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Question 1
There are various nondefinitive definitions of Employee Engagement. Kahn (1990) defines Employee Engagement as a 3-dimensional idea, claiming employees “express themselves, physically, cognitively and emotionally”. Expressing engagement physically is executed through energy and mental flexibility. Cognitive engagement is expressed through concentrating on the job; struggling to detach from it; and finally, emotional engagement is having great enthusiasm and pride in your work. 
In contrast, the CIPD (2014) describe Employee Engagement as a mixture of “commitment and willingness to the organization, values and colleagues”. However, similarly to Kahn, the CIPD claim that there are 2 levels of Employee Engagement; emotional engagement, where someone is emotionally attached to their work and transactional engagement; someone who shows their uncommitted engagement and therefore open to leave the organization if better opportunities arise. According to the CIPD (2014) ‘Employee Engagement is more than job satisfaction; the level of engagement is at the employee’s discretion and can’t be a requirement of the contract of employment’. 
Organisational commitment (also referred as the psychological attachment) can be broken down into 3 subcategories; affective commitment, continuance commitment and normative commitment (Johns and Ellis, 2016). Affective commitment is a positive way that an employee is emotionally attached to an organization; identifying themselves with the organisational values and commits to the organization on their own choosing. Continuance commitment is marginally more negative as employees within this subcategory stay employed at the organization as they feel obliged to because of the perceived departure costs. Employees with normative commitment stay at the organization as they feel morally obliged to do so because of investment provided by the organization. For example, the organization has paid for relevant training to fulfil their learning and development needs.
Disengaged employee can influence attracting talent, workplace wellbeing, absence levels, productivity/motivation, presenteeism and safety. The 7 dimensions that influence job quality are seen in Figure 1.1.
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The 7 dimensions link with Maslow’s Hierarchy of Needs (1954) and Adams’ Equity Theory (1963).


Psychological needs are the basic needs of an employee such as knowing the location of the toilet, staff room and fire exits and procedures. Safety needs are abiding by health and safety laws, policies and procedure, correct and serviced equipment, job security and a positive culture. Love and belongingness are friendships with peers and sense of connection. Esteem needs are where employees have recognition, responsibilities and status and finally the self-actualization is personal growth; the desire to be the best (Maslow’s Hierarchy of Needs, 1954).
Adams’ Equity Theory (1963) is where employees are demotivated by the lack of output; if their own or others input is greater than their output. Adams shows the importance of fairness with performance and rewards.
Johns and Ellis (2016) claim that engaged employees lead to decrease levels of burnout and neuroticism and increase levels of extraversion in comparison with ‘typical’ workforces. Importantly, employee engagement is about the overall performance and outcomes of the organization; it is the employees’ discretion on how much more they are giving the organization outside of their written job description. Employers must understand that engaged employees aren’t a product of job satisfaction; employees may be happy with their work, but the standard of work produced may not be meaningful. In conclusion, job satisfaction doesn’t automatically lead to high performance. 
Purcell (2010) claims that the “building blocks of engagement” are common factors relating to employee engagement. The building blocks can be seen in figure 1.1.
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The above factors support the importance of HRM policies and practices and ensure good management and employee relationships in the organization; supported by trust and contribution to the contractual terms and conditions. 
In 2009 the MacLeod report was published; identifying 4 enablers of engagement. These enablers, with Purcell’s (2009) research indicates the role managers have in ensuring engagement culture in the workplace. Figure 1.2 outline the 4 enablers of employee engagement.
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Robert and Hayday (2009) reported for the Institute of Employment Studies (IES) that 25 managers from 7 organizations identified as ‘engaging managers’ during research om how managers get their staff to engage and perform. However, with various factor such as job roles, training and personalities they all had similar behaviors of engaging employees. Behaviors such as, communication and clarity, listening and involving staff, target focuses, respecting and trusting and acting as good role models to their employees. The managers involved in this study were shown to have high-performing and highly engaged teams. Therefore, the more engaged the managers, the more engaged the employees (John and Ellis, 2016).


Question 2
The 4 factors stated in the MacLeod (2009) report are enhanced by the contribution of effective performance management (PM) (ACAS, 2014). Particularly, the leadership factor as this controls how employees contribute to the organizations vision and values. PM reviews and meetings such as probation and appraisals allow managers to work with their employers to ensure that their individual goals align with the departmental goal and the organisational goals, values and behaviors. Line 
ACAS (2012) that the current climate has a low culture of trust in employers. However, high levels of trust have been seen to be beneficial within organizations and is therefore important that employers develop the trust within. Employees who trust their organizations result in working well as teams and sharing information; leading to greater job satisfaction (CIPD, 2012). 
Leaders of an organization set the climate of trust through their actions and behaviors. Staff at leadership level are role model for how their employees should behave in the workplace and they set the standard of trust (ACAS, 2012).
Line managers can increase trust when providing feedback and setting goals and objectives during PM and showing interest in the employees through supporting their health and wellbeing and trusting them with responsibilities (ACAS, 2012). Managers are also able to reinforce, motivate and acknowledge the work and commitment of their staff (ACAS, 2014).
Employees can voice their views and opinions and trust is crucial for honest employee voice (ACAS, 2014). If there is no trust, employees struggle in being open and honest and makes the likelihood for managers to be honest and open about organisational change and information unlikely (ACAS, 2012).
ACAS (2012) say that the final essential factor to an engaged workforce is integrity. Leadership behaviours and organisation values must align to ensure increase of trust; this allows employees to decide on trusting leaders and management or not (MacLeod and Clarke, 2009).
Organisational culture impacts on how organizations work. Good organisational culture is crucial for organisational performance and is often a priority in workplaces (CIPD, 2011).
The culture within an organization is influenced by management; how information if shared (e.g.  using the top-down or bottom-up approach), when meetings are held (e.g. not eating into staff breaks) all effect the general atmosphere of the workplace (ACAS, 2014).
According to ACAS (2011), introducing policies and practices to manage and prevent problems can work, however managers who use their own initiative has better effect. Employers who make themselves accessible and encourage informal conversations has a positive effect on the organisational culture.
In ACAS (2012) report on Placing Trust in Employee Engagement, it is said that certain behaviors and activities lead to trust lead culture. Workplaces with high trust levels should be consciously informing employees of organisational strategies, changes and information, enforce employee influenced decision making and developing management and team skills.
Guest (2015) suggests that organisations must have a clear strategy in order increase engagement in the workplace. The strategy must reinforce the importance of managers involvement with promoting engaging values, ensure all employees are treated fairly and with trust, reinforcing engagement through recruitment processes; embedding the organisations values and behaviors in job descriptions and throughout employment, and finally, continuously monitoring the levels of engagement, through surveys and feedback.
The Sunday Times released an article of the top 100 companies to work for. One of which is Postcode Lottery. Postcode Lottery concentrate on employee’s wellbeing; providing them with private healthcare and access to counselling and CBT focusing on mental and physical health. 99% of staff agreed that the company encourages charitable events. Every year employees participate in charitable activities in order to raise money for children’s charities. As well as those, the charity aims for sustainability in all aspects of their work. Their values surround how they “treat the earth, nature and people”. 96% of their employees are proud to work for their organization. This strategy is proven to encourage engagement within Postcode Lottery.

Question 3

The CIPD (2019) describe employee communication as a vital factor for HR. Successful internal communication enhances the trust between employees and employers and has greater results on the employee engagement, organisational culture, PM and productivity; which leads to good operation, leadership, strategy and values.
Internal employee communication strategies help with the organisational culture as it’s supported by senior leadership, regularly reviewed for its’ effectiveness and aligns with the organisational strategy.
Employee engagement is an important HR factor and results in high performance and competitive advantage. Engaged employees have higher levels of productivity, satisfaction and commitment (Effectory, 2019).
Research has shown that employee engagement leads to greater organisational performance. Ensuring that employees’ work stays fresh and exciting, working in positive environments and concentrating on retention statistics contribute to the engagement of staff (Patro, 2013).
Schaufeli and Baker (2004) say that being engaged gives the feeling of fulfillment and positive state if mind towards work, this is supported by (Sonnetang (2003) who claims engagement leads to good health and positive attitudes which lead to positive organisational outcomes. The happier and engaged an employee, the less likely they are to leave the organization which improves retention rates (Kular et al, 2008).
In 2012, West and Dawson were commissioned by The King’s Trust to research and report into employee engagement and performance in the NHS. The report concluded with the importance of employee engagement and performance; positive staff experience generated better outcomes; absenteeism and turnover rates reduced, and high engagement levels resulted in satisfied patients and the organization, which are great outcomes for the trust (West and Dawson, 2012).
The CIPD (2014) suggest that the more engaged the employer, the happier and healthier they will be; contributing to organisational performance. A strong report supporting the positivity of employee engagement in the Towers Perrin 2007/2008 Global Workforce study (2009). This report clearly stated the link between high performance and engagement; organizations with high levels of engagement saw an 19% increase in income. Saks (2006) also supports this research as it was discovered that high engagement levels are associated with “organisational commitment, customer satisfaction, employee loyalty, profitability, productivity and safety” (Harter et al, 2002).
The Gallup organization discovered, based on a study on 8,000 businesses of 36 companies that units in the top 25% on “work engagement” revealed 1%-4% higher profitability (Johns and Ellis, 2016). 
Hutchinson and Purcell (2003) discovered benefits for employee and customer when studying 4 Tesco stored in the UK. One manager decided to shift the top-down approach and allow employees to use their own initiatives on the shop floor, delegating their own tasks. It was proven that this new approached increased customer satisfaction as queues were shorter and employees gained satisfaction as they believed to be making a difference (Fleming and Harter, 2001).
High engagement has also proven to be beneficial to line managers; increase in levels reduced grievances, disciplinaries and staff turnover (Johns and Ellis, 2016).

Question 4
The NHS monitor employee engagement annually with engagement surveys. In 2018, the research into employee engagement and sickness absence rates showed, as engagement levels rose, sickness absence rates dropped; rates decreased from 4.3% to 4.1%. In a ‘typical’ sized organization this would total to around 2,000 sick days saved due to engagement (West and Dawson, 2018).
Human Resources Today (2018) state employee turnover is an increasing problem and relates to disengaged employees. Often organizations use perks and benefits to draw recruits to the organization, but those benefits tire once an employee has been at the organization for some time. Therefore, it’s important to have a strong foundation and strategy for long-term engagement and retention over organizational benefits. 
Employee retention strategies such as managers providing constructive feedback, setting targets and goals and adopting an open-door policy set a solid foundation for organisational culture. (HRT, 2018)
Employee Satisfaction Surveys such as ACAS’ Employee Feedback Survey (2019) monitors employee issues and performance. These surveys show that engaged and enthusiastic employees are the most productive and proactive and brings alight any workload, unfairness, management and communication issues which could be impacting on engagement and workplace performance. 
A Scottish Charity undertook an ACAS employee survey aiming to measure employee engagement, get feedback on current issues and opinions on how the charity could better employee wellbeing. Through the survey and focus groups, the outcomes were mainly positive but highlighted any satisfactory and dissatisfactory areas. Employees were able to express their views honestly and comfortably. With the results, the Charity have been able to maintain ongoing engagement with their staff and intend on using surveys regularly (ACAS, 2017).

Question 5
According to the CIPD Employee Outlook Survey and Johns and Ellis (2016) around 39% of UK employees are engaged and the CIPD (2009) go on to say that there is a gap between UK engagement levels and high performance. 
The research found that women are more engaged at work over men, 40% of over-35 years olds are engaged whereas only 25% of under-35’s do. The CIPD (2009) also reported that managers are more engaged in comparison to non-managers, employees who have flexible contracts of employments were happier and motivated and less likely to leave the organization. 
In the CIPD (2019) Labor Market Outlook Report, it has been found that employment levels will increase in public and private sectors although it has been recorded that recruiting in public sector is more difficult than private and third sector. Overall, 41% find it challenging to recruit and then find it as difficult to retain the staff. 
The statistics above support the statement that different demographics impact on the amount of engagement found in organizations. Women are more engaged than men, over-35’s are more engaged than those younger than 35 years of age and managerial jobs are more difficult to fill although they are deemed to be more engaged than non-managerial posts (Johns and Ellis, 2016).

Question 6
The future of employee engagement is uncertain because of the high levels of unemployment due to the current economic state. Although the levels of unemployment haven’t risen over the past 3 years (ONS, 2019) there has been very little drop in figures, as seen in Figure 6.1. Therefore, it remains uncertain that the number of unemployment could rise again. 


Figure 6.1.
[image: ]
It could be considered that those who have jobs will be more engaged as they are ‘lucky’ to have remained in employment however Johns and Ellis (2016) claim that it could be the opposite; their priorities will then lie with the insecurity and anxious feeling of losing their own and engagement is not on their radar. 
Purcell (2014) and Truss et al (2014) go on to say that this supports the need to research into engagement further to ensure that those who are employed are as motivated, productive and performing as well as possible. 7 questions have been devised to enable further research which is seen in Figure 6.2.
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Although there are numerous definitions of employee engagement, the need and importance of employee engagement is not questioned. Managers and leadership are key in developing employee engagement as a priority with their people managing skills (Johns and Ellis, 2016). 
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Figure 1. 3  

Enabler  Definition  

A Strategic narrative   “A strong specific organizational culture which  provides employees with a clear understanding  of their job and the organizational aims and  visions”  (MacLeod and Clarke, 2009)  

Engaging managers  “Managers who give acknowledgement of their  employees’ contribution to the organisation,  whilst providing employees with support and  value; ensuring all work is organize effectively  and efficiently” (MacLeod an d Clarke, 2009)  

Employee voice  Employees can have their say on organizational  matters, are listened to and see the outcome of  their say. (MacLeod and Clarke, 2009)  

Integrity  “ Ensuring all organisational  behaviors   and  values are followed ; producing levels of trust  and integrity” (MacLeod and Clarke, 2009)  
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