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Section 1

Employee Engagement: An Introduction

Chapter 1

Employee Engagement: Evolution, Approaches, and Perspectives ...........ccccceveeveeverneenenneeneencennenn 1
Ashish Gupta, Indian Institute of Foreign Trade (IIFT), India
Anushree Tandon, Birla Institute of Management and Technology (BIMTECH), India
Darshana Barman, Indian Institute of Foreign Trade (IIFT), India

Modern organizations are moving towards more sustainable models by utilizing the power of employees
to attain their objectives. Organizations are engaging their employees in various activities to ensure their
level of commitment towards employers. Positive employee engagement has been linked to a growth in
terms of organizational performance, financial benefits, and reduced attrition. The purpose of this chapter
is to understand the concept of employee engagement in today’s competitive market and to know about
the various engagement practices adopted by the global leaders. This study is an attempt to address this
need by giving a brief insight into the evolution of employee engagement as an academic discipline, the
broad approaches adopted to characterize employee engagement, and the resultants dimensions identified
through the studies. The authors also attempt to provide an insight into industrial attempts to execute
employee engagement initiatives through brief cases.

Chapter 2
Employee Engagement as a Contemporary Issue in HRM ..., 20
Yuvika Singh, Chandigarh Group of Colleges Landran, India

For the past few years, employee engagement has become an important concern in the corporate world.
Products and processes alone cannot help the organizations to survive in the market. They also need
highly motivated and completely involved employees who are very passionate about their task and their
organizational goals; in short, they need “engaged employees.” But, retaining the engaged employees
requires a lot of effort and skill on the part of HR heads. Employee engagement cannot be considered as
an easy intervention in improving the commitment towards job, motivation, or productivity. This chapter
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will throw light on how employee engagement can be increased. This chapter also tries to identify the
main drivers of employee engagement, its various attributes together with new ways to measure it, how
to handle disengaged employees, and new engagement practices in the corporate world. In this chapter,
the modern employee engagement activities being practiced by the corporate world in the Indian context
will be discussed.

Section 2
Employee Engagement: Contemporary Issues

Chapter 3
Cultural Issues in Employee Engagement: [lluminate, Causes, and Significance ........c..ccccceveeveenneene 47
Radha Yadav, Chandigarh University, India
Riya Gangwar, Jaipuria School of Business, India
Sunaina Arora, Jaipuria School of Business, India
Frederic Andres, National Institute of Informatics, Japan

The purpose of this chapter is to analyze the cultural issues in employee engagement. This chapter covers
the importance of employee engagement and diverse workforce. The author focuses on the role of culture
in employee engagement, and it shows a positive relation between the organization performance and
employee engagement. In this chapter, the author also depicts cultural issues in the organization. In the
end, the author emphasizes the techniques to improve the cultural issues to enhance employee engagement.

Chapter 4
Do Organizations Really Gain Without Pain? The Dark Side of Employee Engagement.................... 57
Nil Selenay Erden, Istanbul University, Turkey

The positive psychology movement involves putting an emphasis on investigating positive qualities of
individuals. The movement has also affected work psychology domain. One of the most outstanding topics
in the work psychology domain has been work engagement. Work engagement, defined as a positive state
of mind, characterized by vigor, dedication, and absorption, has been studied in relation to individual
resources and performance indicators. Primary objective of this chapter is to provide assumptions on
the dark side of work engagement. In this respect, the dark side of employee engagement, which has
not received great attention in the literature, will be discussed in order to inspire a more balanced focus
for future studies and organizational settings. The recommendation section includes avenues for future
studies and suggestions for gatekeepers/managers.

Section 3
Management Techniques for Employee Engagement

Chapter 5
A Systematic Review of the Correlates and Outcomes of Employee Engagement...........ccccceeeveenneen. 78
Duygu Toplu Yaslioglu, Istanbul University, Turkey

Engagement is a concept that is hard to define and easy to realize. Engagement is motivational, and this
motivation helps individuals to allocate their resources for their job performance and use those resources
intensively and consistently. So, one can say that employee engagement should have been correlated with
some variables related with work and organization. In the academic literature, engagement is a relatively
high focused area, and it is said to be related to but distinct from other constructs in organizational
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behavior. Engagement’s casual and correlational relationships with the various concepts such as burnout,
job demands and resources, organizational commitment, job involvement, workaholism, job satisfaction,
for example, are much researched. However, researches indicate different results. This chapter aims
to systematically review the aforementioned concepts relationship to engagement and eventually put
forward, if any, conflicts and resemblances among previous researches.

Chapter 6
Drivers of Employee Engagement and Engagement Value Proposition...........ccoceceevenenercceneneneene. 99
Deepika Pandita, Symbiosis International University, India

This chapter will focus on the drivers of employee engagement and will define the engagement proposition
for the employees in the organization. It is important for the human resource systems in companies to be
effectively clubbed with new processes to make employee engagement an end-to-end practice. Employers
know that engaged employees are more productive, and therefore, every organization needs to analyze
the drivers of employee engagement. There are many drivers to employee engagement. This chapter will
discuss a few engagement drivers, namely meaningful work, workplace environment, and recognition.

Chapter 7
Applying the Full Range of Leadership: Developing Followers and Employee Engagement in the
WVOTKPIACE ..ttt ettt b e bt e bt e s bt e bt e bt e bt e bt e bt e bt e bt e bt e bt ebe e beebeenee 109
Sharon E. Norris, Spring Arbor University, USA
Ashley R. Norris, Carnegie Library, USA

Engaged employees are connected, present, authentically self-expressive in their work roles, and committed
to their organizations. Disengaged employees are disconnected and detached from their work. The extent
to which employees are engaged is malleable and subject to influence and change; therefore, employee
engagement can be developed. When employees believe they are supported with opportunities for growth
and development, they are more likely to be engaged in their work. In this chapter, employee engagement,
employee development, and full range leadership are discussed along with how leaders use transactional,
transformational, and laissez-faire leadership to develop followers and encourage employee engagement.

Chapter 8

Mindfulness as an Antecedent of Work Engagement: Impact of Demographic Factors in the

Relationship Between Mindfulness and Work Engagement .............cccoeevveriieriienieencieeeie e 126
Giil Selin Erben, Beykent University, Turkey

Today, many organizations look for more loyal, committed, and engaged employees. Employee engagement
has two dimensions, which are work engagement and organizational engagement. In this chapter, the
moderating effect of demographic variables in the relationship between mindfulness and work engagement
is examined. Mindfulness is a concept which has its roots in Buddhism. Mindfulness is defined as a state
of mind that enables an individual to be here and now with his/her full potential. This study aims to find
the impact of demographic factors (gender, age, educational background, income, marital status) in the
relationship between mindfulness and work engagement. Thus, the research question of this study is,
Does the relationship between mindfulness and work engagement differ according to demographic factors
such as sex, age, educational status, marital status, income level? In this study, quantitative research
methodology will be used. In order to answer the research question, survey tool is applied to 142 white
collar employees working in Istanbul at different sectors.
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Chapter 9

Developing and Sustaining Employee Engagement: The Strategic Perspective in Telecom

COMMPANY ...eeeueveeiieeeieeeteeetteestteeeteeseteeesseesaseeasseeessseassseessseessseessseeanseeanssessssaesssessnseesnsesansseenssessssesnnses 142
Surekha Rana, Gurukula Kangri Vishwavidyalaya, India
Priyanka Chopra, Gurukula Kangri Vishwavidyalaya, India

Employee engagement is gaining a vast and critical importance in today’s highly competitive and dynamic
business environment. An engaged workforce is a vital asset for the organization that contributes their
efforts for the benefit of the organization. The chapter identifies the differences in engagement level of
employees with respect to job and organizational characteristics (gender, age, tenure, and position) of
employees in selected telecom companies in India. This co-relational study undertakes internet-based
survey questionnaire based on Utrecht Work Engagement Scale (UWES-9). Hypotheses have been tested
through ANOVA, post hoc analysis, and correlational analysis procedures to estimate the relationships
among variables. The results of the study found significant differences in the work engagement level
of employees with respect to age, years of work experience, and employee position except gender. The
strategies to drive employee engagement in the organization are also proposed.

Chapter 10

Employee Engagement Strategies With Special Focus on Indian Firms .......cccccoeceevervinninncnncnnenne 165
Mohuwa Bhowal, NTPC Ltd, India
Damini Saini, University of Lucknow, India

In today’s business environment, it is highly important that organizations develop and adhere to the
standing orders as well as formulate appropriate policies and reward systems for employees to sustain
them in the organization. The purpose of this chapter was to highlight the Indian scenario of employee
engagement. Authors described the employee engagement and its major concepts and approaches along
with its background, especially in India. Further, the major challenges and encounters in employee
engagement field are also discussed. In the end, the authors proposed a list of solutions comprising
workplace, leadership, and culture and other ways to handle these challenges.

Chapter 11
Crafting Engaged Employees Through Positive Work Environment: Perspectives of Employee
ENZAZEIMENT. ...ttt ettt ettt ettt ettt ettt et ettt et 180
Tanusree Chakraborty, Rajalakshmi School of Business, India
Madhurima Ganguly, Heritage School of Business, India

The chapter focuses on the positive aspects of the work environment and attempts to throw light on how
in organizations different perspectives of positive work, positive social connections, positive culture leads
with a more satisfying work environment and engaged employees. Beginning with an understanding of
the definitions of employee engagement, the chapter takes the reader through the pillars of positive work
environment, through the significance of fulfilling relationships at work, leading to greater employee
engagement, importance of hope, efficacy, resilience, and optimism (HERO), and communication in
enhancing employee engagement and to a greater organizational oeuvre. The chapter has tried to cogitate
that a culture of employee engagement can be built, and it should be fabricated through the tenacious
efforts of managers and leaders in the organization. Thus, the chapter highlights thatemployee engagement
should in itself become the culture of any organization, and the role of positive work environment towards
building this culture is indispensable.
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Chapter 12
Gamification: An Employee Engagement Strategy for Organizations of 21st Century..................... 199
Sonu Kumari, Panjab University Chandigarh, India

In this chapter, the author explores the concept of gamification in general and in context with employee
engagement. The emergence and definitions of gamification are explained in the initial part of the chapter.
Later, the benefits of gamification, in general, are listed and the linkage between the two (i.e., employee
engagement and gamification) is explained. The broad aim of this chapter is to explore gamification as
a strategy for employee engagement in the 21st century organizations and how these two are linked.
The focus areas for the implementation of gamification form the proceeding section of the chapter. The
chapter also highlights the benefits and criticism of gamification. Later, the author states the ways by
which organizations are benefitted with the application of gamification. The criticism of gamification
is discussed in the concluding part of the chapter, and the chapter will also facilitate the readers by
exemplifying how organizations implement gamification on a realistic level.

Chapter 13

The Impact of Job Engagement and Organizational Commitment on Organizational Performance:

Evidence From INAia........ccooeiiiiiiiiiicece et ettt s 218
Vandana Singh, Gurukul Kangri University, India

Job engagement has received much concentration in both research and practice due to its potential impact
on various organizational outcomes. The chapter explores the impact of organizational commitment and
job engagement on organizational performance in IT industry. The questionnaire employed in this study
consisted of job engagement variables and organizational commitment variables taken as independent
variables while organizational performance variables as the dependent variable. Sample for the study
consisted of 475 IT professionals from five IT organizations. Simple random sampling was used as
a sampling technique, and this study was an ex-post in nature. Data were analyzed using mean and
standard deviation, correlation, and multiple regression. The result revealed that the job engagement and
organizational commitment significantly correlated with IT organizational performance and significantly
impact the organizational performance of IT.

Chapter 14

Unlocking Drivers for Employee Engagement Through Human Resource Analytics...........cc..c........ 236
Kanupriya Misra Bakhru, Jaypee Institute of Information Technology, India
Alka Sharma, Jaypee Institute of Information Technology, India

The authors have discussed in detail the meaning of employee engagement and its relevance for the
organizations in the present scenario. The authors also highlighted the various factors that predict the
employee engagement of the employees in the varied organizations. The authors have emphasized on
the role that HR analytics can play to identify the reasons for low level of engagement among employees
and suggesting ways to improve the same using predictive analytics. The authors have also advocated the
benefits that organizations can reap by making use of HR analytics in measuring the engagement levels
of the employees and improving the engagement levels of diverse workforce in the existing organizations.
The authors have also proposed the future perspectives of the proposed study that help the organizations
and officials from the top management to tap the benefits of analytics in the function of human resource
management and to address the upcoming issues related to employee behavior.
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Chapter 15
Managing Organizations Through Employee Engagement: An Indian Perspective..........c..ccoccue.e. 256
Shikha Rana, IMS Unison University, India

Recently, a lot of research is being conducted espousing the role of employees in achieving growth
and sustainability. Everyday organizations are confronted with unforeseen changes in the form of
innovations, competition, and legal compliances. These factors may hinder the organizational growth.
Research studies have shown that employees play a crucial and important role in the long-term success
of the organization as overall performance is a result of employees’ enhanced productivity, which is an
outcome of motivation, satisfaction, and engagement. An employee is said to be engaged if he/she attains
the objectives, stays committed with the organization, and represents the company. High engagement
of an employee with the organization leads to various organizational outcomes like high productivity
and profitability, customer satisfaction, and reduced turnover of employees. The chapter explicates the
concept of employee engagement and its drivers and relevance in the current scenario. Furthermore,
various practices implemented by Indian organizations have also been discussed in the chapter.

Chapter 16

Burnout and Stressors as Influencers on Work Engagement Among Law Enforcement Agents in
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Mihir Joshi, Gurukula Kangri Vishwavidyalaya, India

Burnout is an underlying issue that has an adverse effect on the working enthusiasm of the employees.
In this chapter, the researcher has attempted to assess the influence of stressors on burnout and work
engagement in the context of the Indian law enforcement agents. The study evaluates the correlations
between burnout factors—emotional exhaustion, cynicism, low professional efficacy—with vigor,
dedication, and absorption. For the purpose of this study, items from MBI-GS for assessing burnout,
scale for stressors, and employee engagement are adapted. The construct of the scale developed was
established using confirmatory factor analysis. The study was carried out for 145 law enforcement agents
in the selected cities of a North Indian state. T-test results applied on stressors between male and female
groups show varying results. A significant negative effect of burnout factors on work engagement factors
is observed through the empirical examination using SEM AMOS.
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Foreword

Contemporary organizations across globe are struggling for a workforce which can shoulder the re-
sponsibility to take the organization forward and not just merely do what it is being asked to do. From
time to time researchers and consultants have voiced the concept of employee engagement as a means
of designing such a workforce. But even after decades of debate and varied perspectives, most organi-
zations still are clueless about how to achieve it. While most organizations focus on some aspects like
rewards, recognition and talent management, very few organizations understand that employee engage-
ment is much more complex. These successful organizations design its structure and culture in a way
that promotes employee engagement.

Divided into three sections, this book offers an extremely useful compilation of antecedents, cases,
approaches and practical strategies to enhance employee engagement for organizations. Especially the
section on various management techniques to enhance employee engagement is extremely useful and
must read for every concerned individual of this field. In fact, this book should be read by everyone who
views or even suspect that the employee engagement is an answer to a successful organization.

Passing through the well written, organized, enormously practical and sincere attempts made in the
book, I now firmly believe that the editors, Prof. (Dr.) Vinod Kumar Singh, Dr. Naman Sharma and
Narendra Chaudhary along with the respective authors of the 16 chapters included in the book should be
extremely confident that there will be many grateful readers who will be immensely benefited from this
book. This book is the need of the hour and the valuable insights presented in the book are extremely
appreciable.

Icongratulate and compliment editors, publisher and authors of Management Techniques for Employee
Engagement in Contemporary Organizations and am sure that in coming days this book will become a
primer for academicians, researchers, consultants and policy makers of this field.

Shri Satyendra Pathak
District & Sessions Judge (Retd.), Bihar, India
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Preface

In today’s world amidst intense competition, organizations try to leave their mark and sustain in the
global market space. Every organization is trying to capture the market by innovating and bringing bet-
ter products and services to retain their customers. Markos and Sridevi (2010) found in their research
that engaged employees are additionally productive (Srivastava, Ramachandaran, & Suresh, 2014), help
improve the organizational operations and enhance organizational performance. The race to reach the
pinnacle is putting mounting pressure and stress on their employees leading to lower productivity and
performance of the entire organization. Employees are facing difficult times to manage their work-life
balance and keep sync with all-time technological and organizational disruptions in place. This has led
to demotivated and disengaged employees that affect the organization adversely. It calls for immediate
precautionary steps to be initiated by the various organizations to control the dropping engagement
levels of present workforce.

As engagement of talented employees has been found to help an organization to gain competitive
advantage (Anitha, 2014), the lowering levels of engagement among the employees has baffled many
organizations and left them perplexed, demanding them to work out strategies to enhance the engagement
levels of their employees. As per the Gallup’s latest survey: only 31 percent of the workers were engaged
in their jobs in U.S. and Canada in 2017 which was slightly higher as compared to figures in 2011, i.e.
29 percent. As the share of the working millennial workforce is on rise and will dominate the working
population as predicted to 44 percent by 2030. The boomers are getting retired and Generation Y is a
majority and millennials taking front seat will pose more challenges in front of the present organizations
to engage them. In order to seek motivated employees business firms need to carve out and customize
their employee engagement strategies to involve and engage this group of generation. Past researches
have highlighted the issues pertaining to engagement and its negative consequences from time to time.
It has been reflected from time to time through various reports and surveys by Gallup and AON that
disengaged employees cost the nation nearly about $450 and $550 billion each year.

As per various experts in the field of Human Resources one thing that remains to the core and certain
would be employee engagement matters. And the second certain thing is that HR knowing this has failed
to do enough to improve employee engagement.

According to Ben Eubanks (2016), Principal Analyst at Lighthouse Research & Advisory, “Engage-
ment is not a program,” he states. “The truth is that employees are probably tired of your ‘programs’.”
Nor is engagement an outcome, he continues, referencing the fact that some HR leaders check engage-
ment scores as if they were sales figures. A company with engaged employees will see the outcome in
increased innovation, retention and revenue — but to treat engagement itself like the final goal is limiting
your business results.”
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The above lines itself showcases the importance of employee engagement for the existing businesses
and draws attention to fix it as early as possible to derive the benefits of having engaged employees.
But despite this notion, there is still a dearth of quality research and literature on employee engagement
(Wollard & Shuck, 2011) specially in context of underdeveloped and developing economies (Sharma
& Garg, 2017).

This book is a deliberate attempt to offer insights based upon various theories and qualitative and
quantitative researches to both academia and industry practitioners concerning resolution of employee
engagement issues in existing business organizations. Although, many authors and researchers have
tried to addressed the issues related to employee engagement in the past, but there exists huge vacuum
of the studies that underlines the strategies to address the engagement issues faced by the contemporary
organizations in today’s world. This book is a genuine endeavor to fill that vacuum and address the chal-
lenges faced by the existing organizations.

The book delves deep upon the fundamentals of employee engagement, its rising importance, issues
and challenges faced by the organizations, evolving trends and varied tools and techniques that can be
employed to engage the diverse workforce to optimum and derive benefits of engaged workforce.

This book initiative has been rolled out keeping in mind the requirements of the management profes-
sionals, consultants, policy-makers and reviewers, academia and researchers with aim to develop and
enrich their knowledge, understanding and a give a food for thought on the subject. This would help
the targeted stakeholders to identify the issues faced by their businesses and carve out the appropriate
strategies to resolve the workplace issues concerning employee engagement. This book has collated the
various research evidences associated with employee engagement and various management techniques
relying upon numerous theoretical and empirical studies that can help in formulating the best strate-
gies to cope up and resolve workforce engagement issues. In this manner, the present book makes an
generous contribution to both and industry and academia with reference to employee engagement and
its effective management.

OVERVIEW OF CHAPTERS
The book encompassed 16 chapters organized into below three sections:

e  Employee Engagement: An Introduction
e  Employee Engagement: Contemporary Issues
e  Management Techniques for Employee Engagement

The first section of the book intends to introduce the concept of employee engagement to its readers
and contains two chapters. The section begins with an extensive review of literature in Chapter 1 by
Ashish Gupta and his colleagues on the evolution of employee engagement and also covers few case-lets
on the subject to highlight its industry implications. This well-written chapter provides the deserving
start to the book and set a premise to delve deeper into the concept of employee engagement. Chapter
2 by Yuvika Singh provides an overview of various aspects of employee engagement in organizational
settings. The chapter discuss a wide variety of issues such as the influence of corporate culture, chal-
lenges and barriers to employee engagement, drivers of engagement as well as some prevalent general
practices to attain high employee engagement.

xviii
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The second section of the book summarizes the various contemporary issues related to employee
engagement prevalent in organizations. This section again consists of two chapters. Chapter 3, ‘Cultural
Issues in Employee Engagement: Illuminate, Causes, and Significance’ by Radha Yadav and her col-
leagues sheds light on the cultural issues affecting the employee engagement in an organization. Issues
like religion, customs, language etc. are discussed at length and a concise but focused attempt has also
been made to reflect on certain techniques to improve the employee engagement. The second chapter of
the section and Chapter 4 of the book titled ‘Do Organizations Really Gain Without Pain? The Dark Side
of Employee Engagement’ by Nil Selenay Erden took up the serious yet less debated issue of dark side
of employee engagement. The chapter reflects on issues like over engagement, detachment, workaholism
etc. Author has concentrated his efforts to stress the importance of maintaining a balance at work so that
the intended positive outcomes from the employee engagement can be realized.

The final Section 3 of this book is the real heart and soul of this book project. It elaborates on the
various management techniques that can be utilized/adopted by the organizations to keep its employees
well engaged. There are in total 12 chapters in this section which covers various possible antecedents
as well as outcomes linked with employee engagement. Chapters also try to draw causal relationship
between important variable, provide necessary implications and suggest techniques to achieve employee
engagement.

Duygu Toplu Yaslioglu in Chapter 5 discusses the various correlates and outcomes of employee en-
gagement at length. The chapter offers a rich review of literature on employee engagement studies and
sheds light on important variables such as OCB and job embeddedness etc. which are rarely covered in
studies of this domain. Following Chapter 6 titled ‘Drivers of Employee Engagement and Engagement
Value Proposition’ outlines the drivers of employee engagement. The chapter discusses the Alan Saks’s
(2006) model of antecedents and consequences of employee engagement.

Chapter 7 by Sharon E. Norris and Ashley R Norris links the full range of leadership theory with
employee engagement. All three leadership styles, i.e. transactional, transformational, and laissez-faire
leadership are discussed in great lengths and their relationship in context of employee engagement has
been stressed upon. The next Chapter 8 by Giil Selin Erben highlight the importance of mindfulness in
attainment of work engagement through an empirical study. The chapter is one of the few attempts all
over to test the impact of demographic factors on the relationship of mindfulness and work engagement.
Chapter 9titled ‘Developing and Sustaining Employee Engagement: The Strategic Perspective in Telecom
Company’ is an empirical study covering four telecom companies from India. The overall objective of
the chapter is to assess the engagement levels of employees on their individual and job characteristics.
The chapter also suggests some strategies to improve overall engagement of employees.

Chapter 10 of the book covers extensive employee engagement strategies for the organizations. Authors
have discussed various approaches such as Kahn’s (1990) Need-Satisfying Approach, Burnout-Antithesis
Approach, etc. which provides valuable insights on what organizations can adapt to improve engagement
of its employees. Chapter 11 stresses that culture of employee engagement can be developed through
concentrated efforts made by the leaders and management. The chapter highlights the importance of
positive work environment in creating such culture.

In Chapter 12, author Sonu Kumari, suggests gamification as one of the strategies that can be used
by the organizations for employee engagement. The application of gamification has been discussed at
length and its criticism has also been discussed. Chapter 13 is an empirical study exploring the impact
of job engagement and organizational commitment on organizational performance of 475 IT professional
based in India. The data collected were analyzed through multiple regression and results obtained were

Xix
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discussed in detail to present valuable insights on the subject. Chapter 14 describes HR analytics as a tool
to analyze employee experience and then to further develop strategies to gain better employee engage-
ment for the organization. Authors also discuss the application of HR analytics for Indian organizations
which can be used both for researchers and practitioners. The penultimate chapter describes the various
drivers of employee engagement especially in Indian context. Author tried to link various models with
these practices and elaborate on various strategies that could be used. The final Chapter 16 by Mihir Joshi
is niche study conducted on law enforcement personnel. The study discusses the influence of stressors
and burnout on work engagement.

Intotality, the book attempts to cover the various antecedents/outcomes of employee engagement along
with the management techniques that can be utilized to enhance employee engagement. We sincerely wish
and hope that this book would serve its purpose to practitioners, researchers, academicians and students
of human resource/organizational in order to further undertake progressive research/practice in this field.

Naman Sharma
Entrepreneurship Development Institute of India, India

Narendra Singh Chaudhary
Symbiosis International University, India

Vinod Kumar Singh
Gurukul Kangri Vishwavidyalaya, India
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Evolution, Approaches, and Perspectives
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ABSTRACT

Modern organizations are moving towards more sustainable models by utilizing the power of employees
to attain their objectives. Organizations are engaging their employees in various activities to ensure their
level of commitment towards employers. Positive employee engagement has been linked to a growth in
terms of organizational performance, financial benefits, and reduced attrition. The purpose of this chapter
is to understand the concept of employee engagement in today’s competitive market and to know about
the various engagement practices adopted by the global leaders. This study is an attempt to address this
need by giving a brief insight into the evolution of employee engagement as an academic discipline, the
broad approaches adopted to characterize employee engagement, and the resultants dimensions identified
through the studies. The authors also attempt to provide an insight into industrial attempts to execute
employee engagement initiatives through brief cases.

INTRODUCTION

To sustain an organization’s position in the current competitive markets is a significant task which
requires organizations to connect with and engage its stakeholders. The role of internal stakeholders,
especially employees takes on additional importance in this as they are the forces behind an organiza-
tion’s production and drive the quest for achieving customer satisfaction. Employees are a unique asset
which, if leveraged correctly, can yield a sustainable source of competitive advantage for organizations.
In order to leverage this resource in an effective manner, organizations are intently focusing their ef-
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forts on engaging employees through a variety of initiatives. Positive employee engagement has been
linked to a growth in terms of organizational performance, financial benefits and reduced attrition. It has
also been shown to influence a range of attitudinal, behavioural, performance, and financial outcomes
(Albrecht et al., 2015). The concept of employee engagement, in simple words, discusses the extent to
which an employee feels connected with, supported by and integral to an organization due to which he/
she outperforms beyond expectations to drive organizational growth. Essentially, an engaged employee
behaves as a ‘citizen’ rather than a ‘guest’ in an organizational environment. Achieving such a status
would be an enviable position for organizations due to the expected and documented benefits of an
engaged workforce.

This concept has been extensively studied from both industry and academic perspectives. Multiple
approaches taken towards understanding employee engagement has examined its significance from differ-
ent perspectives. The complexity of employee behaviour, motives and expectations have made it difficult
to concisely define and characterize its nature. Thus, it may be said currently, it may benefit researchers
to take a step back and assimilate the results of the research conducted at this stage. This would enable
the development of a generalized model to precipitate employee engagement in different industries and
sectors. This study is an attempt to address this need by giving a brief insight into the evolution of em-
ployee engagement as an academic discipline, the broad approaches adopted to characterize employee
engagement and the resultants dimensions identified through the studies.

Referring to the literature available in this area of study it is observed that the concept of employee
engagement though studied and analysed critically in developed nationsis still in its nascent stage in devel-
oping and emerging economies. The studies conducted so far has been majorly undertaken to understand
the concept, significance and relevance of employee engagement for developed nations. However, how
employee engagement contributes to citizenship behaviour and job satisfaction in a developing economy
is yet to be explored. In this study the authors have tried to understand and analyse the antecedents and
consequences for employee engagement given the socio economic dynamics of a developing nation like
India where there is a scarcity of literature in contrast to developed nations where its contribution is
significantly considered for organisational performance. Trying to bridge the gap between the academic
outlook and the real time scenario faced in industries the authors also attempted to provide an insight
into industrial attempts to execute employee engagement initiatives through brief caselets. Studying the
practical aspects of employee engagement we can try to inculcate it into the academic perspectives by
proposing the following model which helps to build the parity between academic and practical avenues
of employee engagement.

Evolution of ‘Employee Engagement’

The concept of employee engagement has been intensely discussed and debated in industry and academic
circles over the past two decades (Saks, 2006; Snell, 2009; Bedarkar & Pandita, 2014; Conway et al.,
2015; Sumathi, 2017; Amah & Sese, 2018). The discussion has led to pervasive acknowledgment of the
importance of engaging employees; however, there still seems to be a lack of clarity in its conceptual
definitions (Bedarkar & Pandita, 2014; Memom et al., 2014; Bryne, 2014; Santhosh & Baral, 2015; Kaur,
2017). There seems to be a debate about whether it is a novel concept or an iterative, albeit re-packaged
version; of earlier existing theories on work — attitudes, work — conditions, employee performance and
disposition or their combination (Macey & Schneider, 2008; Bedarkar & Pandita, 2014; Bryne, 2014;
Santhosh & Baral, 2015). Several studies are still focusing on understanding antecedents, outcomes
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and distinguishing factors from identical constructs (Hallberg & Schaufeli, 2006; Bakker et al., 2014;
Albrecht et al., 2015).

While tracing its origin, the notion of engagement at the earliest can be seen in the works of Goffman
(1961) through the impact of roles on an employee’s attentiveness which was taken forward by Katz and
Kahn (1978) who commented on the relationship between employee engagement and organizational
effectiveness. Csikszentmihalyi (1982) further described the relationship through the concept of flow —
a state of holistic immersion of an employee in the work atmosphere (Bedarkar & Pandita, 2014). The
modern outlook of the concept is attributed to Kahn’s self — in role expression theory (1990) (Alfes et
al., 2013; Bedarkar & Pandita, 2014; Mehta et al., 2016; Kaur, 2017; Amah & Sese, 2018).

Referring to employee engagement as personal engagement, Kahn (1990) defined the concept as
“harnessing of organisation members’ selves to their work roles; in engagement, people employ and ex-
press themselves physically, cognitively, and emotionally during role performances”(Alfesa et al., 2013;
Mehta et al., 2016; Amah & Sese, 2018). His explanation of an engaged employee is derived from three
aspects of psychological safety, psychological meaningfulness and psychological availability. According
to the author, the more an employee felt psychologically safe in presence of other work members, had
sufficient personal resources and believed in the meaningfulness of their work, the more psychologically
available they were to completely immerse themselves in work performance. The theory was tested by
May et al. (2004) who also concluded the positive link of these three aspects to employee engagement.
Rothbard (2001) extended Kahn’s work and refined the proposed concept by bringing forth the impact
of employee’s personal involvement and focus. According to the author, an employee’s attention to and
adsorption in work activities defined the level of their involvement with the organization and its activities.

In an attempt to conceptualise engagement, Schaufeli and Bakker (2004) introduced the concept of
Job engagement and defined employee engagement as “a positive, fulfilling, work-related state of mind
that is characterized by vigour, dedication and absorption”. Robinson et al. (2004) proposed the two way
nature of engagement which was penultimate to commitment. They define employee engagement as “a
positive attitude held by the employee towards the organization and its value. An engaged employee is
aware of business context, and work with colleagues to improve performance within the job for the benefit
of the organization. The organization must work to develop and nurture engagement, which requires a
two-way relationship between employer and employee”.

Following the academic interest in the multi-dimensionality of employee engagement, researchers
further linked its conceptual development to managerial efficacy and business outcomes (Kaur, 2017)
through the engagement-satisfaction approach. The works of Harter et al. (2002) and Luthans & Pe-
terson (2002) were prominent works under this approach which defined employee engagement as “an
individual’s involvement and satisfaction with as well as enthusiasm for work” (Harter et al., 2002, p.
269; Kaur, 2017). Another perspective to employee engagement was proposed in context of employee
burnout, wherein researchers defined employee engagement as its exact antithesis. One of the more
prolific works in this approach, that of Maslach et al. (2001, p. 417) describes, employee engagement
as “a persistent, positive affective-motivational state of fulfilment in employees”.

Through these researches, it was evident to the industry and academic communities that employee
engagement was a multi-faceted construct. However, the concept was considered to be a practical issue and
gained focused notoriety in academic circles through the studies of Saks (2006) and Aon Hewitt (2012).

Saks (2006) corroborated the propositions of Schaufeli and Bakker (2004) to argue that both Job and
work engagement characterize employee engagement. He defined the concept as “a distinct and unique
construct consisting of cognitive, emotional, and behavioural components that are associated with indi-

printed on 2/9/2023 12:51 AMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

Employee Engagement

vidual role performance” (Saks, 2001; p. 602). The author made the preliminary distinction between the
differentiation roles of job and organization engagement which were consequents of job characteristics
and procedural justice, respectively.

The findings of Aon Hewitt (2012) were also significant in creating further interest in the effects of
employee engagement which was defined as “the psychological state and behavioral outcomes that lead
to better performance through the traits of Say, Stay and Strive”’(Hewitt, 2012; p. 9). It offered a model
of employee engagement through which the study concluded that “companies with higher engagement
levels also have better talent, operational, customer, and financial outcomes” (Hewitt, 2012; p. 10). The
study led to renewed discussions and debates across multiple disciplines (Mehta et al., 2016) in a further
effort to characterize the concept.

Macey and Schneider (2008) have offered one of the most comprehensive definitions of employee
engagement which encompasses the attributes of organizational purpose, connotations of involvement,
commitment, passion, enthusiasm, focused effort and energy and involvement of both attitudinal and
behavioural components. Their definition comprises of three distinctive aspects of employee engagement
including psychological state, work traits and behavioural engagement, and creates a linkage between
the domains of management, organizational behaviour and psychology. Furthermore, Bryne (2014, p.
15) has attempted to unify the multitude of perspectives offered by researchers and defines employee
engagement as ‘‘a moment-to-moment state of motivation, wherein one is psychologically present (i.e.,
in the moment) and psycho-physiologically aroused, is focused on and aligned with the goals of the job
and organization, and channels his or her emotional and cognitive self to transform work into meaningful
and purposeful accomplishments”.

The extant literature offers countless approaches towards defining the concept of employee engage-
ment. These efforts, with the integration of certain theories, have given rise to the development of several
allied, yet distinct, terms, and concepts. However, the myriad of attempts have led to consideration of
multiple factors as prospective antecedents whose significance in different perspectives continues to be
academically examined (Kaur, 2017).

ALLIED THEORIES, CONCEPTS AND APPROACHES

The research on employee engagement has been undertaken in context of several theories and concepts
in an effort to understand the relevant dimensions that characterize engagement as well as the role it
plays in the managerial environment (Albrecht et al., 2015). Some of the major theories and approaches
that have been aligned with engagement research are outlined in this section to give readers an insight
into the development of this field of study.

Social Exchange Theory

Alfes et al. (2013) have argued that due to reciprocity norms that exist in an organization, an employee
receiving economic, social or emotional benefits from the organization feels obligated to reciprocate
(Eisenberger et al. 1986; Rhoades & Eisenberger, 2002). If an organization is looked upon as a society,
then according to Lovaglia’s, (2007) interpretation of the theory, the organization may be seen as “as an
exchange system in which social interaction consists of trade in valued resources. Resources exchanged
can include any combination of consumable goods, money, affection, attention, and perhaps most basi-
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cally, information.” The social exchange theory has been integrated with employee engagement research
due to its impact on workplace relationships and perceptions of organizational justice (Masterson et al.,
2000; Cropanzano et al., 2002; Cropanzano & Mitchell, 2005; Saks, 2006; Agarwal, 2014; Slack et al.,
2015; Huang et al., 2016).

Job Demands Resources (JD-R)

One of the most widely used frameworks in employee engagement research; the JD-R model examines
the relationship between job demands and resources with employee engagement and burnout model
(Demerouti et al., 2001; Bakker & Demerouti, 2007; Bakker et al., 2014; Albrecht et al., 2015). The
framework postulates that employee stress arises out of two main antecedents - job demands and job
resources. These antecedents, respectively, have a direct impact on exhaustion and disengagement. Ac-
cording to Bakker and Demerouti (2007) job demands “refer to those physical, psychological, social,
or organizational aspects of the job that require sustained physical and/or psychological (cognitive and
emotional) effort or skills and are therefore associated with certain physiological and/or psychological
costs”. On the other hand, job resources “refer to those physical, psychological, social, or organizational
aspects of the job that are either/or — (a) Functional in achieving work goals, (b) Reduce job demands
and the associated physiological and psychological costs (c) Stimulate personal growth, learning, and
development.”

The main effect of both demands and resources are indisputably integral to understanding employee
engagement. Where demands may turn into stressors if employees perceive high costs in meeting them,
resources are important because of their motivational value which in turn, through interactive effects,
can negate the effect of job demands. The model holds significant implications for the study of employee
engagement due to its implications for employee involvement and satisfaction.

Leader — Member Exchange (LMX) Theory

A theory that has seen practical applications since the 1970s, LMX has substantial effects on several
organizational outcomes (Settoon et al., 1996; Liden et al., 1997; Schriesheim, 1999; Ilies et al., 2007;
Breevart et al., 2015; Gutermann et al., 2017). LMX extrapolates the unique social relationships shared
between workplace leader and their followers. According to Breevart et al., 2015 the nature of such
relationships “determines the degree to which leaders reciprocate meeting certain job demands by em-
ployees with additional resources like autonomy, information, and the opportunity to participate in the
decision-making process.” The implications of LMX for employee engagement follow from its impact
on citizenship behaviour (Ilies et al., 2007; Harris et al., 2014) and job/work engagement (Matta et al.,
2015; Meng & Wu, 2015) as high levels of leader — member relationships translate into similar levels of
interaction, support, rewards and trust. Subsequently, when considered in tandem with social learning
theory (Bandura, 1986); LMX may be postulated as one of the most significant resources for academi-
cians attempting to understand the impact of workplace social dynamics and employee engagement.

Aon Hewitt Model (2012)

The report by Aon Hewitt (2012) brought to limelight the industry applications and benefits of having an
engaged employee workforce. It may be seen as a precursor for the recent focus on this area. The report
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put forth multiple drivers of employee engagement such as leadership, company practices, job charac-
teristics, brand as organization, job resources and performance. It also linked these drivers to tangible
outcomes such as talent retention, customer satisfaction, financial as well as operational benefits. The
report led to a renewed effort to understand the phenomenon of employee engagement on the academic
front and has been used by multiple researchers (Chaudhary et al., 2012; Bedarkar & Panditaa, 2014;
Albrecht et al., 2015)

Employee Engagement as Mediator/ Moderator

Research suggests (Alfes et al., 2013; Memom et al., 2014) that employee engagement may act as a
mediator explaining certain work behaviours and attitudinal organizational outcomes. The study of Alfes
et al. (2013) shows that even engaged employees show the highest levels of positive behaviour if they
feel valued by the organization and share a good relationship with their line — manager. Given that Saks
(2006) distinction between Job and organizational engagement, it is entirely possible that either or both
may act as a mediator or moderator for organizational performance and effectiveness (Sulea et al., 2012;
Biswas & Bhatnagar, 2013; Karatepe, 2013).

Emotional Exhaustion

An extension of the Burnout approach, Maslach (1993, pp. 20-21) defined Emotional exhaustion as “feel-
ings of being emotionally overextended and depleted of one’s emotional resources” (as cited by Conway
et al., 2015). Along with the other two dimensions of Burnout — Inefficiency and cynicism (Conway et
al., 2015), the concept has been significantly discussed in recent literature (Jaarsveld et al., 2010; Fernet
et al., 2012; Schuh et al., 2017) with the current focus on employee well-being.

Organizational Citizenship Behaviour (OCB) (Saks, 2006; Alfes et al., 2013)

An altruistic construct, OCB has been defined as “individual behavior that is discretionary, not recog-
nized by the formal reward system and, in the aggregate, one that promotes the efficient and effective
functioning of the organization” (Organ, 1990 as cited by Babcock-Roberson & Strickland, 2010). An
ideal consequent of employee engagement, OCB has been prolifically studied and linked to several
organizational outcomes including engagement and burnout (Babcock-Roberson & Strickland, 2010;
Matta et al., 2015; Gupta et al., 2016; Bolino et al., 2018)

DIMENSIONS OF EMPLOYEE ENGAGEMENT

Extant literature configures employee engagement as a multi — dimensional construct. This paper has
attempted to assimilate and report the major dimensions that have been linked to employee engagement
in Table 1. The authors adopted a systematic literature review process to identify appropriate studies to
assess using keywords such as work engagement, job engagement, employee engagement and employee
well-being.
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Table 1. Dimensions of employee engagement

S. No. Antecedents
1 Organizational Justice Robinson et al., 2004; Saks, 2006; Balakrishnan et
’ & Trust al., 2013; Das et al., 2013; Ghosh et. al, 2014; Pandita, 2017
2. Job Demand & Resources Conway et al., 2015; Albrecht et al., 2015; Mehta et al., 2016
3. Job Characteristics Saks, 2006; Ram et al., 2011; Joseph, 2015; Mehta et al., 2016
Bhagawati & Aralelimath, 2012; Sarangi & Srivastava, 2012; Muthuveloo et al.,
4. Communication & Employee Voice 2013; Shafi et al., 2013; Banhwa et al., 2014; Bedarkar & Pandita, 2014; Jaupi &
Llaci, 2015; Al-Tit & Hunitie, 2015; Otieno et al., 2015; Conway et al., 2015
Emblovee perception of HRM Gratton & Truss, 2003; Gerhart, 2005; Saks, 2006; Conway & Monks, 2008; Kuvaas,
5. Prafticis percep 2008; Alfes et al., 2013; Conway et al., 2015; Albrecht et al., 2015; Joseph, 2015;
Kaliannan & Adjovu, 2015
. Kandulpati & Manchala, 2011; Das et al., 2013; Alvi et al., 2014; Bedarkar &
6. Work — Life Balance Pandita, 2014; Conway et al., 2015
7. Performance Management Conway et al., 2015; Albrecht et al., 2015; Mehta et al., 2016; Sumathi, 2017
3 Leadershi Saks, 2006; Xu & Cooper Thomas, 2010; Alfes et al., 2013; Bedarkar & Pandita,
: cadersiip 2014; Santhosh & Baral, 2015; Mehta et al., 2016;
9 Perceived Organizational support/ Saks, 2006; Alfes et al., 2013; Gummadi & Devi, 2013; Santhosh & Baral, 2015;
: value Huang et al., 2016; Gupta et al., 2016
10 Job Satisfaction Gowri & Mariammal, 2012; Banhwa et al., 2014;
’ Kaliannan & Adjovu, 2015; Huang et al., 2016; Sumathi, 2017
1 Oreanizational Culture Bhagawati & Aralelimath, 2012; Sarangi & Srivastava, 2012; Alfes et al., 2013; Al-
’ g Tit & Hunitie, 2015; Albrecht et al., 2015; Patil & Ramanjaneyalu, 2015
12. Safety Climate Huang et al., 2016
.. . Joshi & Sodhi, 2011; Allameh et al., 2012; Albrecht et al., 2015; Kaliannan &
13. Organizational Climate .
Adjovu, 2015
Saks, 2006; Balkrishnan et al., 2013; Manonmani et al., 2013; Muthuveloo et al.,
14. Rewards & Recognitions 2013; Gujral & Jain, 2013; Gummadi & Devi, 2013; Mokaya & Kipyegon 2014; Al-
Tit & Hunitie, 2015; Joseph, 2015; Mehta et al., 2016
Talent Management Initiatives Bhatnagar, 2007; Gujral & Jain, 2013; Alias et al, 2014; Albrecht et al., 2015; Al-Tit
15. (including employee training, career & Hunitie, 2015
development) Patil & Ramanjaneyalu, 2015; Mehta et al., 2016; Madan, 2017; Sumathi, 2017
16 Work place Relationships (peers, Saks, 2006; Bhagawati & Aralelimath, 2012; Al-Tit & Hunitie, 2015; Kaliannan &
: supervisors, mentors) Adjovu, 2015; Santhosh & Baral, 2015
17. Job/ Work Stress Khan et al., 2012; Morelti & Postruznik, 2012
18. Organizational Commitment Agyemang & Ofei, 2013; Albdour & Altarawneh, 2014; Venkatesh &Lissy, 2014
19. Employee Demographics (age, Kinjal, 2012; Naval, 2014; Hakeem & Gulzar, 2015; Jaupi & Llaci, 2015
gender, experience, designation)
Consequents
1. Employee Retention (reduced Conway et al., 2015; Mehta et al., 2016
turnover, increased employee loyalty)
2. Enhanced Performance Albrecht et al., 2015; Mehta et al., 2016
3. Competitive Advantage Albrecht et al., 2015; Mehta et al., 2016
4. Customer Satisfaction Harter et al., 2002; Bhatnagar & Biswas, 2010
5. Organizational Citizenship Behaviour | Alfes et al., 2013; Santhosh & Baral, 2015; Gupta et al., 2016

Source: Adapted from Kaur (2017), Literature review
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Extant literature shows that there has been significant research in the area of employee engagement
on academic front in the last five years. The review also suggests that the ideology behind engaging
employees is at a stage of conceptualization wherein several variables are being studied for developing a
generalizable model. However, industrial application of this concept is underway in a significant manner
and the successful/ unsuccessful application may significantly contribute to its academic conceptual-
ization. Thus, in order to incorporate the practicalities of creating engaged employees, the subsequent
section covers cases of organizations which have deployed engagement activities.

INDUSTRY PERSPECTIVES: CASES OF EMPLOYEE
ENGAGEMENT INITIATIVES

Caselet-1: Tata Group

TATA group being one of the major players serving across multiple areas are one of the Indian compa-
nies to have taken the concept of employee engagement from just an academic concept to an industrial
game changer. Offering an array of services ranging from IT, consulting, to FMCG, Retail and other
business solutions and delivering real results to global business with unmatched success, it has resorted
to employee engagement for aligning employees’ needs with organization mission. Kaushik Mukerjee
at TATA Management Training Centre emphasizes on implementation of their engagement strategy at
five macro levels which can be reflected as shown in Figure 1.

Figure 1.
Source: Tata Review, 2011

CREATING AN EMPLOYEE-FRIENDLY
WORKPLACE ooy

Ensuring that employees are given responsibility and purpose LEYEL

LEVEL

Proactively capturing the voice of employees

Adopting an inclusive approach towards employees —
relationships
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To begin with their engagement strategy they started right from the basic which they label as level 1
in which they are targeting an individual employee. Their purpose is to not only maintain but also instil
a strong sense of dignity and competence in their strategic asset i.e. man power. They narrowed down to
two important constructs like hygiene and employee competence as parameters that contribute maximum
to employee well-being and performance. An employee who is well-being is taken care of generates a
higher level of focus towards his work making him more involved with his work and ultimately serving
his organisation better. Similarly when an employee is given tasks according to his competence it builds
confidence in him, improves his performance and leads to higher motivation level which ultimately
produces a highly engaged employee at work place. We can understand that the management of TATA
enterprises has laid a strong foundation for its employee engagement strategy which begins with the
employee himself.

At level 2, they are trying to provide employees with better work environment and resources which
would help an employee to meet the demands of his job role. Providing better systems and equipments
to the employees would give them the assurance of organisational support to meet the work demands
and also help them to perform better, thus making them more involved with organisational system.

Next at level 3 engagement is targeted in the form of inclusive approach towards building a trust
based relationship of an employee with his superiors, co workers and the management at large. To serve
this purpose better they have launched the Aspire Programme which aims to utilise the innovative and
fresh ideas and perspectives from employees at all levels. This generates a feeling of importance and
belonging among the employees and motivates them to channelize their efforts for organisational well
being thus keeping them highly engaged.

At level 4, employee opinion in the form of employee voice is valued in a pro active manner by gen-
erating feed back systems and taking into consideration cultural mix to build a healthy organisational
culture which attributes to higher engagement.

Last but not the least at level 5, employees are given clear directions to help them align their work
and performance towards making fruitful contributions for achieving organisational goals and objec-
tives. This gives a sense of purpose and motivates the employee to perform better. (Tata Management
Centre Case Study, 2011)

Caselet-2: Google India

Google one of the most successful information technology/web search company with more than 21,000
employees working in 77 offices located in 43 countries has initiated many employee engagement prac-
tices which drive employee performance.

Create a Full Engagement Culture That Defines the
Organization and Drives Performance

It consist of four elements:

Minimal Distractions—So Employees Can Focus on Performing Their Jobs
Single Status—Everyone is Treated as an Equal

Mission—This is What We Do

Core Values—This is How We Do It
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Google also targets employee well being and meeting their need and demands so that they can give
their undivided attention to work, knowing that the rest is being taken care of, leaving them stress free
to perform their best.

Hire Only Qualified People Who Mesh With the Culture

Their second criteria of building their engagement strategy resorts to bringing on board only those who
seem to be able to fit into Google’ pre set organizational culture. Otherwise if one is not able to connect
to the culture and system they won’t feel involved leading to less extent of employee engagement and
gradually their performance would drop.

Leaders Must Lead, Not Give Orders

At Google

As a final part of the employee engagement strategy, Google considers the role of dynamic leadership to
keep employees engaged by guiding them to achieve their goals and objectives which are in sync with
organizational goals. For keeping employees engaged they target charismatic leaders and not just order
giving bosses. Employees at Google are motivated from cross-functional leadership offered at different
levels. (Rossreck (n.d.) ‘case study-google’)

Caselet-3: VODAFONE

Vodafone is using variables such as leadership, performance management, talent management, work-life
balance, communication and employee voice as mediums to engage its employees effectively to enhance
its service quality. For implementation of the above they have initiated different mechanisms within
the organisation such as Employee Net Promoter Score, Employee Engagement Index, Manager Index,
Sunshine etc which caters to the dynamic needs of the employees and organizations alike. The employee
net promoter score and employee engagement scheme is an initiative which helps higher management at
Vodafone to analyze how committed and driven its employees are to promote brand Vodafone and in the
process are keen to deliver customer delight which in turn would help to not only maintain its existing
customer base but also add on to it. The concept of Manager Index evaluates the leadership skills of the
supervisors and higher level managers as to understand the kind of experience and guidance provided
by them to support subordinates in achieving their targets such that they feel purposeful and connected
to the organization. Such activities help to boost motivation and confidence of employees which results
in increased employee engagement level. The innovation of Sunshine or Watchful Wednesday gives a
flexible push to its employees to value and inculcate the practice of work life balance in their life which
is essential for their overall psychological and mental well being. Only when they will feel good will
an employee be able to perform their best and contribute to organisational development. (Vodafone
Report, 2014)
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MANAGERIAL IMPLICATION

1. Strategic Agility of Firms: India being a young nation where majority of the work force is below
35 years of age is also home to employees who belong to an older generation of age group around
60-65 years of age. It is very important for managers to understand the psychological frame work
of all its employees to provide them with better working conditions thereby improving productivity
and efficiency. Considering the younger generation variables such as job satisfaction, rewards and
recognition generate higher productivity level from them whereas the age cohort of 40s-50s target job
security, work life balance and quality of work life for motivation to quality work. Catering to such
a dynamic work force an HR manager needs to implement strategic human resource management
to align all of their needs to the organisational goals and objectives. For this purpose on one hand
when implementation of a relevant remuneration system is needed on the other hand facilities such
as flexi working hours and paternity leave system also needs to be developed to maintain a balance
for generating higher efficiency. To constantly meet the needs and demands of the employees and
markets managers need to strategise well in advance to avoid any fallacy.

2. Employee Motivation: The youth of today is more about building the nation by being a job giver
than being a job seeker. Being an entrepreneur exhibiting leadership is a must. Not only are they
needed to motivate and guide their subordinates but also understand the different personality traits
that they exhibit. Only when they do so will they be able to design better engagement tools justifying
employee skills and interests. An engaged employee feels a better connection to the organisational
goals and objectives which reflects in their organisational citizenship behaviour. This in turn leads
to higher productivity and higher efficiency resulting in customer delight which ultimately leads
to career development.

LIMITATIONS

With the change in time organizations have gradually realized the importance of employee well being
for improving organizational performance. Of the many variables responsible for employee well being,
employee engagement plays a pivotal role which gives an employee a sense of purpose and responsibil-
ity towards his job role. While undertaking this study the authors realized that not much work has been
undertaken to explore employee engagement in the industries operating in India. Hence the study lacked
the support of primary data which could give us a deeper insight on the deviation of challenges faced
practically for implementing engagement than it academic perspectives. Moreover whatever academic
work has been undertaken it is majorly based out of international perspectives, considering the socio
economic dynamics of developed nations which fail to find relevance in developing economies like ours.
Thus literature support for building and giving holistic understanding about the concept of employee
engagement has been sparse. Another important area of consideration is the fact that we cannot deter-
mine the return on investment that employee engagement would generate. Even though theoretically we
can propose models but the vast difference between theoretical understanding and practical bearing is
difficult to fathom. Moreover the concept of employee engagement has just started finding its way into
the industries hence we cannot yet clearly state about its long term benefits and results.
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CONCLUSION

HRM practices are undergoing an evolution due to changes in technological environment, employee
psychography and organizational changes. For employees from the current generations, quality of life
and happiness are no longer terms that only apply to personal lives. In this era of ‘expectations’ and
‘experiences’, employees expect to have a ‘happy’ zone in their place of employment. Unless happy,
employees choose to switch organizations, a phenomena which has caused organizations to pay attention
to the concept of ‘engaging employees’.

Employee engagement is an important goal for organizations in the current competitive environment
due to its indicative potential for employee retention. Yet, the concept of an engaged employee goes
beyond mere retention. An engaged employee is a happy worker, connected with the organization and
its core values who goes above and beyond his work limits to achieve organizational interests to become
passionate brand ambassadors. With the rising turbulence in current economic environments, an engaged
employee can become an organization’s greatest strategic asset.
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Chapter 2

Employee Engagement as a
Contemporary Issue in HRM

Yuvika Singh
Chandigarh Group of Colleges Landran, India

ABSTRACT

For the past few years, employee engagement has become an important concern in the corporate world.
Products and processes alone cannot help the organizations to survive in the market. They also need
highly motivated and completely involved employees who are very passionate about their task and their
organizational goals; in short, they need “engaged employees.” But, retaining the engaged employees
requires a lot of effort and skill on the part of HR heads. Employee engagement cannot be considered as
an easy intervention in improving the commitment towards job, motivation, or productivity. This chapter
will throw light on how employee engagement can be increased. This chapter also tries to identify the
main drivers of employee engagement, its various attributes together with new ways to measure it, how
to handle disengaged employees, and new engagement practices in the corporate world. In this chapter,
the modern employee engagement activities being practiced by the corporate world in the Indian context
will be discussed.

WHAT IS ENGAGEMENT?

Gupta and Mikkilineni (2018) clearly explain that the engagement overlaps with the concepts of commit-
ment and organizational behavior, but there are also differences. In particular, engagement is a two-way
concept; organizations must work to engage the employee, who in turn has a choice about the level of
engagement they offer to the employer.

So we can say that engagement is a positive attitude held by an employee towards the organization
and its beliefs. M. and Agarwal (2017) says that fully engaged employee is aware of the nature of busi-
ness, and works with peer group to improve their performance at the workplace for the accomplishment
of the Organizational goals. Thus, an organization must work to develop and nurture engagement, which
requires a two-way relationship between employer and employee.’
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An employee may experience 3 different levels of engagement. He could be engaged, not engaged or
disengaged. Engaged employees are those who work with complete enthusiasm towards the organiza-
tion’s goals. An employee who is not fully engaged is one who is seen to be participating but not with
passion and energy towards the organization’s common objective. Disengaged employees are those who
are not happy at their workplace and quit due to dissatisfaction.

Gupta and Mikkilineni (2018) also studied three different facets of Engagement, Intellectual engage-
ment that refers to dedication towards performing better at one’s job, affective engagement or feeling
positive while performing one’s job and lastly social engagement which is involved in discussions with
others about enhancement of work.

WHAT IS EMPLOYEE ENGAGEMENT?

Kular, et al (2008) defined Employee engagement as a workplace approach where an organization cre-
ates the conditions and situations in which the employees give their best each day and work more than
their capability and potential which is really very difficult task. An engaged employee is a person who
is fully involved and enthusiastic about his or her work. When I say sincerely that:

“I want to do this work”

“I am dedicated to the success of what [ am doing”

“I love what I am doing”

“I care about the future of my company”

Then I am surely concerned about my organization and I am an engaged employee. But understand-
ing engagement is very important and at the same time very complex challenge. There is no single or
universally accepted definition of employee engagement.

We will begin with some commercial definitions for employee engagement and then move to some
academic definitions.

Storey, et al (2008) studied some of the definitions given by the reputed organizations defined as
follows:

Caterpillar Company Defines Engagement as

Extent of employees’ commitment, work effort, and desire to stay in an organization.
Dell Inc. Defines Engagement as:

To survive in the competition today, the companies need to excel over the minds (rational commitment)
and the hearts (emotional commitment) of employees in different unique ways that lead to extraordinary

effort.

The Corporate Leadership Council Defines it as

The extent to which employees commit to any work in their organization, how hard they work to achieve
the goal and how long they stay as a result of that commitment.

The Gallup Organization Simply States
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It is the involvement with and enthusiasm for work.

The Gallup Organization (2006) has elaborated their understanding by referring to ‘engaged employees’
as those who ‘work with a passion and feel a profound connection to their company, drive innovation
and move the organization in forward direction’.

While on the other hand Academic researchers have the following viewpoints:

Shaw (2005) defined engagement as:

Translating employee potential into employee performance and Business success.

This means changing the way employees perform ‘by utilizing the tools and techniques in the armory of
internal communication professionals’

International Survey Research (ISR) defines employee engagement as:

A process by which an organization increases its commitment and continuation of its employees for the
achievement of the superior results.

The ISR separates commitment into three parts: cognitive commitment which means to think, affec-
tive commitment which means to feel and behavioral commitment which means to act.
Kahn (1990)provided the following formal definition of employee engagement as

The harnessing of organization members’ selves to their work roles; in engagement, people employ and
express themselves physically, cognitively, and emotionally during role performances.

As quoted by Shrikanth and Sarawathi (2018), Schmidt et al. (1993) proposed a bridge between the
already existing concept of ‘job satisfaction’ and ‘employee engagement’ with the following definition:

An employee’s involvement with, commitment to, and satisfaction with work. Employee engagement is
a part of employee retention.

The Chartered Institute of Personnel and Development definition, Alfes et al (2010) take a three
dimensional approach to define employee engagement:

1. Intellectual Engagement: It is thinking about our job and tells us how to perform it in a better
way. Intellectual engagement involves the design of different tasks that develop employee’s creative
thinking, teamwork skills, negotiation skills, decision-making and problem solving skills.

2.  Affective Engagement: It is about keeping a positive approach towards our job i.e., feeling posi-
tive. Whatever be the situation an employee face at the organization, whatever be the work given
to them, they are always optimistic.

3. Social Engagement: It is actively participating in the discussions related to work improvements,
grabbing the right opportunities at right time and to work and collaborate in teams.
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Figure 1. 3-dimensional approach to define employee engagement
(Source-Strategic HR Review-2005/ www.isrinsight.com)

Each of these three dimensions must show presence, somewhat, to have high level of employee
engagement and completely realize their advantages for the organization. But we cannot say that each
dimension is equally important for every organization. Their degree of importance vary depending upon
the type of sector, type of culture or country, type of strategies used and the results desirable at the end
also depending on the external and the internal environment. So, a company must try to balance all three
dimensions within its area and environment in order to increase the employee engagement.

NEED FOR EMPLOYEE ENGAGEMENT
High Engagement Means High Results

Improving on employee engagement means improving upon productivity of our organization. When
employees consider themselves as the member of the organization, when the organization involves them
in the decision making processes, when they feel distressed and satisfied from their work culture then
one can say that employees are engaged which will definitely raise the productivity. By engaging them
the organization as well the employees will grow directly or indirectly.

Engaged Employee Do Not Quit Easily

If team members are engaged and recognized for their work timely, there are fewer chances that they
will look for other job opportunities. Promoting a culture of employee engagement can show a way to
reduce turnover rates and improving the employee retention rate by inculcating a sense of belongingness
among employees towards the organization the relationships between management and employees can
completely transform
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Creates Positive Outlook for the Organization

Employees who feel neglected and disengaged are more likely to develop negative things about organiza-
tion. Nowadays whenever a disengaged employee is fired from the job they just show their frustrations
and anger through social networking sites or forums which may have a bad or negative impact on the
reputation of the organization and thus its good will can be damaged in seconds by a single disengaged
employee. Also, the employee may sue them in the court.

On the other hand, the engaged employees are positive and keep an optimistic view where ever they
work. So, their word of mouth may have a great influence on the stakeholders whether they are the
customers, peer group, family members or the new joiners.

Career Satisfaction While Engaged

Employee engagement is not only beneficial for an organization but also for employees who feel satis-
fied while engagement and thus feel happier then the disengaged employees. It is important to note that
employee engagement is not just increasing the productivity but it is a 2 way process which creates a
win-win situation for both the parties. Thus in this way a cheerful and happy go environment can be
created at the workplace which is desirable.

New Joiners Must Feel at Home

It is really very difficult to change job. An employee invests years to build up his/her image or good
will at a firm by making good friends, maintaining good relations with the management and indirectly
it can be said that workplace becomes a second home for them. Although, a new job may provide a
person higher packages, more facilities than the previous one but still it remains a new land for them
where they have to start from a scratch again. So, in order to avoid reality shocks the new joiners must
be given some time, environment or space to adjust at the workplace.

More Loyalty

If the organization encourages employee participation or provides rewards to the volunteers through
various programs then the engaged employees are more likely to grab the opportunities to devote their
time and money towards worthy causes within the organization.

Engaged Employees Are Effective Communicators

Employees who are really concerned about their jobs are more effective communicators with their peer
group, bosses, customers or dealers. Engaged employees, if offered participation in the meetings (which

can become the culture of an organization) can transform that discussion in the productive ideas and
innovations.
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Engaged Employees Are More Innovative

Disengaged employees generally are not interested in producing new problem solutions or to give creative
ideas to the management as they are least interested in contributing to their job. While on the other hand,
Engaged employees, find creativity to be very important part of their job. They always work towards the
new ideas of doing work rather than adopting the old ways which are less productive.

EMPLOYEE ENGAGEMENT AND EMPLOYEE COMMITMENT: ARE THEY SAME?

Recruitment and retention of an employee are the two greatest challenges for an organization just like
retaining a customer. So retention is on priority for the companies, by which we mean employee en-
gagement will be a priority as well. But we cannot say that employee engagement and commitment are
same. They differ in many aspects.

Employee Engagement

When we talk about employee engagement we are talking about the staff members, who are willing to
make extra efforts for their job in order to get the desired results. So, it is not the external forces that
work but it is the internal motivation and desires of an employee which leads to higher results. Bevan
et al (1997) explained an engaged employee as someone who is aware of the business areas, and works
in coordination with colleagues to improve their work performance within the job for the benefit of the
organization. Such employees shows empathy and are fully devoted to their jobs For instance, a Professor
working in a University, might carry out Research work, participate in different events, organize confer-
ences and seminars, but he may do all this due to his interest in the teaching area and not due to interest
in the objectives or beliefs of the organization. He may or may not leave the organization depending
upon the personal growth opportunities and other reasons but one thing is sure that he will always bring
good name to the university.

Employee Commitment

Commitment on the other hand is about feeling proud to be a part of an organization. Here the engaged
and committed employee is always excited about the job and put their best efforts to perform their task
for the accomplishment of the organizational goals. In other words we can say that employee commit-
ment is connected to the loyalty and attachment that an employee feels for his/her organization. Porter
et al (1974) explained that commitment is the relative strength of an individual’s identification and
involvement with a particular organization.

Mowday et al (1982) identified some features of the committed employees:

Willingness to continue as a member of the organization.
A strong belief in the values and the long term goals of the organization.
A willingness to go far on behalf of the organization.
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It is very important to note that sometimes those employees who may be high on commitment but
low on engagement might not be that beneficial for an organization.

STAGES IN EMPLOYEE ENGAGEMENT

We can say that employee engagement is a strong connection that the employee feels for his or her
organization, that greatly influences him or her to exert greater discretionary effort to their work. So,
there are main 4 stages in employee engagement. This hierarchy actually focuses on the direction or
target for which an employee travels on a path of total engagement at their workplace. So, in order to
see that how important all these stages are and why an employee must focus on them individually let
us discuss them in detail:

Stage 1: Basic Needs

Whatever position is held by an employee in a department, on the very first day of a new job many ques-
tions just disturb his/her frame of mind such as what will they get from this job role, how their position
would be perceived by team mates, what will they gain from the job or how can they perform their job
successfully. But most of the answers cannot be found on the very first day, it takes time to conclude
which requires interactions with the peer group and proper understanding of individual as well as the
group goals. For every employee his or her position matters and their basic work needs aims to achieve
the common goals.

Figure 2. Stages in employee engagement
(Source-Gallup 2016)
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Stage 2: Contributions

Some questions always arise in the mind of an employee that whether they are satisfied from their efforts
at the workplace, what things they would like to change about their current role, whether their skills are
being completely utilized by the organization and do they get timely recognition for their contributions
So this stage raises many questions related to the relative worth of a person, appreciation, desirable
performance feedback.

Stages 3: Sense of Belongingness

Once the employee crosses the first two stages, apart from the position they hold within the organization,
they start thinking whether they are happy with the work environment, culture and their relationships
with their peer group. These factors can help an employee to analyze how much sense of belongingness
they have developed for their workplace, after all it is not just the investment done by the organization,
but also the efforts invested on the part of the employees.

Stage 4: Growth Opportunities

In order to survive for a longer period of time, the employee to keep a track of all the tools and resources
provided by the organization for them to grow in a long run. They look forward for an organization that
provides opportunities to them to express their ideas which can be helpful in decision making processes.
Self motivation plays a very important role to reach the actual possibilities related to new innovations,
work role or improved performance.

As it can be seen, all the four stages have clearly focused on employee’s desire to be engaged by the
organization for which they work.

TYPES OF EMPLOYEE ENGAGEMENT: WHO ACT AS A SILENT KILLER?

An organization is the collection of a huge number of employees working for the accomplishment of a
mutual organizational objective. Ideally, every employee must work to their fullest but; this is not the
case in most of the companies. Thus, here on the basis of the level of commitment, the employees can
be classified into three categories. Mckeever (2014) discussed the three type of employees as determined
by the State of American Workplace Report (2013) under Gallup as follows.

Engaged Employees
An engaged employee is one who carry the organization in right direction. They not only perform their

work but also play a very important role in achieving the organizational goals and targets. These employ-
ees use their skills as their strength at workplace every day as perform with full passion and confidence.
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Figure 3. Employee engagement-types
(Source-State of American Workplace Report 2013)

ENGAGED

ACTIVELY
DISENGAGED

Types of Employee engagement

Not Engaged

These employees care only about the work allotted to them and not about the goals, objectives and devel-
opment of their organization. They do not have that energy and inspiration in their work. This category
of employees does not have cordial relationship with their colleagues as well as the employers. They
give very less contribution in the success of an organization.

Actively Disengaged

Actively disengaged employees do not perform their work in an expected manner and never complete
their work on time. Their contribution to the organization is almost negligible in the growth of the or-
ganization. They are not satisfied at the workplace and carry the organization in the negative direction
and thus the organization suffers in one or the other way.

Now the Question Arise Which Employee Act as
Silent Killer for the Organization?

In order to identify the silent killers in the office, surroundings must be observed. Those employees who
are last to arrive and first to leave the workplace may be considered as silent killers. But, if the person
is not fulfilling your expectations, or giving innovating ideas or acting as a problem for the organization
does not mean that he or she is not having potential. It is just an indication that organization must bring
some change now.
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WHAT ARE THE MAIN CHALLENGES OR BARRIERS FACED
BY AN ORGANIZATION IN EMPLOYEE ENGAGEMENT?

If the employees cannot be engaged successfully at a workplace it may act as a challenge for many
organizations today. Organization must engage with their staff to keep their workforce motivated and
productive. It is essential for any organization to aim high in order to build an engaged, high-performing
and highly responsible workforce. By finding and executing such challenges associated with employee
engagement we can achieve this long term goal.

Without employee engagement employers can struggle to adapt themselves to the changing environ-
ment, or retain the important members of staff that give a business its value. Employee engagement does
however come with its challenges but we can overcome them which are generally explained by John et
al. (2008). Robinson, et al. (2004) studied the confused nature of engagement which can act as a hurdle.
When an employee joins an organization they come with a positive outlook but sometimes the organiza-
tion fails to understand and manage them thus losing them. Another big hurdle for an organization is to
control the level of engagement along with the length of the job. Imperatoti B. (2017) also worked upon
this area. Mehrzi, et al. (2016) discussed that money, trust between superior and subordinate, career op-
portunities act as the major hurdles in employee engagement. Kular, et al. (2008) analyzed that health
issues, personal issues, person’s ability and climate of the firm greatly affects the level of engagement.

An engaged employee is an emotionally invested one.

We all know that employee engagement is must for any business, right? But, what are the biggest
challenges your business face, and where you must start?

Communication Channels

Georgiades (2015) says that Poor communication at the workplace can cost your company time and
money. Employees always want to communicate different issues to their heads, but chances are, those
issues may not even reach a manager. If the manager finally does get the message across, there is always
the risk that the message will be diluted or misinterpreted. Employers need to ensure that their instruc-
tions are transparent and consistent when received. With a rise in remote workers, location can be a great
challenge for any employer. Robinson (2004) studied communication as a key driver in engagement.
Communication channels must be transparent. One cannot just rely upon email to exchange the messages.
Different applications are revolutionizing the workplace connecting all the employees over the world.

Faith

Serrat (2017) explained that one should not ignore the fact that mutual trust and respect are the main
drivers for the employee engagement. Apart from these factors feedback from the employees, commitment
on the part of management, bias free environment, recognition to the employees, timely communication,
coordination and transparent policies act as the important links between engagement and the employee
performance. Trust is just like a two way road where every working relationship should be built on trust
and faith in order to engage the employees. According to the Bureau of Labor Statistics (2017) 87% of
employees who work at organizations agree that trust is a key driver and they feel highly committed and
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are less likely to leave the organization. Trust must be gained by considering all employees as partners.
Trust is gained when even the starters, part-timers or juniors feel important as a part of the team.

Investing Time and Money on Employees

In larger organizations still formal training is required as the managers still don’t know the importance
of training in engagement. So, the management must invest their time and money on their employees in
order to gain long term gains.

No Room for Growth

According to Deloitte Millennial Survey (2014) by 2025, 75% of employees will be Millennial and would
like to have opportunities for career growth and innovations? And when they don’t find resources or
opportunities at your business don’t be surprised, they will search for it somewhere else. Managers need
to focus more on the aspirations of each employee. What do they like about their works? What kind of
skills would they like to develop? By taking into account these critiques, one can ensure that employees
see your workplace as the ideal place for work and growth.

A Lack of Alignment or Insights

Employee feedback plays a vital role in employee engagement. How can you expect your employees
to be engaged if you don’t know what are their expectations? Feedback, whether good or bad is very
important for both employee and employer. Gallup organization surveyed a random sample of 1,003
employees in the U.S by taking into account two statements: a) My supervisor focuses on my positive
characteristics b) My supervisor focuses on my negative characteristics. They were also asked with a
question that whether they feel that they were engaged, not engaged or actively disengaged with their
jobs at the workplace. Did you know that 40% employees are actively disengaged when they get little to
no feedback? When employees feel they are ignored by their managers they are likely to be disengaged.
It is very important that employees can give honest feedback without any fear. A majority of organiza-
tions still don’t follow the employee engagement surveys of feedbacks or other ways of getting employee
feedback — and this leaves leaders to assume (or guess) what matters most to their people.

Role-Based Performance to Define Engagement

Leaders cannot get their main jobs done when they are overloaded with the work and are near burnout.
So in order to solve the question of engagement we introduce the role-based performance model. Under
Incentive Research Foundation, Welbourne and Schlachter (2013) discussed the contribution made by
Welbourne, et al.(1998) who introduced the role-based performance scale in an article published in the
Academy of Management Journal. The role-based performance model helps to define employee engage-
ment by starting with the final goal in the mind. The main objective of all the initiatives is to improve
the performance of an organization.

Welbourne (1998) discussed the five different categories of work behavior that can be defined through
the roles that employers set up at workplace and recognitions within organizations such as Core job holder
role, entrepreneur or innovator role, team member role, career role and organizational member role. Core
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Figure 4. Five different categories of role based work behavior
(Source-Incentive research foundation Report 2018)
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job-holder role says what is in the job that is the job description, Entrepreneur or innovator role defines
how can we improve the work processes, coming up with the new and innovative ideas, participation in
the various innovations, Team member role is participation in teams, working and collaborating with
others in different areas and jobs, Career role relates to the learning processes, engagement in activities
related to improvising the personal skills and knowledge. Organizational member role or the citizenship
role is performing things that are beneficial for the organization.

Influence of Corporate Culture on Employee Engagement

Robertson et al (2009) and Miller (2014) both discussed that corporate culture is a very important fac-
tor in the attainment of organizational goals and objectives. A strong culture has a great impact in the
engagement of the employees as there is no need to force the employees to work hard. Culture is not
an engagement program but one cannot rely on it without any supervision. A right culture can create
a foundation for high engagement and provides a competitive edge to prepare our workforce for good
and bad situations. It can take years to transform a weak culture into a high performing strong culture.
Brenyabh, et al. (2017) studied the relationship among the corporate culture and employee engagement
among employees in public sector at Ghana. This literature shows that the organization culture act as a
measure for employee engagement especially in the public sector which is considered least important
in the research area. Robertson et al. (2009) and Miller; Mckeever (2014) gave some ways in which the
corporate culture can influence the employee engagement are:

1. Emotional Connection: When the culture provides the meaning and emotional connection to its
workforce. That connection is transformed into commitment, retention and loyalty.

2.  Prevents bad Practices: A strong culture weeds out those leaders who do not follow the core
values and their behavior directly or indirectly affects the image of the organization.
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3. Guides and Inspires: It guides and motivates the employees to do the right things at right time
and achieve maximum contribution whether they are watched or not.

4. Encourages Innovation: It encourages innovation, risk taking attitude and mutual trust among
the employees which in turn increases the employee’s as well as the organization’s confidence.

5.  Say no to Firing: Hiring and firing have become a trend of any organization or we can say the
demand of the market conditions. But a good culture helps to adapt within the organization whether
the situation is good or bad.

6. Attracts and Retain: Culture not only helps to attract new talent to the organization while also
help to retain the star performers which are required to attain the goals of the organization.

7. Teamwork: A carefully groomed culture creates a sense of community and teamwork creating a
common bond of association among them which results in sense of belongingness among them.

WHAT DRIVES ENGAGEMENT?

Research shows that committed employees perform much better than the non committed employees.
Shehri et al (2017) believes that if we accept that engagement which may be ‘one-step up’ from com-
mitment, it is clearly in the organization’s interests to understand the drivers of engagement. However,
the strongest driver of all is the sense of belongingness. Bedarkar and Pandita (2014) discussed several
key components:

Involving the employees in decision-making.

The extent to which the contributions or ideas of the employees are valued or appreciated.
The various career growth opportunities which employees get at their job.

The extent to which an organization is concerned for employees’ health and well-being.

sl NS

Thus we can say that the line manager plays a very important role in fostering employees’ sense of
involvement and values which directly or indirectly affects the employee-manager relationship.

The main driver of engagement is a sense of belongingness. Bedarkar and Pandita (2014) studied
various key drivers and their impact on the employee performance. Their study explored the concept of
employee engagement and also analyzed the main three drivers of engagement, namely communication,
work life balance and importance of leadership skills. This study also laid stress upon how these drivers
affect the employee performance at the workplace. Chaudhary and Kumar (2016) carried out a structured
literature review to identify the drivers of engagement with reference to hospitality industry. Literature
from both consultants as well as the academics was studied to find out the drivers.

1.  Two-way, open communication— According to Georgiades (2015) open communication allows
the employees to communicate their ideas and suggestions in a better way. While at the same time
keeping employees updated and informed about the things that are important for them helps in
engaging them for a longer period.

2.  Effective co-operation-Effective cooperation helps to maintain good relations between different
departments, stakeholders, external or internal employees or the trade union.
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Figure 5. Key drivers of employee engagement
(Source: Institute for Employment studies, 2003)
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3. A focus on developing employees— an employer must provide the ample number of opportunities
to the employees for their career growth and development in order to engage them as job satisfac-
tions place a very important role in engagement.

4. A commitment to employee well-being— Nongo & slkyanyon (2012) says that an organization
must take the matters related to health and safety very seriously by working on minimization of
accidents, injuries, violence and harassment at the work place. They must take effective action
whenever required.

5.  Clear & accessible HR policies and practices -to which line managers and senior managers are
committed — particularly with respect to appraisals, equal opportunities and work life balance.

6. Fairness in relation to pay and benefits— Fair wages or salary must be provided in order to create
a balance between the wage rates of external and internal environment.

7.  Harmonious work environment— which encourages employees to respect and help each other and
coordinate with each other in order to achieve common goals, individual as well as organizational.

According to Bedarkar and Pandita (2014) and Chaudhary and Kumar (2016), apart from the above
drivers the following important points must also be kept in mind:

Involvement of employees in decision-making
The growth opportunities given to the employees
Relationship with immediate management

No biasness

Sl S e

Robinson et al (2004) explained the engagement model by focusing on increasing perceptions of an
employee and level of their involvement with the organization will pay profits in the form of high levels
of employee engagement. The model says that feeling involved is the main driver of engagement, but it
also shows the main components of feeling involved. The identification of such factors gives a direction
to the organizations towards the various aspects of work life that needs serious attention to improve the
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engagement levels. The influence of each driver varies according to their importance for a particular
organization. In other words it can be said that different groups of employees within same organization
may have different set of drivers.

There is a clear connection between employees’ experiences and their perceptions of work life and
their level of involvement. So, here, engagement is believed to be one step ahead of commitment, which
directly or indirectly affects the results of an organization. It is therefore very important for an organiza-
tion to keep a check on the engagement levels of the employees, and to take timely action to boost the
employee engagement and handle the non-engaged and disengaged employees wisely.

Handling Non-Engaged and Disengaged Employees/
Practices to Boost Employee Engagement

The statistics or research on employee engagement is alarming. According to State of Global Workplace
report (2017) more than 85% of employees worldwide feel disengaged from work. Almost all the leaders
and executives agree with this is problem. What’s not so transparent is what causes employees to feel
engaged or disengaged as it’s very difficult to predict human nature, and to find solution for it?

Engagement at the workplace has always been very difficult to reach, yet some research work tells us
that it’s ¢ low across the world. In 2013, US analytics firm Gallup revealed that just 13% of employees in
the whole world are engaged at work. But the greater concern is that 22% of all UK workers are actively
disengaged. According to the Gallup studies (2016) each person’s potential increases more than his or
her job description. Tapping that potential means recognizing how an employee’s unique set of beliefs,
best talents, individual goals can drive his or her performance. Some of the practices explained by Miller
(2014) to boost employee engagement are as follows:

Figure 6. Engagement model
(Source: Institute for Employment studies, 2003)
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1.  Empathy: It is very important to put yourself in the customer’s shoes in order to figure out their
needs wants. The company usually loses sight of the main motive of the business and ultimately
the customer is the loser. So it’s very de-motivation for the employees which directly or indirectly
impacts their engagement within the organization.

2. Happy go Environment: A feel good environment is based upon three ideas: empowerment, ex-
citement and simplicity. Empowerment means how do we talk to people and empower them to do
their best work? By excitement we mean that how do we get people excited and motivated to do
a particular job over the years? Thirdly, how can we simplify their lives and support them in their
roles by providing them stress free environment and good work culture?

3. Growth Mindset: It is very important to prepare a mind for self-improvement and career growth
in order to be successful in life. So a growth mind set is required by the employees and it can be
inculcated by the employer themselves.

4. Culture of Ownership: Sense of ownership drives the team to challenge each other, take respon-
sibility and expand the horizon of what we think is possible in order to deliver the best possible
results for the company and community. But the question arises how a company can encourage
ownership among the employees? We can say that it requires mutual trust, belief, cooperation and
mutual understanding.

5. Connecting Culture and Brand: Engagement plays a very important role in connecting brand
image and the organizational culture through values and beliefs.

6. Happiness or Engagement? We have made a choice between happiness and engagement. Happiness
goes much beyond work. It includes time devoted to family, personal life, and other relationships.
When companies provide tools, technology and the processes to help employees be successful in
the workplace, it drives feelings of accomplishment which increases happiness inside and outside
of the workplace.

We can say that engagement and employee productivity are related to employee feelings about work-
place and its culture.
Following are some ways discussed in the Gallup studies to re-engage the disengaged employees:

1.  Talk Less: Disengaged employees often have much potential, but their ideas are not entertained.
So feedback in open forums must be encouraged. Wise HR leaders talk less but instead ask ques-
tions about their ideas, suggestions and timely feedback.

2. Remind Them That They are Under Watch: The organization must have the paternal attitude
towards the employees not to control them in any case but to tell them that they are being watched
by the management. Watching is caring, and a good way to re-engage employees and to remind
them regularly that the organization is taking an active interest in everything they’re doing for it.

3. Reconnect in Review Meetings: Review meetings are about reconnecting and listening to each
other — they require honesty and integrity on both the parts. Different plans can be devised to solve
the root cause of their unhappiness and stress.

4.  Set Goals Together: If an employee has lost his/her focus in the workplace, you can always refocus
their attention by introducing a benchmark for a project by dictating them the tangible and non-
tangible benefits.

5. Appreciate: Try to appreciate the efforts of the employees time to time in order to motivate them
which in turn can raise the productivity.
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Give Complete Information: Mostly the staff members who have become disengaged complain
that they don’t know what’s going on above their heads. So, holding regular meetings for them is
the best way to take better decisions, to attain the goals and to reach benchmarks on time (Related
to products, services, sales, etc.).

Create a Culture of Opportunity: Provide different opportunities to the employees to try to work
freely without any stress so that higher productivity can be gained without any boredom in the
work.

Flexi Working Hours: The age of 9-5 working hours is gradually fading with the time as now
different organizations are following flexible working hours. If the nature of your business allows,
give employees an opportunity to work from home and customize their working hours. Thus flexi
work hours can reduce many problems such as stress level, boredom, and work life balance and
helps to create a dynamic workplace without hampering the old values.

Set Clear Expectations: Communicate your expectations for the employees regularly, but make
sure you let them decide how to proceed towards those expectations.

Uncover Hidden Talents: Disengaged employees may be hiding their talents that can transform
the business and do wonders so try to uncover the hidden talents.

Share all News Whether Good and Bad: It is important to share every type of information with
the employees whether good or bad in order to show them the exact situation that the organization
is facing which will not only motivate them but also make them more responsible.

Problem Solving: Inculcate the problem solving attitude among employees and reward them on
regular basis in the form of trip or tour in order to motivate them.

Learn From Mistakes: Management should accept the mistakes of the employees and continu-
ously remind the staff that they’re allowed to make them in order to learn from them.

Is Achieving Employee Engagement Really a Tough Job for an Organization?

For an organization it is very difficult to engage its employees fully. John et al (2008) discussed the
various ways by which an organization can achieve the employee engagement. Many consultations firms
like Accenture, Gallup, Hewitt, Mercer, Towers Perrin, Watson Wyatt and others, have done engagement
surveys. Miller (2014) and John et al (2008), identified seven common factors required by an organiza-
tion to achieve engagement, which are briefly defined below:

36

Vision: John et al (2008) gave his views that Vision defines the strategy, goals, objectives, aspira-

tions, values, targets, mission, and purpose of an organization where the work place has a clear

sense of the future that engages hearts and minds of employees. When employees understand, ac-

cept, and coordinate their actions with the actions of an organization, they are said to be engaged.

There are various dimensions of the vision that makes an employee engaged:

a.  Clarity in the Vision: A clear vision engages the employees to much extent when they offer
them a of purpose of work that has a clear meaning to each of them.

b. Line of Sight: Employees whose goals are aligned with the vision of the organization are
successfully engaged within the organization.

c.  Future Focused: Long term visions usually focus on the future which helps in creating the
short term goals for the employees and fully engage them.
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Figure 7. Dimensions in vision
(Source- John et al -2008)
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d. Cognition: Visions create energy and energy often generates from the motivating factors and
feelings that may exist within a company.

Opportunity: Opportunity is a chance given to learn and grow through their participation in the
various work related activities by participating individually as well as in team such as trade unions,
different projects, decision making meeting, etc. The work gives a chance to grow both on a personal
level as well as professionally, through participation in various work related activities. According
to John et al (2008), Direct participation involves participation where management motivates the
employees to make their views related to work and also have the right to take action or not. Whereas
in delegate participation management gives employees a responsibility to organize and do their jobs
without asking. Both forms of participation may involve individual or group of employees. Indirect
or representative participation includes the employee organizations such as trade unions and takes
place outside the workplace at the industry level. Inside workplace, the task of representing the
interests of employees is taken over by the legal works councils, which have very limited rights of
taking joint decisions and consultation, where different work related issues are discussed between
management and employee representatives.

Impact: Hackman and Oldham (1974) who worked on motivation showed that when employees
could see the results of their work, they were more likely to be involved in it. Impact says that em-
ployees feel that their hard work will surely lead to the expected results. When employees realize
that their behavior will affect the customer’s attitude and behavior, these employees become more
engaged as they know that what is done by them is creating a change in the results. Mentors can
motivate the employees to see the effect of their efforts by helping them to understand how their
work and its implications. Every employee has to deal with the internal or external customers in
the organization. When the employee realizes that his or her works has a great impact on engag-
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ing a customer they themselves become more engaged to the organization. Leaders often have a
stronger vision so they first create a data base and then foresee the real impact of the employees
which connect then with the customers for the best results.

Rewards and Incentives: The compensation is fair and equitable, including basic salary, bonus
and other monetary incentives. Monetary rewards can shape the employee behavior which can be
done by profit sharing and sharing the ownership with the employees of the company. Although
the main feature of profit sharing and sharing the ownership among employees in general has not
been practiced very often by the employers. So, creating a good incentive system that drives the
employees to give their best in turn also increases the performance of employees along with the
productivity of the organization. So, we can say that the benchmarks give strategic directions to
the employees to understand their targets and ultimately give their results.

Social Relations: Peer group at the work place also drives the employee engagement in two ways.
A peer pressure or group and social networks encourages the employees to involve with their job
completely. Gallup’s findings (2010) revealed that having a friend at work acts as a source of mo-
tivation and inspiration which results in a reciprocal relationship between the employee and their
peer groups. As a result of good personal relationships, employees maintain goodwill towards
their peer group and always try not to let them down, and make sure to make every single effort to
make their relationship and bond stronger. Richard Hackman (2002) researched on high-performing
teams by studying that when employees feel like they are part of a social network and they put
more efforts to support their team goals to be accomplished. When dedicated employee works for
a good and cooperative leader then the leader is able to engage the employee to work in a better
way in turn by influencing their personal relations too. We cannot deny the fact that mostly the
employees hear what leaders say, but we also cannot ignore that they watch closely what and how
their leaders execute their tasks. Thus team work requires understanding how the team makes deci-
sions, processes information in a better way, to manage relationship, and to learn from their good
as well as bad experiences. Leaders who build community model have definitely those employees
who are more engaged.

Communication: Employees are more engaged with their job when they know what is going on
within the organization and for what reason. This Communication system should be so strong that
it must help employees feel more a part of the organization. Bedarkar, et al. (2014) discussed the
concept of employee engagement and also said that there are mainly three drivers, namely com-
munication, work balance factor and leadership factor. Communications is always a two way pro-
cess with the top down and bottom up approach. Lack of understanding is a major source of less
productivity and lack of motivation on the part of the employees. Worst factor from a management
perspective is that, in the absence of clear and concise information, the infamous ‘grapevine’ takes
over the workplace. Leaders who build top-down approach, bottom-up approach, side-approach
and inside-out communication approach plans to ensure that employees understand clearly what is
expected from them and why it is expected from them. Thus, Employees are highly engaged when
they are clearly informed

Flexibility: We know that employees, especially the next-generation employees, enjoy flexibility in
work. In any organization by flexibility we mean the terms and conditions of work may be flexible
to help engage the employees. Flexibility might include working hours, other benefits, geographical
area, work place facilities, office area, and designing the other policies that give employees more
freedom to work over any project. Leaders who encourage flexibility directly or indirectly focus
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on the results of work more than the execution of the activity. They are open to new ideas and cre-
ative ways to accomplish the goals. They motivate the employees to find new ways to accomplish
the goals. They are willing to experiment and learn by trying new ways to perform a task and also
learn from those experiments. They treat each employee equally, with clear expected targets, but
with flexible ways to execute those tasks to reduce boredom and provide them more freedom.

Main Drivers of Employee Effectiveness

Bedarkar & Pandita (2014) and Devi (2017) discussed that Employee Effectiveness is used in employee
survey that measures proven key drivers of employee performance. It is based on the research conducted
by Hay Group as per McMullen which proves that engagement alone does not lead to employee effec-
tiveness. Employees also need to be self motivated. Thus, we can say that employees need to be in the
right role, at right place and given a cordial environment with no hurdles to performance.

So we can see from the above figure explained by Iddagoda & Opatha (2017) that the employee ef-
fectiveness greatly depends upon the engagement as well as the enablement drivers.

Mc Mullen (Hay Group) offered the following “equation” to show how the drivers result in the de-
sired behaviors:

Engagement + Enablement = Effectiveness
The following drivers of employee engagement ...

1.  Clear direction
2.  Confident leaders

Figure 8. Employee effectiveness model.
(Anuradha, et al. (2017)

ENGAGEMENT DRIVERS: ENABLEMENT DRIVERS:

Clear direction Performance management

Confidence in leaders Empowerment resources

Quality management Training

Respect & recognition Collaboration

Development opportunities Work processes

ENGAGEMENT EMPLOYEE ENABLEMENT
[ 1 EFFECTIVENESS I

FINANCIAL SUCCESS RETENTION EMPLOYEE
PERFORMANCE
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Quality management
Respect and recognition
Growth opportunities
Pay and other benefits

AN

... will result in the following employee behaviors: Commitment & Discretionary efforts.
The drivers of employee enablement such as:

Performance management
Authority and empowerment
Resources

Training

Collaboration

Work processes

ANl e

... will result in: Optimized roles & Supportive environment within the organization
And the overall result will be employee effectiveness shown by productivity, performance, retention
of talent, customer loyalty and new ideas.

EMPLOYEE ENGAGEMENT CORPORATE PRACTICES: INDIAN CONTEXT
Tata Consultancy Services (TCS)

Thakur (2014) discusses the employee engagement practices at TCS. Here senior executives guide the
team members who come with innovative solutions to work related problems which has resulted in de-
velopment of a number of useful products and services that have resulted in successful business deals.
TCS, which has diverse teams working in different locations with different cultures, created the ‘UL-
TIMAX’ platform which is an online forum, where the employees across the world can come together.
New innovations and advanced technology helps the employees to perform well in a challenging work
environment. TCS not only upgrades its technological competence but also provide an interactive platform
to its employees. This platform is used to share, acquire information and expand their learning horizon.
It also provides a big platform for their career development. Thus it presents a new level of coordination
with the functional areas which in turn lead to commitment of employees.

Bharat Electronics Limited

BEL provides its employees with the facilities like creéche, school fee for the 1st 2 wards of the employ-
ees. Competency Based 360 degree feedback and workshops related to Leadership Development are
conducted on the regular basis for the senior executives. Development Centers have been established for
the senior executives and assessment centers are being formed for the employees. Being a Technological
organization, it lays stress upon learning. Various technical programs are conducted in collaboration with
IITs and their experts. Tailored programs are conducted on Change Management known as CHAMP
programme, Women Leadership Development programme such as DEEPSHIKHA, Outbound Learn-
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ing programmes for HR or Non-HR Executives, Skill Development Programs are conducted for Non-
Executives in various subjects in order to encourage a learning environment and engage the employees.

Vardhman Group

In order to engage its employees as well as the workers the organization they celebrate Kaizen week
where any employee or worker who finds the root cause of any defect and gives the best solution is given
reward. Quality circles are created to help in improvements in areas such as quality, communication
system, minimizing costs and increasing the productivity. It has also helped the Company to identify the
hidden employee potential and create a participative environment. Most of the problems are solved at the
grass root level and this exercise creates a sense of involvement and job satisfaction among employees.
Vardhman Textiles have a total of 248 quality circles across all units. Knowledge Sharing is also an
integral part of the Total productivity management activity through which information and expertise
is exchanged among employees of different units involving inter-unit Visits, Kaizen week celebration,,
training programs, TPM magazines etc.

Aditya Birla Group

This organization regularly inspect the employee engagement at all levels across the group through the
Biennial organization health study (OHS), which is further guided by their chairman. It gives employees
an opportunity to freely express their opinions and ideas on different issues. The Aditya Birla provides
the awards for Outstanding Achievement which can be considered as a key engagement factor. The
learning channels used by Aditya Birla Group to transform into a learning organisation are: Gyanodaya
— that is encouraging managerial and strategic programmes, conducted by the top academics from
India and overseas organizations such as London Business School, Harvard Business School, IIM,etc.
This group also encourages virtual campus, knowledge integration programme(KIP), Pratibimb- a 360
degree feedback tool, Gyandhara- A knowledge portal, The Group intranet — Adityadisha, Develop-
ment assessment centres (DACs)-to support managers in recognizing and developing their capabilities
and also succession planning to engage their employees.

Reliance Industries Limited

In order to Engage the workforce Reliance group created ‘High Peer-formance Work Culture’. This
includes a Monthly Town hall called TELL US (which is a Ceremony, Competency Development work-
shops, sharing the Departmental Best practices, Technological Updates), Suggestion Schemes, Monthly
Performance Reviews(MPR), Storytelling sessions, Success Celebrations, get-togethers and Festival
Celebrations, financial assistance through which the employee’s ward can access to the best equipment,
coaches, training facilities and Sports Competitions. It also stress upon improving the personal well-being
of employees through Dengue Awareness Campaign, Blood Donation Camps, Free medical checkups, etc.
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CONCLUSION

The present chapter has been framed to explain the present scenario of employee engagement in the
Indian context. Employee engagement has become an important term in the recent years among numer-
ous consulting firms and also in various business organizations. This subject has become one of the
most important topics for HR practitioners and senior leaders in the organizations. The above discus-
sion concludes that the employee engagement is an important indicator for the success of any business
organization.

The current chapter discusses the various definitions given by different authors and the organizations
such as ISR, Corporate Leadership Council, Dell Inc. ISR also discussed the 3 dimensional approach to
define engagement. Further it was discussed what is the need of employee engagement and whether the
employee engagement and commitment are same. Further we studied the four stages of engagement which
are important for an employee as well as the employer. It is a matter of concern which employees act as
the silent killer for an organization? Lot of challenges including communication, trust, lack of insights,
etc are faced during engagement process. Here it was discussed that there are five different categories
of work behavior which can be explained through the roles that employers set up at workplace such as
Core job holder role, entrepreneur or innovator role, team member role, career role and organizational
member role. In order to improve the engagement we need to improve the culture of the organization. If
we work upon the various key drivers mentioned above we can handle the disengaged employees in an
effective manner. Although to achieve engagement, it is somewhat a tough job for an organization, but
still some organizations are successful in attaining the engagement.

Employee engagement is attracting a great deal of interest from employers across different sectors.
If we talk about the engagement practices followed by Indian organizations, some organizations are tak-
ing very effective steos in engaging employees such as Vardhman, Reliance Group, Tata Consultancy
Services, Bharat electronics Limited and Aditya Birla Group as explained above. In some respects it
is a very old aspiration and desire by employers to find new ways to increase the employee motivation
and to win more and more commitment to the job and the organization. In some ways it is ‘new’ in that
the context within which engagement is being taken differently by different organizations. One aspect
of this difference is the greater losses to be faced if workers are less engaged than the employees of
competitors. A second aspect is that the complete nature of the meaning of work and the rules and poli-
cies for employment relations have transformed and there is an open place concerning the character of
the relationship between the employees as well as the organization. Therefore the organization should
target every aspect of employees to engage them in order to gain competitive advantage by increasing
their productivity, profitability and lowering the absenteeism rate among them, as these factors greatly
affect the profitability of any organization.
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ABSTRACT

The purpose of this chapter is to analyze the cultural issues in employee engagement. This chapter covers
the importance of employee engagement and diverse workforce. The author focuses on the role of culture
in employee engagement, and it shows a positive relation between the organization performance and
employee engagement. In this chapter, the author also depicts cultural issues in the organization. In the
end, the author emphasizes the techniques to improve the cultural issues to enhance employee engagement.

INTRODUCTION

Today’s management approach has been changed, Human Resource Department do lots of activity to
engage, to enthuse and to excel the employees toward task. Famous organisation like Apple, Microsoft,
Google and other companies follow the activities to build employee relations. Affection, Love and Co-

hesiveness are the social need of anyone’s. Today’s Human resource Department focuses on this social
need to make a strong bond between the employer and employee.
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Today’s world is digital world; thought processes and actions are continuously changing to face
the challenges in this competitive world. Employee engagement is not tangible thing by which any
organisation predicts the requirement of the employee by one touch, all employees are alike, degree of
engagement will be different, and employees themselves will be responsible of own level of engage-
ment. Companies have their own strategies to make employees engaged at a work place. These strate-
gies may vary companies’ polices and work environment. According to the Gallup great work place
award 2015; many popular companies who maintain the great workplace and environment to involve
the employee into a work. ABC Supply Co., Inc, Indus Towers, Adena Health System and many more
companies proved that engagement plays a vital role in the performance of the organisation. On above,
Google, American Express, John Lewis, Hyatt, Southern Airlines and Virgin are on the top of the list
of employee engagement. These companies focus on different approaches i.e. transparency, behaviour,
listening to the employees, etc.

Employee engagement can be of three types with the perspective of employees. Some employees are
actively engaged with passion, dedication and determination towards the companies. They do assign-
ments with futuristic approach; give creative and innovative ideas to the development of the organisa-
tion. Second type of employee engagement i.e. Not engaged, these types of employees do their work
without energy and passion; personality of these employees are sleepwalker and lazy. Third types of
employee engagement is actively engaged, these employees are not only unhappy at the work place but
it also affects other employee to make unhappy them. It has been proved by many researcher that highly
engaged employee give healthy environment and higher productivity to the organisation. Engagement
can affect employees’ attitudes, absence and turnover levels and various studies have demonstrated links
with productivity, increasingly pointing to a high correlation with individual, group and organisational
performance, a success measured through the quality of customer experience and customer loyalty. Be-
yond this, it is a challenge to manage diverse work force at a work place. To make a engaged employee,
main issue which occur is cultural issues. Culture varies person to person

With advancement and enhancement in the usage of technologies, and the growing need to globalize
organizations, industries are going across the national geographical boundaries and expanding the scope
of their business dealings. Once a concern is globalized, the need for the search of the best person to
carry out the respective tasks emerges. Now, that is something opening up new opportunities for candi-
dates across international boundaries; making these boundaries thinner and gradually eliminating it as
a criterion for choosing a job.

As we see these days, the supremacy of Multi-nationals is sprouting; and so is the need to have different
people from various countries and cultural backgrounds. This cultural mix is a boon to any organization
in terms of new ideas, unique creativity, increased exposure, foster innovation, richer brainstorming
and better customer understanding and decision making; but the same gives rise to a number of cultural
issues in the organization too, like- the unclear culture, resistance to changes, vague assumptions, re-
duced communication, and the list continues. Employee engagement has become a crucial topic in the
organisation to compete in the market, it is necessary to having highly engaged employee at a workplace.

Meaning and Importance

The thoughts, traditions, and social conduct of the people of a particular place or society form the culture
of that place. Diversity in a culture adds to the rich dynamic quality at any given place. These distinctions
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exhibit a number of challenges in the work environment. Understanding these social contrasts goes far
towards settling them.

Employee engagement is a working environment approach bringing about the right conditions for
the human resource of an organization that helps them come up with their best every day, focusing on
the goals of the organization, whilst driving a push towards the organizational success with an escalated
sense of their own well-being.

People come from all kinds of backgrounds- different religions, values, beliefs, tradition, mindsets,
statuses, and even beyond national boundaries- to work together, under the same roof, achieve a common
goal and benefit each other interdependently. Certain issues arise due to the cultural differences amongst
the human resource of an organization and lead to barriers to employee engagement.

Role of Employee Engagement in the Growth of the Organization

Better employee engagement leads to better yield or better output. At the point when employees are
engaged at work, they feel a sense of belongingness with the organization. They believe that the work
they are doing holds importance to the firm and hence work harder, along these lines. This, in turn,
fulfill their three needs from the “Maslow’s hierarchy of needs”, namely- Self actualization Needs, Es-
teem Needs, and most importantly, the Need for Love and Belongingness. Hence, the contentment of the
employee increases and so does his/her willingness to stay connected with the organization; the turnover
rate declines and happy employees propel the organization to grow.

How Does This Affect the Society?

Culture is the social conduct and standards found in human social behavioral patterns. It includes the
ideas, customs, behaviors, religion, language, food, music and a million other things of a particular people
or society. Social or cultural distinctions will influence the receptiveness, responsiveness, tolerance, and
open mindedness of a person to individual education and readiness to acknowledge data and absorb it
into one’s own life. Various social perspectives impact the way we connect with other individual, includ-
ing national culture, regional culture, gender culture, work culture, and different correspondence styles.
Now, if we talk about diversity at workplace, we will come across a number of challenges in their
working styles because you cannot just put a bunch of individuals together with immense contrasts and
anticipate them to get along from the very first day. Many of them aren’t even tolerant enough to be
working with people of distinct social backgrounds and everything gets muddled up at the end. In order
to minimize the aftermath of employing a diverse workforce, diversity trainings and strategic manage-
ment for the diversity takes place that permeates every department and function of the organization.

How Can Cultural Issues Decrease the Performance of the Employees?

The culture of an organization and its productivity are closely related. It is true that diversity brings a
lot of challenges at the workplace; challenges in the management of the firm, communication barriers,
resistance to change, tolerance level of the employees, power and politics, and many more. These obstacles
play a colossal role in decreasing the level of productivity and efficiency of the employees and hence
the organization. The following are a few limitations of diverse culture of a workplace-
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1. Communication and language barriers can lessen the viability of the employees. This inefficacy
can lead to conflicts and affects the team performance.

2. Conflicts and clashes are generally caused when individuals have diverse opinions and priorities
in light of different individual demands and needs.

3. Differences in backgrounds, social statuses, and experiences lead to difference in mindsets, thought
processes and opinions too, which in turn lead to another reason for struggling in the multicultural
environment.

4.  Thereason that individuals are not contented in working in a diverse environment is on the grounds
that they do not consider it a better soil which according to them is due to the dissimilar people
around them.

5. The mentality of “we have always done it this way” is resistant to change and does not accept,
rather silences new ideas coming from the diverse workforce.

Significance of Cultural Issues in Employee Engagement

With the growing needs of any organization to go global, there is a current trend of multicultural workforce
too. Therefore, employees are expected to simultaneously and adequately interact with other employees
belonging to different cultural backgrounds because an organization’s efficacy and competitiveness relies
on its capacity to embrace the multicultural environment and understand its advantages.

Culture and engagement is the most vital issue organizations face round the world. In a Deloitte study,
it has been found that 87% of the organizations specifically point it out as one of their top challenges. On
the other hand, if individuals start seeing its brighter side, they will come to know in how many ways
workplace diversity can benefit them.

1. Variety in Perspectives and Viewpoints: A large pool of ideas and opinions can be created using
the viewpoints of the diverse workforce that can be drawn for the strategic requirements of the
business.

2. Adaptability: While working and interacting, with people from all cultures, individuals make
peace with it and ultimately learn to adapt to such surroundings which is beneficial not only for
the organization but also for them as a human being.

3. Broader Service Range: A differing collection of skills and experiences (e.g. learning various
languages, understanding of various cultures) enables an organization to give world-class worldwide
services to their customers.

4. [Effective Execution: Sometimes competitiveness can also lead to high productivity amongst
the employees leading to better execution of the skills of individuals at their tasks. Also, various
techniques would then be able to be executed; bringing about higher efficiency, benefit, and rate
of return.

5. Diversity Trainings: Diversity training is any program intended to encourage positive inter-group
collaborations, decrease discrimination on the basis of difference in culture by forming prejudices
and make the individuals different from others learn how to with each other effectively
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LITERATURE REVIEW

There are many studies conducted in order to mitigate these issues and get the best out of the employees of
the concern- like the one to look after and analyze, at a business unit, the relationship between employee
satisfaction -engagement and the results of customer satisfaction, efficiency, productivity, profit, em-
ployee turnover and other concerned variables (Harter, 2002). One study is done on the accounting firms
to analyse the factors that improve the commitment and engagement at work place. Findings show that
company’s value and organizational culture are significantly related with the commitment and employee
engagement (Barkman and Sheridan; 2002). If company does not follow sound and appreciable culture,
it impacts negative impression of the top management among employees. In this condition, employee
prefers to quit the organization. Another study says about the organizational culture in Saudi Arabia. This
study says that training & development, organization communication, rewards and recognition enhance
the interest of the employees in the job. Employees feel more engaged and motivated at the workplace.
Another study done on qualitative approach that provided a restorative chance to enhance the knowledge
of the relationship of organizational culture with employee engagement in Saudi banks Results also show
that Islamic culture influence employee engagement in Saudi banks, it affects on Non-interest bearing
transactions, and the female segregation rule. (Shehri, Laughlin Ashaab & Hamaad; 2017). Employee
engagement is a positive fulfilling work-related state of mind that can be characterized by three charac-
teristics i.e. vigor, dedication and absorption. (Schaufeli & Bakker; 2004). One researcher proves that
culture of the organization should be compatible with the values of the employees. (Allen; 2010). There
are four types of culture that affects the employee engagement among employees i.e. Power culture,
support culture, Role culture and achievement culture. (Brenyah and Darko; 2017)

It was observed by many studies that culture of an organization that drives the employee engage-
ment (Lockwood, 2007; McBain, 2007). Appropriate compensation and benefits for the employees are
one of the primary factors that contribute to the desired employee engagement, apart from friendly and
supportive work environment. It is found by the research as well as from the observations of the suc-
cessful companies that there is a direct link between the corporate culture, commitment and engagement
(Schein; 1985, Rashid, Sambasivan & Johari, 2003). According to the Mickenzie report, the concept of
the organizational culture just not related to the environment at work place, it covers the every aspects
of the organizational life and it also affects on the employees. One research says that if management
give their little concern about the culture then it can increases the employee engagement in job but that
concern should be in continuous process. (Reilly; 1989)

In Social Exchange Theory, given by George Homans, it states that when employees receive certain
employee benefits or the righteous advantages of working in the organization from their employer or
the management, they feel more engaged and more motivated towards organization although from dif-
ferent cultures (Homans, 1961). Another study says that ideal theoretical standards for understanding
work behavior in an organization gives result in terms of more committed, loyal, responsible, and trust-
worthy employees (Cropanzo, Mitchell, 2005). Where POS (Perceived organizational support) is how
much employees bank upon that their organization regards their commitments and contributions, and
thinks about their prosperity and well-being, satisfying their socio-emotional needs. Researcher found
that perceived organization support is positively related to employee engagement (Sacks, 2006; Ram &
Prabhakar, 2011; Shuck, 2010).
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One study proves that employee engagement is significant positively related to the loyalty of the
employees towards the organisation (Schaufelli and Bakker, 2004; Vazirani, 2005). In another study it is
noted that employees feel a sense of commitment towards the organization when they are engaged, they
feel contented with their work as well as with the company which leads to high retention of employees
(Haid and Sims 2009).

EMPLOYEE ENGAGEMENT AND CULTURAL ISSUES

A research conducted by Mercer Human Resource Consulting helped in figuring out that- the typical
country standards for propelling the engagement and for other employee perceptions vary considerably
from place to place and region to region - about their work and their employers. A core set of propelling
factors or drivers is emerging globally. This might help MNCs and globally functioning concerns dif-
ferentiate between local-global issues of engagement in designing and strategizing a global employee
engagement strategy and alter the implementations to cater to the needs of the local workforce. (Sanchez
& McCauley, 2006)

Social identify theory explains the concept of the individuals’ culture affects the person’s attitude and
behavior and also the team dynamics (Josee & Shisia, 2004). The rationale to justify the cultural change
effects on individuals and organizational performance. Individual’s similarity on visible and permanent
traits influences the feelings of identification. And identification based on demographic similarity is
related to in-group inclinations and team conflicts. (Tsui, Egan & O’Reilly, 2006).

It is also explained as (‘the portion of an individual’s self-concept derived from perceived member-
ship in a relevant social group’ (Turner, John; Oakes, Penny, 1986). It is used to deduce and compre-
hend how a change in individuals’ culture affects the person’s attitude and behavior and also the team
dynamics (Josee & Shisia, 2004). The rationale to justify the cultural change effects on individuals is
that the individual’s similarity on visible and permanent traits influences the feelings of identification
(Tsui, Egan & O’Reilly, 2006). Inside groups, identification based on demographic similarity is related
to in-group inclinations and team conflicts.

Similarity/Attraction Theory posits on the notion that- individuals with similar traits and attributes
(especially the demographic aspect), enhances the interpersonal attraction and affinity. This is because
people with backgrounds akin, feel that they might share similar tastes and interests that will make them
comfortable around each other, ultimately bringing an ease and convenience for them in working together.
A research earlier (using the above mentioned attraction theory) found that differences in the similar
stated aspects leads to lack of attraction caused due to lesser conversation, message misinterpretation
and other communication barriers (Cameron & Quinn, 2002).

As with social identification and categorization theory, similarity/attraction research would anticipate
that high levels of culture change in an association or in a work group are probably going to prompt
flawed work forms. These flawed work procedures will, thusly, prompt weaker execution.

Why Do Cultural Issues Occur in Employee Engagement?
Employee engagement, a term coined by the Gallup Research Group, is widely used and practiced actively

in every other organization for at least one of the two reasons- it’s analytically proven relationship with
productivity, profitability, customer satisfaction, employee retention and safety (Buckingham & Coff-
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man, 1999; Coffman & Gonzalez-Molina, 2002). However, this takes a lot of effort due to the varying
cultures in the organization. Culture includes everything from an individual’s brought-up, lifestyle and,
beliefs to ideas, mindsets and, social behavioral norms.

A few of the issues caused by the distinguished cultural aspect in employee engagement are:

1. Values and Beliefs: People coming from different family backgrounds possess different mindsets,
perceptions, opinions and, discernments. Naturally, they are going to depict certain distinguished
values and beliefs according to their brought up and cultivation. Values are basically the guiding
principles of people’s internal conception of what is good and constructive or bad and undesirable.
Hard work, discipline, usefulness, trustworthiness, punctuality etc. are some personal values that
enhance an employee’s efficiency and efficacy in the company. The importance of these values is
believed to be different from person to person and hence, it creates a gap between the employees
and engagement, since the non-dominant cultural group always has to adapt according to the values
and beliefs of the dominant cultural group of the organization.

2. Demographic Aspect: The demographic aspect is anything relating to demography or the structure
of the population that can be age, gender, race, education, income level, marital status etc. According
to the similarity/attraction theory, if two people have the same age group or education or other
similar demographic factors stated above, will have a better interpersonal interaction (Cameron &
Quinn, 2002). The perceived age similarity relates to the workers at a higher level of satisfaction
and hence engagement (Avery, D. R., McKay, P. F., & Wilson, D. C., 2007). This could bring in
comfort to work around each other and would prompt enhanced work forms, productivity, profit-
ability and a healthy competition as well. Whereas, on the other hand, absence of this could cause
diversity issues.

3. Attitudes and Behavior: Attitude is a driver of behavior. It is a settled way of thinking about
something that can be either positive or negative. It can be seen in a person’s response to his or
her surroundings. Some negative attitudes are harmful in the work place and can spread to the
ones around them that can impact the co-workers’ performance as well. To change these attitudes,
is a duty of everyone (manager, employees and the organization). This is another cultural issue
that stands as a rift to employee engagement pertaining to differences in individuals’ and group’s
attitudes.

Techniques to Improve Employee Engagement

There are a number of cultural issues standing between an effective organization culture. Some ways to
improve the employee engagement cause due to the prevailing cultural issues in the concern are:

1.  Respect and Accept: It is one thing to hire and employ a diversified workforce for the company
in order to acquire varied forms of talent; and it is another to deal all of them with deference and
dignity by way of inclusion. Again, it is the responsibility of the employees, manager and the
organization. A few statistics to check out the effectiveness of inclusion-

a.  Inclusive teams consistently outperform their peers by 80% on team-based challenges. (Deloitte)
b.  Ethnically-diverse organizations are 35% more likely to outperform competing firms. (McKinsey)
c.  More women-led (41%) than male-managed (35%) teams report being engaged. (Gallup)
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Now, once the personnel are distinguishing in terms of the demographic aspect, it is now the re-
sponsibility of the workforce to take the only solution, i.e. to accept and adjust accordingly and work
peacefully in harmony.

2. Cross-Cultural Training: Globalization advancement in the areas of economic, political and so-
cial is leading to greater interpersonal cross-cultural and diversified contact. Since not everyone is
able to adjust to this connect, cross-cultural trainings have been proposed by researchers in order
to make the working classes have an effective communication. It is found that these trainings are
successful in order to mitigate the drift and have a better contact (Black &Mendenhall, 1990).

3. Active Grievance Solving Process: Diverse workforce gives rise to lots of misunderstandings
and conflicts due to variation in ideas, beliefs, opinions, perspectives, etc. Such conflicts lead to
complaints and grievances. This calls for an active process in every organization that is able to get
to the bottom of the problem and fix it.

4. Interaction/Communication: In a study, it was highlighted that the internal level of interaction
amongst the employees is food to considerably good degrees of employee engagement (Public
Relations Review, 2017). It is certain that employee communication and employee engagement
are inter-linked (Kang & Sung, 2017). Employee engagement aids to considerably decrease the
employee turnover intention and also increases supportive employee communication attitudes and
behaviors.

5. Exit Interviews: An exit interview is a kind of interview held in order to retain the employee
leaving the organization. For the purpose of employee retention, counseling takes place that is a
psychological healthcare intervention at workplace (Padmasiri & Jayatilake, 2016). This can not
only prevent employee turnover but can also solve the prevailing problem between the employee
and the company, making the relations healthier than they were before. This, in turn, becomes an
advantageous situation when we talk about employee engagement.

CONCLUSION

Employee engagement is the spine of an organization’s healthy work environment. As discussed in the
chapter, there are a number of ways to attain that like “Respect & Accept, Cross cultural trainings, Active
grievance solving process, Interaction, Exit Interviews, and many more” -, and not to deny, there are a
number of cultural issues too like- “Values & Beliefs, Demographic Aspect, Attitudes & Behavior, and so
on” . Organization needs and demands of the market to attain the diverse work force but to handle this
work force can be tough. Todays” manager has been working to maintain diverse work force by engage-
ment practices, So employees get awareness of values, belief, life style, behavior and so on. Techniques

After reviewing the researches of many famous researchers- Gallup, Harter, Schmidt, Hayes, Su-
harti, Suliyanto, Haid, Sims, Schein, O’Reilly, Sanchez, McCauley, and many more, it can be certainly
concluded that employee engagement is a necessity these days in this globalised market where there are
people from all over the world working together under the same roof. To keep them working in harmony,
under the same roof, with employee-satisfaction as the key objective of the organization, there is a need
to have certain drivers of employee engagement like- “Work environment/organizational culture, job
role, rewards & recognition, learning & training opportunities, quality of interaction with peers and
superiors, and many more”. Employee engagement is that buzz-word in the industry that has changed
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the perception of the management, considering the fact that how crucial it is to be employee-centric for
an organization in order to positively impact the productivity.

Therefore, it is important for companies to see and understand what are the ‘causes’ behind employee
engagement, if they want to influence the ‘effect’ of employee engagement.

In the last, factors of culture affects the employee engagement at the work place. An engaged employee
will exhibit only not better performance but will be intrinsically motivated. When an employees under-
stand their colleague’s culture, values and belief, and give respect to the diversity. These understanding
enhance the cohesiveness among employees and reduce the barrier which comes from the different
factors of culture, and increased the engagement of employees at the work place.
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Chapter 4

Do Organizations Really

Gain Without Pain?
The Dark Side of Employee Engagement
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ABSTRACT

The positive psychology movement involves putting an emphasis on investigating positive qualities of
individuals. The movement has also affected work psychology domain. One of the most outstanding topics
in the work psychology domain has been work engagement. Work engagement, defined as a positive state
of mind, characterized by vigor, dedication, and absorption, has been studied in relation to individual
resources and performance indicators. Primary objective of this chapter is to provide assumptions on
the dark side of work engagement. In this respect, the dark side of employee engagement, which has not
received great attention in the literature, will be discussed in order to inspire a more balanced focus
for future studies and organizational settings. The recommendation section includes avenues for future
studies and suggestions for gatekeepers/managers.

INTRODUCTION

Positive job attitudes (i.e. job satisfaction, organizational commitment) and employee motivation have
been largely conceptualized as necessary antecedents of individual and organizational performance
(Brown and Peterson, 1993; Iaffaldano and Muchinsky, 1985). Literature is capable of providing proof
for the strong relations among positively formed attitudes and productivity. So far, it has been proved
that organizational citizens- also known as good soldiers- are high performers (Allen and Rush, 1998).
Engaged workforce means higher performance (Bakker and Bal, 2010). The links among satisfaction,
commitment and performance have been confirmed many times. The question is: if workplace positivity
have been overly romanticized, do researchers- still have a realistic view of work life? Is it all win-win
with doing good feeling good or is there a payback? In this line of thought, investigation of the potential
dark side of positive work attitudes deserves attention.
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Consulting firms and academicians have been conducting research on work engagement and there
is a rich literature on the causes and consequences (Lawler III, 2018). Literature on employee engage-
ment mostly conceptualize it as an outcome variable, and an antecedent of high performance. What are
the managerial, organizational and personal characteristics that contribute to employee engagement?
Those kind of questions, asked, investigated and revealed that employee engagement; a state of intrinsic
motivation with energy, involvement and efficacy (Schaufeli and Bakker, 2004) could be a key employee
characteristic, associated with productivity (Xanthopoulou, Bakker, Demerouti & Schaufeli, 2009). The
gap in the literature calls for asking: What kind of negative consequences do engaged employees and
their work group face as a result of being highly dedicated to work?

In this line of thought, primary objective of this chapter is to balance the positive view on work en-
gagement by setting assumptions to be tested in future studies. The primary objective is to be fullfilled
by providing a qualitative analysis section of the assumptions related with the dark side of employee
engagement. Those assumptions are formed based on the insight gained from studies dealing with the
relationship among work engagement and workaholism, the possibility of engaged employees becoming
low performers, overengagement as a path to detachment, overengaged employees becoming victims of
social loafing and candidates of job creep.

Since work engagement is conceptualized as a positive organizational behavior construct; it has been
associated with positive antecedents and desired outcomes. The literature puts emphasis on the bright
side of work engagement. This chapter will provide a literature review section to present the current
state of research on work engagement. In this respect; theoretical framework will cover the definitions,
drivers and outcomes of employee engagement to provide the current state of research and academic
standpoint. Characteristics of highly engaged employees will also be discussed. One can believe it is
essential to differentiate high-engagers from others, because they are the main subjects who could expe-
rience the negative consequences of work engagement. Later, the chapter will summarize the negative
consequences of employee engagement with a qualitative analysis section related with the assumptions
on the dark side of engagement. The propositions listed in this section were inspired by relevant literature
and insight gained from studies investigating the dark side of bright variables such as organizational
citizenship behaviors. The assumptions set forth by this chapter needs to be tested with future studies.
Suggestions for future research and organizations are listed at the recommendations section. The chapter
ends with a conclusion hoping that a realistic and balanced research view would be established in future
research and organizational settings.

BACKGROUND
Defining Work Engagement

Psyhology, as a discipline has been criticized as being dedicated to address mental illness rather than
mental wellness. The ill-focused trend of studies has effected occupational psychology, as well. Recent
years; with the emergence of positive organizational behavior and perspective shift, repairing the worst
things has shifted into building positive qualities and this shift has lead to an increase in studies examin-
ing meaning and effects of work in positive terms (Bakker, Schaufeli, Leiter & Taris, 2008). Since the
shift, one of the most popular positive “research topic” has emerged as work engagement.
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Work engagement is defined as *‘a positive, fulfilling, work related state of mind that is characterized
by vigor, dedication, and absorption’” (Schaufeli, Salanova, Gonzilez-Rom4, & Bakker, 2002, pp. 74).
Vigor refers to workers’” perception of their work as stimulating and energetic. As such, working is an
activity that is worth of devoting time and energy. Significancy and meaningfullness of work activities,
feelings of pride, enthusiasm and challenge refer to dedication. Absorption refers to being fully con-
centrated on work because the work is interesting by itself, time flies by and the individual experiences
difficulty to detach the self from work (Bakker, Albrecht & Leiter, 2011a, pp. 5). As can be seen; work
engagement is a motivational state of mind (vigor & dedication) and has a behavioral component in
terms of extra-role behaviors (absorption). Engaged employees perceive their work to be stimulating,
hence they spend more time and energy on work-related activities. They find their work significant and
meaningful, thus become more dedicated. They concentrate on their work because they find it engross-
ing. Characterized by perceptions of stimulating work, meaningful work and interesting work; engaged
employees are dedicated, concentrated and willing to spend more time and energy to working compared
to others who have low engagement towards their work. Engaged employees are energetic, involved and
attached to their work. However, they feel tired after a long workday, whereas this tiredness is described
as a pleasant state because of its association to positive accomplishments. Different from workaholics,
engaged employees work because work is fun in itself, not because they feel a consuming drive to work
hard (Bakker and Demerouti, 2008).

Schaufeli et al. (2002) discuss two underlying dimensions of work engagement; (1) activation: rang-
ing from exhaustion to vigor, (2) identification: ranging from cynism to dedication. If work engagement
is characterized by vigor and dedication (high activation and high identification with work), one can
experience absorption. Absorption refers to becoming fully concentrated at work. It be could be a result
of vigor and dedication; rather than emerging as a third component. Bakker et al. 2001(a) discuss that
work engagement could be a two-dimensional construct rather than three; based on the above mentioned
argument. In this respect, one can think that work engagement is a motivational state of mind, thus a driver
for work experiences such as “flow”. Flow is defined as a psychological state of mind, that can change
over time, felt when performing a specific task, depending on the balance between challenge and skills
(Fullagar and Kelloway, 2009). Flow as a state, can be experienced when an individual is performing a
specific task and this task has specific challenges that matches with the individual’s skills. Merging of
action and awareness, sense of control, high concentration, loss of self-consciousness characterizes flow
experiences (Baumann, 2012). From trait perspective, some individuals can be more prone to flow ex-
perience due to having autotelic personality (Csikszentmihalyi, 1990). Individuals who possess autotelic
personality or flow personality tend to position themselves in situations that enable flow states (Baumann,
2012). They seek to be fully immersed in the situation. Flow and absorption seem to be similar; whereas
absorption component of engagement refers to a long term immersion at work. Flow, on the other hand,
mostly refer to short-term peak experiences (Schaufeli and Bakker, 2004).

Engagement could be placed in the high activiation and pleasant quadrant of the circumplex model
of emotions by Russel (2003) (as cited in Bakker, Albrecht & Leiter, 2011b). Accordingly; engagement
contains emotions such as excitement, enthusiasm, energy, happiness and pleasure. Engaged employees
are full of energy and experience pleasant emotions. The question is; what is the role of daily fluctuations
in engagement? Is engagement an enduring state or a highly variable motivational state? The literature
review of Bakker (2014) on daily fluctuations in work engagement suggest that on days when employees
have access to personal resources such as social support, day-levels of optimism and autonomy, reported
work engagement is higher. When employees have sufficient levels of conrol, they apply job crafting to
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stay engaged. Job crafting, known as the changing the content and environment of work can reshape the
jobs, by increasing person-job fit and engagement. In this respect, work engagement contains positive
emotions and the endurance of positive emotions can be fostered by providing adequate job resources,
and giving employees the autonomy for applying job crafting.

In conclusion, work engagement can be classified as a motivational state of mind (i.e. vigor and
dedication), personality trait (i.e. autotelic personality) and a collection of certain job behaviors (i.e.
absorption). Macey and Schneider (2008) clarify this construct ambiguity by presenting a classification
of work engagement in terms of psychological state engagement, behavioral engagement and trait engage-
ment. The psychological state of engagement is discussed with regard to willingness to invest oneself at
work and how engagement is different from job satisfaction, organizational commitment, psychological
empowerment and job involvement. Spending extra time and energy on tasks, demonstrating intense and
endurable effort, demonstration of initiation and innovative behaviors constitute the behavioral part of
engagement. Trait engagement is discussed from the viewpoint of autotelic personality, of which refers
to people who engage in activities for their own sake rather than specific gains or rewards. In order to
present a broader picture of work engagement, drivers and outcomes of the construct are summarized
in the next section.

Drivers and Outcomes of Work Engagement
Job Demands and Resources Model

The job demands- resources model of burn-out and engagement is quite well-known in the engagement
literature. Burn-out is defined as a three dimensional syndrome. First component refers to feelings towards
an exhaustion of emotional resources- namely as emotional exhaustion, depersonalization characterized
by having a cynical attitude towards services and/or clients, and third component is mainly the lack of
personal accomplishments (Schaufeli et al., 2002).

The work of Schaufeli and Bakker (2004) identified social support, coaching and feedback as job
resources. Job resources were hypothesized to predict work engagement; whereas job demands such as
workload and emotional demands were hypothesized to predict burn-out. The study confirms that get-
ting task-related feedback, receiving social support from colleagues and coaching from their supervisors
contributes to work engagement. The results indicate that work engagement and burn-out are negatively
related, and their drivers are also different.

Although job resources are conceptualized as antecedents of work engagement; a clear rationale
explaining how they increase work engagement is missing (Saks, 2006). According to Saks (2006),
social exchange theory can provide a framework explaining why employees choose to become more
or less engaged at work. For instance, when employees receive job resources, they feel an obligation
to bring themselves in their work roles. Thus; engagement behaviors serve as a pay-back to resources
received from the organization, as also suggested by the rule of reciprocity in social exchange theory.
When organizations fail to provide job resources, employee reactions could be towards disengagement.

The job demands-resources model of burn-out was also examined in the study of Demerouti, Bakker,
Nachreiner & Schaufeli (2001). According to the study, job demands (physical workload, time pressure,
recipient contact, physical environment, shift work) were related to exhaustion component of burn-out
and absence of job resources (feedback, rewards, job control, participation, job security, supervisor sup-
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port) were related to disengagement. The model received support on three occupational groups, human
services, industry and transport; where employees are involved in close contact with customers.

Psychological Capital and Other Individual Differences

Psychological capital has been defined as the sum of positive attributes of an individual namely as hope,
resilience, optimism and self-efficacy. Persevering towards goals and redirecting paths when necessary
for success refers to hope, when challenged by problems bouncing back and even beyond to attain success
refers to resilience, making positive attributions for succeeding now and in the future refers to optimism
and having confidence to succeed at challenging tasks refers to self efficacy (Luthans, Avolio, Avey &
Norman, 2007). The relationships among work engagement and personal resources of self-efficacy and
optimism were examined in the study of Xantopoluou et al. (2009). Results indicate personal resources
had significant effect on work engagement.

The study of Paek, Schuckert, Kim & Lee (2015) on a sample of hospitality employees revealed that
the relationships among psychological capital, satisfaction and commitment are partially mediated by
work engagement. Therefore, the study serves as a proof for the positive link between psychological
capital and work engagement.

In addition to mentioned variables, psychological meaningfulness, safety, availability, and their indi-
vidual sources are considered as individual differences that shape engagement (Kahn, 1990). Meaningful-
ness and safety depend on individual differences in perception. According to Kahn (1990), psychological
meaningfulness is experienced when people feel worthwhile, useful and valuable. Thus, situations that
involve meaning is associated with higher levels of engagement. Second, people can experience par-
ticular situations unsafe. At this point, the role of courage seems essential. As such, courage can provide
employees to express their personal selves. Third; when people are psychologically available, they have
a higher tendency to invest themselves in their work roles. Expressing personal selves into work role
refers to the concept of psychological presence; defined as the state enabling organizational members
to draw deeply on their personal selves in role performance, expressed in the form of engaged behaviors
(Kahn, 1992). As can be seen, perceptions of meaningfulness, safety and psychological availability are
links to psychological presences; of which will foster itself in engagement behaviors.

Performance and Customer Satisfaction

The study of Bakker and Bal (2010) on 54 Dutch teachers, tested weekly engagement and weekly
performance link. Moreover, momentary work engagement was positively related to job resources
(autonomy, exchange with the supervisor, and opportunities for development) in the subsequent week.
The study reveals that job resources contribute to work engagement and work engagement contributes
to job performance; whereas, momentary engagement also contributes to the amount of job resources
in the following week.

The meta analysis of Christian, Garza & Slaughter (2011) gathers 91 studies that investigate the mediat-
ing role of work engagement among indepedent variables of job characteristics, leadership, dispositional
characteristics and dependent variable of job performance. Job performance was conceptualized as task
and contextual performance. Task performance is the extent to which how well an individual performs
the duties required by the job. Contextual performance is the extent to which an employee is likely to
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step outside of formal job boundaries to facilitate the organization at large and the people within. Results
revealed that work engagement was positively related to task and contextual performance.

The meta analysis of Harter, Schmidt & Hayes (2002) covered 7939 business units in 36 companies,
examined the relations among employee engagement and business unit outcomes of customer satisfac-
tion, productivity, profit, employee turnover and accidents. The true score correlation for employee
engagement was highest for customer satisfaction and loyalty. In other words, “happy employees keep
customers happy” (Jindal, Shaikh & Shashank, 2017).

Work engagement, the affective and motivational state of work-related well being, can best be predicted
with job and individual resources. Work engagement predicts job performance and customer satisfaction
at its best (Bakker et al., 2011b). Thus, work engagement acts as a meditor-moderator variable between
individual/job resources and performance outcomes. Aforementioned findings suggest that organiza-
tions have a crucial role in providing challenging jobs, balanced demands and rich resources that would
nourish employee resources and start the cycle of engagement-performance loop.

The narrative synthesis of 214 studies report that engagement is positively associated with task
performance, extra-role performance and organizational performance, and the evidence is most robust
in relation to performance. However, authors argue that there has been an over-reliance on quantitative,
cross-sectional and self-report studies within the field, which limits the claims of causality (Bailey, Mad-
den, Alfes & Fletcher, 2017). As a conclusion, one can think that engagement is positively associated
with performance; however, those two variables can be influencing each other vis a vis. High engage-
ment can lead to better performance levels; whereas better performance levels can motivate employees
to stay in an engaged state of mind.

The picture illustrates a win-win situation from the standpoint of employee-organization relationship.
However, not all employees would be engaged even though they would have balanced demands, rich job
resources, challenging tasks, a supporting organizational climate or person- job/organization fit. There-
fore, the next section will discuss the characteristics of highly engaged employees with regard to possible
courses of actions they are performing to stay engaged as well as possessing certain personality traits.

Profile of Highly- Engaged Employees

According to Bakker et al. (2011b), engaged employees are more inclined to craft their jobs. They are
enthusiastic about their work, and feel energetic when involved in work, they try to align their abilities
with work conditions, ask for support and feedback to reach job-related goals. Considered all together-
they can try to improve the person-environment fit by crafting their jobs. As such, one can expect
engaged employees to apply job crafting, take personal initiative, display proactive behavior and exert
voice behavior.

Carried in the form of a five day diary survey, 95 employees from several organizations participated
in the study of Petrou, Demerouti, Peeters, Schaufeli & Hetland (2012). The study conceptualized job
crafting as resources seeking, challenges seeking and demands reducing. The relationships among job
crafting and work engagement were investigated. Researchers found that day-level seeking challenges
was positively associated with day-level work engagement, and day-level reducing demands was nega-
tively associated with day-level work engagement. However, one should also consider that the active
role of employees in job design might not emerge in every concext, due to interdependency among tasks,
organizational constraints or employee motivation to take action towards crafting (Bakker, Demerouti
& Xanthopoulou, 2011).
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Hakanen, Perhoniemi & Tappinen-Tanner (2008) conducted a cross-lagged panel study, to investigate
jobresources—work engagement, and work-engagement- personal initiative links. Personal initiative refers
to goal-directed and action-oriented behaviors of which are beyond formal job requirements and consis-
tent with organizational mission. The researchers build the link between work engagement and personal
initiative with the Broaden-and-Build Theory of Positive Emotions (Frederickson, 2004). Engagement
fosters positive emotions and feeling good-doing good loop is transferred into the organizational setting
in the form of personal initiative behaviors. Results confirmed that work engagement fosters personal
initiative and personal initiative in turn fosters job resources.

Crant (2001) defines proactive behaviors as taking initiative in improving current circumstances or
creating new ones. Proactive behavior involves challenging the status quo rather than passively adapting
to present conditions. Employees can engage in proactive activities as part of their in-role behavior in
which they fulfill basic job requirements or in the form of extra-role context that goes beyond formal
job duties. Proactive people actively seek information and opportunities for improving things; instead of
passively waiting for information and opportunities to come to them (Crant, 2001). The study of War-
shawsky, Havens & Krafl (2012) on a sample of nurses tested the mediational role of work engagement
among quality of interpersonal relationships and proactive behaviors. Results confirmed the mediational
model, indicating that quality of interpersonal relationships contributes to proactive workplace behaviors
through work engagement.

LePine and Van Dyne (2001) define voice behavior as “constructive change-oriented communication
intended to improve the situation, such as making cost-cutting advices or bringing potential problems
to supervisors’ awareness”. The study of Cheng, Chong, Kuo & Cheung (2014) addresses the mediat-
ing role of work engagement on the relationship between ethical leadership and voice behavior. Ethi-
cal leaders have high moral standards, they treat their subordinates fairly and act as a role model. The
considerate way of interaction faciliate subordinates to engage in their work and encourage employees
to speak up. Study confirms that engaged employees are inclined to contribute to their organization by
proactive suggestions.

In terms of personality, one can question whether engaged employees have certain personality traits
that help to distinguish them among others who are non-engaged. The study of Langelaan, Bakker,
Van Dooren & Schaufeli (2006) among 572 Dutch employees examined whether personality traits dif-
fer among employees who experience varying levels of engagement. Discriminant analyses revealed
that, engaged employees score low on neuroticism, high on extraversion and high on mobility whereas;
neuroticism appeared to be the core characteristics of burn-out. Researchers discussed that neuroticim,
characterized by the tendency to experience negative emotions such as fear, anxiety, frustration; make
employees more vulnerable to job demands and create a more threatening envrionment in their perception;
in turn leading to burn-out. Second, extraversion is the tendency to be social, highly active and cheerful.
As such, extraverted individuals are more likely to experience vigor; which refers to devoting time and
energy in work. Finally, mobility scores on the high pole indicate individuals can respond adequately to
the changes in demands; adapting to the environment and switching easily between activities. Engaged
group of employees scored high on mobility whereas non-engaged group scored lower. Based on the
study findings, one can expect engaged employees to be extraverted, emotionally stable and possess
mobility of nervous processes.

The relationships among extraversion —work engagement and emotional stability- work engagement
was confirmed in the study of Mostert and Rothmann (2006) on a sample of 1794 police officers. In ad-
diton, they found that conscientiousness positively contributes to work engagement. Conscientiousness
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refers to being disciplined, organized, careful and hard working. As such, it seems quite reasonable to
think that employees scoring high in conscientiousness have a natural tendency to engage in their work;
due to their hard-working nature.

In addition to big five personality framework, another personality-related variable that should be
mentioned is autotelic/flow personality. Previously mentioned, autotelic personality is the main construct
of the trait-like engagement. Some individuals have a tendency to experience flow because of being in
the need to actively seek and in the ability to create their own flow experiences (Baumann, 2012). Flow
is highly similar to the absorption component of engagement and could be conceptualized as a link
between flow personality and work engagement. The link between flow personality and big five frame-
work is tested by Ross and Keiser (2014). Study displays negative correlation among flow personality
and neuroticim, positive correlation among conscientiousness and flow personality, moderate and posi-
tive correlation among extraversion and flow personality, and weak but significant correlation among
agreeableness and flow personality. Findings indicate that, indiviuals who have a tendency to engage
in their work by becoming lost in the flow can score high on extraversion, conscientiousness, low on
neuroticism. The findings are parallel with the aforementioned studies examining the links among big
five personality traits and work engagement.

The overall review suggests that engaged employees might be distinguished from non-engaged ones
when considered certain behaviors and personality traits. Work engagement is defined as the positive
state of mind, acting as a motivator facilitating employees to dedicate themselves to their work, exert
effort and energy while diving deeper in job activities as time flies by. Characterized by positive emo-
tions such as pleasure, happiness and enthusiasm, engaged employees are prone to craft their jobs. From
the perspective of flow personality, engaged employees are in need of flow and actively change their
environment by applying job crafting, taking personal initiative and displaying proactive behaviors; such
as extra-role behaviors that include going beyond formal job duties and voice behaviors; i.e. making sug-
gestions to improve task-related activities or the job environment. Associated with the big five framework,
extraversion, emotional stability and conscientiousness appear to be the traits of engaged employees.

So far, the definitions, drivers and outcomes of engagement, certain behaviors as well as traits of
engaged employees have been summarized. Due to the fact that work engagement has emerged as a posi-
tive organizational behavior construct, the literature puts a heavy emphasis on its positive facets. Next
section tries to balance this positive view by conceptualizing the dark side of engagement; especially
its potential to transform into workaholism, its link with performance, spill over effects on family life,
social loafing, and a possible consequence, such as job creep.

MAIN FOCUS OF THE CHAPTER
Research Methodology

Due to the limited number of studies concerned with the dark side of work engagement, article search
was conducted with the keywords of “dark side of work attitudes, workaholism, performance, disen-
gagement, social loafing and job creep” using Google Scholar and Ebscohost databases. The research
question is “How can work engagement be associated with negative outcomes? In this respect, five as-
sumptions were identified and each one was put forth as a proposition. Propositions are explained with
cited articles and rationale.
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Qualitative Analysis of Assumptions on the Dark Side of Engagement
Proposition 1: Overengaged Employees Are Potential Candidates of Workaholism

Workaholism refers to an unwillingness to disengage from work. Workaholics possess a strong inner
drive to work, devote more hours to their work, cannot stop thinking about their work in their leisure time
and bring this up as an issue even in social conversations. The passion to work is excessive (McMillan
and O’Driscoll, 2006). Oates (1968) views workaholism as an addiction to work of which is similar to
alcoholism; the underlying motive is seen as pathological. Workaholics continue working overtime, which
will decrease the amount of time they devote to their family and leisure time. The inner drive to work is
so excessive that it starts creating excessive amount of stress and health-related problems (Gorgievski,
Bakker & Schaufeli, 2010). McMillan and O’Driscoll (2004) draw “attention to the “possibility that low
enjoyment in work is the critical factor that leads to poor health outcomes, as many studies reporting poor
health outcomes for workaholics conceptualized workaholism as comprising low enjoyment.” Thus, one
can think that workaholism does not have to lead to poor health; however under the conditions of low
enjoyment; having the strong inner drive to work could be a threat for employee well-being.

Although engagement has been conceptualized and measured as a positive motivational state of mind,
it is a state-like variable. As such, work engagement is not stable in its nature. Its interaction with other
variables such as increasing levels of job demands (i.e. workload) and decrasing levels of job resources
(i.e. supervisor support) can transform work engagement from its positive motivational nature to an
obligatory fullfillment of job duties. Conscientious individuals can feel obligated to work until all job
duties are fullfilled. By the time, work could be seen as an endless cumulation of obligatory tasks. If
resources are not in balance with demands, the employee might feel an obligation to work harder and
longer; which would be fun lacking.

Gorgievski et al. (2010) discuss the major difference among engagement and workaholism as the lack
of “fun component”. Engaged workers have fun while working but for workaholics, working is driven
by compulsory motives. According to their study, working compulsively is not related to engagement
albeit excessive work is related to engagement. Thus, one can think that engagement lacks compulsory
motives. However, due to its state-like nature and dynamic form, engaged employees could become
potential candidates of workaholism if compulsory motives are facilitated by work conditions. For in-
stance, job crafting helps employees to create an environment where they can balance the job demands-
resources. However, not every employee has the autonomy to shape their work environment in physical
and psychological terms. In organizations where constant change is inevitable; the amount and nature of
tasks are also vulnerable to the constant change. If changing mood levels are added into this equation;
employees might feel engaged for several weeks but this motivation can have fluctuations in time, and
finally decrease. Besides, the study of Schaufeli, Taris & Van Rhenen (2008) confirms that “burnout
and engagement act as each other’s opposites, whereas workaholism shares some features with both”.
Schaufeli, Taris & Bakker, (2006), propose that work engagement is the good form of workaholism.
The distinction could be stated as bad workaholism and good workaholism- the good facet referring to
work engagement. Since work engagement is already a type of workaholism, its potential to shift into a
form of work addiction seems reasonable.
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Proposition 2: Engaged Employeed Are Vulnerable to Becoming Low-Performers

There may be specific conditions under which work engagement is linked to lessened performance. First,
if those high in work engagement are highly aroused, then the levels of arousal might be a distraction for
cognitive performance (Beal, Weiss, Barros, & MacDermid, 2005). Beal et al. (2005) examined within-
performance episode of a subject to see how performance is effected by cognitive and regulatory states.
First, performance episodes are defined as work-relevant immediate goals, subjectively experienced and
time bound. Second, moods and emotions are transient states that carry performance consequences. Due
to performance episodes and its interaction with emotions, performance levels of an employee would
change within day time. Considering the effect of emotions on performance episodes, Beal et al. (2005)
explain that under high levels of arousal (arousal can be linked with vigor component), people focus
their attention on causes or circumstances surrounding the situation. This would diminish the quality
of cognitive reasoning and in turn reduce the size of processing task-related information. One can con-
sider an employee, who has to complete a report and send it to the supervisor, but this employee is in a
high-arousal state. Report writing is a task that requires attention to details, use language skills, gather
data from multiple resources. The multitasking nature of a task needs to be handled with a low-arousal
state, because high-arousal brings energy, fostering the vigor component. In conclusion, high positive
affect (which is related to engagement) is known to promote heuristic processing that might impede
performance where detailed information processing is needed (Bakker et al., 2011a).

Proposition 3: Overengagement Can Be a Challenge for Detachment

As Bakker et al. (2011a) states, “there should be a limit to engagement”. Over-engaged employees can
take work to home or work excessively. This would threaten the work-life balance. Even though engage-
ment can have positive spill-over effects on family life (i.e. work-family facilitiation and family satis-
faction, see Bakker, Shimazu, Demerouti, Shimada & Kawakami, 2013), due to its potential to turning
into workaholism, the negative spill-over should also be considered. For instance, Bakker et al. (2014)
tested the spill-over effects of workaholism. The study reveals that workaholism is positively related to
work-family conflict and has an indirect negative effect on family satisfaction, for both husbands and
wives. According to Sonnentag, Mojza, Binnewies & Scholl (2008), “highly engaged employees need
time off the job where they can distance themselves from their work, most probably by focusing on non-
work related activities”. Their study reveals that psychological detachment is necessarry for employee
well-being, even though the work is fun in itself, individuals still need to spend time on off-job activi-
ties to reenergize their personal resources. Because high absorption can foster high immersion at work,
this high immersion in turn can negatively effect the time and energy devoted to off-job relationships
(Bakker et al., 2011a).

Proposition 4: Engaged Employees Are Vulnerable to
Becoming “Suckers” in the Presence of “Free-Riders”

Social loafing is the tendency of individuals to exert less effort an a task, when working collectively.
Intuition might suggest working with others should maximize individual efforts. However, sometimes
the inputs are reduced when working with a group, compared to working individually (Karau and Wil-
liams, 1993). Latane, Williams & Harkins (1979) conducted two experiments; to see whether individual
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efforts were minimized in the group setting. In experiment one, clapping and shouting were chosen as
collective activities. According to the study, “individuals averaged 84 dB clapping and 87 dB cheering,
while groups of six clapped at 91 dB and shouted at 95”. As might be expected, the more people clapping
or cheering together, the more intense the noise and the more the sound pressure produced. However, it
did not grow in proportion to the number of people: The average sound pressure generated per person
decreased with increasing group size. In experiment two, participants wore headphones so they could
not hear each other. Results display “participants shouted with considerably more intensity in experiment
two than in experiment one” (Latane, Williams & Harkins, 1979). The outcomes of the two experiments
suggest that social loafing occurs more intensely when others’ efforts are visible to the individual. Under
conditions of visibility, the attribution of equitable division of labor might have caused participants to
decrease their efforts. If individual efforts to a group are not identifiable, neither reward nor penalties
would be given for exerting more or less effort, the tendency of social loafing would increase. Under
conditions of low task visibility; individuals think that their supervisor will not notice the amount of
effort they put. As such, the individual can not be kept responsible for negative consequences and as
a result, social loafing would be inevitable (George, 1992). Those individuals who exert less effort on
group tasks are called “free-riders”. They obtain benefits from the group but they do not share the costs
(Albanese and Van Fleet, 1985). A second mechanism is “suckers”. “Suckers are those group members
who do all or most of the work and do not profit any more than those who did nothing or less” (Rutte,
2003). The case study below, introduced by Rutte (1990) presents a clear picture of social loafing, by
displaying the form it may take.

The coding centre of a large Dutch bank employed 118 punch typists. The tasks of the typists were to
punch and inspect cheques. The typists worked in pairs: one typist punched, the other inspected. In the
morning the supervisor roughly divided the day’s work over the pairs. The pairs occupied themselves
with the allocated work until lunch. After lunch the supervisor collected all remaining work and redi-
vided it over the pairs. As soon as a pair had finished that work, they were free to go home. Thus, the
typists functioned as a group in the morning and as individual pairs in the afternoon. If the total typist
group worked hard in the morning, there would have been little work left after lunch to redivide and all
typists would have been able to go home early. However, what typically happened in the coding centre
was that the typists put in little effort before lunch hoping that the others in the group would work hard.
They did exert a lot of effort after lunch on the other hand to be able to go home as early as possible.
Because all typists tended to socially loaf before lunch, a lot of work remained and all typists had a lot
of work to do in the afternoon. The results were that all went home late, the atmosphere in the coding
centre was quarrelsome, and there were frequent accusations of free-riding (Rutte, 1990).

As can be seen from the case, group members were engaged in the syndrome of free-riding before
lunch. After the lunch time, they realize that the tasks must be finished, so this time they became suckers.
Many organizational tasks are collective and interdependent. As such, individual efforts complements
one other. In team context, norms and performance pressures might prevent social loafing. However,
group or departmental working conditions can foster the conditons of social loafing, especially under
a system of unfair evaluation and laissez-faire management. The question is: what happens when the
work group possesses engaged and non-engaged employees? One can expect engaged employees to exert
great effort in their job and become suckers. Non-engaged employees already have low motivation to
work. Besides, they know they won’t be responsible for unfinished tasks. Whatever happens, they will
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continue to receive their monthly salary checks and there is no negative consequence for exerting less
effort. Thus, they will become free-riders. Under this scenario, how does the group climate get affected
from those syndromes? The answer can be given in detail, by mentioning the phenomenon of “job creep”.

Proposition 5: Over-Engaged Employees Can Experience
Job Creep if Work Group Alters the Conditions

Job creep is first mentioned by Van Dyne and Ellis (2004). According to Van Dyne and Ellis (2004)
job creep is defined as the slow expansion of job duties in a way that the extra-role behaviors become
viewed as in-role behaviors and employees feel an ongoing pressure to work beyond formal job duties
to fulfill their coworkers’ and managers’ expectations. The expectations are towards performing beyond
the formal job boundaries. In the case of job creep, one can name job creep victims as “good citizens”.
Those good citizens are expected to help others and take extra assignments whenever they are asked to.
If the good citizens performed those discretionary behaviors a few times, they will always be expected
to act so. If they do not behave in the expected way (i.e. reject to carry other’s tasks, not take responsibil-
ity for tasks that are not a part of anyone’s job definition), psychological pressure from coworkers and
supervisors start to emerge in a way that cannot be immediately recognized. That is why job creep is an
ongoing process emerging slowly and staying invisible until it starts leading to negative consequences.
By the same token, the extra-role behaviors, once seen as discretionary but becoming in-role as a result
of job creep, are not formally recognized by others, and thus, the employee is not rewarded. Through the
violation of reciprocity norm, a psychological contract breach can emerge. Managers/employers do not
provide any benefits for the work done that is beyond the role requirements, or that is not in the scope
of responsibility for the particular employee. Managerial pressure towards “doing more with less* leads
to job creep for certain employees. This pressure is applied to good citizens, as they create expectations
by reason of their discretionary behaviors (Van Dyne and Ellis, 2004).

The good citizens are potential candidates for job creep and over-engaged employees are obviously
good citizens. They carry their in-role duties with vigor, dedication and absorption. They exert greater
effort when compared to their disengaged counterparts. Macey and Schneider (2008) mention that en-
gagement can be observed as a “set of behaviors” in the work context. Within their model: “engagement
behaviors include innovative behaviors, demonstrations of initiative, proactively seeking opportunities to
contribute, and going beyond what is, within specific frames of reference, typically expected or required”.
As such, engaged employees in a work group would perform voluntary behaviors more frequently, when
those acts create expectations, they would experience job creep.

The negative consequences of job creep can shed light on the dark side of work engagement. Van
Dyne and Ellis (2004) state that victims of job creep would develop a reaction to the violation of their
autonomy. Autonomy is conceptualized as a resource, and the loss of this resource would diminish en-
gagement levels. As such, the transformation of discretionary behaviors into an obligatory state can foster
employee reactions. If the free will behind discretionary behaviors transforms into obligatory motives,
the autonomous needs of the good citizen will be violated. Finally, those employees would express their
reaction. They can complain and provide suggestions, in the form of voice behaviors. Those suggestions
might be towards motivating or criticizing incompetent coworkers. Because of incompetent others or
free-riders, the loss of autonomy and the slow expansion of formal job duties can evoke actions such as
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“talking behind others back”. Besides, unfair perceptions towards division of labor, stress and burnout,
low motivation, weak job satisfaction might follow. Wellin (2007) states; victims of job creep can with-
hold their efforts, work slower or take longer breaks to avoid the extra-work. The negative emotions are
also a product of the process. Feelings of disappointment and anger might emerge as a result of the job
creep (Ellis and Van Dyne, 2009). Briefly, when the voluntariness of extra-role behaviors tranforms into
obligations and leads to job creep, this would lead to negative emotions and withdrawal. Erden (2015)
conducted an experimental study to measure whether the suggested relationships would be observed
between job creep, negative emotions and withdrawal behaviors. The case used in her study, given below
summarizes the form of job creep.

Deniz works as an assistant specialist in a company. S/he fulfills all the job requirements written in
her/his job definition. In addition to her/his job requirements, s/he is recognized as an employee who
volunteers for extra-work. S/he helps others who have heavy workloads and challenging tasks. After
some time, volunteer work and help becomes obligatory. Deniz starts to feel as if s/he has to help others
or take extra work. S/he feels under pressure and volunteer work becomes a part of her/his job routine.
Some days, s/he works extra-time to complete her/his own assignments due to the time spent with extra
work and helping others (Erden, 2015).

This scenario can be experienced by any employee. Sonnentag, Binnevies & Mojza (2010) found
that work engagement predicts an increase in future job demands. This finding is consistent with the
assumption that over-engaged employees can experience job creep.

Especially, engaged employees who experience job creep can also experience a negative state of mind
characterized by feeling nervous, bored and disappointed; so, they might develop a tendency to engage
in withdrawal behaviors such as starting to lose enthusiasm for work, exerting less effort, engaging in
getaways like internet surfing and long breaks. The relations among job creep, negative emotions and
withdrawal behaviors are emprically supported in the study of Erden (2015).

What are the negative consequences of being an engaged employee? Over-engaged employees dedi-
cate their time and energy to their work, stay concentrated and as a result they become high-performers.
Organizations win for sure; because a high engaged workforce means better organizational performance.
Shifting the managerial focus into an employee based perspective, one should consider about the equilib-
rium in the social exchange between the individual and organizational. Overly romanticized managerial
focus might suggest high engagement means intrinsic motivation (Bakker et al., 2011b). Indeed, what
more do engaged employees get? Maybe more job demands- as they create a good soldier impression
they could face more intense job demands. When high job demands lead to burn-out, how would their
supervisors react? Would they communicate negative feedbacks, use threats or apply psychological
pressure towards making the employees work more? In this case, engaged employees would experience
burn-out and job creep; followed by negative affect and withdrawal behaviors; the final consequence
would be low performance. From this point of view, engagement can have costs for a productive work-
force. In order to prevent possible negative consequences of work engagement; managers must be aware
of its existence and design adequate systems that will help to protect engaged employees from becoming
“suckers” and victims of job creep.
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RECOMMENDATIONS

Literature of employee engagement includes studies carried in the form of descriptive statistical stud-
ies; of those emprically report the significant relationships among variables. Those studies are cross-
sectional and longitiudinal; especially daily-level measures are taken Structural equation modelling has
been successful in drawing path models. Use of other statistical measures has helped to test the validity
of the construct. The overall impression of the literature leads to the idea that work engagement is a
distinct motivational state; its distinctiveness from positive work and organizational attitudes has been
confirmed. Antecedents and outcomes have been set. Studies report similar findings; indicating that
findings are consistent in terms of measuring the subjective nature of abstract concepts and identifying
the correlates, causes and consequences.

The positive psychology movement has been quite popular in the recent years. However, in the last
decade, the dark side of positive work-related variables has started to receive attention; such as the good
citizen syndrome (see, Bolino, Turnley & Niehoff, 2004). For instance, among 1988- 2000, citizenship
behaviors were mostly studied in relation to positive outcomes. The good citizen syndrome has been
revealed afterwards, the psychological processes embedded in this syndrome and negative consequences
has also received attention (Turnipseed & Murkison, 2000).

The dark side of employee engagement has been mentioned in the article of Bakker et al., (2011a),
George (2011) and Halbesleben (2011). As the literature heavily puts emphasis on the positive focus; the
dark side investigation is on the theoretical level. Emprical studies can shed light about how engagement
can lead to negative consequences. However, before moving into statistical models, one can argue that the
research questions about the dark side of work engagement has not been fully crystallized yet. Therefore,
a grounded theory approach can be beneficial to observe the transformation of work engagement into
negative job attitudes and behaviors; the contextual scene and work group dynamics can also be taken
into account with qualitative approaches. Thereby, the emprical models would be shaped.

Suggested reserach topics for is listed below:

1. Employees scoring high on workaholism and work-engagement scales can be chosen as participants
to interviews. In this respect, the likelyhood of engaged employees potential in workaholism can
be detected.

2. Employee performance can be measured in different performance episodes; the performance epi-
sodes can be distinguished among episodes that need cognitive attention and episodes that do not
require high cognitive attention. The relation among engagement and performance episodes can
be set forth.

3. Over-engaged and non-engaged employees can be compared in terms of detachment levels. As such,
the assumption of engaged employees having difficulty in detaching from work can be tested.

4.  The suckers and free-riders can be seperated and engagement levels can be compared.

5. The possibility of over-engaged employees experiencing job creep can be investigated with qualita-
tive techniques and associated variables can be emprically tested.

From an organizational standpoint, gatekeepers and managers might consider the characteristics of
employees who have a tendency to experience high engagement as a basis in their hiring decisions. For
instance, autotelic personality, extraversion and emotional stability has been associated with work en-
gagement. In addition to that, providing job resources, balancing job demands, establishing meaningful
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work, permitting employees to craft their jobs and display personal initiative could foster the durability
of engagement. Since engagement is a state-like motivational variable, it needs to be fostered constantly.
In this respects, managers could take initiative in terms of providing the conditions that could foster
employees’ motivation to become fully immersed at work. However, high engagement may not be the
final solution. The possibility of high engagement ending up in negative consequences has been set forth
as propositions. Although, those propositions needs further testing; managers can still have the mindset
that if not managed properly, work groups can create conditions of social loafing and engaged employees
are potential candidates of increased workload; and finally end-up in job creep. The job creep could
create employee reactions in the form of withdrawal behaviors. As such; highly motivated employees
can decrease their efforts, become low-performers and disengaged or even start looking for other job
alternatives. The loss of those employees could have high costs for organizations; especially if those
employees are working in key positions. The potential of work engagement transforming into workahol-
ism is an issue that employees should also be aware of. In addition, managers can closely observe their
subordinates to detect whether their unwillingness to detach from work is becoming unhealthy.

CONCLUSION

Especially with the positive psychology movement, work engagement has received great attention in
the work psychology domain. Engagement has mostly been conceptualized as a positive, fullfilling state
of mind, a motivational state; associated with positive job attitudes and desired performance, as in the
form of client satisfaction and performance outcomes.

The heavy emphasis on its bright side has limited the focus on its dark consequences. Even though,
workaholism and burn-out and their negative spill-over effects on employee health and family life has
been studied; still the literature lacks knowledge on how over-engaged employees can face negative
consequences, how their relationships are affected, how they affect their work group climate, what kind
of inner conflicts they experience and whether the over-engagament turns into workaholism, sucker
syndrome or an over expansion of job duties; followed by negative affect and unproductive behaviors.

The chapter has presented work engagement in the current state of research; by providing definitions,
drivers, concequences, and the profile of high engagers. Due to the gap in the literature; with regard to
emprical studies concerned to the dark side of work engagement, five propositions were presented theo-
retically. Hopefully, research ideas will inspire future studies and the literature will have a more balanced
stand point in terms of studying the bright and dark side of work-related variables. In addition to that,
gatekeepers and managers would have the view that work engagement is not the final solution. They must
consider the fact that work engagement is state-like in its nature; and needs to be fostered constantly. It
has the potential to transform into workaholism of which is an unhealthy situation for employees. In this
respect, work groups should be checked to detect whether high engagement is turning into the sucker
syndrome and creating job creep. Work group dynamics can foster conditions of disengagement and
low-performance. The managerial awareness towards the potential dark side of work engagement can
be beneficial in terms of establishing healthy work group and organizational climates.
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KEY TERMS AND DEFINITIONS

Autotelic Personality: The tendency to seek and create conditions that enable flow states.

Burn-Out: The opposite pole of work engagement, characterized by cynism and exhaustion.

Flow: The state of getting fully immersed at work.

Job Creep: Slow expansion of job duties with regard to discretionary job-related behaviors becom-
ing a part of in-role obligations.

Social Loafing: Tendency of individuals to exert less effort on a task when working in a group setting.

Work Engagement: A positive motivational state of mind characterized by energy, enthusiasm, and
full concentration.

Workaholism: A type of work addiction characterized by negative affect.
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Chapter 5
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Correlates and Outcomes
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Duygu Toplu Yaslioglu
Istanbul University, Turkey

ABSTRACT

Engagement is a concept that is hard to define and easy to realize. Engagement is motivational, and
this motivation helps individuals to allocate their resources for their job performance and use those
resources intensively and consistently. So, one can say that employee engagement should have been
correlated with some variables related with work and organization. In the academic literature, engage-
ment is a relatively high focused area, and it is said to be related to but distinct from other constructs in
organizational behavior. Engagement’s casual and correlational relationships with the various concepts
such as burnout, job demands and resources, organizational commitment, job involvement, workahol-
ism, job satisfaction, for example, are much researched. However, researches indicate different results.
This chapter aims to systematically review the aforementioned concepts relationship to engagement and
eventually put forward, if any, conflicts and resemblances among previous researches.

INTRODUCTION

For many years, studies on psychology have mainly focused on negative psychological conditions. How-
ever, in the 2000s, the attention turned towards the strengths and ideal functioning levels of the people.
It can be said, studies on positive psychological conditions are conducted with a perspective that the
strengths and psychological capacities of individuals can be measured, improved and managed effectively.
Employee engagement, which helps to increase individual and organizational performance through a
positive mood felt by the employee about his/her job, is considered within the context of positive orga-
nizational behaviors. This is because, engagement increases performance by helping employees become
wholly absorbed in their jobs and perform their tasks more vigorously. On the other hand, employee
engagement results in positive outcomes such as increased levels of organizational commitment and
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organizational citizenship behavior, as well as improving psychological well-being. Due to the strategic
nature of human resources, organizations attach great importance to employees’ efforts to work towards
organizational goals in full and on their own initiative. In other words, since personal characteristics of
employees differentiate organizations from each other and ensure sustainable competition, value given
to employees in current business life increases over time. For this reason, organizations are striving to
provide conditions that enable them to make the best use of their employees’ capacities, knowledge and
skills. In this process, employee engagement plays a critical role since it allows employees to use their
qualifications on their own will and to feel an inner motivation for their jobs. In addition, job engage-
ment leads to proactive behavior in the development and improvement of organizational processes, by
providing employees with a high-level of energy and desire for their jobs (Luthans, 2002; Schaufeli et
al., 2006; Bakker & Schaufeli, 2008; Seligman & Csikszentmihalyi, 2014).

BACKGROUND
Employee Engagement Concept

The second half of the 90s faced with talent wars in which companies had difficult times to keep talented
employees and transform them into engaged employees. However, talent wars are still present today
because the problem of labor force and the problem of shortage of employees having a desired level of
competence and skill. Therefore, the way to retain talented employees is to turn them into wholeheart-
edly engaged employees (Jamrog, 2004).

It is seen that the studies about the definition, measurement and determination of the dimensions of
concept of engagement have spread over time. In these studies, researchers admit that engagement is a
multidimensional concept, but they fail to reach a consensus on the dimensions of this concept and to
decide on a valid measurement model in this regard (Rothbard & Patil, 2012). Therefore, in the area of
positive organizational behavior, different definitions are made about the concept of engagement, and it
is addressed from different perspectives conceptually by various researchers.

William Kahn has been the first to use the concept of engagement in the academic arena. The condi-
tions that favorably or negatively affect the employee engagement of individuals have been investigated
in an empirical study by Kahn in 1990 (Kahn, 1990). In line with this, it has been argued that employees
do not make any extra effort except performing tasks assigned to them in a simple manner. Whereas,
those who are engaged to their jobs have been reported to be able to express themselves and be fully
integrated into organizational roles. Kahn defines the concept of engagement as employees’ commit-
ment on their work roles. Engagement has been largely defined as the transformation of the energy of
an individual into physical, cognitive, and emotional labor, in other words, employee engagement has
been argued to be achieved through physical, emotional and cognitive factors.

Kahn claims that there are three psychological conditions that affect employee engagement:

e  Meaningfulness: Refers to feeling valuable at work, believing to make a difference, meaningful
perception of work

e  Safety: Employee’s feel of confidence psychologically, certainty in the work to be done, the pre-
dictability and clearness of the work and positive perceptions regarding the work
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e  Availability: Having the necessary physical, emotional and/or cognitive resources for the
engagement.

Another scientific approach to the concept of engagement has been developed by Maslach and Leiter.
Researchers have expressed the concept of engagement as an antithesis or opposite of the burnout syn-
drome. And, the concept of burnout has been reinterpreted as the erosion of the concept of engagement.
Considering the burnout at one hand and engagement on the other, researchers argued that people are
at a point between the two (Maslach & Leiter, 1997). In the case of burnout an important, meaningful
and engaging job is transformed into an unpleasant, unsatisfactory and meaningless one. In this regard,
energy, participation and efficiency, which are directly opposite to the emotional exhaustion, deperson-
alization and low personal accomplishment dimensions, are the dimensions of engagement. Burnout
refers to the reduction of interest and utilization of the employee toward the job, while engagement refers
to the employee being full of energy, engaged in and preoccupied with the job (Maslach et al., 2001;
Hallberg et al., 2006).

According to Maslach and Leiter (1997), a job that started out as important, meaningful and compel-
ling can transform into an unpleasant, unsatisfactory and meaningless one. For a person with burnout
syndrome, energy is transformed into exhaustion, loyalty to alienation toward the job, and professional
competence is transformed into insufficiency. In this case, while three indicators of burnout are exhaustion,
alienation and professional inadequacy, the three main indicators of engagement are defined as energy,
commitment and competence. Thus, they argued that it is adequate to measure the level of burnout in
order to determine the level of engagement of the employees. Asserting that the burnout, which is regarded
as a negative mental process related to the work, is the exact opposite of the employee engagement.

Another scientific approach to the concept of engagement has been developed by Schaufeli et al. They
have addressed engagement from different aspects and defined independently of the concept of burnout.
They rejected the view that burnout is the exact opposite of the engagement and that engagement can
be measured by measuring burnout. They consider burnout as a negative aspect and engagement as a
positive aspect of employee wellbeing. However, they argued that a person with low burnout may not
have a high engagement, and that a person with a high degree of burnout may not have low engagement.
And they put forth dimensions for engagement, different than that of burnout. They have approached the
concept of engagement in terms of positive psychology, through concepts such as kindness, optimism,
happiness, endurance and argued that engaged individuals value their jobs and are optimistic about their
jobs. In short, they have argued that the concepts of burnout and engagement are not two opposites, but
two concepts that are independent of but related to each other. (Schaufeli et al., 2002). However, Schaufeli
et al. agree that engagement has physical, cognitive, and emotional components, as pointed out by Kahn.

One of the most important elements in defining the concept of engagement is whether the engage-
ment should be considered as a condition or as a personality trait. There are quite different opinions on
this subject in the related literature. While researchers who are interested in personality traits focus on
differences between individuals, researchers who are interested in state/condition focus on the differences
of an individual over time. According to Schaufeli et al. (2002), employee engagement is a condition.
According to this approach, people experience engagement in some cases and their performances can
change accordingly. The duration of engagement of a person depends on various events and can change
instantly. In terms of personality traits, employee engagement lasts longer. An engaged employee is
expected to be engaged continuously for a long time (Dalal et al. 2008). However, it is believed that
engagement differs from person to person, and also level engagement of a person varies over time.
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Table 1. Various Definitions About Employee Engagement Concept

Author Definition
While performing in the role the employee is engaged in, he or she defines himself/herself
Kahn, 1990 . e . .
physically, cognitively and emotionally in that role.
Maslach & Leiter, 1997 Antithesis or opposite of the burnout syndrome.
Rothbard, 2001 It is a psychological condition with two critical elements, attention and concentration.

Schaufeli et al., 2002 Positive and satisfying situation defined by job related vitality, self-employment and

absorption.
Harter et al., 2002 Employees’ enthusiasm, satisfaction and integration with their work.
Roberts & Davenport, 2002 A sense of commitment and enthusiasm about the work the employee has done.
Hewitt et al., 2004 It is the measure of passion and energy that employees have for the organization.

A positive attitude towards the organization and its values.

Robinson et al., 2004 Mutually evolving situation between employee and employer.

A structure consisting of cognitive, emotional and behavioral parts that affect the role

Saks, 2006 performance of an individual at work.

It is the intention of an employee to direct his energy and goals to organization goals in the

Catsoupher & Costa, 2009 form of individual initiative, compatibility, effort and profitability visible to others.

As the employee has positive feelings about work; to find work meaningful and to have

Attridge, 2009 L. .
optimistic expectations for the future.

Employees have a tendency to exhibit emotional commitment and extra-role behavior to

Bakker et al., 2010 . o ..
increase organizational productivity.

Specifically, it emerges when people are positive or even excited about their work, when they

Armstrong, 2010 exhibit voluntary behavior and are motivated to reach a high performance level.

Christian et al., 2011 While the employee fulfills the tasks related to the work, he/she participates in the work at a

high level.

Therefore it is thought that it should not be regarded only as a personal trait or a characteristic specific
to the conditions.

When the studies on the theoretical framework of the concept of engagement are examined, it is seen
that there are studies on defining the concept, determining its dimensions and developing a measure-
ment model. As mentioned before, the concept was first defined by Kahn in 1990 to measure the level
of engagement of individuals. Later, with the increase in studies on burnout syndrome, more attention
has been paid to the concept of engagement.

Studies About Employee Engagement

After conceptualizing the phenomenon of engagement, various studies have been carried out to determine
the relation between engagement and factors in the organizational environment. In general, studies have
investigated relationships between engagement and the variables such as managers’ capabilities, customer
and employee satisfaction, labor turnover rate, intention to quit, organizational citizenship behavior, career
loyalty, welfare level, productivity and profitability. These studies suggest that engagement is positively
related to organizational citizenship behaviors, prosocial behaviors and proactive behaviors, increased
level of welfare, career loyalty, and increased job performance (Saks, 2006; Bakker & Demerouti, 2009;
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Laschinger et al., 2009; Simpson, 2009; Bakker et al., 2010; Gilliam, 2010; Kell, 2010; Robertson &
Cooper, 2010; Sulea et al., 2012).

In some studies, in the related literature, it has been attempted to measure the relationship between
burnout syndrome and engagement by using the Job Demands and Resources (JD-R) Model, which
examines the factors leading to engagement. According to the model of “Job Demands and Resources”,
job demands are the physical, psychological, social or organizational elements of the job that require
the employee to constantly make physical or psychological efforts. Job resources, however, are physi-
cal, psychological, social, or organizational elements that help employees achieve business goals, help
reduce physiological and psychological effects that accompany job demands, and stimulate personal
development, continuous learning. In this model, engagement has been found to be influenced by job
demands and resources and affected the performance of employees, and organizational and individual
factors that are effective in achieving engagement have been investigated in studies carried out with this
model. In this regard, it has been suggested that individual factors such as personality, self-efficacy, and
optimism and organizational factors such as social support, quality of work, personal development op-
portunities, and performance feedback can be effective in achieving employee engagement (Hallberg et
al., 2007; Bakker & Demerouti, 2008; De Lange et al., 2008; Dikkers et al., 2010; Bakker & Bal, 2010;
Gruman & Saks, 2011, Swang, 2012). The first study on the “Job Demands and Resources” model has
been conducted in 2001, and it has been found that there is a positive correlation between the increase in
job demands and the burnout syndrome. Similarly there is a positive relationship between the increase
in business resources and the engagement. In addition, a study was conducted in 2009 to expand the job
demands and resources model to include personal resources. According to this study, personal resources
play an important role in engagement and resulting job performance. The personal resources in question
can be expressed as a set of cognitive features specific to one’s own personality, such as self-confidence,
self-efficacy, and expertise, which are all related to one’s self. One of the important findings of this
study is that personal resources have a positive influence on the perception of business resources and
on engagement (Demerouti et al., 2001; Xanthopoulou et al., 2009).

On the other hand, Saks (2006) argued that the jobs with higher scores in the five job characteristics
(skill variety, task identity, task significance, autonomy and feedback) of the “Job Characteristics Model”
developed by Hackman and Oldham provide a large number of opportunities to employees, leading more
role performance, which in turn positively influenced engagement.

Kahn (1990) argued that one of the three psychological factors influencing engagement is safety.
And supportive, trusting interpersonal relationships and a supportive management team empowered the
employee’s confidence, also positively affected engagement. Accordingly, Saks (2006) examined the
relationship between perceived organizational support (POS), perceived supervisor support (PSS) and
employee engagement. As a result of the analyzes made, it was determined that there is a significant and
positive relationship between perceived organizational support and employee engagement.

In a study conducted by Sonnentag in 2003, it was found that the recovery of the employee in his/her
leisure time has an effect on the next working day, and is very important for the engagement. Because
the engagement is an entirely positive experience for the employee’s well-being, the rest of the employee
affects the engagement positively. Rested employees can have fresh start and can gather their energy
for the next work day. Correspondingly, employees who are well rested will have enough resources and
power to be engaged to work.
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There is also a positive and significant relationship between engagement and personal competence.
This relationship is a bidirectional relationship that suggests that engagement can follow the feeling of
self-efficacy as well as causing it (Salanova and Schaufeli, 2008).

According to Roberts and Davenport’s 2002 study, there are three factors that affect engagement.
These are career development, identification with the organization and rewarding business environment.
Career development can be defined as training and development opportunities provided to employees by
the company in the workplace to help employees to advance in the career path. The identification with
the organization is defined as stepping one step beyond what is defined in the job description assigned
to the employee while working for the success of the organization, desire to make extra effort, and will-
ingness to stay in the organization. The rewarding business environment is defined as an organization
that appreciates, rewards, and empowers decision-making authority. Progress and improvement of the
organization in these three factors will increase the level of engagement of employees.

One of the factors affecting employee engagement is the business-life balance. According to Richman
etal. (2008), flexible working conditions play an important role in employees’ job choice, job satisfaction
and intention to stay in an organization. The research suggests that practices towards work-life balance
and flexible working conditions positively effects engagement and intention to stay in the organization.

According to the results of global research published by Towers Perrin in 2003, the five most im-
portant factors affecting engagement are senior management’s consideration on the employee welfare,
challenging job, decision-making authority, customer focus and career development opportunities. As a
result of the research, it was determined that companies with higher scores in these 5 factors have higher
levels of engagement compared to the others.

Woods and Sofat (2013) conducted a study to determine the relationship between personality traits
and engagement. Personality traits were examined in five dimensions: responsibility, extraversion, com-
patibility, emotional balance and openness. And, according to the results of the study, extraversion and
responsibility were found to have a positive effect on engagement. Similarly, Kim et al. (2009) have also
conducted a study to determine the relationship between personality traits and engagement, and observed
that the personality traits dimension, which is effective on commitment, was the responsibility. Atthe same
time, it was observed that there is a negative relationship between engagement and emotional balance.

In a study by Babcock-Roberson and Strickland in 2010, the relationship between engagement and
organizational citizenship behavior was investigated. As a result of the study, it was found that there is a
positive relationship between engagement and organizational citizenship behavior. Similarly, Rurkskhum
and Bartlett (2012) have looked into the same relationship by using a sample from Thailand. It was also
found that there are positive relationships between all dimensions of engagement and organizational
citizenship behavior. The two variables have been tested in many studies and has been observed to have
a positive relationship in between (Shantz et al., 2013; Ariani, 2013; Mathumbu & Dodd, 2013).

The literature on engagement shows that the concept has been tested with numerous different vari-
ables. In addition, some of the aforementioned studies have investigated certain concepts confused with
engagement. For example, Saks (2006) argues that engagement is not an attitude like organizational
commitment, organizational citizenship behavior and job satisfaction. As generally accepted in the
literature, engagement is not an attitude, but a condition. In this respect, it can be argued that it has dif-
ferences from job-related attitudes.

Robbins and Judge (2012) questioned whether the concepts of job satisfaction, organizational com-
mitment, job involvement and engagement differ from one another, and argued that these concepts
complement each other. According to the researchers, if people are passionately commited to their job
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and they will probably love it and be satisfied. If the perceived organizational support is high, organi-
zational commitment (especially emotional commitment) is expected to be high. Robbing and Jodge
(2012), based on the results of their research, claim that there is such a large relationship between these
concepts that they are hardly separated and not so different from one another. Researchers have portrayed
the concept of engagement as an umbrella concept in terms of business attitudes, as all these attitudes
have a lot in common.

Hallberg and Schaufeli (2006) conclude that the concept of engagement is a new and different concept
from the concepts of job involvement and organizational commitment. As a result, these three concepts
are moderately related to one another, but the engagement is a distinct, original concept. The concept of
engagement has been defined and measured by various researchers in the literature with various nuances.
Although the concept reminds positive things, they failed to reach a consensus about its nature. According
to Armstrong (2010), the concept is understood within a wider scope since all sorts of voluntary behav-
iors, organizational citizenship behavior, employee behavior and contributions to employee performance
in the organizational context are related to this concept. While some definitions regard commitment as
a condition of one’s relationship with the job, others consider it in the context of its influence on the
purpose and values of the organization. On the other hand, the reason to using this concept more often
in recent years has been attributed to its decisive nature in terms of explanatory aspects on behaviors,
compared to similar concepts and structures. For example, it has been found that engagement has more
explanatory effect on performance compared to job satisfaction (Christian et al., 2011).

MAIN FOCUS OF THE CHAPTER
Concepts Close to Employee Engagement: Similarities and Differences

When a scientifically new concept emerges, people are always skeptical at the beginning and, it must
be tested whether the concept describes the alleged phenomenon. It must be shown that the concept
of engagement differs from other existing concepts in order to bring a new contribution to this field
(Hallberg & Schaufeli, 2006).

When the studies about the concept of engagement are examined, it is seen that they are to some extend
inconsistent, complex and different from each other in terms of both definition and operationalization
(Christian et al, 2011). Beyond debates about whether engagement is an attitude, behavior, psychological
condition or trait, there also exists a debate as to whether this concept is contextually and empirically
different from other concepts. When the literature is examined, it is observed that engagement is often
confused with concepts such as organizational commitment, job satisfaction, organizational citizenship
behavior, workaholism, flow, job embeddedness, job involvement.

Job Satisfaction

Concepts of job satisfaction and engagement are perceived as similar. Job satisfaction simply describes
how one feels about his/her job. It is the general feelings about the work-related situations and the ideas
that are created by various attitudes related to the different aspects of the job or the job as a whole. The
concept of engagement is beyond the concept of satisfaction (Catsouphes & Costa, 2009). In the literature,
it has been suggested that there are fundamental differences between the concepts of job satisfaction
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and employee engagement. Engagement is the assessment of the employee’s behavior and experience in
relation to the role within the organization, whereas job satisfaction is the assessment of the employee’s
job expectations compared to what he/she has achieved at work (Spector, 1997; Rich, 2006).

Employees who are satisfied with the job seem to have positive emotions about their job, but they
are not always enthusiastic and as willing to work hard as they are in engaged employees. An example
of this might be that one may be more satisfied by a salary increase, or can be satisfied when the work-
ing hours are flexible enough for dropping the children to school in the morning. However, it cannot
be said, should this person be excited to go to work and to do his best in the job (Deese, 2009). In this
respect, job satisfaction and job engagement differ from each other. It should not be expected that
employees who are satisfied with their jobs will be engaged in their jobs at the same time. Employees
who are satisfied with their jobs try to fulfill their routine tasks or the tasks assigned to them in the best
way possible. Engaged employees act for the success of the organization, exert extra effort, and exhibit
behaviors beyond their roles.

Organizational Commitment

Employee engagement and organizational commitment are two concepts that are often confused, but
different. Organizational commitment is often defined as an employee’s willingness to identify with the
goals and values of the organization for which he or she works and effort. In many cases it is possible
to say that there is a very close relationship between engagement and organizational commitment, but
there are also situations where this is not the case. For example, the level of organizational commitment
of an engaged employee may be low, or vice versa.

According to Christian et al. (2011) organizational commitment is different from engagement in two
ways. First, while the job engagement is related to the job itself, organizational commitment refers to the
commitment as a whole. Secondly, engagement concerns the cognitive, emotional and physical energies
of a person as a whole. In relation to differences between organizational commitment and engagement,
Saks (2006) states that engagement is not an attitude but a condition.

Hallberg and Schaufeli (2006) argue that the concepts of engagement and organizational commitment
are empirically different concepts. Organizational commitment is an emotional commitment developed
by the employee in the direction of values and interests shared between the employee and the organi-
zation. At this point, however, it is necessary to determine the difference between the engagement of
the employee towards the job and organization. Organizational commitment is actually one of the sub-
concepts of engagement.

Job Involvement

In the shortest sense, job involvement indicates that one sees his/her job as an integral part of himself/
herself (Rotenberry & Moberg, 2007). Kanungo (1982) defines the concept of job involvement as psy-
chological identification at the cognitive level. It refers to how much of the employee’s work covers his/
her life. The formation of job involvement depends on the internalization of the job, and at the same time
job involvement is seen as an element that creates positive results on the lives of people and organiza-
tions. Employees who integrate with the job contribute to the increase in productivity and effectiveness
by supporting organizational goals. People with higher level of job involvement identify themselves with
their job and think about work even outside the working environment (Wyk et al., 2003).
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Job involvement is one of the elements that provide employee engagement. For this reason, it can be
said that these two concepts have common features, but there are small differences between them. Al-
though the job involvement depends on the degree of eligibility of the employee to the job, engagement
depends on the efforts of the person to succeed at the work. In other words, job involvement depends
on the cognitive status of the employee, whereas engagement is due to cognitive, emotional and physi-
cal effort for the work of the employee. For these reasons, engagement is addressed as a concept wider
than the job involvement. (Nelson & Cooper, 2007). It can be said that the individuals with high level
of engagement have higher level of job involvement. They are expected to perform better than expected
when performing a specific project since they identify themselves with their work.

Workaholism

Workaholism concept has been addressed by Oates (1971) for the first time, and defined as a pressing
or uncontrollable desire to work continuously. According to Oates, workaholism is considered as an
addiction, like alcoholism. The extreme workload, limited career opportunities and job insecurity that
employees face today require the need to prove themselves in the working environment. Employees’ desires
to prove themselves, fear of unemployment, and the desire to reach higher levels lead to the widespread
workaholism. Although there is no consensus on whether the concept of workaholism is a positive or
negative factor in the literature, it negatively affects employees and their immediate surroundings when
considering its consequences.

Since workaholics always focus on work, they make the work centre of their lives, and feel obliged
to work constantly. Workaholics devote most of their time to work, ignoring other roles in their lives.
Workaholics, who feel threatened when they are busy with something other than their jobs. They strive
beyond expectations of their job descriptions. It is quite difficult to keep workaholics away from their
work. They constantly ponder about the issues related to their job and therefore they neglect their social
life (Thomas et al., 2007; Schaufeli et al., 2008; Shimazu & Schaufeli, 2009).

Engaged employees also seem to be like workaholics due to their very hardworking, committed
nature. However, workaholics feel obliged when performing their duties compared to engaged employ-
ees. Engaged employees perceive work as an amusing situation, not as a compelling element, and feel
intrinsic motivation. In addition, they are also happy to engage in social activities outside the workplace
and don’t feel guilty about spending time with social activities. In both the concepts of engagement
and workaholism, it is observed that employees have spent considerable time and effort in their work.
At first glance, it seems difficult to distinguish between the concepts of workaholism and engagement.
However, the differences between the concepts of engagement and workaholism have been investigated
in the literature. The most notable difference between these two concepts was found to be the emotions
that employees feel toward their business. It has been argued that the workaholics fulfill their jobs due
to the feeling of obligation, whereas the engaged employees see their work as an amusing feeling by do-
ing their jobs wholeheartedly. Engaged employees adopt and devote themselves to their jobs. Therefore,
this means these engaged employees may also feel an uncontrollable desire to work for longer hours like
workaholics. (Sonnentag et al., 2008; Krulder, 2010; Albrecht, 2011; Bakker et al., 2011).
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Flow

Csikzentmihalyi (1997) defined the concept of flow as a holistic emotion that one feels when he/she
becomes wholly absorbed in the job. When performing an activity, it is necessary to have clear goals
of the activity and to be able to get immediate and clear feedback to become absorbed. When people
become wholly absorbed in, a state of unconsciousness may occur about the rest, except for the work
they perform. The person has directed all attention to a very narrow area and does not need any reward
or motivation to do so.

Employee engagement is closely associated with the concept of flow. One of the terms and concepts
necessary to achieve the self-actualization, which is placed at the top in Maslow’s hierarchy of needs,
is the “flow state”. People who are expressed as in the flow state find themselves in a weak, strange,
dissatisfied state during their free time, while they are being assertive, challenging, focused and highly
motivated in their work. People who work with joy and pleasure, uninterrupted, are said to be in flow.
People in flow can get the opportunity to meet their need for self-fulfillment in an existential way. In the
flow, one feels a sense of discovery by reaching a new state of reality with a creative emotion, increas-
ing the job performance and cognitive performance to an unthinkable level. The difference between the
flow and engagement is that flow gives a peak performance, while engagement gives more stable and
longer lasting performance (Csikzentmihalyi, 1997; Hallberg & Schaufeli, 2006).

According to Kahn (1990), engagement is conceptually different from the flow. In other words, the
concept of flow refers to a short or instant feeling that one is experiencing as a result of being absorbed
in the job. This is analogous to engagement, but engagement represents a more stable and long-lasting
condition that requires constant concentration.

Job Embeddedness

Job embeddedness consists the factors that link people to the organization, colleagues, and work-related
issues. These factors are considered in three dimensions: relationship building, adaptation and sacrifice.
Relationship building is formal or non-formal networking of employees with their organizations and
colleagues. Adaptation refers to employees’ feeling of comfort in the work environment and doing the
work that fits them. In other words, adaptation is the overlapping of people’s goals with the roles they
play in the organization. Sacrifice involves the financial and social losses experienced when leaving the
job (Tanova & Holtom, 2008; Crossley et al., 2007; Bergiel et al., 2009).

Engagement is a positive mood focused on the job, and the job embeddedness is a combination of the
factors that enable people to stay in the organization. The concepts of job embeddedness and job engage-
ment are similar in terms of employees’ interest in their work. However, there are significant differences
between these two concepts. As the working conditions of the people change, their level of engagement
also changes. However, job embeddedness changes more slowly than level of engagement, and more
radical changes are needed to reduce level of job embeddedness. Those who have job embeddedness
are more committed to the organization than those who are engaged, whereas engaged employees are
more psychologically committed to their jobs. When examined from the perspective of organizational
outcomes, it is seen that the higher levels of engagement and job embeddedness have a positive impact
on organizational performance (Halbesleben & Wheeler, 2008; Bergiel et al., 2009).

87

printed on 2/9/2023 12:51 AMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

A Systematic Review of the Correlates and Outcomes of Employee Engagement

Organizational Citizenship Behavior

Organizational citizenship behavior is considered the extensive and voluntary efforts exerted by employ-
ees on behalf of the organization. Organizational citizenship behavior is defined as voluntary individual
behavior that contributes to the effective functioning of the organization, regardless of direct and explicit
formal reward systems of the organization. These are the behaviors that employees exhibit beyond their
job descriptions as a result of individual preferences for the organization and members of the organiza-
tion (Krishnan et al., 2010; Kular et al., 2008).

Organizational citizenship behaviors include voluntary behaviors beyond their roles towards the
organization and colleagues. Engagement, on the other hand, includes role-defined behaviors of em-
ployees in addition to the voluntary behaviors beyond their roles. In other words, engagement refers
to the efforts exerted above the defined roles or behaviors beyond these roles. Therefore, it seems that
engagement includes organizational citizenship behavior. Displaying organizational citizenship behavior
that contributes to organizational effectiveness and productivity is closely related to the engagement of
employees. It has been reported in the literature that engaged employees have more willingness to dem-
onstrate organizational citizenship behavior. Organizational citizenship behavior can be used as a tool by
engaged employees. On the other hand, employees can also exhibit organizational citizenship behaviors
in order to protect and improve their position within the organization (Dicke, 2007; Bakker et al., 2011).

Correlates and Outcomes of Employee Engagement

In the organizational behavior literature, engagement is said to be related to but distinct from other
constructs. Although there is little empirical research on the factors that predict employee engagement,
Kahn’s (1990) and Maslach et al.’s (2001) model is trying to identify potential premises of employee
engagement. Such as, job characteristics, rewards and recognition, perceived organizational and super-
visor support, procedural and distributive justice. Besides, employee engagement has many outcomes
for organizations. Kahn (1992) stated that engagement leads to both individual and organizational level
outcomes. There are empirical researches that reported positive relationships between employee engage-
ment and job satisfaction, organizational commitment, organizational citizenship behavior, burnout,
workaholism and some of them has reported negative relationships with intention to quit, life satisfaction
and work enjoyment (Saks, 2006).

Correlates of Employee Engagement

In order to understand the concept of engagement more clearly, comprehending the concepts affecting
engagement can be helpful. In this context, various studies and models have been developed to investigate
the conceptual map of the engagement.

Christian et al., (2011), Macey and Schneider (2008) set forth a model that includes the premises and
outcomes of engagement, starting from the situational engagement model. In this model, engagement
plays a mediating role between work-related task and contextual performance, with job characteristics,
leadership and personality traits. Job characteristics refer to motivational, social and contextual factors.
Similarly, physical working conditions also provide the necessary environment for engagement in con-
textual sense. Individuals will be engaged in an environment where they feel comfortable. Leadership
constitutes the second main premise of this model. As Khan (1990), Macey and Scheneider (2008) and
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Christian et al. (2011) pointed out, leadership requires is a fair, high performance appreciation with
clear intentions. These leaders increase employees’ engagement by strengthening their ties with their
job. Another dimension mentioned in the model is personality traits. It is expected that proactive, con-
scious, self-sufficient employees have higher level of engagement. The outcome variables of the model
are expressed as task-related performance and contextual performance. Contextual performance involves
the facilitation of the social and psychological environment by contributing to the employer and his
colleagues beyond their role, exhibiting extra performance. According to the model, it is expected both
the task-related performance and the contextual performance of the engaged individuals will be high.

Blain and Sparrow (2009), who studied the concept of engagement in terms of premises and outcomes,
have examined engagement as a concept emerging in two types; engagement to the job and engagement
to the organization. It has premises such as an enriched job worth the struggle (job characteristics), the
quality of employee-organization relations (perceived organizational support), the quality of employee-
manager relations (perceived managerial support), rewards and recognition, distribution of resources
and justice in problem resolution (procedural justice), thoughts about right and just distribution of the
rewards (distributional justice). Its outcomes include job satisfaction, organizational commitment, level
of intention to quit the job, organizational citizenship behavior (Armstrong, 2010).

Another very popular model which explains the concept of engagement and examines the correlates
and outcomes is the model that Bakker and Demerouti have put forward in their studies in 2007 and
2008. In this model, personal resources such as autonomy, performance feedback, social support, and
self-efficacy, optimism, endurance influence engagement positively. In this relationship, business de-
mands have a moderator role. As business requirements increase, the resource need for engagement will
also increase. In this model, engagement outcomes are increased performance and extra role behaviors,
and decreased labor turnover.

In Kahn’s (1990) study, one of three psychological factors affecting engagement has been determined
as trust. Supportive and trusting interpersonal relations and supportive management have strengthened
the sense of confidence in the work, which have shown to positively correlate with engagement. Thus,
Saks (2006) has examined the relationship between engagement and perceived organizational support
and perceived manager support. As a result of this research, it has been found that perceived organi-
zational support has a significant effect on engagement. In addition, Saks (2006) also investigated the
effect of distributional justice and procedural justice on engagement. Here again, Kahn’s psychological
trust comes to the forefront organizations must have procedures that are consistent and predictable when
awarding employees. The higher levels of justice and equality perceived by employees in the workplace,
the higher the level of employee engagement and job performance, exhibited by employees to be able
to respond this perception fairly.

In his 2003 study, Sonnentag states that recovery is an important part of the next workday, and that
it is very important for engagement. Engagement is an affirmation of the well-being of employees and
is completely a positive experience. Secondly, engagement is about being healthy. Sonnentag stated that
dedication actually helps employees to overcome the stressful work environment.

Personal development opportunities in the organization is another factor that correlates with engage-
ment. Personal development opportunities, expressed as support from senior management and mid-level
managers, to improve employees’ knowledge and skills, enable employees to better fulfill their orga-
nizational roles and make the best use of their capabilities. For this reason, development opportunities
are viewed as important and necessary element in the engagement of employees (Armstrong, 2010;
Hyvonen et al., 2009).

89

printed on 2/9/2023 12:51 AMvia . Al use subject to https://ww.ebsco.conlterns-of-use



EBSCChost -

A Systematic Review of the Correlates and Outcomes of Employee Engagement

It is believed that employee empowerment, defined as the process of increasing decision-making
powers and improving people through co-operation, sharing, authorizing, and teamwork, contributes to
their engagement by increasing organizational commitment. In the literature, it is accepted that empow-
erment behavior has a significant impact on employees’ engagement (Alarcon, 2009; Van Schalkwyk
et al., 2010). From another perspective, it is argued that empowerment constitutes a positive climate in
the organization and organizational conditions that contribute to the development of the engagement. It
is expected that the empowered employees who have adopted their organizational roles and identified
themselves with the business should also dedicate themselves to their job, and be more engaged to their
work (Spence Laschinger et al., 2009).

Leaders who adopt transformational leadership behavior, motivate employees to take on tasks be-
yond expectations. Nonetheless, these transformational leaders aim to enhance employee performance,
mobility and job loyalty, and strengthen mutual solidarity. Therefore, employees, who are inspired and
supported by the leaders in the organizations, greatly engage in their jobs. In this context, employees
who are influenced by charismatic and transformational leaders are expected to exhibit the vision of the
leader, show the self-sacrifice required for the organization in line with this vision, and be engaged to
the work (Bakker et al., 2010; Tims et al., 2011).

Personality traits play an important role in perceiving one’s job and inner circle in working life.
Studies conducted in this direction indicate that personality traits affect individuals’ positive or negative
feelings about their job. In addition, personality traits stand out in terms of ensuring the engagement of
the employees and matching them to the jobs that match their personality traits and ensuring their suit-
ability to their personalities (Roberts & Davenport, 2002; Alarcon, 2009).

The self-efficacy, which is defined as the belief in the ability of the person to fulfill the expected and
desired situations, is an important determinant in achieving organizational goals. Existing researches
in the literature suggest that there is a positive relationship between self-efficacy and the provision of
employees’ engagement. This is because, employees with high self-efficacy take on more responsibili-
ties in the organization because of their self-confidence, energy and passion (Luthans & Peterson, 2002;
Collins, 2009; Xantopoulou et al., 2009).

Outcomes of Employee Engagement

Engagement creates many desired outcomes, such as developing positive attitudes towards the job, show-
ing a performance beyond expectation, identifying with the organization and contributing to improve-
ment of organizational productivity. Engagement is seen as a condition that provides various positive
outcomes at the individual and organizational level. When assessed individually, those who are engaged
to the job are eager to work and have positive feelings of passion and becoming absorbed in the job.
These positive emotions affect the quality of the employee’s work, the ability to do his/her work, the
ability to use their creativity and their ability to reflect on organizational outcomes. In other words, the
individual results of engagement on the employees indirectly affect the organizational outcomes. In the
literature, the individual and organizational outcomes of engagement are generally accepted as positive
(Saks, 2006; Gill, 2007; Kular et al., 2008; Bakker et al., 2010).

Engaged employees are those who are more responsive to organizational activities, more friendly
and helpful to their colleagues. Due to these characteristics, they often feel positive emotions such as
happiness, optimism and helpfulness. Employees with positive feelings will play an important role in
increasing organizational productivity by working in a dedicated manner (Bakker & Demerouti, 2008).
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It has also been found that engaged employees have less psychological disturbances such as exhaustion,
depression, somatic complaints, sleep disorders compared to others (Gill, 2007).

Engaged employees are expected to be motivated, take responsibility for their work, and feel commit-
ted to their business and their organizations. Positive emotions felt by engaged employees toward their
jobs and organizations makes it easier for them to be satisfied with their jobs. It is therefore expected
that engaged employees should be satisfied with their jobs (Gill, 2007; Alarconi 2009).

It is suggested in the literature that the concepts of organizational commitment and engagement are
related to each other. Yet, it is stated that the organizational commitment can be both a determinant and
a consequence of engagement. Employees who are proud of the organization they work for and who
identify themselves with the organized can be engaged to the job with an organizational commitment at
the same time. On the other hand, employees who are doing their jobs with enthusiasm and outstanding
efforts may feel commitment to their organization (Roberts & Davenport, 2002).

Engagement leads to positive emotions in employees and contributes to the increase in their business
performance. Engaged employees strive to achieve their assigned tasks in the best possible way, in an
effort to do what is expected in the organizational environment. Therefore, engagement leads to increased
product and service quality, increased organizational productivity and profitability, and overall business
performance (Wright, 2009; Shimazu et al., 2010).

Engaged employees who feel better in a psychological sense and are in a positive mood show proac-
tive behaviors and initiatives in organizational activities for self-development. Proactive behaviors are
considered an outcome of engagement since they are exhibited by employees who are totally focused
and enthusiastic about their job (Sonnentag, 2003; Bakker & Demerouti, 2009).

It is suggested in the literature that there is a positive relationship between engagement and orga-
nizational citizenship behavior. This is because engaged employees are those who make extra effort
for their formal roles and who are passionate about their job.