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Abstract

The objectives of this study were to investigate organization support received by
employees during the COVID-19 lockdown and its effect on self-efficacy. The study
was conducted in Sri Lanka during the COVID-19 lockdown; a sample of employees
who performed work in the form of work-from-home responded to the survey ques-
tionnaire. The data were analysed using structural equation modelling techniques.
The findings led to identify four organization support practices implemented during
the COVID-19 lockdown. These were named as work collaboration and coordina-
tion, work direction, psychological wellness, and physical wellness. These four prac-
tices significantly enhanced the self-efficacy of employees. The findings of the study
imply that the traditional theories of social cognitive theory and positive psychology
have enduring theoretical resonance to better understand contemporary phenomena
with novel applications.

Keywords COVID-19 - Managerial practices - Organization support - Self-efficacy -
Work from home

Introduction

The effect of COVID-19 on business organizations is unprecedented worldwide.
Business organizations were compelled to adhere to strict lockdown and social
distancing policy mandates of the governments for prolonged time periods. The
COVID-19 lockdown measures have created a work-from-home (WFH) workforce
at a short notice (Bloom 2020). Work-from-home allowed to practice social distanc-
ing and has become a key weapon to combat the pandemic. It is also predicted that
in the post-COVID-19 era, WFH will be very much a part of peoples’ lives (Bloom
2020). The implementation of WFH work mode during the COVID-19 lockdown
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created challenges and demands to think strategically to make maximum out of this
method of working.

Self-efficacy is an important self-regulation mechanism in the self-management
processes (Bandura et al., 2003). It is described as “an individual’s positive psy-
chological state of development and is characterized by having confidence (self-
efficacy) to take on and put in the necessary effort to succeed at challenging tasks”
(Luthans et al. 2007, p. 542). It involves beliefs of being able to face new situa-
tions, difficulties, and challenges (Bandura 1982). Various organization practices
can enhance the extent to which employees feel confident to take on a wide range
of job roles (Parker 1998, p. 849). Building on the positive psychological perspec-
tive (Luthans et al. 2007), and social cognitive theory (Bandura 1977), which are
reviewed in the next section, we investigated the effect of organization support
during the COVID-19 lockdown on the self-efficacy of employees who performed
work in the form of WFH in Sri Lanka. The specific objectives of the study were to
investigate organization support practices implemented by organizations during the
COVID-19 lockdown, and the effect of these practices on self-efficacy.

Regarding the importance of the study, first, one of the most important ill-effects
this pandemic and the state mandated lockdown measures have brought to humans
is the psychological influence, which includes isolation, health concerns and uncer-
tainty among people. Self-efficacy is a much-needed state that individuals need for
their survival and growth. Maintaining self-efficacy is very important to face the
COVID-19 pandemic and to continue with employment successfully. However, it is
apparent that employees’ self-efficacy during the COVID-19 pandemic has not fully
captured in the extant literature.

Second, the COVID-19 pandemic has confronted many business organizations to
make a forced transition to WFH (Dingel and Neiman 2020) during the state man-
dated lockdown periods. Previous research such as Hill et al. (1998) and Gajendran
and Harrison (2007) showed that the use of WFH as an optional work mode is grow-
ing in the corporate sector. However, more recent studies conducted during the pre-
COVID-19 era showed that the WFH option was discouraged by employers and also
the reluctance of employees to use this option (refer to Peters and Heusinkveld 2010;
Putnam et al. 2014; Wall Street Journal 2020). On the contrary to the pre-COVID-19
era, the emergence of COVID-19 and the state mandated lockdowns forced organi-
zations for quick and complete transformation to WFH. Consequently, organizations
had to implement new support practices to maintain a productive workforce engaged
in their job roles in the form of WFH. However, empirical studies that dealt with
organization support received by employees during the COVID-19 lockdown have
still not been emerged sufficiently.

Third, the extant literature does not provide sufficient evidence about the anteced-
ents of self-efficacy. Previous studies such as Avey et al. (2011) and Rai et al. (2020)
showed the inadequacy of literature on the antecedents of self-efficacy. Building on
the social cognitive theory (Bandura 1977, 1991), we propose and test a model deal-
ing with self-efficacy and organization support. We posit and provide empirical evi-
dence to substantiate that organization support practices adopted during the COVID-
19 lockdown operate as antecedents to self-efficacy. When it is predicted that mass
working from home is here to stay, and the world will see long-run explosion of
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this practice in the post-COVID-19 era (Bloom 2020), the evidence for the effect of
organization support on self-efficacy would be valuable for academics, researchers,
practitioners, and policymakers alike.

Fourth, to retain and maintain a productive workforce, organizations should
understand how organizations themselves and employees are adapting to workplace
changes and pressures. The findings of our study, which was conducted during a
health crisis, on business organizations and their employees can provide valuable
information to face future crises successfully. Therefore, the present study on self-
efficacy during the COVID-19 pandemic is novel, and it is expected to contribute to
research and practice and draw the attention of academics, researchers, practitioners,
and policymakers.

Literature review
Self-efficacy

In the positive psychology literature, positive organizational behaviour is defined
as “the study and application of positively oriented human resource strengths and
psychological capacities that can be measured, developed, and effectively managed
for performance improvement” (Luthans et al. 2007, p. 542). Psychological capital
is a popular approach in positive organizational behaviour. The term psychological
capital is referred to “psychological characteristic or an aspect of the self that is gen-
erally associated with resiliency and that refer to the ability to control and impact
one’s environment successfully” (Schaufeli and Taris 2014, p. 49). Self-efficacy is a
personal resource and a constituent of psychological capital valuable to be possessed
and developed by individuals (Luthans et al. 2007). As a construct, self-efficacy
has its roots in the social cognitive theory of self-regulation (Bandura 1977, 1991).
This serves as the theoretical underpinning for the study. Bandura (1977, 191-215)
defined self-efficacy as “an individual’s beliefs in his or her capabilities to organize
and execute the course of actions required to produce given attainments irrespective
of situation and circumstances”. Bandura (1977) identified self-efficacy as the driv-
ing force behind an individual’s success; individuals with high self-efficacy were
internally motivated and embrace challenges. According to Bandura (1982), an indi-
vidual’s belief in his or her ability determines whether he or she might even attempt
to adjust to a given scenario, and if decided to pursue, how long he or she might take
to pursue the success (Bandura 1982). Hence, self-efficacy is a motivational con-
struct, which “influences individual choices, goals, emotional reactions, effort, cop-
ing and persistence" (Gist and Mitchell 1992, p. 186). Further, Luthans (2002, p. 59)
asserts that self-efficacy can be “measured, developed, and effectively managed for
performance improvement”. In line with these arguments, previous research showed
that self-efficacy predicts several individual outcomes (refer to Bandura 1977;
Prokes et al. 2021; Rai et al. 2020; Shamshad and Naqi Khan 2020; Whyte and
Saks 2007; Xanthopoulou et al. 2009). For instance, greater self-efficacy relates to
increased task engagement and psychological well-being (Rai et al. 2020; Shamshad
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and Nagqi Khan, 2020; Xanthopoulou et al. 2009) whereas low self-efficacy relates to
reduced health-related outcomes such as depression (Bandura 1977).

In the context of work, self-efficacy is defined as “the individual’s conviction or
confidence about his or her abilities to mobilize the motivation, cognitive resources
or courses of action needed to successfully execute a specific task within a given
context” (Stajkovic and Luthans 1998, p. 66). It involves employees’ perceived capa-
bility to perform a broader and more proactive set of work tasks that extend beyond
prescribed technical requirements (Parker 1998). Self-efficacy is important and
valuable for employees to cope with rapid environmental changes and meet highly
demanding performance requirements within organizations. However, self-efficacy
showed to operate differently depending on the demand (Gibbons and Weingart
2001). The COVID-19 pandemic has led to the practice of social distancing around
the world. This happened in Sri Lanka as well from mid-March 2020 till mid-May
2020. The lockdown measures made a complete forced transformation to the WFH
work mode overnight and required employees to continue pursuing demands of their
job roles in the form of WFH. Job demands involve “physical, psychological, social,
or organizational aspects of the job that require sustained cognitive and emotional
effort” (Demerouti et al. 2001, p. 501). Pursuing demands of the job during the
COVID-19 lockdown required employees to be internally motivated and to embrace
challenges.

Organization support practices

The literature identifies an intervention of positive psychology as any method or
activity that leads to build positive individual capacities, like self-efficacy (Meyers
et al. 2013). We identify organization support practices as such interventions. We
postulate that organization support practices are often structured with the explicit
purpose of improving performance by increasing physical and psychological health
of employees. When drawing on the ideas of James et al. (2008), organization sup-
port can revolve around several facets that involve job itself (i.e., nature of job
design), roles (e.g., role ambiguity), supervisor (e.g., support and facilitation), and
colleagues (e.g., cooperation and friendliness).

In the context of work, previous research showed that organization-led interven-
tions can promote self-efficacy. For example, Avey (2014, p.143) stated “in a well-
designed challenging job where an individual experiences success and overcoming
obstacles at work, levels of psychological capital are more likely to increase”. Avey
(2014) and Luthans and Youssef (2004) showed that the way job is performed is a
potential antecedent of psychological capital, of which self-efficacy is a constituent.
Previous research such as Staples et al. (1999), Wang and Haggerty (2011), Schepers
et al. (2011), and Adamovic et al. (2021) showed the importance of organization-led
interventions for employees to develop self-efficacy when performing job demands
away from the physical location of work. The study of McCloskey and Igbaria
(2003) suggests that organization practices that target to reduce fears about social
isolation can create confidence to perform job demands away from the physical loca-
tion of work. Previous research such as Schepers et al. (2011) and Wiesenfeld et al.
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(2001) highlighted the importance of supervisor and work colleagues in creating
a general sense of supportiveness. Parker (1998) stated that providing information
about the direction of the organization helps employees to develop capacities to take
initiative and to increase their ability to make decisions that are aligned with organi-
zational objectives.

The term organization support is used in our study to include practices that are
specifically designed and implemented by organizations with the explicit intention
of helping employees during the COVID-19 lockdown period. During the COVID-
19 lockdown, organizations have designed and implemented practices on trial-and-
error basis in conjunction with organizations’ vision and its application to retain
and maintain workforce commitment to job demands while working from home
(see Pillai and Williams 2004; Podsakoff et al. 1990). As suggested by James et al.
(2008), these practices may have revolved around various facets of work. Organiza-
tion support may operate as a means of creating and reinforcing employees’ capaci-
ties to organize and execute the course of actions required and keep them engaged
during the COVID-19 lockdown. Building on Bandura (1977, 1991), we argue that
organization support practices adopted during the COVID-19 lockdown can provide
expectations of confidence to drive employees successfully through the COVID-19
lockdown, and therefore, these practices operate as potential antecedents of self-effi-
cacy. Based on the literature reviewed above, it is hypothesised:

H1: Organizational support practices adopted during the COVID-19 lockdown
enhanced self-efficacy.

Methods
Measures

Organization support was measured with the 16-item scale developed for the study.
Items were on a five-point scale (5—strongly agree, 4—agree, 3—neither agree nor
disagree, 2—disagree, 1—strongly disagree). Self-efficacy was measured with the
10-item scale of Parker (1998). The literature identifies the suitability of this scale to
measure employees’ self-efficacy since the scale is specific to the work domain (see
Luthans et al., 2007). Items were on a five-point scale (5S—very confident, 4—fairly
confident, 3—somewhat confident, 2—slightly confident, 1—not at all confident).

Population, sample, and method of data collection

The first state mandated nationwide lockdown for the COVID-19 pandemic in Sri
Lanka took place from mid-March to mid-May 2020. The population herein could
be considered as the employees who have worked from home during mid-March
to mid-May 2020 in Sri Lanka. The potential respondents were contacted through
convenience and snowball sampling methods. The questionnaire was developed
using Google Forms and the link for the questionnaire was distributed via email and
social media in early-May 2020. The questionnaire protected the anonymity of the
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participants. Two-hundred and forty-five valid responses were received for the sur-
vey questionnaire. Regarding the characteristics of respondents, 70% were in the age
range of 20 to 35 years, 22% were in the age range of 36 to 50 years, and 8% were
in the age range of 51 to 65 years. Of the respondents, 51% were female while 49%
were male. Of the respondents, 51% were identified as single (inclusive of never
married, separated, divorced, and widowed) while the remaining 49% were identi-
fied as married. Concerning the highest level of education qualification of respond-
ents, 18% had postgraduate degrees, 59% had bachelor’s degrees, and 23% had cer-
tificate or diploma. 74% of the respondents were engaged in the service sector firms
and the remaining 26% came from the manufacturing sector. Regarding the years of
business operation of firms to which the respondents were attached to, 41% stated
their firms were in business operation for more than 20 years, 44% stated that their
firms were in business operation for 5 to 20 years, and 15% stated their firms were in
business operation for less than 5 years.

Method of data analysis

Variables were tested for common method variance using Harman’s single-factor
test and yielded satisfactory results. Exploratory factor analysis (EFA) and confirm-
atory factor analysis (CFA) were performed on the variables. Principal component
factor analysis with varimax rotation was performed. Convergent validity was meas-
ured by average variance extracted (AVE) and discriminant validity was measured
by the square root of AVE. Table 1 provides the results of fit indices. The results
of CFA using AMOS were assessed based on normed chi-square statistic (y2/df)
and fit indices of Tucker-Lewis index (TLI), comparative fit index (CFI) and root
mean square error of approximation (RMSEA). It is recommended to have normed
chi-square value between 5 and 2 (Arbuckle 2007). Regarding fix indices, CFI and
TLI close to 1 but above 0.08, and RMSEA of 0.08 or less are considered reasonable
(Arbuckle-2007).

Results

The 16-item organization support practices were subjected to principal component
factor analysis, and four factors were yielded (Table 1). These four factors were
named as work collaboration and coordination, work direction, psychological well-
ness, and physical wellness. Factor analysis yielded one factor for self-efficacy
(Table 1). Correlation between variables were shown in Table 2.

Confirmatory factor analysis was performed to test the effect of organization
support on self-efficacy. The results are shown in Table 3. The fit measures for the
model are shown in Table 4. Figure 1 shows the final model with path coefficients.
Organization support factor 1 work collaboration and coordination (0.242, p <0.01),
factor 2 work direction (0.171, p<0.05), factor 3 psychological wellness (0.194,
p<0.05), and factor 4 physical wellness (0.214, p<0.01) significantly predict
self-efficacy. The coefficient of determination of 0.136 suggests that these factors
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Table 4 Final model—fit Model x2/df CFI TLI RMSEA
measures

Self-efficacy 3.031 0.807 0.871 0.080

Work collaboration

and coordination

242

Work direction 171 .136

Psychological
wellness

214"

Physical wellness

Fig. 1 Final model with standardised path coefficients. “p < 0.05, “"p < 0.01

account for 14% of the variation of self-efficacy. The results shown in Table 4 and
Fig. 1 suggest that data fitted well, and H1 is supported by the data.

Discussion

In the late-2019, COVID-19 broke out and it gradually developed into a global
health crisis. Business organizations adhered to government-regulated health
guidelines and social distancing policy mandates. This led to transform workers
into a WFH workforce, worldwide. Organizations had to introduce new practices
to keep employees focused and effectively engaged in their job roles while work-
ing from home fulltime. In this context, by drawing on the positive psychology and
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social cognitive theory, we investigated organization support practices introduced
by organizations during the COVID-19 lockdown and the effect of these practices
on self-efficacy. A survey was conducted to test our hypothesis. The results led
to identify four types of organization support practices that were introduced dur-
ing the COVID-19 lockdown. We named these practices as work collaboration and
coordination, work direction, psychological wellness, and physical wellness. Fur-
ther, the results led us to interpret that the employees’ level of self-efficacy during
the COVID-19 lockdown as high (mean=3.9, Table 3). Furthermore, the results
showed the significance of organization support practices of work collaboration and
coordination, physical wellness, psychological wellness, and work direction for self-
efficacy. Our findings have several contributions to the existing literature and impli-
cations for practice.

Regarding the contributions of our study to the existing literature, first, as a
concept self-efficacy assumes a greater importance as a constituent of psychologi-
cal capital. The world has not experienced a pandemic in the scale of COVID-19
for several decades. To address the gap in the literature on self-efficacy in a time
of a health crisis, drawing on the positive organizational behaviour (Luthans 2002)
and social cognitive theory (Bandura 1977, 1991) we developed and tested a model
involving self-efficacy. Although identified as important for the present-day business
environment, research on self-efficacy in the context of WFH during the COVID-19
pandemic remains limited. Hence, our study makes novel contributions to the exist-
ing literature.

Second, although business organizations have moved to WFH since early-2020 in
response to government-mandated health guidelines and social distancing measures,
the evidence of the impact of organization support on self-efficacy is not widely
available. Self-efficacy is a valuable psychological capital to be possessed by any
individual during a situation of a crisis, and it is identified as a developable human
capacity. Hence, it is important to understand support practices introduced by organ-
izations and how far these practices were helpful in developing self-efficacy, world-
wide. On the one hand, the literature on antecedents of self-efficacy is scant (refer
to Avey et al. 2011; Rai et al. 2020 for review). On the other hand, little information
is available on how employees had reacted and adapting to workplace changes and
pressures and the role of organization support during the COVID-19 lockdown. In
the study, we posited that organization support is a significant antecedent of self-
efficacy during the COVID-19 lockdown. Therefore, the design of our study is novel
and contributes to the existing literature.

Third, our findings showing the significance of organization support in enhancing
self-efficacy during the COVID-19 lockdown have theoretical contributions for both
positive psychology theories and organization practices. The findings support the
self-efficacy theory of Bandura (1977) and showed that traditional theories can be
used to better understand contemporary phenomena with novel research approaches.
On the one hand, our findings support the positive effect of organization support on
self-efficacy. On the other hand, our findings add another dimension to positive psy-
chology by providing evidence that organization support has the potential to gener-
ate personal resources. Therefore, the findings of our study broaden the understand-
ing of antecedents of self-efficacy.
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Fourth, our findings suggest four sources of organization support to enhance
self-efficacy. Hence, work collaboration and coordination, work direction, psycho-
logical wellness, and physical wellness can be recommended as organization-led
interventions for self-efficacy. This has important theoretical contribution. Since the
COVID-19 lockdown, many organizations worldwide moved to WFH as the work
mode. Even in the future, once the world gets over with the pandemic, this work
mode will continue to stay. However, it is apparent that most organizations and
employees are not fully prepared for a total shift in the work mode to WFH. The
industry insights during the pandemic suggest (refer to Thrive Global, 2020) that
employees need better support to WFH, for which their employers hold the prime
responsibility. In this context, organizations need more understanding on interven-
tions to effectively maintain a WFH workforce, who are equipped with the personal
resource of self-efficacy. Therefore, our findings on organization support practices
will continue to be valid and important since our study subjects were engaged in
their job roles during the COVID-19 lockdown in the form of WFH, fulltime.

Regarding the implications of the findings of our study to the practice, first, Hob-
foll et al. (2018) argue that individuals accumulate resources from their surround-
ings, which act as means to obtain centrally valued ends. Self-efficacy is a personal
resource that helps in developing beliefs about his or her capabilities to organize and
execute the course of actions in goal accomplishment. During the COVID-19 lock-
down, individuals attempted to derive self-efficacy for them to better withstand chal-
lenges and pressures arisen with the pandemic. The findings showed that organiza-
tion-led support practices contributed employees to develop self-efficacy. Although
there were a few studies on self-efficacy during COVID-19, the scope of these stud-
ies is different from ours as these addressed specific issues faced by school teachers
(Cattelino et al. 2021; Ninkovi¢ et al. 2021; Rogers Haverback 2020) and healthcare
workers (Ritchie et al. 2021; Zhou et al. 2021). Therefore, the four practices that we
have identified provide directions to organizations on the sort of practices effective
in promoting employees’ self-efficacy in a crisis, and when they are working from
home fulltime.

Second, self-efficacy is recognized as a developable capability. On the one hand,
our findings suggest that if organizations wish to develop self-efficacy in employees,
they need to concentrate on and invest in practices relating to work collaboration
and coordination, work direction, psychological wellness, and physical wellness. On
the other hand, self-efficacy is one’s belief that he or she have a control over his
or her behaviour and motivation. However, self-regulatory behaviour involves skills
of self-motivation and self-guidance. Further, there is a difference between an indi-
vidual possessing the skills and using them in challenging circumstances. Therefore,
the provision of skill development programmes can facilitate employees to expand
capacities in their personal drive to achieve (self-motivation).

Third, before the COVID-19 pandemic, the workplace was a physical place for
many. However, today, it is online meetings and WFH. It is expected that the use of
WFH as a work mode will continue into the foreseeable future. Understanding how
employees, who are engaged in performing job roles in the form of WFH, perceived
organization support during the pandemic can aid organizations in better preparing
them to this work mode- WFH. Therefore, the four types of organization support
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practices identified in our study are of value to practitioners and policymakers in
making decisions to create this WFH mode more effective.

Conclusion

We investigated whether organization support practices adopted during the COVID-
19 lockdown enhanced self-efficacy. We identified four organization support prac-
tices introduced by organizations during the COVID-19 lockdown, and their effect
in enhancing self-efficacy. These organization support practices were named as work
collaboration and coordination, work direction, psychological wellness, and physical
wellness. All these practices significantly positively enhanced self-efficacy. Since
self-efficacy is a developable capacity, the identification of organization-led ante-
cedents of self-efficacy is important and valuable, especially, when job roles were
performed in the form of WFH fulltime. Overall, the findings of our study suggest
that the traditional theories of social cognitive theory and positive psychology have
enduring theoretical resonance to better understand contemporary phenomena with
novel applications. As detailed in the above sections, the findings have several con-
tributions to the theory and implications for the practice.

Limitations of the study and future research

First, we distributed an online survey questionnaire to employees WFH during the
COVID-19 lockdown. Although the study population is vast, we relied on a sam-
ple pooled using convenience and snowball sampling methods. Future research
could rely on probability sampling methods such as random sampling. Second, we
developed a 16-item measure to identify organization support practices. These were
employee-centred practices rather than organization-centred. It is possible to assume
that employee-centred practices can have more contribution in enhancing self-effi-
cacy than organization-centred practices. Future research could broaden the prac-
tices by further diversifying these. Third, our analysis showed the non-significance
of demographic characteristics of respondents on the main variables of interest. In
this respect, Hair et al. (2006, p. 285) emphasise the need of removing such non-sig-
nificant constructs to achieve a better model fit. Future research with a larger sample
would be able to test for moderating effects. Fourth, the literature on positive organi-
zational behaviour identifies self-efficacy as one of the components of psychological
capital. Therefore, future research could broaden the investigation by including other
components as well, such as hope. Yet, self-efficacy is identified to have conceptual
independence (Luthans et al., 2007), which warrants more future studies on this sin-
gle construct alone.
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