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[bookmark: _Toc102581500]Introduction 
The report considers the role of employee engagement in determining the effectiveness of human resource management (HRM) policies and practices. The drivers and impact of employee engagement are discussed by incorporating theoretical knowledge, background information and specifics insights from the company under consideration – Asda. The retailer employs more than 145,000 professionals with diverse roles and responsibilities and the quality of the HRM process is essential for serving more than 18 million customers per week in the best possible way (Asda, 2022a). Considering the size and importance of the HRM process, specific recommendations for improvements in the field of employee engagement are delivered on the basis of the evidence from Asda. 
[bookmark: _Toc102581501]Employee engagement and impact on performance 
Employee engagement is a HRM concept measuring the commitment of workforce members to the organisation and its activities (Nikolic et al., 2019). Typically, employees with a high engagement level experience dedication, high productivity and willingness to be of help in challenging periods (Hook and Jenkins, 2019). In this light, engagement also has an emotional aspect, as employees are attached to the respective company and willing to invest efforts and time as a prerequisite for improved performance (Nikolic et al., 2019). 
The focus on achieving high levels of employee engagement is justified by the positive outcomes in the workplace. The report emphasises on several key benefits which are relevant in the case of Asda (Motyka (2018) suggests that high engagement of employees leads to improved commitment and productivity; thereby, supporting the accomplishment of different achievements, including improved revenue and market share. Martin (2021) explains that highly-engaged employees are on average 12% more productive than the rest. 
Moreover, employee engagement is also positively correlated with the levels of employee retention (Armstrong and Taylor, 2017). As a result of this, engagement is a key tool for keeping and motivating existing workforce members. This has a positive impact not only on performance, but also in terms of saving recruitment and training costs which worsen performance due to high employee turnover (Armstrong and Taylor, 2017). This may be quite important, as the average costs for recruiting and training range between $3,400 and $10,000 according to estimation by Martin (2021). 
In addition, employee engagement could also be a factor shaping the attitudes and behaviours of organisational members (Hook and Jenkins, 2019). The achievement of high engagement is seen as a key requirement for strengthening commitment of employees and their eagerness to deliver creative and innovative solutions as a part of a collaborative work-related environment (Armstrong and Taylor, 2017). 
[bookmark: _Toc102581502]Drivers of engagement 
According to Torrington et al. (2014), employee engagement is a complex phenomenon which is influenced by different factors. Typically, engagement depends on a series of background factors, including type of organisations, workplace specifics, profiles of employees and others; therefore, it is important to deliver extensive and more personalised HRM in the field (Torrington et al., 2014). The sole focus on employee engagement per se may also be unproductive, if not leading to improved motivation and commitment in the workplace. Hence, HRM specialists often focus on achieving specific improvements in motivation and well-being of employees as manifestations of effective engagement (Nikolic et al., 2019). Given these considerations, it can be suggested that engagement is primarily driven by the factors which also influence motivation and well-being. 
In this context, the Hierarchy of Needs by Maslow is used as a theoretical model explaining the drivers of motivation and well-being in the workplace which are also proxies of engagement. The model belongs to the group of content frameworks of motivation, as it identifies a series of factors determining the specific needs of employees (Torrington et al., 2014). There are five groups, which are organised in a hierarchical order, according to their priority (Armstrong and Taylor, 2019). These needs have to be consistently addressed because progress to the top of the pyramid is impossible, if having any performance gaps. The optimal motivation and engagement is achieved, if accomplishing all needs (Armstrong and Taylor, 2019). 
Asda has to address five groups of needs in an attempt to achieve maximum engagement of employees – physiological, safety, belonging, esteem and self-actualisation, as shown below (Jerome, 2013). Physiological needs are basic and they refer to delivering food, water and other basic necessities in the workplace, whereas safety needs focus on safety at work, reasonable pay level, as well as secure employment (Jerome, 2013). Belonging needs prioritise the development of strong teamwork, coherence, managerial support and an overall sense of belonging to the organisation (Jerome, 2013). Once these three basic levels of addressed, the needs for recognition through praise, rewards and other stimuli takes place under the esteem group of needs (Jerome, 2013). The maximum motivation and engagement in the workplace is achieved when reaching and addressing the highest-order self-actualisation needs (Torrington et al., 2014). This is a wide area reflecting the importance of professional growth and development through promotion, job challenges, training and development, responsibility and others (Jerome, 2013). 
Figure 1 – Maslow's hierarchy of needs
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Source: Jerome (2013)
Considering these theoretical insights, it is also important to analyse the case of Asda in an attempt to measure its performance in the field of employee engagement and motivation. Physiological needs are addressed by providing the necessary basic necessities; however, it is possible to extent the duration of the rest time, as some employees consider breaks as being too short (Glassdoor, 2022). Long working hours is another performance drawback which may cause attrition and discontent among employees (Glassdoor, 2022). 
In terms of safety needs, Asda has implemented a hybrid working model for many of its employees recently. Thus, workforce members could benefit from positive job design changes and improved safety and well-being features which reflect individual preferences (Wickens, 2021). Moreover, Asda demonstrated commitment to the health and safety of its workforce during the most severe episodes of the pandemic which strongly contributed to meeting the safety needs of employees (Asda, 2022b). In addition, the pay rate at Asda is considered as generally good given the industry specifics (Glassdoor, 2022). Similarly, employees receive good benefits and a balance between work and life – a key for improved well-being in the workplace (Glassdoor, 2022). 
Belonging needs is one of the strongest areas of performance for Asda. In general, the company has developed a culture of diversity and inclusion (Asda, 2022b). Employees are treated equally regardless of their specifics and diversity is welcome, especially when considering LGBT members and employees with disabilities (Asda, 2022b). It is important to note that the gender pay gap at Asda is just 5.5% - significantly lower than the average UK value of 15.5% (Asda, 2022b). This clearly demonstrates the commitment of the organisation in establish a fair and inclusive working environment by avoiding discrimination. The company is also actively listening in the ideas and feedback of its employees which strengthens teamwork and commitment of employees (Asda, 2022b). Despite its commitment to creating coherence and teamwork, employees often complain from receiving little support by managers (Glassdoor, 2022). Moreover, it is reported that managers lack trust in employees in try to micro manage even ordinary tasks (Glassdoor, 2022). Such attitude is seen as problematic in terms of belonging needs. 
There is scarce information regarding the rewards delivered by Asda to its employees. The existence of bonuses is the only form of reward meeting esteem needs of workforce members (Glassdoor, 2022). 
Self-actualisation needs are addressed by delivering apprenticeship programs and other forms of employee training in the workplace (Asda, 2022b). There are also managerial programs which also develop leadership skills among top performers. Professional growth is also supported by delivering extensive promotional opportunities (Asda, 2022b). The company purposefully invests in the upskilling of its employees in order to achieve better performance and the fullest professional potential (Asda, 2022b). Asda has also expressed commitment to delivering more personalised learning programs which better fit the specific needs of every employee; however, the scope of the personalised training appears to be limited, as fewer than 2,000 employees were enrolled in such training in 2020 (Asda, 2022b). 
[bookmark: _Toc102581503]Diagnostic tools for engagement measurement
The measurement of employee engagement is critically important for identifying performance level and potential areas of improvement. As suggested by van Vulpen (2016), there are ten possible ways of directly or indirectly assessing engagement at work. Some of the methods include turnover and retention – key areas of performance, as earlier discussed (Armstrong and Taylor, 2017). Together with retention and turnover, engagement may also influence absenteeism (van Vulpen, 2016). 
Another set of metrics include various employee- and customer-related measures (van Vulpen, 2016). This approach aligns with the propositions of the Balanced Scorecard method by Kaplan and Norton (1992). In an attempt to holistically measure performance, the balanced scorecard focuses not only on financial performance, but also on employee and customer performance (Kaplan and Norton, 1992). In the case of employee engagement, it is possible to measure employee performance in terms of productivity, return on investment (ROI) and output, as well as employee satisfaction and motivation level (van Vulpen, 2016). Asda may also consider customer-related metrics, such as satisfaction with the service level (van Vulpen, 2016). 






Figure 2 – Key metrics of employee engagement
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Source: van Vulpen (2016)
There are also some external approaches of assessment, such as rating and comments left on Glassdoor and other specialised platforms (van Vulpen, 2016). Often, such information is qualitative in nature, as the comments left by employees deliver more detailed information allowing for a better understanding of performance and potential issues (Saunders et al., 2009). Hence, it could be of help in collecting more evidence for performance in the field of engagement by Asda. Moreover, such comments are easy to be reached on the internet and do not require the conduct of interviews, but they may lack reliability. 
As evidenced, the potential ways of measuring employee engagement are extensive. In general, Asda should consider a diverse pool of information sources in order to improve the reliability and validity of findings. In this light, the retailer should incorporate large scale quantitative metrics, such as surveys, financial performance data, employee data about turnover/retention/absenteeism, as well as in-depth qualitative sources of feedback and personal opinions (Saunders et al., 2009). 
[bookmark: _Toc102581504]Strategies to raise engagement
The most problematic area refers to the lack of extensive policies in the field of esteem needs. If the area is not appropriately addressed, it may worsen the performance in the higher-order self-actualisation field. Hence, Asda has to deliver consistent efforts by delivering more extensive rewards going beyond pay-based bonuses. Rewards should also include non-financial benefits, as well as private and public praise. These are quite effective methods of boosting employee morale and engagement, as they reflect the contribution of every employee in the workplace (Taylor, 2010). 
In addition to focusing on rewards, Asda has to develop and apply an objective performance appraisal system which is able to accurately measure the contribution of every employee and deliver fair rewards. The existence of performance appraisal mechanism is of key role for large organisations with numerous employees where the contribution of every employee cannot be directly detected due to the complex and interrelated activities. Despite the difficulties, Asda has to implement performance appraisal system in order to deliver rewards accordingly; thereby, maximising engagement and reducing the risk of discontent, if employees feel that they are not rewarded in a fair manner (Taylor, 2010; Torrington et al., 2014). 
Asda should also better train its managers, as they often fail to deliver support and assistance to employees. Training in managerial and leadership skills can be of significant importance for strengthening the support to employees, if necessary; thereby, contributing to a stronger sense of belonging and overall performance improvement (Armstrong and Taylor, 2019). Adequate support and assistance also contributes to the development of a psychological contract – a key factor for stronger engagement. 
Asda has to consider some minor job design changes in order to cope with marginal issues which worsen the overall quality of the HRM process. Some ideas include improvements in the working conditions, longer breaks, etc. The demonstrated efforts in the field of training and development are encouraging; however, it could be help in expanding the scope of policies. This is also quite important, as training and development address the highest-order needs of self-actualisation and demonstrate the commitment of Asda in supporting the professional development of its employees which in turn supports stronger employee engagement.  
[bookmark: _Toc102581505]Conclusions
In conclusion, the accessed research findings clearly show the importance of the employee engagement concept in the studied case of Asda. Employee engagement largely determines many performance areas and Asda. Respectively, the retailer should deliver extensive resources in order to design and implement appropriate HRM policies for achieving performance improvement. In order to maximise the outcomes of the investments in employee engagement, Asda has to be consistent and able to meet individual needs which may differ across employee groups. In this relation, there are no single solutions and success depends on being flexible and responsive to information and developments related to employees. A culture of change, innovativeness and data-driven decision-making could strengthen the prospects of achieving improved engagement in the long-term. The company should also identify its main priorities in terms of performance areas, so that they are reflected in the indicators of measuring employee engagement. 
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