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Objectives 

• Understand the role of engagement within 

employee assessment 

• Review the history and prominent 

conceptualizations of engagement 

• Grasp the conceptual issues with engagement 

• Become familiar with collective attachment 

• Discover ways of spotting a collectively-

attached or detached employee 

• Learn how to simply and effectively measure 

collective attachment 

• Gain exposure to best practices to improve 

collective attachment 





Many organizations administer 

workplace surveys to their 

employees, with recent literature 

estimating prevalence rates between 

50% and 75%  

Burke & Cooper (2006) 



Employee Assessment Evolution 
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How much do I 

like things here? 

How much do I 

want to be here? 
How much of myself 

am I willing to invest? 



Engagement is the current “hot 

topic” in business and is linked to 

many positive outcomes 

Ram & Prabhakar (2011) 
Halbesleben (2010) 



Engagement is the current “hot 

topic” in business and is linked to 

many positive outcomes 



In fact, over 80% of 

organizations worldwide 

are focused on improving 

employee 

engagement 

Melcrum Publishing (2008) 



Engagement is the current “hot 

topic” in business and is linked to 

many positive outcomes 



What is commonly known about 

engagement? 





What percentage of the workforce is 

fully engaged? 

A. 10%  

B. 15%  

C. 20%  

D. 25%  

E. 30%  



What percentage of the workforce is 

fully engaged? 

According to Towers-Watson, only about 15% 

of employees are fully engaged 



What percentage of the workforce is 

fully disengaged? 

A. 10%  

B. 15%  

C. 20%  

D. 25%  

E. 30%  



What percentage of the workforce is 

fully disengaged? 

According to Towers-Watson, only about 15% 

of employees are fully disengaged 



Which gender group is more 

engaged? 

A. Men  

B. Women  



Which gender group is more 

engaged? 

According to Forbes, 33% of women are 

engaged compared to only 28% of men 



Which generation is most engaged? 

A. Traditionalists (1925-1945) 
  B. Baby Boomers (1946-1964)  
C. Generation X (1965-1981)  
D. Millennials (1982-2000)  
E. Generation Z (2001 – Present)  



Which generation is most engaged? 

According to Gallup, 41% of Traditionalists 
are engaged 



Engagement is displaying a ______ 

trend. 

A. Decreasing  

B. Steady  

C. Increasing  



Engagement is displaying a ______ 

trend. 

According to Aon Hewitt, engagement is 

increasing 



Almost ____ % of engaged employees 

would recommend their company’s 

products or services 

A. 50% 
  B. 60% 
C. 70% 
D. 80% 
E. 90% 



Almost ____ % of engaged employees 

would recommend their company’s 

products or services 

According to Gallup, almost 80% of engaged 

employees would recommend their 

company’s products or services 



Which geographic region is most 

engaged?  

A. North America 
  B. Europe 
C. Asia Pacific 
D. Latin America 
E. Africa/Middle East 



Which geographic region is most 

engaged?  

According to Aon Hewitt, Latin American 

countries reported 70% engagement 



Organizations with engaged employees 

achieve ____times the annual net income 

of others. 

A. 1.5x 
  B. 2x 
C. 2.5x 
D. 3x 
E. 5x 



Organizations with engaged employees 

achieve ____ times the annual net income 

of others. 

According to Kenexa, engaged companies 

achieve 2x than those less engaged 



Engaged employees are more likely to 

stay in their jobs. 

A. True 

B. False 



Engaged employees are more likely to 

stay in their jobs. 

According to Aon Hewitt, only about half of 

engaged employees intend to stay 



Disengaged employees may cost the U.S. 

workforce up to ____ billion per year. 

A. $50 
  B. $150 
C. $250 
D. $350 
E. $450 



Disengaged employees may cost the U.S. 

workforce up to ____ billion per year. 

According to Gallup, disengaged employees 

can cost up to $350B per year 



Concluding thoughts on what we know about 

engagement… 
Take it with a grain of salt…there are multiple ways of 

defining 







Kahn 

• Psychological conditions of personal 

engagement and disengagement at work 

• Interdisciplinary approach 

• Varying attachment/detachment of roles 

• Malleable  

 



Personal engagement 

Kahn (1990) 

The harnessing of 

organization members 

selves to their work roles; in 

engagement, people 

employ and express 

themselves physically, 

cognitively, and 

emotionally during role 

performances 



Engagement 

Maslach et al. (2001) 

A persistent positive 

affective 

state…characterized by 

high levels of activation and 

pleasure 



Engagement 

Harter et al. (2002) 

Individual’s 

involvement 
and 

satisfaction 

with as well as 

enthusiasm 

for work 



Engagement 
• Corporate Leadership Council:  

• “Engagement is the extent to which 

employees commit to something or 

someone in their organization and how 

hard they work and how long they 

stay as a result of that commitment” 

 

• Towers Perrin:  

• Engagement is a combination of the 

affective (“the will”) and cognitive 

(“the way”) 
CLC (2004) 
Towers Perrin (2003) 



Engagement 

Schaufeli & Bakker (2004) 

A positive, fulfilling, work-

related state of mind that is 

characterized by vigor, 

dedication, and 

absorption 



Engagement 

Saks (2005) 

A distinct and unique 

construct consisting of 

cognitive, emotional, 

and behavioral 
components…associated 

with individual role 

performance 



Engagement 

Trait  

Engagement 

State  

Engagement 

Behavioral 

Engagement 
Positive views of work Positive feelings Extra-role behavior 

• Proactive Personality 

• Autotelic Personality 

• Trait Positive Affect 

• Conscientiousness 

• Satisfaction 

• Involvement 

• Commitment 

• Empowerment 

• Prosocial Behaviors 

• Proactive/Personal 

Initiative 

• Role Expansion 

• Adaptive 

Macey & Schneider (2008) 



Additional Conceptualizations 

Credit Definition Classification 

Robinson et al. (2004) A positive attitude held by 

the employee towards the 

organization and its values  

Affect 

Development Dimensions 

International (2005) 

The extent to which people 

value, enjoy and believe in 

what they do 

Cognitive, Affect 

Truss et al. (2006) Passion for work Affect 

Aon Hewitt Say: speak positively about 

the organization 

Stay: desire to be a part of 

the organization 

Strive: motivated to exert 

effort  

Commitment (affect), 

Behavioral 

International Survey 

Research 

A process by which an 

organization increases 

commitment and 

continuation of its 

employees to the 

achievement of superior 

results  

Commitment 



Comparing Approaches 

Concept Usage 

Drive business success 22% 

 

Behavior (discretionary 

effort, involvement) 

 

22% 

Affect (passion, positive 

attitude) 

 

11% 

Commitment 

 

11% 

Adapted from Colin Dicke (unpublished) 





Unclear relationship with 

other constructs 

• Outcomes or representations? 

• “The individual’s involvement and 

satisfaction with as well as 

enthusiasm for work” (Harter et 

al., 2002) 

• “A process by which an 

organization increases 

commitment and continuation of 

its employees to the achievement 

of superior results” (ISR) 

• Gallup Q12 
 



Measurement issues 



Measurement issues (cont) 
Comparing conceptualizations 

Conceptualizatio
n Literature review Creation of item 

pool 
Psychometric 
evaluation Finalize scale 



Unnecessary  

complexity 



What we do know… 

• Individually-driven (Kahn, 1990; Macey & Schneider, 2008; Saks, 

2005) 

• Expression of self (Finn & Rock, 1997) 

• Typological (Kahn, 1990; Macey & Schneider, 2008; Saks, 2005)   





What does it mean to engage? 



en•gage |enˈgāj| 
verb 
[ with obj. ] participate or become 
involved in: organizations engage in a variety of 
activities. 

Oxford Dictionary (2012) 



ABC Model 
Aaron T Beck 



ABC Model (cont) 

Author 

Affective 
 

“I feel…” 

Behavioral 
 

“I do…” 

Cognitive 
 

“I think…” 



ABC and Engagement Model 
It’s a process 

Author 

Affective 

Behavioral 

Cognitive 





Collective Attachment  

 

A type of engagement 

process that has 

cognitive, affective, 

and behavioral 
components 



Organizational 

Identification 

 
The degree to which an 

individual holds the organization 

to be self-definitional 

Van Knippenberg & Sleebos (2006) 



Affective 

Commitment 

 
 

Morin et al. (2009) 

Employees’ emotional 

attachment to a specific 

work-related target and as 

the importance they 

attribute to this target in 

their daily lives  



Organizational 

Citizenship 

Behaviors 

 
 

Organ (1997) 

Performance that 

supports the social 

and psychological 

environment in which 

task performance 

takes place  



Collective 

attachment 
as a 2-step 

process 

Herrbach (2006) 



Collective 

Attachment 

Affective 

Commitment 

Organizational 

Citizenship 

Behaviors 

Organizational 

Identification 



Believe in the organization 

Internalize organizational values 

Understand business context 

Emotionally connected 

Strong sense of belonging 

Happy to remain at company 

Willing to go “extra mile” 

Helpful to colleagues 

Development focus 

The 

Collectively-

Attached 

Employee 



The 

Disengaged 

Employee 

http://vimeo.com/111129758
http://www.dailymotion.com/video/x29h3ez_office-space-on-employee-dis-engagement_lifestyle
https://www.dropbox.com/s/0982hmv05a8ttki/OS on Engagement.mp4?dl=0




Measures 



Revisiting the proposed model 

Affective 
Commitment 

Organizational 
Citizenship 
Behaviors 

Organizational 
Identification 



Organizational Identification 



Harvey Measure of Organizational 

Identity and Identification  

 
Harvey et al. (2010) 

 

10 items 

 

5-pt scale: 1 (not at all like me) to 5 (very much like 

me) 

 

α = .83 

 

 List five characteristics that you feel 

accurately describes your organization 



Harvey Measure of Organizational 

Identity and Identification (cont) 
 

In the spaces below, please list five things 

about [name of organization] that you feel are 

enduring, distinctive, and/or central. 
That is, things about your organization that:  

 

 • Are consistently characteristic of the organization 

(enduring) 

• Are not typical of every other organization in your 

industry (distinctive) 

• Are really important to understanding what your 

organization is about (central) 

Harvey et al. (2010) 



Harvey Measure of Organizational 

Identity and Identification (cont)  

 
 

This organization is: 

[characteristic 1] 

[characteristic 2] 

[characteristic 3] 

[characteristic 4] 

[characteristic 5] 

Harvey et al. (2010) 



Harvey Measure of Organizational 

Identity and Identification  (cont)  
 

On a scale of 1 to 5, where 1 is strongly 

disagree and 5 is strongly agree, please 

select the option that best reflects how 

accurately the following statements describe 

you: 

I am [characteristic 1]. 

I am [characteristic 2]. 

I am [characteristic 3]. 

I am [characteristic 4]. 

I am [characteristic 5]. 

Harvey et al. (2010) 



Graphic Organizational Identity  

 
 
Below you will find 7 rectangles. In each rectangle there are 2 

circles. One represents you and the other one the 

organization you belong.  

 

In the first rectangle, the circles are totally separate and 

represent a situation in which you do not identify at all 

with your organization. In the last rectangle, the circles are 

totally overlapping and represent a situation in which you 

totally identify with the organization.  

 
Choose out of the 7 rectangles the one that more highly 

represents the extent to which you identify with your 
organization. 
 Shamir & Kark (2004) 



Graphic Organizational Identity (cont)  

Shamir & Kark (2004) 



Affective Commitment 



Workplace Affective Commitment 

Multidimensional Questionnaire 

 
 

Morin et al. (2009) 

 

5 items (organization, work, tasks) 

 

7-pt scale: 1 (strongly disagree) to 7 (strongly agree) 

 

α = .84 to .93     

 

 I am proud to say that I work for this 

organization 



Workplace Affective Commitment 

Multidimensional Questionnaire 
(cont) 
 

On a scale of 1 to 7, where 1 is strongly 

disagree and 7 is strongly agree, please 

indicate to what extent you disagree or agree 

with each statement.  

Morin et al. (2009) 



Workplace Affective Commitment 

Multidimensional Questionnaire 

(cont) 
 1. I am proud to say that I work for this 

organization. 

2. This organization means a lot to me. 

3. I don’t like working for this organization.* 

4. I don’t feel emotionally attached to this 

organization.* 

5. When I talk about this organization to my 

friends, I describe it as a great place to 
work.  

Morin et al. (2009) 



Organizational Citizenship 

Behaviors 



Organizational Citizenship 

Behaviors Measure 

 
 

Podsakoff et al. (1990) [based off of Organ (1988)] 

 

9 items (civic virtue, altruism) 

 

7-pt scale: 1 (strongly disagree) to 7 (strongly agree) 

 

α = .83 to .90 

 

 Attends functions that are not required, 

but help the company image  



Organizational Citizenship 

Behaviors (cont) 

 
 

On a scale of 1 to 7, where 1 is strongly 

disagree and 7 is strongly agree, please 

indicate to what extent you disagree or agree 

with each statement.  

 

Podsakoff et al. (1990) 



Organizational Citizenship 

Behaviors (cont) 
 

1. I attend meetings that are not mandatory, but 

that are considered important. 

2. I attend functions that are not required, but 

that help the company image.  

3. I keep abreast of changes in the organization.  

4. I read and keep up with organization 

announcements, memos, and so on.  

Podsakoff et al. (1990) 



Organizational Citizenship 

Behaviors (cont) 

 
5. I help others who have been absent. 

6. I help others who have heavy work loads.  

7. I help orient new people even though it is not 

required.  

8. I willingly help others who have work-related 

problems. 

9. I am always ready to lend a helping hand to 

those around me.  

Podsakoff et al. (1990) 



The selected Measures 

WACMQ 
Morin et al. (2009) 

OCB 
Podsakoff et al. 

(1990) 

H-OID 
Harvey et al. (2010) 

 





B  SEB  β  R2
adj  

.47*** 

OID 1.03 
 

.04 .68*** 

Hypothesis Testing 
 

 

 

 

H1a: OID  AC 

 

 

B  SEB  β  R2
adj  

.29*** 

OID .71 
 

.04 .54*** 

 

 

H1b: OID  OCB 

 

 



Organizational 
Identification 

Organizational 
Citizenship 
Behaviors 

 

22% of shared 

variance between 

organizational 

identification and 

affective 

commitment 

Bolton (2013) 

Affective 
Commitment 



Affective 
Commitment 

Organizational 
Identification 

 

Over 8% of shared 

variance between 

organizational 

identification and 

organizational 

citizenship 

behaviors 

Bolton (2013) 

Organizational 
Citizenship 
Behaviors 





Participative 

Leadership 
Solicit input 

• Increased OID  

due to feeling  

valued 

• Increased AC 

due to personal 

investment 

Peters et al. (2012) 

Meyer et al. (2001) 



Organizational Support 
Be a role model and communicate 

• Increased CAT due to 

organizational attributions 

• Increased OCBs due to role 

modeling 

Meyer et al. (2001) 



Organizational Justice 
Be fair and consistent 

• Increased OID due to shared 

value of fairness 

• Increased commitment due 

to wanting to work in fair 

environments 

 

Meyer et al. (2001) 





Q&A 



Contact Info 
Lamarcus.bolton@sce.com 
Southern California Edison 


