Research Proposal
Title
Examining the importance of measuring employee voice in estates and facilities to enable a strategic culture change programme for Hywel Dda University Health Board  

Background
In November 2021, I changed job roles from a HR and EDI consultant in private sector to work for a new team within Organisational Development in the NHS. Following on from a staff survey called “Discovery report” elements of staff experience were captured from the pandemic, coupled with a change in the strategic direction of the Workforce and OD Director to more disrupted approach to OD, my role and team was created.   My new role as an OD Relationship Manger is one of 4 positions brand new to Hywel Dda Health board and to the NHS. My role  has been created to enable culture change within Hywel Dda, putting staff experience and stories at the forefront. 
The health board current does not effectively engage with all staffing groups to truly get insights from staff. Most communications are through email and online platforms. With around 3,000 who are part of Estates and Facilities , they have no access to devices to be able to access this information, participate in surveys or have their voice heard.  Whilst there is a plethora of research around employee voice in organisations, there is not specific research into employee voice for the Estates and Facilities group and how it can enable  culture change from the ground up.  For the purposes of this dissertation, this research will be specifically for Estates and facilities and following the findings , may be widened to the rest of the organisation. I have been asked by the organisation to concentrate on this group of staff specially as they are the most disengaged in terms of raising voice but may also be the most influential on the ground as they work through all departments. 
My team report into the Assistant OD Director in Hywel Dda and all our work is reported to the Board via our people committee. Due to the investment in our roles to really get staff voice heard at the top, our roles are a keen focus of both the Chair of the Board, Executive team, Welsh NHS, and Welsh Government to see how we listen and learn to our staff. This has also been documented as a key aspect the Welsh government will be reviewing as part of the target interventions that the Health board has now entered ( October 2022) 

Research Aim
The aim of this research is better understanding the current environment and why staff voice is not raised from this group of staff, the barriers they may face and provide recommendations on ensuring voices are heard and decisions on culture change are made 
Research Objectives
1. To identify the current level of employee voice(and how it is measured) within Estates and Facilities and the organisation. 
2. To explore the factors that enable or silence employee voice
3. To establish the relationship between measuring employee voice and strategic culture change
4. To produce a set of recommendations to the board on how to improve employee voice from estates and facilities to nudge culture change.  


Literature Review
Employee Voice has extensively been researched within different types of organisations as well as withing the NHS.  It has taken various forms such as participation as well as from an employee relations and trade union, employee representation stance.  Looking firstly to the concept of employee voice and what for the purposes of this research project will be looked at. Employee voice is not a new concept, with research stemming back to the 1980s in relation to Employee relations and HR/personnel research.  The traditional HR structures and research focussing on how employees are able to raise their voice in decision making (Gollan, Kaufman, Taras, & Wilkinson, 2015; Wilkinson & Fay, 2011).  More recent OD and behaviour research focussed more on employee voice being a mechanism  to improve culture and productivity (Detert, & Burris, E. R, 2016). In the context of this research, the examination of employee voice will be from and Organisation Development perspective and how this can contribute to more positive shifts in culture within a large and diverse  public sector organisation. 
CIPD definite employee voice as “the ability of employees to express their views, opinions, concerns and suggestions, and for these to influence decisions at work’ (Dromey, J (2015).  To be able to do this, organisations need to really think about the systems and ways they enable employee voice, as well providing psychological safety for those who do speak up or raise concerns. A fundamental right of all employees is to be able to speak up and links to the published values within the Hywel dda. 
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Figure 1: Hywel Dda Values https://hduhb.nhs.wales/
Hywel Dda developed nine personal values in 2018 through consultation with over 3,000 staff.  The three strategic aims relating to people are on the outside of the heart.  To truly bring these values and 3 strategic objectives to life, employee voice must be central. 
Most NHS studies into employee voice have been mainly centred around NHS England and not specially NHS Wales. The cultural differences between the countries/ beliefs/ norms at a macro level will affect psychological safety and ability to raise employee voice ( Kwon B, Farndale.E 2018).  Whilst enabling employee voice can be linked to employee participation, the research available does not allow a deep understanding of the complexities of the Estates and Facilities teams, in term of diversity, digital literacy and overall regard for the role in the NHS. The NHS is an inherent command and control structure with a highly band orientated hierarchical structure which is perceived to be a barrier to open and transparent communication from the top down. 
Previous research I have read does provide perspectives on employee voice and how it can be raised. However, there are gaps in the group of staff that have been reached with already published studies. A lot of research ahs also taken place before 2020, which is pre pandemic. Due to the seismic shifts in culture and the way in which workplaces operate, some of this research is out of date and does not consider the additional macro factors or cost of living, fear, stress anxiety and reduction in tolerance of others which have been evident during the pandemic recover. (ONS June 2022)
Professor Michael West has become one of the leading researchers in compassionate leadership and has carried out extensive research through Kings fund London (pre pandemic). He is contracted to support the NHS in researching into compassionate leadership and sharing findings with management level to help them see different ways to manage. This has very much been focussed on the higher levels of staff, including management, consultants, nursing staff, and less so with the group of staff I will be looking at.  
The general commencement points for looking at the analysis of voice is Hirschman’s(1970) work on voice, exit and loyalty. However, his work was more about consumers and was based around disciplinary boundaries so whilst elements may hold relevance to this research it doesn’t focus as much around how voice can influence and shift culture. The voice the organisation is seeking is one of real life and lived experiences of work within Hywel Dda and not necessarily as a collective in the ER space of HR. There is a gap of culture expectation and lived experience and the by asking people about their experience we will be able to story tell and influence in a different way. Ruck and Welch (2012).  Perlow and Williams (2003) suggest that when employees feel they not able to speak out, negative emotions can set in ( such as anger), resulting in creativity being shut down and productivity and performance reducing.
Johansson et al. (2014), have researched some indicators of leadership such as leaders’ willingness to listen, gather and accept queries or critique and being more open and honest with their staff. I will be exploring their work further as part of this research. 
Wilkinson, Dundon, and Marchington (2013) provide a framework that indicates the extent to which employees are able to influence decisions about various aspects of management. Their research also looks at the level voice is expressed and finally they look at the range of topics where voice is raised.  This framework has a good basis for this research proposal as it looks a more than one aspect of voice and cumulatively there three areas of level, range and form would all influence culture on the ground.   
Within the last 10 years  but still pre pandemic research by Marchington & Suter (2013) have looked at the informal interaction between manager and employees and how they can provide opportunity for knowledge sharing and communication.  For this research this may be a micro influence on culture change as it would support creating a more psychological safe environment to have more two-way communication in these interactions. 

Methodology
This research is applied research as it will inform finding conclusions and findings. Due to the research looking for ‘the why’ element  a constructivism approach will be taken. I plan to carry out both primary and secondary research for this dissertation.  The secondary data will comprise of existing employee surveys that have taken place within Hywel Dda and NHS Wales. I have permission from the organisation to access these surveys and to use as part of my research. 
The primary data will be collected via a survey on MS Forms and will be qualitative in nature as staff will be sharing experiences and perceptions.  The way in which this data will be gathered initially will be the normal Hywel Dda channels of email and online.  Just using the normal channels will provide some intelligence of how many responses are received. I intend to also go around all sites and provide on site iPad and QR codes for staff to be able to complete the survey without having to have access to a PC and see how many come forward then. All responses will be collected in digital format due to GDPR and data handling mechanisms. I will be able to keep this information secure, password protected  and anonymous by utilising this method. Questions will be open in nature with the ability to provide free text responses and then a thematic analysis to take place to ensure no identifiable information is utilised. The department and location information will be collected but no identifiable data such as name or job title. 

Explicit consent will be required from all participants via a tick box on the survey form.  They will also be fully informed  in the introduction section on the form how the data will be utilised and that they will be able to see themes of how their information was utilised.  I am conscious of survey fatigue with staff , so the timeframe for the survey will be January 2023 for 3 weeks to allow for time for staff to complete as well as no other surveys being out at the same time. The research survey will be created during December 2022 and will be shared with the internal OD team before issue for feedback.   Initially I will approach each team meeting with the reason for the research and share links if people will want to participate ( as this is a voluntary study). Attending these meetings falls into my normal scope of work. 

There are limitations to this method that some may lack digital skills and may need support.  My wider team will also be able to assist employees who may need additional support in completing this. Additional limitations may be the pressures the organisation is under and ability to engage with the survey.

This type of research is analytical  in nature as it will be looking at identifying different factors and variables involved. This extends to the descriptive type providing more o the why staff voice is so low in these groups .  As the current situation of lack of employee voice is the reason for this research to take place it will be classed as inductive in nature. 
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Timeline for research process
	Action
	October
	November
	December
	January
	February
	March 
	April
	May

	Write research proposal & Ethics Form
	 
	Submit 19th Nov
	 
	 
	 
	 
	 
	 

	Supervision W/C 5th December
	 
	 
	 
	 
	 
	 
	 
	 

	Creation of Survey
	 
	 
	 
	 
	 
	 
	 
	 

	Launch of survey and attendance at team meetings
	 
	 
	 
	 
	 
	 
	 
	 

	Visit to sites to encourage responses
	 
	 
	 
	 
	 
	 
	 
	 

	Supervision W/C 9th Jan
	 
	 
	 
	 
	 
	 
	 
	 

	Survey Close
	 
	 
	 
	Jan 31st
	 
	 
	 
	 

	start Analysis of results 
	 
	 
	 
	 
	 
	 
	 
	 

	Draft Literature review submission
	 
	 
	 
	Jan 27th
	 
	 
	 
	 

	HOLIDAY 17th - 25th Feb
	 
	 
	 
	 
	 
	 
	 
	 

	Supervision W/C 27th Feb
	 
	 
	 
	 
	 
	 
	 
	 

	Completion Analysis of results 11th March
	 
	 
	 
	 
	 
	11th march
	 
	 

	Supervision W/C 20th Feb
	 
	 
	 
	 
	 
	 
	 
	 

	Draft submission of dissertation 14th April
	 
	 
	 
	 
	 
	 
	14th April
	 

	Supervision W/C 17th April
	 
	 
	 
	 
	 
	 
	 
	 

	Final Submission 5th May
	 
	 
	 
	 
	 
	 
	 
	5th May
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