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Introduction

This report covers the topic of employee engagement within organisations, the definition of employee engagement and how it is associated with other concepts such as job satisfaction and organisational commitment. “People work best when they feel good about themselves” (Frith, 2016, https://www.hrmagazine.co.uk/content/news/engagement-needs-a-simple-definition). The benefits of high levels of employee engagement have been explored and examples have been provided along with comparison of low levels of engagement. The CIPD (2014) suggests employee engagement is required in order for an organisation to thrive. The requirement for aligning employee engagement with other organisational factors such as performance has been explored along with the role Human Resources (HR) has by implementing strategy and practices. Key sources of data relating to employee engagement has been analysed, outcomes have been explored and the future of employee engaged has been predicted. So, do employees have to be involved in the work they do in order to be engaged?


Main

1.

It has been challenging to uncover the exact definition of employee engagement because there are many theories and thoughts on the subject, which further differs across organisations. According to the CIPD (2021f) employee engagement is something that inspires employees to exceed expectations within the workplace and go that extra mile. People are clearly at the core of employee engagement, and some would agree that it applies to both employees and management. Along with the idea of going that extra mile, the CIPD (2021g) suggests the feelings and behaviours of an employee within the workplace such as commitment, happiness, motivation and energy can influence employee engagement. 

Khan (1990, quoted in Johns and Ellis in Taylor & Woodhams 2016 p81) explores employee engagement in three dimensions, where people communicate emotionally, physically and cognitively. To which, Johns and Ellis (in Taylor & Woodhams 2016) advise is an intricate perception. Therefore, in agreement with Briner (2014) there are so many different terms for employee engagement, many of these are combined and one can even cause a domino effect, such as an employee’s attitude or commitment to an organisation can then affect their feelings or enthusiasm towards their job. This would undoubtedly have an impact on someone’s performance and could result in a detriment for the organisation. This links well to the findings of the CIPD (2012) identifying two types of engagement, emotional and transactional. Some would still question whether employee engagement is actually a thing and others argue like Frith (2016) that it should be simpler to understand. Without a doubt this is a developing topic not to be overlooked. We are all responsible for employee engagement according to the CIPD (2019) HR obviously have an important role to play but so do management, trade unions and employees themselves.

Organisational commitment is a theory associated with employee engagement because like engagement, organisational commitment is all about the emotional links an employee may have to a company. Johns and Ellis (in Taylor & Woodhams 2016) discuss the various forms of commitment such as normative, affective and continuance. Having explained these styles of commitment to colleagues within my organisation, it was easy to categorise and interestingly, the majority were either continuance or normative. Some would suggest this could be seen negatively so no one has shown affective commitment to the organisation where they share the same goals of the business and are there because they want to be. A noticeable difference between organisational commitment and employee engagement is that commitment focuses solely on an employee’s psychological relation to an organisational, where employee engagement according to Briner (2014) integrates various characteristics which includes emotion. 

Through studying the topic of employee engagement, the term job satisfaction has appeared a number of times, to which Johns and Ellis (in Taylor & Woodhams 2016) advise job satisfaction relates to an employee’s attitude towards an organisation. Again, this has already been uncovered through the CIPD (2021g) who associate job satisfaction with organisation life through matters such as personal development and support offered from the organisation directly. Job satisfaction, like organisational commitment are evidently connected to employee engagement and Johns and Ellis (in Taylor & Woodhams 2016) suggest they empower engagement while Briner (2014) explores the fact that there is a lot more to the topic of employee engagement and something such as job satisfaction may encourage an employee to then go that extra mile at work. 

2.

According to Macleod and Clarke (2009) organisations that demonstrate high levels of employee engagement express an unbreakable bond, there is reciprocated respect, trust and commitment between the employee and organisation. These are some of the characteristics you would expect to come across when it comes to effective employee engagement and Vance (2006) explains organisations usually measure engagement levels through staff surveys and often look for general themes associated with employee engagement, such as acknowledgement of the link between an employee’s role and contribution to the organisation, pride and satisfaction with the organisation, continuous support from the organisation with the intention of staying. These examples clearly relate to what Macleod and Clarke (2009) have stated. Johns and Ellis (in Taylor & Woodhams 2016) point out that high levels of employee engagement encompass trust in the management of an organisation and that trust enables a quality relationship, fulfilment and a sense of belonging. 

These high levels of employee engagement exist and can be found in organisations such as Google. Kendrew (2020) proclaims Google are thriving because people are at the core of their business. Accommodating leave, self-development opportunities, competitive salary and an office which resembles a childhood dream are just some of the benefits that Nowakowski (2020) proclaims makes everyone want to work for Google. Some would recognise people working for an organisation like Google put in discretionary effort into what they do. 

In comparison to high levels of employee engagement, low levels could be identified to the opposite of what have already been explored such as low levels of trust, employee goals not matching organisation objectives, dissatisfied with salary, lack of employee voice and commitment. In addition to this, Johns and Ellis (in Taylor & Woodhams 2016) mention burnout and work intensification are other outcomes as a result of low levels of employee engagement within an organisation. Take the NHS for example, who Gyton (2017) points out have been in the media continuously over the last few years, especially more recently due to the coronavirus pandemic because morale is low, poor salary reviews and employees are generally overworked. Another recent example of poor employee engagement was when a boss of organisation in America fired hundreds of employees over a video call and Churchill (2021) proclaims this is wrong on so many levels and if it had happened in the UK, it would have been illegal. Low levels of employee engagement can clearly be damaging for an organisation, while high levels can only enhance a business.

By comparing and contrasting both high and low levels of employee engagement, it is clear how factors such as trust in management and job satisfaction can affect employees but also the organisation and business. Employee engagement cannot be achieved alone and should be embedded with other organisational strategies such as performance management and wellbeing, and Personnel Today (2018) advise engagement is key here. The CIPD (2021g) add that performance is amplified when engagement levels are high, which results in better organisational performance, moreover objectives are hit. According to Johns and Ellis (in Taylor & Woodhams 2016) in order for employee engagement to be aligned with other organisational factors, a strong business case is usually required. Although employee engagement is significant and there is plenty of evidence that supports this, some still need convincing. Here the CIPD (2021g) implies performance doesn’t happen because of employee engagement but it is influenced as a result of it. 

Employee engagement could also be linked organisational structure and design. Roberts (in Taylor & Woodhams 2016) discloses how an organisation is set up such as a hierarchical or functional structure, could have an impact on employee engagement because some structures like a matrix organisation involve various managers and team leaders, which could promote employee voice and engagement in comparison to a traditional functional structure. Recruitment and retention can also be aligned with employee engagement because if an employee is engaged with an organisation, they are more likely to be involved with the business, trust their line manager, be happy in their role and stay committed to that organisation. In agreement with Vance (2006) this would not only attract people to want to work for that organisation, similarly, to Google as already explored but would also reduce staff turnover. Employee engagement is important factor when it comes to organisational success and Johns and Ellis (in Taylor & Woodhams 2016) agrees that HR must support this by implementing it where necessary with management, promoting the benefits and sharing the progress with all through staff surveys. An organisation should incorporate employee engagement into objectives and policies in order to be effective. 

3.

In agreement with Johns and Ellis (in Taylor & Woodhams 2016) and the CIPD (2019) employee engagement is something HR are responsible for in various ways, such as through initiating practices which encourage and support effective relationships between employees and management. Although, it’s not just about the initiation of these relationships but the purpose and the need for collaboration in order to achieve success. As previously explored, employee engagement relates to performance management, recruitment and retention, onboarding and other areas championed by the HR department. Sharp (2019) implies the topic of employee engagement is growing because key stakeholders are becoming more aware of how effective engagement can be and the CIPD (2019) suggests this is something that needs to be shared and explored as a whole as the benefits of employee engagement involve everyone.

One of the benefits of employee engagement, which has already been mentioned is performance management. Research from Macleod and Clarke (2009) explores performance and how engagement has such an impact. They referred to case study on the Ministry of Justice, which investigated the links between performance and engagement. It appears HR’s approach here was to access all areas of the organisation at all levels in order to develop engagement. Examples of how this was achieved was through internal communications, learning and development opportunities and a well overdue update on marketing, which eventually resulted in the Ministry of Justice achieving recognition for good practice on employee engagement. The success of this case study is clearly beneficial to employees as they have been given the opportunity to actively get involved in miniature projects such as by becoming ‘engagement champions’ and by being able to actively have a say through internal surveys. 

The results of this case study would also be of value to managers within the Ministry of Justice as they too would have a say but also have the power of ensuring employees are listened to. Some would agree that the role of an engagement champion could be fulfilled by a line manager too. The CIPD (2019) suggest management sit between the key stakeholders such as employees and customers. Communication is vital here and the CIPD (2021c) advise it must be appropriate and followed in order to work. When communication is executed properly within an organisation, employees feel valued and included, which would encourage staff to go that extra mile. In addition to this, communication is another crucial element that HR need to consider within employee engagement and should be classed as another key organisational factor. Management could benefit favourably through employee engagement, if applied correctly and it is important to consider they are the ones working with employees on a daily basis. Macleod and Clarke (2009) suggest a positive working relationship with a line manager goes a long way, this also establishes trust and commitment to the organisation, to which the CIPD (2021f) mention employees can develop an attachment to an organisation. 

The final key stakeholders to consider when it comes to employee engagement could be customers or potential employees of an organisation. This links back to the recruitment and retention strategy of an organisation along with how employee engagement can attract people to a business and sustain them. The CIPD (2019) also states that trade union representatives are key stakeholders too.

4.

There is a lot of statistics available on subject of employee engagement. Buckingham Shum (2012) suggests data is everywhere. There are various forms of data available such as macro, micro and meso and while carrying out research, it is imperative to understand the difference between them and how they support and feed each other at the same time. 

Firstly, there is macro data which Buckingham Shum (2012) explains is the largest form of data covering extensive, global numbers and usually unites data from micro and meso reports. How the coronavirus pandemic has impacted the world of work and how we continue to adapt to new ways of working is an expected topic for discussion. A report by Klein and Yildirmaz (2020) focusing on employee positivity at work for the next five years revealed that those in Europe’s optimism was unaffected throughout the year of 2020 in comparison to North America whose optimism improved. In addition to this, while the data collected on Europe was unchanged, the UK’s optimism levels actually increased, which is positive. Another example of this type of data corresponds to findings from the CIPD (2021d) who have debated pay reviews and employers in the UK are expected to increase salaries over the next twelve months. This demonstrates an issue which is affecting everyone. This report openly reveals large statistics considering whole sectors, which are useful and a good starting point but could be examined further through certain filters such as divisions and business purpose.

According to Buckingham Shum (2012) meso data involves records at an institutional level so this is official and sits between macro and micro. For example, statistics collected on the NHS, or any another organisation could be classed as meso data. Sengupta (2017) states that Tesco acknowledged the importance of engagement and from this implemented various plans and policies with the objective of boosting employee engagement. To which, Stoneman (2014) proclaims Tesco have become more successful and gained profits through high levels of employee engagement. This is remarkable and relates back to the significance of aligning employee engagement with other key organisational factors. Tesco (2022) proclaims more than three quarters of their employees promote Tesco as an employer. This is huge and not surprising as this is clearly one of the many benefits that Tesco have achieved by developing employee engagement. 

Lastly there is micro data, and according to Buckingham Shum (2012) this is the smallest form of data out of the three examples explored. Micro data here focuses on individual statistics at office or department level. To gracefully carry on from the examples provided on macro and meso, micro data could explore data from one Tesco store in particular exploring engagement levels, performance or staff turnover. It has difficult to find micro data on a specific Tesco store to provide an example for this report. Another example of micro data could be staff surveys, which cover the organisation as a whole but also focus on a certain store or department. This would enable the business to make improvements where necessary nationwide but also provide additional support where needed. The CIPD (2021f) suggest this could be done in various ways such as by providing further training to line managers, ensuring employees have a voice and by promoting staff development.

5.

There are various key trends on the subject of employee engagement and the CIPD (2014) initially predict the topic will continue to be debated as there is no single definition for the term and trends are changing all the time. There are many categories that can be associated with employee engagement such as how engagement has developed over the years and also employee specifics incorporating gender, age, race, location and qualifications for example.

Gender and equality is a huge topic continuously debated and is something that all organisations are aspiring to improve. Tracey (2017) states that engagement is particularly lacking for females in organisations, in comparison to male counterparts. The ongoing argument over the gender pay gap is only the tip of the iceberg and organisations must plan ahead bridge this gap. Sideris and Easter (2019) advise the government are well aware of this and have updated various regulations over the years such as monitoring equality issues within organisations, annually reviewing salary and enforcing equal pay. The fact that the government are doing something about this is positive but makes you question why it was an issue to begin with. It is clear that this trend has developed and improved over the years to which, the CIPD (2013) discloses if you go back to the 1920’s when women rarely worked and now the workforce is almost divided between men and women. The CIPD (2021f) suggests various strategies are required in order to motivation employees and possibly this could be tailored to gender as Tracey (2017) advises women contribute to diversity through experience and skills which is advantageous to any organisation. It appears that although gender within employee engagement has improved immensely, there is still a long way to go. 

Demographics is another key trend to be aware of, which the CIPD (2013) suggest has changed dramatically over the years. The workforce is ageing as a result of the general population living for longer therefore staying in employment which has resulted in an increase in over 50’s still at work. Strangely, as there has been an increase in older aged employees continuing to work there has been a decrease in younger generations at work. This is partially discussed through the CIPD (2018b) who imply employment and therefore employee engagement is constantly changing. Younger generations in comparison to their parents for example are less likely to search for routine dreary jobs. In agreement with the CIPD (2014) what employees want from their employee has changed and some would agree these needs have grown, it’s no longer about salary and guaranteed income. These days employees desire more from their employer, therefore there is a greater need for employee engagement. The CIPD (2018a) mention drivers such as flexibility and development as prerequisites which are also factors that influence employee engagement.


6. (Conclusion)

To close and in agreement with, Johns and Ellis (in Taylor & Woodhams 2016) employee engagement is an essential ingredient required in order for an organisation to be successful. Although, it is evident that more needs to be done, in comparison to performance management the topic of employee engagement has not been nurtured enough so more needs to be done as it has already been proven that employee engagement can influence other key elements of an organisation such as performance. 

A prediction for the future of employee engagement is that although it seems relatively new in comparison to other organisational factors and some still may be unaware of what it actually is. Employee engagement will have to adapt to the new way of working as a result of the coronavirus pandemic. According to the CIPD (2020b) working remotely and organisations adopting a hybrid model of working is here to stay, which is ground-breaking but something that organisations need to consider when it comes to employee engagement. The CIPD (2021f) states more than half of employees in the UK are usually enthusiastic about work, but will this change if employees are working from home? And is it possible to reach high levels of engagement remotely?
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