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1. Introduction 
The buzz worrd of the current globalisied economy is employee engagement  and this term is still deabated and researched both 
by academia and corporate houses.Employee engagement is a workplace approach designed to ensure that employees are 
committed to their organisation’s goals and values, motivated to contribute to organisational success, and are able at the same time 
to enhance their own sense of well-being.In addition, the employee mix of todays generation which constitutes both Gen X and 
Gen Y are looking for environment where they can be engaged and feel that they are contributing in a positive way to something 
larger than themselves.In particular, engagement is a  two way approachorganisations must work to engage the employee, who in 
turn has a choice about the level of engagement to offer the employer. Each reinforces the other.An engaged employee 
experiences a blend of job satisfaction, organisational commitment, job involvement and feelings of empowerment. Despite there 
being some debate about the precise meaning of employee engagement there are three things which we have attempted  to identify 
in this paper .The first one being what are the key factors or drivers which effects engagement,whether  it can be correlated with 
job satisfaction,organisation commitment and employee turnover . Most importantly employers can do a great deal to impact on 
people’s level of engagement. That is what makes it so important, as a tool for business success. 
 
1.1. Objective of the study 

 Reviewing various employee engaggement models. 
 Developing a conceptual framework of employee engagement which can be used in the contemporary organisations. 

 
2. Literature Review 
 
2.1. Models of employee engagement 
 
2.1.1. Saks Model 
Saks (2006) also had conducted a study  with an objective to test a model of the antecedents and consequences of job and 
organization engagements based on social exchange theory. Saks in his study  argues that  allthough both Kahn’s (1990) and 
Maslach et al.’s (2001) models indicate the psychological conditions or antecedents that are necessary for creating an environment 
of  engagement, are not fully able to  explain why individuals will respond to these conditions with varying degrees of  
engagement. A stronger theoretical rationale for explaining employee engagement can be found in social exchange theory 
(SET).This was the model developed by Saks. 

 Work engagement  or Job engagement measures three dimensions: vigor, dedication, and absorption. The  instrument 
is the Utrecht Work Engagement Scale (UWES) meassures work engagement where Vigor is described as, “being fully 
charged with energy and resilient in one’s work even during a regular ‘dull’ day when nothing particular happens.” 
Dedication is, “being proud of one’s work and convinced that what one performs is  significant.” Finally, absorption is 
the concept of, “being carried away by work, forgetting everything in  one’s surroundings, looking at your watch and 
finding that you have missed your coffee break without  even noticing.”  (Hallberg, 2005). 

 Organization engagement implies loyalty to organisation which is one of the subcomponents  of Organisation 
Citizenship Behavior (OCB) .OCB has several sub-components that can be grouped into seven common dimensions: 
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Abstract: 
Employee engagement is the state in  which employees feel passionate about their jobs, are committed to the organization, and 
put discretionary effort into their work. The challenge today  is not just in terms of how to correctly measure employee 
engagement, but also to be able to sustain the same. This is where creating the correct engagement  framework is fundamental 
to the business strategy.This study has been undertaken to develop a conceptual framework of empolyee engagement which 
help the organisations to engage the diverse workforce. 
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helping behavior, sportsmanship, organizational loyalty, organizational compliance, individual initiative, civic virtue, and 
self-development. 
 

 
Figure 1: Saks 2006 

 
The results of the study stated that job and organization engagements are related but distinct constructs. .Participants’ scores were 
significantly higher for job engagement compared to organization engagement. This study also reflected , the  relationships 
between job and organization engagement with the antecedents and consequences differed in a number of ways suggesting that the 
psychological conditions that lead to job and organization engagements are different. 
 
2.2. Model of Ologbo C. Andrew and Saudah Sofian  
In another  study (Ologbo C. Andrew and Saudah Sofian,2011) employee engagement was addressed incorporating the two types 
of employee engagement, Job Engagement, which is the level of employee’s  committed and dedication to his job role and 
Organization Engagement, which is the level of employee commitment  and loyalty to their organization.  
 

 
Figure 2: (Ologbo C. Andrew and Saudah Sofian,2011) 

 
The above diagram demonstrates that employee communication,employee development,Co- employee relationship,image of the 
firm,reward and recogniton and ledership are the determinants of employee engagement. 
 

 
Figure 3: Corporate Council Leadership Model 

 
The above figure depicts that engagement levers to rational commitment .The rational aspect of commitment comprises of  salary, 
monetary benefits, and job growth potential and development. The emotional aspect is based on employees' ethics, beliefs, and 
satisfaction in regard to his/her job choice.When emotional and rational commitment is acheieved then it leads toDiscretionary 
Effort.Discretionary  effort implies  an employee’s willingness to go “above and  beyond” the call of duty, such as helping others 
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with extra work loads volunteering   for additional duties, and looking innovative ways to   perform their jobs more effectively.  
Intent to Stay  is the desire to stay in the organization, based on whether they intend  to look for a new job.(Corporate Leadership 
Council) 
  
2.3. Job Characteristic model and Employee Engagement 
Hackman and Oldham (1980), who developed the Job Characteristics Model. This identifies five core job features: 

 Skill variety: the extent to which a jobholder is required to use a range of different skills.Identity: the extent to which a 
job involves the completion of a ‘whole’ piece of work with end-to-end responsibility. 

 Significance: the amount of impact that a job has, and the contribution that the job makes. 
 Autonomy: the amount of discretion that the jobholder has in making decisions about what to do and how to do it. 
 Feedback: direct information about the performance requirements of the job. 

Various studies have reflected the fact  that the design of work affects how engaged people are (Humphrey et al., 2007).  Christian 
et al (2011) found  that job characteristics such as task variety, autonomy, significance and feedback had all been positively  
related to engagement .The same relationship have been  found in  other studies to be linked with motivation (Fried and Ferris, 
1987; Hackman and Oldham, 1980).William Kahn’s (1990)study of work engagement showed how the context within which  
work is carried out combines with features of the work itself to foster high levels of engagement. Job design is  important for 
engagement becuse  well designed When people find their work monotonous and undemanding, this can lead to psychological 
distress and disengagement as employees interest starts declining (Morgeson and Humphrey, 2006; Work Foundation, 2009. 
 
2.4. Aon Hewitt model of Employee Engagement 
Aon Hewitt Engagement ,Gallup ,Hay Group and Mercer consulting  measures engagement across the organisation   with the help 
of the following  drivers are illustrated in the diagram that follows. 
 

 
Figure 4 

 
2.5. Sirota’s Three-Factor Model of Engagement 
Intellectually Engaged employees are constantly improving the company with new and creative ideas and innovations while 
maintaining a generally positive view of both the company itself, and their relationship with it.  

 Emotionally Engaged employees are proud, passionate and enthusiastic about the company.  
 Behaviorally Engaged employees are willing to go above and beyond for the company, their customers, and their team 

members while advocating on behalf of company and remaining loyal.  
Research suggests that engagement is achieved through the satisfaction of three primary engagement factors. 

 Achievement – To take pride in one’s accomplishments by doing things that matter and doing them well, to receive 
recognition for one’s accomplishments, and to take pride in the organization’s accomplishments.  

 Camaraderie – Having warm, interesting, and cooperative relations with others in the workplace; achieving a sense of 
community, belonging, and collegiality.  

 Equity – Being treated justly in relation to the basic conditions of employment with respect to others in the organization 
as  well as minimum personal/societal standards. 

 
3. Developing the Conceptual Framework 
The literature show far reviwed is obtained from various organisations .Most researches emphasize merely the importance and 
positive impacts of employee engagement on the business outcomes, failing to provide the barometer to meassure the level of 
employee engagement. Engagement activity  decision should be evaluated in terms of how effectively it will increase the level of 
engagement. Drawing from practitioner and academic research, the following new employee engagement framework has been 
sketched in this study. This framework offers a new measure of employee engagement, along with its antecedents and  outcomes. 
Such a framework will enable organizations to better understand how engagement may vary by employee or group and identify 
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the key drivers that influence engagement. Most importantly, the linkages between employee engagement and business outcomes 
can also be assessed.  
 

 
Figure 5: Conceptual Framework 

 
3.1. Role Clarity ,Relationship with Peers and Managers and Engagement 
Various reserach work has also suggested that when goals are cascaded from organisation level to individual levels leads to goal 
clarity of an individual which leads to an engaged employee.(Rebecca McNiel2012).Employees when start doing the work of the 
peers and their managers will create engaged employees and it will be difficult  for employers to replace these employees.The 
relationship with peers and the mangers would lead an employee to move beyond his job responsibilities.(Theresa 
Melbourne,2003).preciative of personal needs, able to spend time with family, Scope for Advancement and Career Growth (well 
designed policy, adequate opportunities for career growth and advancement, clearly laid down career growth paths; 
implementation of the promotion policy in a fair and transparent manner, help to the employees in achieving growth) . Several 
other researches also reflect that while organisations  consider both finan- cial and nonfinancial tools for attracting,engaging, and 
retaining employees, it would be a mistake to conclude, based on  general surveys, that monetary rewards are not highly 
important.Compensation should take into account both pay variabilitiy for the specific job positon across the industry and the 
individual performance only then it will be an apt factor which can lead to engagement(Saral R Rynes 2004).Involvement of 
people in the goal setting process,frequency of appraisal and how appraisal is tied with thepersonal development plan plays  a vital 
role in the engagement process (Elane Frnadell et al 2011). 
 
3.2. Engagement and Organisaton Support 
The study conducted by (A.Gokul, G.Sridevi & Dr.P.T.Srinivasan 2012)  has exhibited that positive organizational support 
through employees’ dedication is important for them to be affectively committed to their organization. Research has well 
established that committed employees are 
better performers. Hence organizations need to strive better to provide a supportive climate for their employees to be better 
committed and hence perform better.Hence in this conceptual framework we have used Organisation Support as one of the drivers 
of employee engagement. 
 
3.3. Engagement and Employee turnover 
Employee retention and turnover are actually the opposites of the same thing.Employee retention means the number of employees 
continuing  to serve the organization,and employee turnover refers to the amount of employees leaving the organiza-tion due  to 
different reasons.To state it diferently  in  most of the organizations the re-ention of employees is desired and turnover  is usually 
not under control   and  undesired.(Phillips and Connel, 2003).Ivanovic (2007, p. 227) presents a definition of retention by The 
Dictionary of Human Resources and Personnel Management, that retention is “the process of keeping the loyalty of existing 
employees and persuading them not to work for another company ‘...a systematic approach to human resource planning can play a 
significant part in reducing recruitment and retention”. 
 
3.4. Engagement and Job satisfaction 
Low engagement and job satisfaction can contribute to multiple organizational problems and have been associated with increased 
levels of turnover and absen-teeism, adding potential costs to the organization in terms of low performance and decreased 
productivity. It is important for HR professionals to be aware of the needs and makeup of their workforce, as well as the impact of 
environmental factors, when developing their programs and policies. As the job market ex- 
pands, it will be particularly important for HR professionals to pay close atten-tion to aspects that are engaging their workforce 
and important to employee job satisfaction—including specific differences by employee demographics such as age, gender or 
tenure.(SHRM 2012). 
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3.5. Emgagement and Commitment 
In this business environment  employees and employers have traditionally made a tacit agreement: In exchange for workers’ 
commitment, organizations would provide forms of value for 
employees, such as secure jobs and fair compensation. Reciprocity affects the intensity of a commitment. When an entity or 
individual to whom someone has made a com-mitment fails to come through with the expected exchange, the commitment 
erodes.(Robert J Vace SHRM 2012) 
 
3.6. Engagement and Employee turnover 
Similarly, employee retention is an issue for the private and public sector alike. Right Management (2006) found that 75% of 
engaged employees planned to stay with the organisation for at least five years, whilst only 44% of non-engaged employees 
planned to stay. On this issue Towers Perrin (2003) also found that a highly engaged workforce is a more stable workforce – in 
their survey two thirds of highly engaged employees had no plans to leave their jobs versus just 12% of the disengaged. According 
to Towers Perrin (2003), whilst high engagement does not guarantee retention, it does increase the chances of retaining the very 
people who are probably going to be most attractive in a competitive labour market.With regard to retention, Towers Perrin 
(2003) highlights an important impact related to the disengaged. Whilst organisations can potentially lose key employees through 
not successfully engaging them, there is also a risk to the organisation from the disengaged who are not actively looking for other 
employment and continue in their current employment but are disaffected and unproductive. Towers Perrin (2003) note that 
retaining the disengaged can have as serious consequences for performance as losing the highly engaged. 
 
3.7. Managing Employee Engagement for Gen X and  Gen Y 
In the age of changing tectonics todays workplace has a challenge to deal with the generational diversity.Each of the generations 
demand their owm take aways from the organisation. 
Generation can be defined as a cohort which comprises of individuals  of  same age who share the  
social , economic  and historical experience within the same time period (Ryder, 1965). Members of the same cohort  share 
important life experiences such as completion of schooling , graduating and entering the workforce, and retiring at similar 
age(Kowske et al., 2010). 
Baby Boomers (Boomers) (born from 1946 to 1964) who comprise the largest generational cohort  about 78 million workers  
belong to this cohort who have made great  social and economic impacts and are now being replaced by younger generation, 
Millennials.Boomers are more driven by  work goals , tasks  and results in the workplace,showing a higher desire to enter into 
positions  with greater responsibility and fame.(Families and Work Institute, 2006).Boomers have the belief that hard work is 
always paid back and have expectations to be rewarded and are comparatively more loyal  and committed to the organisations 
then the millenials  (Gursoy, Maier, & Chi, 2008; Smola &Sutton, 2002).Baby boomers are currently the largest generation of 
active workers. Research has shown that boomers identify their strengths as optimism, and their willingness to work long hours. 
This generation grew up in organizations with large  hierarchies, rather than flat management structures and teamwork-based job 
roles. 
Millennials (Generation Y or GenMe) (born from 1981 to 1999) are the youngest generation cohort,  Millennial generation has 
ben characterised  by economic prosperity, advancement of instant communication technologies through the Internet, social 
networking, and globalization, who need more balance between work and life, flexibility in job assignments and want to define 
the exact role in theirjob.Millennials value freedom and work-life balance more than Baby Boomers (Cennamo & Gardner, 2008; 
Smola & Sutton,2002; Twenge, 2010). They value high leisure work values, preferring a job that provides more vacation time  
(Twenge et al., 2010). Millennials have higher expectations about promotions and pay raises in the workplace (Ng et al., 2010). 
They do, however, realize that their need for social interaction, immediate results in their work, and desire for speedy 
advancement may be seen as weaknesses by older colleagues.ot tolerant of less challenging work (Corporate Leadership Council, 
2005;Lancaster & Stillman, 2002).Millenials are usually multi skilled and prefer to work in teams and a flat 
structure.Contemporary organisations are facing the challenge to  manage engagement   and retain Geny and GenX. Organizations 
have engagement tools  that typically address engagement for the organization under one basket  without any differentiation for 
the generations of employees. As the millennial generation will start entering into the work force rapidly and baby boomers will 
retire new engagement models need to be developed to address the  differences between baby boomers and millennials.  
 
4. Conclusion 
As the work environment becomes mobile dispersed and diversified it becomes all the more vital and the sametime challenging to 
keep people engaged.Executives need trusted communication regarding the goals that they have to play and support both from 
managers and peer group to achieve their key result areas and at the same remain highly enthusiastic about their work.Engaged 
employees stay for what they give to the organization, whereas the disengaged stay for what they get from the organization.The 
above conceptual frame work will serve as  a guide line to meassure engagement and its business impact. 
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