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ABSTRACT

Through the lens of the Job Demands-Resources (JD-R) model, this study aimed to analyze how psychosocial
safety climate and organizational justice were related to: (a) work engagement through positive psychological
capital (PsyCap); and (b) affective commitment through work engagement, in a sample of 217 hospitality
workers of the Algarve (Portugal). Using structural equation modeling (SEM), it was observed that PsyCap
partially mediated the relationship between organizational justice and work engagement, and that work
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

engagement partially mediated the association between psychosocial safety climate and organizational justice,
and affective commitment. The theoretical and practical implications of these results are discussed.

KEYWORDS
COVID-19; hotel employees; job demands-resources; positive psychological capital; work engagement

Introduction

The World Health Organization (WHO) considered the novel coronavirus (COVID-19) as a pandemic on
March-2020 (Zheng, Luo, & Ritchie, 2021). To contain its spread, countries around the world have adopted
restrictive measures (e.g., lockdown, remote work, traveling limitations), which aimed to reduce the contact
between individuals (Hu, Yan, Casey, & Wu, 2021; Salas-Nicás, Moncada, Llorens, & Navarro, 2021). In
addition to the health effects of COVID-19, the pandemic has also had impact at social and economic levels
(Khalid, Okafor, & Burzynska, 2021). The measures adopted at a work level (e.g., remote work) led to a
deterioration of psychosocial working conditions (Salas-Nicás et al., 2021). However, there are occupations
(e.g., in hospitality) where remote work is impossible, which led to an increased risk of exposure to this disease
(Hu et al., 2021).

Tourism was severely affected by COVID-19, namely due to the traveling restrictions imposed (Zheng et al.,
2021). For several years, this sector was considered resilient, having helped numerous countries in the
recovery that followed the 2008 economic downturn (Lario, 2021). Also, tourism has been effective in
recovering from negative events, whether of natural, health, or violence origin (Khan, Bibi, Lyu, Latif, &
Lorenzo, 2021; Sigala, 2020). Notwithstanding its resilience, COVID-19 is currently one of the greatest
challenges of contemporary tourism (Sigala, 2020). For example, there was a decrease of more than 75% in
tourist arrivals, which translated into a loss of more than 1 trillion US$, and several cuts were performed at an
organizational level (e.g., temporary leaves) (Jung, Jung, & Yoon, 2021; Sigala, 2020). Robina-Ramírez,
Medina-Merodio, Moreno-Luna, Jiménez-Naranjo, and Sánchez-Oro (2021) synthesized the current state of
tourism worldwide as a residual activity; until recently, there was a situation of overtourism.

Within tourism, there were areas, e.g., in hospitality, where workers remained at their workplaces increasing
their risk of infection (Salas-Nicás et al., 2021). For example, hospitality workers are in direct contact with
tourists and the possibility of cross contamination is high, e.g., through cutlery and surfaces (Hu et al., 2021;
Zhang, Xie, Wang, Morrison, & Coca-Stefaniak, 2020). The empirical evidence has demonstrated that safety
measures due to the pandemic have focused more on customers (Lario, 2021; Zhang et al., 2020). However,
some authors (e.g., Kim, Kim, Kim, & Lee, 2021) have underlined that hospitality establishments should value
the safety and health of their workers. Most of research performed has been dedicated to food safety issues,
thus it is necessary to deepen the knowledge about the mechanisms that promote the safety and health of
hospitality workers (Wong, Kim, Kim, & Han, 2021).

The Job Demands-Resources (JD-R; Demerouti, Bakker, de Jonge, Janssen, & Schaufeli, 2001) model is the
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main theoretical framework to study occupational well-being. Initially, this model was composed by two
variables, job demands and job resources. Over time, it was observed that these variables were not the only
responsible for the processes of the JD-R, having been proposed the existence of personal resources, which
mediate the association between job resources and work engagement (Xanthopoulou, Bakker, Demerouti, &
Schaufeli, 2007). Research using the JD-R has grown substantially (e.g., Meirun et al., 2020; Meyer, Zill,
Dilba, Gerlach, & Schumann, 2021; Radic, Arjona-Fuentes, Ariza-Montes, Han, & Law, 2020) and became
useful to understand the mechanisms related to well-being. Concepts like organizational justice, psychosocial
safety climate, positive psychological capital (PsyCap), work engagement, and affective commitment assume
great relevance in contexts of psychosocial vulnerability, such as the pandemic (Correia & Almeida, 2020;
Dimino, Horan, & Stephenson, 2020; Seddighi, Dollard, & Salmani, 2022), and are also integrated in the JD-
R (Schaufeli & Taris, 2014).

In hospitality, the empirical evidence on psychosocial safety climate is still embryonic. However, Teo, Bentley,
and Nguyen (2020) observed that this concept is positively associated with work engagement and affective
commitment. Also, a positive relationship between psychosocial safety climate and PsyCap was observed
(Brunetto, Saheli, Dick, & Nelson, 2022; Siami, Martin, Gorji, & Grimmer, 2022). Regarding organizational
justice, the empirical evidence on the relationship with organizational commitment is strong (e.g., Kim,
Milliman, & Lucas, 2021; Luo, Marnburg, & Law, 2017; Teresa, Yasmina, & Sangwon, 2020). Nevertheless,
studies linking justice with work engagement and PsyCap are limited. There are no studies, that we are aware
of, that integrate the abovementioned concepts in a single theoretical model and using a sample of hospitality
employees, underlining the novelty of this study. Moreover, this research becomes relevant due to the
importance of these concepts in the pandemic context.

The purpose of this study, which was based on the motivational process of the JD-R—a process that fosters
occupational well-being and desired work-related outcomes—was to empirically test the direct and indirect
mechanisms between psychosocial safety climate and organizational justice, and affective commitment. Thus,
this study intended to achieve the following objectives:

1. To assess how psychosocial safety climate (job resource) is related to work engagement

through PsyCap (personal resource).

2. To analyze how organizational justice (job resource) is associated with work engagement

through PsyCap.

3. To evaluate how psychosocial safety climate is related to affective commitment (desired work-

related outcome) through work engagement.

4. To determine how organizational justice is associated to affective commitment through work

engagement.

The main Portuguese tourist destination, the Algarve, a region that possesses the highest value in the overnight
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stays’ indicator in the country and which has its main source of economic development in tourism, was chosen
to perform this research (Andraz, Norte, & Gonçalves, 2015). Most of the studies conducted in this
destination have focused on the experiences of tourists and residents (e.g., Agapito, Pinto, & Mendes, 2017;
Vargas-Sánchez, Valle, Mendes, & Silva, 2015) neglecting the role of tourism employees, especially those who
work in hospitality establishments.

Literature review and research hypotheses

Overview of the job demands-resources (JD-R) model

The JD-R allows to understand which workers feel motivated at work and which feel drained by it (Bakker &
Demerouti, 2014). Several theoretical frameworks are at the origin of this model (e.g., Two-Factor Theory,
Job Characteristics Model, Demand-Control Model, and Effort-Reward Imbalance), however they had
significant limitations (Bakker & Demerouti, 2014). The JD-R filled these gaps and became fundamental for
understanding well-being, predicting several work-related outcomes (Schaufeli & Taris, 2014). Although its
initial focus was on the identification of burnout’s antecedents, nowadays it is responsible for the
comprehension of the work experience and its impact on individuals’ health (Bakker, Demerouti, & Sanz-
Vergel, 2014). This model argued that there are two variables, job demands and job resources, which can be
used in all work environments and occupations (Bakker & Demerouti, 2017). Job demands refer to the work
aspects that cause ill-being; while job resources refer to the work characteristics that foster psychological
growth and goal achievement (Bakker & Demerouti, 2017). Job demands and resources are responsible for the
development of two simultaneous processes, health impairment (i.e., burnout) and motivational (i.e., work
engagement), respectively (Bakker & Demerouti, 2017; Schaufeli, 2017). The present study followed the
motivational process of the JD-R, i.e., a process triggered by job resources and that leads to occupational well-
being.

This model has suffered some changes, one of the main was the integration of personal resources, until then
the JD-R ignored the importance of individual characteristics to understand the work experience (Bakker &
Demerouti, 2014). These resources refer to an assessment of the environment and the ability to act proactively
to control it (Bakker & Demerouti, 2017). Also, personal resources share some similarities with job resources,
e.g., they are related to psychological growth and goal achievement, and are positively associated with work
engagement (Xanthopoulou et al., 2007).

Direct association between psychosocial safety climate and organizational justice,
PsyCap, and work engagement

Psychosocial safety climate emerged due to the increased risks associated with workers’ safety and
psychological health (Hall, Dollard, & Coward, 2010). According to Dollard, Dormann, Tuckey, and Escartín
(2017), this concept concerns the processes and practices created by organizations aimed at reducing safety
and psychological health risks. Dollard, Tuckey, and Dormann (2012) framed psychosocial safety climate
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within the JD-R, and Schaufeli and Taris (2014) defined it as a job resource. In hospitality, there is still scarce
support for the relationship between psychosocial safety climate and PsyCap. Nevertheless, this association is
corroborated by the premises of the JD-R and research performed in other occupations. Xanthopoulou et al.
(2007) demonstrated that job resources foster personal resources. Brunetto et al. (2022) observed, in a sample
of street level bureaucrats, that psychosocial safety climate was positively associated with PsyCap. The same
results were obtained by Siami et al. (2022) in a sample of services employees. This relationship is also
explained by the Conservation of Resources (COR) theory, job resources act as a catalyst for the development
of personal resources (Hobfoll, 2011). Thus, a synergistic action is created between job and personal
resources. As such, the following research hypothesis is proposed:

Hypothesis 1a. Psychosocial safety climate is positively associated with
PsyCap.

Organizational justice is important to understand employees’ reactions to organizations’ decisions (Fortin,
2008). This concept is better understood through the combination of four dimensions that aim to observe if:
there is fairness in outcome distribution (distributive justice); the procedures that govern distribution follow
consistent and clear criteria (procedural justice); senior management adopts a conduct of respect toward
employees (interpersonal justice); and possible doubts regarding the provided outcomes and adopted
procedures are clarified (informational justice) (Fortin, 2008). Within the JD-R, a fairness perception facilitates
the achievement of work goals and psychological growth (Schaufeli & Taris, 2014). Hur, Rhee, and Ahn
(2016) registered that organizational justice, namely distributive and procedural, was positively associated with
PsyCap. As such, when employees feel fairly treated by their organizations, they will achieve a positive
psychological state characterized by self-efficacy, resilience, hope, and optimism. Totawar and Nambudiri
(2014) obtained the same results in a sample of 440 workers. On a theoretical level, the Broaden-and-Build
theory (Fredrickson, 2001) also explained this relationship—positive emotions, e.g., feeling fairly treated by an
employer, increase cognitive resources that translate into higher psychological resources (i.e., PsyCap). Thus,
the following hypothesis was defined:

Hypothesis 1b. Organizational justice is positively associated with
PsyCap.

Job resources establish a direct association with engagement (Bakker & Demerouti, 2014; Radic et al., 2020).
When employees perceive that their organizations value safety and psychological health, as well as there are
fairness perceptions, the available resources will increase. Thus, they will feel more engaged at work. In
hospitality, a positive relationship between psychosocial safety climate and work engagement has already been
observed (Teo et al., 2020). Nevertheless, the association between organizational justice and work engagement
needs further analysis, since the obtained results have been contradictory (Lupsa, Baciu, & Virga, 2019).
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Therefore, the following hypotheses were developed:

Hypothesis 2a. Psychosocial safety climate is positively associated with
work engagement.

Hypothesis 2b. Organizational justice is positively associated with work
engagement.

An engaged hospitality worker puts more energy, dedication, and concentration into work-related tasks, which
will benefit hotel functioning. According to the JD-R, work engagement is predicted by job and personal
resources (Bakker & Demerouti, 2017). Regarding personal resources, the work of Xanthopoulou et al. (2007)
was pioneer, arguing that personal resources, specifically self-efficacy and optimism, predicted work
engagement. The abovementioned personal resources are two of the four components of PsyCap (Luthans,
Youssef-Morgan, & Avolio, 2015). Past literature reviews and meta-analyses (e.g., Avey, Reichard, Luthans,
& Mhatre, 2011; Newman, Ucbasaran, Zhu, & Hirst, 2014) have demonstrated that PsyCap fosters
engagement. Evidence from hospitality also corroborates this relationship. Karatepe and Karadas (2015), in a
sample of Romanian frontline employees, observed that PsyCap was positively related to work engagement.
The same was registered by Tsaur, Hsu, and Lin (2019) in a sample of service-based hospitality workers. As
such, we advance that:

Hypothesis 3. PsyCap is positively associated with work engagement.

Mediating role of PsyCap

As stated above, job resources establish a direct association with work engagement. However, an alternative
path explains this relationship, through personal resources (Bakker & Demerouti, 2014). Personal resources
mediate the association between job resources and work engagement (Bakker & Demerouti, 2017). These
resources emerged in the JD-R as an attempt to emphasize the role of human behavior in achieving
occupational well-being. Xanthopoulou et al. (2007) demonstrated that personal resources partially mediate the
relationship between job resources and work engagement. This mediating effect is corroborated by the COR
theory, the availability of job resources contributes to higher personal resources (e.g., PsyCap), which will
translate into increased energy, dedication, and concentration (Bakker & Demerouti, 2017; Hobfoll, 2011).

In hospitality, the relationship between job resources, personal resources, and work engagement has been
previously demonstrated. Tsaur et al. (2019) observed that PsyCap mediated the association between
workplace fun and work engagement. Nevertheless, there is a gap regarding the job resources tested in this
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sector, e.g., the empirical evidence is limited regarding the role of psychosocial safety climate and
organizational justice. In a study with flight attendants, Hur et al. (2016) registered that distributive and
procedural justice were related to PsyCap and turnover intention. As for psychosocial safety climate, studies
have linked this concept with PsyCap (e.g., Brunetto et al., 2022) and work engagement (Geisler, Berthelsen,
& Muhonen, 2019; Law, Dollard, Tuckey, & Dormann, 2011). However, as far as we are aware of, few
studies have used psychosocial safety climate as a job resource and related it with PsyCap and engagement.
Notwithstanding, the evidence suggests that psychosocial safety climate and organizational justice act
synergistically with PsyCap to foster work engagement. Therefore, the following hypotheses were proposed:

Hypothesis 4a. PsyCap partially mediates the association between
psychosocial safety climate and work engagement.

Hypothesis 4b. PsyCap partially mediates the association between
organizational justice and work engagement.

Direct association between psychosocial safety climate and organizational justice,
and affective commitment

The main premise of psychosocial safety climate is that, due to the deterioration of psychosocial working
conditions, organizations must value workers’ safety and psychological health. If there is a positive perception
of psychosocial safety climate, workers will reciprocate, e.g., they will present desired work-related outcomes
(Geisler et al., 2019). One of the main work-related outcomes is organizational commitment, which is
composed by three dimensions, affective, normative, and continuance (Meyer & Allen, 1991). The main
commitment dimension is affective commitment, the psychological link developed with the organization leading
to an identification with its mission, vision, and goals (Meyer, Stanley, Herscovitch, & Topolnytsky, 2002).
Research has shown that psychosocial safety climate is positively associated with organizational commitment
(e.g., Berthelsen, Muhonen, Bergstrom, Westerlund, & Dollard, 2020; Geisler et al., 2019), but there are few
studies that have tested the relationship between this construct and affective commitment. Organizational
justice is also related to organizational commitment. When workers feel fairly treated by their organizations,
this will shape their commitment positively (Totawar & Nambudiri, 2014). Studies performed have focused on
specific justice dimensions (e.g., Kim, Milliman, et al., 2021; Luo et al., 2017), therefore it is necessary to
understand how a global justice perception influences the identification of employees with their organizations.
Thus, the following hypotheses were created:

Hypothesis 5a. Psychosocial safety climate is positively associated with
affective commitment.
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Hypothesis 5b. Organizational justice is positively associated with
affective commitment.

Mediating role of work engagement

Work engagement is integrated into the motivational process of the JD-R (Bakker & Demerouti, 2017). The
synthesis of Bailey, Madden, Alfes, and Fletcher (2017) demonstrated that engagement is related to specific
types of commitment, such as affective commitment.

In addition to understanding the work-related outcomes of work engagement, it is also necessary to address its
mediating role. According to Bakker and Demerouti (2017), there is theoretical support for the mediating role
of this concept on the association between job resources and work-related outcomes. This aspect was also
underlined by Schaufeli and Taris (2014). As such, when job resources are high, the pool of available
resources will lead to a motivational-like process, i.e., engagement, which, in turn, will promote desired
outcomes, e.g., affective commitment (Hobfoll, 2011). Lupsa et al. (2019) observed that engagement mediated
the relationship between organizational justice and health. In the case of psychosocial safety climate, this effect
has not been yet demonstrated, although there is evidence that this concept is related to work engagement (e.g.,
Law et al., 2011) and organizational commitment (e.g., Geisler et al., 2019). Therefore, it can be argued that:

Hypothesis 6. Work engagement is positively associated with affective
commitment.

Hypothesis 7a. Work engagement partially mediates the association
between psychosocial safety climate and affective commitment.

Hypothesis 7b. Work engagement partially mediates the association
between organizational justice and affective commitment.

Figure 1 presents the theoretical model and research hypotheses.
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The pandemic brought new challenges to hospitality. The literature (e.g., Lario, 2021; Zhang et al., 2020) has
shown that the concerns of these establishments have focused on customers. However, due to their direct
contact with customers, workers are at a higher risk of infection (Hu et al., 2021; Zhang et al., 2020). This
study intended to overcome this limitation by introducing psychosocial safety climate, a concept related with
the safety and psychological health of employees (Dollard et al., 2017). On the other hand, due to the
transformations in hotels’ business model, it is also important to assess whether workers are feeling fairly
treated by their organizations, an aspect that, at the present time, has not received the necessary attention (Hu
et al., 2021; Wong et al., 2021). Both psychosocial safety climate and organizational justice influence
employees’ link to their organizations (e.g., Kim, Millman, et al., 2021). Hence, it is vital to address the
mechanisms that intervene in this relationship.

Methodology

Sampling and procedure

Figure 1. Theoretical model and research hypotheses. In solid lines are the hypotheses that tested direct
effects. In dashed lines are the research hypotheses that tested mediation effects. 
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A non-probabilistic sampling technique was followed. The researchers contacted, via e-mail, a total of 636
workers from the hotel sector of the Algarve to participate in the research. The information about the
participants was obtained through a database developed by the research team based on past research on the
promotion of occupational well-being in hotel workers from the Algarve. The construction of the database was
based on anonymity and confidentiality standards, i.e., authorization was requested from individuals to include
them. Those who agreed were integrated into the database that was used as the basis for recruiting participants
for this study. In the e-mail the general objective of the study was explained, as well as was indicated that all
ethical criteria were respected. An inclusion criterion was defined, at the time of the response to the research
protocol participants should be employed at a hotel of the Algarve, Portugal. Employees who agreed to
participate were asked to forward the link of the protocol to their contacts who respected the inclusion
criterion. Before completing the protocol, respondents had to read and agree with a set of information.
Participants were informed that: confidentiality and anonymity standards were respected; the data collected
would only be used for research purposes; there were no rewards associated with participation; and they could
withdraw their participation at any time. This research followed a cross-sectional design. Data collection
occurred between March 25th-2020, and June 16th-2020. An electronic platform was used to collect the data,
an option selected due to the pandemic that affected Portugal, which prevented face-to-face data collection.

Measures

Psychosocial safety climate was assessed by the Psychosocial Safety Climate-12 (PSC-12; Hall et al., 2010),
which is composed by 12 items (e.g., In my workplace senior management acts quickly to correct
problems/issues that affect employees’ psychological health) with a five-point Likert scale (1-Strongly
disagree; 5-Strongly agree). This concept is a multidimensional latent trait comprising four dimensions,
management commitment (e.g., Senior management acts decisively when a concern of an employees’
psychological status is raised), management priority (e.g., Psychological well-being of staff is a priority for this
organization), organizational communication (e.g., There is good communication here about psychological
safety issues which affect me), and organization participation (e.g., Participation and consultation in
psychological health and safety occurs with employees’, unions and health and safety representatives in my
workplace), with three items each. Hall et al. (2010) achieved reliability values higher than .75.

Organizational justice was evaluated by the Organizational Justice Questionnaire (Rego, 2000), which
possesses 17 items (e.g., In general, the rewards I receive are fair) with a six-point answer scale (1-This
statement is completely false; 6-This statement is completely true). This construct is a multidimensional latent
trait composed by the dimensions distributive (five items; e.g., My salary is fair), procedural (four items; e.g.,
My organization as a mechanism allowing the employees to appeal against the decisions that affect them),
interpersonal (four items; e.g., My supervisor shows genuine concern to be fair with me), and informational
justice (four items; e.g., My supervisor gives me feedback about my work, allowing me to improve my job).
Rego and Pina e Cunha (2009) reported Cronbach’s alpha values higher than .75.

PsyCap was analyzed by the Compound PsyCap Scale (CPC-12; Lorenz, Beer, Pütz, & Heinitz, 2016),
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which presents 12 items (e.g., If I should find myself in a jam, I could think of many ways to get out of it)
with a six-point answer scale (1-Totally disagree; 6-Totally agree). This concept is a multidimensional latent
trait composed by the dimensions self-efficacy (e.g., I am confident that I could deal efficiently with
unexpected events), resilience (e.g., Sometimes I make myself do things whether I want to or not), hope (e.g.,
Right now, I see myself as being pretty successful), and optimism (e.g., I am looking forward to the life ahead
of me) with four items each. Lorenz et al. (2016) registered Cronbach’s alpha values higher than .70.

Work engagement was assessed by the short form of the Utrecht Work Engagement Scale ( UWES; Schaufeli
& Bakker, 2003; Sinval, Pasian, Queirós, & Marôco, 2018 ), which is composed of nine items (e.g., At my
work, I feel bursting with energy) with a seven-point Likert scale (0-Never; 6-Always/Every day). This
construct is a multidimensional latent trait presenting three dimensions, vigor (e.g., At my job, I feel strong and
vigorous), dedication (e.g., I am enthusiastic about my job), and absorption (e.g., I feel happy when I am
working intensely), with three items each. In its adaptation and validation study for Portuguese workers (Sinval
et al., 2018), reliability values higher than .90 were achieved.

Affective commitment was evaluated by the Organizational Commitment Questionnaire (Rego & Souto,
2004), which is based on the three-factor model of Meyer and Allen (1991). This commitment dimension
possesses five items (e.g., I feel like “part of the family” at my organization) with a seven-point Likert scale (1-
This statement does not apply to me at all; 7-This statement totally applies to me). Rego and Pina e Cunha
(2008) obtained Cronbach’s alpha values of .85.

The sociodemographic questionnaire comprised questions about the sex, age, marital status, educational
background, contract status, job tenure, and classification of the hotel establishment.

Data analysis procedures

Initially, descriptive, correlational, and reliability analyses were performed. These procedures were conducted
with the Statistical Package for the Social Sciences (SPSS) version 20.

Regarding structural equation modeling (SEM), the first step in the analysis was the standardization of the
variables’ values, a strategy followed since the selected measures presented different answering scales.
Subsequently, the multivariate normal distribution was tested. In the literature there is no consensus on the
skewness (|sk|) and kurtosis (|ku|) values that respect this assumption. Nevertheless, for the maximum
likelihood estimation method values of skewness and kurtosis lower than two (|sk|≤2) and seven (|ku|≤7),
respectively, indicate that there are no significant departures from normality (Curran, West, & Finch, 1996).

Common-method bias (CMB) was estimated since this study followed a cross-sectional design (Podsakoff,
MacKenzie, Lee, & Podsakoff, 2003). The statistical remedy chosen was the Harman’s single-factor test
following the recommendations of Roni (2014). As such, an exploratory factor analysis forced on one factor
was performed. A total variance explained below 50% indicates that CMB is not prejudicing the data.
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Overall model fit was tested through the indices suggested by Hu and Bentler (1999), Ullman (2006), and
Iacobucci (2010) for the maximum likelihood estimation method. However, before presenting the results for
these indices, the Chi-squared goodness-of-fit test (χ2) value was reported, it is expected that a p-value higher
than .05 is achieved. This test is sensitive to the sample size, e.g., in studies with several participants
statistically significant values (p<.05) may occur (Anderson & Gerbing, 1982). To eliminate this gap other
indices were selected, Root Mean Square Error of Approximation (RMSEA), Standardized Root Mean
Square Residual (SRMR), Comparative Fit Index (CFI), Tucker-Lewis Index (TLI), and Normed Chi-
squared (χ2/df). Values of RMSEA between .05-.10 point to an acceptable fit and values below .05 indicate a
very good fit (Hu & Bentler, 1999; Marôco, 2021). A 90% confidence interval for this index was also
calculated (90%CI RMSEA). The SRMR index achieves an acceptable fit between .05-.08 and a good fit for
values below .05 (Hu & Bentler, 1999; Marôco, 2021). Regarding CFI and TLI, values between .90-.95 are
classified as good and higher than .95 as very good (Hu & Bentler, 1999; Marôco, 2021). Lastly, the χ2/df
reaches an acceptable fit for values below five and a good fit for values below two (Marôco, 2021).

Measurement model fit was evaluated through validity and reliability indicators (Anderson & Gerbing, 1982).
Validity was assessed in the threefold way, factor, convergent, and discriminant. Factor validity is achieved
when the standardized factor loadings of indicators present values equal or higher than .50 (Marôco, 2021).
Convergent validity was calculated through the Average Variance Extracted (AVE), values higher than .50 are
desired (Bagozzi & Yi, 1988; Sharma, 1996). Lastly, discriminant validity was tested through the Fornell and
Larcker (1981) criterion, i.e., comparison between the AVE values and the squared correlation coefficients.
Reliability was measured by two coefficients, Cronbach’s alpha and Composite Reliability (CR), values higher
than .70 are desired (Hair, Black, Babin, & Anderson, 2014).

The structural model was assessed in terms of sign and statistical significance. Initially, the direct effects were
tested. Subsequently, the indirect effects were computed through a bootstrap simulation following the
assumptions of Marôco (2021).

Results

Participants’ characteristics

A sample of 217 workers, out of a total of 636, of the Algarve hospitality sector was collected. Most of the
participants were females (60.4%), had approximately 37 years old (M = 36.71; SD = 10.83), were single
(52.1%), had secondary education (44.7%), worked with a fixed term or open-ended contracts (44.7%), had a
job tenure of approximately six and a half years (M = 6.59; SD = 6.73), and worked on five-star hotels
(41.9%) (see Table 1).

Note: The table layout displayed in ‘Edit’ view is not how it will appear in the printed/pdf version. This
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Table 1. Participants’ characterization (N = 217). 

Characteristic %
Sex  

 Female 60.4

 Male 39.6

Age M = 36.71 years old (SD = 10.83; Min.=21; Max.=66)

Marital status  

 Single 52.1

 Married or in a non-marital partnership 38.2

 Divorced 8.3

 Widowed 1.4

Educational background  

 Basic education 9.7

 Secondary education 44.7

 Degree 30

 Master’s 6.5

 PhD .9

 Post-graduation 4.1

 Other 4.1

Contractual situation  

 Fixed term 44.7

 Open-ended 44.7

 Self-employed 3.7

 Other 6.9

Job tenure M = 6.59 years (SD = 6.73; Min.=10 months; Max.=30 years)

Hotel classification (number of stars)  

 One 3.7

 Two 2.3

 Three 13.8

 Four 38.2

 Five 41.9

Note. M=mean value; SD=standard-deviation value; Min.=minimum value; Max.=maximum value; %=percentage.
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Descriptive and correlational analyses

In Table 2 are the results for the descriptive and correlational analyses.

Note: The table layout displayed in ‘Edit’ view is not how it will appear in the printed/pdf version. This
html display is to enable content corrections to the table. To preview the printed/pdf presentation of the
table, please view the ‘PDF’ tab.

Table 2. Descriptive and correlational analyses (N = 217). 

 M SD 1. 2. 3. 4. 5.
1. Psychosocial safety climate 40.59 12.02 (.96)     

2. Organizational justice 4.06 1.17 .752 (.96)    

3. PsyCap 4.84 .63 .365 .365 (.83)   

4. Work engagement 4.63 1.24 .583 .664 .391 (.97)  

5. Affective commitment 5.31 1.53 .665 .764 .358 .778 (.94)

Note. M=mean value; SD=standard-deviation value. All the correlations were statistically for p<.01. In parenthesis are the reliability
values using the Cronbach’s alpha coefficient.

Common-method bias and overall model fit

The results of the exploratory factor analysis indicated that the single factor explained 48.07% of the total
variance. Thus, it can be concluded that the proposed model was not affected by the CMB.

The Chi-squared goodness-of-fit test achieved a statistically significant value, χ2(469)=881.086, p<.01. This
situation can be explained by the sample size. In Table 3 are the results for the selected fit indices.

Note: The table layout displayed in ‘Edit’ view is not how it will appear in the printed/pdf version. This
html display is to enable content corrections to the table. To preview the printed/pdf presentation of the
table, please view the ‘PDF’ tab.

Table 3. Fit indices for the proposed model. 

Fit index Observed value Comment
RMSEAa

90%CI RMSEAb
.064
[.057-.070]

Acceptable
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SRMRc .062 Acceptable

CFId .94 Good

TLIe .934 Good

χ2/dff 1.879 Good

Measurement model fit

Some indicators were removed from the initial model, as they were compromising its’ quality. The dimensions
organizational communication (psychosocial safety climate), resilience (PsyCap), and absorption (work
engagement) were eliminated. The standardized factor loadings for the remaining items were above .50, which
suggested the existence of factor validity. Also, there was evidence of convergent validity since all AVE values
were above .50. Cronbach’s alpha and CR values were higher than the threshold of .70 (see Table 4).

Note: The table layout displayed in ‘Edit’ view is not how it will appear in the printed/pdf version. This
html display is to enable content corrections to the table. To preview the printed/pdf presentation of the
table, please view the ‘PDF’ tab.

Table 4. Factor validity, convergent validity, and reliability results. 

Constructs and indicators Std. factor
loadings*

Alpha
and CR AVE

Management commitment (Psychosocial safety climate)  .913;.8
95

.74
0

Item 1-In my workplace senior management acts quickly to correct problems/issues that
affect employees’ psychological health.

.851   

Item 2-Senior management acts decisively when a concern of an employees’ psychological
status is raised.

.849   

Item 3-Senior management show support for stress prevention through involvement and
commitment.

.881   

Management priority (Psychosocial safety climate)  .918;.9
22

.79
7

Item 4-Psychological well-being of staff is a priority for this organization. .904   
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Item 5-Senior management clearly considers the psychological health of employees to be of
great importance.

.923   

Item 6-Senior management considers employee psychological health to be as important as
productivity.

.849   

Organization participation (Psychosocial safety climate)  .902;.9
02

.75
4

Item 10-Participation and consultation in psychological health and safety occurs with
employees’ unions and health and safety representatives in my workplace.

.787   

Item 11-Employees are encouraged to become involved in psychological safety and health
matters.

.910   

Item 12-In my organization, the prevention of stress involves all levels of the organization. .903   

Distributive justice (Organizational justice)  .920;.9
21

.79
6

Item 5-My salary is fair. .918   

Item 9-Taking into account the other salaries paid in this organization, I feel that my salary is
fair.

.884   

Item 16-Taking into account my efforts, I feel that I am fairly rewarded. .874   

Procedural justice (Organizational justice)  .783;.7
94

.65
8

Item 2-My organization has a mechanism allowing the employees to appeal against the
decisions that affect them.

.828   

Item 14-Employees can disagree or appeal against the decisions made by their supervisors. .794   

Interpersonal justice (Organizational justice)  .889;.8
92

.80
6

Item 3-My superior shows a genuine concern to be fair with me. .854   

Item 11-My superior treats me with respect and consideration. .939   

Informational justice (Organizational justice)  .897;.8
81

.78
8

Item 4-My supervisor gives me feedback about my work, allowing me to improve my job. .900   

Item 8-When my supervisor decides about my work, he/she gives me explanations that make
sense to me.

.875   

Hope (PsyCap)  .759;.7
65

.62
1

Item 1-If I should find myself in a jam, I could think of many ways to get out of it. .719   

Item 3-I can think of many ways to reach my current goals. .851   

Optimism (PsyCap)  .713;.7
37

.59
2

Item 4-I am looking forward to the life ahead of me. .621   

Item 5-The future holds a lot of good in store for me. .893   

Self-efficacy (PsyCap)  .720;.7
58

.62
2

Item 10-I am confident that I could deal efficiently with unexpected events. .943   

Item 12-I can remain calm when facing difficulties because I can rely on my coping abilities. .596   
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Vigor (Work engagement)  .972;.9
72

.94
5

Item 1-At my work, I feel bursting with energy. .969   

Item 2-At my job, I feel strong and vigorous. .975   

Dedication (Work engagement)  .949;.9
49

.90
3

Item 3-I am enthusiastic about my job. .950   

Item 4-My job inspires me. .950   

Affective commitment  .935;.9
31

.77
2

Item 2-I have a strong affection for this organization. .922   

Item 3-I care about the future of my organization. .834   

Item 4-I am proud to teel others that I am part of this organization. .917   

Item 5-I feel like “part of the family” at my organization. .838   

Note. Std. factor loadings = standardized factor loadings; Alpha = Cronbach’s alpha; CR = Composite Reliability; AVE = Average
Variance Extracted. *p<.05.

Lastly, there was evidence of discriminant validity, given that all AVE values were higher than the squared
correlation values (see Table 5).

Note: The table layout displayed in ‘Edit’ view is not how it will appear in the printed/pdf version. This
html display is to enable content corrections to the table. To preview the printed/pdf presentation of the
table, please view the ‘PDF’ tab.

Table 5. Discriminant validity assessment. 

Constructs 1. 2. 3. 4. 5.
1. Psychosocial safety climate .764     

2. Organizational justice .473 .766    

3. Psycap .116 .135 .611   

4. Work engagement .346 .441 .144 .924  

5. Affective commitment .416 .536 .125 .579 .772

Note. Bolded are the AVE values. The remaining values are the squared correlations.

Structural model fit and research hypotheses
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Globally, nine research hypotheses were confirmed and three were rejected (see Table 6).

Note: The table layout displayed in ‘Edit’ view is not how it will appear in the printed/pdf version. This
html display is to enable content corrections to the table. To preview the printed/pdf presentation of the
table, please view the ‘PDF’ tab.

Table 6. Research hypotheses results. 

Hypotheses Effects CommentDirect Indirect Total
H1a: Psychosocial safety climate → PsyCap .230  .230 Rejected

H1b: Organizational justice → PsyCap .245*  .245* Accepted

H2a: Psychosocial safety climate → Work engagement .294**  .327*** Accepted

H2b: Organizational justice → Work engagement .426**  .461*** Accepted

H3: PsyCap → Work engagement .140  .140 Rejected

H4a: Psychosocial safety climate → PsyCap → Work engagement .294** .032 .327*** Rejected

H4b: Organizational justice → PsyCap → Work engagement .426** .034* .461*** Accepted

H5a: Psychosocial safety climate → Affective commitment .160*  .338*** Accepted

H5b: Organizational justice → Affective commitment .278**  .528*** Accepted

H6: Work engagement → Affective commitment .543***  .543*** Accepted

H7a: Psychosocial safety climate → Work engagement → Affective commitment .160* .177** .338*** Accepted

H7b: Organizational justice → Work engagement → Affective commitment .278** .250** .528*** Accepted

Note. *p<.05; **p<.01; ***p< .001.

Direct relationships

Hypothesis 1a. Psychosocial safety climate is positively associated with PsyCap.

Hypothesis 1b. Organizational justice is positively associated with PsyCap.

The obtained results indicated that psychosocial safety climate and PsyCap did not establish a statistically
significant result. Therefore the hypothesis was not supported. A possible explanation is that psychosocial
safety climate perceptions were not strong enough to foster employees’ PsyCap. On the other hand,
organizational justice established a positive association with PsyCap, meaning that a fairness perception
contributes to the increase of employees’ positive psychological resources.

Hypothesis 2a. Psychosocial safety climate is positively associated with work engagement.
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Hypothesis 2b. Organizational justice is positively associated with work engagement.

Both hypotheses were supported, meaning that employees that perceive concerns about their safety and
psychological health, as well as develop a fairness perception, will be engaged at work.

Hypothesis 3. PsyCap is positively associated with work engagement.

The obtained result did not support this association. This situation may have occurred because the workplace
experience did not promote employees’ PsyCap, thus they were not engaged into work-related tasks.

Hypothesis 5a. Psychosocial safety climate is positively associated with affective

commitment.

Hypothesis 5b. Organizational justice is associated with affective commitment.

These hypotheses were supported. Thus, when employees possess positive perceptions of psychosocial safety
climate and organizational justice, they will develop a psychological link with their organization.

Hypothesis 6. Work engagement is positively associated with affective commitment.

This hypothesis was supported, meaning that engaged employees establish an identification with their
organization’s mission, vision, and goals.

Mediation relationships

Hypothesis 4a. PsyCap partially mediates the association between psychosocial safety

climate and work engagement.

Hypothesis 4b. PsyCap partially mediates the association between organizational justice and

work engagement.

PsyCap did not mediate the association between psychosocial safety climate and work engagement, meaning
that the synergistic action between job and personal resources did not lead to higher engagement
levels.Therefore 4a was not supported. However on the other hand, the combination of a fairness perception
and of positive psychological resources led to engagement in work-related tasks and 4 b was supported. .

Hypothesis 7a. Work engagement partially mediates the association between psychosocial

safety climate and affective commitment.

Hypothesis 7b. Work engagement partially mediates the association between organizational

justice and affective commitment.
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These hypotheses were supported, as such when job resources combine with work engagement, they will lead
to desired work-related outcomes.

Discussion

The COVID-19 pandemic brought several challenges to the tourism sector, particularly regarding the
functioning of hotel establishments. Hotel workers continued to perform their tasks, increasing their risk of
exposure to the disease, especially as most measures to reduce the spread of COVID-19 focused on hotel
customers. Thus, it was important to understand how hotel employees’ perceptions regarding their safety,
psychological health, and organizational justice were related to the development of desired work-related
outcomes, in this case affective commitment, considering the mediating roles of PsyCap and work
engagement.

The obtained results allow to affirm that hospitality employees that feel fairly treated by their employers will
present higher PsyCap. When this occurs, they will: perceive themselves as more effective; be able to achieve
work goals; and make positive attributions about the present and future (Hur et al., 2016; Totawar &
Nambudiri, 2014). The direct association between psychosocial safety climate and work engagement presents
scarce evidence in hospitality (e.g., Teo et al., 2020), however studies performed in other occupations have
validated it (Geisler et al., 2019; Yulita, Idris, & Dollard, 2022). Thus, when employees perceive that their
organization is concerned about their safety and psychological health, they will feel more engaged into work-
related tasks. The same was observed regarding the relationship between organizational justice and
engagement, fairness perceptions will lead to work engagement, as demonstrated by Lupsa et al. (2019). Direct
associations between psychosocial safety climate, organizational justice, and work engagement were also
observed. Therefore, when employees develop positive perceptions about their hotel’s safety, psychological
health, and fairness practices, as well as they are engaged, a psychological link with the employer will emerge
(Berthelsen et al., 2020).

PsyCap mediated the relationship between organizational justice and work engagement. As such, to foster
work engagement, there must be a synergistic action between fairness perceptions and employees’ positive
psychological resources. Only through the combination of this pool of resources, it will be possible for this
motivational-like process to emerge (Hobfoll, 2011; Tsaur et al., 2019). The mediating effect of work
engagement on the association between job resources and work-related outcomes is supported by the JD-R
(Bakker & Demerouti, 2017; Schaufeli & Taris, 2014). However, evidence of the role of work engagement on
the relationship between psychosocial safety climate and organizational justice, and affective commitment is
still scarce. Studies have demonstrated that work engagement mediated the association between organizational
justice and health (e.g., Lupsa et al., 2019). Regarding psychosocial safety climate, this effect was not
registered in past research, only studies that related this construct with engagement (e.g., Law et al., 2011) and
organizational commitment (e.g., Geisler et al., 2019). With the results obtained, it was possible to contribute
to the advance of knowledge in hospitality research by verifying that employees who feel that there is a
concern about their safety, psychological health, and fairness perceptions will feel more engaged, which will
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result in an identification with the hotel’s mission, vision, and goals.

The unconfirmed research hypotheses deserve some reflection. The mean value registered for psychosocial
safety climate indicated that there is a medium risk regarding safety and psychological health (Bailey, Dollard,
& Richards, 2015). Thus, the perception developed may not have been strong enough to foster workers’
PsyCap. Also, there was no statistically significant relationship between PsyCap and work engagement. Given
that hospitality work is marked by insecurity and seasonality, it is possible that individuals do not have the
necessary stimulus to promote PsyCap. Thus, the effect of this concept on work engagement was residual. If
there was no statistically significant link between psychosocial safety climate and PsyCap and between PsyCap
and work engagement, it was expected that there would be no mediation effect, according to Baron and Kenny
(1986). In this situation, the effect observed was solely due to the direct association between psychosocial
safety climate and work engagement.

Conclusions

This study aimed to address four objectives. The first objective was to assess the mediating role of PsyCap on
the relationship between psychosocial safety climate and work engagement, it was found that PsyCap did not
mediate this relationship. The second objective was to analyze the mediating role of PsyCap on the
relationship between organizational justice and work engagement, in this case, it was observed that PsyCap
partially mediated this association. The third objective was to examine the mediating role of work engagement
on the relationship between psychosocial safety climate and affective commitment, it was registered that work
engagement partially mediated this association. Lastly, the fourth objective was to evaluate the mediating role
of work engagement on the relationship between organizational justice and affective commitment, it was
observed that work engagement partially mediated this association. As such, it can be concluded that, of the
four objectives initially proposed, three were achieved.

Theoretical implications

The integration of psychosocial safety climate in hospitality research is crucial, especially in the current context.
This study emphasized the value of this concept for hotel employees, as they maintained direct contact with
tourists and colleagues during COVID-19 (Hu et al., 2021). Considering the benchmark of Bailey et al.
(2015), it was found that the collected sample presented a medium risk for psychosocial safety climate. Also,
this study framed this construct as a job resource. Previous research (e.g., Idris, Dollard, & Winefield, 2011)
operationalized psychosocial safety climate as a predecessor of job demands and job resources. However,
Schaufeli and Taris (2014) argued that climate- and safety-related variables can be considered as job resources.
When considering this concept as a job resource, it was observed that it promoted work engagement and
affective commitment.

Moreover, this study clarified that relationship between organizational justice and work engagement since the
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research performed has been contradictory. This study followed the same path of recent research (e.g., Lupsa
et al., 2019), organizational justice is positively associated with work engagement, and engagement mediates
the relationship between justice and desired work-related outcomes. Also, this study considered organizational
justice globally, unlike others that have selected specific dimensions (e.g., Kim, Milliman, et al., 2021).

Practical implications

The COVID-19 pandemic had detrimental effects on several activity sectors, namely in tourism and,
particularly, in hospitality (Salas-Nicás et al., 2021; Sigala, 2020). Through the obtained results, it is possible to
propose a set of recommendations for the general managers and human resources directors of hospitality
establishments.

Managing psychosocial safety climate is essential to guarantee that employees have high positive psychological
resources and are engaged in their work (Law et al., 2011). For this to occur, it is necessary that the practices
and policies adopted are oriented toward the safety and psychological health of workers. At a pandemic level,
work processes must be redesigned to increase safety and psychological health. For example, hotels can adopt
a work-sharing strategy, where the same role is divided by two or more individuals, e.g., one frontline
employee performs his/her tasks during the morning and early afternoon shift and another frontline employee
performs the same tasks but during the late afternoon and night shift. Alternatively, the work week may be
divided equally between two individuals that perform the same tasks. This situation prevents unnecessary
contacts between workers, which reduces the risk of infection. There must be a coordination between
management and workers’ representatives on these matters, e.g., by the existence of bottom-up communication
channels (i.e., from employees to management) that allow employees to effectively inform management about
potential risks for safety and health. This aspect will promote work engagement and PsyCap, as workers will:
(a) feel part of the decision-making processes, which will increase voice behaviors; (b) experience greater
autonomy, as they will have greater control of their work and develop a sense of responsibility for their actions;
and (c) will perceive the existence of organizational support (Dollard et al., 2012; Slemp, Field, & Cho, 2020).
These communication channels can also be used by management (i.e., bottom-down communication), e.g., to
communicate the existence of an outbreak among the hotel workers and/or customers. This two-way
communication strategy will be useful to prevent situations that may present risks from safety and health or to
intervene in risk situations to mitigate their detrimental effects.

Positive psychological resources can be fostered through intervention programs, such as the Psychological
Capital Intervention (PCI; Luthans et al., 2015). This program presupposes a concerted intervention in all
PsyCap’s dimensions. Thus, workers will: learn how to define their goals, which must be realistic; identify
what resources are needed for goal achievement; develop strategies that allow them to solve work-related
problems; and use their experience to understand what mechanisms were used to face adversity (Luthans &
Youssef-Morgan, 2017). According to Luthans et al. (2015), PCI is a micro-intervention that can occur online
or face-to-face, has a length between two to three hours, and allows an increase of approximately 2% in
PsyCap. Through the PCI it is possible to: (a) increase desired job attitudes and behaviors (e.g., affective
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commitment, job satisfaction, and work engagement), as well as job performance (Da, He, & Zhang, 2020; b)
decrease undesired job attitudes and behaviors (e.g., absenteeism, turnover, turnover intentions, and
depression) (Da et al., 2020); and (c) increase organization’s bottom-line, Luthans, Avey, Avolio, Norman, and
Combs (2006) demonstrated that organization’s that implement PCI will have a high return on investment.

Limitations and future research

This study possesses some limitations. The use of a cross-sectional design prevented the observation of cause-
effect relationships. Furthermore, this design also increases the probability of CMB, although this aspect was
controlled. On the other hand, the elimination of the resilience dimension from PsyCap must be acknowledged.
This situation has been reported in past studies (e.g., Viseu, Pinto, Borralha, & Jesus, 2020) since it presented
psychometric properties below the desirable. Absorption was also removed from the model, a fact that can be
justified since this is the least predominant dimension of engagement (Bakker et al., 2014).

Future studies should adopt a longitudinal design, which allows the inference of causality and decreases the
probability of CMB (Schaller, Patil, & Malhotra, 2015). Furthermore, an attempt should be made to increase
the sample size, as this may be one of the reasons for not having observed a statistically significant association
between PsyCap and work engagement and between psychosocial safety climate and PsyCap. These
relationships find support in previous works (e.g., Avey et al., 2011; Brunetto et al., 2022).
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