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Introduction 
This briefing paper aims to explain what is meant by ‘employee engagement’ as well as understanding the key components. It will explore existing data held on employee engagement, interpret its findings, and look at how effective employee engagement can have a positive outcome on the organisation as whole. 
Employee engagement and how it relates to other concepts
Employee engagement is not defined as 1 thing and has many complex and different elements to it. It can be described as a process which focuses on how people interact with their job roles (Kahn 1990). Kahn (1990) explains that Employee engagement can be described as having 3 different dimensions:
1. Physically – high levels of energy, investing time and effort in to one’s work
2. Cognitively – high levels of concentration and absorbed full in to work
3. Emotionally – individual enthusiasm, pride and inspiration with strong involvement in to the organisation  (CIPD 2018).

[image: ]Maslow’s hierarchy of needs is a motivational theory, which explains that people’s basic needs such as food, water, etc need to be fulfilled at the bottom of the pyramid before individuals are able to meet their needs higher up. Maslow argues that once a ‘need’ has been more or less satisfied, it will go away and the individual is then able to work towards meeting the next set of needs, eventually reaching the highest level of self-actualisation. The hierarchy of needs explains that every individual is capable of moving up the hierarchy but this progress is often thwarted with the failure to meet the lower level needs. (Maslow, A ND). Adopting Maslow’s hierarch of needs within an organisation and ensuring that employees’ basic needs are met can help with ensuing that employees feel engaged and can reach self-actualization which can include personal growth, and fulfilment within your day to day role. 
There are many explanations of what employee engagement means and over the last decade or so, it is argued that it has been influential in advancing people management practices associated particularly with employees’ well-being and performance by looking out for the good of both employees, and the organisation. The Chartered Institute of Professional Development state that employees will be happier, healthier and feel more content if they feel like they have good quality jobs and are managed effectively which should ultimately result in a better service for the organisation and increased productivity (CIPD 2018). 
In order to ensure employee engagement and motivation, organisations need to adopt various people strategies that look at:
1. Fair treatment of employees and support employee’s well-being
1. Employee empowerment
1. Creating opportunities for professional development
1. Effective and early communication that involves employees at the early stages particularly during change 
1. Good people management skills & effective management tools 

Ensuring all of the above are achieved, can help to contribute in gaining job satisfaction for the employee and achieve organisational commitment (CIPD 2018). However, employers need to understand that employees are individuals and so 1 approach will not suit all in regards to drivers of engagement (Purcell 2010). Taylor and Woodhams (2018) explain that there are 3 ‘mindsets’ in relation to an individual’s commitment to the organisation:
1. Affective commitment – a positive emotional attachment to the organisation and the individual commits to the organisation because they ‘want to’.
1. Continuance commitment -  negative in presentation where individuals commit to the organisation due to perceived costs of departure and loss such as the loss of pension, loss of friends/colleagues and a fear of job loss. These employees commit o the organisation because they ‘have to’. 
1. Normative commitment – employees remain in the organisation because time and resources have been spent on them and remain committed to the organisation because ‘they should’. 
Engagement is about individual behaviour but ultimately, it’s about individual performance, results, and outcomes for the organisation. By harnessing the discretionary effort of employees, helps ensure better results for departments and organisations and ultimately ensure that customers/service users have a better service (Taylor and Woodhams 2018).
HR, leadership and cultural elements of organisations which have high levels of employee engagement and the need for aligning employee engagement with other key organisational factors. 

Purcell (2010) states that there are different elements of employee engagement that can be described as the ‘building blocks’ of engagement and can affect HRM policy and practice. The building blocks can be described below:

1. Employee trust in management
1. Job satisfaction
1. Employee satisfaction with the amount of pay, the work itself and the feeling of a sense of achievement from work
1. The quality of relationships between managers and employees
1. Ensuring employees are involved in decision making within the organisation

HR are involved in creating policies and procedures to ensure that all of the above is sustained and encourage employees to display their discretionary effort related with engagement (Taylor and Woodhams 2016). 
MacLeod and Clarke (2009) describe elements within organisations that can encourage high levels of employee engagement and these can be described as ‘enablers’ (Taylor and Woodhams 2016). These include:
1. A strategic narrative – these are the cultural elements of the organisation which are obvious and clear to employees within it and provides employees with an insight to the job, and the visions/aims of the organisation. 
1. Engaging managers - these are described as managers who appreciate employee’s contribution to the organisation and value what they can offer. Engaging managers understand individual needs of employees and can ensure work is carried out effectively and support employees in order to carry out their role. 
1. Employee voice – is when employees are consulted in aspects of the organisation and opinions are taken on board and appreciated.
1. Integrity – is described as a confidence that the organisations lives up to its values and behaves in a way that can build trust and integrity with its workforce and is adopted by employees as a result of doing so 

The MacLeod report emphasised the vital role managers play in encouraging an engagement culture. This is supported by a report carried out by Robinson and Hayday (2009) on behalf of the Institute of Employment Studies (IES) which looked at understanding how managers who motivate and engage their teams to perform. The report involved 7 organisations and 25 managers who had differing roles and responsibilities. The managers in the sample were nominated by their organisations due to their teams having high engagement scores and were also high performing managers within their organisations. The study found that although the managers came from differing backgrounds, many of their behaviours were the same. The IES report found that there are many skills and behaviours, which managers need to adopt in order to gain employee engagement (Taylor and Woodhams 2016). These include:

1. Effective communication skills
1. To listen to team members and involve employees
1. Focus on targets and not wholly on processes or procedures as long as the required result is delivered
1. Display effective leadership skills including being a positive role model
1. Behave respectfully to all colleagues which in turn should earn respect back
1. Showing an interest in individuals
1. Having a clear strategic vision
Effectively communicating the organisations goals helps employees understand the link between the day to day activities and responsibilities individuals carry out and what this means for the organisation reaching its goals and therefore, aligning employee engagement with other key organisational factors (Taylor and Woodhams 2018). 

Why is employee engagement a vital dimension of HR strategy and practice & potential benefits for different stakeholders
There are many reasons why employee engagement is a vital dimension in HR strategy and practice. A 2009 study found that high levels of employee engagement within an organisation can have various positive results including lower employee turnover, higher employee advocacy and better business profits and so understanding how to achieve an engaged workforce, can help create these opportunities (UK Engage for Success). HR are expected to be a function that contributes to improving engagement by using the knowledge and resources at their disposal. HR are often asked to carry out employee surveys and analyse the results in order to pin point areas that need improving and communicate findings to management. HR can then support managers in working with those staff groups identified and creating actions to make improvements (Holbeche 2015).
Holbeche (2015) suggests that ensuring executives adopt the understanding that employees who are more engaged due to measurements put in place by the organisation, will ultimately result in improving business performance and so suggests that HR work together and provide the relevant research to senior management that displays this. HR can also work closely with line managers in coaching them on how to become role models to their employees and maintain their company values, which can help towards creating a foundation of trust, and a mutual employment relationship can be built. They can also assist in helping line managers create meaningful jobs and develop career progression for individual employees, which can all result in encouraging employee engagement.

The Tower Perrin’s Global Workforce Study (2007), which looked at employee engagement by observing 50 global organisations over a 1 year period provided an interesting insight in to employee engagement and found the following:

1. Engagement has a significant impact on business and financial performance
1. Engagement levels also had an impact on employee retention with engaged staff having no intentions of seeking alternate employment – thus maintaining loyal and skilled workers.
1. Employees are willing to invest more of themselves to help organisations succeed
1. Organisations with a higher level of employee engagement saw a 19% increase in income whereas those with lower levels saw a 32% drop
1. Developing a high-performance culture is vital
1. Senior management have a vital role to play in employee engagement 

Taylor and Woohams (2016) explain that engaging employees can lead to excellent customer service and so ultimately, a positive experience for all stakeholders. Macleod (2009) identifies that engagement can be of benefit to all parties including the individual employee, the enterprise and the country as a whole. Several Gallup studies have been carried out that displays benefits when employee engagement and customer engagement works together (Taylor and Woodhams). The studies found that companies that worked to achieve both customers and employee satisfaction, had better profit margins than companies that didn’t.

Key sources of employee engagement data and findings of recent employee engagement studies

There are various sources available to access employee engagement related data. These include:

1. Office for National Statistics
1. CIPD website
1. Workplace Index
1. Organisational internal statistics from surveys carried out or completed reports
1. Academic resources (books, articles etc).

The Chartered Institute of Professional Development carried out a survey in 2018 that captured information from previously conducted surveys of employees in order to assess the state of the job quality in the UK today. The survey focused on the dimensions that affect job quality and found that there were 7 distinct dimensions of job quality:
[image: ]
(CIPD 2018)
This can also be linked with Maslow’s hierarchy of needs in which employees ‘basic needs’ are considered as contributory factors to achieving fully engaged employees. The survey also found:
1. Employers weren’t using skills effectively and weren’t investing in the correct areas which led to slow productivity and lead to concerns around stress and well-being at work
1. Technological developments
1. Uncertainty of job future related to BREXIT
1. Found that 40% of lower skilled workers feel a lack of opportunities to develop
1. Middle managers feel overworked and stressed - stress is still the biggest factor affecting workplace absence
1.  The greatest area for improvement for manager’s is providing feedback
1. The most common job benefits are social including enhanced leave types, the presence of Christmas parties etc. 
Other recent studies include the Labour Market Outlook report which looked at various employment trends including pay award in both the private and public sector and how this could potentially affect recruitment and retention as well as exploring the link between high performing working practices and productivity (CIPD 2019). Some findings of the report include:
1. Employees are struggling to find quality experienced professionals and are therefore required to upskill employees.
2. 41% of employers say it’s difficult to fill vacancies and 33% say it’s harder trying to retain staff
3. The highest growth in employment is within the business services with employment 
growth set to continue in both public and private sectors
4. Up-skilling is being viewed as a solution to recruitment challenges with the difficulties highest in public sector at 72%
5. Pay growth continue to be an issue with 53% of employers having increased starting salaries for at least a minority of vacancies (CIPD 2019). 

One theme from the recent CIPD Outlook survey indicates that employee engagement levels amongst UK employees are stable with around 35-39% of employees reporting that they are engaged. Other key findings from the same research showed that more women than men were engaged with their work, and that those on flexible contracts were more emotionally engaged, satisfied with their work and more likely to speak in a positive way about their organisation which also meant they would be less likely to seek alternative employment. The report also concluded that those in the public sector were more likely to feel that senior management didn’t have a clear vision for the organisation and as a result, employees had less trust and confidence in senior positions (Taylor and Woodhams 2016). 

Based on the above findings, the research suggests that engagement levels amongst UK employees is low. Taylor and Woodhams (2016) explain that there are concerns surrounding the approaches to measuring employee engagement and how the findings are interpreted. Although an engagement survey is the most used method for measuring engagement levels, Purcell (2010) points out that there are 3 key limitations to engagement surveys. These include:

1. They are limited as they treat engagement as an annual ‘tick the box’ exercise 
2. Engagement is expressed through a guided score which could be used to punish managers in performance reviews  
3. The engagement scores do not explain the reasons for engagement levels 
Although they are useful tools in offering some insights into engagement levels within organisations, it is argued that organisations ‘place too much emphasis on external benchmarking instead of using surveys as tools to meet their specific business needs’ and that they should be used together with other key organisational tools such as productivity figures, absence and turnover rates etc to overcome their limitations (Cattermole 2014). Taylor and Woodhams (2016) suggest that other possible explanations for low levels of employee engagement is a result of other research evidence that implies engagement can have negative implications for employees such as burnout, work intensification and lack of work life balance. 

What about the future of employee engagement?

The future of employee engagement cannot be predicted due to economic uncertainty, high unemployment and fears about the future. However, it is highly recognised that organisations need to be better at developing people management skills and creating and sustaining ‘engaging managers’. In order to do this, line managers need to feel valued themselves, and so supporting all employees from the top down must be part of the organisational culture to achieve this (IES 2014). Organisations also need to encourage employee voice by opening up channels of communication and actually being prepared to listen which is vital in ensuring trusting relationships are built. The IES (2014) also re-iterate the importance of collaborative working and encourage sharing across the business rather than working in silos as this helps individual employees share knowledge, skills and experience which can have a positive contribution on the organisation. Various employee research suggests that organisations are stuck in pre-digital era with their techniques in getting feedback from employees including using staff surveys, and so it is predicted that in the coming years, advances in technology and changing social norms is developing new approaches to gaining insight into employee engagement. The study highlights the difference in patterns of communication from one-way to multi-directional, ensuring that people can have their say in an anonymous way through open forums etc. It is suggested that organisational leaders haven’t yet adopted the idea that there is value in an authentic employee voice through social media etc. and that approaching things via an open approach can create benefits over a more traditional closed approach (IES 2014). Although the traditional employee survey will still be at the fore-front of gathering employee data, it needs to me more flexible, adaptable and manageable and link it together with other business features to provide a full insight in to what is happening within an organisation. 
Research from CV library of a survey conducted of around 1,200 people showed that more than half of UK workers have a ‘side hustle’ alongside their main form of employment and that 2 thirds said they would consider giving up the side hustle if their employer paid them more money as more than half of workers struggle financially towards the end of the month and before payday. The survey found that other reasons for side hustles were a factor including to improve a hobby, added job security and to start a new career. The research suggests that the quality of jobs in the UK appears to be falling and suggests that employers should ensure that salaries are in line with the market ready, which will lead to employees becoming more loyal and willing to dedicate themselves to their role. By ensuring that salaries are in line and remain competitive by offering employees the chance to voice any concerns through regular discussions and reviews, can help limit the need for employees to have to pick up a side hustle. Palmer, K (2019) states that adding pay structures for those with side hustles should be looked at with regular pay reviews to recue the financial burden on employees, and avoiding zero hour contracts by exploring the idea of paid overtime work, particularly at busy periods of the business, as this will offer employees another avenue to earn additional money to their salaries and also having a positive outcome for the organisation by meeting customer needs (HR magazine 2019). The CV-library research also found that a  third of UK employees plan on making their side hustle a full-time role eventually and so Palmer, K suggests that employers offering competitive salaries and additional benefits such as enhanced sick pay and family-friendly working, are less likely to experience falling productivity rate as a direct result of employees overworking and experiencing burnout. 

Further factors to consider when discussing the future of employee engagement include:

· Ensuring a customer-centric focus as both customers and people are critical to success
· Commitment to employee wellbeing – ensuring that employers focus on the health and safety of their employees and can avoid harassment and discrimination
· Employee development and performance and ensuring that the organisation workforce are equipped with the skills and tools in order to carry out their roles effectively (Taylor and Woodhams 2016). 

Employee engagement is here to stay and organisations need to continue to develop further insights into engagement for the future of it’s success. 
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