1 Define Employee Engagement and explain how it relates to other concepts such as organisational commitment, employer involvement and Job satisfaction

The concept of employee engagement is complex due to it being multi-dimensional.  It considers how employees ‘’express themselves physically, cognitively and emotionally’’ (Kahn, 1990) and operates on two levels; emotional and transactional. Both levels show engagement from the employee however, in comparison to emotional engagement, transactional engagement possesses little commitment from the employee to the organisation.  (Johns & Ellis, 2016)  It is true to say that disengagement is a third level of engagement. Due to its complexity there are many definitions of employee engagement, none of which are definitive (Johns & Ellis, 2016), although it can be defined as ‘’ a workplace approach resulting in the right conditions for all members of an organisation to give of their best each day, committed to their organisation’s goals and values, motivated to contribute to organisational success, with an enhanced sense of their own well-being’’. (Engage for Success, 2019)   It is important to understand that the approach to employee engagement should not be mechanistic and in place to ‘extract discretionary effort’ from employees; (Engage for Success, 2019) As engagement itself is discretionary it cannot be forced or assumed by employers. (Johns & Ellis, 2016)  The CIPD describe engagement as having ‘mutual gains’ for employees and employers (CIPD, 2018a); employees are more fulfilled, happier and thus motivated, committed to health and safety, display discretionary effort and organisational citizenship; creating a state of emotional engagement ( (Armstrong, et al., 2010).  This in turn increases performance, retention and innovation thus benefiting the employer.  Engagement therefore is two-way relationship with organisations striving to develop and nurture a culture of engagement and employees choosing the extent of their engagement.  (Robinson, et al., 2004).
Job satisfaction and organisational commitment are other concepts which are related to employee engagement.   Like engagement, job satisfaction is multi-dimensional and complex and linked to motivation, but it is focused on an individuals’ attitude to how they feel about their job.  (Mullins, 2013)  This is in contrast with engagement which is a two way concept considering both individual and organisational perspectives (Robinson, et al., 2004) and is fundamental to the employment relationship with the CIPD highlighting that engagement ‘’goes beyond’’ satisfaction.  (CIPD, 2014 in (Johns & Ellis, 2016)   In contrast to job satisfaction, but similar to engagement, organisational commitment identifies an individuals wider commitment and loyalty to an organisation and its values. (Armstrong, et al., 2010)  As with engagement there are also different levels of commitment (Johns & Ellis, 2016).
Affective commitment – Individual’s display a positive emotional attachment to the organisation with whom they can strongly identify with and wish to remain part of.    Commitment is due to a sense of ‘wanting to belong’.
Continuance commitment – Individuals commit to an organisation due to the perceived cost of departure.  This is has a more negative character and individuals commit because they have to.
Normative commitment – Individuals commit because they feel obliged or indebted to remaining committed because they feel they ought to.
From this it can be seen that commitment does not necessarily create engagement although employees who have high levels of engagement tend to have high levels of affective and normative commitment. (Albdour & Altarawneh, 2014)  Equally job satisfaction does not automatically create engagement and the benefits attributed to this (Johns & Ellis, 2016), certainly not on an emotional level.  
2. Describe the HR, leadership and cultural elements of organisations which have high levels of employee engagement, ref academic literature.  Explain the need for aligning employee engagement with other key organisational factors.
Highly engaged workforces can deliver better organisational performance in many ways not only in monetary terms, by increasing revenue and profit but also in terms of increased productivity, staff retention and efficiency.   In addition to this there is an increase in health and safety performance and, in customer facing organisations a better quality customer service.  (CIPD, 2018a).  With many organisations now placing engagement as a main priority in the workplace (Bersin, 2015) it is vital to understand what elements need to be in place at various levels within an organisation to deeply engage employees.
(MacLeod & Clarke, 2009 ) identify four enablers that drive engagement; Leadership (strategic narrative), engaging Line Managers, employee voice and organisational integrity.  The degree to which these are embedded effects depth of engagement from employees and the organisational outcomes, therefore in organisations displaying high engagement, these elements are all present (Johns & Ellis, 2016). 
	1. 	Leadership ensures ‘’a strong transparent and explicit organisational culture which gives employees a line of sight between their job and the vision and aims of the organisation’’. (MacLeod & Clarke, 2009 )  
Senior managers often devise the strategy and plan which needs to be in place to ensure that their objectives are achieved.  According to MacLeod, to engage employees, it is vital that all employees in the business know the aims of the organisation, what is expected of them and the importance of their contribution in achieving organisational objectives. (MacLeod, 7 Oct 2015 - CHECK)  Key to this is communication, which is a critical part of engagement as it aids employees understanding of organisational decisions that may affect their role and increases the sense of belonging, transparency and trust. (CIPD, 2017)  This is where the role of the line manager is critical.
2.	Line managers are front facing and ‘’offer clarity, appreciate employees contribution and effort, treat people as individuals and ensure that work is organised effectively so that employees feel that they are valued, and equipped and supported to do their job’. (MacLeod & Clarke, 2009 )  They disseminated to employees about how they ‘fit-in’ to the bigger picture and emphasise their valuable contributions.   Managers within high engagement organisations are more likely to adopt McGregors’ Theory Y style of management whereby they possess a participative management style, encouraging collaborative working with increased levels of trust arising. (Mindtools, nd) thus creating high quality working relationships.  Line Managers coach individuals to succeed in their role providing regular feedback and dialogue; highlighting performance issues in a timely manner  (McLeod, 2015 7 OCT`)  and assisting individuals to advance and develop within their role or to progress to different roles within the Company.    In this environment employees take ownership of their work, are involved in decision making processes and have the opportunity to express their ideas (ACAS, 2014) through various mechanisms of employee voice.
3.	Employee voice – ‘’employee views are sought out; they are listened to and see that their opinions count and make a difference’’ (MacLeod & Clarke, 2009 ).   In organisations with high engagement mechanisms of voice will be present in a number of different forms, with all employees encouraged to participate and contribute.  Employees are seen very much as key to problem solving often highlighting issues before they escalate. (Engage for Success, 2019b)  The willingness of employees to contribute is enhanced by the actions of the leadership and line managers who create a culture of trust, openness and inclusion, which in turn increases the sense of empowerment, innovation and of value.  In such organisations the psychological contract strong and the employee value proposition is balanced.
4.	Integrity – ‘’a belief amongst employees that the organisation lives its values, and that espoused behavioural norms are adhered to, resulting in trust and a sense of integrity’’.    Within organisations of high engagement the ‘say-do’ gap between the written values and the behaviour that is naturally displayed by leaders and managers is small if not non-existent, reinforcing feelings of trust and organisational integrity amongst individuals (McLeod, 2015 7 OCT`) who will often promote the organisation as ‘one of choice’. 
The HR function within high engagement organisations will be very people centred (Bravery, et al., 2019) ensuring that policies and practises are designed to support both organisational goals and maintain high level engagement.  HR will work proactively to understand issues that are detrimental to employee and engagement by monitoring engagement levels and promoting employee voice to gain a deeper understanding.  HR support line managers in their role providing advice and training where required to enable managers to support and engage their staff.  They show ethical and moral standing and highlighting behaviour that is not in line with the values and put forward ‘business savvy’ cases to senior managers that support the integration of engagement within business strategy.  (Holbeche, 2015)
If it is agreed that most organisations exist either to make a profit or provide a service and in order to survive need to be successful in these goals, the current research supporting the engagement/profit chain (Figure 1.) cannot and should not be ignored.  (Kruse, 2019 - CHECK)
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Figure 1.  Engagement/Profit chain.
Employee engagement should be aligned with all factors within an organisation from the very values and behaviours through to the policies and procedures thus ensuring a positive culture and continuously engaged workforce. If MacLeods enablers are considered then it is clear that engagement is not an isolated commodity, at its pinnacle it is a discretionary emotional state that is created by deeply embedded elements within the organisation. (MacLeod & Clarke, 2009 ) 

3.  Explain why employee engagement is increasingly a vital dimension of HR strategy and practise. Potential benefits for stakeholders should be evaluated. 
Over recent years the world of work has changed in a variety of ways.  Globalisation, changes in demographics and technology have all lead to more complex and diverse organisations with a need for HR to develop new aligned and strategies, policies and practises that ‘’champion better work and working lives’’. (CIPD, 2015 pg2)
In addition to this the employee/employer relationship has changed with more emphasise being placed on the psychological contract and creating a trusting culture. (Sanders, 2012)  As organisations experience more difficulties in attracting skilled workers with employees often having increased bargaining power the focus of many organisations is to build an organisation of choice.  (Bersin, 2015)  Hygiene factors such as pay and job security may initially attract employees, but it is becoming increasingly important for HR to develop strategies and promote practises that are more motivational such as clearly defined jobs, good work life balance and integrity and equality amongst the workforce in order to attract new employees and also engage and retain the current workforce. (Bravery, et al., 2019) 
Much research points to the link between engagement and positive individual and organisational outcome, however MacLead goes one step further identifying that the impact of engagement is on ‘the country as a whole’. (MacLeod & Clarke, 2009 )
From an individual perspective, high engagement results in a feelings of attachment to their work and the organisation.  People are motivated to do their best, displaying high levels of discretionary effort and organisational citizenship in order to achieve their own and consequently,  the organisations goals.  (Mullins, 2013)  If organisational citizenship exists then individuals will work more closely as a team forming friendships which increases levels of support and individual happiness. (Mortimer, 2010)  Due to increased levels of management and peer support, trust and autonomy,  employees feel more fulfilled in their roles which has a positive impact on their health and well-being. (CIPD, 2018a)  
Typically engaged employees are more innovative, creative and motivated to carry out their role to a high standard which benefits managers.  Employee voice, two way feedback and communication all strengthen the psychological contract making it easier for managers to communicate with employees’ particularly when considering achieving goals and performance.  (Craig, 2018).  The likelihood of disciplinary and grievances issues are reduced as employees are generally happy and completing their work to a high level.  
The frequently reported benefits for organisations are increased retention with lower levels of staff absence, increased health and safety awareness, increased customer engagement/satisfaction and a more creative and innovative workforce which all contribute to increased efficiency and profitability. (CIPD, 2018a)  There are also benefits to recruitment as engaged staff often promote the organisation as an employer of choice.  (Johns & Ellis, 2016) .
Despite research carried out by Gallup and academics such as Hutchinson and Purcell which would strongly indicating that engagement provides increased profitability, (Johns & Ellis, 2016) warn that due to the multi-faceted nature of profitability engagement should not be seen as the sole cause.  They also highlight that the ‘direction of causality’ should be considered, in that people working for profitable organisations reap the benefits of this ie good pay/rewards, and as a result are engaged.  
In addition there is an opposing view that high engagement can have negative effects for both individuals and the organisation.  When individuals are highly engaged this often has a negative effect on worklife balance attributing more time to work tasks then their families.  Additionally they can experience ‘burn-out’ which is not only damaging to their health but also has a negative impact on organisations through increased levels of sickness absence.  Whilst much research points to the positive effect that engagement has on innovation and creativity, there is also a counter belief that real innovation and change is only driven when people are dissatisfied with the existing situation and that a negative mind set makes people more persistent. (Garrad & Chamorro-Premuzic, 2016)
It is apparent from this that a balanced view of engagement needs to be taken ensuring that all elements are considered and organisations need to understand what drives and engages their workforce prior to implementing any engagement strategies. (Garrad & Chamorro-Premuzic, 2016)

4 Summarise key sources of engagement related data, citing different examples.
As HR is required to become more strategic and business savvy it is important to understand the key sources of both internal and external engagement related data in order to identify trends (CIPD, 2018a)and assist in creating effective people centred policies and practises.  
Internally data can be analysed from a number of different sources, all giving an indication to the level of engagement:
1	Engagement surveys – These are one of the most common methods of gaining data, however they rarely explain the reason for engagement levels and have a tendency to limit engagement to an annual/bi-annual exercise and should not be used in isolation (Purcell, 2010 in (Johns & Ellis, 2016) pg89) but in conjunction with other business metrics, such as those listed below. (Cattermole, 2014)
2	Absence records and return to work interviews – In its simplest form increased engagement reduces absenteeism so data can be analysed on this level although on a deeper level observing patterns of absence can help organisations highlight employees who need additional help and support such as those with mental health issues.  This creates an environment of support which in turn increases levels of trust and engagement. (Dodds, 2018)  Used interdepartmentally they highlight trends which could indicate issues with certain managers such as the need for increased training.
3	Exit interviews – Well executed exit interviews can provide understanding as to why employees are leaving allowing HR to address issues in aim of increasing engagement and reducing attrition. 
4	Financial reports – Correlation between high engagement and profitability can be studied to understand any causal effects and mirror them in other areas of the organisation that are not as profitable or engaged.
Organisations should review this data within the context of their business in addition to benchmarking against other organisations to give a comparison on a wider scale. External benchmarking data can be gained from a number of credible sources ie government reports and academic research.  One of key pieces of research into engagement which forms the basis of popular opinion is the 2009 Engage for Success Report (MacLeod Report) published by the Department for Business Industry and Skills.  Prepared for the Government it explores the concept of employee engagement through research of existing academic sources and case studies and provides an in depth view.  The CIPD Employee Outlook surveys provide research into engagement providing statistical evidence which enables identification of trends eg The 2017 report showed an overall increase in employee engagement from 2016 across different business sectors. (CIPD, 2017)  More recently the CIPD published the UK Working Lives Report 2018 which explored areas such as quality of employee/manager relationships identifying that 80% of individuals felt that they had a positive relationship, and also employee voice where 56% of employees had one to one meetings with managers in comparison to only 11% reporting that they had attended focus groups.  (CIPD, 2018b)  On a more global perspective Gallup analyse and report data frequently produce engagement surveys reporting in 2017 that in Western Europe only 10% of employees were engaged, 71% were not engaged and 19% were activity disengaged.  (Gallup, 2017)  Other sources of information are reports from the Office of National Statistics and The 2011 Workplace Employment Relations Study.

5.	Outline the findings of recent studies on employee engagement including the context to which gender, demographic and other factors influenced levels of engagement.
The Global Talent Trends 2019 (Bravery, et al., 2019)  identified some significant differences across gender and generation when researching engagement.  They identified that 2 out of 5 employee where planning to leave their organisation within the following 12 months and highlighted a need for organisations to understand what engaged their workforce.  When looking at gender they identified that flexible hours, time off and health benefits were important to women compared to men who identified meaningful/interesting work and competitive pay and development/advancement opportunities as key drivers, (Figure 2.) however they did not detail any difference in the levels of engagement between males and females.
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Figure 2.  Engagement drivers by gender (Bravery, et al., 2019)
The study also highlighted the differences between generations; with meaningful work, competitive pay, job security and health benefits important to baby boomers in comparison the Generation Y who were motivated more by a fun work environment and advancement and development opportunities and Generation X more motivated by flexible working and time off. (Figure 3)
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Figure 3.  Engagement drivers by generation. (Bravery, et al., 2019)
The report also highlighted that the emphasis in certain drivers of engagement varied geographically with the UK workforce highlighting recognition as a key driver followed by work life balance and a fun working environment in comparison to the Indian workforce who highlighted development opportunities as key, followed by meaningful work then work life balance.   
The UK Working Lives  report outlines that business sector can impact levels of engagement in so far as slightly more (16%) of public and voluntary sectors workers felt job insecurity in comparison to 13% of private sector workers.  However, the public sector provides more opportunities for development than the private and voluntary sector although this could be due to increased levels of skilled staff who, the research states, are more likely to be provided with development opportunities than lower-skilled workers.  Worker type impacts the degree of autonomy within a job with senior managers afforded more autonomy than unskilled or casual workers.  (CIPD, 2017)
Recently engagement has been effected by political and economic influences. The recession saw pay freezes along with increased workload (Wanrooy, et al., 2011) which could be perceived as negatively impacting the employee value proposition in favour of the employer, thus affecting engagement.  The CIPD reported that following the decision to leave the EU 48% of organisations reported that employees had expressed insecurity around their job with only 28% of employers believing that they could retain their EU workforce.  (CIPD, 2018c)

[bookmark: _GoBack]6. Conclude with a balanced evaluative summary of the future of employee engagement.
As a result of the complexity of engagement and the reported links between engagement and productivity organisations are making engagement strategy a top future priority.  (Bersin, 2015)    The key to successful engagement appears to be understanding, not only of what drives and engages individuals, but also understanding the environmental and external issues that can affect levels of engagement.  
Henley Business School reported that over 40% of UK employees have ‘side hustles’ citing the reasons as decreased job security,  increased costs of living and an increased sense of control over an individuals work; this number is expected to rise.  Organisations need to implement policies to address this, ensuring that employees do not ‘burn-out’ or carry out conflicting activities but understanding that failure to adapt to side hustles could lead to issues with low engagement and thus retention. (Best, 2018)  
As Generation Y become more embedded in organisations engagement strategies need to mirror their drivers.  They do not tolerate poor organisations or managers and leave jobs if they feel no benefit from a developmental and well-being perspective, despite the level of compensation received. (Gallup, 2017)  Engagement must become more transformational focusing on building the right environment, although organisations should not stop the transactional element of engagement such as surveys, however they should be carried out in a more transformational way, by implementing IT/social media solutions.  Such solutions will increase connectivity, interaction and real-time communication positively affecting the sense of belonging and levels of communication felt by employees.  Organisations must then ensure they act on findings,  improving the psychological contract between employees and employers.  (Cattermole, 2014)
Due in part to the introduction of agile workforces the number of home workers has increased to 4 million with 53% of employees stating that they would be happier and more productive if they could work from home. (Cox, 2018)  Whilst this provides many benefits to the individual and organisation, including increased engagement, it can make employee voice/communication more difficult.  (Purcell, 2014) states that the best future for engagement is employee voice and advises organisation to look at their mechanisms and ensure that they work for them.  
The world of work has changed significantly from the industrial times to more modern times where much of the corporate value is now in human and knowledge capital as opposed to the more tangible assets of the industrial revolution.  With advancements in technology and the increase in automation this could change again, although human capital will remain an intrinsic part of organisations.   It is vital that organisations develop ‘engaging managers’ who possess the softer skills required to support, coach and manage their workforce.   (Cheese, 2014) With uncertainties ahead such as Brexit and automation ‘’ an engaged and empowered workforce is one of the critical components that will enable organisations, economies and individuals to thrive’’. (CIPD, 2016)
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