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1. Define employee engagementand explain how it relates to other concepts such as
organisational commitment, employerinvolvement, motivation, and job satisfaction

Employee engagement has become a hot topic of discussion in the corporate world. Both Gifford
and Young (2021) and Johns and Ellis (2016) agree that there are many definitions toemployee
engagement, none of them being completely definitive.

Kahn (1990) is associated with one of the earliest definitions of employee engagement, focusingon
how people ‘employ and express themselves physically, cognitively and emotionally.” Kahn’s
definition depicts engagement as a three-dimensional concept. Physical engagement is expressed
through high levels of energy/mentalresilience while working and willingness to invest effortinto
work. Cognitive engagementis when the employee is fully concentrated and engrossed in their
work. Finally, emotional engagement entails strong involvementin the employees work and
experience asense of significance enthusiasm, inspiration, challenge, and pride (John and Ellis 2016).

The CIPD (2014) describe employee engagement as ‘a combination of commitmentto the
organisation and its values plus a willingness to help out colleagues. This goes beyond job
satisfaction and isn’t motivation. Engagementis something the employee has to offerit cannot be
required in the employment contract.’ The CIPD (2012) agree with Kahn’s definition (1990) but state
that there are only two types of engagement: emotional engagement and transactional
engagement. Emotionalengagementis defined assomeone who has ‘emotional attachmentto one
or more aspects of their work’. Transactional engagementis described as someone who exhibits
behaviour of engagement butisn’t committed to the job/organisation. These employees work in
exchange for pay, bonuses and annualleave for example and often exhibit indicators such as clock
watching, lack of knowledge sharing, mistrust of internal communication and a lack of tolerance of
mistakes. Employees who are transactionally engaged will be willing to leave the organisation if a
betterofferappears elsewhere contributing to high turnover.

MaclLeod (2009) arguesthat employee engagement goes tothe ‘heart of the workplace relationship
betweenemployerand employeeandit is key to unlock productivity.’

All definitions agree that employee engagementis a complex subject with a number of dimensions.

Employee engagementisimportant as engaged employees are happier, more fulfilled, and more
motivated. Bailey et al (2015) conducted research which shows that employee engagementand high
performance go handin hand. Health and safety performance, retention, efficiency, productivity,
and customer satisfaction are all proventoimprove when employees are engaged (Engage for
Success 2021).

However, there ‘is no magic pill for engagement’ as every organisation is different (Engage for
Success). The Conference Board (2022) identified common drivers for employee engagement, the
most common were trust and integrity, the nature of the job, career growth opportunities, pride,
colleagues, employee development and relationship with the employee’s manager ( Ward 2015).

According to the CIPD (2021) a broad employee engage ment strategy could focus on:

e Motivation, which is defined as how employees guide their efforts to achieve organisational
goals. This could take two forms, intrinsic motivation which is when individuals enjoy work for
their own sake or extrinsic motivation which is whenreward is why employees work. Withoutan
effective employee engagement strategy, employers will struggle to cultivate a workforce that
feels motivated to perform theirbest work (Sinclair 2021).



e Organisational identification is the alignment of how an employee sees themselves and the
organisation. Employees with high organisational identification will be actively involved in the
organisation working with diligence and in accordance with the objectives/requirements of the
organisation without supervision. This has a positive correlation with indicators that help to
achieve organisational goals such as employee engagement (Daiand Qin 2016).

e Organisational commitmentis one conceptrelated to employee engagement and relatestoan
employee’s psychological attachment to organisation (Johns and Ellis 2016). Whereas employee
engagementreferstoan employee’s loyalty and commitment to theirwork (Agyemangand Ofei
2013).

e Thisis contrasted with other work-related attitudes such as job satisfaction which is the
employee’s feeling about their work. This is very similar to employee engagement however, the
difference in the relationship between individual and organisational performance aspect
differentiatesthe two. Job satisfaction does not correlate different organisational performance
indicators whereas employee engagement does (Shoobridge 2017).

e Itis also contrasted with organisational identification which significantly affects employee
engagement. The higherthe organisationalidentification of the employee/s, the strongerthe
sense of belonging meaningthey are more willing to show support and reflect higher levels of
employee engagement (Daiand Qin 2016).

Engaged employees are characterised by low levels of burnout and neuroticism, high levels of
extraversion and better physicaland mental health when compared to the rest of the workforce.



2. Describe the HR, leadership and cultural elements of organisations which have high levels of
employee engagement, referring academicliterature on the subject. You should also explain
the need for aligning employee engagement with other key organisational factors.

The level of employee engagement can be measured by employee’s willingness and their ability to
contribute to the success of the organisation. An employee’s discretionary effort is an essential
elementforthe good health, prosperity, and well-being of their company.

Organisations built and based on trust are better placed to engage its people, adapt, grow, and
prosper. These organisations demonstrate key characteristics which include:

e Leaderswhokeeptheiremployeesinformed, share business information and are openand
honest.

e Allowing employeesto contribute to organisation strategy and influence decisions before they
are made.

e Asupportive work environment with well-defined recognition and reward systems.

e Leaderswhoencourage theiremployees/team to develop and manage theirtime at work.

e Employee voice which is captured meaning employees are listened to with theirideas being
acted upon and implemented (ACAS 2012).

e Employee engagementisa direct outcome of a strong company culture. The strongeran
organisation’s culture, the better employees understand whatis expected of them and what
they are working towards. This means that employees willfeel supported, connected, and
involved and therefore engaged (Boyle 2020).

Engaged employees also show key characteristics. One of these key characteristics is that the
employee enjoys their day-to-day responsibilities and because of this they will consistently work to
both meetand exceed expectations. They will also be resilient, recovering from setbacks with
optimism ratherthan defeat. Engaged employees also show collaborative characteristics meaning
they commit to sharing ideas, insights and suggestions which will benefitthe team (Pingboard 2019).

One of the conceptsclosely related to employee engagement is organisational commitment. This
referstoan individual’s psychological attachment to the organisation. Affective commitment refers
to the employee’s positive emotional attachment to the organisation, they will identify with the
business goals and wishes to be part of them. This form of commitment goes hand in hand with
employee engagement as these employees ‘want to’ commit and form part of the organisation
(Johns and Ellis 2016).

Employee engagement starts on an employee’s first day when they are introduced to the
organisation’s culture, policies, processes, and procedures. This gives employees asense of what the
company stands for- its values ethics and personality. Including employees in the creation, review,
and implementation of policies, encourages employee engagement as it encourages participation,
reinforces to them that their opinions matter and are listened to (Point 2015).

Organisational structures can have a significant impact on the impact of achievement of
organisational and strategic objectives. The most common organisationalstructure is the
hierarchical structure with lines of command. This vertical organisational alignment resultsin strong
employee relationships and encourages efficiency; if employees understand how theirwork
positively affects the organisation it means success for both employees and the organisation (Smith
2017). This encourages employee engagement as individual’s are invested in the company and their
objectives.



The Matrix structure allows employees to experience and strive towards increased productivity and
creativity. Unlike the hierarchical structure, the Matrix structure is both vertical and horizontal,
giving employees more autonomy, responsibility, and accountability (Day 2020). This structure also
encourages employee engagement as employees are encouraged to manage theirown time and
workload. This is one of the key characteristics of organisations which have high levels of employee
engagement.

Data collated by Benn, Teo and Martin (2015) showed that participation is directly associated with
higherlevels of employee engagement within an organisation. Both employee engagementand
employee participation can establish a strong sense of commitmenttoa common goal.



3. Explainwhy employee engagementis increasingly a vital dimension of HR strategy and
practice. The potential benefits for different stakeholders should be evaluated with reference
to published sources.

Employee engagement isincredibly beneficial to all organisations. This is because:

Employee engagement boosts productivity. There are numerous reports which show that
employeeswho are investedintheirroles are more productive thanthose whoaren’t- by up to 21%!
This is because employees who succeed and feelgood about their contribution to the organisation
will be proud, valued, and happy (Moseley 2009). This is reinforced by Towers Perrin 2007/2008
Global Workforce study (2009) which demonstrates the link between high employee engagement
and high performance. Crush (2019) states that UK employees are 27% less productive than their
German counterparts meaning the UK are missing out on an estimated £130 billion of potential
economicoutputannually. The Engaged for Success report uncovered that this is because of the lack
of engaged employees.

It increases customer satisfaction. An employee’s passion is infectious, those who are passionate
about their work will be the bestemployeestointeract with customers. Those customers who deal
with engaged employees willbe treated to a better experience compared to those who deal with
disengaged employees (Moseley 2009).

Engagementimproves retention. Those employees who are engaged, involved, and invested in their
role and organisation are less likely to leave theirjob. Actively disengaged employees are 12 times
more likely to quit their jobsthan their colleagues (Built In 2019).

Employee engagement reduces absenteeism. Engaged employees missed on average 4.67 days of
work a year, whereas actively disengaged employees missed 10.68 days (Johns and Ellis 2016). This
has a knock-on effect to productivity, customer experience, profit, retention, and the workload for
otheremployees (Chadwick 2018).

Employee engagement contributes to better mental health. Engagement supports employee’s
wellbeing and happiness- disengaged employees are three times more likely to sufferfrom
depression and/orother mentalhealthissues (Built In 2019).

The above points demonstrate how beneficial employee engagement is to organisations and the
damage which disengagement causes to employees and businesses alike.

There are several simple strategies that HR professionals can deploy to improve employee
engagementin organisations. The first is to communicate regularly using the correct method to
ensure maximum success.

Wellbeingand employee engagement are closely linked; therefore, organisations should strive to
create a healthy workplace. To do this, organisations could introduce an Employee Assistance
Programme, Mental Health First Aiders and promote healthy eatingand exercise. Looking at the
organisation’s culture is also vital at this stage to ensure this doesn’t negatively impact employee
engagement. A high trust culture plays a huge positive role in employee engagement and shows that
organisations with strong values demonstrate trust and fairness due to two-way promises and
commitments between employers and employees (Harney).

Empowering employees through support and trust and allowing individuals to work autonomously
encourages employeeengagement.



A furtherstrategy which could be implemented toimprove employeeengagementis simple, to
recognise good work. Introducing an incentive-based scheme/awards programme cultivates a
culture of recognition and thanks (Newbery 2019).



4. Summarise key sources of employee engagement related data, citing different examples.

Identifying and analysing the relation between engagement and retention is vital to managing
employees. Information regarding how and why people engage with what they do, how this
translatesinto business metrics and how improvements can be made to retain themis needed to
transform businesses (Clapon 2014).

What drives or hinders commitment and/or motivation varies from one organisation to another,
therefore itis important that employers give employees an opportunity to both speak and be
listened to. Measuring aspects of employee engagementis an important to identify how different
parts of the organisation compare, how motivation changes and the main factors that
motivate/demotivate people (CIPD 2021). This microdata can be obtained from employee
satisfaction surveys, sickness rates oremployee turnover, toname a few! They provide information
specific to the organisation. However, this can be problematic as there is little evidence thatthese
measures are valid or reliable. Additionally, they do not demonstrate cause or predict anything in
the future (Briner 2014).

Mezzodataisn’t person or organisation specific and is generated by using a group of microdata
specific to a sector. This is beneficialto understand employee engagement levels across specific
sectors and how this compares to othersectors. One example of Mezzodatais that 48% of legal
professionals feelactively disengaged at work, this is low compared to 56% of teaching staff who are
also not engaged in their work (Weekly102019). People professionals can use this data to suggest
sectorwide improvementstoincrease engagement levels and improve retention.

Macrodata isn’t person-specific, focuses on the larger picture andis also generated by usinga group
of microdata. One example of Macrodata is data collated by the Office for National Statistics (2015)
which publishes statistics related to the economy, population, and society at a national and regional
level. The Good Work Index measures various aspects of employee engagement and shows that only
two-thirds of workers are satisfied with their jobs (CIPD 2021). This data is beneficialto understand
engagementlevels across the UKand how many businesses have an engagement plan and strategy.



5. Outline the findings of recent studies on employee engagementincluding the extentto which
gender, demographicand other factors influence levels of engagement.

The CIPD Good Work Index survey measures various aspects of employee engagement and shows
that about two-thirds of workers are satisfied with their jobs overall. Focusing specifically on
engagement, Gallup reports that 51% of employees are disengaged in the workplace with an
additional 13% beingactively disengaged (HR Cloud 2021). This has a negative knock on effective to
otheremployees. This means that 36% of employees are engaged, although this is low, this is the
highest number of engaged employees since Gallup started measuringit in 2000. Forexample,in
2017, 85% of employees were disengaged in the workplace (HR Cloud 2021).

The CIPD study reported that overa third of employees are actively engaged with their work. 60% of
these individuals were emotionally and cognitively engaged with a lower40% showing a level of
physical engagement (Johns and Ellis 2016).

Personally, | am quite surprised that employee engagement levels have increased due tothe COVID-
19 pandemicand the rules and regulations which have beenimplemented as a result of this. This
demonstrates thatemployee engagementis climbing up the agendaand becominga keyfocus for
organisations.

Focusing on the day-to-day workplace, just over half of UK workers feel enthusiasticabout their role
and are willing to work harderthan expected. Despite this, a fifth of workers feelthey are under
excessive pressure, feelexhausted and are likely to quit their job in the nextyear (Gifford and Young
2021). This is potentially because of rising demands, technological changes, economic recession, and
COVID-190of course!

The CIPD study also reported that:

e More women were engaged with their work compared to men.

e A quarterof under35s felt engaged compared to 40% of over 35s.

e Half of managers were engaged compared to only 30% of non-managers.

e Employeeson flexible contracts are more likely to be emotionally engaged due to improved
work life balance, increased job satisfaction and are less likely to leave the organisation (Johns
and Ellis 2016).

In 2022, | predict that COVID-19, the rules, and regulations implemented due to this, and lack of a
clear endpoint will resultin decreased employee engagementand wellbeing. Oehler (2020) predicts
that employee engagement levels will plunge to depths which were last seen after 9/11 and the
financial crash of 2008. The likelihood of economicrecession following COVID-19and subsequent
lockdowns will also have a negative effect on employee engagement.

This will have a huge negative significance forthe widereconomy. One reason forthis is Gallup
investigated attendance and absence figures because of disengagement. Engaged employees missed
on average 4.67 days of work a year, whereas actively disengaged employees missed 10.68 days
(Johnsand Ellis 2016). This has a knock-on effect to productivity, customer experience, profit,
retention, and the workload for other employees (Chadwick 2018).



6. Conclude with a balanced evaluative summary of the future of employee engagement.

Employee engagement has been a growing focus for both research and practice in recentyears
developingin numerous directions with many definitions.

Microsoft conducted a survey which shows that the COVID-19 pandemichas increased the focus on
employee engagement. In this highly transformative period, businesses have not only been forced to
change how and where they work but many have realised that employees play an increasingly
important role in the success of the business. Before the pandemic, only 24% of businesses felt that
employee engagement was a priority, this has now risen to 36%. This needs to rise even more to
improve employee’s commitment to an organisation and the overall success of the business
(Newman 2021).

In 2022, | predict that COVID-19, the rules, and regulations implemented due to this, and lack of a
clear endpoint will resultin decreased employee engagementand wellbeing. Oehler (2020) predicts
that employee engagement levels will plunge to which were last seen after9/11 and the financial
crash of 2008. The likelihood of economicrecession following COVID-19 and subsequent lockdowns
will also have a negative effect on employee engagement. This will have a huge negative significance
for organisations and the widereconomy.

For the betteror worse, COVID-19is going to be a pivotal momentin business, more specifically
employee engagement. Annualemployee engagement surveys need to be leftin the pre-pandemic
period and replaced with engagement tactics which focus onimproving commitment. The Gallup
Q12 surveyis a fantastic metric for measuringemployee engagement as it covers the most
important elements by measuring the strength of a workforce (QuestionPro 2021). Alternatively,
Timms, Flack and Ingham state that ‘instead of measuring fluctuating moods and attitudes’,
organisations need to focus on energy levels as this is key to sustainable performance. Timms adds
that having an employee’s energy in the right place, evenif their attitude isn’t 100% then they will
still perform and have good working relationships.

No-one has a crystal ball to tell us what will happen in upcoming years, but organisations need to
focus on employee engagement to minimise the impact that disengaged employees have on both
the organisation and the widereconomy.
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