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MANAGEMENT | RESEARCH ARTICLE

Individual and psychological factors influencing 
hotel employee’s work engagement: The 
contingent role of self-efficacy
Hussam Al Halbusi1, Khalid Al-Sulaiti2, Salem AlAbri3* and Ibrahim Al-Sulaiti4

Abstract:  This study intended to examine the relationships between empowerment 
leadership, psychological empowerment, and affective commitment on work 
engagement. Importantly, this study aimed to examine the moderating role of self- 
efficacy on the relationship between psychological empowerment and affective 
commitment on work engagement. The data were collected in a two-waves week 
time lag, data was gained from 375 full-time front-line employees working in five- 
star hotels in Erbil. The structural equation modelling (SEM) using partial least 
squares (PLS) was used to analyze the research model. Thus, our results indicated 
that empowerment leadership is positively related to psychological empowerment, 
and affective commitment as well as psychological empowerment, and affective 
commitment were found to be significantly related to work engagement. Self- 
efficacy was a vital moderator in the relation of psychological empowerment, and 
affective commitment toward work engagement such as the relationship is stronger 
when self-efficacy is high than low. This study provides theoretical and managerial 
implications such as having to empower leadership in the workplace because it 
provides a sustainable competitive advantage to organizations as well as limitations 
and future research directions. This study, like every study, has limitations. To begin 
with, the responses were confined to front-line employees working in five-star 
hotels, thus the findings cannot be applied to employees working in other types of 
hotels in the hotel industry. The managerial implication is this study has shown the 
importance of having empowering leadership in the workplace because it provides 
a sustainable competitive advantage to organizations. In suggestions to initiate 
empowerment leadership, hotels should hire and train leaders who are willing to 
empower their subordinates how to empower their subordinates.
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1. Introduction
Since the current global economic downturn and post-recession recovery, there has been an 
increase in global competition, which has an impact on many businesses and industries around 
the world. Tourism and hospitality are particularly mentioned for major and ongoing consequences 
(Ghaderi et al., 2021; Veile et al., 2022). Businesses in the hotel sector have noticed major changes 
in customer demand, consumer buying habits, and income (Sipe, 2021). Higher service standards 
and a greater need for quality service from a wider range of clients are also listed as new 
challenges. In light of these problems, the relevance of the links between customer service, 
employee work habits, and corporate outcomes has expanded (Martínez-Martínez et al., 2019; 
Teng et al., 2020). Therefore, in the dynamic and fast-paced environment of hotels, employee 
engagement stands as a fundamental pillar for sustainable success and exceptional guest experi-
ences. When hotel employees are genuinely engaged in their work, it becomes evident in the 
passion and dedication they display while serving guests. Engaged employees go beyond their job 
descriptions, actively seeking opportunities to elevate the level of service they provide. Their 
emotional connection to the organization fosters a sense of ownership and pride in their roles, 
leading to a positive impact on team collaboration and overall work culture. Additionally, engaged 
employees are more inclined to embrace continuous improvement, constantly seeking ways to 
enhance their skills and knowledge to better serve guests. By investing in employee engagement 
initiatives, hotels can create a fulfilling work environment that not only boosts employee morale 
and loyalty but also leaves a lasting impression on the hearts of every guest who walks through 
the doors (Hassan et al., 2021a; Rabiul et al., 2022; Wang & Hall, 2023).

Therefore, in the current global business environment, studies have proven that businesses with 
engaged employees are more successful (Bakker & Bal, 2010; Putra et al., 2017). Moreover, 
employee engagement increases business revenue, lowers labour costs (Rabiul et al., 2023; Uzir 
et al., 2020), increases employee retention rates (Karatepe et al., 2013; Tsaur et al., 2019), and 
boosts job satisfaction and performance overall employees (Hassan et al., 2020; Saks, 2006). 
Employee work engagement, on the other hand, is a challenge for several businesses around 
the world (Bakker & Leiter, 2017; Tsaur & Hsieh, 2020). Therefore, academics and business experts 
have devoted focused attention to the study of work engagement in order to test and learn precise 
determinants and effects of work engagement (Alarcon & Edwards, 2011; Uzir et al., 2021).

According to various academics, empowered leadership is an important approach to raising 
employee engagement at work (e.g., Rabiul & Yean, 2021). This is because employees believe that 
their leaders are enabling them to exercise self-control, self-regulation, self-management, and 
self-leading when they engage in empowerment leadership (Dewettinck & van Ameijde, 2011). In 
addition, empowered leaders are more likely to delegate tasks and share information, promote 
accountability, permit group decision-making, coach, share information, set an exemplary exam-
ple, and show empathy for their subordinates by paying attention to them (Bester et al., 2015; Joo 
et al., 2016). Consequently, employee engagement depends on empowered leadership.

Additionally, studies have shown that organizational commitment helps organizations succeed 
better and reach their goals since linked people are more productive and committed to their work 
(Cropanzano & Mitchell, 2005). Since affective commitment involves an obligation, it is one of the 
essential components of organizational behavior. This study also focuses on emotional commitment. 
So, affective commitment is more likely than the other two commitment dimensions to be signifi-
cantly linked with attitudes and behaviors (Grant et al., 2008; Gupta et al., 2016). Also, psychological 
empowerment was considered as echoes the continuous flow of employees’ perceptions and beha-
vior about their workplace (both the local and the larger organization setting) in regard to one 
another (e.g., Rabiul et al., 2023). Psychological empowerment to a variety of organizational variables, 
where one of the most important factors is work engagement (Spreitzer, 1992)

Despite, the agreement of prior studies on the importance of these factors none of the previous 
research has incorporated them in a single model. For example, past studies found that empowered 
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leadership is related to work engagement (e.g., Alotaibi et al., 2020). Nevertheless, the current study 
brought all of the variables together in a single which may to some extent substitute for each other in 
affecting employee engagement and enhancing the theory as well as in a different developing 
context like Iraq unlike the prior studies (e.g., Al Otaibi et al., 2022). Importantly, self-efficacy was 
deemed an essential moderator in this study. Thus, this study also contributes to the knowledge by 
introducing self-efficacy s a moderator that can affect and enhance the link between psychological 
empowerment and work engagement as well as the link between effective commitment to work 
engagement. This is considered a crucial contribution because self-efficacy refers to both one’s actual 
skills and one’s perceptions of what one could accomplish with those skills (Bandura, 1986a). People’s 
belief and confidence in their ability to execute a task, as well as their willingness to modify their 
thoughts in the future, are referred to as self-efficacy (Munir et al., 2016; Hassan et al., 2021b) in order 
to remain a member of the organization Employees with a high level of self-efficacy believe they have 
sufficient talents and abilities to achieve their individual and organizational goals, and their state of 
mind at work supports this conviction (i.e., work engagement) (Bandura, 1991). Thus, employees 
having high self-efficacy (that is, a better expectation of mastery) have been more likely to retain 
working on their objectives irrespective of the situation (Bandura & Schunk, 1981).

In short, this study has examined the following aspects: (i) The relationships between empow-
erment leadership, psychological empowerment, and affective commitment on work engagement. 
(ii) this study further explores the moderating role of self-efficacy on the relationship between 
psychological empowerment and affective commitment on work engagement among front-line 
employees in the hotel’s context and has identified the three specific objectives are driven as 
followed:

(1) Examining the influence of empowerment leadership on psychological empowerment and 
affective commitment.

(2) Clarifying the effect of psychological empowerment and affective commitment on the 
employee’s work engagement

(3) Exploring the moderating role of self-efficacy on the relationship of psychological empow-
erment and affective commitment toward employee’s work engagement.

1.1. Contextualization
Regarding the subject of engagement in Iraq, not only is there less of it, but the caliber of the job may 
be deteriorating as well. This is so because disengaged workers are less focused on the quality of their 
work and are consequently lesser likely to perform at a high level (Mohammed & Khlif,). As a result, 
unmotivated and unhappy workers frequently feel trapped in their employment and unable to 
envision a clear career path. They appear inactive and as if they aren’t picking up new abilities. All 
of that is a result of the industries’ lack of leadership empowerment and psychological empower-
ment, both of which are unquestionably essential for work engagement (Ismael & Yesiltas, 2020). 
Additionally, the expectations for team performance could be overwhelming them. As a result, they 
could feel uneasy and put undue pressure on their workers. In short, micromanagement might 
encourage low involvement. Therefore, this unique study provides new evidence from different 
perspectives not only to help understand the scope and type of Iraqi industries (e.g., hotels) but 
also to analyze the effectiveness of leadership and their psychological empowerment a self-efficacy, 
in order to assess the weakness in the engagement scheme. In order to do so, new data, which 
focuses on the experience of empowerment leadership, psychological empowerment, affective 
commitment and self-efficacy, have been collected and analyzed focusing on the hospitality industry.

2. Literature Review

2.1. Empowerment leadership theory
Empowerment leadership theory explains that empowered leaders encouraged their followers to 
be self-leaders, participate in goal setting, and to work in teams (Dewettinck & van Ameijde, 2011). 

Al Halbusi et al., Cogent Business & Management (2023), 10: 2254914                                                                                                                              
https://doi.org/10.1080/23311975.2023.2254914                                                                                                                                                       

Page 3 of 24



Thus, they argued that this theory is applicable in situations involving self-managed teams and 
empowered leadership. One of the essences of empowerment leadership is self-leadership, which 
refers to steps taken by individuals who push themselves towards higher levels of performance 
and effectiveness (Manz, 1986).

Empowerment leadership theory draws its foundations from social cognitive theory (Bandura,  
1986b) and participative goal-setting research (Erez & Arad, 1986). The triadic reciprocity in social 
cognitive theory explains that individuals’ cognitive processes, their behavior, and environment 
influence one another (Al Halbusi et al., 2021; Pearce et al., 2003). Therefore, it implies how 
empowered leaders are able to influence their subordinates to be self-leaders (Dewettinck & van 
Ameijde, 2011). Empowered leadership is also important in participative goal setting because of 
the need for self-management skills (Pearce et al., 2003). Empowered leaders nurtured self- 
management skills among subordinates through participative goal setting especially by imple-
menting management by objectives (Pearce et al., 2003). Hence, empowerment leadership theory 
sets the causal flow from empowerment leadership to psychological empowerment. Furthermore, 
according to Alotaibi et al. (2020) both empowering leadership and psychological empowerment 
form empowerment leadership theory.

2.2. Empowering Leadership (EL) and Psychological Empowerment (PE)
Empowerment Leadership is a management strategy that entails giving employees authority, 
autonomy, and decision-making ability, allowing them for consumption responsibility for their 
jobs and contribute more effectively to the organization’s success (Bharadwaja & Tripathi, 2020). 
This leadership style is distinguished by trust, open communication, and an emphasis on growing 
team members’ abilities and potential. Leaders who believe in their employees’ skills empower 
them to make decisions, solve problems, and innovate (Spreitzer, 1995).

Empowerment leadership is critical in ensuring employee psychological empowerment. Leaders 
that practice empowerment leadership establish a work climate based on trust, respect, and open 
communication (Knezovic & Musrati, 2018; Rabiul et al., 2023). This approach encompasses 
delegating authority, granting autonomy, and encouraging employees to make decisions and 
take ownership of their roles. When employees feel trusted and supported by their leaders, they 
develop a sense of control and self-determination in their work, contributing to the dimension of 
psychological empowerment related to autonomy (Amundsen & Martinsen, 2015; Wen et al.,  
2023). Furthermore, empowerment leaders invest in developing the skills and capabilities of their 
team members, instilling a belief in their competence to handle challenges and achieve their goals, 
addressing the dimension of psychological empowerment associated with competence. Moreover, 
by involving employees in decision-making processes and recognizing their contributions, empow-
erment leadership enhances the meaning and impact of their work, further reinforcing the dimen-
sions of psychological empowerment (Alotaibi et al., 2020). In this way, empowerment leadership 
creates a positive and empowering work environment that nurtures employees’ self-belief, foster-
ing their psychological empowerment and ultimately leading to higher levels of motivation, job 
satisfaction, and commitment to the organization (Singh & Sarkar, 2012).

In essence, empowering leadership (EL) represents a transformative approach to leadership that 
prioritizes decentralization of authority, fostering a sense of autonomy and accountability among 
team members. By relinquishing control and enabling individuals to make decisions, EL aims to 
cultivate a dynamic and innovative work environment. However, its efficacy heavily hinges on the 
leader’s ability to strike a balance between guidance and freedom, as excessive autonomy can 
lead to chaos (Wen et al., 2023). On the other hand, Psychological Empowerment underscores the 
intrinsic motivation and belief in one’s capabilities within a professional setting. This concept 
recognizes that individuals who feel competent, have a sense of impact, can influence their work 
environment, and perceive their tasks as meaningful, are more likely to contribute positively. 
Nonetheless, Psychological Empowerment is not a one-size-fits-all solution; its effectiveness is 
contingent upon organizational support and alignment between individual aspirations and 
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collective goals (Turcotte-Légaré et al., 2023). Both empowering leadership and psychological 
empowerment present promising paradigms, yet their practical implementation necessitates 
astute calibration to maximize their benefits while mitigating potential pitfalls. Therefore, based 
on the empirical support and the foundation of EL theory where empowered leaders encourage 
their subordinates to be self-leaders, the following hypothesis has been established.

H-1: Empowering leadership (EL) is positively related to psychological empowerment (PE)

2.3. Empowering leadership and affective commitment
Meyer and Allen (1991) defined affective commitment as “an emotional attachment to identifica-
tion with and involvement in the organization as a result of positive work experiences” (p. 67) and 
added that affective commitment produces a profound emotional relationship of the followers 
with their organization. Because empowering leaders fosters enthusiasm and competence 
amongst individuals, as well as increases their engagement in working practices, followers may 
feel more confident and have favorable experiences and emotions about their work (Meyer & Allen,  
1997). Thus, empowering leadership has a strong and positive relationship with affective commit-
ment among employees, as evidenced by recent research. Thus, empowering leadership repre-
sents a progressive leadership style that promotes autonomy, participation, and shared decision- 
making among team members. This approach is believed to foster a sense of ownership and 
engagement, leading to positive outcomes such as increased job satisfaction and performance. 
However, while EL can enhance employees’ affective commitment by nurturing a sense of belong-
ing and fulfillment, its impact can vary based on factors like organizational culture, employee 
readiness, and leader competence. Leaders must be attuned to the individual needs and prefer-
ences of their team members to effectively cultivate strong affective commitment through 
Empowering Leadership (Zhang et al., 2023).

Empowering leaders creates a work environment that fosters trust, open communication, and 
employee involvement in decision-making (Carmeli, 2003). This approach cultivates a sense of 
ownership and dedication to the organization, leading to higher levels of affective commitment 
(Chaudhry et al., 2021). Employees who experience empowerment are more likely to feel emo-
tionally attached to the organization, exhibit higher loyalty, and have a desire to contribute to its 
success (Ma et al., 2020). Affective commitment, in turn, reinforces the relationship with empow-
ering leadership, as committed employees are more likely to respond positively to leadership 
efforts, trust their leaders, and feel valued for their contributions (Al-Riyami & Dollard, 2020). 
Overall, recent studies confirm that empowering leadership plays a vital role in fostering affective 
commitment among employees, resulting in a more engaged and committed workforce. Hence, 
based on the above argument we developed the hypothesis.

H-2: Empowering Leadership (EL) is positively related to affective commitment.

2.4. Psychological empowerment and work engagement
Based on Spreitzer (1995), psychological empowerment refers to an individual’s sense of control, 
competence, and autonomy in their work environment. It is a subjective perception of empower-
ment that encompasses four key dimensions: meaning, competence, self-determination, and 
impact. People who experience psychological empowerment at work feel a sense of purpose in 
their tasks, believe in their ability to accomplish their work successfully, have a degree of auton-
omy in decision-making, and perceive that their efforts can make a difference and have an impact.

Typically, psychological empowerment and work engagement share a significant and positive 
relationship, as supported by recent research findings. Psychological empowerment refers to an 
individual’s belief in their own competence, autonomy, and impact in the workplace (Li et al.,  
2021). When employees feel empowered, they are more likely to experience higher levels of work 
engagement. Work engagement is characterized by enthusiasm, dedication, and absorption in 
one’s job (Schaufeli et al., 2006). Empowered employees tend to be more motivated, proactive, and 
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committed to their roles, leading to increased levels of work engagement (Breevaart et al., 2014). 
They feel a sense of ownership and responsibility for their work, and this emotional connection 
translates into higher job satisfaction and performance (Gómez et al., 2022). In turn, work 
engagement further reinforces the perception of psychological empowerment, creating and posi-
tive feedback loop that enhances both aspects. Recent studies demonstrate that psychological 
empowerment and work engagement are mutually reinforcing constructs that contribute to 
a more productive and fulfilling work environment (Al Otaibi et al., 2022; Zhang et al., 2022). 
Therefore, psychological empowerment is a key factor in driving work engagement, representing 
a vital interplay between an individual’s perception of their own capabilities, autonomy, impact, 
and the meaningfulness of their work. When employees feel empowered to make decisions and 
influence their work environment, it often leads to a heightened sense of ownership and invest-
ment in their tasks. This, in turn, fosters work engagement—a state of deep involvement, enthu-
siasm, and dedication to one’s job. Nevertheless, the relationship between psychological 
empowerment and work engagement is not unidirectional; a high level of work engagement can 
further reinforce an individual’s sense of empowerment as they experience the positive outcomes 
of their efforts. Organizations that prioritize both psychological empowerment and work engage-
ment can create a virtuous cycle that promotes employee well-being and organizational success 
(Schaufeli et al., 2006). Thus, organizations that foster psychological empowerment are more likely 
to experience higher levels of work engagement, leading to a more committed and enthusiastic 
workforce. Consequently, based on the above argument the research hypothesis is formulated.

H-3: Psychological empowerment is positively related to work engagement.

2.5. Affective commitment and work engagement
Affective commitment and work engagement are two important constructs in the field of organi-
zational psychology, and understanding their relationship is crucial for promoting employee well- 
being and organizational success. Affective commitment refers to an individual’s emotional 
attachment and identification with their organization, while work engagement represents 
a positive, fulfilling, and energized state in which employees are fully immersed in their work 
tasks. While these concepts share similarities, recent research emphasizes the need to differenti-
ate them, as they are distinct in nature.

Studies have shown that affective commitment can have a positive influence on work engagement. 
When employees feel emotionally connected to their organization, they are more likely to invest 
themselves in their roles and display higher levels of dedication and enthusiasm (Meyer et al.,). 
However, it is essential to recognize that affective commitment alone may not guarantee high levels 
of work engagement. Other factors, such as job resources, leadership support, and individual char-
acteristics, play crucial roles in shaping work engagement (Dirks, 2023; Liang & Scott, 2020). 
Organizations should adopt a multi-faceted approach to enhance both affective commitment and 
work engagement among their employees. This can be achieved by fostering a positive work environ-
ment that promotes job satisfaction, supports employee growth and development, and recognizes 
and rewards their contributions (Bakker & Albrecht, 2018). Additionally, providing opportunities for 
employees to participate in decision-making processes and ensuring a fair and inclusive workplace can 
further bolster affective commitment and work engagement (Rich et al., 2022). In particular, affective 
commitment and work engagement are intertwined constructs that reflect employees’ emotional 
connection and dedication to their work and organization. Affective commitment signifies an employ-
ee’s attachment to the organization, driven by feelings of loyalty and identification, often resulting in 
higher retention rates and reduced turnover intentions. On the other hand, work engagement repre-
sents a dynamic state of vigor, absorption, and dedication in one’s tasks, leading to enhanced job 
performance and overall well-being. While both Affective Commitment and Work Engagement con-
tribute to positive outcomes, they encompass distinct dimensions—commitment focusing on the 
emotional bond with the organization and engagement on the active involvement in tasks. 
Organizations aiming to cultivate a motivated and loyal workforce should consider nurturing both 
Affective Commitment and Work Engagement, recognizing their nuanced roles in influencing 
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employee behavior and organizational success (Jiang et al., 2020). Thus, recognizing the distinct but 
interconnected nature of affective commitment and work engagement is vital for organizations 
seeking to create a motivated and dedicated workforce. By implementing comprehensive strategies 
that address both constructs and considering the influence of various factors, organizations can 
cultivate an environment that fosters high levels of affective commitment and work engagement, 
leading to increased employee satisfaction and improved organizational performance (Dehghanpour 
et al., 2022). Thus, the following hypothesis was stated.

H-4: Affective Commitment is positively related work engagement.

2.6. Moderating role of self-efficacy
The moderating role of self-efficacy in the relationships between psychological empowerment and 
work engagement, as well as between affective commitment and work engagement, has become 
a prominent area of research in organizational psychology. Typically, psychological empowerment 
refers to the perception of having control over one’s work and the ability to make meaningful 
contributions, while work engagement signifies a positive and fulfilling state of being fully 
absorbed in one’s job tasks. Recent studies have explored how self-efficacy, the belief in one’s 
capabilities to accomplish tasks, can influence these associations (Al Halbusi & Amir Hammad 
Hamid, 2018; Lu et al., 2018). Research by Zhang et al. (2022) revealed that self-efficacy moder-
ates the relationship between psychological empowerment and work engagement. Employees 
with high self-efficacy are more likely to perceive themselves as capable of taking on challenging 
tasks resulting from their psychological empowerment, leading to increased work engagement. On 
the other hand, individuals with low self-efficacy may struggle to translate feelings of empower-
ment into active engagement, potentially hindering their enthusiasm and dedication to work tasks.

Moreover, a study by Li and Scott (2023) highlighted that self-efficacy also plays a moderating role in 
the relationship between affective commitment and work engagement. Employees with strong 
affective commitment tend to be more engaged when they have high self-efficacy, as they believe 
in their abilities to contribute meaningfully to the organization. In contrast, individuals with low self- 
efficacy may find it challenging to fully engage, despite their emotional attachment to the organiza-
tion. Understanding the moderating role of self-efficacy in these relationships offers valuable insights 
for organizations aiming to promote employee engagement. By fostering a sense of empowerment 
and providing opportunities for skill development, organizations can enhance self-efficacy beliefs 
among employees, leading to heightened work engagement (Naeem et al., 2020). Moreover, support-
ing individuals with lower self-efficacy through training and mentoring initiatives can help bridge the 
gap and boost their engagement levels. Hence, recent research underscores the critical role of self- 
efficacy in influencing the connections between psychological empowerment, affective commitment, 
and work engagement. Recognizing and addressing the moderating effect of self-efficacy can guide 
organizations in formulating targeted strategies to foster a highly engaged and committed workforce 
(Hassan et al., 2021). Thus, in this study, it is hypothesized that the impacts of psychological empow-
erment and affective commitment on work engagement are stronger in high self-efficacious employ-
ees compared to those with lower self-efficacy (See Figure 1).

H-5: The relationship between psychological empowerment and work engagement is moderated 
by self-efficacy such this relationship is stronger under a high level of self-efficacy than a low level 
of self-efficacy.

H-6: The relationship between affective commitment and work engagement is moderated by self- 
efficacy such this the relationship is stronger under a high level of self-efficacy than the low level 
of self-efficacy.
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3. Method

3.1. Sampling and process
The population of this study is defined as employees working at hotels. Thus, this study used the 
non-probability sampling technique as it’s considered the best option to achieve the target number 
of respondents. Among all types of non-probability sampling design, a purposive sampling design 
was chosen for this study. So, as the level of analysis of this research is individual (Hulland et al.,  
2018). The employees are the population of this study since they are involved in the process of 
data collection to fill-up separate sets of questionnaires based on the research objectives. Since 
this study consists of full-time employees who are working in such industries.

The data was gathered from 375 full-time front-line employees in five-star hotels in the northern 
region of the Republic of Iraq, mainly Erbil was used to verify the proposed relationships. Therefore, 
in the current research, there were contacted 15 five stars hotels only 10 agreed to participate in 
the study. Thus, as the Kurdistan region is considered the safest place hotel accommodation in 
Iraqi Kurdistan (e.g., Erbil) has grown enormously in the past few years, even though the region still 
has to establish itself as a tourist destination. The total number of hotels in Erbil has tripled over 
the past three years (Al Halbusi et al., 2022). Nevertheless, prior to the circulation of the survey, 
senior human resources were approached in each hotel to ask permission for the study: once 
permission was approved, the survey was circulated. Thus, with 10 five-star hotels in Erbil, the 
research team communicated with the senior human resources of all five-star hotels with a letter 
that encompassed the drive of the study (e.g., empowerment leadership, affective commitment, 
psychological empowerment, self-efficacy, and work engagement) and permission for data gath-
ering. Hence, the data was collected self-administered this method was chosen since is one of the 
most common practices in this field of study.

Figure 1. Research Model.
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Since measurement error may exaggerate or deflate the reported relationships among research 
variables, common method bias is a serious risk (Podsakoff et al., 2003, 2012). Hence, in accor-
dance with that, several guidelines were utilized such as a temporal separation by introducing 
a time lag of two weeks between the measurement of the predictor and criterion variables. In 
particular, two different questionnaires were used in this study: the (Time-I) and (Time-II) ques-
tionnaires. The (Time-I) questionnaire included the empowerment leadership affective commit-
ment and psychological empowerment. The (Time-II) survey contained self-efficacy and work 
engagement as well as items relating to respondents’ age, gender, education, and organizational 
tenure (Afthanorhan et al., 2021). Therefore, two waves of data were obtained from frontline hotel 
personnel, separated by a two-week time gap. Each employee was assigned a unique number, 
which was then recorded on each questionnaire in the master list. The study team took great care 
to maintain confidentiality throughout the process. A similar process was used to match the 
questionnaires from (Time-I) and (Time-II). The research team has given Time I and Time II 
questionnaires to frontline employees, which would comprise instructions concerning anonymity 
and confidentiality. Each employee was instructed to fill out the survey on their own, place it in an 
envelope, and return it to the research group.

In addition, the survey was heading with a cover letter explaining the purpose of the survey and 
gave clear instructions as well as assured the confidentiality of their responses and requested that 
respondents return the completed survey directly using the prestamped envelope. The refusal rate 
was very low. Therefore, out of 470 questionnaires sent out only responses 375 were returned from 
the data collection. We checked the missing data and outliers and thus, notably, 95 of the 
questionnaires were not returned and others had irregularities and had to be excluded.

3.2. Variables measurement
The items measurement was defined and developed for final data collection all the items were 
adapted from the previous research. However, in this study, all the items were translated from the 
English version to the Arabic version because all the respondents are Arab speakers. Prior to 
translating, the researcher conducted a pre-test on the English version to ensure that the content 
is accurate, understandable, and appropriate. Also, the pre-test and pilot test procedures were 
applied for the Arabic version. As mentioned earlier, the pre-test was conducted using a target 
sample and a pilot test was conducted in this study to ensure the appropriateness and clarity of 
the questions, so the pilot study was conducted among 85 participants which are completely 
different from the main sample and thus both procedures help us to ensure the items validate and 
reliability before the final data collection (Memon et al., 2017). Subsequently. the questionnaires 
were translated according to the Double-Blinded Principle. The original English version of the scales 
was translated into Arabic, and the Arabic version was back-translated by two professional 
researchers (Brislin, 1980) to assure their validity. Thus, they resolved any disagreements and 
finalized the questionnaire. The 5-point Liker-type scale with strongly disagree (1), disagree (2), 
neutral (3), agree (4), and strongly agree (5) as anchors were employed.

Empowering leadership (EL), was measured with 20-items these items were taken from Zhang 
and Bartol (2010). This 20-item measure has multi-item sub-scales responding to four dimensions: 
(1) leading by example (3-items), (2) participative decision-making (4-items), (3) coaching (4-items), 
(4) informing (4-items), and (5) showing concern and developing strong relationships with members 
(5-items). For the affective organizational commitment was measured with the six-item scale used 
in Rhoades et al. (2001), which combines items from measures presented by Meyer and Allen (1997). 
Regarding psychological empowerment (PE), this variable was assessed with the 12-items taken 
from (Spreitzer, 1995) which encompasses four dimensions: (1) work meaning (3-items), (2) compe-
tence (3-items), (3) self-determination (3-items) and (4) work impact (3-items). In regards to self- 
efficacy, this variable contained 4-items borrowed from (Spreitzer, 1995). Finally, the work engage-
ment was measured with 17-items reflecting four dimensions. (1) Vigor (6-items), (2) dedication, 
(5-items), (3) absorption (6-items) adopted from (Schaufeli et al., 2006).
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3.3. Demographic profile of respondents
Participants’ gender, age, marital status, degree of education, and employment experience were 
acquired from the respondents, as seen in Table 1. Regarding gender, 75.6% of the respondents 
were males 24.4% were females. In terms of age, 10.6% were under 25 years old, 29.6% were 
between ages 25 and 30, 42.6% were between ages 31 and 40, 22.4% were between ages 41 and 
50, and 8.7% were above the age 51. In sorting marital status 18.9% were single and 73.7% were 
married. For the educational level, 13.2 were had high school, 15.3 held a diploma, for the people 
who had bachelor’s degree were around 54.8%, only 9.1% were had a master’s degree and 6.5% 
held a doctorate degree. In regards to the job experience, 5.1% had less than 2 years of experi-
ence, 23.1% had 3–5 years, 36.9% had 6–10 years, 12.6% had 11–15 years, and 8.9% had more 
than 16 years.

4. Data analysis and results
In this work, structural equation modeling (SEM) using partial least squares (PLS) was employed to 
examine the research framework. Therefore, Smart-PLS 3.3.9 software was employed (Ringle et al.,  
2018). This is due to the fact that Structural Equation Modeling (SEM) utilizing (PLS) is a strong, 
reliable statistical procedure (Henseler et al., 2009). It is suitable for complex causal analyses with 
both first- and second-order constructs and does not necessitate strict assumptions about the 
distribution of the variables (Hair et al., 2017). The PLS analysis generated bootstrap t-statistics 
with n − 1 degrees of freedom using 5,000 subsamples to examine the statistical significance of 
the route coefficients (Hair et al., 2017, 2019).

4.1. Measurement model assessment
To assess the measurement model, internal consistency reliability, convergent validity, and discri-
minant validity were used to evaluate the measurement model. Cronbach’s Alpha and Composite 
Reliability (CR) were used to assess the measuring scale’s internal consistency. The range of the 
Cronbach’s Alpha and Composite Reliability (CR) were indicative of the acceptable level of 0.70. 
Based on these, the indication of the internal consistency reliability was established (Hair et al.,  
2017). The Average Variance Extracted (AVE) was also confirmed because the AVE for all the 
constructs exceeded the threshold (Hair et al., 2017) (see Table 2). In addition, there was no 
problems with discriminant validity; the AVE for each construct was greater than the variance shared 
by each construct with the other latent variables (Hair et al., 2017). Also, as shown in Table 3, the 
HTMT values are less than 0.90, indicating that each pair of variables has discriminant validity. All 
HTMT values are significantly different from 1, and the 95 percent confidence intervals (CI) do not 
include 1 (Henseler et al., 2015), indicating that each pair of variables has discriminant validity.

4.2. Structural model assessment: hypothesis testing
The hypothesis was examined as it presents the relationship between (empowering leadership and work 
engagement through affective commitment and psychological empowerment). Based on the applica-
tion, the results demonstrated in Table 4, there is a statistically significant positive relationship between 
empowering leadership and psychological empowerment with (β = 0.386, t = 6.467, p < 0.000). Hence, H1 

was supported, meaning that empowering leadership enhances psychological empowerment positively. 
For the H2 the relationship between empowering leadership and affective commitment was significant 
with (β = 0.198, t = 3.019, p < 0.001). Hence, H2 was supported, which means empowering leadership 
significant towards affective commitment. With respect to the relationship between psychological 
empowerment and work, engagement H3 was positively significant with values (β = 0.280, t = 3.990, p  
< 0.000). Thus, H3 was supported which indicated that psychological empowerment is positively related 
to work engagement. Regarding H4, the relationship between affective commitment and work engage-
ment was significant with values (β = 0.301, t = 4.881, p < 0.000). Hence, H4 was supported, that mean 
affective commitment is significant towards work engagement.

To test moderation prediction in H5 and H6, according to the results in Table 5, there is 
a significant among psychological empowerment and self-efficacy interaction effect towards 
work engagement (β = 0.149, t = 2.988, p < 0.001). Also, self-efficacy positively moderated the 
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relationship between affective commitment and work engagement (β = 0.299, t = 3.166, p < 0.001). 
therefore, H5 and H6 were supported, meaning that self-efficacy is augmented the relationship 
between psychological empowerment and employee work engagement as well as the relationship 
between affective commitment and work engagement. Therefore, following the instruction of 
Dawson (2014), was displayed high and low employee self-efficacy regression lines (+1 and − 1 
standard deviation from the mean) to explain this interaction. This step indicates that the positive 
relationship between psychological empowerment and work engagement is stronger (slope is 
more pronounced) when employee self-efficacy is high rather than low (Figure 2). In terms of 
the relationship between affective commitment and work engagement was greater when 
employee self-efficacy higher than low (see Figure 3).

4.3. Assessment of explanatory power
The model yields an R-square value of 0.511 for work engagement -a moderate to substantial effect (Hair 
et al., 2017)- and a value of 0.211 for psychological empowerment and 0.217 for affective commitment 
(See Table 6). In regards to the Stone-Geisser blindfolding sample reuse analysis reveals Q-square values 
greater than 0, which means that psychological empowerment (Q2 = 0.147), affective commitment (Q2 =  
0.221) and work engagement (Q2 = 0.251) are effectively predicted (Hair et al., 2017). (See Table 7).

5. Discussion
This research aims to add to the body of knowledge by empirically analyzing the effects of 
empowering leadership, psychological empowerment, and emotional commitment on the work 
engagement of 375 full-time front-line staff in five-star hotels in Iraq’s northern region, notably 
Erbil. In addition, the moderating influence of self-efficacy in the relationship between psycholo-
gical empowerment and affective commitment on work engagement is explored in this research. 
According to the results, empowerment leadership is linked to psychological empowerment and 
affective commitment. Besides, psychological empowerment and affective commitment were 
found to be significantly related to work engagement and the positive relationship between 
psychological empowerment and affective commitment on work engagement is stronger when 

Table 1. Respondent’s Demographics Profile
Demographic Item Categories Frequency Percentage
Gender: Male 218 75.6

Female 152 24.4

Less than 25 Years 35 10.6

25–30 Years 90 29.6

Age: 31–40 Years 172 42.6

41–50 Years 55 22.4

More than 51 Years 18 8.7

Single 116 18.9

Marital Status: Married 254 73.7

High School 55 13.2

Diploma 82 15.3

Level of Education: Bachelor’s Degree 193 54.8

Master’s Degree 31 9.1

Doctorate Degree 9 6.5

2 Years or Less 11 5%

3–5 Years 118 23.1

Job Experience: 6–10 Years 164 36.9

11–15 Years 58 12.6

16 Years or More 19 8.9
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self-efficacy is high. This indicates that the managers exhibit empowering leadership in fostering 
the employees’ feeling of meaningful work, competence, making an impact and self-determination 
which will positively influence the level of affective commitment and work engagement in order to 
face the stiff competitiveness of the hospitality industry.

With H1 supported, this study indicates that empowering leadership (EL) has a positive effect on 
employee psychological empowerment. This finding is consistent with the findings of scholars 
(Alotaibi et al., 2020; Bharadwaja & Tripathi, 2021; Fong & Snape, 2015; Kundu et al., 2018; Tripathi 
& Bharadwaja, 2020). Hence, employees feel empowered when leaders provide support and 
autonomy (Alotaibi et al., 2020). Additionally, with H2 supported, it indicates that empowering 
leadership has a positive influence on affective commitment, which is supported by previous 
studies (Bharadwaja & Tripathi, 2021; Kim & Beehr, 2018; Laschinger et al., 2009). Empowering 
leaders that emphasize employee autonomy, participation, and growth through self-direction 
(Dewettinck & van Ameijde, 2011) will increase employees’ affective connection to the company. 
This is because enabling leaders who foster staff motivation and efficacy while also encouraging 
employee participation in work processes will elicit pleasant experiences and emotions, resulting in 
emotional connection to and involvement in the organization (Meyer & Allen, 1997). Furthermore, 
H3 was supported showing that psychological empowerment was positively related to work 
engagement which is consistent with the findings of previous studies (Alotaibi et al., 2020; 
Moura et al., 2015; Wang & Liu, 2015). Hence, employees will be engaged in a work environment 
that offers them more psychological meaningfulness of being empowered particularly when they 
are more psychologically available (Kahn, 1990). With H4 being supported, affective commitment 
was also found to be positively related to work engagement which is consistent with the findings 
of previous studies (Asif et al., 2019; Gupta et al., 2016; van Gelderen & Bik, 2016). The finding 
suggests that when the employees expect and believe that their organization is committed to 
supporting their career needs, they feel obligated to reciprocate this commitment by giving their 
commitment to the organization (Blau, 1964; Gouldner, 1960) in order to sustain their self-image 
of being those who settle their indebtedness to their organizations (Eisenberger et al., 2001).

Table 3. Discriminant validity via Fornell and Larcher
Constructs Mean SD 1 2 3 4 5
1. Empowering leadership 3.855 0.585 0.778
2. Affective Organizational Commitment 3.792 0.551 0.602 0.713
3. Psychological Empowerment 4.168 0.637 0.432 0.514 0.829
4. Work Engagement 4.502 0.519 0.134 0.165 0.483 0.809
5. Self-Efficacy 4.175 0.549 0.335 0.583 0.472 0.305 0.742
Notes: S.D. = Standard Deviation. n.a= not applicable. Bold values on the diagonal in the correlation matrix are square 
roots of AVE (variance shared between the constructs and their respective measures). 

Table 4. Discriminant validity via HTMT
Constructs 1 2 3 4 5
1. Empowering 
leadership

2. Affective 
Organizational 
Commitment

0.454

3. Psychological 
Empowerment

0.399 0.679

4. Work 
Engagement

0.527 0.604 0.529

5. Self-Efficacy 0.189 0.264 0.359 0.558

Notes: HTMT should be lower than 0.85. 
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With H5 and H6 supported, this study also confirms the moderating role of self-efficacy on the 
relationship of psychological empowerment and affective commitment on work engagement such 
that the positive relationship between psychological empowerment and affective commitment on 
work engagement is stronger when self-efficacy is high. This finding is consistent with the view 
that employees with higher self-efficacy make continuous endeavors to reach their goals and to 
achieve their organizations’ objectives (Mulki & Jaramillo, 2011; Munir et al., 2016).

5.1. Theoretical implications
Firstly, this study has theoretically contributed to the increasing body of literature on self-efficacy 
by empirically demonstrating the moderating role of self-efficacy in strengthening the relation-
ships between psychological empowerment and work engagement as well as between affective 
commitment and work engagement. Prior studies have shown the buffering role of self-efficacy in 
the stressor-strain relationship (Naeem et al., 2020; Nauta et al., 2010), this study, therefore, 
provides additional empirical evidence on how self-efficacy could strengthen the impact on 
positive organizational outcomes such as work engagement in this study. Secondly, this study 
has theoretically contributed to the growing body of literature on empowerment leadership theory 
by demonstrating the positive roles of empowerment leadership and structural empowerment on 
elevating affective commitment and work engagement; thus, substantiating and enriching the 
empowerment leadership theory. The study also demonstrates that the empowerment leadership 
theory supports the moderating role of self-efficacy. Thirdly, apart from the empowerment leader-
ship theory, this study also helped advance the empowerment leadership literature by examining 
its outcomes in the hospitality industry. It showcases the applicability of empowerment leadership 
and psychological empowerment in driving positive outcomes in organizations.

5.2. Managerial implications
In regard to the first managerial implication of this study. In suggestions to initiate empowerment 
leadership, hotels should hire and train leaders who are willing to empower their subordinates how 
to empower their subordinates (Kundu et al., 2018; Srivastava et al., 2006). Additionally, such 
leaders also provide coaching and emotional support to their subordinates in order to empower 
them (Kundu et al., 2019). Thus, empowered leaders delegate responsibility to their employees and 
enable them to control important decisions, and show faith in their workers’ capacity to do their 
professions. These leaders motivate their teams to develop professionally and personally to their 
full potential. The employees will comprehend this. In a marketplace, everybody should succeed.

In regard to the importance of psychological empowerment aspects in the workplace. Initially, 
psychological empowerment indicates an “intrinsic task motivation reflecting a sense of self- 
control in relation to one’s work and an active engagement with one’s work role. According to 
studies, businesses have discovered that psychological empowerment can successfully increase 
people’s enthusiasm for their jobs (e.g., Tharanganie & Perera, 2021). Therefore, hotel manage-
ment should focus on psychological empowerment as a significant key as it gives front-line 
employees the power and responsibility to make decisions is known as employee empowerment. 
Giving your sales and service employees the freedom to make decisions can boost morale and 
enhance customer service when it comes to handling issues. For affective commitment describes 
how individuals can display affection and commit to their organization because they believe it 
upholds similar values to their own. The emotional involvement one has with their employer might 
improve work happiness. Affective commitment occurs when the employee desires to be com-
mitted to a specific goal. For instance, if a worker has a high level of affective commitment to the 
organization, then they have a pleasant association with the group and are further probable to 
stay (Asif et al., 2019). Hence, within a business, commitments offer significant advantages. These 
help employees prioritize and plan respective tasks, and they provide them with a distinctly high 
level of dedication also an inspiration to continue at their work.

Another important implication is that managers should view self-efficacy as an asset and there-
fore nurture self-efficacy among their subordinates due to its stress-buffering role (Nauta et al.,  
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2010). This study has demonstrated the ability of self-efficacy in strengthening the relationship 
between psychological empowerment and work engagement as well as between affective commit-
ment and work engagement. Zhou et al. (2018) recommended organizations to nurture an organi-
zational climate that encourages employees to build their self-confidence in order to generate 
higher self-efficacy (Al Halbusi et al., 2020). One suggestion to build higher confidence among 
employees is that managers should demonstrate empathy and concern towards their subordinates 
(Tu & Lu, 2016). It means that managers should show genuine interest and listen empathetically to 
work-related issues raised by employees and have open-door communication with subordinates to 
demonstrate that they care about their subordinates. Meanwhile, in order to develop higher self- 
efficacy among employees, organizations should provide extensive skills development training to 
employees and allow employees to participate in goal setting to elevate their self-efficacy.

Overall, the findings of this research benefit Iraqi and global economic practitioners and policy-
makers in addressing problems relating to the region’s and Iraq’s economy. People who make use 
of the hotel business spend money in retail stores, restaurants, entertainment venues, and other 
places. The improvement of regional infrastructure can also be financed in part by the hospitality 
industry. A country’s infrastructure is developed, its revenue is increased, and a sense of cultural 
interaction between locals and visitors has been established thanks to tourism. In numerous 
locations, tourism generates a sizable number of employees (Al Halbusi et al., 2021; Al-Wattar 
et al., 2019). The generation of revenue, employment, and foreign exchange earnings are three 
objectives that are of utmost importance to emerging economies. This is the most significant 
economic element of operations associated with the tourism sector.
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5.3. Limitations and suggestions for future research
This study, like every study, has limitations. To begin with, the responses were confined to front- 
line employees working in five-star hotels, thus the findings cannot be applied to employees 
working in other types of hotels in the hotel industry. It would also be interesting to investigate 
whether the findings vary across different categories of hotels; therefore, it is suggested that 
future studies should extend the samples to other categories of hotels to gain further insights. 
Second, the sample area is limited to northern Iraqi provinces, and the findings’ applicability to 
other locations is worthy to be examined in future studies. Future studies can perhaps extend the 
model to other countries (both developed and developing countries) with different cultural settings 
to explore the applicability of the research model in those countries. Third, because this is a cross- 
sectional study, it can only be used to infer the link between the variables, not causality. Future 
studies may consider a longitudinal study where it would be easier to understand how organiza-
tional incentives affect employees’ work engagement. Finally, future studies may investigate other 
moderating variables specifically on individual differences in the relationships among the relation-
ships in this research model. For instance, it would be interesting to explore whether personality 
variables such as grit and proactive personality play a role in elevating higher work engagement in 
a multi-group analysis study.

6. Conclusion
In conclusion, this study investigated the effects of empowering leadership, psychological empow-
erment, and affective commitment on the work engagement of 375 full-time front-line staff in 
five-star hotels in northern Iraq, specifically Erbil. In addition, the moderating influence of self- 
efficacy in the relationship between psychological empowerment and affective commitment on 
work engagement is investigated in this study. According to the results, empowerment leadership 
is linked to psychological empowerment and affective commitment. Furthermore, psychological 
empowerment and affective commitment have been demonstrated to be strongly connected to 
work engagement, with a stronger positive relationship between psychological empowerment and 
affective commitment on work engagement when self-efficacy is higher. This suggests that 
managers use empowering leadership to promote employees’ feelings of meaningful work, com-
petence, impact, and self-determination, all of which will have a favourable impact on the level of 
affective commitment and work engagement needed to succeed in the hospitality sector.
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