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LO1 Be able to assess levels of employee engagement within an organisation

1.1 Identify and justify selection of suitable diagnostic tools for measuring employee engagement in the organisation

According to the CIPD (2015) the concept of employee engagement is “a combination of commitment to the organisation and it’s values plus a willingness to help out colleagues          (organisational citizenship) with so much evidence and research into the benefits of employee engagement it features in all respectable HRM textbooks(Taylor and Woodhams, 2016). Organisations therefore must ensure they focus on employee engagement and measure their levels of employee engagement, Morrison’s is no exception and follows a traditional approach and utilises an annual employee engagement survey named your say survey (EV1) Morrison’s supermarkets has over 110,00 employees within different parts of the business from all over the country, this approach allows Morrison’s to gather information from a large proportion of employees across several areas of the business within a short timeframe and this allows the data to be simply analysed and compared to get an understanding of what the levels of employee engagement are in the organisation and helps understand what action needs to be taken to address any shortfalls.

In addition to the annual survey Morrison’s carries out a monthly forum meeting with employees called Your say meeting, at different locations with a structured set agenda (EV2), representatives from different departments attend the meeting to discuss issues that are affecting the employees in their day-to-day work and the employee representative receive communication to cascade out with the wider workforce. 

1.2 Liase with key people to plan and agree the application of diagnostic tools 

 Line managers are responsible for the engagement of their teams, despite the common misconception that employee engagement is an HR function, research shows that line mangers account for 70% of the variance in levels of employee engagement. (Forbes, 2018)
To get line manager buy in for the completion and ownership of the annual employee engagement survey, I arranged for a launch meeting to be held with the managers to plan the roll out of the survey completion and we agreed a target for response rates to ensure the data was meaningful and a true reflection of the engagement levels in the store. (EV3)

From the meeting each manager agreed to plan a dedicated time in work for each of their team to complete the survey over a period of 2 weeks, allowing the final week for mop ups due to annual leave or absence.  Each day I would provide the managers with the most recent completion percentage to ensure the focus remained on completing the survey.


1.3 Apply diagnostic tools accurately and to an appropriate sample of employees to give meaningful results 

To help ensure the survey delivered meaningful results the survey was issued where colleagues completed the survey anonymously, (EV4) a link was sent to each employee via their personal work email to ensure the communication was received in a timely manner.
Following the launch meeting with key stakeholders a target of 85% (EV5)completion was established to ensure the results of the survey were meaningful and an appropriate sample size was taken.  The format of the survey followed best practice, where the language was neutral, the survey length was appropriate, the questions focussed on key drivers of employee engagement, and it provided the opportunity for employees to provide written feedback in addition to the questions.  To support employees who did not have access to their email whilst in work a generic link was set up to allow the employee to compete the survey without accessing their emails.

1.4 Analyse resulting data and draw reasoned conclusions about levels of employee engagement in the organisation

Following completion of the survey the data was collated and the responses were made available to the individual store and a comparison to other sections of the business (EV6)
 Despite the target being 85% as a response rate the store only delivered a response rate of 80%, although the figure was not quite the target a response rate of 80% would provide meaningful data to be analysed.

Overall, the workplace happiness score showed that 59% of employees responded positively to feeling happy.  The data from the store was benchmarked against the company overall and that of colleagues working in head office.  The results were also compared against the previous year’s results to establish how engagement levels have moved in a year.  When reviewing each of the questions the results are lower for the employees in store than that of employees in the head office and that of the company overall, this varied between 3% and 25% lower than the company and between 13% and 25% lower than head office employees.  The results showed a significant drop versus the previous year, with the results being lower by anything between 17% and 27%.  The reduction in engagement figures match trends in all organisations that saw an increase in engagement levels at the height of the pandemic and then a significant drop when the country began to come out of restrictions. The lowest scores for the store which needed significant improvement were ‘there are opportunities for me to succeed, I have the tools and training I need to do my job and I feel valued and treated with respect in Morrisons.
The lowest scores indicate a lack of buy in regarding employee engagement from line managers.  The line managers need to understand their involvement in employee engagement and ensure that engagement activities form part of their day to day activities.
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LO2 Be able to evaluate current organizational approaches to employee engagement

2.1 Analyse the principal ‘drivers’ for employee engagement in the organisation.
Principal drivers of employee engagement are described by Purcell (2010) as building blocks of engagement are:
· Employee trust in management
· Satisfaction with the work itself 
· Satisfaction with involvement in decision making at the workplace
· Quality of the relationship between management and the employee 
· Satisfaction with the amount of pay received 
· Job challenge
· Satisfaction with the sense of achievement with work 
Within Morrisons the principal drivers for engagement are very much focussed around the examples listed by Purcell the employee engagement survey questions clearly show the focus on the key areas above. The questions in the survey related to Employee trust, satisfaction in the pay received, involvement in decision making, employee wellbeing and development opportunities.
2.2 Assess aspects of organizational behaviour which are most likely to hinder employee engagement 
Morrisons just like many other organisations look for the easy route and quick fix when it looks at employee engagement, the focus on employee engagement only takes priority at the time of the survey.  A successful employee engagement programme requires the manager to be actively involved all year round not just at survey time (entrepreneur.com)
Behaviours identified from the survey that hinder employee engagement mirror those identified by Robinson and Hayday (2009) on behalf of the IES.  The line managers lack empathy and interest in their teams, they do not take the time to listen and communicate to their people, they don’t motivate or inspire their team and they lack personal awareness.
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LO3 Be able to recommend and plan strategies to raise levels of employee engagement within and organisation 
3.1Review external studies of employee engagement to identify relevant best practice.
Despite there being no definitive description of employee engagement there is an increasing awareness of employee engagement and a realisation that employee engagement is pivotal for successful business and commercial performance.  Building a culture that enables employees to engage with their organisation and allows them to understand the role they play is essential. (Baumruk, 2006)
According to SHRM the best practice to enable employee engagement are enrichment, recruiting for the role, training and development, provide strategic compensation i.e. performance related pay, ensure there is a robust performance management process and ensure that employee engagement is reviewed through employee engagement surveys.
When compiling employee engagement surveys, they recommend including questions that can be asked frequently, keeping the language positive or neutral, focus on behaviours, avoid loaded questions, keep the length of the survey reasonable and ask for written comments.  After the survey is completed, the information must be used effectively, and action taken to address any points that have been raised.
Existing measures of employee engagement include IES engagement survey, Gallup workplace audit, Roffey park institute engagement diagnostic service, Towers Perrin rapid engagement diagnostic survey and Ultrect work engagement scale (UWES)
HR experts recommend 9 best practices to support employee engagement
· Embrace flexible working arrangements
· Create and curate delightful micro moments for employees 
· Show regular and sincere appreciation
· Communicate how employee work contributes to the bigger picture
· Understand and leverage employee strengths
· Compensate based on contribution not salary band
· Invest time and energy into designing a robust onboarding experience
· Articulate a clear employer value proposition that resonates with employees
· Map out the employee journey and understand employee pain points 

3.2 Identify potential barriers to acceptance of employee engagement strategies and liase with relevant people regarding how these may be overcome or minimised 
During the employee engagement summit in 2009 John Purcell discussed 6 key barriers to employee engagement
1. Job insecurity
2. Unfairness in pay and reward
3. Jobs with no space repetitive work
4. Highly stressful jobs with little flexibility or autonomy 
5. Poor line management or bullying
6. Working for long periods without a break 
To help line managers understand the barriers to employee engagement and how they can minimise or remove the barriers they attended a workshop to develop their knowledge (EV7).  The topics discussed followed the key barriers identified by Purcell. 

3.3Propose strategies to raise levels of employee engagement, based on analysis of the organisation and external reviews of best practice to key decision makers 
Initiatives to raise levels if employee engagement do not have to be expensive it often just simply requires time and effort, the return on investment of that time often outweighs any costs (Robinson, 2007).  It should also be noted that attempts to raise levels of employee engagement are likely to be ineffective unless certain factors are present in the organisation, these factors can often mirror the drivers of employee engagement
· Good quality line mangers
· Two-way communication
· Effective internal cooperation
· A focus on development
· Commitment to employee well being
· Clear accessible HR policies and procedures and visible commitment by managers at all levels (Robinson et al, 2004)
Although Morrison’s undertakes an employee survey and conducts employee voice meetings periodically, it can be argued the data gained from the survey can be a snapshot of the employee at that time and not a true reflection of everyday levels of engagement, making the data invalid.  There are several new platforms that provide in the moment feedback on employee engagement and to create a culture with a true focus on employee engagement daily.  I would recommend the company invest in more modern ways of measuring engagement with the use of technology.  Some contemporary methods for measuring engagement that can be used are, emotion monitoring devices, these utilise apps to gather a snapshot of how employees feel, some popular devices include, Celpax, emooter, and moraleme.  Social recognition and engagement platforms, these can be used to recognise achievements outside of the company and makes recognition a daily process such as globoforce, tembosocial and wooboard.  The final recommendation I would make is to come away from the traditional annual survey and utilise the new generation employee surveys that provide real time feedback using tools such as SurveyMonkey, blackbookHR, and culture amp.
To help raise levels of employee engagement and address the issues raised by the engagement survey an action plan was produced to ensure all key stakeholders (EV8)
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EV3

Good Morning

As you are aware we are due to launch our annual your say survey, to ensure the successful completion of the survey please joining me in a meeting to plan how we will ensure a successful roll out of the survey, please find below the details of the meeting, can you please confirm you are able to attend 


Meeting : Your say Launch
Location : Training Room
Date and Time: 09 June at 11.00

If you have any questions please do not hesitate to contact me

Kind Regards

Tara Jeffreys
People Manager
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EV5

Minutes Your say Launch meeting

Present	Tara Jeffreys			Blair Havard
		Liliana Nunes			David Isaac
		Liz Downie			Richard Phillips
		Glenn Davies			Lynsey Sullivan
		Mel Gammond		Michael Williams
		Jeremy James			Mark Morgan

Agenda
		Your Say survey Launch - why we are doing it
		Roll out plan
		Barriers to completion
		Response Targets
			
		
· Tara explains the reason for the annual survey, explains the importance of colleague engagement and how it links to improved performance
· Blaie explains the launch date details
· 
· Roll out plan is discussed all line managers agree to complete the survey within 2 weeks allowing 1 week for mop ups due to absence
· The barriers to completion are reviewed and Tara confirm the completion of the survey is anonymous and the importance of action plans to ensure colleagues feel steps are taken following the results, the team agreed the importance of ensuring colleagues complete so we can get meaningful results 
·  The team confirmed a target response rate of 85%
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EV7
Barriers to engagement
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