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Abstract: The article discusses the importance of organizational culture for building engagement of knowledge workers in 
organizations functioning in knowledge based economy. Forming such a culture is complicated, long-lasting process, and the 
success is not guaranteed. In the theoretical part of this article the concept of knowledge worker is characterized. Then the 
essence, elements and the role of organizational culture of engagement are described. The attention is also paid to benefits 
the high level of knowledge workers engagement brings themselves and organizations in which they work. Further part of 
this article focuses mainly on results of the research on knowledge workers engagement. The main objective of the study 
was to determine the level of engagement of knowledge workers as well as to identify both determinants of engagement 
and actions taken by organizations affecting the level of employee engagement. Main source of primary data was obtained 
from the questionnaire survey conducted among working people with higher education. The final part of the article includes 
conclusions resulting from the results of the research and theoretical considerations. 

Keywords: knowledge, knowledge worker, engagement, organizational culture 

JEL Classification: M12, M14, M54 

1. INTRODUCTION 

Knowledge workers constitute a specific group of 
employees. In knowledge based economy their knowledge, 
skills, attitudes and behaviors, increasingly determine the 
success or failure of the organizations in which they work. 
One of the most important factors that determine the 
knowledge workers’ contribution to the success of the 
organization, is their commitment to work, which is on the 
one hand a feature attributed to knowledge workers, on the 
other hand – the challenge for organizations and managers. 
Therefore knowledge-based organizations should make 
every effort to build a culture of engagement. 

The purpose of this article is to identify the culture of 
engagement, in particular its elements positively affecting 
the level of knowledge workers commitment to work. To 
achieve this goal, the theoretical reflections on the 
knowledge workers engagement and on the culture of 
engagement have been supported by results of the survey 
conducted among working people with higher education. 
The aim of the research was to determine the level of 
engagement of knowledge workers in organizations and to 
determine how the various engagement drivers identified in 
the theoretical part of this article are used in organizations 
in the process of building employee engagement. 

2. THE CONCEPT OF KNOWLEDGE WORKERS 
ENGAGEMENT 

Knowledge workers are usually described as employees 
who possess high degrees of expertise, education or 
experience [3] and are paid for efficiency of thinking [19]. 
They are well-informed, active and responsible, aware of 
their role and self-worth, independent participants of the 
organization [13], who work not only with knowledge and 
information, but also on them [16]. They understand, 
define, influence and help shape their domain of influence, 
knowledge, activity and responsibility [14]. The most 

significant goal of knowledge workers is active participation 
in knowledge management processes.  

Considering various definitions and characteristics of 
knowledge workers for the purpose of this article it is 
assumed that “the knowledge worker is the employee whose 
passion, work and professional career are associated with 
active participation in the knowledge management 
processes (localization, acquiring, development, sharing, use 
and preservation)” [9]. Knowledge worker is a person who: 
has (knowledge, experience, social competences, values, 
etc.), wants to (develop, share and use knowledge, 
experience, social competences, as well as use resources, 
methods, tools etc.), is able to (use knowledge, experiences, 
tools, resources, methods etc. thanks to his skills), can (is 
provided by the organization the opportunity to actively 
participate in the realization of knowledge management 
processes), and is needed (his knowledge, experience, social 
competencies, engagement etc. are important for achieving 
the objectives of the organization) [9].  

Core activities taken by knowledge workers are related 
to realization of KM processes and involve: applying, 
presenting, sharing, analyzing, organizing, evaluating, 
retrieving, storing and securing information with the goal of 
making decisions and delivering services [1]. These activities 
determine roles they play in the organization, such as: 
controllers, helpers, learners, linkers, networkers, 
organizers, retrievers, sharers, solvers, or trackers [16]. 

Knowledge workers create the greatest added value, 
affecting the value of organizations in which they work [4], 
therefore in companies which base their competitiveness on 
creating and using knowledge, obtaining a high level of 
knowledge workers engagement becomes necessity. 

Employee engagement is a growing area of focus for 
both scientists and business practitioners. In general 
engagement of employees is associated with their: attitude, 
behaviour, emotions, potential, actions, and contribution to 
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the organization's success [2; 17; 21]. In this article 
employee engagement is understood as the extent to which 
workers are involved with, committed to, and passionate 
about their work [12]. Engagement of knowledge workers 
reflects their connections to the organization across three 
dimensions: rational, showing how well employees 
understand their roles and responsibilities, emotional, 
presenting how much passion and energy they bring to 
work, and motivational, reflecting how well they perform in 
their roles [2]. 

Further reflections on building knowledge workers 
engagement require the adoption of two basic assumptions: 
(1) employee engagement is gradable, what means that can 
be of high, medium or low level, (2) the level of the 
employee engagement can be influenced, what means that 
engagement can be a subject of management. 

Justification for management of knowledge workers 
engagement are benefits it brings to employees and 
organizaations in which they work. Engaged employees: 
derive more pleasure from their work, have a sense of 
realization of their potential, feel that they are doing 
something important for themselves and the environment, 
realize their ideas and professional ambitions, go beyond 
the routine procedures, undertake challenges, improve 
working methods and improve the organization as well as 
actively shape the work environment. They enjoy better 
physical and mental health, are more satisfied with their 
life, feel positive emotions more often, and their self-
esteem and sense of meaning increase [10]. 

Thanks to a high level of knowledge workers 
engagement, organizations observe: increase in operational 
performance, higher profit growth, reduction of reliance on 
financial incentives for employee engagement, reduction of 
sick days and absenteeism, reduction of recruitment costs 
due to higher retention rates, better realization of business 
strategies by empowering people [20]. 

3. ORGANIZATIONAL CULTURE OF ENGAGEMENT 

Organizational culture is “(a) a pattern of basic 
assumptions, (b) invented, discovered, or developed by a 
given group, (c) as it learns to cope with its problems of 
external adaptation and internal integration, (d) that has 
worked well enough to be considered valid and, therefore (e) 
is to be taught to new members as the (f) correct way to 
perceive, think, and feel in relation to those problems” [18]. 
Corporate culture includes: values, norms, practices and 
artefacts. Values indicate what people in the organization 
believe is worth doing or having. Norms are the shared 
beliefs about how people in the company should baehave or 
what they should do. Practices are the formal or informal 
routines used in the organization to accomplish work. 
Artefacts are visible and tangible aspects of an organization 
which distinguish the given company out of others. 

The culture of the organization has significant influence 
on various aspects of its functioning: standardises people's 
patterns of behaviour, increasing their predictability and 
replaces temporary control, 'commonises' employees' 
aspirations, goals, hopes and concerns, as well as enables 
people to interpret and assess the surrounding reality 
similarly [11].  

Organizational culture is also a very important source of 
information and knowledge about the organization and its 

functioning [8]. In companies building their competitive 
advantage on knowledge, organizational culture shapes 
assumption about what knowledge is and what knowledge 
is worth managing, mediates the relationships between 
individual and organization-level knowledge, creates a 
context for interaction that determines the value derived 
from knowledge, shapes the processes by which new 
organizational knowledge is captured, legitimated and 
distributed, as well as shapes the organization’s reaction to 
new knowledge [5]. The culture of the organization has also 
an impact on what tools, procedures, processes etc. are 
implemented in the process of knowledge management. 
The aforementioned tools, procedures and processes will 
take appropriate effect only if they are compatible with 'the 
character' of the organization [8].  

Referring to the topic of this article, it is necessary to 
explain the concept of the culture of engagement. This 
culture can be defined as the culture which values, norms 
and practices at the same time (1) enable the realization of 
the objectives of the organization and (2) meet the widely 
understood needs of knowledge workers, which leads to an 
increase in both their job satisfaction and their contribution 
to work. Some needs of knowledge workers are universal, 
characteristic of all employees (eg. the need for security or 
respect), while others are specific to this particular group of 
people, or in this group manifest themselves with greater 
intensity (eg. the need for self-fulfillment). The organization 
can positively influence the degree of certain employees 
needs satisfaction by shaping the approprate organizational 
culture.  

Considering relations between organizational culture 
and employees engagement, it is worth mentioning the 
results of the study conducted by Hewitt Associates [6] 
which confirm a synergic effect between engagement of 
employees and cultural alignment. Organizations with high 
level of employees engagement face better alignment 
between current and desired values as well as between 
personal (expressed through behaviour of individuals) and 
organizational (reflected in systems and processes) values, 
than organizations with low level of engagement. 
Approprate culture “can attract and engage high-potential 
talent who bring their strong capabilities and are also 
energized by the company’s core values” [6]. Such a culture 
create a stimulating work environment and processes where 
top talent are inspired and supported to provide extra 
effort. Alignment of organization’s values with values of the 
individual, guarantees superior levels of involvement and 
results in greater levels of accountability, trust, innovation, 
and performance. In organizations with better alignment 
work is a positive experience for employees. 

The question arises - which elements of the 
organizational culture positively affect the level of 
knowledge workers engagement? First of all, it should be 
remembered that the basic aim of the knowledge workers 
work is their active participation in processes of knowledge 
management, that is why the culture of engagement must 
be at the same time a culture supporting knowledge 
management, which main elements are: trust, cooperation 
and learning [8]. So, taking into account on the one hand, 
the characteristics of knowledge workers, on the other hand 
the objectives and requirements posed before them by 
organizations in which they work, cultural factors affecting 
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the level of knowledge workers engagement have been 
identified and grouped in specific areas, as follows: 

 working conditions – organizational conditions, technical 
conditions, work performed vs. qualifications, 

 recognition - noticing and appreciating employees 
successes, considering employee’s opinion in 
professional matters, participation in decision-making,  

 concern about employees - work-life balance 
preservation, employees’ sense of security in the 
organization, pay level vs. contribution to work, 

 trust - respect for employees, independence in deciding 
how to work, competences of superiors and co-workers, 

 cooperation - feedback on the job, flow of information, 
atmosphere at work, 

 development - opportunities to knowledge and skills 

development, challenging work (requiring continuous 
improvement of workers), promotion opportunities. 

Individual factors listed above could affect the shape of 
more than one area, eg. respect for employees has an 
impact not only on the level of trust in the organization, but 
also on the cooperation and recognition. The above 
assignment of factors to specific areas is therefore arbitrary. 

4. SCIENTIFIC AIM AND METHODS 

The subject of the survey was knowledge workers 
engagement in organizations. The purpose of the study was 
to gain respondents opinions on the subject of the state of 
knowledge workers engagement and to determine how 
various drivers of engagement are used in organizations in 
the process of building employee engagement. 

The study was conducted by means of a direct survey in 
March 2015 among working people with higher education. 
The instrument of data collection was questionnaire 
consisting of closed-ended, semi open-ended and open-
ended questions, with a Likert‐scale, multiple choice and 
single choice. In addition to demographic data, information 
about various aspects of knowledge workers engagement 
was collected, including: a state of engagement, satisfaction 
and self-motivation to work, determinants of their decisions 
about staying or leaving organizations in which they work, 
drivers of engagement and actions taken in organizations 
which shape (or not) a culture of engagement. Overall 250 
questionnaires were distributed, 210 of them were correctly 
filled, giving a return of 84%. Respondents were a diverse 
group in terms of age, gender, place of work and position.  

The analysis of the survey results was made with a full 
knowledge of the limitations resulting from the relatively 
small number of respondents. Thus, although the 
generalization based on this research is not possible, the 
results are important information for organizations and 
managers who want to build engagement of knowledge 
workers. 

5. THE RESULTS OF THE RESEARCH 

As mentioned above, one of the objectives of the study 
was to determine the level of engagement of knowledge 
workers, what was done by analyzing answers to questions 
concerning symptoms of engagement. It was assumed that 
truly engaged employees: a) do not intend to leave the 
organization in which they work; b) give of themselves more 

than is required; c) are very satisfied with their work; d) 
speak with pride about their organizations.  

Thorough analysis of responses to questions about 
symptoms of engagement led to the conclusion that these 
fully engaged in work knowledge workers, which are 
characterized by the highest levels of meeting of all 
mentioned above criteria, constitute only the 7.3% of all 
respondents, which is a very poor result. It is worth noting 
that when asked directly to assess the level of their 
engagement, 44.5% of respondents stated that they are 
highly commited to work. The difference between 
subjectively assessed and objectively verified (through 
analysis of answers to questions about symptoms of 
engagement) the level of their commitment to work, may 
be caused by misunderstanding of the concept: 
commitment to work or/and their inner need of positive 
perception of themselve as an employee. 

Respondents were also asked about determinants of 
organizational culture of engagement and evaluation of 
their use in organizations in which they work. They were 
supposed to allot points, where 5 points meant the highest 
level of a factor, and 1 point – the lowest. Then the average 
of points was calculated for each factor (table 1). 
Engagement drivers were divided into 6 areas of 
organizational culture: working conditions, recognition, 
concern about employees, trust, cooperation and 
development. Each area was characterized by three 
determinants of knowledge workers engagement. 

The analysis of individual areas of organizational culture 
of engagement shows, that the highest rated area is trust 
(average 4.08), and the lowest – recognition (3,22) and 
concern about employees (3,23). 

Generally, employees feel that they are respected at 
work (4,23) and most of them can independently decide 
how to work (4,13) which menas, that superiors trust them 
in professional matters. On the other hand the level of 
superiors competence was assessed slightly lower (3,89) 
which indicates that in professional matters knowledge 
workers do not always trust them.  

Organizational and technical conditions of work were 
assessed similarly, at mean level (3,79 and 3,81 
respectively), while consistency between work performed 
by them and their qualifications was assessed at 3,49. This 
means that the potential of knowledge workers is 
underemployed. Atmosphere at work is less than good 
(3,90), but flow of information (3,59) and feedback on the 
job (3,50) definitely need to be improved, because these 
elements are evident barriers of cooperation in 
organizations. 

In case of most knowledge workers their work is 
challenging and requires a systematic learning (4,07), but 
opportunities to knowledge and skills development are 
relatively small (3,42) and promotion opportunities - even 
smaller (2,79). 

As it was already stated, the level of recognition and the 
level of organizations’ concern about employees reached 
the lowest level. Superiors relatively rarely notice and 
appreciate employees successes (3,18), consider their 
opinion in professional matters (3,26) and involve them in 
decision-making (3,23). 
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Table 1 Areas and elements of organizational culture of engagement 

ORGANIZATIONAL CULTURE OF ENGAGEMENT 

Areas Elements (drivers) Assessment Areas Elements (drivers) Assessment 

Working 
conditions 

organizational working conditions 3,79 

Trust 

respect for employees 4,23 

work performed vs. qualifications 3,49 
independence in deciding how to 
work 

4,13 

technical working conditions  3,81 competences of superiors  3,89 

 average 3,70  average 4,08 

Recognition 

noticing and appreciating employees 
successes 

3,18 

Cooperation 

feedback on the job 3,50 

considering employee’s opinion in 
professional matters 

3,26 flow of information 3,59 

participation in decision-making 3,23 atmosphere at work 3,90 

 average 3,22  average 3,66 

Concern 
about 
employees 

work-life balance preservation 3,58 

Development 

opportunities to knowledge and skills 
development 

3,42 

employees’ sense of security in the 
organization 

3,55 
work requiring continuous 
improvement of workers  

4,07 

pay level vs. contribution to work 2,56 promotion opportunities 2,79 

 average 3,23  average 3,43 

 
For many participants of the survey, work-life balance is 

not maintained, as evidenced by the average rating for this 
driver (3,58), many of them have no sense of security in 
organizations in which they work (3,55). Generally, the 
majority of respondents believe that pay they receive does 
not correspond to their contribution to the work (2,56). 

6. CONCLUSION 

Although, as mentioned in the theoretical part of this 
study, a high level of knowledge workers engagement brings 
them and organizations, in which they work, measurable 
benefits, in many companies actions aimed at building a 
culture of engagement are not undertaken, or are 
insufficient, incidental, inappropriate. This is confirmed by 
the results of the research, which clearly indicate that in the 
area of functioning of organizational culture of engagement 
there is still much to be done. A small percentage of 
knowledge workers, participating in the study, is really 
highly involved in work, and determinants of organizational 
culture of engagement, specified in the survey, are assessed 
by them at the most mean level. 

However, organizations that base or plan to base their 
competitiveness on knowledge development and use, 
should create the organizational culture of engagement, 
which is grounded on such values as: trust, cooperation, 
development, concern about employees, recognition and 
proper working condition. However, building such a culture 
is difficult and long lasting process, which requires:  

 understanding and acceptance of this concept by all 
employees in the organization, 

 consistency between what is important for the 
organization and what is important for employees, 

 consistency between what is said and what is done. 

Activities aimed at building a culture of engagement 
should eliminate the gap between the current and target 
organizational culture. This means that without a clear 
vision of organizational culture of engagement, actions 
taken in the field of its building will be accidental and can be 
counterproductive. Such actions need to be included in all 
organizational processes, procedures and policies 
conducted in different areas of the company’s functioning, 
eg. in the area of human resource management. In the 
process of building and maintaining a culture of 
engagement a special role should be attributed to 
knowledge workers’ superiors and their management style.  

Building a culture of engagement requires a systematic 
study on knowledge workers needs and their expectations 
towards the organization, bearing in mind that employees 
should be asked about issues on which the organization can 
and wants to influence. Asking knowledge workers for 
specific issues the organization give them hope for change. 
But when the expected changes are not taken, their 
engagement in work decreases. 

Building a culture of engagement in the knowledge-
based organization is a complex problem. The following 
article doesn’t deplete the topic and is only a basis for 
further considerations. 
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