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Introduction

People are the contribution to organisational success.  This briefing paper explains why employee engagement is vital for organisations to succeed.  Explaining key components, contribution and organisational outcomes of employee engagement with where future engagement trends are heading.     


1. Employee Engagement defined, compared/contrasted with related concepts
  
There are many definitions of employee engagement, not one is definitive.  Engagement has three components that overlap, according to the Institute of Employment Studies, namely motivation, commitment and organisational citizenship behaviour; job/work engagement is also linked to job satisfaction (Armstrong et al, 2010 and Armstrong and Taylor, 2014). 
Khan (1990) defines employee engagement as a 3-dimentional complex concept; ‘in engagement, people employ and express themselves physically, cognitively and emotionally’ relating to behaviours below:  

· Emotional: strong involvement, sense of significance, enthusiasm, inspiration, pride and challenge
· Cognitive: fully concentrated, focused in your work, time passes quickly, and one has difficultly detaching oneself from work
· Physical: high levels of energy, mental resilience, willingness to go the extra mile
The CIPD (2014) define engagement as;
“A combination of commitment to the organisation, its values plus a willingness to help out colleagues (organisational citizenship). It goes beyond job satisfaction, is not simply motivation.  Engagement is something the employee has to offer it cannot be ‘required’ as part of the employment contract”. 
Thus, emphasises on features of discretionary behaviours, which employees are not systematically engaged, this has to be offered and cannot be presumed (Johns and Ellis, 2016). 
The Institute of Employment Studies (IES) (Robinson et al., 2004), defines engagement as: 
“A positive attitude held by the employee towards the organisation and its values.  An engaged employee is aware of business context and works with colleagues to improve performance within the job for the benefit of the organisation.  The organisation must work to develop and nurture engagement, which requires a two-way relationship between employer and employee”. 

Balain and Sparrow’s (2009) engagement analysis is defined:
“Engagement happens when people are committed to their work and the organisation and motivated to achieve high levels of performance.  It has two interrelated aspects: first, job engagement which takes place when employees exercise discretionary effort because they find their job interesting, challenging and rewarding; second, organisational engagement, when they identify with values and purpose of their organisation and believe that it is a great place to work”.

Employee engagement can therefore be defined as a ‘multi-dimensional concept’, which combines various elements, which are varied from person to person as well as organisation to organisation in complexity (Torrington, Hall, Taylor and Atkinson, 2014).  

The two types of engagement levels that have been identified by the CIPD (2012) and are defined as:

· Emotional: having an ‘emotional attachment to one or more aspects of their work’ which is intrinsic
· Transactional: a person who is ‘happy to exhibit the behaviour of engagement’ although not committed to their job or organisation, will leave if they receive a better offer from elsewhere 

Therefore Kahn (1990) and CIPD (2014) have interpreted engagement as a three-dimensional concept which is discretionary and could occur on two different levels.   Organisations have to understand their own drivers of engagement in different parts of their business as ‘one size doesn’t fit all’ (Purcell, 2010).

Engagement is closely linked to other commonly used terms such as motivation, satisfaction and commitment.  Commitment to your work can be contrasted with job satisfaction, a psychological attachment or organisational identification, having three mindsets of commitment (Johns and Ellis, 2016):

· Affective commitment: employees’ positive emotional attachment to their organisation and a psychological bond which the employees offer; going the ‘extra mile’. Thus, helping achieve excellent customer services, business goals and said to be associated with organisational citizenship behaviour.
· Continuance commitment: high continuance is negative in character; by leaving the organisation the employees feels it would be too high a cost, so stay committed to the organisation due to the perceived costs and losses if they left, e.g. pension benefit, unable to find employment, loss of their standing. 
· Normative commitment: employees remain committed to the organisation because they feel they ‘ought to’; they feel obliged to stay.

Engagement is about behaviour, performance, results and outcomes.  Engaged employees show higher levels of commitment to goals and values of the organisation and motivation; the intrinsic factor, resulting in higher levels of performance outcomes.  Individuals who show discretionary effort in their work by going above and beyond, work more efficiently and effectively; customers efficiency improves along with an effective service and the feeling of job satisfaction.  Engaged employees are also said to have low levels of burnout and neuroticism, have high levels of extraversion along with good physical health, mental health and wellbeing.  This can be sustained by having HR policies in place and supportive behaviours, otherwise by not following policy process or being supportive, engagement that is too excessive e.g. work intensification and lack of work life balance, could cause a detrimental impact and cause burnout.  Burnout and mental health issues can be seen in the public sector; police having to deal with major incident causing mental health and psychological issues and are overworked and unable to take time off (Johns and Ellis, 2016).  

Employee engagement relates to much older concepts of work motivation from the works of Herzberg and Maslow with behavioural concepts from Katz’s organisational citizenship.   Maslow’s 1954 Theory is about the 5 levels of individual’s needs and their satisfaction; from basic needs to being or growth needs, the most you can be (McLeod, 2018) whereby in contrast, Hertzberg’s two-factor Theory 1959 relies on the two factors of motivation, the motivators and hygiene factors, which are intrinsic and extrinsic being recognition and reward.  Without hygiene factors, individuals become dissatisfied (MindTools, n.d).



2. HR, leadership and cultural elements and alignment between employee engagement and other organisational factors


Although there are different dimensions of engagement, Purcell (2010) identifies the building blocks of engagement, the factors which affect engagement: 

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

The blocks above indicate they are essential for engagement and stress the significance in regard to implications for HRM policies and practices, along with the essentialness; which construct and maintain management and employee relations. Thus, forming trusting relationships, job satisfaction and the terms and conditions itself.  HR policies and practices can be a factor for discretionary effort in engagement; creating an able, motivated and valued workforce.  Having in place a wide range of organisational HR policies and practices are said to develop ability, motivation and opportunity.  Managers that implement HR reward, policies and practices, support and execute organisational values and cultures will influence and enhance discretionary effort and performance outcomes (Johns and Ellis, 2016 and Armstrong, 2010).
 
The four enablers of engagement are four themes that David MacLeod and Nita Clarke researched in Engaging for Success 2019.  These are key to ensuring engagement is successful.  The lenses of the four enablers help in organisations effectiveness and ACAS (2014) believe are the main drivers in high engagement, according to the MacLeod Report (2009) which uncovered the four enablers of Employee Engagement:

· Strategic Narrative: ‘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, p31), the story of the organisation that everyone is a part of, it’s strategy, culture, vision, missions and goals.

· Engaging Managers: managers empower not control and restrict, appreciate contribution and effort by rewarding capabilities and value individuals; employees work is organised efficiently and effectively ensuring they are supported in their job, provide coaching and training when required. Employees showing commitment and job satisfaction.

· Employee Voice: expressing any concerns and views, acknowledging that employees’ opinions count and can make a difference.  Listening to employees, involving in decision-making, this can also be via employee representatives or trade unions, one to one discussions or team meetings.

· Integrity: trust within the organisation and management; managers/employees behaviours create a culture that lives by its values; following process, addressing dysfunctional behaviour, enables employee trust, integrity, equality, diversity and fairness.  Excellent working relationships with peers, seniors and subordinates.

By increasing engagement in organisations helps develop a positive culture in the work environment; it encourages a positive attitude to work, reducing stress factors and the importance of social interaction.  Guest (2009) mentions effective leadership creates high engagement, organisational values are adhered to and employee work and wellbeing are supported.  Job design planned in order to enable employees to contribute their knowledge and skills; enabling employee voice and appropriate resources to effectively perform.

According to Armstrong and Taylor (2014) line managers are key in areas such as job design, learning and development including leadership, performance and reward management.  Gallup reported by Coffman and Gonzalez-Molina (2002) managers should emphasise engagement through:
· Informing employee of their strengths
· Continuously feedback to employees on how they are using strengths
· ‘Clear the path’ in order for employee to do what they do best
· Employees success is through commitment and trust
· Challenging employees in areas of strengths
· Building the talent of employees’ skills and knowledge into strengths
· Employees own their creation and outcomes.
Herzberg’s intrinsic motivation and engagement can be through the meaningfulness of the work; its challenges, development opportunities, career advancements and self-fulfilment (Armstrong, 2010).

J Adams’ Equity Theory (1963) of motivation states “positive outcomes and high levels of motivation can be expected when employees perceive their treatment to be fair”. 
It balances levels of inputs such as commitment, loyalty and trust in superiors against the outputs such as recognition, responsibility and sense of achievement in individuals, which a healthy balance is equal.   If the balance is in favour of the employer, the employee may want to rebalance the inputs and outputs and ask for compensation or recognition; in some employees this can demotivate or even see individuals seek alternative employment (MindTools n.d.a).   

A bundle of policies and practices can be defined as High Performance Work systems (HPWS) which attract, retain and engage employees, known as ‘best practice’; they help employees to achieve high levels of involvement and commitment in their own performance (Taylor, 2016).

High commitment and loyalty in relationships form when line manager’s and workforce have a positive relationship.  Job satisfaction and commitment leads to high levels of performance, forming a positive psychological contract.  Discretionary effort   from employees going above and beyond in their commitment to work (CIPD,2018b).   
 


3. A vital dimension of HR strategy and practice, potential benefits of high employee engagement 


Employee engagement is a vital element of all organisations and should be placed at the heart of business strategies, people are central to the success of organisations; according to the MacLeod Report (2009).   Engagement is about behaviours, performance, results and outcomes.  Engaged employees are happy, committed and positive in their work; resulting in less sick absence, accidents, conflicts, grievances and less turnover of staff.  Employees taking pride in their work and are loyal to the organisation by going the ‘extra mile’, thus resulting in discretionary effort and helping colleagues by displaying organisational citizenship; teams, departments and divisions will work more effectively, thus improving efficiency and customers receiving a better service.  Productivity therefore increases along with achievement of business outcomes. Most organisations focus on profitability, but public sector organisations concentrate more on resource efficiencies, service delivery and customer feedback.
This leads to high levels of performance which leads to a positive psychological contract (Johns and Ellis, 2016).  

Tower and Perrin 2007/2008 Global Workforce study (2009) demonstrated the links between high engagement and high performance.  The study found that organisations with high engagement levels benefited from a 19% increase in income and 28% growth in earnings per share, but organisations with low engagement resulted in a 32% drop and a 11% decline in earnings per share. 

Saks, (2006) and Harter et al (2002) have also said that organisational commitment is associated with high levels of employee engagement, customer satisfaction, employee loyalty, profitability, productivity and safety.

By achieving positive and improved results and outcomes enables staff motivation and wellbeing.  It is said that employee that are engaged will promote the organisation as being a great place to work; an employer of choice; whereas in contrast non-engaged or disengaged employees are unmotivated and unproductive (Johns and Ellis, 2016).

According to Armstrong (2010) organisations see engagement as an important factor, high levels of engagement can maximise discretionary behaviour, aligning actions with organisational needs.  Organisations can see the following benefits:

· High productivity/performance; engaged employees perform 20% better than the average (Conference Board, 2006)
· Lower staff turnover; engaged employee are 87% less likely to leave (Corporate Leadership Council, 2004)
· Improved Safety (Vance, 2006b)

Gallup (2006b) also stated earnings per share in companies with higher engagement were 2.6 times more than organisations with below-average engagement scores.

According to Stairs and Galpin (2010), high level engagement can relate to the following:

· lower absenteeism and higher retention of staff 
· increased effort and productivity
· quality improvement resulting in reduction of error rates
· increase in sales
· higher profitability, earnings per share and shareholder returns 
· enhanced customer satisfaction and loyalty 
· increased business growth
· increased likelihood of business success. 

Engaged employees are better performers, innovative and are likely to stay with their current employer, they have high levels of wellbeing (Alfres et al, 2010).

Many Gallup studies have demonstrated that customer and employee engagement working in tandem gain massive benefits; each can feed off each other. An American retail store that satisfied both customers and their employees received higher profit margins than stores that just targets one, similarly Hutchinson and Purcell (2003) reported similarity when they compared four Tesco stores in the UK (Johns and Ellis, 2016).

‘Best practice’ principles link with high levels of organisational performance, having a reputation in the labour markets and status of ‘employer of choice’;  attracts, motivates and retains a highly engaged and committed workforce, demonstrating discretionary effort by going above and beyond in their work; having increased job satisfaction which enables the workforce to work harder in achieving improved performance and positive customer outcomes.  Employees are said to be more innovative and creative, accepting change positively when there are HPWS’s (Taylor, 2016).



4. Summary of key sources of data


Key sources of data can be identified from various employee engagement-related reports by the CIPD Employee Outlook Survey, Gallup, Towers Perrin, organisational engagement/staff surveys, sickness rates, turnover of staff, performance reports, policies and procedures, organisational culture and the influences of business strategies which leads to the ‘big idea’.   Engagement needs to be integrated and embedded within the organisational vision, policies and practices, some examples are summarised below (Guest, 2015 and Johns and Ellis, 2016).

[bookmark: OLE_LINK1]Shriar, (2015) believes everyone should love their job, be happy, healthy and productive in their work, never stop learning, believes engaging workers on an emotional level is important.   The 10 Essential Pillars of Employee Engagement:
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· According to Gallup ‘you should be praising someone at least once a week’.
· Engaged employees are more productive.
· “if you are happy in your work and enjoy a few people you work with, you won’t be actively looking for another job”.
· Researchers in the UK link happiness and productivity, suggesting happy employees are 12% more productive. 
· A Deloitte study revealed praising a co-worker is more powerful than receiving praise from a manager. 

CIPD, UK Working Lives Survey Report (2018c) defines the 7 dimensions affecting job quality being key drivers of productivity, wellbeing and engagement;

[image: ]
The 2019 UK Working Lives Report has introduced the international comparators for the 7 dimensions and is focussing on work-life balance and flexible working. The 7 dimensions below (CIPD, 2019a):

· Pay and Benefits
· Employment Contracts
· Job Design
· Work-life Balance
· Relationships at Work
· Voice and Representation
· Health and Wellbeing


5. Key trends, differences linked to gender, demographic and other factors

Trends in the CIPD Employee Outlook Survey stated that UK employee engagement was stable at 35-39%.   Other key results mentioned that more women were engaged in their work than men and under 35’s, around a quarter felt engaged compared with around 40% of over 35’s. Employees on flexible contract were more engaged emotionally and satisfied and more likely to speak positively about their organisation than employees who are not on flexible contracts (Johns and Ellis, 2016).  The Labour Market Outlook Report 2019 said that 41% have reported difficulty in filling vacancies over the past year; 52% of employers have therefore increased their starting salaries to attract the right candidates.  Median pay is set to increase by 2.5% in the private sector and 1.5% in the public sector (CIPD, 2019b).


6. Evaluative summary: future of employee engagement

The next 10 to 15 years of employee engagement will see the younger generation having a higher expectations culture wise; more agile working, flexibility, people working from home, informal arrangements. The Gig economy has seen online platforms of work e.g. uber, easy car and Deliveroo.  Powwownow 2018 state 75% of UK employees want the option of flexibility in their work, which this trend is set to increase in 2019; hot desking, remote working through cloud; flexible working is said to improve work-life balance.  An increase in automation/AI is said to help transform recruitment processes, although in the USA they have seen problems in regard to discrimination in ethnic groups in the process.  The Gig economy according to McKinsey Global Institute estimates 20-30% of the population have spent some time in the Gig economy, of which is set to increase in 2019.  Gig working give flexibility in the choice of when people want to work. McKinsey found 70% chose the Gig economy out of choice giving greater autonomy and flexibility.  Employers also having benefits in not having to pay time off and sick pay; they are employed on demand to fulfil short term goals.  We will start to see an increase in the Generation Z’s group in 2019 onwards; those born after 1996.  This group of individuals are tech-savvy, value hard work and digital focussed, but cannot distinguish work from their social life, requiring flexibility.  Apprise Mobile found that 36% of managers found managing Generation Z’s difficult, 26% believe they are difficult to communicate with.  Generation Z’s have grown up with the recession, less confident and cautious and more risk adverse than the Millennial generation.  Workplace diversity and work-life balance is said to increase this year.  Millennials, although form a large part of the workforce, will be followed by Gen Zers whom will be harder to impress and retain.  Companies are starting to make perks and benefits important for Gen Zers, in that they are adopting points as reward systems for employees to redeem.  Supplying free snacks, breakfasts, napping rooms, paid holidays, free fitness membership etc.  Diversity and inclusion are an engagement strategy necessity; gender equality will see women empowerment and women being a massive part of the workplace and safety.  Career growth will be a top employee engagement trend; Gen Xers and Gen Zers wanting growth opportunities, companies needing to invest in learning, development and mentoring programmes.  These generations won’t stay in stagnant employment they will move on.  Workplace and mental wellness with a stress-free work environment are to set the trends in 2019 (CIPD, 2019a, naturalhr, 2019 and Vantage Circle, 2019).


Conclusion

Senior/line Managers are central in creating and sustaining engagement.   These elements should be embedded and developed to form the organisational culture; the ‘big idea’ the transformational vision and should be integrated into the organisational strategy.  Role model management which is continuous and consistent; managers that encourage team performance and development; enabling employee voice, keeping employees relevantly informed; collaborative working of teams, departments and functions avoiding silos and focussing on customer-centric success; employee well-being and health and safety is paramount; performance outcomes and goals; challenging the status quo; organisational talent, high-performance and continuous learning and development, accessible HR policies and practices.  These practices are said to be key in employee engagement which is forever evolving and essential to an organisations culture (Johns and Ellis, 2016).
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1.    Recognition
2.    Feedback
3.    Relationship with colleagues
4.    Relationship with managers
5.    Satisfaction 
6.    Company alignment
7.    Employee happiness
8.    Employee wellness
9.    Personal growth
10.  Ambassadorship
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•      Workers tend to regard themselves as appropriately paid (45%),  
                     but more than a third (36%) do not. Strong employee voice is associated 
                 with pay that is seen to be fairer. 



•      Women are more likely to feel underpaid than men, due to occupations 
                 and sectors in which they are more likely to work. 



•      Most positive rating online management is the basic courtesy of 
        showing respect (74% positive). 
•      Greatest areas for improvement in line management lie in giving useful 
        feedback (22% negative), an important factor in performance 
•      We find that employees tend to be satisfied (56%) with the opportunities 
        they have to express their views to senior management. 
•      The most commonly offered non-pension benefits, are Christmas/Summer 



                 parties (48%) enhanced leave (45%)
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