On the job training – Employee Engagement 

Heath Education & Improvement Wales’ (HEIW) approach to employee engagement. 

As a new organisation, HEIW has had the opportunity to implement best practice from the outset.  HEIW takes the approach outlined in the CIPD (2018) New Profession Map in that it focuses on employee experience rather than solely employee engagement, with employee health and wellbeing at the forefront of all that it does.  

HEIW has a clear set of values – respect for all, ideas that improve and together as a team (HEIW, 2018).  These are key to its engagement strategy and are supported by Macleod and Clarke (2009) and ACAS (2014) who state that employee engagement is about developing a workplace environment whereby employees are committed to the organisation’s values and vision.  There is also a clear link with health and wellbeing and other aspects of life, which has been shown to have a positive impact on employee engagement by the CIPD (2019a).

A lot of employee engagement within the organisation is based around Shriar’s (2015) ten essential pillars of employee engagement, with particular emphasis on feedback, workplace relationships, organisational alignment, employee health and wellbeing and development.  These elements are supported by a variety of opportunities for employees to engage with leaders and the organisation including staff briefings, team meetings and individual 1 to 1s.  As well as participating in the NHS Wales Staff Survey, HEIW also carries out its own surveys to measure employee experience periodically.  These have been carried out more frequently during the COVID pandemic as working arrangements have changed considerably over this time and it has been important for the organisation to understand the needs of the workforce and how well it is adapting to change.  

The People Team within HEIW play a significant role in educating and developing managers in the area of employee engagement and the implementation and development of its supporting policies, including performance management, health and wellbeing and flexible working.  The importance of this role is highlighted by CIPD (2017).  However, employee voice also plays a significant part in the development of policies and procedures, which is in line with one of Macleod and Clarke’s (2009) employee engagement enablers.  Staff are invited to attend focus and task and finish groups when new policies, procedures or strategies are being developed and the organisation makes it very apparent that these views are extremely valuable in creating a workplace experience which is underpinned by the values and opinions of its workforce.  

Over the last six months, the organisation has moved towards one of the trends recommended by Minnaar (2018) in that rather than using the standard hierarchical organisational structure, they have moved towards a network of teams model.  This is because of the significant change in organisational priorities the COVID pandemic has brought and the need for teams to work together to achieve a mutual aim.  An example is the development of a pop-up workforce process that needed to be implemented quickly and efficiently to ensure an ability to mass recruit to the field hospitals.  It required specialist knowledge from a number of different teams to be brought together to align the various elements of the process, including recruitment, attraction, training, planning and finance.  

Health and Wellbeing is at the heart of everything HEIW does and it has a strong presence within the organisation.  There is an internal Health and Wellbeing network with representatives from across the organisation at all levels.  It is extremely proactive in the way health and wellbeing is managed in the organisation and provides employees with tools they can use to help themselves, including offering courses in mindfulness, managing attendance at work, information on healthy living and also providing links that signpost employees to other organisations’ resources.  

HEIW supports employee engagement by encouraging line managers to have frequent 1:1 meetings with their staff and by implementing an effective performance management process.  Both of these have been shown to have a positive impact on morale and contribute to a happier, more productive workforce (Wickham, 2020).

Flexible working has always been available to staff, however there was inconsistency with how this was applied across the workforce with some managers more agreeable to it than others.   Since the COVID pandemic, flexible working has become vitally important to allow employees to manage their work and home lives effectively and continue to deliver on their work priorities.  The move to equal access to flexible working across the organisation should enhance motivation and employee happiness, in turn having a significant impact on maintaining the high levels of employee engagement seen prior to the pandemic.  It will also help employees feel in control in a time where life is anything but controllable (Timewise, 2020).



Examine the employee handbook and any internal staff bulletins within your organisation and make some notes as to whether you think the content engages employees on topics that matter to them. 

Chief Executive Staff News Bulletin (Howells, 2020)

On a monthly basis, the Chief Executive of HEIW sends a staff news bulletin to all staff via email.  This provides an overview of the key messages relating to the organisation, which are relevant to staff.  

The most significant element of the bulletin is staff recognition, which specific reference to the excellent work the organisation has achieved over recent months.  Gallop (2016) highlights employee recognition as one of the most easily missed opportunities to increase employee engagement and one that can add considerable value.  Highlighting the excellent work employees have achieved in an all staff bulletin can enhance employee engagement and can also lead to increased productivity, loyalty and can have a positive impact on retention.  

The development of a Strategic Equality Plan (HEIW, 2020a) is highlighted as one of the most significant achievements over recent months.  The contribution from staff in its development is clearly stated and there is further information explaining how this is a key element to achieving the organisation’s objectives for the year.    

Within the bulletin, there is also mention of matters relating to employee wellbeing with signposting to details relating to accessing free flu vaccinations and display screen equipment guidance (HEIW, 2020b).  Access to flu vaccinations had been a concern raised by employees over recent weeks due to the COVID pandemic and the ability for staff to protect themselves against flu during this time is of the utmost important.  This shows how employees’ concerns have been listened to and the organisation has taken action.  McKenzie (2020) discusses the importance of listening to employees and understanding what matters to them. 

Staff development also features within the bulletin, with staff informed of training opportunities available to them, including recruitment, managing attendance at work, risk management and performance appraisal.   McKinsey (2020) discusses how workplace learning has taken a backseat during the pandemic and enabling employees’ access to continued development in areas of work that matter to them and their roles is extremely important.  

The final item discussed is access to fun activities that the organisation have implemented to enhance the employee experience and allow staff time away from work to engage with colleagues who they may not be engaging with due to the current climate.  One of the initiatives open to staff is the “Cuppa catch up”.  This is a virtual forum with the aim to replicate the “water cooler” chats that happen when in the office.  There are also virtual games including quizzes and virtual tug of wars. The ability to connect with colleagues and laugh are extremely important in the current situation and working in a fun environment can have a significant impact on productivity and staff engagement (The Receptionist, 2020).  The importance of maintaining a sense of community is also highlighted by CIPD (2020) and identifying ways in which in person social interactions can be replicated in a virtual environment will have a positive impact on staff wellbeing and employee engagement.  




My Development in Employee Engagement

I met with Sharon Evans, Head of Careers & Widening Access to discuss my development needs in the area of Employee engagement.  Whilst my role is predominately outward facing, liaising with stakeholders and customers, there is an element of employee engagement on an All Wales basis, specifically relating to an individual’s career path and their experiences in their role and the opportunities available to them to progress or change career path.  I also have a role within the organisation to give my own contribution to requests for employee engagement, i.e. policies, strategies and processes.  

[bookmark: _GoBack]We reviewed the CIPD (2018) New Profession Map and agreed that I was practicing predominately at associate level, with some areas for development, including evaluating the effectiveness of different communication channels.  This will be particularly important when developing our new strategy and agreeing on the most appropriate way to engageme with a variety of staff groups spread across Wales.  I will also need to explore how to assess brand perception with regard the Careers service.  CIPD (2019) describes employer brand as the way in which organisations stand out from others and enables them to recruit, retain and engage the right people.  These are key areas for the new careers strategy as its main focus is about promoting over 350 NHS Wales careers pathways.  

I have recently been working on several surveys to collect data from stakeholders to inform the future Careers & Widening Access strategy.  This exercise has demonstrated to me the importance of the data collection process and how it is important that questions are specific and asked in a way that will provide useful, valuable information.  We therefore agreed that the knowledge I have gained through this process should be applied to future engagement surveys when we begin to engage with NHS Wales employees on their career journeys and the opportunities available to them.  

Throughout my time in HEIW, I have already been involved with employee engagement activities, including the People & OD strategy, Strategic Equality Plan and as an active member of the Health and Wellbeing Network.  Therefore, it was agreed that I should continue to take these opportunities to contribute to various areas of work and share my opinion, but ensure that I review the outcomes of work to understand how my contribution and that of others has added value to the final product.  
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