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ABSTRACT 

 The challenge today is not just retaining talented people by means of motivation but 

fully engaging them, capturing their minds and hearts at each stage of their work life.  

Managers have been struggling with many challenges to succeed in putting their business in 

advance of their competitors.  Nowadays business firms are making use of sophisticated 

techniques which continue to evolve in order to manage emerging challenges in human 

resource management. Since last quarter of 20th century concepts like job involvement, 

organizational commitment and organizational citizenship behavior started to appear on the 

ground that efficiency and productivity lay within the employee’s ability and commitment. 

Employee Engagement (EE) is one of the modern concepts and many experts contributed for 

its evolution.  This paper aimed to trace evolution of concepts such as Job Satisfaction, job 

involvement, organizational commitment and organizational citizenship behavior and their 

impact on the birth and growth of the concept employee engagement. The construct of EE is 

exclusively reviewed and the mile stones crossed in the growth of the concept were brought 

out. Further it explores the hierarchy of concepts in work related attitude and their 

characteristics, elements of EE, qualities of engaged employees, levels of EE, types of 

employees based on the degree of engagement, and engagement equation. Hence an attempt 

is made to understand the concept from all dimensions.  This review is expected to help easy 

understanding of the concept, EE, by students and teachers in the discipline of management 

and practitioners in the industry. 

 

KEYWORDS: Job Satisfaction, Job Involvement, Organizational Commitment, And 

Organizational Citizenship Behavior, Employee Engagement 

 

INTRODUCTION  

Employee Engagement (EE) has come out as a critical driver of business success in today’s 

competitive environment and it must be an integral part of all aspects of HRM. The construct 

of employee engagement is built on the foundation of earlier concepts like Job Satisfaction, 

job involvement (JI), organizational commitment (OC) and organizational citizenship 
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behavior (OCB). It is the barometer that determines the association of a person with the 

organization and key business driver for organizational success. EE is a strong indicator of 

positive organizational performance clearly showing the two way relationship between 

employer and employee compared to the three earlier constructs viz., JS, JI, OC and OCB. In 

their exhaustive review of the literature Macey and Schneider (2008) argued that most 

definitions of employee engagement seem to have in common several constructs, already 

established in their own right, chief  among these are the constructs of job involvement, 

organizational commitment, and organizational citizenship behavior. A number of 

considerations lead to the view that EE is a new construct. In order to look into the 

uniqueness of EE, one needs first to draw the borders among competing concepts and to 

emphasize the contribution of EE beyond them. Hence the theories of JS, JI, OC and OCB 

and EE are reviewed below. 

This article limits itself to critically look at the basic concepts on employee engagement 

based on recent literature only. The article has two major objectives. Firstly, the article 

explores the evolution of the concept, its definition and how it is different from the earlier 

concepts such as job satisfaction, job involvement, organizational commitment and 

organizational citizenship behavior. Secondly, the article discusses the factors or drivers 

which significantly influence employee engagement. 

Earlier Concepts and Employee Engagement 

Job Satisfaction 

Locke (1969) defined job satisfaction as "a pleasurable or positive emotional state resulting 

from the appraisal of one's job or job experience. This attitude has three important 

dimensions; One it is emotional response to a job situation. As such it cannot be seen , it can 

only be inferred, Second it is often determined by how well outcome meet or exceed 

expectation. On the other hand, if they feel they are being treated very well and are being 

paid equitably, they are likely to have positive attitudes towards the job and Third it 

represents several related attitudes which are most important characteristics of a job about 

which people have effective response. (Luthan 1998). 

Organizational Commitment (OC) 

Mowday et al (1976, 1982) defined organizational commitment as the relative strength of the 

individual’s identification with and involvement in a particular organization and its goals and 

wishes to maintain membership in the organization. It is characterized by three related 

factors: 
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a. A strong belief in and acceptance of the organization’s goal and values 

b. A willingness to exert considerable effort on behalf of the organization. 

c. A strong desire to maintain membership in the organization. 

Job Involvement (JI) 

It has been defined as psychological identification with a job. It is an attitude toward the work 

role and its context (Kanungo 1982).  A job involved person sees her or his job “as an 

important of his or self-concept” (Lawher and Hall 1970).  Two basic concepts of job 

involvement (JI) are: i. The degree to which a person’s sense of esteem is affected by job 

performance and ii. Job context to the individual’s self-image and centrality of work 

(Rabinowitz and Hall 1977). 

Organizational Citizenship Behavior (OCB) 

OCB was first mentioned in the early 1980s (Smith et al 1983; Organ, 1988) and was 

suggested as the good soldier syndrome of role behavior that is above the formal 

requirements in the organization. The initial formulations of good citizenship behavior in 

organizations expressed the ability and willingness of employees to contribute above and 

beyond call of duty - organizational rules and procedures and so on. 

Robbins (2005) defined OCB as voluntary individual behavior which is not part of formal job 

requirement but still contributes for the effective functioning of the organization. He further 

indicated that successful organizations require OCB of employees that go beyond their formal 

job duties and perform beyond expectations. The organizations possessing employees high on 

OCB are also more satisfied in the job demonstration, higher organizational commitment and 

higher job involvement and are more successful than others in the organization (Podsakoff et. 

al 2000; Bolino and Turnley, 2003). 

Effects on EE and Hierarchy of Work Related Attitude 

There exists a hierarchy in work related attitude.  JS has an impact on JI, JI has influence on 

OC and OCB and so also OC on OCB.  

Job satisfaction is an individual’s general attitude toward his or her job. A person with a high 

level of job satisfaction holds positive feelings about the job, while a person who is 

dissatisfied with his or her job holds negative feelings about the job. A closely related 

concept is job involvement. Job involvement is the degree to which a person identifies with 

his or her job, actively participates in it, and considers his or her performance important to 

self-worth. High levels of job involvement are positively related to organizational citizenship 

and job performance.  
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Researchers demonstrated a significant positive influence of job involvement on some 

dimensions of OCB. Dimitriades (2007) reported positive effect the service climate of 

frontline Greek employees on their customer-oriented OCB and job involvement had a 

sizable influence on this effect. According to Chughtai (2008), job involvement had a 

positive effect on OCB even after controlling for some demographic factors and the same 

result was reinforced by Chen and Chiu (2009). 

           Affective, continuance, and normative commitments constitute organizational 

commitment (Meyer & Allen 1984; Allen & Meyer 1990). Of these three components, 

affective organizational commitment is considered to be the most important form that has an 

influence on employees’ behaviour within their organizations. Therefore, employees’ high 

affective organizational commitment is expected to have positive effect on their work 

behaviours, including OCB. Ariani (2013) tested the relationship between employee 

engagement and organizational citizenship behaviour (OCB). The author involved 507 

participants in the survey in employee engagement scale and organizational OCB scale of 

service industries in Yogyakarta, Indonesia. The results indicated a significant positive 

relation between employee engagement and OCB.  This result also indicated no differences 

between employee engagement of female and male. 

            This review clearly confirms the hierarchical nature of the employees’ attitude and is 

depicted in Figure 1. Job Satisfaction, Job involvement and Organisational Commitment 

impact OCB which in turn has significant effect on employee engagement. 

 

Figure 1. Hierarchy of work related Attitude 

There are of course differences among these concepts when you consider different 

dimensions. The fundamental characteristics of each of the four attitudes are shown in the 

Table 1. 
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The table suggests that JS OC, JI, OCB and EE all share some variance as they are 

considered job or work–related attitudes or behaviors that emphasize a positive interaction of 

individuals and the workplace. Nevertheless, EE emerges with some uniqueness compared 

with the others as a sort of an “omnibus” construct since: i. Its scope is larger than the other 

three, ii. Its source of behavior is related much more to work and organization, iii. Its 

personality type is high on “active coping”, iv. Its basic orientation is non-submissive 

(therefore making its management more challenging), v. Its situational compatibility is 

unlimited, and vi. It is high on inter-organizational transferability. 

Table 1. Fundamental Characteristics of the Four Attitudes 

Dimension JS JI OC OCB EE 
Scope Intra-role Intra-role Intra-role Extra-role Intra & extra-

role 
Source of 
behavior  

Job 
identification 

Job identification Role 
identification / 
internalization 

Voluntary, non-
specific 

Dispositional/ 
motivational  

Personality  type Reactive Care and 
understanding 

Team player Respect towards 
people, authority 
and institutions  

Optimistic / 
proactive 

Basic orientation Normative 
compliance & 
participation 

Normative 
compliance & 
participation  

Social 
compliance/ 
collaborative 

Normative 
compliance & 
participation  

Initiative & 
enterprise 

Assistance target Unit Unit/ 
organization 

Unit/ organization Personal /team / 
work group/unit 

Organization 

Situational 
Compatibility 

Job knowledge, 
skills 

Job knowledge, 
skills experience  

Unlimited Personal/ team 
interdependence 

Unlimited 

Inter 
Organizational 
transferability 

Low Medium Low Medium High 

Guiding discipline Industrial – 
organizational 
psychology 

Industrial – 
organizational 
psychology 

Industrial – 
organizational 
psychology 

Management Social and 
behavioral 
science 

Source: (Lior 2010) 

Hence, it is justifiable that organizations should consider adding EE to the arsenal of 

theoretical concepts such as JS, JI, OC, and OCB and may thus become a much more 

appropriate alternative to encourage highly committed and involved employees as well as 

fostering good organizational citizens. In contrast to JS, OC or JI, OCB and EE are individual 

characteristics easily transferred from one organization to another since they reflect a 

principle attitude of individuals toward institutions. As a result, these are not likely to 

interfere with inter-organization moves and will always allow the individual to express the 

same quality and intensity of involvement that organizations are so keen on having. EE, on 

the other hand, is a dispositional characteristic rather than purely attitudinal (Macey& 
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Schneider, 2008) and also being rooted in the general social and behavioral sciences rather 

than in a limited disciplinary section of industrial psychology or management.     

Evolution of Concept of Employee Engagement 

The construct of EE has evolved overtime and different authors and researchers have 

contributed significantly for the evolution the concept from different angles. Generally, it is 

commonly viewed that the engaged employees are emotionally attached to their organization 

and highly involved in their job with a great enthusiasm for the success of their employer, 

going extra mile beyond the employment contractual agreement.  

Csikszentmihalyi (1975) defined EE as the holistic sensation that people feel when they act 

with total involvement while Kahn (1990) defined EE as the harnessing of organization 

members’ selves to their work roles. And a robust description was conceived by Rothbard 

(2001) as engaged employees as being fully physically, cognitively and emotionally 

connected with their work roles. Cognitive engagement refers to employee’s beliefs about the 

company, its leaders and the workplace culture. Emotional aspect is how employees feel 

about the company, the leaders and their colleagues. The behavior factor is the value added 

components reflected in the amount of efforts put into their work - e.g. brain power, extra 

time and energy.  

A positive fulfilling work related state of mind that is characterized by vigor, dedication and 

absorption was EE (Schaufeli, 2002). Vigor was referred as high level of energy and mental 

resilience on the job and persistence in the face of difficulties and willingness to invest effort 

in one work. Dedication meant a sense of inspiration providing significant enthusiasm and 

challenge at work. Absorption is being happy fully concentrated and deeply engrossed in 

one’s work. 

A differentiation was observed between EE and job satisfaction and organizational 

commitment. The former construct is characterized by activated, high arousal and positive 

feelings at work, and high level of energy, enthusiasm and vigor while the latter constructs 

namely job satisfaction and organizational commitment are characterized by less activated 

positive feelings such as pleasure and comfort (Russell, 2003). Close to this concept was 

proposed by Harter et.al (2002) which considers EE the individual involvement and 

satisfaction with as well as enthusiasm for work.  

Robinson et.al (2004) considered engagement as a positive attitude held by the employee 

towards the organization and its value. So the engaged employee is aware of the business 

context work with colleagues and Wellins & Concelman. (2005) used the term job ownership 
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as a synonyms of engagement to improve performance within the job for the benefits of the 

organization. Lucey et. al (2005) interpret gall up engagement index as measuring how each 

individual employee connects with company and with customers. The employee engagement 

is also related to the concept of customer engagement which has the dimensions of 

confidence, integrity, pride and passion (Gallup’s Human, Website, 2005). Further, valuing, 

enjoying and believing in what they do constituted the EE (Development Dimension 

International, 2005).  

Engagement is the diffuse and state –like (versus trait like or momentary emotion like) nature 

of engagement and that the engagement is a more persistent and pervasive, affective and 

cognitive state that is not focused on any particular object, event, individual or behavior 

(Schaufeli et.al 2006). Dell Inc. took a different dimension stating that employee engagement 

is: “To compete today, companies need to win over the minds (rational commitment) and the 

hearts (emotional commitment) of employees in ways that lead to extraordinary effort” 

(Vance, 2006). 

Macey and Schneider (2008) aim to define engagement as a trait, a state, a set of behavior or 

characteristics of the work environment or a combination of these.  As per Bakker et. al. 

(2008), engagement was best conceptualized by a high level of energy and a strong 

identification with one’s work.  Engagement is an individual’s sense of purpose and focused 

energy evident to others in the display of personal initiative, adaptability, effort and 

persistence directed toward organizational goal (Macey et al 2009).  

Newman et.al (2010) argued engagement as part of a higher order overarching job attitude or 

a factor which encompasses affective commitment job satisfaction and job involvements.  

The International Survey Research (ISR) defined employee engagement as, “a process by 

which an organization increases commitment and continuation of its employees to the 

achievement of superior results”.  The ISR separates commitment into three parts; cognitive 

commitment, affective commitment, and behavioral commitment or think, feel and act. 

Elements of Employee Engagement  

     The manager has to be aware of how to improve the attitude in the workplace?  It is 

important to identify the key elements which will help to produce engaged and more 

productive employees. When these principles are applied, they have been shown to improve 

overall business performance. These principles were created from more than 30 years of in-

depth research and have been used to predict employee and workgroup performance. Some of 

the key elements which are important for EE are commitment, motivation, loyalty and trust. 
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Commitment  

Real concerns and commitment on the part of the management about the welfare of 

employees will improve the degree to which individuals associate themselves with the jobs, 

responsibilities and the organizational objectives. 

Motivation 

Proper rewards and recognitions can further motive them to achieve more and more for their 

organization. Until recently, it was believed, the biggest motivation is achievement. Both 

motivation and achievement go hand in hand. 

Loyalty 

Employees who are actively engaged in their work show more loyalty towards the 

organization. They also feel that they are accountable for their job responsibilities and 

achieving good results. 

Trust 

There must be strong emotional bond with the organization.  The management should also 

show the trust in employees’ abilities and support them in their tasks in a different and 

innovative manner. 

Qualities of Engaged Employee 

The good qualities of employees are critical to EE.  They are expected to yield good results. 

There are three types of employees which are actively engaged, ambivalent and actively 

disengaged.  Actively engaged group will go above and beyond and do more than what is 

asked of them. Generally they have the admirable qualities such as: attentive, responsible, 

energetic, passionate, accountable, finish work on time, never miss work, recognize own 

strengths and weaknesses, and participate in out‐of‐office activities, extend voluntary help to 

the colleagues and supportive in the workplace. Dustin (2011) reports the characteristics of 

employee engagement viz. taking up more projects, stay late to meet the deadline, regularly 

arrives early for work, proactively share cost saving ideas to the managers, participates 

regularly in the training program to develop personal and professional skills. 

Levels of Employees’ Engagement 

Many managers encourage employees to contribute ideas in making management decisions. 

But most managers develop themselves. Managers like to develop their own solutions 

because they want to show how good they are in providing solutions which will help them to 

move up in their career path and, further, engaging themselves  in substantive issues makes 

them enjoyable than deriving ideas out of subordinates 



JOURNAL OF INTERNATIONAL ACADEMIC RESEARCH FOR MULTIDISCIPLINARY 
Impact Factor 1.393, ISSN: 2320-5083, Volume 1, Issue 11, December 2013 

 

544 
www.jiarm.com 

 While we consider ownership a key factor in the essence of engagement, it is important to 

make an engaged culture thus pushing ownership down throughout the organization. Through 

this process, it is critical to make employees feel that their input is genuinely accepted.  Mitch 

(2009) arrived at four levels of employee engagement. The depth of engaging them makes 

different levels and lead to different impacts on the outcome. 

Basic Engagement– Level one 

Clear direction, good supervision, empowerment, career development, open communication, 

recognition and creating a great place to work are motivational factors which will yield some 

good results. 

Employees as Suppliers of Services- Level two 

This next level of engagement creates an environment in which employees are encouraged to 

think of themselves as running their own businesses, as suppliers of services. Employees 

should learn to see their managers as customers and they are to be oriented to market and 

develop their businesses for themselves. 

Career development, reframed as business development, is thus in the hands of employees. A 

culture of engagement, at this level, requires managers to treating employees as supplier-

partners and encouraging them to acquire a feeling of ownership, a culture of encouragement, 

is required from the managers. 

Engaging Leadership- Level three 

Level three engagement requires a deeper culture change is required at this stage in the form 

of managers to fundamentally reframe their roles by seeking inputs from employees but it 

also puts more pressure on employees to do more thinking and be less content to merely 

follow directions. Thus at level three engagement entails shifting from heroic, 

transformational leadership to a more engaging model in which  managers will be more of  

facilitators rather than solution providers. Engaging questions need not be confined to 

brainstorming sessions or quality circle meetings. 

Ownership to Passion- Level four 

A more significant culture change is needed at this level wherein employees contributions are 

reframed as bottom-up leadership instead of mere suggestions and ideas. Greater confidence 

is to be instilled among employees and it should make them to challenge their bosses while 

managers need to develop more receptivity to being challenged.  

This move engages employees by making them feel a stronger sense of providing direction to 

the organization, or at least a small part of it. 
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             These new cultures at different levels make reducing the gap between managers and 

employees.  This form of showing leadership as bottom-up goes a long way toward 

equalizing this balance of power, thus creating more shared ownership and a stronger group 

effort to help organizations prosper.  

Types of Employees 

  The engagement can of different degree across individuals which can be of truly and 

actively engaged, not engaged and actively disengaged.     

Actively engaged 

The Rutledge explains that truly engaged employees are: 

 

i. Attracted to and inspired by their work (I want to do this) 
ii. Committed (I am dedicated to the success of what I am doing) 
iii. Fascinated ( I  love what I am doing) 
 
Not engaged  

They are sleep walling through their workday. And tend to concentrate on tasks rather than 

the goals and outcomes they are expected to accomplish. They need directions and they 

complete the work but their potential is not tapped. Further, they are not passionate about 

their work  

Actively disengaged 

They are the “cave dwellers”. They act consistently against virtually everything”.  This group 

is not happy at work they are busy acting out their unhappiness and they sow seeds of 

negatively at every opportunity. Coworkers are often troubled by this category.  This type of 

workers relies on each other to generate products and service, the problems and tension. They 

can cause great damaged to an organization’s functioning. 
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The Engagement Equation 

Managers should be catalysts for full engagement. Engagement is a personal equation shaped 

by individual employees’ unique values, interests, talents and aspirations. Full engagement 

depends on employees having a thriving personal connection with their work and a belief that 

they have a promising future with organization. Full employee engagement represents an 

equation between maximum satisfactions for the individual and maximum contribution for 

the organization. The Engagement Equation explains the drivers of employee engagement, 

and how to best use them to reach your company’s goals. With The Engagement Equation, 

one can gain inside knowledge of our proven management solutions, and how to implement 

them successfully. 

Zinger (2010) proposes a new equation to recalculate and improve employee engagement.  

Strong Employee Engagement = Small Steps + Good Work. 

He further proposes, 

The Employee Engagement Equation= Small action steps + good work + performed daily. 

Christopher et al (2011) explains engagement equation as the drivers of employee 

engagement, and how one can use improved engagement to execute strategy, reduce costs, 

and meet one’s organizational goals. Equations focus on individuals' contribution to a 

company's success and personal satisfaction in their roles. Equating employees' values, goals, 

and aspirations with employees’ values, goals, and aspirations with those of the organization 

is the best method for achieving the sustainable employee engagement. Some research brings 

out that engagement is fundamentally an individual equation yet everyone owns a part of the 

equation. 

Drivers of Employee Engagement 

Many research studies have examined the proportion of engaged and is engaged employees. 

Also studies looked at what is the factors really driving employee engagement. Dale (2012) 

teamed with MSW Research covering a national survey of 1,500 employees found that 

although there are many factors that impact employee engagement, there are three key drivers: 

 • Relationship with immediate supervisor 
 • Belief in senior leadership 
 • Pride in working for the company 
Molinaro and Weiss (2005) found some striking similarities in the factors that drive 

engagement and the personal investment that employees make to their organizations. 

Employees wanted to be a part of a winning organization. Organizations with a strong 

network of admired leaders create the conditions for high engagement.  Employees were keen 

to have positive working relationships with high caliber and professional colleagues. 
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Employees wanted to do meaningful work that will have an impact to the organization and 

wanted that the organization’s customers are touched by their work. The study also concluded 

recognition is an important driver of employee engagement. It was also reported that 

organizations which adopted the cultures that value employees to achieve life balance were 

benefitted with highly engaged employees. 

 

CONCLUSION 

 This paper reviewed the evolution of the   ‘Employee Engagement’ in the broad area 

of work related attitude. Employee engagement is not a new field in corporate environment.  

Employee engagement—like innovation or effective management— has got enriched over 

years by researchers and experts by adding more value to the concept.  In recent years 

corporate management is turning to provide more attention to employee engagement as they 

explore all options for developing a competitive advantage. Increasing engagement is one of 

the few ways to boost productivity without additional headcount or new technology.  Capital, 

resources, and markets are external factors but organizational culture and the engagement of a 

workforce are things that cannot be acquired or outsourced. Organizations around the world 

are putting an ever-growing emphasis on employee engagement as a way to drive better 

business results. Review of this concept affirms that organizations can only reach peak 

performance if all employees from entry level to executive suite are fully engaged.  EE is 

fundamental to build team dynamics and foster a culture that embeds engagement throughout 

every division and function. There are hundreds of surveys of the employees across the world 

provide substantial evidences to confirm the conclusions and interpretations made in this 

review. The process of evolution of EE concept clearly indicates the high possibility of 

transformation of this concept in the future as management science and global economies 

develop. 
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