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[bookmark: _Toc94186850]Defining employee engagement and an explanation as to how it relates to other concepts such as organisational commitment, employer involvement and job satisfaction.
Employee engagement has been defined in various ways over the years. Khan in 1990 describes it as “three dimensional”, defining it as to, “express themselves physically, cognitively and emotionally” (Khan, 1990, p.694). The CIPD on the other hand, define employee engagement as, “beyond job satisfaction and is not simply motivation. Engagement is something the employee has to offer: it cannot be ‘required’ as part of the employment contract” (Johns and Ellis, 2016, p.81). The CIPD differs to Khan in that they state it is two dimensional:
1. Emotional engagement – a role whereby you cannot clock off as soon as the shift ends, there is an element of emotion to the role. For example, working in the NHS, police, social services etc.
2. Transactional engagement – a role which is purely transactional. The employee turns up and does the job for the financial benefit. Key indicators of this are clock watching and a high turnover of staff. (CIPD, 2021)
Both are similar in that they recognise some employees have that emotional connection to their role and others do not. However, the CIPD tend to be more black and white with their approach in that you are either in a role where you have an emotional attachment to the customers or not. In short employee engagement is how an organisation can encourage every individual to “give their best” (Engage for Success). 
Employee engagement is closely linked to employee commitment. Those who are actively engaged will also be committed to their roles and positive outcomes. Johns and Ellis summarise “three mindsets” with regards to employee commitment (2016, p.82):
1. Affective commitment – an individual who is positively attached to their organisation and demonstrating discretionary effort and organisational citizenship.
2. Continuance commitment – someone who hates their job but stays because the benefit package is attractive. Research has shown this is more common in the public sector.
3. Normative commitment – an employee who stays with their organisation because they feel they should. For example, the organisation may have supported that individual during a difficult period such as a family bereavement. 
Employee involvement is key to employee engagement. Line managers have a key role to play in this, by listening to their teams, employees feel involved in the decision-making process and more commitment to the organisation (ACAS, p.6). MacLeod argues that the more an organisation involves their employees, the more that employee will think about their personal needs and how both their needs and those of the organisation can be delivered together. This in turn, leads to increased commitment (2015).
The Deloitte report alludes to job satisfaction, whereby an individual feels their needs are being fulfilled in their roles (of which employers have a huge part to play). Where an employee is nurtured, listened to and developed, job satisfaction and commitment is likely to occur which leads to discretionary effort, excellent performance and organisational outcomes being met (Korsh and Gilmartin).
In the CIPD’s 2015 Outlook report, they mention that 31% of non HR leaders felt HR should be focusing on employee engagement when looking at cost management. Whereas this factor did not appear in HR’s list of what they were actually going to look at (p.12). This indicates that interest in employee engagement has become increasingly important to HR in the past 7 years. 

[bookmark: _Toc94186851]Main Body
[bookmark: _Toc94186852]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.
Leaders have a key role to play in boosting employee engagement. Trust, integrity, commitment and communication lead to employee engagement, and they drive this (Engage for Success). Sanders argues that trust in leaders has generally declined over the years, and that the role of line managers in regaining that trust has climbed. It is crucial that they achieve this to ensure their human capital are working to maximise efficiency and continue to be productive as well as reduction in staff absences (2012, p.2). 
“Project Oxygen”, an initiative by Google looked at the impact line managers had on employee engagement. Employees were asked to give feedback on their supervisors and Google summarised that:
· There was still a requirement to have line managers
· Line managers had a huge impact on employee development
· A good leader could be summarised in 8 points:
1. A coach
2. Empowerment by giving teams responsibility, avoiding micromanaging
3. Someone who genuinely cares about their team members’ personal and professional lives
4. Outcome focused
5. Excellent communication skills
6. Willing to assist in career progression
7. Communication clear and achievable goals for their team members
8. Possess the skills to do their role well and lead well. (Shriar, pp.51-2).
Excellent leadership and a strong workplace culture are intrinsically linked. Good line managers who communicate the goals of the organisation, make their teams feel valued and demonstrate a high level of trust between them and their teams, are more likely to promote a positive culture. A manager is the in-between between the individual and the organisation as a whole, the line manager dictates the actual reality of someone working in that company and is often the difference between a positive and a negative experience, an engaged or a disengaged employee. They are communicators and the reality of the organisational culture and arguably this is part of the motive as to why individuals clock into work – to be part of something bigger (ACAS, p.4). Employee engagement then, links into other key organisational factors such as productivity and profit margins as an engagement workforce is more likely to demonstrate discretionary effort. 
[bookmark: _Toc94186853]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.
Johns and Ellis summarise the benefits of employee engagement to HR strategy and practice (2016, p.90):
· Potential to increase profits and success within the organisation
· Customer satisfaction
· Improved commitment and subsequent decreased staff absence
· Higher staff retention
· A social and engaged workforce
· New ideas, diversity and creativity enabling the workforce to remain modern and forward thinking. 
Organisations considering implementing a new HR strategy to achieve one or more of these benefits, must be able to justify the positive impact it will have on the stakeholders. Each organisation is different and thus various strategies may be successful for one and not another (Johns and Ellis, 2016, pp.90-1). 
If an employee knows where they sit in the organisation, and how their work contributes, then this generates commitment, respect and consequently increased employee engagement (Engage for Success). 
ACAS simplify the link between strategy and engagement (p.5):
STRATEGY  CONTEXT  VOICE
Strategy – organisational goals devised by senior leaders within the organisation
Context – line managers delivering these expectations
Voice – giving employees a voice so that they turn these goals into reality through commitment to the organisation.
ACAS describe the case study of East Midlands Strategic Health Authority. In this scenario, the organisation was wishing to implement a new employee record system. This required a cultural shift. By engaging with employees in focus groups, employees were given a voice and a safe space to discuss general concerns with the organisation. This benefitted the organisation because it consequently made it more efficient due to the feedback in these forums (p.17). This had a positive impact on various stakeholders: the employees who now felt valued and listened to, as well as the customers who received a better quality service due to the positive workforce.
Employee voice is particularly important during a change process. This honest communication and employee involvement falls in line with organisational strategy. Day Lewis Pharmacy Group pose an example of this. The trust their leaders developed with their teams enabled them to make change for the betterment of the organisation (Sanders, 2012, p.2). This had a positive impact on the leaders of the organisation who were consequently able to implement their desired changes.
It should also be noted that the economy and us as a society are stakeholders who are impacted by the success of UK businesses. Successful businesses lead to a better economy with good employment rates which lead to an increase in national income and spending (CIPD, 2019, p.2). 
[bookmark: _Toc94186854]Summarise key sources of employee engagement related data, citing different examples.
Deloitte argues in their 2018 report that organisations still have work to do in fulfilling employee needs, which suggests that organisations are starting to take note of employee engagement, but that there is still work to be done. They specifically focus on staff wellbeing and how potential new recruits seek out this information as an indication as to what their relationship is likely to be like between them and their perspective employer (Korsh and Gilmartin). In their High Impact Reward research, they noted well-being and engagement have a direct relationship. Those with excellent well-being plans were 11 times better in their performance. The 2018 Deloitte report also nods to the necessity of a positive employee experience in general: flexible and prepared to promote a healthy work-life balance. The aim is to achieve “long-term loyalty” and they summarise this by striving to achieve: reward, well-being and recognition (Korsh and Gilmartin). 
Shriar explains that there are 10 metrics whereby one can measure employee engagement. There are many research studies regarding employee engagement contained in this work:
1. Recognition
Shriar in his report, argues that regular praise and recognition is vital to promote employee engagement. He explains that this wears off quite quickly, therefore individuals try and replicate the actions they demonstrated previously to gain that praise and the feeling it brought. He argues that repetitive praise results in sustained excellent performance (pp.8-11). This in turn is likely to benefit the organisation because it encourages improved performance. In 2012 the American Psychological Association conducted a study which identified that over half of employees asked stated that they were actively looking for work due to a lack of praise (Shriar, p.13). Thus, a lack of praise can result in falling retention rates, a lack of experience (as unhappy employees will look elsewhere for work), and general fall in the success of the organisation due to the talent and motivation of the workforce. Furthermore, in a Gallup survey, those employees who received regular recognition were more likely to stay in the organisation and were more productive (Shriar, p.14).
2. Feedback
Feedback was also identified as important to employee engagement. Feedback allows for constructive criticism and for individuals to develop. In Gallup’s 2009 research, they nod towards the importance of line manager feedback. For example, they discovered that employees whose strengths were noticed were 30 times more engaged (Shriar, p.20).
3. Relationship with colleagues
In Gallup’s Q12 survey, they enquired about whether an individual had a best friend at work. This was an important question for them because they saw that having someone to rely on and confide in in work had positive effects. Some of those listed were:
· They were a source of praise 
· They felt they were listened to and therefore empowered (Shriar, pp.56-7)

4. Relationship with management
According to Shriar, “75% of people that quit their jobs quit their bosses” (p.49). He argues that the line between personal and work lives is blurring. It is important to consider the impact on online managers here, who should be taking a professional interest and providing support which can be much more difficult remotely as it does not allow for sporadic conversations which may have ordinarily have taken place in the office. This ensures individuals remain focused (Shriar, p.50). In addition to this, research conducted by Centre for Creative Leadership concluded that empathy plays a huge role in employee engagement, as a line manager who listens is more approachable and therefore any issues are likely to be resolved at an early stage because employees feel comfortable in talking to their managers (Shriar, p.51). 
5. Job satisfaction
Contrary to traditional belief, individuals do not only consider pay when considering the concepts of reward and job satisfaction. Total reward considers the entire package of working for an organisation: pay, benefits, empowerment, development, etc. (Shriar, pp.76-81). Those who are satisfied are more likely to stay, higher retention rates lead to better experience and sustained good performance. That is not to say pay is not important, the CIPD found that those satisfied with their pay were usually happy overall in their jobs (2019, p.14). 
6. Alignment to company values
“Tasty Catering”, an organisation in the USA, relied heavily on its employees using their core values as a means of making decisions. As a result of this, the organisation became more efficient and profits rose by 142% in one year (Shriar, p.71). 
7. Happiness
Research has suggested that, “happy employees are 12% more productive”. Happy employees are more likely to be productive employees – aligning to expanding HR strategy (Shriar, p.25). It is suggested that those who have a motive to achieve a goal, are more likely to work harder to achieve it. Therefore, if the human capital in the organisation are committed, they are likely to perform better (Shriar, p.27). 
8. Well-being strategies
Those employees who are well in themselves are more likely to have boosted energy levels and less likely to be absent from work with sickness. This results in better performance, working towards organisational goals (Shriar, p.35). 
9. Individual growth
[image: ]California State University conducted research regarding autonomy at work and its relationship with motivation. To summarise, those employees who carried out interesting work, were more engaged than those who carried out easier but more mundane work. This concluded that the content of the work being completed had a direct impact on growth as these individuals were more willing to carry out more challenging work (Shriar, p.66). 
10. Ambassadorship
Ambassadorship is how an individual from an organisation “promotes” their workplace (Shriar, p.83). Those promoting their workplace, potentially increases future talent pool and company reputation. This all contributes to the success of an organisation.
The CIPD reported that the UK came 24th out of 25 countries with regards to employees being satisfied with their work-life balance as demonstrated in table 2 (2019, p.7).

[bookmark: _Toc94186855]Outline the findings of recent studies on employee engagement, including the extent to which gender, demographic and other factors influence levels of engagement.  
In 2019, the CIPD discovered there was still a large inequality in the work-life balance of men and women. As mentioned previously, a healthy work-life balance has been recognised by many practitioners as a key driver in employee engagement (p.6).
[image: ]
(CIPD, 2019, p.8)
The figure 1 above demonstrates how on average it is women who work less hours than men. Typically this is due to caring responsibilities which still tend to fall on them (CIPD, 2019, p.6). This could result in a dip in well-being, another key factor which contributes to employee engagement, as women try and juggle their responsibilities. Line managers should be working hard to mitigate this by providing necessary support where possible for example, working with the individual to produce a mutually beneficial flexible working application. The report also found that those who were afforded this flexibility had increased levels of job satisfaction (CIPD, 2019, p.13). As identified earlier, higher levels of job satisfaction lead to higher levels of employee engagement. 
The theme of work-life balance runs through the report, with the CIPD mentioning the effects of commuting to work for example. It was identified in this research that commuting was seen by respondents as a waste of time. Demographics can effect this, for example, on average the commute takes longer in cities than in rural areas, particularly in London. Furthermore, the report found that those areas which had a greater proportion of less skilled workers had a lower commute time (2019, p.9). They found that the average commute for a UK worker was, “3 hours 45 minutes per week” (2019, p.6).
BAME employees should be considered too. Gallacher explains that 44% of BAME employees “felt afraid to ask for emotional support at work” (2020). This can be detrimental to an organisation as these individuals are less likely to have trust in their line manager and that voice which feeds into a culture of empowerment and commitment.  
The report also emphasises the importance of matching the right level of work to an employee with the relevant qualifications. Boredom can be massively detrimental to organisational growth. Alternatively, an employee given work above their competency level could result in feeling stressed – having a detrimental impact on their mental health. This could also lead to increased levels of staff absence due to sickness (CIPD, 2019, p.29). 
[bookmark: _Toc94186856]Conclusion
[bookmark: _Toc94186857]Conclude with a balanced evaluative summary of the future of employee engagement.
In an uncertain labour market, whereby employees are threatened by a lack of job security, the future of employee engagement remains volatile (Lockey et al, 2020, p.3). RSA discuss the concept of “good work” in combatting the difficult labour markets which have been made worse by the recent Coronavirus pandemic. The report nods towards the influence in technology in changing the modern world and worker expectations. “Good work” is summarised in the following 5 points (Lockey et al, 2020, p.4):
1. Economic security
2. A positive working environment 
3. An environment for learning and development
4. Freedom
5. A nurturing environment
The report also suggests the following methods in achieving this, “social contract” and “good work” are as follows (Lockey et al, 2020, p.5):
· Working hard to give employees a voice; listening to individuals and trade unions to achieve positive outcomes
· Giving individuals choices for example how the data gathered about them is stored and used
· Supporting employees, physically, mentally, financially etc.
· Providing opportunities to employees to upskill.
Johns and Ellis argue that during these uncertain times, employees will not necessarily demonstrate and increase in commitment and engagement. Rather, one should not assume that having a job is the same as being engaged. Furthermore, they add that many are only concerned with their own personal situations and do not look at others struggling and the wider picture. Consequently, they may not view their position as one they should be grateful for and should work hard to remain in (2016, pp.92-3). 
One should note however, that since these works were published the labour market has shifted. It is now being referred to as an, “applicants market”, meaning demand for labour is such that certainly in the private sector, candidates can be more demanding in their benefit package with a potential organisation (XpertHR, 2022). One could argue then, that employee engagement in an attempt to gain better staff retention rates have never been more important.
Other academics such as Purcell and Truss et al suggest that employee engagement should be here to stay and that academics have only begun to scratch the surface of the research in this field (Johns and Ellis, 2016, p.93). Moreover, many believe that employee engagement will act as a catalyst in reforming and promoting other HR work such as (Johns and Ellis, 2016, pp.93-4):
· Emphasis on managers leading from a top-down approach, do as I say will no longer suffice, coaching their teams and leading by example
· Greater recognition of employee voice
· Customer focused organisations – how can we utilize the skills and diversity in our workforce to provide the best service/product for our consumers?
· Focus on employee well-being
· Performance remaining as a top priority but being more flexible in how we measure this.
Peter Cheese suggests that employee engagement is only going to become more important and that the “energy” an employee brings to the organisation will have a direct impact on whether or not they reach their goals. Furthermore, he highlights that managers have a key part to play in shaping this energy, but ultimately it is the individual who has total control over it (2014, p.8). Reddington concludes a similar summary to Cheese in that employee engagement is here to stay and will only be more critical to organisations reaching their goals (2014, p.30). However it is fair to summarise that this is no easy task and each organisation will need to be considerate in their approach and responsive to their employees’ specific issues. 
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Table 2: Country rankings of an international
index of work-life balance

Work-life balance rank Country
Hungary
Estonia
Austria
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Lithuania
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Chile
Japan
Slovenia
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Mexico
Finland
United States
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Germany
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New Zealand
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Belgium
United Kingdom
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The UKWL survey gives us insight into a more detailed range of aspects of work-life
balance. We now look at these in turn, considering working hours, commuting time, work-
life balance and flexible working practices.

Working hours

The median hours per week spent working in the UKWL sample overall is 37.5 hours. This is
consistent with the UK average reported in government statistics collected, for example, in
the Labour Force Survey, which estimated usual hours per week at 37 hours for the quarter
July-September 2018.2#

Time spent in work remains highly gendered, reflecting differences in levels of part-time work
between men and women. In line with UK estimates, our survey shows that more than two

in five (45%) women employees work part-time compared with one in seven (14%) men (see
section 5 for further discussion on contractual status). However, we do find consistency in what
constitutes part-time or full-time work for men and for women: mean full-time hours are around
40 hours per week, and part-time hours are around 21 hours for both men and women.

Figure 1: Broad employment status, by gender (%)
Employed full-time I 7

(30 or more hours a week) 48

Employed part-time I 12

Self-employed -1‘45

Base: all employees (n=2,707 male; 2,429 female)

Overwork

Presence of overwork is likely to impact negatively on how people balance work with
the rest of their lives. Hours overworked is measured by the difference between reported
usual hours of work and preferred hours of work ‘taking into account the need to earn a





