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Abstract

Purpose – In the last fewyears a newmanagement style and paradigmhas emergedwith the aim of improving
employee motivation, commitment and satisfaction through participatory management practices and more
democratic organizational structures. Based on this new paradigm, this study examines the consequences of
participative decision making for job satisfaction and trust.
Design/methodology/approach – To examine the proposed relationships structural equation modelling
was used on a sample of 3,364 employees conducted by the European Foundation for the Improvement of
Living and Working Conditions (Eurofound).
Findings – Results confirm that participative decisions positively influence job satisfaction both directly and
indirectly by means of employees’ perception of trust.
Originality/value – Based on democratic management style, this study shows how participative decisions
and trust can increase job satisfaction.
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1. Introduction
Recent years have witnessed the emergence of a new management style based on more
democratic structures, in contrast to the traditional management model of hierarchical
relationships and control (Chiva, 2014; Huang et al., 2016; Kim, 2002; Laloux, 2014; Tremblay,
2012). The appearance of these democratic models can be explained by the advent of a
business conscience that pursues the common good—including employee satisfaction—and
understands that employees play a decisive role in the viability of the company. Indeed,
research has shown that employees perform better individually when they do not have to
follow specific guidelines and when they are not constantly monitored by their superiors
(Benoliel and Somech, 2010; Kim, 2002; Swearingen, 2017). This has led to the expansion of a
management style concernedwith improving themotivation, commitment and satisfaction of
employees through participatory practices embedded in democratic organizational
structures (Guest, 2017; Salas-Vallina et al., 2020).

These democratic companies are distinguished by their consideration of workers not as a
“stakeholder”, but as a “constituent part” of the organization (Yukl and Becker, 2006). In other
words, employees are recognized as trustworthy and have a high level of decision-making
power. These companies apply a system of participatory corporate governance, in which
employees have the capacity to influence organizational decisions and levels of control
(Tannenbaum, 1968). This governance systemmoves away frommanagement approaches of
control and submission at work to focus on managerial trust in employees (Chiva, 2014).
Hence, the presence of trust is conceived as a core component in organizations applying a
participatory management (Davis, 2001; Harrington, 2017).
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The role of trust in organizations has been extensively examined in the field of
organizational research. Trust is seen as an essential condition to create a healthy working
environment and for employee wellbeing (Baptiste, 2008). More particularly, the
organizational literature indicates that interpersonal trust increases job satisfaction (i.e.
Braun et al., 2013; Guinot et al., 2014; Matzler and Renzl, 2006). Job satisfaction is one of the
most studied concepts in the literature due to its benefits such as productivity, personal
well-being and organizational commitment (Aziri, 2011). However, research on the linkage
between trust and job satisfaction has focused particularly on a bottom-up direction (from
employees to their leaders) or on a horizontal level (between team members or peers at the
same level). Thus, the importance of employees feeling trust from their leaders or
organizations has been neglected. In fact, our literature review reveals that little is known
about the impact managers’ trust in subordinates has on job satisfaction. This lack of
research on the top-down direction of trust has also been noted by academics such as
Brower et al. (2009) or more recently Guinot and Chiva (2019).

Moreover, recent reports have warned of the decline of trust in organizational settings.
One example is the global survey conducted by Ernst and Young, which found that less than
half of global professionals trust their employer, boss or team/colleagues (Twaronite, 2016).
This tendency has also attracted academic attention, and several authors (e.g. Bingham, 2017;
Brower et al., 2017) have found that many employees do not feel trusted by their managers. In
turn, according to the 2019 Edelman Trust Barometer, it is nowmore important than ever for
employers to listen to their employees in organizations, since 74% of employees expect to be
included and have a voice in key decisions. Thus, by creating the conditions for employee
participation, business leaders can help to fulfil employee expectations. Likewise, by
promoting employee empowerment, business leaders may send a signal that the organization
trusts its employees.

Accordingly, the objective of this article is to explore the relationships between three
variables: participative decision making, managers’ trust in employees and job satisfaction.
Although the literature suggests some linkage between these variables, there are no
empirical findings that combine these relationships. We propose that participative decision
making may provide a basis on which to increase employees’ perception that managers
trust them, thus triggering job satisfaction, both directly and indirectly (by means of trust).
In addition, this study is unusual in that it takes a different perspective on the concept of
trust to that generally taken in the literature: we approach trust from the perspective of
employees’ perceptions that they are trusted, since there are indications that this variable
may be closely related to employee participation and job satisfaction. By providing
empirical evidence on these relationships, we aim to shed light on some of the triggers and
consequences of this side of trust. Moreover, exploring the effects of participation at work
may serve to advance knowledge about the appropriateness and relevance of democratic
management systems, particularly to improve job satisfaction. To examine the proposed
relationships we apply structural equation modelling (SEM) in a sample of 3,364 employees
in Spain. The sample was taken from the European Working Conditions Survey of 2015,
conducted by the European Foundation for the Improvement of Living and Working
Conditions (Eurofound).

2. Theoretical framework
In the following subsections we provide a theoretical review and analyse current trends and
challenges in the concepts addressed in this study: employee participation, trust and job
satisfaction.
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2.1 Employee participation
Employee participation can be defined as a work system in which influence on decision
making is shared among employees at different hierarchical levels (Wagner, 1994). It includes
actions such as employees having the opportunity to suggest improvements in the way
things are done, engaging in how work is organized and what is done and giving opinion
about who does what (Cotton et al., 1988). Organizations oriented to participative work
environment delegate large amount of control towards employees (Behravesh et al., 2020). By
sharing responsibility, the exchange of information is likely to flow, and everyone
participates in the resolution of problems (Wong et al., 2018). Employee participation tends to
improve organizational aspects such as product and service quality and it can also reduce
absenteeism; in other words, it improves organizational performance (Bhatti and Qureshi,
2007). Bhatti and Qureshi (2007) concluded that employee participation has a positive impact
on three aspects: job satisfaction, employee engagement and employee productivity in the
company. In turn, employees who are involved in making decisions tend to be more
motivated, committed and perceive less levels of burnout (Behravesh et al., 2020). Moreover,
they shown less intentions of quitting and have a greater feeling of control over their work
lives (Behravesh et al., 2020; Crawford et al., 2010). Accordingly, organizations and employees
can benefit from participative decision making.

Managers are now becoming increasingly aware of the relevance of involving workers in
decision making. Consequently, a growing number of companies are empowering and giving
freedom to their employees, as this tends to make them more productive and efficient.
However, for many other firms worker participation is not given sufficient priority.
According to Bhatti and Qureshi (2007), this widespread lack of interest in the human
resources of organizations may be because their influence is not usually measured in
economic terms. With or without such measurements, human resources managers and
management in general should keep in mind the need to involve the human resources system
in their strategic plans, since it is necessary not only for the company’s success in the market
but also for its survival.

2.2 Trust
A significant amount of research has addressed the role of trust in organizations, and several
definitions of the concept have been put forward. However, one of the most popular and
commonly used is that proposed by Mayer et al. (1995, p. 712):

. . . thewillingness of a party to be vulnerable to the actions of another party based on the expectation
that the other will perform a particular action important to the trustor, irrespective of the ability to
monitor or control that other party.

Another similar definition of trust comes from Rousseau et al. (1998, p. 395), who stated that
trust is the “intention to accept vulnerability based on positive expectations of the intentions
or behaviour of another”. In this sense, vulnerability indicates that a relationship of trust
implies that something is at stake and therefore can be lost by the trusting party. Of themany
terms found in the literature to refer to the two parties involved in a relationship of trust, in
this article we use the “trusting party”, understood as the one who trusts, and the “trusted
party”, understood as the one in whom the trust is deposited by the trusting party.
Alternative terms are “trustor” and “trustee”, respectively.

2.3 Job satisfaction
Job satisfaction is probably the most extensively studied form of work-related subjective
well-being (Bakker and Oerlemans, 2011). One author who has explored the concept of job
satisfaction in great depth is Locke, who defines it as that “pleasurable emotional state” (1969,
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p. 316) caused by the feeling that the job helps individuals to approach and identify with their
own values. The author considers that throughout their lives people voluntarily or
involuntarily configure a set of values that guide their decisions and actions. He argues that
job satisfaction is nothing more than the identification of an employee’s position with the
values that he or she has constructed. In contrast, job dissatisfaction consists of an
“unpleasurable emotional state” (Locke, 1969, p. 316) that arises because workers consider
that performing their job is frustrating and limits them in the achievement of their personal
values. Locke divides values into two groups: moral and specific. Taking salary as an
example, the moral aspect would be the value of money and the specific aspect would be the
amount that employees expect to earn at a given time in their career.

Following Locke, for an individual’s values to become a determinant of job satisfaction,
most of them must be rational. This is because individuals whose code of ethics contains
many irrational values will end up experiencing value conflicts that make it impossible for
them to be satisfied in the company. In parallel, Locke also points out that both satisfaction
and dissatisfaction depend on the difference between what the employee’s ideal job would be,
and reality. If this difference is zero or very small, the employee feels job satisfaction. He also
argues that the reasonswhyworkers are satisfied lie in the characteristics of the job aswell as
those of employees themselves. Logically, another conclusion Locke reaches is that an
individual’s job satisfaction is due to the set of variables that make up a job, including salary,
quality of supervision or work climate, among others.

Accordingly, job satisfaction is a collection of feelings and beliefs that employees have
about these aspects of their job (Aziri, 2011). Hence, job satisfaction represents a feeling that
job expectations match real rewards. Therefore, job satisfaction is linked to the experiences
and situations surrounding the employee that affect their perception of their job (Gabriel et al.,
2014; Judge et al., 2020). In other words, job satisfaction is the employee’s positive affective
response to their job, resulting from their comparison of actual and desired outcomes (Judge
et al., 2012).

3. Research hypotheses
The theoretical framework presented above includes definitions of the three variables that
make up the case under study, different relationships between these variables and other
concepts that are part of the organizational environment. In this section we explore the
relationships between the three concepts (Figure 1).

Figure 1.
Research model
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3.1 Employee participation and job satisfaction
The first possible relationship to be demonstrated is that between employee participation and
job satisfaction, a link that has been analysed in recent decades. For example, Bhatti and
Qureshi (2007) concluded that employee participation is positively linked to job satisfaction.
According to Kim (2002), employee involvement in the company’s strategic planning
processes is positively related to workers’ satisfaction. This author also argues that the effect
is greater when participatory management is accompanied by effective communication
monitoring. He adds that to increase job satisfaction, both private and public sectors should
focus on changing their traditional hierarchical structure to a flatter, more participatory one.
Employee involvement is thought to have positive consequences for job satisfaction since it
increases workers’ motivation, self-realization and empowerment.

It may therefore seem logical that subordinates who can participate in different areas of the
company and are valued for their contributions to decision making may feel more satisfied in
their job. It should be noted, however, that this assumption only makes sense if the negative
implication of increased participation, such as higher job stress, is lower than the satisfaction it
produces (Weinberg et al., 2010). In any case, throughout the literature some authors, such as
Alas (2007) and those mentioned above, have concluded that job satisfaction and employee
participation are positively correlated. Others, such as Wilkinson et al. (2010), also argue that
job satisfaction, together with employee engagement, are indicators capable of measuring the
success of employee participation to a certain level of precision. That is, according to these
authors, employee satisfaction can be explained by the degree of participation. Hence, when
workers are involved in decisions such as setting their work objectives, improving work
processes, or choosing their colleagues, they obtain higher levels of satisfaction.

Considering the above, we propose the first hypothesis:

H1. There is a positive and significant relationship between employee participation and
job satisfaction.

3.2 Employee participation and employee perception of managers’ trust in subordinates
Intuitively, wemight expect the variables employee participation and employee perception of
managers’ trust in subordinates to be positively related, so the more participation employees
are allowed, the more they will perceive that their superiors trust them. In other words, it can
be assumed that when subordinates are more involved in organizational decision making,
they may perceive that this is because their superiors trust them. In fact, over the past
decades, authors such asWilkinson et al. (2010) have linked employee participation to trust. It
seems logical to consider that when managers encourage their employees to be more
participatory and provide them with tools to fully develop their capabilities, individuals will
feel respected by their superiors and perceive that they trust them, thus providing a basis for
the development of the cognitive side of managers’ trust in subordinates.

Coyle-Shapiro et al. (2002) suggested that for individuals to perceive that their superiors
trust them, and that their decisions are important and positive for the organization, managers
must first encourage workers to improve their skills and knowledge. One way to do that is by
encouraging employee participation. In turn, any system managers introduces to increase
employee participation must be underpinned by a long-term commitment, because if workers
perceive that the company is losing interest in the project, they may suspect that managers
have stopped trusting them (Bruno and Jordan, 1999). In general, changes in certain aspects of
organizations provide an opportunity for management to involve their subordinates in the
processes of change. If superiors count on their subordinates to improve a certain aspect of the
company, those lower down the hierarchy would logically feel that their superiors trust them.
This may be particularly significant from the cognitive side of trust, which is based on the
premise that the other party will be competent and responsible in performing his or her role.
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The above explanations lead us to our second hypothesis of the model:

H2. There is a positive and significant relationship between employee participation and
employee perception of managers’ trust in subordinates.

3.3 Employee perception of managers’ trust in subordinates and job satisfaction
The relationship between trust and employees’ satisfaction in their workplace has attracted
much research attention. According to Altuntas and Baykal (2010), workers tend to show a
higher level of enthusiasm and happiness and, therefore, satisfaction when they perceive a
climate of trust in their organization. In the same way, Matzler and Renzl (2006) found that
trusting relationships between individuals and colleagues at the same level, as well as
betweenmanagers and their subordinates, enhance job satisfaction. Perry andMankin (2007)
also concluded that satisfaction levels are directly related to trust levels. Additionally, trust
not only directly generates satisfaction but also favours the emergence of other working
conditions that lead to employee satisfaction (Dirks and Ferrin, 2001).

Trust implies a willingness to synchronize, to help and to commit to each other, which
leads to reduced stress and anxiety in the workplace (Lau and Tan, 2006). In the absence of
trust, a climate of uncertainty and insecurity is generated. In turn, uncertainty over long
periods leads to a situation of stress and, therefore, dissatisfaction. Other triggers of job
dissatisfaction may be unhealthy rivalry between employees in their drive to move up the
corporate hierarchy, lack of communication, lack of support and the favouritism that
managers may show towards certain employees (Beehr, 1981). If supervisors do not trust
subordinates and place them under undue pressure, they will feel anxious and overwhelmed
by the demands of their position and, therefore, highly dissatisfied. On the other hand, the
perception of risk plays a fundamental role in job satisfaction, so a lower level of perceived
risk increases job satisfaction (Guinot et al., 2014). Thus, the existence of trust in a company
reduces risk perception and stress, and encourages a supportive work climate, which leads to
increased levels of job satisfaction.

Based on this series of ideas, we posit our third hypothesis:

H3. There is a positive and significant relationship between employee perception of
managers’ trust in subordinates and job satisfaction.

3.4 The mediating role of managers’ trust in subordinates between employee participation
and job satisfaction
As we discussed in the previous hypotheses, we may find three positive effects among the
variables examined: participation and job satisfaction, participation and trust and trust and
job satisfaction. Thus, following the above theoretical arguments and hypothesized
relationships, we propose our final hypothesis in which the effect of employee
participation on job satisfaction is mediated by managers’ trust in subordinates. In fact,
literature suggests that trust plays a role as a social exchanger (Guinot and Chiva, 2019), so
performing a mediating role between some variables and positive affective responses such
job satisfaction. Based on social-exchange theory (Blau, 1964), participative decisions may be
create high-quality leader–follower relationships by means of encouraging a feeling of trust
in subordinates, which may cause individuals to respond by feeling good and satisfied
(Lawler and Thye, 1999). Testing this more complex hypothesis of reciprocal exchange could
be useful to provide a more detailed picture of the posed relationships, particularly to further
explain the participation–satisfaction linkage. Thus, we present the fourth hypothesis:

H4. The relationship between employee participation and job satisfaction is mediated by
employee perception of managers’ trust in subordinates.
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4. Research methodology
4.1 Sample
The data used in this research were taken from the European Working Conditions Survey of
2015, conducted by the European Foundation for the Improvement of Living and Working
Conditions (Eurofound). This institution belongs to the European Union and was created by
the European Council to study and improve the living and working conditions of individuals
in Europe. The main objective of the survey is to quantify the conditions of workers in
Europe, both for employed and self-employed persons. It also aims to analyse the
relationships between different aspects of working conditions, distinguish risk groups,
identify issues of concern and progress, monitor trends and contribute to European policy
making. The sample used in this article only considered interviews with individuals in Spain.

At the European level, the survey was carried out in 28 EU member states, Norway,
Switzerland, Albania, the former Yugoslav Republic of Macedonia, Montenegro, Serbia and
Turkey (a total of 35 countries). Although the target sample size was set at 1,000 in most
countries, for nations with larger populations this figure was higher: 1,200 in Poland, 1,300 in
Spain, 1,400 in Italy, 1,500 in France, 1,600 in the United Kingdom and 2,000 in Germany and
Turkey. In addition, Eurofound offered countries the possibility to increase their sample size,
an option taken up by Belgium, Slovenia and Spain, which increased their respondents to
2,500, 1,600 and 3,300, respectively. The final sample totalled 43,850 individuals. In the case of
Spain, the total number of interviewees after the fieldworkwas 3,364, which is the sample size
studied to test our theoretical model. The workforce in the sample has less female (47%) than
male (53%) representation; more than a quarter of the workers did not finish high school; it is
concentrated in the 35–49 age group; three out of four workers are in the service sector (76%);
and the vast majority (79%) work full time. The surveys were carried out between 3 March
and 29 September, 2015.

4.2 Measurement of the variables
To measure the variables, we used some of the questions from the interviews conducted for
the 2015 European Working Conditions Survey. We selected the questions that best
represented a measurement of the three concepts discussed in this article: employee
participation, employee perception of managers’ trust in subordinates and job satisfaction.

4.2.1 Employee participation. Three items were used to evaluate employee participation.
They were all measured on a scale of 1–5 (1: always, 2: usually, 3: sometimes, 4: rarely, 5:
never), and included other possible answers (7: not applicable, 8: do not know, 9: no answer).
The itemswere: “you are consulted before objectives are set for yourwork”, “you are involved
in improving the work organization or work processes of your department or organization”
and “you have a say in the choice of your work colleagues”. In the survey, these questions
correspond to Q61C, Q61D and Q61E, respectively. Some authors, such as Kim (2002) and
Guinot and Barghouti (2019), have used similar items to measure employee participation.
These items essentially measure the forms of participation corresponding to direct
communication and bottom-up problem solving, which implies giving an opinion in face-
to-face interactions and participating in decisions that are assumed to correspond to
managers.

4.2.2 Employee perception of managers’ trust in subordinates. The level of employee
perception of managers’ trust in subordinates was measured with a single item: “the
management trusts the employees to do their workwell”, and therefore involves the cognitive
dimension of trust. A scale of 1 to 5 was used for this purpose (1: fully agree, 2: partially agree,
3: neither agree nor disagree, 4: partially disagree, 5: strongly disagree) and included other
possible responses (7: not applicable, 8: do not know, 9: no answer). In the survey, this
question corresponds to Q70B. Unlike the previous case, this variable is measured by a single
element. It should be noted that some authors, such as Shah (1998) or Guinot et al. (2014), have
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measured interpersonal trust with a single item. In addition, Ganzach (1998) argues that the
use of a single item to measure a certain variable is not only no less valid than the use of
different items, but could even be more reliable (Wanous et al., 1997).

4.2.3 Job satisfaction. Job satisfaction was measured with the question “on the whole, are
you very satisfied, satisfied, not very satisfied or not at all satisfied with working conditions
in your main paid job?”, using a scale from 1 to 4 (1: very satisfied, 2: satisfied, 3: not very
satisfied, 4: not at all satisfied), and including other possible answers (8: do not know, 9: no
answer). This question corresponds to Q88 of the European Survey on Working Conditions
(2015). Therefore, as with the previous variable, job satisfaction was measured using a single
item, following previous empirical research (e.g. Chiva and Alegre, 2009; Ganzach, 1998;
Guinot et al., 2014; Wanous et al., 1997).

4.2.4 Control variables. The age and gender of employees were used as control variables,
since they may significantly influence job satisfaction.

4.2.5 Age. According to authors such as Kalleberg and Loscocco (1983) and Bos et al.
(2009), job satisfaction and age are positively and significantly related, so that the older a
person is, the greater their job satisfaction.

4.2.6 Gender. Empirical studies addressing job satisfaction typically include individual
control variables such as gender (Chiva and Alegre, 2009; Ganzach, 1998).

4.3 Descriptive statistics and psychometric properties of the measurement scales
Table 1 presents correlation factors between the study variables and Table 2 shows the
descriptive statistics (mean and standard deviation) for each of the variables included in the
model. The two tables were obtained using the IBM SPSS 22 program for Windows.

Note that unlike the other parameters, which are quantitative, employee gender is a
qualitative variable; consequently, we assigned the values 1 to male gender and 2 to female
gender. The value 1.47 in the table therefore has a symbolic meaning and does not represent
an average as such, but as it is below 1.5, it indicates that slightly more men (53%) than
women (47%) were interviewed in the National Survey on Working Conditions. The average
age of those surveyed is 42.46 years, and the average data for the other variables
corresponding to the sample questions are presented numerically in section 4.2.Measurement
of the variables. The standard deviation measures the degree of dispersion of the data for the
average values. In the case of employees’ age, given that the minimum sample was set at 16
years of age and there was no age limit, the standard deviation is greater than 38 years.

Using confirmatory factor analysis, we have analysed the one dimensionality of the
measurement scales of the construct employee participation. Results of the confirmatory
factor analysis indicators indicate the one dimensionality of the construct employee
participation (p-value > 0.05; RMSEA 5 0.000; BBNFI 5 1.000; CFI 5 0.999). Moreover,
Cronbach’s a coefficient shows a value of 0.713. This value is above the minimum acceptable
value 0.7 (Nunnally, 1978), thus confirming the reliability of the scale.

Table 1 shows the correlation factors between the parameters, using Pearson’s correlation
coefficient (normally designated with an R), whose function is to indicate the relationship or
dependency between the two variables in a two-dimensional study. The p-values are also
reported in Table 1 and will be compared with the established level of significance. The
presentmodel aims to show relationships between three variables, two at a time, for which the
significance level 0.01 is taken as a reference. First, between the variables Employee
perception of managers’ trust in subordinates and Job satisfaction, given that the Pearson
coefficient is 0.257 and the p-value is less than 0.01 (0.000 < 0.01), the relationship is positive
and significant. Regarding the variablesEmployee participation and Job satisfaction (assigned
number 7 in the tables), given that the former is justified by three items, the study must be
carried out for each of these cases. By way of simplification, we denote the three items
belonging to the variable Employee participationwith the numbers 3, 4 and 5, which are those
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assigned in the previous tables. Between 3 and 7, the R is 0.199 and the p-value is less than
0.01 (0.000 < 0.01); between 4 and 7, the R is 0.221 and the p-value is less than 0.01
(0.000 < 0.01); and between 5 and 7, the R is 0.120 and the p-value is less than 0.01
(0.000 < 0.01). Thus, there is a positive and significant relation between the Employee
participation and Job satisfaction parameters. Finally, the analysis of the relationship between
variables Employee participation and Employee perception of managers’ trust in subordinates
(assigned number 6 in the tables) is very similar to the previous one: between 3 and 6, the R is
0.233 and the p-value is less than 0.01 (0.000 < 0.01); between 4 and 6, the R is 0.255 and the
p-value is less than 0.01 (0.000 < 0.01); between 5 and 6, the R is 0.229 and the p-value is less
than 0.01 (0.000 < 0.01).

Variables 1 2 3 4 5 6 7

1. Employee gender Pearson
correlation

1

Sig.
(bilateral)

2. Employee age Pearson
correlation

�0.014 1

Sig.
(bilateral)

0.429

3. Participation in setting
objectives for their
work

Pearson
correlation

0.031 �0.010 1

Sig.
(bilateral)

0.071 0.555

4. Participation in
improving
departmental processes

Pearson
correlation

0.038* �0.002 0.379** 1

Sig.
(bilateral)

0.027 0.889 0.000

5. Participation in the
choice of co-workers

Pearson
correlation

0.075** �0.009 0.395** 0.368** 1

Sig.
(bilateral)

0.000 0.596 0.000 0.000

6. Employee perception of
managers’ trust in
subordinates

Pearson
correlation

0.053** 0.008 0.233** 0.255** 0.229** 1

Sig.
(bilateral)

0.006 0.669 0.000 0.000 0.000

7. Job satisfaction Pearson
correlation

0.005 �0.022 0.199** 0.221** 0.120** 0.257** 1

Sig.
(bilateral)

0.791 0.206 0.000 0.000 0.000 0.000

Note(s): p* < 0.05; p** < 0.01 (two-tailed)

Variables Mean SD

1. Employee gender 1.47 0.499
2. Employee age 43.46 38.513
3. Participation in setting objectives for their work 3.62 1.993
4. Participation in improving departmental processes 2.81 1.857
5. Participation in the choice of co-workers 3.82 2.100
6. Employee perception of manager’s trust in subordinates 1.94 1.514
7. Job satisfaction 2.00 0.784

Table 1.
Correlations between

variables

Table 2.
Descriptive statistics

Participative
decisions and
feeling trusted



These results indicate that the variables Employee participation, Employee perception of
managers’ trust in subordinates and Job satisfaction are positively and significantly related,
and given that we used a significance level of 0.01, these conclusions can be stated with 99%
certainty. Similarly, the results in Table 1 show that Employee gender (R 5 0.005;
p-value 5 0.791) and Employee age (R 5 �0.022; p-value 5 0.206) do not have a significant
relationship with Job satisfaction.

5. Analysis and results
The statistical program EQS 6.1 for Windows and SEMwere used to perform the analysis of
the model. Based on the data used (Satorra–Bentler chi-square 5 19.7389; degrees of
freedom5 9; p5 0.01959; Bentler–Bonnet normed fit5 0.991; Bentler–Bonnet non-normed
fit5 0.988; Comparative fit index: 0.995; Root mean square error of approximation5 0.023),
the results show an adequate model fit (Figure 2).

As shown in Figure 2, the model’s regression coefficients indicate a positive relationship
between Employee participation and Job satisfaction (β1 5 0.400; t 5 9.278; p < 0.01), thus
confirming H1. The results also show a positive relationship between Employee participation
and Employee perception of managers’ trust in subordinates (β25 0.381; t5 10.070; p < 0.01),
which supports H2. Finally, Employee perception of managers’ trust in subordinates has a
positive effect on Job satisfaction (β3 5 0.536; t 5 8.573; p < 0.01), supporting H3. All three
hypotheses proposed in the model are therefore confirmed. This regression analysis
complements the results of the previous section in that it provides some causality between the
variables, since previously we had only shown that they were positively and significantly
correlated.

We then analysed the mediating effect of the variable Employee perception of managers’
trust in subordinates on the relationship between Employee participation and Job satisfaction,
drawing on the procedures used byTippins and Sohi (2003). For this purpose, a comparison is
made between the mediation model (which includes the mediating variable) and a direct
effects model (which strictly relates Employee participation to Job satisfaction). The
comparison of the two systems shows whether or not the differences between them are
significant. In order to conclude that the mediating model is more in line with reality than the
direct effects model, four conditions must be met (Tippins and Sohi, 2003): (1) the mediation

Figure 2.
Results of the
research model
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model explains more of the variance of Job Satisfaction than the direct model; (2) there is a
significant relationship between Employee participation and Employee perception of
managers’ trust in subordinates; (3) the significant relationship between Employee
participation and Job satisfaction is lower in the mediation model than in the direct model;
and (4) the variables Employee perception of managers’ trust in subordinates and Job
satisfaction are significantly related.

Figure 3 shows the regression coefficients between the variables and the variance (R2) in
each model. We can conclude that Employee perception of managers’ trust in subordinates
mediates the relationship between Employee participation and Job satisfaction, because the
four requirements mentioned above are met. First, the mediation model explains more of the
variance of Job Satisfaction than the direct model (0.611 vs 0.533). Second, the relationship
betweenEmployee participation andEmployee perception ofmanagers’ trust in subordinates is
significant (Hypothesis 2: β2 5 0.381; t 5 10.070; p < 0.01). Third, the relationship between
Employee participation and Job satisfaction is lower in the mediation model (β1 5 0.400;
t5 9.278; p < 0.01) than in the direct model (β15 0.730; t5 19.169; p < 0.01). And finally, the
variables Employee perception of managers’ trust in subordinates and Job satisfaction are
significantly related (Hypothesis 3: β3 5 0.536; t 5 8.573; p < 0.01). Therefore, it can be said
that the mediation model is a better fit to reality, thus confirming hypothesis 4. Additionally,
it should be noted that it is a partial mediation, since the direct effect ofEmployee participation
on Job satisfaction remains significant when the mediating variable is included.

6. Conclusions
This study reaches two main conclusions from the correlations and results obtained in the
regression analyses: first, there is a significant relationship between employee participation
and job satisfaction; second, employees’ perception that their superiors trust them plays a
crucial role in the relationship. For this last reason, the model that includes the mediating
variable is a better fit to reality. Scholars of trust consider that it can become a key factor in
themanagement of organizations, and evenmore so in the technological, constantly changing
and complex environment facing companies today (Bachmann and Zaheer, 2006).

Our results show that greater employee involvement leads to a perception that their
superiors trust them or, in other words, that managers are willing to take a higher risk with

Figure 3.
Direct effect and
mediation models
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them. This claim is based on the established definitions of trust, according to which, trust
derives from high assumption of risk and low risk perception by the trusting party (Mayer
et al., 1995). This trust is based on the supervisors’ perception that the workers will be able to
do their job well, and therefore refers more to the cognitive dimension of trust than to the
affective dimension. Thus, when leaders implement participatory decision making, trust
increases at the cognitive level.

Furthermore, consistent with previous studies (i.e. Behravesh et al., 2020; Cox et al., 2006),
results indicate that the implementation of participation systems involving all workers raises
levels of job satisfaction. Our findings add a new alternative way to understand this
relationship through the perception of trust, which had not been considered previously.
These results lend support to democratic management styles based on a pattern of
relationships in which the employee plays a key role in decisions affecting his or her own
work, that of colleagues and the functioning of the department and the organization as a
whole. Consequently, the worker is no longer simply a cog in the organizational machine, but
an essential part of its operations. By empowering workers in this decision-making process
and enabling them to influence the future of the company through their decisions, they
become agents of change, with the result that they feel more satisfied with their work, as the
findings of this study demonstrate.

However, it is important to remember that unless workers have the right skills and
preparation to engage with these participatory systems, they may be unable to take on
decision making within their area of responsibility on their own. This may ultimately lead to
increased job stress and therefore lower job satisfaction. Companies must therefore manage
participatory systems properly by first preparing workers to use them and by assigning
responsibility in proportion to the position and characteristics of the employee. This entails
designing a system that allows employees to make decisions in areas in which they have a
minimum of experience and knowledge.

In this study, participation includes consulting with employees to decide the objectives of
the work, intervention of employees in processes of the department or the organization and
employees having a voice in choosing colleagues. These forms require the employee to be
familiarwith the operation of the company and thework to be performed, in order to be able to
make decisions on a knowledge base. Likewise, although this work focuses on some forms of
participation, the participatory culture could be extended to employee involvement in issues
such as salary determination, career development or the selection of new employees. This
would mean applying a model of direct democracy as proposed by Chiva (2014).

This study has also shown that employees’ perception of managers’ trust is linked to
employee satisfaction. This finding indicates the importance of “feeling trusted”. That is, not
only do managers trust their employees, but employees perceive that their managers trust
them. To the best of our knowledge, this study is the first to address the relationship of this
element of trustwith job satisfaction.This opensup a line of researchwith important theoretical
and practical implications, since research on vertical trust has, to date, explored ascending trust
from employees to their leaders, rather than the consequences of managers’ showing trust to
their followers.We suggest, therefore, that whenmanaging their relationships with employees,
leaders must be able to transmit trust to all levels of the organization.

The results of this study provide evidence of the importance of applying participatory
management models in which workers feel trusted. This strategy would allow companies to
improve employee satisfaction, and therefore pave the way for employees to show greater
commitment and loyalty to their company and to attract and retain talent in organizations. In
direct contrast to authoritarian and hierarchical models, our results show that democratic and
participative models of business management enable companies to promote a healthier and
richer working environment where much more humane and productive working
relationships can flourish.
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6.1 Limitations and future lines of research
Although our results show positive and significant relationships between the variables
examined, we cannot strictly infer the exact causal relationship between them because this
was a transversal study. Longitudinal studies are therefore required in order to corroborate
the direction of the relationships. Another limitation concerns the way in which the sample
data were obtained. Although surveys have certain advantages such as low economic cost,
they also have disadvantages such as inflexibility, impersonality and loss of interest on the
part of the interviewee. Future research would benefit from including qualitative research,
which could provide more valuable answers. Another shortcoming is related to culture and
context. The conclusions of this research refer only to the Spanish business model, and
according to Rousseau et al. (1998) context is crucial for the implications of trust. This limits to
some extent the conclusions obtained and reveals the need for future research in other
cultures or countries.

Moreover, the role of culture on the results of employee participation must be also
considered. Two dimensions of culture are the main ones to exert an effect on participative
decision making (Sagie and Aycan, 2003): power distance and individualism-collectivism. In
low power distance cultures, such is the case of western countries like Spain, employees may
see themselves as similar to bosses and thus prefer to have a voice in decisions processes
(Elele and Fields, 2010). In contrast, individuals from high power distance cultures (such as
Asian countries) accept that employees and bosses are unequal and may be less adversely
affected by low levels of voice (Brockner and Higgins, 2001). Thus, the relationship between
participation and satisfaction could be stronger in cultures with low power distance, as is the
case of the one used in this study. Moreover, in more individualistic cultures (such is the case
of Spain) participation is mostly relevant to individuals since uniqueness and self-expression
are highly valued (Yates and De Oliveiria, 2016). By contrast, individuals in collectivistic
cultures pursue participation with the entire group. Hence, in more individualistic cultures
individuals may be more comfortable taking decisions alone. So, they feel more satisfied by
taking decisions than members of collectivistic cultures who prefer taking decisions in
groups. Consequently, the results are contingent on the culture of the study sample. Future
studies may compare whether the results can be extrapolated to high power distance and
collectivist cultures.

On the other hand, while there is no doubt that the 3,364 respondents are representative of
the workforce in Spain, it would be very interesting to find out if results vary according to
firm size or business sector. Future research could usefully undertake a comparative analysis
considering specific contextual variables. Nonetheless, we believe that our findings provide
an overall view of the main effects between the variables examined, which may serve as a
starting point for more accurate analysis in future research.
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