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Introduction
The report is prepared on a case study of an organisation suffering the consequences of the Covid-19 pandemic. The purpose of the report is to evaluate the concept of employees’ engagement. It reviews the known drivers for employees’ engagement, the diagnostic tools for measuring it, and the strategies for its improvement. 
Employees having a high level of engagement are valuable for their organisations because they are factors for improved productivity and performance.  ‘Engaged employees have an emotional attachment to their work and/or their organisations which leads them to expend greater energy.’ Torrington (2017, p.269).
Having engaged employees is a key competitive advantage in today’s uncertain time. It is the reason why the CEO of the case study organisation is looking for ways for its improvement.


1. Review of the Employees’ engagement concept
Employees who are satisfied with their jobs do their work with passion and enthusiasm and bring for increased productivity and performance. (CIPD, 2020). 
There many definitions of employees’’ engagement and most of them are connected with motivation, commitment, and contribution.
‘Engagement takes place when people are committed to their work and the organization and are motivated to achieve high levels of performance.’ Armstrong, (2014, p.193)
Employees’ engagement brings two positive results, higher satisfaction and well-being of employees and higher performance and better results for the organisation. (CIPD, 2020) One of the factors for employees’ engagement is a good working environment. It consists of the job’s design, conditions of work, and the way employees are treated. All these factors are in the employer’s control. It is the employers’ responsibility to provide a good working environment. 
The level of stress is an important factor of the working environment. It is connected with the number of tasks an employee has to accomplish per day and the level of autonomy they have. It is established that the higher control the people have over their work the less stress they experience. (Truss, C. et. al., 2006). The higher level of stress may cause people to leave their jobs. It can also reduce employees’ effectiveness, which in turn will reduce the performance of organisation as a whole.
CIPD research on employees’ engagement and motivation show that engaged employees have a more positive attitude to their jobs than the others, perform better, take less sick leave, are more likely to recommend their organisation, and are less likely to quit. (CIPD, 2020). Having a large number of engaged people is a great advantage for each organisation. These people are creating a positive atmosphere, they are motivating others, and driving the organisation forward. Employers can improve the productivity and performance of an organisation by providing conditions for increasing the employees’ engagement.


2. Drivers of Employees’ engagement 
The examination of employees’ engagement has shown that it actually drives success. It is the reason why employers are concerned about it and seek ways to improve it. 
According to a recent report of the Institute for Employment Studies’ (IES), ‘the strongest driver of all is a sense of feeling valued and involved.’ Robinson et. al. (2004, p.4) People are willing to contribute to organisational success when they feel valued. There is one thing that the employer can do about this – to provide feedback. It helps employees to perform better, to feel their work counts, and to find they are valuable for the organisation. Practically, feedbacks enhance their engagement.
One of the outcomes of the CPID report also states that ‘opportunities for upward feedback have the strongest association with employee engagement.’ Truss, C. et. al., (2006, p.79).
Another important point for employees’ engagement is the perception of managerial commitment to the organisation. People tend to be more engaged when they see that their managers have positive attitudes to their work and work hard for organisational success. 
The level to which people feel informed about what is going on in the organisation is another driver of engagement. (Truss, C. et. al., 2006). It is again a task of the managers to keep employees informed about the key issues and events within the organisation. Any information that is honest and transparent is better than none. Managers have to communicate all changes in the organisation with their teams before being asked about them. They must address the employees’ concerns through better communication.
Leadership that gives ‘a strong strategic narrative about the organisation’ is a key driver of employees’ engagement. (CIPD, 2020). 
The feeling that employees’ voices will be heard is another driver of engagement. ‘Workers who have voice and choice can influence and directly shape their working lives.’ Cipd.co.uk. (2020, p.).  Employees feel more sure and trust the organisation more when they believe that their ideas and opinions have a chance to be heard and taken seriously. 


3. Engagement measurement tools

3.1. Ultrecht model of engagement
One of the approaches for measuring engagement is to break it down to specific areas that can be understood more easily. According to the Utrecht model of engagement, these areas are vigour, dedication, and absorption.
Vigour is related to the high energy and effort that employees are investing in their jobs. 
Dedication comprises characteristics as inspiration, enthusiasm, and pride. It is related to the willingness to invest in one’s job and be enthusiastic about it. 
Absorption can be explained with a high concentration in one’s work and unwillingness to detach from it.
Often the work requires more physical and psychological efforts than usual. These are the job’s demands, the things that have to be done. Employees need to pay the higher cost of these efforts. Schaufeli and Bakker are examining the relationship between engagement and burnout. It is a negative relation. Engagement and burnout are two opposite outcomes of a particular situation. (Schaufeli and Bakker, 2004) According to their study, the situation can be described by two variables – job demand (already explained above) and job resources. The job resources are a group of factors that decrease the load of job demand. They make the demand less intensive. These factors could be performance feedback (this factor has already been mentioned above as a strong driver of engagement), support by colleagues, autonomy, decision involvement, etc. The study established that when there is a high job demand for a long period of time and there are not enough job resources then employees got exhausted. Lack of job resources is associated with disengagement. Dimensions of burnout are exhaustion and cynicism, while those for engagement are involvement and efficacy. Practically, engagement can be measured by these three factors. ‘Low scores on exhaustion and cynicism, and high scores on efficacy, are indicative of job engagement.’ Schaufeli and Bakker (2004, p.294).

3.2. Range of relevant metrics
Another approach for measuring employees’ engagement is by dividing the concept into several areas that can be understood and measured more easily. Examples of such metrics are motivation, organisational citizenship behaviour, organisational commitment, and job satisfaction.
Motivation can be explained by reasons for action. It is a combination of emotional and cognitive forces that stimulate behaviour. There are internal stimuli for achieving goals that are known as intrinsic motivation. An example of it is when people work for their own enjoyment.  An example of external motivation is when people work for achieving a reward. 
Motivation and engagement are positively related. The higher employees’ motivation is, the higher is their engagement. Motivation can be measured and the level of engagement can be assessed by the level of motivation.
Organisational citizenship behaviour describes the situation when people are motivated to help their colleagues or the organisation to a higher extent that is not required by their job characteristics. They are acting in a way that is exceeding the requirements and is not expected by the employer. 
Organisational commitment can be measured by assessing the strength of attachment of an individual to the organisation. This can be assessed by answering some of the following questions: How likely is the employee to remain within the company? What factors can cause them to leave?
Job satisfaction can be measured by the positive effects of the job on employees’ life. 
All aspects of engagement could be measured separately and then combined to build a detailed understanding of employees’ engagement.

 
3.3. Gathering employees’ views
Another method for assessment of employees’ engagement is by organising surveys and questionnaires to gather employees’ views. There are two approaches of research that can be used in this case – quantitative and qualitative approach. Both approaches are related to gathering primary data, which assumes direct contact with the interviewees.   
The quantitative approach involves organising surveys to collect information through questionnaires. The outcomes of the surveys are in numerical form. This makes them easier for analysis. 
The qualitative approach for gathering employees’ views involves organising interviews asking employees to discuss different aspects of their engagement. People are asked to explain with their own words how they feel about their work and organisation. This method allows a deep understanding of employees’ experiences to be gained. The data obtained by this approach is more difficult to be sorted out and analysed but gives richer insight into peoples’ happiness and unhappiness at work.
Robinson, Hooker, and Hayday provide examples of questionnaires and interview questions for surveys in their report on engagement. There they are presenting the Institute for Employment Studies diagnostic tool. (Robinson et.al., 2007).  
4. Employees’ value proposition and strategies for raising level of engagement
The above paragraphs show the positive effects of the employees’ engagement for the development and success of an organisation. Engaged employees motivate their colleagues, create a positive attitude to work and organisation, do excessive job tasks, work with passion, and move the organisation forward. All these positive aspects of employees’ engagement make the employers seek ways of its enhancement. 
Employees’ value proposition is a set of values designed by the employer and offered to the employees. The purpose of it is to improve employees’ engagement and retain them within the organisation. Nowadays, under the conditions of high labour turnover employers are motivated to develop an appealing value proposition to attract talents and retain valuable staff.
The strategies for raising the level of engagement offered by Torrington et. al. (2020) include managing expectations, pay, training and development, flexible working arrangements, and improving the quality of line management. 
Managing expectations concern employees’ expectations upon accepting the job and the possibility to employees to get disappointed afterward from the real job characteristics. The advice of the authors to employers is to give honest and clear information about the job in advance to avoid unwanted labour turnover.
There are contradicted opinions about the extent to which the increased payment could act as a stimulus for engagement. On the one hand, it is obvious that the increased pay rate will enhance job satisfaction. On the other hand, in case the rest of the conditions for employees’ engagement are not available then the pay itself could not improve the situation.
Training and development could be used as methods for increasing employees’ engagement. Training could be associated with an investment of an employer to employee development. This fact makes an employee feel valued and this could lead to an improvement in their motivation and engagement.
‘Providing flexible working arrangements of these kinds is a very good way of retaining and engaging staff, particularly when organisations do more than their competitors.’ Torrington (2017, p. 280). It is of the highest importance for the most of the employees to be able to balance the demands of a job with those of the family. Their ability to do this is one of the most significant factors for job engagement. 
Improving the quality of line management has a direct impact on employees’ engagement. Some of the drivers of engagement examined above are connected with the way people are managed. 
‘Employees' engagement and wellbeing depend on feeling informed and guided, heard and taken seriously, and supported as much as possible -- and not feeling like just another number on the payroll.’ Nink (2020).
People feel more engaged when their voice is heard and they believe it could be taken into consideration. This depends on the behaviour of line management. Also, employees’ engagement could be improved by managers who always give feedback and keep their staff informed about the changes within the organisation.


Conclusions
The report shows the importance of employees’ engagement for the development of an organisation. The behaviour of the engaged employees motivates others, creates a positive atmosphere, and drives the organisation forward. All efforts for supporting the employees’ engagement lead to improved productivity and better organisational performance. It also reduces labour turnover and retains talented employees. 
By improving the employees’ engagement employers are creating competitive advantages for their organisations. The CEO of the organisation that has ordered the report can choose from a set of strategies for improving the employees’ engagement, reviewed in part 4. The most suitable in the conditions of Covid-19 restrictions are providing flexible working arrangements, offering additional training, and improving the quality of line management. All these will lead to retaining the talents and increasing the engagement throughout the organisation.
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