Human resource management

UNIT 3: Work engagement




TOPICS DISCUSSED

* How to measure the work engagement of remote
workers

* Concept »UWES« vs concept »Gallup Q12«

* How to improve the work engagement of remote
workers




* We have already that organizational behaviour
Intl"Od UCtiOn was the prevailing paradigm of the 20th century.
One of the foundations of behaviour is the
stimulus-response (S-R) theory. The S-R theory
claims that human behaviour is the result of
responses to environmental stimuli in the form of
reactions and behaviours (Kitchener and
O'Donohue, 1999).

* This is the basis of behaviour based management;
managers thus elicit the desired behaviours in
employees, for instance by:

etrying to meet employees’ needs;
etrying to ensure job satistaction;
etrying to avoid elements of job
dissatisfaction;

edeveloping organizational culture;
emaintaining organizational climate;
ectfc.

But human behaviour is thus not only affected
perception but also by dispositional factors, such as
personality, for example.




The concept of

work engagement

The concept of work engagement is thus quite
different from theories based on organizational
behaviour.

William Kahn was the first to scientifically study
employees’ work engagement. Kahn (1990) studied

the employees’ attitudes towards their work
assignments.

His research led Kahn to believe that engagement is
intrinsic to each individual. An employees’
engagement describes the personal effort invested
into their work. As opposed to that, personal
disengagement implies an individual’s retreat and a
spontaneous defence mechanism, and primarily
indicates an obscuring of true identity.

Kahn determined that employees’ engagement should
be treated separately from their disengagement,
since these are two distinct categories.

Personal engagement is an individual's spontaneous
response and a fundamental, personal reflection of
themselves. An individual’'s engagement reflects their
attachment to their work task and others connected
to it. Engaged individuals possess qualities such as
energy, cognitive abilities, and similar, which are
mirrored in their efforts.




Work engagement - 1

Employee engagement means his personal effort
invested in work. In contrast, personal detachment
means the simultaneous withdrawal of the man himself,
an automatic defensive reaction, and pretferentially
reflects the concealment of true identity.

QUESTIONS EXAMPLES OF UWES

Mental strength is reflected in the energy
invested in work, mental strength, positive
feelings about work, perseverance, and
resilience (to possible failures).

Dedication is reflected in the importance one
attaches to work, enthusiasm, inspiration, pride
in work and achievements, and the challenge
that work presents to someone.

Absorption, on the other hand, refers to how
much work someone takes on, enjoys, and so on.

SITUATIONAL FACTORS

The meaning of the work task means "the
feeling of returning the investment in the
execution of the work task".

Security means the feeling of staying employed,
without tfear of employment, self-esteem and
one's own career.

Availability means having the physical energy,
emotions, and mental energy needed to perform
a work task.




Work engagement - 1

COMPARISON OF THE CONCEPT OF QUESTIONNAIRE UWES and Q12‘

UWES - S (developed by Schaufeli and Bakker)

Gallup Q12 (source: www.gallup.com)

Mental strength and energy (Vigor)

When | learn, | feel mentally strong.

| can learn continuously for a long time.
When | learn, | am full of energy.

| am driven to learn.

When | wake up in the morning, | can’t wait
to go to school.

¢ Do you know what is expected of you at
work?

¢ Do you have the materials and equipment to
do your work right?

e At work, do you have the opportunity to do
what you do best every day?

¢ In the last seven days, have you received
recognition or praise for doing good work?




Work engagement - 2

UWES - S (developed by Schaufeli and Bakker)

Gallup Q12 (source: www.gallup.com)

Dedication

e | believe that my schooling has meaning and
significance.

e Learning inspires me.
e | am passionate about schooling.
e | am proud of my schooling.

e Schooling is a challenge for me.

Absorption
e When | learn, time passes quickly.
e |learn, | forget everything else around me.

e Intensive learning is a pleasure.

e Learning can take me completely by surprise.

Does your supervisor, or someone at work,
seem to care about you as a person?

Is there someone at work who encourages
your development?

At work, do your opinions seem to count?

Does the mission/purpose of your company
make you feel your job is important?

Are your associates (fellow employees)
committed to doing quality work?

Do you have a best friend at work?




How to improve

work engagement?

However, as Kahn pointed out, engagement is intrinsic
to people. Kahn (1990) further concluded that there is a
connection between employees’ individual engagement
and the meaning they ascribe to specific situational
factors:

eMeaningfulness of a work task refers to a person’s
sense of receiving a return on their investment into a
given task.

eSatety refers to a person’s sense that they can remain
in work, without fear of losing their job, their self-
image, and their career.

eAvailability refers to a person’s sense that they have
the physical, mental, and emotional energy necessary
for the realisation of a task.

Schauteli (Schauteli, Bakker, 2004) conducted a survey
on a sample of 9,679 people. His two key tindings are
as follows:

eengagement differs among various occupational
groups;

ean employee’s statistically significant lower score of
engagement in relation to the occupational group may
indicate problems at work.
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