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Employee Engagement (EE) 

Kahn (1990) suggests that EE is complex and individuals employ and express themselves in a physical, cognitively and emotional way which is depicted as three different dimensional concepts; Physical engagement through high levels of energy and mental resilience, and the willingness to invest effort in their work; Cognitive engagement is expressed by an employee when they’re fully concentrated in work and they have trouble detaching themselves; Emotional engagement is expressed through strong involvement in work where employees experience a sense of significant enthusiasm, pride, inspiration and challenge. 

In contrast, CIPD (2015) proposes EE goes beyond job satisfaction and motivation and is something an employee has to offer (which cannot be required as part of the employment contract). This is evident within new CIPD Professional map which has moved from EE to Employee Experience (CIPD, 2020; CIPD, 2017; 2018; Peakon, 2020; Gallup, 2020; Mercer, 2019; People Insight, 2020; Sage, 2020).
The UK Government initiated a review of EE in 2008 which culminated in the publication of the Macleod Report (2009) which built on David Guests idea of constructing an EE model as a work place approach designed to ensure employees are committed to organisational goals and values, motivated to contribute to organisational success and enhance their own wellbeing (Taylor, 2016). MacLeod (2009) suggests “This is about how we create the conditions in which employees offer more of their capability and potential”; EE is a workplace approach resulting in the right conditions for all members of an organisation to give of their best each day. Suggesting EE goes to the heart of the workplace relationship between employer and employee. He further suggests it can be a key to unlocking productivity and transforming the working lives of many people. 
Both Kahn (1990) and CIPD (2014;2012) conceptualise EE as a three-dimensional concept which can occur at two different levels. Both definitions suggest that an employee express more discretionary effort and are more engaged within an organisation. However, the consequence of this is employers must recognise the drivers of engagement within different parts of an organisation as one size does not fit all. 

Utrecht University group hold a narrower, more specific view that defines EE as a state of mind in which and therefore rather than displaying burnout employees show vigour, dedication and absorption. 

[bookmark: _GoBack]CIPD commissioned a report (Alfes et al 2010, p5) which identified engagement as having three dimensions: Intellectual engagement, thinking about the job and how it might be done better; Affective engagement, positive feelings about doing a job well; Social engagement, an employee actively seeks opportunities to discuss work related issues (Rees & French, 2016). The authors claim that engaged employees are more likely to perform better that those who are not. This is supported by survey respondents claiming to be willing to take on additional work, have good levels of social skills and had a tendency to score high with their PA’s. Secondly engaged employees are more likely to be innovative at work e.g. generating innovative ideas and alternative productive ways of working. Thirdly, engaged employees are more likely to stay with their employer. Towers Perrin (2007,2008) review identified the top five drivers of EE (appendix 1).
It’s evident that organisations define engagement differently however, it could be debated EE is underpinned by the ten pillars of EE (Shriar, 2015; Mansfield, 2018; Deloitte, 2015). The more an employee feels engaged the more probable they are to stay with their organisation and deliver excellent job performance. Software giant Intuit, for example, found that highly engaged employees are 1.3 times more likely to be high performers than less engaged employees. They are also five times less likely to voluntarily leave the company (Ramsay & Finney, 2006).
HR, Leadership and Cultural elements
Our UK Working Lives survey (2020) found that the quality of relationships and managerial support is consistently related to various aspects of EE, including job satisfaction, enthusiasm, effort and intention to quit. However, different aspects of engagement are most closely related to different factors of job quality e.g. job complexity is most closely related to enthusiasm and effort and terms of employment. 
This can be supported by Purcell (2010) fundamental EE building blocks of employee trust in management, job changes, satisfaction with the sense of achievement from work, pay received and involvement in decision-making etc. all of which can have several HRM policy and practice implications.  Underpinned by trust, conditions of service and an employee’s ability to contribute and fulfil, the building blocks emphasises the importance of policies and practices. It could be suggested that these form a good relationship between an employer and employee, which encourages an employee to demonstrate discretionary effort that is associated with EE (Taylor, 2016). The Macleod (2009, p6) asserts that engagement can universally benefit an employee at work, the organisation and for the whole country (appendix 2). It furthermore identified four enablers of engagement; A strategic narrative, leadership; Engaged managers, who motivate, empower and support their employees;  Employee voice, throughout the organisation, to involve employees in decision making; Organisational Integrity, that stated values are reflected in the actual organisational culture (CIPD, 2019; 2020;HEIW, 2018; Wilkinson & Taylor, 2016; Bersin, 2015 ); what organisations say is what they do (appendix 3). 
Both MacLeod (2009) and Purcell’s (2010) research demonstrates the importance of a manager’s role in EE i.e. promoting an engagement culture within an organisation. Herzberg (1959, 1968) would agree and advocate that managers can enrich an employee’s job by providing them with a complete unit of work, having a periodic reporting system rather than tight inspection and control, and giving an employee responsibility and accountability. He also suggested giving a specific task to enable them to become experts in that field plus occasionally introducing new and more challenging tasks to aid self-development, which also fits with the motivation theory (Pink, 2009; Keating, 2015). 
The key to a successfully engaged organisation is to have a culture based on a strongly held and widely shared set of beliefs that are supported by strategy and structure (Horizontal and vertical integration) (Woodham et al, 2016). 
EE can help organisations achieve mission, execute its strategy and generate important business results. HR practices, including job design, recruitment, selection, training, compensation and performance management can enhance employee engagement. Strategy provides employees with clarity regarding organisational goals and helps employees focus on collective action and decision-making. Groysberg et al (2018) suggest it relies on a set of choices to motivate employees and can be enforced by reward for achieving a goal or consequences for not. It’s also reliant on changing environmental factors, which need to be managed to ensure organisational continuity and growth. Leadership is an important factor in strategy. 

Culture expresses goals through values and beliefs and guides activity through shared assumptions and group norms, however its more elusive as most is secured in unspoken behaviours, mindsets and social patterns. HR has a dynamic role in preserving a strong culture from the beginning, starting with recruiting and selecting applicants that share the organisation's beliefs and thrive in the culture. HR develop training and performance (appendix 4) management programs that outline and reinforce an organisation's core values and ensures that appropriate rewards and recognition go to employees who truly embody the values.
When an organisation has a strong culture, three things happen: Employees know how top management wants them to respond to any situation, employees believe that the expected response is the good one, and employees know that they will be rewarded for demonstrating the organisation's values  and are therefore more engaged (SHRM). This can be supported by Robinson and Hayday (2009) research on behalf of IES. 
HR Strategy and Practice

The presence of an EE business case which aims to increase organisational EE, with an investment return is essential to create a genuinely engaged workforce, lower turnover, improve performance and customer retention along with enhanced employee creativity and innovation. Jenkins & Delbridge (2013 p2671) suggest contingent factors inhibit managers ability to deliver engagement i.e. Private sector operate in a competitive environments and face pressure to cut costs and increase efficiency. Public sector is governed by Government costs to increase efficiencies’ (Government Comprehensive Spending Review). WERS, 2013 highlights barriers to organisations securing discretionary effort from their employees along with the importance of interoperating engagement within the context of the organisation and external environment (Taylor, 2016).  

Holbech and Matthews (2012) suggest there are four ‘drivers’ to generate EE; Connection, Voice, Support and Scope (appendix 5). 
CIPD supports this belief and suggests that ‘employers want engaged employees as they deliver improved business performance and are usually more fulfilled and therefore happier and healthier, which reduces sickness rates. West and Dawson (2015, 2018) found clear evidence that trusts with higher engagement levels have lower levels of sickness absence among staff and have lower spend on agency and bank staff. Mental health problems in the UK workforce cost employers almost £35 billion a year in sickness absence, reduced productivity at work, and staff turnover (Parsonage & Saini, 2017). The financial implications suggests that NHS leaders should investigate the importance of nurturing positive, trusting cultures within which staff have high levels of wellbeing; where they feel valued, respected and supported; where they have high levels of influence in their workplaces; and where they are consequently more highly engaged (Tan et al., 2014; Hamberg van Reenen et al, 2012; Centre for Mental Health).  

Towers Perrin 2007/8 Global workforce research of 50 global organisations over a year (2009) also demonstrates the link between high engagement and high performance. High EE benefited from 19% increase in operating income compared with a 32% drop in those with low EE levels. The report also demonstrated a 28% growth in earnings compared to an 11% decrease in low levels. 
High levels of EE are associated with employee loyalty, profitability, safety, productivity, customer satisfaction (Harter et al 2002) and organisational commitment (Saks, 2006).
In contrast to non-engaged employees, those who are engaged characteristically experience greater job satisfaction (irrespective of role) and a greater wellbeing (Schaufeli et al 2008, 2010; Alfes et al 2010). They also have a role in promoting their organisational brand and act as an organisational advocate. 
It could be debated that the link between EE and profitability cannot be proved as crucial information is not made public (Taylor, 2016) However, Gallup organisational study evidenced that 25% of engaged employees produced 1% to 4% higher profitability and an average of 80-120k higher monthly revenue than those in the bottom 25%. The study also found together EE and customer produced organisational benefits such as better profit margins than those that focused on one objective at a time. 
Gallups report emphasised that stores which score high in both customer satisfaction and EE had much higher conversation rates than those who don’t. The study also emphasised the importance of a bottom up leadership approach which encourages employees to have autonomy and respond to customer need as top-down approaches do not benefit customer experience (Hutchinson & Purcell, 2003; SHRM, 2010). This can be supported by companies such as John Lewis, who empower employees and refer to them as partners. By calling them partners, the company is clearly expressing that there is a shared responsibility for the customers and the outcomes of the company. So, they focus on involving their partners in decisions and solutions, empowering them to create the best customer experience (Flint & Vinberg Hearn,2015) (appendix 6).
Google encourages transparency, creativity and collaboration, to facilitates a creative culture, break down barriers as a result employee feel engaged and empowered. Informed employees feel valued and engagement typically follows. In contrast, Virgin demonstrate EE through Listening and valuing its employees

Key sources of employee engagement related data

The CIPD 2009 national research (undertaken by Kingston University and IPSOS / MORI) looked at employee’s attitudes and the extent of EE within the UK workforce (CIPD, 2010), which resulted in a benchmark which organisations can use to measure their EE. The research confirmed that overall a third of employees were actively engaged; when assessed against the three dimensions of engagement. 60% were emotionally engaged with their work; 60% were cognitively engaged, although only 40% were physically engaged and willing to go the extra mile. The research also found that more women than men were engaged with their work and only a quarter of under 35 felt engaged compared with 40% of those over. 
Employees on flexible contracts were more engaged, satisfied with work, speak highly about their organisation and less likely to quit, than those on alternative contracts. 
Public sector employees had less trust and confidence in their organisation as they felt senior managers did not have clear vision. They were also less likely to believe in the content of organisational communications. 
In contrast, Buckingham (2001) national sample of UK working population research used the Gallup Q12 index and found that more than 80% of employees in the UK are not engaged with their organisation (SHRM, 2010). Three different employee categories’ were identified within the research; Engaged employees: Those who are devoted, reliable, trustworthy and productive are retainable and are more likely to recommend their place of work; Non-engaged employees: Are not psychologically bonded to their organisation although they are productive they may defect other employees and the organisational brand; Disengaged employees: are physically present but psychologically not which can be damaging to the employee brand. Based on classification the study demonstrated that only 17% of British workers were engaged, 63% were non-engaged and 20% were disengaged.
Gallup furthermore investigated attendance and absence figures which indicated that engaged workers missed 4.67 days at work compared to non-engaged that missed 10.68 days. The report highlighted turnover levels of engagement amongst the engaged work groups were lower than actively engaged employees.   
The research results suggested the longer the employees stay with an organisation the less engaged they become as they do not feel valued. This result is counterintuitive and contradicts the human capital advantage model (Bell, 2012) i.e. employee skills, knowledge and experience become more valuable to an organisation over time. 
Potential reasons for low levels of EE in the UK
Taylor and Woodham (2016) suggest that low levels of EE may be due to difficulties, limitations and approaches used to measure it. Purcell (2010) proposes that engagement surveys are limited as engagement is treated in isolation and as a tick box exercise. He furthermore suggests that engagement index scores which measure organisational engagement may be used to punish managers within performance review and does not fully explain engagement levels. Mclead & Clake (2009) support this and additionally suggest an engagement strategy has more clout than “simply doing a survey and publishing results”. In contrast Cattermole (2014, p31) suggest that organisations should use the surveys as a tool to meet specific business needs rather than organisations placing too much emphasis on external benchmarking. He describes the surveys as transactional rather than transformational (in order to overcome the limitations identified by Purcell 2010, p89). He suggests engagement surveys benefit from being “interpreted” together with organisational indicators such as productivity, absence and turnover rates. 
Silverman (2014) recommends that compared to traditional methods of engagement social media offers organisational opportunity to gain insight in a more open and transparent manner (CIPD, 2013; Engage for Success, 2020)
Research indicates low engagement can be linked to work intensification, burnout and lack of work-life-balance (WLB). 
Wellbourne (2011, p97) suggests that employees may resist engagement due to its association with burnout and health problems which could explain low levels of engagement in the UK. CIPD (2017) highlight the significance of burnout in relation to Health and wellbeing. They identified that 22 % of employees say they often or always feel exhausted in their jobs, or under excessive pressure. They also highlight serious concerns regarding the demands of work and the impact it can have on people’s health. Furthermore 66 % say they have experienced a work-related health condition in the last 12 months, with anxiety and sleep problems being two of the most common issues reported (McDonald et al 2005; CIPD 2016, 2020; NHS Workforce Trends 2017, 2019; Mercer, 2016). 
Rees et al (2012, 2013) proposes a link between engagement and work intensification perceiving that engagement can drive work intensification as employers may expect an employee to go the extra mile with no additional benefits i.e. over-time pay.  Kelliher & Anderson (2010) report evidence of work intensification being experienced by those who work reduced hours and those who work remotely. Therefore, employees respond to WLB by entering additional effort to return benefits to the employer. They reported that those employees who work flexibly, record higher levels of job satisfaction and organisational commitment (French, 2016).  They conclude that employees adopt the social exchange theory to respond to the ability to work flexibly by exerting additional effort, to return benefit to the employer. However, research indicates employees don’t always respond negatively to intensification, especially whereas a consequence they believe they will gain some benefits (psychological theory) (ibid p99).

Evidence supports and highlight the importance of engaging employees, creating flexible working opportunities and family friendly policies (ibid, p326). There’s significant evidence within organisations that adopt and implement WLB, FW and special leave policies, improve employee commitment, staff recruitment and increase performance, and are business cost effective thus, reduce absenteeism and turnover (Lyonette & Baldauf, 2019). 

Research study North Bristol NHS Trust (NBT) Improving performance and engagement by improving staff wellbeing
Recent study to improve performance across the board through improved employee engagement saved hundreds of thousands of pounds by prioritising and enhancing staff wellbeing. NBT improved performance across the board and saved hundreds of thousands of pounds by prioritising and enhancing staff health and wellbeing. During January 2018 NBT launched a new staff wellbeing programme. Results were obtained through surveys and listening events. Two themes emerged: workload and staff health and wellbeing. NBT created comprehensive plans to address both issues concurrently. Since the beginning of the programme NBT have moved from below average to above average in staff engagement and wellbeing and was recognised as one of the most improved organisations for Health and wellbeing in the 2019 survey. There was a tangible shift to staff health and wellbeing being considered as important as patients’ health and wellbeing, which put NBT in a good place to look after its staff during the response to COVID-19. Furthermore, these changes to improve staff health and wellbeing has reduced overall occupancy by 4% and caring for 6% more patients with 38 fewer beds in 2018/19. Additionally, almost 4,000 working days were saved due to reductions in sickness, equating to £301,015 saved on sickness costs in one year (NHS Employers, 2020).  This research demonstrates that employees need to create a climate of trust in EE which adopts opportunities for both a collective and individual voice. Furthermore, effectively communicating and listening to their workforce will create the conditions for them to have a voice to make suggestions and assure them, they can be confident they will be acted on, to lead to effective change (NBT, 2020; Rees et al, 2013). 
Towers Perrin (2007, 2008, 2009) report compared engagement levels between various demographics, from various job levels i.e. s. executives to hourly and salary employees to industry non-profit organisations, service sector and heavy manufacturing etc. Most respondents were moderately engaged and only a small number were highly engaged. Disengaged respondents were slightly larger than highly engaged respondents. The research highlighted s. executives were found more engaged than other groups (and less likely to be disengaged) however, the report outlined the link between income and employment. In contrast role characteristics such as authority, challenge, autonomy and stimulation, access to information, resources and opportunity for growth were linked to high levels of work engagement amongst hourly workers, who have almost no or less control or influence over their jobs and work experience (appendix 7). 
Millennials and Generation Y top priority is a healthy WLB. 

Companies report that their younger workers expect a better work-life balance and faster career progression (appendix 8).  (People Management, 2018). There’s an increasing need to build roles that are flexible and allow a WLB (Deloitte, 2014, 2019; People Management, 2018, 2019; Independent 2016; CIPD 2015; KPMG, 2017; INC 2018). The spread of ages across the workforce now covers up to four generations as older workers retire later (Focus on age report,2017; Future trends 2015). WLB policies are imperative to support the ageing workforce (Chemistry Report, 2019). Employers that support a WLB philosophy are more likely to engage their workforce and have a competitive advantage within the labour market particularly the new generation of employees (appendix 9). 

Gender 

Avery et al (2007), Gallup and Johnson (2004) reported that women tend to find more fulfilment and satisfaction in their job and are therefore more engaged than men. It could be argued employees’ lives are becoming more complex and demanding. More parents are raising children alone and need to work as they are the only source of income in the family (Daniels, 2019). Due to a lack of flexible options, large numbers of mother’s step back from their careers (CIPD, 2019). Schaufeli et al (2006) and Sprang et al (2007) suggest that females are at higher risk of stress due to competing work culture and therefore at risk of burnout and as a consequence may report lower levels of engagement (Elkhof et al, 2007; Halbestebn, 2011). The research also suggests that married employees were more settled and engaged than unmarried. However, Kong (2009) debates that single employees are more engaged due to less responsibilities.  Insight survey indicates men currently have low expectations of securing WLB  it identified a variety of perceived cultural barriers in the workplace holding men back from greater involvement at home. 85 % of men think they should be as involved as women in caring for children (Eltringham,2018).  

Link to Health and Wellbeing 
During 2018, 37% of organisations saw a rise in stress-related absence and 55% an increase in mental health problems (CIPD, 2017). It’s been documented that staff engagement results in better patient outcomes and the most significant impact on staff engagement is staff health and wellbeing. 

Conclusion 
CIPD Employee outlook survey indicated that EE levels are stable at 33-39% amongst UK employees (Taylor, 2016). However, this report has highlighted ways in which different HR practices, including job design, recruitment, selection, training, compensation and performance management can enhance EE. Nevertheless, these examples also show that EE is more complex than it may appear.
Engaged employees give organisations competitive advantage; higher productivity and lower
employee turnover. It is therefore essential that all organisations regardless of size and type invest in policies and practices that foster engagement and commitment of their employees.
It is clear the EE continues to evolve within the ever-growing context of change and uncertainty, and there is arguably a need for EE more than ever. Taylor (2016) highlights the remaining debate is a factual definition of EE, the cause and the outcomes of EE and barrier and unintended consequences associated with EE. EE is likely to be one of the main organisational future priorities, especially in light of COVID-19 (McKinsey, 2020). 

The following elements, however, will continue to be key to developing, embedding and benefiting EE: 

1.) Good quality management at levels: coherent, consistent and continuous role modelling from the rep managers who lead, encourage their teams to perform well, who take an interest in their employees and provide opportunity for development (CIPD, 2019; Hutchinson & Purcell, 2003; Gallup Q12;SHRM, 2010; West, 2012, 2013, 2018). 
2.) Open two-way communication that encourages an employee voice (Rees et al, 2013; CIPD, 2013; Alfes et al, 2010)
3.) Collaborative working between departments and functions; avoiding silo working and stereotypes (Roper, 2017; Bento et al, 2020)
4.) Commitment to employee wellbeing (Mental Health at Work, 2020; NICE, 2016; Thrive, 2020)
5.) Clear accessible HR policies and practices in place i.e. Communication and Engagement plan that focuses on motivation, organisational behavior/commitment and job satisfaction (Vance,2006) 
6.) Strong emphasis on performance (Takeuchi et al., 2007, p. 1069; Becker & Huselid, 1998; Guthrie, 2001; Huselid, 1995; Way, 2002; Zhang et al 2014)

A lack of WLB within organisations can have a negative impact on employees with an increase of absenteeism, productivity, staff engagement etc. Making flexible and sustainable roles more widely available will allow employees a WLB and improve EE, recruitment and retention (Kelliher & Anderson, 2010, Grimshaw et al 2016; CIPD, 2017; Timewise, 2014). 
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https://engageforsuccess.org/wp-content/uploads/2015/10/Closing-the-engagement-gap-TowersPerrin.pdf 

Appendix 2 
Enablers of Employee Engagement

	Enabler 

	Definition 

	A strategic narrative
	Defined as a strong transparent and explicit organisational culture which gives employees a line of sight between their job and the vision and aim of the organisation (MacLeod and Clarke 2009, p31)


	Engaging managers
	Defined as managers who offer clarity, appreciation of employees’ effort and contribution, who treat their people as individuals and who ensure that work is organised efficiently and effectively so that employees feel they are valued, and equipped and supported to do their job’ (Macleod and Clarke 2009, p80).


	Employee voice
	This refers to when ‘Employees’ views are sought out; they are listened to and see that their options count and make a difference (Macleod and Clarke 2009, p75)


	Integrity

	Integrity is defined as ‘A belief among employees that the organisation lives its values, and the espoused behavioural norms are adhered to, resulting in trust and a sense of integrity (MacLeod and Clarke 2009, p33). 




Appendix 3
Benefits of EE for employees, organisations and individuals 

	Benefits of Employee Engagement for Employers and Organisations

	For the employer, the benefits of employees and teams who are actively engaged with the organisation where they work include:
· enhanced commitment, loyalty and performance
· higher levels of discretionary effort
· the development of employees’ skills and abilities
· fresh and innovative ideas and suggestions
· greater synergy and productivity from the team as a whole
· a positive and productive working environment.

	Benefits of Employee Engagement for Individuals

	For individuals, the benefits of engagement include:
· a sense of personal fulfilment and well-being in their work
· increased morale and job satisfaction
· the feeling that they are valued and that their efforts are appreciated
· a sense of pride in individual and team achievements
· the realisation of their personal potential
· enhancement of their promotion and career prospects



https://www.managers.org.uk/knowledge-and-insights/resource/employee-engagement/
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https://www.shrm.org/hr-today/trends-and-forecasting/special-reports-and-expert-views/Documents/Employee-Engagement-Commitment.pdf 
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Appendix 5 : Holbeche and Matthews (2012)
	Enabler 

	Definition 

	Connection 
	Employees need a sense of identification with, and pride in working for, the employing organisation; there has to be a common purpose and shared values. 


	Voice
	Managers need to keep employees informed of organisational progress and of organisational change and listen to employees’ views so that they feel involved in the business. 


	Support
	Employees need to be treated as individuals and enabled to do their job; they should feel they are valued and receive a fair deal from their employer, and believe their employer is concerned with their wellbeing. 


	Scope
	Work should be purposeful and provide employees with the opportunity for growth and accomplishment; it should allow for autonomy and be underpinned by mutual trust. 








Appendix 6:  High Performance Model 
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A summary model by Jack Wiley, cofounder of Gantz Wiley Research (now
part of Kenexa) shows how employer leadership practices, employee results of those
practices, customer results of leadership and work practices and business performance are interrelated (Brooks et al, 2006). The model is cyclical, showing that, over time, business performance also influences leadership practices. In addition, this model suggests particular variables within each factor that may affect employee engagement.
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Appendix 8

Top Five Retention Drivers Across the Generations in the Workplace (Towers Perrin, 2007/2008)
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Top Five Attraction Drivers Across the Generations in the Workplace
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Top Five Engagement Drivers Across the Generations in the Workplace
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https://engageforsuccess.org/wp-content/uploads/2015/10/Closing-the-engagement-gap-TowersPerrin.pdf 




Appendix 9: Link to competitive advantage: 

Reaping Business Results at Caterpillar
Construction-equipment maker Caterpillar has garnered impressive results from its employee
engagement and commitment initiatives, including:
· $8.8 million annual savings from decreased attrition, absenteeism and overtime (Europeanplant)
· a 70% increase in output in less than four months (Asia Pacific plant)
· a decrease in the break-even point by almost 50% in units/day, and a decrease in grievances by 80% (unionized plant)
· a $2 million increase in profit and a 34% increase in highly satisfied customers (start-up plant)
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