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Section 1 
Read the attached article.  Answer all three of the following questions, taking care in each case to fully justify the arguments you make. 

1. In light of the above, critically evaluate the term employee engagement, providing your own underpinning evidence for the points you make.   


‘The one thing everyone knows about engagement is that nobody agrees what it is’ (Briner (2014).  In support of Briner (2014) steer on employee engagement it can be argued that employee engagement can be viewed as a series of concepts rather than one simplistic definition.  However, in 2019 Forbes placed ‘employee engagement and wellness in the centre stage of the business world’ (Forbes 2019).  This clearly identifying the importance of the term.  Forbes 2019 developed their statement from a number of research figures including the finding that highly engaged teams show 21% greater profitability.  In 2018 however People Management argued that employee engagement should not be a main focus but more of a daily habit. (People Management 2018).
‘Engagement is a positive attitude held by the employee towards the organisation and its values. An engaged employee is aware of business context, and works with colleagues to improve performance within the job for the benefit of the organisation. The organisation must work to nurture, maintain and grow engagement, which requires a two-way relationship between employer and employee’. (IES 2020).  
The CIPD supports this stating employee engagement is a requirement, where the employees feel control their state of mind allowing them to display vigour, dedication and absorption and essentially being more productive and effective to the business.    
The CIPD 2019  annual survey of employees UK Working Lives measured aspects of employee engagement. The results showed that ‘about two-thirds of workers were satisfied with their jobs overall. The 2018 research showed that UK job satisfaction fluctuated over the previous decade, dropping in particular in 2010 and 2011 to a low of just over half, but the general picture is more positive than negative’. (CIPD 2019).  These figures were however published prior to the global pandemic of COVID-19. 
 A report published by Mckinsey (2020) during the pandemic stated that although 80% of respondents said the crisis is materially affecting their daily work lives, people had varied experiences with employee engagement, well being and effectiveness driven by a set of employee experience factors.  The study also highlighted that a 55% improvement in engagement can be sought through addressing employees need for work recognition through nonfinancial means.
As organisations plan for the future taking into consideration the evolving ways of working since the global pandemic of COVID 19, they need to place clear emphasis on the concept of colleague engagement.  Forbes (2020) elaborates that the current pandemic has exposed a missing piece in employee engagement where employees working remotely have shown that employee engagement is not entirely dependent on having a great manager but on an employee’s personal outlooks and mindsets.  This contradicts The MacLeod Review (2009) established four key ‘enablers’ of employee engagement where there is a high focus placed on leadership and a motivational manager.
The 2009  MacLeod Review established four key ‘enablers’ of employee engagement:
· Leadership that gives a ‘strong strategic narrative about the organisation’.
· Line managers who motivate, empower and support their employees.
· Employee voice throughout the organisation, to involve employees in decision making.
· Organisational integrity that stated values are reflected in the actual organisational culture; what we say is what we do. (CIPD 2019)
.


























 




2. Demonstrate your breadth of knowledge with a critical analysis of examples of employee engagement in practice.  In so doing, discuss businesses/organisations that are reputed to have best practice examples of employee engagement or indeed the contrary.   

With employee engagement being viewed so broadly within the way in which organisations operate there are some organisations that utilise it more of a positive strategic tool than others.  Many organisations feel employee engagement is a driver of success, a key business focus and the responsibility of all.   
A concept identified by NHS Scotland in 2017 titled iMatter, an employee engagement index highlighted ‘employee engagement is not a concept that HR can solely address’ which supports many business values that engagement is everyone’s responsibility.  (CIPD 2019) IMatter concluded that any successful engagement initiative is variable dependant on:
· Line Manager, stating they are the main implementers of engagement initiative.
· HR concluding, they have a crucial role in facilitating the process.
· Senior Management must be viewed as advocates of engagement and must been accountable for leading it and its drive.
· Employees are required to be engaging and welcoming of engagement initiatives.
· Union Representative also are seen to play a crucial role in supporting and encourage engagement between front line staff and organisational initiatives.

Google have adapted an employee engagement culture they call ‘Transparency’.  This concept encourages employees to ‘break down barriers, encourage creativity and collaboration’.  Google argues that culture and engagement are behavioural habits and their ideas of transparency and freedom create behaviours of creativity.  This steer on employee engagement was highlighted through their findings that employees spend ‘20% of their time doing something outside of their normal work function’.  The encouragement of transparency has left Google employees feeling empowered.
American express also place a focus on behaviours in relation to successful employee engagement that drives results.  Their workings have placed understanding on how behaviours impact employees on a more emotional front.  In summary they value how people carry out their jobs.  The also link that behavioural trends start from the ‘high performers’ within the workforce stating that an organisation can not have someone in a high position with bad behaviour traits as this can send a negative message throughout the organisation. 
Prior to the struggles faced for the retail industry since the global pandemic of COVID -19 High Street retailer John Lewis placed a main focus on people elaborating that all employees were known as partners and not employees.  Their ideology was that the term ‘partners’ expressed that there is a shared responsibility for the customers and the overall success of the organisation.  John Lewis involve their ‘partners’ in both decisions and solutions encouraging them to create the optimum customer experience.  This focus by John Lewis takes value from  2009  MacLeod Review ‘enabler’ that employee voice is key and employees fee empowered when they have a valid input within the business.
Hotel Group Hyatt broader approach on successful employee engagement which supports  Briner (2014) steer on employee engagement that be viewed as a series of concepts rather than one simplistic definition.  In the hospitality industry where employee turnover is viewed as high Hyatt focus on employee development and growth from within which encourages inner motivation and supports the concept that continuous development is key within business.  Similarly to John Lewis Hyatt also have removed the term employees and call their workforce ‘associates’.  They encourage their ‘associates’ to listen to each other as a united workforce, their guests and promote effective tailored solutions rather than a scripted solution for each problem faced.  This allows their associates to feel valued and enables the successful approach of the continuous change organisations face.  This supports Armstrong (2009) concept that performance management is based on the principal of management by agreement or contract rather than command.
In contrast to organisations who successfully operate with engagement as a focus is the monitoring of employee engagement.  Forbes (2018) argues that most organisations conduct employee engagement surveys but only 22% of them generate positive results.    They research concludes that employee engagement surveys are to monitor engagement when Forbes (2018) states they should be conducted to enhance and not monitor engagement.  With that considered it can be argued that some organisations are failing to monitor their colleague engagement levels through the incorrect use of such tools as employee engagement surveys.  Statistics from the Forbes (2018) research highlighted that 58% of organisations are not taking productive action on the data they generate from such surveys.








3. Referring to relevant theories/models of change management discuss the impact that the coronavirus pandemic has had on the UK workforce (including relevant evidence and statistics to underpin the points you make).  Make predictions of the future impact on employee engagement in the next 12 months.  

‘The COVID -19 global pandemic and resulting economic downturn has caused momentous human and financial disruption, fundamentally changing how we live and work’. (CIPD 2020).

‘The world’s biggest home working experiment’. Schwarz (2020).

In April 2020 46.6% of all employed done work from home with 86% of these homeworkers confirming this was the result of COVID 19 pandemic. (ONS April 2020).  This initial figure highlights the availability, opportunity and requirement for remote working.  A study conducted by Personnel Today illustrated that 77% of employees who were not usually allowed to work from home but were granted remote working access felt their employer had handled the transition well under the uncertain circumstances. 68% of people stated they felt more or equally as productive from home, this is significant taking into consideration the challenges faced at home during the pandemic including manging childcare and home-schooling.  However, 47% of respondents said that once the COVID 19 pandemic is over they felt their employer would not allow the continuation of remote working and revert back to their previous ways of working. (Personnel Today 2020).  
Within the unsettling times of COVID understandably not all jobs can be completed remotely with the Government initially placing 3.8 million jobs on furloughed and this figure increasing to 9.6 million in August 2020.  SME’s account for 50% of the total revenue generated by UK business and 44% of the UK’s labour force.  In June 2020 a survey conducted by Mckinsey stated 80% of SMEs reported their revenues were declining leading to the UK declaring a state of recession in August 2020.  These businesses highlighted a number of concerns including defaulting on loans, their ability to retain employees, expectations of reducing headcount in the aftermath of the pandemic with one in five SME stating they believed they would be out of business by the end of August 2020, the figure increasing to 60% for April 2021.  Expanding on the figures three out of four SMEs explain they would be out of business by January 2021 if their revenue was to decrease by 10% to 30%.  (Mckinsey 2020).
Contrary to Lewin (1947) early model of change involving three simplistic steps of unfreezing, changing and refreezing the pandemic was not planned for and rather than being a reactive model to the situation it can be argued that the pandemic is only the unfreezing stage for the way in which we work and the change and refreezing stages will not be evident until the recovery stage has finalised and organisations are able to reflect on the opportunities the changes in the way we work were beneficial to the employees and business.  The rapid onset of COVID 19 saw an unplanned reactive fight or flight reaction to the pandemic where employers had to think as proactively as possible given the restrictive nature of the circumstances.  However, the ever-changing way in which we are operating as business creating new ways of working contradicts IBM research conducted in 2008 stating that ‘the need to lead change is growing, but our ability to do so is shrinking with 70% of transformations failing’.  In response to the COVID 19 pandemic the UK workforce has been forced to react and highlights that the ability to adapt is evident.  Peter Cheese, CIPD (2020) response to the pandemic was for senior leaders not to ‘snap back’ as a result of this period of significant change and to ‘Never let a good crisis go to waste’. (Cheese 2020).
In relation to predictions on employee engagement in the forthcoming 12 months CIPD research states that 75% of employers expect and increased demand for homeworking once the Government lifts social distancing measures and COVID 19 restrictions.  ‘Implementing flexible working practices can offer benefits to both employees and organisations and supports a more diverse and inclusive workforce’. (CIPD 2020).  The crisis has also highlighted that where although SME’S have struggled to adapt large firms with more capital have been able to adapt to their ‘external’ environment as apposed to those who do not are ‘doomed to failure’.  (Aldrich 1979).
Morrisons Supermarkets have reacted to the pandemic with allowing their field-based teams to work remotely.   As a result, they have proposed to shorten the working week to a 4 out of 7 day working week rather than a 5 out of 7 day as they have found employees have been more productive working long hours over a 4-day period rather than over a 5 shorter day period.







Section 1 (continued) 
 
b) Explain the interplay of culture and employee engagement.  Drawing on relevant literature set out what culture is, how it can impact on business performance and the role that culture has in determining how engaged a workforce is.   
 
‘You can design and create, and build the most wonderful place in the world. But it takes people to make the dream a reality’ (Walt Disney). 
Since the early 1980s HR professionals have attempted to place a positive steer on the effects of culture within the workplace.  Peters and Waterman (1982) and Deal and Kennedy (1982) projected that external adaption and internal integration formed a positive working relationship where organisational culture should not be overseen by strategy, concluding that culture as a stand-alone function can deliver successful results for an organisation.  Organisational culture ‘incorporates important patterns and shapes organisational realities’.  (Farnham 2015).  
Deloitte (2016) Global Human Capital Trends conflicts this concept arguing that culture is an overall business issue not just a focus point for HR, with 82% of respondents viewing culture as a ‘potential’ competitive advantage.  Only 28 percent of survey respondents believe they understand their culture well, while only 19 percent believe they have the “right culture.’  These statistics highlight that organisations are placing a paramount focus on strategy rather than enhancing culture contradicting Bock, L. (2016).  culture eats strategy for breakfast article.
In 2015 Peter Cheese, CIPD argued that culture is still a grey area which needs enhancement stating ‘Managers often don’t understand the culture because they are not very good at listening to employees’ (Peter Cheese 2015).   This supports Farnham (2015) argument that culture can only be made ‘great when corporate values are acted upon and monitored by management’. Deloitte (2016) argued that culture should be cascaded from the CEO down with the CEO responsible for business strategy and culture as an amalgamation.   This is reflective in Disney’s corporate culture where leaders’ behaviours and values align coherently the outcome is usually a workplace culture that reflects identical values.
 However, Schein (1997) studies highlighted that internal culture is not on the surface of the organisation but what lies in the foundations and is more complex than anticipated.  Schien’s (1997) levels of organisational culture places a solid focus on the third level of vales stating they are the most influential level of organisational culture.  
In 2012 CEO of Enterprise rent- a- car Taylor placed focus of customer service gaining six points on the J.D Power Customer Satisfaction Reports and locating a position in the top three by 2015.  When asked how this was achieved Taylor against established competitor Hertz Taylor stated ‘Culture’.  (Forbes 2015).    Merchant (2011) article in Harvard Business review elaborates that Culture will always triumph strategy highlighting, ‘The best strategic idea means nothing in isolation. If the strategy conflicts with how a group of people already believe, behave or make decisions it will fail. Conversely, a culturally robust team can turn a so-so strategy into a winner’. Merchant (2011)

Myatt (2012) however disagrees with the concept that culture trumps strategy arguing that culture is not possible without corporate business strategy and companies that ‘luck’ their culture are unable to sustain its value, adding that culture formed in a moment can change and disappear in a moment.  Myatt (2012) concludes that if culture is developed outside of the strategy and is not driven by the strategy then it can become a dangerous intoxicant.

In conclusion it can be debated that ‘An organisation’s culture affects every aspect of how the organisation operates and how work gets done. In the quest for sustainable performance, ensuring their culture is fit for the future is a high priority for many organisations’. (CIPD 2011).  However, if the concept of culture is overlooked or mismanaged throughout the hierarchy the organisations vision and strategy can too be questioned. With an enhanced focus being placed on organisational culture it can be seen as a strategic tool that shapes the way in which an organisation successfully implements and exceeds it strategy.  Culture can be viewed as the hidden support function of strategy.











2.1 

a. David Ulrich’s Business Partner model has attracted much debate since its inception in 1997.  Provide a SWOT analysis of this particular HR Model.
Many organisations have utilised the Business Partner Model over the 20 years since introduction dependant on their organisation’s maturity curve. The Business Partner model initially introduced by Ulrich in 1997 has identified a number of flaws with the advancement of HR.  It has been criticised for being to standardised with its theory lacking empathy with tailoring HR practices which organisations now view as a competitive edge.  Ulrich (1997) criticise organisations use of the model stating it was being used with assuming it was a solution rather than a number of assumptions.  Small organisations have known to argue that the model is not fit for their organisation as shared service centres and centres of excellence are unaffordable and undesired.  In terms of the future we must understand that the world of work is evolving with a large increase in the gig economy, where a shares services model becomes a contractor model and all the theory becomes void.  However, Brett Walsh, global human capital leader at Deloitte (2016) has argued that even though HR is continuously evolving with many HR professionals critiquing Ulrich’s model it is still ‘very much alive’. 
The Harvard model (Beer 1984) is one of the most significant and influential models of HRM. This model creates a link between 5 significant opponents, situational factors, stakeholder interest, HRM Policies, HRM outcomes and long-term consequences.  This model focuses on the desired HR outcome of either commitment, competence, congruence or cost effectiveness.  With the concept of employee wellbeing being a paramount issue, this model leads to favourable out comes inspiring individual well-being, social wellbeing and organisational effectiveness.
The Warwick Model (Hendry and Pettigrew) was a development on from the Harvard Model and represented an analytical approach to HRM.  Similar to that of The Harvard Model the framework looks at five key elements, The outer context, the inner context, Business strategy content, HRM content and HRM context.  
An earlier model than Ulrich was that of Fombrun, Tichy and Devanna Model (1984) which focused on four functions of HR and their irrelativeness.  The functions were detailed as selection, appraisal, development and rewards.  
Guest (1989, 1997) Model of HRM.  Guest wanted to steer away from traditional Personnel Management confirming that HRM is a more strategic formation with six dimensions of analysis.











2.2 
b. Compare and contrast the culture at two or more businesses/organisations, underpinning your work with academic theory/models.  
 
‘One can have an innovative culture, a creative culture, or even a toxic culture, and it likely stems from the behaviour and actions demonstrated by the leaders of the organisation’. (Disney Institute 2018).
Research conducted by Forbes (2020) argues that ‘consistency of brand experience comes from the strength of its company culture’, which is evident of that within Disney.  Disney places a main focus for engagement on inclusion and states ‘that from movie producers to theme park crews to the consumers themselves Disney’s purpose is embraced by all’. (Disney 2020).  The study conducted by Forbes (2020) emphasises that although organisations do not have the global presence of Disney all organisations have the opportunity to build a culture that motivates and inspires both workers and customers, extending that in the current climate most businesses are missing the point with culture. Van France, founder of the Disney University argues there are four principles that drive Disney’s organisational culture claiming they have enabled the sustainment of creating ‘The Happiest Place on Earth’ for both employees and customers.  These principles, entitled circumstances include, 
· Innovation where pioneering employees are encouraged to be openly creative to take risks
· Support, leaders are expected to be ‘cheerleaders of development’ where they provide overt enthusiastic support.
· Education, Disney claims education offers consistency and creativity.
· Entertain, employee development must be entertaining, engaging and memorable.
Walt Disney was quick to understand that employees can make or break a dream after an animator strike due to reduced bonus payments, pay structure and significant micromanagement policies he had to reinvent his idea of success and elaborated by wanting his dream to be created for all employees and not just himself.  The Disney culture is fuelled by HR strategy that embeds Disney Values into the minds of its employees at all levels.  Disney aim to inspire their employees so their magical culture is passed on to its guest claiming ‘employees are most important because they make dreams a reality’ (Walt Disney).  Disney’s cultural philosophy is viewed as far more than just acceptance of ‘the way we do things around here’.  
The culture created by Disney is evident in the workings of Schein (1996) that group culture is ‘the basic tacit assumptions about how the world is and ought to be that a group of people share and that determines their perceptions, thoughts, feelings and their overt behaviour’. (Schein 1996).
In contrast to the centre of excellence culture created by Disney we have to understand that some organisations operate in what can be described as a toxic cultural environment.  
‘Toxic corporate cultures can quickly kill business’ future’. (Forbes 2018).
Organisations with many management levels can create a non-inclusive form of culture which can escalate to toxic traits being uncovered.  In 2017 Uber were put in the negative culture spotlight after an investigation uncovered over 200 allegations from Uber staff members in relation to systematic bullying, harassment and discrimination at the organisation.  This saw the resignation of the Chief Executive Travis Kalanick and over 20 employees were dismissed in an attempt to rule out a toxic cultural environment.    Uber claimed that all organisations are ‘dysfunctional, and it is just the question of to what degree’. (Uber 2019).  
It is arguable that most employees argue they would like to see some functions within their organisation operate differently but a multitude of persistent bad behaviour is what creates a toxic climate.


	












2.3 
a. The following quote from Eades; ‘The most important job of a leader today is to elevate others’ is a simplistic summary of the tremendously complex topic of leadership.  Drawing on the work of others put forward your own views to either support on contradict this statement. Eades (2020).  
The CIPD argue ‘there’s no single definition or concept of leadership that satisfies all’. (CIPD 2020)	
‘The consistent success of the business has been demonstrated in several research studies to be significantly due to the quality of corporate leadership and the vision and values that it communicates and enacts, tight links between business and HR strategies and practices, and an integrated approach to leadership development’.
(Purcell et all 2003)
‘The capacity to influence people to achieve a common goal’ (CIPD 2020) 
Since early 1900 the interest in management and leadership took a steer from a dictator front to a more motivational, coaching people-based approach when Taylor published his Scientific Management theory.  This early theory advanced the idea that leaders and workers were required to cooperate with each other.  However, leadership has come exceptionally far from the concept of a ‘fair days pay for a fair day’s work’ (Taylor 1909) with employees not being primarily motivated by money but other prospects too.
Eades quote can be linked to Lewin behavioural leadership theory and that of a ‘laissez-faire leader’.  Lewin identified that leaders who fell into this leadership style had confidence in their employees and team to allow them to make decisions without the direct input from their leader.  However, this style of leadership has faced much criticism stating that allowing a team to grow and not needing constant direction from their lead leaves the people in charge become ‘lazy’.  This can be debated that this style of leader can encourage employee engagement through allowing employees to feel that by making executive decisions they have some form of control.
Eades tends to suggest that motivating others is a paramount key of good leadership.  This quote is also contradictory of The Great Man theory, that leaders are born and not made.  This theory can also be negatively viewed from the concept of equality.  
The simplistic quote tends to focus solely on leaders being people focused and lacks acknowledgement of the three integral elements of leadership including skilful expression of personal qualities, staff, and the task. (CIPD 2020) which can be viewed as a more Total Quality Management approach to strategic management and foundations for leadership. (Deming 1986).
In order to connect with employees which is essentially the initial foundations of a motivational style leader you must be able to influence.  If Eades values the principle of ‘elevating others’ it is understood that a level of influential value is included.  This thought process is supported by ‘The essence of leadership is the process of influencing an organisation in efforts towards achieving an aim or goal’. (Johnson et al 2009).
Johnson et al 2009 also argue that leaders are often categorised as either charismatic, instrumental or transactional.  Eades assumption would fall under the charismatic view that ‘leaders are characterised as building visions of their organisations and energising people to achieve it’. (Johnson et al 2009).  Waterman (1982) contradicts this and the statement from Eades stating leadership styles need to be both charismatic and instrumental. 
Elevation is closely linked with motivation and it can be argued that employees will behave in a certain way because they are motivated to choose a specific behaviour due to them expecting a specific result from a certain behaviour.  This concept can be linked with the work by Vroom (1964) and that of the Expectancy Theory.  Eades believe that elevation of employees is key concludes that Eade expects leaders to be motivational drivers.


















2.4 
b. In the current throws of a global pandemic and with a recession around the corner ‘burnout’ is a significant concern for many employees.  Google recognised this as a threat to the wellbeing of their employees some years ago and instigated a ‘Dublin goes dark’ project, whereby everyone was encouraged to leave work at 6pm, hand in their laptop and not work after hours.  Innocent smoothies have a ‘last-leaver-pulls’ lever in a bid to deter late workers.    Explain the complexities of ‘burn-out’.  What reasonable steps can an employer take to safeguard their employees from burn-out? Bock (2016).
‘Burnout is an entirely different and recently recognised condition which, unlike other mental health issues, can be directly linked to work, As a result employers have a crucial and central role to play to ensure their staff do not reach the point of burnout’.
(Walters 2020 People Management)
Research conducted CIPD 2018, UK Working Lives 2018 highlighted that ‘only one in three workers felt full of energy and only half are willing to work harder than they have to. The study also illustrated a fifth of workers feel they are ‘under excessive pressure’, a fifth feel ‘exhausted’, and a fifth say they are likely to quit their job in the next year’.  (CIPD 2018).  This data was published prior to the COVID pandemic and highlights the extensive nature of ‘burnout’ and ‘pressure’ prior to the demands of the COVID 19 climate.  In 2019 The World Health Organisation officially recognised ‘burnout’ as an occupational phenomenon and is far more than just work stress.
People Management (2020) have conducted recent research that highlights that 50% of managers in the UK believe workers may be at a significant increased risk of burnout following the working patterns and behaviours caused by the pandemic of COVID -19.  Of the study 87% of workers who had been working remotely during the pandemic expressed they felt ‘pressured to be more productive to prove the case for remote working post Covid’. (People Management 2020).  Figures also linked to the research suggested that 36% of employees reported their mental health had suffered as a result of working longer hours during the lockdown period.  21% added the pressure of delivering results in such uncertain circumstances had negatively affected their mental health and wellbeing.   
The CIPD (2020) argue that in light of the new work demands organisations need to be vigilant of the signs of potential burnout and encourage employees to :
· Discuss any concerns about their role or workload
· Take annual leave
· Take breaks
· Maintain boundaries between work and homelives.
Retailer Morrisons have been quite reactive in addressing the concept of burnout with field based remote workers identifying that employees that have remote access to the system are logging on for the scheduled 9-5 hours and there is also evidence of them actively working later and sporadically after 5pm.  They are piloting a programme where field-based employees are on a 4-day working week rather than a 5 day working week giving employees three days off a week and their access to the system restricted on their days off to allow an ultimate rest from the work pressures.  
Not all organisations have adapted such flexible working practises due to the nature of the industry they operate within and as a result could be considered to have placed more pressure on their employees.  For example Priority Childcare a private organisation that looks after children who are not ready for foster care or adoption have changed their rota system during Covid which has seen employees being on a one week on one week off rota in order to comply with minimum contact and Covid regulations.  This has put added pressure on employees who are unable to work to such a rota system or those that feel pressured into doing so.  Members of the organisation have also claimed to be ‘exhausted’ after being in work for a full week.  This supports the findings by Forbes (2019) that burnout can sometimes be the result of ‘long and overnight work’.
Research conducted by Forbes (2019) has looked at ways in which organisations are recognising the concept of ‘burnout’ and promoting mental health within the workplace.  Proactive organisations have begun to invest in resources such as ‘mental health days, meditating rooms, and mindful apps to support employee wellbeing.
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