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How do organizational justice and health
influence teachers’ work engagement?

The mediating role of positive psychological capital and job
satisfaction
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construct
in
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zations
(Cropanzano
&
Babeș-Bolyai University
Ambrose, 2015). Low
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perce-ptions have long
University of Algarve
been
considered
an
occupational health risk (Robbins, Ford, &
Tetrick, 2012). This concept refers to people’s
“perceptions of fairness in organizations along with
their associated behavioral, cognitive, and emotional
reactions” (Greenberg, 2011, p. 271). Although
there are definitions of overall organizational
justice (Fortin,
2008), this concept is often
considered
as
multidimensional
including
distributive, procedural, interpersonal, and
informational justice (Adams, 1965; Bies & Moag,
1986; Greenberg, 1993; Leventhal, 1980).
Considerable research has focused on
organizational justice benefits for organizations
and employees (Cropanzano, Bowen, & Gilliland,
2007). One of the individual-level outcomes that
has recently drawn researchers’ attention is
positive psychological capital (PsyCap) which
results from the combination of self-efficacy,
optimism, hope, and resilience (Luthans,
Youssef, & Avolio, 2007). Strong perceptions of
organizational
justice
communicate
that
employees are valued as members of the
organization and they have control over their
jobs, and these, in turn, increase employees’
flexible optimism, positive expectations of
success, and resilience under job challenges (Hur,
University of Algarve

Rhee, & Ahn, 2015; Rego & Pinha e Cunha, 2008).
PsyCap can mediate the influence of organi-
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zational
justice
(mainly
distributive
and
procedural justice) on job-related outcomes, such
as job satisfaction (Totawar & Nambudiri, 2014).
Although PsyCap has been linked to several
employees’ behavioral, attitudinal, affective, and
health outcomes (Avey, Reichard, Luthans, &
Mhatre, 2011; Rus & Jesus, 2010), some authors
have suggested the need to expand the range of
these variables by including work engagement
(Sweetman & Luthans, 2010). Work engagement
is a positive psychological state characterized by
the association of vigor, dedication, and
absorption (Bakker, Schaufeli, Leiter, & Taris,
2008).
Employees
competently
able
to
accomplish
their
job
tasks,
that
have
expectations of positive outcomes, willpower and
pathways to achieve their tasks, and are able to
bounce back and beyond in face of job challenges
can become absorbed, perseverant, and have
more energy available to devote to their work
(Sweetman & Luthans, 2010).
Another benefit of organizational justice is job
satisfaction (Colquitt, Conlon, Wesson, Porter, &
Ng, 2001). It consists in employees’ evaluation of
their work context and profession (Lease, 1998).
Satisfied employees report high PsyCap (Avey et
al., 2011) and work engagement (Yalabik,
Popaitoon, Chowne, & Rayton, 2013).
In terms of factors that shape perceptions of
fairness in organizations, various authors have
called for an exhaustive exploration of the
organizational level-related factors (James, 2015).
One of these factors is organizational health
(Bennis, 2002). Gomide-Júnior and Fernandes
(2008) proposed that organizational health refers
to the organizational integration of individuals
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Figure 1. Tested model in EQS v.6.1 using maximum the likelihood estimation method. OAF =
organizational adaptation and flexibility; OI = organizational integration of individuals and groups;
DJ = distributive justice; PJ = procedural justice; IJ = interpersonal justice; InfoJ = informational
justice.

and groups (internal dimension) and the
organization adaptability/flexibility to external
demands (external dimension). Perceptions of
organizational health were positively correlated
with job satisfaction (Koh & Boo, 2001). Also,
these perceptions can increase employees’
confidence in their abilities, their expectations of
positive outcomes, willpower, pathways to
achieve goals, and their ability to bounce back
and beyond in face of job demands and obstacles.
The present study investigates the mediator
role of psychological capital and job satisfaction
in the relationship between organizational justice
and health facets, and work engagement. We
expect that:
H1: PsyCap will mediate the relationship
between organizational health and organizational
justice dimensions, and work engagement
H2: Job satisfaction will mediate the
volume 17 issue 4

relationship between organizational health and
organizational justice dimensions, and work
engagement

Method

Participants
The
paper-and-pencil
format
of
the
questionnaire was distributed to 1129 public
school teachers. The response rate was 50.84%.
The final sample included 574 Portuguese
teachers (74.39% females; 95.82% held at least a
bachelor’s degree). Almost half of the
participants (47.74%) were aged less than 45
years old.
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Instruments

Procedure

The Organizational Justice Scale (Colquitt,
2001) measured organizational distributive (5
items), procedural (4 items), informational (4
items), and interpersonal (4 items) justice. The
Organizational Health Perception Scale (GomideJúnior
&
Fernandes,
2008)
measured
organizational integration of individuals and
groups (18 items) and adaptability/flexibility to
external demands (8 items). PsyCap was
measured using the Psychological Capital
Questionnaire–12 (Luthans et al., 2007). Job
satisfaction was measured with seven items from
the Job Satisfaction Scale (Lima, Vala, &
Monteiro, 1994). Work engagement dimensions
were measured with the Utrecht Work
Engagement Scale for Teachers (Marques-Pinto,
2008): dedication (8 items), absorption (7 items),
and vigor (9 items).

The research protocol was approved by the
Portuguese General Directorate of Education.
Subsequently, schools were contacted to explain
the research objectives and to inform teachers
about this study. All the teachers signed an
informed consent statement and voluntarily
participated in this study.
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Results
The full mediation of PsyCap and job
satisfaction between organizational justice and
health facets, and work engagement dimensions
(dedication, vigor, and absorption) was tested
using path analysis (Figure 1). The influence of
age, gender, and educational level on mediators
and outcomes was controlled.
Furthermore, a competing path model was
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tested (Model 2). The mediators were the three
dimensions of work engagement and the
outcome variables were PsyCap and job
satisfaction. The rest of the model was similar to
Model 1.
The means, standard deviations, and the
correlations among variables are presented in
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Table 1.
The fit indices of the tested models are
presented in Table 2.
Model 1 presented a good fit, 2(18)=25.799, p >
.05, RMSEA = .027, 90%CI RMSEA [.000; .050],
SRMR = .016, CFI = .999. PsyCap was positively
predicted by educational level, organizational
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integration, distributive, and interpersonal
justice (Table 3).
The two dimensions of organizational health,
distributive, and interpersonal justice positively
predicted job satisfaction. PsyCap positively
correlated with job satisfaction (r = .36, p < .001).
Both positively predicted work engagement
dimensions. High correlations between the three
dimensions of work engagement were identified
(Table 4).
Organizational health and justice facets
positively correlated (Table 5). As the educational
level increased, participants perceived low levels
of organizational health and justice dimensions.
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Path analysis revealed that PsyCap and job
satisfaction did not mediate the influence of all
organizational health and justice facets on work
engagement dimensions, when controlling for
the abovementioned demographics. However,
PsyCap did mediate the influence of distributive
and interpersonal justice on work engagement
dimensions. Job satisfaction mediated the
influence
of
both
organizational
health
dimensions, distributive, and interpersonal
justice on work engagement dimensions. Thus,
our hypotheses received partial empirical
support.
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Discussion

positive perceptions on how the organization
deals
with
external
demands
generates
satisfaction, since the adaptability to new
circumstances will allow them to effectively
perform their tasks (Shoaf, Genaidy, Karwowski,
& Huang, 2003). Integration of individuals and
groups generates positive work environments in
which employees can experience high job

These findings advance knowledge on the role
of social risk factors, such as organizational
justice and health, on teachers’ PsyCap and job
attitudes (job satisfaction, work engagement).
PsyCap and job satisfaction were identified as
intervening variables between organizational
context-related variables and work engagement.
Although a number of studies have explored the
PsyCap construct, little has been empirically
tested regarding the antecedents of PsyCap
(Luthans, Youssef-Morgan, & Avolio, 2015) and
the impact it may have on work engagement
(Sweetman & Luthans, 2010). This research takes
a step forward by showing that that PsyCap and
job satisfaction were positively associated with
vigor, dedication, and absorption. These results
are similar to others existing in the literature
(Christian, Garza, & Slaughter, 2011; Hur et al.,
2015; Penger & Cerne, 2014).
In this study, PsyCap and job satisfaction were
linked to organizational health and justice facets.
Teachers’ perceptions of distributive and
interpersonal justice facilitate their PsyCap and
job satisfaction. These results represent an
important addition to the literature on
organizational justice and its relationship with
PsyCap (Hur et al., 2015; Totawar & Nambudiri,
2014). We also included the interpersonal and
informational justice dimensions. As shown by
our
results,
teachers’
perceptions
of
interpersonal justice can be a key resource to
facilitate PsyCap in schools.
In terms of the relationships between
organizational justice facets and satisfaction, our
findings confirm past results (e.g., Colquitt et al.,
2013).
We
found
that
distributive
and
interpersonal justice were related with job
satisfaction (Loi, Yang, & Diefendorff, 2009;
Martin & Bennett, 1996). Moreover, job
satisfaction was positively related to the
organizational health dimensions. Employees’
volume 17 issue 4

satisfaction (DeJoy & Wilson, 2003).
By underlining the role of distributive and
interpersonal justice in generating high levels of
work engagement through PsyCap and job
satisfaction, this study suggests that educational
systems must pay attention to the fair amount of
compensation, pay raises, promotions, and
support offered to employees (Silva & Caetano,
2014).
Organizational
programs
can
be
implemented to train leaders and managers on
how to treat well employees.
This study has limitations. Data collected at a
single time point limits the inference of causal
relationships. The high correlations between
independent variables (multicollinearity) might
indicate the presence of the common method
bias. Future research might attempt to avoid this
problem by collecting data from different sources
or by using longitudinal designs. These findings
are relevant for Portuguese public schools, since
they are embedded in a national system governed
by political, economic, social, technological, and
legal factors that may differ from country to
country.
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