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There is a dearth of research focused on the engagement of information technology
(IT) professionals. This study analyzed the relationship between emotional and
social competencies and the quality of the IT professional’s perceptions of the
interpersonal environment in an organization as they relate to employee engagement.
Validated instruments were used and data was collected from 795 IT professionals
in North America to quantitatively analyze the relationship between emotional and
social competencies, role breadth self-efficacy (RBSE), with the quality of the IT
professional’s perceptions of the interpersonal environment, and those perceptions
with employee engagement. The study results indicate that specific emotional and
social competencies and RBSE relate differently to the quality of the perceptions
of the interpersonal environment. The study also reveals how the quality of the
IT professional’s perceptions of the interpersonal environment relates to how much
they engage in the organization. The findings indicate that the relationship between
achievement orientation and the perceived interpersonal environment was positive and
the relationship between influencing others and the perceived interpersonal environment
was negative. Understanding such relationships offers much needed insight to
practitioners and can benefit organizations that wish to increase the engagement of
their IT professionals. The findings also can support practitioners to more effectively
select and develop talent with the desired motives and traits. By doing so, organizations
can experience increased employee satisfaction, engagement, and retention, resulting
in higher productivity, quality, and profitability.

Keywords: engagement, emotional and social competencies, interpersonal environment, shared vision, role
breadth self-efficacy

Introduction

While it is widely agreed that employee engagement is critical to effectively implement strategic
goals (Becker and Huselid, 2006), empirical research consistently claims that today’s workers
are far from fully engaged and the ‘engagement gap’ is estimated to cost U.S. businesses
$300 billion annually in lost productivity (Kowalski, 2003; Bates, 2004; Johnson, 2004).
Towers Watson (2012) found that two-fifths of today’s workers are detached, and a quarter
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completely disengaged, resulting in significant risk to an
organization’s productivity and performance goals. Information
technology (IT) professionals fare the worst, with only 26%
reporting full engagement and 22% admitting to outright
disengagement (Treadwell and Alexander, 2011). IT’s
performance is plagued by missed deadlines, overrun budgets,
and unrealized investments (Ellis, 2009; Johnson, 2009). This
begs the question if the high level of disengagement of IT
workers is contributing to the numerous performance deficits
in the industry and if so, how can IT worker engagement be
increased?

The nature of IT work has changed significantly over the
past two decades as organizations moved toward flatter, team-
based and relational organizing models. This shift in work
demands that IT professionals develop more than technical
skills. The literature on IT performance has largely ignored the
effects of investing in the soft skills (interpersonal skills and
teamwork) that IT people need to effectively operate in this
new environment (Hitt and Brynjolfsson, 1994; Brynjolfsson
and Hitt, 2000). Without these softer skills, it is little wonder
why IT professionals are not fully engaged and appear to be
working below their potential. Employee engagement is defined
as a positive, work-related state of mind exhibited by high
levels of energy, dedication, persistence, and happy absorption
(Schaufeli et al., 2002). In line with Schaufeli et al.’s (2002)
theory of engagement, engagement is not conceptualized as
a momentary and specific state, rather “a . . . persistent and
pervasive affective-cognitive state not focused on any particular
object, event, individual, or behavior.” This research was
designed to understand which emotional and social competencies
and organizational factors relate to the engagement of IT
professionals. The research model was tested on a sample of
795 North American IT professionals using structural equation
modeling. The paper begins with a review of the pertinent
theoretical foundations and an explanation of the constructs
used to articulate a research model and related hypotheses on
employee engagement. This is followed by an examination of
the research methods deployed, and finally, an analysis and
discussion of the findings, limitations, and implications for future
research and practice.

Theory and Hypotheses

Employee Engagement as Absorption,
Dedication, and Vigor
In line with the conceptual definition presented earlier, Schaufeli
et al.’s (2002) sub- constructs of engagement (absorption,
dedication, and vigor) were used as the mediating variables
in the research model. Absorption is defined as a state in
which a person is “fully concentrated and deeply engrossed”
(Schaufeli et al., 2002, p. 75) in their work. Dedication captures
a “sense of significance, enthusiasm, inspiration, pride, and
challenge” (Schaufeli et al., 2002, p. 74) and both an emotional
and cognitive involvement in a person’s work. Finally, vigor is
defined as “high levels of energy and mental resilience while
working, the willingness to invest effort in one’s work, and

persistence even in the face of difficulties” (Schaufeli et al., 2002,
p. 74).

Interpersonal Environment as an Antecedent
to Engagement
The interpersonal environment is considered to be a subset
of the organizational environment – defined as the employee’s
perception of the practices, policies, and processes of an
organization (Ostroff et al., 2003). Research has found both direct
(Corporate Leadership Council, 2004) and indirect (Iacono and
Weisband, 1997; Jarvenpaa et al., 1998) relationships between
the organizational environment and employee engagement, and
closely related, employee commitment (Eisenberger et al., 1986).
However, less research has focused specifically on the importance
of the interpersonal environment. This paper claims that there
is a relationship between the IT professional’s perception of the
interpersonal elements of the organizational environment and
employee engagement.

Boyatzis (2013) claims that the interpersonal environment
in an organization is comprised of three dimensions: shared
vision, compassion, and overall positive mood. These three
dimensions were used in the research model. Shared vision is
defined as the degree to which the people in a relationship
perceive that they have a shared vision, or desired image of the
future. It is proposed that shared vision will positively relate
to engagement because when employees have clear direction
and confidence in themselves to achieve that vision they are
more likely to be engaged in their work. Specifically, the shared
nature of a vision will elicit feelings that support the three sub
constructs of engagement: excitement and enthusiasm for their
work (dedication), a sense of ownership and investment in their
work (vigor), and increased absorption in their daily activities.

Compassion is concerned with the degree to which the people
in a relationship perceive that they care for and trust each other.
Seppala et al. (2013) claim that compassion boosts coworkers’
commitment to the workplace, and level of engagement with
their job, resulting in higher productivity levels. While Haidt
(2012) states that to be fully engaged in your work and those
you are working with, interpersonal distractions such as a lack
of trust and care must be alleviated. Thus, when employees
are emotionally invested in the success of each other as well
as the organization, they will be more engaged. Boyatzis et al.
(2013) support this arguing that compassion toward others has a
psychological and physiological benefit for both the giver and the
receiver. Overall positive mood refers to the degree to which the
people in a relationship perceive that they shared a positive view
of the present and future. The benefits of such positivity are now
well established in social science literature. In particular, positive
emotions widen people’s outlook and scope of attention, altering
people’s mindsets (Fredrickson and Losada, 2005). In sum, it is
hypothesized that:

Hypothesis 1: There is a positive relationship between the
IT professional’s perception of shared vision, compassion and
overall positive mood, three sub-constructs of the interpersonal
environment and absorption, dedication and vigor, three sub-
constructs of employee engagement.
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Influence of Emotional and Social
Competencies on the Interpersonal
Environment
Understanding that the organizational environment influences
employee engagement is of little use if we do not know
how to create such an environment. As discussed earlier,
the changing nature of IT work demands that IT workers
develop both technical (hard) skills and interpersonal (soft)
skills in order to perform at their full potential. Prior research
has not identified what specific soft skills are important in
the technology organization environment. More specifically, to
create an interpersonal environment characterized by shared
vision, compassion, and overall positive mood that increases
engagement, it is the soft skills rather than the technical skills that
will be critical in doing so (Saks, 2006). Thus, in this section, it
is hypothesized that a number of specific emotional and social
competencies will influence the IT professional’s perception of
the organizational environment, and consequently employee
engagement.

Boyatzis (1982) defines emotional and social competencies
as knowledge, motives, traits, attributes, and skills that
are causally related to effective or superior performance
in any given job or role. According to Boyatzis’ model,
highly effective workers must not only possess intellectual
intelligence, but also emotional intelligence. Boyatzis (2001)
and Boyatzis et al. (2001/2007) have developed a comprehensive
inventory of emotional competencies (self-awareness and
self-management), and social competencies (social awareness
and relationship management) that together can be used to
measure the higher order construct of emotional intelligence.
The majority of studies that have used this measure report
findings as composites (see for example Boyatzis, 2009;
Boyatzis et al., 2012; Mahon et al., 2014; Quinn, 2014),
While this approach is useful for understanding overarching
relationships between emotional intelligence of various
outcome variables, it limits our understanding of which
specific competencies are most important, and rests on
the assumption that all competencies are required in all
environments. To examine this assumption, this study on

IT professionals was designed to collect a sufficiently large
sample to allow for examination of the relative impact of
separate competencies. The competencies included in Boyatzis’
emotional and social intelligence model are summarized in
Table 1.

In the following section, the specific emotional and social
competencies that are believed to influence the IT professional’s
perception of shared vision, compassion, and overall positive
mood respectively of IT professionals will be examined.

Emotional Intelligence Antecedents of
Shared Vision of IT Professionals
Adaptability
Today, organizations are dynamic, complex, and always
changing. New leaders come and go and shared visions
for the firm change with the new leaders. Such change
leads to turbulence, which makes it more difficult to create
and maintain a shared vision. Similar to this is the IT
organization, which is arguably the fastest changing due to
its ever-emerging technologies. IT professionals are both the
initiators and recipients of these changes, thus their everyday
work requires high levels of adaptability and cognitive flexibility.
IT professionals who are high in adaptability are better able to
cope with change and turbulence. Therefore, it is expected that
IT professionals with high adaptability will perceive a positive
relationship to shared vision.

Empathy
Information technology professionals are often called nerds,
geeks, and other less than complimentary labels. Most are
introverts, who are sensitive about their lack of fitting in with
others. As a result, they have empathy for others and seek
to work with and for those who sense their feelings and
perspectives. Pavlovich and Krahnke (2012) claim that empathy
enhances connectedness, which occurs through altruistic actions,
which promotes pleasurable feelings and harmony and a more
expansive, united, state of mind (Pavlovich and Krahnke, 2012).
Thus, it is expected that empathy will be perceived to be positively
related to shared vision.

TABLE 1 | Emotional and social intelligence competencies.

Competency cluster Competency Definition

Self awareness Emotional self awareness (ESA) Recognizing how our emotions affect our performance and using this is a guide to behavior.

Self management Achievement orientation Striving to meet or exceed a standard of excellence.

Adaptability Flexibility in handling change.

Emotional self control Keeping disruptive emotions and impulses in check.

Positive outlook Persistence in pursuing goals despite obstacles and setbacks.

Social awareness Empathy Sensing others’ feelings and perspectives and taking an active interest in their concerns.

Organizational awareness Reading a group’s emotional currents and power relationships.

Relationship management Conflict management Negotiating and resolving conflict.

Coach and mentor Taking an active interest in others’ development needs and bolstering their abilities.

Influencing others Having a positive impact on others: persuading or convincing others.

Inspirational leadership Inspiring and guiding individuals and groups.

Teamwork Working with others toward a shared goal.

Source: adapted from Goleman et al. (2013).
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Organizational Awareness
The IT organization exists to support the functioning of the
enterprise and strategic business objectives. The IT professional
serves the business and is deeply ingrained in its emotional
currents and power relationships. Organizational awareness
enables an individual to assess who is able to influence
whom, allowing them to appeal to the appropriate person
if influence is necessary. IT professionals interact daily with
those of influence and in power to understand how technology
can provide value. Thus, it is assumed that organizational
awareness will be perceived to be positively related to shared
vision.

Emotional Self-Awareness
Emotional self-awareness refers to a person’s ability to recognize
and understand his or her own emotional responses. The
ability to understand and connect with others first requires an
understanding of self and the ability to regulate emotion.
Emotion regulation refers to “the processes by which
individuals influence which emotions they have, when they
have them, and how they experience and express these
emotions” (Gross, 1998, p. 275). The creation of a shared
vision requires an ongoing negotiation between self and
others. It is through this negotiation over time that shared
understanding and ultimately, a shared vision emerges. In order
to be emotionally present in these negotiations, individuals
must understand and have control over their own emotions.
Without such an understanding, a person cannot fully engage
and respond to those around them. Thus, it is expected that
emotional self-awareness will be positively related to shared
vision.

Achievement Orientation
An unconscious desire to do better was studied by David
McClelland and his colleagues for decades and is called the
need to achieve (McClelland, 1961). Although achievement
orientation is related to excellence in management and leadership
(Boyatzis, 1982; Spencer and Spencer, 1993; Goleman, 1998),
it has also been associated with individualistic careers where
daily feedback on one’s own performance is clear, like in sales,
engineering and IT (McClelland, 1961; Spencer and Spencer,
1993). Such a disposition focused on individual achievements and
activities that bring individualized feedback is likely to detract
from focusing on people, relationships and shared emotions.
Meanwhile, an IT organization operates on the foundation
of teams and the individual outputs of IT professionals are
typically integrated with outputs of their peers and others
in the business. Thus, to be most effective, the individual’s
tasks in IT should support common or shared goals, and by
extension a shared vision. At the same time, working with
others in the context of a shared vision should help provide
a meaningful context for the individualistic activity of the
IT professional. This shared vision helps the IT professional
understand how their individual work contributes to the
firm’s success. Given this, it is expected that achievement
orientation will be linked to effectiveness through shared
vision.

Conflict Management
Information technology professionals lack interpersonal skills
and creating a shared vision takes patience, strong interpersonal
behaviors, negotiation, and even conflict management skills.
It is expected that the ability to negotiate differences to
arrive at unified solutions is particularly pertinent in the
early stages of vision formation. Conflict management requires
open communication, which is atypical of the introverts that
populate IT. It is anticipated that conflict management to be
perceived by IT professionals to be negatively related to shared
vision.

Influencing Others
Information technology organizations are dominated by
introverted professionals who have difficultly communicating
and take action based on what they think rather without
considering how others feel (Capretz, 2002). Efforts to
communicate and attempts to influence others may backfire in
reality and detract from the support of a shared vision, rather
than the act of promoting it. Thus, it is expected that influencing
others will be perceived to be negatively related to shared
vision.

In sum, the following relationships between emotional and
social competencies and shared vision are hypothesized:

H2: Individual emotional and social competencies of adaptability,
empathy, organizational awareness, emotional self-awareness, and
achievement orientation will positively and conflict management
and influencing others will negatively affect the IT professional’s
perception of shared vision.

Emotional Intelligence Antecedents of
Compassion of IT Professionals
Compassion in organizations makes people feel seen and
known; helps them feel less alone, and positively affects
emotional connections between people at work (Frost et al.,
2000). Compassion exists when individuals of a system
collectively notice, feel, and respond to pain experienced by
others (Kanov et al., 2004). Since compassion is associated
with a range of positive attitudes, behaviors, and feelings
in organizations (Dutton et al., 2002; Lilius et al., 2003),
investigating how emotional and social competencies might
affect compassion is important and should be examined
(Boyatzis and Goleman, 1996; Boyatzis, 2001; Boyatzis et al.,
2001/2007).

Adaptability
Compassion requires people to notice, empathize, and act on the
needs of others (Boyatzis et al., 2013). This requires cognitive
flexibility in order to recognize that situations in which one
person may be in need are not necessarily those in which another
may be in need. This recognition is the first step in compassion –
without it, one cannot be compassionate. Upon noticing another
in need, a person needs to act on that need. Due to the cognitive
flexibility of adaptable individuals, they are able to consider wide
range of potential actions, which increases the likelihood that they
are able to respond appropriately. Adaptable individuals are also
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more capable of changing their own behavior or circumstances
to accommodate the needs of others (Aronoff et al., 1994). Thus,
it is anticipated that there is a positive relationship between
adaptability and compassion.

Empathy
Empathy is considered as a distinct, yet closely connected
construct to compassion (Kanov et al., 2004). Compassion is
considered to be a broader construct than empathy, requiring
a deeper connection to the person in need (Dietze and Orb,
2000). While empathy primarily involves noticing and feeling
the need of another, compassion takes this a step further
by acting on this need (Kanov et al., 2004; Boyatzis et al.,
2013). Prior research has linked empathy to increase helping
behavior (Betancourt, 1990). Since IT professionals are seen
as sensitive and caring introverts, it is anticipated that IT
professionals will perceive that empathy and compassion are
positively related.

Organizational Awareness
Compassion is commonly conceptualized as a three-part process
consisting of noticing, feeling and responding to another’s
needs (Kanov et al., 2004). While organizational awareness
may increase the ability of a person to notice the need of
another by paying attention to the emotional currents in
the organization, the key role in organizational awareness in
increasing perceived compassion in organizations is in the
ability to respond. To be successful, IT professionals must
understand the formal and informal power distributions and
networks in and between organizations and how to use
this to gain access to resources to respond to the needs
of the business. Therefore, it is expected that organizational
awareness will be perceived to have a positive relationship with
compassion.

Emotional Self-Awareness
In order to detect the need or suffering of another person,
we are often forced to rely on our ability to read a person’s
emotional state. Further, in making sense of the observed
emotions or behavior of a colleague, we rely on our own
experience (Weick, 1995) to understand emotional responses
and reactions to assist us to notice and respond to the needs of
others. Since IT professionals are introverted and very much in
touch with their emotions, it is anticipated that emotional self-
awareness will be perceived to have a positive relationship with
compassion.

Achievement Orientation
Personality tests reveal that IT professionals are more
achievement oriented than the general population (Woodruff,
1980; Wynekoop and Walz, 1998) and gain recognition
through their expertise (Capretz, 2002). The work of IT is
often innovative and comes with risk of failure. Since IT
professionals identify closely with the work that they do (Pratt
et al., 2006), they are more individualistic and therefore less
focused on others. Given this, it is expected that achievement
orientation will be perceived to negatively relate to shared
compassion.

Conflict Management
Information technology professionals often find themselves
in conflict with those in business units over approaches to
development and/or requirements gathering. The ability to
manage conflict in a positive way reduces the pain experienced
by those involved in the conflict, and thus will likely increase
perceptions of shared compassion. Compassion does not
presume the absence of conflict; rather, a person with good
conflict management skills can use compassion to reduce the
intensity of the conflict. Thus, it is hypothesized that conflict
management will be perceived to be positively related to
compassion.

Influencing Others
Influencing others is the use of power to get others to comply
with one’s wishes or desires (Boyatzis, 1982, 2009; Spencer and
Spencer, 1993). The use of this competency will likely occur
when there is a power distance (i.e., boss and subordinate) or
an influence task (i.e., selling something to another person).
As a result, it is unlikely that more use of Influencing Others
competency would be related to closer relationships. When
added to the observation that the introverted IT professional is
energized by an internal world of ideas, not emotion and not
communicating with others (Eve-Cahoon, 2003), it is expected
that influencing others will be negatively related to the IT
professional’s perception of shared compassion.

In sum, the following relationships between emotional and
social competencies and compassion are hypothesized:

H3: Individual emotional and social competencies of adaptability,
empathy, emotional self-awareness, achievement orientation,
conflict management, and organizational awareness will positively
and influencing others will negatively affect the IT professional’s
perception of compassion.

Emotional Intelligence Antecedents of
Shared Positive Mood of IT Professionals
There is a plethora of literature claiming that one’s mood at work
affects behavior. For example, George (1991) found that a positive
mood at work fosters pro-social organizational behaviors. In the
next section, existing theory will be discussed, examining how
emotional and social competencies influence the perception of
overall positive mood.

Adaptability
The ability to adapt both to bad, good, and challenging
circumstances is expected to positively relate to overall positive
mood. Particularly in the fast changing technical environment,
IT professionals who are resistant to change are unlikely
to experience organizational life in a positive way. Thus, it
is anticipated that for IT professionals, adaptability will be
perceived as having a positive relationship with overall positive
mood.

Empathy
Empathy involves sensing others’ feelings and perspectives and
taking an active interest in their concerns. Empathy has been
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found to lead people to attribute negative behavior to situational
factors rather than dispositional factors (Regan and Totten, 1975)
and increase helping behavior (Betancourt, 1990). The attribution
of negative behavior to situational, rather than personal factors
decreases the intensity of the negative response for the person
who is displaying empathy, thus improving their mood. For
the receiver of the empathy, knowing that someone in the
organization understands how you feel and is willing to see your
perspective would also result in higher levels of positive mood. IT
professionals work within a strong social identity group, which
promotes respect and understanding, amongst peers. Therefore,
it is expected that empathy will be perceived to have a positive
relationship with overall positive mood.

Organizational Awareness
A positive relationship exists between organizational awareness
and an employees’ commitment for organization success
(Gagnon et al., 2014). Organizational awareness is about
understanding the power and influence in the group.
Membership in IT is important to IT professionals, mimicking
that of a fraternity, seeking inclusion and acceptance to
belonging to the ‘in-group’. Belonging is a basic psychological
need (Baumeister and Leary, 1995) and is a basic, formidable,
and extremely pervasive motivation. Therefore organizational
awareness can lead to the fulfillment of our need to belong and
is expected that IT professionals would perceive it to be overall
positively related to positive mood.

Emotional Self-Awareness
The technology industry is dynamic and complex. With
a constant flow of emerging trends and rapidly changing
technologies, IT professionals are forced to constantly examine
and upgrade their skills (Ang and Slaughter, 2000; Agarwal and
Ferratt, 2002).

Information technology professionals regularly evaluate
themselves against their peers. To maintain relevance and
sustain marketable skills, IT professionals must reskill and
reskill and reskill. One day their skills are in demand and they
are being paid bonuses for their skills (Cobol Programmers
in 2000) and the next quarter, the skills are no longer needed.
The emotional swings of relevancy wreak havoc on the IT
professional’s emotions. Thus, it is expected that self-awareness
will be perceived as being negatively related to overall positive
mood.

Achievement Orientation
Information technology professionals take much pride in
demonstrating their competence to others. Employees with a
performance-approach orientation are motivated to demonstrate
superior competence relative to others and to obtain favorable
judgments of their achievements (Elliot, 2005). Preenan et al.
(2014) found that on high-challenging tasks, employees had
a higher positive mood and concluded that a performance-
approach orientation elicits a positive-activating mood. Thus, it
is expected that the achievement orientation will be perceived as
being positively related to overall positive mood.

Conflict Management
Conflict management is the process of reducing the negative
aspects of conflict while increasing the positive aspects of conflict.
By managing conflict, the aim is to enhance learning and
boost group outcomes, such as employee effectiveness in an
organizational setting (Rahim et al., 1992). Emotions play a
role in employee performance, particularly on creative tasks, as
those fulfilled by IT professionals. Since the work in IT typically
occurs in teams, there is potential conflict and competition for
accepted ideas, a part of the creative process. Such conflict
management promotes innovation and constructive contention,
with likely better outcomes. Thus, it is hypothesized that conflict
management will be positively related to overall positive mood.

Influencing Others
Information technology professionals are characteristically
introverted and most likely to minimize both internal and
external stimuli. They maintain a strong identity with individuals
that are similar to them and do not actively seek to neither build
relationships nor influence others. Kahnweiler (2013) claims that
biggest challenge for an introvert is losing confidence and feeling
powerless, further asserting that introverts try to influence others
by mirroring colleagues, which is tiresome, unsustainable and
usually ineffective. Given this, it is expected that influencing
others would be perceived as being negatively related to overall
positive mood.

In sum, the following relationships between emotional and
social competencies and overall positive mood are hypothesized:

H4: Individual emotional and social competencies of adaptability,
empathy, organizational awareness, achievement orientation, and
conflict management will positively and influencing others and
emotional self-awareness will negatively affect the IT professional’s
perception of overall positive mood.

Role Breadth Self-Efficacy as an Antecedent
of Shared Vision, Compassion, and Overall
Positive Mood of IT Professionals
Parker’s (1998) theory of Role Breadth Self-Efficacy (RBSE) refers
to employees’ perceived capability to carry out a broader and
more proactive set of work tasks that extend beyond prescribed
technical requirements. Further, Parker claims that those that
do engage in behaviors that span beyond their defined roles
and assume broader responsibilities essential for organizational
success are seen as more valuable (Parker, 1998). The theory
of RBSE focuses on emotional behaviors presumed to change
in response to the changing conditions of the organization
environment (Parker, 1998). This is further supported by Den
Hartog and Belschak (2007) who argue that one’s organizational
attachment is an important motive for an employee’s engagement.
Such findings support the intent of the study by examining
how RBSE might have a relationship with the interpersonal
environment in an organization (vision, compassion, and overall
positive mood).

Information technology professionals place significance on
how well their self-image aligns with what they see as
representative of the greater group (Ely, 1995; Alvesson et al.,
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2001) and when a high level of perceived similarity exists,
they may be more satisfied with and have a higher positive
evaluation of the organization. RBSE should be positively related
to shared vision because perceiving that there is a shared vision
makes employees more likely to believe that they know how to
contribute to organizational goals by going beyond the limits of
their roles. The shared vision, in a sense, provides a road map for
moving into uncharted territory.

Technical self-efficacy as it relates to the IT professional
focuses on the level at which employees believe in their abilities
to perform in a given situation (Webster and Martocchio, 1992),
while social identity theory (Tajfel, 1978) is defined as the part
of an individual’s self-concept derived from membership in a
group where value and emotional meaning is attached. Since IT
individuals value their skills and expertise, they seek others and
choose situations where they can demonstrate their competence
(Judge, 2002). RBSE should be positively related to compassion
because in a supportive work environment, employees will expect
that they will receive help, if necessary, if they go beyond the
confines of their role. They also will be less afraid of failing if they
do so.

Role breadth self-efficacy relates to an employee’s need to feel
confident in their ability to engage in proactive behavior (Parker,
1998). Loundsbury et al. (2012) argue that technically oriented
professionals are open to new and radical ideas, very willing to
experiment, enjoy variety of tasks, and are inclined to seek out
novel experiences. RBSE should be related to overall positive
mood because people tend to be more expansive in their thinking
and behavior when their mood is positive. Thus, working in a
setting where the mood is positive will make employees more
likely to go beyond the confines of their roles.

In sum, it is hypothesized that RBSE will positively affect the
IT professional’s perception of shared vision, compassion, and
overall positive mood:

H5: RBSE will positively affect the IT professional’s perception
of shared vision, compassion and positive mood, the three
sub-constructs of the interpersonal environment.

The research model, as shown in Figure 1, visually articulates
the flow of this research. Hypothesis 1 represents the IT
professional’s perception of the interpersonal environment
through the use of three sub-constructs; shared vision,
compassion, and overall positive mood and how they may
relate to employee engagement, which is represented by three
constructs; absorption, dedication, and vigor. Hypotheses
2–4 represent specific emotional and social competencies
(adaptability, conflict management, empathy, organization
awareness, achievement orientation, emotional self-awareness,
and influencing others) and how they may relate to the IT
professional’s perception of the interpersonal environment
(shared vision, compassion, and overall positive mood).
Hypothesis 5 is represented by RBSE and how it may relate to the
IT professional’s perception of the interpersonal environment
(shared vision, compassion, and overall positive mood).

Research Method

Operationalization of Construct
The operationalization of the construct drew mainly from
four validated instruments that measured the independent

FIGURE 1 | The mode and hypotheses predicting engagement.
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variables (RBSE and emotional and social competencies),
interpersonal environment and the dependent variable
(engagement).

To measure engagement, the Utrecht Work Engagement Scale
(UWES; Schaufeli et al., 2002) was used. Three sub-constructs
(dedication, vigor, and absorption) reflect the dimensions of
engagement and its 17 items are scored on a 7-point Likert
scale ranging from (Never Almost Never, Rarely, Sometimes,
Often, Very Often, Always). The reliability and the factorial
validity of the UWES (Schaufeli et al., 2002) are suitable. The
Cronbach alpha reliability is as follows: Vigor (0.83), Dedication,
(0.90), and Absorption (0.88). Sample questions from the UWES
include:

• At work, I feel full of energy.
• I am enthusiastic about my job.
• When I am working, I forget everything else around me.

The perception of the interpersonal environment was
measured by the positive and negative emotional attractors
(PNEAs) instrument, which Boyatzis (2006, 2013) claims
to determine the perspective of the self-organizing process,
sometimes adapting to existing conditions and/or to new,
emergent conditions. The PNEA construct consists of 20
questions. The construct has three sub-constructs: shared vision,
compassion, and overall positive mood. The subscales of the
construct are scored on a five point Likert scale (Strongly Agree,
Somewhat Agree, Neither, Somewhat Disagree, and Strongly
Disagree). The Cronbach alpha reliability is as follows: Vision
(0.905), Compassion, (0.853), and Overall Positive Mood (0.909).
Lists of questions are summed to provide a score for each
sub-construct and then all three sub-constructs are summed to
provide a PEANEA score.

Sample questions include:

• I do not feel trusted by my colleagues.
• I feel trusted by my colleagues.
• I care about my colleagues at work.
• I do not care about my colleagues at work.

The Emotional and Social Competency Inventory (ESCI-U;
Boyatzis and Goleman, 1996) is a 72-item instrument used to
measure the dimensions of emotional and social intelligence.
The self-report version of the ESCI-U was used for the study.
Seven of the 14 competencies of the ESCI-U were used in
the study. Half of the ESCI-U competencies were not used.
This was due to a concern regarding the length of the study
survey instrument. Competencies were eliminated based on
their perceived lack of applicability to employee engagement.
This included two cognitive competencies (systems thinking and
pattern recognition), two emotional competencies (emotional
self-control and positive outlook), and three social competencies
(coach and mentor, inspirational leadership, and teamwork).
Those included in the study were: adaptability, conflict
management, empathy, organization awareness, achievement
orientation, emotional self-awareness, and influencing others.

The ESCI-U instrument consists of a multi-item scale with a six-
point response format (Don’t know, Never, Rarely, Sometimes,
Often, and Consistently).

Sample questions include:

• When resolving conflict, deescalate the emotions in the
situation.

• Initiate actions to improve own performance.
• Understand the informal structure in the organization.

The questions in the ESCI-U instrument (Boyatzis and
Goleman, 1996; Boyatzis et al., 2001/2007) demonstrate the
following Cronbach alpha:
Emotional Intelligence Dimension:

- Emotional Self Awareness: recognizing one’s emotions and
their effects (six items): 0.771.

- Achievement Orientation: striving to improve or meeting a
standard of excellence (six items): 0.705.

- Adaptability: flexibility in handling change (six items): 0.752.

Social Intelligence Dimension:

- Empathy: sensing others’ feeling and perspectives, and taking
an active interest in their concerns (six items): 0.725.

- Organizational Awareness: reading a group’s emotional
currents and power relationships (six items): 0.764.

- Influencing Others: wielding effective tactics for persuasion
(six items): 0.746.

- Conflict Management: negotiating and resolving
disagreements (six items): 0.636.

To assess RBSE, Parker’s (1998) instrument was used. The
instrument demonstrates a Cronbach alpha of 0.96. The 10-item
instrument contains a multi-item scale with a response format
(1-not at all confident to 5-very confident) that measures one’s
confidence to perform tasks tapping affective elements, such
as proactivity and interpersonal and integrative competencies.
Scores are aggregated to form a single scale. Sample questions
from the construct include:

How confident would you feel:

• Analyzing a long term problem to find a solution.
• Representing your work area in meetings with senior

management.
• Writing a proposal to spend money in your work area.

Sample
The cross-sectional study was administered online and data was
collected from May through August 31, 2011. The study was
approved by Case Western Reserve University’s IRB. Data was
collected through online surveys from IT professionals employed
at global companies. Several professional IT associations were
contacted for survey participants, who distributed the survey to
their members. Participants were contacted via email, inviting
them to participate in the study by clicking on a survey link
provided. Several procedures were used to ensure high response
and completion rates. This included: (a) a cover letter explaining
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the need for the scholarly research and the critical role of
practitioners in to create useful knowledge; (b) assurance of
anonymity and individual and organizational confidentiality,
and (c) access to completed survey results. Two reminder
emails were sent, one email was sent after 2 weeks and a
second email after 4 weeks. Since the surveys were distributed
through online mechanisms, it was not possible to determine
the response rate, non-response bias or to draw conclusions
on the reasons for those who dropped out. Qualtrics, a web
platform was used to host the survey. A total of 1,143 IT
professionals completed the survey. Accounting for returned
emails and incomplete responses, 795 usable surveys were
included in the study, yielding a 70.0% rate for completed
surveys.

Demographics
Table 2 informs us of demographics of the study’s respondents.
The age of respondents ranged from under 30 to over 60 years
of age. Specifically, 13.5% were under 30, 24% are ages 31–40,
29.4% are ages 41–50, 25.7 are ages 51–60, and 6.6% are over
the age of 60. In our sample, female participants (29.4%), paled
in comparison to males (69.5%). Further, individual contributors
represented a little over half (54.2%) and managers (45.3%) of
the sample. With respect to experience, 42% had over 20 years
of experience and fewer than 2% of IT professionals have
less than 1 year. IT professionals with 1–4 years experience
represented 10.8%, 12.5% of respondents had 5–10 years, 18.6%
had 11–15 years, and 16–20 years of experience consisted of
13.9%.

TABLE 2 | Characteristics of respondents (n = 795).

N %

Age

<30 years 107 13.46

31–40 years 191 24.02

41–50 years 234 29.44

51–60 years 204 25.66

Over 60 years 52 6.60

No response 7 <1.0

Gender

Female 235 29.40

Male 555 69.50

No response 5 <1.0

Job role

Individual contributor 431 54.21

Manager 360 45.28

No response 4 <1.0

Experience

Less than 1 year 15 1.88

1–4 years 86 10.81

5–10 years 99 12.45

11–15 years 148 18.60

16–20 years 11 13.88

Over 20 years 436 42.38

Measurement Model

Data Screening
Relevant statistical assumptions necessary for subsequent
analyses were checked and no violations of assumptions were
uncovered. The data screening included handling missing data
and addressing outliers and influentials. The analyses showed
that the items comprising the RBSE, ESCI-U, PNEA, and
UWES were normally distributed around their mean. After
reviewing all of the data, a couple of outliers were found that
were then removed because of cross loadings and low primary
loadings.

Exploratory Factor Analysis and
Confirmatory Factor Analysis
Exploratory factor analysis (EFA) was utilized to see how many
factors would explain the patterns among the interrelationships
of the items and reduce the number of variables into
more manageable factors and examine the convergent and
discriminant validity of the constructs. First, 98% of items
correlated at least 0.30 or higher with at least one other item,
suggesting reasonable factorability. Second, the Kaiser-Meyer-
Olkin measure of sampling adequacy was 0.952, above the
recommended value of 0.60, and Bartlett’s test of sphericity
was significant (32476.489, p < 0.001). There were 11 non-
redundant residuals with absolute values greater than 0.05. The
diagonals of the anti-image correlation matrix were all over 0.50,
supporting the inclusion of each item in the factor analysis.
Finally, the communalities were all above 0.40 further confirming
that each item shared some common variance with other items.
There were a significant number of correlations greater than
0.30 were observed, suggesting non-orthogonality. The analysis
was continued with an oblique rotation using principle axis
factoring (PAF). A promax rotation provided the best-defined
factor structure. A factor-loading threshold of 0.40 was set (Hair
et al., 2010) and the results showed all items had primary loadings
over 0.60 with low and cross loadings of 0.30 or above. Due
to both low and cross loading, the variables of emotional self-
awareness were sequentially deleted from the analysis until an
acceptable model emerged1. Other solutions were examined,
however, the 14 factor solution, which explained 63.895% of the
variance, was preferred because of its theoretical support, the
‘leveling off’ of Eigen values on the scree plot after 14 factors, and
the number of primary loadings on their hypothesized factors.
A confirmatory factor analysis (CFA) was conducted in AMOS.
Using the dataset, significance and several model fit measures
were tested. The original measurement model had 100 variables
associated with 15 constructs. The Browne–Cudeck criterion
(BCC) test of close fit was used and the BCC value was compared
across the hypothesized model (Browne and Cudeck, 1993). The
90% confidence level was 0.035–0.037, lower than the saturated
model, suggesting a good fit (Floyd and Widaman, 1995). Steiger

1It should be noted I held the tolerance for the factors to 0.7, but the ESCI
instrument has been determined valid at a 0.4 or higher level. Taking this into
consideration, I performed ran a second EFA leaving in the lower factor-loading
as acceptable, I found that fewer questions were eliminated from the constructs,
but my findings did not significantly change.
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and Lind’s (1980) root mean square error of approximation
(RMSEA) with a 90% confidence interval was used to reflect
both the fit and parsimony of the model at hand. The RMSEA
was 0.035 and had a PCLOSE of 1.000. The non-normed fit
index (NNFI; Tucker and Lewis, 1973), the comparative fit
index (CFI; Bentler, 1990), and incremental fit index (IFI) as
other goodness-of-fit measures that reflect the proportionate
improvement in fit of the measurement model over a more
restricted baseline model were used. The NNFI, CFI, and IFI all
were “close to 0.96” indicating satisfactory fit (Hu and Bentler,
1998).

Validity and Reliability
Tests were conducted to evaluate the convergent and
discriminant validity and the reliability of reflective measures.
Those loadings that exceeded 0.70 on their respective factors
were construed as indicative of convergent validity (Straub et al.,
2004). Average variance extracted (AVE) ranged from 0.51 to
0.77, exceeding the recommended threshold of 0.50 (Fornell
and Larcker, 1981) indicating acceptable convergent validity for
each construct. Composite scale reliability ranged from 0.66 to
0.95, exceeding the recommended cutoff value of 0.70 (Nunnally,
1978). The correlation matrix indicated that the requirements
of discriminant validity were satisfactorily achieved. Only three
discrepant correlations out of a possible 98 were indicated.
A second test of discriminant validity of individual items is
implicit if they load higher on their own respective construct
than on any other latent variable (Gefen et al., 2000; Straub et al.,
2004). This requirement was met, with only two discrepancies
among a possible 69. The internal consistency of the measures
established the reliability by examining the Cronbach alpha

and composite reliability, for each construct. Only minor issues
are apparent in a few of the variables: adaptability, conflict
management, empathy, and organization awareness are just
below the 0.7 threshold for reliability, but this is justifiable as
there are only two items for each of these factors. Tables 3
and 4 indicate the validity and reliability and correlation
results.

Common Method Bias (CMB)/Variance
Several steps were taken to mitigate, detect, and control for a
common method bias (CMB). All survey items were carefully
constructed and pre-tested, valid, multidimensional constructs
were used (Huber, 1985). The scale anchors and format in
the questionnaire were varied and a series of scale-validation
processes were performed before distributions. The Harmon’s
test results indicated that 28% of the variance is explained by a
single factor. The correlations with the common variable, when
including a marker variable, were 0.34, indicating a common
method variance (CMV) of 11.6%, indicating that the study
does not suffer from a CMB. Multicollinearity was examined
through linear regression analysis on the study constructs and
low variance inflation factors (VIFs) were found; nearly all VIFs
were below three and only one construct; absorption (ABS) had
indicators with VIFs above 5 (but less than 10). CMVwas assessed
using the Lindell and Whitney (2001) marker variable test. The
results indicated that just over 7% of the common variance is
between unrelated latent factors. To perform the marker test,
a marker EI was added, with three questions (EMP6, OA6,
INF6). The tests that were performed illustrate that although
there is some bias in the model, the results are reliable and
valid.

TABLE 3 | Validity and reliability (n = 795).

Reliability Variance

Construct Items Cronbach alpha Composite Average extracted Maximum shared Average shared

Organizational environment

Vision 7 0.91 0.90 0.58 0.74 0.15

Compassion 3 0.82 0.83 0.63 0.32 0.09

Overall positive mood 6 0.94 0.94 0.71 0.74 0.15

Emotional/social competencies

Adaptability 2 0.69 0.69 0.53 0.38 0.16

Achievement orientation 4 0.81 0.82 0.53 0.38 0.22

Conflict management 2 0.70 0.70 0.54 0.37 0.14

Empathy 2 0.67 0.66 0.49 0.34 0.16

Emotional self awareness 4 0.81 0.81 0.51 0.37 0.15

Influence 2 0.73 0.73 0.58 0.19 0.07

Organization awareness 2 0.64 0.68 0.52 0.25 0.11

Role breadth self efficacy

RBSE 7 0.89 0.91 0.55 0.27 0.14

Engagement

Absorption 6 0.95 0.95 0.77 0.76 0.19

Dedication 6 0.94 0.94 0.72 0.51 0.24

Vigor 4 0.87 0.86 0.61 0.76 0.21

Frontiers in Psychology | www.frontiersin.org 10 June 2015 | Volume 6 | Article 623

http://www.frontiersin.org/Psychology/
http://www.frontiersin.org/
http://www.frontiersin.org/Psychology/archive


Pittenger Engagement and IT professionals

TABLE 4 | Correlation matrix (n = 795).

1 2 3 4 5 6 7 8 9 10 11 12 13 14

(1) Role breadth self efficacy 1

(2) Absorption 0.37 1

(3) Adaptability 0.09 0.38 1

(4) Achievement orientation 0.12 0.24 0.35 1

(5) Conflict management 0.30 0.47 0.48 0.47 1

(6) Dedication 0.51 0.25 0.11 0.15 0.19 1

(7) Empathy 0.62 0.60 0.37 0.23 0.52 0.34 1

(8) Emotional self awareness 0.02 0.05 0.33 0.26 0.22 −0.09 0.02 1

(9) Influence 0.22 0.33 0.44 0.38 0.52 0.19 0.30 0.23 1

(10) Organizational awareness 0.05 0.23 0.38 0.37 0.26 0.13 0.16 0.34 0.29 1

(11) Overall positive mood 0.18 0.39 0.30 0.46 0.49 0.23 0.36 0.11 0.38 0.39 1

(12) Vigor 0.15 0.23 0.40 0.47 0.46 0.15 0.32 0.12 0.34 0.30 0.40 1

(13) Compassion 0.17 0.10 −0.07 −0.01 0.02 0.24 0.25 −0.09 −0.02 −0.00 0.04 0.00 1

(14) Vision 0.00 −0.02 0.11 0.10 0.23 −0.04 0.21 0.09 0.14 0.07 0.13 0.22 −0.07 1

Specification of the Structural Equation
Model (SEM)
To test the hypotheses, a path model was specified in
AMOS Version 18 and the maximum likelihood technique
was used for its estimation. The structural equation
model (SEM) tested the direct effects hypotheses of the
emotional and social competencies and RBSE as related
to the interpersonal environment, specifically the three
sub-constructs: vision, compassion and overall positive mood

and the direct effects of the perception of the interpersonal
environment to engagement (absorption, dedication, and
vigor).

Results

Of the 27 hypotheses, (17/27) were found to be statistically
significant. Sixteen hypotheses were not supported and these

FIGURE 2 | Structural equation model (SEM) results.
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were subsequently trimmed removing one non-significant path
at a time from the fully identified model2. The final model
is displayed in Figure 2. Hypothesis 1: Shared vision was
positively related to all three sub-constructs of engagement:
absorption (β = 0.352, p = 0.000) dedication (β = 0. 105,
p = 0.005), and vigor (β = 0. 356, p = 0.000). Compassion was
positively related to absorption (β = 0.115, p = 0.000) and vigor
(β = 0.065, p = 0.009), while overall positive mood was positively
related to dedication (β = 0.659, p = 0.000). Hypothesis 2:
Only achievement orientation was positively related to shared
vision (β = 0.384, p = 0.000), while influencing others was
negatively related with shared vision (β = −0.101, p = 0.000).
Hypothesis 3: The following competencies were positively related
to compassion: achievement orientation (β = 0.192, p = 0.000),
conflict management (β = 0.111, p = 0.003), and organizational
awareness (β = 0.256, p = 0.000). Empathy (β = −0.070,
p = 0.000) and influencing others was negatively related to
compassion (β = −0.312, p = 0.000). Hypotheses 4: The following
competencies were positively related to overall positive mood:
organizational awareness (β = 0.054, p = 0.012), and achievement
orientation (β = 0.442, p = 0.000). Influencing others was
negatively related to overall positive mood (β = −0.138,
p = 0.004). In summary, the relationship between achievement
orientation and the perceived interpersonal environment was
positive for all three sub-constructs and the relationship between
influencing others and the perceived interpersonal environment
was negative for all three sub-constructs. Hypothesis 5: RBSE
was negatively related to overall positive mood (β = −0.089,
p = 0.000).

Discussion

The escalating organization investment in IT has not necessarily
delivered the business value expected (Brynjolfsson, 1994), with
less than a third of technology projects being delivered on
budget or on time and almost a third canceled or never used
(Johnson, 2009). Ellis (2009) claims that 75% of global companies
admit to wasting one in three dollars spent on technology
projects. There are many explanations for why IT has been
afflicted with performance shortcomings. This study focuses on
IT professionals and their lack of engagement. The goal of the
research was to leverage the findings so that they could be applied
to practice. This study is important because it examined if the
perception of shared vision, compassion and overall positive
mood would be positively related to engagement (absorption,
dedication, and vigor) and explored how specific emotional
and social competencies such as empathy, organizational
awareness, emotional self-awareness, achievement orientation

2The non-significant paths were: (1) adaptability positively relates to vision,
compassion and overall positive mood, (2) conflict management negatively
relates to vision, (3) empathy positively relates to vision and compassion, (4)
organizational awareness positively relates to vision, (5) emotional self-awareness
positively relates to vision, (6) emotional self-awareness positively relates to
compassion, (7) emotional self-awareness negatively relates to overall positive
mood. (8) RBSE positively relates to vision and compassion, (9) compassion relates
to dedication, (10) overall positive mood will positively relates to vigor, and (11)
overall positive mood will positively relates to absorption.

and conflict management might positively or negatively relate
to the perception of shared vision, compassion, and overall
positiveshort mood.

Christian et al. (2011) assert that specific job characteristics
are strongly related to engagement. Rich et al. (2010) claim
that the nature of employee’s behavioral contributions to their
organizations is a function of job engagement. The focus on
engagement relied on Schaufeli et al. (2002, p. 74) description
of engagement as “a positive, fulfilling, work-related state of
mind that is characterized by dedication, absorption, and vigor.”
Engagement is, therefore not a momentary and specific state,
but “a . . . persistent and pervasive affective-cognitive state not
focused on any particular object, event, individual, or behavior.”
The study findings reveal that perceptions of the interpersonal
environment relate to how IT professionals engage at work. The
study uncovered that the perception of shared vision related to
all three of the components of engagement: dedication, vigor,
and absorption. The study findings highlight that when a vision
is created and assimilated within the organization people feel a
part of a cause and are dedicated to the direction that leadership
is driving. It is unfortunate, because in practice, leaders still
fail to provide a clear vision to their people (Gallup Inc, 2013).
Vision is seen as a way to “inspire others, to motivate action
and to move with hope toward the future” (Farling et al., 1999,
p. 53). Schaufeli and Bakker (2004) assert that absorption is
characterized by being fully and enthusiastically engrossed in
one’s work, whereby time flies by quickly. People feel excited
when they have a shared vision and this vision connects the
users. Next, the perception of shared compassion was related to
vigor and absorption. These findings reveal that an interpersonal
environment perceived as caring relates to the degree to which
employees engage. The findings support Doty (2014) who claims
that compassionate organizations have more engaged employees,
generalizing that in a more compassionate workplace, employees
are less stressed and more satisfied with their jobs, and turnover
is lower. Building on this, Frost et al. (2000, p. 25) claim that
compassion and care are not separate from being a professional
or doing the work of the organization, but rather are a natural
and living representation of people’s humanity in the workplace.”
The study also uncovered that another sub-construct of the
interpersonal environment; overall positive mood, is perceived
by IT professionals to be positively related to dedication. An
improvement in the attitude of the employees renders more
produce positive outcomes, such as the employees’ increased
performance and higher job satisfaction (Choi, 2012), leading
to improved dedication. Additionally, employees who identify
with the organization are likely to be more dedicated, especially
if they think there is a future. An exchange relationship exists
between the individual and the organization in which dedication
is exchanged in the search for the results desired, such that
employees become more engaged in their work (Flaherty and
Pappas, 2000).

The research revealed that achievement orientation was the
most significant emotional competency to positively relate to
one’s perception of the interpersonal environment. Achievement
orientation was perceived as positively related to all three of the
sub-constructs of the interpersonal environment: shared vision,
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compassion, and overall positive mood. In the study hypothesis,
it was originally hypothesized that achievement orientation
would be perceived by IT professionals to be negatively related
to compassion. The individualistic aspect of the work in IT
informed this hypothesis. IT professionals enjoy working alone
and feel like that can control their work elements, enhancing their
sense of belonging and desire to work harder. However, the study
findings revealed that the relationship of achievement orientation
to be positively related to the IT professionals perception of
compassion. This supports that even though IT professionals
over achieve to promote themselves, they also do it for the good
of the organization. Additionally, (McCullough, 2013) argues that
employees with a high achievement orientation enjoy greater job
satisfaction, which is related to a more positive perception of the
interpersonal environment. High achievers tend to depend on
certain factors under their own control and believe that success
is a choice, while less achievement oriented individuals believe
that success is outside of the individual’s control (McCullough,
2013).

Additionally, the study revealed that influencing others was
perceived by IT professionals to be negatively related to all
three of the sub-constructs of interpersonal environment: shared
vision, compassion, and overall positive mood. This is supported
by research on the personality of IT professionals. They tend
to be introverted and work in a very specific discipline (similar
to engineering and accounting). The creative, independent
nature of the IT professional does not always align with
traditional hierarchical, command-and-control organizations.
The deployment of pure technical tasks typically does not span
many boundaries beyond their organization. However, when IT
professionals need to rely on their positional power to pressure
others, this creates a dynamic that leads to disenfranchised
employees (White, 2014). Influencing others does not appeal to
most IT professionals. This finding may not be true for other
working professionals and may be a distinctive finding to IT
professionals.

Organization awareness was positively related to the IT
professional’s perception of two sub-constructs of interpersonal
environment: compassion and overall positive mood. Possessing
higher levels of customer service is critical for IT professionals,
given increasing demands from internal customers, such as
marketing and sales departments, and pressure for more
integration of IT with other organizational units (Lee et al., 1995).
As observed by Ray et al. (2005), customer service has become
a strategic imperative, linking a firm’s information technology
resources and capabilities to achieving quality. IT professionals
need to have keen insight into the strategies of multiple business
units to be able to serve them effectively. The systems and
software they create and implement serves the business and
process needs of those within the organization. Having awareness
of the organization builds trust and helps the IT professional to
work smarter, not harder (Morton, 2014). McKenzie (2014) notes
that working harder is a poor strategy and advises that a strategy
that has become ingrained in the IT culture is to work smart and
go home.

The research uncovered that conflict management is perceived
by IT professionals to be positively related to compassion. Jordan

and Troth (2004) claim that the act of integrating that occurs
during conflict resolution is positive correlated with overall
emotions. Since IT professionals are often misunderstood and
negatively perceived by the business, IT professionals form a
strong social identity with fellow workers to fight for their beliefs
and demonstrate compassion for what they believe. In many
organizations, IT is viewed as a cost center that does not provide
much value. As a cost center, their funding is often reviewed and
questioned and outsourcing of IT functions and/or downsizing
are often perceived threats. To effectively deal with doubt and
fear of their future employment, IT professionals must be ready
and able to take on senior management as survival modus
operandi.

There were three hypotheses that were not supported.
Emotional self-awareness and overall positive mood were
originally hypothesized to be negatively related, and in the
study were not found to be related at all. The premise that
IT professionals are forced to constantly reskill in the latest
technologies to remain relevant was expected to be perceived as
negatively related to overall positive mood. Since IT professionals
are creative individuals, the idea of reskilling may appeal to
some more than others, resulting in no significant relationship.
With respect to empathy, a perceived negative relationship to
compassion was revealed. Loundsbury et al. (2014) support this
finding, claiming that IT professionals have personalities with
significantly higher levels of agreeableness, tough-mindedness,
and detachment. Further, they argue that IT professionals draw
conclusions based on logic, facts, and data rather than feelings,
values and intuition are more inclined to be analytical, objective
and unsentimental when compared to other occupations.

Parker’s (1998) RBSE refers to employees’ perceived capability
to carry out a broader and more proactive set of work
tasks that extend beyond prescribed technical requirements.
This study revealed that for IT professionals, no statistically
significant relationship exists between RBSE and two of the three
dimensions of the interpersonal environment (shared vision
and compassion). The only finding, a negative relationship for
RBSE and overall positive mood, was shown to be weak. The
Institute for Management Excellence (2003) claims that 67%
of IT professionals are introverted. The work in IT consists of
independent tasks that require alone time, quiet concentration
and attention focused on the work at hand, with little social
interaction, which are best suited for introverts (Institute for
Management Excellence, 2003). Given this, it is likely that
their beliefs about their abilities to perform tasks beyond
their prescribed roles may not be influenced by the perceived
interpersonal environment. If the negative result for overall
positive mood is real and not due to a methodological quirk, it
could be that the exuberance of their coworkers actually makes
the introverted IT professional somewhat uneasy, which makes
them less willing to go beyond their prescribed roles. As such,
reaching out and going beyond the task can be stressful for
IT professionals, so they are likely to be low in RBSE. Since
the RBSE of IT professionals are perceived to be negatively
related to overall positive outlook, implementing interventions
that focus on developing the personality characteristics associated
with extraversion would support positivity in the workplace.
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Implications for Future Research and
Practice
This study focused on what factors might positively relate to
the engagement of IT professionals, one of the least engaged
populations within organizations (Treadwell and Alexander,
2011). This work underscores the importance of emotional and
social competencies and supports the research of McClelland
(1973), Spencer and Spencer (1993), Goleman (1998), and
Boyatzis (2008) with respect to the impact of competencies on
the interpersonal environment specifically, and more generally,
the organizational environment as a whole. The research
study was motivated by the importance of understanding how
emotional and social competencies might affect the interpersonal
environment, which in turn, might affect employee engagement.
The negative cost to having employees that are not engaged
includes lower productivity and higher turnover (Bassi and
McMurrer, 2007). By contributing knowledge, practice could
be positively impacted, further supported by Ramirez et al.
(2001) who claim that IT organizations that earn higher returns
are ones who implement employee engagement initiatives. This
study provides an increased understanding of the behaviors that
relate to the IT professional’s perception of the interpersonal
environment, and in turn, how the interpersonal environment
might impact the engagement of IT professionals. This
knowledge can be leveraged in practice to increase the percentage
of IT professionals engaged at work. Using the specific behaviors
identified as positively impacting the interpersonal environment,
practitioners can apply this knowledge to several of their
Human Capital Management processes. In the hiring process,
organizations should implement an interview protocol that
supports identifying candidates that are achievement oriented.
Another behavior, organizational awareness, was significantly
related to two interpersonal environment constructs: compassion
and overall positive mood. These two behaviors should be
added to talent development criteria and promotional processes.
Having individuals with these behaviors will positively relate
to the perception of the organizational environment, which in
turn, will positively relate to employee engagement. The study
findings also support Stajkovic and Luthans (1998) and Boyatzis
(2008) who claim that the perception of the interpersonal
environment impacts the level of employee engagement. On
an organizational level, the study findings have important
implications for those involved in the strategic planning of
human capital. Leaders should be encouraged to leverage the
findings to improve management practices that influence the
interpersonal environment.

The research uncovered that engagement is positively
impacted by each of the distinctive components of the
interpersonal environment (vision, compassion, and overall
positive mood). As a result, it is recommended that leaders
actively communicate the organization’s vision and ensure that
employees understand and align with such vision. The study
findings highlight that when a vision is created and assimilated
within the organization, people feel a part of a cause and are
dedicated to the direction that leadership is driving. Yet, leaders
still fail to provide a clear vision to their people (Gallup Inc,
2013). Vision is seen as a way to “inspire others, to motivate

action, and to move with hope toward the future” (Farling et al.,
1999, p. 53). People feel excited when they have a shared vision.
Leaders should be encouraged to evaluate the organization’s
culture to gain an understanding if compassion is valued,
supported, and nurtured. This study revealed that compassion is
significantly related to absorption and vigor, demonstrating that
having employees passionate about their organization impacts
how much they engage. The findings support Doty (2014) who
claims that compassionate organizations have more engaged
employees, generalizing that in a more compassionate workplace,
employees are less stressed and more satisfied with their jobs,
and turnover is lower. Finally, the findings revealed that an
employee’s overall positive mood was significantly related to their
level of dedication. Dedicated employees become more absorbed
in their work, resulting in greater work outcomes. Dedicated
employees envision a future with the organization. Therefore, it is
recommended that organizations create career paths and provide
internal mentors to support employees to develop personal career
plans. Researchers are encouraged to further explore how specific
emotional and social competencies and RBSE affect engagement.
Future inquiry could focus on a broader set of factors within the
interpersonal environment to increase understanding of the IT
professional. Finally, the research could be expanded to include
other types of workers, outside of IT.

Limitations
This study has some limitations that should be noted. Although
the focus on IT professionals was deliberate, it may not be
generalizable to all IT professionals because the respondents were
recruited and the sample was drawn from a few global companies
and IT professional associations in the United States and Canada.
Additional data providing further insight into the respondents
such as industry type, geography, etc. could have been collected.
A more global sample may have produced different results.
Further, the data is self-reported and a 360◦ or manager feedback
mechanism was not used, which could have provided a broader
perspective. The survey instrument consisted of four widely used
measures that were carefully selected and integrated to best
reflect the theories that informed this research. Three of the
measurement constructs were used in their entirety. Due to the
size of the ESCI-U construct, only seven of the 14 competencies
were chosen. By not using the entire measurement instrument,
the overlooked dimensions may have proven significant to the
findings. With respect to the findings on RBSE, the results inform
that there is a RBSE has a relationship with shared vision,
compassion, and positive mood.

Conclusion

This study on employee engagement is unique in its focus
on IT professionals – in particular with respect to examining
which emotional and social competencies and RBSE relate to
aspects of the interpersonal environment and what aspects of
the interpersonal environment might relate to engagement. This
research can help practitioners consider which factors might
help improve engagement, increase innovation, and improve
performance.
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