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[bookmark: _Toc102819321]Introduction
This report continues the discussion of Marks and Spencer (MS) – a large UK retailer with more than 78,000 employees under management (Marks and Spencer, 2022). The focus of the discussion is placed on studying the role of employee engagement and its impact on organisational performance. The determinants of employee engagement, the methods of its evaluation and possible improvements in the case of MS are critically discussed in the report. 
[bookmark: _Toc102819322]Main body
[bookmark: _Toc102819323]Concept and drivers of employee engagement
Employee engagement refers to the level of commitment which is demonstrated by organisational members in the workplace (Armstrong, 2014). High levels of employee engagement are highly correlated with motivation at work, involvement in solving various work-related problems, creativity and innovation (Armstrong, 2020). Given these benefits, employee engagement is a key in motivating and retaining employees, so that optimal performance of organisations is achieved. As a result, companies are able to improve their productivity and innovativeness by maintaining and motivating its workforce members (Armstrong, 2020). 
There are different factors which influence employee engagement. The delivery of appropriate rewards, which reflect the contribution of every employee, remains one of the keys to boosting engagement (Armstrong, 2020). In the case of MS, the policy of the company explains that rewards are delivered in a way which aims at eliminating any forms of bias and being completely objective (Marks and Spencer, 2019). MS idea behind rewards is related to its goal to stimulate the performance of every employee (Marks and Spencer, 2019). The objectivity of reward distribution is seen by the fact that MS has one of the lowest median gender-pay gaps in the industry at a level of just 4.1% (Marks and Spencer, 2021). These findings demonstrate the commitment of the organisation in delivering objective rewards on the basis of individual contribution.
MS also recognises the importance of remuneration policies as a driver of performance and engagement in the workplace. Several policies have been promoted in order to perform an objective policy in the field. First of all, the company has consistently increased the basic pay rate of its ordinary store-level employees, as shown below (Marks and Spencer, 2021). The increase from £7.50 to £9.50 per hour over a period of five years exceeds 26% and remains considerably higher than the national pay level growth, as well as exceeding the growth in the pay rate of the MS’s executives (Marks and Spencer, 2021). 
Figure 1 – Customer assistant base pay rate 
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Source: Marks and Spencer (2021) 
MS’s employees also receive the opportunity to own shares of the company. The evidence shows that more than 3,000 employees possess organisational shares which are worth over £120 million (Marks and Spencer, 2021). Thus, being an owner is expected to foster the level of employee engagement at work, as it is a powerful type of incentive. In addition to share, MS also delivers extra performance-based bonuses to its employees of value between £1,000 and £2,000, as suggested by the remuneration report of the organisation (Marks and Spender, 2021). This is seen by the difference between total pay and benefits on the one hand and salary on the other hand (Marks and Spencer, 2021)
Table 1 – Pay data for Marks and Spencer (£, in thousands)
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Source: Marks and Spencer (2021) 
The pandemic provided an opportunity to MS to strengthen employee engagement by committing additional resources in supporting its workforce members. One of the key examples, which demonstrate the dedication of the retailer, refers to the 15% bonus delivered to all front-line employees (Pratt, 2020). This is recognition of employees’ commitment and vulnerability to continue working as usual, despite the health risks of the pandemic (Pratt, 2020). Another key example with impact on employee engagement stems from the fact that MS voluntarily ensured that furloughed front-line colleagues received full pay during the lockdown period (Marks and Spencer, 2021). 
In addition to rewards and financial stimuli, MS also pays attention to the quality of the communication process and employee involvement. The guiding principles for MS refer to the development of open, clear and honest communication with employees (Marks and Spencer, 2019). There are extensive communication channels, including surveys, feedback delivery, face-to-face meetings with managers and others (Marks and Spencer, 2019). There are indirect ways of communication. These include elected employee involvement groups, as well as via representatives of trade unions, as employees are allowed to join such structures (Marks and Spencer, 2019). The communication policies of MS are considered as effective, as they incorporate various forms and channels of direct and indirect communication aiming at stimulating the development of vested interest in the commercial success of the organisation among employees which in turn contributes to a high level of engagement in the workplace (Marks and Spencer, 2019). 
Training and development is another area worth being considered due to its impact on job satisfaction and motivation in the workplace. This is also shown by different theoretical models of employee motivation, such as Maslow’s Hierarchy of Needs and Herzberg’s Two-Factor mode, where training and development are viewed as powerful motivators (Torrington, 2017). Typically, training and development strongly contribute to professional development of employees. They also support the development of closer relationships with employees, as the respective company demonstrates commitment and care in the professional development of its employees (Torrington, 2017). 
Considering the role of training and development, MS aims at harnessing every opportunity which may stimulate the personal and professional growth of its employees (Marks and Spencer, 2020). There are regular activities, such as in-person and virtual workshops, as well as additional learning materials, including videos, educational texts, e-learning opportunities (Marks and Spencer, 2020). In addition to these activities, MS also implements a wide variety of on-the-job activities which stimulate continuous learning from colleagues as a part of the working process. The main goal is to create a continuous process of upskilling where learning takes a self-direction form. In this relation, MS also emphasises on the development of personalised learning process where every employee can freely choose the forms of learning resources and activities, as well as the actual pace of the learning process (Marks and Spencer, 2020). 
Considering all, the case of MS provides evidence for the implementation of extensive policies and practices for high employee engagement. The effectiveness of the human resource management (HRM) policies in the field is evident from the employee survey by Indeed which took place in 2017 (Gentle, 2018). As shown below, MS occupies the prestigious 4th place in the ranking according to data from thousands of employees across the UK. Thus, the retailer outperforms its competitors in the grocery retail segment, as well as popular brands in other retail segments (Gentle, 2018).
Table 2 – Ranking of retailer according to employees’ preferences[image: ]
Source: Gentle (2018)
The strong performance of MS in the ranking should be considered as recognition of its achievement in the field of employee engagement, despite the fact that employees’ opinions could also depend on other HRM factors beyond engagement, such as work conditions, flexible working opportunities, etc. The report continues with an exploration of the way of measuring employee engagement together with recommendations to MS.
[bookmark: _Toc102819324]Measuring employee engagement
There are different ways of measuring employee engagement. As mentioned, engaged employees tend to be more motivated in the workplace and generally unwilling to leave the respective organisation (Armstrong, 2020). In this relation, MS may indirectly analyse the level of employee engagement by monitoring performance numbers related to level of job satisfaction, motivation and retention. 
Another indirect method of analysis corresponds to the level of customer satisfaction – a key performance metric given the fact that MS operates in the service sector. High customer satisfaction is then dependent on the qualification and willingness of employees to deliver high-quality services which show commitment in the workplace. This indirect method; however, may be less accurate, as customer satisfaction also depends on place, product, price and promotion – elements of the marketing mix (Kotler and Armstrong, 2013). Therefore, customer satisfaction may not be directly an effect of the existence of engaged employees willing to deliver the best services. 
The direct methods of measurement require access to primary data from employees and managers. Primary data are new collected findings from individual or a sample of employees. In general, primary data can be quantitative or qualitative, as suggested by Saunders et al. (2012). MS commonly applies employee surveys as a way of identifying relevant trends regarding the various HRM issues (Marks and Spencer, 2021). In general, surveys are appropriate when collecting the opinions of many employees. Thus, it is possible to identify main development trends affecting the engagement of workforce members, as results are quite valid given the large sample as a proportion of all employees of MS (Saunders et al., 2012). 
Nevertheless, surveys are ineffective in understanding the individual opinions of employees. It is also quite difficult in collecting more in-depth information revealing the specific opinions and attitudes of every employee which in turn worsens the ability to deliver more personal solutions (Saunders et al., 2012). Given these drawbacks of using surveys, qualitative primary data collection is also encouraged by MS. The company has recently preferred to access of direct feedback from employees as a way of understanding the specifics of every case. Thus, the company more extensively collects feedback from managers or accesses data from employee as a part of group and individual meetings (Marks and Spencer, 2021). These initiatives can also refer to interviews and focus group meetings – effective ways of collecting in-depth qualitative data (Saunders et al., 2012). 
Respectively, these should be seen as an indication of MS’s commitment to better assess employee engagement by collecting and analysing individual information. This approach also supports the earlier stated principles of creating open, clear and honest communication with organisational members (Marks and Spencer, 2019). 
[bookmark: _Toc102819325]Strategies for improving employee engagement
There are different strategies for increasing the level of employee engagement in the case of MS. The first proposition is to increase the level of accountability among employees. Higher responsibility in the workplace is often seen as a powerful motivational factor (Torrington, 2017). In this relation, MS may expand the scope of the existing share ownership initiative in order to make employees more accountable. 
Another approach is to increase the involvement of employees in the process of decision-making by adopting a more democratic (consultative) leadership style. As suggested by Uzohue et al. (2016), democratic leadership and involvement could strengthen the engagement of employees, as their opinions are heard and implemented in the way of managing the company. Thus, employees’ ideas and feedback may be better recognised which is stimulus for higher engagement. The democratic nature of decision-making is also suggested to improve the quality of the communication process as a whole which could also contribute to a higher level of engagement (Uzohue et al., 2016). 
Second, MS should also adopt a more personalised rewards scheme. The evidence shows that bonuses rarely surpass £2,000 per annum are generally received by the majority of employees (Marks and Spencer, 2021). The company is advised to undertake a more personalised approach where bonuses are higher in order to stimulate commitment but received by a more limited group of top performers. This approach could contribute to recognition and rewarding of achievement – key motivators in the workplace (Armstrong, 2014). 
Third, the above-mentioned individualised approach to reward also requires the application of a sensitive and objective performance appraisal system. Thus, MS will no longer deliver rewards on the basis of the performance numbers from a given department or a store. Instead, the focus should be placed on rewarding individual and team contribution. In this light, the company has to consider a set of valuable performance-related metrics for accurate measurement of individual performance as a prerequisite for effective distribution of rewards and other forms of recognition intended to strengthen engagement. 
Last, but not the least, the case of MS does not show the existence of a personalised career growth and promotion plan. Hence, it may be a reasonable consideration showing the commitment of the company in delivering relevant and valuable professional growth opportunities. This is a key area for stronger engagement of employees and every organisational member should have clarity and expectations for own career progression in the future (Torrington, 2017). 
[bookmark: _Toc102819326]
Conclusion
The results from the discussion of the MS’s case indicate the existence of extensive employee engagement policies and practices. These policies cover a wide range of HRM fields, such as recognition and rewards, communication, training and development by achieving high morale and performance by the workforce. Findings also show the difficulty in applying a single evaluation metrics; hence, MS has to continue observing a set of indicators. Moreover, there are also areas of potential improvement regardless of the current success in the field. The report outlined some possible consideration for MS but the company has to be flexible and ready to implement new and more creative ways of achieving higher employee engagement level in the future. 
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