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Human Resource Management Practices and
Employee Engagement in Academics

Ms. Dhanya Raveendran? & vli;r.ii\rd.ngic_i.h'a2

Abstract

Human Resource Management (HRM) practices and theirimpact on employee engagement
have not received massive cover in literature. This work took a gaze at HRM practices and
assessed their impact on employee engagement in academics. The sample for the study
was 120 teaching staffs from the self-financing higher educational institutions under
Cooperative Academy of Professional Education (CAPE), Kerala. Data for the study was
collected through the structured questionnaire. Karl Pearson correlation coefficient
(r-value) and regression analysis were used to analyze the data collected. The HRM
practices which formed the independent variable while employee engagement stood as
the dependent variable. The study established a significant relationship between HRM
practices and employee engagement. It was found that 27 per cent of variance in employee
engagement is explained by HRM practices (performance appraisal, workforce diversity and
contemporary HR practices, training and benefits, HR planning and recruitment, selection
and socialization of employees, and competitive compensation).

Keywords: HRM, HRM practices, Employee Engagement, Compensation, Academics.
JEL Classification: M12, M54, 015

Introduction

ntoday’s modern competitive business environment, organizations are facing emerging challenges in the
I form of acquisition and optimization of human resources (HR). In the bid to conquer these challenges,

there has generally been the call for a comprehensive Human Resource Management (HRM) practices to
translate organization's human resources into a sustainable competitive advantage. The triumph of most,
if not all, organizations depend largely on its human resource. According to Khan (2010), in a vigorous
business atmosphere, there is the need for an approach to achieve better performance, to originate and
implement HRM practices. This realization reinforces the grave role HRM practices play in this globally
modern and increasingly competitive business landscape.

Scholastically, HRM practices is a form of system in which a set of distinct but interrelated activities,
functions and processes are directed at attracting, developing and maintaining or disposing firms’ human
resources (Lado & Wilson, 1994). Additionally, HRM practices refer to organizational activities directed
at managing the pool of human resources and ensuring that the resources are employed towards the
fulfillment of organizational goals (Schuler & Jackson, 1987). Appelbaum (2001) captures HRM practices as
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Workforce diversity refers to the co-existence of people from various socio-cultural back
the organization (Kundu, 2004). A growing diverse workforce (Kundu, 2003), increased
businesses (Jain & Verma, 1996), growing number of mergers and acquisitions, and increased eMphae
on globalization (Terrisse, 2001) require an underst%mding and appreciation of a diverse set of cljltuarSIs
for having the 'best’ people for an organization (Lillevik 2007). Dynamic organizations look for pe°DIeWhes
are different from us because the diverse workforce may bring different talents, interests, and ViEWpointo
(Simmons, 1996). Organizations can succeed at diversity with full support from the top managemeﬂ:
(Hayes, 1999). The work communities as a whole should be helped to deal with increasing cultural diversity
(Pitkanen, 2007).
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Work-life balance is a state where an individual manages real or potential conflict between differen
demands on his/her time and energy in away that satisfies his/her needs for well-being and self-fulfillment
(Clutterbuck, 2004). Today's married employee is typically part of adual career couple finding less timeto
fulfill commitments to home, spouse, children, parents, and friends (Robbins, 2004). Recent studies suggest

that employees want jobs that give them flexibility in their work schedules, so that they can better manage
work-life conflicts (Conlin, 1999).

Attitude surveys can provide information on the preferences of employees, give warning on potential
problem areas, diagnose the cause of particular problems, and compare levels of job satisfaction,
commitment, and morale in different parts of the organization (Armstrong, 2005).

Employee Engagement

Employee engagement is a fairly new-fangled conception in the academic community but has bee.n
profoundly promoted by consulting companies (Wefald & Downey, 2009b). Scholars and practitionersin
the HRM field tend to agree that the fundamental concept of engagement may help explain behavior at
work, but they present different definitions of it. Thus, while the concept of employee engagement seens
on the surface to be compelling, the concept lacks clarity in its definition. The purpose of this section Is
to converse the conceptual disparities among different schools of thought on the definition of employee
engagement in order to develop a conceptual foundation for this study.

Using Kahn's (1990) seminal work as the point of departure, the concept of engagement was first introduceg
by him to explain how people are personally engaged and disengaged at work. He defined ‘job engagemenS
as the harnessing of organizational members' selves to their work roles where people express themsel”®
physically, cognitively, and emotionally during role performances' {Kahn, 1990). This definition cIariﬁed.thi
concept of engagement as the manifestation of being ‘present at work’. Being ‘present at work’ reflut;’en
2tI|J-|amCUlar men tal state. In order to be engaged, an individual has to think, feel and act on the'”f'o.na
ress;:‘c’:;d_;‘th's mental state constitutes a driving force which requires physical, cognitive and en}?elelins
- INeseresources can be enhancedin certain psychological conditionslike meaningfulness
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t that the definition of engagement was not theoreticy),
ptions of work characteristics, the definition from this schqg, Vfdevek)pe
gagement is. perceptions of work characteristics, job invo?\, th°“8ht£
satisfaction could be factors that affect employee engagemezt anc(Jj r:lzt the concept itself, Clearl:t o "
conceptual overlaps in the constructs used by'Harter. Schmidt an | .ayes (2002) to describe o ,a erEare
Jena and Pradhan (2017) drawn the attention of both academicians and practitioners by ofgc-:r‘ne“L

| them to rethink the ways employee engagement is considerg ferin

ceptual model that will compe
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lize that employee engagement is a different construct, the

measured is vigour. ‘Vigour' as defined by Shirom ( 2003)0nly non,

| strength, emotional energy and cognitive ”VEIinreifer.: to
S his

definition refers to an affective state that individuals attribute to their job and workplace. Viggy |

respect focuseson the notion of having ‘energy’ at work. It does not refer to behavioral respO“SEstor I thig
at work such as dedication to work, which is a significant characteristic of employee engagemente\{ents
adopting the concept of vigour (i.e., energy) does not capture a holistic concept of engagement. Clearll huls.
school of thought only covers one facet of engagement. For this reason, this school of thought's deﬁy: t_hls
of engagement cannot be used to conceptualize employee engagement in this study. Nition
this study contends that engagement does not lie along the san,
nout but is, in fact, an independent concept. If an individual do;
f the continuum), it does not mean that he or she is experiencing
engagement (at the other end of the continuum). Employee engagement is a state of mind which is 3
pervasive affective cognitive state requiring a person's attention and immersion in their job. In orderto
give full attention to one’s job and to be fully immersed, one needs to be positive and enthusiastic aboutit,

As an independent concept, employee engagement can best be defined as a positive, fulfilling, work-
related state of mind that is characterised by vigour, dedication and absorption (Schaufeli, Salanova,
Gonzalez-Roma, & Bakker, 2002b). These three dimensions seem to provide the most precise, valid and
comprehensive conceptualization thus far (Kim, Shin, & Swanger, 2009, Schaufeli & Bakker, 2004; Schaufeli,
Martinez, Pinto, Salanova & Bakker, 2002a; Shimazu & Schaufeli, 2009; Karatepe & Olugbade, 2009). From
the p.s?fchological perspective, engagement is a state-like phenomenon which is portrayed asan affective:
cognitive state-like condition. It is not a temporary state such as mood nor as relatively non-malleable &
fixed characteristics such as personality traits (Sweetman & Luthans, 2010). It is deemed quite stable.

:l'he first element of employee engagement, vigour, is a positive affective response to an employee's
'"terf’“ions with the elements of the job as well as the environment. The concept of vigour is drawn from
the view that individuals share a basic motivation to obtain, retain and protect theithings that they value:
such as resources (in this case, energetic resources) (Hobfoll, 1989). Energetic resources refer to physice
strength, emotional energy and cognitive liveliness. According to Schaufeli, Salanova, Gonzalez-Romé
and B'alfker (2002), vigour is characterised by high levels of energy and menial resilience while working
the w1|l|ngne§5 to inves‘t effort in the work and persistence even in the face of difficulties. Vigour relates
2ot;.asyfcho!oglcal caPaCIties for exercising will power and developing alternative ways to achievemeﬂF

ptimism in expecting future success, and resilience to persist in the pursuit of goals. A person who &

vigorous at work distinctly represents an engaged employee.
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ch time passes quickly and one has difficulty in detaching oneself from work. This
domain of employee engagement concerns the hedonic aspect of work. For a person to be engaged, he or
sheshould enjoy thework and find pleasure in performingit. Thus, ahappy and focused employee embodies
an engaged employee. A study using 30 in-depth interviews confirmed that absorption is a relevant aspect
of engagement (Schaufeli & Bakker, 2001). The study argued that this facet of engagement relates to
individual efficacy through having the confidence to be absorbed and the resilience to be persistently

in work, a state in whi

absorbed in a task.

To sum up, different school of thoughts have conceptualized employee engagement in various ways.
The lack of agreement among scholars in establishing a solid foundation for the definition of employee
engagement has caused many gaps in the research area. Some have defined engagement as being present at
work. some as the opposite to burnout on a continuum, and some have overlapped it with other constructs
such as job satisfaction and job involvement. The arguments presented in the above sections justify
why Schaufeli, Salanova, Gonzalez-Roma, and Bakker (2002) conceptualization of engagement is most
thorough and precise. Employee engagement focuses upon the positive and fulfilling aspects of doing work.
For a person to be engaged, he or she must be vigorous, dedicated and absorbed in their job. This positive
reflection is in line with the movement of positive organizational behavior in seeking to understand how
individuals thrive at work. For this reason, Schaufeli, Salanova, Gonzalez-Roma, and Bakker (2002) view
on engagement is seen as more dominant and comprehensive than others. Given these key attributes and
following Schaufeli, Martinez, Pinto, Salanova, and Bakker, (2002a) conceptualization, this study defines
employee engagement as a positive, fulfilling, work-related state of mind that is characterized by vigour,

dedication and absorption.

Research Methodology

The current study is descriptive in nature that examines the relationship between HRM practices and
employee engagement. HRM practices are viewed in terms of performance appraisal, workforce diversity
and contemporary human resource (HR) practices, training and benefits, HR planning and recruitment,
selection and socialization of employees, and competitive compensation whereas employee engagement

consists of three subscales like vigour, dedication, and absorption.

Objectives
1. Tounderstand the concept of HRM practices and employee engagement.

2. To determine the relationship between HRM practices and employee engagement in academics.

Hypothesis
The hypothesis for the study is as follows:

HO: There exists no significant positive relationship between HRM practices and employee engagement.

H1: There exists significant positive relationship between HRM practices and employee engagement.

Sample

This study is based on a sample of regular full time permanent teaching staffs having minimum three years
of work experience in CAPE institutions in Kerala. The data was collected personally by the researcher and
also by mail using stratified random sampling from CAPE institutions from north, central, and south Kerala.
The total sample size is 120 numbers, forty from each region.

Data Collection Tool

This study was based on primary data gathered with the help of a questionnaire comprising three sections.
The first section contained six background questions, consisting of gender, marital status, age, highest
level of educational qualification, experience in the present organization, and total work experience. The
second section contained twenty statements about the HRM practices developed by Kundu and Malhan
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Data Analysis Procedure
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Analysis and Discussion

As regard to the dissection of the gender of 120 respondents, 68 are male and 52 are female, in lieu of
567 and 43.3 per cent correspondingly. This designates that majority of the respondents in the sample
were male employees during the study. Concerning to age distribution of the respondents, the analysis
shows that, 39.2 per cent of the respondents were in the age category of 36-45., 32.5 per cent, and 283
per cent were also in the age category of 26-35, 45 and above correspondingly. On the education status,
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Table 1
Correlations between HRM Practices and Employee Engagement
Variabies ! Vigour Dedication Absorption Employee Engagement
Performance Appraisal S 326" 364" 400
Worktorce Diversity and Con- ——— -
temporary HR Practices 252 196 337 268"
Training and Benefits 261" 263" .209*" 316*
HR Planning and Recruitment 252 196" 337" 268"
Setection and Socialization of . .
Emokovess 286 339 278" 352"
Competitive Compensation 357" g21° 366" .409:"
HRM Practices .650°" 522 449 739"

** Correlation is signihcant at the 0 01 leve! (2-tailed)

Multiple regression analysis was carried out to determine how the six components of HRM practices are
related to employee engagement and each of its components of employee engagement.

Impact of HRM Practices Dimensions on Employee Engagement

The results of multiple regression presented in Table 2 revealed that there exists multiple correlations
between HRM practices and employee engagement (.520). The coefficient of multiple determination (R
Square} was found to be .270. This implies that 27 per cent of variance in employee engagement is explained
by HRM practices (Performance Appraisal, Workforce Diversity and Contemporary HR Practices, Training
and Benefits, HR Planning and Recruitment, Selection and Socialization of Employees, and Competitive

Compensation). Significant F-value denotes the availability of evidence to conclude that at least one of the
predictors is useful for predicting employee engagement.

Multiple Regression for Employee Elzg:aei\ent as a Function of HRM Practices
Multiple R 520
R Square 270
Adjusted R Square 234
Standard Error of Estimate 16119
F-value 16553
Level of Significance 000

“*Significant at p < 01 level

To know about the components of HRM practices that influences employee engagement, beta values were
considered. From the output displayed in Table 4.4, the regression equation is arrived as under:

Employee Engagement = 254.257 + 1.267 Performance Appraisal + .413 Workforce Diversity and
Contemporary HR Practices + 1.346 Training and Benefits + 2.783 HR Planning and Recruitment + 2.317
Selection and Socialization of Employees + 2.435 Competitive Compensation.

The t-value in Table 3 revealed that performance appraisal, workfarce diversity and contemporary HR
practices, training and benefits, HR planning and recruitment, selection and socialization of employees,
and competitive compensation emerged as significant predictors of employee engagement.
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Conclusion

It is worth mentioning from the findings of this research that, in today’s capricious and increasingly
innovative business atmosphere, the study’s outcome more or less support the conventional wisdom that
employees are the most valuable asset of a business organization and that an effective practice of HRM
Practices to develop and tap this invaluable potential of employees will save the future of businesses. The
significant relationship that the research elicits between HRM practices and employees engagement is in
support of the various similar studies and this therefore should be indicative to researchers and business
practitioners across board, not to downplay the importance of HRM practices as a strategic tool to
achieving comparative advantage. Nonetheless, further research can be undertaken to further broaden
the knowledge in this topic area of HRM practices and employee engagement in other sectors.
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