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The CIPD (2018a) describe employee engagement as a combination of motivation, commitment, high performance and management; focusing on employee wellbeing.
Measuring engagement can be difficult when effective diagnostic tools aren’t used. Common methods adopted by organizations are annual employee satisfaction surveys, questionnaires and interview frameworks. Engagement can be noted and monitored from appraisals; however, this takes longer getting results and doesn’t reflect the entire workforce (Barton, 2016).
To ensure successful measurement and use of diagnostic tools, the employer must know what areas/aspects they are measuring and align with the organizational vision. The vision must be introduced during day-to-day activities to gain a united and motivated workforce (Gallup, 2019a)
Measuring engagement using tools and packages enables employers to determine which areas are contributing towards organisational performance, which are underperforming or disengaged and can reflect trends from one year to another. 
Engaged employees are influenced by strong and motivating leadership styles and voice (CIPD, 2018a). Also, regular feedback from manager’s team can increase engagement within a survey as managers and employees are able to understand one another’s feelings (Son, 2018).
Employee questionnaires and surveys are often used in organisations, as staff can maintain anonymity and the feedback gathered can be useful if the right engagement questions are asked (Son, 2018). 
The most common survey is the branded diagnostic tool, Gallup’s Q12. This is a questionnaire of 12 questions created following 30 years of research on over 17 million employees. The 12 reflect the best statements which were able to draw out employee engagement and performance (Gallup, 1996).
Coleg Ceredigion (CC) conduct biannual appraisals through an online appraisal system, see evidence 1.1) (PEPi Coleg Ceredigion, 2019) regular performance management reviews with line managers and frequent surveys, however there haven’t been any questionnaires focusing on engagement alone. 
It was discussed with my line manager that I would establish a questionnaire based on Gallup’s Q12 and taking into consideration the question posed in Son’s (2018) Employment engagement survey article and liaise with my colleague in Coleg Sir Gar (CSG) to ensure appropriateness. Evidence 1.2 and 1.3 shows email correspondence to and from my colleague regarding the questionnaire and Evidence 1.4 is the final questionnaire sent out to employee’s at CC.
The employee engagement questionnaire seen in evidence 1.4 was sent out to 50% of CC’s workforce. Neuman (2011) suggests following a guideline when choosing a sample size; claiming that the lower the number of staff in the workforce the higher the ratio of sample to population; the surveys were sent to 85 employees.
A report was run from the HR database (see evidence 1.5) to ensure equal amount of staff were from Cardigan Campus and the other were from Aberystwyth, with an equal business support staff, managers and academic staff. 
It’s importance to ensure appropriate cross section of employees to gather specific information from time by a selected pool of participants with various characteristics, age and gender etc (Study,2018)
A limitation to surveys is that answers are mood dependant; therefore doesn’t give an actual overall truth on how the workforce are engaged as the feeling towards engagement can fluctuate from day to day dependent on the mood of respondents. 
As majority of workplace questionnaires aren’t compulsory, it can be difficult to get employees to participate, despite them being anonymous. Therefore, those employees with certain views and feedback, are often those who don’t participate. 
Another limitation is that questionnaires can occur infrequently; annually and/or biannually and sometimes irregularly; they may only be sent if certain reports are needed etc. This can affect the ‘buy-in’ of the employee and if completed they may not be taken seriously. 
Not being taken seriously can lead to questionnaires being completed unmeaning fully; employees aren’t necessarily aware or of understanding as to the importance of the content and therefore don’t complete the questionnaires seriously or honestly. 
A disadvantage to how my questionnaires were sent is that the questionnaires were sent electronically via email (evidence 1.6) and although I considered avoiding asking employees with limited access to computers to complete the surveys it wouldn’t represent honest and accurate cross section. Therefore, it resulted in delayed and brief responses.
Once I received all 85 questionnaires I began collating and looking at the data. However, the responses varied from each participant, some answered the questions with closed answers; Yes and No, whereas others gave lengthy responses (evidence 1.7). I discussed with my line manager on how is best to analyse data that can vary. This discussion was over the phone. Evidence 1.8 shows notes taken when discussing the steps to collating data). Survey Monkey (2019) suggest a data analysis plan which involves looking at the questions, filtering results, examining numbers and drawing conclusions.
I analysed the data by looking at the answers and drawing on themes; using percentages and graphs. Saunders et al (2009) claims that it’s best to know how data will be analysed before obtaining the data. Although that was one factor that I hadn’t taken into consideration, it’s suggested that primary data such as questionnaires provide greater control on the “type, format and coding”. Evidence 1.9 – 1.13 shows the data obtained from the questionnaires. 
Whilst analysing, it was brought to my attention the split between how respondents were answering the questions; some would answer them openly, with explanations whilst others would answer as a closed question.
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In conclusion to the above analysis and data received, the quantitative approach of questionnaires worked well as there were 100% responses. No employees refused to participate which was helped due to confidentiality of answers.
As only 50% of employees were able to participate because of time restraints, it could be said that the data doesn’t reflect the entire workforce.
To conclude, there were answers found in each question to say that CC does have some engaged employees although overall it suggests that employee engagement must be looked at. Staff have been recently praised in a recent Curriculum Area Meeting (CAT) as enrolment figures for this academic year have been very high. (Evidence 1.14) However, praise, recognition, employee voice, feedback and development doesn’t seem to be a conversation that happens frequently, which is important in maintaining engaged employees (CIPD, 2018a).
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Unfortunately, CC and CSG have recently gone through redundancies; this has impacted on productivity in the workplace. However, the current issue that needs addressing for employee engagement is reducing sickness absence; possibly linked to the lack of productivity.
A previous research report enabled me to analyse the current short-term sickness statistics in the College. During the academic year 2018-2019, the number of days absent due to sickness were 1322.2 which has increased from previous years, as seen in evidence 2.1. 
Coleg Ceredigion’s Sickness Absent Management Policy was rebuilt to help reduce the number of sickness absences, alongside this the reporting of absences and sickness recording system were updated and changed, see evidence 2.2, 2.3 and 2.4. All policies and procedures are easily accessible to all employees via the College intranet (Gateway, 2019).
ACAS claim that staff engagement and health and wellbeing in the workplace are connected; proving that approaches such as flexible working have positive effects on wellbeing (Personnel Today, 2013). Flexible working such as reduced or change of hours, stress management etc improve engagement and prove to encourage staff to willingly go above and beyond. Health and Safety Executive’s management standards state that, employers that score well in their stress audits are those with high employee engagement scores (Boswell, 2013).
The MacLeod (2009) review suggests that line managers should be at the centre of employee voice and be “the key enabler of engagement”. Line managers are main instigators for engagement and must focus on people management.
Annually, the NHS produce a Staff Survey and record and monitor the findings. The NHS Employers Staff Engagement Toolkit (2013) described engaged employees as people who think and act positively about their work, colleagues and organisation. 
Following the NHS’s recent survey, their statistics proved than an increase in motivation lead to a decrease in absence rates which also cut down on expenses (Dawson and West, 2018). This report suggests that the NHS leaders should invest time into ensuring positive cultures which will better staff wellbeing and engagement levels.
With the literature researched above, it’s clear to see that investing time and research into increasing and maintaining strong levels of employee engagement at CC will affect the levels of sickness absence and will therefore reduce.
There are various culture barriers that can affect employee engagement. According to Rothwell (2014) there are 5; No Clarity, Cynicism, Bureaucracy, Lack of Work-Life Balance and Poor Management Decisions. 
Employees need clarification on engagement; most identify engagement as job satisfaction although it is far more than that. Engaged employees are motivated, loyal and proud of their work and organisation. 
A cynical view is a negative barrier as those who adopt this view will see engagement as management trying to overwork employees.
Bureaucratic organisations always abide by rules and procedures, irrelevant as to how appropriate they may be. In organisations with this approach, employees loose hope and ambition as their ideas aren’t listened to. 
Lack of work-life balance means putting work before your personal life. For example, when organisations are going through difficult times financially, similarly to CC’s recent redundancies, employers over work themselves so prevent losing their job. Although in these situations, employees are seen to be working harder, but not necessarily more productive or engaged.
Finally, Rothwell’s (2014) fifth barrier is poor management decisions. Managers who make bad decisions and change opinions quickly lead to employees feeling disengaged as they believe their ideas aren’t supported.
The cultural barriers at CC are recruiting for vacant posts too quickly which can result in increase staff turnover and disengagement. If a candidate is employed to fill a vacant spot instead of holding out for better talent this can lead to disengaged employees as perhaps, they aren’t being managed, and listened to properly, performance reviews and appraisals aren’t conducted accurately and higher levels of absenteeism. The College has recently advertised an internal vacancy for Head of Section: Creativity and Care, where the candidate will be assistant to the Faculty Manager for the section of creativity and care. At the end of the interview process, it was clear that the decision on who to appoint was difficult; it was decided that the successful candidate will be on a 1 year Fixed-Term contract in the first instance, to monitor their management skills and suitability for the role (Evidence 2.5 shows the job description for the role and Evidence 2.6 and 2.7 shows the offer letter and contracts).
Another cultural barrier is the organisations values and behaviours. These aren’t embedded into job descriptions and therefore makes self-selection difficult. If the College’s vision, values and behaviours are made clear to prospective candidate this would ensure that those shortlisted would have personal values and behaviours aligning to the CC’s’. However, as these aren’t included in the job descriptions this could result in attracting the wrong candidates, and when appointed, affecting engagement levels. Evidence 2.8 shows a recent vacant job description.
Finally, as CC went through a voluntary redundancy (VR) process, those who were considering VR would apply and their application would be considered by the Executive Directors of the college. The College had a target amount that they needed to reach with the VR’s otherwise it would revert to compulsory redundancies. As a result of the redundancies there was a big restructure to the organisational structure (Evidence 2.9) During this period staff morale was low which lead to a negative culture amongst the workforce and affecting engagement levels.
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Gallup’s journal on improving employee engagement (2019) suggests 5 ways of improving engagement; firstly, using the correct surveys and ensuring relevant data is collected and then used to improve, develop or change something. Secondly, managers and their employees should want to impact their environment; managers can do this by involving employees in identifying and overcoming engagement barriers. Gallup (2019) also reinforces the importance of managers. Successful managers are pro development and success of their employees; they acknowledge and value the contributions of their employees. Appointing effective managers greatly contributes to the level of engagement. 
Research conducted by Gallup has shown the responsibility of engagement levels lies with managers. Best practice would be to ensure HR provides managers with support in adopting an active approach to increase engagement amongst employees. Finally, the fifth recommendation by Gallup (2019) is embedding engagement into everyday use; discussing engagement in regular meetings and ensuring engagement is implemented into the organisation’s values; best practice would be to include engagement into the College’s mission, values and/or behaviour and ensuring the organisation doesn’t just ‘walk the talk’.
MacLeod and Clarke (2009) identified 4 potential barriers affecting employee engagement; Lack of awareness, uncertainty, management and organisational culture and underestimating engagement. The MacLeod report discovered that many managers were unaware of what employee engagement really meant and were therefore the organisational benefits remained unknown. It was also clear that many organisations didn’t know how to address or initiate employee engagement and therefore avoided the topic. 
Management culture seems to be a barrier to engagement as the approach to managers is often negative, untrusting and disrespectful. Many of those involved in the MacLeod (2009) report claimed management behaviour as disengaging; with their attitudes towards engagement being negative and seen as a tick box exercise. Employee engagement is an ongoing process and therefore shouldn’t be underestimated and pushed aside once an annual survey had been sent out to employees.
At Coleg Ceredigion (CC) there is an element of mistrust regarding communication. The College adopts the top down approach and as there are 7 campuses, news and information cannot be disclosed to all 7 campuses at the same time, which often leads to information coming out before it should or without real explanation or rumours begin which can cause upset and distress amongst employees. A recent example of this would be when the Principal did a ‘roadshow’ around all 7 campuses to explain and discuss the upcoming redundancies. As the campuses cover Llanelli up to Aberystwyth, by the time the final campus was told the news, the information had already leaked and as it’s an anxious time for staff there were many jumping to conclusions. It was important that I supported the Executive Director of HR with the process of explaining the VR procedure during drop in sessions with staff. (see evidence 3.1)
The miscommunication has been identified by staff following Tuesday staff briefings. As the College adopts the top-down management style it’s important that information is circulated correctly and accurately. Following the restructure CC now only has one Faculty Manager with two assistants; one on Aberystwyth campus and one on Cardigans. Therefore, staff picked up on the importance of sharing the Faculty Manager’s presence between the two weekly meetings to ensure information is passed on correctly and that he’s there to answer questions and show approachability to the employees. Evidence 3.2 Shows the Faculty Manager acknowledging the importance of alternating his presence at the staff briefings 
Implementing engagement strategies as it’s seen to be ‘the right thing to’ is in fact the wrong things. Introducing such strategies should only be done when the organisation can identify a strong case to do so. Otherwise, the organisation is at risk of creating further disengagement as those unwilling to adopt change won’t buy in to strategy and will block engagement if they believe its unjustified (Johns and Ellis, 2016).
Guest (2015) suggests engagement strategies should include implementation of engagement by management to promote engagement values, designing a culture of engagement by treating employees with trust, fairness and respect; reinforcing engagement during recruitment processes and monitoring engagement levels though surveys and questionnaires, feedbacks and target planning.
CC and CSG’s values and behaviours are “Purpose, Passion and Professionalism” ‘(Coleg Ceredigion, 2019). These are displayed in a video and are accessible via the College website and staff and student intranet (evidence 3.3) 
Following a discussion with my line manager (evidence 3.4), it was agreed that the main barrier is mistrust regarding communication which confirmed to us that would be out first barrier to tackle. We first agreed that Tuesday’s staff briefings could be divided into departments to ensure staff are informed of information, issues etc that involve and affect them. Secondly, we decided to investigate creating and employee suggestion scheme; where staff could anonymously submit suggestions to HR which will then be sent to the Executive meetings for consideration. Evidence 3.5 shows a discussion between me and the campus manager regarding the setup of the scheme. 














Reflection
Gibbs (1988) reflective cycle is made of 6 steps; description, feelings, evaluation, analysis, conclusion and action plan. I will use this reflective cycle as a framework to my reflection. 
Whilst researching how to contribute to employee engagement, I have realised the importance of engagement; the more engaged employees are the higher the productivity, attendance, performance levels and organisational objectives are met. 
I’m aware that the surveys were only sent out to a proportion of the employees at Coleg Ceredigion and therefore could be argued that the results aren’t an accurate representation of the entire workforce. Therefore, in future, when devising and sending out an employee engagement questionnaire I will allow more time to ensure all employees are able to contribute to the end results. 
I would also commit more time in interviewing staff as well as the questionnaires, either one to one or through a focus group to open up a 2 way honest dialogue where employees can voice their opinions and have their say. It is important that managers listened to their staff and implement suggestions; giving staff the feeling of involvement (CIPD, 2019). 
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Question 1  84 respondents believed that their work was  clearly explained/d efined by their job  descriptions and managers, where only 53  disagreed.  Over 19% gave an explanation to the  answer, with the most common being that due  to recent restricting and redundancies, many  job descriptions were no longer accurate as  employees are n ow having to take on  responsibilities from those who left because of  voluntary redundancies.     

Question 2  Over half of the respondents agreed that they  had access to appropriate equipment to  undertake their work, as many only require  computers and a workspa ce. However, those  working in practical settings e.g. Carpentry  workshops felt that their current tools could be  updated and would require new equipment to  keep up with the growing trends.    

Question 3  This question was split, and any explanations  linked wit h question 1. Employees feel that  they’re unable to prove their ability whilst  taking on extra responsibilities that weren’t  previously part of their job.    

Question 4  Over 69% of the workforce admitted to  receiving praise over the last week and this was  fou nd to be very motivating.     

Question 5  Half believed that there were individuals at the  College who care about them personally  whereas the other half felt that they were only  cared about as an employee.    

Question 6  Half believed that there were individuals at the  College who care about them personally  whereas the other half felt that they were only  cared about as an employee.    

Question 7  34 % justified their reasons with an explanation;  claiming that although the college recognises  Unions and employee voice, the  communication from management (top - down  approach) isn’t working as well as it should.    

Question 8  Majo rity of the feedback from question 8  insinuated that the college mission and vision  hasn’t been explained or understood enough  for employees to feel that their job works  towards it  
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Question 9  The main trend found from this question was  the impact of the  current culture. The negative  culture effects the quality of work provided.    

Question 10  This was very  close , although most respondents  agreed that they did have a close friend at  work.     

Question 11  The answers from this question implied that  progress and d evelopment discussions only  occur during probationary reviews, appraisals  and/or performance management reviews. It  doesn’t seem to be a regular discussion  between employees and managers.    

Question 12  Over half of the respondents claim that they  haven’t bee n able to grow within the past 12  months; putting this down to budgets,  redundancies and lack of resources.    

 


