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Introduction
Traditional sources of competitive advantage, as product and process technology, access
to regulated markets, economies of scale, etc., matter less today than in the past, leaving capabilities derived from how people are managed, as relatively more vital (Pfeffer, 1994).
Compared to technology, which becomes more available and thereby reduces as a source of
competitive advantage, human capital is much more difficult to imitate for competitors
(Macey et al., 2009). Due to increasingly high deficit of human resources, management of
human capital plays a very important role in the ICT sector in Latvia. A study by Corporate
Leadership Council (2004) estimates that more highly engaged employees, likely to be found
in organizations with effective cultures, perform 20 percentile points better than those that are
not so engaged. The same study estimates that within one organization, highly engaged employees are half as likely to leave their jobs as the average employee within the same organization. Organizational culture that foster’s work engagement, is often referred to as the engagement culture. According to Rice, Marlow and Masarech (2012), building a culture of
engagement takes effort, but once established it will sustain high performance in the organization over time. However, currently there is a lack of research in regards to what impact different organizational culture dimensions have on work engagement.
Organizational culture is generally defined as a set of values and beliefs shared among
members of an organization, which has a major impact on their decisions and behavior – the
way in which things are done within the organization. Organizational culture is no longer a
particularly new construct in management science. Nevertheless, during the past decade interest in organizational culture from practitioners in particular continues to be relatively high.
The level of interest from practitioner side to some extent differs between industries. In
younger, more innovative and knowledge-intensive businesses there seems to be a stronger
interest than in more mature and rationalization-oriented ones. Many information technology
(IT) companies, for example, are credited with developing and sustaining distinct organizational cultures (Alvesson, 2012).
Work engagement is a relatively new construct in management science. Engagement is
generally defined as a goal oriented psychological state, in which a person is fully focused on
the task at hand. Work engagement is often mentioned among sources of increased employee
commitment and performance, as well as customer satisfaction (Albrecht, 2010). Engagement
represents some kind of transformation, production of energy, and synergistic force that creates motion in a particular direction that is aligned with the organization’s goals and this is
different from other constructs studied in organizational sciences earlier (Byrne, 2015).
4

A decade ago Saks (2006) argued that there was a lack of scientific research on work
engagement in the academic literature. Even though the interest has grown significantly during past few years, work engagement still is a relatively new topic in management science.
Most of publications on work engagement come from psychology literature. According to
Albrecht (2010), engagement research should focus on psychological aspect of work engagement in order to provide understanding of how to improve engagement at different levels –
individual, team, business unit and organization. Like many other concepts related to management of human capital, work engagement is a multidisciplinary one. Generally, engagement as such is very much related to psychology. At the same time, pre-requisites for employees to be engaged are largely dependent on how they are led and how the organizations
they work for are managed. On the other side of the equation, work engagement has a major
impact on performance of employees and consequently the organizations they work for.
Therefore, work engagement is an important concept in management science.
Like many other management related topics, much of what has been written about organizational culture and work engagement comes from practitioner literature and consulting
firms. Vermeulen (2013) argues that many of the most popular books on management and
leadership are written by authors who are not researchers. They are rather management thinkers or gurus, who just write what they think. Another approach often used in business writing
is to pick a list of well-known successful organizations and examine what these organizations
have in common. Such analysis often does not coincide with findings of academic research
and results in misleading conclusions about what is cause and what is effect in regards to high
performance and other characteristics of success in the organizations in question. Although
such leadership specialists can offer useful advice based on real life examples to the practitioners, these still are personal opinions or isolated cases that cannot be generalized in the
same way as findings of scientific research.
Research question, object, subject, and hypotheses
Research question is, which organizational culture dimensions have the most significant impact on dimensions of work engagement within organizations operating in the ICT
sector in Latvia?
Research object is organizations operating in the ICT sector in Latvia.
Research subject is the impact of dimensions of organizational culture profile on the
dimensions of work engagement.
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Research hypotheses are:
1)

There is a statistically significant correlation between scores of dimensions of organizational culture profile and dimensions of employees’ work engagement;

2)

Certain dimensions of organizational culture have a scientifically detectable and
significantly different impact on dimensions of work engagement.

Purpose of the study and tasks
Purpose of the study is to explore the organizational culture and work engagement and
to analyse the impact of certain dimensions of organizational culture on dimensions of work
engagement within organizations operating in the ICT sector in Latvia. Results of the study
enable managers of organizations operating in the sector to make informed decisions regarding fostering employees’ work engagement within their organizations through optimizing
organizational culture profile.
Tasks of the study are:
1)

to analyse the existing scientific literature and other theoretical sources related to
organizational culture and work engagement;

2)

to develop a theoretical model for studying the factors that have an impact on
work engagement, and what role organizational culture has among those factors;

3)

to investigate the impact of different dimensions of organizational culture profile
on the dimensions of work engagement within organizations operating in the ICT
sector in Latvia;

4)

to analyse and summarize results of the study based on research data;

5)

to discuss the theoretical aspects as well as results of the empiric study with the
industry experts of ICT sector in Latvia;

6)

to draw conclusions and develop recommendations for fostering employees’ work
engagement through optimizing organizational culture profile within organizations operating in the ICT sector in Latvia.

Research methodology
Following research methods are used in the study:
1)

quantitative methods,

2)

qualitative methods.

The quantitative research data was collected by using a survey questionnaire. In total
393 valid questionnaires were collected from employees of organizations operating in the ICT
sector in Latvia during time period from November till December of 2015. Respondent re6

cruitment was performed in cooperation with research services company Solid Data. Survey
questionnaire was entered and filled in by using an online survey data collection tool
www.visidati.lv, and consisted of four parts:
1)

demographic and organizational tenure related questions,

2)

Revised edition of Organizational Culture Profile (OCPR) (Sarros et al., 2005),

3)

Job Engagement Scale (JES) (Rich, LePine and Crawford, 2010),

4)

Utrecht Work Engagement Scale (UWES) (Schaufeli et al., 2002).

Statistical analysis of survey data was performed by using IBM SPSS and Microsoft
Excel software and consists of the following methods:
1)

simple linear regression analysis;

2)

measures of central tendency;

3)

Kolmogorov-Smirnov test;

4)

Cronbach’s α coefficient;

5)

Wilcoxon signed ranks test;

6)

Spearman’s rank correlation analysis,

7)

multiple linear regression analysis.

A qualitative research method – semi-structured interview is used in the study. In total 7
focused interviews with industry experts were conducted during July of 2016. Interview data
analysis is performed by using a qualitative data analysis method – recursive abstraction.
Secondary data sources as Central Statistical Bureau of Latvia and Eurostat, as well as
Gallup, Aon, Effectory International and Eiro Personāls, dated from 2008 to 2015 are used in
the study.
Research limitations
1)

Research covers the ICT sector in Latvia.

2)

Research covers the ICT sector as a whole, without focusing on any specific subsector or organization included in the sector.

3)

Study views organizations in their totality, without the analysis of separate subcultures.

4)

Research only covers two factors of internal environment of an organization – organizational culture and work engagement.

5)

Time limitation (research period).

6)

Breakdown of respondents by gender does not match the actual breakdown within
the ICT sector in Latvia.
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Research period
Survey of employees of organizations operating in the ICT sector in Latvia was performed in 2015. Interviews with industry experts regarding research results were conducted in
2016.
Theses for defence
1)

Organizational culture is one of the factors affecting work engagement within organizations operating in the ICT sector in Latvia.

2)

The level of work engagement within organizations operating in the ICT sector in
Latvia in all 3 of its dimensions – behaviour, affect and cognition, is similar.
There are no statistically significant differences between cognition and behaviour,
while such differences exist between behaviour and affect as well as affect and
cognition dimensions of work engagement.

3)

Managers of organizations operating within ICT sector in Latvia can foster their
employees’ work engagement through promoting specific organizational culture
dimensions – innovation, performance orientation and social responsibility.

Theoretical and methodological base
Theoretical framework of the study is based on organizational culture theory by E.H.
Schein, work engagement theories by W.A. Kahn and W.B. Schaufeli, as well as Job Demands-Resources model by A.B. Bakker and his colleagues. Research methodology is based
on the revised version of Organizational Culture Profile by J.C. Sarros, J. Gray, I.L. Densten
and B. Cooper, Job Engagement Scale by B.L. Rich, J.A. LePine and E.R. Crawford, as well
as Utrecht Work Engagement Scale by W.B. Schaufeli and A.B. Bakker. The theoretical and
methodological base also consists of works on organizational culture and work engagement
by S.L. Albrecht, M. Alvesson, Z.S. Byrne, M. Csikszentmihalyi, M.G. Erhart, J.L. Heskett,
W.M. Macey, C. Maslach, B. Schneider and other authors, published in literature, scientific
articles, as well as internet sources in United States of America, European Union, and India
and dated from 1943 to 2016.
Theoretical and practical significance and scientific novelty
1)

Developed theoretical framework for research of the impact of organizational culture dimensions on dimensions of work engagement, which can be used for similar studies in the future.
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2)

Developed a theoretical model of work engagement factors, which can be used for
future work engagement studies. The model is based on Job Demands-Resources
model by Bakker and Demerouti (2008) and, following the suggestion by Albrecht (2010), is expanded with additional contextual factors for work engagement – organizational demands and organizational resources.

3)

Developed recommendations for fostering employees’ work engagement through
optimization of organizational culture profile within organizations operating in the
ICT sector in Latvia. The recommendations contain both – information about dimensions of organizational culture that are contributory to work engagement, as
well as practical advice regarding how to foster these specific cultural dimensions
within the organization.

Research approbation
Scientific conferences:
1.

Barbars, A. Management of interaction between organizational culture and work
engagement in the information and communication sector in Latvia. Conceptual
presentation
9th Annual Scientific Baltic Business Management Conference ASSBBMC 2016
“Challenges of Business Sustainability in the Digital Age”
BA School of Business and Finance, Riga, Latvia (April 21-23, 2016)

2.

Dubkevics, L., Barbars, A., Pavlovska, V., Turlais, V. Evaluation of Intercultural
Competency in Organizational Culture: Analysis of the Example of Latvia
International Scientific conference “Human Potential Development”
Klaipeda University, Klaipeda, Lithuania (May 27-28, 2015)

3.

Dubkēvičs, L., Barbars, A. Līderības un organizācijas klimata radošuma
mijattiecību analīze valsts teātros Latvijā
6th International Scientific Conference “New Business Solutions for Emerging Future”
BA School of Business and Finance, Riga, Latvia (April 25-27, 2013)

4.

Dubkevics, L., Barbars, A. Assessing the Relationship Between Organizational
Culture and Climate for Creativity: an example of theatre industry in Latvia
“EBES 2012 Conference Warsaw”
Warsaw, Poland (November 1-3, 2012)

5.

Dubkevics, L., Barbars, A. The Role of Organizational Culture in Human Resource Management
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Publications:
1.

Barbars, A. Interaction between organizational culture and work engagement in
the information and communication technology sector in Latvia// Journal of Business Management. - 2017. - No 12. - pp. 84-100.
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Theoretical aspects of organizational culture and work engagement in
management science
First step required to accomplish purpose of the study described in the introduction of

this thesis, is to analyse the existing scientific literature and other theoretical sources related
to organizational culture and work engagement. First chapter of the thesis is focused on terminology, history, definitions and main theories of organizational culture and work engagement, as well as management of these two constructs. Based on the literature review performed in scope of the study, this chapter also describes the role of organizational culture
among other factors that have an impact on work engagement. Exploring findings of earlier
work by other authors is an important part of the study in order to ensure progress in research
related to the impact of organizational culture on work engagement.
Chapter begins with an analysis of the existing theory in the field of organizational culture – brief history of the organizational culture research, analysis of the most commonly used
definitions, main components of the organizational culture, as well as approaches used in
studying the construct. Further in the chapter theoretical aspects of work engagement are described, which includes brief history of research related to work engagement, an overview of
the definitions used to describe the construct, comparison between work engagement and similar constructs in the management science, as well as brief overview of disengagement and
burnout. Third part of the chapter is focused on management of organizational culture and
work engagement. It begins with the definition and main tasks of management, followed by
main theories related to the management of organizational culture and work engagement. In
the final part of the chapter a theoretical model of factors that have an impact on work engagement is presented.
1.1

Analysis of organizational culture in management science

Alvesson (2012) argues that organizational culture is one of the main subjects in academic research of organizational theory, as well as in management practice. Even in organizations, where cultural issues receive little explicit attention, ways in which people think, feel,
value and act, are guided by ideas, meanings and beliefs of the socially shared culture. The
notion of organizational culture has the advantage that it provides a conceptual bridge between micro and macro levels of the organization, by connecting organization as a whole to
the everyday experiences of its members (Smircich, 1983).
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In management and organizational studies, terms corporate culture and organizational
culture are sometimes used interchangeably, sometimes with different meanings. Typically,
corporate culture refers more to the ideas, values and meanings proposed by senior management of the organization. Sometimes authors even view corporate culture as what is espoused
and what management thinks it should be, while organizational culture refers to the real culture, a more descriptive interest in cultural patterns in the organization (Anthony, 1994). In
scope of this study, both terms are considered to represent the same concept – real cultural
patterns in the organization.
Studies on organizational culture have been conducted since the 1940s, but they were
rare and scattered until the corporate culture boom of the 1980s (Alvesson, 2012). Pettigrew's
(1979) article in Administrative Science Quarterly is the most commonly attributed starting
point of contemporary organizational culture research because of the immediate effect it had
at the time. The article was an academically interesting cross-disciplinary application of the
emerging emphasis on people within business schools and the world of business (Ehrhart,
Schneider and Macey, 2014). Since the 1980s academic as well as practitioner interest in organizational culture has been growing. Figure 1.1. shows the number of articles and books
published during the time period between 2000 and 2016 with words organizational culture,
organisational culture and corporate culture in the title. Organizational and organisational
are different spellings of the same word. Organizational is mainly used in writings published
in US and Canada, while organisational is more common outside North America. In the below figure, results for both spellings are merged under organizational culture. Source of information about the number of publications in this case is Google Scholar. The list of publications available in Google Scholar might be incomplete, yet it still provides a good overview of
the trends. Similar approach to analysis of number of publications has been used by Schaufeli
(2014).
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Figure 1.1. Number of scientific articles and books with phrase organizational culture
(and synonyms) in the title published during time period from 2000 to 2016
Source: Google Scholar

Since the beginning of 21st century the number of writings in relation to organizational
culture has grown significantly, reaching more than 1000 publications per year during past
few years. One of the main reasons for the still growing interest in this topic is related to the
role of human capital in nowadays economy and the industries emerging within it.
Before defining the organizational culture, it is necessary to define the separate terms –
organization and culture. Organization is defined as a social unit within which people have
developed stable relationships in order to achieve a set of objectives or goals (Litterer, 1963).
Similarly, Greenwald (2008) defines organization as a group of individuals working under a
defined system of rules, procedures and relationships, designed to achieve specific goals.
Culture as such is a subtle concept, as it is easily used to cover everything and consequently nothing (Alvesson, 2012). It is defined as a set of shared important understandings
(often unstated) that members of a community have in common (Sathe, 1983). Slightly more
explicit definition of the term says that culture stands for deeply rooted values or shared
norms, moral or aesthetic principles that guide action and serve as standards to evaluate one’s
own and others’ behaviors (Hofstede, 1994).
Verbeke, Volgering, and Hessels (1998) reported 54 different definitions of organizational culture published in literature between 1960 and 1993. This number has surely grown
during past more than twenty years, but more precise figure up to date is not available. This
13

only confirms the breadth of the organizational culture construct, and how difficult it is to
reach an agreement among researchers, what organizational culture is. Some examples of organizational culture definitions are:
•

The way of doing things (Bower, 1966).

•

A set of common understandings, as well as language and other symbolic vehicles
for expressing the common understandings (Louis, 1980).

•

A pattern of beliefs shared by the organization's members (Schwartz and Davis,
1981).

•

A general set of beliefs, mores, value systems, behavioral norms and ways of doing business that are unique to the organization (Turnstall, 1983).

•

A complex set of values, beliefs, assumptions, and symbols that define the way in
which an organization conducts its business (Barney, 1986).

•

The shared rules directing cognitive and affective aspects of membership in an organization, and the means whereby they are shaped and expressed (Kunda, 1992).

•

A shared and learned set of experiences, meanings, values, and understandings
which inform people and which are expressed, reproduced, and communicated
partly in the symbolic form (Alvesson, 1993).

•

The way in which an organization solves problems and resolves dilemmas
(Trompenaars and Hampden-Turner, 1997).

•

A set of artifacts, values, and assumptions that emerges from interactions of organizational members (Keyton, 2011).

•

Beliefs, ideologies, and values, and the way in which they are transmitted through
symbols, language, and narratives – myths and stories, as well as practices – rituals and taboos, especially during socialization. (Schneider, Ehrhart and Macey,
2011).

Even though there is no agreement on a single definition, one of the most commonly
used definitions of organizational culture is written by Edgar Schein. Schein (2010, 18) defines the organizational culture as "a pattern of shared basic assumptions learned by a group
as it solved its problems of external adaptation and internal integration, which has worked
well enough to be considered valid and, therefore, to be taught to new members as the correct
way to perceive, think, and feel in relation to those problems". This definition is based on
analysis of several other definitions, and is also used as the working definition in this study.
Within the above cited definition, Schein (2010) mentions two main purposes of organizational culture – external adaptation and internal integration. External adaptation includes:
1)

mission and strategy – development of shared understanding of core mission;
14

2)

goals – development of consensus on goals, based on the core mission;

3)

means – development of consensus on the means that are used to reach the goals;

4)

measurement – development of consensus on the criteria used for measurement of
how the organization is fulfilling its goals;

5)

correction – development of consensus on the appropriate strategies used in case
if the goals are not being met.

The other purpose of organizational culture – internal integration, includes:
1)

creation of common language and conceptual categories;

2)

definition of group boundaries and criteria for inclusion and exclusion;

3)

distribution of power, authority, and status;

4)

development of norms of trust, intimacy, friendship, and love;

5)

definition and allocation of rewards and punishments;

6)

explanation of the unexplainable.

In comparison, Alvesson (2012) describes role of the culture in an organization, by using the following metaphors:
1)

culture as exchange regulator, functioning as a control mechanism, by which the
informal contract and long-term rewards are regulated, aided by a common system
of values and references, as well as the corporate memory;

2)

culture as compass, by which culture gives a sense of direction and guidelines for
priorities;

3)

culture as social glue, where common ideas, symbols and values are sources of
identification with the group and organization, and which counteracts fragmentation;

4)

culture as sacred cow, where basic assumptions and values, which people are
strongly committed to, point to the core of the organization;

5)

culture as affect regulator, where culture provides guidelines and scripts for emotions and affections and how they should be expressed;

6)

culture as mental prison, referring to how un- or non-conscious aspects of culture,
culture as taken-for-granted ideas leading to blind spots, and ideas and meanings
creating a fixed world within which people adjust, unable to critically explore and
transcend existing social constructions.

Comparing the approaches by Schein and Alvesson in regards to the purpose of organizational culture, it can be concluded that they are rather similar. Most of the Alvesson’s metaphors are focused on the internal integration part according to Schein, while culture as compass metaphor refers to the external adaptation part. In addition to the above mentioned tasks
15

of organizational culture, it also has an effect on both – internal and external environment of
the organization. Culture not only impacts employees of the organization, but also extends
well beyond organizational boundaries to impact those who have contact with the organization, for example customers, suppliers, and public officials (Macey et al., 2009).
On the other hand, opposed to majority of authors views on the role of organizational
culture, Alvesson (2012) argues that the values and norms that comprise organizational culture have a limited direct impact on organizational effectiveness in terms of work and behavior, and willingness to work. Still, the relevance of cultural patterns for what goes on in organizations and different kinds of outcomes is great, but in much more indirect ways than
assumed by many authors. Because of such direct and indirect impact on different aspects of
organization’s daily operations, culture has enormous strategic significance.
Describing organizational culture, Ehrhart, Schneider and Macey (2014, 131) have
summarized the main attributes of it:
1)

organizational culture is shared;

2)

organizational culture is stable;

3)

organizational culture has depth;

4)

organizational culture is symbolic, expressive and subjective;

5)

organizational culture is grounded in history and tradition;

6)

organizational culture is transmitted to new members;

7)

organizational culture provides order and rules to organizational existence;

8)

organizational culture has breadth;

9)

organizational culture is a source of collective identity and commitment;

10)

organizational culture is unique.

These attributes are in tune with the definitions as well as role of the organizational culture described earlier.
Schein (2010) describes elements of organizational culture and the impact they have by
grouping the elements into three levels (see figure 1.2.):
1)

artifacts,

2)

espoused beliefs and values,

3)

basic underlying assumptions.
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Artifacts
Espoused beliefs
and values
Basic underlying
assumptions

Figure 1.2. Levels of organizational culture
Based on Schein, 2010

Organizational culture is based on the basic underlying assumptions, which are subconscious, taken-for-granted beliefs and values, that determine behavior, perceptions, thoughts,
and feelings. The middle level – espoused beliefs and values, consists of ideas, goals, values,
aspirations, ideologies, and rationalizations. This level may or may not be consistent with
behavior and other artifacts. The most visible and perceptible level of organizational culture –
artifacts, includes structures and processes, as well as observed behaviors.
Many authors view values as the deepest level of culture. According to Parsons (1951),
cultural tradition emerges around values, which are defined as elements of a shared symbolic
system, that serves as a criterion or standard for selection among the alternatives of orientation, which are intrinsically open in a situation. Similarly, Rokeach (1973, 5) argues that "a
value is an enduring belief that a specific mode of conduct or end-state of existence is personally or socially preferable to an opposite or converse mode of conduct or end-state of existence". Values are also defined as ideas and objects with a special meaning on the individual
as well as organizational level (Dubkēvičs, 2009). Values determine basic assumptions about
the reality, human nature, and relationships (Dubkevics and Barbars, 2011).
Since the basic elements of any culture are the underlying assumptions and values,
many authors try to determine the values that are generally good – beneficial to any organization. According to Baker (1980; 1982), good cultures are characterized by norms and values
supportive of excellence, teamwork, profitability, honesty, customer service orientation, pride
in one's work, commitment to the organization, as well as adaptability – the capacity to thrive
over the long run despite new competition, new regulations, new technological developments,
and the strains of growth. Barrett (2006, 24) determines positive, as well as potentially limiting values, divided into four groups – individual, relationship, organizational, and social (see
table 1.1.).
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Table 1.1.
Positive and potentially limiting values and behaviors

Positive

Individual values / behaviors

•

Adaptability

•

Commitment

•

Honesty

•

Integrity

•

Enthusiasm

Relationship
values / behaviors
•

Accountability

•

Compassion

•

Conflict

Organizational
values / behaviors
• Continuous
learning

resolution
•

Mentoring

•

Open
Trust

•

Customer

Limiting

•

Arrogance

•

Blame

•

Control

•

Information

•

Financial

Internal
competition

•

Manipulation

•

Rivalry

•

Productivity

•

Professional

•

Profit

•

Employee

•

Environmental
awareness

•

Future
generations

•

Social
responsibility

•

Volunteer
work

health

hoarding

Caution

•

growth

satisfaction

•

Efficiency
stability

communication
•

•

Social
values / behaviors

•

Bureaucracy

•

Chaos

•

Image

•

Job security

–

Based on Barrett, 2006

Although majority of the positive values and behaviors mentioned in the above table
can be viewed as beneficial, and most of the limiting values might be harmful for many organizations, it is very difficult to generalize the impact that each specific value or behavior
has on reaching goals of different organizations. For example, such individual behavior as
caution might be limiting for organizations or jobs that require lots of creativity in generating
and implementing new ideas and innovative solutions. However, it can be considered positive
in organizations and jobs that deal with high levels of risk in their daily business, such as
medical care, financial services, as well as many dangerous occupations. Similarly, putting
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emphasis on such seemingly limiting organizational value as image can have different effects
on different organizations and situations they operate in.
Most researchers agree that there are no good or bad values or cultures per se. A set of
values is good – effective – if it reinforces the mission, purposes and strategies of the organization. To be effective, the culture must be appropriate to needs of the business, company and
employees (Wallach, 1983., Heskett, 2012). Culture can facilitate or limit strategies and how
they are implemented. It can be an asset or a liability. Therefore, it requires a subjective appraisal involving analysis of whether the culture can support the growth rate, agility, innovation, new product development, continuous improvement, and other things required to implement the strategy. Effective cultures result from the following: a clear mission, shared assumptions, the right values and beliefs, the right behaviors, rites and rituals, a good fit with
the organization's competitive strategy and how it is executed (Heskett, 2012). To be successful, an organization must ensure that it shapes its culture to its business, mission, and strategy
(Sanchez, 2006).
Impact of the culture within a specific organization also depends on its strength – the
degree to which members of the organization subscribe to the assumptions, values and behaviors on which the culture is based (Heskett, 2012). According to many authors, strength is an
important characteristic of any organizational culture. Strength of a culture influences the
intensity of members’ behavior, and is determined by how many important shared assumptions there are, how widely they are shared and how clearly they are ranked. A strong culture
is characterised by homogeneity, simplicity and clearly ordered assumptions. In a complex
culture – by definition any culture – assumptions will probably be very difficult to identify
and rank (Sathe, 1985). One mega-study of 108 empirical studies on the effects of cultural
diversity in teams concluded that cultural diversity leads to process losses through task conflict and decreased social integration (Stahl et al., 2010). Organizational culture research concludes that companies with strong cultures can gain as much as one or two hours of productive work per employee per day (Deal and Kennedy, 1982).
To better characterize organizational culture in a specific organization and to assess it
quantitatively, researchers focus on values that may be relevant to organization’s central value
system (O’Reilly, Chatman and Caldwell, 1991). The central value system is a number of key
or pivotal organization related values shared among members of the specific organization
(Weiner, 1988). Since the number of values that may possibly characterize the organizational
culture is very high, such values are grouped into organizational culture dimensions. For example, one of the most commonly used instruments to assess the central value system of an
organization is the Organizational Culture Profile (OCP) instrument by O’Reilly, Chatman
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and Caldwell (1991), which consists of 54 value statements, each of which belongs to one of
eight dimensions – innovation, attention to detail, outcome orientation, aggressiveness, supportiveness, emphasis on rewards, team orientation, and decisiveness. The value statements
were developed by using exploratory factor analysis and was based on factors that were described in the organizational culture literature at the time, when the instrument was created
(Sarros et al., 2005). Later Sarros et al. (2005) created the Revised edition of the OCP instrument, which based on their own factor analysis consists of seven dimensions – competitiveness, social responsibility, supportiveness, innovation, emphasis on rewards, performance
orientation, and stability.
Another approach to characterize and measure organizational culture is to group sets of
values that might characterize different organizations into organizational culture types. One of
the most widely used organizational culture typology theories is the Competing values framework by Cameron and Quinn (2011). This theory is based on research on the key factors of
organizational effectiveness. As a result of the study, thirty-nine factors of effectiveness were
determined and two major dimensions emerged, which organized the factors into four main
clusters shown in figure 1.3.

Clan
(collaborate)

Adhocracy
(create)

Hierarchy
(control)

Market
(compete)

Stability and control
Figure 1.3. Competing values framework
Based on Cameron, Quinn, 2011
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External focus and differentiation

Internal focus and integration

Flexibility and discretion

One of the dimensions differentiates flexibility, discretion and dynamism from stability,
order and control, while the other dimension differentiates internal orientation, integration and
unity from external orientation, differentiation and rivalry. These two dimensions form four
quadrants, each representing a distinct set of organizational effectiveness indicators – core
values. Each quadrant is given a label to distinguish its most notable characteristics. For example, clan culture is described by employee commitment towards the organization and team
work; adhocracy cultural type is dynamic, entrepreneurial and innovative; market culture is
focused on competitiveness and productivity; while hierarchy culture is characterized as formalized, structured and stable.
It is important to note that no organizational culture is fully characterized by one specific type. In reality, any organization has some features of all four types. What can be determined are the dominant organizational culture types and values they represent. In addition, no
one type of culture is superior to another. As described above, impact of the culture within a
specific organization instead depends on its effectiveness and strength.
1.2

Theoretical analysis of work engagement

Engagement is mainly expressed in such employee behaviors as efforts at work. It is described as the ability to bring all of who we are into our roles (Smith and Berg, 1987). Engaged employees stay focused on their tasks and work hard to accomplish their work-related
goals (Kahn, 1992). They strive to move their work forward and put energy into it (Schaufeli
and Bakker, 2004). When employees are engaged, they fully inhabit their job roles, instead of
just working. They are very present in doing their work (Kahn, 1992). According to Macey
and his colleagues, engaged employees behave in more persistent ways, respond proactively
to emerging threats and challenges, expand their roles at work, and adapt more readily to
change (Macey et al., 2009). As a result, work engagement is one of the key predictors of
organization’s performance, financial and otherwise (Heskett, 2012). Individual employee
behaviors determine organization’s collective success over time. Performance is a sum of
what every employee does every day across the organization. Each individual’s behavior in
turn is influenced by the organization – it’s structure, decisions, motivators and information
(Baron, 2006).
Although, typically, terms employee engagement, work engagement, and job engagement are used interchangeably, work (job) engagement refers more to the employees’ relationship with their work, while employee engagement sometimes may also include relationship with the organization (Schaufeli, 2014). In scope of research conducted as a part of the
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thesis, terms are used interchangeably and represent the employee’s relationship with their
work.
Term engagement was first used in relation to work by the business consulting firm the
Gallup Organization. The first academic article on engagement at work was published by
Kahn (1990) in the Academy of Management Journal, but it took a decade before the topic
was picked up by others in academia (Schaufeli, 2014). Later Maslach, Schaufeli and Leiter,
(2001) conceptualized the construct of work engagement as the positive antipode of burnout,
where three dimensions of engagement – energy, involvement, and efficacy are the direct
opposites of three dimensions of burnout – exhaustion, cynicism, and ineffectiveness. Together these two conceptualizations provided the early theoretical framework for understanding
work engagement (Saks, 2006). Many of the contemporary conceptualizations of work engagement are based on the original work by Kahn as well as Maslach and her colleagues
(Shuck and Wollard, 2010). Figure 1.4. shows number of publications that include one of the
three phrases – employee engagement, work engagement, or job engagement in the title. All
three phrases are used in academic as well as practitioner literature to describe the same con-
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Figure 1.4. Number of scientific articles and books with phrase work engagement (and
synonyms) in the title published during time period from 2000 to 2016
Source: Google Scholar

22

The number of publications related to work engagement has been growing very rapidly
during past five years. The increase in popularity of the topic in the beginning of 21st century
is related to the growing importance of human capital in business.
Even though work engagement is a relatively new topic, there are a few definitions used
in the research literature:
•

The level to which an individual is attentive and absorbed in the performance of
one’s roles. (Saks, 2006)

•

A high level of energy and a strong identification with one’s work (Bakker and
Demerouti, 2008);

•

Individual's sense of purpose and focused energy, evident to others as personal initiative, adaptability, and persistence directed toward organizational goals (Macey
et al., 2009);

•

Positive, work related psychological state leading to willingness to invest focused
effort towards organizational goals (Albrecht, 2010).

There are two definitions of work engagement that are quoted in research literature most
often. One of them belongs to Schaufeli and his colleagues, who define work engagement as
“a positive, fulfilling, work-related state of mind that is characterized by vigor, dedication,
and absorption” (Schaufeli et al., 2002, 74). The three dimensions of work engagement mentioned in this definition are described as follows:
1) Vigor – high level of energy and mental resilience while working, the willingness to
invest one’s effort in the work;
2) Dedication – being strongly involved in one’s work, experiencing a sense of significance, enthusiasm, inspiration, pride and challenge;
3) Absorption – being fully focused and happily engrossed in one’s work, whereby
time passes quickly and one has difficulties with detaching oneself from the work
(Schaufeli, Bakker and Salanova, 2006).
The other of the most popular definitions belongs to Kahn (1990, 694), who is largely
credited with introducing the concept of personal engagement at work, and defines work engagement as “the harnessing of organization members’ selves to their work roles; in engagement, people employ and express themselves physically, cognitively, and emotionally during
role performances.” The dimensions of work engagement according to this definition are described as follows:
1) Physical engagement is related to the physical energy exerted by the employees to
accomplish their work-related tasks;
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2) Cognitive engagement concerns employees’ beliefs about the organization, its leaders and working conditions;
3) Emotional engagement is related to how the employees feel about the organization,
its leaders and working conditions – whether their attitude toward these factors is
positive or negative (Kular et al., 2008).
These two definitions of work engagement are used as working definitions in the study
conducted as a part of this thesis. Despite slightly different perspectives, there are core commonalities between these two conceptualizations of work engagement, as both of them share
similar physical-energetic (vigor), emotional (dedication), and cognitive (absorption) dimensions (Schaufeli, 2014).
The state of engagement is often simply described as the state of flow. According to
Kahn (1990), being engaged means to be psychologically as well as physically present when
occupying and performing an organizational role. State of presence described by Kahn, when
person’s attention is aimed at a single task or series of related tasks, is also described as being
in the flow or in the zone (Csikszentmihalyi, 1997). The state of flow is described as the subjective state that people report when they are completely involved in something to the point of
forgetting time, fatigue, and everything else but the activity itself (Csikszentmihalyi and
Rathunde, 1993). When one experiences flow, all attention is directed to the specific activity
to an extent, that distractions or other random thoughts are ignored (Csikszentmihalyi and
Kleiber, 1991). However, flow does not fully describe engagement. Employees may be in an
engaged state and perceive the activity as worth doing because it creates meaning and moves
them closer to goal attainment, whereas with flow they are doing the job or task for its own
sake (Nakamura and Csikszentmihalyi, 2002). Similarly, researchers use term agency to describe the capacity to achieve success through one’s own effort and means. Such state is about
the very notion of engagement – the emotional state of positive affect, as well as moving forward and getting things done (Snyder, Rand and Sigmon, 2002).
Work engagement is often compared to similar concepts in organizational research and
is criticized for being no more than an old wine in a new bottle (Jeung, 2011). Many of the
below described concepts are closely related to work engagement, however, they are not the
same.
Satisfaction
Satisfaction is defined as a pleasurable or positive emotional state resulting from the appraisal of one's job and job experiences (Locke, 1976). Rice, Marlow and Masarech (2012)
see job satisfaction as more transactional employer-employee relationship, which only works
as long as organization is able to increase compensation and benefits, or improve work envi24

ronment. This cannot be sustained during market dips and organizational change. In addition,
satisfaction does not include the sense of goal-directed energy that is essential part of engagement. This might be one of the reasons why research has shown a relatively modest correlation between job satisfaction and job performance (Judge et al., 2001). Albrecht (2010)
concludes that compared to engagement, which is characterized as positive energy and enthusiasm towards work, job satisfaction and commitment are characterized by less activated positive psychological states, such as comfort. The difference between work engagement and satisfaction, as well as workaholism and burnout is displayed in figure 1.5. This twodimensional view of work related subjective psychological states is based on analysis by
Bakker and Oerlemans (2011). The model displays the affective states in two dimensions –
the level of activation (low to high) and the level of pleasure (unpleasant to pleasant).

Workaholism
- agitated
- hostile
- tense

Engagement
- excited
- enthusiastic
- energised

Burnout
- depressed
- lethargic
- fatigued

Satisfaction
- content
- relaxed
- calm

Pleasant

Unpleasant

High activation

Low activation
Figure 1.5. A two-dimensional view on work related subjective well-being
Based on Bakker, Oerlemans, 2011

Work engagement is placed in the first quadrant, which means that it is a pleasant state
of high activation, characterized by excitement, enthusiasm and high level of energy. Satisfaction is also a pleasant state, but it is more calm and relaxed due to being lower on the activation dimension. On the other side of pleasure dimension are such states as workaholism (high
activation) and burnout (low activation), which is described further in this chapter.
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Motivation
The feeling of engagement cannot occur without a specific purpose or objective (Macey
et al., 2009). From this perspective engagement is closely related to motivation. Traditionally
motivation studies mainly suggest that employees are either motivated at work or not, and that
this is a relatively stable state (Hackman and Oldham, 1980), whereas work engagement is
often viewed as situational. Intrinsic motivation refers to a drive or push that is instigated and
propelled by interest in and spontaneous enjoyment from an activity (Porter and Lawler,
1968). As long as employees interpret their work environment as supporting their feelings of
competence, giving them self-control, and being characterized by a sense of relatedness, people will believe that their actions and behaviors are self-determined and will be intrinsically
motivated (Ryan and Deci, 2000). What makes engagement different from intrinsic motivation is the goal direction. Engagement is consistent with the organization's goals, and is about
one's role in reaching these goals. It is not just about being driven to continue doing something purely out of enjoyment. Work engagement is about being driven across multiple platforms of the self toward goal achievement, and one just happens to be intrinsically rewarded
doing so. Thus, engagement subsumes intrinsic motivation (Byrne, 2015).
Commitment
Robinson, Perryman and Hayday, (2004) even defined engagement as one step up from
commitment. Employee commitment is typically characterized by internalization of organization's goals and values and a strong desire to remain a member of the organization, which
results in a willingness to exert extensive energy on behalf of it (Byrne, 2015). Organizational commitment is considered an affective attachment to, identification with, and involvement
in a particular organization (Mowday, Steers and Porter 1979). Ashforth and Mael (1989)
argue that commitment is an attitudinal reaction to the work environment and leadership. Although commitment is an important ingredient, it is only a piece of the engagement equation
(Zajkowska, 2012). Many studies suggest that engaged employees are more likely to stay with
their organizations for the reason of being engaged. Based on the study by organizational
behavior researcher Mitchell and his colleagues, employees of an organization can remain
employed, even if they are not engaged, due to family or social pressures, as well as other
commitments they have made, which require them to stay employed in their present work
place (Mitchell et al., 2001). Other reasons why disengaged (but committed) employees also
stay with their organizations include financial rewards, career opportunities, comfortable
work conditions etc. Being disengaged does not indicate a lack of commitment, but a commitment to the wrong things (Rice, Marlow and Masarech, 2012). Correlations between engagement and commitment tend to be moderate to high (Byrne, 2015).
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Involvement
Confirmatory factor analysis by Hallberg and Schaufeli (2006) concludes that engagement, job involvement and organizational commitment are distinct but very much related
concepts. Job involvement refers to a stable cognitive judgment about the centrality of work
to one's life and identity (Lawler and Hall, 1970). Kanungo (1982) defined involvement as a
belief state of psychological identification. It is also defined as the internalization of values
about the goodness of work or the importance of work in the worth of the person (Lodahl and
Kejner, 1965) and the level to which one is cognitively preoccupied with, engaged in, and
concerned with his or her present job (Paullay, Alliger and Stone-Romero, 1994). Job involvement is one aspect of the emotional engagement (Macey and Schneider, 2008). Correlations between engagement and job involvement tend to be moderate (Byrne, 2015).
The above analysis shows that work engagement can be compared to many other
forms of relationships between individuals, organizations and the work that individuals perform related to their roles within the organizations. Engagement, however, reflects a genuine
and unique psychological state that employees might experience at work (Schaufeli, 2014).
According to many authors, negatively related to work engagement are such constructs
as disengagement and burnout. Kahn (1990, 694) defined personal disengagement as the "uncoupling of selves from work roles; in disengagement, people withdraw and defend themselves physically, cognitively, or emotionally during role performances." Fineman (1983) in
his exploration of the meaning of work by examining individuals recently unemployed, also
determined that disengagement is a psychological distancing and withdrawal from work.
Research and consulting firm Gallup (2013) distinguish two kinds of disengaged employees:
1)

not engaged employees, who are only little or not at all concerned about their customers, productivity of their work, or mission of their team and organization.
They do only as much as is required to keep their jobs. These employees are essentially checked out.

2)

actively disengaged employees, who are not only disengaged and unhappy; they
spend most of their time acting out their unhappiness and diminishing the accomplishments by other – engaged colleagues.

Disengagement might be avoided by focusing on what creates engagement; however,
even with all the support, the right situational characteristics, the ideal circumstances, and the
best of leadership, some people still may not be engaged (Byrne, 2015).
Macey et al. (2009) distinguish two causes for disengagement:
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1)

disengagement due to lack of support for engagement – lack of trust, fairness,
challenging and meaningful work;

2)

disengagement as a result of too much support for engagement – person becomes
so engaged that it leads to exhaustion and burnout, as illustrated in figure 1.6.

Level of engagement

High
Burnout

Low
Low

High
Level of engaging work conditions

Figure 1.6. Relationship between engaging work conditions, work engagement and burnout
Based on Warr, 1994

Based on more than 30 years long research, Maslach, Schaufeli and Leiter (2001) place
burnout at the opposite end of engagement continuum. Job burnout refers to the response of
chronic emotional and interpersonal stressors on the job and is defined by three dimensions –
exhaustion, cynicism and sense of inefficacy (Maslach, 2003). Maslach, Schaufeli and Leiter
(2001) define dimensions of burnout as follows:
1) Exhaustion – the basic individual dimension of burnout, which refers to being depleted of one’s own physical and emotional resources;
2) Cynicism – the interpersonal dimension of burnout, which is related to excessive detachment from various aspects of job;
3) Inefficacy – the self-evaluation dimension of burnout, which refers to feelings of incompetence, as well as lack of achievement and productivity at work.
Disengagement and burnout results when one's energy turns into exhaustion, involvement becomes cynicism, and efficacy becomes inefficacy (Maslach, Schaufeli and Leiter,
2001).
There are multiple approaches to understand and study work engagement. Schaufeli and
colleagues (2006) in their cross-national study described the difference between trait-like
(long term) engagement and state-like or situational (short term) engagement, arguing that
engagement is a more persistent and pervasive affective–cognitive state that is not focused on
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any particular object, event, individual, or behavior. As a result, the construct of work engagement was initially developed to capture the overall (long term) state of employees in regards to their job (Bakker, Demerouti and Xanthopoulou, 2012). Researchers, who view engagement from the trait-like perspective, investigate the general predictors of work engagement – what makes one person more engaged than another. An example of such predictors is
the enduring resources from the Job Demands-Resources model (Bakker and Demerouti,
2008), which is described in more details further in this chapter.
Sonnentag (2003) later introduced the concept of state-like engagement. From this perspective, engagement can change from day to day and even from hour to hour, based on the
task at hand, like a moving target (Rice, Marlow and Masarech, 2012). This approach characterizes engagement as a rather situational and temporary experience, which fluctuates within
individuals over short periods of time (Sonnentag, Dormann and Demerouti, 2010). From this
perspective engagement is a moment-to-moment state of motivation, wherein one is psychologically present (i.e., in the moment) and psycho-physiologically aroused, is focused on and
aligned with the goals of the job and organization, and channels his or her emotional and cognitive self to transform work into meaningful and purposeful accomplishment (Byrne, 2015).
Researchers, who view engagement from the state-like perspective, investigate more immediate factors of work engagement – when, in what situations do people experience work engagement. Some examples of such factors can be time of the day, level of workload etc.
Even though there are obvious differences between these two conceptualizations of
work engagement, they go in parallel instead of against each other. This specific study, however, is more focused on the long-term predictor of work engagement – organizational culture.
1.3

Management of organizational culture and work engagement

Drucker (2008) describes management as an integral part of any organization, which
holds the organization together and makes it work. According to Armstrong (2004), management is a process of deciding what needs to be done and then getting it done through people,
as well as other resources, including knowledge, financial resources, materials, equipment,
etc. This definition puts an emphasis on people as the most important resource available to
managers, through which the other resources are be managed. According to Drucker (2008),
the basic tasks of managers are:
1)

setting objectives – deciding, what the objectives are, what needs to be done in
order to reach the objectives, as well as communicating the objectives to people,
whose performance is required to reach them;
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2)

organizing – analysis of the necessary activities, decisions and relations, and dividing them into manageable activities, as well as selecting people responsible for
those activities;

3)

motivation and communication – creating teams of people responsible for various
activities, building relationships with those people, as well as making decisions in
regards to pay, placement, and promotion. In addition, managers fulfil an integrating function through constant communication with their subordinates, superiors,
and other colleagues;

4)

measurement – analysis, appraisal, and interpretation of individual and organizational performance targets, as well as communication of the measurements and
findings to the subordinates, superiors, and colleagues;

5)

people development, including oneself.

The above stated management tasks affect and are affected by the organizational culture. Perhaps the best way to distinguish approaches to understanding organizational culture
and the ways in which it is implemented and changed is to contrast those who focus on culture as something organizations have (objectivist-functionalist approach) versus those who
describe culture as something organizations are (subjectivist-interpretive approach) (Smircich,
1983). From the objectivist-functionalist view or organizations have cultures perspective,
organizational culture is viewed as a variable or an attribute that is affected by and affects
other organizational variables. The interest is usually functionalist, trying to understand how
culture is linked to outcomes and effectiveness and thus how it can be changed to make the
organization more efficient and more productive (Davey and Symon, 2001). For example,
academic studies as well as practitioner thinking on organizational culture guided by this perspective often proceed from an assumption that organizational culture is closely related to
performance of the organization. Advocates of this view believe that it is vital to uncover casual relationships between forms of organizational culture and performance and to produce
knowledge that allows to affect specific cultural elements (values, norms, symbols, rites, etc.)
or cultures in their totality, so that outcomes considered beneficial can be achieved (Sackmann, 2011).
In scope of this view, leaders and managers of the organization are considered to be the
main source of the cultural adjustments, as mainly they have the power to implement such
changes. Burns (1978, 425) defines leadership as “the reciprocal process of mobilizing by
persons with certain motives and values, various economic, political, and other resources, in a
context of competition and conflict, in order to realize goals independently or mutually held
by both leaders and followers". The concept of power is related to leadership because it is part
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of the influence process. Power is the capacity or potential to influence. People have power
when they have the ability to affect others' beliefs, attitudes, and courses of action (Northouse,
2013).
Schein (2010) distinguishes 12 ways in which founders and leaders of the organization
can shape the organizational culture. These 12 ways are divided into 2 groups. The six primary embedding mechanisms are the major tools that leaders can use to implement their own
assumptions in the daily life of the organization. These mechanisms all interact with each
other if leader’s own beliefs, values, and assumptions are consistent. They are the visible artifacts of the emerging culture.
The six primary embedding mechanisms are:
1)

what leaders pay attention to, measure, and control on a regular basis;

2)

how leaders react to critical incidents and organizational crises;

3)

how leaders allocate resources;

4)

deliberate role modelling, teaching, and coaching;

5)

how leaders allocate rewards and status;

6)

how leaders recruit, select, promote, and excommunicate.

It can be concluded, that leaders continuously and actively shape the culture through
their own decisions and behavior on a day to day basis, by demonstrating the values they see
as beneficial for the organization.
The secondary articulation and reinforcement mechanisms are less powerful, more ambiguous and more difficult to control.
They are:
1)

organizational design and structure;

2)

organizational systems and procedures;

3)

rites and rituals of the organization;

4)

design of physical space, facades, and buildings;

5)

stories about important events and people;

6)

formal statements of organizational philosophy, beliefs, and charters.

The secondary articulation and reinforcement mechanisms can provide powerful reinforcement of the primary messages if the leader is able to control them. During organization’s
early growth stage, these tools only have a supporting role. However, as the organization matures and stabilizes, they become primary maintenance mechanisms, also known as bureaucratization (Schein, 2010).
Leaders are responsible for not only establishing an effective and strong organizational
culture during time, when the organization is created, but also for adjusting and shaping the
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culture, based on the continuously changing business needs and different competitive situations in which the organization finds itself over time. Heskett (2012) describes 6 steps of the
culture change process that leaders are responsible for:
1)

perception of a need for changes in mission, shared assumptions, values and behaviors;

2)

acceptance of personal responsibility for articulating the new set of behaviors and,
if necessary, values and shared assumptions, ensuring that they are in alignment
with the current and planned strategies;

3)

taking the lead in submitting proposed changes to the organization and communicating the results;

4)

consistently demonstrating new behaviors while promoting the new values in public ways;

5)

constantly reminding the organization of its new shared values and assumptions;

6)

ensuring that processes and mechanisms are in place to populate the organization
with believers, to get rid it of non-believers, and to take the organization's culture
into consideration in all major decisions.

In addition to building and adjusting the organizational culture, leaders also need to
make sure that they are not influencing it in the wrong way. Some of the potentially most
harmful influences are:
1)

inconsistent leadership behavior;

2)

arrogance born out of pride and success;

3)

too rapid growth;

4)

too little growth;

5)

non-organic growth;

6)

failure to maintain a small-company feel;

7)

outsider leadership;

8)

ineffective measurement and action (Heskett, 2012, 77).

In contrast, from the subjectivist-interpretive view or organizations are cultures perspective, researcher's goal is to discover and understand what being part of an organization
means to people and what are the processes by which the culture develops and is understood
(Davey and Symon, 2001). Opposed to most studies on organizational culture, which suggest
that leaders can and should build and adjust the organizational culture in a determined way,
by using different tools and methods, some of which are described above, representatives of
the subjectivist-interpretive perspective argue that the role of leadership and management is
rather limited. It is important to acknowledge that culture is not just something that can be
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actively mobilized to make people think, feel, value and behave in accordance with managerial requirements. Even more – culture can frequently work as a source of employees' resistance
to managerial objectives and control. Intentions behind managerial interventions and arrangements, on the one hand, and subordinates' reactions to those, on the other, may thus differ heavily. Managerial interventions, such as acts of leadership, often backfire, as people
respond in unpredictable ways to the manager's visions and efforts to influence their beliefs
and values (Alvesson, 2012). Different leadership behaviors will differently affect subordinate
motivation, and this impact will depend on subordinate and task characteristics (Northouse,
2013).
Different subcultures within an organization can have different reactions on management activities too. Organizational culture is not homogeneous; it consists of subcultures.
Subculture is defined as a relatively independent set of values, norms, and behavioral stereotypes, which exists in an organizational culture and is not in contradiction with it (Dubkēvičs,
2009). Each subculture can have a slightly different reaction on management interventions. A
type of subculture that may become even more troublesome for management efforts is the
counterculture, which includes values that are opposite to the overall organizational culture
and may become an obstacle to the work of the organization (Miķelsone, Mackēviča and
Oļehnoviča, 2008).
In compliance with subjectivist-interpretive view, some authors argue that the role of
leadership is often exaggerated. Even though leadership is a part of any society, many scholars still question the level of impact one leader can make. Such scholars argue that a leader is
responsible only for a small part of organization’s results, while very often gets the credit or
blame for its success or failure (Merild, 1995). Rosenzweig (2009) describes how the demand
for illusory certainty is met in two popular genres of business writing: histories of success and
failure of particular individuals and companies, and analyses of differences between successful and less successful organizations. He concludes that stories of success and failure often
exaggerate the impact that leadership styles and management practices have on performance
of the organization, and thus the usefulness of such stories is limited. Kahneman (2011) expresses even more critical view on management theories, arguing that luck plays such a big
role in organizations success, that it is almost impossible to evaluate the quality of leadership
and management practices. Even knowing that a particular leader has a brilliant vision and an
extraordinary competence would not allow predicting how the company will perform with
much better accuracy than the flip of a coin.
After reviewing both – objectivist-functionalist and subjectivist-interpretive approaches
to organizational culture, it can be concluded that founders, leaders and managers within an
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organization, are responsible for establishing and shaping organizational culture based on the
changing business needs, to make sure that the organizational culture values are in sync with
the organizational strategy. At the same time, leaders can only have a limited impact on how
their followers feel, behave, and react on leader’s attempts to influence their feelings and behaviors.
According to Schaufeli and Salanova (2010) only few interventions to improve work
engagement exist and have been tested. Neither keeping employees nor having them behave
in an engaged way is free. To satisfy employees, companies need to invest in compensation
and benefit plans and create security for their people. To create engagement, companies must
invest in managerial and supervisor training that helps leaders create and earn the trust of their
employees (Macey et al., 2009). Mone et al. (2011) summarized five performance management activities that have an impact on work engagement:
1) setting performance and development goals;
2) providing ongoing performance feedback and recognition;
3) managing employee development;
4) conducting appraisals;
5) creating a climate of trust and empowerment.
Inhibitors of engagement in the workplace include factors within the organization's control and within the employee's control; some are situational, some are related to the personal
characteristics of the employee, and some are interactions between situation and employee
(Byrne, 2015).
Job Demands-Resources (JD-R) model (figure 1.7.) (Bakker and Demerouti, 2008) is
the most widely cited theoretical engagement model (Albrecht, 2014).
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Figure 1.7. The JD-R model of work engagement
Based on Bakker and Demerouti, 2008

The model suggests that there are two types of job components affecting employees'
engagement levels: job demands and job resources. Job demands represent characteristics of
the job that potentially cause increased levels of stress, in case they exceed employee’s adaptive capabilities. Demands in this context are viewed as those organizational, social, and psychological aspects of job that require sustained physical and emotional effort and are associated with certain psychological and physiological costs (Bakker et al., 2007). Job demands are
not necessarily negative, however, they can turn into stressors, when meeting such demands
requires high effort, from which the employee does not recover properly (Meijman and
Mulder, 1998).
Hobfool (1989) defines resources as objects, personal characteristics, and situations or
conditions that are valuable to the individual. According to the JD-R model, resources are
those physical, psychological, social, or organizational aspects of the job, that decrease job
demands, foster employee’s ability to work towards the work goals, and also stimulate personal growth and development (Demerouti et al., 2001). Therefore, resources are not only
necessary to deal with the demands, but also in their own right (Hobfoll, 2002). Both, resources and demands include physical, psychological, social and organizational components
of job.

35

In general, job demands and resources are negatively related, as high demands might affect the allocation of job resources, while high levels of job resources may reduce the demands (Bakker et al., 2003). Employees engage when there are enough resources to fulfil
demands on their job roles and they disengage when demands exceed resources (Bakker,
2009). Threats to one's ability to foster and retain core resources will result in burnout or disengagement (Schaufeli et al., 2002).
The Job Demands-Resources Model mainly puts and emphasis on job level and individual level factors as drivers of work engagement. Albrecht (2010) suggests that the model
might be expanded and possibly conceptualized as organization demands–resources model, in
order to more explicitly acknowledge contextual factors such as organizational leadership,
organizational strategy, organizational vision and values, organizational culture, organizational structure and human resources systems. Such model would allow to devote more research
attention to the influence of contextual level variables such as culture on work engagement
(Albrecht, 2014).
Current research on interaction between organizational culture and work engagement is
very limited. Therefore, research conducted as a part of this thesis investigates the impact of
organizational culture on work engagement. Searching for other scientific studies, which investigate both concepts in the same research, shows that such approach has been used very

Number of publications

rarely so far (see figure 1.8.).
18
16
14
12
10
8
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Year
Employee engagement + culture Work engagement + culture
Job engagement + culture
Figure 1.8. Number of scientific articles and books with phrase work engagement (and synonyms) and word culture in the title published during time period from 2000 to 2016
Source: Google Scholar

36

According to the analysis, number of publications with words employee / work / job engagement and culture in the same title is relatively low. However, during past 5 years the interest in such studies has become slightly higher than before.
1.4

Factors that have an impact on work engagement

In order to analyse the role of organizational culture among other antecedents of work
engagement according to earlier studies, a theoretical model of work engagement factors was
developed (figure 1.9.). The model is based on previously described Job Demands-Resources
model by Bakker and Demerouti (2008), which, following the suggestion by Albrecht (2010),
is expanded with additional contextual factors for work engagement – organizational demands
and organizational resources, including organizational culture. Such approach has not been
used in work engagement research before. Part of the model investigated more deeply in
scope of the empiric part of this study is highlighted in grey. So, the study is focused on the
impact that organizational culture, as a part of organizational resources, has on work engagement. Other factors of work engagement described in the theoretical model are not in scope of
the empiric part of this study.

Figure 1.9. Theoretical model of work engagement factors
Created by the author based on JD-R model by Bakker and Demerouti, 2008
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The model is based on an assumption that the factors of work engagement can be summarized into two groups – demands and resources. These two factor groups affect the level of
employee’s work engagement – engagement feelings, which in turn lead to engagement behaviors. The engagement feelings and behaviors further have an impact on different tangible
and intangible outcomes, such as individual performance, which further affect organizational
performance. Both, individual and organizational performance outcomes can have a reciprocal relationship with work engagement, as different kinds of outcomes can affect or become
resources or demands for engagement. Both, resources and demands, include three kinds of
components – personal, work, and organizational. Elements included in each of the six groups
– personal resources, personal demands, work resources, work demands, organizational resources, and organizational demands – are described below. Table 1.2. summarizes the elements.
Table 1.2.
Elements of work engagement model
Resources
Personal

Work

Demands

•

Personality characteristics

•

Physical energy

•

Emotional energy

•

Task characteristics

•

Role characteristics

•

Material resources

•

Organizational culture

•

Organizational climate

•

Supervisor support and

Organizational

management style
•

Interpersonal relationships

•

Group and intergroup dy-

•

Human needs

•

Life outside work

•

Challenging goals

•

Workload

•

Strategy

•

External environment factors

namics
Based on Alderfer and Smith, 1982; Bakker, Albrecht and Leiter, 2011; Bindl and Parker, 2010; Byrne, 2015;
Hackman and Lawler, 1971; Hall and Richter, 1989; Kahn, 1990; Latham, 2007; Macey et al., 2009; Meijman
and Mulder, 1998; Rice, Marlow and Masarech, 2012; Scherbaum et al., 2010

Resources
According to research by Kahn (1990) there are three conditions that need to be satisfied in order for employees to engage. The conditions that determine the level of work engagement are:
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•

meaningfulness – sense of return on investments from the engagement in role
performance;

•

safety – sense of being able to engage without fear of negative consequences to
self-image, status, or career;

•

availability – sense of possessing the physical, emotional, and psychological resources necessary for engaging in role performances.

Employees have dimensions of themselves, which they choose to invest in their work
performances, when these conditions are present. Resources required to satisfy these conditions are described below.
1)

Personal resources

Work engagement arises from both – personal and environmental sources (Inceoglu and
Warr, 2011). Personal resources are related to individuals’ self-evaluation about their own
ability to have a control over, and an impact on their environment (Hobfoll et al., 2003). Positive evaluation of these abilities leads to motivation, job satisfaction, life satisfaction, and
further to performance (Judge et al., 2004). Interaction between specific personality characteristics and work engagement has been studied by several authors (Bakker and Demerouti,
2008). Two personality characteristics associated with positive judgement about one’s ability
to have an impact on their own environment are self-efficacy and optimism (Xanthopoulou et
al., 2007). These two personality characteristics are also strongly associated with work engagement by Halbesleben (2010), who performed a meta-analysis of internal and external
factors of engagement. Self-efficacy is defined as person’s beliefs about their capabilities to
perform at a designated level, and exercise influence over their life events (Bandura, 1994).
Another personality characteristic positively associated with work engagement is extraversion. Employees with high positive affect (associated with extraversion) are predisposed to
experiencing such characteristics of work engagement as activation, alertness and enthusiasm
(Christian, Garza and Slaughter, 2011). Preliminary findings also show positive relationship
between work engagement and proactive personality (Dikkers et al., 2010). Proactivity is defined as a relatively stable tendency to influence the change of one’s environment (Bateman
and Crant, 1993). Proactive personalities change their circumstances (including physical environment) intentionally (Buss, 1987). At the same time, another personality characteristic associated with increased levels of work engagement is resilience – ability to adapt to changing
environment effectively (Bakker and Demerouti, 2008).
Personality differences may influence engagement levels in both directions – positively
and negatively (Byrne, 2015). One example of personal characteristics that have a negative
impact on work engagement is neuroticism (Zaidi et al., 2013). In comparison to other of the
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so called Big Five personality traits (agreeableness, openness to experience, conscientiousness
and extraversion), neuroticism is considered to be the least positive one. It is defined as the
tendency to experience such unpleasant emotions as anger, anxiety, depression and vulnerability (Toegel and Barsoux, 2012). Neuroticism is negatively related to work engagement,
because self-conscious and anxious employees are more likely to perceive their work environment as more threatening, less safe, and more demanding of their emotional resources
(Wildermuth, 2010). According to Langelaan et al. (2006), high levels of neuroticism also
lead to burnout, which is considered the opposite state to engagement. Another group of personality characteristics that have a potentially negative impact on work engagement is insecurity. For individuals to express themselves in social systems, they need to feel relatively safe
about themselves (Gustafson and Cooper, 1985). Kahn (1990) distinguishes three dimensions
of insecurity – lack of self-confidence, self-consciousness, and ambivalence about person’s fit
with the organization and its purposes.
The personality factor of work engagement anticipates that there are no guarantees
about when individual employees will fully engage. Research on work engagement argues
that within the same organization there are employees who report high levels of work engagement, while others don’t (Schaufeli and Bakker, 2004). There are some people who may
never become engaged, while others will do it easily and often (Kahn and Fellows, 2013).
Employees, who lack the necessary characteristics, are unable to engage, regardless of what
their managers and organizations do. Therefore, it is very important to pay enough attention to
these characteristics during the recruitment process. However, Albrecht et al. (2015) suggest
that even though research results show clear evidence that personality characteristics have an
impact on work engagement, further research is required to assess the relative influence of
personality, contextual level variables (e.g. organizational culture), and job level variables
(e.g. skill variety, supervisor support). Organizations can increase the overall level of work
engagement, by recruiting employees, who are best suited for the job and the organizational
culture (Vance, 2006). Furthermore, selecting employees for engagement will only be productive if the organizational context supports and activates the personality characteristics predictive of engagement (Tett and Burnett, 2003).
In addition to the personality characteristics, which are relatively static resource of work
engagement, there also are two situational factors – physical and emotional energy, which
respectively are defined as the existing levels of physical and emotional resources available
for investments of self in role performances (Kahn, 1990). These factors are related to the
state-like perspective of work engagement as opposed to the previously described personality
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characteristics, which are analysed from the trait-like perspective reviewed earlier in this
chapter.
2)

Work resources

Work resources include task and role characteristics, which have a significant impact on
work engagement. Hackman and Lawler (1971) define the following main job characteristics:
•

variety – a versatility of skills used at work;

•

significance – an impact that the work has on other people or their work;

•

identity – an opportunity to complete the whole piece of work;

•

feedback – the amount of information available about one’s performance;

•

autonomy – the degree of freedom, independence, and discretion in determining
one’s goal directed behaviour at work.

Organizational behaviour research emphasizes the need for task variety (Humphrey,
Nahrgang and Morgeson, 2007). Task variety may increase employee’s mental stimulation
and task engagement, thus improving their performance (Langer, 1989). Alternatively, when
employees perform a task that is repetitive and familiar, they are more likely to experience
low levels of cognitive arousal, and disengage from the task performance (Warr, 2007).
Grant (2008) argues that task significance affects job performance in two ways: (a) perceived social impact – the degree to which employees feel that their work benefits other people, and (b) perceived social worth – the degree to which employees feel that their work is
valued by other people. Task significance has an impact on work engagement, as employees
are more motivated to increase effort at work, when they see that their actions can benefit
others (Karau and Williams, 1993). Also, when employees feel that their personal, unique
efforts are valued by others, they are more motivated to contribute (Rhoades and Eisenberger,
2002). In this way, employees are more motivated to engage.
Kahn (1990) suggests that employees, who feel able to participate in work tasks that reflect their sense of self, are more engaged at work. Therefore, tasks, that enable employees to
feel responsible for a whole piece of meaningful work, are more likely to foster engagement.
Alternatively, tasks that involve only a small part of the product or service, will make the
identification with the end result more difficult.
Hackman and Oldham (1980) mention performance feedback as an important predictor
of work engagement. According to Katz (1980) task significance and performance feedback
are especially important for the new employees during their first three to four months in the
organization. Feedback allows employees to know that managers care about their performance, which increases their engagement (Marciano, 2010). Proper feedback and social support by supervisors and co-workers are associated with internal motivation, as they are posi41

tively related to employees’ growth and learning (Bakker and Demerouti, 2008). Coaching
employees, helping them plan their work, highlighting potential difficulties, and offering advice, helps to foster engagement (Schaufeli and Salanova, 2008).
Autonomy refers to employees’ decision authority – how and when to accomplish their
work tasks (Bakker et al., 2003). Autonomy causes individuals to feel responsible for their job
results. If employees have a high level of autonomy, they believe that job outcomes are a result of their individual efforts instead of management instructions or standardized rules
(Cleavenger and Munyon, 2013). Earlier studies have reported positive correlations between
job authority and work engagement (Llorens et al., 2007).
Based on research by Karasek (1979) job roles where employees experience meaning,
significance, variety, autonomy, and feedback, lead to higher levels of engagement. Meaning
in relation to work is defined as the value of goals and purpose of the work, judged in relation
to employee’s own ideals and standards, which involves a fit between the requirements of
work and beliefs and values of the individual (Spreitzer, 1995). This also is related to the
sense of intrinsic reward where the work people do feels good to do, they feel recognized by
others and their work makes a difference that matters to themselves as well (Deci, 1975).
In addition to the above-mentioned task characteristics, Kahn (1990) also mentions clarity of goals and as an important factor. Work engagement is often defined as goal directed
focused energy on a certain task. Such way of defining work engagement by default includes
clear goals as pre-requisite for engagement. In order to engage, employees need to know,
what the objectives of the organization are and how the employees themselves are part of
reaching those objectives. Tyler (1999) suggests that people are more likely to engage when
their work roles are perfectly clear and allow them to express themselves. Roles are defined as
formal positions that offer persons more or less attractive identities, through fit with the preferred self-image, status and influence (Kahn, 1990). People are very likely to disengage
when it is unclear what their tasks and authority is (Kahn, 2010).
Another important factor for work engagement is the availability of physical resources. Work environment where employees have enough resources leads to external motivation, as one is willing to dedicate own efforts and competence to the organizational goals
and tasks related to them, when the likelihood of task completion and objective achievement
is higher (Meijman and Mulder, 1998). Such likelihood is higher in environment where the
material resources are sufficient.
3)

Organizational resources

Whether the above-mentioned conditions for employees to engage by Kahn are met or
not is also largely dependent on the organizational resources. Organizational culture has been
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identified as one of the main factors for work engagement (Scherbaum et al., 2010). Organizational culture in scope of this model means clearly defined and communicated cultural values that are known to everyone within the organization and are used in making and implementing decisions related to everyday work situations. According to research by Pratt and
Ashforth (2003), organizational cultures that promote a strong sense of community foster
feelings of meaningfulness at work. The more employees internalize and identify with the
values and goals of the organization they work for, the more likely they will feel engaged at
work. Thus, organizational practices that effectively convey the values of the organization to
all employees, and involve them with the goals of the organization, result in more engaged
employees, which ultimately leads to more positive behaviors at work (Bindl and Parker,
2010).
According to Macey et al. (2009), organizational culture determines work engagement
in two ways:
1)

how it creates and releases employee energy through the way they are treated;

2)

how it channels that energy into competitive advantage through focus on the strategic objectives of the organization.

Organizational culture determines the level of work engagement through the ways in
which people are treated by co-workers, management and the organization overall. The more
organizational culture promotes valuing people through trust and fairness, the more likely
employees are to be engaged. One of the main factors for culture of work engagement is the
level to which employees are able to trust in the organization and its management (Macey et
al. 2009). Trust is about how positively people feel others will act for them and with them in
the future. When people trust others (including management), they believe that others can be
counted on to protect them and work in their favour, even when they are not there to see if
this in fact happens. Trust is all about believing that you can count on others to do what's right
for you, regardless of whether you can even confirm that they have (Dirks, 2006). Related to
trust is also the concept of psychological contract – the extent to which employees believe
that the expressed or non-expressed work related promises and agreements are fulfilled by the
organization (Schaufeli and Salanova, 2010). Fulfilment of such contracts is positively associated with engagement (Parzefall and Hakanen, 2010). Expectations that consistently are met
or exceeded on the job contribute to the trust and engagement (Heskett, 2012).
Turning employee energy into competitive advantage is accomplished through organizational structure and procedures, resource allocation and priorities, rituals, philosophical
guidelines, values etc. Values supportive to goals of the organization (effective organizational
culture) lead to work engagement, and have a significant influence on performance (Heskett,
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2012). This makes organizational culture one of the key factors for work engagement. However, if the organizational culture is not aligned with its strategy, certain values can have a
limiting effect on employees’ ability to engage and organization’s ability to reach its goals.
Organizational climate is defined as “the shared and enduring molar perception of the
psychologically important aspects of the work environment” (Ashforth, 1985, 837). Schneider
(1975) initiated a fundamental shift in the way that organizational climate should be conceptualized by suggesting that rather than conceptualizing climate as a generic, macro-level and
generalizable construct (as organizational climate), it should better be conceptualized as a
domain-specific or functionally specific construct as a climate for. . . [something]. Bakker,
Albrecht and Leiter (2011) proposed that six core areas of work life potentially provide a useful way to conceptualize climate for engagement. The six areas are – workload, control, reward, community, fairness, and values. Measured as climate constructs, these six areas of an
organization can be associated with employee perceptions about work demands and work
resources. As a result, they provide a set of dimensions of an organization that have been previously linked both theoretically and empirically to burnout and work engagement (Albrecht,
2014).
Largely leaders remain responsible for creating the right environment and conditions for
employees to engage. Scarlett (2006) argues that the key role of a manager is to build good,
strong, and constructive work relationships with the employees. Leaders of an organization
represent the organizational requirements and reinforce employee behaviors in ways that may
create different levels of supportiveness and openness (Louis, 1986). According to Kahn
(1990), supportive, resilient, and clarifying management fosters psychological safety, which is
one of the pre-requisites for work engagement. These characteristics are associated with the
transformational leadership style. Transformational leadership is defined as a process, where
“leaders and followers raise one another to higher levels of morality and motivation” (Burns,
1978, 20). According to Podsakoff et al., (1990), transformational leadership is a multidimensional construct and is associated with six key behaviors:
1) identifying and articulating a vision – transformational leaders identify new opportunities for their organization and inspire followers with those opportunities;
2) providing an appropriate model – transformational leaders set an example for their
followers that is consistent with their espoused values;
3) fostering an acceptance of group goals – transformational leaders promote cooperation among their followers in order to achieve common goals;
4) high performance expectations – transformational leaders demonstrate expectations
for excellence, quality and high performance from their followers;
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5) providing individualized support – transformational leaders demonstrate respect for
and concern about their followers’ personal feelings and needs;
6) intellectual stimulation – transformational leaders stimulate their followers’ efforts
towards innovation.
Based to research by Areyee et al. (2012), transformational leadership is positively related to the level of work engagement experienced by employees.
In addition, previous studies on leadership and work engagement show that there is a
positive relationship between leaders with high emotional intelligence and followers' work
engagement (Byrne, 2015). Emotional intelligence is defined as “the ability to perceive emotions, to access and generate emotions so as to assist thought, to understand emotions and
emotional knowledge, and to reflectively regulate emotions so as to promote emotional and
intellectual growth” (Mayer and Salovey, 1997, 5). In other words, emotional intelligence
refers to person’s ability to understand and manage emotions. George (2000) distinguishes
between four major aspects of emotional intelligence:
1) appraisal and expression of emotion – awareness of and ability to express one’s own
and others’ emotions;
2) use of emotions in cognitive processes – use of specific emotions in making decisions and choices;
3) knowledge of emotions – knowledge of causes and consequences of different emotions;
4) management of emotions – ability to manage and maintain one’s own and others’
emotions according to situation.
Leaders with highly developed emotional intelligence are able to develop high quality
interpersonal relationships with their followers, which leads to a sense of enthusiasm, excitement, optimism and trust (George, 2000). These characteristics are closely related to work
engagement. Supervisor support is directly related to one of the main factors for engagement
mentioned earlier – trust. Leaders can increase the level of trust and work engagement by carrying out a fair reward system. People need to see a clear and fair relation between the work
they do and extrinsic rewards they get (Kerr, 1975). According to Kahn (1992), employees,
just like actors, decide about how much of themselves they bring into their role performance.
Therefore, they are more likely to engage when there is a personal interest in doing so (Kahn,
2010). The personal interest to engage can be fostered by the extrinsic rewards. On the other
hand, nothing creates cynicism more than a sense of injustice or outrage triggered by nonsensical rewards and outcomes (Senge, 1994).
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Related to trust is also leaders’ ability to discuss issues to reach shared agreements to
which employees feel fully committed. This creates sense that employees’ opinions are absorbed, digested, and worked with in ways that are respectful and dignified. Members of an
organization need to see that they can express what they think and feel without penalty (Kahn,
2010). Such aspect of work engagement, when employees are able to participate in discussions about the organizational goals and how to reach them is referred to as voice. Morrison
and Milliken (2000) argue that use of voice is the essence of engagement. Voice in this case is
the instrument, which people use to express their thoughts, feelings, questions and opinions.
People use their voice (engage) when they feel that their words matter in creating something
larger than themselves.
Kahn (1998) emphasizes the importance of team work and good relations with colleagues as an important factor for engagement. Interpersonal relationships promote safety and
engagement when they are supportive and trusting (Kahn, 1990). Good working relations with
others make work more creative, interesting and productive, which makes people more likely
to engage. Groups need to get together to discuss their work. Different forums are necessary
to discuss difficult issues, but more, to create connectedness among team members. Such
connectedness leads to engagement (Dutton and Heaphy, 2003).
The relations among different groups within organization can help create either engagement or disengagement too. If those relations are competitive, hierarchical, disintegrated,
and blaming – workers are less likely to feel able to fully engage. In such environment members must be extremely careful about what they say and do. Leaders thus must attend carefully
to the nature of intergroup relations (Alderfer and Smith, 1982). Fostering such organizational
culture values as supportiveness and cooperation might be beneficial for increasing the levels
of work engagement.
Demands
According to Hobfoll (2002) resources reach their motivational potential in fostering
work engagement, when employees are confronted with high demands. Therefore, personal,
work, and organizational demands have a significant role in creating and maintaining work
engagement too. Different kinds of demands are described below.
1)

Personal demands

Personal demands similarly to personal resources have a significant impact on employees’ ability to engage. One of the most widely used theories that describes personal demands
is the hierarchy of human needs by Maslow (1943). The theory is based on assumption that
human needs are arranged in hierarchies of pre-potency, which means that the appearance of
one need usually rests on the prior satisfaction of another – more pre-potent need. All human
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needs are divided into 5 groups or levels, starting with the most basic – physiological needs.
All humans, for example, need food and sleep. As soon as these very basic needs are satisfied,
people look for a safe environment, followed by relationships with other human beings, feeling of being appreciated, and finally realizing one’s own full potential in life. All 5 levels with
general examples, as well as work related examples are described in table 1.3.
Table 1.3.
Human needs according to Maslow
Human needs

General examples
- Food

Physiological needs

Safety needs

- Financial rewards that

- Water

support fulfilment of

- Sleep

basic human needs

- Physical safety

- Security of employment

- Shelter

- Pension plan

- Stability

- Safe work environment

- Belongingness
Love needs

- Friendship

- Co-work support
organization

- Self-esteem

- Job title

- Status
- Achievement

Need for self-actualization

- Supervisor support
- Being part of a team and

- Love

Esteem needs

Work related examples

- Realizing personal potential
- Personal growth

- Success at work
- Challenging and meaningful job

Based on Maslow, 1943

As shown in the above work related examples of human needs, work related matters
have an impact on the extent to which human needs are satisfied. In turn, the extent to which
the human needs are satisfied has an impact on person’s ability to be engaged at work. An
employee is not able to be engaged at work, if his or her basic needs are not satisfied. At the
same time, satisfaction of higher human needs may work as a motivation to be engaged.
Maslow, however, is not the only author, who investigated human needs, there are several
others. One other popular theory is the acquired needs theory by McClelland (1961). According to this theory, humans acquire three types of needs during their life experiences: the need
for achievement, the need for affiliation, and the need for power (figure 1.10).
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The need for
achievement

The need for
affiliation

The need for
power

Figure 1.10. The acquired needs theory
Based on McClelland, 1961

According to the theory, most humans experience all three needs at a certain level,
however, people have different characteristics, depending on their dominant needs. More detailed description of the three types of needs is given in table 1.4.
Table 1.4.
Human needs according to McClelland
Human needs

Description
Main goal of the person is to be successful in terms of com-

The need for achievement

petition with some standard of excellence (McClelland et al.,
1958)
Main goal of the person is to establish, maintain, or restore

The need for affiliation

positive

relationship

(friendship)

with

other

persons

(McClelland, 1961)
The need for power

Main goal of the person is to influence others (McClelland,
1961)
Based on McClelland, 1961 and McClelland et al., 1958

By understanding different levels of human needs and building an environment, which
allows their employees to satisfy those needs, organizations can significantly increase work
engagement among their employees. Rice and his colleagues describe work engagement by
using the following formula: EE=MSi+MCo, where EE stands for work (employee) engagement, MSi means the maximum satisfaction of individual goals for employees and MCo is the
maximum contribution to organizational goals (Rice, Marlow and Masarech, 2012, 4). The
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formula emphasizes the importance of both – organizational goals and individual goals of the
employees.
In addition to human needs, life outside work and different life situations may also have
an impact on person’s ability to engage. Work engagement is often defined as focused energy
aimed at a certain goal and at tasks related to that goal. Employees can sometimes be too preoccupied with challenging situations related to different aspects of their non-work life to invest energy in role performances (Hall and Richter, 1989). On the other hand, life situations
outside work can also foster work engagement, as people get more energetic due to those experiences and can invest their energy in work role performances (Kahn, 1990).
2)

Work demands

Work demands include work overload, emotional demands, physical demands and other
work related factors. Personal, work, and organizational resources have a particularly positive
impact on work engagement, when the level of work demands is high (Bakker and Demerouti,
2008). Work demands can have a positive impact on the levels of work engagement, as challenging and meaningful work is mentioned among the factors for increased engagement. Research shows that specific and challenging goals create energy in people, which leads to increased performance at work (Latham, 2007). According to Barbier et al. (2013), engagement
is positively associated with increases in performance expectations over time. Intrinsic motivation is an important factor, and jobs are intrinsically interesting, when they are challenging,
meaningful, and involve opportunities for decision making (Deci and Ryan, 2000). On the
other hand, high work demands are the main cause of physical and emotional exhaustion,
which further leads to burnout and disengagement (Halbesleben and Buckley, 2004). This
happens when work demands exceed the available resources. Engagement requires intensity
and focus, which cannot be sustained constantly. Employees need moments of absence in
order to recharge for next engagements (Kahn, 2010). Only if employees see that their roles
can be fulfilled with the available resources, they will engage.
3)

Organizational demands

An important part of the organizational demands is strategy of the organization. Porter
(1980, xxiv) defines strategy as “a broad formula for how business is going to compete”. For
the engagement purposes, employees need to know, what their operational (short term) goals
are, and how they are related to the tactical (middle term) and strategic (long term) goals. This
information is a part of the strategic plan of the organization. Strategic plan is a framework
for carrying out strategic thinking, direction, and action leading to the achievement of the
planned results (Below, Morrisey and Acomb, 1989). Clarity of goals is already mentioned
among the work resources part of this model. Bindl and Parker (2010) suggest that work en49

gagement is very much dependent on the extent to which employees relate the organizational
values and goals with their own values and goals. Therefore, the overall strategy of the organization needs to be clearly defined and well communicated. However, the actual goals of the
organization (not the knowledge of them) can be considered as demands.
In addition to strategy, challenging goals, and other factors related to the internal environment of the organization, external environment can have a significant impact on the organizational demands and further on the level of work engagement too. External environment of
an organization can be classified into two categories – micro environment and macro environment. The external micro environment consists of factors that can be influenced by the
organization through different policies, strategies and contracts. Examples include customers,
suppliers, distributors etc. External macro environment, on the other hand, consists of factors
that cannot be influenced by the organization. These are socio-cultural, technological, economic and political factors. All these factors can have an impact on the organization and its
business, which further affects the organizational demands for employees and their level of
engagement.
Engagement
The right balance between resources and demands, when demands are high enough and
resources are sufficient, leads to physical, cognitive and emotional engagement, characterized
by vigor, absorption and dedication.
According to Macey et al. (2009), engagement has two important facets, one psychological and the other – behavioral. The psychological part of engagement is related to the way
people feel – focused, intense, enthusiastic, while the behavioral part is related to what they
do – they are persistent, adaptable, and proactive.
There are four important components to feeling engaged:
1)

feeling of urgency;

2)

feeling of being focused;

3)

feeling of intensity;

4)

feeling of enthusiasm (Macey et al., 2009).

Barsade and Gibson (2007) define enthusiasm as a psychological state that simultaneously embraces both – the sense of happiness and the sense of energy. It is an emotional state
referred to as positive affect, and by its nature it means a strong sense of positive well-being.
In regards to engagement behaviors, engaged employees:
1)

behave in more persistent ways;

2)

respond proactively to emerging threats and challenges;

3)

expand their roles at work;
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4)

adapt more readily to change (Macey et al., 2009, 28).

According to Bindl and Parker (2011), proactivity at work is a goal-directed, selfinitiating, and change-oriented behavior, which can be expressed in three ways:
1) individual task proactivity, where employees initiate better ways to conduct their
tasks;
2) team member proactivity, where employees develop methods to help their teams
perform better;
3) organization member proactivity, where employees come up with suggestions to
improve performance of their organization.
Pulakos and her colleagues have extensively explored what adaptability is and noted
that the critical aspects of adaptability include: (a) how easily people respond to a change in
their environment; and (b) how the change leads to more positive outcome for all (Pulakos et
al., 2000).
Some of the facets that Pulakos includes in her model of adaptability are:
1)

solving problems creatively;

2)

dealing effectively with unpredictable or changing work situations;

3)

learning work tasks, technologies, and procedures;

4)

demonstrating interpersonal adaptability (Pulakos et al, 2000).

To conclude, Byrne (2015) argues that work engagement is not a behavior, but rather it
is a state of mind leading to behavior.
Employees who are not engaged do not commit the attention and effort required to perform at their best. Two employees, one engaged and one disengaged, with similar competences and experience will typically contribute to their organization at very different levels – the
engaged employee will invest discretionary effort in the work to do the best job possible,
while the disengaged employee will do the minimum (Marrelli, 2011). When employees are
engaged in their role performances, they use the full range of senses in their work. Engaged
employees do not simply follow routines, which might require as little of them as simply
showing up at work and putting in their time. They place their ideas and feelings in solving
the problems they are working with. In case of engaged employees, it matters that it is these
specific individuals working on those specific problems (Kahn, 2010). Engaged employees
are bursting with energy, and dedicated to their work and daily work activities. They are proactive and committed to high quality performance standards. This leads to sustainable growth,
with respect to both – organization and employee (Zajkowska, 2012).
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Outcomes
In organizations work engagement looks like high-quality/high-quantity job performance, discretionary effort, high energy, enthusiasm, commitment to the organizational mission, and expressions of passion, initiative, and collaboration (Byrne, 2015). The level of engagement has a further impact on job outcomes – attitudes and performance. Connection between work engagement and organizational outcomes is illustrated in figure 1.11.

Figure 1.11. Work engagement value chain
Based on Macey et al., 2009

Work engagement manifests itself in engagement feelings and behaviors leading to attitudes and performance aimed towards reaching organizational goals (Macey et al., 2009).
High organizational performance is greatly facilitated when employees at all levels, including
managers, are engaged. Job performance is what people do on the job toward completing
tasks assigned to them by the organization or tasks that contribute to achieving organizational
goals (Campbell, McHenry and Wise, 1990).
Work engagement provides basis for creating tangible outcomes such as enhanced performance, as well as a set of intangible assets including customer loyalty, intellectual capital,
and brand image (Macey et al., 2009). At the individual level, work engagement is associated
with different organizational performance factors (Albrecht, 2010). Some examples are increased employee commitment (Hallberg and Schaufeli, 2006) and citizenship (Christian,
Garza and Slaughter, 2011), as well as in-role and extra-role performance (Bakker, Demerouti
and Verbeke, 2004). In-role performance is defined as those officially required outcomes and
behaviors that directly serve the goals of the organization (Motowidlo and Van Scotter, 1994).
Extra-role performance, respectively, is the organizational goal-oriented behaviors that are not
officially required from the employee. Engagement also leads to increased creativity, as em52

ployees who are more engaged are more likely to use their skills and expertise in order to acquire more skills during work performances than their less engaged colleagues (Bakker and
Xanthopoulou, 2013). In addition to the performance related outcomes, research on work engagement has also been used to explain such individual well-being outcomes as work enjoyment, connectedness, and job satisfaction (Bakker and Demerouti, 2014). At the organizational level work engagement predicts decreased sickness absenteeism and turnover, as well as
increased productivity, profitability, customer satisfaction (Harter, Schmidt and Hayes, 2002),
and customer loyalty (Salanova, Agut and Perio, 2005). Additionally, engagement serves to
lower the risks for the organization. This happens because engaged employees are more dedicated to creating value for the company, more consistent in their interactions with customers
and other stakeholders, and less likely to leave the organization. If employees are more engaged, their organizations demonstrate superior financial performance, the ultimate metric
against which success and failure is judged. All this in turn has an impact on shareholder value (Macey et al., 2009).
Some authors, however, argue that relationship between work engagement and organizational performance is not that undeniable. Perhaps the most defining characteristic of job
and/or task performance, distinguishing performance from work engagement, is that performance is about behaviors or the results of behaviors whereas engagement is about how one
feels about those experiences, one's intent to invest oneself (emotionally, cognitively, and
physically) in the job (Byrne, 2015).
Reciprocity
Qualitative research by Mauno et al. (2010) supports the idea of reciprocal causation between job resources and work engagement – job resources have an impact on engagement at
work and engagement has an impact on resources. Performance and engagement contribute to
resources, as employees who perform well on the job are enthused by positive feedback they
receive on their performance, building their self-efficacy (Karl, O’Leary-Kelly and Martocchio, 1993). As a result, employees become even more engaged, based on their sense of
meaningful contribution; thus, the relationship between employee engagement and job performance is reciprocal (Byrne, 2015).
Another way in which the relationship between resources, demands, and engagement is
reciprocal is job crafting. Job crafting is a process of employees shaping elements of their
jobs, as well as relationships with others to redefine the meaning of their work and the social
environment at work (Wrzesniewski and Dutton, 2001). This can be done through choosing
tasks and negotiating job content (physical changes), as well as assigning meaning to their
tasks and job in general (cognitive changes) (Parker and Ohly, 2008). Through assigning the
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meaning to their job, employees can increase their person-job fit (Bakker, Demerouti and
Xanthopoulou, 2012). According to a study by Tims and Bakker (2010), engagement has a
positive impact on job crafting, as engaged employees are more likely to increase their job
resources (asking for supervisor feedback, increasing social network), as well as job demands
(creating more challenging work environment through getting involved in additional initiatives). A study by Petrou et al. (2012) concludes, that job crafting leads to employees seeking
resources and challenges, which has a positive impact on work engagement. However, it can
also lead to detrimental effects on engagement through demands reducing behaviors, which
may occur, when employees try to simplify their work.
To summarize the theoretical analysis described in this chapter, it can be concluded that
organizational culture is one of the main subjects studied in organizational theory and management practice. It is mainly defined as the set of values and basic assumptions that is shared
by the members of the organization and determines the way in which they make and implement decisions in different daily work situations. Most researchers agree that there are no
good or bad values per se. Organizational culture is effective, if its values reinforce the mission, purpose and strategy of the organization.
Work engagement is mainly expressed in employees’ efforts at work. Engaged employees fully invest their physical, cognitive and emotional energy in performing their workrelated tasks, as a result of which their performance at work is significantly better than the
performance of their less engaged colleagues. Work engagement is often compared to other
constructs in management science, like satisfaction, motivation and commitment. Despite the
similarities between work engagement and these other constructs, engagement is considered
unique.
Review of different approaches to manage organizational culture studied in management science allows to conclude that founders, leaders and managers within an organization
are responsible for establishing and shaping organizational culture based on the changing
business needs, to make sure that the organizational culture values are in sync with the organizational strategy. At the same time, leaders can only have a limited impact on how their followers feel, behave, and react on leader’s attempts to influence their feelings and behaviors.
The level of employees’ work engagement is affected by two types of factors – demands and resources. Demands are aspects of work that require sustained physical and emotional effort and are associated with certain psychological and physiological costs. Resources
are those aspects of work, that decrease demands, foster employee’s ability to work towards
their work-related goals, and also stimulate personal growth and development. Both – demands and resources can be divided into personal, work and organizational levels. The impact
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of personal and work related demands and resources on work engagement has been studied
relatively extensively in management science. However, there is a lack of studies related to
the contextual factors of work engagement – organizational demands and resources, part of
which is organizational culture.
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2

Empiric analysis of the impact of organizational culture on work engagement within organizations operating in the information and communication technology sector in Latvia
Literature review presented in the previous chapter leads to conclusion that there is a

lack of research related to contextual factors of work engagement, including organizational
culture. Therefore, purpose of the study is to explore the organizational culture and work engagement and to analyse the impact of organizational culture on work engagement within
organizations operating in the ICT sector in Latvia. This chapter is a crucial part of the thesis,
as it describes in detail the empiric research performed in scope of the study.
In the beginning of the chapter a description of ICT sector in Latvia is presented – types
of businesses included in the sector, as well as some of the main statistics – figures and facts
about the sector and its place in Latvian economy. Second part of the chapter describes the
research methodology, procedures and instruments, as well as participants of the study. In the
following two sub-chapters analysis of organizational culture profile and the level of work
engagement among employees of organizations operating in the ICT sector in Latvia, based
on research results, is described. Final part of the chapter is focused on the impact of different
dimensions of organizational culture profile on the dimensions of work engagement, based on
multiple regression analysis.
2.1

Description of the information and communication technology sector in

Latvia
The ICT sector includes different types of business, related to information and communication technology hardware and software manufacturing, distribution and services. Types of
business included in the sector are listed below:
1) ICT manufacturing,
2) ICT wholesale,
3) ICT services:
•

software distribution,

•

telecommunications,

•

computer programming, consulting and related activities,

•

data processing, maintenance and related activities,

•

computer repair, computer peripheral equipment repair, communications equipment repair.
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Growth of the ICT sector is reflected by the increase of number of organizations operat-

Number of organizations

ing in it. Figure 2.1. shows the increase during past few years.
7000
6000
5000
4000
3000
2000
1000
0

4390
3151

2010

5432

5064

6180

3373

2011

2012

2013

2014

2015

Figure 2.1. Number of organizations operating in ICT sector in Latvia from 2010 to 2015
Source: Central Statistical Bureau (Latvia)

The total number of companies operating within ICT sector is growing very rapidly.
The most rapid growth of 30% has been in 2012, when there were 1017 more companies operating in the sector, compared to the previous year. Since then the tempo of growth has decreased to approximately 15% in 2013, 9% in 2014 and 14% in 2015.
Table 2.1. shows the number of companies representing different business areas of ICT
sector, and how it has changed during past few years.
Table 2.1.
Number of companies operating in ICT sector in Latvia from 2010 to 2015
Type of business
ICT manufacturing
ICT wholesale
ICT services
- telecommunications
- computer programming, consulting
and related activities
- other services
ICT total

2010 2011 2012 2013 2014 2015
64
72
96
99 104 114
471 434 506 521 578 641
2616 2867 3788 4444 4750 5425
432 421 486 550 543 599
1373 1615 2232 2684 2938 3401
811 831 1070 1210 1269 1425
3151 3373 4390 5064 5432 6180

Source: Central Statistical Bureau (Latvia)

Roughly 88% of all organizations operating in the ICT sector in Latvia offer different
services related to the information and communication technology. Only 2% of the organizations are manufacturing companies, and approximately 10% of companies are dealing with
wholesale. Majority of companies operating in the sector offer services related to computer
programming and consulting.
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ICT sector is often considered as very important part of Latvian economy due to its high
levels of value added. Figures for value added by different business types included in the sector are shown in table 2.2
Table 2.2.
Value added by the ICT sector companies in Latvia from 2010 to 2015 by type of business,
MEUR
Type of business
2010 2011 2012 2013 2014 2015
ICT manufacturing
24
43
46
47
61 100
ICT wholesale
57
58
71
83
78
82
ICT services
491 499 569 637 652 713
- telecommunication 316 303 302 295 277 289
- computer programming, consulting
130 152 204 236 269 306
and related activities
- other services
45
44
63 106 106 118
ICT total
572 600 314 767 791 896
Source: Central Statistical Bureau (Latvia)

Large proportion (80%) of value added by the sector is generated by companies offering
different kinds of services related to information and communication technology. This is very
much related to the fact that great majority of companies within the sector are service providers. However, comparing the average value added per single company, the leading type of
business is manufacturing, which generated 1,14 MEUR per company in 2015, while other
business types (wholesale and services) generated approximately 0,13 MEUR. Average value
added per company in the sector is 0,15 MEUR. Figure 2.2. shows the growth of total value
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added by the sector, as well as its contribution to GDP of Latvia during recent years.
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Figure 2.2. Total value added in MEUR and % of value added in GDP by the ICT companies
in Latvia from 2010 to 2015
Source: Central Statistical Bureau (Latvia)
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Total amount of value added by the ICT sector in Latvia has been growing rapidly during past few years. In average the growth has been 64,8 MEUR per year. In comparison to
previous year, the growth rate was 4,9% in 2011, and 14,3% in 2012. Growth rate slowed
down to 11,8% during 2013, and to 3,1% in 2014, whereas in 2015 it started going up again
to 13,3%. Looking at the value added by the ICT sector in the total amount of GDP of Latvia,
it has been growing from 3,8% to 4,2% during past couple of years.
One of the priorities in Latvian economy is export. Table 2.3. shows the total amount of
export of Latvia as well as the amount of export generated by ICT sector.
Table 2.3.
Imports and exports of ICT products in Latvia from 2010 to 2015, MEUR
2010 2011 2012 2013 2014 2015
Exports of ICT products 385 459 604
767 1001 1183
Exports of other sectors 6296 8076 9268 9254 9248 9180
Total exports
6680 8535 9872 10021 10249 10363
Source: Central Statistical Bureau (Latvia)

The total amount of export of Latvia has been relatively stable during past three years
with a slight increase of 1,5% in 2013, 2,3% in 2014 and 1,1% in 2015. Despite the decrease
of exports in other sectors (0,15% in 2013, 0,07% in 2014 and 0,74% in 2015), exports of ICT
products have grown significantly during the same period of time – by 26,9% in 2013, 30,5%
in 2014 and 18,18% in 2015. Figure 2.3. shows the share of export of Latvia generated by the
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Figure 2.3. Exports in MEUR and the share of ICT products in total exports by Latvia from
2010 to 2015
Source: Central Statistical Bureau (Latvia)

The share of ICT sector product export in the total exports of Latvia has increased during past few years, reaching 11,42% in 2015.
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Table 2.4. shows some of the most important financial indicators (revenue, staff costs,
profit before tax) in different types of business within the ICT sector in Latvia.
Table 2.4.
Revenue, staff costs and profit before tax by ICT sector companies in Latvia from 2010 to
2015, MEUR
Type of business
ICT manufacturing

ICT wholesale

ICT services

- telecommunication
- computer programming,
consulting and
related activities
- other services

ICT total

Financial
indicator
Revenue
Staff costs
Profit before tax
Revenue
Staff costs
Profit before tax
Revenue
Staff costs
Profit before tax
Revenue
Staff costs
Profit before tax
Revenue
Staff costs
Profit before tax
Revenue
Staff costs
Profit before tax
Revenue
Staff costs
Profit before tax

2010 2011 2012 2013 2014
87
102
123
147
182
6
10
12
13
16
23
27
29
28
39
885 1010 1428 1524 1457
20
24
29
33
37
5
3
35
28
29
1096 1163 1346 1428 1424
155
212
274
313
356
150
122
141
151
154
741
733
773
744
729
64
77
87
92
88
116
83
95
93
93
243
303
391
468
471
70
111
150
156
196
25
26
32
37
45
111
127
183
216
224
21
24
37
65
72
9
13
14
21
16
2067 2275 2897 3099 3063
181
248
314
359
410
178
152
205
206
221

2015
258
19
74
1659
43
19
1545
402
149
762
91
84
533
226
53
250
85
12
3462
463
242

Source: Central Statistical Bureau (Latvia)

ICT wholesale generated 48% of sector revenue in 2015. Companies related to services
type of business generated 45%, while the remaining share of 7% was generated by manufacturing. Majority (49%) of revenue within services type of business was generated by telecommunication companies. Service type of business companies also generated the majority
(87%) of employee related costs within the sector. More than half (56%) of staff costs related
to services within ICT companies was generated by businesses that offer computer programming, consulting and related activities. Sector leader when it comes to profit before tax in
2015 was the telecommunication companies, which generated 22% of profit within the sector.
Changes of the above described financial indicators within ICT sector in Latvia during past
few years are visualized in figure 2.4.
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Figure 2.4. Changes in revenue, staff costs and profit before tax by ICT sector companies in
Latvia from 2010 to 2015, MEUR
Source: Central Statistical Bureau (Latvia)

Total amount of revenue generated by the ICT sector increased significantly in 2012,
when in grew by 27,3% compared to previous year. However, since then the growth rate
slowed down to 7% in 2013 and decreased by 36 MEUR in 2014 leading to decline of –1,2%.
However, in 2015 the figure has increased by 13%. When it comes to staff related costs within the sector, this indicator has been growing in average by 56,4 MEUR per year during past
few years. Figures for profit before tax have increased during past 3 years, despite of slow
increase in revenue, and increasing staff costs. After a decrease by 14,6% in 2011, profit before tax increased by 35% in 2012. After that the growth rate has slowed down significantly
to 0,5% in 2013, 7,2% in 2014 and 9,5 in 2015.
An important aspect of economy is employment. Table 2.5. shows the number of people
employed by different types of business within the ICT sector in Latvia.
Table 2.5.
Number of people employed by the ICT sector companies in Latvia from 2010 to 2015
Type of business
2010 2011 2012 2013 2014 2015
ICT manufacturing
838
849 1045 1083 1208 1260
ICT wholesale
2251 1994 2284 2357 2671 2820
ICT services
14227 15494 18120 19865 22643 24233
- software distribution
91
59
68
93
107
94
- telecommunications 5377 5572 5098 5133 5091 5126
- computer programming, consulting
6178 7321 9486 9751 11867 13040
and related activities
- other services 2581 2542 3468 4888 5578 5973
ICT total
17316 18337 21449 23305 26522 28312
Source: Central Statistical Bureau (Latvia)
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In total 28312 people were employed by companies operating in the ICT sector in Latvia in 2015. More than 85% of them were employed by services companies, out of which
53,8% were employed by businesses offering services related to computer programming and
consulting.
In addition to staff working with general business functions, such as administration, finance, marketing etc., organizations operating in the ICT sector also employ staff representing the following professions:
1) programming technician,
2) programmer,
3) programming engineer,
4) computer system technician,
5) system administrator,
6) system analyst,
7) computer system tester,
8) IT project manager,
9) telecommunication technician,
10) telecommunication specialist,
11) telecommunication engineer (Nozaru ekspertu padomes).
Number of people employed in the ICT sector in Latvia has grown significantly during
past few years. The growth is visualized in figure 2.5.

Number of people
employed

30000
25000
21449

20000
15000

17316

23305

26522

28312

18337

10000
5000
0
2010

2011

2012

2013

2014

2015

Figure 2.5. Number of people employed by companies operating in the ICT sector in Latvia
from 2010 to 2015
Source: Central Statistical Bureau (Latvia)
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Since 2010 the number of employees employed within ICT sector in Latvia has grown
by 10996, reaching 28312 people in 2015. The biggest increase was in 2012, when the number grew by 17% compared to the previous year. Since then the growth rate has been 8,7% in
2013, 13,8% in 2014 and 6,8% in 2015.
Monthly average gross wages and salaries by different sectors of economy in Latvia are
displayed and compared in figure 2.6.
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Figure 2.6. Average monthly gross wages and salaries by kind of activity in Latvia from 2011
to 2015, EUR
Source: Central Statistical Bureau (Latvia)
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The average monthly gross salary in activities related to information and communication has increased during past few years from 1109 EUR in 2011 by 1% in 2012, 3% in 2013,
5% in 2014 and 8% in 2015, reaching 1316 EUR. It can be concluded that the increase is
growing every year. The average salary in information and communication related activities is
significantly higher than the average salary in Latvia (818 EUR in 2015). In fact, the salary
level in this area is the second highest in Latvia, after finance and insurance related activities.
Comparison between average gross monthly wages and salaries in the economic activity related to information and communication between Latvia, the other Baltic countries and the

EUR

average European Union level is displayed in figure 2.7.
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Figure 2.7. Average gross monthly wages and salaries in economic activity information and
communication in European Union in 2008 and 2012, EUR
Source: Eurostat

Despite the stable increase of average monthly salary in economic activities related to
information and communication in Latvia during past few years, and the fact that level of salary in this economic activity is second highest in the country, salaries in this specific area are
significantly lower than the average level in European Union. In fact, almost 3 times lower.
Compared to other Baltic countries, salary in this specific economic activity in Latvia is higher than in Lithuania, but lower than in Estonia.
2.2

Methodology, research instruments and participants of the empiric study

Methodology, procedures and research instruments
Survey questionnaire was entered and filled in by using the online survey data collection tool www.visidati.lv, and consisted of four parts:
1) Demographic and organizational tenure related questions.
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2) Revised version of Organizational Culture Profile (OCPR) by Sarros et al. (2005).
Please find an example of OCPR questionnaire in appendix 2.
3) Job Engagement Scale (JES) by Rich, LePine and Crawford (2010). Please find an
example of JES questionnaire in appendix 3.
4) Utrecht Work Engagement Scale (UWES) by Schaufeli et al. (2002). Please find an
example of UWES questionnaire in appendix 4.
Revised version of Organizational culture profile (OCPR)
Instrument used for the organizational culture assessment in this study is based on the
Organizational Culture Profile (OCP) by O’Reilly, Chatman and Caldwell (1991), which is
one of the most commonly referenced organizational cultural assessment tools in academic
literature (Ehrhart, Schneider and Macey, 2014). Please find an example of the OCP questionnaire attached in appendix 1. In scope of the original version of OCP instrument, which
utilizes Q-Sort method of data collection, respondents are introduced to 54 organizational
culture values and asked to evaluate to what extent, based on their opinion, each of the values
describe their organization. Respondents fill in the questionnaire by writing the number assigned to each of the values in a row of nine categories, placing at one end of the row those
values that they consider most characteristic aspects of their organization, and at the other end
those that are least characteristic. Due to use of Q-Sort method of data collection, the original
version of OCP is relatively time consuming and complicated for respondents to fill in, and
also for researchers to analyse the data.
Due to complexity caused by the use of Q-Sort data collection in the original version of
OCP, Sarros et al. (2005) introduced the revised version of the instrument (OCPR), which is
used for the organizational culture assessment in scope of this study. According to an earlier
study, OCPR is recommended for organizational culture profile assessment, since it shows
similar results to the original version of the instrument, and is much more convenient for respondents to fill in due to use of Likert scale type of questions instead of Q-sort method of
data collection (Barbars, 2015). As a part of this version respondents are introduced to 28
organizational culture values that may describe an organizational culture. Respondents are
asked to evaluate how much each of the values describe their organization, by choosing a
number from 1 (not at all) to 5 (very much) in a 5 point Likert scale. The 28 values are divided into 7 groups – 4 values per group. The groups are: competitiveness, social responsibility,
supportiveness, innovation, emphasis on rewards, performance orientation, and stability.
Job Engagement Scale (JES)
The Job Engagement Scale (JES) was produced by Rich, LePine and Crawford (2010),
and it measures work engagement based on Kahn’s (1990) definition of the concept, which
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distinguishes 3 dimensions of engagement – affective, cognitive, and physical. Items of the
scale are initially based on different studies related to these three dimensions. For example,
items for measuring the physical dimension of work engagement are based on Brown and
Leigh’s (1996) research on work intensity and effort; items for cognitive dimension on Rothbard’s (2001) measure of attention and absorption; while items for the emotional dimension
are based on Russell and Barrett’s (1999) study on generalized affect including feeling good
and having energy. Subsequent modification of the scale and its items lead to an 18-item instrument measuring the three dimensions of work engagement – six items per each dimension.
In scope of the JES respondents are asked to evaluate the level to which they agree on each of
the 18 statements about their own engagement at work in a 5-point Likert scale from 1
(strongly disagree) to 5 (strongly agree). Example items include “I devote a lot of energy to
my job” for physical engagement, “I feel positive about my job” for emotional engagement,
and “At work, I devote a lot of attention on my job” for the cognitive dimension of work engagement.
Utrecht work engagement scale (UWES)
The Utrecht Work Engagement Scale (UWES) is by far the most popular measure of
work engagement in academic literature (Byrne, 2015). The instrument was developed by
Schaufeli et al. (2002), based on authors’ definition of work engagement and accordingly
measures three dimensions of engagement – vigor, dedication, and absorption. Maslach, Jackson and Leiter (1997) suggested that work engagement was a direct opposite to burnout, and
consisted of three dimensions – energy, involvement, and efficacy, which were the opposites
of the burnout components – exhaustion, cynicism, and lack of efficacy. The authors also
suggested that Maslach Burnout Inventory instrument (Maslach, Jackson and Leiter, 1997)
could be used for work engagement assessment, where low scores on the burnout dimensions
would correspond to high levels of work engagement. Schaufeli et al. (2002), however, suggested that defining work engagement as a direct opposite to burnout and using the same instrument to measure both constructs would not be entirely correct. Therefore, Schaufeli and
his colleagues. redefined the construct of work engagement, by keeping some of the elements
of burnout, but also assuming that burnout and engagement are two distinct constructs. Based
on the Maslach Burnout Inventory, Schaufeli with colleagues developed the UWES instrument, where the dimension of engagement – vigor was defined as the opposite to burnout dimension – exhaustion, dedication is the opposite to cynicism, and absorption is the opposite
to lack of efficacy. UWES is a self-report questionnaire, where respondents are asked to assess
the frequency with which they experience each of the characteristics of work engagement
described in 17 items of the questionnaire on a 7-point Likert scale from 0 (never) to 6 (al66

ways / every day). Of the 17 items 6 are related to vigor, 5 to dedication, and 6 to absorption
dimensions of work engagement. Example items include “At my work, I feel bursting with
energy” for vigor, “I find the work that I do full of meaning and purpose” for dedication, and
“Time flies when I’m working” for the absorption. Schaufeli, Bakker and Salanova (2006)
later developed a 9-item version of the UWES instrument, which so far has not received as
much empirical support as the original 17-item version (Drake, 2012). Therefore, the original
17-item version of the questionnaire was used in this study.
Two measures for assessing employee engagement used in this study are chosen because they represent two different dominant theories of work engagement in the field. Drake
(2012) argues that despite the fact that these two instruments are based on different work engagement definitions, there is a relation between the three dimensions of work engagement
measured by JES and the dimensions measured by UWES. The concepts of physical, emotional, and cognitive engagement, assessed by the JES instrument, are in close parallel to the
constructs of behavior, affect and cognition respectively. Similarly, the concept of vigor,
measured by UWES and defined as “having high levels of energy and mental resilience willingness to invest oneself in one’s work” (Schaufeli et al., 2002, 74) is very similar to behavior. Dedication, defined as “psychological identification with one’s work” (Schaufeli et al.,
2002, 74), is similar to the concept of psychological affect. In addition, authors of UWES also
used concept of cognition in their theory of work engagement, by defining engagement as a
“…persistent, pervasive affective-cognitive state” (Schaufeli et al., 2002, 74). Therefore, it
can be argued, that dimensions of JES and UWES instruments are linked to the dimensions of
work engagement as shown in table 2.6.
Table 2.6.
Link between dimensions of work engagement and dimensions of JES and UWES instruments
Dimension of work engagement
Behavior
Affect
Cognition

Dimension of JES
Physical engagement
Emotional engagement
Cognitive engagement

Dimension of UWES
Vigor
Dedication
Absorption

Based on Drake (2012)

Drake (2012) concludes that conceptualizations of work engagement behind the two instruments are very similar, yet still distinct.
The use of two different instruments, both of which measure the same three dimensions
of the same construct can be considered within-method methodological triangulation (Denzin,
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1989). The use of methodological triangulation has been found to be beneficial for confirmation of validity of research findings (Zauszniewski, 2012).
Focused interviews regarding research results
In order to discuss topicality and results of the study with the industry experts of the
ICT sector in Latvia, a qualitative research method – focused (semi-structured) interview with
open-ended questions was used. During the interviews representatives from companies operating within the sector were asked to talk about organizational culture and work engagement
in the organizations they represent and their opinion about the topicality of the study. In addition, respondents were introduced to the research results and asked to evaluate the practical
usefulness of some of the recommendations developed as a result of the study. Based on the
theoretical aspects of organizational culture and work engagement, as well as research results,
11 questions and 4 recommendations were prepared before the interviews to guide the conversations. In total 7 interviews were conducted. The list of respondents includes a co-founder
of one of the most successful Latvian tech start-ups, as well as the top executives and human
resources directors of some of the leading organizations operating in the ICT sector in Latvia.
Data analysis
Three main statistical analyses were conducted to determine the dominant organizational culture dimensions, the level of work engagement, as well as the impact of dimensions of
organizational culture on the dimensions of work engagement in the ICT sector in Latvia.
First, mean score (the average of a set of observations) was used as the main measure to
determine the dominant organizational culture values according to the OCPR instrument, as
well as the level of work engagement in its different dimensions according to the JES and
UWES instruments in scope of this study. Mean score is the most commonly used measure of
central tendency (Aczel and Sounderpandian, 2008). Another alternative considered for the
main measure to determine the scores of organizational culture and work engagement dimensions was median. Mean was chosen over median, based on the results of distribution analysis
by Kolmogorov-Smirnov test of normality, which showed that research data does not coincide
with normal distribution.
Secondly, Spearmans’s rank correlation was calculated between the scores for dimensions of OCPR and dimensions of JES, as well as between dimensions of the OCPR and dimensions of UWES instruments in order to identify relation between organizational culture
values and levels different aspects of work engagement.
Finally, multiple linear regression analysis with forward method of variable selection
was performed in order to determine dimensions of organizational culture according to the
OCPR instrument, that have the most significant impact on dimensions of work engagement
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according to JES and UWES instruments. Linear regression analysis was performed despite
the fact that dependent variables do not coincide with normal distribution, because assumptions of linearity in scope of regression analysis are aimed at distribution of residuals instead
of dependent variables (Li et al., 2012). According to analysis of residual distribution histograms and plots, residuals are normally distributed, therefore the use of linear regression
analysis is appropriate in scope of the particular study.
Forward method of variable selection starts with no variables in the equation. Variables
are added to the model one by one, based on criterion for entry (maximum level of significance). Selection of the independent variables starts with a variable that has the largest correlation with the dependent variable. If the variable meets criterion of entry (p £0,05), regression analysis is performed with only this variable in the first step. In the following steps, variables with next strongest correlations are examined based on the significance criterion of entry, and added to the regression model, if they meet the criterion. Procedure continues until
there are no remaining independent variables that have a significant effect (p £ 0,05) on the
dependent variable, or all variables are included in the model. The specific method was chosen over the backward method of variable selection, because it led to higher quality regression
models (higher adjusted R2 values).
Additionally, Kolmogorov-Smirnov test of normality was performed to determine,
whether research data coincide with normal distribution, and Wilcoxon signed ranks test was
performed in order to measure differences between the dimensions of work engagement
measured by each of the instruments – JES and UWES.
An important criterion for quality of measurement instrument is the reliability of data
obtained (Nunnally and Bernstein, 1994). High reliability of data means that every time the
measurement instrument is used under the same conditions using the same sample, same results should be obtained. One of the simplest ways to determine the level of reliability is the
test-retest method. However, it requires test to be performed at least two times. Another widely used method to determine reliability is the method of internal consistency, which produces
a reliability estimate called the α coefficient (Cronbach, 1951). Unlike in case of test-retest,
deriving coefficient requires only one test administration. Cronbach’s α coefficient is an estimate of the degree to which each item within the scale is correlated with every other item
within the same scale for a particular sample. A high correlation coefficient suggests the items
are all measuring the same thing because they are all highly related to one another.
Cronbach’s α coefficient is influenced by the number of items in a scale and by their average
correlations. A low α (<0,5) may suggest the test is too short or the items are not similar
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enough to one another to capture the same construct (Nunnally and Bernstein, 1994). Criteria
for evaluation of α coefficient according to George and Mallery (2003) is shown in table 2.7.
Table 2.7.
Interpretation of Cronbach’s α
Internal consistency Cronbach’s α
Excellent
α ³ 0,9
Good
0,9 > α ³ 0,8
Acceptable
0,8 > α ³ 0,7
Questionable
0,7 > α ³ 0,6
Poor
0,6 > α ³ 0,5
Unacceptable
α < 0,5
Based on George and Mallery (2003)

The assessment of internal consistency only makes sense for constructs with a single
dimension (Byrne, 2015). A single α coefficient estimate may not be appropriate for organizational culture and work engagement assessment, as both – organizational culture and work
engagement, are multidimensional constructs, where items that assess one dimension of the
construct may not be very highly correlated with items that assess another dimension. Therefore, within this study, the α coefficient was calculated for each dimension of organizational
culture and work engagement separately.
Interview data analysis is performed by using a qualitative data analysis method – recursive abstraction. In scope of this method the qualitative data is analyzed without coding.
Instead the datasets are summarized and the summaries are further summarized into a compact report (Ang, 2014).
Participants
Population size in scope of this study is equal to the number of people working in the
ICT sector in Latvia, which in 2015 was 28312.
The minimum necessary sample size was calculated based on the following formula:
# $ × '(1 − ')
,$
!=
$
# ×' 1−'
1+(
)
,$.
Input and the result of sample size calculations are displayed in table 2.8.
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Table 2.8.
Sample size calculations
Measure
Value
N - Population size
28312
z - z-score at confidence level 95%
1,96
e - margin of error at 5%
0,05
p - population proportion
0,5
n - necessary sample size
380
For sample size calculation purposes in scope of this study, the level of confidence was
chosen at 95%, for which the z-score is 1,96. Confidence interval was chosen at 5%. Calculations resulted in the minimum necessary sample size of 380.
In total 426 filled in survey questionnaires by employees of organizations operating in
the ICT sector in Latvia were collected. Respondent recruitment was performed in cooperation with research services company Solid Data during time period from end of November till
end of December 2015. After data cleaning 393 questionnaire answers were accepted as valid,
which also makes it the random sample in of this study. The non-valid responses were selected based on following criteria:
1) contents analysis – for example, if a respondent replied that he/she has been working for their current organization for longer time than their age;
2) two or three of the questionnaires were filled in by using the so called straightlining method, where respondent marks the same answer for all items in the questionnaire;
3) any of the questionnaires was filled in by using the so-called Christmas tree method,
where the respondent marks the answers in a shape of Christmas tree or any other
symmetrical pattern.
The total number of respondents, who filled in the valid questionnaires, split by gender,
is displayed in table 2.9.
Table 2.9.
Number of respondents by gender
Number of
respondents
144
249
393

Gender
Male
Female
Total (sample)
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As displayed in figure 2.8., majority of the valid questionnaires were filled in by female
respondents. According to Eurostat. this proportion does not reflect the actual situation in ICT
sector in Latvia, since only 24% of people employed by the sector in 2014 were females.
However, such proportion is the result of random sampling in this specific study.

37%
Male
Female
63%

Figure 2.8. Respondents by gender, %
Respondents were divided into 6 age groups. Number of respondents belonging to each
of the age groups is shown in table 2.10.
Table 2.10.
Number of respondents by age group
Number of
respondents
25
94
102
122
48
2

Age group
24 or younger
25 to 34
35 to 44
45 to 54
55 to 64
65 or older

As visualized in figure 2.9., majority of respondents (57%) were 35 years old or older.
According to Eurostat, only 44% of people employed in the ICT sector in Latvia in 2014
match this age group. The difference in age between the sample of this particular study and
the data according to Eurostat is a result of random sampling. Age group represented in the
study the most is 45 to 54 year olds, who make 31% of respondents. In terms of proportion of
the total number of respondents, this age group is followed by 35 to 44 and 25 to 34 year olds.
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12%

1% 6%
24 or younger
24%

25 to 34
35 to 44
45 to 54

31%

55 to 64
65 or older
26%
Figure 2.9. Respondents by age group, %
Respondents were also asked to identify the highest level of formal education that they
have completed. Results are shown in table 2.11.
Table 2.11.
Number of respondents by level of education
Level of education
High school graduate
Bachelor's degree
Master's degree
Other

Number of
respondents
134
162
93
4

Majority of respondents have obtained a university degree, either bachelor’s or master’s
level. Higher education, presumably, often is a requirement, when it comes to job positions
related to programming, engineering and similar. As visualized in figure 2.10., one third of
respondents, however, are high school graduates and have not completed any level of higher
education.
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1%
24%
34%

High school
graduate
Bachelor's
degree
Master's degree
Other

41%
Figure 2.10. Respondents by education, %
Respondents were also asked to identify, for how long have they been working for their
current employer (company), by choosing one of the seven ranges of number of years. Results
by the ranges are shown in table 2.12.
Table 2.12.
Number of respondents by organizational tenure
Years in organization
Less than 1 year
1 to 4 years
5 to 9 years
10 to 14 years
15 to 19 years
20 to 24 years
25 years or more

Number of
respondents
44
114
80
50
39
37
29

Almost half of the respondents have been working in their current organizations for 9
years or less, while 17% of respondents have worked for the current organization for 20 years
or more. Proportions per range of number of years are visualized in figure 2.11.
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Figure 2.11. Respondents by number of years employed by the current organization, %
Simple linear regression analysis was performed in scope of this study in order to determine, whether organizational tenure, age and gender have a statistically significant impact
on dimensions of work engagement – physical, emotional and cognitive, measured by the JES
instrument, and vigor, dedication and absorption, measured by the UWES instrument. Calculations done as a part of the regression analysis are shown in appendixes 5 and 6.
Results of the regression analysis show that 1,7% (adjusted R2 = 0,017; p < 0,05) of dependent variable physical dimension of work engagement and 0,9% (adjusted R2 = 0,009; p <
0,05) of dependent variable cognitive dimension of work engagement, measured by the JES
instrument, is determined by the independent variable – gender, meaning that females are
more likely to experience higher levels of physical and cognitive engagement than males.
When it comes to dimensions of work engagement measured by the UWES instrument, 1,6%
(adjusted R2 = 0,016; p < 0,05) of dependent variable absorption and 1,4% (adjusted R2 =
0,014; p < 0,05) of vigor dimension work engagement is determined by the independent variable – age, which means that employees representing higher age groups are more likely to
experience work engagement in these respective dimensions. Additionally, 2% (adjusted R2 =
0,020; p < 0,05) of work engagement dimension vigor is also determined by organizational
tenure, meaning that employees who have been working more years at their current organization experience higher level of work engagement dimension – absorption.
Other regression models with the demographical data as independent variables and dimensions of work engagement as dependent variables do not indicate statistically significant
impact.
Overall, it can be concluded that organizational tenure, age and gender either have statistically insignificant impact on the dimensions of work engagement, or, when the impact is
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statistically significant, these factors are minor determinants of dimensions of work engagement, as the adjusted R2 values are relatively low.
2.3

Analysis of organizational culture profile in the information and commu-

nication technology sector in Latvia
Organizational culture in the ICT sector in Latvia was measured by using the revised
edition of Organizational Culture Profile (OCPR) instrument. Even though organizational
culture and its dominant values are qualitative attributes of an organization, they are often
measured as quantitative variables. In case of OCPR an ordinal scale of measurement is used,
where each of the organizational culture characteristics is evaluated in a scale from 1 to 5,
depending on how much they describe the organization represented by the particular respondent. In total 28 characteristics are evaluated. These characteristics are grouped into 7 dimensions – 4 characteristics per dimension. Measures of central tendency as well as distribution
analysis for each of the dimensions measured by the instrument are shown in table 2.13.
Table 2.13.

Stability

Performance
orientation

Emphasis on
rewards

Innovation

Supportiveness

Social
responsibility

Competitiveness

Measures of central tendency and distribution by OCPR dimensions

Mean
3,731 3,644 3,665 3,656 3,452 3,850 3,674
Mode
4,000 3,750 4,000 3,500 4,250 4,000 3,750
Median
3,750 3,750 3,750 3,750 3,500 4,000 3,750
Standard deviation 0,739 0,771 0,829 0,796 0,924 0,775 0,782
Skewness
-0,701 -0,784 -0,762 -0,568 -0,617 -0,838 -0,744
Mean score is used as the main measure of central tendency, in order to determine the
level to which each of the organizational culture dimensions measured by the OCPR instrument characterize organizations operating in the ICT sector in Latvia. Scores for each of the
dimensions are described and analysed further in this chapter. Distribution of data is left
skewed as the skewness is negative for all seven dimensions of organizational culture measured by the OCPR instrument. Skewness of data distribution can be considered moderate, as
numbers are between -0,5 and -1 (Bulmer, 1979).
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Results of Kolmogorov-Smirnov test of normality by OCPR dimensions is presented in
table 2.14.
Table 2.14.
Kolmogorov-Smirnova test of normality by OCPR dimensions
Dimension
Statistic df
Sig.
Competitiveness
0,115 393
Social responsibility
0,124 393
Supportiveness
0,111 393
Innovation
0,097 393
Emphasis on rewards
0,112 393
Performance orientation
0,137 393
Stability
0,116 393
a. Lilliefors Significance Correction

0,000
0,000
0,000
0,000
0,000
0,000
0,000

Null hypothesis of the Kolmogorov-Smirnov test of normality is that the data is normally distributed. This hypothesis is rejected (p < 0,05), therefore it can be concluded that the
data does not coincide with normal distribution.
Cronbach’s α by organizational culture dimensions are shown in table 2.15.
Table 2.15.
Cronbach’s α by OCPR dimensions
Dimension
Competitiveness
Social responsibility
Supportiveness
Innovation
Emphasis on rewards
Performance orientation
Stability

Cronbach's α
0,707
0,756
0,779
0,787
0,838
0,816
0,754

Cronbach’s α for all seven dimensions of organizational culture measured by the OCPR
instrument range from 0,71 to 0,84 and are higher than 0,7, which means that the internal consistency is acceptable. For two of the dimensions – emphasis on rewards, and performance
orientation, the coefficient is higher than 0,8, in which case the internal consistency is interpreted as good.
Mean scores of all seven dimensions of organizational culture measured by the OCPR
instrument are displayed in figure 2.12.

77

3,674

Stability

3,850

Performance orientation
3,452

Emphasis on rewards
Innovation

3,656

Supportiveness

3,665

Social responsibility

3,644

Competitiveness

3,731
1

2

3

4

5

Figure 2.12. Organizational culture profile – score by dimensions of OCPR
Organizational culture profile in the ICT sector in Latvia can be characterized as balanced, since all seven dimensions of the culture are rated rather similarly by respondents. All
seven dimensions of organizational culture have received average scores – between 3,45 and
3,85 of 5. Almost all dimensions are rated higher that 3,6, except for emphasis on rewards
which is rated at 3,45 out of 5. An average score of 3,2 was used to distinguish between positive and negative perceptions of the organizational culture dimensions by respondents, where
scores above 3,2 indicate a positive perception and scores below 3,2 a negative perception of
the specific dimension. Such cut-off point for differentiation between positive and negative
perceptions of average score is suggested by the Human Sciences Research Council (Odendaal and Roodt, 1998). Based on this differentiation it can be concluded that all dimensions of
organizational culture in ICT sector in Latvia measured by the OCPR instrument are perceived positively by respondents. Dimension evaluated the highest is the performance orientation, which is rated at 3,85. More detailed results per dimension by instrument items are
displayed in the following figures.
Figure 2.13 shows the scores by instrument items for organizational culture dimension
stability, which is the third most characteristic culture dimension among organizations operating in ICT sector in Latvia according to the results of the study.
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Low level of conflict

3,501

Security of employment

3,672

Being calm
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Stability
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Figure 2.13. Average scores for items in OCPR dimension – stability
Stability as such can be considered an important factor for work engagement, as it
contributes to trust, which, according to theory, is mentioned as one of the key factors for
work engagement. Another item of the stability dimension of the instrument that is related to
trust is the security of employment. It has a positive impact on personal demands, as it contributes to one of the basic human needs – the need for safety. People feel more able to engage in their work when they don’t feel as if they are taking a risk to lose their jobs. In addition, item low level of conflict might have a positive impact on engaging work environment
through such work resources as supervisor support and co-worker support. The opposite state
– high level of conflict would be a stressor with a negative impact on work engagement.
Figure 2.14. shows the average scores by items for the performance orientation dimension of organizational culture.
Being highly organized

3,534

Being results oriented

3,977

Enthusiasm for the job

3,735

Having high expectations for
performance

4,153
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Figure 2.14. Average scores for items in OCPR dimension – performance orientation
Performance orientation as a dimension of organizational culture has received the highest average score among other dimensions according to results of this study. This dimension
of organizational culture contributes to organizational demands, since it puts a pressure on
employees to perform according to high standards. Looking into more details shows that organizations operating in the ICT sector in Latvia have relatively high expectations for perfor79

mance and results. At the same time, focus on being organized is lower. This, however, has a
presumably negative impact on work engagement, as one of the work resources for engagement is the clarity of goals and roles. If work within an organization is not well organized,
this may lead to uncertainties, what needs to be done, by whom and when, as well as, who is
responsible for different decisions and actions. Another factor affecting the level of work engagement that is included in the performance orientation dimension of organizational culture
is the enthusiasm for the job. In particular, it is an important facet of work engagement and is
included in the emotional engagement dimension of the JES instrument, which is analysed
further in this chapter.
Figure 2.15. shows the average scores by items for organizational culture dimension
emphasis on rewards. This specific organizational culture dimension has received the lowest
average score among others measured by the OCPR instrument in scope of this study.
Praise for good performance
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High pay for good performance
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Opportunities for professional growth
Fairness
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Figure 2.15. Average scores for items in OCPR dimension – emphasis on rewards
Analysis of scores by separate items shows that the low score of the dimension is largely due to low score for item high pay for good performance. This particular item has been
rated the lowest among all other items measured by the OCPR instrument in scope of this
study. In fact, is it the only item that has received a score lower than 3,2, which indicates a
negative perception in regards to the item by respondents. As mentioned in the description of
ICT sector in Latvia, the average salary in jobs related to information and communication
technology is much higher than the overall average salary in the country. In fact, the average
salary here is second highest after finance and insurance, when compared to other types of
activities. At the same time, the average salary for jobs related to this type of activity in Latvia is much lower (almost three times) than the average salary for the same type of jobs in
European Union.
Fairness, which is the highest scored item in the emphasis on rewards dimension, is one
of the core factors for work engagement, according to theory. Just as the previously described
organizational culture dimension stability, it is also related to the trust factor of work engagement. High score for item fairness also shows, that even though the pay for good perfor80

mance within ICT sector in Latvia is not particularly high compared to many other countries,
the remuneration system is perceived as fair by respondents. Another item measured in the
emphasis on rewards dimension of organizational culture by the OCPR instrument is opportunities for professional growth. This item contributes positively to the personal demands, as
it is related to the esteem needs, which is the fourth level of hierarchy of human needs.
Figure 2.16. shows the average scores by item for organizational culture dimension innovation, which presumably is a very important group of values for organizations operating in
the ICT sector.
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Figure 2.16. Average scores for items in OCPR dimension – innovation
The highest rated item within innovation dimension of organizational culture is taking
individual responsibility. This item contributes to work resources and is related to one of the
job characteristics – autonomy.
The average score for item risk taking is relatively low, which indicates that organizations operating in the ICT sector in Latvia do not promote taking risks among their employees. This presumably has dual effect on the levels of work engagement and also organizations’ ability to reach their goals. First, the low score for risk taking confirms the relatively
high score for previously described dimension stability, which according to theory, increases
engagement by increasing trust among employees of the organization. On the other hand, by
avoiding risk, organizations limit their employees’ ability to come up with new ideas and innovative solutions, which often is considered as one of the main sources of competitive advantage among organizations operating in the ICT sector.
Average scores for the OCPR dimension supportiveness are displayed in figure 2.17.

81

3,791

Collaboration

3,913

Being people oriented
3,359

Sharing information freely
Being team oriented

3,598
1

2

3

4

5

Figure 2.17. Average scores for items in OCPR dimension – supportiveness
Organizations culture dimension supportiveness characterizes the internal relationships
within the organization. Based on the dimension items, it contributes to co-worker support –
an aspect of work resources. According to research results, organizations operating in the ICT
sector in Latvia are people and team oriented, and also promote collaboration within and between their teams. All these characteristics benefit the level of work engagement through such
organizational resources as interpersonal relationships, as well as group and intergroup dynamics. Organizational culture characteristic that is rated relatively lower within the supportiveness dimension in scope of this study is sharing information freely. Presumably, not all
information always can be shared with everyone in the organization for different reasons.
However, when it comes to work engagement, low score for this item might indicate a lack of
trust, which, as mentioned before, is a very important factor for work engagement. It might
decrease employees’ willingness and ability to trust the organization, when they see that they
are not trusted by the organization.
Figure 2.18. shows the average scores for the organizational culture dimension social
responsibility.
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Figure 2.18. Average scores for items in OCPR dimension – social responsibility
Results of the 4 items included in the social responsibility dimension of organizational
culture show an interesting pattern. According to results of the study, organizations operating
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in the ICT sector in Latvia are more focused on such items as having a good reputation and
being socially responsible. Both these items are related to the external image of the company
– how the company is viewed by others – customers, competitors and society in general. At
the same time, organizations seem to be significantly less focused on the items related to the
internal environment – having a clear guiding philosophy, and being reflective, which have
received scores close to the positive/negative perception cut-off line – 3,2. The having a clear
guiding philosophy item is directly related to the organizational resources for engagement –
organizational culture, according to the earlier described model.
Average scores for items in the OCPR dimension competitiveness are displayed in figure 2.19.
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Figure 2.19. Average scores for items in OCPR dimension – competitiveness
Organizations operating within ICT sector in Latvia put an emphasis on quality as their
main source of competitive advantage. Significantly less emphasis is put no being different
from others. These results might be interpreted in a way that in regards to competitiveness,
organizations try to gain competitive advantage by sustaining high quality for their products
and services, instead of introducing new products and services that are different from what is
offered by their competitors.
Analysis of different organizational culture dimensions measured by the OCPR instrument shows, that organizational culture is not only a small part of the engagement resources
and demands model. It has an impact on many other factors for work engagement, that are
related to personal, work, as well as organizational resources and demands.
Based on other organizational culture studies performed in Latvia, organizational culture of Latvian organizations often is based on high power distance between staff and management, competition between colleagues, high level of submission to superior management,
high degree of uncertainty avoidance, as well as short term orientation (Reņģe, 2007.,
Dubkēvičs, 2009). Such description of organizational culture is partially supported by this
particular study done in the ICT sector in Latvia. For example, short term orientation is sup83

ported by the low score on item being reflective under the social responsibility dimension.
High degree of uncertainty avoidance is supported by high scores on the stability dimension,
as well as low score for item risk taking under the innovation dimension by OCPR instrument. In addition, high power distance between management and staff might be related to the
low score on sharing information freely item under the supportiveness dimension of organizational culture.
2.4

Analysis of work engagement in the information and communication

technology sector in Latvia
In scope of this study the level of work engagement in the ICT sector in Latvia was
measured by using two instruments:
1) Job Engagement Scale (JES)
2) Utrecht Work Engagement Scale (UWES)
With one of the two instruments – JES, three dimensions of work engagement are
measured: physical engagement, emotional engagement, and cognitive engagement. In scope
of this questionnaire respondents are asked to evaluate the level to which they agree on each
of the 18 statements about their own engagement at work in scale from 1 (strongly disagree)
to 5 (strongly agree), where each of the dimensions is represented by 6 statements. Measures
of central tendency as well as distribution analysis of each of the dimensions measured by the
instrument are shown in table 2.16.
Table 2.16.
Measures of central tendency and distribution by JES dimensions
Mean
Mode
Median
Standard deviation
Skewness

Physical Emotional Cognitive
4,064
3,818
4,070
4,000
4,333
4,000
4,167
4,000
4,000
0,672
0,799
0,689
-0,573
-0,714
-0,747

Mean score is used as the main measure to determine the level of work engagement in
each dimension in scope of this study. Distribution of the data is left skewed as skewness is
negative for all three dimensions of work engagement measured by the JES instrument.
Skewness of data distribution can be considered moderate, as the numbers are between -0,5
and -1 (Bulmer, 1979).
Results of Kolmogorov-Smirnov test of normality by JES dimensions is presented in table 2.17.
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Table 2.17.
a

Kolmogorov-Smirnov test of normality by JES dimensions
Dimension
Statistic df
Sig.
Physical
0,086 393
Emotional
0,096 393
Cognitive
0,116 393
a. Lilliefors Significance Correction

0,000
0,000
0,000

Null hypothesis of the Kolmogorov-Smirnov test of normality is that the data is normally distributed. This hypothesis is rejected (p < 0,05), therefore it can be concluded that the
data does not coincide with normal distribution.
Internal consistency of work engagement measured by the JES instrument was determined by calculating the Cronbach’s α coefficient. Work engagement is a multidimensional
construct, and JES instrument measures three dimensions of work engagement – physical
engagement, emotional engagement, and cognitive engagement. Therefore, α coefficient was
calculated for each of the dimension separately (table 2.18.).
Table 2.18.
Cronbach’s α by JES dimensions
Dimension
Cronbach's α
Physical
0,876
Emotional
0,914
Cognitive
0,906
Analysis of Cronbach’s α coefficient show’s that the internal consistency for physical
dimension of work engagement is good, while for the other two dimension – emotional engagement and cognitive engagement the internal consistency is excellent (higher than 0,9).
Mean scores of all three dimensions of work engagement measured by the JES instrument are displayed in figure 2.20.
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Figure 2.20. Work engagement – score by dimensions of JES
The overall level of work engagement in the ICT sector in Latvia measured by the JES
instrument can be regarded as average. Two of the dimensions – cognitive engagement and
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physical engagement are evaluated slightly higher than 4 points out of 5, while the emotional
dimension of work engagement has scored 3,8 out of 5. Average score of all 3 dimensions of
work engagement measured by the JES instrument are relatively similar. In order to measure
differences between the dimensions, a Wilcoxon signed ranks test was performed. Test results
are displayed in table 2.19. below.
Table 2.19.
Wilcoxon signed ranks test – JES

Z
Asymp. sig. (2-tailed)
a. Based on negative ranks
b. Based on positive ranks

Emotional - Cognitive Cognitive –
physical
physical
emotional
-7,717a
-0,520b
-8,523b
0,000
0,959
0,000

Null hypothesis of the Wilcoxon signed ranks test is that there is no statistically significant difference between the dimensions of work engagement measured by the JES instrument.
This hypothesis is rejected (p < 0,05) for comparison between emotional engagement and
physical engagement as well as cognitive engagement and emotional engagement dimensions,
therefore it can be concluded that the difference between these dimensions is statistically significant. However, the null hypothesis is accepted (p > 0,05) for comparison between cognitive engagement and physical engagement dimensions of work engagement, therefore it can
be concluded that the difference between these dimensions is not statistically significant.
More detailed results per dimension by instrument items are displayed in the following
figures. Figure 2.21. displays the average scores by instrument items for the physical dimension of work engagement.
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Figure 2.21. Average scores for items in JES dimension – physical engagement
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Average scores for questionnaire items related to the physical dimension of work engagement measured by the JES instrument are approximately 4 points out of 5 for all six
items. This dimension of work engagement is more related to engagement behaviors than
feelings, as the instrument items refer to what respondents do instead of how they feel. Since
the average values per survey items included in the physical dimension of work engagement
are relatively high, it can be concluded that employees in the ICT sector in Latvia put a lot of
physical effort and energy in their work, trying to perform at their work as good as they possibly can in order to reach their goals. Fact that the overall score of the physical dimension of
work engagement is slightly lower than the maximum possible score can be regarded positively, since prolonged periods of maximum effort might foster burnout, which significantly
reduces the level of performance.
In relation to the engagement model described before, physical dimension of work engagement presumably is more affected by the following elements:
1) personal resources – the level of physical and emotional energy, that employees are
able to invest in their job performances;
2) personal demands – life situation outside work, which determines the level to which
an individual is able to invest one’s energy into work related tasks;
3) work resources – task characteristics that determine the level of energy required during task performance;
4) work demands – workload, which similarly to task characteristics determines the
level of energy required.
Figure 2.22. shows the average scores of six JES items that measure the emotional dimension of work engagement.
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Figure 2.22. Average scores for items in JES dimension – emotional engagement
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The overall score for the emotional dimension of work engagement is relatively lower
than for other two dimensions. This is also clearly visible when assessing individual items of
this dimension. Opposite to the physical dimension of work engagement described above, the
emotional dimension of work engagement is related to engagement feelings instead of behaviors. According to research results, employees in the ICT sector in Latvia feel relatively highly interested in their job and are proud of it, which are important factors for being engaged.
However, the scores are moderate for the items that are expressed in more vivid ways, using
such characteristics as excited, energetic, and enthusiastic. This, similarly to the results of
previously described physical dimension of work engagement, shows that employees in ICT
sector in Latvia are engaged, but not so much that it would lead to the state of burnout.
Resources and demands that presumably have the most significant impact on the emotional dimension of work engagement are:
1) personal resources – personal interests and emotional energy;
2) work resources – task and role characteristics – how interesting the specific job is;
3) work demands – challenging goals, which foster the feeling of excitement, enthusiasm and pride;
4) organizational resources – organizational culture values that match the employee’s
values and allow them to reach the organizational goals, as well as organizational
climate and supervisor support, that create a positive work environment.
Figure 2.23. shows the average scores of the items related to the cognitive dimension of
work engagement measured by the JES instrument.
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Figure 2.23. Average scores for items in JES dimension – cognitive engagement
The cognitive dimension of work engagement is oriented towards both – engagement
feelings and engagement behaviors. The two feelings related items (at work I am absorbed by
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my job and at work my mind is focused on my job) have received the lowest scores within this
dimension, while the behavior related items are rated relatively higher. According to the research results, employees in ICT sector in Latvia invest a lot of cognitive energy in their
work. They concentrate their attention on completion of job tasks.
Main elements of the engagement model that presumably have the most impact on the
cognitive level of work engagement are:
1) personal resources – personality characteristics, which determine individual’s ability
to focus on a task at hand for extended periods of time;
2) personal demands – life outside work, certain aspects which can limit or foster individual’s ability to focus on work related tasks;
3) work resources – task and role characteristics, which define to what extent employees are able to focus and pay attention to their job;
4) work demands – increased workload may affect person’s ability to focus on a certain task;
5) organizational resources – supervisor as well as co-worker support also have a major impact on the level to which an employee is able to focus on a specific task and
role performances and to what extent they need to change their focus from one task
to another.
The other instrument used for work engagement measurement within the ICT sector in
Latvia is the Utrecht Work Engagement Scale (UWES). In scope of this instrument respondents are invited to evaluate 17 statements about their engagement at work and how often they
experience certain feelings at work. The statements are evaluated in scale from 0 (never) to 6
(always), and each of them represents one of the three dimensions of work engagement – vigor, dedication, or absorption. Measures of central tendency as well as distribution analysis of
each of the dimensions measured by the UWES instrument are given in table 2.20.
Table 2.20.
Measures of central tendency and distribution by UWES dimensions
Mean
Mode
Median
Standard deviation
Skewness

Vigor
Dedication Absorption
4,112
4,273
4,089
5,000
4,800
4,500
4,333
4,400
4,167
1,104
1,176
1,078
-0,645
-0,745
-0,756

Mean score of each dimension is used as the main measure to determine the level of
work engagement. Distribution of the data is left skewed as skewness is negative for all three
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dimensions of work engagement measured by the UWES instrument. Skewness of data distribution can be considered moderate, as the numbers are between -0,5 and -1 (Bulmer, 1979).
Results of Kolmogorov-Smirnov test of normality by UWES dimensions is presented in
table 2.21.
Table 2.21.
Kolmogorov-Smirnova test of normality by UWES dimensions
Dimension
Statistic df
Sig.
Vigor
0,092 393
Dedication
0,105 393
Absorption
0,093 393
a. Lilliefors Significance Correction

0,000
0,000
0,000

Null hypothesis of the Kolmogorov-Smirnov test of normality is that the data is normally distributed. This hypothesis is rejected (p < 0,05), therefore it can be concluded that the
data does not coincide with normal distribution.
Internal consistency of work engagement measured by the UWES was measured by calculating the Cronbach’s α coefficient. As work engagement is a multidimensional construct,
and UWES instrument measures three dimensions of work engagement, the α coefficient was
calculated for each of the dimension separately (table 2.22.).
Table 2.22.
Cronbach’s α by UWES dimensions
Dimension
Vigor
Dedication
Absorption

Cronbach's α
0,875
0,897
0,860

Analysis of Cronbach’s α coefficient show’s that the internal consistency for work engagement dimensions vigor, dedication, and absorption is good.
Mean scores of the UWES dimensions of work engagement are displayed in figure 2.24.
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Figure 2.24. Work engagement – score of dimensions by UWES

90

6

The overall level of work engagement in the ICT sector in Latvia measured by the
UWES instrument can be regarded as average, as mean score for all three dimensions fit in
the average range according to norm scores table (see table 2.23.) provided by authors of the
instrument (Schaufeli and Bakker, 2003). One of the dimension – dedication is rated slightly
higher than the other two dimensions - 4,3 out of 6 instead of 4,1.
Table 2.23.
Norm scores for UWES instrument
Vigor
Very low
£ 2,17
Low
2,18 – 3,20
Average
3,21 – 4,80
High
4,81 – 5,60
Very high
³ 5,61

Dedication Absorption Total score
£ 1,60
£ 1,60
£ 1,93
1,61 – 3,00 1,61 – 2,75 1,94 – 3,06
3,01 – 4,90 2,76 – 4,40 3,07 – 4,66
4,91 – 5,79 4,41 – 5,35 4,67 – 5,53
³ 5,80
³ 5,36
³ 5,54

Source: Schaufeli and Bakker, 2003.

Average score of all 3 dimensions of work engagement measured by the UWES instrument are relatively similar. In order to measure differences between the dimensions, a Wilcoxon signed ranks test was performed. Test results are displayed in table 2.24. below.
Table 2.24.
Wilcoxon signed ranks test – UWES

Z
Asymp. sig. (2-tailed)
a. Based on negative ranks
b. Based on positive ranks

Dedication - Absorption - Absorption vigor
dedication
vigor
a
b
-5,336
-6,222
-,617b
0,000
0,000
0,537

Null hypothesis of the Wilcoxon signed ranks test is that there is no statistically significant difference between the dimensions of work engagement measured by the UWES instrument. This hypothesis is rejected (p < 0,05) for comparison between dedication and vigor as
well as absorption and dedication dimensions, therefore it can be concluded that the difference between these dimensions is statistically significant. However, the null hypothesis is
accepted (p > 0,05) for comparison between absorption and vigor dimensions of work engagement, therefore it can be concluded that the difference between these dimensions is not
statistically significant.
More detailed results per dimension by instrument items are displayed in the following
figures. Figure 2.25. displays the average scores by instrument items for the vigor dimension
of work engagement.
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Figure 2.25. Average scores for items in UWES dimension – vigor
The vigor dimension of work engagement is defined as the level of energy, mental flexibility, and willingness to put one’s effort into their work performance. This dimension of
work engagement includes both – engagement feelings and engagement behaviors. According
to the research results, respondents feel full of energy at work. However, employees may need
time off work to renew their energy reserves during and in between the working days, as their
ability to continue working for very long periods at a time is limited. Item that has received
the lowest score within the vigor dimension is willingness to go to work, after waking up in
the morning. Compared to the other items related to vigor dimension of work engagement,
this one is slightly related to another dimension – dedication, which is described next. The
vigor dimension of work engagement is mainly affected by the following elements of work
engagement model described before:
1) personal resources – psychological and emotional energy, as well as personality
characteristics;
2) personal demands – situation outside work, which may have an impact in individual’s energy reserves.
The average scores for items related to dedication dimension of work engagement are
displayed in figure 2.26.
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Figure 2.26. Average scores for items in UWES dimension – dedication
Based on how the items of dedication dimension of work engagement are expressed in
the UWES instrument, this dimension is exclusively focused on engagement feelings and
none of the items is related to behaviors. Scores for the dedication dimension of work engagement are relatively high, as this dimension has received the highest average score among
the other two dimensions. Respondents find their work meaningful and feel proud of what
they do. However, they are missing more challenge and inspiration at work, which are important factors for work engagement. The challenge and inspiration factors are related to organizational and job demands.
The elements of engagement model that have a major impact on the dedication dimension of work engagement are:
1) work resources – task and role characteristics;
2) work demands – challenging goals;
3) organizational resources – organizational culture values and how these values match
the personal values of the employee;
4) organizational demands – strategy and goals set by the organization.
Scores by separate items of absorption dimension of work engagement are shown in
figure 2.27.
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Figure 2.27. Average scores for items in UWES dimension – absorption
Absorption dimension of work engagement is mainly focused on engagement feelings.
Among six items that describe the absorption dimension of work engagement, four have received an average score of around 4. Item which has received relatively higher score is related
to time going fast while working, which is a characteristic of the state of flow described earlier. Item that has received relatively lower score is related to difficulty to detach oneself from
work, meaning that employees do not come across such difficulties very often. This can be
regarded as a good thing, since disability to detach from work might be a sign of burnout.
The following elements of engagement model have the most significant impact on the
absorption dimension of work engagement:
1) personal resources – personality characteristics, that determine the level to which
employees are able to focus their attention on work tasks for extended periods of
time;
2) work resources – task characteristics and material resources (working space arrangement), which may limit or foster one’s ability to focus on tasks at hand;
3) organizational resources – supervisor and co-worker support, which determine to
what extent an employee is allowed and able to focus on a certain task without being
disturbed by others.
To conclude, the level of work engagement in the ICT sector in Latvia measured by
both instruments can be interpreted as average. Comparing the scores by engagement dimensions, all three have been rated rather equally by respondents. Only the affect dimension of
engagement has received slightly different scores – it is rated slightly lower than the behav-
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iour and cognition dimensions of engagement when measured by the JES instrument, and
slightly higher than the other two dimensions, when measured by the UWES instrument.
In scope of this study analysis of work engagement in ICT sector in Latvia is based on
the level of engagement in it’s different dimensions reported by the respondents and expressed in average scores per dimension. However, a common practice in many work engagement studies is to determine the proportion of employees within a certain group (geography, occupation etc.), who belong to different levels of engagement expressed in percentage
points. Examples of different engagement levels include highly/moderately, actively/passively
engaged and disengaged, as well as neither engaged nor disengaged states. Table 2.25. displays the criteria for definition of disengaged employees, neither disengaged nor engaged,
and engaged employees in the ICT sector in Latvia, in scope of this study. Criteria for levels
of work engagement measured by the UWES instrument is based on the norm scores described above (see table 2.23.), where scores evaluated as very low and low are assigned to
engagement level – disengaged, average to neither disengaged nor engaged, but scores high
and very high to engagement level – engaged.
Table 2.25.
Criteria for definition of engagement levels measured by UWES
Level of engagement
Disengaged
Neither disengaged nor engaged
Engaged

Average score
£ 3,06
3,07 – 4,66
³ 4,67

The level of engagement among employees in the ICT sector in Latvia measured by the
UWES instrument is displayed in figure 2.28.
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Figure 2.28. Proportion of employees of ICT sector in Latvia belonging to different engagement levels measured by UWES
According to the results of measurement by UWES, 35% of employees are engaged,
49% are neither disengaged nor engaged, while 16% of employees in ICT sector in Latvia are
disengaged.
Norm scores for JES instrument are not available, therefore similar analysis for work
engagement levels measured by the JES can not be performed in scope of this study.
In scope of their State of the Global Workforce study performed during 2011 and 2012,
the consulting company Gallup (2013) has measured the level of work engagement in 140
countries in different regions around the world. During the study authors have evaluated, what
share of employees in each of the countries is engaged, not engaged, or actively disengaged.
Differences between the 3 levels of engagement are described below:
1) Employees, who are engaged, work with passion and feel a deep connection with
their organization. They drive innovation and move the organization forward;
2) Employees who are not engaged, are essentially disconnected from their work.
They’re sleepwalking through the workday, spending time at work, but not investing any energy or passion into it.
3) Employees who are actively disengaged, are unhappy at work, and acting out their
unhappiness. In addition, they undermine what their engaged colleagues accomplish (Gallup, 2013).
Figure 2.29. displays results of the study by Gallup in different regions around the
world, as well as separately for Latvia, which is included in the region – Central and Eastern
Europe.
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Figure 2.29. Results of the State of the Global Workforce study
Based on Gallup, 2013

Results of the study by Gallup show that the proportion of engaged employees among
the workforce in Latvia is similar to the global level – 13%. 72% of workforce in Latvia is not
engaged, while 15% of employees are actively disengaged, which is significantly less that in
average globally and the European regions.
The level of work engagement is different not only between countries and regions, but
also among occupations. Figure 2.30. shows levels of work engagement among different occupational groups in Central and Eastern Europe.
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Figure 2.30. Level of work engagement among different occupational groups in Central and
Eastern Europe
Based on Gallup, 2013

Even though the average proportion of engaged employees in Central and Eastern Europe is 11%, results between occupational groups differ significantly. Engagement is much
higher among occupations that often are characterized by more autonomy. Among more labour intense occupations, the proportion of actively disengaged employees is much higher
than engaged employees.
Another global consulting company that publishes their research on the global level of
work engagement is Aon plc. In their 2015 Trends in Global Employee Engagement report
(Aon plc, 2015) employees from different countries and regions are divided into 4 groups
based on their level of engagement:
1) highly engaged;
2) moderately engaged;
3) passively engaged;
4) actively disengaged.
Results of the study are displayed in figure 2.31.
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Figure 2.31. Levels of work engagement among employees globally and by regions
Based on Aon plc, 2015

The report by Aon shows the proportion of each of the four levels of work engagement
by regions. Latvia is included in the European region and Eastern European sub-region. Results for sub-regions are displayed in only 2 categories – engaged and disengaged. Category
engaged includes highly engaged and moderately engaged employees, while category disengaged includes passively engaged and actively disengaged employees. According to the results of this study, level of work engagement in Eastern Europe (including Latvia) is similar
to the global results and slightly higher than other sub-regions within Europe, with 63% of
employees being either highly engaged or moderately engaged, while 37% of employees are
either passive or actively disengaged.
Third international study of work engagement, which also includes Latvia, reviewed
here is the Global Employee Engagement Index by consulting firm Effectory International. In
scope of their global study Effectory International asked employees from 52 countries questions about 17 human resources related topics. The answers were evaluated in a 10-point scoring system. Results of the study on the global level and for Latvia specifically are displayed in
figure 2.32.
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Figure 2.32. Scores for 17 HR related topics in Latvia and globally
Based on Effectory International, 2014

Based on the above results, the level of work engagement is significantly lower in Latvia than the average global level. In fact, the engagement level in Latvia is the fifth lowest
among the 52 counties included in the study. This, among other factors, may also influence
productivity, where in this specific study the score for Latvia was evaluated as 4th lowest
among other countries (Barends, Wijnands and Penhale Smith (Effectory B.V.), 2014).
So far there have been very few studies performed in relation to work engagement locally in Latvia. One of the most publicly know is the study by recruitment and consulting
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company Eiro Personāls (2011). Results of the study showed that the level of work engagement among employees representing different services, retail, construction, and manufacturing organizations in Latvia was average. Research results are displayed in figure 2.33.
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Figure 2.33. The level of work engagement in Latvia
Based on Eiro Personāls, 2011

Majority of respondents (around 66%) were engaged, 27% of respondents were highly
engaged, while the remaining 7% of respondents were either disengaged or highly disengaged. These results differ significantly from the results of the global work engagement studies reviewed earlier, which report relatively lower level of work engagement among employees in Latvia. Presumably, such differences are partly because of use of different research
methodology, as well as different definitions of engagement levels.
The same study by Eiro Personāls also analysed the main factors of work engagement
among employees in Latvia. Based on their study, factors that were functioning well, and fostered the level of work engagement the most were common goals and communication, while
such factors as employee motivation and manager’s efficiency were evaluated as weak and
lowering the level of work engagement. Another factor of work engagement analysed in
scope of the study performed by Eiro Personāls was the organizational environment, which
also includes organizational culture and climate. This factor was rated relatively low, with
only 38,5% of respondents evaluating it as functioning well and fostering work engagement.
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2.5

The impact of dimensions of organizational culture on dimensions of work

engagement in the information and communication technology sector in Latvia
Hypothesis 1 of the study presumes that there is a statistically significant positive correlation between dimensions of organizational culture profile (competitiveness, social responsibility, supportiveness, innovation, emphasis on rewards, performance orientation and stability) and the dimensions of work engagement – behavior, affect, and cognition. In scope of the
JES instrument, the dimensions of work engagement are represented by three dimensions of
the research instrument – physical engagement, emotional engagement, and cognitive engagement, respectively. Correlation analysis between organizational culture dimensions and
dimensions of work engagement is visualized in figure 2.34.

Figure 2.34. Correlation analysis between dimensions of OCPR and JES instruments
Interpretation of correlation coefficients calculated is based on criteria for strength of
correlation coefficients by Evans (1996), and displayed in table 2.26.
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Table 2.26.
Interpretation of correlation coefficient
Strength of correlation Correlation coefficient, r
Very weak
0 – 0,19
Weak
0,20 – 0,39
Moderate
0,40 – 0,59
Strong
0,60 – 0,79
Very strong
0,80 – 1,00
Source: Evans (1996)

In scope of correlation analysis between organizational culture and work engagement,
Spearmans’s rank correlation coefficient was calculated between the dimensions of OCPR
and the dimensions of JES. The correlation coefficients are displayed in table 2.27.
Table 2.27.
Spearman’s rank correlation between OCPR dimensions and JES dimensions

OCPR

JES

Physical
Emotional
Cognitive
Competitiveness

1,00
0,69 1,00
0,86 0,73 1,00
0,42 0,49 0,41 1,00

Social
responsibility
Supportiveness
Innovation

0,42 0,56 0,41 0,74 1,00

Emphasis on
rewards

0,26 0,48 0,28 0,57 0,65 0,65 0,62 1,00

Performance
orientation
Stability

0,41 0,52 0,41 0,67 0,72 0,64 0,73 0,74 1,00

Stability

Performance orientation

Emphasis on rewards

Innovation

Supportiveness

Social responsibility

Competitiveness

OCPR

Cognitive

Emotional

p < 0,01

Physical

JES

0,36 0,50 0,33 0,55 0,74 1,00
0,46 0,53 0,42 0,69 0,72 0,67 1,00

0,31 0,49 0,32 0,51 0,64 0,65 0,54 0,74 0,67 1,00

Correlation between the dimensions of organizational culture and dimensions of work
engagement measured by the JES is positive and statistically significant (p < 0,01). Strength
of the correlation between different organizational culture dimensions and the physical and
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cognitive dimensions of work engagement is weak to moderate (r = 0,26 to 0,46, p < 0,01).
The only dimension that has a moderate correlation (r = 0,48 to 0,56, p < 0,01) with all seven
dimensions of organizational culture is the emotional engagement. Correlation coefficient for
the emotional dimension of work engagement ranges from r = 0,48, p < 0,01 with emphasis
on rewards to r = 0,56, p < 0,01 with social responsibility. Organizational culture dimensions
that have the strongest correlation with all three dimensions of work engagement measured by
the JES instrument within organizations operating in the ICT sector in Latvia are social responsibility (r = 0,41 to 0,56, p < 0,01), innovation (r = 0,42 to 0,53, p < 0,01), and performance orientation (r = 0,41 to 0,52, p < 0,01).
Multiple linear regression analysis with forward method of variable selection was performed in order to determine the organizational culture dimensions that have the most significant impact on dimensions of work engagement. Table 2.28. shows variables that have qualified to be part of the regression model during the forward method of variable selection, where
the dependent variable is the physical dimension of work engagement measured by the JES
instrument and the independent variables are organizational culture dimensions of the OCPR.
Table 2.28.
Regression analysis, variables entered: dependent variable – physical engagement
Model Variables Entered
1
Innovation
2
Competitiveness

Method
Forward (Criterion: p £ 0,05)
Forward (Criterion: p £ 0,05)

The two variables that are selected to be a part of the regression model based on their
significance (p £ 0,05) are organizational culture dimensions innovation and competitiveness.
Table 2.29. shows the regression model summary for the dependent variable physical
dimension of work engagement.
Table 2.29.
Regression model summary: dependent variable – physical engagement
Adjusted
Std. Error
Durbin-Watson
R Square of the Estimate
1
,447a
,200
,198
,60196
b
2
,459
,211
,207
,59878
1,933
a. Predictors: (Constant), Innovation
b. Predictors: (Constant), Innovation, Competitiveness
Model

R

R Square

Based on the regression model summary it can be concluded that 19,8% (adjusted R2 =
0,198) of dependent variable – physical dimension of work engagement – is determined by
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the organizational culture dimension – innovation. When the second predictor – competitiveness is included in the model in addition to innovation, it accounts for an additional 0,9%
(0,207 – 0,198 = 0,09) of variability. Such model determines 20,7% of physical dimension of
work engagement. The proportion of variation in the dependent variable (physical engagement) explained by the independent variables (dimensions of organizational culture) is determined by the adjusted R square instead of R square due to the model consisting of multiple
independent variables. The analysis of Durbin-Watson statistic does not detect the presence of
autocorrelation.
Calculations of ANOVA are presented in table 2.30.
Table 2.30.
ANOVA: dependent variable – physical engagement
Model
Sum of Squares df Mean Square
F
Sig.
Regression
35,466
1
35,466 97,877 ,000a
1 Residual
141,681 391
,362
Total
177,148 392
Regression
37,320
2
18,660 52,045 ,000b
2 Residual
139,828 390
,359
177,148 392
Total
a. Predictors: (Constant), Innovation
b. Predictors: (Constant), Innovation, Competitiveness
Null hypothesis of the ANOVA test for each of the two regression models is that the
model has no explanatory power in regards to the dependent variable – physical engagement.
The p-value for both models is less than 0,01 (p < 0,01), which means that the null hypothesis
is rejected and the alternate hypothesis is accepted, therefore the regression models are statistically significant.
Coefficients of the regression model for physical engagement are presented in table
2.31. below.
Table 2.31.
Regression coefficients: dependent variable – physical engagement
Unstandardized Standardized
Collinearity
Coefficients
Coefficients
Statistics
Model
t
Sig.
Std.
B
Beta
Tolerance VIF
Error
(Constant)
2,682
,143
18,769 ,000
1
Innovation
,378
,038
,447 9,893 ,000
1,000 1,000
(Constant)
2,510
,161
15,587 ,000
2 Innovation
,288
,055
,341 5,244 ,000
,479 2,087
Competitiveness
,134
,059
,148 2,274 ,024
,479 2,087
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According to the coefficient analysis, regression model suggests, that an increase of 1
unit of organizational culture value innovation would lead to an increase of 0,288 (p < 0,01)
units of physical engagement, and 1 unit of organizational culture value competitiveness to
0,134 (p < 0,05) units of physical engagement, if all other independent variables remain constant. This leads to the following regression equation:

µ (Physical engagement) = 2,51 + 0,288 × Innovation + 0,134 × Competitiveness
Based on the collinearity statistics, there is no evidence of multicollinearity, as none of
the variables has tolerance value less than 0,10 or VIF value greater than 10. According to
analysis of residual distribution histogram and plot, residuals are normally distributed (see
appendix 7).
The list of excluded variables during each stage of variable selection using the forward
method is shown in appendix 8.
Table 2.32. shows variables that have qualified to be part of the regression model
through the forward method of variable selection, where the dependent variable is emotional
dimension of work engagement measured by the JES instrument and the independent variables are the organizational culture dimensions of the OCPR.
Table 2.32.
Regression analysis, variables entered: dependent variable – emotional engagement
Model Variables Entered
Method
1
Social responsibility Forward (Criterion: p £ 0,05)
2
Innovation
Forward (Criterion: p £ 0,05)
3
Stability
Forward (Criterion: p £ 0,05)
Three variables that are selected to be a part of the regression model based on their significance (p £ 0,05) are organizational culture dimensions social responsibility, innovation
and stability.
Table 2.33. shows the regression model summary for the dependent variable emotional
dimension of work engagement.
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Table 2.33.
Regression model summary: dependent variable – emotional engagement
Adjusted
Std. Error
Durbin-Watson
R Square of the Estimate
1
,540a
,292
,290
,67281
b
2
,572
,327
,324
,65673
c
3
,587
,344
,339
,64924
1,980
a. Predictors: (Constant), Social responsibility
b. Predictors: (Constant), Social responsibility, Innovation
c. Predictors: (Constant), Social responsibility, Innovation, Stability
Model

R

R Square

Based on the regression model it can be concluded that 29% of dependent variable emotional dimension of work engagement is determined by organizational culture dimension social responsibility. When the second predictor – innovation is added to equation, it accounts
for an additional 3,4% (0,324 – 0,29 = 0,034) of variability. Finally, inclusion of stability adds
additional 1,5% (0,339 – 0,324 = 0,015) of variability. Such model predicts 33,9% of emotional engagement. The proportion of variation in the dependent variable (emotional engagement) explained by the independent variables (dimensions of organizational culture) is determined by the adjusted R square instead of R square because the model consists of multiple
independent variables. The analysis of Durbin-Watson statistic does not detect the presence of
autocorrelation.
Calculations of ANOVA are presented in table 2.34.
Table 2.34.
ANOVA: dependent variable – emotional engagement
Model
Sum of Squares df Mean Square
F
Regression
73,013
1
73,013 161,293
1 Residual
176,995 391
,453
Total
250,008 392
Regression
81,804
2
40,902 94,835
2 Residual
168,204 390
,431
Total
250,008 392
Regression
86,037
3
28,679 68,037
3 Residual
163,971 389
,422
Total
250,008 392
a. Predictors: (Constant), Social responsibility
b. Predictors: (Constant), Social responsibility, Innovation
c. Predictors: (Constant), Social responsibility, Innovation, Stability

Sig.
,000a

,000b

,000c

Null hypothesis of the ANOVA test for each of the regression models is that the model
has no explanatory power in regards to the dependent variable – emotional engagement. The
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p-value for all three models is less than 0,01, which means that the null hypothesis is rejected
and the alternate hypothesis is accepted, therefore the regression models are statistically significant.
Coefficients of the regression model for emotional engagement are presented in table
2.35. below.
Table 2.35.
Regression coefficients: dependent variable – emotional engagement
Model
(Constant)
1 Social
responsibility
(Constant)
Social
2
responsibility
Innovation
(Constant)
Social
3 responsibility
Innovation
Stability

Unstandardized
Coefficients
Std.
B
Error
1,778
,164

Standardized
Coefficients

t

Sig.

Beta

Collinearity
Statistics
Tolerance

VIF

10,831 ,000

,560

,044

,540 12,700 ,000

1,000 1,000

1,534

,169

9,072 ,000

,346

,064

,334

5,420 ,000

,453 2,207

,279
1,356

,062
,176

,279

4,515 ,000
7,682 ,000

,453 2,207

,230

,073

,222

3,150 ,002

,339 2,950

,254
,190

,062
,060

,253
,186

4,106 ,000
3,169 ,002

,445 2,247
,491 2,037

According to the coefficient analysis, regression model suggests, that an increase of 1
unit of organizational culture dimension social responsibility would lead to an increase of
0,23 (p < 0,01) units of emotional engagement, 1 unit of innovation to 0,254 (p < 0,01) units
of emotional engagement, and 1 unit of stability to 0,19 (p < 0,01) units of emotional engagement, if all other independent variables remain constant. This leads to the following regression equation:

µ (Emotional engagement) = 1,356 + 0,23 × Social responsibility + 0,254 × Innovation
+ 0,19 × Stability
Based on the collinearity statistics, there is no evidence of multicollinearity, as none of
the variables has tolerance value less than 0,10 or VIF value greater than 10. According to
analysis of residual distribution histogram and plot, residuals are normally distributed (see
appendix 9).
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The list of excluded variables during each stage of variable selection using the forward
method is shown in appendix 10.
Table 2.36. shows variables that have qualified to be part of the regression model during
the forward method of variable selection, where the dependent variable is cognitive dimension
of work engagement by JES and the independent variables are organizational culture dimensions of the OCPR.
Table 2.36.
Regression analysis, variables entered: dependent variable – cognitive engagement
Model

Variables Entered

Method

1

Performance orientation Forward (Criterion: p £ 0,05)

2

Innovation

Forward (Criterion: p £ 0,05)

The two variables that are selected to be a part of the regression model based on their
significance (p £ 0,05) are the organizational culture dimensions performance orientation and
innovation.
Table 2.37. shows the regression model summary for the dependent variable cognitive
dimension of work engagement.
Table 2.37.
Regression model summary: dependent variable – cognitive engagement
Adjusted
Std. Error
Model
R
R Square
Durbin-Watson
R Square of the Estimate
1
,410a
,168
,166
,62905
b
2
,434
,188
,184
,62222
1,994
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Innovation
Based on the regression model it can be concluded that 16,6% of dependent variable
cognitive dimension of work engagement is determined by the organizational culture dimension performance orientation. When the second predictor – innovation is added to the equation, such model determines 18,4% of cognitive dimension of work engagement. It means that
the innovation is accountable for additional 1,8% (0,184 – 0,166 = 0,018) of variability. The
proportion of variation in the dependent variable (cognitive engagement) explained by the
independent variables (dimensions of organizational culture) is determined by the adjusted R
square instead of R square since the model consists of multiple independent variables. The
analysis of Durbin-Watson statistic does not detect the presence of autocorrelation.
Calculations of ANOVA are presented in table 2.38.
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Table 2.38.
ANOVA: dependent variable – cognitive engagement
Model
Sum of Squares df Mean Square
F
Sig.
Regression
31,296
1
31,296 79,088 ,000a
1 Residual
154,723 391
,396
Total
186,019 392
Regression
35,028
2
17,514 45,238 ,000b
2 Residual
150,991 390
,387
Total
186,019 392
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Innovation
Null hypothesis of the ANOVA test for each of the two regression models is that the
model has no explanatory power in regards to the dependent variable – cognitive engagement.
The p-value for both models is less than 0,01, which means that the null hypothesis is rejected
and the alternate hypothesis is accepted, which means that the regression models are statistically significant.
Coefficients of the regression model for cognitive engagement are presented in table
2.39. below.
Table 2.39.
Regression coefficients: dependent variable – cognitive engagement
Model
(Constant)
1 Performance
orientation
(Constant)
Performance
2
orientation
Innovation

Unstandardized
Coefficients
Std.
B
Error
2,665
,161

Standardized
Coefficients

t

Sig.

Beta

Collinearity
Statistics
Tolerance

VIF

16,549 ,000

,365

,041

,410

8,893 ,000

1,000 1,000

2,540

,164

,220

,062

,247

3,555 ,000

,430 2,323

,187

,060

,216

3,105 ,002

,430 2,323

15,456 ,000

According to the coefficient analysis, regression model suggests, that an increase of 1
unit of organizational culture dimension performance orientation would lead to an increase of
0,22 (p < 0,01) units of cognitive engagement, whereas an increase of 1 unit of organizational
culture dimension innovation to 0,187 (p < 0,01) units of cognitive engagement, if all other
independent variables remain constant. This leads to the following regression equation:

µ (Cognitive engagement) = 2,54 + 0,22 × Performance orientation + 0,187 × Innovation
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Based on the collinearity statistics, there is no evidence of multicollinearity, as none of
the variables has tolerance value less than 0,10 or VIF value greater than 10. According to
analysis of residual distribution histogram and plot, residuals are normally distributed (see
appendix 11).
The list of excluded variables during each stage of variable selection using the forward
method is shown in appendix 12.
Based on the regression analysis between dimensions of organizational culture measured by the OCPR (independent variables) and the dimensions of work engagement measured
by the JES (dependent variables) it can be concluded that certain organizational culture dimensions have a significant impact on specific dimensions of work engagement. The relative
importance of regression coefficients (standardized coefficient b) of the independent variables
in predicting the dependent variables are displayed in figure 2.35.

Figure 2.35. Dimensions of organizational culture that have a significant impact on dimensions of work engagement by JES (* p < 0,05, ** p < 0,01)
The only organizational culture dimension that has an impact on all dimensions of work
engagement measured by the JES is innovation. Four other dimensions of organizational culture each have a significant impact on only one dimension of work engagement – competitiveness have an effect on physical engagement, performance orientation on cognitive engagement, and social responsibility and stability on emotional engagement. Organizational
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culture dimensions supportiveness and emphasis on rewards do not seem to have a significant
impact on the level of work engagement among employees of organizations operating in the
ICT sector in Latvia.
Hypothesis 1 of the study presumes that there is a statistically significant positive correlation between dimensions of organizational culture profile (competitiveness, social responsibility, supportiveness, innovation, emphasis on rewards, performance orientation and stability) and the dimensions of work engagement – behavior, affect, and cognition. In scope of the
UWES instrument, the dimensions of work engagement are represented by three dimensions
of the research instrument – vigor, absorption, and dedication, respectively. Correlation analysis between organizational culture dimensions and dimensions of work engagement is visualized in figure 2.36.

Figure 2.36. Correlation analysis between dimensions of OCPR and UWES instruments
In scope of correlation analysis between organizational culture and work engagement,
Spearmans’s rank correlation was calculated between the dimensions of OCPR and the dimensions of UWES. The correlation coefficients are displayed in table 2.40.
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Table 2.40.
Spearman’s rank correlation between OCPR dimensions and UWES dimensions

OCPR

UWES

Vigor
Dedication
Absorption
Competitiveness

1,00
0,84 1,00
0,85 0,84 1,00
0,46 0,46 0,42 1,00

Social
responsibility
Supportiveness
Innovation

0,47 0,51 0,44 0,74 1,00

Emphasis on
rewards

0,42 0,47 0,35 0,57 0,65 0,65 0,62 1,00

Performance
orientation
Stability

0,51 0,54 0,43 0,67 0,72 0,64 0,73 0,74 1,00

Stability

Performance orientation

Emphasis on rewards

Innovation

Supportiveness

Social responsibility

Competitiveness

OCPR

Absorption

Dedication

p < 0,01

Vigor

UWES

0,42 0,42 0,37 0,55 0,74 1,00
0,48 0,51 0,43 0,69 0,72 0,67 1,00

0,46 0,43 0,33 0,51 0,64 0,65 0,54 0,74 0,67 1,00

Correlation between the dimensions of organizational culture measured by the OCPR
and the dimensions of work engagement measured by the UWES is positive and statistically
significant (p < 0,01). Based on the correlation strength criteria by Evans (1996) correlation
between different organizational culture dimensions and the vigor as well as dedication dimensions of work engagement is moderate (r = 0,42 to 0,54, p < 0,01). The only dimension of
work engagement that has weak correlations (r = 0,33 to 0,37, p < 0,01) with three of seven
dimensions of organizational culture measured by the OCPR instrument is the absorption (r =
0,33, p < 0,01 with stability, r = 0,35, p < 0,01 with emphasis on rewards, and r = 0,37, p <
0,01 with supportiveness). Similar to previously described correlation analysis between different dimensions of the OCPR and JES, organizational culture dimensions that have the
strongest correlation with all dimensions of work engagement within organizations operating
in the ICT sector in Latvia are social responsibility (r = 0,44 to 0,51, p < 0,01), innovation (r
= 0,43 to 0,51, p < 0,01), and performance orientation (r =0,43 to 0,54, p < 0,01).
Table 2.41. shows variables that have qualified to be part of the regression model during
the forward method of variable selection, where the dependent variable is vigor dimension of
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work engagement by UWES and the independent variables are organizational culture dimensions of the OCPR.
Table 2.41.
Regression analysis, variables entered: dependent variable – vigor
Model
Variables Entered
Method
1
Performance orientation Forward (Criterion: p £ 0,05)
2
Stability
Forward (Criterion: p £ 0,05)
3
Innovation
Forward (Criterion: p £ 0,05)

Three variables that are selected to be a part of the regression model based on their significance (p £ 0,05) are the organizational culture dimensions performance orientation, stability and innovation.
Table 2.42. shows the regression model summary for the dependent variable vigor dimension of work engagement.
Table 2.42.
Regression model summary: dependent variable – vigor
Adjusted
Std. Error
Durbin-Watson
R Square of the Estimate
1
,521a
,272
,270
,94305
b
2
,538
,290
,286
,93251
c
3
,552
,304
,299
,92409
2,037
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Stability
c. Predictors: (Constant), Performance orientation, Stability, Innovation
Model

R

R Square

Based on the regression model it can be concluded that 27% of dependent variable vigor
dimension of work engagement is determined by organizational culture dimension performance orientation. When the second predictor – stability is added to the model, it accounts
for an additional 1,6% (0,286 – 0,27 = 0,016) of variability. Inclusion of third organizational
culture dimension innovation adds 1,3% (0,299 – 0,286 = 0,013) of variability, leading to a
regression model, which determines 29,9% of vigor dimension of work engagement. The proportion of variation in the dependent variable (vigor dimension of engagement) explained by
the independent variables (dimensions of organizational culture) is determined by the adjusted
R square instead of R square due to the model consisting of multiple independent variables.
The analysis of Durbin-Watson statistic does not detect the presence of autocorrelation.
Calculations of ANOVA are presented in table 2.43.
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Table 2.43.
ANOVA: dependent variable – vigor
Model
Sum of Squares df Mean Square
F
Sig.
Regression
129,794
1
129,794 145,944 ,000a
347,734 391
,889
1 Residual
Total
477,529 392
Regression
138,398
2
69,199 79,579 ,000b
2 Residual
339,131 390
,870
Total
477,529 392
Regression
145,342
3 48,447
56,733 ,000c
3 Residual
332,186 389 ,854
Total
477,529 392
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Stability
c. Predictors: (Constant), Performance orientation, Stability, Innovation
Null hypothesis of the ANOVA test for each of the regression models is that the model
has no explanatory power in regards to the dependent variable – vigor dimension of work
engagement. The p-value for all three models is less than 0,01, which means that the null hypothesis is rejected and the alternate hypothesis is accepted, therefore the regression models
are statistically significant.
Coefficients of the regression model for vigor dimension of work engagement are presented in table 2.44. below.
Table 2.44.
Regression coefficients: dependent variable – vigor
Model
(Constant)
1 Performance
orientation
(Constant)
Performance
2
orientation
Stability
(Constant)
Performance
3 orientation
Stability
Innovation

Unstandardized
Coefficients
Std.
B
Error
1,253
,241

Standardized
Coefficients

t

Sig.

Beta

Collinearity
Statistics
Tolerance

VIF

5,188 ,000

,743

,061

,521 12,081 ,000

1,012

,251

4,036 ,000

,545

,087

,383

6,237 ,000

,484 2,067

,273
,861

,087
,254

,193

3,145 ,002
3,390 ,001

,484 2,067

,364

,107

,255

3,385 ,001

,314 3,182

,249
,256

,086
,090

,176
,185

2,885 ,004
2,852 ,005

,479 2,087
,426 2,345
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1,000 1,000

According to the coefficient analysis, regression model suggests, that an increase of 1
unit of organizational culture dimension performance orientation would lead to an increase of
0,364 (p < 0,01) units of vigor, an increase of 1 unit of stability to 0,249 (p < 0,01) units of
vigor, and an increase of 1 unit of innovation to 0,256 (p < 0,01) units of vigor dimension of
work engagement, if all other independent variables remain constant. This leads to the following regression equation:

µ (Vigor) = 0,861 + 0,364 × Performance orientation + 0,249 × Stability + 0,256 × Innovation
Based on the collinearity statistics, there is no evidence of multicollinearity, as none of
the variables has tolerance value less than 0,10 or VIF value greater than 10. According to
analysis of residual distribution histogram and plot, residuals are normally distributed (see
appendix 13).
The list of excluded variables during each stage of variable selection using the forward
method is shown in appendix 14.
Table 2.45. shows variables that have qualified to be part of the regression model during
the forward method of variable selection, where the dependent variable is dedication dimension of work engagement by UWES and the independent variables are organizational culture
dimensions of the OCPR.
Table 2.45.
Regression analysis, variables entered: dependent variable – dedication
Model
Variables Entered
Method
1
Performance orientation Forward (Criterion: p £ 0,05)
2
Social responsibility
Forward (Criterion: p £ 0,05)
3
Innovation
Forward (Criterion: p £ 0,05)

Three variables that are selected to be a part of the regression model based on their significance (p £ 0,05) are organizational culture dimensions performance orientation, social
responsibility and innovation.
Table 2.46. shows the regression model summary for the dependent variable dedication
dimension of work engagement.
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Table 2.46.
Regression model summary: dependent variable – dedication
Adjusted
Std. Error
Durbin-Watson
R Square of the Estimate
1
,553a
,306
,304
,98102
b
2
,577
,333
,329
,96293
c
3
,587
,344
,339
,95585
1,945
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Social responsibility
c. Predictors: (Constant), Performance orientation, Social responsibility, Innovation
Model

R

R Square

Based on the regression model it can be concluded that 30,4% of dependent variable
dedication dimension of work engagement is determined by organizational culture dimension
performance orientation. When the second predictor – social responsibility is included in the
model, it accounts for an additional 2,5% (0,329 – 0,304 = 0,025) of variability. Inclusion of
third organizational culture dimension innovation adds 1% (0,339 – 0,329 = 0,01) of variability and leads to regression model, which determines 33,9% of dedication dimension of work
engagement. The proportion of variation in the dependent variable (dedication dimension of
engagement) explained by the independent variables (dimensions of organizational culture) is
determined by the adjusted R square instead of R square since the model consists of multiple
independent variables. The analysis of Durbin-Watson statistic does not detect the presence of
autocorrelation.
Calculations of ANOVA are presented in table 2.47.
Table 2.47.
ANOVA: dependent variable – dedication
Model
Sum of Squares
df
Mean Square
F
Sig.
Regression
165,751
1
165,751 172,227 ,000a
1 Residual
376,298 391
,962
Total
542,049 392
Regression
180,428
2
90,214
97,294 ,000b
2 Residual
361,621 390
,927
Total
542,049 392
Regression
186,642
3
62,214
68,094 ,000c
3 Residual
355,408 389
,914
Total
542,049 392
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Social responsibility
c. Predictors: (Constant), Performance orientation, Social responsibility, Innovation
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Null hypothesis of the ANOVA test for each of the regression models is that the model
has no explanatory power in regards to the dependent variable – dedication dimension of
work engagement. The p-value for all three models is less than 0,01, which means that the
null hypothesis is rejected and the alternate hypothesis is accepted, therefore the regression
models are statistically significant.
Coefficients of the regression model for dedication dimension of work engagement are
presented in table 2.48.
Table 2.48.
Regression coefficients: dependent variable – dedication
Model
(Constant)
1 Performance
orientation
(Constant)
Performance
2 orientation
Social
responsibility
(Constant)
Performance
orientation
3
Social
responsibility
Innovation

Unstandardized
Coefficients
Std.
B
Error
1,042
,251

Standardized
Coefficients

t

Sig.

Beta

Collinearity
Statistics
Tolerance

VIF

4,148 ,000

,839

,064

,553 13,124 ,000

1,000 1,000

,752

,257

2,926 ,004

,554

,095

,365

5,804 ,000

,433 2,309

,381

,096

,250

3,979 ,000

,433 2,309

,657

,258

,430

,106

,284

4,066 ,000

,347 2,884

,274

,104

,180

2,644 ,009

,365 2,740

,263

,101

,178

2,608 ,009

,363 2,757

2,551 ,011

According to the coefficient analysis, regression model suggests, that an increase of 1
unit of organizational culture dimension performance orientation would lead to an increase of
0,43 (p < 0,01) units of dedication, an increase of 1 unit of social responsibility to 0,274 (p <
0,01) units of dedication, and an increase of 1 unit of innovation to 0,263 (p < 0,01) units of
dedication dimension of work engagement, if all other independent variables remain constant.
This leads to the following regression equation:

µ (Dedication) = 0,657 + 0,43 × Performance orientation + 0,274 × Social responsibility +
0,263 × Innovation
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Based on the collinearity statistics, there is no evidence of multicollinearity, as none of
the variables has tolerance value less than 0,10 or VIF value greater than 10. According to
analysis of residual distribution histogram and plot, residuals are normally distributed (see
appendix 15).
The list of excluded variables during each stage of variable selection using the forward
method is shown in appendix 16.
Table 2.49. shows variables that have qualified to be part of the regression model during
the forward method of selection, where the dependent variable is absorption dimension of
work engagement by UWES and the independent variables are organizational culture dimensions of the OCPR.
Table 2.49.
Regression analysis, variables entered: dependent variable – absorption
Model
Variables Entered
Method
1
Performance orientation Forward (Criterion: p £ 0,05)
2
Social responsibility
Forward (Criterion: p £ 0,05)
3
Innovation
Forward (Criterion: p £ 0,05)

Three variables that are selected to be a part of the regression model based on their significance (p £ 0,05) are organizational culture dimensions performance orientation, social
responsibility and innovation.
Table 2.50. shows the regression model summary for the dependent variable absorption
dimension of work engagement.
Table 2.50.
Regression model summary: dependent variable – absorption
Adjusted
Std. Error
Durbin-Watson
R Square of the Estimate
1
,436a
,190
,188
,97088
b
2
,464
,215
,211
,95702
c
3
,472
,223
,217
,95349
2,027
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Social responsibility
c. Predictors: (Constant), Performance orientation, Social responsibility, Innovation
Model

R

R Square

Based on the regression model it can be concluded that 18.8% of dependent variable absorption dimension of work engagement is determined by organizational culture dimension
performance orientation. When the second predictor – social responsibility is added to the
model, it accounts for additional 2,3% (0,211 – 0,188 = 0,023) of variability. Inclusion of
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third organizational culture dimension innovation contributes additional 0,6% (0,217 – 0,211
= 0,06) of variability and leads to a regression model, which determines 21,7% of absorption
dimension of work engagement. The proportion of variation in the dependent variable (absorption dimension of engagement) explained by the independent variables (dimensions of
organizational culture) is determined by the adjusted R square instead of R square because the
model consists of multiple independent variables. The analysis of Durbin-Watson statistic
does not detect the presence of autocorrelation.
Calculations of ANOVA are presented in table 2.51.
Table 2.51.
ANOVA: dependent variable – absorption
Model
Sum of Squares
df
Mean Square
F
Sig.
Regression
86,722
1
86,722 92,003 ,000a
1 Residual
368,556 391
,943
Total
455,278 392
Regression
98,081
2
49,040 53,544 ,000b
2 Residual
357,198 390
,916
Total
455,278 392
Regression
101,619
3
33,873 37,258 ,000c
3 Residual
353,659 389
,909
Total
455,278 392
a. Predictors: (Constant), Performance orientation
b. Predictors: (Constant), Performance orientation, Social responsibility
c. Predictors: (Constant), Performance orientation, Social responsibility, Innovation
Null hypothesis of the ANOVA test for each of the regression models is that the model
has no explanatory power in regards to the dependent variable – absorption dimension of
work engagement. The p-value for all three models is less than 0,01, which means that the
null hypothesis is rejected and the alternate hypothesis is accepted, therefore the regression
models are statistically significant.
Coefficients of the regression model for absorption dimension of work engagement are
presented in table 2.52. below.
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Table 2.52.
Regression coefficients: dependent variable – absorption
Model
(Constant)
1 Performance
orientation
(Constant)
Performance
2 orientation
Social
responsibility
(Constant)
Performance
orientation
3
Social
responsibility
Innovation

Unstandardized
Standardized
Collinearity
Coefficients
Coefficients
Statistics
t
Sig.
B
Std. Error
Beta
Tolerance VIF
1,752
,249
7,048 ,000
,607

,063

,436 9,592 ,000

1,000 1,000

1,497

,255

5,860 ,000

,356

,095

,256 3,753 ,000

,433 2,309

,335

,095

,240 3,522 ,000

,433 2,309

1,426

,257

5,545 ,000

,263

,106

,189 2,488 ,013

,347 2,884

,255

,103

,182 2,462 ,014

,365 2,740

,198

,100

,146 1,973 ,049

,363 2,757

According to the coefficient analysis, regression model suggests, that an increase of 1
unit of organizational culture dimension performance orientation would lead to an increase of
0,263 (p < 0,01) units of absorption, an increase of 1 unit of social responsibility to 0,255 (p
< 0,01) units of absorption, and an increase of 1 unit of innovation to 0,198 (p < 0,05) units of
absorption dimension of work engagement, if all other independent variables remain constant.
This leads to the following regression equation:

µ (Absorption) = 1,426 + 0,263 × Performance orientation + 0,255 × Social responsibility +
0,198 × Innovation
Based on the collinearity statistics, there is no evidence of multicollinearity, as none of
the variables has tolerance value less than 0,10 or VIF value greater than 10. According to
analysis of residual distribution histogram and plot, residuals are normally distributed (see
appendix 17).
The list of excluded variables during each stage of variable selection using the forward
method is shown in appendix 18.
Based on the regression analysis between dimensions of organizational culture measured by the OCPR instrument (independent variables) and the dimensions of work engagement measured by UWES instrument (dependent variables) it can be concluded that certain
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organizational culture values have a significant impact on specific dimensions of work engagement. The relative importance of regression coefficients (standardized coefficient b) of
the independent variables in predicting the dependent variables are displayed in figure 2.37.

Figure 2.37. Dimensions of organizational culture that have a significant impact on dimensions of work engagement by UWES (* p < 0,05, ** p < 0,01)
Two organizational culture dimensions – innovation and performance orientation have
a significant impact on all three dimensions of work engagement measured by the UWES –
vigor, dedication, and absorption. Organizational culture dimension social responsibility has
a significant impact on two of the work engagement dimensions – dedication, and absorption,
while stability has an impact on vigor. Organizational culture dimensions competitiveness,
supportiveness, and emphasis on rewards do not have significant impact on any of the work
engagement dimensions measured by UWES.
Based on results of correlation and regression analysis between organizational culture
dimensions measured by OCPR and dimensions of work engagement measured by JES and
UWES, it can be concluded that organizational culture dimensions that have the most significant impact on level of work engagement among employees of organizations operating in the
ICT sector in Latvia are innovation, performance orientation, and social responsibility.
To summarize this chapter, it can be concluded that the ICT sector is an important part
of Latvian economy, with growing figures for revenue, staff costs and profit before tax, as
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well as growing number of organizations operating within the sector and people employed by
them. The sector also generates significant part of exports of Latvia.
Results of the empiric research performed in scope of this study are based data collected
by using an online survey questionnaire. The questionnaire consists of 4 parts – information
about the respondent, OCPR instrument, which is used for the organizational culture assessment, as well as JES and UWES instruments, which are used to measure the level of work
engagement. In total 393 valid survey answers were received from respondents – employees
of organizations operating in the ICT sector in Latvia, which can be considered a representative sample for the purposes of this study.
Research results show, that organizational culture among organizations operating in the
ICT sector in Latvia is rather balanced, as the average scores for all 7 dimensions measured
by the OCPR instrument are quite similar. However, performance orientation dimension has
received a relatively higher score than other dimensions, while emphasis on rewards dimension has received the lowest score from respondents. Speaking of the level of work engagement measured by JES and UWES instruments, it has been evaluated as relatively average by
the respondents. Results of the study also show that organizational culture dimensions with
the most significant impact on work engagement are social responsibility, innovation and
performance orientation. Therefore, purpose of the study – to analyse the impact of certain
dimensions of organizational culture on dimensions of work engagement within organizations
operating in the ICT sector in Latvia has been achieved. However, in order to improve the
practical value of the study, research results need to be discussed with the practitioners.
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3

Views on the impact of organizational culture on work engagement
from representatives of organizations operating in the information and
communication technology sector in Latvia
In order to determine topicality of the empiric study described in the previous chapter

among organizations operating in the ICT sector in Latvia, as well as to present and discuss
research results with practitioners, 7 focused interviews with representatives of organizations
operating in the sector were conducted. This chapter also contains practical advice regarding
management of organizational culture and work engagement, based on real life examples provided by top managers of some of the leading organizations within the ICT sector in Latvia.
Organizations represented by the experts include 3 of the largest telecommunications companies in Latvia – Lattelecom, Latvijas Mobilais Telefons, and Tele2 Latvia; one of the most
experienced information technology companies in the sector – Exigen Services Latvia, one of
the most successful tech start-ups from Latvia – Infogram; creators of Latvian national social
network and multiple other start-ups – Draugiem Group, as well as one smaller information
technology company – Wunderkraut Latvia. The specific organizations and their representatives were invited to participate in the study in order to represent the variety of the ICT sector
in Latvia – to include both, information technology and telecommunications companies, experienced organizations and tech start-ups, as well as organizations of different sizes in terms of
number of employees. Company representatives who participated in the interviews are (in the
order in which the interviews were conducted):
1) Santa Līce-Krūze – Human resources director at Draugiem Group;
2) Ernests Gabrāns – Managing director at Wunderkraut Latvia;
3) Uldis Leiterts – Co-founder and chairman of the board at Infogram;
4) Ivars Puksts – Chairman of the board and chief executive officer at Exigen Services
Latvia;
5) Valdis Vancovičs – Chairman of the board and chief executive officer at Tele2 Latvia;
6) Juris Binde – President and chairman of the board at Latvijas Mobilais Telefons;
7) Ingrīda Rone – Member of management board and personnel management director
at Lattelecom.
Interview data analysis was performed by using a qualitative data analysis method – recursive abstraction. Result of the analysis is presented in the following sub-chapters.
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Summaries of the separate interviews can be viewed in appendixes 19 – 24. Summary
of discussion with Uldis Leiterts is not attached as a separate appendix, since it is fully covered in this chapter.
3.1

Views on organizational culture from representatives of organizations operating in
the information and communication technology sector in Latvia
Based on many authors’ works on organizational culture reviewed in scope of this

study, it can be concluded that initially founders of a company are responsible for building the
culture and defining its values. According to Uldis Leiterts – co-founder of one of the most
successful Latvian tech start-up companies Infogram, there are two possible approaches to
establishing the organizational culture. By using one of them, founders define the culture and
use people they employ as a fence to protect it. In this approach, when hiring new people,
founders filter everything through themselves and their own values in the process. As a result,
company stays where it is and does not grow. However, in order for a company to learn,
founders need to hire people smarter than themselves. For a company to learn, culture needs
to be inclusive, when every person who joins the organization creates a mutation and the culture develops. In reality it means hiring people who fundamentally fit the organization culturally, but also add to it. This significantly decreases the already limited number of suitable
candidates. However, if such people are found and hired, they will never leave and will contribute to a very strong team, where everybody thinks in the same way. During the hiring process, it is important to figure out not whether the potential employees already fully embody all
the organizational values, but whether they agree to follow and adapt to them.
In the case of Infogram, from the beginning many things were not clearly defined culturally. The organization is relatively modern, compared to many other businesses, which
rather is a result of trial and error instead of any specific methodology. At Infogram the two
main values initially were sharing (weekly share-time meetings, where employees tell interesting stories and share knowledge) and ecology (only buying products with ECO certificates,
recycling, forcing owner of the office building to demolish half of the car parking place and
establish a bicycle parking for 25 bikes, etc.). These are tiny things, but they create the feeling
of belongingness among employees. By contrast, at the new project - Fragmentic, which Uldis Leiterts is currently working on, the culture is being defined in a much more methodological way. Together with other co-founders in cooperation with talent recruitment and organizational culture practitioner for tech start-up companies David Bizer, they are currently defining
the culture – rules that everybody within the new company can agree on. This early stage of
self-definition includes weekly organizational culture workshops during which the founders
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define core values of the organization. At the current stage their goal is to consolidate the 7
already defined values to 3 or 4, which would be easier for newcomers to adopt. Behind each
of the values there is an essay, to allow members of the organization understand the values in
exactly the same way.
Majority of the organizations, whose representatives were interviewed in scope of this
study, have clearly defined their values. For example, according to Santa Līce-Krūze, at
Draugiem Group they have defined three values, which the organization is based on – fairness, experimentation, and initiative. Core values of Exigen Services Latvia derive from company’s mission, which according to Ivars Puksts is to be a sustainable and socially responsible
company, which provides an opportunity for our grandchildren to work and live in prosperous
Latvia. According to Valdis Vancovičs, Tele2 is a company with very pronounced culture.
There are clear values that are taken into consideration and lived upon at all levels of the organization. The company judges itself, based on the extent to which it lives according to its
values.
During interviews the company representatives were asked, to what extent (in scale
from 1 to 5) each of the organizational culture dimensions defined by the OCPR instrument
characterize their organizations. Results are displayed in figure 3.1.
Lattelecom
Competitiveness
Latvijas Mobilais Telefons

Social responsibility

Tele2 Latvia

Supportiveness
Innovation

Exigen Services Latvia

Emphasis on rewards

Wunderkraut Latvia

Performance orientation

Draugiem Group

Staility
0

1

2

3

4

5

Figure 3.1. Organizational culture dimensions according to representatives of companies operating in the ICT sector in Latvia
Organizational culture dimensions, which, according to company representatives, characterize their organizations the most, are performance orientation, supportiveness, and social
responsibility. High emphasis on performance orientation dimension of organizational culture
in the ICT sector in Latvia was also identified by respondents of this study. According to Ingrīda Rone, such phenomenon probably is not only applicable to the ICT sector, but to the
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post-crisis economy in general. Organizations and employees are required to be more productive in order to stay in the market. Supportiveness dimension, which includes such values as
collaboration and people orientation, was rated very highly by the industry experts as well,
with 5 out of 6 company representatives giving it the highest possible score. This means that
all the organizations in question are very people oriented and identify their employees as one
of the most important resources.
In average, the least characteristic dimensions of organizational culture within organizations represented by the experts are stability and emphasis on rewards. According to Ingrīda
Rone, potential employees often emphasize stability as one of their motivating factors for
applying for job at Lattelecom, assuming that relatively large organizations provide more stability. However, due to frequent changes in shareholders and top management of the organization, the existing employees do not feel that stable, even if these changes have no direct
impact on their daily work. Another organizational culture dimension that was rated relatively
low by both – respondents and company representatives, is the emphasis on rewards. Most of
the experts found the low score for emphasis on rewards dimension of organizational culture
by respondents very surprising, considering that salaries in the ICT sector in Latvia are relatively very high. One possible explanation of the phenomenon by Santa Līce-Krūze is that
organizations operating in the ICT sector do not put that much emphasis on financial rewards
due to fact that their employees are more motivated by other factors. Financial rewards in all
organizations operating in the sector are very similar, and a good salary is taken for granted.
Therefore, employees are more motivated by such factors as job content, organizational culture, good colleagues, interesting projects and possibilities for professional growth. Ivars
Puksts, however, argues that the low score for this particular dimension can be explained by
the human nature. Even though, salaries in the sector are high, people very soon get used to
their income level and start spending respectively. As a result, there always is a feeling, that
the salary is not big enough. Task of the managers, on the other hand, is to buy the human
resources for the lowest possible price. Considering the supply and demand of human resources in the ICT sector in Latvia, salary is playing a very significant role in attracting new
people. This is typically the case for younger employees. Similarly, Ingrīda Rone comments
that the employees often feel underappreciated due to workforce deficit in the sector, which
leads to assumption that they can always ask for more. In the case of larger companies, as
Lattelecom, salaries possibly are slightly lower than in more average sized organizations. This
is related to the fact that the company needs multiple specialists of the same kind. In smaller
companies, where only one expert of a kind is required, salaries are usually higher. This phenomenon leads to sort of a dilemma for Lattelecom, as many employees use the company as
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their development platform. After a while, when employees have gained the necessary experience at a large, well known organization, they move on to other companies, which are able to
pay more. Ingrīda Rone views it as sort of a social responsibility role of Lattelecom – setting
the quality standards for ICT services in Latvia.
Organizational culture is considered effective, when its core values foster the achievement of organizational goals. In scope of the interviews, company representatives were asked,
which of the organizational culture dimensions defined by the OCPR are the most important
for their respective organizations. The results are displayed in table 3.1.
Table 3.1.
The most important organizational culture dimensions according to representatives of companies operating in the ICT sector in Latvia
Draugiem
Group
Stability
Performance
orientation
Emphasis on
rewards
Innovation
Supportiveness
Social responsibility
Competitiveness

Exigen
Wunderkraut
Services
Latvia
Latvia

Tele2
Latvia

Lattelecom

•
•

•

•

•

•
•

•
•
•

•

•
•

•

•
•

According to the company representatives, the most important organizational culture
dimension for achieving goals of their respective organizations is supportiveness, followed by
performance orientation and innovation. Similarly to evaluation of the existing culture, company representatives emphasize the importance of supportiveness and people orientation as
one of the most important factors for success of their companies. Additionally, Juris Binde
argues that culture is a set of values and it is difficult to identify any specific dimension as
more important than others. Even though, some of these dimensions are to some extent opposite – for example stability and competitiveness, both of them are important in the telecommunications business. This particular type of business consists of multiple layers – the base
layer or business as usual, which requires stability 24/7, and the competition layer, which
requires competitiveness and continuous innovations. Due to the similar importance of all
dimensions, it is not possible to identify 1 or 2 most important dimensions of organizational
culture. The basic principle of the culture at LMT is excellence - to perform any task as good
as possible. The goals always need to be slightly higher than we know we can achieve.
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In general, all company representatives interviewed in scope of this study consider culture of their respective organizations as effective and fostering the achievement of company
goals. Ivars Puksts, however, identifies a challenge, which other international companies
might be facing too. Exigen Services Latvia is a part of an international organization (group),
based in the United States. To some extent there will always be some inconsistency between
the needs and values of the global group owners, needs and values of the local organization,
and the needs and values of employees. In the case of Exigen Services Latvia, these values are
not antagonistic, but there are differences. For example, management of the local organization
is oriented towards sustainability and social responsibility, while the group owners might
sometimes prioritize competitiveness and short-term financial outcomes higher. As a result, it
sometimes is difficult to find a consensus in regards to priorities. However, so far the local
organization has managed to keep the focus on more long-term approach.
In order to remain effective, organizational culture needs to be managed and adjusted in
order to support the continuously changing business needs. All the company representatives
interviewed in scope of this study agree with the theory that managers of the organization are
able to manage the organizational culture and responsible for doing that. For example, at
Draugiem Group guiding principles on how things are to be done initially come from the
founders. However, organizational culture and its values have always been defined by people
working for the company. During time the organization has become a living organism, which
learns, and adapts to its changing environment. Nowadays organizational culture at Draugiem
Group is defined through interaction between owners of the company and people working for
it. Initially organizational culture of the company was based on 8 values. However, when the
company started to grow, 8 values turned out to be too many for newcomers to adopt. Therefore, the culture was re-defined to include three values – two of the previously defined – fairness and experiments, and a new one - initiative. Valdis Vancovičs reminds that according to
the theory, culture is to a large extent dependent on managers. Top management determines
the tone, priorities and how words match the actions. Managers define the culture not as much
through words, as through their behavior and actions. Similarly, Juris Binde argues that managers can and should affect organizational culture through personal example. For example,
when a company faces financial difficulties, management should demonstrate with their own
decisions and behavior that they are part of the team and everyone within the organization is
in the same boat. Even more - captain is the last one to leave a sinking ship. For instance, at
LMT, during the recent global financial crisis, when the organization was forced to reduce the
staff and salaries of the remaining employees, board members cut their own salaries and expenditure too. Such decision was very well received by the employees, and demonstrated the
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unity between the management and staff. Somewhat similar example at Lattelecom is the activity based workplace initiative, which was recently implemented in two floors of the company office. Currently 3 out of 6 board members with their teams are located in this area. As a
result, employees feel more comfortable and satisfied. It also tears down the status borders
between board members and other employees, as everybody is sitting in the same office, on
similar chairs, and at similar desks. Such activities contribute to collaboration and equality.
Another process through which managers can impact the culture is recruitment. Values
are the primary criteria during recruitment process at Wunderkraut Latvia – how well the values of potential employees fit with the organizational goals. For example, the managing director – Ernests Gabrāns considers himself a perfectionist, and has noted that the people he employs are very similar in this matter. In this case, the manager's values affect the organizational values, goals and vision, which further affect the criteria for hiring new people. For Ernests
Gabrāns it is important that the potential employee's values are in sync with the organizational
values. Similarly, Ivars Puksts agrees, that it is very important that majority of members within the organization agree on a common mission, vision and values, and accept them as their
own. Therefore, employees are involved in the value definition process in Exigen Services
Latvia. In addition, Ivars Puksts emphasizes the importance of equal involvement in the culture implementation process by all management levels. This process can be challenging due to
issues related to internal information flow, which often becomes weaker with every step down
the hierarchy chart. Even if the values are clearly defined and lived upon at the top management, middle and lower level managers often pay too little attention to work with their personnel, pleading with the lack of time and other priorities, which makes the impact much
weaker. This, however, is a bigger problem for larger companies with many employees. In
smaller companies communication between top management and employees is much closer.
3.2

Views on work engagement from representatives of organizations operating in the
information and communication technology sector in Latvia
Industry experts recognize that work engagement is a very important factor for reaching

organizational goals. At Draugiem Group engagement is defined as working with sparkling
eyes or working with the heart, when a person working on a particular project is fully experiencing the tasks related to it and adding value. According to Valdis Vancovičs, engagement
means that employees believe in what the organization does and invest themselves in it.
While being at work, engaged employees are focused on their tasks. They focus on other
things outside working hours. Therefore, work engagement is much more important that the
number of hours spent at the office. Juris Binde emphasizes the importance of engagement at
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all levels of the organization, as every role within a company is equally important. Employees
need to feel personally responsible for continuous quality of the service that the company
provides. According to Ingrīda Rone, the level of employees’ work engagement is measured
on a regular basis at Lattelecom, and is included in the goals for top management.
During the interviews company representatives were asked to evaluate work engagement in its three dimensions within the organizations they represent. Results are displayed in
figure 3.2.
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Figure 3.2. Work engagement dimensions according to representatives of companies operating in the ICT sector in Latvia
According to most of the company representatives, physical dimension of work engagement might be less applicable for organizations operating in the ICT sector, as most of
such organizations do not involve high levels of physical labor. Majority of company representatives consider the levels of cognitive and emotional engagement in their organizations as
rather high. Juris Binde adds that the emotional and cognitive dimensions of work engagement might overlap. In the innovation process, the role of emotional dimension might even be
more important than the cognitive dimension. According to Ivars Puksts, the level of emotional engagement nowadays is significantly lower compared to the time right after Latvia
regained its sovereignty in the beginning of 1990s. 25 years ago people working within ICT
sector in Latvia wanted to prove that they are able to compete in the global market. With the
initial global success came also previously unseen financial prosperity, which gave an additional motivation. However, after a while, when the primary needs are satisfied, people become more pragmatic and do not sacrifice themselves to work as much.
Asked about an approximate estimation of the proportion of employees within their organizations that might feel highly engaged during their daily work performances, Santa LīceKrūze and Ernests Gabrāns note that engagement is a fluctuating phenomenon, and, depending on different factors, one day a person can be fully engaged, while another day slightly less
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engaged. In general, however, they expect all of their employees to be fully engaged most of
the time. Representatives of organizations that specifically measure engagement in scope of
their regular annual or semi-annual employee surveys, shared the approximate figures, which
are displayed in figure 3.3.
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Figure 3.3. The level of work engagement according to representatives of companies operating in the ICT sector in Latvia
According to Ingrīda Rone, based on the best practice, engaged and highly engaged employees together should make 60% of the organization, however, in some of the biggest companies in Latvia, only 20-30% of employees are highly engaged. Valdis Vancovičs emphasizes that Tele2 Latvia has one of the best engagement scores among the whole Tele2 group, as
more than 65% of employees are either engaged or highly engaged. Juris Binde adds, that
more than 50% of LMT employees are highly engaged, slightly more than 10% are disengaged, and the remaining approximately 40% are neither engaged nor disengaged. The goal,
however, is not to only have the highly engaged employees, as some opposition is always
necessary.
According to Ivars Puksts, work engagement requires effort from both – employees and
managers. Relatively low scores for engagement in the internal employee surveys to large
extent might be due to personality factor of the individual employees, related to both – occupation and nationality. People working within IT, especially programmers, often have a limited perspective on many non-work related things around them. Additionally, Latvians often
are loners. These characteristics might potentially have a negative impact on work engagement. Improving the engagement is a very difficult process. According to employee surveys
at Exigen Services Latvia, the most important motivation factor is financial rewards, and there
are not too many other tools to foster engagement. Other motivational factors, as significantly
improved office facilities, are not valued as highly. Work with personnel is a very complicat132

ed thing. It consists of many small things, and it is almost impossible to predict, which one
will have the best effect in every specific situation. Santa Līce-Krūze emphasizes the role of
personality factor as well, saying that some people might be more engaged, if they are involved in different discussions about tasks, goals and other work related aspects, whereas
others do not want to be involved in any discussions and feel more engaged, when are just
allowed to be part of the team and do their job. Therefore, managers need to be aware of and
keep in mind every team member's individual characteristics – what job characteristics, rewards, etc. let the specific person feel more engaged. Ingrīda Rone argues that at first, managers need to be engaged themselves to set the example. In addition, managers need to create an
environment for engagement, where employees can engage themselves instead of waiting to
get engaged. Among the factors for engagement, different company representatives mention
the following things:
•

Santa Līce-Krūze:
o Physical condition – health, sleep, comfort;
o Emotional state – life outside work, management and co-worker support;
o Job contents (interesting job) – employees report that they feel less engaged when performing less exciting work tasks.

•

Ernests Gabrāns:
o Clear priorities;
o Supportive work environment;
o Meaningful job.

•

Valdis Vancovičs:
o Communication – employees need to know the organizational goals and
priorities;
o Celebration – achievements and those involved in reaching certain goals
need to be noticed;
o Involvement – employees need to be involved in decision making, when
possible. They should also be allowed to freely share their thoughts and
ideas, in order to feel that they also can have an impact on things.

•

Juris Binde:
o Employees need to feel welcome to take the initiative and leadership;
o People need to feel safe to take risks, make mistakes and talk about their
mistakes.
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In regards to organizational culture dimensions that might have the most significant impact on work engagement, company representatives gave the following answers displayed in
table 3.2.
Table 3.2.
Organizational culture dimensions that affect work engagement according to representatives
of companies operating in the ICT sector in Latvia
Draugiem
Group
Stability
Performance
orientation
Emphasis on
rewards
Innovation
Supportiveness
Social responsibility
Competitiveness

Exigen
Wunderkraut
Services
Latvia
Latvia
•

Tele2
Latvia

•

•

•
•
•

Latvijas
Mobilais
Telefons
•

•
•
•

•
•
•

According to expert opinions, the most important organizational culture dimensions for
work engagement in the ICT sector in Latvia are performance orientation, innovation, and
supportiveness. For the most part the overall expert opinion is consistent with the research
results, according to which performance orientation and innovation dimensions of organizational culture have a significant impact on work engagement. However, contrary to the opinion of experts, according to research results, organizational culture dimensions supportiveness
and emphasis on rewards do not have a significant impact on work engagement among employees of organizations operating in the ICT sector in Latvia. In addition, Ivars Puksts emphasizes that the organization values will foster work engagement, if they are in sync with
employee's individual values.
3.3

Views on recommendations for fostering work engagement from representatives of
organizations operating in the information and communication technology sector
in Latvia
During the interviews company representatives were asked to comment on different

versions of 4 of the recommendations developed in scope of this study:
1) Since certain personality traits can be contributory or impedimental to individual’s
ability to engage, when recruiting new employees, managers within organizations
operating in the ICT sector in Latvia are recommended to pay a close attention to
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the personality characteristics of the candidates in addition to evaluating their
competence and work experience. Personality characteristics promoting employee’s
ability to engage are self-efficacy and optimism, as well as proactive personality
and adaptability. On the other hand, such characteristics as neuroticism and insecurity have a negative impact on person’s ability to be engaged.
In general, all company representatives, who participated in the interviews agree that
personality characteristics as well as individual values and their match with the organizational
values are taken into consideration as very important factors during the recruitment process.
Ivars Puksts concludes that certain characteristics can be even more important than education
or work experience, since different skills can be learned. Both, Valdis Vancovičs and Juris
Binde note that specific, considerably positive characteristic features mentioned here, such as
self-efficacy, optimism and proactivity, are often associated with extroverted personality.
However, many different jobs within organizations operating in the ICT sector might require
more introverted qualities and people, who are good at tasks that require long term focus and
focus on details. During work interviews these candidates might be seemingly quiet and nervous. As a result, the specific recommendation might potentially leave such very useful people
outside the organization, so it requires an improvement.
2) In order to foster work engagement, managers within organizations operating in the
ICT sector in Latvia are recommended to put more emphasis on the organizational
culture dimension innovation.
Summarizing all the different methods for fostering innovation discussed during the expert interviews, it can be concluded that three main groups of activities are:
a) In case when a solution for a specific problem is needed, managers need to create a
situation of limited resources (time, material, budget, human resources, etc.) for a
certain period of time. For example, to set a challenging time limit (few hours / one
day) for a team to resolve the problem. This method is often used at Draugiem
Group and Lattelecom.
b) Innovation seminars are organized on a regular basis (weekly/monthly/quarterly) in
most of the organizations represented by the company representatives interviewed
in scope of this study. During such seminars employees are invited to share their
knowledge and experience, as well as ideas for new products and improvements of
the existing products or working processes. Employee participation in such seminars at Exigen Services Latvia, however, differs. Some people participate in all of
them, while others participate in none. In any case, Ivars Puksts emphasizes that
managers need to give the opportunity for employees to share their ideas.
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c) Organizations represented by the company representatives also organize different
innovation competitions within their organizations, where the employees are encouraged to come up with innovative ideas for inventions or new products individually or in teams. The best ideas generated during “Hack days” at Tele2 are rewarded. Similar, more long term “Internal champions” programme at Lattelecom
results in the most successful ideas being funded and implemented by the company.
Experts also emphasize the importance of innovation-supportive work environment in
general. According to Juris Binde, different innovation seminars might be less applicable to
the Latvian mentality. Therefore, it is more important to create an environment, where such
discussions about improvements and innovations can happen at any time. This also requires a
system, how these new ideas are documented in order to not lose them. In addition, Ingrīda
Rone suggests that different common team or company activities foster innovation too. Such
events, where people come together, contribute to team spirit and supportiveness. As a result,
people tend to generate new ideas and solutions. This creates an environment, which contributes to innovation, instead of organizing specific events, where innovation is supposed to
happen.
3) In order to foster work engagement, managers within organizations operating in the
ICT sector in Latvia are recommended to put more emphasis on the organizational
culture dimension performance orientation. This can be done through improving the
ways in which the daily work is organized.
For organizing the programming related tasks, organizations represented by the company representatives widely use the so called Agile methodologies. The Agile principles are
used in a flexible way, by taking the parts that fit the needs of the specific organization and
team the most. According to Ernests Gabrāns, Scrum allows setting the priorities and adds
meaning to the daily work, which also contributes to engagement. Agile principles are also
used at Exigen Services Latvia. However, according to Ivars Puksts, certain Agile principles
cannot always be applied. For example, constantly changing scope (time and budget) is not
compatible with public procurement projects. Agile principles are also hardly applicable to
other functions of the organization, that are not related to programming. Therefore, Ingrīda
Rone has a more general suggestion to use common documentation and workflow organization tools, such as Microsoft OneNote and others. It is important that everyone within the organization uses the same tools instead of each employee or department using their own. These
tools can be included in the IT system package offered by the company.
4) In order to foster work engagement, managers within organizations operating in the
ICT sector in Latvia are recommended to put more emphasis on the organizational
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culture dimension social responsibility through having a clear guiding philosophy
and being reflective. In order to foster organizational culture values beneficial to
the strategy, managers are recommended to clearly define and communicate these
values, as well as act and make decisions in accordance with them. Considering the
changing business environment, it is recommended for managers to review the organizational culture and its values on a regular basis. It is also recommended to involve employees in the culture review process, through dedicated surveys and workshops.
Most of the organizations whose representatives were interviewed in scope of this study
have clearly defined mission, vision, and values. Ernests Gabrāns argues that the real cultural
values are the ones that employees live, not the ones that are written down. The written values
often times are defined in the past, while the real ones are very dynamic, they need to be lived
and felt. Writing values down might be useful for larger organizations with many employees.
However, the problem with the written values is that often they are too general for anybody to
care, or if they actually are specific, they need to be re-defined too often. According to Ivars
Puksts, values are not regularly reviewed at Exigen Services Latvia. The current values were
developed 6-7 years ago. There have been thoughts from internal employee surveys about the
necessity for a review. However, currently there is a lack of initiative to do that. Organizational culture values are reviewed by the top management every 3 years at Lattelecom. During
major organizational changes, employees are involved in the process as well. Instead of explaining values, Lattelecom managers describe different case studies, where successes and
failures are analysed. The case studies also explain why a certain behavior is supported or not
within the organization. In addition, both Santa Līce-Krūze and Valdis Vancovičs note that
name of the dimension social responsibility used in the OCPR instrument is rather misleading, since social responsibility and organizational culture are two different things.
In general, company representatives conclude that results of the study are not very surprising and reflect the current situation in the sector. Experts also recognize that organizational culture and work engagement are relatively hot topics, especially considering the limited
availability of human resources in the ICT sector in Latvia. According to Valdis Vancovičs,
the topics are especially timely among international companies, but it will soon come to Latvia as well.
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Conclusions
1. Capabilities derived from how people are managed have become one of the most
important sources of competitive advantage for organizations nowadays. Compared
to other, more traditional sources, as economies of scale, technology, etc., which
now are more available than in the past and therefore matter less, capabilities related
to human capital are also more difficult for competitors to imitate. According to industry experts of the ICT sector in Latvia, management of human resources is especially important in the current situation, when the number of IT specialists in the labour market is very limited.
2. Organizational culture has an impact on both – internal and external environment of
the company and its daily operations; therefore, it has a major strategic significance.
Leaders and managers within organizations need to take responsibility for establishing and shaping the culture according to the changing business needs. At the same
time, leaders can only have a limited impact on how their followers feel, behave,
and react on leader’s attempts to influence their feelings and behaviors.
3. Work engagement is a multidisciplinary construct. By definition, it is very much related to psychology. From the business administration perspective, work engagement has a major impact on each employees’ individual performance, and consequently performance of the organization they work for. According to industry experts of the ICT sector in Latvia, for this reason the level of work engagement is
more important that the number of hours employees spend at work. Simultaneously,
pre-requisites for the employees to be engaged are largely dependent on how they
are led and how the organization they work for is managed. Therefore, work engagement is an important construct in the management science.
4. Two main definitions of work engagement cited in the research literature to date are
the conceptualizations by Kahn (1990), and Schaufeli et al. (2002). Even though
there are differences between the two definitions, they can be considered rather similar, since both of them distinguish between the same three dimensions of work engagement – behavior, cognition, and affect.
5. Work engagement is often compared to other constructs in organizational research
(e.g., satisfaction, motivation, commitment and involvement) and criticized for being an old wine in a new bottle. Many of those constructs are closely related to work
engagement, however, they are not the same.
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6. So far the number of studies focused on interaction between organizational culture
and work engagement is very limited.
7. The level of employee’s engagement at work is affected by different individual,
work and organization related factors, which can be divided into resources and demands. The right balance, when demands are high and resources sufficient, leads to
engagement feelings and behaviors, which have an impact on different tangible and
intangible individual and organizational outcomes. Both, individual and organizational outcomes can have a reciprocal relationship with work engagement.
8. Years at the current organization, age and gender are either minor or statistically insignificant determinants of dimensions of work engagement among employees
working for organizations that operate in the ICT sector in Latvia.
9. Organizational culture profile in organizations operating in the ICT sector in Latvia
can be characterized as balanced, since all dimensions of the culture are perceived
positively by the employees. Dimension evaluated the highest is the performance
orientation, while emphasis on rewards dimension has been rated the lowest.
10. Survey item high pay for good performance included in the emphasis on rewards
dimension of organizational culture is perceived negatively by the employees of organizations operating in the ICT sector in Latvia, despite the fact that the average
salary in jobs related to this sector is much higher than in most other economic sectors as well as the overall average salary in Latvia. This phenomenon might be related to the workforce deficit within the ICT sector in Latvia and the fact that the average salary for jobs related to this type of activity in Latvia is significantly lower than
the average European Union level. Despite the negative perception on the high pay
for good performance, employees of organizations operating in the ICT sector in
Latvia rate the fairness of rewards as high.
11. Organizations operating in the ICT sector in Latvia are focused on having a good
reputation, which is related to their external image – how the company is viewed by
others – customers, competitors and society in general. At the same time, organizations seem to be significantly less focused on their internal environment – having a
clear guiding philosophy and reflecting on themselves.
12. The level of work engagement in the ICT sector in Latvia can be interpreted as average, when measured by both research instruments – JES and UWES. Comparing
the average scores by engagement dimensions (behavior, cognition, and affect), all
three dimensions are rated rather similarly by respondents. However, analysis of statistically significant differences between the dimensions shows, that such differ139

ences are not detectable between cognition and behavior dimensions, while they exist between behaviour and affect as well as affect and cognition dimensions of work
engagement.
13. Measuring the proportion of engaged, neither engaged nor disengaged, and disengaged employees within the ICT sector in Latvia, it can be concluded that 35% of
employees are engaged, 49% are neither engaged nor disengaged, while 16% of
employees within the ICT sector in Latvia are disengaged.
14. Latvia has been included in several global work engagement studies. Results of such
studies are difficult to compare due to different research methodology and definitions of different levels of engagement and disengagement. Two out of three global
studies reviewed in this study show that the level of work engagement in Latvia is
similar to the average European and global level, or slightly higher than it.
15. Correlation between dimensions of organizational culture and dimensions of work
engagement is positive and statistically significant, which confirms hypothesis 1.
Strength of the correlation between different dimensions of organizational culture
and work engagement is weak to moderate. Organizational culture dimensions that
have the strongest correlation with all three dimensions of work engagement within
organizations operating in the ICT sector in Latvia are social responsibility, innovation, and performance orientation.
16. Certain dimensions of organizational culture profile have a significant impact on
work engagement among employees of organizations operating in the ICT sector in
Latvia. Therefore, hypothesis 2 is confirmed. Organizational culture dimensions that
have the most significant impact are innovation, performance orientation, and social
responsibility. Innovation has an impact on all three dimensions of work engagement – behavior, cognition and affect, performance orientation has a significant impact on the cognition, while the social responsibility dimension of organizational
culture has a major impact on the affect dimension of work engagement.
17. Purpose of the study – to investigate the organizational culture and work engagement within organizations operating in the ICT sector in Latvia and to determine the
impact that certain dimensions of organizational culture profile have on the dimensions of work engagement – is achieved.
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Recommendations
1. Founders and managers are recommended to ensure synchronization between cultural values and business strategy in their organizations. In order to foster organizational culture that contributes to strategy, managers are recommended to clearly define and communicate cultural values, as well as to act and make decisions in accordance with them. Additionally, managers are recommended to identify personal
values of their potential employees during recruitment process and hire candidates
whose values are compatible with the organizational culture.
2. Considering continuously changing business environment, it is recommended for
managers to review organizational culture and its values on a regular basis. It is also
recommended to involve employees in the culture review process through dedicated
surveys and workshops. By involving employees, managers facilitate compliance
between organizational values and individual values of the employees.
3. In order to promote decisions and behaviors that are based on organizational culture
and foster organization’s ability to reach its goals, managers are recommended to
provide their employees with case studies, where different positive and negative examples of specific decisions, behaviors and consequences are described.
4. Managers of organizations are recommended to create engaging work conditions in
order to foster work engagement and help their employees, who currently are either
disengaged or neither engaged nor disengaged become more engaged in their daily
work performances. That can be achieved through designing and balancing different
work-related and organizational factors for engagement, as task and role characteristics, level of workload, management style, as well as other elements of the engagement model described in this thesis.
5. Based in literature analysis, it can be concluded that employee’s ability to engage is
affected by certain personality traits, that can be contributory (e.g. self-efficacy, optimism, adaptability, proactive personality) or impedimental (e.g. neuroticism and
insecurity) to engagement. Therefore, during recruitment process, managers are recommended to evaluate personality characteristics of the candidates in addition to
their competence, work experience and personal values. Certain personality characteristics can be detected by use of appropriate testing tools, as well as interview
questions. However, making recruitment decisions only based on the above mentioned engagement affecting personality characteristics might lead to hiring employees with only extroverted personality traits, while many jobs within different organ141

izations require qualities typical to more introverted personalities. Therefore, managers are recommended to also consider compatibility between the potential candidate’s personality traits and the traits required for the specific job role.
6. In order to foster work engagement, managers within organizations operating in the
ICT sector in Latvia are recommended to put more emphasis on organizational culture dimension innovation. Some of the methods for fostering innovation include
creating conditions of limited resources (time, material, budget, human resources,
etc.) for a certain period of time; organizing regular (weekly/monthly/quarterly) innovation workshops, where employees are given a chance to share knowledge and
ideas; and organizing internal innovation competitions, where employees are invited
to work on innovative ideas individually or in teams. Additionally, different joint
company activities, where employees from different parts of the organization can
come together and communicate, foster innovation too.
7. In order to foster work engagement, managers within organizations operating in the
ICT sector in Latvia are recommended to focus on organizational culture dimension
performance orientation. This can be done through improving ways in which daily
work is organized. Organizing programming related work within IT organizations
can be a very challenging task, as it usually involves multiple interdependent phases, as setting requirements, prioritization, programming, testing, deployment, etc. In
order to manage their daily work, teams can use one or a combination of the so
called Agile methodologies (e.g. Scrum, Kanban, Extreme programming, etc.). These working methods can be adapted in a flexible way, by adjusting them to the needs
of every specific organization or team. In addition, organizations are recommended
to use common documentation and workflow organization tools, such as Microsoft
OneNote and similar. It is important that everyone within the organization uses the
same tools instead of each employee or department using their own. These tools can
be included in the IT system package offered by the company.
8. In order to foster work engagement, managers within organizations operating in the
ICT sector in Latvia are recommended to put more emphasis on organizational culture dimension social responsibility through defining and communicating a clear
guiding philosophy and being reflective. In regards to being reflective, managers are
recommended to encourage their employees to reflect on their recent achievements
and failures. This can be achieved through the so called retrospective meetings,
which often are a part of Scrum methodology (mentioned in the previous recommendation), where members of a team are invited to discuss, what part of their work
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went well and what could have been done better during the previous sprint (a predefined period of time during which a specific amount of work has to be completed).
9. Researchers are encouraged to use the theoretical framework and research methodology of this study and perform similar studies in other sectors of economy, in order
to expand the knowledge of the impact of organizational culture dimensions on dimensions of work engagement in different types of organizations.
10. Researchers are recommended to conduct similar studies in other countries and
compare research results in order to determine, how the national culture affects the
impact of specific organizational culture dimensions on dimensions of work engagement.
11. Researchers are invited to apply the theoretical model of work engagement factors
developed in scope of this study to their studies and investigate, what factors have
the most significant impact on work engagement, and what is the most effective approach to foster work engagement.
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Appendix 1
Organizational Culture Profile
Important values may be expressed in the form of norms or shared expectations about what's
important, how to behave or what attitudes are appropriate.
Please sort the 54 values into a row of nine categories, placing at one end of the row those
that you consider to be the most characteristic aspects of the culture of your organization, and
at the other end those that you believe to be the least characteristic.
1. Flexibility

28. Action orientation
29. Taking initiative
30. Being reflective
31. Achievement orientation
32. Being demanding
33. Taking individual responsibility
34. Having high expectations for performance
35. Opportunities for professional growth
36. High pay for good performance
37. Security of employment
38. Offers praise for good performance
39. Low level of conflict
40. Confronting conflict directly
41. Developing friends at work
42. Fitting in
43. Working in collaboration with others
44. Enthusiasm for the job
45. Working long hours
46. Not being constrained by many rules
47. An emphasis on quality
48. Being distinctive-different from others
49. Having a good reputation
50. Being socially responsible
51. Being results oriented
52. Having a clear guiding philosophy
53. Being competitive
54. Being highly organized

2. Adaptability
3. Stability
4. Predictability
5. Being innovative
6. Being quick to take advantage of opportunities
7. A willingness to experiment
8. Risk taking
9. Being careful
10. Autonomy
11. Being rule oriented
12. Being analytical
13. Paying attention to detail
14. Being precise
15. Being team oriented
16. Sharing information freely
17. Emphasizing a single culture throughout the organization
18. Being people oriented
19. Fairness
20. Respect for the individual's right
21. Tolerance
22. Informality
23. Being easy going
24. Being calm
25. Being supportive
26. Being aggressive
27. Decisiveness
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Tips:
1. It may be easier to read through the entire list of characteristics, looking for extremes first.
2. It goes quickly if you cross items off as you place them.

Most characteristic

Neither characteristic nor uncharacteristic

Least characteristic

Source: O’Reilly, C.A., Chatman, J., & Caldwell, D.F. People and organizational culture: A profile comparison approach to assessing personorganization fit// Academy of Management Journal. - 1991. - 34. pp. 487-516.
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Appendix 2
Revised edition of Organizational Culture Profile
What is your gender?
Male
Female
What age group do you belong to?
24 or younger
25 to 34
35 to 44
45 to 54
55 to 64
65 or younger
What is the highest level of education you have completed?
High school graduate
Bachelor’s degree
Master’s degree
Other
How long have you been working for your current employer (organization)?
Less than 1 year
1 to 4 years
5 to 9 years
10 to 14 years
15 to 19 years
20 to 24 years
25 years or more
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The following 28 characteristics describe organizational culture values. Please read each
characteristic carefully and decide, to what extent is your organization recognized for it, by
choosing number from 1 to 5
1 – not at all; 2 – minimally; 3 – moderately; 4 – considerably; 5 – very much
1

2

3

4

5

Achievement orientation
Being reflective
Being team oriented
Being innovative
Fairness
Having high expectations for performance
Stability
An emphasis on quality
Having a good reputation
Sharing information freely
Being quick to take advantage of opportunities
Opportunities for professional growth
Enthusiasm for the job
Being calm
Being distinctive - different from others
Being socially responsible
Being people oriented
Risk taking
High pay for good performance
Being results oriented
Security of employment
Being competitive
Having a clear guiding philosophy
Collaboration
Taking individual responsibility
Praise for good performance
Being highly organized
Low level of conflict
Source: Sarros, J.C., Gray, J., Densten, I.L, Cooper, B. The Organizational Culture Profile
Revisited and Revised: An Australian Perspective// Australian Journal of Management. 2005. - Vol. 30, No. 1 June 2005. - pp. 159-182.
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Appendix 3
Job Engagement Scale
The following 18 statements are about job engagement at work. Please read each statement
carefully and decide, how strongly you agree with each of them, by choosing the number
from 1 (strongly disagree) to 5 (strongly agree)
1 2 3 4 5
I work with intensity on my job
I am enthusiastic in my job
At work, my mind is focused on my job
I exert my full effort to my job
I feel energetic at my job
At work, I pay a lot of attention to my job
I devote a lot of energy to my job
I am interested in my job
At work, I focus a great deal of attention on my job
I try my hardest to perform well on my job
I am proud of my job
At work, I am absorbed by my job
I strive as hard as I can to complete my job
I feel positive about my job
At work, I concentrate on my job
I exert a lot of energy on my job
I am excited about my job
At work, I devote a lot of attention to my job
Source: Rich, B.L., LePine, J.A., & Crawford, E.R. Job engagement: Antecedents and effects
on job performance// Academy of Management Journal. - 2010. - 53. - pp. 617-635.
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Appendix 4
Utrecht Work Engagement Scale
The following 17 statements are about how you feel at work. Please read each statement carefully and decide if you ever feel this way about your job. If you have never had this feeling,
choose “0” (zero). If you have had this feeling, indicate how often you felt it by choosing the
number (from 1 to 6) that best describes how frequently you feel that way.
0 – Never;
1 – Almost never / A few times a year or less
2 – Rarely / Once a month or less
3 – Sometimes / A few times a month
4 – Often / Once a week
5 – Very often / A few times a week
6 – Always / Every day
0

1

2

3

4

5

6

At my work, I feel bursting with energy
I find the work that I do full of meaning and purpose
Time flies when I am working
At my job, I feel strong and vigorous
I am enthusiastic about my job
When I am working, I forget everything else around me
My job inspires me
When I get up in the morning, I feel like going to work
I feel happy when I am working intensely
I am proud of the work that I do
I am immersed in my work
I can continue working for very long periods at a time
To me, my job is challenging
I get carried away when I am working
At my job, I am very resilient, mentally
It is difficult to detach myself from my job
At my work, I always persevere, even when things do
not go well
Source: Schaufeli, W.B., Bakker, A.B. Utrecht Work Engagement Scale: Preliminary manual
(Version 1). Unpublished document. - Utrecht, the Netherlands: Utrecht University, 2003.
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Appendix 5
The impact of organizational tenure, age and gender on physical, emotional and cognitive
dimensions of work engagement measured by JES instrument
Regression model summary: the impact of organizational tenure on physical dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,067
,005
,002
a. Predictors: (Constant), Organizational tenure

Std. Error of the Estimate
,67157

ANOVA: dependent variable – physical dimension of work engagement; independent variable – organizational tenure
Model
Sum of Squares df Mean Square
F
Regression
,804
1
,804 1,782
1 Residual
176,344 391
,451
Total
177,148 392
a. Predictors: (Constant), Organizational tenure

Sig.
,183a

Regression coefficients: dependent variable – physical dimension of work engagement; independent variable – organizational tenure
Model

1

(Constant)
Organizational
tenure

Unstandardized
Coefficients
B
Std. Error
3,977
,073
,026

,019
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Standardized
Coefficients
Beta
,067

t

Sig.

54,382

,000

1,335

,183

Regression model summary: the impact of age on physical dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,016
,000
-,002
a. Predictors: (Constant), Age

Std. Error of the Estimate
,67301

ANOVA: dependent variable – physical dimension of work engagement; independent variable – age
Model
Sum of Squares
Regression
,045
1
Residual
177,103
Total
177,148
a. Predictors: (Constant), Age

df Mean Square
1
,045
391
,453
392

F
,099

Sig.
,753a

Regression coefficients: dependent variable – physical dimension of work engagement; independent variable – age
Model
1

(Constant)
Age

Unstandardized
Coefficients
B
Std. Error
4,033
,101
,009
,030

170

Standardized
Coefficients
Beta

t

,016

39,796
,315

Sig.
,000
,753

Regression model summary: the impact of gender on physical dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,140
,020
,017
a. Predictors: (Constant), gender

Std. Error of the Estimate
,66647

ANOVA: dependent variable – physical dimension of work engagement; independent variable – gender
Model
Sum of Squares df Mean Square
F
Regression
3,474
1
3,474 7,820
1 Residual
173,674 391
,444
Total
177,148 392
a. Predictors: (Constant), gender

Sig.
,005a

Regression coefficients: dependent variable – physical dimension of work engagement; independent variable – gender
Model
1

(Constant)
Gender

Unstandardized
Coefficients
B
Std. Error
3,745
,119
,195
,070
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Standardized
Coefficients
Beta

t

,140

31,512
2,796

Sig.
,000
,005

Regression model summary: the impact of organizational tenure on emotional
dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,055
,003
,000
a. Predictors: (Constant), Organizational tenure

Std. Error of the Estimate
,79841

ANOVA: dependent variable – emotional dimension of work engagement;
independent variable – organizational tenure
Model
Sum of Squares df Mean Square
F
Regression
,760
1
,760 1,191
1 Residual
249,248 391
,637
Total
250,008 392
a. Predictors: (Constant), Organizational tenure

Sig.
,276a

Regression coefficients: dependent variable – emotional dimension of work engagement; independent variable – organizational tenure
Model

1

(Constant)
Organizational
tenure

Unstandardized
Coefficients
B
Std. Error
3,734
,087
,025

,023

172

Standardized
Coefficients
Beta
,055

t

Sig.

42,952

,000

1,092

,276

Regression model summary: the impact of age on emotional dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,036
,001
-,001
a. Predictors: (Constant), Age

Std. Error of the Estimate
,79910

ANOVA: dependent variable – emotional dimension of work engagement; independent variable – age
Model
Sum of Squares
Regression
,328
1
Residual
249,680
Total
250,008
a. Predictors: (Constant), Age

df Mean Square
1
,328
391
,639
392

F
,514

Sig.
,474a

Regression coefficients: dependent variable – emotional dimension of work engagement; independent variable – age
Model
1

(Constant)
Age

Unstandardized
Coefficients
B
Std. Error
3,737
,120
,025
,035

Standardized Coefficients

t

Sig.

Beta
,036

173

31,055
,717

,000
,474

Regression model summary: the impact of gender on emotional dimension of
work engagement
R
Adjusted R Square
Square
1
,035a
,001
-,001
a. Predictors: (Constant), gender
Model

R

Std. Error of the Estimate
,79914

ANOVA: dependent variable – emotional dimension of work engagement; independent variable – gender
Model
Sum of Squares
Regression
,307
1
Residual
249,700
Total
250,008
a. Predictors: (Constant), gender

df Mean Square
1
,307
391
,639
392

F
,481

Sig.
,488a

Regression coefficients: dependent variable – emotional dimension of work engagement; independent variable – gender
Model
1

(Constant)
Gender

Unstandardized
Coefficients
B
Std. Error
3,724
,142
,058
,084
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Standardized
Coefficients
Beta

t

,035

26,132
,694

Sig.
,000
,488

Regression model summary: the impact of organizational tenure on cognitive
dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,079
,006
,004
a. Predictors: (Constant), Organizational tenure

Std. Error of the Estimate
,68760

ANOVA: dependent variable – cognitive dimension of work engagement; independent variable – organizational tenure
Model
Sum of Squares df Mean Square
F
Regression
1,155
1
1,155 2,443
1 Residual
184,863 391
,473
Total
186,019 392
a. Predictors: (Constant), Organizational tenure

Sig.
,119a

Regression coefficients: dependent variable – cognitive dimension of work engagement; independent variable – organizational tenure
Model

1

(Constant)
Organizational
tenure

Unstandardized
Coefficients
B
Std. Error
3,966
,075
,031

,020

175

Standardized
Coefficients
Beta
,079

t

Sig.

52,961

,000

1,563

,119

Regression model summary: the impact of age on cognitive dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,060
,004
,001
a. Predictors: (Constant), Age

Std. Error of the Estimate
,68852

ANOVA: dependent variable – cognitive dimension of work engagement; independent variable – age
Model
Sum of Squares df Mean Square
F
Regression
,661
1
,661 1,395
1 Residual
185,357 391
,474
Total
186,019 392
a. Predictors: (Constant), Age

Sig.
,238a

Regression coefficients: dependent variable – cognitive dimension of work engagement; independent variable – age
Model
1

(Constant)
Age

Unstandardized
Coefficients
B
Std. Error
3,954
,104
,036
,030
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Standardized
Coefficients
Beta

t

,060

38,132
1,181

Sig.
,000
,238

Regression model summary: the impact of gender on cognitive dimension of
work engagement
Model
R
R Square Adjusted R Square
a
1
,106
,011
,009
a. Predictors: (Constant), gender

Std. Error of the Estimate
,68584

ANOVA: dependent variable – cognitive dimension of work engagement; independent variable – gender
Model
Sum of Squares df Mean Square
F
Regression
2,102
1
2,102 4,470
1 Residual
183,916 391
,470
Total
186,019 392
a. Predictors: (Constant), gender

Sig.
,035a

Regression coefficients: dependent variable – cognitive dimension of work engagement; independent variable – gender
Model
1

(Constant)
Gender

Unstandardized
Coefficients
B
Std. Error
3,821
,122
,152
,072
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Standardized
Coefficients
Beta

t

,106

31,247
2,114

Sig.
,000
,035

Appendix 6
The impact of organizational tenure, age and gender on vigor, dedication and absoprtion
dimensions of work engagement measured by UWES instrument
Regression model summary: the impact of organizational tenure on vigor dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,148
,022
,020
a. Predictors: (Constant), Organizational tenure

Std. Error of the Estimate
1,09289

ANOVA: dependent variable – vigor dimension of work engagement; independent variable – organizational tenure
Model
Sum of Squares df Mean Square
F
Regression
10,515
1
10,515 8,804
1 Residual
467,013 391
1,194
Total
477,529 392
a. Predictors: (Constant), Organizational tenure

Sig.
,003a

Regression coefficients: dependent variable – vigor dimension of work engagement; independent variable – organizational tenure
Unstandardized
Standardized
Coefficients
Coefficients
Model
t
Sig.
B
Std. Error
Beta
(Constant)
3,799
,119
31,924 ,000
1 Organizational
,092
,031
,148
2,967 ,003
tenure
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Regression model summary: the impact of age on vigor dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,127
,016
,014
a. Predictors: (Constant), Age

Std. Error of the Estimate
1,09615

ANOVA: dependent variable – vigor dimension of work engagement; independent variable – age
Model
Sum of Squares df Mean Square
F
Regression
7,729
1
7,729 6,432
1 Residual
469,800 391
1,202
Total
477,529 392
a. Predictors: (Constant), Age

Sig.
,012a

Regression coefficients: dependent variable – vigor dimension of work engagement; independent variable – age
Unstandardized
Standardized
Coefficients
Coefficients
Model
t
Sig.
B
Std. Error
Beta
(Constant)
3,718
,165
22,521 ,000
1
Age
,123
,049
,127
2,536 ,012
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Regression model summary: the impact of gender on vigor dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,061
,004
,001
a. Predictors: (Constant), gender

Std. Error of the Estimate
1,10309

ANOVA: dependent variable – vigor dimension of work engagement; independent variable – gender
Model
Sum of Squares df Mean Square
F
Regression
1,761
1
1,761 1,447
1 Residual
475,768 391
1,217
Total
477,529 392
a. Predictors: (Constant), gender

Sig.
,230a

Regression coefficients: dependent variable – vigor dimension of work engagement; independent variable – gender
Model
1

(Constant)
Gender

Unstandardized
Coefficients
B
Std. Error
3,885
,197
,139
,115
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Standardized
Coefficients
Beta

t

,061

19,753
1,203

Sig.
,000
,230

Regression model summary: the impact of organizational tenure on dedication
dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,076
,006
,003
a. Predictors: (Constant), Organizational tenure

Std. Error of the Estimate
1,17401

ANOVA: dependent variable – dedication dimension of work engagement;
independent variable – organizational tenure
Model
Sum of Squares df Mean Square
F
Regression
3,135
1
3,135 2,275
1 Residual
538,914 391
1,378
Total
542,049 392
a. Predictors: (Constant), Organizational tenure

Sig.
,132a

Regression coefficients: dependent variable – dedication dimension of work engagement;
independent variable – organizational tenure
Model

1

(Constant)
Organizational
tenure

Unstandardized
Coefficients
B
Std. Error
4,102
,128
,050

,033

181

Standardized
Coefficients
Beta
,076

t

Sig.

32,089

,000

1,508

,132

Regression model summary: the impact of age on dedication dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,079
,006
,004
a. Predictors: (Constant), Age

Std. Error of the Estimate
1,17377

ANOVA: dependent variable – dedication dimension of work engagement;
independent variable – age
Model
Sum of Squares df Mean Square
F
Regression
3,352
1
3,352 2,433
1 Residual
538,697 391
1,378
Total
542,049 392
a. Predictors: (Constant), Age

Sig.
,120a

Regression coefficients: dependent variable – dedication dimension of work engagement;
independent variable – age
Model
1

(Constant)
Age

Unstandardized
Coefficients
B
Std. Error
4,013
,177
,081
,052

Standardized
Coefficients
Beta

t

,079

182

22,705
1,560

Sig.
,000
,120

Regression model summary: the impact of gender on dedication dimension of
work engagement
R
Adjusted R Square
Square
1
,056a
,003
,001
a. Predictors: (Constant), gender
Model

R

Std. Error of the Estimate
1,17554

ANOVA: dependent variable – dedication dimension of work engagement;
independent variable – gender
Model
Sum of Squares df Mean Square
F
Regression
1,727
1
1,727 1,250
1 Residual
540,322 391
1,382
Total
542,049 392
a. Predictors: (Constant), gender

Sig.
,264a

Regression coefficients: dependent variable – dedication dimension of work engagement;
independent variable – gender
Model
1

(Constant)
Gender

Unstandardized
Coefficients
B
Std. Error
4,049
,210
,138
,123
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Standardized
Coefficients
Beta

t

,056

19,315
1,118

Sig.
,000
,264

Regression model summary: the impact of organizational tenure on absorption
dimension of work engagement
Model
R
R Square Adjusted R Square
a
1
,085
,007
,005
a. Predictors: (Constant), Organizational tenure

Std. Error of the Estimate
1,07518

ANOVA: dependent variable – absorption dimension of work engagement;
independent variable – organizational tenure
Model
Sum of Squares df Mean Square
F
Regression
3,274
1
3,274 2,832
1 Residual
452,004 391
1,156
Total
455,278 392
a. Predictors: (Constant), Organizational tenure

Sig.
,093a

Regression coefficients: dependent variable – absorption dimension of work engagement;
independent variable – organizational tenure
Unstandardized
Standardized
Coefficients
Coefficients
Model
t
Sig.
B
Std. Error
Beta
(Constant)
3,915
,117
33,436 ,000
1 Organizational
,052
,031
,085
1,683 ,093
tenure
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Regression model summary: the impact of age on absorption dimension of work
engagement
Model
R
R Square Adjusted R Square
a
1
,136
,019
,016
a. Predictors: (Constant), Age

Std. Error of the Estimate
1,06902

ANOVA: dependent variable – absorption dimension of work engagement;
independent variable – age
Model
Sum of Squares df Mean Square
F
Regression
8,438
1
8,438 7,384
1 Residual
446,840 391
1,143
Total
455,278 392
a. Predictors: (Constant), Age

Sig.
,007a

Regression coefficients: dependent variable – absorption dimension of work engagement;
independent variable – age
Model
1

(Constant)
Age

Unstandardized
Coefficients
B
Std. Error
3,677
,161
,129
,047
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Standardized
Coefficients
Beta

t

,136

22,841
2,717

Sig.
,000
,007

Regression model summary: the impact of gender on absorption dimension of
work engagement
Model
R
R Square Adjusted R Square
a
1
,034
,001
-,001
a. Predictors: (Constant), gender

Std. Error of the Estimate
1,07845

ANOVA: dependent variable – absorption dimension of work engagement; independent variable – gender
Model
Sum of Squares
Regression
,526
1
Residual
454,753
Total
455,278
a. Predictors: (Constant), gender

df Mean Square
1
,526
391
1,163
392

F
,452

Sig.
,502a

Regression coefficients: dependent variable – absorption dimension of work engagement;
independent variable – gender
Model
1

(Constant)
Gender

Unstandardized
Coefficients
B
Std. Error
3,965
,192
,076
,113

186

Standardized
Coefficients
Beta

t

,034

20,621
,672

Sig.
,000
,502

Appendix 7
Regression residual analysis: dependent variable – physical dimension of work engagement
Residuals statistics
Minimum Maximum Mean Std. Deviation
Predicted Value
2,9657
4,6209 4,0635
,30855
Residual
-1,95290
1,82316 ,00000
,59725
Std. Predicted Value
-3,558
1,806
,000
1,000
Std. Residual
-3,261
3,045
,000
,997

Histogram

Normal P-P plot of regression standardized residual
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Appendix 8
Excluded variables during regression analysis for the dependent variable – physical dimension of work engagement

Model

t

Sig.

Collinearity Statistics
Partial
Minimum
Correlation Tolerance VIF
Tolerance

Competitiveness

,148a 2,274 ,024

,114

,479 2,087

,479

Social
responsibility

,141a 2,102 ,036

,106

,453 2,207

,453

Supportiveness

,094a 1,483 ,139

,075

,505 1,980

,505

-,221 ,825

-,011

,566 1,766

,566

Performance orientation

,151a 2,197 ,029

,111

,430 2,323

,430

Stability

,080a 1,430 ,153

,072

,656 1,523

,656

Social
responsibility

,084b 1,077 ,282

,055

,330 3,031

,330

Supportiveness

,065b

,999 ,318

,051

,479 2,087

,372

Emphasis on rewards

-,054b

-,871 ,385

-,044

,525 1,905

,405

Performance orientation

,106b 1,432 ,153

,072

,366 2,733

,365

Stability

,049b

,043

,607 1,647

,436

1 Emphasis on rewards

2

Beta
In

-,013a

,845 ,399

a. Predictors in the Model: (Constant), Innovation
b. Predictors in the Model: (Constant), Innovation, Competitiveness
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Appendix 9
Regression residual analysis: dependent variable – emotional dimension of work engagement
Residuals statistics
Minimum Maximum Mean Std. Deviation
Predicted Value
2,0765
4,7228 3,8184
,46849
Residual
-2,90539
2,11669 ,00000
,64676
Std. Predicted Value
-3,718
1,930
,000
1,000
Std. Residual
-4,475
3,260
,000
,996

Histogram

Normal P-P plot of regression standardized residual
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Appendix 10
Excluded variables during regression analysis for the dependent variable – emotional dimension of work engagement

Model

1

t

Sig.

Competitiveness
Supportiveness
Innovation

,136a 2,018 ,044
,243a 3,560 ,000
,279a 4,515 ,000

,102
,177
,223

,397 2,520
,376 2,660
,453 2,207

,397
,376
,453

Emphasis
on rewards

,245a 4,218 ,000

,209

,517 1,936

,517

Performance
orientation

,257a 4,053 ,000

,201

,433 2,309

,433

Stability
Competitiveness
Supportiveness

,218a 3,673 ,000
,037b ,523 ,601
,169b 2,406 ,017

,183
,027
,121

,500 2,001
,349 2,866
,345 2,902

,500
,330
,309

,183b 3,054 ,002

,153

,471 2,125

,377

Performance
orientation

,162b 2,311 ,021

,116

,347 2,884

,347

Stability
Competitiveness
Supportiveness

,186b 3,169 ,002
,033c ,476 ,634
,109c 1,482 ,139

,159
,024
,075

,491 2,037
,349 2,867
,309 3,236

,339
,267
,281

Emphasis
on rewards

,114c 1,610 ,108

,081

,335 2,986

,332

Performance
orientation

,091c 1,200 ,231

,061

,296 3,383

,296

Emphasis
2 on rewards

3

Beta In

Collinearity Statistics
Partial
Correlation Tolerance VIF Minimum
Tolerance

a. Predictors in the Model: (Constant), Social responsibility
b. Predictors in the Model: (Constant), Social responsibility, Innovation
c. Predictors in the Model: (Constant), Social responsibility, Innovation, Stability
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Appendix 11
Regression residual analysis: dependent variable – cognitive dimension of work engagement
Residuals statistics
Minimum Maximum Mean Std. Deviation
Predicted Value
2,9465
4,5732 4,0692
,29893
Residual
-2,65317
1,79518 ,00000
,62063
Std. Predicted Value
-3,756
1,686
,000
1,000
Std. Residual
-4,264
2,885
,000
,997

Histogram

Normal P-P plot of regression standardized residual
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Appendix 12
Excluded variables during regression analysis for the dependent variable – cognitive dimension of work engagement

Model

1

Beta
In

t

Sig.

Collinearity Statistics
Partial
Minimum
Correlation Tolerance VIF
Tolerance

Competitiveness

,170a

2,582 ,010

,130

,481 2,079

,481

Social
responsibility

,167a

2,397 ,017

,121

,433 2,309

,433

Supportiveness
Innovation

,093a
,216a

1,432 ,153
3,105 ,002

,072
,155

,503 1,990
,430 2,323

,503
,430

-,040a

-,540 ,590

-,027

,388 2,574

,388

Stability
Competitiveness

,043a
,107b

,651 ,516
1,499 ,135

,033
,076

,484 2,067
,407 2,455

,484
,365

Social
responsibility

,097b

1,284 ,200

,065

,365 2,740

,347

,023b

,325 ,745

,017

,434 2,302

,370

-,080b -1,080 ,281

-,055

,378 2,648

,287

,018

,479 2,087

,314

Emphasis
on rewards

2 Supportiveness
Emphasis
on rewards
Stability

,024b

,361 ,718

a. Predictors in the Model: (Constant), Performance orientation
b. Predictors in the Model: (Constant), Performance orientation, Innovation
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Appendix 13
Regression residual analysis: dependent variable – vigor dimension of work engagement
Residuals statistics
Minimum Maximum Mean Std. Deviation
Predicted Value
1,7920
5,2047 4,1122
,60891
Residual
-3,12745
3,55643 ,00000
,92055
Std. Predicted Value
-3,810
1,794
,000
1,000
Std. Residual
-3,384
3,849
,000
,996

Histogram

Normal P-P plot of regression standardized residual
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Appendix 14
Excluded variables during regression analysis for the dependent variable – vigor dimension of
work engagement

Model

1

t

Sig.

Collinearity Statistics
Partial
Minimum
Correlation Tolerance VIF
Tolerance

Competitiveness

,174a 2,817 ,005

,141

,481 2,079

,481

Social
responsibility

,194a 2,986 ,003

,149

,433 2,309

,433

Supportiveness
Innovation

,155a 2,565 ,011
,203a 3,115 ,002

,129
,156

,503 1,990
,430 2,323

,503
,430

Emphasis
on rewards

,100a 1,449 ,148

,073

,388 2,574

,388

,193a 3,145 ,002
,152b 2,473 ,014

,157
,124

,484 2,067
,474 2,111

,484
,343

,138b 1,990 ,047

,100

,376 2,660

,364

,094b 1,421 ,156
,185b 2,852 ,005

,072
,143

,419 2,385
,426 2,345

,404
,314

-,053 ,958

-,003

,299 3,345

,299

Competitiveness

,100c 1,502 ,134

,076

,404 2,476

,286

Social
responsibility

,072c

,964 ,336

,049

,319 3,137

,296

Supportiveness

,030c

,429 ,668

,022

,364 2,744

,307

-,035c

-,452 ,652

-,023

,293 3,410

,270

Stability
Competitiveness
Social
responsibility
2 Supportiveness
Innovation
Emphasis
on rewards

3

Beta
In

Emphasis
on rewards

-,004b

a. Predictors in the Model: (Constant), Performance orientation
b. Predictors in the Model: (Constant), Performance orientation, Stability
c. Predictors in the Model: (Constant), Performance orientation, Stability, Innovation
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Appendix 15
Regression residual analysis: dependent variable – dedication dimension of work engagement
Residuals statistics
Minimum Maximum Mean Std. Deviation
Predicted Value
1,6246
5,4928 4,2733
,69002
Residual
-3,55891
3,45286 ,00000
,95218
Std. Predicted Value
-3,839
1,767
,000
1,000
Std. Residual
-3,723
3,612
,000
,996

Histogram

Normal P-P plot of regression standardized residual
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Appendix 16
Excluded variables during regression analysis for the dependent variable – dedication dimension of work engagement

Model

Beta
In

t

Sig.

Collinearity Statistics
Partial
Minimum
Correlation Tolerance VIF
Tolerance

Competitiveness

,180a 2,986 ,003

,149

,481 2,079

,481

Social
responsibility

,250a 3,979 ,000

,197

,433 2,309

,433

Supportiveness
1
Innovation

,150a 2,534 ,012
,249a 3,954 ,000

,127
,196

,503 1,990
,430 2,323

,503
,430

Emphasis
on rewards

,155a 2,300 ,022

,116

,388 2,574

,388

Stability
Competitiveness
Supportiveness
Innovation

,131a 2,179 ,030
,079b 1,130 ,259
,030b ,427 ,669
,178b 2,608 ,009

,110
,057
,022
,131

,484
,354
,348
,363

2,067
2,823
2,875
2,757

,484
,319
,300
,347

Emphasis
on rewards

,092b 1,345 ,179

,068

,362 2,760

,304

,819 ,413
,532 ,595
-,076 ,940

,042
,027
-,004

,420 2,382
,334 2,992
,335 2,987

,364
,299
,281

,080c 1,169 ,243

,059

,360 2,775

,265

2

Stability
Competitiveness
Supportiveness
3 Emphasis
on rewards

,052b
,038c
-,005c

Stability
,062c ,973 ,331
,049
,419 2,389
,296
a. Predictors in the Model: (Constant), Performance orientation
b. Predictors in the Model: (Constant), Performance orientation, Social responsibility
c. Predictors in the Model: (Constant), Performance orientation, Social responsibility, Innovation
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Appendix 17
Regression residual analysis: dependent variable – absorption dimension of work engagement
Residuals statistics
Minimum Maximum Mean Std. Deviation
Predicted Value
2,1411
5,0030 4,0893
,50915
Residual
-3,86205
3,51320 ,00000
,94984
Std. Predicted Value
-3,826
1,794
,000
1,000
Std. Residual
-4,050
3,685
,000
,996

Histogram

Normal P-P plot of regression standardized residual
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Appendix 18
Excluded variables during regression analysis for the dependent variable – absorption dimension of work engagement

Model

1

2

t

Sig.

Collinearity Statistics
Tolerance

VIF

Minimum
Tolerance

Competitiveness

,223a

3,451

,001

,172

,481

2,079

,481

Social
responsibility

,240a

3,522

,000

,176

,433

2,309

,433

Supportiveness
Innovation

,153a
,219a

2,405
3,193

,017
,002

,121
,160

,503
,430

1,990
2,323

,503
,430

Emphasis
on rewards

,102a

1,399

,163

,071

,388

2,574

,388

Stability
Competitiveness
Supportiveness
Innovation

,081a
,145b
,043b
,146b

1,240
1,924
,565
1,973

,216
,055
,572
,049

,063
,097
,029
,100

,484
,354
,348
,363

2,067
2,823
2,875
2,757

,484
,319
,300
,347

Emphasis
on rewards

,039b

,521

,603

,026

,362

2,760

,304

-,002b
,116c
,015c

-,024
1,501
,189

,981
,134
,850

-,001
,076
,010

,420
,334
,335

2,382
2,992
2,987

,364
,299
,281

Emphasis
on rewards

,028c

,381

,703

,019

,360

2,775

,265

Stability

,006c

,087

,931

,004

,419

2,389

,296

Stability
Competitiveness
Supportiveness
3

Beta In

Partial
Correlation

a. Predictors in the Model: (Constant), Performance orientation
b. Predictors in the Model: (Constant), Performance orientation, Social responsibility
c. Predictors in the Model: (Constant), Performance orientation, Social responsibility, Innovation
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Appendix 19
Interview summary – Santa Līce-Krūze
Respondent
Organization
Position
Interview date
Interview time
1.

Santa Līce-Krūze
Draugiem Group
Human resources director
4th of July, 2016
12:00 – 12:45

To what extent, in your opinion, each of the below stated organizational culture dimensions characterize your company in a scale from 1 (not at all) to 5 (very much)?

Dimension
Stability, low level of conflict, and employment security

Evaluation
5

5 - This dimension includes contradictory
Performance and goal orientation, high level
items, as performance orientation does not
of organization
necessarily require being strictly organized.
Good pay and recognition for good perfor5
mance, possibilities for growth
Innovation, risk taking and individual re5
sponsibility
People orientation and collaboration
5
Social responsibility, clear guiding philoso5
phy, good reputation
Emphasis on competition and quality
5
2.

Which of the above mentioned cultural dimensions, in your opinion, are practically the
most important for reaching goals of your organization?
All 7 dimensions are important for Draugiem Group.

3.

Do you think that organizational culture in your company is effective and fostering
achievement of the organizational goals?
Yes. In addition to being effective, culture at Draugiem Group is continuously changing

to remain effective. Initially organizational culture of the company was based on 8 values.
However, when the company started to grow, 8 values turned out to be too many for newcomers to adopt. Therefore, the culture was re-defined to include three values - two of the
previously defined ones - fairness and experiments and a new one - initiative.
4.

To what extent, in your opinion, founders and managers within an organization can affect the organizational culture (the way in which their employees make decisions and
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behave)? To what extent and by what methods do you affect culture in your organization?
Guiding principles on how things are to be done initially come from the founders. However, organizational culture and its values at Draugiem Group have always been defined by
people working for the company. During time the organization has become a living organism,
which learns, and adapts to its environment. Nowadays organizational culture at Draugiem
Group is defined through interaction between owners of the company and people working for
it.
5.

Comments on research results regarding organizational culture in the ICT sector in
Latvia:
Low score for emphasis on rewards dimension of organizational culture can be ex-

plained by the fact that in the ICT sector employees are more motivated by other factors than
financial rewards. Financial rewards in all organizations operating in the ICT sector are similar, and a good salary is taken for granted. Therefore, employees working in this sector are
motivated by other factors, such as job content, organizational culture, colleagues, interesting
projects and possibilities for professional growth.
6.

How important is work engagement in your organization?
Work engagement is important for Draugiem Group. The company defines work en-

gagement as "working with sparkling eyes" or "working with heart", when a person working
on a particular project is fully experiencing the tasks related to it and adding value.
7.

Please evaluate each of the below stated work engagement dimensions within your organization in a scale from 1 (very low) to 5 (very high):

Dimension
Physical engagement – physical energy invested in task performances
Emotional engagement – enthusiasm, inspiration, meaningfulness
Cognitive engagement – focusing on work

Evaluation
5 - Physical dimension of work engagement
might be less applicable for organizations
operating in the ICT sector, as most of such
organizations do not involve high levels of
physical labor.
5
5
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8.

What is your estimation of proportion (%) of your employees that regularly feel engaged at work?
100%. Work engagement, of course, is slightly fluctuating over time. Depending on dif-

ferent factors, one day a person can be fully engaged, while another day slightly less engaged.
However, people who in general are disengaged are very soon detected and let go.
9.

What do you think are the factors that affect work engagement? To what extent it can be
affected by managers and to what extent by other factors?
Work engagement is affected by physical condition (health, sleep, comfort), emotional

state (life outside work, management and co-worker support), and job contents (interesting
job). Employees report that they feel less engaged when performing less exciting work tasks.
Management can affect work engagement. In order to do that, managers need to understand,
what job characteristics, rewards, etc. let every specific person feel more engaged.
10.

Comments on research results regarding work engagement in the ICT sector in Latvia:
It is important to emphasize the role of individual factors. Some people might be more

engaged, if they are involved in different discussions about tasks, goals and other work related
aspects. Whereas someone else does not want to be involved in any discussions at all, and
feels more engaged, when is just allowed to be part of the team and do his/her job. Therefore,
managers need to be aware of it and keep in mind every team member's individual characteristics.
11.

Which organizational culture dimensions might have the biggest impact on work engagement?
Performance orientation, emphasis on rewards, innovation, supportiveness.

12.

What are your comments in regards to the below mentioned recommendations?
a. During recruitment process managers should pay attention to potential candidates’
personality characteristics.
Important are not only personality characteristics, but also individual values and the fit

between the individual values and organizational culture. Characteristics and values can be
determined during the interview.
b. In order to foster organizational culture dimension “innovation”, managers should
encourage risk taking and use of innovative solutions among their employees. One
of the ways to do it is the Google’s famous 20% policy, where employees are en201

couraged to use 20% of their working hours on different side projects of their own
choice.
Google 20% policy is not that effective, and Google does not use it any longer. Innovation can be fostered not only by increasing risk. Best innovative ideas happen in conditions of
limited resources (time, materials etc.).
c. In order to foster organizational culture dimension “performance orientation”,
managers are recommended to improve the level of organization, by using Agile
methodology.
Agile principles are used by Draugiem in a flexible way, by taking the parts that fit our
needs the most.
d. In order to foster organizational culture dimension “social responsibility and clear
guiding philosophy”, managers are recommended to define and communicate clear
philosophical guidelines. In addition, managers are recommended to communicate
to their employees, how these guidelines affect their own decisions.
People in Latvia very often misinterpret terms "social responsibility" and "clear philosophical guidelines". Social responsibility is often misinterpreted as social guarantees. In addition, clear philosophical guidelines may be misinterpreted as clear goals. Therefore, when
analyzing research results, it is important to keep this in mind.
13.

How useful in your opinion it is to study organizational culture and work engagement?
It is important to talk about such things as organizational culture and work engagement

- what they are, how to improve them etc.
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Appendix 20
Interview summary – Ernests Gabrāns
Respondent
Organization
Position
Interview date
Interview time

Ernests Gabrāns
Wunderkraut Latvia
Managing director
4th of July, 2016
14:00 – 14:45

1. To what extent, in your opinion, each of the below stated organizational culture dimensions characterize your company in a scale from 1 (not at all) to 5 (very much)?
Dimension
Stability, low level of conflict, and employment security
Performance and goal orientation, high level
of organization
Good pay and recognition for good performance, possibilities for growth
Innovation, risk taking and individual responsibility
People orientation and collaboration
Social responsibility, clear guiding philosophy, good reputation
Emphasis on competition and quality
2.

Evaluation
4
4
4
4
5
4
4

Which of the above mentioned cultural dimensions, in your opinion, are practically the
most important for reaching goals of your organization?
Performance orientation, supportiveness, competitiveness

3.

Do you think that organizational culture in your company is effective and fostering
achievement of the organizational goals?
Yes, it is

4.

To what extent, in your opinion, founders and managers within an organization can affect the organizational culture (the way in which their employees make decisions and
behave)? To what extent and by what methods do you affect culture in your organization?
Management can impact the culture to a very large extent. Values are the primary crite-

ria during recruitment process at Wunderkraut Latvia - how well the values of potential employee fit with the organizational goals. For example, the managing director - Ernests
Gabrāns considers himself a perfectionist, and has noted that the people he employs are very
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similar in this matter. In this case, the manager's values affect the organizational values, goals
and vision, which further affect the criteria for hiring new people. For him it is important that
the potential employee's values are in sync with the organizational values. Goals might as
well be slightly different. For example, one of the company's goal might be profit, while the
main goal for a particular employee might be a happy client. These goals are not the same, but
they also are not contradictory for the company to be profitable.
5.

How important is work engagement in your organization?
It is very important.

6.

Please evaluate each of the below stated work engagement dimensions within your organization in a scale from 1 (very low) to 5 (very high):

Dimension
Physical engagement – physical energy invested in task performances
Emotional engagement – enthusiasm, inspiration, meaningfulness
Cognitive engagement – focusing on work
7.

Evaluation
4
4
5

What is your estimation of proportion (%) of your employees that regularly feel engaged at work?
The level of engagement most probably is fluctuating. Sometimes all employees are

100% engaged, while sometimes some of them might be slightly less engaged.
8.

What do you think are the factors that affect work engagement? To what extent it can be
affected by managers and to what extent by other factors?
It is important for an employee to clearly understand, what and why needs to be done.

Other factors that foster engagement are work environment and meaningful job.
9.

Comments on research results regarding work engagement in the ICT sector in Latvia:
Presumably the level of engagement is relatively high compared to many other sectors.

From time to time there are publications about majority of employees being unhappy and
willing to change their jobs, which does not go together with high engagement.
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10.

Which organizational culture dimensions might have the biggest impact on work engagement?
Stability - this is the most obvious, as the basis of Maslow's pyramid. Without stability,

engagement is impossible. Supportiveness - safety and belonging encourages environment for
engagement. The whole ICT sector is based on people, therefore the ability to understand
their needs and motivate them stands very high.
11.

Comments on research results regarding organizational culture dimensions that have
the most significant impact on work engagement in the ICT sector in Latvia:
Possibly Wunderkraut Latvia is ahead of the average results, as the results reflect the

situation 5 years ago. Such values as stability are taken for granted in all ICT sector companies in Latvia. In close future people orientation and collaboration will be one of the main
factors for engagement.
12.

What are your comments in regards to the below mentioned recommendations?
a. During recruitment process managers should pay attention to potential candidates’
personality characteristics.
Overall personality (a good person) and his/her values are definitely taken into consid-

eration in addition to technical skills and work experience, when hiring new people.
b. In order to foster organizational culture dimension “innovation”, managers should
encourage risk taking and use of innovative solutions among their employees. One
of the ways to do it is the Google’s famous 20% policy, where employees are encouraged to use 20% of their working hours on different side projects of their own
choice.
Maybe the 20% policy is more suitable for employees of RnD departments. Overall this
does not seem to be sustainable to apply to all employees, as the investment is too large. 20%
might work for smaller companies (10-30 people). For larger companies there are two options
- either people ignore the 20% rule and continue working on their daily projects, or they lose
the focus and do nothing. One day per week is not enough to finish any significant project in
the ICT sector. It might be more efficient to give a person 1 or 2 weeks in a row to implement
his/her idea. Wunderkraut in Sweden used the 20% rule for a while, but when the difficult
times came, they dropped it. At Wunderkraut Latvia once in a quarter there is an "innovation
Friday", where employees share knowledge, new ideas, and come up with new proof of concepts.
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c. In order to foster organizational culture dimension “performance orientation”,
managers are recommended to improve the level of organization, by using Agile
methodology.
Wunderkraut Latvia use Agile methodology (Scrum) in their daily work. They started
the implementation in 2010. It went on for 2 years, and the process is used since 2012/2013.
The implementation process can be compared to learning to drive a car. Getting a driver's
license does not mean that one really knows how to drive. It takes time to feel safe and competent. Scrum allows to set the priorities and add meaning to the daily work, which adds to
engagement. Many organizations in ICT in Latvia start using Agile.
d. In order to foster organizational culture dimension “social responsibility and clear
guiding philosophy”, managers are recommended to define and communicate clear
philosophical guidelines. In addition, managers are recommended to communicate
to their employees, how these guidelines affect their own decisions.
Real organizational culture values are the ones that employees live, not the ones that are
written down some time ago. Written values are defined in the past, while the real values are
very dynamic, they need to be lived and felt. Writing values down might be useful for larger
organizations. But the problem is that often they are too general for anybody to care, or if they
are very specific, they need to be re-defined every 6 months.
13.

How useful in your opinion it is to study organizational culture and work engagement?
It is useful and happens already now. For example, there is the "Great Place to Work

Index" and the local "Sustainability Index", which, which allow companies to compare themselves against others and improve. There already is and will be a lack of human resources in
the ICT sector, therefore such studies are topical and valuable.
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Appendix 21
Interview summary – Ivars Puksts
Respondent
Organization
Position
Interview date
Interview time

Ivars Puksts
Exigen Services Latvia
Chairman of the board and chief executive officer
13th of July, 2016
10:00 – 11:00

1. To what extent, in your opinion, each of the below stated organizational culture dimensions characterize your company in a scale from 1 (not at all) to 5 (very much)?
Dimension
Stability, low level of conflict, and employment security
Performance and goal orientation, high level
of organization
Good pay and recognition for good performance, possibilities for growth
Innovation, risk taking and individual responsibility
People orientation and collaboration
Social responsibility, clear guiding philosophy, good reputation
Emphasis on competition and quality

Evaluation
4
4
2
3
5
5
1

There is a difference between the existing and preferred cultures. These are scores for
the existing culture profile.
2.

Which of the above mentioned cultural dimensions, in your opinion, are practically the
most important for reaching goals of your organization?
Social responsibility and supportiveness.

3.

Do you think that organizational culture in your company is effective and fostering
achievement of the organizational goals?
Exigen Services Latvia is a part of an international organization (group), based in US.

To some extent there will always be an inconsistency between the needs and values of the
group owners, needs and values of the local organization, and the needs and values of employees. In the case of Exigen Services Latvia, these values are not antagonistic, however,
there are differences. For example, management of the local organization is oriented towards
sustainability and social responsibility, while the group owners might often prioritize competition and short-term financial outcomes higher. As a result, it sometimes is difficult to find a
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consensus in regards to priorities. However, the local organization has managed to keep the
focus on more long-term thinking.
4.

To what extent, in your opinion, founders and managers within an organization can affect the organizational culture (the way in which their employees make decisions and
behave)? To what extent and by what methods do you affect culture in your organization?
Managers can have a significant impact on organizational culture. However, it is very

important that all management levels within the organization work on it actively enough. This
process can be affected by the issues related to internal information flow, which often becomes weaker with every step down the hierarchy chart. Middle and lower level managers
often pay too little attention to work with personnel, pleading with the lack of time and other
priorities, which makes the impact much weaker at the lower management levels. This, however, is a bigger problem for larger companies with many employees. In smaller companies
communication between top management and employees is much closer. It is very important
that majority of members within the organization agree on common mission, vision and values and accept them as their own. Therefore, employees are involved in the value definition
process in Exigen Services Latvia.
5.

Comments on research results regarding organizational culture in the ICT sector in
Latvia:
All dimensions are scored rather similarly, therefore it is difficult to draw any signifi-

cant conclusions. However, the low score for emphasis on rewards dimension of organizational culture is very surprising, considering that salaries in ICT sector in Latvia are relatively
very high. This, however, can be explained by human nature. People very soon get used to
their income level and start spending respectively. As a result, there always is a feeling, that
the salary is not big enough. This also is the case among employees of Exigen Services Latvia, who always report that the financial rewards are not big enough during the annual internal
employee surveys. Task of the managers, however, is to buy the human resources for the lowest possible price. Considering the supply and demand of human resources in the ICT sector
in Latvia, salary is playing a very significant role in attracting new people. This is typically
the case for younger employees.
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6.

Please evaluate each of the below stated work engagement dimensions within your organization in a scale from 1 (very low) to 5 (very high):

Dimension
Physical engagement – physical energy invested in task performances

Emotional engagement – enthusiasm, inspiration, meaningfulness

Cognitive engagement – focusing on work
7.

Evaluation
3
2 - Engagement levels were very high right
after Latvia regained its sovereignty in the
beginning of 1990s. People within ICT sector wanted to prove that they are able to
compete in the global market. With the initial global success came also previously
unseen financial prosperity, which gave an
additional motivation. However, after a
while, when the primary needs are satisfied,
people become more pragmatic and do not
sacrifice themselves to work as much.
4

What is your estimation of proportion (%) of your employees that regularly feel engaged at work?
Annual employee surveys also include questions about engagement, such as "do you

feel like you can have an impact on company’s actions?" and similar. The answers are usually
more negative than positive.
8.

What do you think are the factors that affect work engagement? To what extent it can be
affected by managers and to what extent by other factors?
Work engagement requires effort from both - employees and managers. Relatively low

scores for engagement in the internal employee surveys to large extent might be due to personality factor, related to both - profession and nationality. People working within IT, especially programmers, often have a limited perspective on many non-work related things around
them. Additionally, Latvians often are loners. These characteristics might potentially have a
negative impact on work engagement. Improving the engagement is a very difficult process.
According to employee surveys, the most important factor is the financial rewards, so there
are not too many instruments to foster engagement. Other motivational factors, as significantly improved office facilities, are not valued as highly. Work with personnel is a very complicated thing. It consists of many small things, and it is almost impossible to predict, which one
will have the best effect in every specific situation.
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9.

Which organizational culture dimensions might have the biggest impact on work engagement?
Organization values will foster work engagement, if they are in sync with employee's

individual values. Cultural dimension with the most significant impact on engagement is emphasis on rewards and innovation (management support to employees’ willingness to generate
new solutions).
10.

What are your comments in regards to the below mentioned recommendations?
a. During recruitment process managers should pay attention to potential candidates’
personality characteristics. Personality characteristics that foster engagement are
self-confidence, optimism, and proactivity. Such characteristics as low self-esteem
and insecurity have negative impact on engagement. Additionally, organizations
should pay attention to candidates’ personal values and the fit between their fit
with the organizational values.
Personality characteristics are very important factor in the recruitment process. Self-

efficacy (not necessarily confidence) is very important. It can be even more important than
education and work experience, as different skills can be learned.
b. In order to foster organizational culture dimension “innovation”, managers should
encourage the use of innovative solutions among their employees. One of the ways
to foster innovation is through regular innovation seminars, where employees are
invited to share their ideas. Another way to foster innovation is to create a limited
resource (time, budget, etc.) conditions for a certain period of time.
IT companies that offer programming services often are project-oriented organizations,
which by default means limited time and budget resources. Innovation seminars are organized
at Exigen Services Latvia on a weekly basis. However, activity from employee side is different. Some participate in all of them, while some in none. However, management needs to give
the opportunity.
c. In order to foster organizational culture dimension “performance orientation”,
managers are recommended to improve the level of organization, by using Agile
methodology.
Agile is used at Exigen Services Latvia. However, certain Agile principles can not always be applied. For example, constantly changing scope (time and budget) is not compatible
with public procurement projects.
d. In order to foster organizational culture dimension “social responsibility and clear
guiding philosophy”, managers are recommended to define and communicate clear
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philosophical guidelines. Managers should also perform regular review of the cultural values, and involve employees in the process. In addition, managers are recommended to communicate to their employees, how these guidelines affect their
own decisions.
Values are not regularly reviewed at Exigen Services Latvia. The current values were
developed 6-7 years ago. There have been thoughts (from internal employee surveys) about
the necessity for a review. However, currently there is a lack of initiative from employees’
side. This also might be related to nationality characteristics.
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Appendix 22
Interview summary – Valdis Vancovičs
Respondent
Organization
Position
Interview date
Interview time

Valdis Vancovičs
Tele2 Latvia
Chairman of the board and chief executive officer
13th of July, 2016
16:00 – 16:45

1. To what extent, in your opinion, each of the below stated organizational culture dimensions characterize your company in a scale from 1 (not at all) to 5 (very much)?
Dimension
Stability, low level of conflict, and employment security
Performance and goal orientation, high level
of organization
Good pay and recognition for good performance, possibilities for growth
Innovation, risk taking and individual responsibility
People orientation and collaboration
Social responsibility, clear guiding philosophy, good reputation
Emphasis on competition and quality
2.

Evaluation
2
5
4 - This dimension includes many relatively
different things.
5
5
3
5

Which of the above mentioned cultural dimensions, in your opinion, are practically the
most important for reaching goals of your organization?
Performance orientation, innovation and supportiveness.

3.

Do you think that organizational culture in your company is effective and fostering
achievement of the organizational goals?
Yes. It is effective for achieving the business goals and competitiveness.

4.

To what extent, in your opinion, founders and managers within an organization can affect the organizational culture (the way in which their employees make decisions and
behave)? To what extent and by what methods do you affect culture in your organization?
According to the theory, culture is to a large extent dependent on managers. Top man-

agement determines the tone, priorities and how words match the actions. Managers define
the culture not as much through words, as through their behavior and actions.
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5.

Is work engagement important for your organization?
Work engagement is very important. Engagement means that employees believe in what

the organization does and invest themselves in it. When being at work, engaged employees
are focused on work. They focus on other things outside working hours. Therefore work engagement is much more important that the number of hours spent at work.
6.

Please evaluate each of the below stated work engagement dimensions within your organization in a scale from 1 (very low) to 5 (very high):

Dimension
Physical engagement – physical energy invested in task performances
Emotional engagement – enthusiasm, inspiration, meaningfulness
Cognitive engagement – focusing on work
7.

Evaluation
3 - Physical dimension of work engagement
is not that much applicable to ICT organizations.
5
4

What is your estimation of proportion (%) of your employees that regularly feel engaged at work?
Tele2 does a semi-annual work engagement survey among their employees. Tele2 Lat-

via has one of the best engagement scores among the whole Tele2 group. More than 65% of
employees are either engaged or very engaged.
8.

What do you think are the factors that affect work engagement? To what extent it can be
affected by managers and to what extent by other factors?
Communication - employees need to know the organizational goals and priorities. Cele-

bration - achievements and those involved in reaching certain goals need to be noticed. Involvement - employees need to be involved in decision making, when possible. They should
also be allowed to freely share their thoughts and ideas, in order to feel that they also can have
an impact on things.
9.

Which organizational culture dimensions might have the biggest impact on work engagement?
Performance orientation.

10.

What are your comments in regards to the below mentioned recommendations?
a. During recruitment process managers should pay attention to potential candidates’
personality characteristics. Personality characteristics that foster engagement are
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self-confidence, optimism, and proactivity. Such characteristics as low self-esteem
and insecurity have negative impact on engagement. Additionally, organizations
should pay attention to candidates’ personal values and the fit between their fit
with the organizational values.
Values mentioned here are very universal. However, there are many introverted people
in the ICT sector, who can very well work with tasks that require long term focus and focus
on details. During work interviews they might be seemingly quiet and nervous. As a result,
the first recommendation might potentially leave such very useful people outside the organization.
b. In order to foster organizational culture dimension “innovation”, managers should
encourage the use of innovative solutions among their employees. One of the ways
to foster innovation is through regular innovation seminars, where employees are
invited to share their ideas. Another way to foster innovation is to create a limited
resource (time, budget, etc.) conditions for a certain period of time.
Tele2 promotes innovation through organizing the so called "Hack days", where employees can apply individually or in teams and dedicate the whole day to invent something
(electronic/mechanic gadgets or software, etc.). Afterwards the most interesting invention gets
rewarded.
c. In order to foster organizational culture dimension “performance orientation”,
managers are recommended to improve the level of organization, by using Agile
methodology.
Performance orientation by default requires the best working methods.
d. In order to foster organizational culture dimension “social responsibility and clear
guiding philosophy”, managers are recommended to define and communicate clear
philosophical guidelines. Managers should also perform regular review of the cultural values, and involve employees in the process. In addition, managers are recommended to communicate to their employees, how these guidelines affect their
own decisions.
This dimension should better be called "system of values", as social responsibility includes different things.
11.

How useful in your opinion it is to study organizational culture and work engagement?
This topic is very interesting. Currently it is very timely among international companies,

but it will soon come to Latvia as well.
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Appendix 23
Interview summary – Juris Binde
Respondent
Organization
Position
Interview date
Interview time

Juris Binde
Latvijas Mobilais Telefons
President and chairman of the board
18th of July, 2016
09:00 – 09:45

1. To what extent, in your opinion, each of the below stated organizational culture dimensions characterize your company in a scale from 1 (not at all) to 5 (very much)?
Dimension
Stability, low level of conflict, and employment security
Performance and goal orientation, high level
of organization
Good pay and recognition for good performance, possibilities for growth
Innovation, risk taking and individual responsibility
People orientation and collaboration
Social responsibility, clear guiding philosophy, good reputation
Emphasis on competition and quality
2.

Evaluation
5
5
5
5
5
5
5

Which of the above mentioned cultural dimensions, in your opinion, are practically the
most important for reaching goals of your organization?
Culture is a set of values and it is difficult to emphasize any specific dimension. Some

of these dimensions are to some extent opposite - for example stability and competitiveness.
In telecommunications business we can speak about multiple layers - the base layer (business
as usual), which requires stability 24/7, and the competition layer, which requires competitiveness and innovations. Therefore, it is not possible to identify 1 or 2 most important dimensions.
3.

Do you think that organizational culture in your company is effective and fostering
achievement of the organizational goals?
Yes. The basic principle in the culture of LMT is excellence - to perform any task as

good as possible. The goals always need to be slightly higher than we know we can achieve.
4.

To what extent, in your opinion, founders and managers within an organization can affect the organizational culture (the way in which their employees make decisions and
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behave)? To what extent and by what methods do you affect culture in your organization?
Managers can and should affect organizational culture through personal example. For
example, when a company faces financial difficulties, management should demonstrate with
their decisions and behavior that they are part of the team and everyone in the organization is
in the same ship. Even more - captain is the last one to leave a sinking ship.
5.

Comments on research results regarding organizational culture in the ICT sector in
Latvia:
Low score for emphasis on rewards dimension is rather surprising.

6.

Is work engagement important for your organization?
It is important that employees feel as a part of the organization, as every role within an

organization is very important. Employees need to feel personally responsible for continuous
quality of the service that the company provides.
7.

Please evaluate each of the below stated work engagement dimensions within your organization in a scale from 1 (very low) to 5 (very high):

Dimension
Physical engagement – physical energy invested in task performances
Emotional engagement – enthusiasm, inspiration, meaningfulness
Cognitive engagement – focusing on work
8.

Evaluation
4 - Physical dimension of work engagement
is not that much applicable to ICT organizations.
5
5

What is your estimation of proportion (%) of your employees that regularly feel engaged at work?
LMT performs engagement survey within the organization (TRIM methodology). More

than 50% of their employees are highly engaged, slightly more than 10% are disengaged (critiques), and the remaining approximately 40% are neither engaged nor disengaged. The goal
is not to only have the highly engaged enthusiastic supporters, as some opposition is always
necessary.

216

9.

What do you think are the factors that affect work engagement? To what extent it can be
affected by managers and to what extent by other factors?
Employees need to feel welcome to take the initiative and leadership. People need to

feel safe to take risks, make mistakes and talk about their mistakes.
10. Comments on research results regarding work engagement in the ICT sector in Latvia:
Emotional and cognitive dimensions of work engagement might overlap. In the innovation process, the role of emotional dimension might even be more important than the cognitive dimension.
11.

Which organizational culture dimensions might have the biggest impact on work engagement?
Innovation (individual responsibility), performance orientation, supportiveness, and

competitiveness.
12.

What are your comments in regards to the below mentioned recommendations?
a. During recruitment process managers should pay attention to potential candidates’
personality characteristics. Personality characteristics that foster engagement are
self-confidence, optimism, and proactivity. Such characteristics as low self-esteem
and insecurity have negative impact on engagement. Additionally, organizations
should pay attention to candidates’ personal values and the fit between their fit
with the organizational values.
There are many routine jobs, where overly active personality can even be harmful. Peo-

ple with low self-efficacy and high neuroticism maybe are not suitable for management positions, but they might be very useful in other jobs within ICT organizations. Such people can
focus for extended periods of time, which many others can not. Therefore, they are very valuable for the ICT organizations.
b. In order to foster organizational culture dimension “innovation”, managers should
encourage the use of innovative solutions among their employees. One of the ways
to foster innovation is through regular innovation seminars, where employees are
invited to share their ideas. Another way to foster innovation is to create a limited
resource (time, budget, etc.) conditions for a certain period of time.
Time limitation is a good recommendation. It helps mobilizing resources to achieve the
goal. Innovation seminars maybe are less applicable to Latvian mentality. Therefore, it is
more important to create an environment, where such discussions about improvements and
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innovations can happen at any time. In addition, there must be a system, how these new ideas
are documented in order to no lose them. The best ideas don't always come when we are sitting at a desk and trying to generate them. Best innovations often are a result of looking at
things from an outside perspective and discussions with others. Therefore, many inventions
are a result of an overlap of different scientific and technological areas. The more people with
different competences are involved in the creative process, the better the results. One of the
innovation methods is empathy - to imagine oneself as the particular thing or process (what
would I do, how would I work?). Another method is inversion - to look at a particular problem from the opposite direction.
c. In order to foster organizational culture dimension “social responsibility and clear
guiding philosophy”, managers are recommended to define and communicate clear
philosophical guidelines. Managers should also perform regular review of the cultural values, and involve employees in the process. In addition, managers are recommended to communicate to their employees, how these guidelines affect their
own decisions.
Top management of the company need to define the goals and guiding philosophy.
Managers should also demonstrate the goals and participate in the processes through personal
example. At the same time, it is important to not interfere when it is not necessary.
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Appendix 24
Interview summary – Ingrīda Rone
Respondent
Organization
Position
Interview date
Interview time

Ingrīda Rone
Lattelecom
Member of management board and personnel management director
20th of July, 2016
09:00 – 09:45

1. To what extent, in your opinion, each of the below stated organizational culture dimensions characterize your company in a scale from 1 (not at all) to 5 (very much)?
Dimension

Stability, low level of conflict, and employment security

Evaluation
3 - This dimension is highly valued by the
potential employees during job interviews.
However, due to frequent changes in ownership and management of the organization,
the existing employees do not feel that stable, even if these changes have no impact on
their daily work.

Performance and goal orientation, high level
5
of organization
4 - Fairness and opportunities for professional development can be rated quite high.
However, high rewards for good performance are rated lower. This is related to the
fact that the company needs multiple specialists of the same kind. In smaller companies, where only one expert of a kind is required, salaries are usually higher. This is
Good pay and recognition for good perforsort of a dilemma for Lattelecom, as many
mance, possibilities for growth
employees use the company as a development platform. After a while, when employees feel that they have gained the necessary
experience, they move on to other companies. Ingrīda Rone sees it as sort of a social
responsibility role - setting the quality
standards for ICT services, customer service, etc.
2 / 3 - As a relatively large organization,
Innovation, risk taking and individual reLattelecom is much slower than many other
sponsibility
companies operating in the ICT sector in
Latvia.
3 - Annual employee surveys show that
People orientation and collaboration
supportiveness within the company still
requires some improvements.
Social responsibility, clear guiding philoso5
phy, good reputation
Emphasis on competition and quality
5
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2.

Which of the above mentioned cultural dimensions, in your opinion, are practically the
most important for reaching goals of your organization?
Innovation - Lattelecom is currently implementing a self-development culture, which

contributes to people development in many different ways.
3.

Do you think that organizational culture in your company is effective and fostering
achievement of the organizational goals?
Yes.

4.

To what extent, in your opinion, founders and managers within an organization can affect the organizational culture (the way in which their employees make decisions and
behave)? To what extent and by what methods do you affect culture in your organization?
Managers can impact the organizational culture to a very large extent. One such exam-

ple is the activity based workplace initiative, which Lattelecom implemented in two floors of
their office. Currently 3 out of 6 board members with their teams are located in this area. As a
result, employees feel more comfortable and satisfied. It also tears down the status borders
between board members and other employees, as everybody is sitting in the same office on a
similar chair, and at a similar desk. This also contributes to collaboration and equality.
5.

Comments on research results regarding organizational culture in the ICT sector in
Latvia:
Salaries in ICT sector are significantly higher that other sectors in Latvia. However,

they still feel underappreciated. This might be related to the workforce deficit, which leads to
feeling that employees can always ask for more. Emphasis on performance orientation might
be related to post-crisis situation, which required employees to be more productive.
6.

Is work engagement important for your organization?
Work engagement is measured at Lattelecom, by using the TRIM engagement index.

The level of engagement was included in the goals for top management.
7.

What is your estimation of proportion (%) of your employees that regularly feel engaged at work?
Highly engaged - 30%;
Engaged - 40%;
Disengaged "dead wood" - 30%.
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8.

What do you think are the factors that affect work engagement? To what extent it can be
affected by managers and to what extent by other factors?
First, managers need to be engaged themselves to set the example. In addition, manag-

ers need to create an environment for engagement, where employees can engage themselves
instead of waiting to get engaged. Engagement is the responsibility of direct managers and
employees instead of the HR department.
9.

Comments on research results regarding work engagement in the ICT sector in Latvia:
According to TRIM index by TNS (including multiple companies) only 20-30% of em-

ployees are highly engaged. According to the best practice, engaged and highly engaged employees together should make 60% of the organization.
10.

What are your comments in regards to the below mentioned recommendations?
a. During recruitment process managers should pay attention to potential candidates’
personality characteristics. Personality characteristics that foster engagement are
self-confidence, optimism, and proactivity. Such characteristics as low self-esteem
and insecurity have negative impact on engagement. Additionally, organizations
should pay attention to candidates’ personal values and the fit between their fit
with the organizational values.
Managers often feel it challenging to find the balance between personality, competences

and the salary that the organization is able to offer. Salary and work environment are very
important elements of recruitment process.
b. In order to foster organizational culture dimension “innovation”, managers should
encourage the use of innovative solutions among their employees. One of the ways
to foster innovation is through regular innovation seminars, where employees are
invited to share their ideas. Another way to foster innovation is to create a limited
resource (time, budget, etc.) conditions for a certain period of time.
In regards to limited resources, this is a good recommendation. In addition to time dimension, human resource and budget dimension works very well too. Lattelecom has implemented the "internal champion" program, which includes involvement of experts, who contribute to implementation of different employee ideas. Employees devote 1 day per week to
work on their ideas. Since November 2015 out of 30 ideas initially, after six months there
were 11 remaining ideas. In cooperation with SEB bank a common event was organized,
where the bank employees came to present their ideas. Currently there are 5 ideas that have
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reached the implementation stage, which also includes investments. Lattelecom also participates in a EU program, which is focused on supporting internal and external start-up companies. All the people from that program will be located at Lattelecom office, which will also
have an impact on the organization in general. Self-development program - co-financed seminars about topics that employees are interested in. Organizing different common activities.
This contributes to supportiveness, as a result of which people also generate ideas and solutions, when coming together for these activities. This creates an environment, which contributes to innovation, instead of organizing specific events where innovation is supposed to happen.
c. In order to foster organizational culture dimension “performance orientation”,
managers are recommended to improve the level of organization, by using Agile
methodology.
Agile is more relevant for programming related tasks. It might be recommended to use
common documentation and workflow organization tools. It is important that everyone within
the organization uses the same tools instead of each employee or department using their own.
These tools can be included in the IT package offered by the company.
d. In order to foster organizational culture dimension “social responsibility and clear
guiding philosophy”, managers are recommended to define and communicate clear
philosophical guidelines. Managers should also perform regular review of the cultural values, and involve employees in the process. In addition, managers are recommended to communicate to their employees, how these guidelines affect their
own decisions.
Organizational culture values are reviewed by the top management every 3 years at Lattelecom. During major organizational changes, employees are involved. Instead of explaining
values, Lattelecom management describes case studies, where different success and failure
cases are analysed. The case studies also explain why a certain behavior is supported or not
within the organization.
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