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Abstract
Measuring employee engagement is a popular means for contemporary 
organisations to assess employee commitment and engagement. It is evident 
from literature that a strong relationship exists between improved employee 
engagement levels and positive business outcomes. However, globally and 
in South Africa, employees tend not to be engaged, with non-managerial 
employees showing lower engagement compared to their managerial 
counterparts. From this perspective, disengagement, resulting in untapped 
employee potential, has significant financial implications.
Traditional employee engagement models list a positive communication 
climate as one of many job resources that contribute to improved engagement, 
alongside resources such as performance feedback, employee autonomy and 
opportunities for learning and development. Against this background, this 
research argues that a positive communication climate could possibly play a 
more expanded role in driving non-managerial employee engagement than is 
currently recognised.
Survey data were collected from four short-term insurance organisations 
in the South African financial sector. Data analysis was done using factor 
analysis and structural equation modeling. The results show a reasonable fit 
and support the notion that a positive communication climate may have an 
impact on all job resources, which could lead to higher levels of employee 
engagement among non-managerial staff. 
The results show that communication climate may possibly be the 
foundation of job resource effectiveness. As such, management can address 
communication climate when seeking to improve engagement levels of non-
managerial employees.
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INTRODUCTION 
Employees are arguably the most important stakeholder group leading the organisation to improved 
growth and financial success (Kundariyah et al., 2022). Organisations aiming to achieve this growth 
and success can improve employee performance by engaging more effectively with their employees 
(Al Zeer et al., 2023). Measurement of employee engagement is a popular tool used by human resource 
and communication departments to determine employees’ commitment to and engagement with their 
specific jobs and the organisation in general (Pincus, 2023; Sun & Bunchapattanasakda, 2019), with 
the ultimate aim of improving performance. Studies consistently show a positive relationship between 
high employee engagement levels and improved business outcomes, such as talent retention, lowered 
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absenteeism, increased productivity, enhanced customer satisfaction and, ultimately, higher shareholder 
returns (Aon Hewitt, 2017). 

However, a trend persists across sub-Saharan Africa in which employee engagement levels remain 
significantly lower than the global average. Only 20% of employees in this region report feeling fully 
engaged, compared to a global average of 23% (Harter, 2021). This low engagement represents a 
significant disadvantage for organisations (Gallup, 2023). These findings are supported by Hayes et al. 
(2019) who illustrate that engagement levels in South Africa are as low as 16%. 

In this context, South African managers are more engaged than non-managerial employees (Reyneke, 
2019), which coincides with global findings (Hakanen et al., 2019; Hayes et al., 2019). Conventional 
methods using job resources to improve engagement among non-managerial employees therefore seem 
insufficient, as this group consistently demonstrates lower engagement compared to their managerial 
counterparts.

Various theories explicate ways to improve employee engagement. This article draws on the work of 
Demerouti et al. (2001), who identify specific job resources as controllable factors within an organisation 
that can drive employee engagement. These job resources include among others communication, 
performance feedback, autonomy and opportunities for learning and development (Bakker & Demerouti, 
2008; Demerouti & Bakker, 2011; Rothmann et al., 2006; Schaufeli et al., 2009).

A positive relationship between internal organisational communication and employee engagement 
has recently been established and presented by various authors. Abduraimi et al. (2024), Gómez-González 
and Gallardo-Echenique (2023), Mbhele and De Beer (2021), Santoso et al. (2023), Verčič et al. (2021) and 
Verčič and Men (2023) show that improved internal communication leads to higher levels of employee 
engagement. 

Redding (1972) conceptualises internal communication as communication climate, which is defined 
as the character of an organisation’s communication system. Goldhaber (1993), furthermore, affirms 
that communication climate involves the perceptions held by employees regarding the quality of 
communication in an organisation. For the purpose of this study, the concept of communication climate 
is used to define internal communication. 

This article provides a perspective on how a positive communication climate can foster employee 
engagement, particularly among non-managerial employees in the South African short-term insurance 
sector. A positive communication climate could play a more expanded role than is currently recognised, 
acting as more than simply one among many job resources. It could act as the foundation upon which 
other job resources are built, ultimately leading to higher engagement levels.

The following literature review explores the current understanding of employee engagement, its 
drivers (that is, job resources) and the view of communication climate in fostering employee engagement. 
The review also determines whether there is theoretical support for this proposed new perspective. 
Subsequently, factor analysis and structural equation modeling (SEM) are used to investigate whether 
the empirical evidence supports this perspective.

LITERATURE REVIEW

Employee engagement
Employee engagement is a well-researched concept. Kahn (1990) offers one of the first working 
definitions, stating that engaged employees perceive themselves to be physically, emotionally and 
cognitively connected to their work. It is also argued that a positive psychological state of connectivity 
to their work positively affects employees’ willingness to contribute towards creating a successful 
organisation (Albrecht, 2010). Dhanesh (2017) puts forward a contemporary definition of engagement by 
criticising the concept, particularly in the context of digital, employee and stakeholder engagement. Much 
of the research done on employee engagement looks at the concept more holistically by focussing on 
psychology and organisational behaviour theories that conceptualise engagement as having cognitive, 
affective and behavioural dimensions. However, engagement should not be conflated with concepts such 
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as employee satisfaction and commitment. Dhanesh (2017:925) defines engagement as “an affective, 
cognitive and behavioural state wherein publics and organisations, who share mutual interest in salient 
topics, interact along continua that range from passive to active and from control to collaboration, and is 
aimed at goal attainment, adjustment, and adaption for both publics and organisations”. 

Schaufeli et al. (2002) developed another widely used definition that describes employee engagement 
as a positive psychological work-related state of mind characterised by vigour, dedication and absorption. 
Engaged employees perform their work with more energy, commitment and enthusiasm. They are willing 
to take on more challenges and are able to concentrate more effectively to complete tasks. Importantly, 
engagement is not a single, momentary event, but it is a persistent state of being focused on the job 
(Schaufeli & Bakker, 2004). 

The outcomes of employee engagement are of particular importance, as these impact an organisation’s 
financial performance, among other areas (Merry, 2013). Aon Hewitt (2017) categorises the potential 
positive business outcomes into four areas: talent, operational, customer and financial outcomes. Talent 
outcomes include higher retention rates, improved employee wellness and lower levels of absenteeism. 
Operational outcomes comprise higher levels of productivity and safety in the workplace. In terms of 
customer outcomes, employee engagement leads to higher levels of customer satisfaction and retention. 
Financial outcomes include increased sales or revenue growth, improved operational income margins and 
better shareholder returns (Aon Hewitt, 2017). Highlighting the importance of engagement, Aon Hewitt 
(2017) (as cited by Merry, 2013) furthermore indicates that with each percentage point that employee 
engagement improves, the organisation can expect a 0.6% growth in sales. Given these benefits, it is 
crucial to understand the factors that drive employee engagement.

Job resources as drivers of employee engagement
The definition of employee engagement determines the factors or drivers that influence it. Numerous sets 
of drivers have been proposed in previous research. This article focuses on research by Demerouti et al. 
(2001) on the Job Demands–Resources (JD-R) model to understand these drivers. This model explains 
how employees experience burnout and engagement in the workplace. It shows that employees are often 
overwhelmed by the demands of their job and that their own resources, as well as the resources provided 
by the organisation in the workplace ( job resources), are insufficient in terms of support. Consequently, 
employees are more likely to experience the negative consequences of burnout, such as exhaustion. The 
model emphasises the importance of job resources – the physical, social and organisational aspects of an 
employee’s job that will support them to perform their job. These job resources also enable employees to 
achieve their work goals and promote personal growth, learning and development (Bakker, 2011; Bakker 
& Demerouti, 2008; Demerouti et al., 2001). 

Several studies show a positive relationship between job resources and employee engagement 
(Bakker, 2011; De Braine & Roodt, 2011; Demerouti et al., 2001; Rothmann & Rothmann Jr, 2010; Rothmann 
et al., 2006; Schaufeli et al., 2009). These job resources include, but are not limited to, communication, 
autonomy, performance feedback, opportunities for learning and development, supportive superiors and 
colleagues, participation in decision making, salary or wages, career opportunities, job security and role 
clarity (Bakker & Demerouti, 2008; Demerouti & Bakker, 2011; Demerouti et al., 2001; Rothmann et al., 
2006; Schaufeli et al., 2009). 

For the purpose of this study, autonomy, performance feedback and opportunities for learning 
and development were chosen for investigation together with communication climate, as previous 
research showed a positive relationship between these individual job resources and improved employee 
engagement (Maslach et al., 2001; Schaufeli et al., 2009; Slåtten & Mehmetoglu, 2011). These three 
resources – autonomy, performance feedback and opportunities for learning and development – also play 
an instrumental role in employees’ ability to grow and achieve their work goals (Gruman & Saks, 2011).

Traditionally, communication climate is identified as one of several job resources influencing 
employee engagement (Aon Hewitt, 2017; Rothmann et al., 2006). However, this study proposes that a 
positive communication climate can possibly play a more expanded role than was previously thought. 
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Communication climate potentially enables the job resources employed by the organisation to increase 
employee engagement. 

Communication climate as a significant job resource
As previously noted, numerous recent studies support the notion that internal communication has a 
positive impact on employee engagement levels. Abduraimi et al. (2024) examine the relationship 
between internal organisational communication and employee engagement among employees in the 
educational non-profit context in the Republic of North Macedonia. Their study strongly correlates internal 
organisational communication with employee engagement defined by vigour, dedication and absorption. 
Thus, “in order to increase employee engagement, it is essential to focus on internal organisational 
communication” (Abduraimi et al., 2024:158). Gómez-González and Gallardo-Echenique (2023) found 
a statistical correlation between satisfaction with internal communication and engagement defined by 
vigour, dedication and absorption. Mbhele and De Beer (2021) identified internal communication as a key 
driver of employee engagement in the South African context. Santoso et al. (2023) interviewed human 
resource officers to better understand the role of internal communication in building trust and employee 
engagement during the COVID-19 epidemic. 

Internal communication is crucial “to strengthen the relationships between the organisation and 
its employees and among employees themselves” (Santoso et al., 2023:200). Using a survey of 1,805 
employees, Verčič et al. (2021) explored the relationships between internal communication satisfaction 
and employee engagement with mediating effects of social exchange quality indicators. From this 
perspective, internal communication satisfaction indeed led to higher employee engagement. Verčič and 
Men (2023), furthermore, examined how internal communication could help to create workplaces where 
employees are engaged and satisfied. This is important as employees act as brand ambassadors and 
advocates to the external environment. The business, therefore, needs engaged employees to promote a 
positive reputation. Internal communication impacts employee engagement through the mediating effect 
of perceived organisational support and employer attractiveness. Against this background, it is essential 
for managers to prioritise internal communication in organisational strategy (Verčič & Men, 2023). 

As previously stated, for the purpose of this research, the concept communication climate is used 
to define internal communication. Communication climate, introduced by Redding (1972) and later 
refined by Dennis (1974), describes the character of an organisation’s internal communication system. 
Dennis (1974:29) defines communication climate as “a subjectively experienced quality of the internal 
environment of an organisation”. The communication climate influences the way in which people talk, 
whom they talk to and like, their feelings towards events, their work ethic, their creativity and their ability 
to innovate (Dennis, 1974). 

Falcione et al. (1987:203) further argue that communication climate “also affects perceptions of work 
conditions, supervision, compensation, advancement, relationships with colleagues, organisational rules 
and regulations, decision-making practices, available resources, and ways of motivating an organisation’s 
members”. A positive communication climate can, therefore, be an important factor in the success of an 
organisation by functioning as a driver that improves employee engagement. 

Redding (1972) and Dennis (1974) identify five dimensions to explain communication climate: 
superior–subordinate communication, quality of information, superior openness, opportunities for upward 
communication and reliability of information. Superior–subordinate communication refers to the level of 
support that employees receive from their managers that is communicated in the form of encouragement, 
understanding and fairness (Balakrishnan et al. 2013; Dennis, 1974; Redding, 1972; Rooney & Gottlieb, 
2007). Quality of information pertains to employees’ perception of the quality and accuracy of information 
they receive from their manager. This dimension focusses on whether employees are satisfied with their 
manager’s way of communicating information and whether employees have a clear understanding 
of their job requirements and work objectives (Balakrishnan et al., 2013; Dennis, 1974; Karanges et al. 
2015; Redding, 1972). Superior openness involves employees’ perception of how open and honest they 
experience their manager to be when information is shared (Balakrishnan et al., 2013; Dennis, 1974; 



Communicare: Journal for Communication Studies in Africa

6

Vol. 43, No. 2

Redding, 1972). Opportunities for upward communication show the extent to which employees feel that 
their views are being heard and whether these views are incorporated into the workplace, that is, whether 
their superiors are listening to them (Balakrishnan et al., 2013; Dennis, 1974; Macnamara, 2015; Redding, 
1972). Reliability of information refers to whether employees feel that they can trust the information they 
receive from their manager, that is, the credibility of the information itself. Furthermore, the superior and 
subordinate need to trust each other so that information can be perceived as reliable (Balakrishnan et al., 
2013; Barbera & Young, 2010; Dennis, 1974; Redding, 1972). 

Conceptualising the expanded role of communication climate
As noted earlier, research indicates a positive relationship between job resources that include a positive 
communication climate and employee engagement (Bakker & Demerouti, 2008). However, a persistent 
challenge exists as non-managerial employees often demonstrate lower levels of engagement compared 
to their managerial counterparts (Reyneke, 2019). This article positions a positive communication climate 
as the foundational element that underpins all the other job resources and leads to improved levels of 
employee engagement.

For the purpose of this study and to conceptualise the proposed expanded position, the dimensions 
of communication climate are used. The point of departure is that all job resources require a positive 
communication climate to positively impact employee engagement. Figure 1 illustrates this process using 
three job resources: autonomy, performance feedback and opportunities for learning and development. 
The discussion that follows provides a brief explanation of each driver and explores how communication 
climate dimensions influence their effectiveness.

Figure 1: A conceptualisation of the factors of a positive communication climate that impact job resources and lead 
to higher levels of employee engagement (author created)

First, employees experience autonomy when they feel that they have a measure of independence, 
flexibility, discretion and control over how they perform their work (Menguc et al., 2013). This sense of 
control is crucial for growth and goal achievement. For employees to feel autonomous, there must be 
some degree of support from their manager (superior–subordinate communication) which enables them 
to take control of their work (Menguc et al., 2013). Even when having a fair degree of autonomy, employees 
still need information to perform their job and attain their objectives (Knutson, 2023). The quality of the 
information that employees receive from their manager, especially in terms of their work objectives, 
enables them to identify their objectives and how to achieve them (Knutson, 2023). If they do not trust their 
manager to share credible and reliable information (superior openness), their performance is negatively 
affected (Aguinis, 2013). Autonomy also fuels creativity. With opportunities for upward communication, 
this creativity can be used, for example, to solve problems (Gao & Jiang, 2019). To achieve autonomy, 
supportive dialogue is needed. Open dialogue, facilitated by opportunities for upward communication, 
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allows employees to share ideas, concerns and new approaches with managers (Knutson, 2023). This 
two-way communication ensures that employees’ autonomy is used productively, fosters a sense of 
ownership over their work and, ultimately, contributes to improved performance (Akre et al., 1997; Stone 
et al., 2008). In summary, good information from a quality source that supports the employee, as well as 
the ability to share new and creative ideas with a manager, greatly enhance an employee’s ability to work 
autonomously.

Second, performance feedback from managers is a crucial job resource that assists employees in 
improving their performance and reaching their full potential. Effective feedback should assess a range 
of employee behaviours, including persistence, proactivity and adaptability. Feedback can be delivered 
through both formal appraisals and informal sessions (Gruman & Saks, 2011; Schaufeli et al., 2009). A 
supportive environment fostered through good communication (superior–subordinate communication) 
allows employees to feel safe and receptive to critical feedback (Gruman & Saks, 2011). Employees 
expect quality information during feedback on their performance to know what is expected from them 
and to obtain the tools to effectively perform their work (Gopal, 2006). Employees must also trust that 
their manager will be open and honest (superior openness) during feedback sessions (Aguinis, 2013). 
During a feedback session, employees must be given the opportunity to provide their view on their own 
performance (opportunities for upward communication) and, in more formal performance appraisals, 
they need to be able to participate in setting their work goals (Gruman & Saks, 2011). Employees must 
be empowered through dialogue to share their opinions and ideas (Aguinis, 2013; Robertson-Smith & 
Markwick, 2009). They then feel heard and will take ownership of their work objectives (Baker et al., 2013). 
When information is credible and trustworthy (reliability of information), employees can improve their 
performance and reach their objectives (Dahling & O’Malley, 2011). In summary, a supportive feedback 
environment is characterised by high quality information delivered tactfully by the manager, with the latter 
being a knowledgeable and credible source of such information.

Lastly, opportunities for learning and development equip employees with the necessary skills and 
knowledge to perform their jobs optimally while managing the demands and stresses of the job (Gruman 
& Saks, 2011; Schaufeli et al., 2009). Managers need to support their employee’s growth (superior–
subordinate communication) through formal learning and development programmes as well as informal 
learning processes (Aguinis, 2013). Managers must, therefore, create a supportive environment for 
learning to take place (Aguinis, 2013; Mazutis & Slawinski, 2008). This can be done by cultivating a learning 
culture in which dialogue is used to transfer knowledge and skills (Berg & Chyung, 2008). Moreover, 
managers need to use open, honest and transparent dialogue to promote learning (superior openness) 
and encourage employees to question assumptions and ideas (opportunities for upward communication) 
(Mazutis & Slawinski, 2008; Robertson-Smith & Markwick, 2009).

RESEARCH OBJECTIVES
Two research objectives were formulated to investigate the potential expanded influence of communication 
climate on job resources to improve employee engagement:

i. To determine whether communication climate influences specific job resources;
ii. To determine whether specific job resources influence employee engagement.

METHOD
A quantitative research design was adopted to test the influence of communication climate on certain job 
resources and their subsequent influence on employee engagement. 

The population consisted of four short-term insurance organisations in the South African financial 
sector (named organisations A–D). A limited number of organisations agreed to participate, despite 
numerous organisations being approached based on industry contacts. Consequently, the organisations 
were selected through a non-probability sampling technique. Human resource representatives were 
approached for consent to participate, and they provided the lists of names of employees working within 
the white-collar or knowledge-worker space – employees performing office-based jobs that generally 
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require formal education and are higher paid than their blue collar counterparts (Saraç et al., 2017). These 
lists were coded to conceal the individuals’ identity. Each organisation consented to the study, and each 
individual participated voluntarily and anonymously.

A stratified random sampling technique (with the strata identifying employees as either managers or 
non-managers) ensured a representative sample of 600 non-management employees targeted across all 
departments and areas of the organisations. Random samples were drawn within each organisation using 
Microsoft Excel. Human resource departments at organisations A, B and C converted the anonymised 
samples back to non-managerial employee identities and invited them to participate. In organisation D, 
non-managerial employees on the provided list were directly emailed to invite participation. Of those 
invited to voluntarily participate in the study, 319 non-managerial employees completed the survey. 

Data were collected via a self-administered survey using the online tool Qualtrics. The questionnaire 
consisted of four parts. The first section collected basic demographic information, including gender, age, 
race and organisational level. The second part used the validated 17-item Likert Utrecht Work Engagement 
scale to measure employee engagement levels (in terms of vigour, dedication and absorption). The 
standardised response categories included “never”, “almost never” (a few times a year), “rarely” (once 
a month), “sometimes” (a few times a month), “often” (once a week), “ very often” (a few times a week) 
and “always” (every day). The third part made use of the nine-item Likert Job Demand–Resource 
scale measuring job resources (autonomy, performance feedback and opportunities for learning and 
development). The standardised response categories included “never”, “sometimes”, “regularly”, “often” 
and “very often”. Finally, the Dennis Communication Climate scale, a 40-item Likert scale, assessed the 
employee’s experience of the communication climate (superior–subordinate communication, quality of 
information, superior openness, opportunities for upward communication and reliability of information). 
The standardised response categories included “to no extent”, “to a little extent”, “to some extent”, “to a 
great extent” and “to a very great extent”.

The data analysis made use of the statistical software programmes SSPS and AMOS. Confirmatory 
factor analysis with appropriate fit indices was conducted to establish construct validity and reliability. 
Exploratory factor analysis was then performed to confirm the hypothesised structure of the measurement 
model. Finally, SEM was used to determine the strength and significance of the relationships between the 
constructs within the proposed model.

Mediation is defined as “a chain of relations by which an antecedent variable affects a mediating 
variable, which in turn affects a dependent variable” (MacKinnon et al., 2012:313). The above conceptual 
model presented itself as a mediation model. The role and impact of the mediator should be further 
investigated. 

RESULTS
The statistical data analysis started with confirmatory factor analysis of the three existing measurement 
scales used. The results did not show a good model fit in most instances. Exploratory factor analysis 
subsequently revealed a new set of factors, probably as a result of the unique context (that is, knowledge 
workers in short-term insurance organisations in the South African financial sector) for which data had 
not yet been gathered for the identified themes. SEM was then performed to test the strength of the 
relationships between the newly identified factors.

Confirmatory factor analysis
Confirmatory factor analysis was conducted to determine how well the measurement models fit the data. 
The model adequacy (fit) was tested using goodness-of-fit measures. The set of measures included the 
fit indices comparative fit index (CFI), incremental fit index (IFI), normed fit index (TLI), root mean square 
error of approximation (RMSEA) and chi-square minimum divided by degrees of freedom (CMIN/df).

The results for the original models showed an unacceptable model fit for employee engagement. 
Acceptable values of 0.897 for the TLI and 0.912 for the CFI were found given the threshold of 0.9 (Raykov 
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& Marcoulides, 2006). However, the RMSEA was 0.094, which was above the acceptable threshold of 
0.08, and the CMIN/df was 5.408, which was also above the acceptable value of 3 (Schreiber et al., 2006).

The job resources results showed an acceptable fit. The TLI and CFI had values of 0.969 and 0.979, 
respectively. The RMSEA of 0.075 indicated an acceptable fit, and the CMIN/df value was 2.798.

The communication climate results also showed an unacceptable fit. The values of 0.809 for the TLI 
and 0.828 for the CFI were below the acceptable threshold of 0.9. The RMSEA value of 0.103 showed an 
unacceptable fit, and the CMIN/df value was 4.393, which was above the acceptable value of 3. The data 
were subsequently subjected to exploratory factor analysis to determine the underlying factor structure 
for the instruments.

Exploratory factor analysis
The factor extraction method used was principal axis factoring, and the rotation method was promax with 
Kaiser normalisation. In terms of the Kaiser–Meyer–Olkin measure of sampling adequacy, all variables 
tested above the recommended threshold of 0.5 (Table 1). Bartlett’s test of sphericity showed a statistical 
significance (p<0.000) for all the constructs.

In terms of employee engagement, the factor analysis identified only two factors that explained a total 
of 61.79% of the variance. The Cronbach’s alpha values for the two factors were above the acknowledged 
threshold of 0.7 (Table 1). In terms of job resources, the factor analysis identified a single factor that 
explained a total of 62.74% of the variance (Table 1). The Cronbach’s alpha values for this factor were 
above the acknowledged threshold. Although the confirmatory factor analysis indicated a fit for job 
resources, multicollinearity was present between the three constructs. Lin (2007:13) states that “if the 
absolute value of Pearson correlation is close to 0.8 (such as 0.7), collinearity is likely to exist”. Therefore, 
an exploratory factor analysis was also conducted on job resources. The factor analysis of communication 
climate indicated three factors, which explained a total of 72. 9% of the variance. The Cronbach’s alpha 
values for the factors were above the acknowledged threshold (Table 1).

Table 1: Summary of exploratory factor analysis for non-management employees
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Notes: KMO: Kaiser–Meyer–Olkin

Renaming the factors
The exploratory factor analysis indicated a different factor structure for the specific context in which the 
measurement instrument was used. The items that loaded onto each factor were studied and renamed 
(taking into account the current literature on the constructs). Table 2 compares these new naming 
conventions with the original constructs.
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Table 2: Renaming of non-management employee factors

Factors needed to be renamed. Figure 2 below reflects these changes more accurately.

Figure 2: An updated conceptualisation of the factors of a positive communication climate that impact on job 
resources and lead to higher levels of employee engagement (author created)

Construct descriptors
The construct descriptive statistics, based on the three measurement instruments, are presented in Table 
3. Three respondents did not answer question 8 and these answers have been replaced with the mean. 
According to Kline (2016), missing values of less than 5% of the total data set are negligible. One method 
to solve the problem is to “replace a missing score with the overall sample mean” (Kline, 2016:83).
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Table 3: Construct descriptive statistics for non-management employees

Notes: 
*See Table 2 for renamed constructs. 
**The mean is the average score for each category. 
***Likert scales used in the survey:
• Employee engagement parameters [1 = never; 2 = almost never (a few times a year); 3 = rarely (once a month); 4 = some-

times (a few times a month); 5 = often (once a week); 6 = very often (a few times a week); 7 = always (every day)].
• Job resources parameters [1 = never; 2 = sometimes; 3 = regularly; 4 = often; 5 = very often].
• Communication climate [1 = to no extent; 2 = to a little extent; 3 = to some extent; 4 = to a great extent; 5 = to a very great 

extent].

The descriptives indicate that the construct “taking initiative with persistent focus” (EE1) had the 
highest mean value of the three employee engagement constructs. The construct with the highest mean 
value for communication climate was “empathetic listening to encourage participation” (EmpList). The 
skewness and kurtosis values for employee engagement, job resources and communication climate 
concepts indicate that the assumption of normality could be made.

Structural equation modeling (SEM)
The following section shows the results of SEM conducted on the conceptual model for non-management 
employees. This relates to the influence of communication climate on job resources to improve employee 
engagement. The model adequacy (fit) was tested using goodness-of-fit measures. The set of measures 
included were the fit indices CFI, IFI, TLI, RMSEA and CMIN/df.

The first step was to determine how well the conceptual model fit the data. Two factors for employee 
engagement (EE1 and EE2), one factor for job resources (JobRes) and three communication climate 
factors (Supsubcomm, QualAcc and EmpList) were used. The structural model did not show an 
acceptable fit across the set of fit indices considered. Although the RMSEA and CMIN/df showed an 
acceptable fit with values of 0.074 and 2.296, respectively, the TLI, IFI and CFI values did not reach the 
acceptable threshold of 0.90. Improvements on the model were made by (1) deleting items with loadings 
of less than 0.5, (2) deleting non-statistical significant paths and (3) studying the modification indices for 
potential additional covariances with the condition that these needed to be theoretically justified. Table 
4 shows this optimisation based on the above-mentioned criteria. The TLI, IFI and CFI values showed an 
unacceptable fit, whereas the RMSEA and CMIN/df values showed an acceptable fit.

Table 4: Goodness-of-fit indices

Notes: CFI: comparative fit index; CMIN/df: chi-square minimum divided by degrees of freedom; IFI: incremental fit index; TLI: 
normed fit index; RMSEA: root mean square error of approximation
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SEM was then performed to determine the strength of the relationships between the newly identified 
constructs. Given that in the structural model two fit statistics (RMSEA and CMIN/df) showed a model 
fit, the structural coefficient could be provisionally interpreted. A total of four statistically significant paths 
were identified, as represented in Figure 3 below.

Figure 3: Structural equation modeling for non-management employees

The structural path coefficient from EmpList (empathetic listening to encourage participation) to 
JobRes (open knowledge sharing to empower, 0.373) was statistically significant, indicating a moderate 
positive significant relationship. Higher levels of EmpList were related to higher levels of JobRes. The 
structural path coefficient from Supsubcomm (superior–subordinate communication) to JobRes was not 
statistically significant. The structural path coefficient from QualAcc (quality and accuracy of downward 
communication) to JobRes (0.458) was statistically significant, indicating a moderate positive significant 
relationship. Higher levels of QualAcc were, therefore, related to higher levels of JobRes. The structural path 
coefficient from JobRes to EE1 (taking initiative with persistent focus, 0.672) was statistically significant, 
indicating a strong positive significant relationship. Higher levels of JobRes were, therefore, related to 
higher levels of EE1. The structural path coefficient from JobRes to EE2 (energetically focused, 0.559) was 
statistically significant. This indicated a positive significant relationship. Higher levels of JobRes were, 
therefore, related to higher levels of EE2.

DISCUSSION
The SEM analysis yielded a partial fit based on indices such as the RMSEA and CMIN/df. These results 
partially support the conceptual model, suggesting that communication climate may, within reason, 
influence job resources. In turn, this could contribute to improving employee engagement.

Addressing the first research objective (to determine whether communication climate influences 
specific job resources), the analysis reveals that several communication climate constructs potentially 
influence the identified job resource “open knowledge sharing to empower”. The results show that 
“empathetic listening to encourage participation” has a moderately positive significant relationship with 
“open knowledge sharing to empower”. This aligns with Baker et al. (2013) who highlight the importance 
of dialogue during feedback sessions for employee empowerment and autonomy. Superiors should, 
therefore, listen to the opinions of their subordinates, and their perspectives should be acknowledged 
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(Akre et al., 1997; Stone et al., 2008). 
The construct of “superior–subordinate communication” is not significantly related to “open knowledge 

sharing to empower”. A moderately positive significant relationship exists between “quality and accuracy 
of downward communication” and “open knowledge sharing to empower”. This finding is supported by 
Yang and Choi (2009) who emphasise the need for accurate information flow from superiors to improve 
employee performance and decision making. The results suggest that for non-management employees 
to be engaged, a communication climate should exist where managers listen to them, encourage 
participation and share high quality information. Non-managers are, therefore, empowered through the 
knowledge that they receive.

Regarding the second research objective (to determine whether specific job resources influence 
employee engagement), the results suggest a positive relationship between certain job resources and 
employee engagement. The construct of job resources may influence both the employee engagement 
constructs “taking initiative with persistence focus” and “being energetically focused”. This finding aligns 
with prior research by Schaufeli and Bakker (2004), Schaufeli et al. (2009) and Maslach et al. (2001) who 
identify a positive relationship between job resources and employee engagement.

In terms of non-management, the results show that “open knowledge sharing to empower” is the 
only driver that could improve employee engagement. However, open knowledge sharing can only take 
place (1) when managers listen to their subordinates to encourage them to participate; and (2) where the 
information shared with subordinates by their managers is accurate and of a high quality (Aguinis, 2013; 
Gruman & Saks, 2011; Knutson, 2023; Mazutis & Slawinski, 2008; Robertson-Smith & Markwick, 2009). 
For management, these results emphasise the importance of fostering a communication climate that 
encourages active listening and knowledge sharing. By implementing these practices, managers can 
empower employees and improve their engagement levels.

In summary, while the SEM analysis did not reveal an absolute model fit, key fit indices provide 
evidence for a good model fit (RMSEA and CMIN/df). These findings suggest that communication 
climate, to some degree, has a positive influence on certain job resources. In turn, this contributes to 
employee engagement and highlights the importance of communication climate within organisations 
striving to improve employee engagement among non-management personnel.

CONCLUSION
Employees are among the most important stakeholder groups, and their performance is vital to 
the success of an organisation. Employee engagement is, furthermore, a leading factor in improving 
organisational performance, growth and success. Current models suggest that various job resources, 
which include a positive communication climate as one of many, contribute to improving employee 
engagement levels. Low employee engagement, particularly among non-managerial staff, remains a 
persistent challenge across the globe and particularly in South Africa, and leads to decreased productivity 
and talent retention. This study proposes that communication climate can play a more fundamental role 
in employee engagement. It could possibly act as a foundation for other job resources leading to higher 
employee engagement levels.

The statistical analysis for the study, using SEM, yielded a good model fit for some fit indices, which 
supported the research objectives. There is some evidence that communication climate influences job 
resources, which, in turn, contributes to employee engagement. These results highlight the importance of 
communication climate for organisations seeking to improve employee engagement, especially among 
non-managerial staff.

To address low engagement, managers should prioritise fostering a positive communication climate. 
This includes actively listening to employees, encouraging participation and ensuring accurate and 
transparent information flow. By implementing these practices, managers can empower employees, 
strengthen job resources and, ultimately, drive higher engagement levels.
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LIMITATIONS
Literature acknowledges numerous other potential drivers of engagement beyond the scope of this 
investigation. However, only the specific job resources identified here were deemed applicable to the 
research problem investigated in this study. For example, while concepts such as organisational support 
and climate are recognised as contributors to employee engagement, they fall outside the scope of this 
investigation. Furthermore, this research was conducted within a limited context in South Africa and the 
findings can, therefore, not be generalised to a broader context and population. 

RECOMMENDATIONS FOR FURTHER RESEARCH
This study paves the way for further research on the possible expanded role of communication climate in 
relation to employee engagement. More investigation is needed on this topic and it should be tested in 
broader settings in South Africa and internationally. In addition, examining alternative job resources could 
determine whether they would produce similar effects. 

Finally, it is worth noting that many individual- and organisational-level factors influence both 
communication climate and employee engagement, including leadership strategies, employee 
satisfaction and commitment, and organisation climate. These concepts may also be investigated in 
relation to employee engagement.
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