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18 Enhancing work engagement through the
management of human resources

Wilmar B. Schaufeli and Marisa Salanova

This chapter introduces a recently emerged psychological concept — work
engagement —and seeks to apply this notion to the management of human
resources in organizations. Our point of departure is that in order to
prosper and survive in today’s continuously changing environment,
rather than merely “healthy” employees, organizations need engaged
employees. What we exactly mean by work engagement and how this
term is used throughout the literature is explained next. Because we
strongly feel that recommendations for using HRM strategies to increase
levels of employee engagement should be based on sound empirical
research, we present an overview thereof. More specifically, we focus on
the relationship of work engagement with related concepts and on the
antecedents and consequences of work engagement. The assessment of
work engagement is addressed in a separate section. In addition, we
discuss how employees’ work engagement may be optimized by using
HRM strategies. The chapter closes with some conclusions about work
:ngagement research and about the usefulness of work engagement in the
context of HRM. Our aim is to demonstrate the viability of the concept of
work engagement for human resources practices in organizations.

The need for engaged workers in modern organizations

Table 18.1 illustrates what kinds of changes force today’s organizations to
rely more and more on the psychological knowledge and experience of
their employees.

Essentially, the changes summarized in Table 18.1 boil down to a
“psychologization” of organizations. Instead of traditional organizational
structures (i.e. control mechanism, chain of command) and a strong
:mphasis on economic principles (i.e. cost reduction, efficiency, cash
flow), the focus in modern organizations is on the management of
auman capital. Currently, organizations expect their employees to be
proactive and show initiative, collaborate smoothly with others in
teams, take responsibility for their own professional development, and
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[able 18.1 Changes in modern organizations

From To

Cost reduction Customer satisfaction
Efficiency Effectiveness
Employee satisfaction Employee motivation

Control Empowerment ) '
Short-term focus on cash flow Long-term focus on vision, planning, and growth

Vertical structure (chain of command) Horizontal networks (collaboration in
interdependent chains)

Dependence on company Personal responsibility (e.g- employability)

(e.g. company training)

be committed to high-quality performance. This means thit — in the
words of Dave Ulrich (1997: 125), a leading HRM exp.ert - .Employee
contribution becomes a critical business issue becaus.e in trying to pro-
duce more output with less employee input, compames have no choice
but to try to engage not only the body but the .mmd and soul of every
employee.” Clearly, producing more output with le,s,s. employee.x'npu:
cannot be achieved with a workforce that is “healthy” in the traditiona
sense, that is, with employees who are merely symptom free. Instea.d of
just “doing one’s job,” employees are expectf:d “to go Fhe extra m11e1;
Thus, employees are needed who feel energetic an'd d‘edlcated, and w 3
are absorbed by their work. In other words, orggmzanons peed engage
workers. Besides, as Wright (2003) has argued, mstgad gf just cons1dt?r—
ing employees as a means to the desired end of organizational productiv-
ity, the pursuit of employee happiness, health, and enga‘gement creates
valuable goals and ends in themselves. But what exactly is work engage-
ment, and how can it be conceptualized?

Work engagement: an emerging concept

We defined work engagement as “a positive, fulfilling, work.-rel::lted state qf
mind that is characterized by vigor, dedication, and absorption (Schaufeli,
Salanova, Gonzalez-Roma, and Bakker, 2002b: 74). Raﬁher thana momen-
tary and specific state, engagement refers to a more perS}stent anc‘i pervasive
affective-cognitive state that is not focused on any Parncular object, eventCi
individual, or behavior. Vigor is characterized by hlgl? levels of energy an’

mental resilience while working, the willingness to mvest'eﬁ'f)rt in one’s
work, and persistence even in the face of difficulties. Dedication refers to

i i ienci sense of
being strongly involved in one’s work, and experiencing a
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VOrk, wnereoy ume passes quick i e
rasses quickly and one nas giffieu
PoEsz: ulties with aerachi
l(.:ne:’elffrom work. Being fully absorbed in one's work comes clo -Lu to :lﬂ!?-
(43 o r ; . e
as been called “flow,” & state of optimal expertence thatis characterze ':[
5 charg zed by
l;::l:n L'L‘]1:II;'|JI_'[L' conurol, luss of seif-consciousness, QISTOTOOn o1 rn;:m::qj
sic e i tmihalyi ,.“.
mirinsic nr:x);)yment (Cs1kszen‘ alyi, 1990). Jowever, typically; flow s g
e phex concept that includes many aspects and refers’ to ather
ar - ("3 . . > ‘-:
perSistem,s: tott fterr.n peal'<” €xperiences instead of a more pervasive and
e srent ate of mind, as is the case with engagement. ‘The three dimen-
Jon ngagemeqt can be assessed using the Utrecht Work Engapgement
c/}e (UWES), which is discussed below. S
SUrconceprualization of engagement o
: df O Crosely marches the ¢ o 8 o g
X ches e one aescribieq
di};n lias)ir, Grlllson, and Harter (2004), who introduced a similar hree-
o t;)ln? concept of 'eng'agement. Althougn ey uye siightly aifferent
: ii, llelr operationalization is strikingly similar to our UWES. uor
ecifica istingui e
(sg el yj,_IMaly et all. (2004) distinguish between a physical mponent
( 8" e I @101 oI energy perrormmg my 10b7), anemonona compone t
“claa,gl.f ra-:1ll-.- putmy heart into my job™), and A cognitive EL‘1|1]11L'-11L;1I 'U;
& my : i ponent (¢.g,
o ?on;relf tn;yt)?;) is sgl absorbing that I forget about everything else”) it
at these dimensions correspond with vi i :
« . with vigor, dedicati
absorption, respectivel i i conceptustim
. y. Shirom (2003) introduced izati
B sorption : a conceptualization of
’ ngd o at‘ltsi de?neq as the employees’ physical strength, emotional energy.
o < ;gem( S‘jl\i \;le)lr}ess. ’(Ij'he three-dimensional Shirom-Malemed Vigor’
1s used to assess the con
Me : struct, whereby the phys;i
a;:lgge afcale (e.g. “I feel energetic,” “I feel vigorous™) is qmteysimil:r tyoS lt(l:lal
31 .
phy cS :V(})lxil;ﬁopegF of M;y er al. (2004) and to the vigor scale of the
UWES, 1s discussed in greater detail bel
Park 2 o ' 1l below. Recently, Peterson
gman (2005) considered en. i :
nd Seligman gagement — which in thej
Ceptualization is similar to i VES (cg. o1
absorption as assessed wi
: ith the UWES (e.g. «
:;n always very absorbed in what I do”) ~ together with rneanir(lg.ga. ;
casure as one of the basic orientati i .
ntations to happiness. I
peasur : ppiness. Indeed, they showed
har ofs:h v:leo :Vhire mo§t happy and satisfied with their lives scored high on
redioon e €¢ orientations, with engagement being the strongest
S e.mpllr:)a \A Harter, Schmidt, and Hayes (2002: 269) describe
2 yees In terms of cognitive vigil i
gage . ance and emotional connect-
e il ::,:cor;ilmg to them engaged workers “know what is expected of
" in,l acte wdat they neeq to do their work, have Oopportunities to feel
i in tﬁl ) an 'ii;ulﬁllme.m in their work, perceive that they are part of
o g Zlgcziu cant ”w1th co-workers they trust, and have chances to
and develop.” Harter er al’s (2002) concept of engagement is
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assessed with a twelve-item questionnaire. It is concluded that work
engagement, as conceptualized in this chapter, closely resembles the way
in which other authors have defined and operationalized the construct,
although Harter et al. (2002) use a somewhat broader concept, while
Shirom (2003) and Peterson ez al. (2005) each focus on particular aspects:
i.e. vigor and absorption, respectively.

How is work engagement experienced by employees? Structured quali-
rative interviews with a heterogeneous group of Dutch employees who
scored high on the UWES showed that engaged employees were active
agents, who took initiative at work, and generated their own positive
feedback loops (Schaufeli, Taris, Le Blanc, Peeters, Bakker, and de
Jonge, 2001). For instance, engaged employees kept looking for new
challenges, and when they no longer felt challenged, they took action in
order to enforce the desired changes. Eventually, they even changed their
jobs. Also, because of their involvement, they were committed to per-
forming on a high-quality level, which usually generated positive feed-
back from their supervisors (e.g. praise, promotion, salary raise, fringe
benefits) as well as from their customers (e.g. appreciation, gratitude,
satisfaction). Furthermore, the values of engaged employees seemed to
match quite well with those of the organization they work for, and they
also seemed to be engaged in other activities outside their work. Finally,
the interviewed engaged employees did not seem to be addicted to their
work, as they enjoyed other things outside work and, unlike workaholics,
they did not work hard because of a strong and irresistible inner drive, but
because of the fun of it. As we will see below, many of these qualitative
results are confirmed by quantitative studies, using a psychometrically

validated questionnaire to assess work engagement.

A brief overview of research findings

In this section, a summary is presented of the most important research
indings on engagement that have been obtained so far. Most studies used
the UWES, and only occasionally were other measures of work engage-
nent employed. We start by examining the relationship of engagement to
related concepts such as burnout, personality, workaholism, job involve-
nent, and organizational commitment, and then we consider the ante-
cedents and consequences of work engagement.

Work engagement and related concepts

Because work engagement is supposed to be the positive antithesis of
burnout (Maslach, Schaufeli, and Leiter, 2001), negative correlations are
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expected between both constructs. .noecd, [he Mree

: ¢ | aspectsor
exhaustion, cynicism, e igmayg,

and reduced professional efficacy, as

N neasured
Maslach Burnout Inventory (MBI; Maslach, Jackson, ind
been touna to be nesanvely re

Leiter —have
of wo’rligctgrfg)agz;:;nt - vi icati aboorprion e
o o gor3 dedxcanon,_ a_lnd absorption Demerouti
o) 11',) Jar}ssen, and Schaufeli, 2001; De Vries, Perers. ang Hnnqqu'uwnj
SCha,f ll'lra.m, Extrc?mera, and Rey, 2004; . lorens, Salanova, llaﬁkcr, .'md1
20031:1 g ;i in press; Montgornery, Peeters, Schaufeli, and den Juden
uore,n : ;:li:ga’ (‘;raé, Cifre, and Llorens, 2000; Salanova, :ii:hﬂuﬂ:]i:
o 3 » an rau, 2000; Schaufeli and Bakker, 2003, 1004g,
3 .Schaufeh, Salanova, Gonzalez-Rom4, and Bakker 2002b:
Schaufeli, Martinez, Marques Pinto, Salanova, and Bakke; 2002b:
Xanthop?ulou,. Bakker, Kantas, and Demerout, in press) Hou/"ever e
rttern of relatdonships siightly qiffers from whar was e_x-nm;wd: JrJuLc-:.:lt!::;'
o ) v possible expian-
Inexpectea finaings ootamea by the just mentioned studies

ITAEr 1o
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mobility (i.e. the ability to respond adequately to changes in stimulus
conditions, adapt quickly to new surroundings, and switch easily between
activities) was typical for engaged employees but not for burned-out
employees. Thus, it appeared that the personality profile of engaged
and burned-out employees differed while neuroticism showed an oppo-
site pattern: those who were engaged were low in neuroticism, whereas
those who felt burned-out where high in neuroticism.

Work addiction or workaholism is the irresistible inner drive to work
very hard; that is, workaholics work excessively and compulsively
(Schaufeli, Taris, and Van Rhenen, in press). Engagement and worka-
holism seem to be hardly related to each other, with the exception of
absorption, which correlates moderately positively with the workaholism
scale that assessed excess work (Schaufeli ez al., in press). Although work
engagement and workaholism seem to share the element of absorption,
the underlying motivation to be completely engrossed in one’s work is
different: engaged employees are absorbed because their work is intrinsi-
cally motivating, whereas workaholics are absorbed because of an inner
drive they cannot resist.

For work engagement to be considered a valid contribution, its ability
to discriminate not only against personality and employee well-being
(burnout and workaholism), but also against other adjacent constructs,
such as work involvement and organizational commitment, must be
established. Work involvement refers to the psychological identification
with work, including the notion that work may satisfy salient needs,
whereas organizational commitment refers to the emotional attachment
that employees form with their organization. Indeed, it was demonstrated
that work engagement, job involvement, and organization commitment
were empirically distinct constructs (Hallberg and Schaufeli, 2006). Not
only did these three constructs constitute three different factors, they
were also differentially related to health complaints, job and personal
characteristics, and turnover intention. Work engagement was particu-
larly related to good health, while job involvement and organizational
commitment were particularly related to intrinsic motivation and low
turnover intention, respectively.

Antecedents of work engagement

Work engagement 1s found to be positively associated with job resources;
that is, to those aspects of the job that have the capacity to reduce job
demands, are functional in achieving work goals, and may stimulate
personal growth, learning, and development. For instance, work engage-
ment tends to be positively related to social support from co-workers and
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may breed self-efficacy, with engagement potentially playing an inter-
mediate role.

In addition, it was observed that self-efficacy beliefs mediated the
relationship between positive emotions (i.e. enthusiasm, satisfaction,
and comfort) and work engagement (Salanova et al., 2005b). This is
compatible with the Broaden-and-Build theory of Frederickson (2001),
which posits that experiencing positive emotions broadens people’s
momentary thought-action repertories, which, in turn, fosters the accu-
mulation of resources, such as levels of self-efficacy. Since the accumu-
lation of these resources is associated with positive emotions, the
broaden-and-build spiral is completed.

The possible causes of work engagement do not lie only in the work
situation. For instance, it appeared that employees who took positive
experiences home from work (or vice versa) exhibited higher levels of
engagement compared to those for whom there was no positive trans-
mission between the two different life domains (Montgomery et al.,
2003). In other words, a positive interplay between work and home
seems to be associated with engagement. In a somewhat similar vein, in a
study among working couples, it was shown that the wives’ levels of vigor
and dedication uniquely contributed to the husbands’ levels of vigor and
dedication, respectively, even when several work and home demands were
controlled for (Bakker, Demerouti, and Schaufeli, 2005). The husbands’
levels of engagement were likewise influenced by their wives’ levels of
engagement. This could indicate that engagement is “contagious,” as it
crosses over from one partner to the other, and vice versa. The transmission
of engagement in this manner suggests that a process akin to that of emo-
tional contagion is taking place (Hatfield, Cacioppo, and Rapson, 1994).

Taken together, these results suggest that there is a complex interplay
amongst job resources, efficacy beliefs, positive outcomes, and engage-
ment. It seems that these are all elements of a self-perpetuating motiva-
tional process in which work engagement plays a crucial role; it may act as
both an antecedent (of proactivity and self-efficacy) and an outcome (of
self-efficacy and positive emotions). From a slightly different perspective,
this also means that efficacy beliefs play a role in boosting work engage-
ment, thereby perpetuating a positive gain spiral. In addition, it seems that
work engagement spills over from one domain (work) to another domain
(home), and that it is passed from husband to wife, and vice versa.

Consequences of work engagement

The possible consequences of work engagement pertain to positive
Job-related attitudes, individual health, extra-role behaviors, and
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performance. Compared to those who do not feel engaged, those who
feel engaged seem to be more satisfied with their jobs, feel more commit-
ted to the organization, and do not intend to leave the organization
(Demerouti ez al., 2001; Schaufeli and Bakker, 2003, 2004b). Also,
engaged workers seem to enjoy good mental (Schaufeli et al., in 'press)
and psychosomatic health (Demerouti et al., 2001). Furthermore, ‘they
exhibit personal initiative, proactive behavior, and learming motvarion
(Salanova and Schaufeli, in press; Sonnentag, 2003), and (cngagement
seems to play a mediating role between the availability of job :resources
and these positive organizational behaviors. Taken together, the :results
concerning positive organizational béhavior suggest that engaged workers
seem to be able and willing to “go the extra mile.” This is also illustrated
by the finding in a representative Dutch sample where, compared ‘Lo
non-engaged employees, engaged employees worked more overnme
(Beckers, Van der Linden, Smulders, Kompier, Van Veldhoven, .and
Van Yperen, 2004).

Most importantly for organizations, those who are engaged seem to
perform better. Recently, Salanova, Agut, and Peir6 (2005a) showed that
the levels of work engagement of contact employees from hotels and
restaurants were related to service quality, as perceived by customers.
More specifically, it was found that the more engaged the employees
were, the better the service climate was, and the more loyal the customers
were. In another study, it was similarly shown that the more engaged
students were, the more exams they had passed during the previous
semester. This retrospective result was found in Spain, Portugal, and
the Netherlands (Schaufeli ez al., 2002a). But what is more, levels of
engagement also predicted future academic performance; the more
engaged the students felt, the higher their next year’s grade point average
(Salanova ez al.,, 2005b). In addition, it seemed that past success
increased students’ efficacy beliefs and levels of engagement, which, in
turn, increased future academic success — yet another illustration of a gain
spiral. Finally, Harter et al. (2002) showed that levels of employee
engagement were positively related to business-unit performance (i.e.
customer satisfaction and loyalty, profitability, productivity, turnover,
and safety) across almost 8,000 business units of thirty-six companies.
The observed correlation of engagement with a composite performance
measure was .22, and increased to .38 when corrected for measurement
error and restriction of range. The authors concluded that engagement is
“related to meaningful business outcomes at a magnitude that is impor-
tant to many organizations” (2002: 276).

In sum, work engagement can be discriminated from job involve-
ment, organizational commitment, burnout, and workaholism based on,
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Measuring work engagement with the Utrecht Work
Engagement Scale (UWES)
tion of work engagement, a self—.rep-ort
juestionnaire has been developed that includes the thre::1 cogstxtrgggﬁ
s i dedication, and abso
ects of work engagement: VIgOT,
L;F::haufeli et al., 2002b). The instrument was dubbed the Utrecht Work

ingagement Scale (UWES: see appendix) and is now available in seven-

1 i i ational database exists that includes
: es.! Meanwhile an intern S .
ot loyees. In addition to the ori-

ngagement records of about 30,000 femp . .

grifalgUWES that contains seventeen items, a shortened vers19n of nine

items is available that shows similar encouraging psychometric features
i 2006).

Schaufeli, Rakker, and Salanova, '

( The ps’ychomet’n'c features of the UWES are encouragimng. For

instance, confirmatory factor analyses showed convincingly that the
b

hypothesized three-factor structure of the UWES was (slightly) superior

to the one-factor model (assuming an undifferentiated engagement factor)

i £ various samples in different countries
and that it fitted well to the data of v o (St o

eece thopoulou et al., in press), '
321(1)001’:3;:5&(3 Neth(e)r(linnds (Schaufeli et al., 2002a, 2002b; Sghﬁgf;h :r;ili
Bakker, 2003), Spain (Salanova et al., 2000), Sweder:hgn a zgoo3)
Schaufeli, 2006), and South Africa (St.orm and Ro annr,e dosel.
However, it appears that the three dimensions of engagement a o~ 65y
related. Usually correlations between the observed factors c;xc . 8(.) § (;
whereas correlations between the latent factors range fron(1) go.o;cﬁaufeli
about .90 (Hallberg and Schaufeli, 2006; Salanova et al., 2000;

tased on our previous defini
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et al., 2002b; Schaufeli and Bakker, 2003, 2004a, 2004b). So it is not
very surprising that Sonnentag (2003), using explorative factor analyses,
did not find a clear three-factor structure and decided to use the total,
composite score of the UWES as a measure for work engagement.
Furthermore, the internal consistency of the three scales of the UWES
is good with values of Cronbach’s o for the UWES scales ranging between
.80 and .90 (e.g. Demerouti et al., 2001; Duran ez al., 2004; Salanova
et al., 2000; Salanova et al., 2001; Schaufeli and Bakker, 2004a;
2004b; Xanthopoulou ez al., in press). Two longitudinal studies carried
out in Australia and Norway showed one-year test-retest stability coef-
ficients ranging between .50 and .60 for the UWES scales (Schaufeli and
Bakker, 2003).

Work engagement as measured with the UWES correlates weakly and
positively with age, indicating that older employees feel slightly more
engaged than younger employees. Perhaps this reflects the so-called
“healthy worker effect,” when only those who are healthy “survive” and
remain in their jobs, and unhealthy (i.e. not engaged) employees drop
out. However, the strength of the relationship between engagement and
age is very weak and usually does not exceed .15 (Schaufeli and Bakker,
2003, 2004a). Men score slightly higher on engagement than women, but
again the differences are very small and hardly bear any practical signifi-
cance (Schaufeli and Bakker, 2003, 2004a). As far as professional groups
are concerned, managers, executives, entrepreneurs, and farmers score
relatively high on engagement, whereas blue-collar workers, police offi-
cers, and homecare staff score relatively low (Schaufeli and Bakker, 2003,
2004a). Most likely, the jobs of managers, executives, entrepreneurs, and
farmers are more challenging, complex, and resourceful as compared to
those of blue-collar workers, police officers, and home care staff.
Moreover, selection bias cannot be excluded, because, for instance, in
order to be a successful executive or entrepreneur, a certain level of
engagement is required.

In conclusion, the empirical results confirm the factorial validity, inter-
nal consistency, and stability of the UWES. Although, psychometrically
speaking, three factors of engagement (i.e. vigor, dedication, and absorp-
tion) can be distinguished, for practical purposes the total score of the
UWES can be used since the three aspects are highly interrelated. Hardly
any systematic differences in work engagement were observed between
men and women, or across age groups. In some occupational groups,
engagement levels were found to be higher than in other groups (e.g.
executives versus blue-collar workers). The fact that similar psychometric
results were observed among different samples from various countries
confirms the robustness of the findings.

By building engagergem, synergy 1
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engagement be optimized using HRM

How can work
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Assessment and evaluation of employees
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i:sgrgg(:llisz :3gnp1(':vg1d;sat'h§ necessa;y resources to be supplemented by
orga ‘ =.g. training, coac ing, equipment, budget); and (3)
momtgnng this written agreement periodically in terx;s f . l’ i
ment, including the readjustment of goals and the provisio g(;a ; C.h'leve-
resources. Essentially, we propose that a goal-settin, o onal
1968) be implemented that could be inte i inting o
perfox:mapce appraisal and evaluation. H%r;:/irl,nitzs::idnz? :gfitre:l ; o
organizational goals (e.g. productivity, quality, efficiency) our Em ;Slng
D?velopment Agreement is to entail personal goals (e.g. develo ml::: 031 ei'
skills and competences, promotion, mastery of particular tasks (I))r duI;’ .
aEs well as the necessary resources to achieve these personal goals 11;2
itrpgl(:’yee Development 'Agreement is expected to be successful because
is job resources that drive the motivational process that increases work
engagement and eventually leads to positive outcomes. By providin tlrx
necessary resources to meet valued individual goals, an upward gain gyclz

is set i i i
in motion, where high levels of engagement and success tend to
accumulate resources, and so on.

el aW/fllllness aud‘n 'Ijhe aim of wellness audits is to inform employees
s the or.ganlzatlons they work for about the levels of employe
'wellges:s,. including engagement. This information is important foxl‘) mik?
tl:;gm:cells;;rll; a;‘t::)u; w}tl;:t 1mpro.ven'1ent measures should be taken, either
e 371 A ra by edor.gamzanon. Such welzlness audits are currently
stressors (e.g VF:’Ol:;( a::verlllcl)at(gle :)itfllli‘::rtlands’l - l:ll1ey o
. . s s, role problems, emotion
:l:gx;nstlils, workfhome interference), job resources (e.g. varie;y, feedbaclai
social pport, job control, career development), burnout, engagament
abfen ,_:3 i;;;rsct)lrlli :‘r,)d prgangauonal outchmes (e.g. depression, distress;
2bsente » turnover 1r.1tent1.on) ,and pc.)sm.ve personal and organizational
es (e.g. job satisfaction, organizational commitment, extra-rol
performance). In addition, personal and job information is i’ncludeéoaz

ment by Lz:)rksZop;n The aim of the workshops is to promote work engage-
et oy ¢ tgm nting personal resources. Traditionally, workshops have
Doen e Di.kprze(\)r(e)nt or red}1ce job stress (Van der Klink, Blonk, Schene,
i ik, 1), but, in order to build engagement, a shift in focus

m decreasing stress symptoms toward optimizing the quality of work

Online Spanish and English versions are available at www.wont.uji.es/
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and the level of employee functioning is needed. In that sense, workshops
that aim at increasing engagement are similar to so-called Quality Circles,
except that they focus on the enhancement of personal resources, such as
cognitive, behavioral, and social skills (e.g. positive thinking, goal setting,
time management, and lifestyle improvement).

Fob (re)design and work changes

As we have seen above, in order to increase engagement, the motivating
potential of job resources should be exploited. Resources not only are
necessary in order to deal with job demands and “get things done,” but
also are important in their own right because they stimulate the personal
growth, learning, and development of employees. Moreover, job resources
may set in motion gain spirals that increase work engagement. Job
Characteristics Theory (Hackman and Oldham, 1980) acknowledges
the motivating potential of job resources and predicts that particular job
redesigning strategies, such as job enrichment, job enlargement, and job
rotation, have positive effects on employee well-being, motivation, and
performance. Which resources are most important for increasing engage-
ment depends not only on the nature of the job, but also on the values,
preferences, and goals of the individual employee. With the use of a well-
ness audit, it is possible to pinpoint which resources are lacking and, if
feasible, to incorporate them into an Employee Development Agreement.
Another related strategy is to implement work changes. In doing so, job
resources are not additionally provided or increased, but are merely
changed, as, for example, when jobs are rotated, or employees are tem-
porarily assigned to carry out special projects, or are reassigned to com-
pletely different jobs. As argued by Schabracq (2003), work changes
challenge employees, increase their motivation, flexibility, and employ-
ability, and stimulate learning and professional development. Based on
qualitative research on engagement (Schaufeli ez al., 2001), we may add
that, most likely, changing work also increases work engagement. This is
particularly the case when employees are highly challenged in their new
jobs and at the same time possess the necessary competences to meet
these challenges (Salanova et al., 2001). However, the positive effects of
changing work are only to be expected when the change is carefully
planned and in accordance with the preferences, goals, and personal
resources (knowledge, skills, competences) of the employee. If this is
not the case and work changes are exclusively used as a means to solve
organizational problems, it will do employees more harm than good.
Ideally, work changes should be agreed upon in the Employee

Development Agreement.
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Leadership

An important task of leaders is to optimize the emotional climate within
their team. A good leader is able to enhance motivation and engagement.
Results from research suggest that engagement is “contagious,” and its
tendency to spread should apply well to workteams. Team members feel
engaged as they converge emotionally with the engagement of other
members in the workteam. Moreover, it appears that engagement is a
collective phenomenon, as teams may feel “engaged” when their mem-
bers closely collaborate to accomplish particular tasks (Salanova et al.,
2003). This implies that team leaders are in a position where they can
have a positive impact on the levels of individual and collective engage-
ment, depending on the way they manage the social-psychological pro-
cesses involved. For example, Aguilar and Salanova (2005) found that
“selling” leaders (who are high in task behavior and support behavior)
were particularly effective at increasing individual work engagement
compared to those displaying other patterns of leadership behavior.
Generally speaking, transformational leadership (Bass, 1985) is particu-
larly suitable for fostering engagement since transformational leaders are
inspiring and visionary. They display conviction, take stands, challenge
group members with high standards, communicate optimism about
future goal attainment, stimulate and encourage creativity and innova-
tion, and listen to the members’ concerns and needs. Not surprisingly,
transformational leadership has a positive impact on members’ health
and well-being (Howell and Hall-Merenda, 1999) as well as on job
satisfaction, performance, and motivation (Judge and Piccolo, 2004).

Training and career development

The objective of work training is to modify those behaviors that are
relevant for job performance via changes in attitudes, beliefs, and values.
A powerful method of achieving this is to increase employees’ efficacy
beliefs, or “the power to believe that you can.” According to Social
Cognitive Theory (SCT), self-efficacy lies at the core of human agency,
influencing employees’ behavior, thinking, motivation, and feelings
(Bandura, 2001). Research on engagement has shown that an upward
gain spiral seems to exist in which self-efficacy boosts engagement, which,
in turn, increases efficacy beliefs, and so on (e.g. Llorens et al., 2007;
Salanova et al., 2005b). But how may self-efficacy — and therefore work
engagement — be enhanced? According to SCT, efficacy beliefs may be
enhanced by mastery experiences, vicarious experience, verbal persua-
sion, and positive emotional states (Bandura, 1997, 2001). Training

395
Enhancing work engagement

srograms should therefore include these elemepts, whicp can t;;:o::l:
form of, for instance, practical exercises to provide expenen:le: oL vocs
tional s1’1ccess (mastery experiences), and the use of role rr;o e sh ot gand
erformance (vicarious experiences), as well as rr.lethods o fcoa.c i gn <
Encouragement (verbal persuasion) and reducing fear of reje
i managing emotional states).
falglilr.fal(ly we %vlould like to address the relevance of career developme;tt ;eseas
y most emplo
imi loyee engagement. Although . :
strategy to optimize emp : e e e eative
i j ili rtical, upward mobility, P
favor life-long job stability and ve s rdr e e
i i i t organizational life. ,
is no longer self-evident in current O 1 e o rather
izati frequently assigning emp oyees 10 P !
organizations are now ) Do e e
j lar working hours may s
than jobs. In such cases, reguial ' : _not exl
empl(])yees are accountable to their project team, whlcclll is, mkt)u;l;
accountable to the larger project. When the pm].ect ends, e;ﬁ;;ﬁgual
move on to another project. In this type _°f environment, idus
employees need to continuously develop their kn(;vxgedge, c;:rilplen nees ;
ills 1 i titive in the labor market.
and skills in order to remain compe o D, and,
i their employability (see 12 3.1),
words, they have to increase ; e are
ly on their own 1nitiativ
than before, employees have tore .
zocrcfntinuously cievelop themselves professionally and personally. }ncztlirt
view, employability also includes a high 1evglﬂof c:,lr;g.ag.er};l:rxlt_I (s)l‘:vlever
: 5
d more successful at their Joos.
makes employees better fit an ever
with the upward gain spiral of engagementé the reve@e;;;a:; lzllzgfgethose
i ’ i successiv
efully planning one’s career, that is, by ' c
lj)c?,b(s:at;la\t pzol\)ride many opportunities for professional amti1 ‘girs;)na(\)lrc;eesrletlo
it is li levels will remain high. In
ment, it is likely that engagement . : 0
(r)rlljonito; levels of engagement, an online career monitor for the Srn;;r;t;:ﬁ
of the Dutch Medical Association has been develcg)ed éBakkgé f:edbaCk,
ij Broek, 2002). Based on s
Bulters, Van Roonen, and Ten B ey, The
Is of engagement drop m:
easures can be taken when le\_re . nt . b
E;y issue for employees to remain engaged in their jobs is to keep dev

oping themselves throughout their careers.

Summary and conclusions

. . . ¢
In order to survive and prosper in a continuously ct,x,angmg enwronﬂr::lit;s,
modern organizations do not merely need “healthy” employees , omus,
employees who are free of symptoms — but emftlloyees :hogze; ;egm ploy:
i i i k. In short: they need en,
dedicated, and absorbed in their work. e e ement
i i tly emerged concept of W
ees. After introducing the recently €me . . gagemen
ing i iri six conclusions can

d discussing its empirical underpmnmgs, sions .

Zrtlm the brief overview of empirical studies presented in this area



fostering work engagement. It is to be expeced that transrormanonal
leadership, in particular, can be successful in accomplishing this.
Moreover, research suggests that leaders are key social resources for the
development of employee engagement, for instac¢ in their role as coach.
L. Training programs in organizations that aim 10 increase work engage-
ment should focus on enhancing efficacy beliefs. High levels of self-
efficacy set in motion an upward gain spiral that increases engagement
and subsequent performance, which, in frn, increases efficacy
beliefs, and so on.
Career planning and development in modem organizations basically
boils down to increasing employability. This is achieved by ensuring
continuous personal and professional development, with employees
having to rely more and more on their own initiative. To the extent
that employees are able to keep developing themselves throughout
their careers, their levels of engagement are likely to remain high.
We believe that the emerging concept of work engagement, which has
resulted from a recent shift in occupational health psychology from a
segative disease-oriented approach to a positive Wellness approach, is a
viable construct that is firmly rooted in empirical research. What is more,
it may play a crucial role in the development of organizations’ human
capital. As an essential, positive element of employee health and well-
seing, work engagement may help to create SYNCrgy between positive
outcomes for individual employees and for the organization as a whole.

1

Appendix: Utrecht Work Engagement Scale (UWED)™

The following 17 statements are about how you feel at work. Please read
each statement carefully and decide if you ever feel this way about your
job. If you have never had this feeling, cross the “0” (zero) in the space
after the statement. If you have had this feeling, indicate how often you
feel it by crossing the number (from 1 to 6) that best describes how
frequently you feel that way

Almost never Rarely Sometimes vten vely Olten fuways
0 1 2 3 4 5 6
Never A few timesa Oncea Afew timesa Oncea \few timesa Every
year or less month or less month week week day

. ____ At my work, I feel bursting with energy"(VI1)

__Ifind the work that I do full of meaning and purpose (DE1)
___ Time flies when I’'m working (4B1)

____ At my job, I feel strong and vigorous (VI2)*

____ I am enthusiastic about my job (DE2)"

oo
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6. ____ When I am working, I forget everything else around me (4B2)
7. My job inspires me (DE3)*
8. _ WhenIgetupin the morning, I feel like going to work vi3)*
9. .. _Ifeel happy when I am working intensely (4B3)*

10. ___ T'am proud of the work that I do (DE4)*

11. ___Tam immersed in my work (4B4)*

12. ___ I can continue working for very long periods at a time (Vi4)

13. ___To me, my job is challenging (DES) :

14. ___1 get carried away when I’m working (AB5)*

15. ____ Atmy job, I am very resilient, mentally (VI5)

16. ____Itis difficult to detach myself from my job (AB¢6)

7.

At my work I always persevere, even when things do not go well (VI6)

* Shortened version (UBES-9); VI = Vigor; DE = Dedication; 4B = Absorption

© Schaufeli and Bakker (2003) The Utrecht Work Engagement Scale is free for use for
non-commercial scientific research. Commercial and/or non-scientific use is prohibited,
unless previous written permission is granted by the authors.
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19  Prevention: integrating health protection
and health promotion perspectives

Lois E. Tetrick

Health protection and health promotion activities in organizations have
been approached from different disciplines and perspectives, and the
work environment has become safer and healthier. However, today’s
organizations continue to struggle with threats to both the safety and
the health of workers and their families. Health protection has taken a
preventive approach to eliminating and reducing accidents and occupa-
tional injuries in the workplace, as has health promotion. But health
promotion has taken more of a public health perspective, using the work-
place as a “convenient” location for contacting adults (Rantanen, 2003).
Both perspectives have provided valuable insights into risk factors in the
workplace and for workers’ lives outside of work. However, it is apparent
that these different perspectives and streams of knowledge need to be
integrated to reflect the system in which workers and their families exist.
If we are to have a full understanding of the health and safety of the
workforce, then we need to understand the facilitators and barriers to the
integration of health protection and health promotion. The purpose of
this chapter is to review and integrate the health protection and health
promotion literature in developing a framework for understanding pre-
vention activities and needs in the workplace.

Health protection

Health protection has historically focused on providing workers with a
safe and healthy work environment. The primary focus of health protec-
tion has been on preventing occupational injuries and diseases arising
from risks that are involuntary and outside the scope of individual
employees’ control and that may be undetectable by individual workers
(Sorensen, Stoddard, Ockene, Hunt, and Youngstrom, 1996). Prevention
is accomplished by removing the hazard, such as substituting a hazardous
chemical with a non-hazardous chemical in the production process,
providing engineering controls to reduce exposure to the hazard, such
as cover guards to prevent access to cutting edges, and providing personal
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