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

From all the research and definitions available for Employee Engagement, there are two referred to by Johns and Ellis in which they believe are key to advising that organisations must agree the correct approach to maximise engagement within their workplace (2016). 

Firstly, Kahn shared his ‘three-dimensional concept’ to employee engagement (1990). It included physical, cognitive and emotional, as being the three factors required in achieving engagement. This definition was dependent on employees having the readiness to work with high vigour and mental capability, being focused on their workload with problems disconnecting as time passes, and being fully involved their work leading to increased levels of passion, satisfaction and importance (Johns and Ellis 2016).

According to the CIPD, engagement is an area which will need to be developed over time and not a factor an employee will have when they are in a new role (2018). An employee will become ‘committed to the organisation and values but be willing to help out colleagues’ Gifford (2018).  Further research from CIPD highlighted that engagement can occur on two levels, which are emotional and transactional. Emotional engagement occurs when an employee is devoted to their work and secondly, transactional engagement denotes an employee which demonstrates the emotional attributes but aren’t committed to their role or workplace (Johns and Ellis 2016). 

Employees can be committed to an organisation, but it doesn’t imply that this is always positive. When an organisation has an unitarist approach and an employee is able to identify with the goals and aims of the organisation, they will be emotionally engaged in their work as it collaborates with their own personal interests which results in affective commitment (Johns and Ellis 2016). The transactional engagement level aligns with the continuance commitment. It is a feeling of having to work from a ‘costs’ perspective, including salary received, friendships and potential unemployment. 

According to Gifford, motivation and commitment go hand in hand with employee engagement (2018). Hertzbergs two-factor theory on motivation highlights that the route to satisfaction and dissatisfaction follows different paths. Hence, removing dissatisfaction influences (hygiene factors) will not lead to satisfied employees. Therefore, organisations should concentrate on the factors that achieve job satisfaction and release their motivational potential i.e. accomplishments, recognition and award, and accountability (1959). 

In 2009, the UK Government initiated that research be conducted into Employee Management which resulted in the MacLeod Report. It reiterated the point made in the first paragraph by Johns and Ellis, that settings need to be devised to ensure that employees can fulfil their potential and ability (Engage for Success n.d.). Creating the correct setting and incorporating employee management as part of the employee and employer relationship will develop employees and change their perspective on their lives within the workplace (Johns and Ellis 2016). 

When taking into consideration job satisfaction, an employee who is fully aware of their obligations, aware of their contribution to organisational objectives and work within a successful team will have increased productivity (Gifford 2018). Good management would have implemented some of these areas leading to a positive relationship between both parties. It’s clear that job satisfaction isn’t the only attribute that will achieve employee management, but is contrasted with other work-related approaches i.e. commitment, positive attitudes and behaviours (Engage for Success n.d.).

For employers, securing a good reputation and fulfilling their objectives is their key in achieving good results and outcomes. Employee performance is a main objective and going above and beyond their role will suggest better efficiency within groups, for the organisation and services provided to customers and relationships with external stakeholders (Johns and Ellis 2016). Having more engaged employees demonstrates lower levels of physical and mental health concerns, reflecting on lowered absence levels, grievance and disciplinary, and turnover rates. This all leads to profit, organisational growth and higher levels of efficiency (Gifford 2018). 








































2. Outline the key characteristics of organisations with high levels of employee engagement.

An employee is an organisations biggest asset, but they require skills, direction, knowledge and good management to fulfil their roles. Acas believes that the content of the MacLeod report, which recognises four main drivers as key contributors towards achieving employee engagements (2014). Leadership, Line Mangers, Integrity, Voice are the drivers that are commonly linked to engagement and support its positive development (Johns and Ellis 2016). 

When taking into consideration Leadership, employees are to be made aware of the organisational future objectives and their contribution towards achieving these goals. For an organisation to successfully grow in ever changing climates, trust needs to establish and developed between all parties (ACAS 2012). To build a trustworthy culture, it is dependent on leadership to be good role models and adopt an honest and open approach, which can be diluted throughout the business and include employees in decision making. Implementing a communication strategy is important for leadership to understand the best approach for their employees to be involved and motivated. The approach can vary from carrying out a workplace communication survey or informal discussions with individuals to gather their thoughts on the best approaches. By involving employees and taking on board their suggestions, it connects individuals with teams, develops further understanding of their workload and are more inclined to share information and knowledge (ACAS 2014). 

As mentioned previously, Line Managers are at the heart of employee engagement from developing trust-based relationships with their employees. Over the years, more responsibility has been devolved to line managers by implementing and adhering to policies and procedures. For all employees, it is expectant that they all be treated fairly by their line manager from day to day roles, feedback and personal preferences. As with the whole organisation, line managers need to establish the best method of communication with its employees and team. This can be achieved by getting to know individuals and allow him or her to contribute their thoughts (ACAS 2014). By having a two-way trust-based relationship, seeing all members of staff being treated fairly and understanding their role and duties each working day, will contribute to job satisfaction and motivation to go the extra mile (ACAS 2012).  From a HR perspective, it should be acknowledged that line managers need the confidence and ability to achieve the above. Line Managers also need to develop a trustworthy relationship with senior managers to encourage them to listen and be supported (ACAS 2014). 

In this case, Integrity is defined as employees believing that the organisation lives its values and adheres to its behaviours (Johns and Ellis 2016). For a company that develops it values to be successfully incorporated across the organisation, requesting employees’ contribution to impact strategic decision encourages a positive behaviour, which will be respected as it involves all parties. Leadership involvement in adhering and standing by organisational values is the success in this behaviour being accepted and cascaded by employees (ACAS 2012). Being open and honest leads to managers admitting to mistakes and sharing when the business climate is facing difficulty. This encourages employees that they are a part of the organisation and are involved in overcoming these concerns and looking towards the future. 
Employee Voice is the epitome of employees being sought to share their views that will influence decision-making or change (Johns and Ellis 2016). Although the membership levels have dropped, Trade Unions continue to play a part in organisations. Management and union representatives need to build a respectable rapport to encourage employees to share their thoughts and have the confidence to work on their own initiative to influence their role (2014). As mentioned above, leadership and employees need to conclude on effective employee voice avenues that work best for the organisation for employees to be heard i.e. attitude surveys, employee representative, social media. Employee contribution to individual roles, teams or the whole organisation can discover solutions to provide leaner systems that can increase motivation and job satisfaction if improvements are reported. 
Legally, the bond between employee and employer is through a written statement but implied terms refer to an employee and employer’s expectation of their role. An employee’s engagement levels can be dependent on key HR bundles i.e. training and development, personal wellbeing, performance management, conflict management etc. It’s important for these policies and practices to be in place and implemented by line managers but their success is reliant on a trust-based relationship and instinct (ACAS 2012). 

Most importantly, it’s HR understanding the implications of each employee engagement aspect and they’re potential effect on the organisation. With a diverse range of individuals, being motivated in different ways, it is key to use a range of approaches to communicate each process (Gifford 2018). Susan Cain highlights the importance of also listening to introverts, that they’re personality doesn’t affect their levels of employee engagement but to recognize and monitor their contribution to their role (2012)
































3. Explain why employee engagement is an increasingly vital part of HR strategy, referring to published work on the relationship between employee engagement and organisational outcomes.  

Within the MacLoed report, they reported that high employee engagement is beneficial for all shareholders in conjunction with the organisation (MacLeod and Clarke 2009). From the CIPD’s perspective, the suggested that higher levels of happiness and wellbeing led to an improvement in organizational improvement (Gifford 2018). 

Within the Employment Rights Act 1996, it states that employers must provide their employees with a written statement of particulars, within two months of their start date, of which sets outs the obligations they’re legally binded too with the organisation (Acas 2014). 

This isn’t the only method which is considered to increase employee engagement. There are additional benefits in which an organisation can devise as part of their HR strategy. By having implied terms between employee and employers, this psychological aspect relates to having trust based and respectful relationships (Acas 2014). 

Having senior management sharing an organisations strategy and vision can lead to a key factor; trust. Allowing employees to be kept informed of strategic decision during good and bad times and allowing them to share their voice, will allow all levels and teams within an organisation to work together and share positive behaviours (Acas 2012). From a management perspective, this culture will allow the organisation to grow and develop with less resistant from employees to change. 

According to Acas, a leader which has developed a trust-based relationship with its team allows them to work on their own initiative and develop services to improve and contribute towards organisation success (2014). One of the factors of employee engagement is an employee going above and beyond its job role and the above statement implies that it is more influential with the support of a manager or senior management (Johns and Ellis 2016). This is supported by Hutchinson and Purcells studies of four Tesco Stores (2003). A manager changed its approach from advising employees to carry out their daily tasks, too allowing them to carry out their asks in line with the needs of the customer on that day. This resulted in higher customer engagement leading reflecting in a positive engagement reaction. 

More commonly, many research reports have instigated clear links between engagement levels and profitability. According to Johns and Ellis, the Gallup organisation has provided the crucial information needed to claim that there is a positive link between the above areas (2016). 

For organisations, it’s easier to measure their financial aspects. To protect and keep employees, it has been advised that Emotional Metris are a more beneficial way of recording employee engagement levels as part of HR Strategy (Shriar n.d). 

To allow an employee to continue going above and beyond his job description and achieving their performance goals in line with organisation strategy, regular praise is needed, firstly from managers and secondly, anyone else working or has a part within an organisation. Once you have received praise, it is a continuous want and having a good relationship between all parties will allow the employee to believe it is sincere (Shriar n.d.). 

Most employees spend at least half of their working life in the workplace. As mental health is being spoken about more, having employees with good wellbeing can lead to lower levels of absenteeism and increased productivity (Shriar n.d.). By educating all employees to be open and honest, they develop workplace friendships. From the Gallup Q12 survey, it was reported that there was a positive increase in the following areas for employees that had a ‘best friend’ at work;
· Supporting their development
· Allowing them to achieve their best
· Listening to their opinions. 

These more engaged employees will become advocates to the organisation and promote their good reputation to others and will not want to leave. For the HR Strategy and organisation, it can lower turnover rates and provide more opportunity to monitor the emotional metrics contribution (Gifford 2018). 

From the beginning, involving employees and making the organisations vision and missions clear will lead to better understanding and job satisfaction in how they are able to contribute towards achieving the aims (Acas 2014). 

































4. Outline the findings of recent studies on employee engagement, including the extent to which gender, demographic and other factors influence levels of engagement.  

To be able to identify key trends that effect the levels of employee engagement over the last 10 years, I have researched surveys targeting key factors that influence these levels. 

CIPD Employee Outlook Survey
An external company was commissioned in 2019 to carry out the above survey across workplaces in the UK. It was useful to discover that the statistics would be nationally benchmarked and could be used as a comparison tool for organisations completing their internal surveys (CIPD 2009). From the findings, it was noted that at least 1/3 of employees are engaged based on three different areas. The lowest engagement type was physical (going above and beyond their role) with 40% whilst the other two comparable on 60%. Further useful information taken from the results were;
· Lower percentage of engagement for employees under 35;
· Females and managers were more engaged;
· Employees with flexible working possibilities were proud advocates of the organisation (Johns and Ellis 2016). 

Gallup Research
The gallup questionnaire is commonly known as 12 questions designed to measure levels of employee engagement within an organisation (Gallup n.d.). Marcus Buckingham used this approach in his sample of working employees within the UK (2001). Somewhat conflicting with the above figure, at least 80% of employees had reported that they were disengaged. This level of disengagement negatively influenced organisational measures i.e. sickness absences and presenteeism. Disengaged employees lost an average double amount of working days (10.68) as engaged employees. For workers that had been part of an organisation for many years, they’re engagement levels had lowered due to the repetitiveness nature and less opportunities to prosper (Johns and Ellis 2016). 

Labour Market Outlook Report – CIPD May 2019 
Overall, the report shares that employment is on the high. Although, during the spring report, CIPD shared concerns with discovering talent for lower level positions, with an overall 41% of organisations sharing that it is problematic filling vacancies (2019). From an organisational perspective, 22% of employees believe that it should be an organisation sourcing learning & development opportunity for them to grow and prosper, which could lead to the 1/3 of companies agreeing that it is becoming harder to keep employees. Increasing salaries is common with over half of organisations considering for difficult to recruit vacancies but are employing employees from a pool of different groups i.e. older and deprived (CIPD 2019). 
Conclusion

From the above research, it is apparent that employee engagement begins from within an organisation and developed by employees (Johns and Ellis 2016). With the concern of being unable to fill recruitment vacancies and staff feeling underdeveloped, up-skilling employees is to be considered as a solution to these concerns. By up-skilling employees, they will feel appreciated and trusted to carry out additional work which will lead to more motivated employees sharing positive remarks regarding the organisation to other perspective employees (Acas 2014). 

With CIPD referencing to a range of unconsidered groups being targeted for vacancies, this could lead to unexperienced managers recruiting based on difficulties rather than a good fit for the organisation (2019). Moving forward, organisations should consider values as an integral part of the recruitment process and include as a high scoring question during an interview (Johns and Ellis 2016). Successful candidates will have understood the culture of the organisation and clearly fit in with the ethos. 

[bookmark: _GoBack]More commonly, employees are interested in the benefits that an organisation can offer, which are more often non-monetary. Its having managers adhering and leading in line with the organisations culture and values, to ensure that employees are passionate about their role and can work to meet organisational priorities (Brown, Melian, Solow, Chheng, and Parker 2015).  

In accordance to Mazlow’s Hierarchy of needs, employee wellbeing and flexibility are large contributing factors in allowing an employee to be the best they can. Moving forward, by supporting employee’s health and considering flexible working opportunities to have a better work life balance, employees will feel appreciated, committed and willing to go the extra mile will be more committed (Personnel Today 2013). 
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