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A world of opportunity: A
top-down influence of
emotional intelligence-related
contextual factors on employee
engagement and exhaustion

Zehavit Levitatsl?*, Zorana lvcevic?* and Marc Brackett?

!Department of Political Studies, Bar-Ilan University, Ramat Gan, Israel, ?Yale Center for Emotional
Intelligence, Yale University, New Haven, CT, United States

Despite continuing interest in the impact of employees’ emotional intelligence
(El) in explaining for their engagement and emotional exhaustion, there are
still large gaps in our understanding of the role played by contextual El-
related factors, such as an El-related organizational culture and supervisors'’
emotionally intelligent behavior (EIB). This two-study research approaches El
from a macro-level perspective, attempting to address three objectives: (1)
to develop and define a theoretical concept of El-supportive organizational
culture, (2) to develop and validate measures of organizations’ El-related
values and practices, and (3) to investigate their top-down effect on
employee engagement and exhaustion, via supervisor El-related behavior.
In the first study, we conceptualize and develop measures of perceived
El-related organizational values and human resource management (HRM)
practices, as separate yet related dimensions of organizations' El-related
culture, and test their validity. In the second study, we build on the job
demands-resources (JD-R) theory and Ability-Motivation-Opportunity (AMO)
framework to develop and test a model of the process links between
perceived El-related values and HRM practices and employee engagement
and exhaustion, using a large sample of employees across industries in the
USA workforce (N = 12,375). In line with our hypotheses, the findings suggest
that El-supportive HRM practices have a top-down effect on employee
engagement and exhaustion via supervisor EIB, whereas low regard for
emotions values has a top-down effect on employee exhaustion via supervisor
emotional misbehavior. Results are discussed in the context of the JD-R
theory, AMO framework, and the El literature.

organizational culture, emotional intelligence (El), values, HRM practices, employee
engagement, exhaustion, job demands-resources (JDR) model
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Introduction

Much research on employee engagement and emotional
exhaustion in workplace settings has focused on individual-
level emotional antecedents of these outcomes (e.g., Brackett
et al, 2010; Miao et al, 2017; Extremera et al, 2018).
Employee emotional intelligence (EI)-the ability to perceive,
use, understand, and manage emotions (Mayer et al., 2016), has
been concluded to have a positive effect on engagement (Levitats
et al,, 2019) and a negative effect on the various dimensions
of burnout, including exhaustion (e.g., Mérida-Lopez and
Extremera, 2017; Extremera et al,, 2018). Moreover, emerging
research on the role of supervisor EI in employee outcomes (e.g.,
Miao et al,, 2018; Ivcevic et al., 2020) has extended to employee
engagement (Levitats et al,, 2019), suggesting that supervisor EI
acts as a job resource when high and as a demand, when low.

While research focusing on individual-level (employee;
supervisor) EI has enriched our understanding of the emergence
of engagement and exhaustion; it has de-contextualized these
relationships from their organizational setting, downplaying
the influence of macro-level El-related variables, such as
organizations’ El-related culture. We contend that a more
contextualized assessment of the El-related drivers of employee
engagement and exhaustion is necessary to further our
academic exploration into the El-related sources of employee
engagement and exhaustion. More specifically, there is a
need to highlight the top-down influence of perceived EI-
related values and practices, on employee wellbeing and
supervisor behavior. Such a top-down approach will enable
us to explore the extent to which supervisor emotionally
intelligent (mis)behavior is shaped by the organization’s EI-
related culture, and whether it mediates the relationship
between El-related values and practice and employee
engagement and exhaustion.

The lack of relevant contextual El-related research on the
antecedents of engagement and exhaustion, may, in part, be
attributed to the absence of suitable measures of El-related
values and practices. Thus, we address the above gaps using
a two-study approach. In the first study, we develop measures
of El-related values and human resource management (HRM)
practices and test their validity. In the second study, we draw
on the job demands-resources (JD-R) framework (Schaufeli and
Bakker, 2004; Bakker, 2011; Bakker and Demerouti, 2017), to
develop and test a model of the process links between EI-
related values and HRM practices and employee engagement
and exhaustion, via supervisor behavior, and specifically the
extent to which it emotionally intelligent.

Our work is inspired by previous calls in the HRM literature
for more contextual work on engagement, (Paauwe, 2009); as
well as the pioneering work of Jenkins and Delbridge (2013),
who explored how contextual features of an organization, such
as values and HRM practices, influence management’s ability to
promote an internal context which was conducive to the delivery
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of engagement. We further draw on the Ability-Motivation-
Opportunity framework (AMO) (Sterling and Boxall, 2013) to
propose that an organization’s EI-supportive culture provides
the opportunity (i.e., facilitating conditions) for its supervisors
and other members to behave in an emotionally intelligent
manner. Thus, we extend this contextual approach by examining
the indirect influence of perceived El-related values and HRM
practices on employees’ engagement and exhaustion, via their
supervisor’s El-related behavior. By doing so, we aim to make
a theoretical and practical contribution to the organizational
culture, EI, engagement, and exhaustion literature.

Engagement, exhaustion, and the job
demand-resources model

Work engagement is “a positive, fulfilling, work-related
state of mind that is characterized by vigor, dedication, and
absorption” (Schaufeli et al., 2002; p. 72). Engaged employees
are characterized by: (1) high energy, a willingness to invest
effort in work, and persist in the face of difficulties; (2) a sense
of significance, enthusiasm, and pride in one’s work; and (3) a
state of full concentration in one’s work (Schaufeli and Bakker,
2004). As such, engagement is a positive indicator of employee
wellbeing (Schaufeli and Bakker, 2004) and has been empirically
demonstrated to be positively associated with high levels of
performance, citizenship behavior, and individual wellbeing
(Christian et al., 2011; Hakanen and Schaufeli, 2012).

Exhaustion, on the contrary, is the energetic component
of burnout-a negative indicator of employee wellbeing.
Exhaustion entails feeling of strain, resulting from being
depleted of emotional and physical resources (Maslach and
Leiter, 2008). While there are varying views on the theoretical
compositions of burnout (e.g., Malach-Pines, 2005; Schaufeli
and Taris, 2005; Shirom and Melamed, 2006), the construct is
most often operationalized as exhaustion, which is viewed as its
core element (Toppinen-Tanner et al., 2002; Schaufeli, 2021).
As such, this article focuses on the exhaustion component of
burnout.

Engagement and exhaustion are often studied using the
JD-R model (meta-analyses and reviews: Halbesleben, 20105
Alarcon, 2011; Christian et al.,, 2011; Lesener et al., 2018).
The model was first introduced in the study of burnout (see
Demerouti et al., 2001; Bakker et al., 2004), and later extended
to work engagement (see Schaufeli and Bakker, 2004; Balker
and Demerouti, 2008). It classifies work characteristics to job
demands and resources (Bakker and Demerouti, 2017). Job
demands are physical, psychological, social, or organizational
aspects of the job that require sustained physical and/or
psychological effort and are associated with physiological and/or
psychological costs (Demerouti et al., 2001). High job demands
evoke a health impairment process, depleting employees from
energy, and leading to constant overburdening and exhaustion
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(Bakker and Demerouti, 2017). Job resources, in contrary,
facilitate achieving work goals, reduce job demands and their
costs, and stimulate growth and learning (Bakker, 2011). They
evoke a motivational process, promoting work engagement, and
buffering the harmful impact of job demands (Bakker, 2015;
Bakker and Demerouti, 2017; Van Wingerden et al., 2017).

Despite their differences, both resources and demands
exist at various levels, including the individual level (i.e.,
personal resources and demands, such as one’s own high or
low EI respectively), social relations (e.g., supervisor support,
team climate), organization of work level (e.g., role clarity,
participation in decision making), task level (e.g., autonomy,
feedback), and organizational level (e.g,, HRM practices,
organizational values) (Bakker et al., 2004).

Emotional intelligence-related
organizational culture—Values and
practices

Organizational culture is a contextual-level variable that
has long been recognized as affecting employees’ attitudes and
behavior (Ashkanasy et al., 2000; Aarons and Sawitzky, 2006;
Tsai, 2011) as well as organizational effectiveness [see meta-
analyses by Hartnell et al. (2019)]. It is a layered construct
consisting of deeply held values that translate into normative
expectations and behavior (i.e., practices) (Detert et al.,, 2000;
Ployhart et al., 2014). As Trice and Beyer (1984) put it: “Culture
has two basic components: (1) its substance, or the networks of
meanings contained in its ideologies, norms, and values and (2)
its forms, or the practices whereby these meanings are expressed,
affirmed and communicated to members” (p. 654).

Ashkanasy (2003a,b) multi-level theory of emotions in
organizations stresses that organizational culture is deeply and
reciprocally related to organizational members’ emotional views
and states. He maintains that just as organizational members’
EI has a bottom-up effect on the organization’s culture and
climate, organizational culture has top-down implications for
individuals’ emotions and behavior. Building on this model
and more recent work on emotions in the workplace (e.g.,
Ashkanasy and Dorris, 2017; Ashkanasy et al, 2017) and
Giorgi’s (2013) proposed model of organizational EI, we
propose that a comprehensive framework for understanding
the role of EI in organizations should encompass both micro-
level individual differences in EI and macro-level dimensions
of organizational behavior, such as the presence of an EI-
supportive organizational culture.

We use the term EI-supportive organizational culture to
refer to the values and practices that signal the importance and
instrumentality of emotion-related insights and emotionally
intelligent behavior (EIB) within ones work setting. Our
proposed construct builds on existing work about the
interaction between emotions and organizational culture.
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For example, Barsade and Gibson (2007) used the term
“affective culture” to suggest that organizations have a unique
shared normative system, which shapes the way in which
employees express emotions. However, our concept of an EI-
supportive organizational culture differs from their approach.
Whereas affective culture refers to rules prescribing the
appropriateness or inappropriateness of displaying certain
emotional expressions in the organization (Barsade et al,
2003; Barsade and Gibson, 2007), the proposed concept of
El-supportive culture refers to a broader normative system,
which does not prescribe which emotional expressions
are appropriate, but rather embodies the norm about the
importance of emotion-related insights and the instrumentality
of EIB at work.

We propose that organizations characterized by an EI-
supportive culture view EI as an important asset, encouraging
members to behave in an emotionally intelligent manner.
Like other forms of culture, an organization’s EI-supportive
organizational culture is likely to shape its members’ behavior
via its two main components-values and practices. Values, the
invisible part of culture (Quinn and Rohrbaugh, 1983), serve
as a built-in normative guide for individuals’ behavior (Roccas
and Sagiv, 2017; Jachimowicz et al,, 2018), independent of the
effect of rewards and punishments as consequences of their
actions. Practices are observable behaviors and procedures that
are aligned with the organization’s values (Hofstede, 1998).
They, too, act as determinants of human behavior, as they
signal the instrumentality of behavioral patterns within the
organization (Saced et al, 2019). We explore the meaning
of an El-supportive organizational culture by defining and
conceptualizing its components as EI-supportive organizational
values and practices.

Emotional intelligence-supportive
organizational values

Organizational values refer to the general principles that
a social group or organization believes are valuable for its
objectives and collective welfare. They guide organizational
members in their selection or evaluation of behaviors (Bourne
and Jenkins, 2013). Regarded as the foundational component
of organizational culture, organizational values have long been
acknowledged as the normative guide for members’ behavior
(e.g., Etzioni, 1961; Fishbein and Ajzen, 1975; Wiener and Vardi,
1990). For example, as early as 1975, the Theory of Planned
Behavior (Fishbein and Ajzen, 1975) maintained that individual
behavior in organizations should be understood, in part, by
considering the internalized normative pressures that arise from
the organizations’ values. Since Fishbein and Ajzen’s (1975)
seminal work, empirical studies have supported this assumption,
providing evidence that organizational culture, and values, in
particular, act as a determinant of members’ behavior (e.g.,
Ye, 2012; Al-Musadieq et al,, 2018). Moreover, the person-
organization fit literature has demonstrated that in choosing
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potential employees, organizations test for a correspondence
between the candidates’ values and those of the organization
(Chatman, 1991; O’Reilly et al., 1991; Kristof-Brown, 2000;
Roulin and Krings, 2020).

Emotional intelligence-supportive organizational values
convey the importance of emotion-related insights as
instrumental. As such, they encourage members to behave
in a manner that supports their own emotional wellbeing and
that of others by exercising their EI ability to perceive, use,
understand, and regulate their emotions. Members of such
organizations are likely to be concerned about their own and
others’ emotions, including an awareness of the causes and
consequences of emotions, the role of emotions in decision-
making, and how effective emotion regulation aids in building
and maintaining positive interpersonal interactions. At the
other end of the continuum are organizations that implicitly
and explicitly expect their members to leave their emotions at
the door. Members are encouraged to refrain from expressing
emotions at work and to make decisions irrespective of their
affective implications for colleagues and subordinates. We refer
to the values they uphold as “low regard for emotions” values.

The studies on values in the workplace distinguish among
four forms of organizational values: attributed (i.e., enacted),
espoused, shared, and aspirational (Bourne and Jenkins, 2013).
Of them, we attempt to assess the organization’s enacted
values, since values are significant to the extent that they
may help predict people’s actions, behaviors, and expectations
(Maierhofer et al., 2003). Enacted values, unlike the other three
forms, may help predict members’ expectations and behaviors
for several reasons. First, they reflect the organization’s pattern
of past decisions, indicating to employees how to do their
jobs (Bourne and Jenkins, 2013; Craft, 2018; Fotaki et al.,
2020). Moreover, they are considered to be durable and
enduring as they are gradually integrated and strengthened
through organizational practices (Bourne et al.,, 2017). Finally,
enacted values determine the selection of organizational goals,
consequently influencing the criteria that shape decision-
making (Liedtka, 1989). Thus, EI-supportive enacted values may
best reflect the collective structure that guides organizational
members’ daily decisions and behaviors.

Emotional intelligence-supportive
organizational practices

For values to be manifested, they are often embedded in
organizational life via the organization’s practices. Of many
forms of organizational practices, such as local management
practices and informal social practices (Rousseau and Greller,
1994), formal HRM practices have a vital role in creating and
perpetuating organizational culture (Ferndandez et al., 2003;
Marks and Mirvis, 2011; Harrison and Bazzy, 2017). HRM
practices are designed to facilitate and support the recruitment,
selection, training, and management of employees (Wood and
Wall, 2002). They are the primary means by which organizations
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influence and shape their members skills, attitudes, and
behavior (Chen and Huang, 2009; Kehoe and Wright, 2013),
thereby enforcing the organization’s values.

We conceptualize EI-supportive HRM practices as a
component of an El-supportive organizational culture, which
convey the importance of emotions and EIB. In line with
Dyer and Holder’s (1988) four-part typology of HRM, we
define them as covering: (1) recruitment and selection practices
(i.e., screening techniques and tools to assess candidates’ EI-
related orientation), (2) performance management (ie., EI-
related employee appraisal and feedback mechanisms), (3)
compensation and rewards practices (i.e., monetary and non-
monetary rewards that are contingent on El-related criteria),
and (4) training and development practices (i.e., tools aimed at
assessing and enhancing members’ emotional wellbeing).

Human resource management practices direct employees’
behavior toward organizational goals (Sun et al., 2007; Takeuchi
et al,, 2007). We build on this notion to propose that EI-
supportive HRM practices will shape organizational members’
behavior. More specifically, we maintain that EI-supportive
HRM practices encourage EIB within the organization by
signaling the instrumentality of such behavior to candidates
and organizational members. For example, it may be argued
that once El-supportive selection and recruitment practices are
implemented, interviewers will consciously assess and accept
candidates based on how effectively they can perceive, use,
understand, and regulate emotions. Similarly, EI-supportive
performance appraisal will incline managers and human
resource professionals to consider members’ EIB as a desirable
criterion when making promotion and compensation decisions.
Finally, EI-supportive training and development practices will
entail initiatives intended to assess and enhance members’ ability
to perceive, understand, utilize, and manage emotions.

Emotional intelligence-related values
and practices and employee
engagement and exhaustion

The values and practices through which organizations’
culture is manifested create an internal environment. As such,
they may act as job demands or resources, impacting employees’
outcomes (Lopez-Martin and Topa, 2019). Organizations’ EI-
supportive HRM practices are likely to act as job resources,
as they create organizational aspects of the job that encourage
learning and development. Namely, they promote employees’
authentic expression of positive and negative emotions;
encourage investment in the development of members
emotional abilities; reward members for their EIB and
provide them with emotional support. Hence, they may
stimulate an “upward spiral” (i.e., accumulation of job and
personal resources; Salanova et al., 2006), enhancing employee
engagement and buffering exhaustion.
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By contrast, low regard for emotions values entails job
demands. Organizations that adhere to low regard for emotions
values are likely to show little to no concern for employees’
emotions. Their members may be expected to refrain from
sharing and expressing emotions at work and may not be likely
to receive emotional support when confronted with challenges.
Hence, it is reasonable that they will experience a depletion
of resources and consequently show high exhaustion and low
engagement (Bakker and Demerouti, 2017). Considering the
above, we hypothesize that:

Hla: Emotional intelligence-supportive HRM practices
positively relate to employee engagement.

H1b: Emotional intelligence-supportive HRM practices
negatively relate to employee exhaustion.

Hlc: Low regard for emotions values positively relate to
employee exhaustion.

H1d: Low regard for emotions values negatively relate to
employee engagement.

Supervisor emotionally intelligent
(mis)behavior as a job resource
(demand) predicting employee
engagement and exhaustion

Supervisors’ El-related behavior may be classified as EIB
or emotional misbehavior, depending on the degree to which
supervisors successfully exercise the following EI abilities at
work: (1) perceiving emotion: accurately identifying emotions
in oneself, others, and in the environment, (2) using emotion
to facilitate thought: generating or employing emotions to help
thinking and or assist in problem-solving, (3) understanding
emotions: understanding the causes and consequences of
emotions, and (4) managing emotions: regulating emotions in
oneself and others to achieve desired outcomes by generating
and evaluating strategies to influence the course of emotions
(Mayer and Salovey, 1997; Mayer et al., 2016).

The EI literature has provided evidence that just as employee
EI acts as a personal resource (e.g., Levitats et al, 2019),
supervisors’ EIB functions as a job resource (e.g., Ivcevic et al,,
2020). Supervisors who exercise high EI abilities contribute to
the development of shared goals (George, 2000), and create
conditions and opportunities for employees to grow, develop
new skills, be promoted, and advance in their careers (Ivcevic
et al,, 2020). Namely, their ability to perceive and understand
emotions and recognize problems and successes may aid them
guide employees toward growth opportunities. Moreover, their
competence at regulating their own and others’ emotions is
likely to help them create the necessary conditions for their
subordinates to persist in face of challenges. Acting as a
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job resource, supervisors EIB is likely to predict employees’
engagement and to be negatively associated with exhaustion.
Supervisor emotional misbehavior fails to form a
constructive and emotionally enabling work site. Such managers
are likely to show little to no concern for their subordinates’
and colleagues’ emotional experience. Instead, they manifest
emotional harshness (e.g., berate employees publicly, disregards
employees’ emotions) and refrain from regulating their own
and others’ emotions (e.g., take out their bad moods on others).
By doing so, they become a job demand, creating a downward
spiral of additional demands, draining employees’ emotional

resources. Thus, we hypothesize that:

H2a:  Supervisors  EIB  positively  relates  to
employee engagement.
H2b:  Supervisors  EIB  negatively relates to

employee exhaustion.
H2c: Supervisors’ emotional misbehavior positively relate to
employee exhaustion.
H2d: Supervisors’ emotional misbehavior negatively relates

to employee engagement.

Supervisor’'s behavior as a mediator
between emotional
intelligence-related organizational
culture and employee engagement
and exhaustion

Supervisors’ behavior may be expected to be largely
shaped by the contextual constraints or opportunities created
by the organization’s El-related culture. We draw on the
AMO framework (Sterling and Boxall, 2013) to propose that
organizational members’ EIB is a product of an interaction
between (1) their EI ability (Mayer et al, 2016); (2) their
intrinsic motivation to exercise their EI ability, and (3) the
opportunity (i.e., extrinsic motivation) created by contextual
factors, namely El-supportive values and HRM practices.
Referring to the “opportunity” pillar, we build on previous
research on the impact of organizations in shaping employee
emotion expression (e.g., O'Neill and Rothbard, 2017), to
suggest that the organization’s EI-related culture influences its
members’ capacity to respond to emotion-laden situations at
work in an emotionally intelligent manner.

Following the above rationale, we assume that an EI-
supportive organizational culture creates the contextual support
(i.e., opportunity) for supervisors EIB. As members realize
that the organization recognizes, acknowledges, rewards, and
supports certain behaviors, they learn of their importance and
instrumentality (FHuy, 1999), increasing members’ motivation
for such behaviors. Thus, EI-supportive HRM practices may be
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likely to increase supervisors’ (as well as employees’) motivation
and likelihood to behave in an emotionally intelligent manner.
Low regard for emotions values, in contrast, signal to members
that they should disregard emotions. In such an emotions-
dismissive work setting, even knowledgeable, EI-skilled, and
intrinsically motivated supervisors may be discouraged to
behave in an emotionally intelligent manner. Instead, they will
be likely to show emotional misbehavior. Thus, we propose that:

H3a: Emotional intelligence-supportive HRM practices
predict supervisor EIB.
H3b: Low regard for emotions values predict supervisor

emotional misbehavior.

We build upon the rational leading up to H2a-H3b to
further hypothesize that:

H4a: Supervisor EIB mediates the relationship between EI-
supportive HRM practices and employee engagement.

H4b: Supervisor EIB mediates the relationship between EI-
supportive HRM practices and employee exhaustion.

H4c: Supervisor emotional misbehavior mediates the
relationship between low regard for emotions values and
employee exhaustion.

H4d: Supervisor emotional misbehavior mediates the

relationship between low regard for emotions values and

employee engagement.

The above stated hypotheses and research model are detailed
in Figure 1.

Study 1

The purpose of the first study was to develop and test the
psychometric properties of scales assessing EI-related values and
practices. We followed a series of qualitative and quantitative
phases, to create and validate the scales. Through four phases,
we deductively generated a pool of items, conducted exploratory
factor analysis to determine if the items adequately captured the
two factors, ran confirmatory factor analysis (CFA), and tested
for predictive validity.

Materials and methods

Phase 1: Deductive item generation

Drawing from Hinkin’s (1998) deductive approach to item
generation, our first goal was to conceptualize El-related values
and HRM practices and to generate corresponding items. First,
we defined each construct and generated items by reviewing
the literature on organizational values, HRM practices, and EI.
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The initial item list was reviewed, removing items using the
following criteria: (a) relevance: items that did not closely meet
the construct’s definition; (b) redundancy: similar items were
deleted or combined; (c) clarity; and (d) length: to minimize
participant burden, shorter items were preferred.

At the end of this process, the list consisted of 10
items intended to measure perceived El-related values and
practices. We used self-reports, as they were both appropriate
and necessary. In the case of values, self-report is needed
to assess members’ perceptions of the organization’s enacted
values. As for HRM practices, previous research points to
the importance of employee perceptions of HRM practices
in order to better understand the relationship between HRM
practices and employee outcomes (Bowen and Ostroff, 2004;
Jose, 2012), since employee perceptions of HRM practices
mediate and moderate relationships between an organization’s
HRM practices and employees™ attitudes and behaviors (e.g.,
Liao et al., 2009; Aryee et al., 2012).

Participants and procedure

USA workers were recruited through Qualtrics panels. We
chose to use Qualtrics panels as they provide samples of
workers across industries, thereby increasing the generalizability
of the measure (Aguinis and Lawal, 2012). This decision
was reinforced by literature proposing that large and diverse
samples are recommended for scale development (Clark and
Watson, 1995). The final sample included 1,027 working
adults over the age of 18 who lived in the United States.
About 53.7% of participants were male, 46.5% were managers,
79.4% were White, 10.3% were African American, 1.1% were
American Indian or Alaska Native, 0.5% were Native Hawaiian,
4.4% reported Asian American, 1.9% reported biracial or
multiracial, and 4.2% reported other. The average age was 40.2
(SD =13.99).

To reduce the risk of common method bias, we followed two
recommendations (Conway and Lance, 2010; Podsakoff et al,,
2003, 2012), which may strengthen or weaken relationships
between variables. First, all surveys were anonymous, reducing
pressure to respond in a socially desirable manner. Second, to
ensure that recollection of low regard for emotions values and
El-supportive HRM practices did not influence responses to
constructs used for external validity, their measures were placed
far apart in the survey.

Measures
Emotional intelligence-related values and human
resource management practices

Ten items were developed to measure El-related values and
practices. Of them, seven items were intended to measure EI-
supportive HRM practices, in each of the four domains of HRM
practices (see Dyer and Holder, 1988): recruitment and selection
practices (e.g., “ In hiring interviews, job candidates are asked
how they deal with emotions”), performance management (e.g.,

frontiersin.org


https://doi.org/10.3389/fpsyg.2022.980339
https://www.frontiersin.org/journals/psychology
https://www.frontiersin.org/

Levitats et al.

10.3389/fpsyg.2022.980339

Supervisor Emotionally
Intelligent Behavior

H3a
2a
Hla H2b ‘
El-focused HRM Practices Employee Engagement
Hib H1d ( ‘
[
Disregard for EI Values | Employee Exhaustion
|
Hlc H2d |
H3b e
Supervisor Emotional
Misbehavior
H4c H4d

FIGURE 1

A model of the process links El-related organizational culture and employee engagement and exhaustion.

“In my organization, employees get assessed on how considerate
they are to others”), compensation and rewards (e.g., “My
organization tends to promote people who connect and relate
well with others at work”), and training and development (e.g.,
“My organization runs workshops to help employees deal with
stress”).

In assessing El-related organizational values, we attempted
to reduce response bias by using reverse-scored items (Weijters
and Baumgartner, 2012). Thus, we worded these items to
measure low regard for emotions values rather than EI-
supportive values. We used three items to measure low regard
for emotions values. The items covered two domains: dismissing
the value and importance of emotions at work (e.g., “In my
organization how employees feel matters very little”), and
results-above-all task orientation (e.g., “In my organization it is
more important to get ahead than to get along”).

For each of the 10 items, participants indicated how often it
occurs at work on a scale ranging from 1 (never/almost never)
to 6 (always/almost always).

Organizational commitment

Commitment to the organization was measured via the six-
item version of the affective commitment scale (e.g., I feel a
strong sense of belonging to my organization; I really feel as if
this organization’s problems are my own; Meyer et al,, 1993).
For each of the six items, participants answered “How often does
each of the following happen at your work?” on a seven-point
Likert scale, ranging from 1 (strongly disagree) to 6 (strongly
agree); (0 =0.77).

Engagement

Engagement was assessed using six items on Rich et als
(2010) engagement scale. Sample items are “T exert my full effort
to my job”; “I feel energetic at my job”; and “At work, I focus a
great deal of attention on my job” (o = 0.93).
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Turnover intentions

Turnover intentions were measured using four items asking
participants to describe their job plans, on a seven-point Likert
scale, ranging from 1 (strongly disagree) to 6 (strongly agree).
The items were: “If an opportunity presented itself, I would
pursue another job,” “I have to stay at this job, even though I
would rather leave,” “I am only staying in this job because other
opportunities are hard to find,” and “T am planning to search for
anew job during the next 12 months”; (a = 0.89).

Burnout

Burnout was measured using the 10-item short version of
the burnout measure (BM) (Malach-Pines, 2005). Participants
were asked to indicate how often they experienced various
emotions at work (e.g., Disappointed with people, physically
weak, tired) on a six-point scale, from “never/almost never” to
“always/almost always” (o = 0.96).

Results

Phase 2: Exploratory factor analysis

The main goal of the second phase was to examine the
items’ factor structure. The data were analyzed with IBM
SPSS Statistics 27. The results are presented in Table 1.

We conducted principal axis factoring (PAF) with oblique
rotation using one-half of the split sample. There are theoretical
arguments to assume that an organization’s HRM practices
are related to its values. For example, the concept of person-
organization fit describes that selection practices aim for a
fit between candidates’ values and those of the organization
in which they work (Chatman, 1991; O'Reilly et al, 1991;
Kristof, 1996).

The decision on the number of factors that had to be
retained was based on the examination of the scree plot and
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TABLE 1 Study 1-Exploratory factor analysis for El-related organizational culture items (error number in parentheses).

My organization invests a lot in making people feel good at work. (e1)

My organization tends to promote people who connect and relate well with others at work. (e2)

My organization asks about how employees feel at work (e.g., in surveys). (e3)

My organization runs workshops to help employees deal with stress. (e4)

My organization runs workshops to help employees understand how they can inspire others. (e5)

In hiring interviews, job candidates are asked how they deal with emotions. (¢6)

In my organization, employees get assessed on how considerate they are to others. (e7)

In my organization, how employees feel matters very little. (e8)
In my organization, it is more important to get ahead than to get along. (e9)

My organization requires employees to leave personal life outside the office. (¢10)

Factor
1 2

0.93

0.86

0.85

0.83

0.81

0.78

0.75
0.92
0.77
0.61

Extraction method: Principal component analysis. Rotation method: Oblimin with Kaiser Normalization. Rotation converged in four iterations.

the eigenvalues-greater-than-one rule. We identified two factors
that explained 70.2% of variance. The first factor included seven
items and was interpreted as assessing EI-supportive HRM
practices, while the second factor was interpreted as assessing
low regard for emotions values.

The EI-supportive HRM practices scale demonstrated high
reliability (a = 0.93). The scale mean was 3.49 and items means
ranged from 3.27 to 3.74. The scales variance was 2.01 and most
items captured adequate variance (SD = 1.41). The low regard
for emotions values scale demonstrated acceptable reliability
(a = 0.71). The scale mean was 3.72 and items means ranged
from 3.48 to 3.96. The scales” variance was 1.63 and most items
captured adequate variance (SD = 1.28).

Phase 3: Confirmatory factor analysis

The next goal was to conduct a CFA of the two scales. The
data were analyzed with IBM SPSS Statistics 27 and IBM SPSS
Statistics AMOS 27 (Arbuckle and Wothke, 1999). CFA was
conducted using the second half of our sample. In the CFA,
the items of low regard for emotions values and EI-supportive
HRM practices were modeled as indicators of two related
latent variables. Two error terms were allowed to covary based
on modification indices. All correlations were conceptually
meaningful: el and e2 both refer to relationships between
employees and el and e3 both refer to employees’ wellbeing.
After these modifications, fit for the two-factor model was
adequate: x2/27 = 4.27, p < 0.001, GFI = 0.949, AGFI = 0.912,
NFI = 0.959, TLI = 0.955, CFI = 0.968, RMSEA = 0.079, 90%
CI [0.066, 0.093[. Standardized factor loadings of disregard for
emotions items were acceptable, ranging from 0.58 to 0.79.
Standardized factor loadings of EI-supportive HRM practices
were high, ranging from 0.73 to 0.90.

Phase 4: Predictive validity

To test for predictive validity of the EI-supportive HRM
practices and low regard for emotions values scales, we
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examined whether they predict measures of occupational

wellbeing associated with job resources, and negative
We chose

to include two measures of occupational wellbeing, for

outcomes associated with emotional demands.

which theoretical and empirical relationships with perceived
HRM practices have been demonstrated: commitment to
the organization (e.g., Kooij et al, 2010), and engagement
(e.g., Alfes et al, 2013; Conway et al, 2016). We further
chose to include two negative outcomes often associated
with emotional demands: burnout (Livne and Rashkovits,
2018), and turnover intentions (Van der Heijden et al., 2018;
Bao and Zhong, 2021).

Multivariate linear regressions were used to test predictive
validity of El-supportive HRM practices and low regard
for emotions values using the entire sample, after listwise
deletion. The results are presented in Table 2. The two
predictors explained 34.9% of the variance in commitment
to the organization and 14% of the variance in engagement.
El-supportive HRM practices had a positive and significant
association with commitment to the organization (B = 0.67,
p < 0.001), and engagement (B = 0.36, p < 0.001) after
controlling for low regard for emotions values. Low
regard for emotions values had a negative association with
—0.32, p < 0.001),
and was not associated with engagement after controlling
HRM
practices and low regard for emotions values explained

commitment to the organization (f =

for El-supportive HRM practices. El-supportive
22.7% of the variance in turnover intentions and 12.7%
of the variance in burnout. Low regard for emotions
values had a positive association with turnover intentions
(B = 0.54, p < 0.001), and burnout (B = 0.41, p < 0.001)
after controlling for EI-supportive HRM practices. EI-
supportive HRM practices had a negative association with
turnover intentions (B = —0.19, p < 0.001), and burnout
(B = —0.20, p < 0.001) after controlling for low regard for
emotions values.
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TABLE 2 Study 1-Regression analysis for the relationship between El-supportive HRM practices, low regard for emotions values and the outcome
variables (standardized coefficients).

Positive outcomes Negative outcomes

Organizational commitment Engagement Turnover intentions Burnout
B 95% CI B 95% CI B 95% CI B 95% CI
Low Up Low Up Low Up Low Up
EI-Supportive HRM practices 0.68*** 0.47 0.55 0.36** 025 035 —019"* —023 —0.12 —020%* —026 —0.13
Low regard for emotions Values —0.33%*%* —0.32 —0.23 0.02 —0.04 0.08 0.54*%* 0.49 0.61 0.414%* 0.38 0.52
R? = 0.349%** R? = 0.140%** R? = 0.227% R? = 0.127%

F(2,1024) = 274.72%*

F(2,1024) = 82.93**

F(2,1024) = 150.76***

F(2,1024) = 74.27%**

p < 0.001.

Discussion

Study 1 provided evidence supporting our newly developed
scales assessing EI-supportive HRM practices and low regard for
emotions values: Both EFA and CFA indicate that EI-supportive
HRM practices and low regard for emotions values should be
viewed as two separate yet related scales. The reliability of the EI-
supportive HRM practices scale was high (a = 0.93) and the low
regard for emotions values scale showed acceptable reliability
(a0 =0.71). As expected, EI-supportive HRM practices predicted
commitment to organization and engagement, while low regard
for emotions values scale predicted negative work outcomes (i.e.,
turnover intentions, burnout). These results support the scales’
predictive validity.

The main limitation of Study 1 needs to be pointed
out. Since this is the first study to assess EI-supportive
HRM practices, there was a discrepancy in the number of
items assessing EI-supportive HRM practices and low regard
for emotions values (with more items for EI-supportive
HRM practices). This may affect the precision of assessing
positive and negative HRM practices. Although the measures
predicted outcomes in theoretically meaningful ways, offering
support for their validity, attention should be paid in
future research to developing these measures and testing
what they predict in terms of perceived outcomes (e.g., job
satisfaction, affective commitment) and objective outcomes
(e.g., turnover, absenteeism).

Study 2

The purpose of the second study was to develop and
test a model of the process links between EI-supportive
HRM practices and low regard for emotions values, each,
with employee engagement and exhaustion, as mediated by
supervisors emotional (mis)behavior. In doing so, the 14
hypotheses we raised (Hla-H4d) were examined.
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Materials and methods

Sample and data collection procedure

Data collection employed Qualtrics panels. Recruitment
quotas were created based on the Department of Labor statistics
to ensure demographic representativeness of the USA working
population. Data were available from all 50 states. Participants
were 49.3% male, 50.5% female, and 0.2% reporting “other”
gender identities. They self-identified as 83% White/Caucasian,
9.8% Hispanic, 9% Black/African American, 4.4% Asian/Asian
American, 2% Biracial or Multiracial, 1.6% American Native or
Alaska Native, 0.3% Native Hawaiian or other Pacific Islander,
and 2.3% reported other identities. Participants came from
all levels in their organization’s hierarchy, with an average
of 469 (SD =
10 (head of organization) and reported working on average
37.93 h/week (SD = 15.32). Participants were on average
40.19 years old (SD = 13.93). The results reported below are
based on participants who responded to all the study measures
(N = 12,375).

2.49) on a scale from 0 (entry level) to

Measures
Emotional intelligence-supportive human resource
management practices

As in Study 1, EI-supportive HRM practices were assessed
by averaging seven items, covering the following five domains:
selection, performance review, promotion, training, and general
regard for emotions (o = 0.88).

Low regard for emotions values

As in Study 1, three items were originally used to measure
low regard for emotions values. One of the items was omitted
during analysis due to a low factor loading. The remaining two
items were “In my organization how employees feel matters very
little,” and “In my organization it is more important to get ahead
than to get along” (o = 0.61). This Cronbach alpha value is not
necessarily indicative of low reliability, given the small number
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of items (Pallant, 2011). The more appropriate value to report in
short scales-inter-item correlation falls in the optimal range of
0.2-0.4 (Briggs and Cheek, 1986) and equals to 0.44, supporting
the scal€’s reliability.

Supervisor emotionally intelligent behavior

The supervisor EIB scale (Ivcevic et al., 2020) was used (see
Appendix A). Participants rated their immediate supervisor on
11 items, pertaining to four EI abilities: perceiving emotion
(e.g., “My supervisor is good at reading people’s emotions”),
using emotions (e.g., “My supervisor generates enthusiasm
to motivate others”), understanding emotions (e.g., “My
supervisor understands the reasons why employees become
upset”), and managing emotions (e.g., “My supervisor keeps
calm in difficult situations”). PAF indicated that all items loaded
on a single factor (loadings from 0.86 to 0.76; o = 95).

Supervisor emotional misbehavior

We developed nine items measuring manifestations of
emotional misbehavior, via supervisor harshness (e.g., “My
supervisor puts me down me in front of others”) and
mismanagement of emotions (e.g., “My supervisor takes out
their bad moods on others”). For full list, see Appendix A. PAF
indicated a single factor (loadings from 0.87 to 0.72; o = 0.94).

Observer ratings, as opposed to self-reports, were used
to assess supervisors (mis)behavior, because they seem to
be a more valid measure of supervisors enacted behavior,
which depends both on their ability and motivation for EIB.
Supporting validity of observer reports of EI, Elfenbein et al.
(2015) found significant consensus across observers’ ratings of
a target’s EI, moderate but significant self-observer agreement,
and predictive validity for interdependent task performance,
even after controlling for cognitive intelligence, personality, trait
affect, observer liking, and demographic characteristics.

Engagement

We used the six physical engagement items taken from Rich
etal’s (2010) engagement scale (o = 0.90).
Exhaustion

Exhaustion was measured using four items from the
Maslach Burnout Inventory (e.g., “Working here puts too much
stress on me”; Maslach and Jackson, 1981). Participants were
asked to rate the items on a six-point scale, from “never/almost
never” to “always/almost always” (a0 = 0.92).

Results

Preliminary analyses

The data were analyzed with IBM SPSS Statistics 27 and
IBM Amos 27. To detect the influence of common method bias,
we loaded all of the study’s variables onto one factor (common
latent factor method). The model accounted for only 30.69%
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of the variance, which is much lower than the acceptable cut-
off of 50% (Fuller et al., 2016). Moreover, the model exhibited
very poor fit (see Table 3, one-factor model), providing a good
indication that a single factor did not account for the majority of
variance in our data.

Measurement model

We carried out a CFA on the full measurement model
(six factors), in which all items loaded onto their latent
factors as intended. Considering the sample size, the x2 alone
is insufficient to determine model fit (Steiger, 2007), so we
relied on additional fit indices (Fluand Bentler, 1999). The
measurement model exhibited good psychometric properties:
¥2/682 = 28.36, p < 0.001, AGFI = 0.900, NFI = 0.944,
TLI = 0.942, CFI = 0.946, RMSEA = 0.047, 90% CI [0.046,
0.048[. Five error terms were allowed to covary based
on modification indices. All correlations were conceptually
meaningful: e6 and e7 both refer to training practices that
fall under EI-supportive HRM practices; e33 and e36 both
assess engagement by asking about the amount of energy
employees invest in their job; e23 and e25 assess supervisors’
emotional misbehavior, by asking about their conduct of
criticizing employees; €34 and e35 assess engagement by
asking about trying hard to perform on€’s job; and e24 and
e25 are about supervisor’s insulting behavior in front of
others.

Measurement model comparisons

To analyze whether all variables in our study were
distinct, we carried out a series of nested model comparisons.
Specifically, we compared the full measurement model (six
factors) comprising all latent variables with a range of alternative
models as described in Table 3. Results of sequential 2
difference tests revealed that the model fit of the intended model
with six distinct variables was significantly better than all other
models (all at p < 0.001). This suggests that all study variables
were distinct and therefore appropriate for inclusion in the
analyses.

Test of hypotheses

Table 4 shows descriptive statistics, Cronbach’s alpha
coefficients, and zero-order correlations among study
variables. The patterns of correlations are consistent with
HRM practices correlated
0.59, p < 0.01) and

employee engagement (r = 0.11, p < 0.01) and negatively

expectations.  EI-supportive

positively with supervisor EIB (r =

with employee exhaustion (r = —0.32, p < 0.01). Low regard
for emotions values correlated positively with supervisor
0.46, p < 0.01) and employee
exhaustion (r = 0.43, p < 0.01) and negatively with employee

emotional misbehavior (r =
engagement (r = —0.04, p < 0.01). Furthermore, supervisor

EIB correlated positively with employee engagement (r = 0.18,
p < 0.01) and negatively with employee exhaustion (r = —0.40,
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p < 0.01). Supervisor emotional misbehavior correlated The re[ationship between supervisor

positively with employee exhaustion (r = 0.45, p < 0.01) beha\”or and employee engagement
and negatively with employee engagement (r = —0.04, and exhaustion
p <0.01).

The study’s hypotheses were tested using Structural
Equation Models (SEM) on AMOS 27.0 software. SEM allows
us to test complicated mediation models, which include multiple

As given in Table 5, supervisor’s EIB positively related to
employee engagement (f = 0.23, p < 0.01) and negatively related
to employee exhaustion ( = —0.07, p < 0.01), lending support

independent variables, mediators or outcomes, including latent for H2a and H2b. Supervisor emotional misbehavior positively

constructs, in a single analysis. Thus, it allows for ease of related to employee exhaustion (B = 0.30, p < 0.01) and was
interpretation and estimation, while simplifying the testing
of mediation hypotheses (MacKinnon, 2012). Model fit was
high: %2/686 = 30.49, p < 0.001, GFI = 0.905, AGFI = 0.892,
NFI = 0.942, TLI = 0.937, CFI = 0.942, RMSEA = 0.049, 90%

CI [0.048, 0.049 [, providing preliminary support for our model

not associated to employee engagement, supporting H2¢ but not
H2d.

The relationship between emotional
intelligence-supportive human
resource management practices, low
regard for emotions values, and

The relationship between emotional supervisor behavior
intelligence-supportive human
resource management practices, low
regard for emotions values and
employee engagement and exhaustion

and hypotheses.

As hypothesized, EI-supportive HRM practices positively
related to supervisor EIB (8 = 0.69, p < 0.01), whereas low
regard for emotions values positively related to supervisor
emotional misbehavior (B = 0.51, p < 0.01). These results

support H3a and H3b.
Table 5 presents standardized regression weight estimates

relating the model’s independent variables, mediators, and

dependent variables. EI-supportive HRM practices predicted Mediation effects of su P ervisor

emotionally intelligent behavior on the
relationships between emotional

low regard for emotions values predicted employee exhaustion Intelllgence—supportlve hum_an

(B = 0.44, p < 0.01). However, contrary to H1d, low regard resource management practices and

for emotions values predicted employee engagement (f = 0.03, employee engagement and exhaustion
p < 0.05). Considering the small effect size, it seems that

employee engagement (f = 0.15, p < 0.01), and were negatively
related to employee exhaustion (f = —0.27, p < 0.001), lending
support for Hla and HIb, respectively. Consistent with Hlc,

although statistically significant, this positive relationship is not The AMOS mediation regression weight estimates
meaningful and is solely due to our large sample size. (standardized) are provided in Table 6. Consistent with

TABLE 3 Study 2—Measurement model comparisons.

Models x 2 (df) AGFI IFI TLI CFI RMSEA x 2 diff df diff
Full measurement model, six factors 19342 (682) 0.900 0.946 0.942 0.946 0.047

Model A, five factors a 34354 (687) 0.800 0.903 0.895 0.903 0.063 15011.409 500
Model B, five factors b 22152 (687) 0.888 0.938 0.933 0.938 0.050 2809.688 5%
Model C, five factors ¢ 24552 (687) 0.870 0.931 0.926 0.931 0.053 5209.173 hunt
Model D, three factors d 104919 (694) 0.446 0.700 0.680 0.700 0.110 85576.326 120
Model E, one factor e 160941 (697) 0.353 0.539 0.509 0.539 0.136 141598.69 150

n = 12,375, ***p < 0.001. xz, chi-square discrepancy; df, degrees of freedom; AGFI, adjusted goodness of fit; IFI, incremental fit index; TLI, Tucker-Lewis index; CFI, comparative fit
index; RMSEA, root mean square error of approximation; %2 diff, difference in chi-square; df diff, difference in degrees of freedom.

2EI-supportive HRM practices and supervisors’ emotionally intelligent behavior combined into a single factor; compared to full measurement 6-factor model.

bLow regard for emotions values and supervisors’ emotional misbehavior combined into a single factor; compared to full measurement 6-factor model.

CEI-supportive HRM practices and low regard for emotions values combined into a single factor; compared to full measurement 6-factor model.

dEI-supportive HRM practices, low regard for emotions values, supervisors’ emotionally intelligent behavior, and supervisors’ emotional misbehavior combined into a single factor;
compared to full measurement 6-factor model.

¢Harman’s single factor model; all variables combined into a single factor; compared to full measurement 6-factor model.
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H4a, bootstrap mediation analysis showed that the relationship
between the El-supportive HRM practices and employee
engagement was mediated by supervisor EIB (B = 0.16,
p = 0.003; CI: 0.14, 0.18). Whereas the total effect of EI-
supportive HRM practices was significant (f = 0.15, p < 0.01),
the direct effect was insignificant. Thus, supervisor EIB
fully mediated the relationship between EI-supportive HRM

10.3389/fpsyg.2022.980339

practices and employee engagement, supporting Hd4a (see
Figure 2). Consistent with H4b, supervisor EIB partially
mediated the relationship between El-supportive HRM
practices and employee exhaustion (8 = —0.05, p = 0.004,
CIL: —0.06, —0.03). As presented in Table 6, the total effect of
El-supportive HRM practices (8 = —0.24, p < 0.01) was higher
than its direct effect (8 = —0.20, p < 0.01).

TABLE 4 Study 2-Descriptive statistics and zero-order correlations (N = 12,375).

Mean SD 2 3 4 5 6
El-supportive HRM practices 3.24 1.24
Low regard for emotions values 3.23 1.35 —0.15*%* (0.61)
Supervisor emotionally intelligent behavior 3.55 1.22 0.59*¢ —0.32*%% (0.95)
Supervisor emotional misbehavior 1.90 1.16 —0.03** 0.46** —0.28** (0.94)
Engagement 4.80 0.98 0.11** —0.04** 0.18** —0.04** (0.90)
Exhaustion 3.12 1.38 —0.32** 0.43** —0.40** 0.45%* 0.05** (0.92)

Values in parentheses in the diagonal are Cronbach alpha coefficients for each measure.
**p < 0.01 (two-tailed).

TABLE 5 Study 2—Regression analysis for the relationships between independent variables, mediators, and dependent variables

(standardized coefficients).

Mediators Outcomes
Supervisor emotionally Supervisor emotional Engagement Exhaustion
intelligent behavior misbehavior
B 95% CI B 95% CI B 95% CI B 95% CI

Low Up Low Up Low Up Low Up
EL-supportive HRM 0.69%  0.68 0.70 0.15% 013 017 —025% —027 —022
practices
Low regard for emotions 0.51** 0.53 0.03* 0.00  0.06  0.44** 0.40 0.47
values

Supervisor emotionally
intelligent behavior
Supervisor emotional

misbehavior

0.23** 0.20 026 —0.07** —0.10 —0.05

0.01 —0.01  0.04 0.30** 0.28 0.33

*p < 0.05;*p < 0.01.

TABLE 6 Mediating effect of supervisor emotionally intelligent behavior and supervisor emotional misbehavior on the relationships between
El-supportive HRM practices and low regard for emotions values and employee engagement and exhaustion.

Iv? MedP Dv¢ IV—> MedA Med— DVB IV — DVC TotalC
El-supportive — Supervisor emotionally — Employee engagement 0.69** (0.01) 0.23*(0.01) —0.014 (0.01) 0.15%* (0.01)
HRM practices intelligent behavior

EI-supportive — Supervisor emotionally — Employee exhaustion 0.69** (0.01) —0.07* (0.01) —0.20%* (0.01) —0.24** (0.01)
HRM practices intelligent behavior

Low regard for — Supervisor emotional — Employee engagement 0.51** (0.02) 0.01 (0.01) 0.03 (0.02) 0.03* (0.01)
emotions values misbehavior

Low regard for — Supervisor emotional — Employee exhaustion 0.51** (0.02) 0.30* (0.01) 0.29% (0.01) 0.44** (0.02)

emotions values misbehavior

Numbers in cells are standardized coefficients-, SE (B) in parentheses.
21V, independent variable; ®Med, mediator; DV, dependent variable.
*p < 0.05;*p < 0.01.
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Supervisor Emotionally
Intelligent Behavior

El-supportive HRM Practices

Employee Engagement

Low Regard for Emotions
Values Employee Exhaustion
Supervisor Emotional ®
Misbehavior

Employee Engagement Employee Exhaustion
Independent variable Mediator Indirect Effect Boot SE Boot Boot Indirect Effect Boot SE Boot Boot

(b) LLCI ULCI (b) LLCI ULCI
El-supportive HRM Supervisor emotionally .114%* .008 099 129 -.049%* 009 -.067 -.032
practices intelligent behavior
Low regard for emotions Supervisor ~emotional .004 .005 -005 .014 147%%% 147 136 163
Values misbehavior

Note: ** p < 0.01, *** p<0.001.

FIGURE 2

Mediation effects of supervisor emotionally intelligent behavior and supervisor emotional misbehavior on the relationship of El-supportive HRM
practices and low regard for emotions values with employee engagement and exhaustion

Mediation effect of supervisor
emotional misbehavior on the
relationships between emotional
intelligence-supportive human
resource management practices and
employee engagement and exhaustion

As Table 6 presents, the process links between low regard
for emotions values and exhaustion, via supervisor emotional
misbehavior was significant (f = 0.16, p = 0.002; CI: 0.14, 0.17).
While the total effect of low regard for emotions values on
exhaustion was significant (B = 0.44, p < 0.001), the direct
effect of low regard for emotions values was significantly lower
(B = 0.29, p < 0.05). Thus, supervisor emotional misbehavior
partially mediated the relationship between the low regard for
emotions values and employee exhaustion, supporting H4c. In
the contrary, supervisor emotional misbehavior did not mediate
the relationship between low regard for emotions values and
employee engagement. The process links between low regard
for emotions values and engagement, via supervisor emotional

misbehavior were insignificant. Thus, H4d was not supported.

Discussion
This study tested a model describing the process links

between EI-supportive HRM practices, low regard for emotions
values and employee engagement and exhaustion, via supervisor

Frontiers in Psychology

13

El-related behavior. El-supportive HRM practices added to
the explanation of supervisor EIB, whereas low regard for
emotions values predicted supervisor emotional misbehavior.
Supervisor EIB fully mediated the relationship between EI-
supportive HRM practices and employee engagement and
partially mediated the relationship between EI-supportive
HRM practices and employee exhaustion. Supervisor emotional
misbehavior partially mediated the relationship between low
regard for emotions values and employee exhaustion but did
not mediate its relationship with employee engagement. The
above results represent a contribution to research on employee
engagement and exhaustion, as well as to the EI literature. In the
following sections, we discuss the implications of our findings
for theory, managerial and human resource practice, address the
meaning of these results in respect to previous work in this field,
discuss the limitations and strengths of this study and propose a
direction for future research.

General discussion

Theoretical and practical implications

This two-study research makes several methodological,
empirical, theoretical, and practical contributions. On a
methodological note, El-related values and practices were
proposed as aspects of El-related culture, and respective
measurement scales were developed and validated (study 1).
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Despite their limitations (as detailed below), these newly
developed measures may aid EI scholars in future research
on the role of contextual El-related variables in predicting
employee and organizational outcomes.

As for empirical contribution, though our study is limited
due to its cross-sectional design, it provides initial evidence
of the process links between EI-related values and practices,
supervisor emotional (mis)behavior and employee engagement
and exhaustion. Such findings concerning supervisors’ behavior
as a mediator between contextual factors and employees
individual level outcomes extend on previous research relating
supervisor EIB to additional resources (e.g., [vcevic et al., 2020).
Moreover, they corroborate Levitats et al., 2019 proposition that
supervisors’ El-related behavior is a “double edged sword,” such
that EIB acts as a job resource whereas emotional misbehavior is
a hindrance demands. Finally, these findings support previous
claims that supervisors are a powerful source of emotion
contagion (Li et al., 2019), such that their emotionally intelligent
(mis)behavior predict subordinates’ affect-related outcomes of
engagement and exhaustion.

A related theoretical contribution emerges from our findings
concerning the distinct mediation effect of supervisor behavior
on the relationship between organization-level resources
vs. demands (i.e., El-supportive HRM practices and low
regard for emotions values) on employee engagement and
exhaustion, respectively. Whereas supervisor EIB fully mediated
the relationship between EI-supportive HRM practices and
engagement, the mediation effect of supervisor emotional
misbehavior on the relationship between low regard for
emotions values and exhaustion was partial. Moreover, the effect
of the “negative” El-related variables (low regard for emotions
values, supervisor emotional misbehavior) on exhaustion was
stronger than those of the “positive” El-related variables (EI-
supportive HRM practices, supervisor EIB) on engagement.
These findings echo research showing that EI ability might be
more successful in predicting fewer negative outcomes than
more positive outcomes (Brackett et al., 2004). Furthermore,
it corroborates the proposition that negative is more powerful
than positive-negative events and emotions have a stronger and
long-lasting impact on negative outcomes than positive events
or emotions have on positive outcomes (Baumeister et al., 2001).

On a related note, in terms of theory development, our work
contributes to the EI, engagement, and exhaustion literature.
Unlike previous studies (Mérida-Lopez and Extremera, 2017;
Extremera et al, 2018), which investigated the effect of
employees’ EI on their engagement and exhaustion, we highlight
the impact of El-related organizational culture and supervisor
behavior on employee engagement and exhaustion. Borrowing
from JD-R model (Bakker and Demerouti, 2017), our findings
suggest that El-supportive HRM practices and supervisor
EIB act as job resources, augmenting employee engagement,
whereas low regard for emotions values and supervisor
emotional misbehavior act as hindrance demands, contributing
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to higher levels of employee exhaustion. Furthermore, our
findings of a top-down effect of El-related values and practices
on supervisors behavior and employees engagement and
exhaustion support the AMO framework (Sterling and Boxall,
2013), as they suggest that a strong organization’s EI-supportive
culture provides its member with the opportunity to behave in
an emotionally intelligent manner, whereas organizations that
uphold low regard for emotions may inhibit their members” EIB.

On a practical level, our findings provide HR professionals
with insights for enhancing employee engagement and
mitigating exhaustion. As our findings suggest, EI-supportive
HRM practices and supervisors’ EIB may be used to enhance
employee engagement, whereas low regard for emotions values
and supervisor emotional misbehavior promote employee
exhaustion. It may therefore be concluded that organizations
will benefit from enforcing EI-supportive HRM practices,
imposing codes against emotional misbehavior and investing
in EI training for their members. Recent meta-analyses show
that EI can be trained (Hodzic et al, 2018; Mattingly and
Kraiger, 2019), offering a viable route for how HR policies can
build leadership resources as part of organizational training
programs.

Limitations and future research

While this study advances our understanding of the role
of individual and organizational El-related factors and their
downstream outcomes, it also has several limitations. The
most prominent is the cross-sectional nature of the data,
which prevents us from inferring causality. In the absence of
empirical evidence concerning the direction of causality in
these relations, for model testing purposes, we made judgments
based on our current understanding of the constructs involved.
For the relationship between the model’s independent and
mediating variables, we reasoned that El-related culture is a
broader construct than supervisor behavior, and is therefore
more likely to influence supervisor behavior than vice versa.
However, although a reverse causal ordering between HRM
practices and supervisor behavior would not be theoretically
meaningful, we cannot rule it out. Thus, future research
should use a longitudinal design to examine if and how
the El-related behavior of new recruits (supervisors) changes
through time, as they learn about organizations’ culture.
Moreover, a longitudinal will be beneficial in establishing a
causal relationship between supervisors” El-related behavior and
employee engagement and exhaustion.

A second limitation concerns the nature of our sampling
method. While culture is an organizational level variable,
it was examined at the individual level, examining how
organizational members’ perception of El-related values and
practices relate to engagement and exhaustion. This does
not invalidate our results. However, future research should
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use a sampling method better suited to examining El-related
organizational culture at the collective level. Similarly, our
data concerning supervisors’ EI-related behavior was obtained
from individual employees. Ideally, researchers would obtain
reports from multiple subordinates of the same supervisor and
aggregate their data for greater reliability. Having reports across
members of the same team will enable using random coefficient
modeling (Goldstein, 1987), with employees nested within their
supervisor’s team.

Conclusion

Notwithstanding the above limitations, this two-study
research points to a need to approach EI from a macro-
level perspective of organizational culture. We introduced
the theoretical concept of an El-supportive organizational
culture and developed measures of perceived EI-supportive
HRM practices and low regard for emotions values. Our
results set preliminary foundations for the theoretical discussion
and empirical work on the joint role of organizational EI-
supportive factors in creating the opportunity for members’
EIB, thereby predicting employees’ work experiences. We hope
that this work will inspire additional theoretical development
and the empirical testing to advance scholars’ and practitioners’
understanding of the dynamic interplay between the multi-level
affective factors that shape individuals’ attitudes and behavior
in organizations.
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Appendix A

TABLE Al

Sub-component

10.3389/fpsyg.2022.980339

Supervisor emotionally intelligent behavior items

Perceive

Understand

Manage

If someone is feeling upset about a decision, my supervisor will notice.

My supervisor realizes when people are dissatisfied at work.

My supervisor is good at reading peoples’ emotions.

My supervisor helps people find ways to channel their dissatisfaction into making a productive change.
My supervisor encourages people to use their curiosity to learn and come up with ideas.

My supervisor generates enthusiasm to motivate others.

My supervisor learns from both disappointments and successes when planning for the future.

My supervisor understands the reasons why employees become upset.

My supervisor understands how their decisions and behaviors affect how others feel at work.

My supervisor keeps calm in difficult situations.

My supervisor is good at helping others feel better when they are disappointed or upset.

Sub-component

Supervisor emotional misbehavior items

Harshness

Mismanagement of emotions

My supervisor takes my work achievements and passes them off as their own.
My supervisor criticizes me harshly.

My supervisor speaks badly about me behind my back.

My supervisor puts me down me in front of others.

My supervisor displays uncontrolled anger.

My supervisor has emotional outbursts.

My supervisor takes out their bad moods on others.

My supervisor lets their emotions get out of control.

Tam afraid of being around my supervisor when they are in a bad mood.
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