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Improving and Maintaining High Performance and Resilience of Service through the Concepts of Employee Engagement and Employee Involvement at South West Wales Citizens Advice

Introduction
South West Wales Citizens Advice (SWWCA) is a registered charity based in Carmarthen, Carmarthenshire, who operates as an independent charity under the umbrella of the National Citizens Advice (NCA). SWWCA employs 100 staff in total: 34 paid staff, 58 Volunteers and 8 Trustees (Carmarthenshire Citizens advice, 2017, Pembrokeshire citizens Advice, 2017).
SWWCA and the Citizens Advice share the same strategic aim; 
“The Citizens Advice service provides free, independent, confidential and impartial advice to everyone on their rights and responsibilities. It values diversity, promotes equality and challenges discrimination.
The service aims:
· To provide the advice people need for the problems they face
· To improve the policies and practices that affect people's lives.”
(Citizens Advice, 2013, Carmarthenshire Citizens Advice, 2017, Pembrokeshire Citizens Advice, 2017).
Carmarthenshire Citizens Advice, and Pembrokeshire Citizens Advice, merger in 2018, to create South West Wales Citizens Advice (SWWCA). There is increased interest of other organisations in the network to merge with SWWCA, adding complexity to the organisations situation. A negative of such organisational restructuring, is motivation of employees could decrease and stress increase when Organisational Fit, does not match, when there should be ‘strategic fit’ between the organisations (Greenwood et al, 1994), which is amplified when coupled with pressure and strain of cut backs and redundancies employees have felt over last decade (Smith, 2014, Pembrokeshire Citizens Advice, 2017).

Complication of current and future events in an VUCA environment with greater multiplicity, interdependence, and diversity (Sargut, McGrath, 2011, Bennett, Lemoine, 2014) leads to consequences such as increased complexity of operating systems needs (Sargut, McGrath, 2011). SWWCA wishes to adopt an anticipatory approach “gathering insights that improve resilience or sustainability” (Griffiths, 2018) 


This report will seek to understand and examine: the concepts and consequences of ee and ei, and how concepts can be harnessed to further improve service effectiveness in current and future operational environments.


1 Background to SWWCA 
SWWCA is part of a network of independent charities under the Citizens Advice umbrella, who have signed the “Citizens Advise Membership Package agreement”, where an individual charity agrees to adhere to Citizens Advices rule and procedures, to deliver the core services in accordance to their aims and principles (Citizens Advice, 2017). National Citizen Advice provides operational resources, which includes:
“BMIS - an online information resource for managers and trustees.
Individual support for management and governance problems from in-house advisers and specialists. 

Dedicated support for development - and to help you cope with trouble.
CAB link - a service-wide website to keep you up to date and alert to major developments.
Our case management system - for case recording, BEFs and a wide range of management information, statistics and reports.”
(Citizens Advice, 2018)
BMIS offers guidelines on best practice policies and procedure regarding operating areas such as Human Resource Management but all decisions in this regard are left to the individual organization’s themselves: 
“The policies and practices of the Citizens Advice Bureau service are decided solely by its members through bureau trustee boards and the Citizens Advice trustee board. No other individual or agency, even on giving financial support or other aid to bureaux, has any right to determine or influence these policies or practices.” (Citizens Advice, 2013). 
Specific management roles are delegated to the Chief Director and other senior staff, as under recommendation of the Charity Commission (the Charity Commission, 2018, Swansea Neath Port Talbot, 2017): A Financial Manager, a Training Officer (the only HR specialist on staff who operates a HR/HRD function) (Carmarthenshire Citizens Advice 2017b). 

“All local Citizens Advice are independent charities, governed by their own board of trustees, who are ultimately responsible for the quality and range of the service.  Day-to-day control is delegated to the Chief Executive and leadership team but the trustees:
· All local Citizens Advice are independent charities, governed by their own board of trustees, who are ultimately responsible for the quality and range of the service.  Day-to-day control is delegated to the Chief Executive and leadership team but the trustees:
· Set the overall direction and support the development of the organisation
· Ensure the organisation meets the needs of the local community and the Citizens Advice membership standards
· Employ Citizens Advice staff and control the organisational finances
· Earn and retain the respect of important and influential people and organisation in the community, including funding bodies
· Ensure the organisation complies with relevant laws”
Citizens Advice Carlisle and Eden, (2018),

SWWCA’s service spans predominantly two Counties: Carmarthenshire and Pembrokeshire: 308,587 residents, with 5 core locations spanning the two counties: Carmarthen, Llanelli, Ammanford, Pembroke Dock and Haverford West (Pembrokeshire Citizens Advice, 2017, Carmarthenshire Citizens Advice, 2017b). 
2016/2017 Pre-merger, Pembrokeshire Citizens Advice employed 23 paid staff and 35 volunteers: 2016/2017 value- £3,792,819, 5,980 clients seen, 15,500 issues dealt and £553,215 funding (Pembrokeshire Citizens Advice, 2017). In comparison, 2016/2017 pre-merger, Carmarthenshire Citizens Advice employed 19 paid staff and 15 volunteers: value of £8,164,237, 12,490 issues and 8112 clients, £419,815 funding (Carmarthenshire Citizens Advice, 2017). 
HR functions, such as recruitment and selection, are taken by the board of Trustees and the Chief Director (Swansea Port Talbot Citizen Advice Bureaux, 2017), with the use of BMIS guidance (Thomas, Davies, 2018). HR administration are provided by SWWCA general administering team. 


2 Employee Engagement and Employee Involvement
 
2.1 What is Employee Engagement? 

Deloittle’s Global Human Capital Trends Report 2017 cited “the Employee Experience: culture, engagement and beyond”, as joint third (up five places from the previous year) in importance to organizations. 84% out of the “10000 HR and business leaders” consider “the Employee Experience: culture, engagement and beyond” of vital importance (Deloitte, 2017).

Identifying an exact definition for Employee Engagement (ee) is challenging, despite interest from academics and practitioners, there remains “an elusive nature to the concept” (Armstrong, 2017, p.215). Department of Business, Innovation and Skills 2009 report, discovered more than 50 definitions (Kew, Stredwick, 2010: p.431).

Engagement first referenced by Kahn (1990: p.702) to mean as a process where “people bring in or leave out their personal selves during work-role performances” (Kahn, 1990: p.702: Truss et al, 2013, p.2658). Later, Kahn defines engagement as the “harnessing of organization members selves to their work roles; in engagement, people employ and express themselves physically, cognitively and emotionally during role performance.” (Kahn, 1990: pg.894: Armstrong, 2007: p.215). 
Schaufeli, et al, (2002) sums ee up as “a positive, fulfilling, work-related state of mind that is characterised by vigour, dedication, and, absorption.” 

Engagement has three core dimensions: “intellectual engagement”, “affective engagement”, and “social engagement” (Alfes et al, 2010:10:Armstrong, Taylor, 2017, p.216), which includes “job engagement”: employees engaged in the specific job performed and “organisational engagement”: engagement and pride in the organisation as a whole (Truss et al, 2006, Saks, 2006, Balain and Sparrow, 2009: Armstrong, Taylor, 2017), which entails employees (paid and unpaid) to think harder about the work being performed, feeling favourable about their work and to have a “voice” throughout the levels of the organization.

2.1.1 An Argument for the Consideration of Employee Engagement and Involvement for the Benefit of Organisational Goals and Stakeholder Value.
A 2011 WERS (Workplace Employment Relation Survey) found that “organisational interest” in both employee engagement and high-involvement have both increased (Van Wanrooy et al, 2013), and has strong evidence-based argument in HRM and strategic HRM academic literature. An example of such evidence is in ‘The MacLeod Review’ (2009) whom quote several studies;

· “Engaged organisations grow profits three times faster than their competitors, reduce turnover by 87%, and improve performance by 20%.”
· “Organisations with high levels of engagement improved operating income by 19.2% over 12 months, whilst those with low engagement experienced a 32.7% decline.”
· “Over 12 months, firms with high engagement scores showed a 13.7% improvement in net income growth, whilst those with low engagement saw growth decline by 3.8%”
· “Firms scoring in the top half of an engagement index had 27% higher profitability than those in the bottom half”
· “highly engaged employees take on average 2.7 days off sick leave per year compared with 6.2 for disengaged employees.”
(Macleod and Clarke, 2009: 36-37: Truss et al, 2012: pg. 220)
Similarly, in the joint paper by University of Bath School of Management and M&S (2012: iv), it was reported that units with just average engagement scored “on average 3.4 times more effectively financially” in comparison to units which had scored below average median scores in engagement. The report also found that “70% of the more engaged have a good understanding of customer needs against only 17% of the disengaged (Rayton et al, 2012). Therefore, harnessing employee engagement is essential in helping SWWCA in achieving its strategic aims. Through engaged employees’ the organisation can better understand the client, providing higher numbers of positives outcomes and thusly, satisfying funders (plus all potential stakeholders) requirements: “employee satisfaction and engagement are related to meaningful business outcomes at a magnitude that is important to many organizations and that these correlations generalize across companies.” (Harter et al, 2002: p.276). 
[bookmark: _Hlk511580236]Possible positive outcomes for the organisation are that engaged employees are likely to remain with organization, increase their performance, and are “advocates for the organisation” and increase the agility of the organization (Roberson-Smith and Marwick, 2009: CIPD 2011), while “improving quality and reducing error rates” (Stairs and Galpin, 2010). CIPD (2017), also claim engaged are “happier, healthier, and more fulfilled”, outcomes which are evident irrelevant to sector or role. One important outcome for SWWCA, could be the retention of volunteers, whom play a valuable role for the organisation and society: “[to Wales the] estimated that every year volunteers contribute 191 million hours, which is worth £2.2 billion. This is equivalent to 5 per cent of Wales GDP” (WCVA 2013) whiles also contributing to the decrease cost of services otherwise provided by state, but the volunteers themselves (Bowman, 2009), for example increasing employability or for retired volunteers, they are kept mentally active, increasing health and wellbeing (Citizens Advice, 2014).
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Figure 1, (Citizens Advice, 2014)


2.1.2 Model of Employee engagement
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Figure 2 (Armstrong et al, 2010: Armstrong, Taylor, 2017)

In the Armstrong and Taylor’s (2017) text, engagement was described of consisting of three intersected mechanisms: Commitment, Organisational citizenship and motivation.
Commitment is defined as "the relative strength of an individual's identification with and involvement in a particular organization and can be characterized by a strong belief in and acceptance of the organization's goals and values, willingness to exert considerable effort on behalf of the organization and a strong desire to maintain membership of the organization" (Mowday, Porter, and steer, 1982, p, 27: Albdour, Altarawneh, 2014). There is said to be three types of commitment: normative, continuance and affective commitment (Meyer, Allen, 1991: Clugston, 2000). Affective commitment denotes the “emotional attachment to the organisation” is directly linked to employee engagement and the organisational citizenship factors of engagement (Beardwell, Claydon, 2010). Although commitment is strongly related with engagement, a primary difference being that engagement is a two-way interaction (Robinson et al, 2004), with engagement thought to be explained by Social exchange theory (Balain, Sparrow, 2009: Armstrong, Taylor, 2017.).
Organisational citizenship Behaviour (OCB) is “employee behaviour that goes above and beyond the call of duty and contributes to organisational effectiveness” (Organ, 1988: Armstrong, Taylor, 2017, p.218), the behaviours though are discretionary: given freely be the employee and not part of the written contract or not rewardable by standard means (Barkworth, 2004: Beardwell, Claydon, 2010).  Podsakoff et al, (2000) sets out seven areas which contribute to Organisational Citizenship: “Helpful behaviour, sportsmanship, organisational loyalty, organisational compliance, individual initiative, civic virtue and self-development”. 
Motivation: Ee, although is a relatively new concept, has a strong link in the works of Herzberg: Two-factor Model (1957,1966) and Maslow: Hierarchy of needs (1954); in the field of Motivation (CIPD, 2017) and so, is often used in “HRM literature to encapsulate management’s attempts to motivate staff and focus their commitment to the organization.” (Henderson, 2017: p.80). Individuals motivation is said to be intrinsic, coming from within (Armstrong, 2017).  Pink (2009), linked three areas to improve motivation of employee: Autonomy, Mastery, Purpose (Pink, 2009: Armstrong, Taylor, 2017). 
These views are echoed in the thoughts of one of the cohort of the UWTSD MBA, whom, like the employees of SWWCA, she too works as a paid employee for a charity:
 “Being a charity, most employees are there because they love their jobs - they enjoy the relative flexibility and semi-autonomy their roles give them and the chance to make a difference in a way that means a lot to them, frequently having a vested interest in the objectives they are aiming for” (Clement, 2018).


2.2 Employee Involvement

Employee involvement is “a situation in which employees are given, gain or develop a degree of influence over what happens in an organization. The extent and nature of that influence, however, varies considerably.” (Torrington, et al, 2009). As is the case of engagement, involvement is linked to OCB and job performance (Diefendoff, Brown, Kamin, Lord, 2002). 

The concept is often referred to as employee participation, or voice (Torrington, et al, 2009) but involvement differs from participation due to involvements ‘soft’, ‘unitarist’ nature and participations pluralistic view of upward pressure (Bratton, Gold, 2017). Both engagement and involvement measure ones “absorption with work”, what separates the concept from engagement though, is the absorption in ones work to fit ones need, it is not a two-way construct as is the case with engagement (Truss, et al, 2012, p.224). 

Similarly, to engagement, employee Involvement is said to be linked to continual “success of public and voluntary” organisations (Torrington et al, 2009). Employee involvement is also significant to ee, with a crucial part of ee being the ability for vertical communication, with the employees having the ability to have their voice heard upwards and clears understanding downwards of what decisions management are making (Torrington et al, 2011). Even so, as a 2011 WERS report found: “most employees feel that managers are good at seeking their views, fewer employees feel that they influence decision-making.” (Van Wanrooy et al, 2013). The report then points out that consequentially it means that “half of the employee population feel that they influence decision making” (Van Wanrooy et al, 2013). These management practices are often known as High Involvement Work Practices which in turn develops organisational engagement (Armstrong, Taylor, 2017).

In the context of SWWCA though, both paid employee and volunteer representatives have opportunity to attend Trustee meetings (Swansea Neath Port Talbot, 2017), but their involvement in the meeting is limited to an advisory capacity only, as recommended best-practice in Citizens Advice BMIS guidance and limited to merely, observing (Citizens Advice 2018b). 
Guidance of universal Best-Practice regarding involvement of paid employees and volunteers recommended by Citizens Advice (2018) is the following:

“There are many ways that volunteers and paid staff can be closely involved in all levels of the local Citizens Advice. To encourage involvement, trustees can:
· invite staff and volunteers to trustee board meetings as observers (on a rota so everyone gets their chance)
· proactively seek nominees to attend meetings as observers
· encourage staff / volunteers on sub-committees and working groups
· attend paid staff and volunteer worker meetings
· link trustee- and staff-meeting cycles to enable co-ordination of work streams
· hold regular two-way briefing sessions
· visit the local Citizens Advice during opening hours (with due regard for confidentiality)
· involve volunteers and staff in all consultations, both internally and externally
· have regular meetings with volunteer / staff representatives outside of trustee board meetings
· hold a volunteer / staff forum where representatives can feed back to other local Citizens Advice volunteers / staff, or volunteers / staff can report to a specific board member
· provide all volunteers with the opportunity of a one-to-one meeting with the local Citizens Advice manager
· give a specific trustee board member responsibility for volunteer contact or paid staff contact
· have volunteer, staff and trustee service review days
· create board working groups including volunteers and staff to tackle specific projects
· have volunteers in research and campaigns forums and action planning
· follow up proposals from action planning days
· have a suggestions process that values and actions comments made by volunteers and paid staff.
· We recommend that trustees actively pursue a policy to ensure that both paid staff and volunteers are given opportunities to become closely involved in the local Citizens Advice at all levels.”
(Citizens Advice, 2018b)


The recommendation of how to implement involvement is broad in its recommendations, and even if it is assumed that BMIS best practice guidance is followed, there are still limitations. As described in the WERS 2011 report, the views of paid staff and volunteers are well gathered but there is no evidence of actual involvement in the decision making at the organisation. There is a disparity then, from official guidance given, which in the case off non active participation on boards by paid staff and volunteers is based on recommendations of the Charity commission, (Citizens Advice, 2018, Charity Commission, 2015) and that the HPWP practice of high involvement in decision making at the organisation which is supported by researched evidence in being important to ee and better outcomes. 

3 The Strategic Role of HRM 

As already discussed, the HR best-practice policy guidance, is not necessarily fit for SWWCA going forth. As the organization grows and evolves plus the increased complexity in a talent led knowledge economy, it could be time to consider a more Strategic HRM role, with a dedicated HR Director, whom is a business partner in the organization (Ulrich 1998: Henderson 2017). An experienced HR Specialist would possess the skills, knowledge and experience to facilitate anticipatory awareness of HR demands in the organisation (Griffiths, 2018).

 “Many pressures are demanding a broader, more comprehensive and more strategic perspective regarding the organization’s human resources” (Beer et al, 1984: Armstrong, 2017, p.9). “HR should become ‘agents of continuous transformation’, shaping processes and a culture that together improve an organisation’s capability for change.”  (Ulrich 1998: Henderson 2017).

A model which encapsulates the need and place of HRM in the organization is ‘The Harvard Model’, (Beer et al, 1984, p.16: Henderson, 2017: p.10): “The central issue here is performance – managing human resources to achieve positive HR outcomes in terms of a committed workforce, working in harmony with the objectives of the organisation and achieving competence and cost-effectiveness. These outcomes in turn lead to positive long-term consequences: firstly, organisational effectiveness, but also individual and society’s well-being.” (Henderson, 2008). 
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Figure 3:
The Harvard Model (Beer et al, 1984, p.16: Henderson, 2017: p.10).









 It needs to be noted that although HRM has a responsibility in the consideration of enhancing employee engagement with designing or deciding on which Best Practice, bundles to deploy, it ultimately is also down to “leadership,  engaging line managers, integrity, trust and voice” and so are important to the “integration” of ‘Best Fit’ HR policies into the organization (Guest, 2015: Bratton & Gold, 2017).  





4 Integrating Employee Engagement into HRM Practices and Policies 

4.1 Measuring Engagement 

Citizens Advices rule and procedures, including agreement to follow “The local performance and quality framework” (Appendix 3) which comprises, the requirement of routine surveys of staff and volunteers to assess the leadership quality at the independent organisation (Citizens Advice, 2017). It assesses all factors as per Harvard model, and their effects on organisational goals. The assessment criteria are too focused on performance and outcomes, there isn’t a regular consideration of the factors that contribute to employee experience. These engagement surveys are annual, which is typical best-practice in organisations, but the annual collection means that most data soon becomes out of date, biased on recent events only and how engaged employee think you want them to be (Fuller, 2014). An example of such engagement surveys is the Utrecht Work Engagement Scale, which measure ‘vigour’ of employees (Armstrong, Taylor, 2017, p.223). Another problem with such engagement surveys is the over simplification of answers gathered i.e. agree not agree leading to results which offer a snap shot of the situation but not a deeper consideration of the cause (CIPD, 2017). 

Other more comprehensive surveys are being developed, such as the ISA measure which measures Intellectual engagement, affective engagement and social engagement (Armstrong, Taylor, 2017). Armstrong and Taylor (2017) concluds that to gather valuable and useful data, then the “triple A approval: Analysis, Assessment and Action, should be applied. 


4.1.1 Drivers of Employee Engagement 

Employment specialists ACAS (2010), link the following factors as key drivers towards employee engagement:
“Leadership: ‘a strong narrative that provides a clear, shared vision for the organisation is at the heart of employee engagement. Employees need to understand not only the purpose of the organisation they work for but also how their individual role contributes to that vision’ (p76)
Engaging managers: ‘engaging managers offer clarity for what is expected from individual members of staff, which involves some stretch and much appreciation and training…. treat their people as individuals, with fairness and respect and with a concern for employee’s wellbeing…. (and) have a very important role in ensuring that work is designed efficiently and effectively’ (p81)
Employee voice: ‘an effective and empowered employee voice – employees’ views are sought out; they are listened to and see that their opinions count and make a difference. They speak out and challenge when appropriate. A strong sense of listening and responsiveness permeates the organisation, enabled by effective communication’ (p75)
Integrity: ‘Most organisations have espoused values, and all have behavioural norms. Where there is a gap between the two, the size of the gap is reflected in the degree of distrust within the organisation; if the gap is closed, high levels of trust usually result. If an employee sees the stated values of the organisation being lived by the leadership and colleagues, a sense of trust in the organisation is more likely to be developed and this constitutes a powerful enabler of engagement’ (p104).”
 (ACAS, 2010)
Crawford et al, (2014:59-62: Armstrong, Taylor, 2017) also suggest the following:
“Autonomy, Variety, Feedback, Fit, Opportunity for Development and Rewards and Recognition”. 


4.1.2 [image: ]Transforming Resources

Figure 4: (Griffiths, 2015)

In the HBR article “Why the Millions We Spend on Employee Engagement Buy Us So Little” (2017), after researching engagement and top performing organisations Jacob Morgan found that it takes more than accessing present employee engagement to achieve high performance, it takes “redesigning the employee experience”. Looking at the HR life cycle, (figure 6: Griffiths, 2015) the following HIWP and HPWP bundles which Best Fit the organization, could be deployed to encourage continuous engagement at SWWCA.
Strategy: Avoid if possible, reactive HR policies, which introduces off the shelf practices and to guard against poor relations between HR director and Chair/Board, which “count against adding upstream value” of HR which would limit the effectiveness, instead HR should become a centre of expertise, advising management, and anticipating future need (Hird et al,2009).
Job Design: HIWP such as increasing “employee participation in the design of work process” (Henderson,2017).
Recruitment: In 2011 to the time of merger, Pembrokeshire CA ran a volunteer engagement project, which aimed to “increase the diversity of people who want to be volunteers by engaging with groups who are at risk of social exclusion”, resulting in 73 new volunteers for the organisation (Citizens Advice Cymru, 2014). This increased the potential talent pool and diversifying the accessible knowledge of the organization, ensuring the organisation in ‘future focused’ (Henderson, 2017). By offering a range of opportunity, the volunteers could see how their unique skills could benefit the organization, increasing OCB (Podsakoff et al, 2000, Citizens Advice Cymru, 2014). 
Induction: Develop a culture that encourages “positive attitudes to work”, possibly through employer branding (Armstrong, Taylor, 2017). 
Performance Appraisal: two way and open communication between managers and employees with information on performance upwards and downwards (Beardwell, Clayton, 2010).
Reward & Recognition: Rewards can be financial and non-financial (such as intangible benefits) or combined but “badly designed or executed” reward systems can hamper engagement attempts (Reilly, Brown, 2008: Armstrong, Taylor, 2017). 
Development: As part of a wider knowledge economy (CIPD, 2011), and the dynamics of funding within SWWCC: decreased core funding from Local and National governments, the need to offer wider services to win additional funding from strategic partners (Carmarthenshire, 2017, Pembrokeshire, 2017), this with require new skills by all members of the organization (CIPD, 2011). To engage talent, SWWCA must ensure there is sufficient opportunity for ‘Learning and development’, (Armstrong, taylor, 2017). 
Succession: Anticipation of the skills needed, and the “sharing task-specific knowledge” using cross departmental teamworking increases employee has the potential to increase both involvement and engagement (Henderson, 2017).
Exit: Awareness of the increased stress levels, and feelings of vulnerability of the ‘survivors’ at the organisation at times of redundancies which may cause disengagement (Henderson, 2017). 


5 Failure to Engage Employees

A model that can be used to demonstrate the organisational effects of failure to engage employees in the E-V-R Congruence (Thompson, 2005: Kew, Stredwick, 2010 p.30), “which is a measure of how well an organisation is attuned to its environment”. 

To achieve congruence then the organisations environments, resources, and values must be aligned. If resources are adrift: the organisation’s Human Resources, then the organisation would become “The consciously incompetent organisation” (Thompson, 2005: Kew, Stredwick, 2010 p.30).

 “Here the organisation is aware that there is a resource mismatch but tends to see it as a series of short term problems. The organisation will tend to be reactive and to fight fires, while unable to take a long-term strategic view of resources.” Kew, Stredwick, 2010 p.30).

It was mentioned earlier on in the report of the attempts of Pembrokeshire CA to recruit new volunteers. The total number recruited from 2011 to 2014 was 74, the number that was were still at the organization in some capacity was 35, a decrease of 50%. Though there is no data at the present to explain failure to retain volunteers long term. The cost of recruiting and induction of volunteers in to the organisation is estimated at £2,800 (Citizens Advice, 2014). Pembrokeshire CA’s ability to attract volunteers is superior to Carmarthenshire CA, outcomes for Pembrokeshire CA in 2017 even with larger inputs were like Carmarthenshire CA in 2017. By surveying employee engagement levels and analysing data from both agencies from the last 5 years, it could show underlying engagement and involvement issues that are relevant to the organization today, reducing losses of finical, intellectual and human resources.

Carmarthenshire CA by their own admission, had their own volunteer engagement issues. When SWWCA’s and Carmarthenshire CA’s Finance Manager was asked if the organization finds recruiting and engaging of volunteers more challenging in the last five years, his response was:

“If anything, the situation has improved dramatically over the last 5 years. Prior to this we were finding it very difficult to engage with new volunteers. One of [the] reasons is that the traditional volunteer i.e. retired people, were working longer or had grandparent duties to see to and therefore did not have the spare capacity to volunteer. Of late however with more focused recruitment policy we are thankfully attracting quite a wide and diverse range of potential volunteers which ultimately is very good for our service” (Thomas, Davies, 2018).



6 Burnout as A Possible Negative Outcomes Associated with Employee Engagement And HIWP 

As per figure 6, there are potentially several possible negative outcomes linked to employee engagement, the most reported being burnout.
[image: ]
Figure 7 (Griffiths, 2018)
Maslach and Jackson (1981) defines burnout as “a syndrome of emotional exhaustion and cynicism” (Armstrong, Taylor, 2017): "Energy, involvement, and efficacy^—these are the direct opposites of the three dimensions of burnout.” In their view, burnout is an erosion of engagement, whereby “Energy tums into exhaustion, involvement tums into cynicism, and efficacy turns into ineffectiveness”, (Maslach and Leiter,1997). 
Burnout though is caused by high stress felt by the employee linked to high demands of the job (Anderson, Taylor, 2017). There is argument though, whether burnout is a direct effect of being over engaged, something being done by the employer or experienced by the employee (CIPD, 2017, Truss et al, 2012). 
A second possible negative effect of employee engagement could be the lack of a valuable talent due to hiring people who are more likely to be engaged in work, as identified by recruitment practices such as personality test, with attitudes such as “being naturally more optimistic, positive, emotionally stable, agreeable, and extroverted” (Garrad, Chamorro-Premusic, 2016). 



Conclusion
There is a strong case that HRM needs to be made a priority for the organisation. There needs to be a strategic consideration, either by management or an appointed HRM specialist practitioner and practices which encourage employee engagement and HPWP such as involvement. These policies may have to go against the universalist best practice guidance of the National organization, but there is substantial evidence available of the positive outcomes for all stakeholders that suggests, if implemented by a HR specialist whom understands the process, would increase or at least defend from negative outside factors. Care must be given to avoid the possible negative effects, such as burnout, causing a negative effect on organisational effectiveness.
Recommendations 
1 The needs to be a deeper analysis to why outputs and inputs do not correlate between organisations to anticipate future organisational situations.
2 The Local Policy and Procedure framework needs to be adapted to include the assessment of factors that affect employee involvement and engagement as to insure, correct policies and practices successfully can be put in place, so to help future proof the organization.
























Appendix
Appendix 1
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Citizens Advice NA
Citizen Advice Membership Package, 2017 
 (Citizens Advice, 2017)
Appendix 2
Mintzberg Organisational Types Audit
Questionnaire found at http://www.elearn.malts.ed.ac.uk/apps/audit/index.php
Article I. The Organisation being studied is: 
	A
	B
	C
	D
	E

	Q1 : 2
	Q2 : 0
	Q3 : 0
	Q4 : 2
	Q5 : 3

	Q10 : 3
	Q9 : 3
	Q8 : 2
	Q7 : 3
	Q6 : 2

	Q11 : 3
	Q12 : 2
	Q13 : 3
	Q14 : 3
	Q15 : 0

	Q20 : 3
	Q19 : 2
	Q18 : 3
	Q17 : 2
	Q16 : 2

	Q21 : 2
	Q22 : 2
	Q23 : 3
	Q24 : 3
	Q25 : 2

	Q30 : 3
	Q29 : 0
	Q28 : 3
	Q27 : 3
	Q26 : 2

	Q31 : 3
	Q32 : 3
	Q33 : 3
	Q34 : 0
	Q35 : 0

	Q40 : 3
	Q39 : 2
	Q38 : 2
	Q37 : 3
	Q36 : 3

	Total:
	Total:
	Total:
	Total:
	Total:

	22
	14
	19
	19
	14



High score is (a) (Simple structure)

A high score in this column indicates a "simple structure".  Power and control are centralised in the hands of one   person.  Normally, simple structures are small, although in difficult times all organisations need to revert to   this form.

The simple structure is tight knit,  informal, quick to respond to new situations and controlled by a single person.   It is dependent on their health, wisdom and energy.

The top teams are handpicked by the boss.  He or she is the "hub of the wheel".  Decision making is flexible, with the  risk of excessive use of intuition and hunch.  The organisation is, in many ways, a projection of the boss's personality.  There are few uncertainties about direction and identity.  The strengths of the boss-led organisation are also its weaknesses.  The limitations of an individual can ruin the concern.

Communication in simple structures uses the wheel approach.  The boss is in the centre and the spokes radiate outwards.   It is crucial for the boss to constantly know what is going on and communicate across boundaries.  No one else can   provide inspiration and co-ordination.

High Score is (b) (Machine bureaucracy)

A high score in this column indicates a "machine bureaucracy".  The organisation performs complex but repetitive work.   Systems are used for co-ordination and control.  Standardisation is very important, and functional organisation structure   is usual.

The machine bureaucracy is formal and predictable.  Specialists develop systems for breaking down work into routine jobs.   There is a high degree of inter-dependence (eg, on a car assembly production line).

The top team are usually functional representatives.  They must ensure that standards and controls are being developed   and reviewed.  Major strategic decisions require much team work at the top level, and sophisticated planning techniques   are needed.  Efficiency is a watchword, but much needs to be done to contain conduct and dissatisfaction.  Top management   must ensure that adequate co-ordinating mechanisms exist.

Communication is needed to standardise operations and ensure that the top team's strategies are fully understood.   Management by exception is the rule, so quick identification of abnormal events is crucial.  As many people's feelings   are suppressed in machine bureaucracies it is important to have some valid ways  of securing employee attitudes.   This proves difficult as most management information systems only collect quantitative data.

Henry Mintzberg says:
So the information of the MIS (Management Information System), by the time it reaches the Strategic Apex - after being   filtered and aggregated through the levels of the administrative hierarchy - is often so blind the top managers cannot   rely on it.  In a changing environment that manager find himself out of touch (Ibid. pp. 184-5).

If top managers decide to take all key decisions (so they can keep "hands on") they become overburdened with information   and slow down decision making to a snail's pace.  The only answer is a highly efficient and responsive bureaucracy.

High Score is (c) (Professional bureaucracy)

A high score in this column suggests a "professional bureaucracy".  Professionals or highly qualified people provide a   skilled individual service.  Power and control are widely distributed (like in a school or hospital).  Specialists set   their own standards and must keep up to date with their professional work.

The professional bureaucracy respects expertise and gives support to qualified individuals.  High standards of selection   are critical to recruit people with the right credentials and competencies.

The top team provides a forum in which organisational politics are dealt with.  Professional administrators gain power   as they manage across the boundaries, but their discretion is based on the goodwill of professionals.  This makes it hard   to discipline poor performers.

Communication requires great skill of negotiation and persuasion.  Formal authority is a blunt instrument to be used   sparingly with professionals.  Much needs to be done to maintain a high level of professional development so extensive   training is required.  As standards are set by individuals, it is important that there are forums for professional   discussions.  Lack of co-ordination is often a major problem and relationships between professionals are difficult to   orchestrate.

High Score is (d) (Divisionalised form)

A high score in this column indicates a "divisionalised form".  Because the parent organisation could not handle the   diversity of its operations the organisation is broken down into business units or divisions.

The divisionalised form is controlled from headquarters by a series of measures (usually financial).  Within   financial targets and other specified limits, the division has much freedom to act.  Almost always a division attacks   a specific market, and specialises in exploiting this.  To some extent the "small is beautiful" philosophy is used.

The top team in each division works within the parameters set by headquarters.  Performance requirements are fundamental,   but provided that performance is deemed satisfactory, the division is allowed a great deal of operational freedom.   The top team must operate like an independent business management group, not merely as representatives of functions.   They are the only group who can give the division the leadership it needs.

Communication between the division and headquarters is largely formalised, dealt with by accountants.  Detailed measures   enable performance to be monitored.  Too much day-by-day involvement from headquarters undermines the principles of   divisional autonomy.  Headquarters must be wary of excessive concentration on short term results.  The divisional top   team must establish their unit's identity and establish a strategic direction which are responsible for providing the   creative driving force.  This needs to be communicated throughout the division.  Useful relationships may be created with   other divisions in the same company to exploit particular areas.

High Score is (e) (Adhocracy)

A high score in this column indicates an "adhocracy" form of organisation.  This is creative, flexible, informal and open.   It consists of temporary ad hoc groupings which are constantly changing as needs change.

The adhocracy is able to push back the frontiers.  Bureaucracy, formalisation, systems and the like are kept to a minimum.   There is much emphasis on open communication.

The top team in an adhocracy has problems of control.  Often they do not really know what is going on, as the issues are   too complex for any but experts to understand.  They must make decisions based on experts' opinions.  Excessive action   planning hampers the organisation's creativity.  Work must be allocated to those who have the best chance of solving the   problems, although there are no guarantees of success.  Re-organisation is always taking place,  The top team are concerned   with ensuring that conflicts get aired - to find the truth.  Innovation is difficult to control but senior managers must   support "product champions" who drive new ideas through the system.  The top team also deals with the wider environment,   to try to obtain a flow of projects to keep the organisation going.




(http://www.elearn.malts.ed.ac.uk/apps/audit/index.php, 2018)
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Appendix 5
Interview: Richard Thomas, Finance Director Carmarthenshire Citizens Advice
Interviewer: Cathie Davies.
1 How is Human Resource Management viewed by yourself and the board?

Good. HRM is essential to ensure the wellbeing and development of current and future staff. Both management and the board view this area as a key indicator in our future growth, not only in service delivery but as a good employer.

2 Other than BSIM, is there any other consideration given to the development of Human Resource policy and practice?

Although it is essential to meet the statutory requirements of HRM it is also extremely important to adopt a managerial style that is equitable and meets the needs of both the employee and the employer. A good manager should be able not only identify the strengths and weaknesses of the organisations but also those of the employees as well, and develop systems which will help and improve the services.

3 Do you find the recruiting and engagement of volunteers more challenging in the last 5 years?

If anything, the situation has improved dramatically over the last 5 years. Prior to this we were finding it very difficult to engage with new volunteers. One of [the] reasons is that the traditional volunteer i.e. retired people, were working longer or had grandparent duties to see to and therefore did not have the spare capacity to volunteer. Of late however with more focused recruitment policy we are thankfully attracting quite a wide and diverse range of potential volunteers which ultimately is very good for our service

4 I’ve noted that although volunteer and staff numbers are higher for Pembrokeshire than Carmarthenshire, the outcomes and in numbers of clients seen are roughly the same. In your personal opinion, what factors would you consider contribute? i.e. how are the employees more engaged to provide better outcomes per person?
Although the geographical make up is similar i.e. a mix of rural and more populated areas, Carmarthenshire has a much larger population and area is almost twice the size of Pembrokeshire. I think that access to our service is more varied and with the departmental structure of our service and dedicated phone lines, is a key indicator showing a more efficient and broader delivery model.

5 As an organization, has there been consideration to flexible working i.e. home working, outreaches at unofficial partnering sites such as cafes (to clients)? Why would you consider this to work or not work?
I think that flexible working is very important to our service delivery to provide a more flexible and client based service. It also recognises the need for staff to work from home at certain times due to their personal circumstances.

6 Also if you have any policy and practice information regarding HR and Carmarthenshire that you think would be relevant, it would be greatly appreciated

Our HRM policies are based on Cita recommendations and can be viewed on BMIS.
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List of tables be further explored in terms of its make-up (its  job. However, Storey (2007: 8) referred to the con-

components), its antecedents (the forces that drive it),  cept of employee engagement as ‘a term that broadly
List of exhibits and its outcomes. equates with the notion of high commitment’.
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