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1. Define employee engagement and explain how it relates to other concepts such as organisational commitment, employer involvement and job satisfaction. (500 words).

1.1 Define employee engagement

There are several definitions of employee engagement. There is a need to define employee engagement, however there is a lack of agreement within the HR community and this is reflected within the Macleod Review which found over 50 definitions. 

Employee engagement is broadly an approach to work resulting in the right conditions for employees to feel commitment to the company values and objectives, motivated to contribute to the company’s success and feeling an enhanced sense of well-being. As an employee, it is understanding your role and its purpose within the organisations overarching objectives, alongside having a voice. Organisations who are engaged tend to have strong and genuine values alongside two way trust, fairness and commitment (What is Employee Engagement - Engage for Success, 2021). 

Kahn (1990) is often linked to the beginning of academic writing around employee engagement. His definition of employee engagement was a three-dimensional concept whereby people apply themselves physically, cognitively, and emotionally. This definition also relates their level of engagement with their behaviours for example applying discretionary effort with their work. This definition, in line many others in academic research, suggests that employee engagement is a psychological state (Taylor and Woodams, 2016). 

This is supported within the CIPD (2021) report - employee engagement: definitions, measures and outcomes and have grouped definitions into four categories:

· Personal role engagement – the ability to express oneself cognitively, emotionally, and physically resulting in employees being energised and feeling connected to others
· Work engagement – also known as task or job engagement and is fully focussed on the psychological state experienced by employees.
· Multidimensional engagement – similar to role engagement, this definition incorporates cognitive, emotional, and behavioural aspects distinguishing job focussed engagement with organisation focussed engagement.
· Self-engagement with performance – this definition is based on importantly high performance is regarded by employees and is particularly rare (Gifford and Young, 2021). 

1.2 Compare and contrast employee engagement with other related concepts

Whilst employee engagement is often viewed as contributing to performance, there are other positive potential outcomes. Evidence suggests that whilst there is a clear link between performance and engagement, there is also evidence that other variables are positively influenced by engagement, which in turn improves performance. 

One of these variables includes organisational commitment, a concept closely related to employee engagement. Broadly, this refers to an individual’s psychological attachment to an organisation. An individual’s commitment to an organisation can be characterised into three ‘mindsets’: 

· Affective commitment – an employee’s positive personal attachment. Employees who are committed in this way align with the company objectives and remain a part of it because they want to.
· Continuance commitment - this type of commitment is where employees remain with a company due to the costs associated with leaving e.g. social, personal and economic costs, remaining with the organisation because they feel they have to.
· Normative commitment -This type of commitment is where employees feel a moral obligation and remain with the organisation because they feel they ought to. 
· There is evidence to suggest that affective commitment is related to psychological wellbeing, whereby individuals who experience an emotional attachment to their place of work display better coping mechanisms of stress, and moderate levels of engagement correlate with positive health and wellbeing (Cioca, Wietrak, Barends and Rousseau, 2021).

Organisational commitment can also be contrasted to other work-related attitudes for example job satisfaction. Job satisfaction is the employee’s feelings about their work.  Job satisfaction can be achieved through matters associated with motivating an employee within their own work for example achievement, recognition, responsibility, and growth. This is a large component of employee engagement, but important to note that engagement does not automatically follow from job satisfaction. An employee can be satisfied with their own work, but it does not in turn create high performance working (Wietrak, Rousseau and Barends, 2021). 



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. 

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

There are many different dimensions of employee engagement, however Purcell (2010), defines building blocks of engagement as:

· Employee trust in management
· Satisfaction with the work itself
· Satisfaction with involvement in decision-making at the workplace
· Quality of relationships between management and employees
· Satisfaction with the amount of pay received
· Job challenge
· Satisfaction with the sense of achievement from work 

(Taylor and Woodams, 2016).

The concept of employee engagement is further developed in the Macleod Report (2009), which identifies four enablers of engagement:

Enablers of employee engagement
	Enabler
	

	A strategic narrative
	A strategic narrative is defined as ‘a strong transparent and explicit organisational culture which gives employees a line of sight between their job and the vision and aims of the organisation’ (Macleod and Clarke, 2009, pg31).

	Engaging managers
	These are defined as managers ‘who offer clarity, appreciation of employees’ effort and contribution, who treat their people as individuals and who ensure that work is organised efficiently and effectively so that employees feel they are valued, and equipped and supported to do their job’ (McLeod and Clarke, 2009, p80).

	Employee voice
	This refers to when ‘Employees’ views are sought out; they are listened to and see that their opinions count and make a difference’ (MacLeod and Clarke 2009, p75).

	Integrity
	Integrity is defined as ‘A belief among employees that the organisation lives its values, and that espoused behavioural norms are adhered to, resulting in trust and a sense of integrity’ (MacLeod and Clarke 2009, p33). 


Source: Macleod and Clarke 2009

Both areas of research demonstrate the importance of leadership in promoting a culture of engagement. HRM have an important role within these building blocks by implementing HRM policy and practice, leadership also bring this to life, creating the conditions where there are good working relationships between management and employees, based on trust and fulfilment with their work. The discretionary effort associated with engagement can be encouraged through these methods. 

According to CIPD (2019), line managers are the medium between HR initiatives and company strategy and the employees. This also emphasises that line managers are the implementers of engagement initiatives. HR have a crucial role to play in facilitating processes and have responsibility for the transactional aspect of engagement. Senior leadership must model behaviours advocating engagement and be accountable for leading and driving it. Employees also play a role in partnering and engaging in initiatives. Engagement requires collaborative working relationships. 

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

If focussing purely on employee engagement, without considering other organisational factors, there is risk that engagement becomes unsustainable. - REF

Performance is driven by employee engagement, but is likely to be unsustainable unless it is aligned with employee wellbeing (Managing for sustainable employee engagement, 2012). Research demonstrates wellbeing and engagement are reciprocal – each individually influencing the other. Examples of this are when employees are engaged, there is an increase in productivity and a decrease in burnout. Both need to work together to create a thriving workplace (Gallup, 2021). This is supported by HR Magazine (2014), who states that the research suggest wellbeing is an essential aspect of engagement, where individuals, teams and organisations work over sustained periods more productively where there are high levels of wellbeing and therefore high levels of engagement. Also, where there is high engagement, however low wellbeing, there is a risk that employees will burn out over time. Also, where organisations are invested in employee engagement, people are motivated, and these individuals have higher levels of wellbeing (HR Magazine - Employee engagement closely tied to health and wellbeing, 2014).

There are a number of benefits associated with developing trust within organisations between employees and the organisation. According to Sanders (2021), this trust is at the heart of employee engagement. Trust is formed within workplace relationships from seeing and experiences behaviours which enable trust. This trust needs to be two way, and nurtured, developed and embedded in all workplace relationships.  According to HR Zone (2019), trust builds engagement, where employees who feel trusted are empowered to work to the best of their ability. Trust is not implicit within the contract of employment, but time and effort on a personal level alongside a reasonable operating structure that accommodates human needs. The association of trust within employee engagement should be considered (Why building trust can improve employee engagement, 2019).

Another organisational factor that has a significant impact on employee engagement is employee communication. Effective internal communication ensures transparency within an organisation and is a critical part of employee engagement, promoting better performance, retention and wellbeing. The benefits of good internal communication ensures employees remain connected and feel a sense of belonging, understanding the purpose and strategy, identifying with its values and having a clear understanding of their individual contribution to its wider purpose (Employee Communication | Factsheets | CIPD, 2021). 

Learning and development is another key driver of employee engagement, alongside building a more capable and confident workforce, and demonstrating a willingness to invest in employees personal development. This will contribute to a happy, motivated and engaged workforce. To enable learning and development to have a significant impact on employee engagement, the approach needs to be tailored to fit with the organisations values, mission and goals (Why learning and development is a key driver of employee engagement, 2021).


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.


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

Employee engagement has become a vital factor in people strategies and practices in achieving high performance in the workplace. Within the previous decade, organisational restructures and downsizing has occurred from increased globalisation and difficult economic conditions. Employees have been faced with coping with a decrease in resources and an increase in demands. Therefore it has never been more relevant to ensure the engagement of employees is sustained. It is also becoming one of the most important indicators of work satisfaction of employees. Younger generations are no longer looking for a 9-5 job. They want to feel connected and enthused by the organisation they work for and involved in their work and decisions which directly impact them. Employee engagement is now being viewed as a strategic business objective with the aim of long-term retention levels, higher levels of productivity and improved quality of work. 

An important component of any HR strategy and practice is employee retention. Organisations with high engagement benefit from low employee turnover, which is critical in retaining talent. Engaged employees will be more likely to remain committed to the organisation. Another component of HR strategy is employee productivity, employers are generally seeing the trends in productivity and engagement, therefore investing more in engagement. It is evident that engaged employees become committed to their work and dedicated to their employer and position in the company, resulting in them being passionate about the work they do demonstrated within their individual outcomes (Why is Employee Engagement Important to Company Success?, 2021). 

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

The building blocks previously mentioned – highlight implications for HR policy and practice, emphasising their importance. Employee engagement is beneficial to the individual, the organisation and the country, suggesting a universal benefit (Taylor and Woodhams, 2016).

Taylor and Woodams (2016) references one of the most significant research report on employee engagement. The Towers Perrin 2007/2008 Global Workforce study links high performance with high engagement, showing increases in operating income where there is high levels of engagement and a decrease in operating income where engagement is low. Research also demonstrates that where high levels of engagement are found, it is positively associated with organisational commitment, customer satisfaction, employee loyalty, profitability, productivity and even safety (Taylor and Woodams, 2016). This is supported by CIPD (DATE), which states a number of studies demonstrate a link between employee engagement and other business metrics including customer satisfaction, productivity, innovation, staff retention, efficiency and health and safety. 

 
Various studies by Gallup have concluded a number of benefits can be achieved by pursuing employee engagement and customer engagement in tandem (Taylor and Woodhams, 2016). Research also informs us that there is a direct correlation between the satisfaction of customers and employees who are engaged, resulting in positive business outcomes. An emotional attachment formed with the company, means employees will go above and beyond. In practice, employees will go the extra mile for customers, taking ownership and can therefore result in exceeding customer expectation and delivering service excellence (How Employee Engagement Drives Customer Satisfaction, 2021). 

Research also shows that engaged employees experience greater job satisfaction and greater wellbeing. It also demonstrates that engaged employees are likely to act as advocates for their organisation, and can play an important part in promoting the employer brand. Being engaged is good for employees, and within the majority of the definitions around employee engagement, employees are described as healthier, happier, more fulfilled or more motivated. The research also states that employee engagement and work performance is a two-way relationship, whereby both influence each other (Taylor and Woodams, 2016).   

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

4.1 Identify key sources of employee engagement related data.

People Analytics, sometimes referred to as HR analytics or workforce analytics, is gathering and analysing date about people within the workforce. People data provides opportunities in creating insights to contribute to company strategy. People analytics can be applied to measure the drivers of employee engagement and practices can be adapted to enhance morale. People data can be found within HR systems and from external sources such as surveys. People analytics can be used to measure the workforce in various areas such as performance and wellbeing. People analytics supports evidence-based decisions in making workforce and organisational performance improvements. It can also demonstrate the effectiveness of organisational performance and the impact of any people interventions such as engagement strategies (CIPD, 2021). 

Measurements in the form of analytics, are useful in informing strategic decisions on developing and allocating resources for HR. Qualitative research is descriptive data, helping to explain behaviour and contains people’s thoughts and experiences. It helps to understand why, how or in what way behind actions and/or behaviours. This type of research can add insight – as in-depth discussions cannot be replaced. This type of research allows HR to fully understand why challenges may continue to present themselves or what solutions may work. People analytics are able to inform strategic decision making on how to allocate HR resource. People analytics should not be used in isolation and the bigger picture considered – for example what action can be taken with the analytics. For example, completing an engagement survey and analysing the results is not doing engagement work, the analytics are the indicator and inform the interventions. 

There are a number of metrics that can be used to measure engagement. One example includes the Utrecht Work Engagement Scale (UWES), measuring engagement as a psychological presence – a persistent and pervasive affective cognitive state and is not focussed on a particular event, individual or behaviour. It is scored to give an overall picture of engagement whereby higher scores indicate higher engagement. The scoring is done in three subscales – vigor (energy and resilience), dedication (enthusiasm, being inspired and challenged) and absorption (immersed in work) (Gifford and Young, 2021).


























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

4.2 Describe key trends in employee engagement and differences linked to gender, demographic and other factors. (500 words).

According to Taylor and Woodams (2016), recent trends from the CIPD Employee Outlook Survey suggest that levels of engagement of employees within the UK are stable. It indicates that 35-39% of employees are engaged. In 2009, a national survey was carried out commission by CIPD, attempting to understand the extent of actual engagement levels of UK workers, which resulted in providing a national benchmark for measuring levels of engagement. The study demonstrated that over a third of employees were actively engaged in work. 

There were some other key findings from the research including more women being more engaged than men, around 40% of the over 35’s who were questioned felt engaged, in comparison to around a quarter of under 35’s and around 30% of non-managers were engaged in comparison to around half of managers. The research also confirms that for UK employees there is a significant gap between engagement levels and employees who produce high levels of performance. It also found that employees working on flexible contracts were more emotionally engaged, satisfied, more likely to remain committed and speak positively about their employer compared with those not on flexible contracts. The research also demonstrated that employees working in the public sector did not receive clear direction resulting in a lack of trust on confidence in senior leadership within the business and communications. 

A second report conducted by Marcus Buckingham in 2001 involved a national sample of the UK working population utilising the Gallup Q12 index. The findings were that over 80% of UK employees were not engaged in work and identified employees into three categories:

· Engaged employees – Loyal and productive
· Non-engaged employees – May be productive but do not feel a personal attachment to the organisation
· Disengaged employees – Physically present but absent psychologically

Based on the above definitions, the research found that 17% of workers being engaged, 63% were non-engaged and 20% were actively disengaged. The research also reviewed correlations between attendance and absence figures. The findings of the sample taken at the time were that on average engaged employees missed 4.67 days of work in comparison to disengaged employees who on average missed 10.6 days of work. The study also found that turnover levels were much higher in actively disengaged employees in comparison to engaged colleagues. Another key finding from this study was that the longer length of service an employee has the more disengaged they become, despite people become more valuable to an organisation over time based on skill, implicit knowledge, and experience. This finding does not have a full explanation, but it is speculated that this may be due to fewer opportunities for learning and less challenge within their role (Taylor and Woodams, 2016).

Despite the suggested benefits of employee engagement, much of the available research around levels of engagement within the UK suggest it is low. According to Taylor and Woodams (2016), research suggest areas which can have a detrimental impact on engagement including burnout, work intensification and lack of work-life balance.  

6. Conclude with a balanced evaluative summary of the future of employee engagement. (500 words). 

4.3 Evaluate the future for employee engagement, based on current trends.

What engagement is specifically, continues to be a subject of debate, as does distinguishing it from other concepts for example commitment and motivation, alongside the causes, barriers and consequences.  It is evident that employees are not automatically engaged based on being an employee. They may still be employed with an organisation and be non-engaged or even disengaged, demonstrating that employment status does not correlate with levels of engagement. It is also evident based on research, that engagement is a concept in which the goal posts continue to move. Similarly, to customer expectations which continue to rise, the component parts of engagement also continue to evolve (Taylor and Woodams, 2016). 

According to Taylor and Woodams (2016), within all the research, in order to benefit from employee engagement, particular elements will continue to be key in its development, embedment and to benefit from it. These include:

· Vision 
· Role modelling from the top
· Quality management at all levels
· Two way and open communication
· Collaboration
· A customer-centric focus
· Commitment to wellbeing
· Emphasis on performance and results
· Learning within and outside of the organisation
· Clear and accessible HR policies and practices

It is evident, to support the future of engagement, we need a renewed determination in developing engaging leaders who ensure employees feel respected, supported, empowered, inspired and valued, and who will bring the above component parts to life. This also requires that the leaders are treated in the same way. Given the increased complexity of our work itself and how we work, alongside diversity, this can not be left to chance. Much focus is placed on technical skills, in place of the behavioural skills which are harder to develop – however these ‘soft’ skills are the most important when considering long term engagement of employees. For many people in present times, employment is no longer solely about money, but more about being motivated by the working environment, the people, and the product/service or brand (Robinson and Gifford, 2021).

This is supported by a study conducted with over 500 employees, which found that 71% of managers felt that one of the most important factors in company success was employee engagement. Despite the opinion that engagement was largely positive, only 33% of employees within the study were engaged. This also highlights the importance of ensuring engagement is a strategic business objective in which leaders strive towards (Why is Employee Engagement Important to Company Success?, 2021). 

The pandemic has also increased the focus for employee engagement. The transformations which occurred during the pandemic are not just based on how and where we work, but organisations realising the increasingly vital role people play in the overall success. Leadership should be focussed on what they can do to maintain levels of engagement of employees (Newman, 2021). 
According to Guest (2015), a coherent strategy is vital for engaging people or increasing engagement levels, and proposes the following elements should be detailed within any engagement strategy, all of which requires the vision, policies and practices to be integrated with engagement:

· Leadership implementing engagement and promoting values
· Treating employees fairly and with trust to create and reinforce a culture of engagement
· The promotion of engagement through recruitment, learning and development and job design
· Monitoring progress through surveys, feedback and action planning. 

Changes in what we do and how we work is going to accelerate even more so over the next decade, which is evident when we look back over the past 10 years. To deal with the ever-changing work environment, it is certain organisations will require workers who are more engaged than ever, and engagement will become a stand out necessity for organisations (The Future of Employee Engagement - Engage for Success, 2021). 
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