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1.1 Define employee engagement. 
There have been a number of attempts over the years to define the concept that we know as employee engagement. The first started with Kahn (1990) who commented that ‘in engagement, people employ and express themselves physically, cognitively and emotionally’. This definition suggests that employee engagement is a complex three-dimensional concept, all relating to an internal state of being. 
As detailed in their 2009 report to the UK government, MacLeod and Clarke provide a different perspective and define employee engagement as ‘a workplace approach designed to ensure that employees are committed to their organisation's goals and values, motivated to contribute to organisational success, and are able at the same time to enhance their own sense of well-being’.
The CIPD (2012) agree with the notion that this topic can be complex, and further suggest that engagement can be on two levels: emotional, a desire by the employee to do more (and receive more) for the organisation than would normally be expected, and transactional, shaped by concerns to earn a living and do the minimum required.     
The variety of definitions over the years has brought on criticism, Rob Briner (2014) argues that due to the lack of an agreed definition of engagement and potential overlap with other existing ideas, there is little evidence to prove the validity or reliability of engagement itself. 
Perry Timms (2020) goes further and argues that E should be a focus on Energy and not Engagement, stating that energy is crucial for overall wellbeing, not just for performance.   
1.2 Compare and contrast employee engagement with other related concepts.
Organisational commitment and work motivation are two smaller concepts that sit under the large umbrella known as employee engagement. (CIPD, 2019) 
Commitment refers to the feeling of attachment and loyalty to the organisation (Armstrong & Taylor, 2017, P.207) and although there is a notion that commitment and engagement are potentially identical, there are also many theories that see commitment as part of engagement but not equivalent to it. (Salanova et al, 2005). 
The Institute of Employment Studies (2004) found that there are several different types of commitment, with some having more in common with engagement than others. ‘Affective’ commitment was found to have the closest relationship with engagement as it emphasises the employee’s positive emotional attachment to the organisation. This is similar to both Kahn and the CIPD’s definitions of employee engagement as discussed above. Furthermore, by contrast, they claim that ‘structural’ commitment is least connected to engagement as it relates to a transactional relationship between employer and employee, whereby the employee stays simply because there is no good reason to leave. 
Motivation can be described as ‘the strength and direction of behaviour and the factors that influence people to behave in certain ways.’ (Armstrong & Taylor, 2016, P192) It is further broken down into two types; intrinsic, whereby employees feel their work is important, interesting, and challenging, therefore motivated by the work itself. And extrinsic motivation, when things are done intentionally to motivate people, for example pay rewards. 
The element of motivation most related to engagement is intrinsic, as engaged employees feel their jobs are an important part of who they are. However, it is important to note that they are two separate concepts, motivation can be described as the ‘why’ whereas engagement is more like the ‘what’. 
2.1 Describe the typical HR, leadership, and cultural elements likely to be found in an organisation characterised by high levels of employee engagement.
2.2 Evaluate the need for alignment between employee engagement and other organisational factors.
There is no magic formula that organisations can use to increase employee engagement levels as there is no ‘one size fits all’ approach. However, throughout their research MacLoed & Clarke (2009) identified four common themes shared by those organisations with high levels of employee engagement, they called these the four enablers of engagement:
1) Strategic Narrative - When employees are provided a strong strategic narrative for them to understand the relationship between their job and the vision and aims of the organisation. 
This particular theme is also supported by Dan Pink (2010) who recognised the need for a shared purpose. 
I have personally experienced this during my time in the Royal Air Force, although I worked in Personnel, I was always reminded of how my job role impacted the overall purpose of protecting the people of Britain. For example, by quickly identifying and correcting a pay query for a Pilot, meant that was one less thing they had to worry about when focusing on flying. 
According to the 2019 CIPD Working Lives report, less than half of respondents agreed that they were motivated by their organisations core purpose, and almost a quarter felt their work does not provide a useful contribution to society. If we follow Mcloed’s enablers, this suggests that these workers are not highly engaged. 
2) Engaging Managers - Managers who focus on their teams, treating everyone as an individual and offering scope and levels of autonomy. They spend time coaching and developing their teams ensuring they are equipped and supported.  
It is fair to say that this enabler is one that is agreed throughout a number of research reports (Purcell, 2010; Hakanen et al, 2006; Macey and Schneider, 2008) and is believed to be a key element to engaging employees. Personnel today (2012) state that a Manager can become engaging if they; Be visible and approachable, make people feel valued, follow through and be consistent, treat people with respect, reduce the sense of hierarchy within teams, ensure people understand how they fit into the organisation and what is expected of them, use mistakes as a learning opportunity and look for opportunities to stretch and develop people. 
3) Employee Voice – When employees views are sought out, listened to, and acted upon. They are seen to be at the heart of the solution rather than the problem. 
A CIPD sponsored research project focusing on employee engagement, found that employee voice has a clear association with greater employee engagement. The rationale behind this is that employee voice leads to higher levels of trust in senior leaders, along with a better relationship with line managers, both of these are also related to employee engagement. (CIPD, 2014) 
John Lewis and Partners are a great example of an organisation providing its employees with a voice. The partnership is the UK’s largest employee owned business, where employees are at the centre of everything, including business decisions. (John Lewis & Partners, n.d) 
4) Integrity – When the advertised organisational values are lived up to in day to day behaviours. 
This has been such an important factor throughout the COVID pandemic with some organisations rising to the challenge, while others make rash decisions with major impacts to their employees. 
I have been lucky enough to work for an Organisation who has followed their values of commitment, professionalism, honesty, and teamwork. Tai Tarian made a commitment to all employees that they would receive full pay (regardless of furlough) throughout the pandemic and asked all staff to simply ‘do what they could when they could’. This is far from the response of Weatherspoon CEO Tim Martin, who reportedly told his staff to go work in Tesco as they would not be paying them salaries until they could claim from the Governments furlough scheme. (Daily Mail, 2020) 
The traditional annual staff survey has been described as a transactional short-term fix to engagement, with organisations not really understanding the data output and what to do with it. It is suggested that organisations need to have a more transformational approach, whereby engagement is part of the strategic focus.  This means aligning engagement with other factors, such as performance management. A recent Harvard Business Review Survey (2019) found that those organisations that stated they ‘do a good job linking performance and engagement to business outcomes’ outperformed the other respondents on a number of business metrics, including; revenue growth, customer satisfaction, productivity and profitability. 
3.1 Explain why employee engagement is an increasingly vital dimension of HR strategy and practice. 
It is believed that high levels of engagement can have a positive impact on a number of Organisational factors. 
Starting at the top with organisational performance, research has shown there is a correlation between measures of engagement and higher performance. (Bailey et al, 2015) (Engage for Success, 2012).
A significant piece of research to support this claim is the Towers Perrin 2007/2008 Global Workforce Study, which observed 50 global organisations over a one-year period. The findings were:
Organisations with employees with high levels of engagement
· 19% increase in operating income 
· 28% growth in earnings per share
Organisations with employees with low levels of engagement
· 32% drop in operating income 
· 11% decline in earnings per share
(Taylor & Woodhams, 2016, P.85)
However, there are also some organisations that do not necessary believe in engagement but are still classed as high performing. Netflix is a great example of this, the CEO set the expectation that if an employee is not happy, they should not stay, and that an employer should not keep unhappy people (Inc., 2018). Considering the success of Netflix, I find this approach really interesting. 
Another important factor to discuss is the changing workforce trends. Gallup (n.d) reports that 21% of millennials changed jobs within the last 12 months, compared to just 6% of non-millennials. This trend comes with a large financial burden to organisations. 
Gallup believe an anecdote for moving jobs so regularly is the lack of engagement in the workplace. This is supported by further findings of the report stating that 55% of millennials are not engaged at work. Therefore, by focusing on increasing engagement levels, especially in the millennials generation, the organisation will have a better chance of retaining talent.  
Unfortunately, with the current climate due to COVID-19, it is unlikely that even the millennial generation will be looking to move jobs any time soon. Findings from the CIPD (2020a) found that job insecurity is on the rise, and only 13% of respondents stated they would voluntarily resign in the next 12 months.  
It is believed that employee engagement is more critical now than ever before with the enormous changes brought in by the pandemic (Personnel Today, 2020). HR Teams and Senior Leaders have had to work together to adapt to a new way of working, with the majority moving toward remote working (CIPD, 2020b). With reports of increased mental health concerns, (HR Zone, 2020) and a rise in presenteeism, due to redundancy and workload concerns (Personnel Today, 2020), employers are under pressure to make sure they are looking after their employees health and wellbeing. 
3.2 Evaluate the potential benefits, for different parties, of high employee engagement.
Research has found that there is a positive link between pursuing employee engagement in tandem with customer engagement. Gallup were able to evidence their stores that focused on both employee and customer engagement had much higher profit margins than those stores focused on one. Interestingly, similar results were found within 4 Tesco stores in the UK. When employees were given more autonomy within their roles, they were more engaged, which led to a positive impact on the customer service, promoting the theory happy employees, lead to happy customers. (Johns and Ellis, 2016, Pg86). 
With the rapid rise in Social Media over the years, now more than ever, customers have the platform to damage an organisations reputation. (Our World in Data, 2019) This could be a customer on Twitter unhappy with the service they received, or a disgruntled ex-employee leaving a damaging review on sites like Indeed or Glassdoor. If we are persuaded by the research that increased employee engagement leads to factors that have a positive impact on the customer, then this would be seen as a benefit.  
Although there is convincing evidence leading to the conclusion that increased employee engagement can be linked to enhanced performance, who is to say that it is not the other way around and that working for a successful high performing organisation makes employees more engaged. (Sparrow, 2014, P99-115) 
4.1 Identify key sources of employee engagement related data. 
Employee engagement data can be identified and evaluated on different levels. For example, on a Macro level, the CIPD commissioned a national survey in 2009 to gage the level of engagement within the UK workforce. This has since become benchmark data for organisations to compare their own engagement levels against.  (Johns and Taylor, 2016, Pg87) Similarly, the Office of National Statistics has also carried out research which can be used as a benchmark by organisations. (CIPD, 2020c)  
However, it is worth nothing that if an organisation does indeed benchmark their results against the above research findings, they need to aim to continuously exceed the findings in order to be a leader in this field. Furthermore, the CIPD themselves agree that there is no way of deciphering if the benchmark data itself is low, therefore needs to be tret with caution. 
From a micro perspective, apart from conducting an engagement survey itself, such as pulse surveys or the Gallup Q12 survey. Organisations can find engagement data through internal metrics such as sickness levels and attrition rates, which themselves can lead to a decrease in engagement. (Personnel today, 2017) When a member of the team is absent from work due to sickness, or someone has recently left the organisation, not only does this impact the Organisation in terms of sickness and recruitment costs, it also impacts the rest of the team in terms of workload, which can have a negative impact on morale and levels of engagement. NHS England conducted a study to measure an analysis between engagement, sickness and costs and found there were clear associations between all. (NHS England, 2018)
4.2 Describe key trends in employee engagement and differences linked to gender, demographic and other factors. 
The CIPD Good Work Index (2019) is one of the latest surveys issued to the UK workforce, measuring job quality through 7 dimensions: 
· Pay and Benefits
· Employment Contracts
· Work-life balance
· Job design and nature of work 
· Relationships at work 
· Employee voice 
· Health and wellbeing  
The overall findings show that 69% of the workforce are satisfied in their current jobs, with 57% agreeing they would be willing to work harder in order to help their employer. However, 22% reported they often feel ‘exhausted’ and 18% likely to quit their current job in the next year. This could be as a result of work becoming more intense from rising customer demand and technological advances. (CIPD, 2019a)
If we look further into the detail at potential factors that could influence engagement levels:
Gender- The survey showed no difference between men and women in relation to enthusiasm at work, one potential factor in this could be the increase in equality at work between the genders. Over the years there has been a decrease in the Gender Pay Gap (ONS, 2019). 
Occupation - Differed in responses, with more senior managers and those higher paid being more enthused at work. This is similar to the response found in the 2017 CIPD Employee Outlook Survey which found almost half of managers were engaged, compared to only 30% of non-managers. 
Sector – Responses differed depending on the sector, overall, the voluntary sector respondents were more enthused at work compared to public and private sectors. This is in line with Richard Crouch’s (2014a) belief that as the sector delivers service for people, by people, employees link their reward to helping and supporting people in their communities.  
If we look more specifically at employee voice, one of MacLoed’s enablers of engagement, 24% of private sector respondents reported there were no employee voice channels, compared to that of 8% (voluntary) and 6% (public). These figures are supported by the 2018-2019 Certification Officer for Trade Unions and Employer’s Associations Annual Report, which outlines the continued decrease of Trade union memberships in private organisations over the last decade. 
Age – As previously referred to, Gallup found that only 29% of millennials are engaged at work, meaning that organisations need to do more to keep them engaged.  Interestingly research also found that age similarity and engagement were linked, especially with the older generation (55+) (Avery et al, 2007).  
It is important to note that these findings were reported prior to the COVID pandemic, and it is likely that opinions have changed, especially in relation to factors like job retention. (CIPD, 2020a). This itself questions how accurate the responses to the surveys actually are. Could they be opinions formed when someone is having a bad day? If the same employee were asked the same questions a week later, would the responses be exactly the same? Therefore, an argument could be that the data is out of date straight away. 
4.3 Evaluate the future for employee engagement, based on current trends. 
It is safe to say that employee engagement has come a long way since Kahns first definition back in 1990, however, it is agreed there is still a long way to go, with engagement being described as a ‘long slog’ and the need for change and engagement tools to be ‘well founded and sustainable long term’. (Smith, 2014). 
Listed below are important factors that through research, I believe will continue to be a main focus in relation to employee engagement:
Employee Voice 
Movement away from the traditional tick box annual survey, placing more focus on real time conversational based understanding, implementing a culture of employee participation and involvement. (Cheese, 2014; Reddington, 2014; and Purcell, 2014) This can be done in a variety of ways, in their blueprint for good work report (2020) the RSA suggest a change up to trade union processes along with the introduction of mandatory work councils. Furthermore, with the demographic of the workforce rapidly changing and advancement of technologies, including social media platforms, employees’ thoughts and feelings can now be shared instantly. (Silverman,2014). 
Manager Capability 
With plenty of research agreeing that line managers are crucial to employee engagement (Gallup, 2019; MacLeod & Clarke, 2009; CIPD, 2017) I believe more focus will be placed on developing engaging managers.  
Health and Wellbeing 
Evidence strongly suggests that health and wellbeing is closely interlinked with employee engagement, with trends showing that workforce sickness absence is on the rise (ONS, 2019) and more employers are shifting focus to wellbeing (Aon, 2020) I believe there is potential of increased engagement depending on the effectiveness of the wellbeing programmes. 
All of the above, are of course, influenced by external factors, the biggest one at the moment being the COVID-19 pandemic. Current employee voice mechanisms are likely ineffective at the moment while there is so much uncertainty in the air. It is likely that Line Manager training has been put on the back burner while Organisations try to adapt to new ways of working, and employee health and wellbeing is assumed to be on the decline, with four in ten workers reporting their mental and physical health has worsened since the pandemic. (CIPD, 2020d)
In conclusion, it would be practical to assume that with an increase in job insecurity and unemployment on the rise, employee engagement may take a downward spiral. However, from an optimistic perspective, this could lead to further opportunity for change in the coming future, similar to how David Smith (2014) found the near bankruptcy of Asda provided them with a platform for change. 
As stated earlier, Rob Briner criticises MacLoed and Clarkes findings due to a lack of defined definition, and has the viewpoint that engagement is not a new concept and overlaps with similar factors such as organisational commitment and job satisfaction, therefore does not really exist. This is an interesting viewpoint to consider when the CIPD themselves have replaced Employee Engagement with Employee Experience on the New Profession Map (CIPD, 2020e) encompassing engagement, well-being, and voice all under one umbrella. 
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