Employee Engagement in Hywel Dda University Health Board

My organisation’s approach to Employee Engagement

The Health Board’s Workforce, Organisational Development and Education Strategy 2020-2030 (Hywel Dda UHB, 2020a) sets out the organisation’s vision to deliver the Health and Care Strategy A Healthier Mid and West Wales (Hywel Dda UHB, 2020b). The objectives set out in the Health Board’s Workforce Strategy are based on West and Dawson’s research published in 2012 which shows a correlation between high levels of engagement and low levels of absenteeism. They also suggest that employees who are engaged are less likely to feel stressed at work and rate their own well-being better than those who are not engaged.

The Health Board aims to be a great place to work where staff can thrive and sets out in its workforce Strategy to adopt ‘a positive and inclusive approach to staff engagement and experience where leaders are visible, listening and staff feel their voices are heard, where partnership working is productive and learning from what people tell us is the norm.’  Some of the key success outcomes will be to:
· Put in place a variety of feedback mechanisms.
· Build a strong relationship with staff side organisations to ensure positive partnership working.
· Use staff surveys results to help teams to develop and implement actions that are important for staff at a local level and an organisation level.
· Ensure visibility of leaders through walkabouts and staff engagement events and evidence actions that relate to staff feedback.

So, if this is the vision, where are we now?

Whilst the Health Board does have an Engagement Team, this very much focuses on the Health Board’s statutory requirement to involve stakeholders in service delivery conversations. Staff are one such stakeholder, along with patients, local organisations and communities.

However, in terms of employee engagement, the organisation has recently been through a ‘rightsizing’ exercise, resulting in significant investment into Organisational Development and within that, a Culture and Workforce Experience Team. The purpose of this team is to discover what ‘staff think and feel by listening to them, asking for feedback, helping to make sense of what’s going on and empowering them to co-create more positive cultures in teams.’ Using data, the aim is to understand and help to improve trust, communicate with and reward staff and to ultimately create a more ‘appreciative and nurturing’ culture.

As a relatively new team, the Culture and Workforce Experience Team are still establishing themselves and don’t yet have a presence on the intranet. That said, there are some key activities that the team have been working on. These include:
· The 'Hapi' app which provides details on of staff benefits. including wellbeing offerings.
· An appreciation competition which asked for entries on the activities that teams were doing to celebrate the little things that had a positive impact.
· Employee/Team of the Month, Long Service Awards etc. 

The organisation has also invested in a number of OD Relationship Managers who will work with local leadership teams and staff to influence culture and to bring out the best in our employees. Their aim is to create a ‘compassionate, collaborative and appreciative culture’ across the organisation where everyone has the potential to have a good day at work.

The Director for Workforce and OD has already made headway in terms of taking forward the aims of the Strategy within her own Directorate. She has established a ‘Collaborative’ channel on Teams where all staff within the Directorate can share ideas and network. This has encouraged smaller collaborative teams, including a CIPD study channel and a Leadership Delivery Team channel.
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The Director also hosts a monthly Collaborative Team meeting with all staff within the Directorate, using it as an opportunity to share information and seek feedback through breakout groups on new ways of working. All new staff members to the Directorate are introduced by their Senior Managers at this meeting. Topics discussed to date have included:

· Reverse mentoring – lessons learned and how we can build on this methodology.
· Agile working.
· Sharing information across the Directorate.
· Learning and Development opportunities.

Within our own Team, ‘Resourcing and Utilisation’, the Assistant Director of Workforce publishes a bi-monthly ‘Team Brief’ in which she shares messages of thanks and information, along with sections on competitions, news and ‘A day in the life of…’ feature which focuses on a different team member each edition.
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The 2018 NHS Staff Survey Wales (NHS Wales, n.d., p6) showed that overall engagement had improved since 2013. This trend was reflected in Hywel Dda Health Board and in fact our engagement scores were above the overall NHS Wales score (NHS Wales, Unpublished). 


Current communication and engagement mechanisms

The main method of communicating information to staff across the Health Board is via a daily Global email called ‘Hywel Dda Today’. 
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The Global email communication offers the Health Board many benefits in that it’s a quick and easy way of sharing information, has a wide reach, is a record of communication and is cost free (Indeed, 2021). Any member of staff can request information to be included in the daily Global email. Whilst email can also be a very accessible mechanism for communication, this is not necessarily the case in the Health Board. Many of our facilities staff, such as porters and catering staff, do not have an NHS email account and are therefore reliant on managers sharing this information with them. The Health Board Organisational Induction Policy (Hywel Dda UHB, 2021) does set out the managers responsibility for ensuring that their staff are kept up to date with news and developments, although whether managers comply with policy is unknown.

Frontline staff such as nurses will spend the majority of their time on direct and indirect patient care (Westbrook and Duffield, 2011) and will have less time to access emails than an employee working in corporate services, for example. Therefore, this method of communicating messages is not inclusive.

The Global email is used only to disseminate messages – whilst views may be sought on a particular issue using this mechanism, feedback from users would need to be sought via a different route. Typical messages shared via the Global email include notification of policy changes, key events of interest such as LGBTQ+ History month, COVID-19 guidance, reminders and staff events such as Well-being seminars. As can been seen from the visual above, a summary of contents is provided which allows the user to quickly scan to see which sections might apply to them or their staff. As a manager, I do find Global emails of relevance and easy to use.

Other methods of disseminating information include regular video messages from the Chief Executive and Health Board Team Briefs – again, both are shared through the global emails and neither offer an avenue for staff feedback. Personally, I have found the CEO messages to be helpful and I do feel like he comes across as caring and genuine. I always make a point to watch and listen to them. The Team Brief is produced using Sway and is much more visually appealing than the previous Word format. It offers the user an opportunity to feedback on any of the topics discussed or on the document itself using an electronic form. This isn’t something I’ve used myself. Finally, the intranet hosts a Staff Bulletin Board which can be used to post messages of a personal nature such as items for sale, lost items, wanted items etc but will also sometimes be used by managers to post expressions of interest in vacant roles.

The Heath Board’s main communication mechanisms are all electronic, which creates a barrier for those that don’t have access to electronic systems. Inconsistent communication between employees can cause feelings of being undervalued, low productivity, low morale, poor performance and miscommunication (Percival, 2019).

My development needs

My contribution to employee engagement is largely focused on engagement with my own team and working to create a supportive work environment in which my team feel engaged in decision-making.

I have had significant experience in managing change in my current and previous roles which required engagement through consultation, and I am aware of the fundamental importance of stakeholder engagement. Recent engagements that I have played a key role in include facilitating focus groups on our existing job description template and working with intranet champions to review and update our ‘Working for Us’ pages.

[bookmark: _Hlk94457299][bookmark: _Hlk94457484]Based on the self-assessment against the Employee Experience Specialist Knowledge factor of the New CIPD Profession Map, I believe my development needs centre around the wider impact of organisational engagement and culture. 

A number of potential development opportunities have been identified as a result of discussion with my line manager. These are
· Lead on a consultation exercise for a potential office relocation.
· Shadow the Head of Culture and Workforce Experience on a specific engagement exercise.
· Regularly read the Hywel Dda UHB People, Organisational Development and Culture Committee papers to enhance knowledge on staff engagement initiatives, results of staff surveys and recommendations / future actions around employee engagement.
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