
Bui, Duc Huu; Le, Anh Thi Tu

Article

Improving employee engagement through organizational
culture in the travel industry: Perspective from a
developing country during Covid-19 pandemic

Cogent Business & Management

Provided in Cooperation with:
Taylor & Francis Group

Suggested Citation: Bui, Duc Huu; Le, Anh Thi Tu (2023) : Improving employee engagement through
organizational culture in the travel industry: Perspective from a developing country during Covid-19
pandemic, Cogent Business & Management, ISSN 2331-1975, Taylor & Francis, Abingdon, Vol. 10,
Iss. 2, pp. 1-23,
https://doi.org/10.1080/23311975.2023.2232589

This Version is available at:
https://hdl.handle.net/10419/294523

Standard-Nutzungsbedingungen:

Die Dokumente auf EconStor dürfen zu eigenen wissenschaftlichen
Zwecken und zum Privatgebrauch gespeichert und kopiert werden.

Sie dürfen die Dokumente nicht für öffentliche oder kommerzielle
Zwecke vervielfältigen, öffentlich ausstellen, öffentlich zugänglich
machen, vertreiben oder anderweitig nutzen.

Sofern die Verfasser die Dokumente unter Open-Content-Lizenzen
(insbesondere CC-Lizenzen) zur Verfügung gestellt haben sollten,
gelten abweichend von diesen Nutzungsbedingungen die in der dort
genannten Lizenz gewährten Nutzungsrechte.

Terms of use:

Documents in EconStor may be saved and copied for your personal
and scholarly purposes.

You are not to copy documents for public or commercial purposes, to
exhibit the documents publicly, to make them publicly available on the
internet, or to distribute or otherwise use the documents in public.

If the documents have been made available under an Open Content
Licence (especially Creative Commons Licences), you may exercise
further usage rights as specified in the indicated licence.

  https://creativecommons.org/licenses/by/4.0/

https://www.econstor.eu/
https://www.zbw.eu/
http://www.zbw.eu/
https://doi.org/10.1080/23311975.2023.2232589%0A
https://hdl.handle.net/10419/294523
https://creativecommons.org/licenses/by/4.0/
https://www.econstor.eu/
https://www.leibniz-gemeinschaft.de/


Full Terms & Conditions of access and use can be found at
https://www.tandfonline.com/action/journalInformation?journalCode=oabm20

Cogent Business & Management

ISSN: (Print) (Online) Journal homepage: www.tandfonline.com/journals/oabm20

Improving employee engagement through
organizational culture in the travel industry:
Perspective from a developing country during
Covid-19 pandemic

Duc Huu Bui & Anh Thi Tu Le

To cite this article: Duc Huu Bui & Anh Thi Tu Le (2023) Improving employee engagement
through organizational culture in the travel industry: Perspective from a developing
country during Covid-19 pandemic, Cogent Business & Management, 10:2, 2232589, DOI:
10.1080/23311975.2023.2232589

To link to this article:  https://doi.org/10.1080/23311975.2023.2232589

© 2023 The Author(s). Published by Informa
UK Limited, trading as Taylor & Francis
Group.

Published online: 04 Jul 2023.

Submit your article to this journal 

Article views: 2826

View related articles 

View Crossmark data

https://www.tandfonline.com/action/journalInformation?journalCode=oabm20
https://www.tandfonline.com/journals/oabm20?src=pdf
https://www.tandfonline.com/action/showCitFormats?doi=10.1080/23311975.2023.2232589
https://doi.org/10.1080/23311975.2023.2232589
https://www.tandfonline.com/action/authorSubmission?journalCode=oabm20&show=instructions&src=pdf
https://www.tandfonline.com/action/authorSubmission?journalCode=oabm20&show=instructions&src=pdf
https://www.tandfonline.com/doi/mlt/10.1080/23311975.2023.2232589?src=pdf
https://www.tandfonline.com/doi/mlt/10.1080/23311975.2023.2232589?src=pdf
http://crossmark.crossref.org/dialog/?doi=10.1080/23311975.2023.2232589&domain=pdf&date_stamp=04 Jul 2023
http://crossmark.crossref.org/dialog/?doi=10.1080/23311975.2023.2232589&domain=pdf&date_stamp=04 Jul 2023


MANAGEMENT | RESEARCH ARTICLE

Improving employee engagement through 
organizational culture in the travel industry: 
Perspective from a developing country during 
Covid-19 pandemic
Duc Huu Bui1 and Anh Thi Tu Le1*

Abstract:  Employee engagement is not only a temporary attractive topic but 
gradually becomes the focus of attention of managers and scholars, especially in 
the travel industry in the face of shocks due to Covid-19. This study, under the 
guidance of social exchange theory, has proposed a meta-analytic framework 
examining the relationship between two dimensions of engagement, namely job 
and organizational engagement, and organizational culture. The results of data 
analysis from 338 employees of travel agencies in Hanoi, a major tourism center 
of Vietnam, have enriched the literature on the role of organizational culture in 
fostering organizational engagement through job engagement by providing per-
spective from a developing country during the pandemic. The paper also provides 
suggestions for scholars in investigating the promoters of engagement and implica-
tions for managers in developing organizational culture to achieve the dual benefits 
related to job and organizational engagement.

Subjects: Asian Studies; Work & Organizational Psychology; Human Resource 
Management; Organizational Studies 

Keywords: employee engagement; organizational engagement; organizational culture; 
travel industry; Vietnam; developing country; Covid-19

1. Introduction
Employee engagement captures the attention of businesses around the world because its benefits 
include not only retaining a talented and highly productive workforce but also improving customer 
satisfaction and the reputation of the business (Alam et al., 2021; Sacher & Lal, 2017; Sendawula 
et al., 2018). The importance of employee engagement is even more emphasized in the tourism 
and travel industry—which is known as a labor-intensive sector, where human resources make 
a decisive contribution to service quality and customer experience (Aslam et al., 2020; Pompurová 
et al., 2022). Moreover, compared with other services, the high seasonality with relatively large and 
frequent fluctuations in personnel of the travel industry also poses a greater challenge for 
managers of travel agencies. Beyond maintaining employee satisfaction and commitment, they 
need to keep employees engaged in the role of a service provider and aligns with the long-term 
direction of the business. Specifically, due to the serious impact of the Covid-19, the employee- 
organization linkage became looser and more vulnerable as numerous tourism employees were 
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forced to suspend their jobs during the epidemic, which greatly affected their satisfaction and 
engagement (Barba-Sanchez et al., 2022; Hassanein & Özgit, 2022; Jibril & Yesiltas, 2022). Thus, 
during and after the pandemic, the topic of employee engagement continues to fascinate scholars, 
consultants, and practitioners alike.

Particularly, in Vietnam, tourism and travel is a crucial industry that not only strongly boosts the 
country’s economic growth with a contribution of about 9.2% to GDP and millions of jobs provided 
in 2019, but also has a spillover impact on many other sectors such as retail, entertainment, 
construction. . . (VNAT, 2020). When the pandemic unfolded, tourism and travel was the first 
industry affected by strict regulations on social distancing and travel restrictions between coun-
tries, but the last one that recovered when the pandemic was under control, following manufac-
turing and other essential services such as retail and logistics (Zaman et al., 2021). Specifically, 
personel in the travel industry experienced strong fluctuations during COVID-19 with the majority 
of employees facing job loss, furlough, or reduced working hours (GSO, 2021). Along with the 
general change in the world, the Vietnamese travel industry is facing considerable difficulties in 
recovering from the pandemic, the foundation of which is attracting and maintaining a skilled and 
engaged workforce. Employee engagement is once again recognized more seriously when a few 
businesses still maintain an engaged workforce, who go through challenges with the organization 
after a difficult time, there will be momentum to break through after the pandemic (Peterson & 
DiPietro, 2021).

In the literature, scholars are gradually approaching engagement as a multidimensional con-
cept, including two main dimensions, job and organizational engagement (Bailey et al., 2017). 
However, most of the research has focused on job engagement while a modest number of 
empirical studies have addressed these two dimensions of engagement simultaneously, especially 
in the travel industry (Kim & Kim, 2021; Phan et al., 2023; Saks, 2019). In many available studies, 
the focus on job engagement was to help businesses move towards the goal of individual 
performance improvement. Meanwhile, moving towards organizational engagement could bring 
long-term value to the organization, especially in the context of high volatility business such as 
during COVID-19 (Kundu & Lata, 2017; Saks, 2019). Therefore, attention should be shifted from 
trying to promote job engagement to more concerned with how to improve organizational 
engagement, and preferably to achieve these two dimensions of engagement simultaneously.

Secondly, faced with the problem of employee engagement improvement, developing organiza-
tional culture is a feasible, reasonable direction and even strategically imperative to managers of 
travel agencies because it both sustains a skilled and engaged workforce and enhances competi-
tiveness based on making a difference in value and experience for customers (AlShehhi et al.,  
2021; Bendak et al., 2020). Although studies on organizational culture and employee engagement 
are increasingly being carried out (Bhardwaj & Kalia, 2021; Gabel-Shemueli et al., 2019; Latta,  
2020), the role of organizational culture in improving engagement has not been comprehensively 
recognized. A few studies have focused on only one cultural dimension, a specific type of culture 
(Huhtala et al., 2015; Rofcanin et al., 2017), or have considered culture as one of the organizational 
factors that could have an impact on employee engagement without clearly describing which 
cultural characteristics are important determinants of engagement (Chittiprolu et al., 2021; Kwon 
& Kim, 2020). This partly made it difficult for academics and practitioners to determine a handbook 
for the development of culture towards engagement. A better understanding of the complex 
mechanism of improving engagement through organizational culture is also significant in the 
context of travel industry because the culture of travel agencies, with highlights that stand out 
from the other services, may open up opportunities for businesses to be distinct. Thirdly, exploring 
the mediating role of job engagement in the relationship between organizational culture and 
organizational engagement is scarce. Besides a limited number of theoretical studies that have 
addressed the mediating role of job engagement, very few empirical studies have been conducted 
to test this relationship (Rai & Maheshwari, 2021; Sendawula et al., 2018). Meanwhile, insight into 
the complex relationship between these constructs will provide more specific implications for 
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travel agencies in focusing resources on employee engagement improvement and achieving 
greater value in the long run. Fourthly, the lack of studies on this topic from the perspective of 
developing countries, where tourism constitutes an important pillar for post-pandemic economic 
recovery, should be addressed because several solutions drawn from studies conducted in devel-
oped countries could be less feasible or not effective in developing countries like Vietnam (Cardon 
et al., 2021; Oriade et al., 2021).

Given these research requirements, a comprehensive research framework that takes into 
account the mediating role of job engagement to explain the importance of organizational culture 
in fostering job and organizational engagement simultaneously is an essential requirement for 
enriching the literature. In addition, exploring this topic in the context of the travel industry in 
Vietnam during the Covid period was expected to bring a new perspective and interesting results 
compared to the conclusions obtained from the previous studies.

To find the key to the practical problems and partially fill the aforementioned research gaps, this 
study endeavors to examine the role of organizational culture in improving job engagement, and 
ultimately creating important changes in organizational engagement in the context of travel 
agencies in Vietnam. Accordingly, the authors aim to explore the relationship between organiza-
tional culture, job engagement and organizational engagement, including the mediating role of job 
engagement, and to outline the variety in the job and organizational engagement of different 
groups of employees in travel agencies.

The originality of this study comes from the research approach on employee engagement and 
the perspective from a special context. On the one hand, different from the previous studies which 
have focused more on job engagement—the dimension affecting the immediate work results, we 
concentrated on organizational engagement—the dimension is more closely related to overall 
performance and long-term success of the organization (Saks, 2019). We used Social Exchange 
theory (SET) as a foundation to explore engagement from an organizational sociological perspec-
tive, thereby clarifying the influencers of engagement at the organizational level (Bailey et al.,  
2017). Under the guidance of the SET, we have searched for a solid way to improve organizational 
engagement in the long-term based on strengthening the mediator, job engagement, with the 
starting point of cultural change in travel agencies. On the other hand, we have observed more 
deeply the employee engagement in the travel industry. This industry, with an important contribu-
tion to the economies of many developing countries like Vietnam, is urgently looking for solutions 
in terms of human resources but less discussed in the academic literature than many other 
services (Baum et al., 2020). This unique context will allow us to see similarities and differences 
compared to other studies.

From the results obtained, the study will theoretically contribute an analytical framework that 
allows us to comprehensively explore the relationship between cultural environment of the 
organization and two different but related dimensions of employee engagement. The paper also 
provides empirical evidence to answer the need for further research on mediators in the theore-
tical framework of engagement, specifically, job engagement should be considered as the key 
behind the mechanism of organizational culture’s influence on organizational engagement at 
travel agencies. The study also contributes interesting remarks on organizational culture and 
engagement related to the characteristics of the travel industry in developing countries during 
Covid-19. Practically, the study’s contribution relates to suggestions that help businesses figure out 
how to change their culture to attract, retain, and engage talented staff to better prepare for post- 
pandemic recovery and long-term goals.

Before providing tailor-made solutions for travel agencies in developing countries like Vietnam, 
this study begins with a review of the literature on engagement and its relationship with organiza-
tional culture. Based on that, a meta-analytic framework is proposed to explore the influence of 
organizational culture on two dimensions of engagement. Next, the authors discuss and draw 
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implications for scholars in deepening ways to promote the ultimate goal, organizational engage-
ment, and suggest implications for managers in developing organizational culture towards 
employee engagement.

2. Literature review

2.1. Employee engagement
Employee engagement has gone beyond the trend of the moment and become an attractive topic 
for more and more researchers, which is associated with efforts to better understand and encou-
rage employees in the organization. Kahn’s (1990) definition, which dissects physical, cognitive, 
and psychological facets of engagement, is a potential starting point for many of the ideas of 21st- 
century researchers. Accordingly, engagement is concretized by fully harnessing one’s complete 
self in his or her work role in the organization. Engaged employees will invest a lot of effort and 
time to improve their skills and knowledge to adapt and be more creative in the workplace (Jia 
et al., 2022). Although initially, many scholars mentioned engagement, they mainly revolved 
around job engagement. Several studies later argued that engagement should be recognized 
more broadly as a multi-dimensional concept, not just covering the engagement with the job 
but also with the organization (Saks, 2019; W. Schaufeli & Salanova, 2011). Obviously, diversity in 
the level of job and organizational engagement always exists among individuals in the workplace 
(Saks & Gruman, 2014). In other words, employee engagement refers to the total physical, 
cognitive and emotional dedication of the employees to the role in their job (job engagement) 
and the role as a member of the organization (organizational engagement) (Christian et al., 2011; 
Saks, 2019).

Various theories have been cited to explain engagement, among which the SET allows to 
examine the drivers of engagement from the organizational sociological perspective (Bailey 
et al., 2017). This is significantly different from existing studies based on theoretical frameworks, 
such as job demands—resources framework, conservation of resources theory or broaden-and- 
build theory, which focus on the individual level (Schaufeli, 2014). In line with the SET, employee 
engagement should be considered as the result of reciprocal exchange between employees and 
their organization. When the organization values and brings more benefits to employees, employ-
ees will repay with a higher level of engagement (Alfes et al., 2013). This theory also implies that 
employee engagement is not only associated with the job but also with the organization. The 
distinguishment between the two dimensions of engagement highlights the significance of this 
concept to the organization when compared with other familiar concepts such as employee 
satisfaction, commitment, and performance. On the one hand, job satisfaction and performance 
could not create sustainable value for an enterprise if that employee is less engaged and is likely to 
leave the organization at any time (Rai & Maheshwari, 2020). On the other hand, commitment to 
the organization is often explained by a sense of obligation that does not stem from voluntary 
(engaged) will not bring value to the organization (Meyer & Allen, 1991).

The significance of engagement for improving outcomes such as employee performance, pro-
ductivity, profitability, and customer satisfaction, has been mentioned in various papers (Aslam 
et al., 2020; Sendawula et al., 2018). In more detail, each dimension of engagement has its own 
benefit for the organization. Job engagement is often mentioned as a predictor of outcomes 
related to in-role behaviors of employees, significantly determining absenteeism and turnover 
intention (Aslam et al., 2020, Rai & Maheshwari, 2020; Sadaqat & Ghulam Abid & Francoise 
Contreras, 2022). Whilst, organizational engagement is more closely related to organizational- 
level variables such as organizational citizenship behavior, firm performance, and still has an 
important influence on employee in-role behaviors such as turnover intention (Barrick et al.,  
2015; Malinen & Harju, 2017; Saks, 2019).

In the travel industry with high human contact, where service quality depends mainly on the 
effective interaction between employees and customers, engaged employees not only lead to 
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productivity enhancement, but also contribute to a superior customer experience and keep them 
satisfied (Aslam et al., 2020). Promoting engagement becomes a challenge and more urgent in the 
context of the pandemic, when all business activities were disrupted, and staff’s physical and 
psychological well-being were also seriously affected. During the early stages of the pandemic, 
some studies showed a slight increase in employee engagement (Cardon et al., 2021; J. Harter,  
2020), but in the period during and after Covid-19, the fluctuation of employee engagement is still 
a big question mark for managers, especially in the field of tourism in developing countries, that 
calls for more research to continue and expand the discussion of this topic.

2.2. Organizational culture
There are a few topics that have been discussed very early but never lose their heat in academic 
discussions like organizational culture. From the most influential definition of Schein (2010), 
organizational culture is considered as a set of assumptions shared and recognized by individuals 
in an organization, resulting from interactions of the organization with the internal and external 
environment. Organizational culture is expressed and maintained permanently in the organization, 
thereby shapes the attitudes and behaviors of employees in the workplace, such as engagement 
(Bhardwaj & Kalia, 2021; Guiso et al., 2015). According to the SET, in order to determine the 
appropriate intervention that allows to improve employee engagement, it is necessary to pay 
attention to the organizational factors, including the organizational culture (Bailey et al., 2017).

The unique functional characteristics of each industry play a crucial role in defining an organiza-
tion’s culture (Bavik, 2016; O’Reilly & Chatman, 1996). This is even more obvious in service 
industries as employee involvement and human interactions determine the customer experience 
and the outcome of the service delivery (Walker & Miller, 2009). Therefore, organizational culture, 
which is seen as a potential tool to regulate employee behavior and at the same time, facilitate the 
service delivery process and make a significant contribution to competitiveness, becomes one of 
the top common preoccupations of managers (Gustafson, 2012; Oriade et al., 2021). Interestingly, 
studies on culture within the travel industry context are relatively scarce in comparison with the 
hospitality industry (Bavik, 2016). In general, in studies on organizational culture in the tourism 
industry, the dimensional approach is suitable for measuring different facets of culture by facil-
itating the discovery of the nature of culture and highlighting the unique cultural dimensions 
associated with the characteristics of the business industry (Bavik, 2016; Dawson et al., 2011; Jung 
et al., 2009; Tepeci & Bartlett, 2002).

Regarding travel businesses, although there is an outpouring of cultural dimensions that have 
been mentioned by scholars, it seems to still have intersections in certain dimensions. Among 
these dimensions, Result orientation and Innovation have been found in most research in the 
service sector and especially in the tourism and travel industry (Oriade et al., 2021; Tepeci & 
Bartlett, 2002). Indeed, these dimensions allow more flexibility for all stages of the service delivery 
and facilitate meeting the increasingly strict requirements of customers and gain a foothold in the 
fiercely competitive market (AlShehhi et al., 2021; Verbeeten & Speklé, 2015). Further, Formality, 
Customer orientation, Employee development, and Team orientation have been emphasized as 
unique aspects of the tourism industry, allowing the service providing to take place smoothly, 
effectively controlling resources and providing superior value for customers (Bavik, 2016; Dawson 
et al., 2011; Gustafson, 2012). Cultural dimensions of Social responsibility and Fair compensation 
have been not only mentioned in studies of the tourism and travel industry, which is closely related 
to the environment and communities, but are even more concerned in the context of the increas-
ing awareness about sustainability and the COVID-19 pandemic (Mgammal et al., 2022; Oriade 
et al., 2021). Moreover, because of its close relation with changes in the business environment 
(Schein, 1990), organizational culture needs to be better understood during the COVID-19 crisis 
associated with changes in the nature of working and interacting among members of the organi-
zation. Several cultural dimensions are mentioned more during this tumultuous period such as 
Formality, Integrity, while others receive less attention (Cardon et al., 2021; R. Singh, 2016).
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2.3. The influence of organizational culture on employee engagement and the mediating 
role of job engagement
Developing organizational culture is considered as a hidden but potential driving force of engage-
ment because that could affect the bond between employees and the organization by strengthen-
ing trust, affection and commitment of employees to the organization (Justwan et al., 2018). 
Organizational culture not only affects employees’ outward behaviors but also touches deeper into 
their attitudes, cognition, and emotions (Oriade et al., 2021). However, from the literature review 
on the relationship between organizational culture and employee engagement, several research 
gaps need to be dealt with.

Firstly, in understanding the drivers of engagement, many scholars and practitioners alike focus 
their attention on job engagement, as demonstrated by the popularity of the UWES scale or the 
Gallup Q12 in the early years of the 21st century (Bailey et al., 2017; J. K. Harter et al., 2002; 
W. B. Schaufeli et al., 2002). Notably, it is known that organizational engagement, rather than job 
engagement, is the endpoint that businesses should aim for because of its proximal effect on 
performance improvement, the number of empirical studies referring to organizational engage-
ment is quite modest (Saks, 2019). This further underlines the need to explore more about this 
dimension of engagement.

Secondly, most studies have underestimated the role of culture, which is only considered as one 
of the organizational factors influencing employee engagement (Choy & Kamoche, 2021; Latta,  
2020). These studies have focused on the influence of a particular cultural type or examined the 
overall impact of cultural dimensions on engagement (Kwon & Kim, 2020). This somewhat limits 
the significance of the conclusion since organizational culture is a multidimensional concept and 
needs to be considered comprehensively.

Thirdly, the influence of organizational factors in general, and organizational culture in particu-
lar, on organizational engagement through job engagement has been rarely investigated in prior 
studies (Gyensare et al., 2019). In terms of theoretical frameworks, various theories that allow 
elucidation of the mechanism underlying job engagement often narrow the point of view at the 
individual level. Therefore, it is necessary to further examine this issue from an organizational 
sociological perspective to consider antecedents of engagement at the organizational level (Bailey 
et al., 2017). The SET has proved relevant to explain the mediating role of job engagement but has 
been under-reported in previous studies (Saks, 2006). A few empirical studies have introduced job 
engagement as a mediator in the relationship between organizational engagement and factors 
related to personal psychological characteristics or job characteristics but have not properly 
acknowledged the role of organizational factors, such as organizational culture (Latta, 2020; Rai 
& Maheshwari, 2021; Sendawula et al., 2018). In particular, this relationship has not been exploited 
deeply in the travel context and the results are still inconsistent (Choy & Kamoche, 2021). In terms 
of context, most of the research on engagement and its relationship with organizational culture 
has been conducted from the perspective of Western developed countries, so the solutions offered 
may be occasionally difficult to apply in developing countries in Asia (Cardon et al., 2021; Oriade 
et al., 2021). Despite research efforts, clarifying the way to improve employee engagement 
through organizational culture in the context of travel industry in Asia in general, and Vietnam 
in particular, is still under-reported compared with other regions. Practically, the spotlight is 
directed on improving organizational engagement, it requires managers to identify and promote 
all cultural dimensions that have both direct and indirect impacts on organizational engagement 
through job engagement. Irrespective of the research efforts to meet the theoretical and practical 
requirements, the relationship between these constructs is still unclear and calls for more empiri-
cal research (Saks, 2019).

From the above impulses, it is necessary to propose a meta-analytic framework that allows 
quantifying and exploring in more detail the mechanism of the influence of organizational culture 
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on employee engagement encompassing the mediating role of job engagement within the context 
of the travel industry.

2.4. Analytical framework and hypotheses development
The previous theoretical and empirical studies have provided rationales to propose a meta-analytic 
framework to thoroughly examine the influence of organizational culture on organizational 
engagement taking into account the mediating role of job engagement in the context of travel 
business in Vietnam.

The Vietnamese travel business context should be taken into account while proposing the 
analytical framework. In 2019, Vietnam’s tourism in general, and travel in particular, created 
a highlight when it was rated as one of the ten countries with the fastest growth in tourism in 
the world with a record of welcoming nearly 105 million visitors, increased by more than 16% 
compared to the previous year, directly contributed more than 9% of the GDP of the country and 
created nearly 5 million jobs (VNAT, 2020). However, similar to many other countries in the world, 
Vietnam also suffered a huge shock due to the COVID-19 outbreak (Zaman et al., 2021). Changes 
in the number of international and domestic tourists have a direct impact on the operations of 
travel agencies with the reduction of more than 70% of staff in the two years 2020–2021, and the 
contribution to the GDP of Vietnam down more than four times to 2% by 2021 (VNAT-Vietnam 
National Administration of Tourism, 2022a). The travel industry began to prosper in early 2021 
thanks to efforts to stimulate domestic demand and the return of international tourists as social 
distancing regulations gradually eased (McKinsey&Company, 2021). Optimistic forecasts about the 
rapid recovery of Vietnamese tourism and travel industry pose challenges for managers in attract-
ing and retaining skilled and engaged employees. Given that the travel industry is one of the 
important drivers of Vietnam’s tourism recovery, the author has more motivation to find a way to 
promote an engaged workforce at travel agencies through organizational culture development.

For a better understanding of the mechanism behind the relationship between organizational 
culture and two dimensions of engagement, this study adopted the SET as the theoretical founda-
tion. Relying on the SET, the authors suggest that efforts to develop organizational culture could 
directly improve organizational engagement significantly and indirectly through promoting job 
engagement. This theory pertains to the relationship between the employee and the organization, 
which is built and maintained based on the norm of reciprocity (Cropanzano & Mitchell, 2005). 
Organizational culture, which is an expression of the organization’s concern for employees, will 
make them want to reciprocate with greater engagement with the organization. In addition, the 
SET is incorporated to propose the mediating role of job engagement as the organizational culture 
creates a favorable environment for the performance of the job role and the member role at the 
travel agency. Therefore, the staff is likely to repay by engaging initially with the job, which is 
obviously perceived as worthwhile, and then engaging with the organization, which benefits in the 
long run (Guest, 2014; Rai & Maheshwari, 2021).

In the proposed analytical framework, cultural dimensions were identified based on 
a combination of literature and practice. First of all, cultural dimensions mentioned as drivers of 
at least one of the two dimensions of engagement were included in the framework. The inter-
ference between the drivers of job and organizational engagement mentioned in previous empiri-
cal studies suggests that it is possible to test the influence of these factors on both dimensions of 
engagement (Rai & Maheshwari, 2021). Next, this study prioritized cultural dimensions associated 
with the tourism and travel business context, especially in Vietnam. The dimensions drawn from 
the literature were then confirmed through in-depth interviews with three experts on human 
resource management, organizational culture, tourism and travel management. Therefore, in the 
proposed framework, organizational culture consists of eight dimensions: Result orientation, 
Innovation, Formality, Customer orientation, Employee development, Team orientation, Social 
responsibility, Fair compensation.
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In terms of empirical evidence, Result orientation can motivate employees to be willing to make 
efforts and devote their abilities to work and to be more engaged (W. B. Schaufeli et al., 2009). 
Innovation dimension that encourages new ideas, and even accepts failures, makes employees 
feel psychologically safe during their work, which in turn leads to employee engagement (Bakker & 
Demerouti, 2008; Halbesleben & Wheeler, 2008; Kahn, 1990). Formality, with a high degree of 
standardization, an emphasis on control, and highly in favor of following rules and regulations, 
maintains a systematic and orderly association between individuals and the organization, thereby 
making them more engaged (Bradley et al., 2006; Devi, 2009; Yang et al., 2014). Employees at an 
enterprise with a customer-oriented culture and towards superior service quality often have higher 
engagement (Anaza et al., 2016; Taneja et al., 2015). In addition, they will also feel significant 
benefits from the organization which focuses on employee development, thereby making them 
more engaged, and want to align their career with the future of the organization (Ahmadi et al.,  
2012; Levinson, 2007). Team orientation, which facilitates interactions and close relationships in 
the workplace, is believed to make employees feel more meaningful when performing work at the 
organization and has a positive impact on employee engagement (Lockwood, 2007; May et al.,  
2004). Social responsibility, which shows that the organization considers the interests of stake-
holders including employees in all business decisions, will also promote employee engagement (Hu 
et al., 2020; S. Singh & Singh, 2019; Taneja et al., 2015). Fair compensation is seen by employees as 
an organization’s recognition of the achievements they have created, so they will feel more 
mentally secure and more engaged (Kahn, 1990; Saks, 2006; Taneja et al., 2015).

Although theoretical studies have mentioned organizational culture as a driver of engagement 
in general (Frenking, 2016; Saks, 2019), empirical studies addressing and comparing the influence 
of each cultural dimension on job and organizational engagement are still limited, especially the 
influence on the latter (Saks, 2006). Due to the lack of studies examining the influence of 
organizational culture on job and organizational engagement simultaneously, it is difficult to 
come up with specific hypotheses for each cultural dimension. In addition, a strong relationship 
was predicted between these two dimensions of engagement (Saks & Gruman, 2014) motivated 
the authors to hypothesize the influence of organizational culture on organizational engagement 
based on both empirical bases related to job engagement as follows: 

H1-8a: Organizational culture (Result orientation, Innovation, Formality, Customer orientation, 
Employee development, Team orientation, Social responsibility, Fair compensation) has a positive 
influence on job engagement.

H1-8b: Organizational culture (Result orientation, Innovation, Formality, Customer orientation, 
Employee development, Team orientation, Social responsibility, Fair compensation) has a positive 
influence on organizational engagement.

In this study, the mediating role of job engagement is elicited from both theoretical and practical 
support. Theoretically, the SET is a solid foundation for exploring the complex relationship between 
organizational culture and the two dimensions of engagement (Saks, 2006). Accordingly, the 
engagement of employees is formed and strengthened based on the reciprocal exchange between 
them and the organization (Cropanzano & Mitchell, 2005). Indeed, corporate culture signals the 
organization’s concern for employees and brings value to them, thereby, they feel the need to 
repay the organization through investing greater efforts at work and being more engaged. On the 
other hand, employees are more likely to be engaged with the organization if they perceive that 
the organization provides them with a supportive cultural environment and makes them more 
engaged in their job (Meng & Berger, 2019; Ogueyungbo et al., 2020; Rahman et al., 2020).

In empirical studies, the mediating role of job engagement in the relationship between culture 
and organizational engagement has been suggested for two main reasons. First, fluctuations in job 
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engagement will lead to changes in organizational engagement, in other words, job engagement 
could be considered an important premise of organizational engagement (Rai & Maheshwari, 2021; 
Saks & Gruman, 2014). Second, although several scholars argued that job and organizational 
engagement should be predicted by different factors related to the job and organization respec-
tively, a significant overlap between the predictors of these two dimensions of engagement has 
been recorded in the existing studies (Kwon & Kim, 2020; Saks, 2019). Therefore, it is logical to infer 
the mediating role of job engagement since several cultural dimensions driving job and organiza-
tional engagement overlap remarkably in previous studies (Latta, 2020; Lesener et al., 2020, Rai & 
Maheshwari, 2020; Saks, 2019; Phan et al., 2023). From the SET combined with various empirical 
evidence, we have hypotheses: 

H1-8c: Job engagement mediates the relationship between organizational culture (Result orien-
tation, Innovation, Formality, Customer orientation, Employee development, Team orientation, 
Social responsibility, Fair compensation) and organizational engagement.

Along these lines, for measuring job and organizational engagement, the scales of Saks (2019) 
were adopted. Organizational culture of travel agencies in Vietnam was defined based on the OCP 
model suggested by Tepeci and Bartlett (2002) and Oriade et al. (2021), which allows encompass-
ing most of the earlier cultural dimensions. These scales were all adapted to the characteristics of 
the travel business in Vietnam. First of all, the authors based on the scales that have been verified 
for the reliability of previous studies to propose a preliminary set of scales (Table 1). These scales 
were then translated into Vietnamese and double-checked by two language experts. Next, the 
results of in-depth interviews with five experts and five employees were combined with secondary 
documents on corporate culture, employee engagement and the travel and tourism industry in 
Vietnam to adjust the wording and clarify the content of some scales in accordance with the 
research context in Vietnam. The adjusted scales were sent back to the interviewees to confirm the 
changes and obtain the final questionnaire used in the large-scale survey. In addition to socio- 
demographic information, the questionnaire consisted of 59 questions designed on a five-point 
Likert scale (ranging from 1 = strongly disagree to 5 = strongly agree).

3. Methodology

3.1. Data collection
The testing of hypotheses was conducted based on data obtained from a questionnaire survey. The 
data collection procedure started with a focus on exploring the travel industry in Hanoi, where the 
largest number of travel agencies in Vietnam are located. In addition, with the expectation of 
drawing valuable lessons from this survey, we focused on travel agencies in Hanoi which have 
suffered huge fluctuations in human resources due to the COVID-19 aftermath. This is also the 
place where tourism has had a noticeable recovery after the first wave of the pandemic with 
nearly 19 million visitors in 2022, about five times more than in 2021 and 65% of the number of 
visitors in the year before the pandemic (HTD, 2022). Tourism and travel enterprises in Hanoi have 
also contributed significantly to the total tourism revenue of about 2.5 billion USD, reaching more 
than 55% compared to 2019 (HTD, 2022). Investigating this context will therefore allow us to find 
effective interventions for travel agencies to maintain an engaged workforce in a volatile business 
environment.

Survey participants were employees at travel agencies in Hanoi, who are critical to improving 
service quality, customer experience, and ultimately the success of the organization. The engaged 
workforce could help save costs, create competitiveness and difference from competitors 
(Peterson & DiPietro, 2021). Moreover, employees in this industry were susceptible to many 
changes due to the Covid pandemic including many issues affecting their psychology such as 
working remotely, interrupting work, or losing jobs (GSO, 2021).
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Initially, we used purposive sampling to select travel agencies from the list published on the 
website of the Vietnam National Administration of Tourism (VNAT, 2021). Purposive sampling is 
consistent with the purpose of this study because it allows to identify participants who are 
knowledgeable about the research topics and provides deeper insights into these complex social 
topics (Robinson, 2014; Saunders et al., 2016). Compared with the random sampling, this technique 
helps us to limit the survey questionnaires filled out by employees from organizations with 
unclearly defined culture. In fact, it takes a certain amount of time for the process of organiza-
tional socialization to take place with newcomers, so that they can understand the organizational 
culture and have a clear opinion on whether or not they will engage with the job and the 
organization (Saks & Gruman, 2018). Therefore, the enterprises selected must be established 

Table 1. Descriptions of measurement scales
Scales Descriptions Sources
Result orientation Refers to the extent to which the 

organization values the final work 
results, and the achievement of 
the goals of the employees and 
the organization.

Sarros et al. (2005); Tepeci and 
Bartlett (2002)

Innovation Refers to the extent to which the 
organization promotes and 
facilitates employees’ innovative 
ideas and activities, and the level 
of commitment to implementing 
innovative and creative activities of 
the enterprise.

Oriade et al. (2021); Tepeci and 
Bartlett (2002)

Formality Refers to the extent to which the 
organization focuses on strict 
processes, regulations, and rules in 
operational activities and service 
provision

Bradley et al. (2006); Oriade et al. 
(2021)

Customer orientation Refers to the extent to which the 
organization considers customers 
as the center of their business 
activities

Atadil and Green (2021); Oriade 
et al. (2021)

Employee development Refers to the extent to which the 
organization is interested in 
training and developing the career 
of employees

Oriade et al. (2021); Tepeci and 
Bartlett (2002)

Team orientation Refers to the extent to which the 
organization promotes team spirit 
and teamwork to solve problems

Oriade et al. (2021); Solís & Solís 
and Mora-Esquivel (2020); Tepeci 
and Bartlett (2002)

Social responsability Refers to the extent to which the 
organization considers the benefits 
to society and the environment 
when conducting business 
activities

Naqshbandi et al. (2015); Sarros 
et al. (2005)

Fair compensation Refers to the extent to which the 
organization ensures fairness in 
financial and non-financial 
compensation for employees

Sarros et al. (2005); Tepeci and 
Bartlett (2002)

Job engagement Refers to the extent to which the 
employee dedicates physical, 
cognition, and emotion to the 
performance of his/her job

Albrecht et al. (2018); Saks (2019); 
Schaufeli et al. (2006)

Organizational engagement Refers to the extent to which the 
employee dedicates physical, 
cognition and emotion to the 
realization of the organization’s 
values and goals

Rai and Maheshwari (2021); Saks 
(2019)

Source: Summary of authors. 
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before 2019 to ensure a certain level of employee engagement and taken-for-granted organiza-
tional culture. The author first contacted these travel agencies to ask for permission to send the 
questionnaire to employees. The survey period lasted from December 2021 to June 2022. This was 
the last stage of the 4th wave of covid taking place in the world and in Vietnam, where the tourism 
industry is heavily affected with the number of domestic and international tourists still plunging 
(VNAT, 2022b). During the survey period, access to employees was greatly hindered due to the 
strictness of social distancing regulations in Hanoi and the prevalence of remote working. The 
minimum sample size to conduct hypothesis testing should be five times the number of observed 
variables, which was 295 (Hair et al., 2014). However, after contacting employees based on lists 
provided by travel agencies, the number of employees who agreed to participate in the survey did 
not reach the allowable threshold. Realizing the difficulties of getting accessibility to the employ-
ees, we decided to consider the previous respondents as a starting point to use the snowball 
method (Parker et al., 2019). In some cases, the purposive sampling method has been used to 
determine the key informants, which in turn was followed by the snowball method (Brown, 2006; 
Tongco, 2007). The snowball method was conducted until a suitable sample size was reached to 
test the model and it appeared that the next referrer had participated in the survey (Hair et al.,  
2014).

The questionnaire was sent to employees via email with a Google form link. Through the 
questionnaire, the respondents expressed to what extent they agree or disagree with the state-
ments related to organizational culture and employee engagement. Of 400 questionnaires sent, 
342 questionnaires were collected, achieving a response rate of 86%. After excluding four ques-
tionnaires that were not fully completed, the data from 338 valid questionnaires was included in 
the analysis to test the scale and research hypotheses. The utilization of AMOS.20 helps to conduct 
structural equation modeling (SEM) analysis to test the relationship between the constructs in the 
proposed framework.

To control common method bias, we paid attention to both procedural and statistical strategies. 
We first reversed the order of observed variables to restrict respondents from answering based on 
inferences from the previous questions (Podsakoff et al., 2012). The questions after being adapted 
from the original scales were also improved based on the results of in-depth interviews with 
experts and employees. By prioritizing the simple words, adding specific examples related to the 
context of travel business in Vietnam, the questionnaire was constructed to avoid causing ambi-
guity, difficult to interpret for the respondents (Podsakoff et al., 2012). In addition, although the 
survey was conducted via email and online survey link, we also included a cover letter that clearly 

Table 2. Descriptions of sample

Gender Male 37.3% Education level High school or 
the equivalent

12.1%

Female 62.7% Associate 
degree

13.3%

Job position Front-line 
employee

54.1% Bachelor’s 
degree

61.2%

Back-office 
employee

45.9% Master’s degree 
or higher

13.3%

Age Under 25 27.5% Seniority Under 3 years 27.8%

25–34 10.2% 3–5 years 32.0%

35–44 22.5% 5–10 years 24.3%

45–55 12.4% 10–15 years 13.3%

Over 55 7.1% More than 15 
years

2.7%

Source: Authors. 
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explains how the collected data would be used to bring value to the business and the employees, 
thereby helping participants give more accurate answers (Jordan & Troth, 2020). In terms of 
statistical approach, we conducted Harman’s one-factor test, which is commonly used in self- 
report studies (Fuller et al., 2016). The analysis results showed a single factor accounting for 28.7% 
of the variance, much lower than the proposed threshold of 50%, so common method bias was not 
present (Cooper et al., 2020).

Surveyed employees were diverse in terms of gender, age, education level, and seniority (Table 
2). Young staff under 35 years old accounted for more than 37%. Females made up the majority 
with about 63%. Employees were highly qualified with nearly 75% having a bachelor’s degree or 
higher. Those with less than 5 years of seniority accounted for nearly 60%.

3.2. Measurement tests
To verify the validity of the measurement model, convergent validity and discriminant were 
examined (Table 3). The AVE coefficients were all above the acceptable threshold of 0.5, showing 
that latent variables have high convergent validity (Fornell & Larcker, 1981). Comparing the square 
root of the AVE and the inter-construct squared correlation estimates of each construct also 
ensured discriminant validity. The scores of construct reliability between 0.82 and 0.90 indicate 
that the scales were reliable (Hair et al., 2014).

4. Data analysis and hypothesis testing

4.1. Descriptive statistics
Descriptive statistical analysis and finding differences in responses between groups of respondents 
are informative for generalizing the perception of employees about organizational culture and 
their degree of engagement. All cultural dimensions were highly evaluated with a mean value 
greater than 3, except for Formality (Table 3). That reflects cultural characteristics in Hanoi travel 
businesses, as most of them are small and medium-sized enterprises with poorly established 
procedures and policies, a compact and flexible structure, and a low level of specialization. On 
the other hand, the job and organizational engagement were all greater than 3.5. Looking deeply 
into each dimension of engagement, the results of the One-way ANOVA analysis showed signifi-
cant differences in both job and organizational engagement by gender, age, and job position 
(Table 4). In terms of seniority, the difference in organizational engagement between employees 
was noted. In addition, there was no difference in engagement by education level.

4.2. Structural model and hypothesis testing
The tested structural model includes dimensions of engagement and organizational culture. Based 
on the combination of various indices including the values of chi-square/df, CFI, RMSEA, IFI, and 
TLI, the model fit is guaranteed (Table 5).

8 examined cultural dimensions explain 66% of the variation in job engagement while 68% of 
the change in organizational engagement was explained by the combined impacts of organiza-
tional culture and job engagement (Table 6). The analysis results showed that all cultural dimen-
sions have a meaningful direct influence on at least one dimension of engagement, in which there 
are four dimensions (Innovation, Formality, Employee development, and Social responsibility) 
impacting job and organizational engagement simultaneously.

The mediating role of job engagement was verified based on the bootstrapping results. 
Accordingly, Result orientation and Customer orientation have no direct impact on organizational 
engagement but have an indirect impact through job engagement (Table 7). Meanwhile, the 
mediating effect of job engagement in the relationship between Team orientation and Fair 
compensation was not supported (Figure 1). The combination of these analysis results suggested 
that hypotheses H1-5a, H7a, H2-3b, H5-8b, H1-5c, H7c should be accepted.
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5. Discussions and implications

5.1. Main findings and discussions
Examining the interrelationship between organizational culture, job engagement and organiza-
tional engagement has elucidated the mechanism behind the motivating role of culture for 
engagement improvement.

Firstly, broadening the perspective to pay more attention to organizational engagement helps to 
identify cultural dimensions that have a dual impact on job and organizational engagement 
instead of just focusing on promoting job engagement-related dimensions like several previous 
studies. The role of culture has been demonstrated in improving not only job engagement but also 
organizational engagement. This result is consistent with the SET theory that employee engage-
ment could be motivated based on the principle of reciprocity (Saks, 2019). Employees consider 
organizational culture as the organization’s efforts to bring values and benefits to them. They are 
then willing to engage with the organization as a commensurate return. The presence of the 
appropriate culture fosters a psychological bond in which employees engage and stay with the 
organization, which they believe will benefit them in the long term (Kwon & Kim, 2020).

In particular, the impact of Innovation was not only recognized on job engagement as in studies 
of Bakker & Demerouti (2008), Halbesleben and Wheeler (2008) but also on organizational 
engagement. In the context of a fluctuating environment, similar to the study of Hassanein and 
Özgit (2022) that in the period of COVID-19 disrupting the operation of travel businesses, employ-
ees need to be listened to and more involved in order to innovate and be more responsive to the 
changing working environment. The role of Employee development for both job and organizational 
engagement, instead of just the former, has also expanded the suggestion of the previous scholars 
(AlShehhi et al., 2021). In line with the SET and Job Demands-Resources theory (Bakker & 
Demerouti, 2007), in order to maintain employee engagement in the context of the Covid-19, 
higher job demands need to be rebalanced by more both economic and socioemotional resources 
from the organization (Saks, 2019), including employee development through emphasis on training 
and prioritizing a clearer career path for employees. The influence of Social responsibility is 
explained by the fact that if travel agencies still pay attention to the interests of the community 
and stakeholders even during difficult times, employees will be more confident and optimistic 
about the future of the business, thereby want to be engaged with this job and organization for 
a long time (Kim & Kim, 2021). An intriguing finding is the prominent effect of Formality on both 
job and organizational engagement. This is different from the study of Cardon et al. (2021) which 
has suggested that informality, especially in communication, is related to engagement in the 
blended work environment during the Covid-19. This could be explained based on the specifica-
tions of the travel industry. The standardization of service provision processes, and the system of 
rules and policies help employees to keep pace with the new working rhythm, create a corridor to 
maintain working order and interact within the organization even through technology-mediated 
communications (Gustafson, 2012).

Secondly, the study has clarified the role of job engagement in organizational engagement 
improvement and in the relationship between organizational culture and organizational engage-
ment. This result has added to the rare number of models that address both forms of engagement 
simultaneously (Saks, 2019) and has further extended the implication of the SET theory. 
Accordingly, the reciprocal exchange between employees and the organization could eventually 
create organizational engagement when the organizational culture brings certain values that 
make employees engage with the job. On the one hand, job engagement is an important driver 
of organizational engagement. This adds empirical evidence about the direction of the relationship 
between these dimensions of engagement to the conclusions of Saks and Gruman (2014). On the 
other hand, the results have supported the idea that job engagement mediates the relationship 
between organizational culture and organizational engagement. In fact, in tourism and travel 
industry, the job that employees, especially frontline employees, undertake is seasonal and high 
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pressure as they have to serve and satisfy diverse and increasingly demanding customers 
(Gonzalez-González & García-Almeida, 2021). The connection between them and the organization 
is first formed from passion and engagement with the job, then built over time in the process of 
interacting with the organization and gradually becoming more engaged with the organization 
(Saks, 2019). This result has diversified the results of Barrick et al. (2015), Rai & Maheshwari (2020) 
on the influence of job- and organization-related variables, including organizational culture, on 
organizational engagement through job engagement.

Thirdly, the study revealed the difference in the level of job and organizational engagement 
between different groups of employees. Dissimilar to the results of Tsaur et al. (2019) and 
Khodakarami and Dirani (2020), the degree of engagement in the tourism and travel industry 
varies according to age, gender and seniority. Notably, young staff from Generation Z (born after 
1995) in travel agencies showed lower engagement. This is related to the difference in work value 
of Generation Z, who are also looking for a job and career stability like previous generations but 
give more priority to promotion and self-development (Maloni et al., 2019). During the Covid-19, 
many of them saw this crisis as an opportunity to test themselves in other jobs, look for oppor-
tunities in other organizations instead of deciding to be engaged with the organization with an 
unpredictable future (Wang, 2022). In addition, women also showed a higher level of engagement 
than men in this study, partly because male employees were significantly more favorable in 
looking for other jobs when businesses downsized and also faced heavier pressure to earn alter-
native income to support the family. Interestingly, frontline employees have a low level of 
engagement compared to those who hold back-office positions. A reasonable explanation for 
this is related to the job characteristics of frontline employees with high autonomy, flexibility but 
more pressure of dealing directly with the strict requirements of customers (Baum et al., 2020). 
This makes the relationship between frontline employees and their organization become looser.

5.2. Theoretical and managerial implications
This study suggested that organizational sociological perspectives need to be supplemented in the 
studies on the antecedents of engagement. The multi-level framework that includes variables at 
both the organizational and individual levels implies that adjusting the cultural context could bring 
multiple benefits related to job and organizational engagement in travel agencies. Supported 
proximal and distal effects of organizational culture on organizational engagement further confirm 
its essential role in engagement improvement. This study has supported the SET theory by 
emphasizing the role of cultural environmental factors on engagement. The application of the 
SET theory needs to be viewed more broadly when the benefits that businesses bring in reciprocal 
relationships with employees are not only financial benefits but also socio-emotional values that 
can be demonstrated via organizational culture (Kwon & Kim, 2020). Secondly, the mediating role 
of job engagement also allows for changing the view of two distinct dimensions of engagement. 
While job engagement needs to be considered as a starting point for further research on improving 
engagement, organizational engagement needs to be given proper attention in the tourism and 
travel industry. This study has shown that the SET theory is relevant to comprehensively explain 
how to simultaneously promote job and organizational engagement through organizational 

Table 5. Model fit summary
Model Fit Value Recommend value
Chi-Square/DF 1.235 <3.00

Comparative Fit Index (CFI) 0.962 ≥0.90

Root Mean Square Error of 
Approximation (RMSEA)

0.026 ≤0.08

Incremental Fit Index (IFI) 0.963 ≥0.90

Tucker-Lewis Index (TLI) 0.960 ≥0.90

Sources: Hair et al., 2010 and analysis results of authors 
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culture. Thirdly, it is necessary to recognize the problems of travel businesses with the diversity in 
the level of engagement and the important influences that come from distinct cultural features.

For managers of travel agencies who are facing a decline in the engagement of staff, developing 
organizational culture is a viable way to create profound and enduring changes in employee 
engagement. When setting up the corporate culture manual, with the restriction of the manager’s 
effort and resource constraints, the managers should give priority to the cultural dimensions that 
help to achieve dual objectives of improving both job and organizational engagement, including 
Innovation, Formality, Employee development, and Social Responsibility. Specifically, building 
a creative working environment, accepting risks, respecting employee voice, and always upholding 
the interests of the community and environment in all business programs should be prioritized. In 
addition, the cultural dimension of employee development with support through training activities 
and career development should be promoted to help individuals’ values align with corporate 
values, thereby making them more engaged in the workplace (Anitha, 2014). Moreover, in a risky 
environment, travel agencies should pay attention to Social Responsibility to show employees the 
concern of the organization, so that employees will accompany the enterprise to overcome 
difficulties (Kim & Kim, 2021). In addition, the data analysis results showed that Formality has 
not properly been promoted in travel businesses in Vietnam while this dimension has a significant 
influence on both dimensions of engagement. Therefore, this cultural dimension needs to be 

Table 6. Summary of hypothesis tests
Dependent 
variables

R2 Independent 
variables

B t P

Job 
engagement

0.66 Result 
orientation

0.21 3.33 0.00

Innovation 0.29 5.62 0.00

Formality 0.12 2.06 0.04

Customer 
orientation

0.25 3.98 0.00

Employee 
development

0.18 2.86 0.04

Team 
orientation

−0.06 −0.98 0.33

Social 
responsibility

0.16 2.79 0.00

Fair 
compensation

0.06 0.92 0.36

Organizational 
engagement

0.68 Result 
orientation

−0.12 −1.90 0.06

Innovation 0.20 3.70 0.00

Formality 0.13 2.26 0.02

Customer 
orientation

−0.05 −0.77 0.44

Employee 
development

0.16 2.53 0.01

Team 
orientation

0.24 3.75 0.00

Social 
responsibility

0.13 2.39 0.02

Fair 
compensation

0.17 2.87 0.00

Job 
engagement

0.25 3.13 0.00

Source: Authors. 
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promoted through strengthening the organizational structure with a detailed system of rules and 
regulations associated with each employee’s daily tasks and responsibilities. Finally, the remaining 
cultural factors also need to be developed because job engagement formed by a suitable cultural 
environment could also lead to organizational engagement among employees in travel agencies.

Additionally, managers in travel agencies should also distribute different concerns for each 
group of employees, especially turn more attention to Generation Z in the workforce and frontline 
employees, who play a vital role in determining service quality, resilience and rapid growth after 
the pandemic, but have a remarkable low level of engagement. The discussions, ongoing training 
courses aimed at raising awareness of the importance of engagement, chain of engagement 
activities for remote staff should be deployed based on the flexible use of formal and informal 
internal communication.

Table 7. Summary of mediation tests
Dependent 
variable

Mediating 
variable

Independent 
variables

Direct effect Indirect 
effect

Result

Organizational 
engagement

Job 
engagement

Result 
orientation

−0.12 0.05* Full mediation

Innovation 0.20* 0.07* Partial 
mediation

Formality 0.13* 0.02* Partial 
mediation

Customer 
orientation

−0.05 0.06* Full mediation

Employee 
development

0.16* 0.04* Partial 
mediation

Team 
orientation

0.24* −0.02 No mediation

Social 
responsibility

0.13* 0.04* Partial 
mediation

Fair 
compensation

0.17* 0.01 No mediation

Notes: *: significant at 0.05. 
Source: Authors. 

Figure 1. Summary of data 
analysis.

(Source: Authors)
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In order for the study’s implications to be truly meaningful and suggestive for further research, 
some limitations need to be acknowledged. This study focuses on organizational culture that 
fundamentally shapes employees’ attitudes and behaviors. Future studies should continue to 
exploit the employee-organization relationship based on the SET theory, especially studies on 
important contextual antecedents of individual and organizational outcomes. Expanding the 
research scope to include other developing countries or conducting comparative studies with 
developed countries could also unfold interesting results. In addition, due to the complexity of 
the topic of organizational culture and employee psychology, further research could be extended 
to other groups of multinational travel agencies or cross-border travel services to look for out-
standing features of organizational culture and employee engagement in an intercultural environ-
ment. Besides, this study was based mainly on survey data to test the influence of organizational 
culture on employee engagement. However, these are all multi-dimensional constructs, so the 
addition of qualitative data such as in-depth interviews or case studies could allow for a deeper 
interpretation of the research results.

6. Conclusions
The COVID-19 crisis has not only completely altered the operations of travel agencies, but also 
posed a big challenge in attracting and retaining human resources who are engaged and make 
more efforts for the organization to quickly recover and adapt to the new business landscape. The 
journey to find solutions to promote employee engagement has provided a remarkable hint for 
both researchers and practitioners about another significance of developing organizational culture, 
in addition to its role as a tool to improve competitiveness. This study proposed an analytical 
framework that synthesizes the relationships between organizational culture and employee 
engagement. Data collected from 338 employees at travel agencies in Hanoi, the tourism center 
of Vietnam, provided insight into the impact of the cultural environment on organizational 
engagement and the mediating role of job engagement in this relationship. The results not only 
contribute to the engagement literature with a detailed perspective from the travel industry in 
a developing country during the pandemic, but also suggests solutions for managers in establish-
ing a list of cultural dimensions that need to be prioritized in order to improve employee engage-
ment. Accordingly, enhancing organizational engagement needs to come from developing 
organizational culture to facilitate the employee’s working process at the workplace, providing 
meaningful work experiences, thereby creating the premise of forming and strengthening the 
engagement with the organization.
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