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Introduction

This paper will identify what is meant by employee engagement and the importance it places to a company when developing HR policies and practices. It will look at different sources in order to identify what is important to staff before looking at the different types of ways a company can engage with their employees. Following this it will identify the different trends identified from research undertaken. Finally it will conclude with a balanced view in the future of employee engagement. 

1. Define employee engagement and explain how it relates to other concepts such as
organisational commitment, employer involvement and job satisfaction.

In order to get feedback from their workforce an organisation will need to interact with their staff through employee engagement. This process will allow the employer to identify areas in which they can develop to ensure that staff are kept happy. As explained by Johns & Ellis (2016) there are many different definitions of what employee engagement is. This is echoed by Gennard et al (2016) who state that some people look at employee engagement as, “a set of approaches or strategies designed to elicit organisational commitment.” (Gennard et al 2016, pp133). They go on to say that many others define employee engagement as something different to this and give examples such Dromey (2014) who states employee engagement is, “mainly or wholly to do with engagement with the employer and the organisation for which people work.” (Gennard et al 2016, pp133). A common theme which is evident by both Johns & Ellis (2016) as well as Gennard et al (2016) is that employee engagement has different meanings to different people. However, the clear common dominator is that employee engagement is the company’s way to get a thorough understanding of what their staff as a main asset of the business feel when it comes to their job. A close link to employee engagement as stated by Johns & Ellis (2016) is organisational commitment. This is the understanding of the way in which an employee feels about the company they work for. Ideally as stated by Gifford (2018) a fully engaged employee will be happy in their role and will therefore give their full commitment to the job. Staff members who fully embrace the organisation would be classed as having organisational citizenship where it is suggested if you cut them in half you would see the company’s name. However, this is the best case scenario and will not be applicable to the majority of staff. As explained by Johns & Ellis (2016) staff are committed for different reasons. It is therefore essential that an employer understands what drives employees when engaging with them. In order to do this it is good to look at theories such as Maslow’s Hierarchy of Needs and Hertzberg’s Two Factor Theory. Maslow’s theory suggests that staff work for different reasons and designed a five stage process starting from the need to work in order to fulfil their basic needs such as being able to eat and have a place to live. They then would move to their psychological needs when they start to feel at home within their workplace as well as getting a sense that they are achieving something at work. Finally the tip of the pyramid would be self-actualisation. This stage would be the pinnacle of an employee’s career which not a lot would be fortunate to get to. This would be when someone has achieved the maximum to their potential and are given an opportunity to have an input within the organisation. In contrast to this Herzberg’s Two Factor Theory gives two different factors that motivate and demotivate staff. These would include things such as achievement and recognition for motivators whereas areas such as salary and working conditions could cause dissatisfaction in the work place. This theory would suggest that when engaging with staff you would need to look at the different factors that potentially de-motivate them and look at ways in which they can be turned into a positive. Ultimately employee engagement is a tool that is used to ensure it can get the best out of staff by ensuring they are happy and have job satisfaction. 
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2. Describe the HR, leadership and cultural elements of organisations which have high levels of employee engagement, making reference to academic literature on the subject.  You should also explain the need for aligning employee engagement with other key organisational factors.

As stated by ACAS (2019) employee engagement needs to be developed within an organisation. They state that this is done by developing a ‘cultural shift’ that promotes engagement within its workforce. ACAS gives examples of how this is done which include;
· Leadership – this would be for the leaders of a company to develop a vison that staff will buy into. This would need to be something that was a continuing process which allowed employees the chance to have their input. 
· Line Management – an organisation would need to ensure that the line managers have the required skills to deal with staff in order to get the best out of each individual. The role of the line manager would be vital when trying to build an engaged workforce. 
· Voice – this would be encouraging the staff to give their opinions on what ways of working suit the business. This is because fundamentally the staff are the ones who are highly involved in the day to day running of the business. By giving them the chance to have their input it will result in them feeling appreciated which will in turn ensure they are engaged. 
· Trust – in order to build a fully engaged workforce there needs to be trust between all parties from the top of the organisation down. Staff need to see tangible results as part of the engagement process to see that their input is being taken on board and has resulted in the company putting in certain policies and practices on the back of it. 

This view is also echoed by Johns & Ellis (2016) who go on to say that, “Purcell’s (2010) research, emphasise the role of managers in promoting an engagement culture.” (Johns & Ellis 2016, pp83). The need to develop an engaged culture is further identified by Buckingham & Goodall (2019) who state that staff desire feedback and it’s therefore important to develop processes which takes this on board. They state that it’s vital that an organisation put strategic plans in place by identifying any weaknesses through engagement and addressing them. Buckingham & Goodall (2019) go on to say that it is a lie that staff actually care about the organisation, and that in fact it’s the separate teams in the company that are the driving force and are therefore most important to a business. The importance of getting a team engaged is also stated by Faragher (2018) who states that the engagement employees give within teams can be broken down into four zones which are;
1. the zone of contentment – this would be when staff are happy to simply do the minimum required of them and no more. 
2. the zone of pseudo-engagement – this would be when staff put out that they are fully engaged but are only concerned about their own individual needs.
3. the zone of disengagement – this would be when staff do not like their job and feel their needs are not taken into consideration by their employer.
4. The zone of engagement – this is where staff are fully on board with the company’s objectives and feel wanted and respected as an employee.

The clear constant with getting employees engaged is to ensure that the company has built an environment which encourages staff to interact with their seniors and give their views on areas in which there is room for improvement. The companies who do encourage a high level of engagement with their staff will therefore benefit from the positives it brings. It is however difficult to develop such a culture especially in organisations that do not have the full resources to implement a shift in the ways things are done. Kappel (2018) gives his views on how a company can get their staff engaged. He gives a 5 point plan on how to do this which are;
1. Don’t Skip Onboarding And Training 
2. Set company goals
3. Acknowledge employees
4. Focus on employee development
5. Don’t micromanage

3. Explain why employee engagement is increasingly a vital dimension of HR strategy and practice. The potential benefits for different stakeholders should be evaluated with reference to published sources.

The need for an engaged workforce is getting more important to a company. Employers are identifying that staff are an asset which need to be nurtured in order to get the best out of them which will in turn help meet objectives set by the business. This is evident in Johns & Ellis (2016) when they quote findings from the MacLeod report in 2009 in saying;
“it is our firm belief that (engagement) can be a triple win: for the individual at work, the enterprise or service, and for the company as a whole” (Johns & Ellis 2016, pp84&85).
Johns & Ellis (2016) go on to say that engaged employees produced, “19% increase in operating income whereas organisations with low levels of engagement saw a 32% drop.” (Johns & Ellis 2016, pp85). The importance of an engaged workforce is again highlighted in an article on the Engaged Multiplier (2019) when they say that, “The importance of employee engagement can’t be overstated.” They go on to say that there is tangible evidence that by getting employees engaged it not only reduces staff turnover but also gets better results for the company through increased customer satisfaction and profits. Another reason that a company should encourage employee engagement is to ensure the wellbeing of their staff is taken into consideration. With mental health being a huge talking point in today’s society an employer has a responsibility to ensure they are doing all they can to ensure their staff are being looked after. The need for this is identified in an article on the Personnel Today (2012) where they state it is important for a company to look at the wellbeing of their staff. They state that just by simply sending out a survey or getting staff to patriciate in a focus group is not beneficial. They go on to say that it is important that HR in partnership with Occupational Health are able to ask staff the right questions to see how they are doing and what makes them happy. By shifting the focus on to the staffs wellbeing it ensures staff feel that they are being taken care of which will make them a happy employee which in turn increases their productivity. Burt (2018) puts a different perspective on the importance of an engaged workforce when she says that it is an opportunity for a business and HR in particular to address recent social issues in the workplace such as ‘systematic sexual harassment’. She states that by engaging with employees and letting them have their say it will result in equality barriers being broken down. This will encourage staff that previously felt disillusioned in work to be more open with their employer which will enable a company to put an action plan in place to recognise the need for change. It is clearly evident that employee engagement is an essential tool in the current work climate to ensure staff come on board with the company’s objectives. It will ensure that all stakeholders of the company whether it is the senior management to line managers and customers feel the benefit of staff who are happy doing their job and giving their best for the company.  

4. Summarise key sources of employee engagement related data, citing different examples.

In order to understand if a company has created an engaged working environment several different sources of data are explored. This data varies but will ultimately show with evidence if staff at a company are engaged or not. This data is gathered in several different formats which include;
· National/Sector Surveys
· Staff Satisfaction Surveys
· Sickness Rates Figures
· Staff Turnover Figures
· Operating Income Data

As stated by Gifford (2018) it is vitally important to give employees the right tools in order to get their views on any problems that have been identified or areas of aspiration they have. He goes on to say that the different ways of gathering data will allow different feedback. For example, by using tools such as focus groups it will allow for the gathering of qualitative data by giving staff the chance to state their feelings on their role. Gifford goes on to say that other sources of quantitative data is produced by using data from tools such as staff surveys. The benefits of using an employee survey and guidance on how to produce one that will gather information that will aid a business is evident on XpertHR by Pritchard (2019). She gives details of the step by step stages a company need to take which will get the best possible survey out to staff to produce information that will benefit the organisation. These steps include the beginning of drawing up the survey and deciding what information you want to get from staff, to implementing it through a variety of different methods and platforms such as e-mail. This form of engagement is used quite regularly as it is the easiest and most cost effective way to get questions across to a large group of staff. However, the use of the regular staff satisfaction survey is questioned by Barnett (2018) where he states that employees want fast real time feedback. He goes on to say that with the advancement in technology it allows for an updated modern approach when gathering staff feedback. For example, in a large amount of companies staff are issued with tablets or laptops which can be used by an employer to send questions out on a regular basis. This will allow an employer to get regular feedback from staff to ensure they remain engaged. This would be in contrast to the more old school survey sent out annually with a large amount of questions that did not get a high response rate. Gifford (2018) also states the development of technology has helped with employee engagement. He states with the evolution of social media it allows companies to set up pages on sites such as Facebook that allows staff to have their say on current issues within the workplace. In order to evaluate how engaged staff are a company would then use information from sickens data, staff turnover and operating income. If sickness was down, turnover low and profits high it would suggest that the workforce was engaged and pulling in the same direction as the company.                
5. Outline the findings of recent studies on employee engagement, including the extent to which gender, demographic and other factors influence levels of engagement. 

Once different formats of engagement have been used there are different reports that give trends to show how engaged a variety of different staff are. Johns & Ellis (2016) give some figures published at the time where they stated that, 
“Recent trends from the CIPD Employee Outlook Survey indicate that employee engagement levels amongst UK employees are stable with around 35-39% of employees reporting that they are engaged” (John & Ellis 2016, pp87)
Johns & Ellis (2016) give further data that states that 60% of those surveyed were emotionally and cognitively engaged whereas there was 40% who stated they were physically engaged and would go the extra mile for the company. They gone to say at the time of the survey there was more women who were engaged than men, there was a higher engagement rate for staff over 35 years old with 40% feeling engaged compared to a lower amount of 25% for under 35 year olds. They also highlighted that 50% of managers surveyed were engaged compared to only 30% of non-managers. As with any data the moment it is taken it has become outdated. This is the case with the report used by Johns & Ellis as data taken from the Workplace Index Report 2018 suggests that there is a higher level of engagement with two thirds of staff engaged. It also states that there is no difference between the engagement levels when it comes to gender. In their UK Working Lives report the CIPD (2019) give details from a survey they conducted into how different organisations from different sectors are using employee voice and then if they are taking the results on board. The results show (Figure 7) that whilst there has been an increase in companies from each sector (Private 14%, Public 12% and Voluntary 25%) when seeking the views of employees it’s only the Voluntary sector with an 8% increase that actually allows any influence in decisions being made. This is in contrast to a -2% decrease in the Private sector and a high -12% in the public sector. This suggests that although all companies from the various sectors seem to be engaging with employees they don’t seem to be taking everything on board and allowing staff to help implement their suggestions. 
[image: ]
Oehler & Adair (2019) give their findings on the different employee engagement trends on a global scale which is interesting to see the comparative with UK based business. They state that there has been a steady increase in employee engagement (Figure 1) and that it is now at 66% which would match what was in the Workplace Index report 2018.
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6. Conclude with a balanced evaluative summary of the future of employee engagement. 

While it is clear that engagement is an important tool for a company to use in order to ensure staff have their say the significance of this does vary depending on the business. Johns & Ellis (2016) state that as a result of an uncertain economy and with the potential for high unemployment the future of engagement may not necessarily be high on the priorities of all companies. However, they do state employee engagement is here to stay and it is therefore important for employers to keep evolving with the times when it comes to engagement. They state that any barriers to engagement need to be identified and worked on in order to get the best possible results. The need for engagement is further identified by Gyton (2017) who stated that during a CIPD Employee Engagement Conference a clear message from HR Professionals was, “everyone can agree that having an engaged workforce is beneficial to the common good.” In an article on Personnel Today Warren (2017) asks the question as to whether in this day an age where employees think more for themselves, does engagement have a future? She gives examples of companies such as Amazon where staff are less loyal and will move onto a new job after a short time with the company for something better. She states that Amazon founder Jeff Bezos’ lack of empathy with staff means that a fully engaged workplace is difficult to obtain. Warren (2017) states that Bezos has instead looked to get the most out of individuals and says, 
“Bezos, in short, has succeeded not by creating a supportive and mutually enriching environment full of development opportunities – as HR literature has recommended for decades – but by focusing relentlessly on individual achievement.”
As Amazon is one of the most successful companies in the world this would suggest that there are other ways that the conventional methods stated to get the best out of staff. This way of thinking is quite common within this day an age. People are becoming more ambitious and are identifying tolls such as LinkedIn where they can show off their skills and look for further opportunities. Side hustles are also common at the moment where staff are developing outside businesses as well as working in their current role. What is next for employee engagement is identified in an article by Sharp (2019) when she quotes Rob Briner, professor of organisational psychology at Queen Mary University of London as saying, “I think we’ve hit peak engagement.” Briner goes on to say that as a result of this his educated guess on what comes next is, “I predict this is happening with employee experience – there’ll be a point where it goes up and employee engagement goes down.” In her article Edwards (2019) looks to identify the difference between an employee’s engagement to their specific job and to the organisation. She states that particularly in the academic world the focus of engagement will be on how engaged an employee is within their current role. She states that although this is the case in the future a company should not abandon attempts to get employees engaged with the organisation but look at ways to link the actual job with the wider business. The evidence within this report clearly show that the role of the line manager is vital when it comes to engagement. An organisation therefore needs to ensure that they either appoint the correct line managers or put in place development opportunities to skill them in a way that will ensure they can fully implement policies and practices that encourage engagement.   
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Figure 7: Managerial openness to employee voice, by sector (% net positive)
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