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Briefing paper on Understanding Employee Engagement 
Question 1 
There are several definitions for employee engagement. According to Kahn (1990, p694) “in engagement, people employ and express themselves physically, cognitively and emotionally” which makes it a complex concept. Physical engagement can be defined as “mental resilience and high levels of energy”, whereas cognitive engagement is “being fully happy in work, where an employee finds it difficult detaching themselves from work”. Emotional engagement can be defined as having a “strong involvement in work and experiencing a sense of significance, enthusiasm, and pride”. 
According to CIPD (2014), employee engagement can be defined as “a combination of commitment to the organisation/values plus a willingness to help others in the organisation. It goes beyond job satisfaction and is not simply motivation. Engagement is something the employee has to offer. It cannot be required as part of the employment contract”. Engagement is discretionary, which means that engagement cannot be assumed. Not all employees will automatically be engaged. Engagement might be about behaviour, but more about performance, results and outcomes.  Harnessing discretionary effort will result in people going the extra mile (Johns & Ellis, 2016)
Macleod and Clarke (2009) also defines employee engagement as “the heart of the workplace relationship between employer and employee”. 

CIPD (2012) suggests that employees can engage on different levels and that there are two types of engagement. Emotional is “when a person has an emotional attachment to one or more aspects of their work”. Transactional engagement is “a person who is happy to show the behaviour of engagement but not committed to the job or the organisation and willing to leave if a better offer appears somewhere else”. Some factors that lend themselves to transactional attachments are pay and promotions. Emotional engagement happens at a deeper level compared with transactional engagement. 
Employee engagement and organisational commitment are closely lined according to Johns and Ellis (2016 p.82). Employees who are engaged and committed give companies competitive advantage, including high productivity and low employee turnover. There are three mindsets of commitment:
Affective– This is when an employee has a positive emotional attachment to the organisation. They do not want to let co-workers down, and want to help the business achieve their goals. 
Continuance– These individuals “commit to the organisation on account of the perceived costs of departure and loss. This tends to be more of the case with public sector employees”. This is more negative. 
Normative – Employees remain committed to the organisation because they feel they have to. 

There are close links between employee engagement and motivation. According to CIPD (2018a) “Employees who are managed well, will be happier, healthier and more fulfilled and drive productivity. Motivation therefore is at the heart of employee engagement”. 
Employee engagement builds on work motivation from Herzberg, Maslow and Adams Equity Theory. 
According to McLeod (2013), needs lower down in the Maslow hierarchy must be satisfied before individuals can reach needs higher up. From the bottom of the hierarchy upwards, the needs are: physiological (knowing what your job is and where the canteen is), safety (awareness of safety, job security and feeling safe), love/belonging (friendship), esteem (achievement and status) and self-actualization (personal growth). This structure is less common in organisations as more have adopted the matrix structure. People are moving jobs more frequently and millennials want the self-actualisation straight away. 
Herzberg believed in a two-factor theory of motivation (Mind Tools, 2018). He argued that there were certain factors that would motivate employees to work harder (motivators). Motivators are recognition, growth, responsibility and advancement). There are also factors that would de-motivate an employee if not present but would not in themselves actually motivate employees to work harder (hygiene factors). These factors are salary, security, status, company policies and work conditions.  
According to James Adams’ Equity Theory (Mind Tools, 2014), people are satisfied depending on how much input they put in and what output they get out.  Employees can compare themselves to others for instance, comparing the same job to someone else and the salary that they both receive. The theory is built on the belief that employees become de-motivated if they feel as though their inputs are greater than the outputs. 
Employee engagement is also linked to employee involvement. Employees who are involved in decision making, where they voice their ideas and views which are listened to and acted on are more engaged. This is because employees feel valued in an organisation which results in them being more motivated (CIPD, 2019a). 











Question 2 
According to Purcell (2010) the key characteristics of organisations with high levels of employee engagement are: 
	Trust in management
	Letting people do their work without telling them how to perform increases engagement levels. A highly engaged workforce can perform jobs with mutual help and trust. 

	Satisfaction with the work itself
	Employees who are satisfied with their career and the way it is raising stick to the organisation for a long time. 

	Satisfaction with involvement in decision making
	Employees that have a voice where their views are listened to and their opinions count and make a difference contribute to high employee engagement. 

	Good relationships between management and employees
	Organisations that have high levels of engagement have strong quality relationships with the manager because the manager trusts the employee and the communication is strong. 

	Job challenge
	Organisations with high levels of employee engagement utilise their employee skills effectively leading to high productivity and growth which contributes to positive well-being at work.

	Satisfaction with sense of achievement from work
	Organisations with high levels of employee engagement receive positive feedback for good work from their manager on a regular basis. This motivates them further as they feel valued and recognised.

	Satisfaction with pay
	As previously discussed, employee engagement is more than just being satisfied with pay alone. This along with the above, contributes to high levels of employee engagement.

	Leadership based on facilitation and empowerment
	Some ways of empowering employees consist of believing in them, praising efforts, trusting them to get on with the work and providing growth paths. This provides higher engagement levels than a controlling leadership style where there is no trust.



Macleod and Clarke (2009) identifies four enablers of engagement. These along with Purcell’s (2010) research, emphasise the role of managers in promoting employee engagement. 
· A strategic narrative – This is where an organisation gives employees clarity between their job and vision and aims of the organisation. 
· Engaging managers – According to Robinson and Hayday (2009) the behaviours of engaging managers are: they communicate and make clear what is expected, they listen, value and involve their teams, they focus on targets, they have, and share, a clear strategic vision, they show an active interest in others, they exercises good leadership skills and they act with respect and in turn are respected. 
· Employee voice –This is where employees’ views are encouraged and listened to, in order to make a difference. 
· Integrity – This is defined as “a belief among employees that the organisation lives its values and behaviours”. This results in trust. 
According to Guest (2015) if organisations want to engage with employees and increase engagement, then a strong strategy that entails the following is needed: 
· Managers need to implement engagement by promoting engagement values. 
· Treating employees with fairness and trust in order to create and reinforce engagement.
· Promoting engagement through recruitment for instance welcoming engaging jobs and training and development. Making sure that values, behaviours and mission statement are embedded in the job descriptions, induction and the whole employee life cycle. 
· Monitoring progress towards high engagement through surveys, feedback and action planning. 
This strategy requires engagement to be integrated into the vision, policies and practices of an organisation. Therefore there is a need for alignment between employee engagement and the above organisational factors. 

Google is an example of an organisation that has high levels of employee engagement. Some examples of how Google has achieved “best company to work for” is through keeping people inspired by allowing employees to spend up to 20% of their time every week on projects that inspire them. With this time, employees created Gmail and Google news. Google also gives employees more control by allowing them flexibility in their work schedules. They offer their employees benefits such as massages, bowling alleys, gaming rooms which employees can use any time of the day. Google also listens, responds and adapt to their employees through meetings every Friday where leaders respond to questions that are asked by employees. Employees also have the opportunity to take part in surveys for the organisation to have feedback and improve. Google does not, pay its employees high salaries. Instead the appeal of working at Google is the benefits and the working environment  (Krapivin, 2018), (Taylor, 2016). 










Question 3 
Employee engagement is an increasingly vital party of HR strategy because of the following:
1. In the post recession era organisations and businesses need to produce more with less. They do this by tapping into employee’s discretionary effort to remain competitive through boosting morale and motivation (CIPD, 2018). 
2. Globalisation has meant competition based on cost is fiercer which is another driver for needing to get the most out of the work force. Organisations can do this through boosting morale and motivation through the characteristics identified by Purcell (2010). 
3.  Technology has increased the pace of business transactions, therefore tapping into people’s discretionary effort helps organisations meet this rapid demand (CIPD, 2018).
4. Truly engaging the workforce means a business is more likely to benefit from the creative ideas and suggestions from individuals within, this also helps organisations achieve competitive advantage (Johns and Ellis, 2016 p.90). 
5. Millennials expect more from their jobs than just pay, they want to feel valued, have a sense of autonomy and challenge from work. Feeling engaged with the work is important for this particular demographic, therefore savvy businesses will respect this need (Forbes, 2017). 
There are benefits of engagement for organisations, their people and their customers. According to CIPD (2014), “employers want engaged employees because it will result in  happier, healthier, and more fulfilled employees and they will also deliver improved business performance”. This is demonstrated from the research conducted by Towers Perrin 2007/2008 Global Workforce Study (2009) which demonstrates the link between high engagement and high performance. 50 organisations were observed over a one year period where they found that organisations with high employee engagement benefited from a 19% increase in income, whereas those with low engagement saw a 32% decrease. Sasks (2006) also supports this as this research demonstrates that “high levels of employee engagement are positively associated with organisational commitment, customer satisfaction, employee loyalty, profitability, productivity and safety”. 
According to Shriar (2015) employees who feel more engaged experience the following 10 emotional pillars; recognition, feedback, good relationship with colleagues, good relationship with managers, job satisfaction, company alignment, happiness, greater well being, personal growth and ambassadorship. 
The Gallup organisation, which is a study based on nearly 8,000 business units of 36 companies found that those units in the top 25% on work engagement produced 1% to 4% higher profitability and had on average between 80,000-120,000 higher monthly revenues or sales than the units in the bottom 25% (Johns and Ellis, 2016 p.85). 

There are also benefits for both the employee and the customer. Results reported by Hutchinson and Purcell (2003) when comparing four matched Tesco Stores in the U.S. One store manager moved away from top-down and gave employees free-rein and moved away from telling employees to check stock and work at the cash desk. Instead the manager decided to give staff the freedom to respond to customer needs on their own. When the employees noticed the changing rooms filling up, they moved to the tills themselves anticipating that the customers trying on the clothes would buy them which resulted in happy customers as they didn’t have to wait and it results in happy staff as they had some autonomy (Fleming and Harter 2001). Evidence has also been shown from research into an American clothing retailer who strive to satisfy both customers and employees. Satisfying both, resulted in increased profit margins than stores that just focused on one rather than the two. 

There’s also benefits for the line manager when there are high levels of engagement. Examples include, less grievances, disciplinary and people leaving the organisation. Building a positive relationship with employees is important in order to gain high engagement (Johns and Ellis, 2016  p85).



















Question 4

The key sources for employee engagement are: 
Macro level 
Office for National Statistics (ONS)
ONS can provide information on employee engagement by providing national data on the following: 
	Sickness data
	The average number of sick days taken by the UK workers fell to 4.1 days in 2017 which is a decline from 7.2 recorded in 1993. Sickness rates in the private sector is 1.7% and 2.6% in the public sector. According to Office for National Statistics (2018a) the most common reason for a sick day is minor illnesses such as colds and coughs making up to 26% of the total.  Rates in the private sector could be lower as workers are less likely to be paid for a spell of sickness. There may also be an increase in presenteeism, where people go to work even though they are ill (Collinson, 2018). 

	Employment levels
	Employment levels show that, between December 2017 to February 2018 and March to May 2018, the number of people in work increased and the number of unemployed people decreased. There were 32.40 million people in work, 137,000 more than for December 2017 to February 2018 and 388,000 more than for a year earlier (Office for National Statistics, 2018b). 



UK Working lives
This survey also provides information on employee engagement. This is a survey measuring job quality in the UK which is used on 6,000 workers across different sectors every year. It focuses on work life balance, flexible working, job design and nature of the work, voice and representation and health and wellbeing. Results from the most recent survey is mentioned more in depth in question 5 (CIPD, 2018). 
Labour Market Outlook Report 
This quarterly report also provides employee engagement related data as it provides a set of forward looking labour market indicators, highlighting employers’ recruitment, redundancy and pay intentions for the next quarter of the year. The survey is based on responses from 2,001 employers. For instance, it highlights employment levels and statistics regarding employee development. Results from the most recent survey is also mentioned in question 5 (CIPD, 2019b) . 
Case study – B&Q 
Case studies are also sources of employee engagement data. As mentioned by John and Ellis, (2016, p64) B&Q is an example of an organisation that has a coherent strategy in place for promoting engagement as outlined above. Values within B&Q are translated into everyday action. One is by recruiting a diverse workforce. B&Q has also got a reputation for employing older workers which was a strategy first tried in 1989 when the company staffed an entire store with employees over 50. The results showed that productivity increased, sales rose and sickness absences decreased. Bringing all outlets up to the levels of its best stores improved levels of employee engagement with the company saving 3 million a year in sickness absence and around 2.5 million a year in recruitment costs as people were more engaged and therefore staying longer in the company. 
In 2005, B&Q administered the Gallup Q12 throughout the workforce as sales fell by 8%, and the company wanted to understand why. The results showed that 26% of the company’s employees were actively disengaged. Those that were disengaged were in managerial roles. They were given the opportunity to improve, and those who didn’t were asked to leave. By 2008 the engagement score had risen to 60% compared with a global average of 28% and a UK average of 16%. 
Mirco level 
Sickness/turnover levels – Sickness and turnover levels within an organisation can indicate how engaged the workforce is. An organisation can benchmark their sickness absence figures and their turnover with other organisations in the same sector to see if sickness is also high with them. Organisations can also benchmark their sickness absence figures with the ONS to see if the issue is affecting everyone on a national basis or if it is high within a certain sector. 
Satisfaction surveys – Surveys such as the Gallup 12Q survey, can give the employer an insight into how committed, satisfied and content employees are. It can be a way to gauge whether there will be a turnover and absenteeism problem, and it’s a way to get feedback on how to improve the organisation. Surveys provide an insight into where employee morale stands and can let employees use their voice. Organisations can use the data as a way to track trends from previous years (Johns and Ellis, 2016). 









Question 5
Below are findings of recent studies on employee engagement: 
UK Working lives – Job Quality Index report (CIPD, 2018b) 
	Occupational groups 

	Those in higher level occupational groups place more importance on their work. They are less likely to see a job as just a way of making money, and slightly more likely to say they would enjoy working even if they did not need the money. The same applies for workers aged 65 and over where 73% say they would enjoy working regardless of financial need (this compares with 58% of those aged 55 to 64). This reflects the fact they have chosen to work beyond state pension age. Research has found that this age group tends to be happier with most aspects of their jobs. 

	Employee trust in management 

	Employees generally view their line managers positively, but there are areas of weakness, including giving feedback, supporting learning, fostering team cohesion and being trustworthy.  The most positive rating on line management is for showing respect (74% positive and for bosses being fair (73%); for managerial support, (71%); and for giving recognition of good work (68%). 

	Satisfaction with the work itself 

	In 2018, two-thirds of workers were satisfied with their jobs overall (18% ‘very satisfied’ and 46% ‘satisfied’), while just 18% were dissatisfied this is an improvement from previous years such as 2010 and 2011 where it was at a low of just over half. The same proportion as those who are dissatisfied (about one fifth) say that they are likely to quit their job in the next year. 

	Satisfaction with pay
	Almost half of workers (45%) think their pay is appropriate and just over a third (36%) do not. This is a slightly positive picture, but less positive than people’s overall job satisfaction. 

	Enthusiasm between men and women
	2018 data shows no difference in enthusiasm for jobs between men and women. Previously in 2009, more women than men were engaged with their work.  There is a greater enthusiasm among senior managers and the highest paid workers with postgraduate levels of qualifications and voluntary sector workers. Self-rated discretionary effort is greatest among managerial and professional employees, lower among junior administrative roles and lowest in manual and casual work. People are working harder than ever before, due to intensification as a result of the recession and rising customer demands and technological changes. Just over half of workers ‘always’ or ‘often’ feel enthusiastic about their jobs and a similar proportion say they are willing to work harder to help their employer or clients.



Labour market outlook report (CIPD, 2019b)

	Employment levels

	There is currently a skills-short market where most organisations are struggling to acquire entry level talent rather than at the senior levels. Organisations are struggling to find quality, experienced, professionals with technical skills. Common solution is up-skilling employees. 
Employment levels look set to increase in both the public and private sectors. Organisations are finding it hard to fill vacancies most prevalent in public administration and defence sector (74%) and healthcare (73%). Recruitment difficulties are higher in public sector (72%) the private sector (59%) and voluntary sector (49%). 23% of employers reported challenges recruiting managers. 53% have increased the starting salaries for at least a minority of vacancies. Employers have hired a relatively high level of older employees and employees from disadvantaged groups and lowered the recruitment standards in response to recruitment difficulties.

	Employee development 

	Candidates increasingly understand it is their responsibility to mould their careers.  62% feel they are responsible for acquiring new skills whereas 22% feel it is their employers who are responsible.

	Pay 

	Median pay remains high at 2%.  Private Sector 2.5% to 2% and public sector 1% to 1.5%. Strengthening in pay growth looks set to stall unless UK’s productivity growth begins to strengthen.























Question 6
According to Robinson and Gifford (2014) in the “Future of Engagement Thought Piece Collection”, there are various authors who have different opinions on the future of engagement. 
According to Peter Cheese in the “Future of Engagement Thought Piece”, to improve employee engagement he sees that the following need to be addressed: 
1. Organisations need to recognise shared purpose. This needs to be clear, engaging, understood by employees. 
2. Organisations need to design roles around the notion of providing autonomy to employees and. 
3. Organisations also need to acknowledge that employee voice contributes to high engagement levels. 
4. Organisations need to make sure they are managing sustainable employee engagement for instance paying attention to employees physical and mental well-being. 
5. It’s important that trust is built between line managers and employees. 
According to John Purcell in the “Future of Engagement Thought Piece”, voice has been ignored as identified by Cheese. He identifies that the problem is with senior managers and not line managers as there are low levels of trust in decisions they make, the way change is managed and the little opportunity given to employees for them to contribute. The future is about getting both line managers and senior managers to promote voice and involvement together. 
According to Richard Crouch in the “Future of Engagement Thought Piece” the economic recession and the Government have hit and continue to hit the public sector hard as there has been a reduction in budgets and spending reviews. Demands for services continues to increase and to balance the budgets employee numbers have decreased. The level of cuts has resulted in employees feeling flat which is impacting on engagement. 

More recent studies have found the following on the future of employee engagement: 

Brexit and Reduction in budgets 
According to Webber (2018) employee engagement, behaviour and productivity has suffered and will continue to due to Brexit and reduction in budgets which supports Richard Crouch. The reason for this is that workers become risk adverse as they become wary about their business environment. This stems from issues around recognition, compensation and job security. This follows on from the financial crisis in 2008, where employees need for recognition increased as they grew anxious about their roles. 

Increase in technology/flexible working 
According to O’Boyle and Hogan (2019), technology will continue to open multiple communication channels for employees. Companies should use technology to encourage flexible working as evidence shows that employees are happier and motivated. Working from home can be done through video conferencing and using Google Drive. The use of social media is also on the increase. Using online communication helps to boost employee engagement by allowing more/better communication between workers. It also encourages employees to use social media platforms to develop friendships with co-workers. According to CIPD (2019c) research shows that there has been an increase in more informal flexible working, such as working from home over the last few years and figures are expected to increase. Over half of the UK population are already working flexible in some way. 
Work life balance 
According to Forbes (2018) there is an emphasis on the importance of work life balance. Employees who believe that they have good work life balance work harder. It’s important that organisations get this balance right, as employees who are over engaged can lead to stress and burnout which in turn leads to an increase in absenteeism. Ways that organisations can get this balance is by giving more autonomy to the employees and trusting them. The feeling of having greater flexibility in how they organise and perform their tasks or take care of their personal lives makes them more focused. 

Millennials  
Millennials are increasing in the workforce. According to Adkins (2018) millennials continue to heavily influence employee engagement trends. Businesses seeking to motivate employees in their work will now have to tailor their employee engagement strategies to this group. Millennials are the most likely generation to switch jobs, with six in ten open to new job opportunities. This generation are the least engaged in the workplace. Organisations going forward have to find ways to engage with this generation such as giving them a  sense of autonomy and challenge from work. 
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