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Understanding Employee Engagement 5KEEG
1.1
There are several definitions for employee engagement. Early definitions of employee engagement is defined by Kahn (1990) which focuses on how employees express themselves ‘physically, cognitively and emotionally’ as they do their job roles (Gifford and Young, 2021). Physical engagement can be expressed through the effort and energy they put into their work. Cognitive engagement can be expressed through focus on ones work and fully submerged in the detail whereas emotional engagement is when the employee shows a sense of pride in their work, feels satisfied and enthusiastic about their job (Taylor and Woodhams, 2016). 
 Utrecht University group of occupational psychologists narrowly defines work engagement as a state of mind in an employee which is shown by vigour, dedication and absorption in ones work (Gifford and Young, 2021). The CIPD research suggest there are two types of employee engagement, one being emotional engagement where the employee feels emotionally involved or attached to a part of the organisation/their work and the other being transactional engagement. Transactional engagement can be demonstrated in an employee as someone who appears engaged in their work but would happily jump ship for a better offer elsewhere (Taylor and Woodhams, 2016). The emotional engagement happens at a deeper level.
When reviewing the definitions of employee engagement we can see that one size does not fit all so organisations must look at which ways of engagement and what type of engagement would best fit their workforce. 
1.2
Organisational commitment is described as the employee’s psychological attachment to an organisation (The Oxford Review, n.d.). Organisational commitment can be categorised into three concepts:
1. Affective commitment where the employee has formed an emotional bond with the organisation. They want to be there.
2. Continuance commitment which refers to when an employee feels they will lose more than they will gain by leaving the organisation. This loss can relate to income, friendships, prestige or social loss. They feel they have to be there.
3. Normative commitment is when the employee feels a sense of obligation towards the organisation because of investment in their own development and training or a sense of moral duty (such as working for a charity). They remain at the organisation because they feel they ought to (Taylor and Woodhams, 2016).

Employee involvement is about involving employees in decisions and strategic activities within the organisation which impact how they work. It is about creating an environment where employees can affect their jobs and communicate their ideas to the management, either through themselves or their representative (https://www.facebook.com/thebalancecom, 2019). 
Employee satisfaction relates to how happy, satisfied and content employees are within their organisation and role. It reviews their employee experience, how happy they are with management, how their employer treats them and what is asked of them within their role (BambooHR, n.d.). Most organisations carry out a yearly survey with their employees to rate their satisfaction levels. A high level of satisfaction does not automatically result in high performance levels, whereas employee engagement indicates an employee’s passion for their work, their commitment and loyalty to the organisation which can influence performance.
2.1
In the Macleod Report (2009), four enablers of engagement were identified: 
1. A strategic narrative- a clear vision of where the organisation is going, what it stands for and what it hopes to achieve.
2. Engaging managers – Managers who treat their people as individuals, make sure work is organised and give clear instruction, with support, praise and thanks given.
3. Employee voice – Employees are able to give their views and opinions and they do make a difference to the organisation.
4. Integrity – Where the organisation lives its values. It is true to its word so trust and a sense of integrity are established (Taylor and Woodhams, 2016).
 In Purcell’s (2010) research he found that it was up to management to promote the engagement culture (Taylor and Woodhams, 2016). The Institute of Employment Studies (IES) carried out research into 25 ‘engaging managers’ across seven different organisations. They chose these managers because they managed the most engaged teams but their job roles differed, along with their span of control. These managers had nothing in common except that they all had similar behaviours when managing their teams. These managers were put forward because of their teams high engagement scores but it also was apparent that they had performing teams (Taylor and Woodhams, 2016). The reasoning behind their success was that they were not afraid to have the difficult conversations, to manage the poor performance and behaviour, to deal with issues head on and quickly (Taylor and Woodhams, 2016).
Employees of these managers were asked to describe why their managers were engaging. A theme of behaviours emerged of high levels of communication, listening, two-way conversations, a focus on targets rather than processes, generally interested in their employees and are positive role models (Taylor and Woodhams, 2016).
2.2
Aligning employee engagement with other organisational factors is a must because it can yield results. Aligning customer engagement and employee engagement for retail stores, like in the research carried out by Hutchinson and Purcell (2003) of similar Tesco stores, found that a focus on employee engagement and customer engagement meant that conversion rates for those stores were up against stores that only focused on one of these aspects (Taylor and Woodhams, 2016). 
Aligning employee engagement with the organisations strategy and vision is important because employees want to know what their employer’s/ organisations big picture is (The Big Picture People, 2020). For employees to be fully engaged they need to know what their organisation is doing, why and what the objectives are they are working towards.  Engaged employees know and understand their organisations strategy and know what their work contributes to the big picture (The Big Picture People, 2020).
The State of Work Study found a link between communication of an organisations strategy and how employees feel towards their employer. They found that employees rated highly morale, training, work/life balance, communication, culture and career progression when strategy and engagement were aligned (The Big Picture People, 2020).
The CIPD states that if there is a focus on engagement, employees have good quality jobs and managed well, they will be happier, healthier and this will drive higher levels of productivity, service and innovation (Gifford and Young, 2021).
Employee engagement has also helped to reduce workplace accidents, with research at a US beverage firm showing engaged employees were 5 times less likely than unengaged employees to have a safety incident at work. They also found that the average cost of a safety incident from an engaged employee was $63 compared to an average of $392 for a non-engaged employee (Taylor and Woodhams, 2016).
3.1
It is argued that employee engagement is not a new topic or agenda in HR practices, but a blend of older, familiar constructs (Newman and Harrison, 2008). Employee engagement is hard to define and hard to measure. There has been research into the outcomes of highly engaged employees, but research is limited. There has been evidence that there is a link between employee engagement and organisational success. With this link established, that means that engagement becomes a focus for HR strategies and practice. A Gallup study in 2010 found that business units with the highest levels of engagement had 18% higher levels of productivity than those with the lowest scores of engagement (Research report -phase 2, 2017). 
Employee engagement is seen as being a focus for organisations to lead to higher performance in the workplace (Managing for sustainable employee engagement Guidance for employers and managers, 2012). Employee well-being is at the fore of organisations as sick days cost money, along with staff turnover. Employee engagement can reduce employee sickness because if organisations put effort into engaging their employees, then employees feel involved in the company, are invested in it and generally want to be there. For engagement to be sustainable, it needs to go hand in hand with a focus on employee well-being also (Managing for sustainable employee engagement Guidance for employers and managers, 2012). 
Engagement needs line managers to lead the way on embedding this type of culture. Evidence shows line managers are pivotal to engagement and well-being and that employee engagement has a positive significant effect on the organisation (Managing for Sustainable Employee Engagement | Guides | CIPD, 2012). Ford et al (2011) in a meta-analysis found links between overall performance, well-being and psychological health (Research report -phase 2, 2017). 
HR strategy needs to focus on management selection and training, ensuring the managers have the behaviours and skills to be engaging leaders. The CIPD highlighted that managers behaviour was one of the most important influencers on employee engagement (Research report -phase 2, 2017). The challenge for HR professionals is supporting managers to develop and use the competencies to promote engagement and well-being and to use these behaviours when managing their teams (Research report -phase 2, 2017).
3.2
There are benefits of having a highly engaged workforce that can benefit multiple stakeholder groups. Employee being engaged with by their organisations, feel happier in work and are more likely to give discretionary effort. With this increase of engagement, comes an increase in performance and an actual interest in the organisation as a whole (CIPD, 2021). The employee is more content at work, happier, healthier and has benefitted from the organisations culture of engagement. Engaged employees tend to take less time off and have fewer absences (CIPD, 2021). Employees also are less likely to leave an organisation when engaged, thus reducing staff turnover which saves the organisation money (CIPD, 2021). Organisations that are engaging have invested time and money into ensuring their management teams have developed the behaviours needed to promote engagement and well-being (Research report -phase 2, 2017). This investment of training in managers, give the manager a sense of engagement and involvement with the company. It makes the manager more competent and confident within their role and their ability to do their job. With employees and management feeling engaged this then leads to them enjoying their roles. They will display discretionary effort because the organisation is investing in them. Communications from management to employees is high so everyone knows what they need to do and know what the ‘big picture’ is. Performance is increased due to higher engagement levels, which means the organisation benefits. Innovation, creative performance and knowledge-sharing all increases and benefits the wider organisation (CIPD, 2021). Employees who strongly identify with their organisation will also share this information and ‘love’ for the company with others, displaying strong brand-congruent behaviour, championing the brand/image (CIPD, 2021). When the organisation benefits and is successful, its shareholders etc benefit. Investing in engagement can benefit everybody associated with that organisation.
4.1
Key sources of employee engagement are the CIPD, David MacLoed and Gallup. The CIPD carries out lots of research into different factors effecting engagement and provides up to date research on changing situations. They have reports on the UK working live job index, articles and research on employee engagement, the link between engagement and performance, workplace relationships, employee experience surveys etc. David MacLoed researched the enablers for employee engagement and how organisations can harness an engagement culture. Gallup has been researching employee engagement for over 30 years, involving more than 17 million employees. Gallup identified 12 core elements, or 12 questions which are the best predictors of employee engagement. Gallup was the first to establish a link between engagement and performance. Gallup suggests that business strategy hinges on employee engagement because employee engagement is the foundational component to workplace outcomes (Gallup, 2019). Gallup offers courses with their experts on engagement and how to navigate challenges in the workplace, along with literature and theories to support you. 
Sources of engagement are everywhere. Employees will tell you how they want you to engage with them if you ask and listen. New ideas are being brought forward all the time. Google offices, work practices etc provide inspiration to some of us. Engagement happens every day in multiple situations, from teachers in a classroom to personal conversations between friends, to large family gatherings and we can learn from these experiences.
4.2
Employee engagement can be affected by factors such as age, race, location, gender etc. How an organisation approaches its engagement can be different due to the demographic. If there is a strong religious community within the organisation, then promoting employee engagement will need to take this into account. It is said as fact that men are more engaged in the workplace than women (TalentCulture, 2013). A study by Human Capital Institute found that the most engaged employee group was males aged 50+ who held senior-level positions and had been with the organisation for 15 years plus (TalentCulture, 2013). For employees to feel engaged in their work, they must feel a sense of control over their workload and that their efforts have a direct effect on the organisation (TalentCulture, 2013). Despite huge progress in gender equality, women are still absent from top leadership positions in most organisations. Addressing women more effectively in the workplace, offering flexible working and promoting from within can engage women more, offer them more chances to be successful, engaged employees (TalentCulture, 2013). 
Key differences in studies of engagement and gender found that women expressed higher organisational commitment and had a lower intention to leave than men. Men were found to value salary and career progression more than women (Be great at diversity & inclusion, 2013). This is why a one size fits all approach to engagement is not the right approach but a more flexible one that can satisfy the needs and priorities of different groups. 
Generational differences can be a factor in employee engagement. A study by Blessing White found that around 25% of employees born since 1980 are disengaged all over the world (www.activeconsultancy.com, n.d.). This can be explained by low levels of seniority and that they have a different attitude to work, ‘work to live not live to work’. This generation are more socially aware and want to make a good impact on the world, working for socially responsible organisations (www.activeconsultancy.com, n.d.).
Attitudes are changing with work-life balance, flexible working and more agile business practices emerging from the advance in technology (www.activeconsultancy.com, n.d.).
There is currently no data to suggest that the different sector or industry people work in affects levels of engagement. 
Seniority in work is seen to affect engagement in a positive way with The Blessing White research finding that when employees achieve more power and a higher position within an organisation, then their level of engagement increases (www.activeconsultancy.com, n.d.).
The pandemic has brought new challenges to work places regarding engagement. Where a quick chat and a cup of Tea used to take place with co-workers and management, that all disappeared over night when the Government imposed the working from home rule. Research since has suggested that some employees felt disengaged, while others were more engaged and it suited their situation. For stand-alone tasks that do not need a large amount of coordination with others, remote working boosted productivity rates (Beheshti, n.d.). MIT found that constant two-way communication was the key to successfully keeping employees engaged (Beheshti, n.d.). Social isolation had an impact on employee’s health and mental well-being which could cause negative impacts on engagement. Within our own small organisation, the isolation, lack of social interaction and reduced communication really did negatively affect some individual’s engagement levels and mental well-being, even putting tensions and strains on married relationships. 
4.3
Employee engagement can be affected by many different factors, from an organisations size and purpose, to an employee’s gender or personality traits. It is clear that there is a link between employee engagement and improved performance which means better success for the organisation. Engagement leads to better managers, a better working environment, a culture of knowledge sharing, innovation and development. If an employee is fully engaged than management interaction becomes minimal because that individual will strive to do their best for the organisation. 
Well-being and health have been brought even more to the fore in recent times with the pandemic forcing employees to work from home and many reconsidering their employment, work/life balance etc. Well-being and engagement go hand in hand and with these two things achieved, there is less absence, less staff turnover, higher productivity, people engaged and enthusiastic about their role they play in being part of a successful organisation. 
Research into engagement and knowledge around the topic has accumulated over the past 20 years and prior to this, related topics such as employee voice and strategic human resource management (Robinson and Gifford, 2014). A continued interest in the effects of engagement on productivity and performance and how the changing world of work influences this, along with the challenges of engagement and remote working. 
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