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Abstract
Research on thriving has garnered significant scholarly 
attention. Yet, knowledge is lacking on the role that poly-
chronicity plays in leveraging the hard work and dedication 
of frontline employees to acquire and utilize new knowl-
edge and skill sets needed to thrive at work, and the con-
dition under which this is expected to occur. We draw on 
the socially embedded model of thriving to examine how 
frontline employees' polychronic proclivities elicit their 
thriving at work (i.e. learning) through work engagement 
mechanism and the boundary condition of the unintended 
(negative) consequence of training. We examine our hypoth-
eses based on a unique multi-wave and multi-source data 
from 261 frontline hotel employees and their colleagues in 
10 four-star hotels in Ghana. Results indicate polychronic-
ity's direct and indirect (via work engagement) effect on the 
learning facet of thriving at work. The strength of the direct 
effect of polychronicity on work engagement is offset and 
the indirect effect is attenuated by the unintended (negative) 
effect of the training frontline employees receive from their 
hotel organizations. Implications for theory and practice are 
discussed, with limitations and several suggestions made for 
future research endeavours.
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INTRODUCTION

The hospitality and tourism sector represents a strong pillar of the global economy, particularly in fast-
rising developing economies, such as Ghana. The sector's contributions are reliant on the efforts and 
loyalty of its frontline employees who provide high-quality services to meet the growing customer needs 
(Agnihotri et al., 2017; Karatepe et al., 2014). Therefore, it is essential for scholars and practitioners to 
have a deeper understanding of how frontline employees self-adapt and acclimatize to the intricacies of 
the contemporary work context.

A critical concept of adaptation and positive adjustment of employees that supports their attunement 
to the work environment is thriving (Pichler et al., 2023; Spreitzer et al., 2005; Walumbwa et al., 2018). 
Thriving (i.e. a ‘psychological state in which individuals experience both a sense of vitality and learning 
at work’; Spreitzer et al., 2005, p. 538) is essential in the hospitality and tourism sector because it is ‘an 
adaptive function that helps [frontline employees] navigate and change their work contexts to promote 
their own development’ (Spreitzer et al., 2005, p. 537). A central tenet of thriving at work is that the 
vitality and learning facets work together (Porath et al., 2012), and high levels of both imply employee 
thriving at work (Spreitzer et al., 2005). While vitality is the positive feelings of energy and ‘aliveness’, 
learning represents the sense of obtaining and using valuable skills and knowledge (Porath et al., 2022; 
Spreitzer et al., 2005). Learning is the cognitive component of thriving, characterized by a state of per-
petual improvement achieved through the acquisition and application of knowledge (Dimitrova, 2020). 
Therefore, through learning, we argue that thriving completely captures the ‘forward movement in one's 
development’ (Spreitzer et al., 2010, p. 135) and ‘psychological experience of personal growth’ (Porath 
et al., 2012, p. 251). Consequently, we posit that learning can serve as an internal gauge assisting employ-
ees to evaluate whether their work context is favourable for their professional growth and development 
(Spreitzer et al., 2005).

Although research on thriving has garnered much scholarly attention (see Goh et  al.,  2022; 
Kleine et al., 2019; Porath et al., 2022 for recent reviews) and has been associated with important 
work outcomes, such as less career regret, more commitment and satisfaction, and the willingness 
to engage in both in-role and extra-role behaviours (Han & Hwang, 2021a, 2021b; Huo, 2021; Wu 
& Chen, 2019), it is unclear whether individuals' preference to handle several tasks concurrently (i.e. 
polychronicity; Arndt et al., 2006; Sanderson et al., 2013), could enable or inhibit hotel employees 
thriving. Research investigating the potential relationship between polychronicity and frontline ser-
vice employees thriving at work is essential considering the highly demanding and fast-paced work 
environment in the hotel industry (Asghar et al., 2021; Jang & George, 2012; Karatepe et al., 2013). 
However, while an analysis of the hospitality and tourism literature (see Table A1) indicates that 
individual characteristics enable workplace thriving (Goh et al., 2022; Kleine et al., 2019; Spreitzer 
et al., 2005), we know little about how polychronicity—‘an important employee trait that has spe-
cific and clear relevance to the eclectic and fast-paced’ (Arndt et al., 2006, p. 320) work environment 
in the hotel industry (Asghar et al., 2021; Jang & George, 2012; Karatepe et al., 2013)—can help 
sustain frontline hotel employees thriving. Polychronicity is a stable personality trait that describes 
the preference for multitasking rather than single-tasking behaviour (Howard & Cogswell, 2023). As 
such, polychronicity holds importance in the hospitality and tourism sector because of the high de-
mand on frontline hotel employees to engage in diverse and multiple tasks, interact with customers 
and work under time constraints (Asghar et al., 2021; Jang & George, 2012; Karatepe et al., 2013; 
Slocombe & Bluedorn, 1999).

Additionally, while past research has determined a positive association between polychronicity and 
work engagement (Asghar et al., 2020; Karatepe et al., 2013) and work engagement and thriving at work 
(Rabiul et al., 2023; Wallace et al., 2016), the work engagement mechanism channelling the positive 
effect of polychronicity to workplace thriving remains unclear due to its positionality in the thriving 
literature. However, Kleine et al. (2019) note that the dominant explanation in the thriving literature 
foregrounds engagement as a driver rather than a consequence of thriving. This tension motivated us 
to postulate that polychronicity facilitates high levels of work engagement derived from the preference 
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to engage in several tasks and switch between tasks, which, in turn, leads to a high sense of learning 
resulting in thriving at work.

The socially embedded model of thriving suggests that thriving is influenced and sustained by 
the interplay between individual and contextual factors (Goh et al., 2022; Kleine et al., 2019). The 
model also recognizes that employees may vary in their thriving because of differences in individual 
and contextual factors that nourish their f lourishing behaviours. From the lens of the socially em-
bedded model of thriving, we reason that contextual factors play a crucial role in establishing how 
employees can reach their full potential (Cheng et al., 2021; Jiang et al., 2024; Spreitzer et al., 2012). 
However, the thriving literature lacks a clear and logical explanation of how training, an important 
contextual factor, acts as a moderator in this process. Moreover, the way employees perceive and 
undergo training might influence the relationship between their preference to juggle through several 
tasks and their work engagement, and subsequent thriving at work. Training, while designed to en-
hance knowledge, skills and abilities, can inadvertently require employees to invest too much time 
and effort, resulting in negative consequences, such as stress and burnout, which can undermine 
the positive effect of polychronicity on work engagement (Han et  al.,  2020; Jensen et  al.,  2013; 
Kroon et al., 2009). The overlooked aspect of training, as highlighted in extant research (Livne-
Ofer et al., 2019; Van de Voorde & Beijer, 2015), constrains our theoretical understanding of the 
circumstances in which the preference to engage in several things at the same time impedes the 
work engagement and thriving of frontline hotel employees. Based on the foregoing reasons, we 
employed the socially embedded model of thriving (Spreitzer et al., 2005) to propose and examine 
a model in which the direct and indirect (via work engagement) effect of polychronicity on thriving 
is moderated by the unintended (negative) effect of training.

In developing and testing our theoretical model, we make several contributions to the thriving and 
polychronicity literature. First, recognizing a gap in the extant research focused primarily on contex-
tual antecedents of thriving (Chang & Busser,  2020; Han & Hwang, 2021b; Lin et  al.,  2022; Wu & 
Chen, 2019), we respond to recent calls urging the exploration of individual characteristics that facilitate 
thriving at work (Goh et al., 2022; Kleine et al., 2019). In this regard, by examining polychronicity as 
a factor enabling workplace thriving, we highlight the preference for doing several things simultaneously 
as a trait relevant to the dynamic, multifaceted hospitality industry environment (Arndt et al., 2006; 
Karatepe et al., 2013). This personality trait aligns with the domain of individual characteristics influ-
encing workplace thriving and expands the utility of the socially embedded model of thriving (Spreitzer 
et al., 2005) in the field of hospitality and tourism literature (Chang & Busser, 2020; Huo, 2021). Second, 
we deepen understanding of the link between polychronicity and workplace thriving by investigating 
work engagement as a motivational pathway. In so doing, we contribute to the emerging body of re-
search on polychronicity (Asghar et al., 2020; Karatepe et al., 2013) and unravel the conceptual mud-
dling surrounding the positionality of engagement in the thriving literature (Kleine et al., 2019; Wallace 
et al., 2016).

Third, our study addresses the unintended (negative) consequence of training as a boundary 
condition of the relationship between polychronicity, work engagement and subsequently thriving 
at work. In response to calls for identifying contextual moderators stimulating thriving (Cheng 
et al., 2021; Jiang et al., 2024; Walumbwa et al., 2018), we shed light on the unintended (negative) 
consequence of skill training for polychronic individuals. Despite the potential of multitasking pref-
erence to foster engagement and thriving among frontline employees (Asghar et al., 2020; Karatepe 
et al., 2013; Sanderson et al., 2013), we reason that training could generate a detrimental effect to 
dampen this relationship. The increased time and effort demanded by skill training sessions might 
create additional tasks, intensifying work pressure and extending work hours (Han et  al.,  2020; 
Kroon et  al.,  2009; Page et  al.,  2018). As such, employees may perceive training as a misuse of 
their time and effort required to engage in polychronic tendencies (Livne-Ofer et al., 2019; Van de 
Voorde & Beijer,  2015), thus hindering their enthusiasm and engagement in their assigned work 
roles (Bakker & Demerouti, 2007; Lesener et al., 2020) and ultimately inhibiting their workplace 
thriving.
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THEORY A ND H Y POTHESES

Socially embedded model of thriving and polychronicity

In this section, we begin by describing Spreitzer et al.'s (2005) socially embedded model of thriving, 
which provides the theoretical foundation for our hypotheses. The socially embedded model of thriving 
(Spreitzer et al., 2005) identifies two categories of antecedents, including personality dispositions (e.g. 
core self-evaluation, proactive personality and positive affect) and contextual factors (e.g. social support, 
climate of trust and task identity) that can facilitate thriving. Since advancing these two categories of 
enablers, the socially embedded model of thriving has been adopted as a framework to explicate how 
employees develop and sustain their thriving (Goh et al., 2022; Kleine et al., 2019; Porath et al., 2022; 
Spreitzer et al., 2005). The underpinning assumption of the socially embedded model of thriving is that 
personality dispositions and contextual factors enable individuals to become agentic. In turn, these 
agentic behaviours (i.e. task focus, exploration and heedful relating) not only serve as the engine of the 
socially embedded model of thriving but also help employees to learn at work.

Extant research in the hospitality and tourism sector shows that empirical studies on the contextual 
enablers of thriving has proliferated (Chang & Busser,  2020; Han & Hwang,  2021a, 2021b; Kleine 
et al., 2019; Wu & Chen, 2019), limiting our understanding of similar research on individual charac-
teristics that predispose some employees to thrive more than others (Spreitzer et al., 2005). However, 
recent reviews have outlined proactive personality, prosocial motivation, emotional stability and core 
self-evaluation among others as the individual characteristics that antecede workplace thriving (Goh 
et al., 2022). While these personality dispositions are important enablers of thriving at work, the thriv-
ing research misses out on an ‘important employee trait [polychronicity] that has specific and clear 
relevance to the eclectic and fast-paced’ (Arndt et  al.,  2006, p. 320) work environment in the hotel 
industry where frontline employees prefer to juggle through several tasks in a block of time (Karatepe 
et al., 2013; Sanderson et al., 2013). For example, frontline hotel managers engage in several activities, 
including supervising receptionists and resolving conflicts from guests on phone all at the same time, 
making polychronicity a preferable trait in the hospitality industry.

Polychronicity describes the degree to which employees prefer to engage in several tasks at a time-
block and believe their preference is the best route for carrying out the tasks (Bluedorn et  al.,  1999; 
Sanderson et al., 2013). While polychronicity has intrigued both scholars and practitioners, this trait-
like affinity for preferring to allocate time to do several things simultaneously (Franczak et al., 2024; 
Hall,  1983) does not equate multitasking ability (Howard & Cogswell,  2023; Konig & Waller, 2010; 
Sanderson et al., 2013). To provide conceptual clarity, Konig and Waller (2010) suggest that ‘the term 
polychronicity should only be used to describe the preference for doing several things at the same time, 
while the behavioural aspect of polychronicity should be referred to as multitasking’ (p. 175). For in-
stance, Kirchberg et al. (2015) and more recently Howard and Cogswell (2023) have determined poly-
chronicity as an antecedent of multitasking behaviour.

In our conceptual development of the polychronicity construct, we differentiate it from related indi-
vidual characteristics, such as proactive personality and adaptation. First, polychronicity is distinct from 
proactive personality because the latter focuses on self-initiative and identification of opportunities for 
change (Conte & Gintoft,  2005; Howard & Cogswell,  2023). A proactive personality is characterized 
by self-initiation, the ability to effect change in oneself or one's environment which focuses on future 
outcomes rather than reactive responses (Bateman & Crant, 1993; Parker et al., 2010). It explicates how 
individuals exert control and initiate actions in the workplace (Parker et al., 2019, p. 222). Polychronicity 
pertains to the organization of time. Polychronic employees may seem proactive because of their engage-
ment in multiple tasks (Franczak et al., 2024). However, their motivation does not inherently focus on 
fostering change. An employee exhibiting proactivity may favour sequential task management over the 
preference for multiple tasks. Second, polychronicity is conceptually different from adaptability. Adaptability 
refers to employees' capacity to modify their behaviour in response to evolving workplace conditions 
(Pichler et  al.,  2023). It assists employees in making appropriate adjustments at work to enhance the 



       |  5 of  25POLYCHRONICITY AND THRIVING AT WORK

significance of their roles (Hobfoll, 2002). Although polychronic employees may exhibit adaptability in 
the workplace, the key distinction is that polychronicity emphasizes preferences for managing multiple tasks, 
while adaptability relates to flexibility and responsiveness to changes in the work conditions.

Polychronic employees are capable of problem-solving in high-speed work contexts, such as the 
hotel industry because of their natural preference to carry out several tasks at the same time (Asghar 
et al., 2020; Jang & George, 2012). Polychronicity has been associated with well-being (Howard & 
Cogswell, 2023; Korabik et al., 2017; Weintraub et al., 2019), which calls for research on how and 
when polychronicity elicits frontline hotel employees thriving at work in high-speed work contexts. 
Against this backdrop, we seek to extend the socially embedded model of thriving by conceptualiz-
ing polychronicity as an innate trait-like affinity that describes time-oriented characteristics and ex-
plains frontline employees' preference for doing different tasks simultaneously. In doing so, we add 
to the individual characteristics domain of thriving and examine the process mechanisms through 
which the polychronicity and thriving at work relationship is expected to occur. Our conceptual 
model is shown in Figure 1.

Polychronicity and thriving at work relationship

We now turn our attention to examine the situation in which employees' preference for managing mul-
tiple tasks makes it easier for them to learn new skills and knowledge, resulting in thriving at work. 
The socially embedded model of thriving posits that thriving at work is intricately linked to the inter-
play between individual attributes and contextual factors within the organizational setting (Spreitzer 
et al., 2005). Within this framework, the positive relationship between polychronicity and employees 
thriving at work can be elucidated by the model's emphasis on the interaction between individual char-
acteristics and the social environment. Although not extensively explored in the context of workplace 
thriving, polychronicity feeds into Spreitzer et al.'s (2005) socially embedded model of thriving and of-
fers insights into how service employees' preferences for several things in multitasking environments can 
help them to thrive at work. The preference for engaging and switching between several tasks efficiently 
(i.e. polychronicity; Bluedorn et al., 1999) represents an important individual attribute contributing to 
thriving (Howard & Cogswell, 2023; Mattarelli et al., 2015). For example, a frontline receptionist may 
be called upon to check in on new guests and help resolve their complaints on the phone at the same 
time. This makes the preference for doing several tasks and allocating time for each task (Sanderson 

F I G U R E  1   Proposed research model. CWR, coworker rating; FER, focal employee rating.
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et  al.,  2013) essential for the contextual demands of customer-centric roles, which can facilitate the 
acquisition and application of new skills for successful task management and service delivery (Asghar 
et al., 2020; Karatepe, 2011).

Furthermore, in line with research emphasizing the importance of individual predispositions on 
thriving, such as aspiration for gain or proactivity (Brockner & Higgins, 2001; Goh et al., 2022; Kleine 
et al., 2019), polychronic individuals possess attributes that predispose them towards enhanced thriving 
experiences within the highly demanding hospitality sector. While polychronicity does not necessarily 
equate multitasking, it encapsulates a preference for managing and shifting between numerous tasks 
within a defined timeframe (Howard & Cogswell, 2023; Sanderson et al., 2013). This inherent pref-
erence to handle several tasks allows polychronic individuals to efficiently allocate time and manage 
diverse responsibilities within a given timeframe enabling them to acquire and apply new set of skills 
essential for work (Arndt et al., 2006; Bluedorn et al., 1999; Karatepe et al., 2013). Such competencies 
align with service-oriented roles where meeting managerial and customer expectations necessitate agil-
ity and adaptability, enabling polychronic individuals to thrive at work by delivering quality service 
(Asghar et al., 2020; Jang & George, 2012; Karatepe, 2011).

In sum, we draw on the socially embedded model of thriving (Spreitzer et al., 2005) to propose that 
the unique attributes of polychronic individuals position them favourably to excel within the hospitality 
work settings. Their preference for and adeptness in managing several tasks within time constraints will 
likely facilitate the acquisition and utilization of a new set of skills, which are pivotal for successful ser-
vice delivery (Benabou, 1999; Spreitzer et al., 2005). Consequently, we hypothesize that:

Hypothesis 1.  Polychronicity is positively associated with the learning facet of thriving 
at work.

Work engagement as a mediator of the relationship between polychronicity and 
thriving at work

Although we predict a positive relationship between polychronicity and employee thriving at work in our 
earlier discussion, uncovering the ‘black box’ in this relationship is essential. Here, we suggest work engage-
ment as one such mechanism. Work engagement is ‘a positive, fulfilling, work-related state of mind that is 
characterised by vigour, dedication, and absorption’ (Schaufeli et al., 2002, p. 74). This means that engaged 
employees exhibit high levels of involvement and engrossment in their assigned jobs (Bledow et al., 2011; 
Makikangas et al., 2016). As a motivational construct, work engagement can be facilitated by personality 
dispositions because it is a more direct outcome of individual's personal resources (Bakker et al., 2023; 
Lesener et al., 2020; Park et al., 2019). We contend that polychronicity as an innate personality disposition 
with ‘specific and clear relevance to the eclectic and fast-paced’ (Arndt et al., 2006, p. 320) work environ-
ment in the hotel industry will be related to work engagement. As such, polychrons with the preference to 
engage in multiple tasks and switch between tasks (Sanderson et al., 2013) are likely to work harder, feel 
committed and happily engrossed in their assigned work roles (Bledow et al., 2011; Borst et al., 2020).

From a socially embedded model of thriving (Spreitzer et al., 2005) perspective, polychronicity—
where individuals prefer to engage in diverse tasks or activities simultaneously—can positively relate 
to thriving through work engagement due to its intricate interplay with the social contexts within 
the workplace. Polychronicity enables individuals to navigate complex social environments by effi-
ciently managing and integrating diverse tasks, interactions and responsibilities (Asghar et al., 2020; 
Franczak et al., 2024; Karatepe et al., 2013). This skill becomes instrumental for service workers 
in the hospitality industry where collaborative work, teamwork and interpersonal relationships are 
pivotal. The preference for engaging in multiple tasks concurrently fosters a sense of adaptability 
and flexibility, concurring with the socially embedded model of thriving's emphasis on the inter-
connectedness between individuals and their contextual environment (Grant & Ashford,  2008; 
Spreitzer et al., 2005). Thus, as employees' adept in polychronicity navigate various work demands 
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surrounding the hospitality industry, they are more likely to be engaged, leveraging this preferential 
capability to establish meaningful connections.

Furthermore, the positive relationship between polychronicity and work engagement is also likely to 
stem from its facilitation of social interactions and relationships. Polychronic hotel employees exhibit 
effective time usage, enhanced communication skills and social acumen, enabling them to navigate 
diverse social and task-related situations (Asghar et  al., 2021; Sanderson et al., 2013). This ability to 
synchronize and manage multiple activities concurrently fosters collaboration, cooperation and effec-
tive interaction with their customers, ultimately contributing to heightened levels of work engagement. 
Because polychronic employees prefer to juggle through several tasks in a block of time (Bluedorn 
et  al.,  1999; Sanderson et  al.,  2013), it is relatively easier for them to handle the complaints of dis-
gruntled customers and the high volumes of special delivery requests ( Jang & George, 2012; Karatepe 
et al., 2014). Given their natural preference to focus on several tasks within a limited time, polychronicity 
should impact hotel employees' hard work and dedication towards completing their assigned work roles. 
Thus, we suggest that polychrons would be more engaged at work.

In turn, as polychrons become more engaged in their work, we argue that they are more likely to 
experience a sense of learning—thriving at work (Porath et  al., 2012). For example, research shows 
that when employees learn, they accumulate a stockpile of knowledge and skills that they can read-
ily utilize in their work (Zeijan et  al.,  2020). Work engagement should enhance thriving within ser-
vice environments due to its multifaceted impact on individual well-being and performance (Bakker 
et al., 2008). As a positive, energized state of mind encompassing dedication, absorption and vitality 
(Schaufeli et al., 2002), work engagement allows for profound emotional and energetic connection with 
work (Bakker et al., 2008; Zeijan et al., 2020). This heightened level of engagement should help indi-
viduals to learn, by building up a reservoir of knowledge and skillsets, contributing significantly to 
frontline employees' thriving at work. Indeed, according to Billett (2001), the intensity of engagement 
correlates directly with the quality and extent of learning experiences, providing employees with ongo-
ing access to goal-directed activities and support, thereby facilitating continuous personal development 
(Dimitrova, 2020; Kleine et al., 2019). Through active involvement and enthusiasm for their tasks, en-
gaged service employees not only experience a sense of fulfilment but also leverage their engagement as 
a catalyst for continual learning and growth (Makikangas et al., 2016; Zeijan et al., 2020).

Building from the above, we theorize engagement as a precursor rather than an outcome of thriv-
ing. First, meta-analysis on engagement has shown that work engagement is distinct from attitudinal 
constructs (e.g. job satisfaction and commitment) (Borst et al., 2020; Christian et al., 2011). In addition, 
work engagement is a motivational pathway for evaluating the impact of individual characteristics (in-
cluding polychronicity) on thriving at work. Hence, riding on the shoulders of Kleine et al.'s  (2019) 
meta-analytic findings, we challenge the conceptual acumen of Goh et al.'s (2022) integrative review 
and Rabiul et al.'s (2023) empirical evidence about engagement as an attitudinal outcome of thriving. 
Our contention is further cemented by a recent Gallup Report (2023) on the state of the global work-
place which describes engagement as a gauge for assessing workplace thriving.

Accordingly, we reason that work engagement serves as a catalyst for employee thriving by facil-
itating an environment conducive to personal development and goal attainment (Kleine et al., 2019; 
Wallace et al., 2016). Engaged workers tend to immerse themselves deeply in their work, experiencing a 
flow state characterized by intense focus and absorption (Bakker et al., 2008). This absorption enables 
employees to effectively channel their skills and efforts towards achieving meaningful goals, creating a 
sense of zest and vitality. Furthermore, the energetic connection established through work engagement 
will likely propel service employees to seek and seize opportunities for skill enhancement and learning, 
fostering a continuous cycle of growth and development (Billett, 2001; Zeijan et al., 2020). Taken to-
gether, to the extent that polychrons prefer to manage several tasks simultaneously (Asghar et al., 2020), 
they should feel invigorated and connected to their work (i.e. become engaged), leading to enhanced 
thriving at work (Borst et al., 2020; Kleine et al., 2019; Wallace et al., 2016). As such, we theorize work 
engagement as a mediator that advances our understanding of the ‘black box’ between polychronicity 
and thriving at work:
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Hypothesis 1b.  Polychronicity is positively associated with work engagement.

Hypothesis 2.  Work engagement mediates the positive linkage between polychronicity 
and learning facet of thriving at work.

Training as a boundary condition

As described earlier, the socially embedded model of thriving emphasizes the significant role of con-
textual factors in realizing the full potential of employees thriving at work (Spreitzer et al., 2005). 
Within the socially embedded model of thriving framework, the interplay between individual char-
acteristics and contextual factors significantly shapes the experience of workplace thriving ( Jiang 
et al., 2024; Kleine et al., 2019). Guided by this perspective, we propose that training serves as a 
contextual factor that moderates the relationship between polychronicity and employee thriving 
through work engagement. Specifically, we suggest that frontline hotel employees high in poly-
chronicity may experience reduced work engagement and subsequent decline in thriving when the 
demands of training compromise their ability to engage in multitasking and task switching comfort-
ably within defined time blocks. This consideration introduces a nuanced understanding of training 
(Beltran-Martin et al., 2017; Sun et al., 2007) which contrasts its beneficial effects, including en-
hancing the capabilities of employees, boosting their self-confidence to have control over their work 
and increasing their proactivity in performing their assigned work roles (Ehrnrooth et  al.,  2021; 
Kostopoulos et al., 2015; Suseno et al., 2022).

Training, recognized as a fundamental HR practice for transferring knowledge, skills and abilities 
(KSAs) to employees (Blume et al., 2019; Garavan, McCarthy, Lai, Murphy, et al., 2021), aligns with 
the Dynamic Transfer Model (DTM), highlighting its aim to enhance on-the-job effectiveness (Blume 
et al., 2019). However, empirical evidence suggests that the instrumental value of training may be un-
dermined when solely targeted at maximizing human capital without adequate consideration for em-
ployee well-being (Han et al., 2020; Jensen & Van de Voorde, 2016; Oppenauer & Van De Voorde, 2018; 
Ramsay et al., 2000). As noted by Ehrnrooth and Bjorkman (2012), this training approach could lead 
employees to feel depleted rather than empowered, potentially resulting in disengagement and increased 
work pressure (Van de Voorde et al., 2016). Therefore, training while intended to enhance skills and 
competencies, can unintendedly increase the job demands that employees experience, potentially lead-
ing to negative outcomes, such as burnout, counteracting the positive effects of polychronicity on work 
engagement (Han et al., 2020; Kroon et al., 2009).

Based on the above considerations, we propose that training moderates the positive effect of poly-
chronicity on employees thriving at work through work engagement. When employees perceive training 
as resource-depleting, their polychronic preference and engagement diminishes, hindering their sense of 
learning, an essential facet of thriving at work (Porath et al., 2022; Spreitzer et al., 2012). In contrast, 
a balanced perception of training, seen as mutually beneficial, reinforces the preference for polychronic 
abilities, work engagement and the associated feelings of being energized and immersed in their roles, 
consequently enhancing employees' sense learning (Bledow et  al.,  2011; Park et  al.,  2019; Spreitzer 
et al., 2005). Therefore, we propose the following hypotheses:

Hypothesis 3.  Training will moderate the positive effect of polychronicity on work en-
gagement, such that the positive effect becomes negative when training is perceived as 
resource-depleting.

Hypothesis 4.  Training will moderate the positive indirect effect of polychronicity on 
the learning facet of thriving at work via work engagement, such that the positive indirect 
effect is attenuated when training is perceived as resource-depleting.
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METHOD

Empirical research rationale

An International Labour Organisation (2020) report indicated that COVID-19 posed a great challenge 
to employees in the hospitality and tourism sector due to border closures and travel restrictions. This 
left most frontline employees languishing—‘a sense of stagnation and emptiness’ (Dasborough, 2022, p. 
167)—because of lack of work activities (Darkwah, 2022; Kimbu et al., 2023; Soane et al., 2023). Since 
thriving is the antipode of languishing, it makes sense to understand how hotel employees are adapt-
ing and positively adjusting to their normal work lives in the twin sectors after the pandemic. Second, 
the sector is characterized by intensive work which makes polychronicity—time usage and the preference 
to juggle several tasks—imperative. Therefore, the demand on frontline employees to prefer to engage in 
several blocks of tasks, engage in pleasant interaction with customers and work under rigorous time 
constraints, make polychronicity a beneficial trait for frontline employees in the hospitality and tourism 
sector (Asghar et al., 2021; Bluedorn et al., 1999; Karatepe et al., 2013). Based on the forgoing reasons, it 
is anticipated that multi-wave and multi-source data from four-star rated hotel employees in Ghana will 
help illuminate our understanding of how and when polychronic inclinations foster frontline employees 
thriving at work.

Sample and procedure

Our study participants consisted of full-time frontline employees and their coworkers drawn from 
10 four-star hotels in Ghana. Only full-time hotel employees and their colleagues who have worked 
with their current hotel for the six-month probation period were recruited (Labour Act, 2003, Act 
651). Our rationale for selecting full-time employees in our sample was that past research has shown 
that part-time and full-time employees differ in their ratings of psychological well-being outcomes, 
including thriving (Conway & Briner, 2002). In addition, part-timers rather than full-timers prefer 
flexible work arrangements (Miller & Terborg, 1979; Yeo et al., 2024), which is likely to compromise 
their polychronic inclinations to excel in multitasking contexts. Because common method variance 
(CMV) is a precursor to common method bias (CMB) (Bozionelos & Simmering, 2022), multiple 
waves and multiple source data were used to mitigate the threat of CMB (Podsakoff et al., 2012). 
Furthermore, to encourage maximum participation, we assured participants of anonymity and con-
fidentiality of their responses.

At Time 1 ( June 2023), the survey was distributed to 350 frontline hotel employees to respond to 
polychronicity, training and the covariates, which resulted in 316 responses. At Time 2 ( July 2023), 
those who responded to the Time 1 survey were re-contacted to answer questions on work engagement, 
resulting in 290 surveys. During the Time 2 survey, the frontline employees were asked to provide the 
contact details of two working colleagues with whom they had worked for a period of 3 months and 
above.

We compiled the contact details of coworkers provided by the focal participants and randomly selected 
one coworker to respond to the survey in Time 3 (August 2023). Of the 290 randomly selected work col-
leagues, only 286 were contacted due to missing information. The 286 work colleagues answered questions 
on the learning dimension of thriving at work for the focal participants, resulting in 270 complete responses. 
The multi-wave and multi-source data were matched using unique codes, which resulted in 261 complete 
and matched responses. This represented a 74.6% response rate, above the average response rate of 52.7% 
suitable for conducting research based on employee data (Baruch & Holtom, 2008). Shown in Table 1, our 
sample consisted of approximately 82% female frontline workers. Most of the participants (51%) were single 
and aged between 26 and 33 years (58.6%). Finally, they have worked between 1 and 5 years (82.0%) and 
hold a diploma (78.5%) as their highest educational accomplishment.
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Measures

Polychronicity

Polychronicity (α = .91) was assessed with the 10-item inventory of polychronic value (IPV) scale 
(Bluedorn et al., 1999). The participants rated the 10-items on a 5-point Likert scale from 1 = strongly 
disagree to 5 = strongly agree. Sample items are ‘I like to manage several activities at the same time’ and ‘I 
believe people should try to do many things at once’.

Work engagement

Work engagement (α = .96) was measured with the short version of the Utrecht Work Engagement Survey 
(UWES-9; Schaufeli & Bakker, 2003). The nine items under three sub-dimensions were anchored on a 
7-point scale ranging from 1 = never to 7 = always with sample items, including ‘at my work, I feel bursting 
with energy’ (vigour), ‘I am enthusiastic about my job’ (dedication) and ‘I am immersed in my work’ (absorption).

Training

Training (α = .86) was assessed with four items from the high-performance human resource (HPHR) 
practices scale (Sun et  al.,  2007). Participants were made to rate the items on a 5-point scale from 
1 = strongly disagree to 5 = strongly agree. A sample item is ‘my hotel offers extensive training programmes 
for individuals in customer contact or frontline jobs’.

T A B L E  1   Sample demographic characteristics.

Characteristic/subgroup Frequency %

Gender

Male 45 17.2

Female 216 82.8

Participant age

18–25 years 61 23.4

26–33 years 153 58.6

34–41 years 41 15.7

42–49 years 4 1.5

>49 years 2 .8

Tenure in organization

1–5 years 214 82.0

6–10 years 36 13.8

>10 years 11 4.2

Marital status

Single 133 51.0

Married 128 49.0

Highest level of education

Diploma 205 78.5

Undergraduate 56 21.5
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Thriving at work

Thriving at work was measured with the 5-item learning scale (Porath et al., 2012) on a 5-point Likert 
scale from 1 = strongly disagree to 5 = strongly agree. A sample item is ‘I see myself continually improving’ 
(learning = α = .94). In line with recent recommendations (Kleine et al., 2019), we omitted the vitality 
dimension of thriving in our analysis to rule out construct similarity with the vigour items of work en-
gagement given both constructs were highly correlated, suggesting concern for multicollinearity.

Control variables

Following past research (Han & Hwang, 2021a, 2021b; Jang & George, 2012), we controlled frontline 
hotel employees' age, gender, marital status, tenure in the organization and educational accomplishment. 
This is because these covariates have been found to be associated with work engagement and thriving 
(Asghar et al., 2021; Karatepe et al., 2013; Wu & Chen, 2019).

R ESULTS

Confirmatory factor analysis

A confirmatory factor analysis (CFA) with the maximum likelihood (ML) estimate in AMOS v.29 
(Arbuckle, 2022) was used to assess the validity and reliability of the measures (Table 2). To test for dis-
criminant validity, a series of nested models were performed for comparison. As reported in Table 3, the 
hypothesized four-factor model (i.e. polychronicity, training, work engagement and learning) resulted in 
a good fit (χ2[N = 262, df = 308] = 754.47, χ2/df = 2.45, TLI = .92, CFI = .93, RMSEA = .08, SRMR = .05) 
compared with the alternative models, with the closest being the three-factor model with work en-
gagement and learning combined (χ2[N = 262, df = 311] = 1065.87, χ2/df = 3.43, TLI = .87, CFI = .88, 
RMSEA = .10, SRMR = .06). Also, the 90% CI for RMSEA parameters were inspected with no obser-
vation of overlap in the data, suggesting the distinctiveness of the measures. The factor loadings (see 
Table 2) for the polychronicity (.52–.82), training (.73–.85), work engagement (.78–.92) and learning 
(.80–.92) constructs were all above the suggested score (≥.50; Hair Jr. et al., 2019), signifying conver-
gent validity. In addition, the average variance extracted (AVE), composite reliability (CR), maximum 
reliability (MaxR) and Cronbach's alpha (α) for the multi-item constructs (see Table 2) met their recom-
mended threshold value of ≥.50, ≥.60 and ≥.70, respectively (Bagozzi & Yi, 2012; Hair Jr. et al., 2019), 
signifying all constructs are valid and reliable (Tables 2 and 3).

Hypothesis testing

We used the kurtosis and skewness indices, and the variance inflation factor (VIF) and tolerance scores 
to address the assumption of normality and multicollinearity. The highest kurtosis |.52| and skewness 
|1.12| scores in Table 2 were less than |3.0| (Kline,  2016) while the VIF (1.76–2.17) and tolerance 
(.46–.57) indices in Table 4 were less than 4.0 and greater than .10, respectively (O'Brien, 2007), indicat-
ing that our data are normally distributed and not affected by collinearity issues.

Table 4 displays the descriptive statistics and correlations among the study constructs. Model 7 of 
Hayes (2022) PROCESS macro was utilized to test the hypothesized moderated mediation model, while 
Model 4 was used to examine the indirect effect of polychronicity on the learning dimension of thriving 
through work engagement.

As hypothesized in Table 5, polychronicity was positively and significantly associated with learn-
ing (β = .36, SE = .15, p < .05), thus lending support to Hypothesis 1a. In a similar vein, polychronicity 
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T A B L E  2   Reliability and validity assessment.

Constructs, details of measures and results of 
reliability and validity test Mean SD Skewness Kurtosis λ t-Value

Polychronicity (Bluedorn et al., 1999; CR = .91, MaxR(H) = .92, AVE = .51)

POL1. I like to manage several activities at the same 
time

3.73 .97 −.56 −.21 .76 Fixed

POL2. I would rather complete an entire task 
everyday than complete parts of several projects

3.75 .91 −.67 .14 .82 13.67

POL3. I believe people should try to do many things 
at once

3.64 .98 −.68 .15 .76 12.60

POL4. When I work by myself, I usually work on one 
task at a time

3.77 .93 −.41 −.52 .74 12.31

POL5. I prefer to do one thing at a time 3.67 .94 −.52 −.12 .70 11.35

POL6. I believe people do their best work when they 
have many tasks to complete

3.66 .96 −.62 −.05 .72 11.78

POL7. I believe it is best to complete one task before 
beginning another

3.77 .88 −.60 .08 .67 10.99

POL8. I believe it is best for people to be given 
several tasks and assignments to perform

3.69 .97 −.71 −.01 .75 12.25

POL9. I seldom like to work on more than a single 
task or assignment at the same time

3.71 .87 −.51 .14 .66 10.72

POL10. I would rather complete parts of several 
projects every day than complete an entire task

3.66 1.20 −.80 −.21 .52 8.28

Training (Sun et al., 2007; CR = .86, MaxR(H) = .87, AVE = .60)

ETR1. Extensive training programmes are provided 
for employees in customer contact or frontline jobs

3.67 1.04 −.58 −.42 .85 Fixed

ETR2. Employees in customer contact jobs will 
normally go through training programmes every few 
years

3.76 1.04 −.70 −.05 .78 14.23

ETR3. There are formal training programmes to 
teach new hires the skills they need to perform their 
job

3.72 .91 −.56 .10 .74 13.15

ETR4. Formal training programmes are offered to 
employees to increase their promotability in this 
organization

3.87 .95 −.69 −.01 .73 12.55

Work engagement (Schaufeli & Bakker, 2003; CR = .96, MaxR(H) = .96, AVE = .74)

ENG1. At my work, I feel bursting with energy 5.12 1.62 −.99 −.09 .78 Fixed

ENG2. At my job, I feel strong and vigorous 5.18 1.65 −1.07 .17 .81 18.14

ENG3. When I get up in the morning, I feel like 
going to work

5.21 1.62 −1.04 .26 .87 18.40

ENG4. I am enthusiastic about my job 5.23 1.30 −1.12 .31 .92 17.18

ENG5. My job inspires me 5.23 1.68 −1.05 .10 .80 14.39

ENG6. I am proud of the work that I do 5.22 1.48 −1.10 .42 .89 16.45

ENG7. I feel happy when I am working intensely 5.32 1.38 −1.05 .46 .90 16.63

ENG8. I am immersed in my work 5.37 1.43 −1.02 .38 .90 16.67

ENG9. I get carried away when I am work

Thriving at work—learning (Porath et al., 2012; CR = .94, MaxR(H) = .95, AVE = .77)

TWL1. I find myself learning often 5.20 1.36 −.88 −.04 .80 Fixed



       |  13 of  25POLYCHRONICITY AND THRIVING AT WORK

was found to be positively and significantly related to work engagement (β = .88, SE = .11, p < .001), 
suggesting Hypothesis 1b is supported. Using the bootstrap technique, the indirect effects of poly-
chronicity on learning (indirect effect = .40, 95% CI = [.31, .49]) through work engagement were 
positive and significant, providing support to Hypothesis 2. Furthermore, Hypothesis 3 posited that 
training would generate an unintended (negative) consequence on the positive effect of polychronic-
ity on work engagement. As hypothesized in Table 5, the interaction effect between polychronicity 
and training was negatively associated with engagement (β = −.30, SE = .10, p < .05). The results of 
the interaction plot in Figure 2a,b show that the link between polychronicity and work engagement 
hinges on how frontline hotel employees perceive training. Precisely, the JN plot indicates that poly-
chronicity is significantly associated with work engagement when training is perceived as generating 
a negative effect—below 3.92 (correspond to 93% of the sample), which supports Hypothesis  3. 
To test Hypothesis  4, we conducted a first stage moderated mediation analysis with Model 7 of 
Hayes (2022) PROCESS macros, whereby the indirect effect of polychronicity on learning through 

Constructs, details of measures and results of 
reliability and validity test Mean SD Skewness Kurtosis λ t-Value

TWL2. I continue to learn more and more as time 
goes by

5.39 1.38 −.92 .39 .85 20.57

TWL3. I see myself continually improving 5.39 1.34 −.98 .40 .92 17.96

TWL4. I have developed a lot as a person 5.30 1.40 −.87 .02 .89 17.08

TWL5. I am not learning (R) 5.28 1.46 −.99 .16 .91 17.37

Note: Model fit statistics: χ2([N = 261, df = 308]) = 754.47, χ2/df = 2.45, TLI = .92, CFI = .93, SRMR = .05, RMSEA = .08. n = 261, italicized items 
were omitted due to cross-loading.
Abbreviations: λ, standardized factor loading; AVE, average variance extracted; CR, composite reliability; MaxR(H), maximum reliability; SD, 
standard deviation.

T A B L E  2   (Continued)

T A B L E  3   Confirmatory factor analysis (CFA) results of the comparison of the hypothesized model with alternative 
nested models.

Model χ2 df χ2/df RMSEA
RMSEA 
90% CI SRMR TLI CFI AIC χ2 difference test

Baseline four-factor model 754.47*** 308 2.45 .08 [.07, .08] .05 .92 .93 894.47 –

Three-factor model A 1065.87*** 311 3.43 .10 [.09, .10] .06 .87 .88 1199.89 ∆χ2(3) = 311.40, 
p < .001

Three-factor model B 1256.05*** 321 3.91 .11 [.10, .11] .07 .84 .85 1370.05 ∆χ2(13) = 501.53, 
p < .001

Three-factor model C 1307.20*** 321 4.07 .11 [.10, .12] .07 .83 .85 1421.20 ∆χ2(13) = 552.73, 
p < .001

Two-factor model 1768.62*** 323 5.48 .13 [.13, .14] .09 .75 .77 1878.62 ∆χ2(15) = 1014.15, 
p < .001

One-factor model 2152.35*** 324 6.64 .15 [.14, .15] .09 .69 .71 2260.35 ∆χ2(16) = 1397.88, 
p < .001

Note: n = 261. ∆χ2(∆df ) is based on comparison with the hypothesized five-factor model. Hypothesized five-factor model: polychronicity; 
training; work engagement; learning. Three-factor model A: polychronicity; training; work engagement and learning combined. Three-
factor model B: polychronicity and training combined; work engagement; learning. Three-factor model C: polychronicity; training and work 
engagement combined; learning. Two-factor model: polychronicity, training and work engagement combined; learning. Two-factor model: all 
the multi-item constructs combined into a single latent construct.
Abbreviations: χ2, chi-squared; χ2/df, normed chi-square; CFI, comparative fit index; RMSEA, root mean square error of approximation; 
SRMR, standardized root mean square residual; TLI, Tucker–Lewis index.
***p < .001.
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work engagement occurred at −1SD and +1SD levels of training. As shown in Table 5, the positive 
effect of polychronicity on learning through work engagement was stronger when training was 
lower (β = .60, 95% CI [.45, .76]) and weaker when training was higher (β = .36, 95% CI [.22, .52]). 
Furthermore, the index of moderated mediation was significant because it did not contain zero (indi-
rect index = −.16, 95% CI [−.27, −.05]). Therefore, we conclude that training attenuates the positive 
indirect effect of polychronicity on the learning dimension of thriving through work engagement, 
supporting Hypothesis 4. The findings of our hypotheses testing are illustrated in Figure 3.

DISCUSSION

In a three-wave field study involving frontline hospitality employees, we found support for our hy-
potheses that polychronicity increases work engagement, which, in turn, is positively associated with 
frontline employees' thriving at work (i.e. learning; Porath et al., 2012). Furthermore, we demonstrated 
that this mediating process was moderated by the unintended (negative) effect of training. Specifically, 
polychronic employees who are subject to training were less likely to be engaged at work and, as a result, 
least likely to experience a sense of learning. In what follows, we discuss the theoretical and practical 
contributions of our research and provide suggestions for future research.

Theoretical implications

Our research makes several important theoretical contributions to the literature on thriving at work and 
polychronicity. First, we contribute to the thriving literature (Spreitzer et al., 2005) by shedding new 
light on an important, yet overlooked individual characteristic contributing to thriving in the work-
place, specifically polychronicity. For instance, employees high in polychronicity are likely to accrue 
new skills and knowledge to experience personal growth in their professional life (Dimitrova, 2020). 
Polychronicity is an essential aspect of today's dynamic work environment characterized by flexible 

T A B L E  4   Descriptive statistics, correlation and reliability estimates.

Variables Mean SD 1 2 3 4 5 6 7 8 9

1. T1 Gender 1.83 .38 1.00

2. T1 Age 29.25 4.90 −.04 1.00

3. T1 Tenure 3.47 2.64 .01 .43*** 1.00

4. T1 Marital status 1.49 .50 .16** .55*** .27*** 1.00

5. T1 Highest level of education 1.21 .41 −.11† .30*** .20** .25*** 1.00

6. T1 Polychronicity 3.70 .72 .15* .24*** .17** .34*** .05 .91

7. T1 Training 3.76 .83 .16** .24*** .21** .26*** .12† .58*** .86

8. T2 Work engagement 5.24 1.37 .15* .16** .16** .25*** .07 .68*** .60*** .96

9. T3 Thriving—learning 5.31 1.26 .17** .19** .17** .28*** .02 .64*** .64*** .76*** .95

Variance inflation factor index n.a n.a n.a n.a n.a n.a n.a 2.17 1.76 2.13 n.a

Tolerance index n.a n.a n.a n.a n.a n.a n.a .46 .57 .47 n.a

Note: n = 261. Cronbach's alphas are presented along the diagonal; Gender: 1 = male, 1 = female. Marital status: 1 = single, 2 = married. 
Education: 1 = diploma, 2 = undergraduate. T1 = Time 1; T2 = Time 2; T3 = Time 3. Bold values indicate along the diagonal represent the 
Cronbach's alpha values.
Abbreviation: n.a, not applicable.
†p < .10.
*p < .05. **p < .01. ***p < .001.
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T A B L E  5   Direct, moderation, mediation and moderated mediation models.

Work engagement Thriving—learning

B SE LLCI ULCI B SE LLCI ULCI

Intercept 5.14*** .53 4.09 6.19 2.09*** .56 1.00 3.18

Control path

Gender .11 .17 −.23 .44 .12 .15 −.17 .42

Age −.01 .02 −.04 .03 .00 .01 −.02 .03

Tenure in organization .01 .02 −.04 .05 .02 .02 −.02 .05

Marital status .03 .17 −.30 .36 .15 .14 −.13 .43

Highest level of education .11 .19 −.27 .49 −.17 .12 −.40 .06

Direct effect path

Polychronicity: H1a & H1b .88*** .11 .66 1.11 .36* .15 .07 .65

Work engagement .54*** .06 .42 .66

Moderation effect path

Training .39** .10 .19 .60

Polychronicity × Training: H3 −.30* .12 −.53 −.06

R2 .55 .61

B SE LLCI ULCI

Mediation effect path

Polychronicity → Work Engagement → 
Learning: H2

.40 .05 .31 .49

Moderated mediation effect path

Polychronicity → Work Engagement → 
Learning: H4

High training (+1SD) .36 .08 .22 .52

Low training (−1SD) .60 .08 .45 .76

Index of moderated mediation −.16 .06 −.27 −.05

Note: n = 261. Unstandardized beta (B) coefficients are reported with robust standard errors (SE). Bootstrap sample = 10,000.
Abbreviations: CI, confidence interval; LL, lower limit; UP, upper limit.
*p < .05. **p < .01. ***p < .001.

F I G U R E  2   (a) Moderating effect of training. Values of training are −1 SD, mean, and +1 SD. (b) Johnson Neyman plot 
of interaction effect ( JN ≤3.92).
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and hybrid work arrangements and the technological breakthrough which influences employee's prefer-
ence for engaging in several tasks simultaneously (Sanderson et al., 2013; Yeo et al., 2024). Polychronic 
frontline employees can easily utilize their personal resources to improve themselves at work (Porath 
et al., 2012). Therefore, the fit between polychronicity and thriving indicates that our finding under-
scores the significance of the eclectic and fast-paced hotel environment for frontline employees to 
excel in their polychronic tendencies. Yet, extant research to date has predominantly focused on more 
general individual characteristics (e.g. psychological capital, core self-evaluation and proactive personal-
ity) as antecedents of thriving at work (Goh et al., 2022; Kleine et al., 2019), neglecting the relevance 
of polychronicity. Polychronicity is distinct from proactive personality because proactive employees 
favour sequential tasks over juggling multiple tasks simultaneously. Additionally, while polychronic em-
ployees are adaptable in the workplace, polychronicity emphasizes the preferences for managing multiple 
tasks, whereas adaptability is about flexibility and responsiveness to changes in the work conditions 
(Howard & Cogswell, 2023). However, as a trait associated with the preference for multitasking capa-
bilities (Slocombe & Bluedorn, 1999), polychronicity has become a pivotal focus within the dynamic 
context of the hospitality industry. Hence, guided by the socially embedded model of thriving (Spreitzer 
et al., 2005), which highlights the relevance of individual characteristics in fostering thriving experi-
ences our findings suggest that polychronicity can sustain employee thriving at work. In this regard, we 
extend the conversation on individual characteristics through polychronicity and their significant roles 
in sustaining thriving for frontline hotel employees (Chang & Busser, 2020; Kim et al., 2023).

Second, we contribute to the growing literature on polychronicity and thriving by testing the underlying 
mechanism that explains why polychronicity enhances employee workplace thriving. We draw from the 
socially embedded model of thriving (Spreitzer et al., 2005) to identify work engagement as an essential 
mediating mechanism accounting for this relationship. Specifically, our findings suggest that polychronic-
ity enhances employee work engagement, which then provides ongoing access to goal-directed activities 
(Bakker et al., 2008; Bledow et al., 2011) and promotes thriving at work (Walumbwa et al., 2018). As such, 
our research adds depth to our understanding of how polychronicity influences thriving at work experi-
ences. This contribution addresses an important gap in the emerging literature on the individual charac-
teristics (i.e. polychronicity) domain of social embedded networks by providing a richer understanding of 
the mechanism through which polychronicity impacts thriving (Asghar et al., 2020; Karatepe et al., 2013). 
In addition, we resolve the tension surrounding the positionality of engagement in thriving research by ar-
guing for work engagement as a gauge bridging individual characteristics and thriving (Kleine et al., 2019; 
Wallace et al., 2016). Consequently, we challenge the conceptual accuracy of Goh et al.'s (2022) integrative 
review and the theoretic basis of Rabiul et al.'s (2023) empirical research that conceptualizes work engage-
ment as a proximal attitudinal outcome of thriving at work.

Third, we contribute to the literature by demonstrating that polychronic employees who par-
take in training are less likely to be engaged at work, thus making them less likely to thrive at work 

F I G U R E  3   Results of hypotheses testing. Mediation path: Polychronicity → Work engagement → Learning = .40*. 
T1 = time 1; T2 = Time 2; T3 = Time 3. *p < .05, **p < .01, ***p < .001.
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(Beltran-Martin et al., 2017; Howard & Cogswell, 2023). While training is generally recognized as a 
key human resource practice that allows knowledge transfer and skill development (Blume et al., 2019; 
Garavan, McCarthy, Lai, Murphy, et al., 2021), our research findings uncover the unintended (negative) 
consequence of training. Considering the findings that training counterintuitively hinders the poten-
tial linkages between polychronicity, work engagement, and, ultimately, employee thriving (Conte & 
Gintoft, 2005; Slocombe & Bluedorn, 1999), our study provides a nuanced understanding of the poten-
tial adverse effect of training on employees with polychronic tendencies. This finding challenges prior 
research on the beneficial effects of training as a boundary condition, which posits that skill training 
enhances the capabilities of employees, boosts their self-confidence to exercise greater work control and 
makes them proactive at performing their assigned work roles (Ehrnrooth et al., 2021; Kostopoulos 
et al., 2015; Suseno et al., 2022). We contend that focusing on one side of the training tension as if in 
isolation hinders our ability to deploy and manage our employees as unique resources to confer com-
petitive advantage (Boselie et al., 2005; Delery & Doty, 1996). Therefore, the present research findings 
underscore the importance of considering the potential downside of training initiatives, especially for 
individuals with specific work traits (e.g. polychronicity), in sustaining their thriving at work. We en-
courage more research to shed new light on how and when training demands may unintentionally hinder 
positive workplace outcomes.

Practical implications

Our research findings hold significant practical implications for organizations, and specifically for 
frontline hotel employees and their managers. First, it suggests the need for managers to recognize the 
value of frontline employees' polychronic tendencies. We believe that acknowledging and leveraging 
these tendencies can foster a more vibrant and adaptive work environment that enables employees to 
thrive at work. An important step in this regard could be establishing training programmes and work 
structures that accommodate these proclivities, which may enhance their work engagement and overall 
thriving, as suggested by our findings.

Second, our research highlights that managers should focus on strategies that enhance work 
engagement among frontline employees. For example, in instances where a manager notices that an 
employee with multitasking preferences is not engaged at work, it is important to ask questions and 
provide the necessary support to such employees. This could include helping them avoid burnout 
(Bakker et al., 2014), providing autonomy in task scheduling or designing job roles that allow for 
f lexibility (Bakker et al., 2023; Lesener et al., 2020), enabling individuals to align their work with 
their natural polychronic orientation, and ultimately fostering an environment that is conducive to 
thriving at work.

Third, while training programmes are essential for skill development (Garavan, McCarthy, Lai, 
Murphy, et al., 2021), an excessive focus on extensive skill training may inadvertently hinder the positive 
effects of polychronicity on work engagement and thriving. Consequently, organizations should reeval-
uate their training approaches to ensure they do not inadvertently undermine employees' natural ten-
dencies and energy at work. One way to do this could be for organizations to strike a balance between 
providing necessary training and recognizing individual differences in work approaches. Customizing 
training programmes that align with individual preferences or providing alternative learning pathways 
could help mitigate the unintended negative effect of skill training on hotel employees' thriving at work.

Limitations and directions for future research

Although the socially embedded model of thriving highlights agentic behaviours as the engine of 
thriving, restrictions of data accessibility constrained us from including agentic behaviours (i.e. task 
focus, exploration and heedful relating; Goh et al., 2022; Kim et al., 2023; Spreitzer et al., 2005) in 
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our theoretical model. Despite this theoretical omission, we are confident that our application of the 
socially embedded model of thriving coupled with our unique research design provides strong support 
for our empirical findings. However, we encourage future research to improve upon our model by ex-
amining other agentic behaviours, such as the explorative and exploitative facets of ambidexterity at the 
employee level. We believe that examining employee ambidexterity (Lee et al., 2022; Tuan, 2022) will 
have incremental validity far above and beyond the exploration that Spreitzer and colleagues (Spreitzer 
et al., 2005, 2012; Spreitzer & Porath, 2014) outlined in their theorization as an agentic behaviour that 
helps to sustain workplace thriving.

Second, we focused on workplace thriving as the germane outcome of polychronicity despite recent 
meta-analyses and reviews on thriving at work highlighting several important outcomes, including atti-
tudinal (e.g. job satisfaction and affective commitment), well-being (e.g. subjective health and burnout) 
as well as in-role and extra-role behaviours (e.g. creative performance and OCB) (Goh et  al.,  2022; 
Kleine et al., 2019; Porath et al., 2022). We encourage future research to extend our model by incorpo-
rating the attitudinal and well-being outcomes highlighted above to explain the thriving implications 
of polychronicity.

Third, while the socially embedded model of thriving is inherently multilevel in nature (Goh 
et al., 2022; Spreitzer et al., 2005), our research design measured thriving at work at the individual level. 
Hence, we acknowledge that our research design shelves the inherent multilevel nuances in the socially 
embedded model of thriving. To advance our theoretical model, we encourage future research to adopt 
a multi-source and multilevel approach (see Jiang et al., 2024; Walumbwa et al., 2018) by capturing thriv-
ing at work as a multiple construct (Chen et al., 2004; Goh et al., 2022), precisely as at the second level 
from supervisors or coworkers and the independent variables at level one from the focal employees, as 
well as employing longitudinal research design to address issues of common method bias and causality.

Fourth, our study did not control for work design characteristics that may have confounded the 
polychronicity and thriving relationship and thus impact its generalizability (Carter et al., 2024; Grant 
et al., 2010). Yet, we concede that the changing nature of flexible, remote and hybrid work arrangements, 
including virtual teams and telework, can impact the work design features (e.g. time pressure, deadlines 
and task switching) in the context of our study, which is conducive to individuals with polychronic pro-
clivities (Sanderson et al., 2013; Slocombe & Bluedorn, 1999). For instance, when employees are given 
the option to engage in job crafting and design their own work arrangements, they will customize their 
work in a manner that does not favour polychronic behaviours (Holman et al., 2024; Parker et al., 2001). 
Therefore, we ask future research to acknowledge the temporary, flexible and remote work design ar-
rangements as covariates to enhance our understanding of the true nature of the polychronicity—thriv-
ing relationship in the context of the hospitality and tourism industry.

Fifth, our focus on only four-star frontline hotel employees in a single country—Ghana—could limit 
the extrapolation and generalizability of our findings to non-star hotels and other restaurant businesses 
in Ghana and other sub-regions in the African continent. As such, there is the need for a comprehensive 
study that utilizes a larger sample of hotel employees to help generalize our findings. Additionally, pre-
vious research has speculated that cultural and sector-specific factors can shape how employees perceive 
and experience training and feel engaged at work (Farndale & Sanders, 2017; Fletcher et al., 2020). We 
suggest that future research investigate our research model in other hospitality and tourism organiza-
tions in- and outside of our study context to provide a fresh insight and a comprehensive understanding 
of the interplay between our study constructs (i.e. polychronicity, engagement, detrimental facet of 
training and learning facet of thriving at work).

CONCLUSION

Despite the proliferation of thriving research, we know little about the enabling role of polychronicity 
and the process mechanisms that prompt frontline hotel employees to thrive at work. Guided by the 
socially embedded model of thriving, our study underscores the positive effect of polychronicity and 
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work engagement in fostering frontline employees thriving. Also, we uncover how the unintended 
consequence of training counteracts the positive direct and attenuates the indirect (via work engage-
ment) effect of polychronicity on thriving at work (i.e. learning). The unintended (negative) moderating 
effect of training shines light on the potential dark side of contextual factors, including human resource 
management practices and thus calls for hotel managers to adopt the appropriate training initiatives to 
support their frontline employees' polychronic proclivities.

AUTHOR CONTR IBUTIONS
Michael Asiedu Gyensare: Conceptualization; writing – original draft; investigation; methodology; 
writing – review and editing. Gbemisola Soetan: Conceptualization; investigation; writing – original 
draft; writing – review and editing. Chidiebere Ogbonnaya: Writing – review and editing; methodol-
ogy; conceptualization; writing – original draft. Joan-Ark Agyapong: Conceptualization; writing – re-
view and editing. Hamid Roodbari: Conceptualization; writing – review and editing.

ACK NOW L EDGEM ENTS
We would like to acknowledge Associate Professor Jennifer Franczak of Pepperdine University and 
Associate Professor Samuel Adomako of the University of Birmingham for their insightful feedback on 
an early version of this manuscript.

CONFL IC T OF I NT ER EST STAT EM ENT
The authors have no conflict of interest to declare.

DATA AVA IL A BIL IT Y STAT EM ENT
The data that support the findings of this study are available on request from the corresponding author. 
The data are not publicly available due to privacy or ethical restrictions.

ORCID
Michael Asiedu Gyensare   https://orcid.org/0000-0001-7150-3594 
Chidiebere Ogbonnaya   https://orcid.org/0000-0002-0704-5717 

R EF ER ENC E S
Agnihotri, R., Gabler, C. B., Itani, O. S., Jaramillo, F., & Krush, M. T. (2017). Salesperson ambidexterity and customer satisfac-

tion: Examining the role of customer demandingness, adaptive selling, and role conflict. Journal of Personal Selling & Sales 
Management, 37(1), 27–41.

Arbuckle, J. L. (2022). Amos, version 29.0 [Computer Programme]. Chicago: IBM SPSS.
Arndt, A., Arnold, T. J., & Landry, T. D. (2006). The effects of polychronic-orientation upon retail employee satisfaction and 

turnover. Journal of Retailing, 82(4), 319–330.
Asghar, M., Gull, N., Tayyab, M., Zhijie, S., & Tao, X. (2020). Polychronicity at work: Work engagement as a mediator of the 

relationships between job outcomes. Journal of Hospitality and Tourism Management, 45, 470–478.
Asghar, M., Tayyab, M., Gull, N., Zhijie, S., Shi, R., & Tao, X. (2021). Polychronicity, work engagement, and turnover intention: 

The moderating role of perceived organisational support in the hotel industry. Journal of Hospitality and Tourism Management, 
49, 129–139.

Bagozzi, R. P., & Yi, Y. (2012). Specification, evaluation, and interpretation of structural equation models. Journal of the Academy 
of Marketing Science, 40, 8–34.

Bakker, A. B., & Demerouti, E. (2007). The job demands-resources model: State of the art. Journal of Managerial Psycholog y, 22(3), 
309–328.

Bakker, A. B., Demerouti, E., & Sanz-Vergel, A. (2023). Job demands-resources theory: Ten years later. Annual Review of 
Organisational psycholog y and Organisational Behaviour, 10, 13.1–13.29.

Bakker, A. B., Demerouti, E., & Sanz-Vergel, A. I. (2014). Burnout and work engagement: The JD–R approach. Annual Review 
of Organizational Psycholog y and Organizational Behavior, 1(1), 389–411.

Bakker, A. B., Schaufeli, W. B., Leiter, M. P., & Taris, T. W. (2008). Work engagement: An emerging concept in occupational 
health psychology. Work & Stress, 22(3), 187–200.

Baruch, Y., & Holtom, B. C. (2008). Survey response rate levels and trends in organisational research. Human Relations, 61(8), 
1139–1160.

https://orcid.org/0000-0001-7150-3594
https://orcid.org/0000-0001-7150-3594
https://orcid.org/0000-0002-0704-5717
https://orcid.org/0000-0002-0704-5717


20 of  25  |      GYENSARE et al.

Bateman, T. S., & Crant, J. M. (1993). The proactive component of organisational behavior: A measure and correlates. Journal of 
Organizational Behaviour, 14, 103–118.

Beltran-Martin, I., Bou-Llusar, J. C., Roca-Piug, V., & Escrig-Tena, A. B. (2017). The relationship between high performance 
work systems and employee proactive behaviour: Role breadth self-efficacy and flexible role orientation as mediating 
mechanisms. Human Resource Management Journal, 27(3), 403–422.

Benabou, C. (1999). Polychronicity and temporal dimensions of work in learning organisations. Journal of Managerial Psycholog y, 
14(3/4), 257–268.

Billett, S. (2001). Learning through work: Workplace affordances and individual engagement. Journal of Workplace Learning, 13(5), 
209–214.

Bledow, R., Schmitt, A., Frese, M., & Kuhnel, J. (2011). The affective shift model of work engagement. Journal of Applied Journal, 
98(6), 1246–1257.

Bluedorn, A. C., Kalliath, T. J., Strube, M. J., & Martin, G. D. (1999). Polychronicity and the inventory of polychronic val-
ues (IPV): The development of an instrument to measure a fundamental dimension of organisational culture. Journal of 
Managerial Psycholog y, 14(3/4), 205–230.

Blume, B. D., Ford, J. K., Surface, E. A., & Olenick, J. (2019). A dynamic model of training transfer. Human Resource Management 
Review, 29, 270–283.

Borst, R. T., Kruyen, P. M., Lako, C. J., & de Vries, M. S. (2020). The attitudinal, behavioural, and performance outcomes of 
work engagement: A comparative meta-analysis across the public, semipublic, and private sector. Review of Public Personnel 
Administration, 40(4), 613–640.

Boselie, P., Dietz, G., & Boon, C. (2005). Commonalities and contradictions in HRM and performance research. Human Resource 
Management Journal, 15(3), 67–94.

Bozionelos, N., & Simmering, M. J. (2022). Methodological threat or myth? Evaluating the current state of evidence on common 
method variance in human resource management research. Human Resource Management Journal, 32(1), 194–215.

Brockner, J., & Higgins, E. T. (2001). Regulatory focus theory: Its implications for the study of emotions in the workplace. 
Organisational Behaviour and Human Decision Processes, 86, 35–66.

Cain, L., Moreo, A., & Rahman, I. (2021). Callings and satisfaction among hospitality students: The mediation of thriving and 
moderation of living a calling. Journal of Hospitality & Tourism Education, 33(2), 89–98.

Carter, K. M., Hetrick, A. L., Chen, M., Humphrey, S. E., Morgeson, F. P., & Hoffman, B. J. (2024). How culture shapes the 
influence of work design characteristics: A narrative and met-analytic review. Journal of Management, 50(1), 122–157.

Chang, W., & Busser, J. A. (2020). Hospitality career retention: The role of contextual factors and thriving at work. International 
Journal of Contemporary Hospitality Management, 32(1), 193–211.

Chang, C.-C., Zhuang, W.-L., & Hung, C.-W. (2024). Investigating the influence of thriving at work on hotel employees’ service 
performance with the moderating effect of leader-member exchange. International Journal of Hospitality Management, 119, 103736.

Chen, G., Mathieu, J. E., & Bliese, P. D. (2004). A framework for multi-level construct validation. In F. J. Yammarino & F. Dansereau 
(Eds.), Research in multilevel issues: Multilevel issues in organisational behaviour and processes (Vol. 3, pp. 273–303). Elsevier.

Cheng, B., Guo, G., Dong, Y., & Peng, Y. (2021). Examining the spillover effects of problems at home on proactive customer 
service performance in the hospitality industry: The overlooked side of the work-family interface. Journal of Hospitality 
Marketing & Management, 30(3), 354–372.

Christian, M. S., Garza, A. S., & Slaughter, J. E. (2011). Work engagement: A quantitative review and test of its relations with 
task and contextual performance. Personnel Psycholog y, 64(1), 89–136.

Conte, J. M., & Gintoft, J. N. (2005). Polychronicity, big five personality dimensions, and sales performance. Human Performance, 
18, 427–444.

Conway, N., & Briner, R. B. (2002). Full-time versus part-time employees: Understanding the links between work status, the 
psychological contract, and attitudes. Journal of Vocational Behaviour, 61, 279–301.

Darkwah, A. K. (2022). Key workers in Ghana during the COVID-19 pandemic, ILO Working Paper, No. 61. Geneva: International 
Labour Organisation. https://​doi.​org/​10.​54394/​​LICK1748

Dasborough, M. (2022). Editorial – A journey from languishing to flourishing. Journal of Organisational Behaviour, 43, 165–167.
Delery, J. E., & Doty, D. H. (1996). Modes of theorizing in strategic human resource management: Tests of universalistic, con-

tingency, and configurational performance predictions. Academy of Management Journal, 39(4), 802–835.
Dimitrova, M. (2020). Of discovery and dread: The importance of work challenges for international business travelers' thriving 

and global role turnover intentions. Journal of Organizational Behaviour, 41, 369–383.
Ehrnrooth, M., Barner-Rasmussen, W., & Koveshnikov, A. (2021). A new look at therelationships between transformational 

leadership and employee attitudes – does a high-performance work system substitute and/or enhance these relationships? 
Human Resource Management, 60, 377–398.

Ehrnrooth, M., & Bjorkman, I. (2012). An integrative HRM process theorization: Beyond signaling effects and mutual gains. 
Journal of Management Studies, 49(6), 1110–1135.

Farndale, E., & Sanders, K. (2017). Conceptualising HRM system strength through a cross-cultural lens. International Journal of 
Human Resource Management, 28(1), 132–148.

Fletcher, L., Bailey, C., Alfes, K., & Madden, A. (2020). Mind the context gap: A critical review of engagement within the public 
sector and an agenda for future research. International Journal of Human Resource Management, 31(1), 6–46.

https://doi.org/10.54394/LICK1748


       |  21 of  25POLYCHRONICITY AND THRIVING AT WORK

Franczak, J., Gyensare, M. A., Lanivich, S. E., Adomako, S., & Chu, I. (2024). How and when does founder polychronicity affect 
new venture performance? The roles of entrepreneurial orientation and firm age. Journal of Business Research, 172, 114408.

Gallup. (2023). State of the global workplace 2023 report: The voice of the world's employees. Gallup.
Garavan, T., McCarthy, A., Lai, Y., Murphy, K., Sheehan, M., & Carbery, R. (2021). A meta-analysis of temporal, institutional 

and organisational context moderators. Human Resource Management Journal, 31, 93–119.
Goh, Z., Eva, N., Kiazad, K., Jack, G. A., De Cieri, H., & Spreitzer, G. M. (2022). An integrative multilevel review of thriving 

at work: Assessing progress and promise. Journal of Organisational Behaviour, 43, 197–213.
Grant, A. M., & Ashford, S. J. (2008). The dynamics of proactivity at work. Research in Organisational Behavior, 28, 3–34.
Grant, A. M., Fried, Y., Parker, S. K., & Frese, M. (2010). Putting job design in context: Introduction to the special issue. Journal 

of Organizational Behaviour, 31, 145–157.
Hair, J. F., Jr., Black, W. C., Babin, B. J., & Anderson, R. E. (2019). Multivariate data analysis (8th ed.). Cengage.
Hall, E. T. (1983). The dance of life. Anchor Press.
Han, J., Sun, J.-M., & Wang, H.-L. (2020). Do high performance work systems generate negative effects? How and when? Human 

Resource Management Review, 30(2), 100699.
Han, M.-C., & Hwang, P.-C. (2021a). Crafting job and leisure activities when you are overqualified. Journal of Hospitality and 

Tourism Management, 48, 146–154.
Han, M.-C., & Hwang, P.-C. (2021b). Who will survive workplace ostracism? Career calling among hotel employees. Journal of 

Hospitality and Tourism Management, 49, 164–171.
Hayes, A. F. (2022). Introduction to mediation, moderation, and conditional process analysis: A regression-based approach (3rd ed.). The 

Guilford Press.
Hobfoll, S. E. (2002). Social and psychological resources and adaptation. Review of General Psycholog y, 6, 307–324.
Holman, D., Escaffi-Schwarz, M., Vasquez, C. A., Irmer, J. P., & Zapf, D. (2024). Does job crafting affect employee outcomes 

via job characteristics? A meta-analytic test of a key job crafting mechanism. Journal of Occupational and Organizational 
Psycholog y, 97, 47–73.

Howard, M. C., & Cogswell, J. E. (2023). A meta-analysis of polychronicity: Applying modern perspectives of multitasking and 
person-environment fit. Organisational Psycholog y Review, 13(3), 315–347.

Huo, M.-L. (2021). Career growth opportunities, thriving at work and career outcomes: Can COVID-19 anxiety make a differ-
ence? Journal of Hospitality and Tourism Management, 48, 174–181.

International Labour Organisation [ILO]. (2020). Sector skills strateg y: Tourism and hospitality sector. ILO.
Jang, J., & George, R. T. (2012). Understanding the influence of polychronicity on job satisfaction and turnover intention: A 

study of non-supervisory hotel employees. International Journal of Hospitality Management, 31, 588–595.
Jensen, J. M., Patel, P. C., & Messersmith, J. G. (2013). High-performance work systems and job control: Consequences for 

anxiety, role overload, and turnover intentions. Journal of Management, 39(1), 1699–1724.
Jensen, J. M., & Van de Voorde, K. (2016). High performance at the expense of employee health? Reconciling the dark side 

of high-performance work systems. In N. M. Ashkanasy, R. J. Bennett, & M. J. Martinko (Eds.), Understanding the high-
performance workplace: The line between motivation and abuse (pp. 63–84). Routledge.

Jiang, Z., Hu, X., Wang, Z., & Griffin, M. A. (2024). Enabling workplace thriving: A multilevel model of positive affect, team 
cohesion, and task interdependence. Applied Psycholog y. An International Review, 73(1), 323–350.

Karatepe, O. M. (2011). Procedural justice, work engagement, and job outcomes: Evidence from Nigeria. Journal of Hospitality 
Marketing and Management, 20(8), 855–878.

Karatepe, O. M., Beirami, E., Bouzari, M., & Safavi, H. P. (2014). Does work engagement mediate the effects of challenge stress-
ors on job outcomes? Evidence from the hotel industry. International Journal of Hospitality Management, 36, 14–22.

Karatepe, O. M., Karadas, G., Azar, A. K., & Naderiadib, N. (2013). Does work engagement mediate the effect of polychronicity 
on performance outcomes? A study in the hospitality industry in Northern Cyprus. Journal of Human Resources in Hospitality 
& Tourism, 12(1), 52–70.

Kim, H., Im, J., & Shin, Y. H. (2023). Relational resources for promoting restaurant employees' thriving at work. International 
Journal of Contemporary Hospitality Management, 35(10), 3434–3452.

Kimbu, A. N., Adam, I., Dayour, F., & de Jong, A. (2023). COVID-19-induced redundancy and socio-psychological well-being of 
tourism employees: Implications for organisational recovery in a resource-scarce context. Journal of Travel Research, 62(1), 55–74.

Kirchberg, D. M., Roe, R. A., & Van Eerde, W. (2015). Polychronicity and multitasking: A diary study at work. Human Performance, 
28(2), 112–136.

Kleine, A.-K., Rudolph, C. W., & Zacher, H. (2019). Thriving at work: A meta-analysis. Journal of Organisational Behaviour, 40, 973–999.
Kline, R. B. (2016). Principles and practice of structural equation modelling (4th ed.). The Guildford Press.
Konig, C. J., & Waller, M. J. (2010). Time for reflection: A critical examination of polychronicity. Human Performance, 23(2), 173–190.
Korabik, K., van Rhijn, T., Ayman, R., Lero, D. S., & Hammer, L. B. (2017). Gender, polychronicity, and the work-family inter-

face: Is a preference for multitasking beneficial? Community, Work & Family, 20(3), 307–326.
Kostopoulos, K. C., Bozionelos, N., & Syrigos, E. (2015). Ambidexterity and unit performance: Intellectual capital antecedents 

and cross-level moderating effects of human resource practices. Human Resource Management, 54(S1), S111–S132.
Kroon, B., van de Voorde, K., & van Veldhoven, M. (2009). Cross-level effects of high-performance work practices on burnout: 

Two counteracting mediating mechanisms compared. Personnel Review, 38(1), 509–525.



22 of  25  |      GYENSARE et al.

Lee, W. J., Sok, P., & Mao, S. (2022). When and why does competitive psychological climate affect employee engagement and 
burnout? Journal of Vocational Behaviour, 139, 103810.

Lesener, T., Gusy, B., Jochmann, A., & Wolter, C. (2020). The drivers of work engagement: A meta-analytic review of longitu-
dinal evidence. Work & Stress, 34(3), 259–278.

Lin, M., Ling, Q., Zhang, L., Cui, X., & Zhang, Z. (2022). The effects of manger role stress on job thriving of both employees 
and managers through empowering leadership. Tourism Management, 92, 104545.

Livne-Ofer, E., Colyle-Shapiro, J. A.-M., & Pearce, J. L. (2019). Eyes wide open: Perceived exploitation and its consequences. 
Academy of Management Journal, 62(6), 1989–2018.

Makikangas, A., Aunola, K., Seppala, P., & Hakanen, J. (2016). Work engagement – Team performance relationship: Shared job 
crafting as a moderator. Journal of Occupational and Organisational Psycholog y, 89(4), 772–790.

Mattarelli, E., Bertolotti, F., & Incerti, V. (2015). The interplay between organisational polychronicity, multitasking behaviours 
and organisational identification: A mixed-methods study in knowledge intensive organisations. International Journal of 
Human-Computer Studies, 79, 6–19.

Miller, H. E., & Terborg, J. R. (1979). Job attitudes of full- and part-time employees. Journal of Applied Psycholog y, 64, 380–386.
Nguyen, N. P., & McGuirk, H. (2022). Evaluating the effect of multifactors on employee's innovative behaviour in SMEs: 

Mediating effects of thriving at work and organisational commitment. International Journal of Contemporary Hospitality 
Management, 34(12), 4458–4479.

O'Brien, R. M. (2007). A caution regarding rules of thumb for variance inflation factors. Quality & Quantity, 41(5), 673–690.
Oppenauer, V., & Van De Voorde, K. (2018). Exploring the relationships between high involvement work system practices, 

work demands and emotional exhaustion: A multi-level study. International Journal of Human Resource Management, 29(2), 
311–337.

Page, S. J., Bentley, T., Teo, S., & Ladkin, A. (2018). The dark side of high-performance human resource practices in the visitor 
economy. International Journal of Hospitality Management, 74, 122–129.

Park, S., Johnson, K. R., & Chaudhuri, S. (2019). Promoting work engagement in the hotel sector: Review and analysis. 
Management Research Review, 42(8), 971–2019.

Parker, S. K., Bindle, U. K., & Strauss, K. (2010). Making things happen: A model of proactive motivation. Journal of Management, 
36, 827–856.

Parker, S. K., Wall, T. D., & Cordery, J. L. (2001). Future work design research and practice: Towards an elaborated model of 
work design. Journal of Occupational and Organizational Psycholog y, 74, 413–440.

Parker, S. K., Wang, Y., & Liao, J. (2019). When is proactivity wise? A review of factors that influence individual outcomes of 
proactive behaviour. Annual Review of Organisational Psycholog y and Organizational Behaviour, 6, 221–248.

Pichler, S., Casper, W. J., Fletcher, L., & Babu, N. (2023). Adaptation in work and family roles link support to mental health 
during a pandemic. Journal of Occupational and Organizational Psycholog y, 96, 725–753.

Podsakoff, N. P., MacKenzie, S. B., & Podsakoff, P. M. (2012). Sources of method bias in social science research and recommen-
dations on how to control it. Annual Review of Psycholog y, 63, 539–569.

Porath, C., Spreitzer, G., Gibson, C., & Garnett, F. G. (2012). Thriving at work: Toward its measurement, construct validation, 
and theoretical refinement. Journal of Organisational Behaviour, 33, 250–275.

Porath, C. L., Gibson, C. B., & Spreitzer, G. M. (2022). To thrive or not to thrive: Pathways for sustaining thriving at work. 
Research in Organisational Behaviour, 42, 100176.

Rabiul, M. K., Karatepe, O. M., Al Karim, R., & Panha, I. M. (2023). An investigation of the interrelationships of leadership 
styles, psychological safety, thriving at work, and work engagement in the hotel industry: A sequential mediation model. 
International Journal of Hospitality Management, 113, 103508.

Ramsay, H., Scholarios, D., & Harley, B. (2000). Employees and high-performance work systems: Testing inside the black box. 
British Journal of Industrial Relations, 38(1), 501–531.

Sanderson, K. R., Bruk-Lee, V., Viswesvaran, C., Gutierrez, S., & Kantrowitz, T. (2013). Multitasking: Do preference and ability 
interact to predict performance at work? Journal of Occupational and Organizational Psycholog y, 86, 556–563.

Schaufeli, W. B., & Bakker, A. B. (2003). UWES-Utrecht work engagement scale: Test manual. Unpublished Manuscript: 
Department of Psychology, Utrecht University, 8.

Schaufeli, W. B., Salanova, M., Gonzalez-Roma, V., & Bakker, A. B. (2002). The measurement of engagement and burnout: A 
two-sample confirmatory factor analytic approach. Journal of Happiness Studies, 3, 71–92.

Slocombe, T. E., & Bluedorn, A. C. (1999). Organisational behaviour implications of the congruence between preferred poly-
chronicity and experienced work-unit polychronicity. Journal of Organisational Behaviour, 20, 75–99.

Soane, E., Flin, R., Macrae, C., & Reader, T. W. (2023). Risk, the COVID-19 pandemic, and organizations: Extending, repur-
posing, and developing theory. Journal of Occupational and Organizational Psycholog y, 00, 1–10.

Spreitzer, G., Porath, C. L., & Gibson, C. B. (2012). Toward human sustainability: How to enable more thriving at work. 
Organizational Dynamics, 41, 155–162.

Spreitzer, G., Sutcliffe, K., Dutton, J., Sonenshein, S., & Grant, A. M. (2005). A socially embedded model of thriving at work. 
Organisation Science, 16(5), 537–549.

Spreitzer, G. M., Lam, C. F., & Fritz, C. (2010). Engagement and human thriving: Complementary perspectives on energy 
and connections to work. In A. B. Bakker & M. P. Leiter (Eds.), Work engagement: A handbook of essential theory and research. 
Psychology Press.



       |  23 of  25POLYCHRONICITY AND THRIVING AT WORK

Spreitzer, G. M., & Porath, C. (2014). Self-determination as nutriment for thriving: Building an integrative model of human 
growth at work. In M. Gagne (Ed.), The Oxford handbook of work engagement, motivation, and self-determination theory (pp. 245–
258). Oxford University Press.

Sun, L.-Y., Aryee, S., & Law, K. S. (2007). High-performance human resource practices, citizenship behaviour, and organisa-
tional performance: A relational perspective. Academy of Management Journal, 50(3), 558–577.

Suseno, Y., Chang, C., Hudik, M., & Fang, E. (2022). Beliefs, anxiety and change readiness for artificial intelligence adop-
tion among human resource managers: the moderating role of high-performance work systems. The International Journal of 
Human Resource Management, 33(6), 1209–1236.

The Labour Act, 2003 (Act 651). (2003). http://​www.​nlcgh​ana.​org
Tuan, L. T. (2022). Tourism employee ambidexterity: The roles of servant leadership, job crafting, and perspective taking. Journal 

of Hospitality and Tourism Management, 51, 53–66.
Van de Voorde, K., & Beijer, S. (2015). The role of employee HR attributions in the relationship between high-performance 

work systems and employee outcomes. Human Resource Management Journal, 25(1), 62–78.
Van de Voorde, K., Van Veldhoven, M., & Veld, M. (2016). Connecting empowerment focused HRM and labour productiv-

ity to work engagement: The mediating role of job demands and resources. Human Resource Management Journal, 26(2), 
92–210.

Wallace, J. C., Butts, M. M., Johnson, P. D., Stevens, F. G., & Smith, M. B. (2016). A multilevel model of employee innovation: 
Understanding the effects of regulatory focus, thriving, and employee involvement climate. Journal of Management, 42(4), 
982–1004.

Walumbwa, F. O., Muchiri, M. L. K., Misati, E., Wu, C., & Meiliani, M. (2018). Inspired to perform: A multilevel investigation 
of antecedents and consequences of thriving at work. Journal of Organisational Behaviour, 39(3), 249–261.

Weintraub, J., Pattusamy, M., & Dust, S. B. (2019). Mindful multitasking: Disentangling the effect of polychronicity on work-
home conflict and life satisfaction. The Journal of Social Psycholog y, 159(4), 497–502.

Wu, C.-M., & Chen, T.-J. (2019). Inspiring prosociality in hotel workplaces: Roles of authentic leadership, collective mindful-
ness, and collective thriving. Tourism Management Perspectives, 31, 123–135.

Wu, C.-M., Chen, T.-J., & Wang, Y.-C. (2023). Formation of hotel employees' service innovation performance: Mechanism of 
thriving at work and change-oriented organisational citizenship behaviour. Journal of Hospitality and Tourism Management, 
54, 178–187.

Xu, A. J., Loi, R., & Chow, C. W. C. (2020). Can taking charge at work help hospitality frontline employees enrich their family 
life? International Journal of Hospitality Management, 89, 102594.

Yeo, G. B., Celestine, N. A., Parker, S. K., To, M. L., & Hirst, G. (2024). A neurocognitive framework of attention and creativity: 
Maximizing usefulness and novelty via directed and undirected pathways. Journal of Organizational Behaviour, 45(6), 912–934.

Zeijan, M. E. L., Petrou, P., Bakker, A. B., & van Gelderen, B. R. (2020). Dyadic support exchange and work engagement: An 
episodic test and expansion of self-determination theory. Journal of Occupational and Organisational Psycholog y, 93, 687–711.

How to cite this article: Gyensare, M. A., Soetan, G., Ogbonnaya, C., Agyapong, J.-A., & 
Roodbari, H. (2025). Sustaining employees thriving at work through polychronicity and work 
engagement: The unintended (negative) consequence of training. Journal of Occupational and 
Organizational Psycholog y, 98, e70017. https://doi.org/10.1111/joop.70017

http://www.nlcghana.org
https://doi.org/10.1111/joop.70017


24 of  25  |      GYENSARE et al.

A
P

P
E

N
D

IX
 A

T
A

B
L

E
 A

1 
Su

m
m

ar
y 

of
 k

ey
 e

m
pi

ric
al

 st
ud

ie
s b

et
w

ee
n 

20
19

 a
nd

 2
02

3 
on

 th
riv

in
g 

at
 w

or
k 

in
 th

e 
ho

sp
ita

lit
y 

an
d 

to
ur

ism
 li

te
ra

tu
re

.

N
o.

A
ut

ho
rs

 (
ye

ar
)

T
he

or
et

ic
al

 
un

de
rp

in
ni

ng
s

R
es

ea
rc

h 
de

si
gn

Sa
m

pl
e 

an
d 

co
nt

ex
t

Pr
ed

ic
to

r(
s)

M
ed

ia
to

r(
s)

M
od

er
at

or
(s

)
C

on
se

qu
en

ce
(s

)

1
W

u 
an

d 
C

he
n 

(2
01

9)
So

ci
al

 le
ar

ni
ng

 th
eo

ry
C

on
se

rv
at

io
n 

of
 

re
so

ur
ce

s t
he

or
y

T
hr

ee
-w

av
e 

su
rv

ey
35

4 
fu

ll-
tim

e 
Ta

iw
an

 fr
on

tli
ne

 
em

pl
oy

ee
s f

ro
m

 
86

 h
ot

el
 u

ni
ts

A
ut

he
nt

ic
 

le
ad

er
sh

ip
C

ol
le

ct
iv

e 
m

in
df

ul
ne

ss
C

ol
le

ct
iv

e 
th

riv
in

g

n/
a

H
el

pi
ng

 b
eh

av
io

ur
Pr

oa
ct

iv
e 

cu
st

om
er

 
se

rv
ic

e 
be

ha
vi

ou
r

2
C

ha
ng

 a
nd

 
Bu

ss
er

 (2
02

0)
So

ci
al

ly
 e

m
be

dd
ed

 
m

od
el

 o
f t

hr
iv

in
g

So
ci

al
 c

og
ni

tiv
e 

ca
re

er
 

th
eo

ry
Si

gn
al

lin
g 

th
eo

ry

C
ro

ss
-s

ec
tio

na
l

30
0 

U
S 

ho
sp

ita
lit

y 
em

pl
oy

ee
s

Ps
yc

ho
lo

gi
ca

l 
co

nt
ra

ct
 fu

lf
ilm

en
t

PO
S

T
hr

iv
in

g
n/

a
C

ar
ee

r s
at

isf
ac

tio
n

C
ar

ee
r t

ur
no

ve
r 

in
te

nt
io

n

3
X

u 
et

 a
l. 

(2
02

0)
W

or
k-

fa
m

ily
 

en
ric

hm
en

t t
he

or
y

M
ul

til
ev

el
12

1 
em

pl
oy

ee
s 

an
d 

31
 su

pe
rv

iso
rs

Ta
ki

ng
 c

ha
rg

e
T

hr
iv

in
g 

at
 

w
or

k
Le

ad
er

's 
ro

le
 

am
bi

gu
ity

W
or

k-
to

-f
am

ily
 

en
ric

hm
en

t

4
C

ai
n 

et
 a

l. 
(2

02
1)

So
ci

al
 c

og
ni

tiv
e 

ca
re

er
 

th
eo

ry
C

ro
ss

-s
ec

tio
na

l
30

0 
un

de
rg

ra
du

at
e 

ho
sp

ita
lit

y 
st

ud
en

ts

H
av

in
g 

a 
ca

lli
ng

T
hr

iv
in

g
Li

vi
ng

 a
 c

al
lin

g
A

ca
de

m
ic

 
sa

tis
fa

ct
io

n
Li

fe
 sa

tis
fa

ct
io

n

5
C

he
ng

 
et

 a
l. 

(2
02

1)
C

on
se

rv
at

io
n 

of
 

re
so

ur
ce

 th
eo

ry
B

ou
nd

ar
y 

th
eo

ry

T
hr

ee
-w

av
es

 
E

m
pl

oy
ee

-
su

pe
rv

iso
r 

dy
ad

31
6 

em
pl

oy
ee

s a
nd

 
48

 su
pe

rv
iso

rs
 

fr
om

 5
 h

ot
el

s i
n 

C
hi

na

Pr
ob

le
m

s a
t h

om
e

T
hr

iv
in

g 
at

 
w

or
k

H
om

e-
w

or
k 

se
gm

en
ta

tio
n 

pr
ef

er
en

ce
s

Pr
oa

ct
iv

e 
cu

st
om

er
 

se
rv

ic
e 

pe
rf

or
m

an
ce

6
H

an
 a

nd
 

H
w

an
g 

(2
02

1a
, 

20
21

b)

Jo
b 

cr
af

tin
g 

th
eo

ry
C

ro
ss

-s
ec

tio
na

l
E

m
pl

oy
ee

-
su

pe
rv

iso
r 

dy
ad

23
5 

em
pl

oy
ee

s 
an

d 
60

 
su

pe
rv

iso
rs

Pr
ot

ea
n 

ca
re

er
 

or
ie

nt
at

io
n

Jo
b 

cr
af

tin
g 

– 
st

re
ng

th
 a

nd
 

in
te

re
st

Le
isu

re
 

cr
af

tin
g

Pe
rc

ei
ve

d 
ov

er
qu

al
ifi

ca
tio

n
T

hr
iv

in
g 

at
 w

or
k

Se
lf-

de
ve

lo
pm

en
t 

be
ha

vi
ou

r
Pe

rs
on

al
 li

fe
 

en
ric

hm
en

t o
f w

or
k

7
H

an
 a

nd
 

H
w

an
g 

(2
02

1a
, 

20
21

b)

C
on

se
rv

at
io

n 
of

 
re

so
ur

ce
s t

he
or

y
C

ro
ss

-s
ec

tio
na

l
E

m
pl

oy
ee

-
su

pe
rv

iso
r 

dy
ad

24
0 

em
pl

oy
ee

s 
an

d 
39

 su
pe

rv
iso

rs
Su

pe
rv

iso
r 

os
tr

ac
ism

T
hr

iv
in

g 
at

 
w

or
k

C
ar

ee
r c

al
lin

g
O

C
B 

to
w

ar
ds

 
cu

st
om

er
s

C
ar

ee
r a

da
pt

ab
ili

ty

8
H

uo
 (2

02
1)

So
ci

al
ly

 e
m

be
dd

ed
 

m
od

el
 o

f t
hr

iv
in

g
Jo

b 
de

m
an

ds
-r

es
ou

rc
es

 
(J

D
-R

) t
he

or
y

Tw
o-

w
av

e 
su

rv
ey

24
2 

fr
on

tli
ne

 
em

pl
oy

ee
s

C
ar

ee
r g

ro
w

th
 

op
po

rt
un

iti
es

T
hr

iv
in

g 
at

 
w

or
k

C
O

V
ID

-1
9 

an
xi

et
y

C
ar

ee
r c

om
m

itm
en

t
C

ar
ee

r r
eg

re
t



       |  25 of  25POLYCHRONICITY AND THRIVING AT WORK

N
o.

A
ut

ho
rs

 (
ye

ar
)

T
he

or
et

ic
al

 
un

de
rp

in
ni

ng
s

R
es

ea
rc

h 
de

si
gn

Sa
m

pl
e 

an
d 

co
nt

ex
t

Pr
ed

ic
to

r(
s)

M
ed

ia
to

r(
s)

M
od

er
at

or
(s

)
C

on
se

qu
en

ce
(s

)

9
Li

n 
et

 a
l. 

(2
02

2)
A

th
eo

re
tic

al
Se

qu
en

tia
l 

m
ix

ed
 

m
et

ho
ds

 
(M

ul
til

ev
el

 
an

d 
in

te
rv

ie
w

) 
ap

pr
oa

ch

67
5 

em
pl

oy
ee

s a
nd

 
92

 d
ep

ar
tm

en
t 

m
an

ag
er

s i
n 

28
 

ho
te

ls 
in

 C
hi

na
In

te
rv

ie
w

 o
f 1

5 
m

id
dl

e 
m

an
ag

er
s 

fr
om

 1
1 

ho
te

ls

M
an

ag
er

 ro
le

 
ov

er
lo

ad
M

an
ag

er
 ro

le
 

am
bi

gu
ity

E
m

po
w

er
in

g 
le

ad
er

sh
ip

E
m

pl
oy

ee
 ro

le
 

ov
er

lo
ad

E
m

pl
oy

ee
 ro

le
 

am
bi

gu
ity

M
an

ag
er

 tr
us

t i
n 

em
pl

oy
ee

s
M

an
ag

er
 jo

b 
th

riv
in

g
E

m
pl

oy
ee

 jo
b 

th
riv

in
g

10
N

gu
ye

n 
an

d 
M

cG
ui

rk
 (2

02
2)

So
ci

al
 e

xc
ha

ng
e 

th
eo

ry
 

(S
E

T
)

C
ro

ss
-s

ec
tio

na
l

61
2 

em
pl

oy
ee

s 
ac

ro
ss

 1
00

 
V

ie
tn

am
es

e 
SM

E
s

Jo
b 

de
m

an
d

Jo
b 

co
nt

ro
l

Su
pe

rv
iso

r 
su

pp
or

t
C

ow
or

ke
r s

up
po

rt

T
hr

iv
in

g 
at

 
w

or
k

O
rg

an
iz

at
io

na
l 

co
m

m
itm

en
t

n/
a

E
m

pl
oy

ee
 

in
no

va
tiv

e 
be

ha
vi

ou
r

11
K

im
 

et
 a

l. 
(2

02
3)

Br
oa

de
n-

an
d-

bu
ild

 
th

eo
ry

So
ci

al
 e

xc
ha

ng
e 

th
eo

ry
C

on
se

rv
at

io
n 

of
 

re
so

ur
ce

s t
he

or
y

Jo
b 

de
m

an
ds

-r
es

ou
rc

es
 

(J
D

-R
) t

he
or

y

C
ro

ss
-s

ec
tio

na
l

36
1 

fu
ll-

tim
e 

U
S 

fr
on

tli
ne

 h
ot

el
 

em
pl

oy
ee

s

Le
ad

er
-m

em
be

r 
ex

ch
an

ge
C

ow
or

ke
r s

up
po

rt
C

us
to

m
er

-
em

pl
oy

ee
 

ex
ch

an
ge

H
ee

df
ul

 
re

la
tin

g
Pe

rc
ei

ve
d 

C
O

V
ID

-1
9 

im
pa

ct
T

hr
iv

in
g 

at
 w

or
k

12
R

ab
iu

l 
et

 a
l. 

(2
02

3)
Tr

an
sf

or
m

at
io

na
l 

le
ad

er
sh

ip
Se

lf-
co

nc
ep

t
Se

rv
an

t l
ea

de
rs

hi
p

So
ci

al
ly

 e
m

be
dd

ed
 

m
od

el
 o

f t
hr

iv
in

g

C
ro

ss
-s

ec
tio

na
l

29
4 

C
am

bo
di

an
 

fr
on

tli
ne

 
em

pl
oy

ee
s f

ro
m

 
fiv

e-
 a

nd
 fo

ur
-s

ta
r 

ho
te

ls

Se
rv

an
t l

ea
de

rs
hi

p
Tr

an
sf

or
m

at
io

na
l 

le
ad

er
sh

ip

Ps
yc

ho
lo

gi
ca

l 
sa

fe
ty

T
hr

iv
in

g 
at

 
w

or
k

n/
a

W
or

k 
en

ga
ge

m
en

t

13
W

u 
et

 a
l. 

(2
02

3)
Se

lf-
de

te
rm

in
at

io
n 

th
eo

ry
So

ci
al

 e
xc

ha
ng

e 
th

eo
ry

Tw
o-

w
av

e 
su

rv
ey

37
4 

ho
te

l 
em

pl
oy

ee
s f

ro
m

 
92

 d
ep

ar
tm

en
ts

 in
 

Ta
iw

an

Le
ad

er
-m

em
be

r 
ex

ch
an

ge
C

ow
or

ke
r s

up
po

rt

T
hr

iv
in

g 
at

 
w

or
k

C
ha

ng
e-


or

ie
nt

ed
 O

C
B

n/
a

Se
rv

ic
e 

in
no

va
tio

n 
pe

rf
or

m
an

ce

14
C

ha
ng

 e
t a

l. 
(2

02
4)

R
es

ou
rc

e-
ba

se
d 

th
eo

ry
Se

lf-
de

te
rm

in
at

io
n 

th
eo

ry
So

ci
al

 e
xc

ha
ng

e 
th

eo
ry

C
ro

ss
-

se
ct

io
na

l 
su

rv
ey

65
7 

ho
te

l 
em

pl
oy

ee
s f

ro
m

 
5*

 h
ot

el
s i

n 
Ta

iw
an

T
hr

iv
in

g 
at

 w
or

k
n/

a
LM

X
Se

rv
ic

e 
pe

rf
or

m
an

ce

T
A

B
L

E
 A

1 
(C

on
tin

ue
d)


