
Qualification: CIPD Diploma in Applied Human Resources 

 

Module Name: Contributing to Employee Engagement 

 

Title: Employee Engagement at MAWWFRS 

 

 

Word Count: 2983 words 

 

Student Name: Rachel Thomas 

Student Number: 1201576 

CIPD Membership Number: 55478540 

 

By signing below, I confirm that the work/evidence presented 

is my own, unaided work. I understand the regulations 

pertaining to candidate malpractice and the action that may 

be taken as a result. 

 

Signed: RMThomas 

Date: 23 November 2020   

 

  



 

 

Rachel Thomas 

Employee Engagement 
at MAWWFRS 

 

 

  



 

 

Table of Contents  

 

Evidence Matrix 

1.0 Measuring Employee Engagement 

1.1 Diagnostic Tools 

1.2 The Research Process 

1.3 Findings 

2.0 Current Organisational Approach 

2.1 Drivers for Employee Engagement 

2.1.1 Connection 

2.1.2 Turnover & Recruitment 

2.1.3 Employee Wellbeing 

3.0 Best Practices 

3.1 Factors Impacting Employee Engagement 

3.2 Recommendations for Improvement 

Reference List 

Evidence Portfolio 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Evidence Matrix  

Candidate name: Rachel Thomas CIPD Membership/registration No: 55478540 

Qualification title: CIPD Diploma in Applied Human Resources (Level 5) Student Number: 1201576 

Unit 

code 

Unit title Assessment 

criteria no. 

Evidence description Evidence 

reference 

number 

Assessor 

initials 

I/V initials if 

sampled 

5AEEG Contributing to Employee 

Engagement in the Organisation 

 Sample ‘stay’ interview questions  EV1   

   Gallup’s Q12 survey EV2   

   Interview appointment with HR Managers  EV3   

   Email from HR Manager approving issuing Gallup 

Q12 survey  

EV4   

   Terian download of Service employees EV5   

   Email from HR Manager confirming sample size  EV6   

   Email to all employees regarding survey  EV7   

   Response rate to survey  EV8   

   Survey results EV9   

   Office rota EV10   



 

 

   Microsoft Teams calendar  EV11   

   Service social media pages  EV12   

   Service intranet (@Work) EV13   

   Exit interview form  EV14   

   Email to re-advertise EV15   

   Email to hiring manager with applications for 

consideration 

EV16   

   Wellbeing Chat invite  EV17   

   Digital Wellbeing Webinar  EV18   

   Minutes from meeting with HR Managers EV19   

   Organisational structure  EV20   

   Action Plan EV21   

   Minutes from People Cell EV22   

   Reward & Recognition Procedure EV23   

   Employee Relations Update  EV24   

   Benefit schemes available  EV25   

Candidate declaration: 



 

 

• I confirm that the work/evidence presented for assessment is my own unaided work.  

• I have read the assessment regulations and understand that if I am found to have ‘copied’ from published work without acknowledgement, or from other candidate’s work, this may be regarded as 
plagiarism which is an offence against the assessment regulations and leads to failure in the relevant unit and formal disciplinary action. 

• I agree to this work being subjected to scrutiny by textual analysis software if required. 

• I understand that my work may be used for future academic/quality assurance purposes in accordance with the provisions of the Data Protection Act 1998. 

• I understand that the work/evidence submitted for assessment may not be returned to me and that I have retained a copy for my records. 

• I understand that until such time as the assessment grade has been ratified through internal and external quality assurance processes it is not final. 

Signature:  Date: 23 November 2020 



1.0 Measuring Employee Engagement  

Understanding employee engagement has become a top priority for organisations, with research 

suggesting that engaged employees are healthier, happier and more fulfilled and motivated within 

their work. MacLeod and Clarke (2009) argue that employee engagement is “the heart of the 

workplace relationship between employer and employee” which, consequently, can have significant 

impacts on productivity. CIPD (2017) suggests that engagement is “something that the employee has 

to offer and cannot be ‘required’ as part of the contract of employment contract”, therefore implying 

the discretionary nature of engagement, whereby it cannot be automatically presumed, and 

employees will not automatically be engaged in the workplace.  

The Covid-19 pandemic has dramatically impacted on organisational processes and employee 

engagement with employee levels of commitment, motivation and general satisfaction declining, 

with more reporting they feel ‘less engaged’ at work (Legal Island, 2020).  

Measuring employee engagement allows organisations to understand and evaluate their current 

engagement processes and implement necessary changes if required. I was intrigued to find out 

whether the pandemic has impacted on employee engagement within Mid and West Wales Fire and 

Rescue Service. In order to do this, I first must determine the best methods of retrieving such 

information and measuring the outcome.  

1.1 Diagnostic Tools  

CIPD (2019) explain that quantitative data can be measured and illustrated through numbers such as 

surveys and questionnaires, whereas qualitative data can’t be measured and often represent an 

individual’s view or opinion as a result of interviews and focus groups.  

In an organisation such as the Fire Service, qualitative data collections methods are used such as 

one-to-one interviews or focus-groups with employees or mangers, to find out ‘real-time’ 

information about employee morale, employee performance or to reveal any problem areas within 

the organisation. Cameron and Price (2009) believe that this data collection method is good for 

gathering rich data, however interviewee skills need to be robust, ensuring that the discussion 

remains on topic. 

Prossack (2020) suggests the use of ‘stay’ interviews as a means of measuring disengagement and 

dissatisfaction in the workplace, following a similar format to exit interviews in terms of identifying 

reasons why employees are leaving the organisation, stay interviews allow for issues to be resolved 

before they become incentives for employees to leave the organisation (EV1).  

Alternatively, a questionnaire or survey can be distributed to find out equality data for the workforce 

or employee satisfaction levels. The results from which can be presented in various formats such as 

percentages or graphs. Cameron and Price (2009) believe that quantitative data collection is a good 

option should a large quantity of data be required relatively cheaply, on the other hand it must be 

designed and analysed properly which can be very time consuming.  

By analysing survey results from more than 35 million employees around the world, Gallup 

researchers established 12 questions that, because of the wording and order questions are asked, 

result in accurate measures of employee engagement (Gallup, 2016) (EV2).  



 

 

1.2 The Research Process  

An initial meeting was arranged with Human Resource Managers, to discuss potential ideas of 
gathering such information and the process of analysing the results (EV3). The pandemic has 
dramatically impacted work processes and workload within the Service, thus it was agreed to use an 
established diagnostic tool, Gallup Q12 Survey, which has proven effectiveness and saves time in 
designing a survey (EV4).  

The Gallup Q12 survey allows individuals to indicating whether they strongly agree, agree, 
disagree, strongly disagree or neither agree nor disagree to each statement, and therefore 
should not be too time consuming to complete. 

After taking a download of personnel (EV5), a further meeting was arranged with HR Managers to 

look at the sample size for this exercise. As an employer of around 1,400 employees, it was 

determined to utilise the various sectors that employees fall in: Operational, Support and Control 

staff. Operational roles differ dramatically to Support staff roles; therefore, it was determined that 

this method would provide a more accurate reflection on the work of the Service, and, the sector. 

EV5 shows that there are around 1000 Operational employees, 350 Support Staff employees, and 30 

Control Room employees. Based on this information, and how simple it is to issue information to 

employees via email, the survey was issued to all employees, with a predicted response rate of 

around 50% (EV6).  

I felt that it was important to highlight on the email issued to all employees, a deadline for 

completion to allow time for analysis of the results, and to form conclusions. The deadline for 

completion was 23 October 2020 (EV7).  

1.3 Findings  

The survey was issued to all 1,400 employees, of which, 264 responded by the set deadline (56% 

Operational, 43% Support and 1% Control) (EV8). Due to the variances in responses between each of 

the sectors and the time taken to analyse such results, it was determined that for the purpose of this 

study, outcomes would be combined to get an overall feeling across the Service.   

The findings clearly suggest that the Service needs to review and work on its methods of 

engagement (EV9). Firstly, it was addressed how employees do not fully understand what is required 

of them, this may be as a result of job descriptions not being specific enough in their requirements 

of the individual, or the lack of direction from management. Employees feel that the Service 

provides a lack of recognition for good work and does not acknowledge the opinions of others. 

There also seems to be a lack of engagement with employees relating to progression and 

development over the past six months, this may be caused by the changes in working arrangements 

due to the pandemic, and the increase in workloads.  

On the other hand, the results suggest that the Service does provide enough equipment to enable 

individuals to carry out their roles, especially during the pandemic where more equipment has been 

required/requested,  and also provides a sense of purpose to employees through the work being 

carried out. 66% of responses highlighted that they have gained a ‘best friend’ whilst working for the 

Service.  

The number responses allowed for a basic analysis of engagement levels to be made, however if I 

had more time, an analysis of each sector would enable specific issues to be identified and 

addressed. Also, if I were to do this again, I would use Gallup’s Q12’s as a starting point in designing 

my own questions specific to the Service and the sectors.  



 

 

2.0 Current Organisational Approach  

Mid & West Wales Fire and Rescue Service (MWWFRS) operates 58 fire stations across 12000 square 

kilometres of Wales, employing around 1,400 employees. MWWFRS’s vision is “to be a World Leader 

in Emergency Response and Community Safety” (MAWWFire, 2020a). To do this, their role is to 

deliver proactive and reactive fire and rescue services to the people of Mid and West Wales 

(MAWWFire, 2020b). 

2.1 Drivers for Employee Engagement 

The onset of the Covid-19 pandemic has dramatically changed the ways of working, and as such has 

impacted on the ways of engagement with employees. Matthews (2020) has identified four key 

drivers of employee engagement at this time: Connection, Support, Employee Voice and Scope, that 

need to be of priority. Management Study Guide (2020) suggest there is not one specific driver for 

engagement, instead it is made up of a combination such as: reward and recognition, development 

and training opportunities and leadership.   

2.1.1 Connection  

As part of the Governments guidance, employees, in particular office workers, were encouraged to 

work from home where possible, resulting in around 350 Support Staff leaving the workplace to set-

up operations to work from home. This has tested the relationship between the employee and the 

organisation, whereby trust has been placed on employees to continue ‘business as usual’ from a 

new work location. Working in a busy department, such as HR, a departmental rota has been 

established to encourage employees to return to the workplace to interact with others and rebuild 

the connection with the organisation (EV10).  

2.1.2 Technology & Social Media 

The Service has encouraged the use of Microsoft Teams for meetings, and as a way of contacting 

other employees. This has enabled meetings to take place with employees in remote areas, whereas 

previously, this would have involved travelling and ensuring available time in diaries. However, due 

to the simplicity of arranging such meetings, I feel like there has been an increase in the number of 

meetings I attend (EV11).     

As a public sector organisation, the Service highlights key messages and events via its social media 

platforms and external website, where stakeholders such as its customers, local communities and 

partner agencies can view (EV12). The Fire Service seeks to ensure effective working relationships 

with all stakeholders, including Trade Unions. The use of regular Employee Relation Updates, Chief 

Memorandums, and webinars provides opportunities for messages to be communicated to all 

Service employees from organisation Directors, and subsequent questions to be asked and answered 

in return. Such communications allow employees to feel like they have been included and 

information, and consequently will feel more inclined to participate in shaping the future of the 

Service.  

Additionally, through the use of the Service’s intranet @Work, departments have the facility to 

upload and provide necessary information, which is readily available, for individuals to carry out 

their roles (EV13). 



 

 

2.1.2 Turnover & Recruitment 

Due to the increased demands and commitments of operational roles, Service stats suggest that 

there is a dramatically higher turnover of employees within this sector, for example, for the period 

April 2019 – March 2020, the Service lost around 120 operational employees (MAWWFire, 2020c). 

By using ‘Exit Interview Forms’ the Service can monitor the reasons why employees in this sector are 

leaving in order to monitor and adapt engagement methods (EV14). 

Recruitment for such roles is quite a challenge. The salary, in comparison to the level of commitment 

and responsibility, is very low, therefore as a Service through our recruitment literature, the Service 

aims to emphasis the feeling of reward and community spirit, which for some people is highlighted 

as a motivator suggested by Heathfield (2019).  

In view of the above, the Service tends to recruit individuals into these roles rather quickly, therefore 

resulting in individuals without the necessary skills or experience, requiring training. On the other 

hand, when it comes to filling Support staff positions, should the recruiting manager feel that the 

candidates do not meet the requirements, these positions will be re-advertised (EV15) or passed 

onto local recruitment agencies who will assist in finding candidates for the role. Adverts tend to be 

advertised for two weeks, at which point all applications are sent across to the hiring manager for 

shortlisting (EV16) thus resulting in the process taking around 4 weeks to complete. Should a re-

advertisement be required, the time taken to complete the process increases, and therefore impacts 

workloads at a later date.  

2.1.3 Employee Wellbeing 

In extreme times of uncertainty, the role of line managers is pivotal in identifying and recognising 

the anxiety of employees, whether this is relating to returning to the workplace after a pro-longed 

period of working from home, financial wellbeing, or trying to carry out work around childcare 

commitments. The HR department has arranged fortnightly wellbeing ‘chats’ between their 

employees and managers, to discuss any worries or concerns employees may have during this time 

and to eradicate the possibility of future sickness absence (EV17). Sickness absence figures for the 

Service currently stand at between 60 – 100 individuals. With input of the ‘People Cell’, wellbeing 

webinars have been set-up, currently on Topic 3 – Digital Wellbeing, where all employees are 

encouraged to attend (EV18).   

3.0 Best Practices 

Engagement has been highlighted as having various dimensions, however Purcell (2010) argues that 

there are common factors associated with engagement, known as ‘building blocks’ including:  

• Trust in management  

• Satisfaction with work  

• Satisfaction with involvement in decision making in the workplace 

• Quality of relationships between management and employees 

• Satisfaction with the amount of pay received  

• Job challenge 

• Satisfaction with the sense of achievement from work 

These building blocks can be seen as a starting point for engagement, and areas of interest for 

inclusion in HR policy and practice to encourage employees to exhibit discretionary effort.  



 

 

MacLeod and Clarke’s research (2009), identified four common themes that go together for 

successful employee engagement, known as the ‘four enablers of engagement’.  

Emphasis on the role of managers in promoting an engagement culture have been highlighted by 

both MacLeod and Purcell. Bock (2016) uses the example of Google and their ways of management 

to depict elements of the enablers. Firstly, it removed all status symbols of its Managers in terms of 

their dress-code (Managers can be seen in casual wear and not suits), communal dining areas and 

parking spaces. The aim was to send a message to employees that Google live by their 10 values. The 

introduction of the ‘Googleist Survey’ annually asks around one-hundred questions, scored on a five-

point scale, to around fifty-thousand Googlers to gauge their feedback on the organisation, and 

implement necessary changes if required.  

The work by the Gallup Organisation aimed to address levels of employee engagement through a 12-

question instrument. Harter et al (2002) states how by 2002, 198,514 people in 7,939 businesses had 

responded to the 12-question statements indicating whether they strongly agree, agree, disagree, 

strongly disagree or neither agree nor disagree to each statement.  

The key findings suggest: 

• Greater variation in the level of employee engagement between different business 

departments, compared to different organisations - due to the quality of the line 

management.  

• Correlation between engagement scores and business performance 

• Strong relationship between engagement and employee turnover  

3.1 Factors Impacting Employee Engagement  

From discussions held with HR Managers, it was identified that the potential barriers to engagement 

included the Service structure, the speed of progression within the Service, and the impacts of the 

pandemic (EV19).  

Morgan (2015) suggests that there are 5 types of organisational structure, of which, MAWWFRS 

operates a traditional hierarchy structure with differing levels. Max Weber identified hierarchical 

structure as a central principle of a bureaucratic organisation (Kew and Stredwick, 2010). Due to the 

rigid organisational structure, those in higher hierarchical positions such as Directors, give 

instructions to those further down. MAWWFRS use a ‘top-down’ approach to communication, 

whereby decisions are made at the highest level and transpired through to those lower down the 

hierarchy, often leading to reluctance to change, and slow progression of change (EV20).  

Strategic narrative 
Visible, empowering leadership providing a strong 
strategic narrative about the organisation, where it’s 
come from and where it’s going 

Engaging managers 
Engaging managers who focus their people and give 
them scope, treat their people as individuals ensuring 
their feel valued and supported to do their job  

Employee voice 
When employees’ views are listened to and see their 
opinions count and make a difference 

Integrity  
The values are the organisation are reflected in day to 
day behaviours. There is no say-do gap.  

 



 

 

The Service aims to provide training and development opportunities for all employees, which in turn, 

results in transfers and promotions within the Service. In most instances, employees have come 

from roles where the level of responsibility is dramatically lower than that of line-manager roles, 

thus, these individuals do not necessarily know how to engage with their employees. Also, in current 

times, resources are overstretched carrying out work above the norm, and therefore do not have 

time to make engagement a priority. Consequently, this could result in an increase in sickness 

absence, or low productivity. 

A means of reward system is in place within the Service, whereby line managers can request an 

‘honorarium’ payment to be made to individuals with good justification, for example, if they have 

gone above and beyond their role to cover a period of sickness, or if they have taken on more 

responsibility than what is outlined within their job description. This means of ‘reward’ is down to 

the line-manager and is not equally addressed by all departments.  

The pandemic has brought about the need for additional resources and equipment to allow 

individuals to continue their work remotely, as such this has impacted on the finances of the 

Services. Training and development opportunities have been removed or decreased to allow for 

these requirements.   

3.2 Recommendations for Improvement  

Based on the above information and the key findings from the survey results, recommendations can 

be made on ways the Service’s approach to engagement can be addressed. EV21 outlines the 

proposed strategies for improvement and an action plan on how these will be achieved.  

Firstly, a team of Directors and support officers was created (Critical Incident Team (CIT)) to focus on 

how the Service would continue to provide vital emergency response and essential administration 

during such times, whilst abiding by social distancing rules. A sub-cell was formed for each area of 

focus for the Service: People, Communities, Logistics, Response and External, made up of 

representatives from relevant departments and Executives to provide feedback and 

recommendations to CIT (EV22). Even though this was set up as a temporary measure to cope with 

the pandemic, it appears that employees feel more engaged with the Service as a whole as 

information from Directors is being shared freely amongst employees, settling all worries and 

anxiety they may have had.  

The CIPD (2019b) highlights the importance of developing people newly appointed into a line 

manager role. Line manager training is provided on a quarterly basis, whereby policies and 

procedures are explained. All the necessary information required to carry out such role, is accessible 

to line managers via the Service’s intranet. Where responsibility has devolved from HR to line 

managers, training is essential in ensuring the correct decisions are made. Unfortunately, due to the 

current Coronavirus pandemic, sessions have been postponed as working arrangements for 

employees have changed and will therefore continue when suitable to do so.  

As addressed by Maslow and Herzberg, recognition is a form of motivation for employees. It has 

already been highlighted that processes are not seen as equal within different departments; 

therefore, amendments have been made to the Reward and Recognition procedure to ensure 

equality from line management (EV23 & EV24). Additionally, work has been carried out to provide 

‘incentives’ for employees, such as: Cycle to Work working in partnership with Halfords, Vectis 

Cards, Let’s Connect for technology and Salary Plan for vehicles (EV25).  



 

 

The costs of making such changes will have an impact at first, however it is thought that over time 

this will outweigh the negatives through the increase in productivity and engagement of employees.  
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EV19 

Employee Engagement Meeting 

Microsoft Teams 

30 October 2020 @ 10:00 hours  

 

30/10/01 Attendees: Rachel Thomas – HR Assistant  
                     Karen Fairhurst – HR Manager  
                     Steve Rees – HR Manager  

30/10/02 Factors Impacting Engagement  
 
1) Service Structure 

• Top down structure – decisions made by Directors 

• Bottom up communication minimal  

• Information takes a long time to transpire through hierarchy 
 

2) Training & Development  

• Budget restrictions (Departmental & Service-wide) 

• Transfer & Promotion panel – progression of Operational employees  

• Line manager training  

• Interview training – helpful when recruiting candidates  
 
3) Reward & Recognition  

• Honorariums – dependent on line manager – not equal throughout the 
Service 

• Celebrating Success Evening – 20/30/35/40 year Service awards/ 
nomination for awards  

• Praise from line-management – Not all line managers are encouraging in 
their approach  

 
4) Coronavirus pandemic  

• Budget requirements have been shifted from certain areas to 
accommodate requirements  

• Increase in home working/remote working  

• Changes in Government guidance – impacting on Service policy and 
procedure 

30/10/03 Suggestions for Improvement  
 

1. Creation of Cells/Forums to feed comments and suggestions into CIT and 
ELT 

2. Focus on providing line manager training on a regular basis – webinars 
instead of face-to-face training  

3. Changes to the ‘Reward & Recognition’ procedure to ensure clear 
guidance to all  

4. Encourage staff to communicate with one another (non-work related) to 
catch up and check on employee welfare during the pandemic 

5. Ensure that revised information is relayed to line management during 
training session 

 

Signed:  
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EV21 

Area of Focus  Proposed Strategy  Resources Required Costs Target dates for review and 
completion 

Communication Creation of ‘Cells’ to 
feedback comments into CIT 
and ELT  

Cross section of 50 
employees from different 
Service sectors 

2 hours salary for 50 
employees on a weekly 
basis  

Ongoing – Utilise current 
cell structure on a 
permanent basis 

Line Manager Training  Carry out regular training 
sessions for new line 
managers outlining current 
Service procedures and 
processes.  
 
Provide refresher training 
for existing line managers to 
encourage future 
engagement and provide 
updates on Service 
procedures and processes.  

Training representative to 
conduct training session. 
 
Presentation made up of all 
required information.  
 
Training room  
  

2 hours salary for 1 Trainer 
 
Salary of 12 employees for 2 
hours (per session) 

Immediate – role out by 
January 2021 (possible 
return to normal because of 
pandemic)  

Reward and Recognition  Look to improve Service 
procedure to address all 
means of reward and 
recognition to ensure 
consistency.  

HR representative to review 
procedure and amend 
where necessary 
 
Upload & issue of new 
documentation to line 
managers through ERU  

 Immediate – issue to line 
managers by December 
2020 - Complete 
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