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Introduction

When employees enjoy their jobs, whether it is due to being managed well or having a sense of worth within the business, they will be happier and more satisfied in their roles. This will have a positive impact on production through reduced sickness/absence, turnover and employees will have more drive, determination and innovation (CIPD 2021).  The management of employees has a major impact on employee engagement and is becoming more predominant within businesses and has caused many organisations to change their way of thinking. 

This briefing paper goes into detail on the concept of employee engagement and its positive business outcomes.


Main Body

1.1 
Employee engagement means different things to different people.  For an employee, it could mean having a clear understanding of their role and how it fits within the organisation’s culture and for an employer it could mean employees having positive attitudes, taking pride in what they do and contributing towards business success (HR Zone 2022).     

According to Taylor (2016), employee engagement is not just about how employees behave, but also about how they employ discretionary effort, going above and beyond, to give a better service despite what their job description says.

Several definitions exist for employee engagement such as that from Bevan et al (1997) who says it’s “someone who is aware of business context and works closely with colleagues to improve performance within the job for the benefit of the organisation”.  Whilst Towers Perrin (2007) says it’s “the extent to which employees put discretionary effort into their work, beyond the minimum to get the job done, in the form of extra time, brainpower or energy.”  
A more recent definition is from CIPD (2017), who state it’s “a combination of commitment, company values plus willingness to help colleagues”.  They go onto mention that it is what an employee must give, not just what is required in their contract.

All three definitions are quite contrasting, whilst Perrin’s definition only focusses on employee performance, Bevan’s clearly centres on both performance and commitment to the organisation.  Whereas the definition by CIPD explains that employee engagement doesn’t mean that employees are necessarily engaged when starting employment and that it shouldn’t be assumed.  However, the CIPD definition does tie in with that from Towers Perrin as both focus on the discretionary effort of individuals and going above and beyond, but the CIPD add that employee attitude (commitment) is another attribute an employee has when engaged at work.

There are 2 different types of employee engagement according to CIPD (2012), these are: -
Transactional, when an employee shows they are engaged, however they are not committed to their role e.g. engaged by their bonus/salary, however, are clockwatching to finish their shift.
Emotional, when an employee is emotionally attached to a part of their work and therefore feels good about it.

1.2 
Employee engagement has links like that of employee commitment, employee involvement and job satisfaction.  According to Vance (2006), employee commitment is “motivation to keep going on a planned course of action which is often down to feeling obligated to do so”.  Employees who are committed give time devoted to their role and responsibilities and often express feelings of positivity and job satisfaction.

According to Taylor (2016), there are 3 characteristics of an employee’s commitment to an organisation.  These are:
Affective Commitment - the emotional attachment an employee has to their role and aligns this to business goals and providing a good service.  They are committed because they want to be not just because it is in their contract.  
Continuance Commitment – Employees continue to commit to the business due to ‘costs’ if they left the business e.g. they currently have a good salary and benefits and feel that they have to stay with the business just for this reason.  
Normative Commitment -Employees stay with the business because they feel obligated to do so.  This could be due to an employer investing in training and the employee feels they must stay with them until this investment has been paid off.  

From the above information, employee commitment refers to the level of employee dedication towards completing a particular task or an activity, whereas employee engagement involves the employee’s contribution towards attaining organisational goals.

Employee Involvement on the other hand is when an employee will take an active role in the business, by implementing new initiatives, taking ownership and actively participating in driving change (Freeman 2013).  Once an employee is engaged and accepting of company values/objectives, they then become involved by working towards the objectives.

Employee involvement is being used more within modern businesses by transferring management initiatives to line managers and the factory floor and according to CIPD (2020), increasing profitability and business performance. 

Job satisfaction according to Customs Insight (2022) is “how content or satisfied employees are with their jobs”.  Job satisfaction is often recorded by workplace questionnaires/surveys, factors that may affect employee satisfaction at work include workload, salary or management.  

A difference between engagement and satisfaction is that job satisfaction see’s employees happy in their jobs but does not mean that they go above and beyond (their work output may be good enough, however they may not be adding value to the organisation).  Whereas engaged employees are motivated to do more than the bare minimum needed to keep their jobs. 



2.1 
Purcell (2010) states that, organisations with greater amounts of engagement will demonstrate one if not many of the following factors: 
· Trust towards management – high levels shown by employees 
· Job satisfaction – employees are content in their roles
· Employees are satisfied with their amount of involvement and contribution they have in workplace decisions
· The relationships between employees and management are of a high quality
· Renumeration offered by management is accepted by employees 
· Employees feel challenged within their roles. 
· Employees feel a sense of accomplishment from their work.

As well as the above, organisations with high levels of engagement show lower turnover and better decision making by both employees and management (CIPD 2021).  
 
The Working Lives Index (2019), state a figure of around 75% of employees feel that they contribute towards their workplace and is highlighted in one of Purcell’s points above.  However, a quarter of employees feel as though their work doesn’t contribute towards society and are therefore less engaged at work. 

DeSimone (2019) states an important factor in creating high performing workplaces is encouraging a culture that values the growth of its employees and promotes career development.  He mentions that organisations who develop their employees increase productivity by 11% and are more likely to retain their staff.  

Historically, a top-down hierarchal structure meant command-and-control was managements main decision-making method. Information was mainly cascaded downward from managers who would hold employees accountable.  Now however, with more modern decentralised businesses, offering agile working practices, employees show greater independence, creativity and engagement.  This type of leadership shows a 2-way dialogue between managers and employees, where they ask questions and listen, strengthen the working relationship and helping to increase engagement at work (Wigert 2019).  This style aligns the company strategy with HR policies and promotes engagement being fully embedded in the organisation, creating high levels of trust.  

Google are an organisation who follow a Horizontal leadership style and focus on employee engagement.  They have done this through removing their hierarchical structure i.e. employees and managers are treated the same, they encourage employee voice/feedback, allow employee to choose their own job titles, following their own company values (Rees 2021).  

During the pandemic, some organisations went over and above e.g. Waitrose, who supported and distributed to local communities and protected shopping times to the NHS workers and elderly.  However there were some companies such as JD Wetherspoons who informed staff that they were not getting paid until the Government gave them finances during the pandemic and dismissed many of their employees (Daily Record 2020). 

Macloed (2015) says there are 4 enablers for engagement.  These are:
· Strategic narrative – When employees know and understand where the organisation has come from, where it is going and where it will be going in the future.  How their role fits within the business strategy and being involved in decisions made.
· [bookmark: _Hlk94452663]Engaging managers - Managers giving employees the freedom to think about their roles, giving feedback, evolving employee roles and coaching them along the way.  
· Employee voice - Employees feeling as though they have a say in what is going on and being listened to.  
· Integrity – If the company ethos and values coincide with management behaviours, there is a form of trust built with employees.  

Briner (2011) however, is critical of Macloed, saying there is no relevant evidence on employee engagement and that it is not a HR principle.  Whereas Timms (2020) says that E stands to Energy not Engagement.  When an employee’s energy is in the right place, they will perform better and have better working relationships, this is nothing to do with engagement.

Another characteristic of highly engaged workforces is those with facilitative leadership qualities.  This management style seeks to align employees’ ideas with the companies’ goals by supporting autonomy and creating innovation in its employees (Indeed 2021).  

With the evolving way of working, the CIPD have changed their profession map to reflect the shift in the people profession.  A change made within Specialist Knowledge is Employee experience (previously known as engagement).  The CIPD (2021) say this was due to the new map showing a more holistic approach to engagement.


2.2 
CIPD (2021) says that employee engagement is a form of ‘Organisational citizenship’ where a blend of commitment and values and a willingness to assist co-workers arises. 

There are certain organisational factors found to assist with employee engagement such as: -
A company’s vision statement – used as a tool that joins employees with the organisation to achieve shared goals.  The vision needs to have a clear strategy and objectives on how the organisation plan on reaching the vision.  Employee’s roles and responsibilities need to be defined with an explanation of why their roles are important (Bateman 2015).  The statement needs to mirror day to day activities and evolve to get buy in from employees for the vision to be shared. When organisations lack a clear vision, employees can become frustrated, disengaged, or leave the company to find somewhere that shares their own vision and drive.  

Recruitment Processes – Effective recruitment of employees is essential for businesses.  It’s not just about filling a role but also about impacting the success of the business longer term (CIPD 2021). It is important that job specifications are clearly defined, accurate and reflect the role being advertised.  It is also about giving potential candidates an insight into the organisation to see if it’s a company that they want to work for.  First impressions count and a badly designed process could mean that organisations cannot attract employees.  For new recruits, if the induction process is badly organised, with incorrect/no training regimes, they could be disengaged from the beginning of their employment (CIPD 2021).  

Performance Processes - Performance objectives/processes are crucial to connecting employees to their work, each other, and to the organisations vision and mission (Keneipp 2022). Performance objectives need to help employees understand why their work matters, how it affects the rest of the organisation, and where it fits into the vision, they need to know how valuable their position is within the company and these must be communicated well.  Training should be given on performance objectives and the organisations expectations, this should help employees be more productive, successful and empower them to take ownership of their own work. 

Reward Processes – A good pay and benefit structure is vital in attracting, maintaining and the engagement of employees. Effective reward packages are fair and consistent and assist with wider business strategy, staff requirements, the purpose of the business, its culture and ongoing performance (CIPD 2021). Often when there are poor processes in place, employees can feel unvalued, disengaged and leave the organisation.

Learning and development programmes (L&D) - Successful L&D programmes should focus on employee motivation, their well-being, and help them recognise their involvement in the businesses culture, purpose and their objectives (CIPD 2021).  Managers must recognise that employees have different learning styles and adapt where possible. Some employees prefer being hands on, whilst others prefer to watch and learn.  If managers do not adapt to the different types of learning styles, they could risk losing certain members of their teams.


3.1 

When employees have a sense of purpose, it helps them feel good about the work they do, which helps then to have better relationships both inside and outside of work (DeSimone 2019).   HR can assist with this sense of purpose and add value to a business by helping employees fit into the culture.  This can start during the recruitment process by recruiting those who will be compatible with the culture (Smith 2015).  HR need to ensure that employees stay within the business and are therefore best placed to form synergy between stakeholders and the business culture. Creating this synergy, can help with reducing grievances, increasing communication methods and creating a culture that works for everyone. 

Employee strategies that work well use a range of practices, they focus on employee motivation and wellbeing and on contributing towards the purpose and culture of the business (CIPD 2019). These strategies should support HR policies and L&D and therefore require assistance from everyone within the organisation, this will build up trust and dispersing the mentality or “what’s in it for me” as seen previously.  Discretionary effort of employees when they go above and beyond can sometimes be expected as it has for the past 2 years with the pandemic. 

There is now more of a need for employee engagement, globalisation is making business competition fiercer and getting the best out of everyone is more prudent.  

Adams theory of Job Motivation (1963) says there are factors that affect an employee's experience of their employer at work.  There is belief that employees are de-motivated, if they think what they are putting into their role is more than what they are getting out. Employees react in different ways to this such as less effort or being unhappy at work.  
Positive outcomes and motivation come when employees feel they are being treated fairly, e.g. employees want more than previously, more money, better jobs and more for their money.  Social media contributes to this as it can show others doing the same job as you, however getting paid more with more benefits.  This can make employees feel that others are having a better deal and on occasions employees are resigning.  Here, it shows how important communication is with regards to engagement so employees can see the big picture of employer decisions and to ensure that employees go on the work journey with them to retain their talent.

Employment has changed over the years, Gallup (2021) says that Young Millennials and Generation Z prioritise an employer who cares about their wellbeing and have different needs at work, this is one reason why they would change roles. Years ago however, Generation X priority was ethical leadership.  Millennials are said to be the lowest engaged cohort with only 37% saying they are engaged (Gallup 2021).   This shows that it is vital for HR and managers to get more involved with the workforce and engagement.

Cain (2012) published a paper on Introverts stating that introverts have different talents to bring to a workforce which should be encouraged.  Culture and biases around workplaces e.g. open-plan offices encouraging extroverts doesn’t work for everyone.  HR and management should recognise this and get a balance within the workplace engaging with all employees in the way that is unique to them (not one size fits all). 

Another published paper by Wood (2018) talks about flexible working and work-life balance.  It showed that work-life balance created increased independence in employees, strengthening their views of a supportive employer, strengthening the psychological contract and employee commitment.  This in-turn would have a positive effect on employee engagement at work.   

3.2 

An engaged workforce has benefits for many stakeholder groups, some of which include: -
· Line managers – Implement workplace engagement schemes and are often seen as the mouthpiece between employees and management (CIPD 2017).   Line managers require tools to ensure a culture where employees are inspired and have an employee voice. Those who feel valued and involved are more likely to be more productive, positive and happy (Cook 2013). The benefits of an engaged team include: - a reduction in disciplinaries/grievances, reduced turnover and better team performance, hence helping Line-managers with their roles.  
· HR – Assist with the engagement process by safeguarding its culture through surveys, communication and policies (Myhub 2019).  HR benefit by employee engagement by having a happier workforce, which means less complaints/grievances, lower turnover and absence hence a reduction in the number of exit interviews and job applications/recruitment, less support required by line managers, a happier working culture and a better overall place to work.
· Senior management – Drive the engagement initiative and are accountable to leading the way in the organisation (CIPD 2019). According to HBR (2021), once management boost engagement, there are many benefits such as a greater connection with employees and teams, greater innovation and creativity in the workplace, employees care about their work, work becomes less stressful and more enjoyable. This can create more publicity e.g. through social media and becoming an employer of choice.   
· Employees – feeling happier and content in their roles, more connected with their peers and their manager, the feeling of recognition and appreciation, more productive (not so negative), more autonomy in their roles, which could in-turn lead to reward and recognition (DeBara 2021).  Employees will feel committed to their organisation, satisfied in their role and energised at work (HBR 2021).
· Union representatives – support and encourage staff and engagement initiatives along with ensuring employee voices are heard (CIPD 2019). The union will receive fewer complaints/grievances, more content workforce, better communication between parties.
· Customers – If employees are not engaged at work, the customer experience will suffer (Fontanella 2022).  The happier employees are, the better service they will give to customers and stronger corporate alignment e.g. giving ideas to enhance the customer experience.  There will be reduced errors, greater production, and employees will be more invested in the product and business.  Therefore customers will be happier, giving positive customer experiences in their reviews.
The Conference paper written by CIPD (2018) states that employee engagement requires commitment from all stakeholders within a business, Senior managers are seen as catalysts, HR are facilitators, Line managers are implementers, Employees are partners and unions are enablers.
4.1 

HR data are vital resources in making management decisions and can provide a wider picture of why, how, and when employees do certain things.

Employee Engagement data can be found from several sources such as Gallup's Q 12 employee engagement report which was created to show what is important to employee engagement and the performance of businesses (Soreson 2013).   Also from The Towers Perrin (2014) Global Trends Study which discusses trends affecting employee engagement, retention and attraction and shows the links between high performance and high engagement. The CIPD are also a key source for engagement data; they offer guides, podcasts and reports on the topic such as their report on Employee Engagement: An Evidence Review (2021) or their Good Work Index (2021)

There are different types of data that can be reviewed within organisations to assist with employee engagement.  
· Macro data are the overall metrics used to drive strategy such as CIPD data or Office of National Statistics data
· Micro data are those measures that support the improvement and management of a particular project, program or initiative from information reported in an organisation e.g. absence figures, KPI’s, accident data, pulse surveys (Philips 2008).  
· Mezzo data is from a particular sector such as the private sector and is more specific to them.

An example of a company using data is Google. They give free meals to staff, substantial holiday allowances and ‘nap pods’.  This is not just due to good leadership but is based on data from employee satisfaction surveys (Marr 2018).  



4.2 

According to CIPD working lives report (2019), 	work-life balance of UK workers is seen as poor compared to other countries.  Around 75% of employees recorded on the 2019 report, feel they have meaningful jobs and are functional in their roles, however 68% of these employees say that flexible working is not available to them.
Men in managerial roles were seen to be able to work from home and had greater autonomy and engagement compared to women, who had more flexibility such as job share and reduced hours but not working from home.  Here, there is some disparity in men and women, however the CIPD offer solutions to this e.g. changing workplace cultures so that both men and women can work from home.
To compare the 2019 report to 2021, where Furlough and Covid-19 forced many to work from home, it was identified that there was a slight increase in work-life balance between males and females, however people working from home found that they were working longer hours and couldn’t switch off.  Those roles where employees couldn’t work from home saw a decrease in engagement.  
According to the CIPD Working Lives (2019) report, conflict at work was seen higher in women than men i.e. harassment or unwanted attention and LGBT and BAME workers facing higher levels of humiliation and discrimination at work.  In the 2021 report, Women, workers with disabilities, BAME and young workers were seen to suffer the most, this was mainly down to lock down and the closure of certain industries due to Covid-19.
Demographically, employees/managers in higher paid roles are seen to commute further.  Even though they have greater use of working flexibly, they work longer hours and hence have more stressful roles leading to poor mental health compared to those lower paid (CIPD 2019).  However, the 2021 report states that those with lower roles are more likely to have been Furloughed during the pandemic, in comparison with managers and those in higher paid roles where they were more likely to be able to work from home.
According to ONS (2022), there was an increase in vacancies within the Health and Social roles (+14.9%), although the reason doesn’t mention Coronavirus, I think these figures grew due to the impact of Covid-19 and the engagement of workers within this sector.  
According to CIPD Megatrends (2019), women with young children were more likely to work flexibly.  They say this is the result of this group of employees more likely choosing jobs that offer flexible working.  They also mention that job satisfaction was higher in employees with flexible working on offer.
4.3 
The future of employee engagement is evolving and will have both positive and negative effects.  With projections on future population and age at work, it is predicted by 2032, over 36% of the workforce will be aged 50+ (CIPD Megatrends 2019).  As there is no longer a cap on retirement age, employees are working longer and flexible working means they can reduce their working hours to suit their personal needs.  Employee engagement within this age group will increase as there will be a greater work-life balance.
IT advancements and automation is a vision of the future (HR Zone 2017). This could decrease employee engagement.  If jobs are becoming more automated, there could be a risk of employees being made redundant with lower engagement.  However, with the IT advancements within certain companies and on-line shopping e.g. Co-op and Unilever, who have increased staffing levels, and helped others affected by the pandemic has meant better engagement for its employees (Guardian 2021).
Working attitudes and practices are changing within certain sectors of employment due to the pandemic.  Hybrid/flexible working is becoming more attractive to employees and workplaces are geared up to working from home at short notice and with many people at once (CIPD 2020).  Should hybrid working become the future, employees will have a better work life balance and enhance the working experience.
Millennials joining the workforce find more importance in like work-life balance, being able to make a meaningful contribution to a company and an ethical corporate culture, they are forcing organisations to change their ways and engage their employees than they have with previous generations.  More employers will create policies that support a flexible workspace that can offer millennial-friendly practices like work from home options, flexible schedules, technology allowances, and continued education opportunities (Chrisos 2021).

Conclusion
To increase employee engagement, all stakeholders within a business must take personal responsibility for making it better.  Having positive relationships with those you work with assist both personally and on a business level.  By promoting positive relationships and team working is likely to make organisations more effective, have lower labour turnover and happier employees (Huntington 2012).  
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