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[bookmark: _Toc96369166]LO1 – Statement
1.1 [bookmark: _Toc96369167]Identify, and justify selection of, suitable diagnostic tools for measuring employee engagement in the organisation.
The workplace being assessed for the purpose of this portfolio is Dyfed Powys Police (DPP). I measured employee engagement in the workplace by carrying out surveys and interviews. The survey was selected to obtain a quick snapshot of the general feeling of the workforce. I also wanted to carry out an interview to gain a deeper understanding of why a staff member felt a particular way about the organisation and therefore understand the reasoning behind their levels of employee engagement. 
The 12 questions formulated by Gallup were used in the survey and formed the basis of the discussions of the subsequent interviews which followed (Gallup). (EV1.1). I chose to use these questions because they are widely recognised by HR practitioners as useful questions to pose to gain a good understanding of employee engagement levels in an organisation.
In relation to the diagnosis tools being used in this portfolio, I am mindful that according to Armstrong, 29% of employees felt that surveys were not useful and a further 80% felt their employer would not take action once the results were collated (2018). I did not discard the use of surveys after reading those figures, rather, this informed me that it is important that the results and outcomes derived from the survey were communicated as well as the actions that resulted from the research. 
Though pulse surveys have become increasingly popular (Armstrong, 2018), I lacked the technology to do this. This would have been my preference, as I predicted a lack of time would have been the main obstacle in obtaining my data from individuals. This would have reduced the time spent in carrying out the surveys. I opted to distribute a survey via Microsoft Word and email instead. 
Shortly before the completion of this portfolio, a recruitment workshop took place (EV1.2). This was not my own primary research, however reference will be made to this workshop within the portfolio as attitudes towards various subjects were made clear in this forum. I will also make reference to employee engagement from a Smarter Working perspective. I have played a key role in the HR element of the Smarter Working project which gives an indication of employee engagement from a different angle.
1.2 [bookmark: _Toc96369168]Liaise with key people to plan and agree the application of diagnostic tools.
A name generator was used the randomly select the participants from Peoples’ Services, the sample pool I selected. If I failed to get in touch with any of the proposed participants I reshuffled the name generator. I did split this pool into the teams listed in 1.3 to ensure I had an even spread of the People Services sample. 
Once selected, I emailed each participate (EV1.3) to outline the project and the deadline by which I required the data to be provided. I also emailed my own line manager to make her aware of what I was doing (EV1.4). 
Once I received some surveys, I reached out to individuals to request a follow up interview with them. Due to time restrictions, I selected these individuals purely based off who completed the survey fastest (EV1.5). I recognise that this perhaps is not the best approach to take, however this was done purely due to the time restrictions. 
I then conducted the interview with those individuals able and willing to participate (EV1.6). 
1.3 [bookmark: _Toc96369169]Apply diagnostic tools accurately and to an appropriate sample of employees to give meaningful results.
Individuals of DPP are made up of officers and staff (officers are not employees they are servants of the crown). For the purpose of this portfolio, I decided to only sample police staff. I did this because my assumptions regarding police officers is that they join the police force as a vocation, and therefore naturally have that commitment and subsequent discretionary effort (Korsh and Gilmartin). Therefore, I wanted to gain a better indication as to what employee engagement was like among the support staff. Time restraints prevented me from doing a survey for both staff and officer to compare. There are over 900 members of support staff employed by DPP. This was too large a pool to sample appropriately so I decided to condense this to the People Services’ department. This consists of:
· HR (x5)
· HR Business Support (x2)
· Occupational Health (x1)
· Learning and Development (x3)

On a practical level, I already had good working relationships with these individuals and had access to many of these individuals’ diaries (EV1.7), so I could fit in the interviews and discuss the questionnaires with them much easier. I intended to extrapolate this data once received, to gain an indication of staff engagement levels within the force, or at the very least, People Services department. A total of 11 people were surveyed and 4 interviewed. These were smaller figures than I had hoped for. 25 surveys were issued. I attribute the lack of appetite to complete the survey as down to a lack of time. The number per team surveyed are indicated above in brackets.
1.4 [bookmark: _Toc96369170]Analyse resulting data and draw reasoned conclusions about levels of employee engagement in the organisation.
Only 44% of those sent a survey, responded to it. Though this was a disappointing take up, I do feel their opinions are a good indication of other staff members as they all responded with similar answers. To start on a positive, 100% of respondents answered yes to the question, “Does the mission/purpose of your company make you feel your job is important?” This was an unsurprising result from an organisation in the public sector. This would suggest that the discretionary effort I presumed was present among police officers is also there with police staff. Furthermore, another positive aspect which emerged was that 90% of respondents answered yes to the following, “In the last six months, has someone at work talked to you about your progress?” When I probed further in an interview (EV1.5), many respondents explained that indeed they had had this conversation with their line manager as part of their Development Assessment Profile (DAP) review, but that this felt more of a “tick box exercise” rather than a genuine discussion about career progression etc. It was clear that the staff felt they could have been praised on a more regular basis. Only 64% having claimed that they had received praise in the last 7 days (EV1.8). 
To summarise, the findings demonstrated that the mission and goal was recognised and was a key motivator. However, it appeared that line managers needed to do more in praising and encouraging their teams. As an action, HR recognised that they needed to do more with regards to line manager training. I do feel that engagement levels were fairly high because of the mission but that managers could do more to encourage this on a practical level.
[bookmark: _Toc96369171]LO1 – Evidence
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[bookmark: _Toc96369172]LO2 – Statement
[bookmark: _Toc96369173]2.1 Analyse the principal ‘drivers’ for employee engagement in the organisation.
Trust, integrity, commitment and communication are thought to be key drivers of employee engagement (Engage For Success). In DPP, it appears that the employee engagement present was mainly attributed to the commitment staff had to the mission of the organisation – protecting communities and victims. It should be noted that to reach the mission and provide an excellent service, DPP must make efficiencies. As a public sector organisation, DPP is funded by the taxpayer and thus funded is directly determined by political policy. At present, additional funding is not an option and efficiencies need to be made. 
[image: ]Maslow’s hierarchy of needs below can be used as a guide here as to what drives employee engagement (McLeod, 2020). Although this theory related to human beings throughout life in general, it can be transferred to understand what engages employees at work. For example, safety features near the bottom of the pyramid, though money is an important factor, it is not the main driver for employee engagement. Rather, self-growth, self-esteem and belonging are identified as being more important. This is reflected in the attitudes demonstrated in DPP. The interviews (EV2.1) highlighted that communication was not always good throughout the organisation. Being a large organisation, it tends to be bureaucratic, and messages lost in translation. One example of DPP tackling this is via the Smarter Working project. When engaging with Heads of Department (EV2.2) and basing our policy based of a staff survey (EV2.3), we noticed we had a positive response. This gave staff a feeling of self-belonging, so that they felt part of the change project. This is reflected in the speed of actions taken by Heads of Department following the meeting and the constructive conversation which took place at the meeting itself. The communication was done right here and was encouraged even more by the incentive of staff to work together to achieve the organisational mission. 
In the primary research, those individuals who appeared less engaged felt that their development needs were not being met which links into the top element of the pyramid – self actualisation. As mentioned in 1.4, when asked, “In the last six months, has someone at work talked to you about your progress?” 90% answered yes, but it appears that the quality of the conversation here was generally not at an appropriate level for the respondent. I predict that should individuals feel their development needs are being met, this would further enhance the engagement already present. This is further proven in the Chief’s recent Q&A session, where an individual from another department commented that police officers tend to receive more development opportunities than staff (EV2.4). 
To summarise, it appears that the chief driver of engagement within DPP is the mission and purpose – something to belong and contribute to. This is why there is so much frustration in the quality of communication from top to bottom because staff are wanting to perform at their best to provide a quality service but feel this is a blocker in achieving this.
[bookmark: _Toc96369174]2.2 Assess aspects of organisational behaviour which are most likely to hinder employee engagement.
A key theme which came from the interviews was that a lack of communication was hindering employee engagement. The police force is quite bureaucratic and therefore there are many layers of communication and opportunities for communication to be missed or misinterpreted. These conversations mainly derived when discussing the following questions:
· At work, do your opinions seem to count?
· At work, do you have the opportunity to do what you do best every day?

When asked do your opinions seem to count, 1 answered always, 8 answered sometimes, 2 answered never (EV2.5). When interviewed, those respondents who answered negatively felt that in team meetings where they raised concerns, or in any change processes, though issues may have been raised, they were very rarely acted upon. This negatively impacted on the trust these individuals had with their management. Secondly, in the same vein, respondents felt that a lack of communication prevented them from doing their best every day as they were not fully sighted on all the relevant information to carry out their roles effectively.
A lack of development opportunities was also identified as a blocker in achieving better employee engagement. When asked, “In the last year, have you had opportunities to learn and grow?” 64% said they had (EV2.6). Once interviewed, the extent of this was also varied from person to person. Some had been offered project work, some felt there “wasn’t a fair process” and others who were newer to the organisation felt the challenge of joining during a pandemic enabled them to grow. The issue of “fair process” was also raised during the Recruitment Workshop (EV1.2), as many commented that it was becoming unfair due to a lack of clarity, and it was evident that this was having a detrimental effect staff morale. 
Overall, the main factors hindering employee engagement in DPP are the quality of communication and lack of opportunities/ nature of opportunities i.e. some are short and others 6 month projects. The lack of consistency and confusion of processes was evident here. Though it should be noted that the drive to provide a good service was a key theme that shone throughout all interviews.
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[bookmark: _Toc96369176]LO3 – Statement
[bookmark: _Toc96369177]3.1 Review external studies of employee engagement to identify relevant best practice.
Best practice tells us that leaders should look to be more, “collaborative” in their approach as opposed to enforcing a hierarchical approach (Armstrong et al, 2018). This links into Maslow’s theory of needs, whereby individuals want to be listened to and build things for themselves, rather than being micromanaged and dictated too. This gives a sense of ownership and belong, and subsequent empowerment (McLeod, 2020). This was clear in the Recruitment Workshop I attended, where individuals across multiple teams in People Services came together and produced a process map of how they wanted systems to work (EV1.2). This was a collaborative effort to make improvements to the recruitment process, with the driver of this being the organisational goal. 
Having clear metrics is important in measuring the impact of employee engagement, e.g. increased sales. As well as clear goals to achieve this. DPP is not so good at measuring performance metrics (Harvard Business Review).  Being in the public sector, the organisation does not have profits and sales to base their growth off. Rather, chief officers must look at service user satisfaction (which is not an easy task). Clear goals however, is something the force does do well. Each individual, both officer and staff, have the mandatory task of completing their DAP each year. This is where the annual goals are set out and comments added. The line manager discusses performance and rates it at the end of the year (EV3.1). 
Kasanoff identifies 10 ways in which to empower employees which I would recommend, DPP continues to/ adopts (2016):
1. Increase employee boundaries – I have just assisted in writing new policy in which this message is conveyed (EV3.2)
2. Listen
3. Have faith in employees
4. Accept that mistakes will be made
5. Ensure clear paths for growth – the DAP was created by HR to achieve this but has been described as a, “tick box exercise”, therefore clearly requires improvement
6. Provide praise – an area which was clearly lacking as a result of my primary research.
7. Trust
8. Provide employees with time
9. Ask questions
10. Forget egos.

The implementation of all of these points will help create a collaborative and innovative space for employees to grow and reach “self-actualisation” (McLeod, 2020).
[bookmark: _Toc96369178]3.2 Identify potential barriers to acceptance of employee engagement strategies and liaise with relevant people regarding how these may be overcome or minimised.
One strategy in increasing employee engagement is investment in growth as opposed to saving money. This could include recruiting more candidates to increase capacity in teams or investing in training and development of existing staff to enhance capabilities and thus boost organisational performance (Harvard Business Review). A barrier to this in DPP is budgets determined by the current government. The police force is given tight budgets in which to operate and must remain in these figures. It may not be in the force’s power to increase staff or invest in them as they have to weigh this up against other investment options. I liaise with the workforce planning team on a daily basis in reviewing Vacancy Request Forms (VRFs) to ensure the requests being made to senior officers are accurate and legitimate to save time and to make sure they have the information to make informed decisions regarding recruitment (EV3.3). 
Rob Markey suggests that the Net Promoter System (NPS) should be used to measure engagement and suggests 3 elements to his proposed strategy (Harvard Business Review:
1. Avoid micromanaging and give individuals ownership
2. Ensure personal goals link to organisational goals
3. “Decentralise” decision making.

As a force, we liaised with the new Chief Constable regarding point 3. In fact, he made it clear that he wished to push decision making down into the ranks, allowing teams to come up with their own solutions and decisions (EV2.4). A potential barrier here is the sheer size of DPP and the communication as identified earlier within the portfolio. The Chief recognised this and opened the Ask the Chief function, whereby anyone in the force can message the Chief with questions, queries or concerns (EV3.4). Further training will also need to be provided to line managers in completing the DAP to ensure it is done consistently. I messaged the HR Specialist to offer assistance in this (EV3.5). Line managers will also need training regarding point 1 Markey raised. The launch of the Smarter Working project has provided an opportunity to reiterate the importance in avoiding micromanagement. Finding the time to do this training is a barrier, therefore I have included this in the line manager guidance to Smarter Working (EV3.6).
[bookmark: _Toc96369179]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.
Investing in growth was identified as a strategy of increasing employee engagement, such as recruiting more into teams of specific departments, HR being one of them. I felt this was necessary to boost engagement as individuals are too bogged down in workloads to take on project work to develop and grow. It is also having a negative impact on team morale. I suggested this in a team meeting to the Head of People Services and Organisational Development (EV3.7), and this was rejected. Rather, the senior leaders within the organisation suggested that finances called for a halt on recruitment (EV3.8).
Improving communication is a strategy which must be adopted for employee engagement to improve in DPP. The results of my primary research pointed towards communication being a huge barrier to employee engagement. This must be addressed to boost engagement. This could come in more “All User emails”, better line management communication as explained in their line manager training as well as timeliness of the communication by forward planning. I suggested this in the Recruitment Workshop when we decided to move the VRF deadline. I felt it was necessary for there to be some “All User” comms to go out rather than relying on Heads of Department to relay the message (EV1.2). 

[bookmark: _Toc96369180]LO3 - Evidence
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DPP Employee Engagement Survey

Please underline your answers below. All answers will remain anonymous and confidential in line with data protection regulations. If you have any queries about this study please email Laura.Walters@dyfed-powys.police.uk 

1. Do you know what is expected of you at work?

Yes			No



2. Do you have the materials and equipment to do your work right?

Yes			No



3. At work, do you have the opportunity to do what you do best every day?

Yes			No



4. In the last seven days, have you received recognition or praise for doing good work?

Yes			No



5. Does your supervisor, or someone at work, seem to care about you as a person?
Yes			No



6. Is there someone at work who encourages your development?

Yes			No		



7. At work, do your opinions seem to count?

Always		Sometimes		Never



8. Does the mission/purpose of your company make you feel your job is important?

Yes			No



9. Are your associates (fellow employees) committed to doing quality work?
Always		Sometimes		Never



10. Do you have a best friend at work?

Yes			No

11. In the last six months, has someone at work talked to you about your progress?

Yes			No



12. In the last year, have you had opportunities to learn and grow?

Yes			No
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In the last seven days, have you received recognition or praise for doing good work?



Yes	No	7	4	
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At work, do your opinions seem to count?



Always	Sometimes	Never	1	8	2	
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In the last year, have you had opportunities to learn and grow? 





Yes	No	7	4	
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