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ABSTRACT 
In an environment at work characterized by toxicity, the absence of trust and support is evident 

among team members and management. The prevalence of backstabbing, gossip, and a blame 
culture may create challenges in fostering good relationships and promoting cooperation. This 
research examines the effects of a hostile work environment, namely the managerial approach of 
the boss, on employee engagement. This study adopted a theoretical philosophical approach, 
which emphasizes understanding the underlying principles and frameworks that influence the 
phenomena being investigated. An informal design was utilized to encourage a flexible and 
adaptive research process, enabling the exploration of nuances and variations within the data. This 
study utilized casual design (explanatory design) and secondary sources were used for this 
investigation. Secondary data was gathered through several internet search engines and 
specialized periodicals. To facilitate the inquiry, relevant books and articles were read. A positive 
correlation exists between the perceived level of toxicity in a leader and a toxic work environment, 
and the probability of employee disengagement. A work environment characterized by toxicity, 
including toxic leadership aspects, has a detrimental effect on employee engagement, leading to 
employees displaying aloofness and expressing a desire to depart from the organisation, and so 
contributing to an increase in the attrition rate. The presence of toxic leadership significantly 
impacts employees' emotional connections to their respective organisations. Inadequate levels of 
commitment within a manufacturing entity may lead to heightened rates of absenteeism and 
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diminished production quantities because of insufficient workforce availability. Leaders should 
receive specialized training from organisations that emphasise toxic leadership, conflict resolution, 
constructive criticism, and emotional intelligence. By giving managers these abilities, they may 
lessen harmful behaviours and create a positive work atmosphere. The significance of this research 
study adds to the existing corpus of information about the effects of the toxic work environment 
boss approach on employee engagement. The scope of this investigation was restricted to the use 
of secondary data and the constrained availability of academic literature. 

 
Keywords. boss approach, employees, employee engagement, management, toxic work environment, 
education 

 
RESUMEN 

En un entorno laboral caracterizado por la toxicidad, la falta de confianza y apoyo es evidente 
entre los miembros del equipo y la dirección. La prevalencia de las traiciones, los chismes y la 
cultura de la culpa pueden crear desafíos para fomentar buenas relaciones y promover la 
cooperación. Esta investigación tiene como objetivo examinar los efectos de un ambiente de 
trabajo hostil, es decir, el enfoque gerencial del jefe, sobre el compromiso de los empleados. Este 
estudio utilizó un diseño casual (diseño explicativo). Para esta investigación se utilizaron fuentes 
secundarias. Los datos secundarios se recogieron a través de varios buscadores de Internet y 
revistas especializadas. Para facilitar la indagación, se leyeron libros y artículos relevantes. Existe 
una correlación positiva entre el nivel percibido de toxicidad en un líder y un ambiente de trabajo 
tóxico, y la probabilidad de desinterés de los empleados. Un entorno de trabajo caracterizado por 
la toxicidad, incluidos aspectos tóxicos del liderazgo, tiene un efecto perjudicial en el compromiso 
de los empleados, lo que lleva a que los empleados muestren distanciamiento y expresen el deseo 
de apartarse de la organización, lo que contribuye a un aumento en la tasa de deserción. La 
presencia de un liderazgo tóxico afecta significativamente la conexión emocional de los empleados 
con sus respectivas organizaciones. Los niveles inadecuados de compromiso dentro de una 
entidad manufacturera pueden conducir a mayores tasas de ausentismo y menores cantidades de 
producción debido a una disponibilidad insuficiente de mano de obra. La importancia de este 
estudio de investigación se suma al corpus de información existente sobre los efectos del enfoque 
del jefe en un ambiente de trabajo tóxico en el compromiso de los empleados. El alcance de esta 
investigación se limitó al uso de datos secundarios y a la limitada disponibilidad de literatura 
académica. 

 
Palabras clave. enfoque del jefe, empleados, compromiso de los empleados, gestión, ambiente 
de trabajo tóxico, formación 
 

INTRODUCTION 
 
Disengagement is often a result of a negative work environment. Employees' work happiness 

and dedication to the organisation tend to decline when they are treated to antagonism, discontent, 
and continual condemnation. Toxic work conditions, however minute, are present in every 
organisation. A toxic work environment is characterized by deficient communication channels 
between management and employees, the presence of aggressive leadership styles, heightened 
levels of stress and burnout, inadequate provision of support and recognition, an absence of work-
life equilibrium, disrespect, narcissist behaviour, instances of harassment, and occurrences of 
bullying. A toxic work environment refers to a workplace where there is pervasive negativity, 
hostility, and unhealthy dynamics that can have detrimental effects on employees’ well-being, 
productivity, and overall job satisfaction. A toxic manager refers to a boss or leader who exhibits 
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damaging or adverse behaviours that negatively impact both employees and the organisation. 
Toxic leaders often exhibit a tyrannical or domineering style, whereby they tend to dismiss the 
perspectives and contributions of their subordinates. 

Organisations have substantial hurdles in their pursuit of commercial success due to factors 
such as intensifying market competition, globalization, a fluctuating economic environment, the 
need for continual adaptation, and the competition for skilled individuals. The psychological contract 
has transformed its previous state. The concept of lifelong employment has become obsolete for 
many individuals, since the potential for job loss, often known as redundancy, has become a 
tangible and significant concern (Robertson-Smith & Markwick, 2009). In contemporary times, 
some individuals within the workforce tend to pursue transient professional trajectories across 
several organisations. These individuals anticipate engaging in short-term commitments and then 
departing from positions that fail to provide personal fulfilment. Alternatively, they may use the 
acquired expertise from one function to advance towards another employment opportunity (Bates, 
2004). Despite increased efforts by organisations, a significant proportion of workers globally, over 
80%, remain either disengaged or actively disengaged in their jobs. One of the primary factors 
contributing to the failure of workplace engagement initiatives is the prevailing perception that 
employee engagement is primarily the responsibility of the human resources department. 
Ownership of this concept is not attributed to leaders, the expectation of its application does not 
only fall on management, and the comprehension of its principles is not universally grasped by 
front-line personnel (Gallup, 2020). 

In toxic working circumstances there is mistreatment and abuse of employees, hence 
jeopardizing their well-being and compromising their physical and psychological safety 
(Rusdiyanto, 2023). This investigation has uncovered a flaw in that a work environment 
characterized by toxicity has the potential to undermine employee morale, resulting in 
disengagement and a lack of cooperation among employees. Organisations will frequently spend 
a lot of time and money attempting to measure, monitor, and enhance employee engagement, but 
the largest challenges are usually the ones that cannot be solved since they stem from 
management's attitude and actions. Employees may be hesitant to overtly cast the blame at 
management when attempting to find hurdles to engagement - frequently done through employee 
surveys - for fear of being identified as the accused (MichaelPage, 2023). It has been demonstrated 
that a toxic workplace, which is defined by negativity, poor communication, a lack of 
encouragement, and unhealthy competitiveness, harms employee engagement. Nevertheless, 
little is known about how much a boss's approach might affect this relationship. Although previous 
studies (Al Omar et al., 2019; Anjum & Ming, 2018; Brouwers & Paltu, 2020; Jin et al., 2022; 
Lockhart, 2018; Low et al., 2021; Quek et al., 2021; Shellow, 2022; Tastan, 2017) have 
demonstrated the negative consequences of toxic work environments, little is known about how 
leadership practices can mitigate these impacts. The problem recognised in this study is that toxic 
work environments are now common in many organisations, which lowers employee engagement, 
productivity, and retention. These detrimental effects are made worse by toxic leadership styles, 
which are typified by blame, criticism, and a lack of support. This study fills a knowledge gap by 
concentrating on the "boss approach" as a moderating variable. This is especially important when 
considering how various leadership behaviours can either lessen or increase the detrimental 
consequences of a toxic workplace. Its uniqueness resides in its capacity to offer intricate 
knowledge into the dynamics of relationships at work, providing a novel perspective on employee 
engagement in the face of hardship. The results may also have real-world ramifications for 
leadership development and organisational policies, expanding our understanding of organisational 
behaviour both theoretically and practically. 

 The detrimental effects of toxic work environments on employee engagement, productivity, and 
well-being are well documented in the current literature; however, little empirical research has 
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examined the role of leadership as a moderating variable in this relationship, and it is unclear how 
a boss's approach can mitigate or intensify the effects of toxicity on job satisfaction. 

This study's main goal is to investigate how a toxic workplace affects employee engagement, 
with an emphasis on how the boss's approach (behaviour, communication, and leadership 
style) functions as a moderating factor. In the routine operations of organisations, human resource 
challenges, such as diminished employee engagement and heightened work-related stress, often 
impede the attainment of optimal employee performance (Kurniawan et al., 2023). Since 
employees are the most important assets of the organisation and the success of any organisation 
is dependent on its employees for survival, an organisation must attend to and mend a toxic work 
environment. Hence, any organisation needs to demonstrate and oversee the presence of its 
workforce through engagement to enhance overall productivity (Hasan et al., 2023; Novindra & 
Sary, 2023). The efficient performance of human resources personnel facilitates the attainment of 
an organisation's vision, purpose, and objectives. The inherent human inclination to seek social 
affiliation is a significant aspect of the human psychological makeup, although individuals often 
have challenges in distinguishing between personal and occupational connections within their 
cognitive processes. The sense of belonging is intricately linked to productivity, profitability, and 
engagement (Questback, 2023:4). However, it is important to consider that engagement 
approaches may not provide the same results for workers across different nations, owing to cultural 
disparities (Sun, 2019). The research paper was divided into four sections. The first section dealt 
with the presentation of literary contributions related to the research topic, while the second section 
presented the research methodology followed, and the third section presents the results and 
discusses them in the fourth section. A toxic workplace severely lowers employee engagement 
levels. Employees who experience unfavourable behaviours including bullying, a lack of support, 
and harsh criticism report being less motivated, committed, and satisfied with their jobs overall. 
Certain leadership actions, like acknowledgement, encouragement, and helpful criticism, can 
lessen the negative consequences of a toxic workplace. On the other hand, toxic leaders increase 
disengagement, highlighting the significant impact that management has on workers' well-being. 

 

LITERATURE REVIEW 
 
Toxic work environment 

The phrase "toxic work environment" is not often seen in discussions about workplace 
dynamics.  Most individuals possess an inherent understanding of the concept, which entails that 
the work environment has a detrimental impact on the overall welfare of employees, often affecting 
their mental and emotional state (McCulloch, 2016). The impact of the work environment on 
workers' happiness and commitment to a business has been identified as a significant element 
(Hanaysha, 2016). The presence of a toxic work environment has a negative influence on employee 
engagement, which is considered unacceptable within the workplace and has consequences for 
employee engagement (Saepudin & Sary, 2022; Thapa et al., 2022). The perception of 
organisational toxicity varies across various levels, with the most severe toxicity being associated 
with violent behaviours, while the least severe toxicity is linked to inflexible and narcissistic 
behaviours (Kasalak, 2019). The most significant determinant of employee turnover and a primary 
factor contributing to the phenomenon known as great resignation is an adverse work environment 
characterized by toxicity. The presence of a toxic work culture significantly contributes to the 
development of mental health difficulties. The presence of a toxic work culture has been shown to 
have significant implications for productivity, absenteeism, and presenteeism. According to a study 
conducted by the Segal Group (2023), it was seen that a toxic work culture may lead to a decrease 
in productivity by as much as 40%. A comprehensive analysis was conducted on over 170 cultural 
problems of employee attrition among the Culture 500 organisations over the period spanning from 
April to September 2021. The issues identified include a toxic organisational culture, employment 
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instability and restructuring, a notable degree of innovation, inadequate recognition of employee 
achievement, and an unsatisfactory reaction to the coronavirus disease - 2019 (COVID-19) 
pandemic. The most significant indicator of industry-adjusted attrition is a detrimental company 
culture, which has a significantly greater influence than remuneration in forecasting departure, with 
a magnitude that is tenfold. Primary factors that contribute to toxic environments include the 
absence of efforts to foster diversity, equality, and inclusion, employees experiencing feelings of 
disdain, and the presence of unethical conduct (Sockin, 2021). 

Saleem et al. (2020) study found that violent incidents primarily occurred during the day shift 
(91.1%), with staff members identified as perpetrators in 30.3% of cases and managers in 29.9%. 
Most incidents (56.2%) took place in office settings. Of the respondents, 25.8% took no action, 
19.1% directly confronted the perpetrator, and 15.2% reported it to senior staff. Many (128 
respondents) did not report incidents due to viewing them as unimportant (51.6%) or fearing 
repercussions (24.1%). While 61.8% of cases were investigated, 23.1% remained unaddressed, 
often due to misunderstandings (30.3%) or communication barriers (23.6%). Investigations were 
mainly conducted by management (46.6%) and department heads (30.3%). Most participants 
believed verbal warnings were issued (69.2%), with 61.5% having opportunities to discuss the 
incidents. Satisfaction with management's response varied, with 38.5% moderately satisfied and 
15.4% dissatisfied. Rasool et al. (2021) study found that employee engagement and a toxic 
workplace are directly correlated, which supports the idea that employees who work in a toxic 
atmosphere will propagate unfavourable sentiments among their peers. Employees may 
experience needless stress, burnout, despair, and anxiety because of the negative emotions that 
accompany a toxic work environment, such as harassment, bullying, and exclusion. Second, 
actions that improve employee engagement with the organisation and their work will be influenced 
by the well-being of employees. Similarly, in a study by Soqair and Gharib (2023) employees and 
organisations may be seriously threatened by a toxic work environment. Employees who operate 
in a toxic atmosphere regularly will get disengaged and unmotivated to put up their best effort 
to achieve corporate goals. Employees' physical and mental health may suffer because of the bad 
emotions brought on by workplace toxicity, which may have an impact on businesses by lowering 
output and raising attrition rates. 

A toxic workplace environment had a positive impact on work stress and a negative impact on 
employee engagement. Both work stress and employee engagement controlled the negative 
impact of a toxic workplace environment on employee performance, and these mediating effects 
were found to be statistically significant (Kurniawan et al., 2023). This is because work engagement 
has to do with the extent to which a person demonstrates high levels of enthusiasm, devotion, and 
commitment towards their job. There is a positive association between elevated job engagement 
among employees and enhanced well-being, including improved mental health and reduced levels 
of stress. Elevated levels of job engagement have the potential to enhance employee motivation 
and instill a profound feeling of purpose within their professional endeavours (Rabuana & Yanuar, 
2023). The work environment had a significant influence on the level of employee engagement 
(Marginingsih & Khaeri, 2022). The level of employee engagement is significantly impacted by the 
presence of a toxic working environment, while job burnout serves as a mediating variable, 
accounting for 74.0% of the relationship. There is a statistically significant and detrimental impact 
of a toxic working environment on both employee engagement and job burnout. These results 
provide support for the mediating link between the two variables, as suggested by Saepudin and 
Sary (2022). The presence of a poor or poisonous organisational culture has the potential to 
significantly undermine employee motivation. Within such a context, it is plausible that employees 
may experience a lack of support, a sense of being devalued, and a perception of being 
unappreciated. This phenomenon has the potential to result in diminished levels of motivation, 
decreased productivity, and elevated rates of employee turnover. In the given situation, it is 
plausible that workers may experience a decline in their intrinsic motivation towards their job, 
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potentially leading to adverse consequences for the overall functioning of the organisation (Bhat & 
Patni, 2023). 
 
H1: A toxic work environment negatively influences employee engagement. 
 
Toxic leadership 

The conduct and attributes of a management leader are significant in cultivating employee 
loyalty and augmenting engagement. The use of people-centred communication strategies has 
been shown to have a positive impact on employees' self-assurance and continuous growth, whilst 
the presence of trust in managerial relationships fosters an environment conducive to 
communication that is honest and open. Consequently, personnel have a heightened feeling of 
organisational pride, which serves as a driving force for their constant commitment and motivation 
towards their professional responsibilities (Zanabazar et al., 2023). Hussain (2016) found that toxic 
managers create negative responses across various sectors, including businesses, non-profits, 
government, education, and religious institutions. Such bosses quickly criticize and rarely offer 
praise, humiliating rather than guiding employees. They take credit for success but blame the team 
for failures, leading to high employee turnover and a hostile work environment. Encountering a 
toxic superior can hinder productivity and diminish self-worth, as they focus on flaws rather than 
encouragement. In these situations, individuals can either seek new jobs or develop skills to 
manage the toxic behaviour, contributing significantly to staff turnover. Paltu & Brouwers (2020) 
found a positive link between extrinsic work happiness and toxic leadership, indicating that 
employees felt more content as their leaders' toxicity increased. There is a strong correlation 
between toxic leadership dimensions and turnover intention, with a medium impact size; greater 
perceived toxicity leads to higher turnover likelihood. Toxic leadership negatively affects emotional 
commitment, reducing employees' attachment to their organisation. This lack of dedication can 
increase absenteeism and decrease productivity. The study also indicates that toxic leadership can 
harm organisational culture, potentially leading to employee attrition as dissatisfied individuals seek 
to leave the organisation. 

Naeem and Khurram (2020) argued that the presence of an executive displaying toxic qualities 
poses challenges for employees, hence augmenting their inclination to depart from their existing 
banking institutions. The examination of the data revealed a statistically significant negative 
correlation between psychological well-being and turnover intention. This implies that workers who 
experience psychological distress are more likely to express a desire to quit their present banking 
institutions. A noteworthy and adverse correlation between toxic leadership and employee 
engagement exists. Employees are more prone to experiencing lower levels of engagement in their 
jobs when their superiors exhibit toxic traits. The current research has also offered support for these 
structures since they have been explored in diverse circumstances. There is a positive correlation 
between employee disengagement and their intentions to quit their current employment. 

The presence of toxicity within managerial, employee, and customer interactions underscores 
the manifestation of personal conflicts and the prevalence of various diseases, including serious 
mental illness and bipolar disorder (Said et al., 2023). Labrague et al. (2020) postulate that 
employees who are under the supervision of toxic leaders experience higher levels of job distress 
and are more likely to have intentions of leaving their current job, in comparison to those who are 
working under transformational leaders. Agarwal (2019) emphasises that there exists a substantial 
relationship between abusive supervision and both the desire to resign and perceived stress. 
Weberg and Fuller (2019) have conducted a study in which they observed that leaders possess 
the ability to establish a toxic atmosphere for their subordinates, whether it is done deliberately or 
inadvertently. This toxic environment has been found to have negative consequences at both the 
individual and organisational levels. Specifically, it leads to reduced performance and work efforts 
among individuals, while also contributing to higher turnover rates, increased job stress, and 
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diminished commitment within the organisation. Bhandarker and Rai (2019) claim that the 
manifestation of toxic qualities in managers has a detrimental impact on the psychological well-
being of workers, leading to the experience of psychological discomfort. The issue of unfairness, 
especially in incentive and compensation systems, is a matter of concern. Occupations are 
characterized by significant levels of stress, coupled with limited opportunities for flexibility and 
autonomy. The study conducted by Purcell (2009) highlights the issue of inadequate line 
management behaviour and the presence of bullying in the workplace. In a study conducted by 
Kumar and Pansari (2015), the impact of having a destructive boss on staff engagement was 
evaluated across five dimensions, namely employee performance, employee commitment, 
employee happiness, employee identity, and employee loyalty. All five dimensions experienced a 
negative impact when employees were under the supervision of a destructive boss. Among these 
dimensions, employee loyalty and satisfaction were particularly affected, as indicated by the 
responses of thirteen out of fifteen participants who reported a decline in both loyalty and 
satisfaction while working under unfavourable leadership. The discovery regarding diminished 
employee loyalty is consistent with the observed pattern of "exiting behaviour" in evaluating 
responses to detrimental leadership conduct.  

The decline in employee satisfaction can be attributed to a decrease in the perception that 
management demonstrates concern for employees, primarily due to the absence of any measures 
taken by the larger organisation against the destructive behaviour exhibited by the managers 
(Maharaj, 2018). An adverse correlation was observed between toxic leadership and employee 
engagement, whereas a positive correlation was found with the desire to depart. The results of the 
research emphasized that the presence of toxic leadership behaviour has a detrimental effect on 
employee engagement, leading to an increased likelihood of individuals intending to quit their 
current positions. Hence, the study's findings indicate that leadership behaviour significantly 
influences employee engagement and retention inside the organisation. The endorsement of toxic 
leadership behaviour should be avoided owing to its detrimental effects. Instead, it is advisable to 
advocate for ethical leadership practices that foster a favourable working environment, enabling 
workers to make substantial contributions to the organisation's development (Amutenya, 2019). 
The correlation between a toxic workplace environment and employee engagement substantiates 
the notion that when individuals operate in a toxic setting, they are likely to disseminate pessimistic 
sentiments among their colleagues. The emotional experiences associated with a toxic workplace 
setting, such as instances of harassment, bullying, and ostracism, may have adverse effects on 
employees, resulting in unwarranted levels of stress, burnout, depression, and anxiety. 
Furthermore, the well-being of employees has been shown to have an impact on their behaviours, 
leading to increased levels of engagement both in their job tasks and within the organisation 
(Rasool et al., 2021). Employees' perceptions of abusive supervision can largely be explained by 
their attribution patterns, with studies (Lee et al., 2023; Kurniawan et al., 2024; Tambunan et al., 
2024) showing a positive correlation between externally attributed styles and attitudes toward 
abuse. This correlation is stronger among those who view the outcomes as stable. The findings 
suggest that attitudes toward abuse are influenced not only by management behaviours but also 
by subordinates' attribution styles. Consequently, interventions focused solely on changing 
managers' behaviours may be insufficient. Attribution style is just one of many individual factors 
affecting feelings of maltreatment, and while it accounts for some variability in perceptions, other 
characteristics may play a larger role. Understanding the contributions of both management 
behaviour and individual differences is essential for developing effective interventions against the 
adverse effects of abusive supervision. (Martinko et al., 2011). 

The presence of abusive supervision has a detrimental impact on employee engagement, 
leading to heightened levels of stress and an increased likelihood of attrition among subordinates. 
The research further discovered that the association between inappropriate management and 
intention to leave is mediated by involvement, but stress does not serve as a mediating factor. 
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Employees are more likely to depart from a company when they are subjected to abusive 
leadership, therefore supporting the notion that individuals choose companies based on their 
preferences but ultimately disengage from their managers. The statement underscores the need to 
implement appropriate procedures for leadership selection and training (Oliveira & Najnudel, 2022). 
There is a substantial relationship between abusive supervision and colleague incivility, and the 
presence of both factors predicts job stress. Work stress is shown to be a major predictor of 
turnover intention. There is a strong association between abusive supervision and turnover 
intention, indicating a positive link. Conversely, the relationship between colleague incivility and 
turnover intention is more complex and requires more examination. Furthermore, it has been shown 
that both abusive supervision and colleague incivility have a substantial impact on turnover 
intention via the mediating factor of job stress, as demonstrated by Rahman's (2023) study. The 
presence of toxic management practices is a contributing factor to the emergence of burnout 
syndrome among workers. This, in turn, results in a detrimental work attitude, unpleasant emotional 
states, as well as physical and mental fatigue. Furthermore, it hinders the employees' capacity to 
replenish their physical and psychological resources. The findings indicate that the primary 
catalysts for burnout encompass various aspects of toxic management, including detrimental 
working conditions that pose risks to employees' well-being and safety, inequity, and deceit in the 
allocation of workload and compensation, and instances of verbal abuse and intimidation from 
higher-ranking individuals (Koropets et al., 2020). 

Managers have the responsibility of ensuring employees possess a clear understanding of the 
tasks that need to be accomplished, aiding, and advocating when deemed essential, and 
elucidating the correlation between their work and the attainment of corporate objectives. However, 
many managers cannot effectively engage in regular dialogues that have significant significance. 
Consequently, their actions often result in being seen as micromanagement, as they fail to provide 
enough resources and guidance. Therefore, it is insufficient for leaders to just instruct managers to 
take responsibility for employee engagement and provide guidance to their teams (Gallup, 2020). 
The impact of toxic management styles on both people and the organisational culture was evident. 
Several factors contributed to the challenges seen in this study, including concerns related to group 
cohesion, the presence of strict or abusive supervision, individual levels of participation, inadequate 
communication, and the dynamics between individuals, their line managers, and the working group. 
The findings of the research provided evidence for the existence of a detrimental organisational 
environment, characterized by toxic behaviour and a culture of bullying. Moreover, it was observed 
that the frequency of toxic behaviour shown by line managers had a direct influence on the 
employees' desire to continue in their current positions (Gargan, 2019). 
 
H2: The boss's approach mediates the effects of a toxic work environment on employee 
engagement. 

 
METHODOLOGY 

 
In many organisations, toxic work environments have become prevalent, leading to decreased 

employee engagement, productivity, and retention. Toxic leadership behaviours, characterized by 
criticism, blame, and a lack of support, exacerbate these negative outcomes. Understanding how 
these toxic dynamics influence employee engagement is crucial for developing effective 
management strategies that foster a healthier workplace. This research aims to explore the extent 
to which toxic leadership moderates the effects of a toxic work environment on employee 
engagement, providing insights into potential interventions. While existing literature has explored 
the individual effects of toxic work environments and leadership styles on employee outcomes, 
there is a lack of comprehensive studies examining the interaction between toxic leadership and 
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employee engagement within toxic work settings. This research seeks to fill this gap by analysing 
how the approach of managers influences employee engagement levels amid a toxic organisational 
climate. This study is significant for multiple reasons. Firstly, it will contribute to the theoretical 
understanding of the interplay between toxic work environments and employee engagement, 
highlighting the critical role of leadership in shaping employee experiences. Secondly, the findings 
can inform organisational policies and practices by providing actionable insights for improving 
workplace culture and enhancing employee engagement. Lastly, this research may assist 
organisations in developing targeted training programs for leaders to mitigate toxic behaviours, 
ultimately fostering a more positive work environment and improving overall employee well-being 
and performance.  

The current study adopted a theoretical philosophical approach, which emphasises 
understanding the underlying principles and frameworks that influence the phenomena being 
investigated. This approach allows for a comprehensive exploration of the complex relationships 
between toxic work environments, leadership styles, and employee engagement. An informal 
design was utilised to encourage a flexible and adaptive research process, enabling the exploration 
of nuances and variations within the data. An illustrative design was employed to visually represent 
key concepts and findings, enhancing clarity and facilitating deeper insights into how toxic 
leadership behaviours moderate the effects of a toxic work environment on employee engagement. 
This combination of theoretical grounding and flexible design fosters a robust analysis, contributing 
to a richer understanding of the research topic. This study utilised casual design (explanatory 
design) since the study is attempting to comprehend the cause and effect between three variables, 
namely, toxic work environment, boss approach and employee engagement (Cooper & Schindler, 
2014; Saunders et al., 2019). The present investigation only used secondary sources of 
information. The collection of secondary material was facilitated using several Internet search 
engines and specialized academic publications. The inquiry was supported by a review of relevant 
literature, including books and journals. Figure 1 delineates the conceptual framework that drives 
this study. 
 
Figure 1. Conceptual Framework  

 

RESULTS 
 

The emotional and physical well-being of employees, including their level of job satisfaction and 
productivity, may all take a hit if a toxic work environment is allowed to persist. An organisation's 
priority should be to foster an environment where all employees feel respected and valued via open 
lines of communication, psychological security, and equal treatment of all employees. Managers 
need to avoid using an autocratic management style since this approach results in employee 
disengagement. Employees who want a more collaborative and empowering management 
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approach may be discouraged by autocratic leadership, which may hinder innovation and reduce 
motivation to go above and beyond (Bates, 2004). Organisations should find proper management 
styles that do not create a toxic work environment. When employees have a sense of relational 
attachment to owner-managers, it mitigates the adverse impact of abusive supervision on an 
employee's capacity to attain organisational goals (Hanu et al., 2023). Creating a close relationship 
and open communication will make the employees committed to the organisation.  

The presence of colleague support has a moderating role in the positive association between 
abusive supervision and colleague incivility. Specifically, when coworker support is strong, the link 
between abusive supervision and coworker incivility becomes less pronounced. Job engagement 
plays a moderating role in the positive association between colleague incivility and turnover 
intentions, indicating that this association is less pronounced when work engagement levels are 
high. Subsequently, it was shown that the occurrence of uncivil behaviour among colleagues serves 
as a mediating factor in the positive association between abusive supervision and the inclination to 
leave one's job. Furthermore, this indirect impact is influenced by both the level of support received 
from coworkers and the degree of participation in work activities, as seen by Abi Aad et al. (2021). 
Organisations need to provide employees with a conducive environment where employees are 
trained to look after each other through support. 

The results of this research by Pradhan and Jena (2018) support the claim that employees who 
see their superiors as engaging in abusive behaviour are more likely to have stronger inclinations 
to leave the organisation. However, the findings of this research indicate that the impact of 
emotional intelligence on the association between abusive supervision and the desire to leave is 
more pronounced when emotional intelligence is high rather than low. Thus, organisations should 
train management and employees' emotional intelligence to handle conflict among them. Robinson 
et al. (2004) suggested that efforts to enhance engagement levels are unlikely to yield desired 
results unless certain organisational factors are in place. These factors include competent line 
management, effective two-way communication, efficient internal collaboration, a strong emphasis 
on employee development, and a commitment to employee well-being. The presence of human 
resources rules and procedures that are easily understood and implemented, together with 
dedication demonstrated by managers across various hierarchical levels. 

 

DISCUSSION 
 

This study examined the effects of a hostile work environment, namely the managerial approach 
of the boss, on employee engagement. The hypotheses are accepted in this study, Hypotheses1: 
Toxic work environment negatively influences employee engagement and Hypotheses2: The boss 
approach mediates the effects of a toxic work environment on employee engagement. The 
proposed hypotheses of this study integrate various factors and present a full explanation for a 
phenomenon that might be more compelling. data acquired through evaluations consistently 
supports the provided hypotheses, thus providing a solid basis for acceptance. The study offers 
empirical evidence that a hostile work environment negatively affects engagement, thereby 
highlighting the need for additional research and intervention. The research offers insights 
applicable across various industries, enhancing understanding of how different work contexts 
influence the relationship between management and employee engagement. The study contributes 
to the discourse on promoting positive work cultures, emphasizing the critical role of leadership in 
fostering an environment conducive to employee engagement. The managerial strategy used by 
the manager inside a hostile work environment is anticipated to engender a dearth of transparent 
and efficacious communication channels between subordinates and higher-ups, therefore 
culminating in misinterpretations, suboptimal cooperation, and unresolved concerns. Workplace 
harassment, such as bullying, verbal abuse, or other types of mistreatments, perpetrated by 



         
 

 

121 

 

coworkers or superiors, contributes to the development of a hostile and unpleasant work 
environment for employees. This is proven by Saepudin and Sary (2022) stating that negatively 
impacts employee engagement and propagates unfavourable sentiments among colleagues in a 
toxic workplace. The potential for employees' efforts and accomplishments to be overlooked or 
underestimated might result in a sense of demotivation and diminished morale. the presence of an 
overwhelming number of tasks, unattainable timeframes, excessive supervision, or frequent 
changes in performance standards may result in elevated levels of stress experienced by workers, 
affecting their psychological welfare and professional efficacy.  

In an environment at work characterized by toxicity, the absence of trust and support is evident 
among both team members and management. The prevalence of backstabbing, gossip, and a 
blame culture may create challenges in fostering good relationships and promoting cooperation. 
Pertiwi et al. (2024) argued that negative gossip from the workplace and a toxic work atmosphere 
are positively correlated with information concealing. In a work environment characterized by 
toxicity, a manager's approach often neglects the need for work-life balance for employees, 
resulting in extended working hours, overwhelming workloads, and unattainable deadlines. Abell's 
(2024) findings revealed that in a toxic workplace environment, organisations may not be as 
delighted with employees' jobs because of persistent bullying, disproportionate and frequent 
criticism for their work and employees being required to perform tasks that are outside of their level 
of competency. Consequently, the researcher argues that this may contribute to burnout, elevated 
stress levels, and eventually have detrimental effects on employees' mental well-being and 
insecurity. An employee who experiences workplace insecurity is unhappy, which leads to stress 
and a decrease in efficiency, according to Saleem et al. (2020). The presence of preferential 
treatment, disparities in opportunity, or the absence of equity in decision-making procedures, as 
shown by management, leads to a detrimental work environment. Osei et al. (2022) study supports 
the findings that employee engagement at work is negatively impacted by leaders' abusive 
supervision.  

The higher the perception of toxicity in a leader and toxic work environment, the greater the 
likelihood of employee disengagement and high turnover. A toxic work environment with toxic 
leadership dimensions negatively impacts employee engagement (Kanyumba et al, 2024), 
resulting in employees being aloof and wanting to leave the organisation by increasing the attrition 
rate. This finding is supported by Ofei et al. (2023) and Sull et al. (2022) study that found a toxic 
work environment is certainly the best cause of high attrition rate, immoral conduct, employees 
experiencing disdain and an inability to encourage inclusiveness, equity, and diversity are the main 
causes of toxic environments. Toxic leadership has a substantial influence on employees' 
emotional attachment towards their organisation. Insufficient levels of dedication within a 
manufacturing organisation might result in increased absenteeism and reduced output volumes 
due to a lack of personnel. In support of this finding Al Soqair and Al Gharib (2023) found that both 
employees and organisations may be seriously threatened by a toxic work environment. 
Employees will become disengaged and frustrated to put out their highest standards to achieve 
organisational goals if they are continuously employed in a toxic atmosphere, this is because 
emotions that result from toxic workplaces can have a detrimental impact on employees' physical 
and mental well-being. This study concludes that employee engagement is negatively impacted by 
a toxic work environment, which includes toxic leadership traits. this can result in employees 
becoming distant and expressing a wish to leave the organisation.  

Based on this study's findings these suggestions for organisations are recommended: 
Organisations should implement targeted training for leaders focused on emotional intelligence, 
constructive feedback, and conflict resolution. Equipping managers with these skills can help them 
foster a supportive work environment and reduce toxic behaviours. Establish anonymous feedback 
channels where employees can voice concerns about workplace toxicity and leadership practices. 
Organisations should regularly assess employee engagement and satisfaction through surveys to 
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identify areas needing improvement. Encourage open and transparent communication between 
employees and management. Create forums or meetings where employees can express their 
thoughts and contribute to decision-making processes, fostering a sense of belonging and 
engagement. Offer Employee Assistance Programs (EAPs) that provide counselling and support 
services for employees dealing with stress or workplace issues. This can help them cope with a 
toxic environment and improve their overall engagement. Hold leaders accountable for their 
behaviour and its impact on employee engagement. Regular performance evaluations should 
include assessments of how leadership practices influence workplace culture. Develop and 
communicate a clear policy that defines toxic behaviours and outlines consequences for engaging 
in such practices. This sets expectations and helps cultivate a respectful work environment. 

Identifying the "boss approach" as a moderating variable could contribute to theories on 
leadership and management styles. By showing how a toxic work environment affects employee 
engagement, this study enhances existing theories related to workplace behaviour, such as 
organisational behaviour and management theories. This study offers new insights into the 
dynamics of workplace relationships. This study shows how various supervisory approaches can 
either mitigate or exacerbate the negative effects of a toxic environment, thus enriching the 
literature on leadership. Using a clearly defined methodology and appropriate data collection 
techniques (document analysis) that directly addressed the research problem, the study produced 
results that were both thorough and accurate. The analysis was conducted using rigorous 
qualitative assessments that provided strong evidence to support the conclusions, and the 
analytical depth ensured that the research questions were answered accurately and thoroughly.  

Limitations of this study. Poorly constructed review paper research may weaken the overall 
conclusions if the analysed studies differ in quality. The results of secondary sources may not be 
as applicable in the long run, particularly in industries that are changing swiftly. Since review papers 
do not include fresh data or experiments, their ability to further knowledge of a topic may be limited. 
in a study that explains it can be difficult to prove causation. Since this study used explanatory 
research design other confounding factors may affect the results, and correlation does not 
necessarily indicate causality. When using the explanatory research design the complexity of 
variables: social phenomena and human behaviour are frequently complicated, making it 
challenging to separate variables and completely comprehend how they interact.  

Future research can concentrate on examining how various leadership philosophies such as 
transactional, transformational, and laissez-faire modify the connection between employee 
engagement and toxic workplaces. Analyse whether a manager's emotional intelligence can reduce 
negative effects and how it affects employee engagement in toxic work environments. The coping 
mechanisms used by workers in toxic workplaces and how encouraging boss conduct might 
strengthen these mechanisms to increase participation. 
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