as wel Customer orientation first with Supportand developmentfor
formal solutions moderaterules. increased burdens ¢ peer
Would be good toMentor | Helpstudents. mentoring, teamwork,
students Share and retaiknowledge | organization development

¢ S| OK ®WEaflon by | Flexibility vs  customer| facilitation, measurability
students is not REALITY. | orientation (OK onthe part- | control.

Finding acceptableolutions| time programme).

but keeping theules Individual flexibility of the
To befair. teachers  regarding rule
(discretion).

No teacher performance
evaluation  wanted by

teachers.

Different, simultaneously
valuable individual career
paths

Source: own construction



Table 4: Summary of perceptionsthe three subcultures

Strong Clan Clan (slight) Market
Quantityover quality. Lackof supportingsystem for| Lackof teachersupport.
students.
Beingevaluatedby students| Lack of support for teachers| Following tradition vs new
is not everything. (both education and research| research results in education,
Beside education many| Existing demands ¢ rather
other roles (talent| academic than education
management, publishing centered.
professionalprogress, publi¢ Mass production ¢ missing
activity) arerequired conditions.
¢ KS dzy A @S N& A Existingevaluation¢ based on
uncertain in the society.| unclear expectations an
Expectationsare unclear by | values.
state. Lack of autonomy of the
Rigidoperationg expectation| institution.
of society, students, politics| Lack of career paths for
teachers.

Requirements are moving t
more academiarientation
Mixed, confusedidentities of
academic staff (teaching v
research.

Source: own construction

4. DISCUSSION

WSFSNNAY3I o0l 01 2 {OKSAYyQad RSTFAYAGAZY 27F adzo
exist when there is a degree of sharing and interaction. Our subcultures came from different
departments, disciplines, argin some casesdifferent locationsThis presents a concern that

our subcultures do not meet the original criteria to constitute subcultures. In order to assess

the level of interaction, two additional questions were included in our instrument in which the
respondents had to specify whiahclations they worked at and their frequency of interaction.

This addition was due to findings in the pilot study that some stafclassed as fulime but

only went to the office once a week, whereas an employee classed atirpartvas found to

be workng 2530 hours of lessons a week. To allay concerns that these groups were not
subcultures but merelpcollection2 ¥ O2YY2y @ f dzZSazx WAYGSNI OGA 2y
GKS YSYOSNB 2F SI OK &dzo Odzt ( dzZNB @ ly SEIYLX S

following figure:



Figure 2: Interaction levels of a subculture with other university locations
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Source: Own catruction

Figure 2shows the sample from one of the 2011 subcultures as a means to illustrate
interaction of participants across a range of locations. The blue circles indicate different
locations and the number of participants based in that one laratThe linesand associated
numbers indicate the number gfarticipantsis moving from one location to another for work.
Thus, more than 25% of the staff work at one or more locations irothganisation Thus, we

maintain the assumption that the membetisat do not work in a range of locations, may be

A ¥ 4 A X~

For a comparison of the values of our subcultures, there are commonly held beliefs across all
three for the lack of suppand dissatisfaction with the evaluation of teachers. However, there

are some defining characteristics which allow us to differentiate between these three
subcultures. The strong clan is very much focussed on helping others (finding solutions and
helpingd G dZRSy a0 X o0dzi 2yt & @A G K A3l playKfsllowinyFulesS ¢ 2 NJ

43

2



and being fair). Whilst the standard clan also refers to rules, the context in to follow the rules
WAY Y2RSNI A2y Q yR (KS @I t deSsiandKambition adiekalsor i S R
seen in the high frequency and agreement of a preferred type of career path. The third
subculture, the market subculture, has a preference for support and development in the face

of uncertainty.

From the perspective of our origal theoretical framework (Competing Values Framework),

there are some aspects that are reinforced, but also some discrepancies. Firstly, the clan
subcultures had far more agreed values and the market subculture very much less so and the
standard clan valkes flexibility, which fits well the CVF, as well as the tigfitt social context of

clan cultures (internal focug)as contrasted with the market cultures inherent external focus.

There is a discrepancy in relation to the CVF, as clan cultures are sdppdsave a focus on

the people aspect and working as a group. However, the value of teamwork and peer
mentoring was raised by the market subculture. In the context of the focus group discussion,
GKSasS Gg2 IaLlsSola 6SNB aSéhpurded®@d YSIya (2 a2
For perceptions, the strong clan characterisedby ambiguity and uncertainty, despite a
recognition of the rigidity of the system. The subculture also equatesotganisationwith
expectations and demands above most other aspects. Thedatd clan also perceives a

certain degree of ambiguity and uncertainty, coupled with a certain degree of dissatisfgction

Fa aSSy Ay (FofS n (GKS Y2ad 0O02YY2y LISNOSLII A 2
contrast to these subcultures, the matksubculture highlights the current change between

the old / traditional ways and the new. This might indicate the preference for a new way
forward or potential for resistance to change. If we consider this perception in light of the

values and attitudesfdhe market subculture to change, then this further highlights the market

subcultures discomfort with change and tendency to revert to another type when in crisis.

5. CONCLUSION

Our study raises some interesting questions with relation to the mentality behind our market
culture type: In 2011 the largest subculture was a market subculture (more than double the
size of the second largest). In 2016, the largest subculture had transtbinto a clarculture

type. Between 2011 and 2016 Hungarian Higher Education underwent significant change and



the organisationn this study thus also experienced both internal and external changes in terms

of higher than usual staff turnover, changagjovernance systems, and changes to funding for

both students and the institution. This change of the largest subculture from market to clan
during a time of crisis and transformation may also be seen in the outcome from the focus
groups that a greater ah approach is needed in these times. Answering the question of
GKSGKSN) 6§KS Of Iy Odzf GdzNBE Aa LINBFSNNBR Fa |
o001 G2 GKS Ww3I22R 2fR RIeaQ ¢2dzf R NBI|dzANB 7
gereralizable at this stage of the research, it highlights an important consideration for
practitioners that have market cultures and are considering transformation within the

organisation
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Abstract

In my theoretical paper, | seek to elaborate the existing job demandsresalirces (HR)

model of employee engagement (EE) by extending it through the -iferbalance (WLB)
concept. This elaboration of the central model of EE is necessary due to the rapid developments
in ICT technology, which have dramatically changed wgr&onditions. Employees can work
remotely, and independently from the physical and social work environment of an office. It is
L2aairoftsS (G2 F002YLX AaK Y2aid 2F 2ySQa 62N] | |
working conditions has both positivand negative impacts on the wote balance,
engagement, and aspects such as family, health-metig, and motivation of employees. My
approach has four phases. First, | highlight the need for contributions and discuss the benefits
and drawbacks of wdarflexibility. Then | present the main concepts and subsequently propose
and describe the elaborated model of-Bthat is the main contribution of this paper. Finally, |
discuss the novelty, value contribution, limitations, and theoretical implicatiorikisfpaper,

as well as proposing future research directions.

KeywordsEmployee engagement (EBJork-engagement (WE)\Vork-life balance (WLBJob

demands and resources (R) model

1. INTRODUCTION AND NHEOR CONTRIBUTION

In this conceptual paper, my gaalto elaborate the central model, job demands and resources

(JBDR) model of employee engagement (EE) or work engagement (WE), by extending it through

the worklife balance (WLB) conceptlbrecht (2010, 147) indicates several key areas for
furtherresd NOK Ay (GKS FASEt R 2RFmofelBakkdrc Hentenddi,d2®d, G K
2008)LINR GARS& | dzaS¥dzZ dzyAFeAay3d LAFGF2NY (G2 SEI
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YR FdzZNIKSNJ KS T RRa GKFG WTdzidzZNBE NBdadsl NOK
elaboratingthe J&v Y2 RSt (2 | O0O2YY2RIGS I RRAGAZ2YI T €
(Albrecht, 2010, 14)This will be my main contribution to the existing knowledge about EE.

There have been already several extensions of th&® JDodel and thé&eE construct, which

include different contextual factor®othmann and Baumann (201féy example examined the
psychological conditions of wotkome/homework interactions on EE. They focus on the three
psychological conditions of personal engagement atikwdentified by Kahn (1990) namely on
meaningfulness, availabilitgnda  FSiéd® ¢KSANI dddzRé akKz2ga WIiKl
and availability as well as workfe balance accounted for a large proportion of the variance

in employee engagemeflzy R (1 KS& WIFNBE AYLRNIFIYyG LaeOK2f
LINEY2UGAY3 GKS Sy 3l BEhMEn @t al2 F0145525 3in@ B2 BSuiue
researchneeds, il KS@& &dz33aSaid GKS ySSR Wi2 o $fédunsndd dzy RS
andemploy& Sy 3l 3SYSydQ | yR UK SibihB27)IConiequgritly, Befe i K S

is a need for such a contribution.

However, to my knowledge, the WLB concept has not yet been relatedRo ddncurring with
Albrecht (201Q)the JBR model needstobe &Sy RSR YR Y2NBE ONRI Rf &
more explicitly acknowledge contextual factors such as organizational leadership,
organizational strategy, organizational vision and values, organizational culture, organizational
structure and human resources (BIR & & XibidS: Y4) Rargue that the elaboration of the
central model of EE is also necessary because, due to rapid developments in ICT technology,
working conditions have changed dramaticéRyimecz et al., 2016} it possible to be engaged

at work and disengaged off the job in the current changing context of warkfaloyees can

work remotely, independently from the physical and social work environment. It is possible to
FOO2YLX A&aK Yz2ald 2F 2ySQa ¢2NJ |G n wokinglLJ | O
conditions has positive and negative impacts on the wifek balance, engagement, and

aspects such as family, health, wledling, and motivation of employees.

Benefitsof flexible working on WLB can be viewed from the individual, organizational and
societal points of view. | will focus on what flexible working means for individual employees
and for the employer. For the individual working flexibly and remotely it mesavings on

commuting time and costs, comfort, autonomy on deciding when to engage in work activities,

scheduling work tasks flexibly, and deciding about being available for work independently.



Benefits for the organization are savings on the costs of palsffice facilities (renting,
electricity, heating, cleaning, etc.), saving time and costs on business trips thomligke
meetingsDizaho et al. (201 &tudied how to achieve WLB through flexible work schedules and
I NNJ y3ISYSyidaod ¢ KBexitine SvbrEingfrdm/hsriepaii-fnteijob $haring
and teleworking have been depicted as effective strategic approatthashievingwork-life

o I t I (i:385) They conclude that organizations can benefit from WLB achieved through

flexibleworksKk SRdzf Ay3d o6& WAYONBI &d&SR LINPRdAzOGAGAGE X

t -

attitude andbehaviours2 ¥ SYLJX 2e8S5SaQd ¢KSe& SYLKIaAalsS (GKS

68ttt 4 WAYONBIAAYI Tt SEAOGALALGES Tleghs/IGshidk 53 Ay

life conflict, reduced burnout, and improved emotional, physical and psychologéhbbeingQ
(2017, 462)

Drawbackf the work flexibility on WLB for the individual could be weakening family relations

(children, spouse, and parentdgelings of being &6 | R Y 2 (i K § bliffefinyJsogidl (i K S NJ

relations, less time for friends and hobbies, and a decrease in motivation. Furthermore,
constantly being connected to work could lead to health problems, stress, burnout, ambiguity,

addiction, and workaholism. Thinking constantly about wagtated issues, inability to turn off

the engagement inability to relax, and feeling constant pressure could lead toe 6 & Sy (i

LINEG a Syhdd@n@ for employeegMiddleton, 2008) Similarly,Primeczet al. @016, 79)

conclude that while ICT provides an opportunity for flexistak, it creates new problems for

z

AYVRADGARdzZI £ a4 4dz0OK | &4 W2OSNB2NJ X 20aSaarzy oAlf

exhaustion and burno@® ©n the other hand, the drawbacks of flexible working for
organizations are potential crises in the role of management, loss of control of working hours,
and difficulties in scheduling work that requires physical presence (healthcare, service
providers, et.). In addition, the negative impacts could be leadership crises, difficulties in
leading, trying to inspire workers you do not actually meet, communication difficulties (IT, ICT
problems), machindhuman interactions, machinmachine interactions (the huan touch is
missing), difficulties in creating a unified vision of the organization, involvement, commitment,

motivation difficulties, and feelings of not belonging.

Based on the above arguments about the changing context of work conditions and the needs
for future research indicated in the EE literature, | argue that th® Jhodel of EE needs to be

extended through the WLB construct. Broadening existing knowledge and proeithieter



understanding of the emerging EE concept are the contributions of apemp Next, | will
present the concepts of EE,-BDand WLB. Then, | will describe the elaborated model-&,JD

followed by conclusions and a discussion.

2. APPROACH AND CONSCRSY

My approach is theoretical. As | have indicated in the introduction, thenging work
conditions, flexibility in thevorkplace space, and time influence the welike balance and
employee engagement, both positively and negatively. Nowadays it is possible to accomplish
Y2aild 2F 2ySQa 62NJ] I &R nogekargesithiat@igh jdb defandsiandS @ ¢
low job resources or low job demands and high job resources cause health, motivational,
engagement, and webleing problems for employees. On the contrary, when job demands and
resources are ibalance it results in a posite impact on employees, work engagement, and
organizational performance. Therefore, my argument is that if th&® JBodel would integrate

the worklife balance (WLB) concept, the imbalance or balance between job demands and
resources would show more exptlgi which would lead to welbeing, motivation, work
engagement, and increased organizational performance. This elaboration of the existthg JD
model is my objective in this paper. Next, | present the building concepts of my proposed
model, namely EE WE, the JER model, and WLB.

2.1. Employeeengagement or work engagement

Employee engagement (EE) is a relatively recent con@gpgher et al. (2015provide a
comprehensive overview of the historical evolution of the EE construct. They discuss the
historical roots and evolution of EE and its three dimensioms, vigor, dedication, and
absorption. In their literatureeview, they present the most anmon fourteen definitions of

EE(bid.: 2400F N2 Y wmddpn G2 Handpd® | 26SOSNE GKS& | NHc
employee engagemensgunclear and vague and has been interchangeably misused with many

RA T F SNB@pid.: 2875 NIV a Q

Employee engagenmt has been defined in multiple waytsut there are similar characteristics

in these definitions. The definitions of EE emphasize the physical, emotional, and cognitive

dimensions of engagemenfKahn, 1990, 700)The drivers of EE are positive intrinsic



motivation, enthusiasm, passion, commitment, satisfaction with work, and individual

Ay @2t @SYSYy i d 9 YLI positySfulliggawork8lxtedl Wtate of raind Wit is

OKIF NFX OG4SNRT SR o0& @A 32 (SthaufRlBeRak, Q00Z4K Bhy cefinitioi Bf I 0 & 2 |
Bakker and Demerouti (2008)the most relevant to the objective of this paper. They write that
woy3lF ISR SyLX2es8Sa KI@S | asSyasS 2F SySNHSGA
I OGAPAGASAET |yR GKS& aSS GKSvyasStogSa la lofsS
proposedmodel, in addition to the physiological (i.e., behavioral), cognitive, and affective

dimensions of EE, | emphasize its psychological and social dimensions.

Like Dagher et al. (20150akubik and Vakkuri (2015;98 explore the theories, definitions,
models and drivers of EE. They argue that because the EE construct is refaiwvellyere are

several theories related to this concept. They mention the following four:

1. Thejob demands and resources moaélBakker and Damerouti iBakker (2010,
240) examineshow job resources (such as autonomy, support, and feedback) and
personal resources (such as seficacy, optimism, and reliance) directly influence
work engagement, something that influences outcomes (e.golm performance,

extrarole performance, eativity, financial results).

2. 1 20 F 2 { ftleeéary db comservation of resourceseks to answer how employees
strive to gain and protect resources, and why employees perform more effectively

when they have access to a range of resources.

3. Theselfdetemination theory of motivatioy Deci and Ryan Meyer et al. (2010,
68)focuses on explaining why the experience of employee engagement requires the

satisfaction of basic psychological needs (competence, autonomy, relatedness).

4. . t | sxfblexchange tloey (1964)shows how the provision of valued resources
results in employees developing a felt obligation to reciprocate with-qu@al

attitudes and engagemerelated behaviors.

In addition to the above four main theories, there are several other theathat are relevant
to EE. For example: tlsocial identity theornof Tajfel (1974)the broadenand-build theory of
positive emotionsy Fredrickson (2001)he job characteristics theorgf HackmarandOldham
(1980) work psychology and positive organizational studi@ameronret al,, 2003; Duttong

Ragins, 2007)the theory of flow (Csikszentmihalyi, 1991)notivational theories;social



intelligence(Goleman, 2006heWo S O 2 Y A y Faméwgork thett & haRed othe practice
view ofknowledge creatiorfJakubik, 2011 )action researcliReason and Bradbury, 200@&nd
appreciative inquiry(Preskillc Catsambas, 2006; Reed, 200 this paper, however, | focus
only on the first main theory, namely on the-BOmode| because it is considered as the most

general one and it is what would specifically need further elaboration.

According toJakubik and Vakkuri (201Bjnployee engagement has several drivers: affective
organizational commitment, job satisfaction, job inveinent, and job attitudéNewman et al.,
2010) organizational resources, job resources (e.g., autonomy, feedback, support), and
personal resources (e.g., seffficacy, optimism, resilienceBékker, 2010, 46, 48, 54nergy,
enthusiasm, vigofibid.). These factors are important for individual employeeshAgs their

feeling of engagement.

Several authors argue that a high level of EE enhances business perforiBakker (2010)

and otherg(e.g., Fleck Inceoglu, 2010, 38 E LIt 2 NB 9 9 Q dizafioWalflerdimarze/ 2 NH
Employee engagement has several dimensi@thneider, Macey, Barbera, and Young (2010)
propose that engagement has both psychological (trust, safety, feelings) and behavioral
O2YLRyYySyilaod W2 KATS 20KS Ndsautotiody, supedvigdrytcoaéhihgy NB
performance feedback, and personal resources, like optimismeffethcy, and selésteem

can predict engagemeriBakker et al., 2008})hey fail to capture th@sychological experiences
employees have that most sigfi- y it @ AYLI OG0 G KSA NI (ShhadeEs YSy (
al., 2010, 159 quoting Bakker et al. 2008 kubikg Vakkuri, 2015)I argue that in addition to

the psychological and physiological dimensions of EE it is necessary to include the cognitive,

effective, and social dimensions as well.

2.2.The job demands and resources model

The job demands and resources @Ppmodel(Demerouti et al., 2001; BakkerDemerouti,
2007)is one of the key models of EE (or WE). The three main assumptions of the model

accoding toMauno et al. (2010, 1X2A 13)are as follows:

Assumption 1Psychesocial characteristics of any work can be characterized by two main
FFLOOG2NARY 220 RSYIFIYRa YR 220 NBaz2dz2NOSaod wWayv
require sustained physal and/or psychological effdpd W2 6 NB a2 dzNDOSaé¢ NB T S



of a job that are functional in achieving work goals, may reduce job demands and the associated
physiological and psychological costs, and stimulate personal growth, learaimd

dS @St 2 LaWasinb ietcal., 2010, 112)n the proposed elaborated model of this paper, |
SEGSYR YR SELIXIAYy GKSasS G2 FILOU2NERZI 020K
perspectives.

Assumption 2:The JER model is characterized by two basic pss®s,i.e., health and
motivational(Bakkerc Demerouti, 20070 ¢ KS KSI f 6 K LINRPOS&aa Aa NBf I
cognitive, emotional, and social resources to meet job demands. The other process is the
motivational process of employees. This is chamdared by extrinsic and intrinsic motivational

factors. The model proposed in this paper opens up both the organizational and individual

health and motivational processes.

Assumption 3The JER model assumes the negative impacts of the lack of resoureegue

that this imbalance between job demands and resources could lead to both positive and
negative work outcomes, and could thus influence EE both positively and negatively. In my
proposed JER model, | clearly show the need for balance between jobateds and resources

by extending the existing model through the weifle balance concept that I will present next.

2.3. Work-life balance

The concept of workife balance (WLB) is defined in different ways. In their review paper,
Dizahoet al. (2017, 457)efer to WLB definitions bipundas (2008)Greenhaus et al. (2003)

and Hudson (2008) 5dzy R & F20dzaSa 2y WSTFFAOASydGte YI
employment and all additional activiti@s@reenhaus et al. associate WLB of individuals with

WS @ ®gfcatibh to work and other now 2 NJ Q | O Rudsbni (R0B5 GWLE DFNJ
AYRAGARdzZE & A& | WalrdAaFTrkrOdi2NE tS@®f 2F LI NI .

Similarly,Helmle et al. (2014, 114) NB dzS (i Kf¢ halan¢eshasNakedefinedin multiple

wayLQThey refer to definitions of WLB given Glark (200Q)Grzywacz and Carlson (200&hd

Greenhaus and Allen (2010)f | NJ Qdefinibian is related to the satisfaction of individuals

so they can function with minimum conflicts at homedamnork Grzywacz and Carlson (2007)
defineworkt A ¥S o f I yOS | a WwWinSSt 00 YA & IWAKIVISyAIZ y2&F X
Tl YAf & R 2 Yife baaacadefined dyGreenhaus and Allen (20188 Wi KS SEG Sy



GKAOK Iy AYRA @9 dRdidatisfaciion B WarliSandi fanghsrglés Jare compatible
GAOK (GKS AYRAGARYH t Qa tAFS NRES LINA2NAGASA

Concurring withGreenhaus et al. (2003Parkes and Langford (2008, 269S FA Y S 2 [ . W
AYRAQGARdzZIE Q& oAt AGE (2 YiR&is, adwelliak othierra@wbrl) ¢ 2 NJ
responsibilities and activiti€sié their quantitative study of 16,000 employed2arkes et al.

(2008, 275276)focus on the connection of WLB and EE. However, their quantitative research
resulted in a weak correlaton @4 M0 0SG6SSyYy 2[. |YyR 9%f@e ¢KS
balance was more important for engaging {tithe and contract employees than parme and
cswlSYLX 228SSaX | YR T paédnisl woekkiifeibalanke waskntong strgrgjly”
predictive of egagement for couples than singl¥sand worklife balance was less important

F2NJ Sy3lFIJAy3ad SYLX 28SSa dzy P&kes a a., 2008, 12¥6)hdse NI 2 f
are important and relevant points for this paper because WLB traditionally has beeriresd

2yte a F 02y OSLIi NBftFGISR (2 AYRAGARIzZEf SYLI
In their interesting researchRobak et al. (2016gxamine how the size of organizations
influences WLB. By referring %A NO K Y S & Si¢fitition b WLBn K88 | A& dzyS (K
can be understood as an equal distribution of time, eneagylengagement in all the areas of

f A (Rda&k et al., 2016, 88)heir goal is to identify the main factors that influence the WLB in
small and mediumsized enterprises (Es). The main WLB influencing factors are open
internal relations of personnel, a professional environment, flexible forms and systems of work,
AYTF2NYEE &adzlLl2 NG FNRY O2f€ff Sl 3dzSaz  &dzLJSNA 2 NE
difficult life situatons, and ability to present personal and professional needs to the employer.
Regarding this paper, in addition to identified relevant factors, the style of management and

leadership as an influencing factor of WLB is important.

In brief, the concept of \R, like EE, has multiple definitions. These are, however, quite similar

and they are related to life satisfaction, job satisfaction, family satisfaction, commitment,
dedication, and engagement. Factors that influence WLB include job involvement, figxsibilit

work, spousal support, worRome/homework conflict, and communication procesqételmle

et al., 2014) However,Rothmann and Bauman{2014p HT 0 NBO2YYSY R (K|
employees should become aware of the concepts of engagement andlifi@balance, and

the relation of the concep®@!®a T dzii dzZNB NB a S| NOKZ § Klfetalanazd IS a

and employee engagement between different gender roles, cultures, and hierarchies within a



O2YLJ y&d X FdzNI KSNJ NB & ddivdidkandxhiorganisatidnbleyalt8 R | G ¢
better understand the pathways to woitk A ¥S ol f I yOS FTyR SYLX 2&SS

'daYy

objective is to answer their call for future research and propose an elaborated modeRoinID

the next section.

3. PROPOSED ANELABORATED-BIMMDEL

The main contribution of my conceptual paper is the elaborated job demands and resources
model (figure 2)of employee engagement. | decided to present the model building in two
phases first, the cor@igure 1)and then the more dediled, elaborated model.

Infigure 1, I illustrate the core of the model, which consists of individual and organizational job
resources and job demands (i.eJDR and @QDR) that lead to employee engagement (EE)
through worklife balance (WLB). Placing WLB between tBBR and @QIDR s an important

aGSL) Ay (GKS Y2RStQa SEGSyaazy o06S0FdzasS Al YI|
and demands. When employees are engaged at work (EE), it leads to performance (P) and to

theachievemen2 ¥ 02 (0K SYLX 28SSansandgoal@MB. yAT I GA2yaQ



Figurel: Extended Job Demands and Job ResourceR)bdel
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The second step in my model building is the further elaboratiofigofre 1that | presen in
figure 2 It is important to understand what helps both individuals and organizations to achieve
their vision and goals (VG). Therefore, the foundation of this process is job demands and

resources. First, | describe thdPRandthen, the GQJDRis shownin figure 2



Figure2: Elaborated JAR Model of Employee Engagement
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3.1. Individual job demands and resources

Obviously, one needs to understand that individuals doexis$t without their social networks,

uoneziuebio
ABojouyoa
suone|nbay $a101104 K19100S

family, and friends and that they are all part of the society and culture. With this, | want to

dzy RSNI AyS GKS AYLERNIFyYyOS

2T (KS

a20A1l f

02y idS

resources. Individual job demds and resources have a social, cognitive, emotional, behavioral

and psychological character.

Purpose, motivation, personality, resilience, optimism, -effitacy, and selésteem of the

individual employee lead to persgab and persororganization aligment. Selecting the right

organization and job is a demand and resource for the indivjdualit has an impact on WLB.

When this alignment is achieved, the employee becomes proactive, takesreldractivities,

shares his or her knowledge, and is wdlito help other colleagues. It means that with these

extra physical and cognitive efforts, and with the support of family and leaders, the employee























































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































