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ABSTRACT

Employee engagement has emerged as a critical management concept to remain competitive and perform
better in the changing environment, having linkages with the exceptionally motivated human resource. The
purpose of this research paper is to explore employee engagement, its concepts, definitions, and dimensions
for better business outcomes. The methodology used for this research work constitutes an extensive literature
review of employee engagement that seeks to develop a deeper understanding of the concept. The findings of
the study exhibit that employee engagement increases organizational effectiveness. This study proposes that
the business organizations should implement better human resource strategies to endure and enhance
employee engagement for improved performance. The study contributes to employee engagement literature
by emphasizing employee engagement as a significant contributor of organizational effectiveness. Under
standing workforce behavior within an organization is necessary since nurturing and retaining employees,
particularly potential employees, is aunique challenge.
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INTRODUCTION

To successfully engage the individuals, it needs more than just formulating a policy. The concept of employee
engagement has emerged as one of the best ideas for human resource practitioners in 21* century [20]. Engagement
happens whenever individuals feel meaning, autonomy, growth, impact and connection (MAGIC) in their
jobs.During engagement, workers share a strong associationwith their company. They act responsibly and take part
in active decision making at workplace. They conform themselves with their company’s purpose to channelize their
passion and individual energies, critical to the success. The ratio of engaged employees to disengaged ones in an
organization is what drives the financial outcomes and long term profitability at the workplace. Fully engaged
workers at work are the pathway forigniting skill and talent for making a real difference [18]. When workers are
fully engaged in their work, they are probable to attractthe jobs in the marketplace because of their extra effort,
commitment and resilience. Engaged employees are fully absorbed and enthusiastic about their work and
contributes towards the organization's reputation and. Engaged employees believe that they can make a mark in the
organization’s work. Engagement is a powerful predictor of organizational effectiveness and subsequent
performance.

While employee engagement has become an extensively used concept, there has been surprisingly less empirical
research on the subject [24]. Scholars and practitioners have generated considerable curiosity in employee
engagement. Various definitions have been provided on engagementin the academic literature. Primarily,
engagement at work was conceptualized as the “harnessing of organizational members’ selves to their work
roles”[16]. He further elaborated that while engagement “people employ and express themselves physically,
cognitively, and emotionally during role performances”. According to Kahn, “three psychological engagement
conditions are necessary for an employee to be rightly engaged: meaningfulness (work elements), safety (social
elements; including management style, process, and organizational norms) and availability (individual
distractions)”. “The right people in the right roles with the right managers’ drive employee engagement”[2].
Engagement helps the organization to attract and keep most talented and determined employees.

“Employee engagement is a hardnosed proposition that not only shows results but can be measured in costs of recru
itment and employee output” [15].The investment in engagement has several fruitful results, hence the practitioners
and researchers continuously agree about the advantages for practicing so. A study onemployee engagement for
above 360,000 individuals across 41 companies in 10 countries around the world concluded that there existed a
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direct association between level of engagement and profitability of the company [13].“Having employees who are
thoroughly motivated and truly engaged, is a powerful competitive weapon™[32]. Further, he declared that income
is not the sole driving force for retaining the employees in the companies, they have to be constantly developed.
“Employee engagement leads to higher financial performance, higher customer satisfaction and higher employee
retention” [11].Highly engaged workers are more probable to perform better than the rest of workers [33].The key
essential contributions are exhibited widely which engaged workers render to the company’s functioning
[4].Engaged workers excel in their performances and endorse their companies hugely [5]. They remain less absent
and are more probable to stay in the companies. It is concluded from previous researches that there exists a positive
relationship between engaged employees and organizational effectiveness.

RATIONALE OF THE STUDY

Employee engagement inspire employees to give their best and go extra mile to enhance the organization's overall
performance. Employers willingly create positive psychological environment and adequate job resources for
employees. Employees perform better when they experience optimistic practices at workplace provided with
opportunities to develop their career, fair treatment, reward and recognition. Engaged employees lead to higher
performance and effective organizations which results in enhanced performance and better outcomes. Employers
know that engaged employees are more productive and therefore, every organization needs to analyze the concept
of employee engagement deeply. Secondly, the existing literature shows that there is a dearth of academic studies
on employee engagement [26]. Thus, this study aims at exploring employee engagement for enriching effectiveness
in organizations.

OBJECTIVES OF THE STUDY

» To explore the different concepts ofemployee engagement.
» To investigate the major dimensions of employee engagement.
» To draw conclusions and offer suggestions to encourage employee engagement.

METHODOLOGY

This is a conceptual paper and the study is based exclusively on secondary data about employee engagement
collected from reviewing of different research articles, journals, text books, reports, case studies, websites, etc. The
literature was searched in PsycINFO, Educational Resources Information Centre (ERIC), ABI/INFORM, and
EBSCOhost research database using the keywords engagement, concepts of employee engagement, employee
engagement and outcomes, and dimensions of employee engagement.

FINDINGS

A.Conceptualizing Employee Engagement

There are three types of employees in the organization: engaged, not-engaged employees and actively-disengaged [8].
Engaged workers are creators who profusely thrive to perform excellent in their work-roles. Not-engaged employees
pay attention on their assignments rather than the aims of the organization. They do what they are asked to do.
Actively-disengaged workers are hazardous for the organization that not only underperform but also dispirit the
performing employees of the organization. They further stated that engagement is not a momentary and specific state,
but rather, it is a more persistent and pervasive affective-cognitive state that is not focused on any particular object,
event, individual, or behavior.Engagement is apsychological presence and goes further to state that it involves two
critical components: attention and absorption [25]. Attention denotes cognitive availability and the amount of time
one spends thinking about a role while absorption means being engrossed in a role and refers to the intensity of one’s
focus on a role. Engagement is “a positive and fulfilling work-related state of mind that is characterized by vigor,
dedication, and absorption”[28]. Vigor refers to “high levels of energy and psychological resilience while working”
and dedication is described as “having a sense of significance, enthusiasm, inspiration, pride, and challenge”, whereas
absorption can be considered as “flow — a state of optimal experience which is long-term and is characterized by a
pervasive and persistent state of mind” [28].Engaged workers constantly exhibit three overall behaviors: “say —
consistently speak positively about the organization to coworkers, optional employees and customers; stay — have an
intense desire to be a member of an organization despite opportunities to work elsewhere; and strive — spend extra
time, effort and initiative to contribute to business success [1].Engagement is “a beneficial two-way relationship
where employee and employer go extra mile for one another”’[29]. This mutual understanding between employer and
employee is beneficial in improving performance.Employee engagement can be depicted as cognitive, emotional and
behavioral components [17]. Cognitive component involves workers’ intellect and faith in the workplace, its culture
and superiors. Emotional component involves employees’ responsiveness with the company, their supervisors and
colleagues. Behavioral component involves harmonizing components shown by employees to their work, which can
be in the form of logical and conceptual effort and due attention given to an assigned task. This shows that
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employees’ cognitive, emotional and behavioral aspects fosters engagement and results in organizational
success.Organizational resources (technological advancement, training and autonomy) and engagement in work-roles
make workers further devoted to the work, creating better workplace environment which results in attaining customer
loyalty [27]. Managers in the organizations consistently work to provide and sustain better workplace environment for
increasing engagement.

Engagement has three types: intellectual engagement, affective engagement and social engagement [23].Intellectual
engagement is defined as the degree to which employees are absorbed in their roles and think they can do much
better. Affective engagement is the extent to which employees feel positive about their work and organization.
Social engagement is the extent to which employees talk about their work experiences and improvements which
they have made in their work with social groups. Burnout researchers have defined engagement as “the opposite or
positive antithesis of burnout” [19]. “Engagement is characterized by energy, involvement, and efficacy; the direct
opposite of the three burnout dimensions of exhaustion, cynicism, and inefficacy”[19]. The keyaspects of
engagement (vigor and dedication) and burnout (exhaustion and cynicism) are contraries of one another[10].

From the above review, the definitions of engagement can be broadly summed up into personal disposition i.e.
engagement considered as a trait and as a need state i.e. engagement considered as a psychological condition.
Earlier employee engagement was viewed as personal attachment of employees in a particular context, thereby
making engagement more as an outcome variable which is dependent on employees’ need and lacks explaining any
influence of employers. Later, definitions viewedengagement as a progressive gratifying, motivational state which
is embodied by vigor, dedication and absorption (burnout approach); while afterwards employee engagement was
described as an attitude which is expressed at 3 levels — say, stay and strive i.e. affect, behavior and cognition (job
satisfaction approach). Lastly, the concepts of employee engagement dealt with combined effects of trait, state, and
attitude (multi-dimensional approach). The above descriptions of engagement suggest that an engaged worker is
mentally and emotionally tied with its company, energetic towards work, enthusiastic about objectives and devoted
to its beliefs.

B. Dimensions of employee engagement

Employee engagement is a measurable phenomenon which provides an opportunity to the organizations to know if
their workers are engaged or not at work. The level of employee engagement helps organization to identify what
factors are important for engaging them. There are various qualitative and quantitative instruments available to
measure employee engagement. These are largely developed by human resource consulting agencies and include
Gallup Workplace Audit (Q12), Institute of Employment Studies (IES) Engagement Survey, Hewitt Survey,
Towers Perrin Engagement Survey, and Utrecht Work Engagement Scale.

The most comprehensive research on engagement till date is done by Gallup Organization’s researchers [9]. Their
studies endeavor to enquire about the behavior of engaged workers towards their work,their loyalty and devotion
and the degree to which their necessities are being taken care of. The firm conducted a workplace audit to
understand the relationship between engagement, customer satisfaction, performance, employee turnover, and
profitability of an organization. To assess engagement, they developed an instrument called Gallup Workplace
Audit (GWA-Q12) which is frequently used instrument to measure employee engagement in different
organizations. Gallup Q12 instrument includes items that can be practically changed based on the survey results as
these aspects are under direct control of the supervisor. Gallup studies have demonstrated that employee
engagement varies widely from one company to other and is influenced by the manager to some degree, hence
changeable [7].

Institute of Employment Studies researchersdeveloped the IES survey to assess engagement which studied
employee engagement along the dimensions like organizational citizenship behavior, alignment with organizational
goal, commitment and belief in the organization[24].The survey conducted on 40,000 employees in USA working
across different organizations,covered nine essential elements which clearly defined the true engagement of
employees in the organizations [23]. This survey studied engagement along three main dimensions from rational
(understanding employees’ roles and responsibility), emotional (employees’ passion and energy for work) to
motivational (employee motivation and performance level).Engagement is the state of mental and emotive
connection which employees possess for the organization [12]. This study also assesses employees’ perception of
intangible employment benefits like clarity of role expectations, advancement and learning opportunities, work life
balance, flexibility and being treated with respect. The previous studies conducted by Hewitt Associates reported
that organizations with high engagement scores have an average annual shareholder return of 12.1% as compared to
average total shareholder return of 6.5% across all hotel service companies. High engagement score means that
more than 60 percent of employees are engaged. Further their studies also revealed that the best employer
consistently provides higher growth and revenue outcomes.
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Trans-Theoretical Model of Behavior Change has found that when employees, as individuals, have optimistic
sentiments, they are capable to reason flexibly with open-minds and have greater self-control, besides being less
defensive in their workplace [31]. A model for employee engagement was found where engaged workers had the
aspects namely “wanting to do work” and “knowing what to do”[6]. Employee engagement is enhanced at
workplace by the proper definition of engagement which have a stronger impact on the outcomes that can be used
for transformations. The work inferred that there exists a greater link between the output of the organization and
level of engagement. It provides key inputs aboutemployees’ performance and turnover, and discover the
association between engagement and intention to stay. Engagement is high in companies where workers find their
work challenging and a good fit to use their skills and abilities [14].They stressed that organizations with high
employee engagement have good supervision where employees are given autonomy and sufficient resources to
excel and be flexible to work/family imbalances. An organization wants its workers to be motivated and engaged to
accomplish its mission, they first need to be engaged in their own lives [21]. Employees are awareabout the fair
settings and the accurate time to bestow themselves entirely for the organization. This will aid business in improved
comprehension of fundamental individual mindset.

On the basis of previous research reviewed above, it is construed that employee engagement is based on number of
varied factors. The characteristics of employees’ job has a direct impact on his engagement. Therefore, it is
necessary to have stimulating, exciting and inspiring tasks to utilize previous and recent talents. The roles taken
upon should be perceived as meaningful. The opportunities for growth and development should be provided.

CONCLUSION AND RECOMMENDATIONS

Employee engagement enhances workers’ loyalty, commitment, dedication and discretionary exertion in the work
roles. Engaged employees utilize their skills without any limits; support the organizational goals and conform to its
values which proves beneficial for the organization. They have a certain feeling of connection towards their
workplace, putting themselves wholly in the job as well as in their organization. Engaged employees are creative
and stimulating, have stronger relationships and a stronger sense of purpose. They are more content with the work-
life, perform better and have better psychological wellness and lower anxiety. The study provides a great value to
the knowledge of employee engagement and advocates that employee engagement has a significant contribution
towards employee attitude regarding work which consequently increase organizational effectiveness significantly.

The organizational structures, strategies, approaches and frameworks influence the engagement of workers in
organizations. It has been very apparent from the past research work that amiable organizational support and the
proper adequacy of supplies for the attainment of pre-established goals are necessary for engagement and eventual
achievement of success [30]. Engagement is connected with workers’ sense of authority and control of destiny [3].
Organizations should continue to implement strategies to promote engagement, which consequently enhances the
effectiveness of organizations. Organizations should create supportive and positive interpersonal relationships at
workplaceto enable employees to experience more meaning in their work-roles. An open and trusting environment
promotesemployee engagement in enterprises. Employees feel engaged when their opinions are taken into
consideration and such work designs are provided which are beneficial for their work and careers. The career and
professional development path goes through the opportunities of growth given by the organizations which
automatically improves their level of engagement. Supportive and authentic supervision should be given to enhance
employee engagement and create a sense of attachment, fulfillment and passion for the job. Workers’ tasks should
be viewed as significant by their supervisors, which ultimately results in their willingness to work and engagement.
The equivalent treatment of workers and transparency are foremost needed for healthy workplace environment.
Building of trust is a steady and continuous procedure that occurs in each association and becomes engrained in
workplace.

LIMITATIONS

There are unavoidable limitations to this review of literature. The keywords used to describe employee engagement
may have led to certain missing published research work. This research paper was limited to peer-reviewed
business, employee engagement and human resource management journals to conceptualize employee engagement
and to identify its dimensions. Supplementary literature that could have met the standard may have been accessible
in other employee engagement or non-employee engagement publications.
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