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Abstract

Orientation: This rapidly changing world requires local government institutions to focus on positive work-related states to enhance quality service delivery.

Research purpose: The main objective of this article was to explore how individual traits and psychological strengths (i.e. adult state hope, meaning in life and work locus of control) moderate or mediate the relationship between job satisfaction and organisational commitment in a Botswana local government institution.

Motivation for the study: The emergence of the coronavirus disease 2019 (COVID-19) pandemic forced employers to rely on the foundations of positive organisational psychology to navigate employee well-being more effectively during times of unprecedented crisis.

Research approach/design and method: A quantitative research approach was followed. An adapted Minnesota job satisfaction questionnaire, organisational commitment questionnaire, adult state hope scale, meaning in life questionnaire and work locus of control scale were distributed to public sector officials of a Botswana local government institution (N = 405).

Main findings: Adult state hope, meaning in life and work locus of control partially mediated the relationship between job satisfaction and organisational commitment.

Practical/managerial implications: Management should create a workplace culture that can promote job satisfaction amongst public officials. Job satisfaction influences essential individual and outcomes organisational in public sector institutions.

Contribution/value-add: This research is original and provides evidence for the use of positive psychology constructs (i.e. adult state hope, meaning in life and work locus of control) combined with job satisfaction to enhance organisational commitment.
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Introduction

Botswana local government institutions play an essential role in promoting sustainable economic growth through productive and decent employment practices (Musekiwa & Mandiyanike, 2017). Public officials are required to deliver legitimate and value-added services to instil public trust (Andersson, 2019). Unfortunately, local government institutions are persistently challenged by ineffective service delivery, not reaching its desired impact in the broader society (Tshukudu, 2020). The extent of Botswana local authority’s service expectations contributes to escalating public officials’ work demands without the necessary service infrastructure to support them in their daily tasks (Samboma, 2019). Employees are further dissatisfied and demotivated by inadequate public performance management systems (Bester & Hofisi, 2020) and insufficient total reward models (Tshukudu, 2020). Consequently, staff members are at risk of developing high levels of stress and burnout, resulting in detachment from their jobs and institutions (Dubale et al., 2019; Westmoreland et al., 2017). High burnout and organisational detachment undermine public service efficiency (Eldor, 2018).

The main objective of this research was to determine how individual traits and psychological strengths (i.e. adult state hope, meaning in life and work locus of control) moderate or mediate the relationship between job satisfaction and organisational commitment at a selected Botswana local government institution. Job satisfaction is an essential job-related behaviour to study because of its consistent association with public sector employees’ service performance in Botswana (Mkubwa, 2010). Tella, Ayeni and Popoola (2007) proposed that commitment is promoted where there is a spirit of cooperation and employee satisfaction. Organisational commitment reflects the employee attitudes that translate into public sector performance (Berberoglu, 2018). According to Moynihan and Pandey (2007), managers find it challenging to motivate employees in the public sector as institutional dynamics restrict the ability to recognise and reward performance. Akhras (2019) believed that hope can re-engineer organisational structures and generate new vibrant corporate cultures that foster positive behaviour. Meaningfulness can further contribute to cognitive, emotional, behavioural and economic benefits for employees and public sector institutions (Keleş & Findikli 2016; Tummers & Knies, 2013). According to Fagbola and Popoola (2015), management awareness of employees’ work locus of control in the public sector can help determine their organisational commitment levels.

This research is motivated by the current global drive, emphasising putting ‘people first at work’ (Volini et al., 2019). The emergence of the coronavirus disease 2019 (COVID-19) pandemic further forces employers to rely on the foundations of positive organisational psychology and occupational rehabilitation theory to navigate employee well-being more effectively during times of unprecedented change (Giorgi, Lecca, & Alessio, 2020; Shaw et al., 2020). According to Waters et al. (2021), the building of positive processes and capacities can strengthen employees’ future mental health during an intense crisis such as COVID-19. Given the significance of job satisfaction and organisational commitment for public sector performance, a study of how adult state hope, meaning in life and work locus of control can influence the relational direction between these variables is imperative.

This research attempts to answer the following research questions:


	What is the moderating-mediating role of adult state hope in the relationship between job satisfaction and organisational commitment?

	What is the moderating-mediating role of meaning in life in the relationship between job satisfaction and organisational commitment?

	What is the moderating-mediating role of work locus of control in the relationship between job satisfaction and organisational commitment?



This research article is structured as follows. Firstly, a literature review is presented on the constructs explored in this study and their possible inter-relationships. Secondly, there is a description of the research design adopted for the study. Then, the study results, as well as a discussion of the results, are presented. Finally, the article concludes with recommendations for practice and future research.

Literature review

Relating job satisfaction and organisational commitment

Job satisfaction remains one of the most frequently researched attitudinal variables. The two most commonly used definitions of job satisfaction are presented by Locke (1976) and Spector (1997). Spector (1997, p. 1342) followed a psychological approach towards job satisfaction by defining the concept as ‘the pleasurable emotional state resulting from the appraisal of one’s job as achieving or facilitating the achievement of one’s job values’. Locke (1976, p. 2) provided a more simplistic definition by referring to job satisfaction as ‘the extent to which people like (satisfaction) or dislike (dissatisfaction) their jobs’. For this research, we define job satisfaction as the employees’ perceived evaluation of their job, underpinned by their values, needs and expectations (Buitendach & Rothmann, 2009). According to Nalem (2015), factors influencing public councillors’ job satisfaction include recognition, career advancement, sense of achievement and recognition. Other studies showed that talent management practices in general (Magolego, 2013; Mpofu, 2013) and salaries, promotional opportunities and training programmes contributed to employees’ level of job satisfaction in local municipalities (Mvelase, 2018).

In line with Meyer and Allen (1991), we define organisational commitment as a multidimensional construct consisting of affective, normative and continuance commitment (Meyer & Allen, 1991). Affective commitment occurs when an employee is affectionately attached to the organisation and identifies with its objectives. Continuance commitment refers to when an employee is ready to be part of the organisation and apply his or her skills on the job. Normative commitment exists where an employee feels that he or she has to be part of the organisation. According to Morris (2013), organisational commitment and loyalty occur when public institutions create an attractive work environment. Highly committed public sector staff are the backbone of institutions and fundamental for the success of their respective institutions (Thabo, Nkhukhu-Orlando, Wilson, & Forcheh, 2018).

The relationship between job satisfaction and organisational commitment is well established (Rakowska, Valdes-Conca & Juana-Espinosa, 2014). According to Sattar (2014), employee involvement and commitment are dependent on the level of job satisfaction. Eslami and Gharakhani (2012) found that job satisfaction indicators (i.e. promotions, personal relationships and favourable conditions) positively affect organisational commitment. Morris (2013) opined that enhanced job satisfaction for public sector employees increases the chances of retaining staff and creating a pool of talented individuals. Research by Khan and Jan (2014) showed that satisfaction improves commitment and reduces turnover amongst council employees. Baruti (2017) found that job satisfaction predicted the organisational commitment of public sector employees in Botswana.


H1: Job satisfaction is positively related to organisational commitment.



Job satisfaction and organisational commitment: Moderation and mediating variables

Job satisfaction, adult state hope and organisational commitment

According to Mukherjee and Sharma (2020), a great deal of vagueness still exists around the definition of hope in the workplace context. Snyder and colleagues coined two types of hope: adult dispositional hope (Snyder, Irving, & Anderson, 1991) and adult state hope (Snyder et al., 1996). Snyder et al. (1991, p. 128) defined adult hope as ‘a positive motivational state that is based on an interactively derived sense of success agency (i.e. goal-directed energy) and pathways (planning to meet goals)’. Individuals with high dispositional hope approach job-related barriers as challenges they can overcome by navigating alternative pathways to achieve their goals (Snyder, 2000). Similarly, Luthans, Avolio, Avey and Norman (2007) defined hope as individuals’ perceived capability to motivate themselves successfully through avenues to research their desired goals. Hope can be a positive motivational resource (Mishra, Putnaik, & Mishra, 2016) and a process through which an individual overcomes obstacles in pursuing a specific purpose (Cetin & Basim, 2011). Snyder et al. (1996) defined adult state hope as a goal-directed individual strength that can be applied in any given moment or situation. Hope is, therefore, a multifaceted attribute that often occurs during adverse circumstances (Bruininks, 2012).

The available literature showed that hope is mainly used as a moderator or mediator in the context of children, students, young adults and the broader community (see Dwivedi & Rastogi, 2017; Gungor, 2016; Khan et al., 2020). Other studies focused on the mediating and moderating effects of hope as a psychological capital construct between workplace antecedents and individual outcomes (Choi & Kang, 2015). Brouze (2013) found that psychological capital (including hope) moderated the relationship between workload and cynicism and mediated the relationships between job autonomy, supervision support, career advancement and the job attachment construct of work engagement.

The vast majority of research studies seem to approach the job satisfaction–hope relationship from the direction that hope contributes to job satisfaction as a psychological disposition. Luthans et al. (2008) found that positive psychological capital (consisting of hope, resilience, optimism and efficacy) is positively related to employee’s performance, satisfaction and commitment. Likewise, the relationship between psychological hope and organisational commitment is well established. Hope has shown to be positively related to normative (Ozag, 2006), affective (Bressler, 2010) and continuance commitment (Pillay, Buitendach, & Kanengoni, 2014).

Yet, a true perspective on the moderating and mediating capacity of adult state hope between work-related factors and individual and organisational outcomes is lacking. In line with the definitions of Snyder et al. (1991, 1996), the researchers in this study approach adult hope as a focused work-related trait that can either act as a resilience factor (i.e. moderator) or a catalyst (mediator) in the relationship between job satisfaction and organisational commitment, depending on the nature of satisfaction that the individual experiences with job-related matters in the workplace. We argue that hope can have a buffering effect between job satisfaction and organisational commitment. Individuals who are motivated (i.e. agency) and able to navigate their job goals effectively (i.e. pathways) can overcome job barriers and still display a sense of attachment to their organisation. Furthermore, individuals who experience high levels of job satisfaction will be more motivated to create avenues to achieve their work and career goals and be more committed to their organisation. In the latter context, we argue that hope mediates the relationship between job satisfaction and organisational commitment. Thus, the following hypotheses are proposed:


H2a: Job satisfaction is positively related to adult state hope.

H2b: Adult state hope is positively related to organisational commitment.

H2c: Adult state hope moderates the relationship between job satisfaction and organisational commitment.

H2d: Adult state hope mediates the relationship between job satisfaction and organisational commitment.



Job satisfaction, meaning in life and organisational commitment

The concept of meaning in life is still a work in progress. According to Martela and Steger (2016, p. 531), three aspects need to be considered in refining the concept of meaning in life: coherence (i.e. ‘a sense of comprehensibility and one’s life making sense’), purpose (i.e. ‘a sense of core goals, aims and direction in life’) and significance (i.e. ‘a sense of life’s inherent value and having a life worth living’). Researchers highlight the importance of integrating the concept of ‘meaning’ with both the personal and work domains. Geldenhuys, Laba and Venter (2014) viewed meaning as a concept linked to a person’s existence and include the workplace as an essential part of an individual’s life. Similarly, Ivtzan, Sorensen and Halonen (2013) believed that meaningfulness should consist of aspects relating to the individual’s work and general lives instead of only focusing on workplace well-being.

The questions of interest in this study are whether meaning in life can act as a moderator or mediator in the relationship between job satisfaction and organisational commitment. The relationship between meaningfulness and job satisfaction appears to be reciprocal, depending on the nature and context of meaningfulness. Research that viewed meaningfulness from a work-related approach found that the meaning of work predicted employees’ job satisfaction (see Zheng, Wu, & Graham, 2019). Rothausen and Henderson (2018) coined meaningful job satisfaction to broaden the scope of job satisfaction to contextualise meaning in different areas of an employee’s life, such as the society, work and the individual itself. According to Nair and Manikandan (2013), employees who can embrace a meaningful life are more likely to be organisationally committed. Maharaj and Schlechter (2007) showed that both meaning in life and meaningful work were significantly positively related to organisational commitment.

The majority of research studies to date have focused on the moderating-mediating role of meaning in the workplace context. Consequently, limited research is available on meaning in life as an enabling or buffering construct in the workplace domain. Fletcher and Schofield (2019) found some support that meaning in life mediated the relationship between work meaningfulness and job-work engagement. The mediation effect was dependent on micro-level aspects (i.e. sustaining motivation), meso-level factors (i.e. line manager roles) and macro-level determinants (i.e. sociopolitical environment). Jada, Jena and Pattnaik (2015) found support for meaning in life as a mediator between hope and organisational commitment amongst IT specialists.

The intervening roles of meaning in life have proven useful in abnormal psychology contexts. Schnell and Krampe (2020) found that meaning in life as a psychological resource moderated the effect of acute COVID-19-related stress on general mental health. In the same study, the crisis of meaning mediated the relationship between COVID-19 stress, anxiety and depression. Yang et al. (2019) found moderating and mediating effects for meaning in life and searching for meaning in the relationship between mindfulness and depressive symptoms. From the above findings, one can deduce that the nature and strength of an individual’s meaning in life can have a buffering or spill-over effect between challenging situations and individual outcomes. Thus, the following hypotheses are proposed:


H3a: Job satisfaction is positively related to meaning in life.

H3b: Meaning in life is positively related to organisational commitment.

H3c: Meaning in life moderates the relationships between job satisfaction and organisational commitment.

H3d: Meaning in life mediates the relationship between job satisfaction and organisational commitment.



Job satisfaction, work locus of control and organisational commitment

Locus of control emerged during the 1960s and includes internal and external facets of a person (Cobb-Clark, 2014). Internal locus of control refers to an individual’s perceived control over outcomes in their life. In contrast, individuals with an external locus of control rely on the chance of convincing others to achieve goals (Reknes, Viscockaite, Liefooghe, Lovakov, & Einarsen, 2019). Work locus of control (WLOC) refers to how employees believe they can control their work environment (Shannak & Al-Taher, 2012). According to Fitzgerald and Clark (2013), employees with an external WLOC are characterised as taking less responsibility for clients, are less likely to make successful employment decisions and are less confident about their knowledge and skills than those with a high internal WLOC. Accordingly, locus of control is a diagnostic variable that shows an individual’s perception of the environment and position, role, rate and influence of a person in the success and failures of life events (Pourhoseinzadeh et al., 2017).

The majority of research studies to date have approached the job satisfaction–locus of control relationship from the perspective that locus of control significantly influences the perceived level of job satisfaction amongst individuals (Gangai, Mahakud, & Sharma, 2016). In the present study, work locus of control is regarded as a personality trait (Reknes et al., 2019) that can play an intervening role between employees’ job satisfaction and work-related outcome variables, such as organisational commitment. Locus of control has consistently been related to employees’ organisational commitment (Rank & Puapradit, 2017). According to Erwin (2011), a person with a strong internal locus of control will subsequently have a high level of commitment. Chhabra (2013) showed that the locus of control moderated the relationship between job satisfaction and organisational commitment. The effect was more substantial for individuals with an internal locus of control than those with a higher external locus of control. Other studies have shown that a lack of involvement and control over one’s environment can mediate the relationship between job satisfaction and organisational commitment (Mendoza, 2019). Thus, we propose the following hypotheses:


H4a: Job satisfaction is positively related to work locus of control.

H4b: Work locus of control is positively related to organisational commitment.

H4c: Work locus of control moderates the relationship between job satisfaction and organisational commitment.

H4d: Work locus of control mediates the relationship between job satisfaction and organisational commitment.



Research design

The researchers applied a quantitative research approach by distributing surveys to collect the data. A cross-sectional research was used to determine the inter-relationships between the variables, that is, job satisfaction, adult state hope, meaning in life, work locus of control and organisational commitment, over a shorter period (Field, 2019). This research falls within the positivist research paradigm, which ‘emphasise[s] that genuine, real and factual happenings could be studied and observed scientifically and empirically’ (Aliyu, Bello, Kasim, & Martin, 2014, p. 83). The positivist paradigm therefore supports the quantitative nature of the study.

Respondents

Employees of a selected Botswana local government institution were considered as the target population for this study. The main researcher distributed 650 questionnaires of which 405 completed questionnaires were returned, providing a response rate of 62.30%. The respondents were primarily women (55.30%), married (51.34%) and Setswana-speaking people (99.80%). Most of the participants were aged between 40 and 49 years (66.40%), have a Certificate and Diploma as their highest level of educational qualification (48.63%) and were employed on operational level (39.76%). The participants mainly had work experience of between 14 and 29 years (39.76%). About 71.60% of the respondents did not have an opportunity to be promoted over the last 5 years. The vast majority of the respondents (90.6%) worked between 31 and 40 h per week.

Measuring instruments

The following measuring instruments are used in this study:


	Minnesota job satisfaction questionnaire (MSQ): An adapted and shortened version of the Minnesota job satisfaction questionnaire (Buitendach & Rothmann, 2009) measured the respondents’ job satisfaction. The MSQ covers 13 aspects relating to the respondents’ work (example includes ‘I am satisfied that I am fairly compensated for the amount of work that I do’). The response scale ranged from strongly disagree (1) to strongly agree (6). All items are added to obtain a total score. Buitendach and Rothmann (2009) obtained an internal consistency of α = 0.86 for the adapted version. According to the guidelines of the original developers of the MSQ (see Weiss, Dawis, England, & Lofquist, 1967), a percentile score of 75% and higher indicates a high degree of job satisfaction. In contrast, a percentile score of 25% and lower will indicate a low level of satisfaction (see Weiss et al., 1967). Scores in the middle range, that is, percentile % ≥ 25% ≤ 75%, indicate an average level of job satisfaction. In this study, factor analyses revealed one underlying factor for job satisfaction (measure of sample adequacy [MSA] = 0.946, total variance explained = 75.05%, mean = 2.77, range between median and 75th percentile) with a reliability of α = 0.96. In line with Weiss et al. (1967) guidelines, the respondents displayed average levels of job satisfaction.

	Organisational commitment questionnaire: 
Meyer and Allen’s (1991) organisational commitment questionnaire is used to measure organisational commitment. The questionnaire consists of 15 items and measures three factors: affective (i.e. ‘I really care about the fate of this organisation’), normative (i.e. ‘I really care about the fate of this organisation’) and continuous commitment (i.e. ‘It would take a lot of change in my present circumstances to cause me to leave this organisation’ (Meyer & Allen, 1991). Data were collected on a six-point Likert scale ranging from strongly disagree (1) to strongly agree (6). Lesenyeho (2017) obtained an internal consistency of α = 0.86. High scores represent a high level of organisational commitment (Meyer & Allen, 1991). In the present study, factor analyses revealed two underlying factors for organisational commitment (MSA = 0.94, total variance explained = 75.05%) with a reliability of α = 0.91 for affective commitment (mean = 3.21; range between median and 75th percentile) and α = 0.94 for normative commitment (mean = 2.74; range between median and 75th percentile). In line with Meyer and Allen’s (1991) recommendations, employees displayed average affective commitment levels and average levels of normative commitment. A second-order factor analysis was carried out to create the variable ‘organisational commitment’ (variance explained = 85.33%) for moderating-mediating analyses.

	Adult state hope scale: An adapted version of the adult state hope scale of Snyder et al. (1996) was used to assess the respondents’ level of hope in the work context. This scale consists of six items and measures two dimensions: agency (i.e. goal-directed energy – ‘I am hopeful that I can meet the goals that I have set for myself’) and pathways (i.e. planning to accomplish goals – ‘I am hopeful that I can find ways to deal with problems’ (Snyder et al., 1996). Responses are collected on an adjusted six-point Likert scale ranging from strongly disagree (1) to strongly agree (6). The hope levels of respondents are determined by adding the scores of individual responses. No norms exist for this scale as scores fluctuate based on circumstances (see Snyder et al., 1996). Snyder et al. (1991) found acceptable internal consistencies ranging from α = 0.79 to 0.95. The factor analyses resulted in one factor for the adult hope scale (MSA = 0.91, total variance explained = 91.92%, mean = 3.41, range between median and 75th percentile) with a reliability of α = 0.98. In line with Snyder et al.’s (1996) work, respondents in the current study displayed a moderate adult state hope level.

	Meaning in life questionnaire: The 10-item meaning in life questionnaire (MLQ) of Steger et al. (2006) assessed the presence of meaning in the respondents’ life and the search for meaning respondents (i.e. ‘I have discovered a satisfying life purpose’). Responses are collected on an adjusted six-point Likert scale ranging from strongly disagree (1) to strongly agree (6). Steger et al. (2006) found acceptable consistencies for this questionnaire, ranging from α = 0.82 to 0.87. The MLQ does not have cut scores but rather measures meaning in life across the entire spectrum of human functioning (see Steger et al., 2006). The factor analyses in the present study resulted in one factor for the MLQ (MSA = 0.92, total variance explained = 80.52%, mean = 3.530, range between median and 75th percentile) with a reliability of α = 0.97. Based on Steger et al. (2006), the respondents experienced average levels of meaning in life.

	Work locus of control scale: The work locus of control scale (WLCS) (Spector, 1988) is used to measure the internal (i.e. ‘if you know what you want out of a job, you can find a job that gives it to you’) and external locus of control (i.e. ‘to make a lot of money you have to know the right people’) of the respondents. This questionnaire consists of 16 items and measures responses on a six-point Likert scale ranging from strongly disagree (1) to strongly agree (6). Spector (1988) obtained internal consistencies ranging from 0.75 to 0.85 for the instrument. High scores present a high level of work locus of control. In the present study, factor analyses revealed two underlying factors for work locus of control (MSA = 0.94, total variance explained = 61.98%) with a reliability of α = 0.89 (mean = 3.61, range between median and 75th percentile) for internal locus of control and α = 0.91 for external locus of control (mean = 2.98, range between median and 75th percentile). A second-order factor analysis was performed to develop a one-factor solution for the WLCS (variance explained = 65.30%).



Research procedure

Permission to conduct the study was obtained from the relevant local government authority. The main researcher had several meetings with local government management to explain the purpose and process of the research. The hardcopies of the questionnaires were distributed to the respondents through supervisors and heads of departments of the local government institution. The researchers obtained ethical approval from North-West University before its commencement. Participation in the study was voluntary and confidentiality was maintained at all times.

Statistical analysis

Statistical analyses were carried out using Statistical Package for Social Sciences (SPSS) (SPSS Inc., 2021). The data analysis techniques included descriptive statistics, exploratory factor analysis, reliability analysis and multiple regression analysis. Cohen’s (1988) guideline of α ≥ 0.70 was used to determine the reliabilities of underlying factors of the measuring instruments. The results of the Pearson correlation analyses were interpreted using the guidelines of Cohen (2008): r ≤ 0.29, p ≤ 0.05 (statistically significant relationship), 0.30 ≤ r ≤ 0.49, p ≤ 0.05 (practically significant, medium effect) and r ≥ 0.50, p ≤ 0.05 (practically significant, large effect).

Multiple regression analysis were used to determine the mediating and moderating effects of adult state hope, meaningfulness and work locus of control between job satisfaction and organisational commitment. The four steps of Baron and Kenny (1986) were followed to determine the moderating effect of the variables (i.e. adult state hope, or meaningfulness and work locus of control) on job satisfaction and organisational commitment. Both the predictor and moderator variables were centred to reduce multicollinearity (Cohen, 2008). Based on the recommendations of Baron and Kenny (1986), follow-up mediation analyses were applied where moderation analyses yielded a non-significant result. The moderation analyses consist of four steps: (1) testing the predictive relationship between the predictor and dependent variable, (2) testing the predictive relationship between the moderator and dependent variable, (3) testing the predictive relationship between the predictor, moderator and dependent variables and lastly (4) adding the interaction variable (predictor × moderator variable) with the predictor, moderator and dependent variables (see Baron & Kenny, 1986). Baron and Kenny (1986) further advised that moderation occurs when the interaction variable is significant. For mediation analyses, steps 1–3 of the moderation analyses are repeated. For complete mediation to occur, the relationships between the variables for the first three steps must be significant and the independent variable should no longer affect the depending variable after mediation (Baron & Kenny, 1986). Partial mediation occurs when the independent variable’s influence on the dependent variable is reduced after the mediator is controlled.

Ethical considerations

Ethical approval to conduct the study was obtained from North-West University (reference number: NWU-00665-19-A4).

Results

Testing of hypotheses

The researchers applied Pearson’s correlation analysis and multiple regression analysis to test the hypotheses for this study. The results of the correlation analyses are reported in Table 1. The results showed significant relationships with large effects between job satisfaction, organisational commitment, adult state hope and meaning in life. Significant relationships with medium effects were obtained between job satisfaction and work locus of control and adult state hope and work locus control.
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The results of the moderation analyses are reported next.

Moderation analyses

Multiple regression analyses were carried out to determine the moderating effect of adult state hope, meaning in life and work locus of control on job satisfaction and organisational commitment.

Moderation analysis: Job satisfaction, adult state hope and organisational commitment

The first step in the moderation analysis reveals a significant positive relationship between job satisfaction and organisational commitment (β = 0.795; p = 0.000), indicating that average job satisfaction is associated with average organisational commitment. Job satisfaction explained 54.6% of the variance in organisational commitment (R2 = 0.55; p < 0.00). The second step reveals a significant positive relationship between adult state hope and organisational commitment (β = 0.78; p = 0.00), an indication that employees with average levels of adult state hope could experience moderate levels of organisational commitment. Adult state hope explained 52.4% of the variance in organisational commitment (R2 = 0.52; p < 0.00). The third step in moderation with job satisfaction and adult state hope together resulted in a significant positive relationship with organisational commitment (β = 0.52; β = 0.48, p = 0.00). Job satisfaction and adult state hope together explained 65% of the variance in organisational commitment (R2 = 0.65; p = 0.000). The final step with the intervening variable (job satisfaction × adult state hope) showed a non-significant result with organisational commitment (β = –0.03; p = 0.56) and no change in the total variance explained (R2 = 0.65; p = 0.000). The results, therefore, showed that adult state hope does not moderate the relationship between job satisfaction and organisational commitment. The results are presented in Figure 1.
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In the light of the above results, the researchers applied mediation analyses to determine whether a mediation effect could exist between job satisfaction, adult state hope and organisational commitment. For mediation analyses, values were not centred and steps 1–3 of the moderation analyses were repeated. Only the results of step 4 are reported in the ensuing section.

Mediation analysis: Job satisfaction, adult state hope and organisational commitment

The final step in the mediation showed that job satisfaction and adult state hope (and its covariates) together explained 65% of the variance in organisational commitment (R2 = 0.65; p = 0.00). The perceived effect on organisational commitment in step 4 (β = 0.42; p = 0.00) was smaller than in step 3 (β = 0.72; p = 0.00). The effect, however, remained significant, indicating that adult state hope partially mediated the relationship between job satisfaction and organisational commitment. The results are reported in Figure 2.
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Moderation analysis: Job satisfaction, meaning in life and organisational commitment

The final step (4) with the adding of the interaction variable (job satisfaction × meaning in life) yielded a non-significant result (β = –0.071; p = 0.107), with a slight increase in the total variance explained (R2 = 0.67; p = 0.000; = 67.20%). Meaning in life, therefore, does not moderate the relationship between job satisfaction and organisational commitment. The results are reported in Figure 3.
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Mediation analysis: Job satisfaction, meaning in life and organisational commitment

The final step (4) in the mediation showed that job satisfaction and meaning in life (and its covariates) together explained 67% of the variance in organisational commitment (R2 = 0.67; p = 0.00). The perceived effect on organisational commitment in step 4 (β = 0.44; p = 0.00) was smaller than in step 3 (β = 0.72; p = 0.00). The effect, however, remained significant, indicating that meaning in life partially mediated the relationship between job satisfaction and organisational commitment. The results are displayed in Figure 4.
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Moderation analysis: Job satisfaction, work locus of control and organisational commitment

The first step reveals a significant positive relationship between job satisfaction and organisational commitment (β = 0.80; p = 0.00), an indication that lower job satisfaction is associated with lower organisational commitment. The second step reveals a significant positive relationship between work locus of control and organisational commitment (β = 0.47; p = 0.00), an indication that employees with lower levels of work locus of control will experience lower levels of organisational commitment. Work locus of control explains 22% of the variance in organisational commitment (R2 = 0.22; p < 0.00). The third step in the moderation analyses shows that job satisfaction and work locus of control (and its covariates) together are significant predictors of organisational commitment (β = 0.72; β = 0.26, p = 0.00) and explained 61% of the variance in organisational commitment (R2 = 0.61; p = 0.000). The final step with the adding of the interaction variable (job satisfaction × work locus of control) yielded a non-significant result (β = –0.013; p = 0.76), an indication that work locus of control does not moderate the relationship between job satisfaction and organisational commitment. The total variance explained remained the same (61%; R2 = 0.61; p = 0.00). The results are reported in Figure 5.
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Mediation analysis: Job satisfaction, work locus of control and organisational commitment

The final step (4) in the mediation analysis showed that job satisfaction and work locus of control (and its covariates) together explained 61.4% of the variance in organisational commitment (R2
 = 0.61; p = 0.00). The perceived effect on organisational commitment in step 4 (β = 0.24; p = 0.00) was smaller than in step 3 (β = 0.47; p = 0.00); the effect however remained positive, indicating that work locus of control partially mediated the relationship between job satisfaction and organisational commitment. The results are presented in Figure 6.
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Table 2 provides an overview of the hypotheses that were supported and rejected in this study.
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Discussion

The main objective of this study was to explore how individual traits and psychological strengths (i.e. adult state hope, meaning in life and work locus of control) moderate and mediate the relationship between job satisfaction and organisational commitment. Job satisfaction and organisational commitment have been identified as essential contributors to an emerging country’s service performance, such as Botswana (see Berberoglu, 2018; Mkubwa, 2010). Moreover, the current COVID-19 pandemic challenges workplaces to rely on positive individual traits, strengths and psychological depositions to sustain an emotionally healthy workforce during an unprecedented crisis.

The results of the study showed average levels of job satisfaction and organisational commitment. From the results, it is plausible that average job satisfaction levels could have contributed to the average organisational commitment levels in this study. However, this finding is open to speculation. More longitudinal studies are required to confirm whether the significant positive relationship between job satisfaction and organisational commitment in this study results from cause and effect. However, the results confirmed previous findings that job satisfaction could significantly influence public sector officials’ job satisfaction (see Baruti, 2017; Khan & Jan, 2014). The results are further explored per research questions formulated for this study.

Job satisfaction, adult state hope and organisational commitment

The results of the initial multiple regression analyses showed no support for a possible moderating effect of adult state hope in the relationship between job satisfaction and organisational commitment. As an individual trait, hope did not act as a resilience factor to prevent the influence of average levels of job satisfaction on organisational commitment of employees. A follow-up multiple regression analysis partially confirmed a mediation effect between job satisfaction and organisational commitment. In this context, average levels of job satisfaction could partly have contributed to adult hope, which in turn partially influenced organisational commitment (the latter two variables displayed average levels in this study).

The question arises whether hope as a psychological construct is more effective in influencing the direction of the relationship between work-related attitudes (i.e. job satisfaction) and both individual and outcome variables (Luthans et al., 2008) compared with hope operationalised as a trait (Snyder et al., 1996). The absence of research on adult state hope compared with psychological hope and workplace-specific research on hope in general leaves a vacuum that further research studies could explore. The results of this study showed that job satisfaction could contribute positively to adult hope state. An argument is that the type of hope plays an essential role in the job satisfaction–hope relationship. The majority of research studies to date support that hope as a psychological construct contributes to job satisfaction (Brouze, 2013; Luthans et al., 2008). In the present study, job satisfaction was better positioned to influence the respondents’ goal-directed behaviour (see Snyder et al., 1996). The results of the study showed that adult state hope had a significant positive relationship with organisational commitment. The researchers can conclude that hope as a psychological construct and trait can significantly influence organisational commitment in a positive capacity (see Bressler, 2010; Pillay et al., 2014).

Job satisfaction, meaning in life and organisational commitment

As with adult state hope, initial multiple regression analyses rejected the moderating capacity of meaning of life but instead supported a partial mediation effect in the relationship between job satisfaction and organisational commitment. The results partially confirmed the findings of Fletcher and Schofield (2019) that life’s meaningfulness can mediate the relationship between micro-level organisational factors and organisational attachment. The limited work context-related research on the intervening role of meaning in life leaves a gap that can be further explored. Available research showed the potential of meaning in life in preventing adverse health outcomes during a crisis, such as COVID-19 (see Schnell & Krampe, 2020). The results of this research further show that job satisfaction can influence the meaning in life of employees. In support of Rothausen and Henderson (2018), the scope of job satisfaction can be broadened to include a more holistic perspective on the influence of work-related factors on the different spheres of an individual’s life. In line with previous research (see Maharaj & Schlechter, 2007), the results also showed that meaning in life could contribute to organisational commitment.

Job satisfaction, work locus of control and organisational commitment

The initial multiple regression analyses supported a partial mediation relationship between job satisfaction, work locus of control and organisational commitment. In partial support of Mendoza (2019), a lack of involvement or control over one’s environment can mediate the relationship between job satisfaction and organisational commitment. The potential moderating relationship between job satisfaction, work locus of control and organisational commitment was rejected, contradicting the results of Chhabra (2013). Job satisfaction in the present study was positively related to work locus of control. Reknes et al. (2019) and Pourhoseinzadeh et al. (2017) mentioned that employee experiences of work environments could influence their control over their fate, success and failures in life. The results further supported the positive relationship between work locus of control and organisational commitment (see Rank & Puapradit, 2017).

Practical implications

This research makes important theoretical, methodological and practical contributions. From a theoretical perspective, at least three important contributions are made. Firstly, the research expands on the limited empirical knowledge about the inter-relationships between job satisfaction, adult state hope, meaning in life, work locus of control and organisational commitment. Secondly, in contrast with most research to date, this research found that job satisfaction can influence hope, meaning in life and locus of control. These results close a gap in research knowledge around the direction of job satisfaction in its relationship with other essential individual variables. Thirdly, this research is the first to explore adult state hope, meaning in life and work locus of control in the Botswana context. The research results confirmed the utility of the latter three constructs in the Botswana local government institutions and the potential role that they can play to facilitate job satisfaction and organisational commitment.

From a methodological point of view, the reliability of the measuring instruments was confirmed in the Botswana local government context. The measuring instruments can be used to determine the current level of attitudinal variables (i.e. job satisfaction), personal traits, strengths and personality variables (i.e. adult state hope, meaning in life and work locus of control) and its influence on critical institutional outcomes (i.e. organisational commitment).

The research also emphasise some practical implications that the local government institution should address. This research showed that employee perceptions and attitudes towards their job (i.e. job satisfaction) significantly influenced their organisational commitment. Although the research did not investigate service performance, the importance of job satisfaction and organisational commitment within local government institutions is highlighted elsewhere in this article. Management should, therefore, detect the job-related aspects that contribute to employees’ job dissatisfaction as it tends to influence both vital personal level (i.e. meaning in life) and organisational level aspects (i.e. organisational commitment). Managers should also consider employees’ unique personal traits and strengths during crises, such as the current COVID-19 situation. Strengthening the adult state hope levels, meaning in life and work locus of control can be a potential catalyst in the relationship between job satisfaction and organisational commitment, as evidenced in this study’s partial mediation results.

Limitations and recommendations

This research had some limitations. The lack of literature on adult state hope, meaning in life, locus of control and its relationships between job satisfaction and organisational commitment challenged the interpretation of the results. The research further focused on a selected government institution in Botswana. Therefore, the results cannot be generalised to other government institutions. A cross-sectional research design was adopted, with data collected at a given time. The researchers were limited in determining cause-and-effect relationships between the variables measured in this study. For future studies, the researchers recommend a mixed-method approach to explore the deeper underlying dynamics for the quantitative results. Future research can benefit from determining how attitudinal variables, individual strengths and traits and psychological factors contribute to service quality and performance in the local government context. Finally, the research can also be expanded to other continental and global context to allow for cross-cultural comparisons between local government institutions.

Conclusion

This research explored how positive individual factors in the workplace context influenced the relationship between work-related attitudes and key institutional outcomes for a local government institution. Our results close the gap in existing empirical knowledge of how adult state hope, meaning in life and locus of control can play a partial role in facilitating the relationship between job satisfaction and institutional outcomes. The outcomes of this research provide promising opportunities for the development of healthy employer–employee relationships in the local government institution by considering the unique contributions of individual traits ad strengths. Therefore, local government managers are encouraged to consider the findings and take corrective actions to ensure a satisfied and emotionally healthy workforce.
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TABLE 2: Status of hypotheses.

Hypothesis Hypotheses statements Status

H1 Job satisfaction is positively related to organisational commitment. Accepted

H2a Job satisfaction is positively related to adult state hope. Accepted

H2b Adult state hope is positively related to organisational commitment. Accepted

H2c Adult state hope mediates the relationship between job satisfaction and organisational commitment. Rejected

H2d Adult state hope mediates the relationship between job satisfaction and organisational commitment. Partially accepted
H3a Job satisfaction is positively related to meaning in life. Accepted

H3b Meaning in life is positively related to organisational commitment. Accepted

H3c Meaning in life moderates the relationship between job satisfaction and organisational commitment Rejected

H3d Meaning in life mediates the relationship between job satisfaction and organisational commitment Partially accepted
Haa Job satisfaction is positively related to work locus of control. Accepted

Hab Work locus of control is positively related to organisational commitment. Accepted

Hac Work locus of control moderates the relationship between job satisfaction and organisational commitment Rejected

Had

Work locus of control mediates the relationship between job satisfaction and organisational commitment.

Partially accepted
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TABLE 1: Results of Pearson’s correlation analyses.

Variables Mean Job satisfaction  Organisational commitment Adult state hope Meaning in life Work locus of control (WLOC)
Job satisfaction 2.774 il = = = =
Organisational commitment 2973 0.739* 1 - = =

0.000 - - = =
Adult state hope 3.405 0.640* 0.724* i = =

0.000 0.000 = = =
Meaning in life 3.530 0.568* 0.718* 0.841* - -

0.000 0.000 0.000 - -
Work locus of control (WLOC) 3.295 0.327* 0.470* 0.444* 0.504* i

0.000 0.000 0.000 0.000 =
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FIGURE 2: Mediation analysis between job satisfaction, adult state hope and
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FIGURE 1: Moderation analysis between job satisfaction, adult state hope and
organisational commitment.
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FIGURE 6: Mediation analysis between job satisfaction, work locus of control
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FIGURE 4: Mediation analysis between job satisfaction, meaning in life and
organisational commitment.
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FIGURE 3: Moderation analysis between job satisfaction, meaning in life and
organisational commitment.





