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[bookmark: _Toc91934424]Introduction
Employee engagement has been the key for organizational success, growth, and competitive advantage (Armstrong, 2014; Armstrong and Taylor, 2014; Sun and Bunchapattanasakda, 2019). Employee engagement is a strategic partnership between the organization and its employees – where both work with mutual interdependence. While employees are geared towards improving organizational productivity, and meeting organizational goals and objectives, the organizational management has the onus of providing a conducive environment and supportive work culture to foster and facilitate the attainment of employee aspirations, and personal goals as well (Zeuch, 2016). The recent changes and disruptions in the job environment and working conditions brought about by the global pandemic COVID-19 has led to an increased number of disengaged employees that are reflected by an increased number of voluntary resignations (Kaushik and Guleria, 2020; Chanana and Sangeeta, 2021). To counter this wave of employee turnover, as well as maintain competitive advantage, it is critical for organizations to focus on developing, and promoting employee engagement. This is simply because engaged employees don’t only perform better, but also experience significantly less burnout rates, display higher organizational commitment, and stay with the organizations longer (Baldoni, 2013). Indeed, engaged employee display lower turnover rates as a result of which, the organization enjoys higher retention, lower absenteeism and improved organizational citizenship behaviours (Gruman and Saks, 2011). This report explores how organizations can foster employee engagement. 
The report will first explore the concept of employee engagement, and identify the drivers of the same. It will then discuss different diagnostic tools that organizations can use to measure employee engagement. Lastly, the report will highlight and identify an employee value proposition, and discuss strategies that companies can use to increase employee engagement. The report will conclude with a summary of the findings.
[bookmark: _Toc91934425]Concept and drivers of employee engagement
At large, employee engagement refers to the emotional connection and commitment that an employee has with his job role, and the organization broadly. When employees are engaged, they are fully present at work and in their job roles – with their cognitive, emotional, and behavioural selves; working towards improved performance (Taylor, 2014). Emotional engagement largely refers to when an individual has a passion for his work. The individual puts not only his mind, but his heart to work as well and enjoys his job role, which in turn makes him happy, proud, and fulfilled. Cognitive engagement in turn refers to the focus and commitment that an individual’s displays towards a goal through their job role and performance. Physical or behavioural commitment, lastly, refers, to the physical energy and effort that en employee puts in optimizing his job role and tasks. Employee engagement is grounded in employee satisfaction, organization commitment, the degree to which an employee identifies with his job, and the extent to which an employee feels energized at work (Baldoni, 2013). 
Organizations are tasked with the responsibility of developing, and cultivating the drivers of employee engagement, ensuring that they are instilled in the organizational culture. The four key driver’s leadership, ensuring engaged line managers, empowered employees, and integrity. These drivers can be achieved through the elements present in the Hay Group model of employee engagement (Armstrong, 2014):
· Inspiration/ Value (leadership): with the high level of inspiration, and credible organizational values, employees are able to enjoy quality leadership, and open communication channels. Moreover, employees also experience recognition in these settings, and are motivated towards innovation and decision making through the cushion of shared risk. As a result, the overall employee engagement increases (Armstrong and Taylor, 2014).
· Tangible rewards (integrity): tangible rewards, such as a competitive pay and salary, recognition rewards, competitive benefits, and potential for sharing ownership within the organization cultivate and promote employee engagement through developing and nurturing motivation towards increased and improved performance (Dinh, 2020).
· Work-life balance (engaged line managers): it is critical for organizational leadership to provide employees with supportive work environments that promises security f income as well as social support. In addition, organizational management and leadership should also offer flexibility owing to the different personal life needs of the employees. This in turn increased organizational commitment, thereby improving and increasing employee engagement (Weideman and Hofmeyr, 2020). 
· Quality of work (leadership and engaged line managers): one of the most important drivers of employee engagement, it is critical for employees to not only understand their job roles and tasks, but also feel challenged and stimulated by it. At the same time, employees must also understand the importance of their own job roles towards the needs of the overall organizational growth. This allows employees to connect with their job roles not only physically but also cognitively and emotionally –thereby positively impacting employee engagement (Armstrong, 2014; Chanana and Sangeeta, 2021).
· Enabling environment (leadership, empowered employees, engaged line managers): an enabling environment and supportive work culture are provided by the organization through for example supportive tools and equipment needed or performing job roles and tasks optimally and continuous trainings for skill upgrading. This allows employees to perform better, and improve job satisfaction levels – thereby improving employee engagement as well (Dinh, 2020). 
· Career development and growth opportunities (leadership, empowered employees, and integrity): these are important drivers of employee engagement as they directly impact levels of organizational commitment and citizenship behaviours. As organizations invest in employees, and work to develop them beyond their current job roles, employees feel increased organizational commitment and ownership. Opportunities for progression and growth also lead to lower turnover – which is indicative of higher engagement. However, Growth opportunities and development within an organization are largely dependent on the holistic and transparent performance management system employed (Armstrong, 2014).
[bookmark: _Toc91934426]Diagnostic tools to measure the engagement
Employee engagement can be measured using a number of different diagnostic tools. Organizations can fore mostly conduct frequent focus groups with small, randomly selected employee groups to understand in-death their attitudes towards their job roles and the organization. The focus groups can lead to powerful, and impactful discussions where employees feel empowered, and suggest ways to support and facilitate the leadership and management to improve their engagement tactics. While focus groups would require invested time, and would generate results from a small group at a time only (Byrne, Peters and Weston, 2016). 
Organizations can also opt for quarterly electronic surveys. The surveys usually consist of questions along a like scale, or yes/no questions and are targeted to collect more holistic responses from a broader group of employees. The surveys can comprise of measures, for example, from the:
· The Utrecht Work Engagement Scale (UWES) 
· the Intellectual, Social, Affective (ISA) scale, which makes use Kahn’s model, and adapts it to introduce relational dimension in place f physical engagement
· measures that use, and build on Kahn’s model to allow identification of differences in job engagement, and organizational engagement that employees may feel (Gifford et al., 2021).
The electronic surveys, however, will not be able to capture the depth of feelings and attitudes that employees may feel owing to the limited feedback channels present. In addition to quarterly electronic surveys, pulse surveys are also a good diagnostic tool for measuring employee engagement, where organizations frequently communicate with the employees, and ask simple yes/no questions. While these questions are basic immature, they help the management and leadership identify the ongoing organizational vibe, feel and culture – helping them understand the general and more prevalent employee moods and attitudes (Pritchard, 2008; Imandin, Bisschoff and Botha, 2014; Gifford et al., 2021).
Another tool for measuring employee engagement includes the use of the Employee Net Promotor Score (eNPS), which is derived from the NPS measurement. The use of the eNPS would allow the management and leadership to understand the general brand image of their organization – developed through employees who work there, and introduce corrective measures as needed based on the results (Gifford et al., 2021). 
Lastly, employee engagement can also be measures through assessing the absence statistics – which will help the leadership and the management identify reasons and trends in employee absenteeism. This will help in devising targeted areas for improvement in employee retention, presence, and engagement. At the same time, exit interviews will also facilitate the management in identifying lags in employee engagement and identify ways through which these lags and loophole could be addressed (Pritchard, 2008; Gifford et al., 2021). 
[bookmark: _Toc91934427]Employee value proposition and strategies to raise levels of engagement.
An employee value proposition refers to the experience that an organization offers to its employees in exchange for the employee’s performance and productivity. This employee experience includes everything from rewards and benefits to growth opportunities as well as the more intrinsic aspects of the management style, organizational cultures, and the work environment. A good EVP should be unique and help the organization stand apart from its competitors. The EVP should also be relevant and compelling. This means that an EVP should be aligned not only with the business goals and objectives, but should also meet the needs of the external environment to be competent and relevant. For example, Starbucks EVP focuses on ‘more than coffee,’ and celebrates its employees as partners along with all managerial levels. The career page at Starbucks highlights that, “We call our employees partners because we are all partners in shared success. We make sure everything we do is through the lens of humanity—from our commitment to the highest-quality coffee in the world to the way we engage with our customers and communities to do business responsibly”(Starbucks, 2013). This makes their EVP unique in its treatment of employees, and what employees can expect out of the company as well. It is so compelling as it paints Starbucks as an appealing employers that offer to fulfill employees’ extrinsic as well as intrinsic needs (Starbucks, 2013, 2016). More importantly, it remains relevant with the internal goals and objectives, the external environmental factors, and the changing employee needs and demands. 

[image: Starbucks employee value proposition example]
Starbucks is also notably celebrated for putting in place a range of employee engagement strategies. Examples of these strategies, as employed by Starbucks and other organizations to increase employee engagement include:
· Sounding boards: managers and supervisors serve as sounding boards for the employees and ensure that their concerns and opinions are communicated effectively to the HR department and the leadership. As sounding boards and the most frequent touch point for employees, managers are therefore also made responsible for ensuring that employee concerns and opinions are addressed and resolved (Cattermole, 2018). 
· Focus groups: Focus groups can help improve employee engagement by allowing the management to effectively identify targeted areas that need improvements – such as lack of feedback, the discrepancy in reward management, and lack of commination channels for example. An in-depth discussion with small groups of employees allows the management and leadership to address issues of employee disengagement, identify areas of difficulties, and devise tactics to address the same. The corrective interventions and measures are also often devised within the focus groups, and are employee led to ensure higher results (Nienaber, 2019).
· Mentoring programs: the management and leadership should frequently arrange mentoring sessions for boosting employee morale and confidence. This can be done through peer minors or peer buddies as well – as is done in Google. The program will help boost confidence in employees, and increase work engagement (Gallup, 2021).
· Inputs to strategy: it is critical that the leadership and management connect the overall business objectives and goals to employee goals. Managers should learn, and train to connect the business objectives with what employees actually care about. The simultaneous attainment of goals will increase employee commitment, satisfactions well as engagement (Gallup, 2021). 
[bookmark: _Toc91934428]Conclusions and recommendations
Employees are true assets, and the heart of any organization. Organizations need to maintain highly engaged, committed, and motivated employees for improved performance, growth, and success. In post-Covid- times that are riddled with changing work environments, evolving work-life balance, and changing needs of the employees, organizations, and managers should maintain focus on trust and respect. Managers should remember to treat their employees with respect, and instill a culture of recognition and responsibility. Organizations need to employ different employee engagement strategies to be able to innovate and grow, and this engagement can be achieved and developed through cultivating and nurturing engagement drivers, and tapping into intrinsic employee needs via open, honest, and frequent communication. Managers and organizational leadership, at the same time, should also develop perceptions of integrity and justice in its internal systems for maintaining high employee engagement and credibility. Lastly, the organization should continually employ multiple tools to measure employee engagement, and introduce relevant interventions where needed based on the results. 
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