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Introduction

Employee Engagement is a concept that merits a working definition in any organisation. Concepts can be something perceived in the mind, a principle or idea, generalised from instances. Employee engagement as a concept can be a holistic concept, covering a broad area of people management practices. Alternatively, it can hold a narrow focus purely on work commitment. In this briefing paper I explore the concept of it and the its impact on the employer -employee relationship. 


1. Define employee engagement and explain how it relates to other concepts such as
organisational commitment, employer involvement and job satisfaction.

The definition of employee engagement can be summed up as the level that an employee feels connected to the business that they work for. This connection can be multi – faceted in that it can be their feelings, perception, commitment and how they interact with everyone in work. It involves physical, mental and emotional states. The CIPD refers to employee engagement as “being positively present during the performance of work by willingly contributing intellectual effort, experiencing positive emotions and meaningful connections to other:” (CIPD, 2021)
The intellectual input for example relates to commitment where employees are putting thought into their role and considering how they can improve. 
Positive emotions are those that relate to wanting to do a good job, considering how that can happen. 
Connections to others relate to employees thinking of how their relationships with others can lead to improvements for both the business and the team. 
Definitions however can differ from that defined by the CIPD. One with longevity is that of a university group of psychologists from the Netherlands who saw engagement as holding the three elements of vigour, dedication and absorption. Vigour they define as relating to the energy, resilience and effort an employee puts in. Dedication they define as relating to the enthusiasm, inspiration and pride shown. Absorption defined as relating to the level of concentration applied to the work, is the employee engrossed in their work. (Schaufeli, 2006)
In explaining how definitions relate to organisational commitment; many organisations recognise that an emphasis on employee engagement should be a committed strategic goal to align employees to the organisation, increase motivation and performance. This in turn leads to increased productivity and loyalty. For example, if employees are engaged, they are happy in work, remain fit and healthy and continue to contribute in a positive way. The organisational commitment cascaded down leaves employees feeling part of the bigger picture and most importantly valued. (SHRM, 2006)
How employee engagement relates to employer involvement is that employee engagement presents a driver for growth, staff retention and productivity. When employers provide incentives connected with employee engagement such as training and career opportunities then employees will connect with shared goals. Business areas such as missions, visions, strategies on resource and new growth all need employees to buy in to. The impact of the business in the market it sits and the culture it holds is strengthened by employer engagement not just the involvement of the employer on their own by simply recruiting labour. 
How employee engagement relates to job satisfaction is through the benefits it brings. To explain further employee engagement leads to Job satisfaction as employees are more fulfilled from delivering on improved business performance and good relations with colleagues and even customers. They feel happier and healthier as work is not a negative experience. This ultimately leads to employee commitment. Disengaged employees are not content in work and can bring risk. They are a threat to team working, stakeholder participation and innovation that can bring growth. Retaining them is also hard. 


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

One of the HR elements of organisations which have high levels of employee engagement are areas such as training and development. Accessible training opportunities that offer career growth and confidence building can reap rewards for both sides of the employment relationship. There is also the element of the need to communicate and consult really well to ensure engagement and contribution to business decision making as the people actually fulfilling roles. Communication can bring a shared sense of purpose aligning to organisational strategy. (CIPD, Employee Communication, 2021)Welfare is another element with a high level of engagement as affording employees’ access to facilities, support services and staff benefits can prevent negative impact on mental and physical health. Good welfare policies and procedures from HR can result in staff loyalty and increased productivity as they feel valued. (CIPD, Evaluating Learning and Development, 2021)
The leadership elements of organisations which have high levels of employee engagement are when leaders in the form of MDs, managers and supervisors have faith and confidence in the vision and future of the business. J W Wiley refers to this for example as the influence of “executive influence” He refers to the scenario whereby employees are concern for themselves, their future and hold anxiety, in times like this they look for leadership and guidance. Strong communication and honesty from those higher up create trust, loyalty and pride in who you work for. Wiley refers to five leadership characteristics that lead to effectiveness. He cites the ability to clarify direction, the ability to cope with challenge, a commitment to a good product or service, a belief that employees are integral to success, the ability to inspire confidence in employees. (Wiley, 2010)
The cultural elements of organisations which have high levels of employee engagement are areas where the definition of culture comes into play – a shared belief. Areas that cultivate a sense of belonging between employees and the employer. An example of this can be strategic elements such as visions and goals being made known to welfare elements such as providing branded uniform. William Kahn refers to three psychological states that are needed and those are feelings of safety and security, meaningfulness and possessing energy and resources. (Kahn, 1990) Jay Richards and Meredith Grzyb in an article from Industry Week published in July 2020 refer to four aspects of culture that drive engagement. They cite that the business needs a clear mission that gives meaning and direction, that the leaders and managers practice what they preach, everyone believes that they can have a positive impact and that leaders set goals that are ambitious but realistic. (Richards, 2020) 
Employee alignment is crucial to make parallel the perspectives that employee hold against the business aims and objectives. For example an aligned workforce will be focussed on what’s needed and why. This will bring loyalty as they will feel part of what is going on. (Shuck, 2015) Without alignment businesses can work very reactively as opposed to proactively in their approach to key engagement areas such as communications, training and development. (CIPD, Employee Communication, 2021)This leads to more of a “firefighting approach” to daily working as opposed to working on a continuous improvement loop such as the Deming Cycle. (Edwards, 2021)In an organisation where alignment is done well, employees themselves will input into shared visions and objectives. Their own individual goals then will be aligned to the organisations as a whole. Ideally the organisation will give monetary rewards to keep employees keen. A positive attitude towards employee leaving them feeling valued will be evident. To conclude alignment helps both sides of the employee employer relationship. The employer reaches their goal and so does the employee. (Oluwatayo, 2020)




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

The concept and dimension of employee engagement has become holistically vital as the benefits of it are being seen across all organisations, particularly in the last decade.HR strategy and practice are seen as a stakeholder in promoting this due to the nature of the function. I believe this coincides as well with the HR function moving from its historic personnel administrative image to one of business partnering and being a key stakeholder for any organisation’s success.  The employee engagement concept does build on the older concepts in the workplace of Herzberg’s Two Factor Theory and Maslow’s Hierarchy of Needs. It also draws on firmly established concepts of the need for job satisfaction, empowerment, employee purpose. Kahn in his article entitled “psychological conditions of personal engagement and disengagement at work” is said to have born the concept in 1990 from academic theories like Herzberg and Maslow. (Kahn, 1990) Initially the concept held more of a “employee satisfaction” connotation with employee surveys being championed. It has since evolved into a concept that focusses additionally on strategic links to an organisation’s visions and objectives, creating employee alignment and engagement. (CIPD, Employee Communication, 2021) (CIPD, Employee Engagement and Motivation, 2021)
In evaluating potential benefits for stakeholders, we can firstly consider who they are. They are the organisation owners, managers, the employees, the suppliers, society, customers and those who enforce business law. 
The benefits for the organisations, owners and managers is that engaged employees create a better work culture, result in reduced staff turnover, increase productivity, studies indicate that productivity can be boosted by figures such as 12%. A study by Gallup in 2017 revealed that connected teams are 21% more productive. Organisations will then be rewarded with loyalty and better quality of work. Employees who work hard give the culture a positive feeling which can then lead to innovation. This leads to holding pride in who you work for. (Gallup, 2017)
Productivity increases then that increases revenue which benefits the organisation. Suppliers can benefit as they may be needed to supply more when productivity increases. This strengthens their business and provides stability for their employees. The economy then grows which affects the wider society. The wider society also benefits from employees being fit and healthy and happier. This reduces a drain on health services and provides stability to families as families do not suffer under any resulting strains of unhappiness or poor health. (Wigert, 2021)
For customers engagement employees leads to a better service. This can be on a face to face, verbal or written level. Accuracy in dealings as well as manner and provision of a better customer experience. This is turn benefits the organisation through positive customer feedback and customer loyalty. The brand experience is strengthened through employees being more customer-focused.  (Service, 2020)
Enforcement agencies and also advisory bodies that interact with businesses can benefit from employee engagement through employees working safer, being less stressed and being fit for work. Engaged employees tend to work more compliantly as opposed to defiantly. This can reduce for example the amount of incidences and accidents that may merit enforcement visits from the HSE or local authorities. The HSE for instance promotes and encourages consulting and involving workers. (HSE, 2022) A more content workforce can also reduce interaction from bodies such as ACAS or solicitor intervention. (ACAS, 2022)


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

Some key sources of differing examples are: 
· Gallup is a key source of employee engagement related data through its annual Global Workplace Report series. For example, it details findings of global surveys conducted during the year. Recent data has provided information on the fact that up until the pandemic engagement had continuously increased since 2009 but the pandemic caused a fall of 2%. 
· The CIPD carries out research and publishes data in relation to employee engagement. They examine it, measure it, cite what outcomes it leads to and they also look at the drivers. They link their research to the four areas of work engagement, organisational commitment, organisational identification and work motivation. They publish discussion reports and scientific papers. 
· The Employee Outlook series was published between 2009-2017. The CIPD commissioned it. It sampled employees and sole traders on their opinions and attitudes to working life. Its data provides good insight. 
· The Labour Market Outlook provides labour market data and analysis in the areas of recruitment, redundancy and pay. 
· The Office for National Statistics (ONS) publish response data from their Civil Service People Surveys. They look at areas such as “my work, my manager, my team, learning and development, inclusion and fair treatment, resources and workload, pay and benefits, leadership and managing change.” This accumulates in the “engagement index” 
· Government organisations such as the HMRC and the Home Office can also provide data, the latter on performance relations to grade, gender, working pattern, disability, ethnicity, religious belief, sexual orientation, age and distribution by location. 
· LinkedIn also provides data on how employee engagement and employee experience are related, the key drivers of employee engagement and how employees are feeling. 



5. Outline the findings of recent studies on employee engagement, including the extent to which gender, demographic and other factors influence levels of engagement.  

I have chosen three recent studies: 
1. The most recent survey by Gallup, published in June 2021 found that the UK coupled with western Europe have the lowest employee engagement levels across the globe at 11%. They also cite that globally employee engagement decreased from 22% in 2019 to 20% in 2020 which is in contrary to a steady rise in the last decade. The impact of the COVID pandemic is referred to in many articles as the cause of this. An example article is from the web-based article “employee benefits” from author Zoe Wickens, August 2021. (Wickens, 2021)
2. A recent study conducted by WorkBuzz in collaboration with HR Zone explored the state of employee engagement from a cross sectional group of leaders, HR professionals and industry experts. They conclude the following:  That the pandemic affected engagement negatively but has shifted surveys to be in real time as opposed to annual. HR priorities varied within companies but engagement was a top one. Employee values have changed since the pandemic with expectations higher and the willingness to leave roles for others coming with that. That companies who promote equality, belonging, diversity and inclusion have more engaged employees. (Zone, 2021)
3. With respect to “other factors” I refer in this section to firstly the findings of the CIPD’s Discussion Report published in January 2021 entitled, “Employee Engagement: Definitions, measures and outcomes” (CIPD, Employee Engagement: Definitions, measures and outcomes, 2021) The study leading to the report finds that a variety of areas lead to influence levels of engagement such as: 
· The individual’s psychological state
· Job Design
· People Management
· Perceptions of organisational and team factors
· Organisational interventions
· Social support
· Empowerment
· Job characteristics
· Organisational justice
· Recognition and Rewards
· Leadership 


Conclusion
Past studies have been hugely encouraging of the concept and evolvement of employee engagement from being potentially one dimensional of just “doing your job well” to multi-dimensional with visible benefits to all stakeholders. We have seen in the last decade increasing improvements in employee engagement levels, coupling with positive business outcomes through surveys, studies and reports. 
We must however, on balance, take into account the human factor involved with such data retrieval and that it has transient limitations. Sadly, it can also be used as a tool against non performing managers and also promote over-engagement. By this I refer to the potential of over- committed employees who can unbalance their work and home life leading to negative connotation and causal effect. 
Recent studies in the last two years are indicating a decrease in employee engagement unfortunately with the pandemic being the main attributor. For this to regain balance much work will need to be done by organisations in the face of a buoyant employment market with empowered employees with new values. The pandemic has also seen an increase in general employment studies and two years more of lessening areas of concern such as the gender pay divide and location of place of work. The pandemic outcomes are likely to bring lasting change such as an increased mobile workforce and hybrid home/office working. 
As the UK and global economy gains strength and recover, employee engagement strategies are likely to be top priorities for leaders and HR functions. It will inevitably be crucial to have a focus on people priorities. 
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