Qualification: CIPD Diploma in Applied Human Resources

Module Name: Understanding Employee Engagement



Word Count: 3195







Student Name:	Tara Jeffreys			
Student Number:	2005784			
CIPD Membership Number:	80931290



By signing below, I confirm that the work/evidence presented is my own, unaided work. I understand the regulations pertaining to candidate malpractice and the action that may be taken as a result.


Signed: 		Tara Jeffreys
Date:          02 February 2022









LO1: Understand the concept of employee engagement

1.1 Define employee engagement. 

When looking at employee engagement there are many different definitions, none of which are completely definitive (Taylor & Woodham, 2016).  The MacLeod review describes over 50 definitions (MacLeod & Clarke, 2009), One of the earliest definitions is ‘in engagement, people employ and express themselves, physically, cognitively and emotionally’ (CIPD,2021) 
Kahn describes employee engagement as a three-stage concept: (Kahn, 1990)
Physical engagement – the willingness to invest effort in to work, through high levels of energy and resilience
Cognitive engagement – fully engrossed and happy in work where detaching from work and finding work life balance may be difficult
Emotional engagement – string involvement in work, high levels of enthusiasm, inspiration, and pride (Taylor and Woodham, 2016)
The CIPD define colleague engagement as ‘a combination of commitment to the organisation and it’s values plus a willingness to help out colleagues (organisational citizenship ‘the CIPD continues that colleague engagement cannot be a requirement in the contract of employment, it goes further than job satisfaction and motivation, it is something the engaged employee offers the organisation. (CIPD, 2014) This refers to employee discretionary effort as employees are not automatically engaged.
Employee engagement is a growing area of interest, the government set a review which resulted in the Macleod report where Macleod and Clarke (2009) constricted their own model for employee engagement in the workplace. Macleod states the engagement ‘goes to the heart of the workplace relationship between employer and employee (Macleod 2009)
Following more recent research the CIPD supports the theory from Kahn by establishing colleague engagement in two levels emotional engagement, where employees have an ‘emotional attachment to one or more aspects of their work” and transactional engagement, where employees are ‘happy to exhibit the behaviour of engagement …. But not committed to the job or the organisation and willing to leave if a better offer appears elsewhere’ (CIPD, 2012)
When looking at employee engagement one size does not fit all, which means employers must understand what drives colleague engagement in their organisation (Purcell, 2010)


1.2 Compare and contrast employee engagement with other related concepts.

A common misconception is that employee engagement and job satisfaction are the same, however the two are not necessarily linked an employee can be satisfied with their job but not engaged. Employee engagement and job satisfaction are related to each other the same way love and happiness are related, both are feelings, job satisfaction and happiness are individuals’ internal feelings whereas love and employee engagement require a relationship.

Satisfaction – this is where the employee feels fulfilled, the expectations related to their employment match their experience or the reality of their employment, some examples of job satisfaction can be 
· Compensation
· Communication
· Recognition
· Career development 
Engagement – this can be described as what motivates the employee to give discretionary effort examples can be
· Motivation
· Enthusiasm
· Interest
· Involvement (bamboohr)
Employee engagement is closely related to other concepts such as employee commitment, there are 3 mindsets of employee commitment
· Effective commitment – an employee’s positive emotional attachment to the organisation, an employee who is strongly committed to the organisation because they want to, this links to the CIPD definition of employee engagement.
· Continuance commitment – employees stay committed because they have to, this level of commitment is negative in characteristic. Employees remain committed to the organisation through fear of unemployment, loss of friendships, and financial costs
· Normative commitment – the employee stays committed out of obligation or a sense of debt to the organisation, they remain committed because they feel they ought to. 

To ensure employees are engaged and deliver superior performance results and outcomes, organisations need to ensure they achieve both job satisfaction and employee engagement 







































LO2: Understand the key components of employee engagement

2.1 Describe the typical HR, leadership, and cultural elements likely to be found in an organisation characterised by high levels of employee engagement.

With statistics showing only 15% of employees worldwide are engaged there is a massive opportunity for organisations to improve their focus on employee engagement (Forbes, 2017), however from research by the CIPD in their Employee Outlook Survey within the UK 35% - 39% of employees state they feel engaged in work.
Purcell (2010) describes common factors associated with employee engagement as the building blocks of engagement, these are 
· Employee trust in management 
· Satisfaction with the work itself 
· Satisfaction with involvement in decision making at the workplace
· Quality of relationships between management and employees 
· Satisfaction with the amount of pay received 
· Job challenge
· Satisfaction with the sense of achievement from work

The building blocks emphasise the importance of HR policies and practices that support good working relationships between managers and employees based on a culture of trust and the fulfilment of terms and conditions. The right policies and procedures will result in employee discretionary effort.

Macleod (2009) identified 4 enablers of change
A strategic narrative – ‘a strong transparent and explicit organisational culture which gives employees a line of sight between their job and the visions and aims of the organisation’ meaning the employee clearly understands how their role relates to the vision of the company, the organisation does not rely on hierarchy 

Engaging mangers - managers ‘who offer clarity, appreciation of employees effort and contribution, who treat their people as individuals and who ensure that works organised efficiently and effectively so that employees feel they are valued, and equipped and supported to do their job”

Employee voice – ‘employees views are sought out: they are listened to and see that their opinions count and make a difference’ 
Integrity – ‘a belief among employees that the organisation lives it’s values, and that espoused behavioural norms are adhered to, resulting in trust and a sense of integrity’ 

Research from Purcell (2020), Macleod and Clarke (2009) and Robinson and Hayday, (2009) demonstrate that managers have the biggest impact on a culture that supports or hinders employee engagement.  
The IES have conducted a study and compiled a list of engaging behaviours demonstrated by various managers from different sectors with high colleague engagement scores.
· They communicate and make clear what is expected
· They listen value and involve their team
· They focus on targets rather than processes, tasks, and procedures
· They have, and share, a clear strategic vision
· They show an active interest in others
· They exercise good leadership skills, especially through role modelling
· They act with respect, and in turn are respected 

The research also identified a list of behaviours from disengaging managers
· They lack empathy and any interest in people 
· They fail to listen and communicate
· They are self-centred 
· They don’t motivate or inspire
· They blame others when mistakes are made, and don’t take responsibility for team actions and results
· They are typically aggressive
· They lack personal awareness (how their behaviours impact others)
· They don’t deliver on promises (Robinson &Hayday, 2009)

 2.2 Evaluate the need for alignment between employee engagement and other organisational factors

Alignment is essential to delivering high performance in an organisation, Macleod (2009) suggests employee engagement is universally beneficial “ it’s our firm belief that (engagement) can be a triple win : for the individual at work, the enterprise or service and for the country as a whole”  Although this may be a bold statement there is lots of research that supports the benefits of alignment, by aligning people management with organisational strategies objectives and goals, you generate higher levels of employee engagement as employees know what is expected of them, what they are working towards and how it benefits them.  According to the CIPD (2014) ‘Employers want engaged employees because, as well as being happier, healthier and more fulfilled, they deliver improved business performance’. 
Research shows employees who feel engaged are more likely to have greater feelings of well-being (Schaufeli et al, 2008), greater job satisfaction (Saks, 2006) and become advocates for the employer brand (Taylor and Woodhams, 2016)

When employees understand the big picture, this generates alignment which leads to greater innovation and productivity.  Alignment requires a culture that supports and empowers employees, clarity on the organisations mission and vision and clear and consistent communication.  Clear communication and understanding of the organisations vision and mission has an impact on how employees rate other factors such as:
· Career progression
· Collaboration 
· Effective use of technology
· Morale
· Training
· Work/life balance
· Culture 
· Communication 

Aligned employees help deliver the organisations key strategies and also gain their own personal development (thebigpicturepeople)













LO3: Understand the potential contribution of employee engagement to positive organisational outcomes

3.1 Explain why employee engagement is an increasingly vital dimension of HR strategy and practice. 

HR strategies and practices alone do not deliver superior business performance, skilled employees with valuable human capital can only add value if they have a positive relationship with their employer in a supportive culture with strong values.  The combination results in employees giving discretionary effort, strategic HRM needs to take into consideration employee engagement to support organisational performance. (CIPD.2021)

Research shows a link between high engagement and high performance, where a study of 50 organisations over the period of a year demonstrated organisations with engaged employees delivered 19% increase in operating performance and 28% growth in earnings per share. (Towers Perrin, 2009)
Research also shows that organisations with high levels of engagement also has a positive impact on customer satisfaction, employee loyalty, profitability, productivity, and safety (Harter et al, 2002) A gallop study of 8,000 business units from 36 companies identified that the units in the top 25% of employee engagement delivered 1-4% higher profitability than those in the bottom 25%.
Evidence from gallop studies also shows huge benefits when organisations focus on employee and customer engagement at the same time, this is also supported by research in the UK, where 4 Tesco stores were compared the stores with high employee and customer engagement resulted in higher conversion rates (where customers purchase products, the manager from the top stores came away from a top down approach to managing employees and gave them the autonomy to respond to customer needs as they saw fit (Hutchinson and Purcell, 2003)

Despite overwhelming evidence of employee engagement bringing superior business performance, caution must be used as superior business performance in relation to profits can be affected by internal and external factors.  (Taylor and Woodham, 2016)


3.2 Evaluate the potential benefits, for different parties, of high employee engagement

“Feeling engaged is evidently good for workers. Most definitions of engagement describe employees who are healthier, happier, and more fulfilled or more motivated. For organisations research has repeatedly shown that measures of engagement go together with high performance “(CIPD, 2021)

Benefits to employee

Increased employee safety – engaged employees feel connected to their workplace and are more aware of their surroundings, research shows there are 70% fewer accidents in engaged workplaces
Better employee health – employees who are engaged are less likely to be obese and suffer from chronic illness, 51% of engaged employees eat healthier and 54% of engaged employees exercise more, healthier employees are less likely to suffer from chronic illness. 21% of engaged employees are more likely to take part in company wellness programs (Gallop, 2013)

Happier employees – a reduction in workplace stress, motivation comes from positive practices such as employee recognition, one to ones and 360 feedbacks. According to the American psychological association workplace stress cost approx. $500 billion a year (HBR, 2015)

Greater employee satisfaction – employees who feel engaged experience greater levels of job satisfaction and well-being regardless of the type of job they have (Schaufeli et al, 2010)

Better home life – improvements in work life balance, engaged employees feel happy in work and as a result do not complain to companions, have more time for family activities such as playing with children and create a better atmosphere at home (Fullagar et al, 2009)

Benefits to organisation

Less absence – engaged employees feel committed to the organisation and the team they work with resulting in them wanting to attend work, a Gallup study shows engaged workplaces have 41% lower absenteeism.

Higher levels of retention – engaged employees are committed to the organisation and their teammates, a Gallop study has shown 41% lower absenteeism in engaged workplaces  

Greater employee loyalty - despite the definition of loyalty changing where millennials are three times more likely to change jobs than non-millennials, engaged employees do not feel the need to actively look for another job (Forbes, 2017)

Better quality – engaged employees are firing on all cylinders therefore are less likely to make mistakes, “Techniques don’t produce quality products and services people do. People who care, people who are treated as creative, contributing individuals “(Peters and Waterman, 2012)

Higher sales – according to Gallop organisations with high engagement see 20% higher sales than disengaged counterparts

Higher profitability – a study shows companies with engaged employees had a 6% higher net profit margin (Towers Perrin.2011)

Benefits to customers 

Delightful customer experience – engaged employees are invested in the organisation and will go above and beyond for the customer creating more delightful customer experiences 

Improved customer relations – as a result of the delightful experiences engaged employees build a rapport with their customers and create customer advocacy, positive customer feedback generates more customers (blog.hubspot)





Benefits to shareholders 

Higher stock price - 
Employee engagement is the secret ingredient to higher stock prices, CEO of Campbells soup Doug Conant states “To win the marketplace you must first win the workplace. I’m obsessed with keeping employee engagement front and Centre” as a result of his focus on employee engagement, in 2009 the company saw an increase in stock value of 30%


LO4: Know how to access and interpret employee engagement data

4.1 Identify key sources of employee engagement related data. 

According to the CIPD the term people analytics can be used to describe the gathering and analysing of data about people.  People data is found internally and externally (CIPD, 2021)

Internal data sources
With increasing focus on employee engagement as a result or proven links to superior performance, most SME and large organisations measure employee engagement “what gets measured gets managed ‘. Employee Satisfaction surveys which are normally carried out to gather a general view of how the employee feels. (CIPD 2021). The collation of such information can be problematic, and it is recommended that tried and tested methods are used such as the Utrecht work engagement scale, the down sized 3 item versions is a reliable measure, vigour, dedication, and absorption.
The employee self-assessment can provide corrupt information should the employee feel pressured to provide positive responses (Taylor and Woodham, 2016) To gather meaningful information organisations must look further that the employee self-assessment and work in tandem with qualitative data from focus groups. Focus groups gather feedback from structured questions and allow employees a voice, the questions lead to in-depth discussions and provides a deeper understanding and insight into why they feel how they do. (CIPD, 2021)

HR data can also be a source of employee engagement data, such as absence statistics and labour turnover.  Absence statistics can be used to deep dive into reasons for absence, identifying any trends and focussing on specific areas such as a number of mental health related absences, the company can focus on employee wellbeing and utilise employee assistance programs.  Turnover data can be reviewed by analysing leavers questionnaires and exit interviews, highlighting any trends.

External Data sources
When looking at external sources there are several national surveys that can be reviewed such as, Institute for employment studies (IES), Office for national statistics (ONS), and CIPD Outlook survey. In addition to national surveys data can be reviewed from sector surveys.
Case studies can also be used to analysis employee engagement, such as the Macleod report and the Harvard Business Review case study on the impact of employee engagement performance



4.2 Describe key trends in employee engagement and differences linked to gender, demographic, and other factors. 

With the workforce changing at an ever-increasing speed, employee engagement is one aspect that has changed significantly.  Gone are the days when employees would be grateful for simply having a job, employees are now looking for more from prospective employers, organisations need to focus on attracting and retaining top talent. Four key trends have been identified in employee engagement.

1. Non-monetary benefits and perks have become increasingly important – compensation is no longer a driver for employees, work life balance and time away is now a much more valuable commodity for employees, the opportunity for flexible working is now much more of a motivator than financial compensation.
2. Agile work environments are becoming increasingly popular – there is an increasing focus on policies and procedures that fundamentally enhance how work gets done, the focus on styling workspaces, collaborative working and creating a work environment that creates an engaging culture.
3. Employees want to make a difference and expect more corporate responsibility – the need to make a difference and have a sense of purpose motivates employees.  The need to work for an organisation with a strong corporate social responsibility and have the opportunity to volunteer.
4. Organisational culture is king – employees want to know what it feels like to work there, a focus on implementing a range of programs that enhance employee engagement, health, and wellbeing, learning and development, play and having fun, and sustainability. (Forbes, 2019)

According to the CIPD recent trends in employee engagement indicate UK engagement levels are stable with 35-39% of employees stating they are engaged, the study identifies 3 dimensions of engagement
Emotional engagement – around 60% felt emotionally involved
Cognitive engagement – around 60% said they focus hard while at work
Physical engagement - around 40% stated they would go the extra mile for their employer 

The research also highlights key trends linked to gender and demographics 
· Women tend to be more engaged than men
· The over 35 age group are more engaged than under 35’s
· Employees with flexible contracts are more engaged 


4.3 Evaluate the future for employee engagement, based on current trends.

Employee engagement is here to stay, in a recent survey by Microsoft it is highlighted that the recent global pandemic has increased the focus on employee engagement.  The flexibility to work from home or hybrid working is a key driver for engagement in the future, post pandemic many companies are allowing employees the flexibility to choose how they work to best suit themselves and their families. (Forbes, 2021).
Over the past 24 months there has been a seismic shift in power dynamics from ‘me to we’ the power is going from the organisation to the employer, in the future organisations will need to overcome the challenges of home working and start treating employees as humans.  Employee engagement needs to be at the forefront of business strategy to ensure people feel connected (Kornferry.com)
Some organisations still have a long way to go in getting to grips with engagement drivers, the following elements will be key to the future success of developing, embedding, and benefiting from employee engagement:
· A vision, that is ethical, ambitious, and transformational
· Coherent, consistent, and continuous role modelling
· Good quality management at all levels
· Two-way communication – employee voice and keeping employees informed
· Collaborative working
· Customer centric focus
· Commitment to employee well being
· A strong emphasis on performance management
· Continuous challenge of status quo
· Continuous learning inside and from outside the organisation
· Clear accessible HR policies and procedures (Taylor and Woodham, 2016)
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