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Literature Review


[bookmark: _GoBack]Employee Engagement
Employee engagement has many meanings to many people. A quick search of Employee Engagement on the internet returns millions of matches. The term “Employee Engagement” itself is vague and there is a variety of subjects within it that need to be explored further, meaning an overarching term is difficult to discuss. MacLeod & Clarke (2009). 
In Human Resource Management (HRM), there are concepts such as performance, effort, job satisfaction and loyalty that are mentioned when people discuss employee engagement, but one must note that engagement mainly depends on an employee’s internal drivers to go to work such as good leadership from above, a reasonable salary fitting the skills requirements of the job and good communication from senior figures (Bridger, 2014). As such, employers shouldn’t expect engagement from an employee unless those certain factors and needs have been met.
Many studies have been made into employee engagement such as Equity Theory (Adams, 1963), Maslow’s Hierarchy of needs Theory (Maslow, 1943) and Self Determination Theory (Deci & Ryan, 1985).

Maslow’s Hierarchy of Needs
Maslow (1943) highlighted the importance of employee engagement more than 60 years ago. He looked at optimal human functioning through a ‘hierarchy of needs’, a 5-level pyramid starting with our most basic need ‘Survival’ and only when this has been met individuals can look at Security, Belonging, Importance and Self-Actualisation which is where employees are their most content (Hoffman et al., 2009).
The most basic levels of the pyramid were physiological and safety, which involve shelter and money ‘needs’. These are the core ‘needs’ that everyone requires to function. Once these needs are met a person would look to have their needs met further up the pyramid such as ‘a sense of belonging’, ‘self-esteem’, and ultimately ‘self-actualisation’. Self-actualisation can be described as persons realising their potential, “fulfilling themselves” and “doing the best they are capable of doing” (Maslow, 1954, p.150).
Academics such as Gallagher E, Abdullah A (1995) Okzaki (1997) have taken issue and critiqued the hierarchy of needs, citing unreliability due to cultural bias as when we look at different cultures, there are systematic differences, which can be important factors for effective motivation. They said Asian and Middle Eastern workers valued different needs as core before that of Canadian and other Western workers, Hagerty, (1998), Hanley and Abell (2002). Other academics such as Adina & Medet, (2012) put a case forward that needs pyramid is still relevant 60 years on, saying that the needs are universal and do not just need to be applied into the business world.
Truss et al (2014) suggests the first 2 levels of the pyramid which are physiological and safety needs can be linked to one’s administration and managing skills fulfilled by a salary which provides many of the basic needs, with the above levels such as belongingness, esteem and self-actualisation linked more to someone’s emotional and social needs meeting or exceeding expectations (Benson & Dundis, 2003). In contrary, Jerome (2013) argues that once physiological, safety and belongingness needs are met a human’s appreciation is their number one motivator, meaning that esteem and progression are linked to the top of the pyramid.
Benson & Dundis (2003) argue then that if an employee’s salary is not sufficient in line with their skills and experience then it will negatively affect their work performance. The safety level of the pyramid relevant to employment involves the requirement of job security which could also include correct and efficient working procedures which unions and the HR management team can try to ensure for their employees. A sense of job and employment security would be increased through the method of appraisal, by setting SMART goals (specific, measurable, achievable, relevant, and time-based) and have a set of other workplace conditions such as benefits, comfortable seating and clear company strategy (Albrecht, 2010). Good social relationships with colleagues can help employees feeling alone at work and a good personal and working relationship can also help mitigate negative feelings after particularly stressful days. This all contributes towards achieving the third level of the pyramid which is belonging. Gallup, a business analysis company, created the world’s most used employee engagement survey with results from over 35 million employees and they are asked 12 simple questions (Gallup, 2019). These questions (Appendix 1), look at how engaged employees by asking for example, how valued they are, what their purpose is and do they have close work friends. The answers given can give a good idea as to whether or not an employees basic or higher level needs are being met. Analysis of the results have been useful in the HRM world and one of the findings was that employees who said they had a best friend at work were more engaged than those who didn’t, showing the value of a feeling of belonging (Kelleher, 2014). 
In a workplace, esteem is an important level to achieve to be happy and engaged. A salary, job security and close relationships with colleagues help achieve the first three levels, but the need for recognition, respect and freedom for your work can be the difference between feeling valued or feeling like a spare part, Benson & Dundis (2003). This can be achieved through an appraisal, either bi-annual or even through regular catch ups with a manager, through recognition and credit for a good job or general respect from peers. When an employee is achieving self-esteem, they are more likely to be more productive and their performance will increase, which can save the business money and save on costs such as recruitment fees, (Hoffman et al. 2009).
In a workplace, the fifth level of the pyramid, which is self-actualisation, is achievable through the chance of progression and growth through a personal development plan (PDP) and ongoing support from managers which will result in optimal performance (Benson & Dundis, 2003). 
A majority of workers look to show off their skills, talents and problem-solving skills, as well as express their creative approaches to increase operational efficiency (Forbes 2011). This is only achievable when work can be considered as fulfilling and job satisfaction can then be linked to one’s motivation (Benson & Dundis).
If management work towards fulfilling all of the worker’s needs, thus getting them to achieve self-actualisation, this will be beneficial to the business so it is as much of an employer’s duty as it is to the employee to help achieve this (Rogers, 2019). Self-actualisation is not a permanent state of mind, and is still susceptible to negative changes that can take away needs such as pay freezes, redundancies, relationship issues and any number of external factors outside of the workplace (Wilson, 1997).
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Appendix 1- The Gallup Q12 index
1. Do you know what is expected of you at work? 
2. Do you have the materials and equipment to do your work right? 
3. At work, do you have the opportunity to do what you do best every day? 
4. In the last seven days, have you received recognition or praise for doing good work? 
5. Does your supervisor, or someone at work, seem to care about you as a person? 
6. Is there someone at work who encourages your development? 
7. At work, do your opinions seem to count? 
8. Does the mission/purpose of your company make you feel your job is important? 
9. Are your associates (fellow employees) committed to doing quality work? 
10. Do you have a best friend at work? 
11 .In the last six months, has someone at work talked to you about your progress? 
12. In the last year, have you had opportunities to learn and grow?
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