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Learning Outcome 1 

1. Be able to assess levels of employee engagement within the organisation. 

According to CIPD (2021), once an organisation becomes a particular size people analytics are a vital factor in assessing the strengths and weaknesses within it, and 

employee engagement is a key part. In order for people analytics to be useful and effective, they need to provide reliable, clear and specific data which can be actioned 

on. Therefore, CIPD (2021) advises using established engagement metrics. There are a number of metrics and methods that can be used to measure engagement. Some 

methods include case studies, interviews, experience sampling, rating scales, exit interviews, 1:1’s and questionnaires. An example of one of the methods is the Utrecht 

Work Engagement Scale (UWES), measuring engagement as a psychological presence – a persistent and pervasive affective cognitive state and is not focussed on a 

particular event, individual or behaviour. It is scored to give an overall picture of engagement whereby higher scores indicate higher engagement. The scoring is done in 

three subscales – vigor (energy and resilience), dedication (enthusiasm, being inspired and challenged) and absorption (immersed in work) (Gifford and Young, 2021). 

Another method is An established survey tool is Gallup’s Q12 engagement survey, a culmination of research which is a list of 12 questions (EV1). One of the benefits of 

this method is it is a survey – offering real time actionable data, providing opportunities for improvement. Bluestone conducts one annual engagement survey and three 

pulse surveys per year. The annual engagement survey questions remain the same, to provide year on year data for analysis and comparators. The pulse surveys include 

relative and topical questions which will vary, and are much shorter. The annual survey utilises Gallup’s theory as a basis, which is tailored to the needs of the business. 

The benefit of this model is it has a proven link to greater performance outcomes. It also provides a framework to enable management teams to have motivating 

conversations with their employees. It is also a commonly utilised tool when enables comparators with other organisations (Gallup, 2021).  

Another tool utilised by Bluestone is the net promoter score or NPS, this is utilised to monitor customers satisfaction. According to HR Grapevine (2017), HR plays a role 

in customer experience, and they believe the secret to great customer experience, could sit with employee engagement. They also explore the possibility that the HR 

function could learn from customer satisfaction teams. As companies know a wealth of information about their customers, HR Grapevine argue that using the same 

insight and analytics with employees provides the opportunity to design a great workforce experience, whereby employees do their best work. A net promoter score is a 

score of 1-10 in response to a particular question for the engagement survey the question is “Would you recommend Bluestone as a place to work?” This correlates with 

the question posed to guests “Would you recommend Bluestone as a place to stay?”. 

In this image, respondents are grouped as follows: 

Promoters (score 9-10) are loyal enthusiasts. As customers they who will keep 

buying and refer others, fuelling growth. As employees they will recommend as a 

place to work and become brand ambassadors. Passives (score 7-8) are satisfied, 

as customers they are unenthusiastic and are vulnerable to competitive offerings. 

As employees, they are vulnerable to alternative employment, and give mediocre 

performance and motivation. Detractors (score 0-6) are unhappy customers. As 

customers and employees, they can damage brand and impede growth through negative word-of-mouth. 

Subtracting the percentage of Detractors from the percentage of Promoters yields the Net Promoter Score, which can range from a low of -100 (if 



every customer is a Detractor) to a high of 100 (if every customer is a Promoter) (Net Promoter Score, 2020). This makes it a very useful tool in 

measuring engagement throughout the organisation. 

Prior to the launch of the annual engagement survey, the people services team meet to establish an action plan (EV2). EV2 lays out the action plan. This first port of call is to 

establish the survey working group – this will include individuals responsible for establishing the final survey content, sharing the survey, monitoring completion rates, 

communications and working with departments following the survey. The next part is establishing the survey content including the relevant stakeholders. Whilst the people 

services are responsible for drafting the survey (EV4), the survey content is agreed collectively by senior leaders within the business (EV3). EV3 is an email shared with the 

heads of department, requesting feedback and detailing the agreed basis for the survey diagnostic tool. It is shared for both feedback and to ensure buy in. It is then shared 

with the board for final sign off. EV4 is a draft copy of the actual survey content from the most recent employee engagement survey. EV5 is an email sent to all employee’s 

personal email accounts giving instruction on how to complete the survey, this was also shared to all employees via SMS. The following part of the action plan is for the people 

services team to monitor completion rates over the two-week window provided for survey completion, giving a gentle nudge to departments whose completion rates are 

lower. EV6 is an email to our F&B outlet managers, as completion rates were particularly low for this department. EV7 is an email to our management teams outlining the 

final completion rate of 87%.  

Once the survey is closed, the feedback is analysed. Whilst the questions have set answers which provide clear data, there is opportunity for commentary from employees 

and this is equally as important to analyse. Any themes are picked out and areas of concern are highlighted. EV8 demonstrates the raw feedback for analysis for the Food and 

Beverage department specifically. The business was keen to understand the feedback for this department in this year’s survey due to high attrition and difficulty in 

recruitment. Once the feedback has been analysed it is presented back to the board for initial discussion and commentary. EV16 demonstrates the pack of data with the 

analysed figures and the raw commentary data. The people services team take their time to read and review every comment made by each employee. EV9 demonstrates 

headline results utilised, with an NPS score of 34. 50% of the 85% who completed the survey are promotors, suggesting that a large portion of the workforce is engaged. 

Although 26.5% are neutral – meaning they are “on the fence” and could be easily swayed to being a detractor, although this does provide opportunities to re-engage. 24.5% 

are detractors which suggests disengaged employees, this also highlights opportunities, and this is where the responses to the individual questioning is useful in understand 

the specific issues. EV14 is an email highlighting the key areas for consideration for F&B specifically. The board will feedback and may identify priority areas or actions to take, 

including any resource requirements. Once this has been thoroughly discussed, the Director of People Services and People Services Manager will meet with the departmental 

management teams. EV10 is the headline slide which is utilised during this meeting. It is evident with the NPS score of -22 for Food and Beverage, intervention was required. 

A further focus group was carried out with some of the team members – EV15 is a follow up email to the department management following this. Whilst these meetings are 

facilitated by People Services, the line managers need to lead on delivering change. Working collectively, an action plan is populated detailing the areas of opportunity – the 

specific issues, causes and impacts on the team, what needs to happen – the specific improvement action that is required to address the issues, how it will happen – the 

specific process and activities, who will own the actions and by when, including space for progress made to discuss during regular meetings. EV11 is an email sharing the data 

and action plan ready to be populated and Following feedback to management teams, a communication plan must be established to feedback to employees. EV12 

demonstrates the action plan utilised by the departments. According CIPD (2020), planned communications are vital covering timing, content, style and the channels to be 

utilised. Consideration must be given to providing clear, honest and consistent messages. The start of the communication plan should be the outcome i.e., what is the ideal 

outcome in terms of how employees will thing, feel or act as a result. Where there is concerning feedback, departments will schedule focus groups to understand the feedback 

further and identify the root of the issues. EV11 details the communication plan for the business following completion of the survey. Following the initial action plan meeting, 

the people services team will have monthly sessions with management teams to review progress.  
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2. Be able to evaluate current organisational approaches to employee engagement. 

There are many different dimensions of employee engagement, however Purcell (2010), defines building blocks of engagement, which can also be considered the drivers, as: 
 

• Employee trust in management 

• Satisfaction with the work itself 

• Satisfaction with involvement in decision-making at the workplace 

• Quality of relationships between management and employees 

• Satisfaction with the amount of pay received 

• Job challenge 

• Satisfaction with the sense of achievement from work (Taylor and Woodams, 2016). 
 
The concept of employee engagement is further developed in the Macleod Report (2009), which identifies four enablers of engagement: a strategic narrative, engaging 
managers, employee voice and integrity. Both areas of research demonstrate the importance of leadership in promoting a culture of engagement. HRM have an important 
role within these building blocks by implementing HRM policy and practice, however leadership are responsible for bringing this to life, creating the conditions where there 
are good working relationships between management and employees, based on trust and fulfilment with their work. Applying this to Bluestone, the engagement survey 
demonstrates that 93% of employees agree/strongly agree that their line manager ensures they are clear about what is expected of them and 90% agree/strongly agree that 
their line manager cares about them as a person. 90% also strongly agree/agree that their line manager is a great role model for the team, suggesting that the general feeling 
from employees is the relationships they hold with their management is of a high quality. Employees at Bluestone also have a voice via the employee consultative group, this 
group meets monthly (EV23) and there is a representative from each department where employees are encouraged to channel ideas, concerns, thoughts and feelings. It is 
chaired by the Director of People Services, and the CEO also attends a handful of times throughout the year. New ideas and proposals for the business are consulted with the 
employee consultative group providing an opportunity for involvement in decision making and to be listened to. Pay is another key consideration of Bluestone’s in line with 
satisfaction of pay being a contributing factor to engagement. The organisation carried out a pay review in response to the recent survey results (EV22). Whilst 61% of 
employees strongly agreed/agreed they felt adequately compensated for the work they do – 39.14% of respondents strongly disagreed/disagreed. The pay review consisted 
of market research into national and local pay comparisons and adjustments made where necessary. This was addressed with a large number of entry level roles receiving an 
increase to their standard rates. Bluestone is also keen to understand if employees feel there is satisfaction and a sense of achievement from the work carried out, as this is 
another driver for engagement. Key questions are posed within the engagement survey and 85% of respondents find their work interesting alongside 92% feeling they are 
able to cope with expectations of their role. The Macleod Report (2009) defines integrity in organisations as employees believing the organisation lives its values and the 
promoted behaviours are adhered to resulting in a sense of trust. 98% of respondents really care about the future of Bluestone and 87% believe there is a positive culture. 
 
CIPD (2021), suggest that engagement occurs from varying dimensions of working life including an individual’s personality, job design, the climate and culture of the 
organisation and management practices. Autonomy and self-determination are the most established influences on motivation i.e., being able to shape the job to ensure it 
has meaning and enjoyment. An individual’s personality also impacts engagement, i.e., some employees will naturally be more engaged or disengaged. This highlights the 
importance of well-established recruitment and performance management frameworks. Our recruitment policy (EV17) provides a detailed procedure for our management 
teams alongside guidance documents. Our interview guides (EV21) also offer scoring criteria including behaviours to ensure we are onboarding employees who are engaged 
and the right fit for the organisation’s values. Our performance management framework (EV18) is also focussed on behaviours – an example behaviour guide demonstrates 
the expected behaviours in a particular element – grow as a team, for guest facing roles (EV19) ensuring we retain engaged employees and support on how to manage these 
if they are not the required standard.  



 
According to CIPD (2021), line managers are the medium between HR initiatives and company strategy and the employees. This also emphasises that line managers are the 
implementers of engagement initiatives. HR have a crucial role to play in facilitating processes and have responsibility for the transactional aspect of engagement. Whilst 
employees play a role in partnering and engaging in initiatives, senior leadership must model behaviours advocating engagement and be accountable for leading and driving 
it. Engagement requires collaborative working relationships, without this and in the absence of leadership who have bought into engagement initiatives, they become barriers 
to engagement. Bluestone gives focus to ensuring our leaders have the right approach and behaviours – demonstrated through our performance management framework 
and regular conversations around soft skills (EV20). 
 
An organisational factor that is a significant barrier to employee engagement is employee communication. Effective internal communication ensures transparency within an 
organisation and is a critical part of employee engagement, promoting better performance, retention and wellbeing. The benefit of good internal communication ensures 
employees remain connected and feel a sense of belonging, understanding the purpose and strategy, identifying with its values and having a clear understanding of their 
individual contribution to its wider purpose (SHRM, 2021). Reviewing the survey data, it is evident there are some concerns with the level of communication within the 
business from the employee’s perspective. 20% of respondents disagree that they are aware of what is going on in the business from regular communication and 24% do not 
feel that Bluestone communicates important changes well. 26% of respondents also do not feel senior management regularly communicates to employees on an informal 
basis. Whilst we promote the employee consultative group as an opportunity for employees to have a voice, the survey also found that 61% of respondents do not regularly 
talk to their ECG representative and 30% do not feel included in decisions that are made about their work. Also, out of 29% employees actively looking for another job 25% 
list communication as the reason. 
 
There are a number of benefits associated with developing trust within organisations between employees and the organisation. According to Sanders (2021), this trust is at 
the heart of employee engagement. Trust is formed within workplace relationships from seeing and experiences behaviours which enable trust. This trust needs to be two 
way, and nurtured, developed and embedded in all workplace relationships. According to HR Zone (2019), trust builds engagement, where employees who feel trusted are 
empowered to work to the best of their ability. Trust is not implicit within the contract of employment, but time and effort on a personal level alongside a reasonable operating 
structure that accommodates human needs. The association of trust within employee engagement should be considered (HRZone, 2019). This is directly related to concerns 
around communication, as inconsistent messages from senior leaders, how organisations communicate with customers, can destroy trust. This highlights weighing up being 
open and honest and offering employees’ information as and when you have it, with establishing priorities ensuring they are articulated before broadcasted avoiding making 
unrealistic commitments. Within the engagement survey, 23% of respondents disagreed that the promotion opportunities are applied fairly and 22% of employees do not 
feel their opinions seem to count.  
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3. Be able to recommend and plan strategies to raise levels of employee engagement within an organisation.  

According to CIPD (2021), engagement strategies will consist of a vast range of learning, development and people management practices in order to be successful. Strategies must be holistic 

having consideration for a number of factors for example employee wellbeing, motivation, and supporting employees to understand the contribution they make to the purpose, objectives 

and culture of an organisation. Strategies require buy in and support from the senior leadership within an organisation to enable alignment of communications, policies, systems, learning and 

development and cross-organisational events. According to Forbes (2021), engagement is falling alongside an increase in job confidence which is creating new challenges for employers. One 

thought is employers are not considering the whole person behind their employees i.e., work life balance, health and well-being support and employee recognition. Pre-pandemic work life 

balance mostly focussed on an individual’s working hours, however this came into focus with a number of people working from home and balancing childcare among other commitments, all 

occurring in the same location. According to a survey of more than 10,000 workers, 57% they are open to a new position if it meant retaining the flexibility gained during the pandemic. The 

trend for employee wellbeing initiatives has also shifted during and following the pandemic, moving from those that provide physical comfort to initiatives that focus on a person’s whole self, 

and families. Finally, whilst recognition can still be achieved remotely from line managers, the remote working aspect of the pandemic has weakened recognition and emotional support 

employees receive from one another. This concludes that best practice engagement strategies must consider employees individually, as their whole selves and the lives they lead – from 

flexibility around how they work, to wellbeing initiatives that support emotional health and resilience (Jennings, 2021). Other best practice considerations for maintaining engagement of 

employees include ensuring leadership know their teams and communicate with them. Team members have clear expectations set to them and feedback is given. Leadership must ensure 

they build relationships of trust, encouraging open discussion and debate and empowering their teams. They must also take seriously the aspirations and development wants of their tea 

members. There is also need to tackle conflicts early on and swiftly deal with any performance issues to ensure problems do not linger and become problematic for other employees (CMI, 

2021).  

There are a number of potential barriers to employee engagement strategies within organisations. Firstly, a lack of clarity – this could vary throughout the organisation for example a lack of 

understanding of specific tasks or a lack of clarity within a job role. Where this is the case, employees can be confused and will not perform at their best, and may not feel they can reach out 

for support – particularly if the leadership are both unapproachable and not providing clarity. Bluestone ensures all employees have clarity from the point of onboarding, achieved through a 

clear and concise recruitment process with transparent interview scoring (EV 17, 21), clear and specific job descriptions outlining duties and a probationary period with scheduled reviews at 

2, 8 and 12 weeks to ensure employees are happy with how they are progressing through their onboarding training. Whilst this is the ideal approach, business demand can often take priority. 

During the current recruitment crisis, there has been concerns over line managers compliance with this due to the pressures of resource requirements resulting in new starters being “thrown 

in” and learning on the job. Whilst line managers feel this provides an immediate solution to their resource challenges, it does impact the individual employee’s engagement with the business, 

and this has resulted in a high turnover with less than 6 months service. The People Services met with the F&B management team and the actions included a review of induction materials, 

setting one day per week for induction over as hoc recruitment, create electronic induction workbooks and weekly meetings with our talent acquisition manager to keep on top of the 

management of applicants in line with our service level agreements (EV28). Other barriers can include poor leadership, which as mentioned previously, is intrinsically linked to employee 

engagement. Leaders have a responsibility to nurture their people into their roles, encouraging and motivating to reach their full potential and beyond. On occasion, leadership can treat 

people poorly. Bluestone takes steps to ensure that the organisations leaders understand the behaviours required for their role (EV20). All of our leaders have received training on our 

performance management framework “The Bluestone Way”. 

Another barrier to employee engagement can be a lack of alignment of employees to the organisation and its values. When employees do not have knowledge or understanding of the 

organisation’s goals, visions and values, they may find it difficult to align their own individual ethics and values with the organisation, ensuring they are committed and have bought into the 

brand. Alignment in this way provides a purpose for employees to work towards, understanding why a company does what it does and in the way it does. To ensure alignment, all employees 

within the first three months of employment, will attend a training session called “Time Out with William” (EV29). The training session covers the company’s core values, the culture, the vision 

and mission statement and brand values. It also goes into the 3 rings of perceived value, net promoter score – how we measure customer satisfaction, why customers don’t return. The CEO 

also spends some time talking about what’s next for Bluestone – what the plans are for the organisation. It provides an opportunity early on for employees to align themselves with the 

company, however it is also a message from the CEO on how each individual regardless of the role they carry out is valued, and how they fit as part of the bigger picture.  



In line with best practice, whilst Bluestone has a number of engagement interventions and pockets of activities occurring across the organisation in an effort to address engagement, it is 

evidence there is no overarching employee engagement strategy. An employee engagement strategy would benefit the organisation setting out goals to achieve high engagement levels. 

Without this, there are lots of activities happening, however no direction on where these are heading and how they fit together to provide collective results. The first step would involve 

deciding on engagement goals utilising engagement survey feedback. EV31 is an email proposing this to my line manager prior to our monthly meeting. 

Communication was a standout concern from analysing the available engagement data at Bluestone, and this aspect of engagement against best practice research, highlights the need for a 

strategic plan to address this. Bluestone recognised this feedback and the requirement to address it, as this had already been on the agenda from previous pulse surveys. Bluestone 

acknowledged that communication is a vital management component whether updating employees on new policies, ensuring safety, business updates, it is integral to effective management. 

There are a number of elements to the communications strategy at Bluestone and that includes communicating consistent messages, establishing the brand and establishing an effective tool 

for delivering messages in line with Bluestone’s mission, vision and culture. Overall, when this is done well, it supports to build moral, satisfaction and ultimately engagement. It is evident 

from the survey there is room for improvement, and poor communication can result in misunderstandings, breakdown of trust and workplace relationships and increase risks of conflict and 

hostility. The employer brand was established through an employee perception survey and a brainstorming session with marketing and people services (SHRM, 2021). An Instagram page was 

set up sharing employee stories to represent our people and working life at Bluestone.  

The second strategy was implementing a communication tool, and it was decided an employee ap. EV25 provides an implementation plan for this, from market research, costings, presenting 

to the board for approval, deciding on content and launching to all employees. EV 24, 26, 27, 32 demonstrates engagement with leaders and communicating this to employees. The app suits 

the needs of the business and the employees, as a large portion of our employees are not desk based and are operational. Consideration had to be given to many of our employees being “on 

the go”, however the majority have mobile devices, allowing us to engage workers on their terms with the aim of making them feel more connected, more informed and able to do their jobs 

more effectively. The business also recognises that employees are busy, therefore the app allows the business to provide the need to know information, i.e. not more communications but 

better, concise communications, by pulling together silos of information in the organisation and streamlining into a single source with relevant content, rather than drowning in information. 

It allows the business to share the important information without the need for employees to go looking for it, or relying on line-managers to obtain it, causing frustration. It provides a tool to 

share information quickly providing push notifications to employees – which is useful in a critical incident or concerns around safety. The app also monitors engagement (EV30), providing 

metrics in activity, content performance and engagement enabling the business to understand the communications which are effective or not. The app also allows us to build a personal 

connection with people, and for employees to connect with each other, offering recognition for good work. 
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