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1.1 Define employee engagement.
1.2 Compare and contrast employee engagement with other related concepts.

The CIPD define employee engagement as:-
(Gifford)
‘idea of employee engagement focuses on mutual gains in employment relationships, seeking the good of employees (well-being, job satisfaction and so on) and the good of the organisation they work for (performance, commitment, and so on)….

Employee engagement brings together and repackages older and more established concepts, in particular work motivation and organisational commitment.’

‘The harnessing of organisation members’ selves to their work roles; in engagement, people employ and express themselves physically, cognitively, and emotionally during role performances.’

The very first definition of employee engagement comes from Boston University Professor William Kahn in his 1990 paper, “Psychological Conditions of Personal Engagement and Disengagement at Work.” In it, he defines employee engagement as follows:

‘in engagement, people employ and express themselves physically, cognitively and emotionally’

It appears there is no agreed definition for employee engagement. The MacLoed and Clarke (2009) review discovered over 50 definitions!

Research by a group of occupational psychologists at Utrecht University define employee engagement as a mindset related to an individual’s commitment and energy to work. This would support the belief that employee engagement is moving from employee engagement to employee experience and that this occurs as a result of the right conditions.
(“What is Employee Engagement” – Engage for Success)

David MacLoed (2009) affirms his belief, that if the right conditions exist then an employee’s experience is better and that leads to being more effective, improved performance and greater organisational success.

All of the above are concepts and definitions, to translate these into actions and outcomes we need to consider how these are demonstrated as behaviours. These could include:-

· Reduce absenteeism
· Reduced grievances
· Greater loyalty
· An employer of choice
· Job satisfaction
· Better employer/employee relationship
· Value and self-worth
· Greater resilience

To support this concept Kahn (1990) highlights the physical, emotional and cognitive approach of the employee, describing employee engagement as three dimensional.

Discovering what sits behind employee engagement is a challenge, although Kahn views it as three dimensional, the CIPD (2012) research adds another perspective which complements Kahn but suggests that there are two levels of engagement:-

· Transactional – those who are content to do a job but would move on if a better offer came along
· Emotional – a deeper level of commitment linked to an employee’s values or beliefs where they are have a sense of doing something for the greater good

Purcell challenges the dimensional belief and adds that although these are relevant and even if positive engagement exists, ultimately does successful employee engagement translate into increased productivity and a more successful organisation? 
He adds that there are required ‘building blocks’ that underpin employee engagement which are closely linked to the HR policies and practices that are in place, these include:-

· Employee trust in management
· Satisfaction with the work
· Satisfaction with the pay

The difficulty for employees and employers is that there is no one clear approach to successful employee engagement and for HR professionals this is challenging. What would make me more committed and ‘go the extra mile’ is the not the same for the next person. However, if some fundamental policies and practices exist then this a good foundation to build on.
Managers play an important role fostering engagement but need the policies and practices to allow them to do this.
(CIPD, Managing for Sustainable Employee Engagement)

The organisation within which I work recently reported that during the lockdown months of March to July sickness levels were lower than had been experienced for a number of years. When unpicked further feedback highlighted:-

· Flexible working patterns at home had been a positive and the trust from their managers that came with this, even if a forced trial
· An emotional sense of wanting to do good to overcome adversity
· Organisational productivity and effectiveness had increased

To conclude, there is no one definition for employee engagement. This is an umbrella term that includes of these findings and more but can also be transient on circumstance. 



2.1 Describe the typical HR, leadership and cultural elements likely to be found in an organisation characterised by high levels of employee engagement.
2.2 Evaluate the need for alignment between employee engagement and other organisational factors.

I have used the framework described by David MacLoed and Nita Clarke (2009) to highlight typical HR, leadership and cultural elements likely to be found in an organisation characterised by high levels of employee engagement. They state that in order to allow positive employee engagement to exist all parties need to be included. They highlight four basic steps:-

1) Create a strategic initiative – As an organisation, ask yourself questions about who you are? What do you do? What is your future? And so on. In an organisation you might see evidence of these in the form of an organsiational vision, mission statement and expected employee behaviours. 

An example of this exists with Google where all employees from day one are given access to all information within the organisation regardless of its sensitivity. They believe in treating all employees the same. As a result employees feel valued and trusted.

2) Engage Managers – For employees if they trust and have a positive relationship with their manager then they are motivated and committed. 
A gallup poll highlighted that out of 1 million employees 75% said that they left a role because of their line manager.
(“Employees Don’t Leave Companies, They Leave Managers”)

A Havard Business review went even further to highlight that employees remained in a role because they found their work enjoyable (31%), were able to use their strengths (33%) and were achieving greater skills to allow them to develop and progress (37%)
(“Why People Really Quit Their Jobs”)
  
Engaged managers support their team members. They will consider their staff as individuals and look at their strengths. A good manager will act as a coach and encourage their team to discover their own solutions.

3) Employee voice – Nita Clarke highlights that allowing employees to speak and be listened without negative consequences is vital.
Questionnaires are a common approach and can provide a ‘temperature check’. Organisations often do annual employee surveys but these are not always acted on and employees do not always honestly engage. There is also an argument to suggest that the most disengaged employees do not respond to employee’s surveys.
(“Ensure ‘Authentic and Meaningful’ Employee Survey Participation)

More effective employee voice should be ongoing with Line Managers openly encouraging feedback and the openness to new ideas and creativity. This empowers employees and they feel listened to and involved.

Virgin has a reputation for listening to its employees. It takes an interest in their ideas and opinions. As a result the organisation continues to develop and employees feel valued.
(“6 Companies That Get Employee Engagement and What They Do Right”)

4) Organisational Integrity - An organisation needs to model its mission statement, values and behaviours and that they are not just a poster on the wall.
This needs to happen from the top down with leaders and Line Managers modeling the desired behaviours and values. If these don’t align then employees do not feel that they are equal and become distrustful. 

John Lewis calls it employee’s partners, it communicates that there is a shared responsibility, an employee has a say in how the business is run and a share in its profits.
(Henley)

During the COVID pandemic a number of organisations have stood out for their integrity, these include Hilton Hotels where CEO’s are foregoing or lowering their salaries to take care of front line employee. This will be remembered by employees and a story passed on to new employees.
(Kohl)

MacLeod and Clarkes 4 step framework can be adopted to suit any organisation as an effective approach to engagement.
(Chamberlain)

Organisational alignment and employee engagement are both very different. Alignment works from the top down whilst employee engagement from the bottom up. Combining the two can lead to long term success.
This is the link between the employee fully understanding what the organisation’s strategy is and being able to work/deliver effectively in response to this.
The benefits include how quickly an organisation adapts and changes along with employees understanding work priorities. An employee will support this and act accordingly, working longer hours, changing role etc.

During the current pandemic ‘lockdown’ PCC needed to redeploy staff to critical areas. Rather than make this a mandatory process for those who were unable to fulfill their daily roles, we asked for volunteers from the pool of furloughed employees. Furloughed employees were being paid full salary. We were able to meet all critical role needs. I do believe that this is a result of the Chief Exec Officer’s communication and Senior Managers also willingly taking on redeployed roles. The Chief Exec clearly explained the strategy that PCC was working to. Employees understood their role and were being supported to work differently. Cynically, I thought that this might lapse over time but a recent employee questionnaire highlighted how employees felt empowered and committed to their work. And this has been borne out in a reduction in absenteeism. 


3.1 Explain why employee engagement is an increasingly vital dimension of HR strategy and practice.
3.2 Evaluate the potential benefits, for different parties, of high employee engagement.


ACAS suggest that effective employee engagement contributes to the success of an organisation. Their booklet The People Factor follows MacLeoed Review (2009) and the 4 step approach.

As a visual person I find the following diagram contained in the booklet simple and effective.


[image: ]
ACAS The People Factor

ACAS also describes the exchange between the employer and employee as a process of give and take. The following, taken form the booklet highlights this and gives a comparison of how this can change during difficult times and where the focus lies.

If we compare this with the current challenging climate that organisations are facing with the pandemic we can see how priorities on both sides need to change.


[image: ]                     [image: ]  


(“What is Employee Engagement – Engage for Success”)

Thus in an ever changing world employee engagement is key to sustaining a successful organisation. In order to do this HR professionals need to be ahead in their thinking of how an organisation might be impacted by change and the need to maintain a strategy based on current and future needs.

If we use the PESTLE model we can consider the external factors that can impact an organisation and highlight the importance of employee engagement. The following are typical examples:-

Political – tax, political policies, changes in regulation etc. e.g. Brexit
Economical – change rates, interest rates, labour costs, globalization etc.
Socials factors – trends, lifestyle choices, buying habits etc.
Technology – Innovation, data storage, security, social media etc.
Legal – legislation, working practices etc.
Environmental – Does an organisation have an impact on the environment, likewise corporate social responsibility etc.

The world of work has changed and the demographics of the workforce even more so. Employees in today’s society are more aware of the external factors and how these match with their individual values. We will often make work choices based upon these values. An organisation therefore needs to consider it’s strategies in order to attract and retain valuable employees.

The CIPD highlights the importance of using a PESTLE analysis as a part of workforce planning. It will help identify areas where an issue may arise. I often think my son will be doing a job that has not even been invented yet.
The COVID pandemic has resulted in huge job losses and a massive and sudden change in human behaviour and the way we live our lives. What was important to me to last year has now changed, feeling safe has become a priority.
(CIPD)

If we link this to macro data we can get an even clearer picture. Some factors between PESTLE and Macro overlap. 


[image: ]Demographic forces relates to people e.g. age, gender, population size. This is information is vital for employee engagement. Organisations can be in a competitive market for recruitment and retention in specialist fields. Europe faces an aging population whereas India retains one of the youngest populations and this looks unlikely to change.

Technological forces are changing so fast. This can be mean new opportunities but also just as quickly being replaced by another.


(“Taking HR Aanalytics from Micro to Macro”)

A recent report by McKinsey highlights the future of business aptly named ‘The Next Normal’. It considers the impact of the COVID pandemic on industry. How an individual’s priorities have changed and as part of employee engagement organisations need to reconsider their strategies and engage with employees. Homeworking has become a major change for both the individual and the organisation. In some organisations the practice started before any policy was in place.  
(“The Next Normal – The Future of Business Reimaging 2020 and beyond - The Next Normal – McKinsey & Company”)

If we consider the environment factor in relation to employee relations. Individuals may feel strongly enough that they want to work for an organisation that has this priority at its heart.  Patagonia, a business that produces ethical clothing has a positive belief in protecting the environment. It claims that it taxes itself, an ‘Earth Tax’, 1% of its profits supports nonprofit organisations with an environment agenda. It has ‘sport activists’ that are ambassadors for it cause and recruits employees with the same values and beliefs.
(www.patagonia.com)

The benefits of high employee engagement are positive for all parties. Some have already been highlighted, the belief that a more engaged employee will perform better and thus the organisation will be more successful. This could be interpreted through greater productivity, profits but also not forgetting the customer satisfaction.
Hutchinson and Purcell (2003) used a comparison of four Tesco stores in the UK. They were the same in status. Retail stores are measured by the amount of customers who make a purchase ‘conversion rate’. The results highlighted those stores where employee engagement was low and also showed low ‘conversion rate’, thus less sales. Ultimately, the managers in these stores looked to change their practices from a typical command and control approach to allow employees freedom on how they worked and allow them to make judgments for themselves. If queues occurred at the checkout, employees would recognise this as a priority rather than wait to be told to do so. Customers were satisfied and employees felt empowered to have a positive impact (Fleming and Harter).

This effect has also been recognised with hotel staff providing better service and in the case of Molsoon Coors, a beverage company Taylor and Woodhams describes how the safety incident rate amongst engaged employees was five times less likely in comparison to those not engaged. (Taylor and Woodhams)
We must also not underestimate the power of engagement when recruiting new employees. Glassdoor are an organisation who provide information and reviews on organisations and employers. Their agenda is to help an individual find an organisation that they want to work for. They recently canvassed for information relating to COVID and have highlighted the highest rated CEO’s during COVID using employee feedback. They focused on how the leader viewed work/life balance, employee well-being and communication. This information can strongly influence the working generation. The millennial generation have become renowned for putting internal values and beliefs before financial gain. Indeed Recruitment and Linked In all ask for employee reviews.
(Connley)

4.1 Identify key sources of employee engagement related data. 
4.2 Describe key trends in employee engagement and differences linked to gender, demographic and other factors. 


HR professionals rely on sources of data to support and drive employee engagement. HR analytics allows an organisation to make data-driven decisions. This can be cost effective. 
The CIPD promotes the importance of communication as a vital part of employee engagement. It goes on to highlight that communication needs to be effective at all levels.
As part of this, the medium of communication also plays a part. During COVID PCC have used You Tube videos, text messages and social media, mediums that were rarely used in the past. Our employee’s handbook is online and we encourage Line Managers to engage with their teams on a regular basis. Midweek motivational webinars and wellbeing conversations are now part of our 1-2-1 conversations.

The CIPD raise the question as to whether there is a link between productivity and engagement. Their podcast ‘The Engagement Myth’ investigates the importance of engagement and what it actually means. This takes us back to the dimensional thoughts that Kahn highlighted, where an individual’s emotions and well-being play a part. It challenges the value of a questionnaire, as human beings we are more complex than a set of questions and scores. As organisations we need to think about the right engagement approach for our employees.
Before COVID, NHS employees were unhappy with their working benefits and yet they have continued to pull together during this challenging time. This highlights the internal values that they have relating to caring for people that is fulfilled in their job role.
(Leach and Lamb)

Macro and micro data play an important part in employee engagement. Macro looking at the bigger external factors and micro at the internal, individual factors. HR professionals often only consider micro data at an employee level which can sometimes lead to an incomplete picture.

Typical sources of employee engagement related data include:-
Employee retention rates
Absenteeism levels
Recruitment data broken down to include age, gender, ethnicity etc.

Cisco used macro demographic data to decide where to open new offices. It looked at rates of office space, cost and availability of key talent. This allowed them to expand in an area with fewer competitors and qualified employees were available.
(van Vulpen)

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

This is a difficult question to answer. The current COVID pandemic has meant that some suggested trends are already out of date. 
One thing that is clear is that driving engagement is not simple. Human behaviours are complex and can be challenging to influence.

Employee engagement has come a long way since I first started work. Homeworking and flexible working by choice are now considered the norm. 
(Campbell)

Employees of ‘today’ want to feel empowered and for some, the organisation that they work for has to match their own personal values and beliefs. Patagonia, clothing company is typical of this. The benefits for the organisation can mean employee loyalty and retention can be greater.

I really like the suggestion by Chris Hyland of the Happiness Index, organisations should consider becoming a purpose and belonging driven organisation. He goes further to quote Peter Drucker “What gets measured gets managed” suggesting that people analytics should help us to analyse people management and continuous conversation with employees is paramount.
Deloitte’s Global Human Capital Trends report states that 84% of respondents felt people analytics was important however, only 8% report that they have re-usable data.
(Hyland)
(Deloitte “2020 Global Human Capital Trends Report”)

Technology has to be included as an important future trend along with the flexibility of how and when employees work. How does an organisation continue to connect with employees as the pandemic changes the way we behave as employers and employees?

Maslow’s Hierarchy of Needs supports the importance of connection however research shows that 40% of employees feel isolated at work. This is evidenced in the Ritz Carlton case study.
(Bryan)

As an employee, what is important to me? Probably a balance of all of the above:-

I need the right technology to be able to work effectively.
I want connection with my colleagues.
I want flexibility in how and where I work.
I enjoy feeling that I am empowered and have some autonomy in my work.
I want to be listened to and not just heard. I expect the organisation to act and not just ignore my opinions.

An unreal wish list? 
Maybe last December this would have been possible, now for most employees retaining their job or finding a new one is probably more important!
The UK’s Job Centre Plus approach of ‘A.B.C.’… Get Any job, then move towards a Better job and finally a Career is the required approach regardless of qualifications or values!

According to Deloitte the HR profession is also under challenge and the ‘need for a human focus has catapulted well-being and belonging in to top concerns for an organisation as the No.1 and 2 trends, respectively this year.
To conclude perhaps this is an opportunity for the HR profession to prove its value and strength in supporting businesses and organisations through the chaos of the COVID emergency.
(Maylett et al.)
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