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Introduction 
Employee engagement is an approach within workforce whereby all employees work to their best ability along with being loyal to the businesses’ aims and objectives. It is built on reliability and trust with a bi-directional commitment and interaction between the organisation and the staff. With positive employee engagement business success can increase organisation and individual wellbeing, productivity and performance (Engage for success, 2021b). 

1.1 	Define employee engagement

There is no standard description to define employee engagement as there are many definitions with neither being completely conclusive (Bridger, 2018, p.3).  Employee engagement must be voiced by an employee and thus is not a part of the employment contract (Bridger, 2018, p.6). Khan (1990, p.694, quoted in Johns and Ellis, 2016, p.81) explains that people express themselves physically (putting all their efforts into their work), cognitively (unaware of their environmental surroundings due to their level of commitment to work) and emotionally (being involved and enthusiastic about the task).  

Employee engagement is seen as a psychological state of involvement, commitment, attachment and mood which is felt by staff. This is dissimilar from employee behaviour, job quality or management action (CIPD, 2021a). Gallup study concluded that employee satisfaction and engagement are connected to important business outcomes at a scale that is important to many businesses (Harter, Schmidt and Hayes, 2002, p.276). Items gaging issues at the heart of the workplace; issues that are important to employees and that managers can encourage (Harter, Schmidt and Hayes, 2002, p.276). The Good Work Index Survey (GWIS hereafter) showed that 2/3rd of workers were satisfied overall with their job (CIPD, 2021a). Pappas (2011, stated within Moss, 2016, p.128). that high engagement in work increases well-being, health and endurance (Hammerman-Rozenberg et al, 2005). When employees feel that are being treated well they are motivated and commitment this relating to Abraham Maslow's Hierarchy of Needs model (Mindtools, 2021).

CIPD (2012, within in Johns and Ellis, 2016, p.81) research says that there are two types of employment engagement emotional engagement as explained above, and transactional engagement. However, transaction engagement explains that the individual has no commitment to the business or the job and would leave if a better opportunity came along but is happy to engage at work.

Employee engagement is defined as an individual approach, for example, an individual may want to be viewed as the monthly winner whereby another person may seek validation instead (Bridger, 2018, p.53).

1.2 Compare and contrast employee engagement with other related 
Concepts 

Organisational commitment relates to employee engagement regarding an individuals’ psychological part to a business. Being committed allows for unity within the organisation and thus job satisfaction. There are three mind-sets to prove their commitment; affective commitment (glad to be part of the aims of the organisation); Continuance commitment (pension entitlement with commitment); or Normative commitment (feeling of guilt after receiving training) (Johns and Ellis, 2016, p.82). 

The main drivers of engagement are encouraging position of purpose, allowing staff to have more responsibility; and encouragement from managers in assisting staff to advance within the business (CIPD, 2014). Employee engagement defines the confident attitude or behaviour of someone at work. Acas states that focusing on the four main drivers as recognised in the Macleod Review in 2009; behaviour related to values in turn leads to trust and honesty; leadership which conveys values and vision how the person gives improves engagement. 

Both allowing employees to express their concerns and views, and managers that encourage employees as opposed to being controlling contribute to engagement improvement (Acas, 2011).

Content employees with repetitive jobs who require engagement find meaning in their role and therefore exceed their daily tasks. ‘How to motivate Assembly Line Workers’ study at Jonkoping International Business School (Jusufi and Saitovic, 2007) found that manufacturing employees, who were recognised as being the most engaged, was due to their vision projection into the future. If they did not clean the products, the customer wouldn’t have clean products, the company wouldn’t have customers and they wouldn’t have jobs (Moss, 2016, p.25).

The ‘Employee Engagement case study’ by Brush Electrical Machines Ltd occurred due to a lack of trust between staff and management (as they felt their opinions were unheard) causing redundancies and a change in management. Acas arranged steering committees and focus groups to increase communications.  The outcome was that employees’ ideas were being used and they felt they were being listened to (Acas, 2014).

2.1 	Describe the typical HR, leadership and cultural elements likely to be found in an organisation characterised by high levels of employee engagement

CIPD (2014) stated that employers want engaged employees as they provide better business performance thus are content, healthier and more satisfied (Johns and Ellis, 2016, p.84-5). Employees who trust their employer tend to work well in teams, have more job satisfaction, stay with the firm and recommend to others their employer (CIPD, 2012a within Acas, 2012). Employees have a higher independence and higher ownership, put in more discretionary effort, are strong, and support the organisation through hardship which supports the importance of engaging culture (Gallup, 2021). 

Within a decade, Zappos retailer grew to a billion dollars in annual revenues and is ranked in its hundreds of best lists. The founder suggests it is partly due to building a culture where colleagues want to socialise after work together. Pay increase have been based on progressing skill set where employees can choose how many and what skills to progress (Moss, 2016, p.135). Committed employees within organisations who are engaged in their work provide businesses with vital competitive benefits which include higher productivity and lower employee turnover (SHRM, 2020). 

Profits may not be solely due to higher employee engagement, it could be that a family business pays their relatives who work for them less and such making the business profitable (Johns and Ellis, 2016, p.86). A case study by Recreational Equipment Ltd an outdoor retail co-op, found that the employees viewed it as a happy place to work, with REI being a cooperative where profit benefits its member owners (Moss, 2016, p.138).

Rentokil Initial Plc state that discretionary efforts and willpower of staff especially those in sales are vital to business success (Bridger, 2018, p.23).

2.2  Evaluate the need for alignment between employee engagement and other organisational factors

Other organisational factors have been defined as the company size,  

Important enablers of employee engagement strategic narrative, engaging managers, employee voice and integrity. These allow for the success of employee engagement (Bridger, 2018, p 63). 

It is vital for both employee engagement and other organisational factors to align to ensure that the employee receives job satisfaction (CIPD, 2012a within Acas, 2012). This can be in the way of feeling like their voice is heard, feel that they play a part in the company’s success and a sense of belonging. As seen within the engage for success (2016) positive employee engagement, and thus a happy workforce increases the possibility of company success.  Such that it is vital for overall moral and success of the company to ensure that the employees are happy and thus committed. 

Should businesses be looking to upsurge engagement levels or engage their staff then a clear plan is vital as Guest (2015) proposes a plan for doing this via the said elements; applying engagement by mangers thus promoting engagement values, encouraging engagement via recruitment; observing progress re high engagement from surveys, feedback and action planning; producing and strengthening a climate for treating employees with trust and fairness; This plan requiring engagement to be integrated into the visualisation, policies and practices of an organisation. (Johns and Ellis, 2016, p.91).




3.1 	Explain why employee engagement is an increasingly vital dimension of HR strategy and practice

Implementing HR plans and practices requires a business case to ensure the crucial engagement of employees, other reasons for doing so may not be supported by employees. Guest (2015 within Johns and Ellis, 2016, p.91) plan for endorsing engagement are; managers pushing engagement values; underpinning engagement by being fair and trusting, promoting engagement via recruitment, development and training, jobs design supporting independence. 

Other factors relating to employer practices are recruitment, training, selection, career development, job and task design, and compensation. HR practices must be invested in order to engage workers to produce business results (SHRM, 2020).

Richard Branson announced that his company places employees centrally in everything they do. He believes in offering people to be themselves, allowing them to bring their personality to their role and encouraged motivation beyond working hours by disregarding the 9-5 working day and narrow holiday policies. This benefitted production through increased creativity, wellbeing and Virgin’s organisation purpose (Moss, 2016, p.137).

Employee engagement according to CIPD (2007 within IES, 2009, p.31) is determined by occasions for upwards feedback, valuable consultation and communication systems, and a manager who is honest and noticeably loyal to the organisation. Ixia Consultancy stated that staff felt engaged if they had a bond with their manager and have autonomy in making decisions (Cleland et al., 2008).

According to the CIPD (2021a), focusing on employee wellbeing, motivation, aiding employees to understand their part in contributing to the purpose, goals and values of the organisation is successful in employment engagement plans.





3.2 	Evaluate the potential benefits, for different parties, of high employee 
engagement

Business benefits include being employer of choice, an encouraging opinion by other people such as employees, clients, public and competitors, higher profits and sales, a driven and engaged workforce, reduced sick and non-attendance, above regular whole shareholder return and improvement in levels of efficiency and productivity. (Bridger, 2018, p.105). Towers Perrin 2007/2008 Global Workforce study (2009) report, supported the positive impact of employee engagement.

Employee engagement is defined as encouraging employees to provide ideas to improve services and product whilst encouraging employees to be committed as well as reducing sickness and decreasing accident rates (Engaged for Success, 2021). This can also be supported by Saks (2006) as they state that high levels of employee engagement are related with organisational commitment (Johns and Ellis, 2016, p.85). 

Organisational results attained by businesses is due to high levels of employee engagement in workforce. The MacLeod (2009, p.6) report declares that engagement has a three-way win this for the service, the population and the person at work. Engage for Success (2021a).

One benefit offered by Google to their software engineer staff was installing an onsite laundry due to the lack of personal hygiene presented during working hours (Culture Summit, 2019). In addition, a lack of female self-nominations for promotion caused a more equalised promotion rates for both sexes. Data shared from senior leaders showed that fewer females promoted themselves in comparison their male counterparts. This encouraged HR team managers to look out for employees that were deemed ready for promotion (Culture Summit, 2019).

Looking at case studies it is apparent that employee engagement serves a huge purpose in Bard part of a Napp Pharmaceuticals and their thought is that it is about the why, what and the who (Bridger, 2018, p.15).



4.1 	Identify key sources of employee engagement related data

These are sources of information from the employer to the employee such as national or sector surveys, organisational data such as sickness rates, staff turnover, operating income data and staff satisfaction surveys (CIPD, 2012).  

Rentokil state that an improvement of 1 percent in engagement improved retention by 0.39 percent. With those teams who had improved engagement the greatest saw retention increase by 6.7 percentage points, this giving an estimated saving of £7 million (Bridger, 2018, p.23). Engaged employees within the UK take on average 2.69 sick days a year, with the disengaged taking 6.19. Furthermore 87% of engaged employees are less likely to leave the company, with disengaged employees having a high turnover. Those that are engaged also support their organisation, with Public sector employees being less likely to be advocates for their organisation than private sector staff. Ipsos Mori on Audit Commission data research disclosed councils that had outstanding ratings; with staff having confidence in the organisations objectives and in senior managers would promote them but those who worked in bad rated councils didn’t (MacLeod and Clarke, 2009). 

The Gallup survey is being used by more companies for employee engagement enabling benefits such as: finding weaknesses and strengths of teams and individuals, employees being able to know themselves and finding ways to apply leading talents in staff. (Startquestion, 2022).

(Linked in, 2016) describe a style to help companies and organisations plan and shape engagement strategies. With Macro Engagement being the businesses regulations and rules, programs and policies, the aims and objectives, and engagement surveys to then look into any actions required. Along with any supplies and tools that enable engagement. Moreover, Micro Engagement being the everyday events within the direct work setting that can have an influence on the employee’s engagement, such as interaction with managers and co-workers in the unit, work that is meaningful, essential resources and support tools; clarification of role, priorities and aims; progress and development and being accepted  for achievements and effort. The mezzo-level, conditions such as funding and mission source can form and confine how assessment is done; expert literature, media, and arrangement of professional training also exercise a strong influence (Lacasse and Gambrill, 2015).

5.1 	(4.2) Describe key trends in employee engagement and differences linked to gender, demographic and other factors

UK employees are found to be engaged and steady as identified by the CIPD Employee Outlook Survey. This research found that approximately 35 – 39% of employees perceive that they are engaged during working hours (Johns and Ellis, 2016, p.87). The CIPD (2019) ‘Annual survey of employees UK Working Lives’ shows no difference in eagerness between women and men, however, more enthusiasm for senior managers who are paid more, postgrad workers and  voluntary sector workers 

An article review by the Office of National Statistics of Job quality and data from the Annual Population survey found a lack of information on job quality in the UK; four in five working hours were satisfied with women being happier than men with these hours. 69% of women were more likely to be in quality work than men and of those Chinese or Indian employees being the most likely ethnic group to partake in quality work (CIPD, 2021b).

BAME and LGBTQ+ employees were more likely to be undermined, face discrimination, or being humiliated and thus becoming disengaged (CIPD, 2019). Additionally, employees with caring responsibilities found it harder to do their job as seen from the YouGov survey from the CIPD Good Work Index (2020b).

Personal characteristics regarding staff engagement recognised by Robinson et al.,(2007) survey from a telephone company, police force, government agency found that women were marginally more engaged than men in some businesses. Those under 20 and 60 years plus showed higher levels of engagement (which fell between 20 and 39 years before growing again). Those of Caucasian ethnicity had lower engagement levels in comparison with those of ethnic minority groups, and finally disabled persons had higher engagement levels than those that weren’t disabled. A Survey by BlessingWhite’s conveyed that at least a quarter of Generation Y employees internationally are disengaged (IES, 2009). However in India, all generations have higher engagement levels than other counties (IES, 2009).

6.1 	(4.3) Evaluate the future for employee engagement, based on current trends

During the pandemic employees were either furloughed and received less income, or continued to work but felt overworked and under-rewarded. This suggests that employers must evaluate a new way of working life to adjust with the encounters of Covid-19. (HRZone, 2020a).

Research from a range of companies by (Bridger, 2018, p.216) regarding implications for future practice concluded a need for change whereby a ‘one size fits all approach’ needed challenging. A shared approach was suggested to move engagement into implementation; organisations to listen to employees, managers’ to engage with staff avoiding a top down approach, and the overall view that happier people are more productive. Blackrock (2018 within Bridger, 2018, p.60) stated that without a sense of drive companies can’t attain their full potential and should benefit stakeholders, employees and customers.

Due to the current economic doubt and high levels of unemployment, worries have been cast regarding the future. A job role does not equate engagement thus encouraging meaningful engagement is essential. For example, when the personal security of an employee is in question, they can become anxious and disengaged in their work (Johns and Ellis, 2016, p.93). Truss et al., (2013) within the CIPD, 2014) acknowledged seven predominant questions that will permit the growth of more understanding regarding engagement in the future. These being; what is engagement? What is the link between engagement and human resource management development? How can employee engagement workplace strategies be evaluated? How is engagement related to its wider internal and external context? How does engagement ‘work’ at the group or team level? How does engagement interact with diversity? How engagement is understood within the context of critical management studies?

There is a research gap within qualitative data literature that currently utilises a survey methodology (IES, 2009). It is argued that qualitative data would improve insight into the outlook of those experiencing engagement. Along with the requirement for longitudinal studies of engagement, to determine a transparent link between engagement and organisational performance, as well as assessing long term benefits and outcomes (IES, 2009).

Conclusion

Due to the current working environment regarding future work, businesses must respond quickly, as new generations join the workforce. Added challenges such as globalisation, and digitalisation force companies to progress to survive and flourish in the future (HRZone, 2020b). People insight refer to their views on future trends for employee engagement and the Cone Millennial Study demonstrates more than 80 per cent of teens to 25 years of age wish to work for businesses that contribute to society, people, plan and profits of which have become very popular with future employees. (Bridger, 2018, p.231).  
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