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Management competencies for enhancing employee engagement 



1 Introduction  

1.1 Background 

CIPD research over the last decade has repeatedly 

demonstrated the links between the way people are 

managed and business performance, the most recent 

being Shaping the Future,  a longitudinal research 

programme investigating the drivers of sustainable 

organisation performance 





employee engagement research. The current study 

therefore aims to define engagement in a way that 

encompasses all the key definitions used in both 

academic research and practice. To do this, all the key 

words and characteristics that had previously been 

used to define employee engagement were listed out 

and grouped into themes. The resulting framework 

shows similar themes to the Kahn, CIPD and Towers 

Watson definitions. For the purposes of this study, 

employee engagement has thus been defined as: 

‘Being focused in what you do (thinking), feeling 

good about yourself in your role and the organisation 

(feeling), and acting in a way that demonstrates 

commitment to the organisational values and 

objectives (acting).’ 

1.1.2 The case for employee engagement 

Despite the variety of conceptualisations, it is now 

widely accepted by both practitioners and academics 

that employee engagement is not merely a fad 

(Schaufeli and Bakker 2010). Evidence demonstrates 

that high levels of employee engagement have a 

significant and positive impact at both organisational 

and individual levels. 

The Towers Watson 2007–2008 Global Workforce 

study clearly demonstrates the links between employee 

engagement and performance. Observing 50 global 

organisations over a one-year period, this study found 

that organisations with high employee engagement 

benefited from a 19% increase in operating income, 

whereas organisations with low levels of engagement 

saw a 32% drop. It also found that organisations with 

highly engaged workforces experienced a 28% growth 

in earnings per share, comparedhat oraone-loymganile in operating income, 



1.1.4 The relationship between management 

behaviour and employee engagement 

Academic research has not directly explored which 

leadership or management behaviours are drivers 

of employee engagement. However, it is plausible 

to suggest that both leadership and management 

would have significant roles in each of the six areas of 

work suggested by Maslach et al (2001). In addition, 

a conceptual paper by Macey and Schneider (2008) 

has suggested that transformational leadership would 

be a key driver of employee engagement, although 

no academic research has yet been published to lend 

support to this hypothesis. 

Practitioner research and literature has placed a 

significant emphasis on the importance of leadership 

and management in employee engagement and has 

more recently distinguished between the different 

roles senior leadership and line management may have 

in fostering engagement. Research undertaken on 

behalf of the CIPD (Alfes et al 2010) highlighted the 

difference between perceptions of line management 





















variety of behaviours were mentioned, including: 

involvement in decision-making and problem-solving; 

feeling supported by their managers, who may provide 

coaching or back up employee decisions; being able to 





4 Discussion and conclusions  

This study aimed to identify specific management • The frequency analysis enabled exploration of the 

behaviours important for enhancing employee 







to explore the validity of the framework and to show 

an association between the behaviours of a manager 

and the levels of engagement of their employees: this 

would need both concurrent, cross-sectional validation 

and predictive, longitudinal validation. This kind of 

quantitative approach would require the development 

of a questionnaire measure, based on the behavioural 

framework, and would lead to its validation. Such a 

measure could be used in future research and practice 

to explore management behaviour in the context of 

employee engagement in more depth. The process 

of validating the framework and subsequent research 

would provide an opportunity to explore whether 

the different engaging management competencies 

differentially predict aspects of employee engagement. 

Future research could usefully explore the similarities 

and distinctions between the engaging management 

competency framework and the authors’ previous 

findings regarding management competencies for 

the prevention and reduction of stress at work. It 

has been suggested by some practitioners that levels 

of engagement may have a curvilinear relationship 

with well-being: that both very low levels, where an 

employee is disengaged from their work, and very high 

levels, where an employee is overengaged in their work, 

might be detrimental to the individual’s well-being. In 

particular, high levels of engagement, while they might 

lead to short-term productivity and positive outcomes, 

might also bring the risk of burnout with prolonged 

overwork. There is a need for the balance between 

engagement and well-being to be und[(witTD
m)18TJ
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