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“Understanding your employee's perspective 
can go a long way towards 
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Executive Summary

The following report will critically analyse the issue of employee engagement with Millennials within Coleg Sir Gar. There is a wide range of academic literature and current research. As well as looking at employee engagement surrounding Millennials, the role of management will also be looked at in supporting the culture and change of working. The report will conclude with recommendations to improve the employee engagement within Coleg Sir Gar by changing the strategy for the future of Millennials.
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1.0 Introduction

Coleg Sir Gar (CSG) is a Further and Higher Education College based in Carmarthenshire. It welcomes 12,000 students with approximately 900 employees, based across the county in the 5 campuses. 

Coleg Sir Gar has been providing further education since 1985. It is now a part of the University of Wales: Trinity St David Group. The group offers a variety of subjects.
We aim to be the best College in Wales, providing the best knowledge and experience. 

CSG mission statement is “To be excellent, the College of Choice” Coleg Sir Gar (2013). 
‘Employee relations is about aligning the values of your organisation with the experience of your people’ (CIPD, 2019). 

Aim and Objective

To maintain the success of the ever-growing industry, it is essential that the right people, with the right skills, knowledge, and attitude fit the requirements.

The aim of this report is to examine and critically analyse an employment relations issue within CSG, assist the company in achieving its aim by improving productivity and to provide creative and innovative recommendations that will contribute to the employee commitment and engagement to increase the level performance. 

2.0 What is Employee Relations?

CIPD (2018a) describes employee relations as ‘today's interpretation of employee relations is much wider and refers to the individual as well as collective workplace relationships'. 

Employee relations is all about applying development opportunities to the employees to develop their trust and confidence to the employer. People feel they are being rewarded and recognized fairly, this means they are more likely to be committed to the organisation.  As explained by Gennard et al, (2016, p12) ‘In this way there is an ongoing negotiation and renegotiation of what Behrend (1957) termed the ‘wage-effort bargain’. However, as Watson (1995) argues, ‘the overemphasis the material rewards of work and the factory floor situation’. 
The employment contract sets out the hours, the place of work and what the employee and employer must do, but employee relations goes above and beyond this into the ‘psychological contract' which can significantly attend the length and quality of the relationship (CIPD, 2019a). 

If CSG is interested in improving performance and probability, therefore it follows that the organisation should strive to have good employee relations. This can be done by simply having effective communication and focusing on positive behavior though a development of strategy (CIPD, 2018a). 

CIPD (2019b) does recommend that ‘employees are given a voice in deciding the strategy as this will lead to increased job satisfaction which will benefit the employer'. ‘Employee Voice' is considered further below.  


3.0 What is Employee Engagement?

CIPD (2018b) viewpoint on employee engagement is ‘repackages various concepts in particular motivation and commitment, emphasis both employees’ wellbeing and performance’. 

To enable CSG to foster employee engagement it will require working with all areas/departments of the organisation to develop the best working relations and values. By understanding the different aspects of employee engagement in CSG it will become an effective process. According to CIPD (2018b), we should be paying attention to the following strategies: 

· ‘Fair treatment and support
· Effective channels for employee voice
· Good people management skills
· Performance management system
· Communications to reinforce the purpose and vision to keep employees informed’

It needs to be suggested that employee engagement needs to be more clearly defined to employees. Having an engaged organisation will enable CSG to have strong and authentic values, which will have clear evidence of trust and fairness based on respect with the two-way commitments between the employer and employees. 
A CIPD survey which included engagement levels in employees concluded of about two-thirds of employees are satisfied with their jobs overall which had percentages of 18% very satisfied and 46% satisfied.  
According to MacLeod and Clarke (2011), they agree that “engagement is about creating opportunities for employees to connect with their colleagues, managers and wider organisation. It is also about creating an environment where employees are motivated to want to connect with their work and really care about doing a good job”. 
[image: ]The concept of employee engagement is becoming increasingly common in management thinking over the last few years, this is CSG included. The motivation work is relating to the Maslow theory which was created in 1954. “It was this clear belief in human possibility and the organisations and cultures we could build that has made his work so influential” (Maslow, 1954). Figure 1 explains the Maslow hierarchy of needs.

Figure 1, Adapted from Marlow (1954) 

The multifaceted nature of employee engagement has been noted by Alfes et al (2010) in a report that has been commissioned by CIPD, their findings suggest that ‘engaged employees perform better than others, take less sick leave and are less likely to leave their employer (Gennard et al, 2016, p132). 
There are a few ways of improving employee engagement according to research, below are a few examples:
Communication is an essential flow of information which is needed to support employee engagement, improving communication is the most frequently mentioned initiative. Developing this will have a refreshing start to communications within a strategy. 
Several respondents have mentioned that having recognition schemes or awards ceremony should be introduced as part of the focus on engagement. 
The culture and values are always the beginning of any organisation planning, must get this right. It is important that everyone understands the priorities and the goals that CSG are striving towards. 


4.0 Employee Relations Issues

“A key issue for employers is whether they are equipping their managers with the skills to manage relationships effectively on a collective and individual basis. It’s only through such an approach that managers will have the confidence and competence to build a positive employee relations climate” (CIPD, 2018a). 
There are always common employee relations that appear often. Here are some examples of employee relations issues:

· Conflict Management – The biggest issue is how things are communicated and having their voice heard. 
· Hours and Wages – having a dispute over pay slips, employees debating they have worked, over time,  etc.
· Health & Safety – this should be one of the top priorities for every employee, promoting safety in the workplace. 
· Annual Leave – Ensure communication to each employee regarding their entitlement of annual leave. 
· Timekeeping and Attendance – these are very common, employees feel watched, they want to feel trusted that they are doing the hours they are contracted to do. 

There are some clear internal employee relations issues that need addressing to enable the College to move forward and maintain the ‘College of Choice’. Trade Unions are one issue; ‘the role of trade unions in providing effective representation remains a core issue for employee relations’ (Gennard et al, 2016, p176). Having the representation doesn’t just provide the support it can also cause conflict with management and underpin justice and fairness. The future of trade unions is an important question to CSG when working closely on the new employee engagement strategy as this is something that is fading as future generation enter the workplace. On the other hand, the trade union is a definite voice mechanism for its members which will link with ‘employee voice'. Although the main purpose is to protect and enhance living standards for its members.

Fairness leads to the next issue as this causes problems with employee engagement. ACAS (2016), states clearly that “everybody wants to feel valued and that they are treated in a consistent and even-handed way”. Within CSG this is a barrier which is currently causing the divide between employee and employer. Finally, ‘employee voice’ is an issue which is discussed later in the report. 

5.0 Millennials and Generation Z

“Millennials have been caricatured in the media as a generation of highly entitled individuals accustomed to “participation trophies” simply for showing up. Born between 1980 and 2004, this generation gained their name as its oldest members came of age at the beginning of the new millennium” (Fritsch, 2018).

It is suggested by Myers (2010), ‘millennials are likely to be affected by globalization, communication and information technologies, economics and socialization by involved parents’. 
These millennials fully represent the workforce of the future. This generation is known as the ‘techno-savvy’, they have been introduced since they were small (Shaw and Fairhurst, 2008). CSG need to get on top of the rapidly changing technology by improving the current marketing techniques which are including social media.

Having concluded a report it is visibly clear that within CSG there are currently 161 millennials employees which are roughly 20% of the total amount. This situation describes that the millennial generation is defiantly growing and it needs to work to survive. To ensure that CSG maintains the retention of millennials the organisation needs to understand how they work. Millennials are hyperactive, always looking for training and flexible working hours.  
Therefore, millennials desire the same needs as any other employee would but the standard practices may potentially not be enough to keep this generation’s turnover intentions at bay. It is exactly the same as CSG maintaining their statement and profit to survive, they must apply these dynamic principles to their human capital. 
The ‘Generation Z’ are surely the future of work, this generation is individuals born between 1996-2010 which means they are slowly starting their life in a career of choice, potentially. “Gen Zs believe themselves to be social justice-minded and more dependent on technology than millennials” (Premack, 2018). 
 


5.1 Understanding Millennials
Many millennials that are coming into the workplace are facing a lot of university loan debt. The College Board of America (2014) stated that ‘ 60% of students who earned a degree in 2012-2014 have graduated with debt’. 
Burstein (2013) believes that “the power for the young to influence and create new technology has grown tremendously in the last decade”. Burstein demonstrates this by explaining that the founders of the following companies have all been millennials: Facebook, Twitter, Instagram, and YouTube. These are the biggest social media platforms that most millennials are using today. 
Caraher (2015) has written about the millennial mindset. She quotes a recruiter as saying, “It’s not a question of whether or not they are right for the job, it’s a question of is the job right for them”. 
By gaining the understanding of millennials it is critical that CSG change the way they work, even though there is only 20% of the organisation millennials, only increase the percentage is going to do. As an organisation, it must be remembered that millennials are the youngest generation currently at CSG, they are coming into the world of work totally fresh. They are at their early stages of adult life and their careers. Research has proven that as millennials experience different work environments and responsibilities they become more aware of what they want to do. 
“Millennials should take advantage of any leadership roles and not be afraid to jump in. It is crucial to know what is expected of them and to always aim to succeed in those expectations. It is never too early to become a leader” (Meng, 2017). Following this, it is good to engage with millennials through personal development plans and gaining their confidence through potential leadership development programmes especially as CSG is a large organisation. Having a conversation with an employee she agreed that “having leadership programmes in place is important to young people as it can gain their skills and knowledge in the specific field”. 
Simon Sinek (2016) did an interview with Inside Quest and explained that “millennials are tough to manage, accused of being entitled and narcissistic. They are self-interested, unfocused and lazy”. Sinek focused on entitled because he explains that millennials confound leadership so much, leaders are asking them what do you want? The response to this was “want to work in a place with a purpose, make an impact, have free food and bean bags”. Unfortunately, the majority of millennials are still not happy. Sinek (2016) has learned that there are 4 characteristics; parenting, technology, impatience, environment.
According to Spiegal, (2012) there are 4 things that millennials want from their employers:
· Coaching – they have been raised with constant coaching and feedback, then expect it in the workplace. This will keep millennials engaged. 
· Collaboration – Millennials work better in a team especially when the group has a purpose and goals are understood. 
· Measures – they were raised with a lot of structure and measuring systems, this is expecting in the workplace, therefore, employers should define clear and consistent job assessment criteria's.
· Motivation – work in an environment that is comfortable which inspires them to contribute without fear of being criticized. 
Working closely with millennials on creating some new ways to work, these points are certainly something that will need to be considered to maintain the retention and engagement of the individuals already in CSG or potential employees. 
6.0 Working and engaging Millennials
As part of Gilbert (2015) analysis, she found that "managing performance and career opportunities were views at the most important engagement drivers". It is clear to see that engagement is becoming more important than ever, therefore talent retention can act as a key competitive advantage for CSG over the coming years.
As Tulgan (2009) states, “Organizations that can’t or won’t customize training, career paths, incentives and work responsibilities to Millennials, needs a wake-up call.” 
Millennials are well educated, very skilled in technology, self-confident, able to multitask and prefer to work in teams. These combinations are completely different from the baby boomers in the organisation. Millennials are always wanting a challenge, therefore CSG needs to seriously make major adjustments to the engagement strategy or even start again, a fresh start. The millennials are the future to the organisation and it needs to use cultivate strategy to retain valuable millennial employees now and in the future. 
As theory has stated, millennials are well educated, to ensure that CSG maintains the employee engagement, there are some ideas that CSG can consider moving forward; introducing Graduate Schemes, this is an excellent engagement that will retain millennials into the workplace. Graduate schemes seem to be the ‘new thing' these days, it enables millennials to develop their knowledge and learn new skills on the job. CSG currently offer apprenticeship schemes, however, this could be promoted more effectively whilst using social media platforms which will link into the technology that is rapidly changing, therefore the millennials are more likely to see these opportunities through marketing and social media. Making sure we have these opportunities in place to engage employees is also benefiting the statistics of the College.
As an organisation CSG need to utilise a new developments, values and culture that will include all employees in relevant information that will benefit the organisation, therefore, including millennials, for example, will benefit technology with the social mindset.  Having that feedback on his/her feedback is important to millennials, they always want to know if they are doing a good job, it needs to be clear and specific to be effective. 
As Gilbert (2011) states; One of the characteristics of millennials, besides the fact that they are masters of digital communication, is that they are primed to do well by doing good”.
Speaking to one of the employees at CSG, they admitted that “I expected to be more involved in decisions and get to act more on ideas, seems to all come from higher up”. This was a common response when speaking with millennials in CSG, they don’t feel “engaged in decisions and teamwork". 

7.0 What Can managers do?
Creating engagement strategies is one of management's biggest goals (Gilbert, 2011). Engaging millennials has a whole different approach than any other generation, this will need a completely new strategy moving forward. The biggest driver for engagement is ‘managing performance; and career opportunities’. 
In Summary, it is clear to see that engagement is becoming more important than ever, therefore new engagement initiatives done properly will ensure talent retention. Some key points for managers to adhere to are below:
· Ensure there is a transparent process – Monitoring of engagement needs to be transparent, this is critical in a new stage of development. 
· Setting appropriate targets and goals for the engagement strategy – making sure this will suit the millennials already in the organisation and coming in. 
· Assign engagement champions – this person can make sure each employee has the opportunity to have their voice heard. 
According to Meng et al, (2017) it is important to bear in mind that “millennials do not like being micromanaged. They prefer when their boss gives them freedom and flexibility to get their tasks and work done more efficiently”. This is something that needs to be critically evaluated in the new strategy. Figure 2 shows alternative functions for managers to work with;
Planning of Work	
Organisation of activities 
Clarifications of the objectives of their team



Controlling Performance
Directing and Guiding



Figure 2: Adapted from ACAS (2014)
There is currently a development in place for front line managers at CSG to undertake training which will include employee engagement to enable them to support and encourage their employees. 
8.0 PESTLE
The PESTLE analysis has been proven to be one of the most effective models to understand the bigger picture and external environment in which an organisation operates in (CIPD, 2018b). 
· Political – Tax policy, trade restrictions, and potential stability
· Economic – Growth/Decline, interest, inflation, wage rates. Working hours, unemployment, credit availability
· Sociological – Health consciousness, age distribution, health and safety
· Technological – New technologies including AI
· Legal – Changes to legislation and regulation
· Environmental – Global warming, sustainable resource
This analysis for CSG is a crucial part of the recommended engagement process that will benefit the organisation as well as the employees. 
Whilst we are currently led by a Conservative government and they are continuing to freeze the pay rises and job cuts in the public sector which is nervous for the labour market. Nevertheless, with the current uncertainty of BREXIT and what effect it may have “across the public sector, there will also be an impact on public sector bodies as employers, whether that’s in terms of changes to UK employment law (e.g. Working Time Regulations 1998, Agency Worker Regulations 2010) or to government procurement, which is currently subject to EU law” (Jones and Hallett, 2019). It is critical to get the employee relations on point now to ensure it does not cause any effect to the organisation on the coming months or years.

9.0 Employee Voice
According to many surveys, ‘feeling listened to is the most important factor in determining how much employees value their organisation’ (Gennard et al, 2016, p.201). Being heard within an organisation reinforces a sense of belonging to employees, especially millennials. A key driver of engagement according to MacLeod and Clarke (2009) ‘is the ability for employees to feed their views upwards’. 
Management action on feedback is critical, for example, Innocent Drinks; ‘every month the Innocent founders hold a company-wide meeting where they give a monthly finance update sharing with employees all the key financial figures and how the company is doing. Everyone is encouraged to ask questions and feedback and most of all, understand how the business works' (Engage for Success, 2018).
Innocent have a strategy that they encourage all employees to get involved than just their generic role and suggest any ways to improve the business, it is letting the employees have that ‘employee voice’. 
Employee voice is about much more than giving employees their say, it is about ensuring arrangements are made for them to be actively involved in decision making (ACAS, 2019).
Currently, in CSG, there is a clear split between the Directors and the employees, these employees feel that they are not being heard with their ideas, therefore this needs to change to adapt to a new culture. It certainly needs improving to make sure everyone is feeling the same value and entitlement.
“There are two main purposes of voice described in management literature. 
· As a tool for increasing employee engagement, whereby employees share suggestions and ideas ‘upwards’ to improve the functioning of the organization.
· A social justice perspective argues that voice is a fundamental right and a means of employee self-determination” (CIPD, 2019). 


10.0 Barriers to Engagement
Barriers to engagement happen in all organisations which includes the public sector, CSG. MacLoed and Clarke (2009) argued that "some leaders were not aware of employee engagement while others do not believe it is worth considering". The biggest barrier with CSG will be management not knowing how to address the issue and the lack of certainty about how, and where to start. Leaders may be placing great ideas to the Directors regarding employee engagement but as a current result, the information isn't being shared to all employees. 
Alfes et al (2010), found the following deficiencies which link appropriately with CSG; 
· “Reactive decision making that fails to address the problem
· Inconsistent management style based on the attitudes of individual managers, which can lead to unfairness
· Poor work-life balance due to long-hours culture”
Finally, the other biggest barrier at CSG would be management training, having the knowledge and the skills to engage employees appropriately, using the mechanism that is useful and effective. Understanding millennials will be one of the biggest tasks. 


11. Conclusion

Whilst all the above play a role in how employment relations activities are carried out within an organisation, employees also have a role to play. ‘Employee Engagement’ falls under the bracket of employee relations. Having recognised there are some internal and external factor affecting employee relations in the UK which include political and legal, however, CSG needs to change the way it approaches.

[bookmark: _GoBack]Before identifying what sort of employee engagement development is needed at CSG and ways it can be developed, it is vital to have an understanding of the future workforce which are the millennials and what environment CSG operates in. 

This research has definitely provided a better understanding of Millennials' motivation factors and retention in the workplace. The findings have revealed a great deal of information to work with but the 4 factors that are worth considering are;
· Coaching. 
· Collaboration. 
· Measures. 
· Motivation. 
By improving these motivation factors, it will lead to millennials having a higher level of commitment and confidence towards Coleg Sir Gar. There are significant cuts to funding spend whilst the expectation of service delivery remains high (CIPD, 2010). While funding has decreased, driving this strategy forward is essential. 

In conclusion, millennials desire very similar needs as any worker/employee would, but it certainly does not mean that the current standard best practices will be enough to keep this generation’s turnover intentions at bay. As every organisation has to be initiative and adapt to survive the market, CSG must apply these principles to their human capital. 
The recommendations for employee engagement with Millennials in line with the findings are below.
12. Recommendations 

Establishing from the above conclusion, the following recommendations are made to maintain CSG as the employer of “choice” and to develop a strong employee engagement which will certainly develop millennials. The recommendations are believed to make the biggest impact on improving employee engagement in Coleg Sir Gar. 
When effectively designed, and implemented an employee engagement strategy will be able to deliver competencies, motivation, and skills that require to support the employees, especially millennials.
An effective employee engagement strategy will make your organisation better in every way and increase overall customer satisfaction (Engage for Success, 2018).
Whilst developing the new engagement strategy, ensure that ‘employee voice’ is part of the process to enable everybody to have an opportunity to add any ideas, even though the this is the role of the human resources professionals and manager’s to complete, always keep employees involved. 

It is clear to see that millennials have a completely different way of working to other generations, therefore the strategy needs to be developed with a whole new different approach and successfully to ensure retention. 

 Some recommendations to get the attention of millennials whilst creating the strategy would be: use social media technology, create a benefits scheme which potentially can be the graduate scheme and enhance performance management. Engagement levels across CSG need to be higher to meet future challenges, it requires culture change to improve the millennial experience. In addition, with the Generation Z fast approaching work, the technology and culture need to be made a priority in this project.  

Finally, it will be worth to design a staff engagement survey which will provide managers with any early issues or concerns of employee relations, including a questionnaire to allow all employees to have their ‘say' on any idea they have, and how we can become a greater organisation.
By creating a new approach with a strategy, this will show the commitment that CSG will be giving to employee engagement and how it will become successful by introducing employee benefits, keeping them involved, obtaining the millennials. 
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