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[bookmark: _Toc78837482]Executive Summary 

This report examines the levels of employee engagement and how they differ between seasonal and permanent employees. The report analyses a combination of primary and secondary data, primary data collected is in the form of qualitative one to one interviews which are purposefully sampled to give a holistic view of the organisation and cover varied departments. The main findings highlight that employees who are most engaged in their work are those who develop an emotional connection with the organisation and are able to link their own individual performance to that of the business achieving its overall goals. Appropriate and realistic recommendations are made to bring all departments up tot the same level to allow for consistency and to continue driving seasonal engagement with rewards and a culture of trust as this will engage and increase staff retention. 
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This research report aims to assess the levels of employee engagement within Folly Farm, the organisation is a seasonal tourist attraction with the number of employees fluctuating between 80 during low season and 200+ during the peak season. The report will specifically look at how seasonal and permanent employees are engaged differently and the effects of this on the business in achieving its overall goals. The report will look at three departments specifically and how the employees within these departments are engaged and to what extent. 
The key stakeholders benefiting from this report are the directors of the organisation who will have a greater understanding of how engaged their employees are, the line mangers within the organisation who will be able to view how and what engages their teams and use this to effectively evaluate and review systems to achieve departmental objectives, employees will also benefit as the organisation will be able to highlight areas for improvement and this should increase overall employee satisfaction. 

Aim 
· Assess levels of employee engagement within Folly Farm. 

Objectives 
· Critically evaluate current levels of employee engagement within Folly Farm 
· Analyse specific differences between levels of engagement from those on seasonal and permanent contracts 
· Make realistic and practical recommendations for furthering employee engagement at Folly Farm
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Employee engagement can help businesses achieve their overall aims and objectives through performance.  According to CIPD (2021) research consistently links engagement with higher performance and happier employees, it can lead to better productivity, innovation, staff retention and accuracy. Shenton (2020) notes that engaged employees are less likely to be absent from work and are more likely to remain working for an organisation for a longer period of time. Gleeson (2017) agrees with Shenton (2020) and expands on the link between engagement and staff retention, highlighting that those who are actively engaged in their work are loyal to an organisation and will typically have an increased length of service. Purcell (2010) notes that although employee engagement is interoperated differently by different researchers there are common themes which lead back to employee trust in management and employee job satisfaction. 
The importance of employee engagement has been widely explored, perhaps most notably by Kahn (1990) who outlines that an individual brings themselves physically which is the physical or mental effort an employee is giving, cognitively which refers to being engaged on a level where an employee is aware of how they link to the organisations overall goal and emotionally whereby an employee feels connected to their employer and feels an element of trust. The combination of all three leads to the highest level of engagement and is what employers should be striving towards when looking at the contribution of their teams, although this research may be seen as dated, the principles remain valid today, (Terry 2020).  This can be seen through various research for example, Dutta (2017) highlights that emotionally engaged employees deliver better results and the link between feeling part of an organisation and helping achieve it’s goals can be more rewarding than financial gain in the form of bonuses.  Kruse (2012) re-enforces this by stating that engagement is not about employee happiness or their personal satisfaction or promotion, the key in getting employees to emotionally invest themselves into an organisations culture and goals and have this as the driving force, once this is achieved all other aspects of morale and performance will fall into place. 
Dickinson (2015) examines the negative impacts of dis-engagement, looking specifically at those who do not poses the strong emotional connection first highlighted by Kahn (1990), the cost of a high staff turnover rate can be detrimental, the time and effort that goes into training alone can be lost quickly if an employee is not connected to their environment. It is also noted that those who are not fully emersed in their work can often make errors and this can lead to health and safety concerns and poor brand image. 
Taylor and Woodhams (2016) discuss the difficulty in measuring employee engagement as much of the available research has significant gaps whereby organisations have withheld information, it is also noted that some organisation may not view engagement as a key part of their strategy and culture and view it as a tick box exercise with statistics coming from limited internal surveys. The majority of the literature highlights the benefits to organisations of engagement and the cost savings, efficiencies however this appears to be mostly focusing on permanently contracted roles and there is limited information relating to seasonal businesses which leads to the area of investigation. When looking at seasonal employee engagement, it can be challenging as time constraints from short contracts mean creating a strong link emotional link to the business is not an option, this means a larger focus is on the working environment (Kruse 2015).
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This research project will focus on qualitative primary data rather than quantitative, this should allow for a more in-depth view that would not be achieved with data purely focused on figures, according to CIPD (2021) qualitative data is often linked with engagement and performance which is the main aims of this research project and therefor would be the most fitting approach.  This also follows an interpretivist approach which is concerned with interpreting individuals’ beliefs and motivations and looks and how each individual may be different rather than a positivism approach with is more scientifically led with individuals following social trends making it easier to assign figures to data, (Ryan 2018).  
The justification for taking a positivism/qualitative approach largely comes from the fact it is concerned with individuals’ experiences and motivations, Kahn (1990) explored the emotional connections of engagement and thus leads to the research needing to collect data on a deeper level rather than skimming the surface with surveys and generating figures and this will not highlight the deeper connection employees have with their roles and the impacts of having engaged employees on achieving organisational goals. 
In depth, interviews have been selected as the collection method, these will take a semi-structured approach with four key questions (Appendix. 1) to ensure that the main themes are explored but also allowing for discussions around these areas which may provide greater insight that if the researcher followed a larger number of set questions.  
The sample size will be kept on a small scale due to the size of the project and the organisation.   As discussed by Vasileiou et al (2018) qualitative samples are often selected purposively as this generates the relevant in-depth information and can be tailored specifically to the area under investigation, it remains important to be unbiased when selecting the sample to be interviewed. For this project line mangers across three different departments have been selected as this should give a wider view across the organisation, the departments have been selected as they have an almost even split of employees on permanent contract s and seasonal contracts. This should provide higher quality of results than random sampling for example, which is less specific, thus leading to stronger and more relevant recommendations.  Ethical considerations have been given (appendix 2) however the nature of the research is not particularly sensitive and does not involve minors or vulnerable persons. Selected line managers were given the option to take part and were under no obligation to be interviewed. 
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When comparing the primary and secondary data collected, there appears to be a clear link between employee engagement and the organisation achieving its aims, this takes a different form in each of the departments under investigation. The operations team has an almost equal split of employees on permanent and seasonal contracts and the Operations Manager (OM) felt as though they were similar in terms of their engagement levels, it was noted that in general employees were engaged in current reward and recognition schemes and seemed to take pride in their work, working o good standards and generating a high level of positive online feedback relating to customer service.  The OM felt that the company’s current incentives of free attraction tickets and bonuses were well received, and staff were motivated by this if they were reminded of them on a regular basis, this leads to short bursts of higher performance. When discussing emotional buy in and its link with organisational goals and employee engagement, the OM felt a strong culture of trust helped form a strong working team and this is highlighted by Purcell (2010) as being a key factor in engagement theories. It is also worth noting that one of the Operations departments key focuses is health and safety, due to the risks associated with the job role and the OM discussed the low rates of accidents and incidents which mirrors Dickson (2015) who notes the dangers of dis-engaged employees can lead to cutting corners and not carrying out duties inline with company policies, this clearly is not the case within the operations department as incidents are very low which leads the researcher to believe employees are fairly engaged.  
When interviewing the Retail Manger (RM) it was apparent that they did not feel that current company incentives were sufficient in terms of increasing employee engagement and had the view that employees were solely motivated by financial gain which is in stark contrast to Dutta (2017) who noted financial gain coming second to employee satisfaction is contributing to an organisation’s overall goals. The RM felt as though employees were engaged at a basic level and the only way to boost performance and increase buy in to company values were through pay rises. This is interesting as the department does have a higher staff turnover rate of seasonal employees compared to other departments, it is however worth bearing in mind that this is one of the smaller departments. It was also discussed that progression opportunities were more limited within this department and that may explain the absence of an emotional buy in as employees may be passing through and thus do not get the chance to develop the stronger link to the business and identify how their own performance links to the wider picture. Although this is the view of the RM, it conflicts with some keep points from the literature review which highlight employee engagement being rooted with culture and belonging rather than promotion, this leads us to question whether opportunities for progression would actually benefit engagement levels within this department or the organisation as a whole. 
The Food and Beverage Manager (FBM) provided valuable insight and noted that due to fewer permanent positions within the food and beverage team there was healthy competition amongst seasonal staff to become permanent and the FBM felt that seasonal staff were engaged with the core values of the company and bought into the culture, this aligns with the emotional connections Kahn (1990) identified and the FMB notes that employees were aiming to please and would often work later and go the extra mile to ensure daily targets were met and appeared to notice the link they had in terms of the wider business context, this is in contrast to the RM who didn’t think their employees were emotionally engaged but the link between staff turnover is clearly highlighted here as retention in the food and beverage team is much higher than that of the retail team with many employees having upwards of ten years’ service which alone shows their devotion and emotional buy into the organisation.  The FBM also discussed that they felt employees were engaged with training and being given opportunities to learn and develop and that providing an approachable environment which encouraged collaborative working and lead to employees wanting to do well and help their peers to do well. 
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Upon conduction research surrounding the topic of employee engagement at Folly Farm, it is apparent that there is a clear link between engagement and organisational goals and objectives being achieved. On the whole it seems that employees who are engaged, take more pride in their work. It is fair to say that there are different levels of employee engagement and buy in, there is the basic level where employees are engaged and responsive to company reward schemes and this provides short term increases in productivity and there is a more in-depth level whereby if employees are emotionally invested in the organisation, they can identify the link their own contribution has to overall business goals. The research also highlights that to get engagement levels to the emotional buy in stage, trust in line managers is key and employees need to feel valued and supported to reach this point.   
The research has highlighted that although there is generally a mid to high level of engagement within employees, this is very much varied across different types of contracts and different departments. It’s clear that the retail department does not have the same levels of engagement as the operations or food and beverage departments where staff turn over is much lower. There also appears to be a deeper level of engagement amongst permanent employees who have already emotionally invested themselves, however, it was noted by two out of three line mangers interviewed that seasonal employees saw the opportunity of becoming permanent engaging in its self which identifies they must have a certain level of emotional commitment.   
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Based on the evaluation of primary and secondary data analysed within this report the following recommendations are suggested: 
1. Folly Farm should aim to bring all departments in line with each other in terms of employee engagement levels to allow for consistency, as the Operations and Food and Beverage departments are exceeding in this area, particular focus should be placed on the Retail department. 
2. Continue to drive forward a deeper level of emotional connection with the organisation and its goals, this to be done through building strong trusting relationship between line mangers and scheduling more one to one time between managers and employees. 
3. Introduce new and engaging reward schemes on a smaller and more frequent level to generate interest and lead to more sustained higher performance rather than short sharp increases. 
4. Focus on motivating seasonal staff rather than permanent as this is where the emotional buy in needs to occur which will lead to higher retention and lower staff turnover. 
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There are a small number of limitations relating to this research project, most notable the limited work count and report size has meant that not all avenues could be explored as in depth as the researcher would have wanted. It is also worth noting that although high quality data was collected, the sample size was relatively small and if the sample was widened for example by interviewing line managers of other departments or by interviewing assistant mangers as well as line managers then the results may be different. Another limitation comes from the fact that the research is specific to organisations which are seasonal, and this means results could vary if the research was conducted at different times of the year. 
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Appendix 1. 
1. How effective do you feel the company’s current reward and recognition schemes are in terms of engaging employees?


2. Do you think employees on different types of contracts (seasonal, permanent) are motivated differently? 


3. What do you think drives employee engagement within the workplace?


4. Do you think employees within the organisation have an emotional level of engagement with the business? 
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