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Employee Engagement occurs at the intersection of employee motivation, satisfaction and effectiveness. To 

improve the employee spirit towards work it is imperative to provide impetus through effective initiatives at 

work. Job and organizational resources (performance feedback, autonomy, development opportunities, task 

variety, welfare, and support from line manage, colleagues and senior management) are linked to positive 

employee engagement of all types, and might therefore be useful tools for enhancing engagement. (Selvarasu & 

Subbu 2014). This paper proposes to establish a link between effective organizational practices and high 

employee engagement. It will also discuss the impact of high engagement levels on organizational performance 

the study will explore employee engagement as an important emerging concept and proposes to put forward the 

organizational practices and resources which work as enablers to enhance engagement levels of employees.  
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1. Introduction 
Employee engagement has emerged as a critical organizational aspect especially in the recent times, when 

organizations are grappling with the global recession challenge. Contemporary organizations have been using 

employee engagement with great frequency. As businesses across sectors strive to exist and compete, one of the 

most important aspect which should be given due attention by HR managers is the physical and mental 

wellbeing of their employees. In the turbulent business times employee engagement is believed to be the most 

reliable aspect extending the much required competitive advantage to organizations. 

Employee engagement is the emotional connect of an employee which can be measured by the level of 

commitment and involvement of the employee towards the organization and its environment. It occurs at the 

intersection of employee motivation, satisfaction and effectiveness. Engaged employee is critical to the 

performance and success of business, specifically in the globally competitive 21
st
 century. The Human Resource 

Departments must stress upon understanding the engagement level of employees and introduce measures to 

enhance it. Several studies have proved that the general level of involvement, loyalty and positive approach of 

engaged employees is much higher hence, leading to sustained growth of business. 

Kahn was the first to conceptualize engagement by introducing the aspect of physical, cognitive and 

emotional abilities of an individual being used in varying degrees at work in role performances. People can use 

varying degrees of their selves, physically, cognitively and emotionally in the roles they perform. Personal 

engagement refers to harnessing of the individual self with the work role; the more people draw on their selves 

to perform their roles, the more stirring are their performances. (Kahn 1990) 

Engagement as described by the International Survey Research (2003) is the practice by which a firm 

enhances the commitment and contribution of its human resources to achieve greater business outcomes. Harter 

et al., (2002) defined employee engagement as “the individual’s involvement and satisfaction as well as 

enthusiasm for work”. Several studies have put forward that employee engagement is a strong factor responsible 

for improved organizational performance and competitive advantage; as it has a significant potential to 

positively impact employee retention, loyalty and productivity (Harter et al., 2002; Schaufeli and Bakker, 2004; 

Xanthopoulou et al., 2007; Fernandez., 2007; Bakker et al.,2007; Hewitt Associates., 2004; Hallberg et al., 

2007; Lewicka, 2011 and Saks, 2006). According to (Markos and Sridevi, 2010) Employee engagement touches 

most of the human resource management facets. If every component of human resource were not well addressed 

with proper approach, employees would fail to fully engage themselves in their job roles thereby leading to 

mismanagement. 
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2. Need of the Study 
Research by Development Dimensions International in the area reveals that a mere 19% of employees are highly 

engaged. The corporate executive board which surveyed more than 50000 employees around the world has put 

only 11% employee into the true believer category. The Towers Perrin’s survey of 35000 employees has 

reported 17% as highly engaged employees. Several studies have classified anywhere between 40 to 70% as 

neutral, agnostic employees. An even more alarming revelation is 10 to 20% of employees being graded as 

disengaged who are not only whiling away time at work but also badmouthing the organization and its bosses. 

Gallup has estimated unengaged employees in UK causing cost damage to their companies to the extent of $ 

64.8 bn a year. In Japan the loss of productivity due to disengaged employees is estimated to be $ 232 bn each 

year. One of the primary reasons for such discouraging numbers is continuous downsizing which leads to 

erosion of commitment and loyalty amongst employees. High attrition rates and increasing employee costs has 

forced managements to look anew into modes for improving employee involvement, initiative and performance. 

Experts have suggested that diminished employee engagement level has resulted in low employee loyalty and 

high turnover rate which in turn has severely impacted business success. 

 

3. Methodology  
A meta-analysis of several individual research findings on the topic have been conducted to establish a link 

between effective organizational practices and high employee engagement. It will also discuss the impact of 

high engagement levels on organizational performance. The study will explore employee engagement as an 

important emerging concept and proposes to put forward the organizational practices and resources which work 

as enablers to enhance engagement levels of employees. The paper discusses the role of employee engagement 

as a catalyst in fostering competitive advantage for business through improved employee performance. It has 

attempted to assess organizational factors that influence engagement levels of employees and suggested drivers 

to be implemented for improving engagement levels. 

 

4. Employee Engagement an Antecedent to Organizational Success 
It is imperative for every management to initiate suitable strategies for enhancing employee engagement levels 

to achieve business success. Engaged employees are an asset to the organization as: 

1. They show strong affiliation to the organization and work with a purpose of achieving organizational goals 

2. The job satisfaction quotient, self-motivation levels and commitment to customer satisfaction is 

comparatively higher  

3. Team performance, organizational loyalty, overall performance and productivity is high 

4. Engaged employees display good level of initiative and persistent effort towards achieving organizational  

5. An engaged employee works with a sense of self-gratification towards achieving organizational growth and 

development 

6. Disengaged employees have been shown to be less productive; absent in higher numbers and are more 

likely to leave the company (MacLeod and Clarke, 2009). After extensive survey in the area Gallup has 

categorized employees as Engaged; Not Engaged; Actively Engaged: 

 

Engaged "Engaged" employees are builders. They want to know the desired expectations for their role so that 

they can meet and exceed them 

 

Not Engaged---Not-engaged employees tend to concentrate on tasks rather than the goals and outcomes they 

are expected to accomplish. 

 

Actively Disengaged--The "actively disengaged" employees are the "cave dwellers." They're 

"Consistently against Virtually Everything." They're not just unhappy at work; they're busy acting out their 

unhappiness (Gallup 2011) 

 

5. Research Insights 
A set of work place features and practices combined with certain individual factors are generally responsible 

towards fostering high engagement levels. In order to drive employees in achieving high engagement levels it is 

important that organizations identify these enablers and strategically implement them in their daily functioning.  

Engaged employees are highly motivated, aware about the business context, are committed and work in team to 

improve organizational performance. Organizations on their side need to reciprocate this sense of engagement 

displayed by their employees by working towards developing practices and processes that nurtures engagement, 

which is essentially a two-way relationship between employer and his employees.(Robinson et al, 2004). 
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Employee Engagement 

Employee 

Performance 

Organizational  
Performance 

Leadership 
Empowerment Growth 

Communication 

Work life Balance 

Exhibit 1 May, Gilson & Harter (2004) have Empirically Tested Kahn’s Model of Employee Engagement and 

put forward as below: 

 

Job Enrichment and Role Fit                                       Meaningfulness   

 

Rewarding Co-workers and  

Supportive Supervisory Relations                            Psychological Safety                             Employee 

Engagement 

 

Availability of Resources                                          Psychological  

                                                                                  Availability 

 

In the study on drivers of engagement Mani (2011) has outlined 4 drivers, namely employee welfare, 

empowerment, employee growth and interpersonal relationships (Mani, 2011) Bhatla (2011), in a study of 

employee engagement and its effects on employee performance with respect to Indian banks has identified 

organizational culture and organizational communication as prominent driver. 

 

Exhibit 2 Drivers of Employee Engagement: Aon Hewitt Survey 2011 

 

 
Source: Aon Hewitt Consulting (2011 a), ‘Trends in Global Employee Engagement 

 

Exhibit 3 Model of Employee Engagement 
 
 

 

 

 

 

 

 

 

 

According to Xu and Thomas Cooper (2010) leadership is the key antecedent to engagement.  Research on 

leadership has revealed that specific leadership behaviors have a clear correlation with engagement constructs 

such as motivation, initiative, job satisfaction, commitment and organizational loyalty. Trust in leader, support 

from the leader, and creating a blame-free environment are considered as components of psychological safety, a 

condition proposed by Kahn, which leads to employee engagement (Xu and Thomas Cooper, 2010).  Studies by 

Judge and Piccolo (2004), Lee (2005), Erkutlu (2008), Griffin et al (2010) give an evidence that positive leader 

is clearly linked to engagement behavior.  

A study by Atwater and Brett (2006) identifies three leadership behaviors, namely employee development, 

consideration and performance-orientation. The first two behaviors are labeled relationship-oriented and the 

third as task oriented. Metcalfe and Metcalfe (2008) have presented a positive correlation between leadership 

scales and engagement constructs such as job and organizational commitment, motivation and job satisfaction. 

Papalexandris and Galanki (2009) identify two factors which are positively linked with engagement, namely, 

management and mentoring behaviors such as imparting confidence to followers, power sharing, 

communication, providing role clarification and articulation of vision which could be characterized as 
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inspirational, visionary, decisive and team-oriented. Saks (2006), Bakker et al (2007) state that higher levels of 

engagement is observed amongst employees whose supervisors exhibit higher relationship-related behaviors. 

Communication plays an important role in ensuring employee engagement (Pugh and Dietz, 2008; Wiley et 

al, 2010; Kahn 1992; MacLeod and Clarke, 2009) MacLeod and Clarke, 2009 emphasize employees require 

clear communication from superiors to relate their role with leadership vision Welch (2011) developed a model, 

which puts forward the impact of communication on employee engagement. 

 
 

Antecedents

Senior Management leadership
communication

Communication promoting
- Commitment to the
organization
- A sense of belonging to the 

Emotional engagement:
dedication

Physical
engagement:
Vigour
Behavior

Outcomes:
Innovation
Competitiveness
Organizational
Effectiveness

Availability
Engagement

Cognitive engagement:
absorption

Communication promoting
-awareness of changing organization
environments
-understanding of evolving
organization goals

Meaningfulness

Communication

Safety

Exhibit 4 : Communication and Employee Engagement

Source: The Employee Engagement concept and internal corporate communication: Conceptual Model (Wel ch Mary, 2011)
 

 

CIPD (2006)[23] survey reported that the two most significant driver of employee engagement are having 

opportunities to have their voice held and feeling well informed about what is going on in the organization. 

Communication also encompasses that employee receives feedback about their performance. Wellins and 

Concelman (2005)[24] noted that organizations can enhance engagement in their workforce by creating a 

learning culture and creating individual development plans for every employee. 

Mercer (2007) categorized engagement drivers as: 

 The work itself: Engagement-focused companies should find ways to make work itself an effective driver.  

These companies may have flattened their organizations, with limited opportunities for upward 

advancement. However, a job design which facilitates lateral movement and expanded training should be 

initiated to enable employees to grow within a job. 

 Confidence and trust in leadership: Engaged leaders enable employees to experience expressed values of 

the organization. Effective leaders help employees realize how strategy relates to the varied functioning of 

the organization. 

 Recognition and rewards: Individual and group performance should be recognized as it enhances an 

employee’s sense of the organization’s appreciation. 

 Organizational Communication: Organizations with engaged employees, information have processes 

established which cascades from top management to employees in a timely and orderly fashion, with 

processes established to build upward flow of information from employees to top management. 

According to Saks (2006), the good way for employees to repay their organization is through their level of 

engagement. Employees will choose whether or not to engage themselves in relation to the resources they get 
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from their organization. This perception shows a reciprocal relationship between the supports organizations give 

to their employees and employee’s willingness to make the most of their individual and team performance.  

The resource management model given by (Sirmon, 2007) has two basic tenets. First, organizational resources 

are acquired, developed, and bundled together to generate unique organizational capabilities that can create 

value for the firm. Second, the process of bundling organizational resources is managed, synchronized, and 

leveraged by firm leaders in order to maximize the value that is created by the bundled resources. The resource 

management model also suggests that certain actions (i.e., strategic imple implementation) of the upper echelon 

can foster or “orchestrate” the pursuit of firm strategies as a way to enrich the effects firm-level resources have 

on organizational capabilities (Sirmon et al., 2007). By integrating the insights gained from resource 

management model with engagement theory the HRM can develop a set of resources to motivate and engage 

employees across the organization. The resource management model also suggests that firm leaders play a 

critical role in leveraging organizational resources to generate valuable capabilities (Sirmon et al., 2011).  

Combining firm resources with top managements strategic actions will create enhanced value which will be 

reflected in the increased firm performance. 

Murray also emphasized that senior executives can enhance the effects of the motivationally focused 

organizational resources on collective organizational engagement by aligning their departmental goals with the 

firm’s strategic objectives and by actively monitoring progress toward these goals. (Murray.R 2013) 

When both expectation-enhancing practices and HRM inducements are high, the employee–firm relationship 

shifts away from a short-term, economic based exchange of employee contributions and monetary rewards 

toward a long-term, open-ended relationship in which both employees and the firm commit to and invest in one 

another’s future growth and development (Blau, 1986). 

Transformational leaders generate increased enthusiasm, energy, and commitment within their employees, 

which leads them to exert extra effort and to perform beyond expectations (Bass, 1985).  

An analysis of the above stated studies reveals that employee engagement depends upon several employee and 

organizational level initiatives. These can be categorized under three broad heads 

(1) Employee welfare: The HR managers should take care that effective employee welfare benefits are offered 

from time to time to keep the work force encouraged. Moreover the job design and structure should provide 

for employee empowerment and growth.   

(2) Effective leadership: A transformational leader who exhibits commitment and loyalty will find it easier to 

engage employees. Role clarification creates a sense of job security and mentoring by the bosses makes the 

employee confident to take initiatives and innovate.   

(3) Organizational Communication: A policy of clear and open communication in the organization will create a 

culture of trust and faith in the organization. The communication regarding feedback of employee job role 

and performance should be clear and transparent. A system of extending recognition appreciation and 

reward to meritorious employees will encourage them to contribute beyond organizational expectation  

Thus it is observed from the above studies that a definitive relationship exists between organizational 

practices; employee engagement; improved job performance and organizational success. It is imperative to note 

that employee engagement expects employee outcomes, financial performance and organizational success. The 

stated studies point out an existence of positive traits among engaged employees which lead to achieving of 

personal aspirations which are aligned to organizational goals. It can also be observed that research have 

outlined various determinants of organizational success, to be much higher amongst organizations with higher 

engagements as compared to those with lower employee engagement. 

 

6. Conclusion 
Every management must recognize the power of employee contribution towards organizational success. Thus 

every effort must be made to engage them in the process to realize organizational goals. The organization and its 

employees share a symbiotic relationship, where both depend on each other to gratify their needs and goals. 

Hence, employee engagement should not be a onetime activity but a continuous process (Chandok 2014). In a 

business environment where work places have become virtual it is imperative that the management works 

towards strengthening emotional bond of employees towards the organization. The employee engagement 

programs must be based on attributes like trust, respect, fairness and integrity. To achieve higher levels of 

initiative, commitment and efficiency from employees organizations need to extend necessary job resources 

which will lead to affective, emotional and cognitive bonding of the employee with their work and lead to high 

levels of engagement and efficacy. 

Hence we can conclude that engaged employees drive higher levels of organizational performance by 

enabling improved individual, team performance and effective execution of business strategies. The 

organization and its employees share a symbiotic relationship, where both depend on each other to gratify their 

needs and goals. Hence, employee engagement should not be a onetime activity but a continuous process. To 
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achieve high levels of initiative, commitment and efficiency organizations need to extend required job resources 

which will lead to affective, emotional and cognitive bonding of the employee with their work and result in 

enhanced employee engagement and performance. 
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