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Employee engagement
Introduction 
This report aims to outline the meaning of employee engagement and other concepts engagement links to. The report also identifies the key drivers and barriers to organisations achieving high engaged workforces, along with the potential contribution engagement makes to positive organisational outcomes and how it benefits different parties within. 
Main
1	Understanding the concept of employee engagement
Academic research shows there are many different definitions to employee engagement. CIPD (2021) argues employee engagement (EE) is an essential concept to understanding and describing the level of effort and nature of the relationship between an organisation and their employees, also viewed as a ‘psychological contract’. Organisations with high employee engagement will tend to outperform those with low engagement. 
However, Kahn argues employee engagement focusses on how individuals express themselves physically, emotionally, and cognitively, implying EE is a three-dimensional concept. For example, an ‘engaged colleague’ will show high energy, full attachment to their job and takes a lot of pride in their work and performance. Therefore, engagement is suggested to be something someone can naturally offer, rather than it being forced (John and Ellis, 2016).
Employee engagement can also be defined as a workplace approach designed to build commitment, motivation, and well-being, and is seen as the heart of a business and the key to enhancing productivity (Macleod, 2009). Additionally, strong leadership, empowering managers, employee voice and a culture reflecting integrity and values are key drivers for improving employee engagement (CIPD, 2021). 
However, many concepts of employee engagement face criticism as some focus purely on behaviours, attitudes, working conditions or a combination of these. Whereas others suggest engagement is triggered by one thing (attitudes) causing another (behaviour). Thus, implying engagement is a complex concept and can arise from many factors (CIPD, 2021b).
Employee engagement also relates to job satisfaction, employee commitment and involvement. Organisations who actively encourage participation, provide a culture of belonging, and opportunities to develop and utilise their skills and capabilities will find their employees feel more valued, appreciated, and loyal to their employer (CMI, 2015). Employees who are committed and engaged to their organisation will perform better, prove great customer service and utilise discretionary efforts, thus giving their employer a competitor advantage (SHRM, 2006).
Meanwhile, the three-component model derived by Meyer and Allen (1991) outlines the different commitment people have to their organisations and how it can affect them: Affective, Continuance and Normative. Affective commitment is the strong emotional attachment one feels to their organisation, employees feel good about their work and have higher job satisfaction. Continuance commitment is found in those who feel they need to stay in their organisation as the fear of losing out is greater than the potential benefits of leaving. Whereas normative commitment occurs when employees feel obliged to remain at the organisation even if they’re unhappy doing so (Mindtools, 2021). 

2	Understanding the key components of employee engagement
Organisations that exhibit high employee engagement mostly find it is due to the management and culture within. Manager leadership is an influential factor to employee engagement and are often the reason why people join or leave businesses. Organisations who openly gather ideas, opinions and feelings of their staff find they are more engaged in the core purpose and are more engaged in improving the workplace culture (Bridger, 2018). 
In order for engagement to be sustainable, leaders will model the right behaviours, such as empathy and commitment, and focus on building competency within their teams. Additionally, managers will build real engaging rapports, actively deal with conflict, and provide clear communication – ensuring colleagues have a clear understanding of their role and their involvement in the business strategy (CIPD, 2012b). 
Subsequently, high engaged organisations will generally find positive and supportive relationships, with higher job satisfaction levels as colleagues are given more autonomy over their work, more career opportunities and high commitment to their job. However, high engaged organisations often experience higher burn out rates, high stress levels and unable to switch off from work, resulting in their mental and physical health being compromised (CIPD, 2019).
HR managers will also play an important role in encouraging employee engagement by implementing safeguarding processes that protect the organisations culture, values, and leadership. They develop clear, fair, and accessible policies and ensure colleagues well-being is cared for (Robinson, Perryman, and Hayday (2004). A combination of health, well-being and engagement enables sustainable outcomes and better productivity (CIPD, 2017). 
HR ensure these key drivers are communicated, implemented, and embedded into new starters and throughout the employee lifecycle (Purcell, 2004). 
CIPD (2012) identifies two types of engagement: emotional and transactional. Emotional engagement is seen in colleagues who have the desire to perform greater than is expected, often having higher levels of wellbeing, performance and modelling better behaviours. On the other hand, transactional engagement often mimics behaviour of engagement but lacks commitment, this resulting in high employee turnover as employee is less likely to perform to the requirements and responds negatively to the organisations’ relationship, showing deviant behaviour and attitudes. 
Managers are the most fundamental asset to organisations as they make things happen. Those who inspire, provide autonomy, set clear goals, offer flexible working, and support their staff drive engagement and become attractive to work for (Deloitte, 2021). 
Research shows alignment and engagement are key to achieving high performance. Employees who are aligned and engaged are more committed, motivated, and work smarter to deliver organisational objectives (Hodges, 2018). Engagement models can be used to help determine the level of engagement within an organisation. Cook (2011) refers to the WIFI model containing 4 elements that focusses on driving engagement and commitment: well-being, information, fairness and involvement. When employees feel aligned with the core values of the business, they’ll naturally become more committed.
Alignment can also improve customer loyalty, employee retention, and reduce health and safety risks. Unaligned and disengaged organisations tend to hinder their growth and see higher levels of employee absence and turnover. Additionally, aligning employee ethics with organisational core values can have a significant benefit on employee engagement (Macleod, 2009). 
Organisations can improve alignment by clearly outlining the objectives and linking them to the bigger picture, setting SMART goals and continually providing colleagues with feedback helps identifies the gap between performance and the organisations goals (Mone and London, 2018). 
3	Understanding the potential contribution of employee engagement to positive organisational outcomes
In order for engagement to contribute positively to any outcomes, organisations must firstly develop and incorporate engagement into their policies, practices, and their vision. Guest (2015) suggests this can be done by actively promoting and leading the business values, creating a culture of fairness and trust, recruiting engaging individuals whilst providing training and development opportunities, and lastly by reviewing engagement through surveys. 
When engagement is incorporated into the business strategy, the individual, the employer, and the customer will succeed. Macleod and Clarke (2009) refers to this as a triple win. However, many organisations still do not prioritise engagement and culture within their strategy. 
Shriar, (2015) argues there are ten pillars essential to employee engagement that HR should adopt into their strategy such as, regular feedback and recognition, encouraging personal growth, and focussing on employing individuals who are culture-fit. Strategies that focus on supporting performance rather than fixating on policy processes will support their employees in building high engagement (Forbes, 2019). 
Research also shows the more committed and valued employees feel, the less likely they’ll be absent from work or to leave the business. Whilst performance is the most vital outcome for organisations, retaining talent is just as important. Employees with high commitment are less likely to quit, and more likely to recommend their employer to others HR should focus on building their strategy around people and cultural matters that will in turn increase job satisfaction and customer commitment (CIPD, 2021b).
Subsequently, HR need innovative and succeeding strategies to help deal with disengaged colleagues and the negative effect their attitude and behaviours could have on the business and their peers (HBR, 2020).
The potential benefits for different parties
Research conducted by Gallup (2012) on 1.4 million employees across 190 companies found there is a strong link between employee engagement and performance outcomes, particularly in customer retention, absenteeism, profitability, and productivity levels. Gallup saw high-performing businesses outperformed disengaged businesses by 22% profitability, 65% lower turnover rate and 48% fewer safety incidents. Studies have shown the benefits organisations gain when employee engagement and customer engagement are aligned. 
In order for employee engagement to succeed it requires two-way participation from various stakeholders, from high-level senior managers down to colleagues. Senior managers are seen as the catalysts, HR as the facilitators, line managers as implementers, union representatives as enablers and colleagues as partners (CIPD, 2018). 
Shareholders
A study conducted by Tower Perrins (2009) found that businesses who have an engaged workforce saw 19% increase in profits, with a 28% growth in price per share vs a 32% drop in profits in organisations who were disengaged, benefitting both the employer and its’ shareholders. Additionally, organisations who focus on both their customers and colleagues saw higher monthly revenue and increase in customer loyalty (Gallup, 2012). 
HR
HR play a crucial role in encouraging the organisation’s culture and promoting the link between leadership, objectives, and employees. Therefore, HR are fundamental in creating high-engaged workforces (MyHub, 2019). Engaged, satisfied, and committed workers are less likely to leave their employer or be absent from work. Thus, resulting in lower staff turnover and absence rates, along with reduction in exit interviews and the need for recruitment drives. Subsequently, the more engaged the workforce are, the less issues and grievances HR will face.
Line Managers
Engaged managers who are passionate about building an engaging workforce will reap the rewards in many ways. Engaged colleagues experience greater job satisfaction and commitment, providing colleagues with trust to make the right decisions gives them a sense of autonomy and confidence, which in turn can save managers time as the team are capable of making future decisions (Roper, 2017).
When managers are provided with effective development opportunities, employees in return will be provided with more effective management, thus enhancing a healthier, engaged and high-performing workforce (CIPD, 2017). 
4	How to access and interpret employee engagement data.

Key sources of engagement data
Measuring employee engagement data is an important way for organisations to understand the strengths and weaknesses of the way they operate, and how their employees really feel, and what the main factors are that motivate or demotivate a workforce (CIPD, 2021).
There are many sources used to measure and benchmark engagement levels. For example, the Tower Perrins (2014) Global Workforce Study highlights the trends effecting employee engagement, attraction and retention whilst explaining the links between high performance and high engagement. 
Internal employee engagement surveys are now a popular method used in majority of organisations that enables benchmarking to take place and compare how engaged their workforce are against others alike (Moss, 2106)
Additionally, the CIPD Evidence Review (2021) Report and Good Work Index (2021) Report supports businesses understand what engagement is, how to measure it, what are the key drivers, and the outcomes it can lead to. 
Gallup’s Q12 Engagement Report studied thousands of organisations to understand the correlations between productivity and performance and what is important to engagement. This study is now one of the largest benchmarks available for organisations to use (Gallup, n.d).
Subsequently, the ORC International Global Perspective Study (2015) supports employers enhance their business by allowing them to understand the main drivers that cause employees to ‘stay’ ‘say’ ‘strive’ and what they can do differently to perform better.
Meanwhile the Human Capital Trends 2014 Survey covered thousands of organisations across many countries to highlight the priorities and factors that HR professionals and leaders must focus on within their agenda. The report also outlined factors that are classed as ‘urgent’, ‘highly urgent’ and ‘important’ to promoting and building engagement, retention and satisfaction (Deloitte, 2014). 
There are different types of data found within each study that can be reviewed and used to assist organisations with their employee engagement: 
· Macro-level data refers to the overall factors used to drive engagement and includes more of the underlying data that contributes to it 
· Micro-level data is more personal to each business and supports the development and managing of processes and KPI’s 
· Meso-level data is specific to each particular sector, such as public sector (Buckingham Shum, 2012). 

Key trends in employee engagement
Analysing key trends of employee engagement can provide crucial insights on the quality of employee’s experiences at work and the underlying issues organisations need to tackle. 
The COVID pandemic called for a major shift in how businesses operate. Employee retention is now seen as the most crucial focus as employers must shift their energy to training, engaging, and retaining their staff.  
Many studies have found a shift in trends particularly in the decline of employee engagement (EE). Quantum Workplace (2021) stated in 2020 EE levels had grown 3% from 2019, despite the pandemic causing major disruptions. The study found this was due to an improvement in communication between the employer and employees, flexible working was introduced giving more people a better work-life balance, and more health and wellbeing initiatives were implemented. This resulting in employees feeling happier, satisfied and trusting in their leaders. Subsequently, in January 2021 EE continued to rise to 81%, however with restrictions easing and many workforces having to return to their workplace EE levels saw a decline to 74%. This saw reduced flexibility and ability to manage their work-life balance, regardless of the 68% who had hoped for hybrid working. 
ONS, (2021) research found a clear North-South divide highlighting the highest income areas such as London, Scotland and Cheshire saw higher productivity levels. Whereas urban areas such as Manchester, Birmingham and areas of Wales had lowest levels of income but average level of productivity. Rural areas tended to show lower productivity due to commuting time and distance to the workplace.
Research also shows an increase in women fulfilling vacancies in the workplace with majority of women stating flexible working and part-time working is important to them and is a vital criteria in whether they stay or leave their employer (Engage for Success, 2021). 
IES found engagement levels varied between age groups, gender, and organisations type. Trends show a significant difference in engagement levels in age group, as the older they employee get the less engaged they become until reaching 60 years of age and display the highest of engagement levels (Robinson, Perryman, Hayday, 2004). 
Additionally, the CIPD Employee Outlook Survey (2013) found employees are increasingly working to a later age than current trends where 26% of respondents see continuing to work enhances their personal wellbeing, highlighting the importance of considering employee wellbeing in the workplace.
Furthermore, with vacancies at its highest in the UK organisations are now increasing their focus on improving pay incentives particularly within the private sector to increase retention and engagement levels. The CIPD Labour Market Outlook (2021) report showed an increase in pay from 2.2% to 2.5%, with 47% of organisations increasing wages, 44% focussing on upskilling their current staff and 20% improving job quality (CIPD, 2021c).
The future for employee engagement 
In conclusion, organisations need to analysis and incorporate current key trends in order to retain, engage and motivate their employees into their strategy. Based on key trends following the pandemic it is now important employees shift their focus to improving wellbeing, high stress and burnout, work-life balance, and remote/hybrid working if they want to retain and build high engaged and performing colleagues (CIPD, 2021d). 
Additionally, with a growing workforce of multi-generations better work life balance is becoming increasingly important with 92% stating flexibility is a main factor to selecting employers (Engage for Success, 2021). 
Further research shows employees between 40-50 have the highest workplace stress and find it difficult to balance home and work life, indicating attention to family friendly policies could increase engagement of people within these age groups. 
In the current uncertainty of change there is arguably a need for employee engagement now more than ever. Driven by high unemployment and uncertainty of the future, managers have a key role in creating and sustaining engagement, whilst HR need to incorporate flexibility and wellbeing into their strategy approach making it their top priority to rebuild (Johns and Ellis, 2016). 
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