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

1.1. Identify, and justify selection of, suitable diagnostic tools for measuring 

employee engagement in the organisation. 

There are many diagnostic tools for measuring employee engagement in an 

organisation. Brown (2020) believes pulse surveys measure engagement well, as 

they are shorter and more frequent, however does not believe they should be the 

foundation as annual engagement surveys are better at showing the bigger picture 

across the organisation such as people trends over time, working well alongside the 

pulse surveys to collect lightweight feedback. Gallup’s Q12 survey suggests using 12 

specific questions (Doc.1) which have proven to be the most effective survey 

questions to measure employee engagement. Focus Groups and interviews are other 

forms of measurement, both are qualitative methods and can provide a more in 

depth understanding of how employees feel and their experiences giving more of an 

insight in to why they are unhappy or happy (CIPD,2021) in comparison to the 

quantifiable data from surveys. 

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

My job role is to manage a contingent workforce of manufacturing employees at Dow 

Silicones for recruitment agency Adecco, many of the contingent workers have been 

there 10 years+ and are therefore well integrated however engagement is currently 

not being monitored. They do not receive the pulse or annual engagement surveys 

that the permanent Dow employees receive, nor do Adecco have their own 

engagement strategy, process, or policies for them. They are welcome to attend the 

Dow townhall meetings and do attend communication briefings and team meetings at 

Dow, and the perception from management is that there are high levels of 

engagement amongst the agency workers, but there is nothing in place to monitor or 

prove this. I met with management (Doc.2) and we discussed diagnostic tools to 

monitor engagement and which option was most suited to us at this point. We 

decided to go with a survey as this is our starting point for monitoring employee 

engagement and the survey can produce quick results In comparison to the time it 

would take to set up focus groups and interviews. We plan on using the Gallup Q12 

questionnaire as it is a proven and established method and having not completed 

any employee engagement monitoring before we lack knowledge to be able to write 

our own questionnaire. The Q12 has been chosen as it is well known within HR, used 

by 1000s of organisations, written by experts and each item is proven to link to 

performance outcomes across industries, cultures, company size and nationality 

(Gallup) 

1.3 Apply diagnostic tools accurately and to an appropriate sample of 

employees to give meaningful results. 



As the monitoring of engagement amongst agency workers has not been completed 

before, It was decided in the management meeting (Doc.2) that the survey would be 

sent to all Adecco employees, and therefore I used our salesforce system to 

download a report containing all employee details (Doc.3), there are 61 agency 

employees in total and by sending to all it will demonstrate a good overview of 

engagement across all agency workers at Dow. I created a survey using the Gallup 

Q12 survey questionnaire on Microsoft forms (Doc.4) and sent out via email (Doc.5) 

on 07th February 2022 asking for completion by 21st February 2022 allowing 

employees two weeks to complete, the only barrier to the response is that many are 

shift workers, and as part of the shift pattern get a 12 day block of time off, if they are 

part of shift B this would mean the survey is sent during their 12 days off and 

therefore they will only have 4 days to complete it on return to work, this may not 

allow enough time. 

1.4 Analyse resulting data and draw reasoned conclusions about levels of 

employee engagement in the organisation. 

48 employees responded form the 61 it was sent to, providing a response rate of 

78%, which could point to good engagement levels. From looking at the responses 

100% of respondents know what is expected of them at work, 97% felt they had the 

tools and equipment to do their work right, 96% felt they had the opportunity to do 

what they do best every day, 77% had received recognition or praise for doing good 

work in the last 7 days, 85% felt their supervisor or someone else at work care about 

them as a person, 89% felt their opinion counts, 91% felt their mission or purpose for 

the company makes felt feel their job is important, 100% believed associates or 

fellow employees are committed to doing good quality work. 58% said there was 

someone at work who encouraged their development, 97% said they had a best 

friend at work, only 14% of employees have been spoken to about progression in the 

last 6 months, only 47% said they had opportunities to grow in the last year. I created 

a presentation (Doc.6) with the findings of the result and presented it to senior 

management and line managers of the agency workers on 22nd February 2022, in 

the presentation I also went through how to understand the results, and together we 

analysed the findings, notes were taken (Doc.7) In the data there was a were low 

ratings within the Individual contribution area for receiving recognition and praise 

which we concluded could be down to some managers home working whilst their 

production team are working onsite, making it hard for them to see what is due 

recognition and praise, management absence due to covid19, one on maternity 

leave not backfilled. Some agency workers are working virtually by managers also 

working virtually which can sometimes make it hard to see what is due praise and 

some things you would mention in passing whilst in the office get forgotten about if 

you don’t meet virtually. Dow employees have a reward and recognition scheme 

where they get john Lewis vouchers, the agency workers do not. Low numbers of 

managers covering large amounts of employees currently due to company structure. 

Common themes showed with low percentage ratings for encouragement of 

development, progression, and learning and growing, which we concluded was down 



to no current permanent vacancies at Dow so it can be hard to continually develop 

the agency workers, once they are trained, they are almost stuck until a permanent 

vacancy arises. During the pandemic and due to Brexit production increased 

resulting in employees having a high workload and not as much time for 

development. Sometimes only the employees who are training on new machinery are 

developed, leaving those that are experienced and fully trained to just do the job. 

Line managers felt development is left to management who don’t have the time, L&D 

do not support development of agency workers enough.  
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LO2 Be able to evaluate current organisational approaches to employee 

engagement. 

2.1 Analyse the principal ‘drivers’ for employee engagement in the 

organisation. 

Drivers for employee engagement within Dow as an organisation are to increase 

productivity, orders have increased during Covid19 and since Brexit, and we do not 

have the approval to increase our headcount, therefore we need employees to give 

their extra discressionary effort. Employees who are engaged are more likely to be 

motivated and perform well and stay (Built in, 2021). Organisations with engaged 

workers have 6% higher net profit margins, and according to Kenexa research 

engaged companies have five times higher shareholder returns over five years 

(Kruse,2012) and a study by Gallup based on 8000 businesses showed those with 

high engagement levels showed 1-4% higher profitability levels and on average 

between $80,000 and $120,000 higher monthly revenues or sales, (Gallup, quoted in 

John and Ellis, 2016 p85). Ways we can increase productivity include sharing 

company, team and individual goals in a shared space so everyone can measure and 

participate in the success (Stange, 2020) One of our other drivers are to increase 

long term loyalty, to ensure that agency workers want to take up permanent roles at 

Dow when they do arise, and that they don’t leave to work for other originations, 

during 2021 we lost 12 agency employees who left for permanent roles with other 

organisations, please see spreadsheet where we record this data (Doc.8) People 

managing people (2022) states that studies show that highly engaged businesses 

achieve 59% less staff turnover in high turnover organisations, and 24% less staff 

turnover in low turnover organisations, when employees are engaged. In 2021. 

Higher retention of staff by higher engagement levels could lead to employees 

promoting our brand and therefore becoming an employer of choice. We can do this 

by offering continuous learning and development opportunities, conducting regular 

employee surveys to check how employees are feeling, promoting top performers, 

and providing reward and recognition. (Stange, 2020). 

 

2.2 - Assess aspects of organisational behaviour which are most likely to hinder 

employee engagement. 

Barriers that could prevent or hinder employee engagement within our organisation 

include leadership and development, as show in our survey results only 14% of 

employees have been spoken to about progression in the last 6 months and 47% 

said they had opportunities to grow in the last year (Doc.9). Mcloed (2015) believes 

leadership is a key element of engagement and needs to ensure a transparent and 

explicit organisational culture which gives employees a line of sight between their job 

and the goals and vision of the organisation. Core leadership and management skills 

such as giving praise and recognition, enabling and supporting employees to do their 



job, developing and evaluating individuals, often with a focus on coaching as a key 

management competency (ACAS, 2012) Time is a barrier within our organisation as 

feedback from managers in our employee engagement meeting (Doc.10) is that as 

orders have increased over the last 2 years it has increased workload not allowing 

enough time to manage and lead well. Google removed all status symbols of 

managers to send a message to the workforce that Google live to their values and 

there is no hierarchical structure, encouraging employee voice at all levels (Bock, 

2015). Employees need empowerment and a sense that they own and understand 

the organisation, where it is going and has come from and the more involved, they 

are, the more they can relate to what they want and the future of the organisation 

(Mcloed, 2015).  Another barrier is our lack of engagement policies, organisations 

need to have engagement threaded through all their policies, communications, and 

initiatives so it is fully embedded. Mcloed (2015) believes that for employees to be 

engaged they need to be clear of the strategic narrative. There is a need for 

horizontal and vertical integration, aligning an engagement strategy with a strategic 

strategy from the top down, then having HR policies which run across.   
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LO3 Be able to recommend and plan strategies to raise levels of employee 

engagement within an organisation. 

3.1 Review external studies of employee engagement to identify relevant best 

practice. 

Employee engagement has evolved. Deloitte (2022) believes in the past the primary 

driver for organisations has been to offer employee programs for return in 



investment, this then changed, and the primary driver was a tick the box 

responsiveness to the wellbeing trend, now the primary driver is sustained 

engagement and long-term loyalty. To achieve this leadership is key, Gallup’s book 

“it’s the manager” (Clifton & Harter, 2019) discusses why managers must behave like 

coaches not bosses to get the most out of their employees. They need to know their 

employees' strengths and build their careers around them. Leadership is key, 

Organisations that have tried to address this issue of leadership capability such as 

the Mace Group, Standard Chartered and Network Rail (MacLeod and Clarke, 2009) 

have invested in core leadership and management skills such as giving praise and 

recognition, enabling and supporting employees to do their job, developing and 

evaluating individuals, often with a focus on coaching as a key management 

competency (ACAS, 2012) This is achievable within our organisation if we train 

managers on how to coach employees, Lighthouse Blog provides useful information 

on how managers can help their team achieve their goals, by investing and getting to 

know employees more, sharing goals, asking good questions, helping make progress 

on their goals and reflecting and celebrating progress along the way. I sent line 

managers a link to this blog via email and asked them to take the time to read it to 

improve their leadership skills ( Doc.10).  Recognition and reward is another 

important factor of employee engagement best practice, studies by Gallup (2016) 

show that employees who do not feel they are adequately recognised are twice as 

likely to leave within a year and that it can be anything from a verbal thank you, email, 

monetary award, gift, promotion or increase in responsibility, having more meaning If 

it comes directly from the manager. We need to look at a way to achieve this within 

our organisation, as the fact that permanent employees are recognised and 

rewarded but not the agency workers is unfair and not promoting employee 

engagement. Forbes (2016) believes organisations need to provide growth paths, 

and that if you don’t give employees room to grow you will force them to become 

stagnant or leave, we need to look at how we can do this as an organisation, and 

change the mindset of managers  which is currently that they can not offer any 

growth due to no permanent Dow positions available, growth can come in other 

forms.  

3.2 Identify potential barriers to acceptance of employee engagement 

strategies and liaise with relevant people regarding how these may be 

overcome or minimised. 

I met with my manager Vicky Cole and Dow’s HR Manager to discuss employee 

engagement improvements and strategies what barriers we could encounter. We 

firstly discussed increasing reward and recognition, the Barrier for this is that there is 

no system set up, Dow managers can log onto a portal for Dow employees and order 

vouchers / gifts / send recognition emails, Dow employees can also log on and 

reward colleagues however there is nothing set up for the Adecco employees. To 

overcome this  JRE will speak with Adecco benefits department to see if we have a 

similar option for Adecco employees, if Dow employees cannot access this then  

managers / colleagues can email Jess and Jess can add / request vouchers and 



provide to the manager to give to the employee. This will need to be communicated 

well and maybe a monthly newsletter or similar created to ensure it is kept a on the 

forefront of peoples minds. Secondly we discussed Leadership needing a coaching 

style of management, with the barrier being that not all managers have been trained 

in how to manage this way, and to overcome this Dow HR will link in with Learning 

and development to see if training can be arranged. Providing growth paths were 

also discussed, the barrier being that there are no permanent job vacancies for 

agency employees at the moment, and line managers sometimes have tunnel vision 

and see that as the only way to offer growth and progression, we can overcome this 

by linking in with L&D to see what growth, training, and development we can offer the 

agency workers, and educating the line managers on it. (Doc.11) 

 

3.3 Propose strategies to raise levels of employee engagement, based on 

analysis of the organisation and external reviews of best practice, to key 

decision-makers. 

Based on analysis of the organisation and external reviews of best practice I propose 

a reward and recognition strategy, employees need to be recognised and rewarded 

to increase engagement and therefore I created an implementation plan to make this 

change (Doc.12). The plan includes the objective: To increase engagement by 

reward and recognition for the agency workers at Dow. The business case: 

Recognition and reward is an important factor of employee engagement best 

practice, studies by Gallup (2016) show that employees who do not feel they are 

adequately recognised are twice as likely to leave within a year. Reward and 

recognition can increase employee engagement which in turn can increase 

productivity which is of great importance within a manufacturing organisation. The 

people affected which will be the managers requesting the recognition, myself 

responsible for processing the reward, the employees. The roles, a communication 

strategy, support to be offered, timeliness and milestones via a proposed Gantt chart 

(Doc.13) resources required, monitoring requirements, and success measures. I sent 

this plan to my manager and Dow HR to review and approve (Doc.14) I also propose 

a training exercise to educate managers on leading through coaching and mentoring, 

I emailed the learning and development department at Dow to see if they had / could 

source and delivery any training on this to the Dow managers (Doc.15) I propose we 

work together with Dow to create a growth plan for the agency employees, despite 

no permanent roles being available currently Dow still need to invest time to develop 

the agency employees whether this be by additional training, cross training, 

mentoring others or increased responsibilities, I set up a meeting with the head of 

L&D to begin to plan how we can do this together (Doc.16)  
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