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Question 1.1
1.1 Critically examine the concept of ‘engagement’. What exactly are organisations seeking from their workforce and how best can they achieve this?
An ideological view of Employee Engagement is best described on the website for the voluntary group  (Engage for Success , 2020) as a “workplace approach”, which can result in all within the organisation “giving their best each day”, “motivated to contribute organisational success with an enhanced sense of their own wellbeing.”
Employee engagement is a term which has been utilised in HR practices and debated for years. According to an article by the CIPD the subject has been high on the agenda for a decade, introducing this concept in the belief that it will improve people performance.  The term suggests full engagement and commitment from an employee which will result in mutual gains for both the organisation and the individual. In general terms it has been suggested that employee engagement is responsible for motivation and commitment; above and beyond the normal duty and general contentment with work life  (CIPD, 2019).  
It is essential when introducing strategies that there is academic knowledge and research to underpin theories.  Research carried out by (Briner , 2019) to critique engagement, suggests that there is insufficient evidence to measure the effectiveness of engagement strategies to support the theory that it adds value.  When proposing new strategies and costs to stakeholders the HR professional is expected make judgments based on evidence, in these terms justifying a budget spend would not be based on sound data. 
Engagement studies consist of measuring results of employee attitude surveys, in particular the survey introduced by Gallup (Forbringer, 2002) relating to an improvement in the factors such as performance and happiness measures.  The definition of engagement is not clear and as a result proves difficult to measure.  Much research and studies have been presented by consultants which will be biased to validate their results. Research carried out by (Bailey , Madden, Alfes, & Fletcher , 2017) state that “engagement is a contested term that has been susceptible to ‘fixing, shrinking, stretching, and bending” and reviewed over two hundred studies in relation to “engagement”.   They conclude that there is some correlation between positive employee management engagement and reduced turnover. However, the term remains specifically undefined and research collated mainly consisted of quantitative data.   (Organiz, 2004) defines “work engagement” as a state of mind and displays behaviours of “vigour, dedication, and absorption”, rather than in contrast, burnout. 
In a report written by the (Insitute for Empolyment Studies, 2014) Peter Cheese provides guidance to suggest that engagement is fundamental to an organisation and there are elements to engagement which help support an engaging culture.  There are factors which drive engagement in organisations, such as a shared purpose, and an understanding how our roles are incorporated to the business aims.
The management of employees plays a pivotal role in engagement, ensuring autonomy, supporting individuals to complete outcomes without too much management intervention and micromanagement.  In the decades after industrialisation there has been a reduction in command-and-control management. If an employee is encouraged to plan for themselves and consider various outcomes, perhaps scenario planning, this method of working is more prevalent in the uncertain and volatile times we live and work within. Concluding an outcome to achieve a goal is empowering and therefore considered engaging.  To support this outcome the employee needs to be provided with the appropriate training and support, feedback, and guidance. There is greater diversity in the workplace in recent years and managers are tasked with understanding the needs and motivators across generations and cultures. 
Research gathered by the IES highlight the importance of employee voice and the ability to be heard and influence, giving individuals a sense of value.  In the review by (MacLeod & Clarke, 2008) they report that employee voice is key to engagement, to ensure that employees are included in decision making. Employees can be a valuable source of information and suggestions. Listening to employees develops a culture of openness and honesty. 
Studies have shown that good line management is a driver of engagement.  Feeling valued, developed, rewarded, and praised with regular feedback. (Bailey , Madden, Alfes, & Fletcher , 2017) 

According to a survey carried out within the NHS, Line managers were rated 3.77 out of 5.  Those in the role may not have been originally recruited for the purpose of their current role. However, the report suggests that they provided an outstanding performance in the roles for which they were recruited. (Robinson, 2018).  It is essential that HR facilitate a supportive role to ensure the managers are provided with the training and development required to engage.  Carrying out performance appraisals will help identify an individual’s learning needs and key areas of skills gaps.

A well-known example of a good employer with substantial employee engagement is the John Lewis Partnership. The company operates by listening to the employee and have several committees for this purpose sharing information and power.  The profit-sharing scheme means that staff will be motivated to achieve goals which will reap rewards of an annual profit and profitable pension schemes. 

Whilst the theorists are unable to agree a measure to define Employee engagement the strategies adopted by the case studies above for both public and private organisations conclude that adopting the key principles of Engagement has led to positive outcomes. 

1.2 How have the enforced changes to working arrangements due to the pandemic impacted on engagement?
Published on the website Engage for success  (Engage for Success , 2020) the report entitled Embedding new ways of working by the CIPD, it concludes that across all sectors there is an overwhelming desire to continue with homeworking. The implementation has been considered as successful.  The research shows that some employees found the isolation a challenge with this impacting on mental health.  Future blended working from home and office could be the solution. Many businesses prepared for a reduction in productivity with workers at home, but the evidence has shown to prove the opposite result.  There has been no difference between the productivity of the homeworkers compared to those who did not participate in remote working. 
(World Economic Froum , 2020) highlights that as organisations, our focus to maintain engagement is paramount for wellbeing. The research advises that “connecting with people and contributing” are the essential factors which in turn will ensure financial sustainability for organisations. The research software partners (Wills Towers Watson , 2020) suggest pleasingly that many respondents, while in a high state of anxiety, have said that leaders have been stepping up in their roles to keep employees informed, providing support, and satisfying team objectives.  
The software company (Quantum Workplace, 2020) defines employee engagement as “the strength of the mental and emotional connection employees feels toward their places of work.” Their research across a variety of sectors provided variable outcomes, depending on whether the employee was in engaged in hospitality work for instance, which has been vastly affected by the pandemic with job losses, reduced hours and so forth.  However, generally “employee engagement dipped slightly and then had meaningful growth.”

1.3 Which strategies have organisations deployed to successfully navigate rapid change during this period and maintain engagement?  
Strategies implemented to help cope with the volatile external environment are outlined in the CIPD report Embedding New ways of Working (CIPD, 2020).
Ensuring best practice HR, keeping up to date and knowledgeable regarding the government guidelines. Understanding furlough rules, flexible furlough.   Over half of the UK’s employers utilised the Government job retention scheme to avoid redundancy. (Gov.uk, 2020).  Over 9 million jobs were furloughed. The scheme allowed business to claim the 80% of the salary, up to £2,500 of those who could be impacted by job losses.  Organisations could top up the salary to 100% if they choose and in all cases holiday pay must be paid at 100%.  The scheme was also utilised to support employees who were shielding due to health concerns or individuals who suddenly had care responsibilities due to school closures and possibly elderly care givers who were advised to shield.
Organisations and HR were required to understand and follow government recommendations regarding COVID safety, isolation periods, shielding, vulnerable workers and potential implications of pay and sickness benefits.  It was essential during this period to keep staff informed to ensure they were provided with adequate guidance and not misinformation.  
Due to the Coronavirus many workers have been advised to work from home “if they can”.  Whilst some forward-thinking organisations may have already implemented remote or homeworking, adapting more flexible working strategies were required, such as flexible hours and days and is imperative where staggered shift patterns may support the health and safety of employees against COVID-19. this increased the necessity to focus on multi skilling staff during periods of split or staggered shifts or furlough.
Homeworking and the developing of IT skills, which were up by 33% helped employees focus a better work life balance. Use of technologies in the home workplace to ensure communications such as video meetings.  
Whilst shielding ended on August 16th, there is a likelihood that with the winter approaching the cases of infection will rise again and a potential suggested period of shielding will begin which could mean that there will be continued emphasis on working from home, flexible and agile working so that business can continue.  According to the World Economic forum older workers continue to be an “untapped resource” (World Economic Forum, 2019). In this article it suggests that flexible working increases productivity by a staggering 82%, job satisfaction is 58% and retention is 32%, which implies that while we learn to deal with this serious threat, we are adopting more engaging techniques of working. Working practices that increase performance and reduce turnover are likely to improve profitability and stability in a period of recession. According to Forbes there is “no turning back” to a time before flexible working (Forbes, 2019). This way of working forms part of what is termed as “The fourth industrial revolution”.  It is stated that now 92% of millennials want to work flexibly when looking for a job. There is a higher level of women in the workplace 80% of these prefer flexible working options. As in the past few months Organisations are dealing with parental issues such as childcare, lack of support for parents.  In these instances, we have a duty to be creative to accommodate working parents, perhaps additional flexibility around core hours, early starts and long lunches during the working day.  Utilisation of polices such as parental leave which help employees continue to feel engaged. 
[bookmark: _Hlk57794642]In an article by the institute of leadership and management (Insistute of Leadership and Management, 2020) there is a suggestion that working from home could mean that cultural diversity is reduced, and employees could work in silos disrupting cohesion in the workplace. The report continues to state that imposing policy to create friendship groups is not possible. The report advises we ensure remote meetings continue with the utilisation of the technology available. 

1.4 Critically examine the link between the culture of an organisation and engagement 
Organisation culture is set of values, beliefs and traditions, behaviours as a collective, shared by the same group of people.  In the factsheet Organisational culture and culture change (CIPDe, 2019) culture is at the heart of all we do at an organisation, systems and process allow us to reinforce culture, such as performance and reward but practices and polices alone will not influence culture.  A positive workplace culture will empower employees to be motivated to perform to their best of their abilities.  Positive work cultures can attract top talent, with each engaged employee championing the organisation.  Engaged employees promote a positive customer service experience. 
Statistics gathered suggest that respondents state 65% of organisations believe that culture is more important than organisational operating strategies  (PWC, 2018). 80% of respondents suggested that their culture must change and evolve to retain top talent and succeed over the next five years. 
In his book (Mullins , 2016, pp. 546,547) describes culture as an “intangible asset” which increases or reduces value.  He continues to state that management systems fail to consider people behaviours influenced by culture.  
With the globalisation of organisations and remote working across the world, culture will be less nationalised, technology will impact the “way we do things” and this could lead to higher level of competition organisations will need to rapidly change and adapt our cultures in line with political, environmental, social, and economic factors.  The pandemic has increased the need for change, the volatility of change has been unprecedented. In a recent article in People Management  (Koshemani, What Qualities do leaders need for an increasingly VUCA world?, 2020) it recognises that cultures are becoming increasingly diverse.  Leaders that can support and influence, communicate have “a role to play in developing a more inclusive culture in their business” and further suggests that this will impact successfully on the business.  
Therefore, organisation culture is intrinsically linked to engagement of individuals, where there is a common ground of values and beliefs. In developing a culture of engagement for employees it is likely to impact the success and profitability of an organisation. (Taylor, 2019)
Employee engagement are the feelings, a psychological state of mind that an individual will possess in relation to their organisation.  (Boon & Kalshoven , 2014) carried out research in the field of strategic HRM.  In the research they say that scholars argue employee’s commitment will vary, however it is the role of HRM and HR practices that will positively influence high commitment and engagement ensuring “consistent implementation and communication.”
Culture Cloud use an enlightening statement in their marketing software which helps describe how culture focuses on engagement “a great culture attracts people to your organisation – both customers and employees.  It helps employees thrive.  It empowers them to do a great work. It creates a place of innovation and collaboration.  A positive culture connects employees to purpose, accomplishment, and one another.” (O C Tanner Institute , 2019) 

2.1 b Critically examine the capabilities that HR should possess to be successful given the rapidly changing external environment and pace of change in organisations
While there may be areas of capabilities for HR practitioners given the uncertainty and complexity of the external environment, there will already be key strengths which will be drawn on to execute daily practices.  Critical thinking is the foundation of investigations, to make sound judgement based on information, applying the logical approach with reason.  It is these skills that will support decision making in possible investment or reduction in resources to support employees to adapt.  To understand the new laws and legislation and identifying misinformation where there is ambiguity and apply a best fit methodology. 
The ability to collaborate, and work with Leaders and Managers to support individuals to adapt quickly to learn new technological skills or advise on wellbeing and behaviours. (Koshemani, In this even more VUCA world, HR has never been more vital, 2020).  Working closely with teams and mangers will help identify skills and where these are transferable, to support skills gaps where there are employees, shielding on furlough or during absenteeism due to prolonged periods of isolation or long COVID-19. Multiskilling and knowledge sharing will help future proof the business. Furthermore, an employee is a more likely candidate for redeployment rather than redundancy when applying austerity measures. 
Being adaptable is essential as while the business will have policies and procedures in place, new policies in line with legislation changes or cultural and flexible working changes.  There may be a high demand to review sickness absence and pay or time off for dependants, and the increased care responsibilities. However, in a recent article in People Management the authors suggest that HR focus more on reflecting what we have learned and our successes, and failures during this time.  Be curious and creative to find new ways of working and consider what we can do to grow the business and shift from the ideologies of traditional HR and focus on developing the skills required for crisis planning (Swan & Chamorro-Premuzic , 2020).  

2.2 a Critically evaluate how HR can support the rapid adoption of technology in workplaces, including how it can further embrace the use in HR Operations 
Technology will change the way we work more rapidly than predicted.  Investment in addressing skills gaps will be required with a focus on staff development to meet the changing environment needs.  As predicted by Sage (Sage, 2019) there is a 43% likelihood that we move to Cloud working, 36% increase of mobile working, 24% increase of self-service systems.  In the case of HR while technology and chat bots reduce demand on HR professionals to respond to queries and information, the focus will be on developing in areas such as technology. 
With the recent Coronavirus, emerging technological developments have exceeded forecasted timescales. Organisations have had to adapt quickly with technology to support demand, customers services have adopted software such as chat bots while employees have been furloughed or shielding unable to work from home. With the current uncertainty many organisations are challenged to continue working as they were before COVID. 
Organisations need to adapt technological solutions to ensure employees stay in touch.  Managers need to be sure they develop their soft skills of management so that they are not micromanaging staff and demanding immediate responses.  As a rule, this would-be normal office working practice.  A large part of how we work and engage is with trust and we must trust workers will meet the workplace demands.  As flexible working has been considered a retention factor then we need to develop new ways of working with employees and stakeholders. 

Microsoft teams and Zoom have become common place in the workplace for communication and also for training.  However, there is some reluctance to move further forward with technologies such as virtual training software. 

With technology being more prevalent in the workplace and home it is necessary to ensure that organisations mitigate the harmful effects of a technology overload. (Maggie, 2020).  A rise in presenteeism has led to a risk of mental health issues.  Individuals are feeling pressurised to work outside normal working hours. Organisations need to ensure employees take regular holidays and risks are constantly assessed. Managers can also play a role in identifying the early signs of mental health issues. 40% are currently working through illness as they are working from home and do not feel ill enough to take time off. 

2.3 b maintaining employee well being, particularly mental health has become a priority for many organisations during the pandemic.  Critically evaluate the need to continue with the strategy following the end of the current global crisis 
According to the (CIPDb, 2012) wellbeing is high on the agenda, both physical and mental. With an increase of stress at work in the current climate, employee’s engagement is increased with a holistic approach to employment.  Ensuring the employees are happy at work is likely to increase attendance and potentially reduce the risk of suffering stress.  When workers are feeling vulnerable, trust is imperative, especially prevalent when there is economic uncertainly as with the current recession announced recently, the first in ten years. Therefore, the management skills of today need to be catered for not only academically but also a high level of emotional intelligence, trust, and integrity. In a recent article which refers to research carried out by Kenexa (Wayne. PA, 2008) finds that trust in line management is an enabler for engagement. 
Mental and physical wellbeing helps to sustain employment engagement. The journal article (Boxall & Macky, 2014) states that the analysis gathered in a national population survey “that greater experiences of autonomy and participation in decision making have positive or neural effects. “The report continues to suggest that job satisfaction and a work life balance has little correlation with fatigue and stress. 
Recently there has been a greater emphasis on health and in the climate where Coronavirus is a threat to those with serious health conditions and older workers it has never been more important to ensure change incorporates a focus on the health of the worker (HM Government, 2019). In the report there are recommendations to support your employees to manage health conditions. The report sets out the legal guidelines and information relating to legal obligations and best practice. 
In the report by the CIPD (CIPDf, 2020) there has been a worrying drop in the wellbeing of employees.  Some problems with working at home are, 35% of workers have stated the feeling of isolation and loneliness, work has been a social activity in the past, though with recent work trends there has been a higher level of home workers in the gig economy. Problems working at home could range from interruptions from the community, a knock at the door from delivery workers is commonplace now as online shopping has increased due to the pandemic. 29% of individuals have cited motivation an initial problem when trying to establish the collaboration of home and work. 

Whilst the CIPD report (CIPD, 2020) working post pandemic suggest the positive changes to our working culture the survey results state as follows. 
· 34% of workers stated financial security had declined, particularly relevant to furloughed workers 
· 44% sated social connections at work were worse, but also 57% stated this was also the case outside of work 
· 2 in 10 said their ability to work was being affected by caring responsivities due to the pandemic 
Global Human Capital Trends Survey  (Deloitte, 2020) have stated that 80% of the respondents cited well being as important and likely to positively impact employee retention and avoid burnout.  Many organisations across the globe and now investing in Well being strategies.  However, the report also highlights the failure of over 60% of organisations are failing to measure the return on investment.  
With HR citied 35% most responsible for Wellbeing it provides HR professionals with an opportunity to ensure that future SHRM strategies include the collation of data to prove the effectiveness of such projects to ensure continued funding of such strategies.  
2.4a As the pandemic progresses, the employment landscape is changing form one of high employment to one organisations are making difficult decisions regarding he composition of the workforce.  Critically evaluate how HR can ensure balance and fairness in time of cost-cutting and change and why this is important
Organisation change will be an impact of the current pandemic.  There may be growth opportunities with some sectors such as pharmaceuticals and PPE manufacturers, alternatively a possibility of downturn in business as a direct result the closure of businesses in the supply chain.  Change management in organisations is often constant and evolving and the drivers are recommended in a recent factsheet (CIPDc, 2019).  Change management can identify opportunities, support downturns in business.  
According to an article in Harvard business review “Change is difficult, and many people not only resist it but seek to undermine it.” (Satell, 2019). The articles continue to state that change often fails due to a failure to integrate change and therefore should not be driven from the top.
(McKinsey & Company , 2015) suggest that 26% of change is successful and advise tip for success.  These include communication, active leadership, empowerment, ensure continuous improvement and focus on the people. 
Ensure an analytical approach is taken to make decisions, with the utilisation of data, use of transparency in actions such as the use of a prescribed matrix when identifying skills development or potential redundancy. (CIPD, n.d.)
The Labour Market Outlook for Autumn 2020 (CIPD, 2020) highlights the uncertainty in the jobs market.  Generally, the intention to progress further redundancies across the labour market has flattened out it is likely that a further 30% of redundancies are likely by December 2020. 
Workforce planner is a useful tool for HR professionals to identify the next actions for a reduction in works demands or company services.  (CIPD, 2020)
[image: ]

It is essential during these unprecedented times to protect the employee’s rights when actioning a reduction or cessation of work. Where possible consider redeployment where there are transferable skills to ensure knowledge retention.  (CIPD, 2020) Any changes in employee terms should be documented and issued so employees are clear on expectations.  During times of insecurity, it is essential that skills reviews are documented, and HR teams act with transparency, keeping employees informed.  Not doing so could negatively impact the workforce and result in stress, absenteeism, disengagement, and low productivity.  
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