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

Bluestone (Wales) National Park Resort is a family-run private sector business with over 800
employees based in Pembrokeshire (Business Wales 2016). It is vital that all our employees are
connected and engaged with the organisation to ensure a pleasant working environment is created
with each individual being productive and committed to Bluestone (Healthy Virtuoso 2021). This
positively affects the performances of other employees and ensures that our guests receive the 5-
star services promised.

In Bluestone there are over 20 teams in 18 different departments. For this assignment | will focus on
the whole organisation to undertake an assessment on employee engagement levels. It is evident
that employee engagement within most departments is low, this is reflected in high rates of
absenteeism, increased turnover (EV1) and general low mood. The whole organisation has had a
difficult 2 years due to COVID-19 and the ever-changing rules/regulations, now we are getting back
to normal with minimal rules, | would like to conduct an assessment on employee engagement. This
is because we are now able to actively focus on engagement again and implement strategies to
improve.

To complete an assessment of employee engagement, there are several suitable diagnostic tools |
could use:

e One of which is the use of employee surveys to gather feedback and gain ideas regarding
employee feelings and attitudes to understand employees’ motivations, passions, job
satisfaction levels and quality of working relationships (TriNet 2017). One positive of using
surveys is that they can be completed and submitted anonymously, this increases participation
rates and allows for more honest responses from employees. However, some argue that the use
of the annual engagement survey is outdated, with 29% of employees thinking that engagement
surveys are a ‘waste of time’ (Armstrong 2018).

e The Gallup Employee Engagement survey is one of the most effective diagnostic tools to create a
stronger and more engaged workplace. This is because it allows for easy detection of factors
influencing the efficient and effective operation of the organisation. This survey enables
employees to get to know themselves, allows employers to discover the strengths and
weaknesses of each employee and entire teams and how to use these leading talents
throughout the business (Startquestion).

e Stay interviews are used to help identify what’s working in an organisation and what needs
improvement. Some questions include what’s working at the company as well as what’s not, this
face-to-face conversation gives employees the opportunity to make suggestions for
improvement. This allows organisations to retain and engage employees (Seigfired).

e Another tool which could be used to assess employee engagement within our organisation is
exit interviews. They reflect why employees choose to depart the company, provide an
opportunity for valuable feedback, and help identify areas of improvement to help both attract
and retain employees (TriNet 2017).

To effectively assess employee engagement at Bluestone, | will use an online employee survey (EV2).
| used Instant Insight to distribute this survey to save paper, for ease and as it analyses survey results
immediately (EV3). When creating this employee engagement survey, | based a number of my
questions on the Gallup Employee Engagement survey as it is rated one of the most effective
diagnostic tools to create a stronger and more engaged workforce (Startquestion). This will be sent
to employees via our bi-weekly comms brief- Bluestone @WorkandHome (EV4) and will be
completely anonymous to gain a true insight on employee’s feelings and attitudes to work, job
satisfaction levels and the quality of working relationships.



| created the employee engagement survey (EV2) and distributed this to the whole organisation. |
gave the organisation a month to complete this hoping this is enough time for the whole
organisation to complete the survey if they wish. This ensured that the diagnostic tool was applied
accurately as it is an effective way to gather honest results quickly.

After a month, we surpassed our 80% completion rate target, with a whopping 87% of our
employees sharing their thoughts, feelings, and feedback with us. 603 employees in total responded
to the survey. As | used Instant Insight to distribute the survey to employees, the responses were
analysed automatically (EV5).

In regards to the survey questions which covered inclusion, fair treatment and recognition. 77% of
employees agreed with the statements meaning 23% either disagreed or strongly disagreed with the
questions (EV6). This shows that although we have placed an increased focus on Diversity and
Inclusion in the workplace (EV7) in attempt to create a diverse and fair culture to encourage an
innovative and engaged workforce, more work is needed to be done to increase this score. This is
because 140 employees still don’t agree with the statements in the questionnaire which cover fair
treatment and recognition.

Additionally, the survey revealed that our NPS score is +34. ‘On a scale of 0-10 how likely are you to
recommend Bluestone as an employer?’ 24.5% of our employees are detractors meaning they
answered 0-6 on the sliding scale. However, a positive 50% of our employees would recommend
Bluestone as a place to work, this reinforces that 302 employees who completed the questionnaire
are engaged and loyal to Bluestone (EV8). | then broke our NPS score down into departments.
Finance, Arrivals, IT, Activities and Marketing all received an NPS score of +70. This demonstrates
that the employees in these departments are highly engaged. However, Retail, Security and F&B all
received minus NPS scores, this reinforces that there are engagement issues which need to be
addressed before they lead to high turnover rates (EV9).

| broke each section of the survey down into departments to be able to analyse the results in more
detail. This allowed me to identify key themes in written feedback also (EV10).
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Evidence-

EV1- Report showing an analysis of leavers from Bluestone in the last 12 months.
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EV2- Employee Engagement Survey (before being inputted on Instant Insight).

o n e

10.
11,
12,
13.

14.
15.
16.
L
18.
19.

Do you work full time, part time or seasonal?

How long have you worked at Bluestone?

Which department do you work in? (If you work in more than one department, please state the
one you spend the most time in).

*Strongly agree, Agree, Disagree or Strongly disagree*

I really care about the future of Bluestone.

| believe there is a positive culture in Bluestone.

| enjoy coming to work.

I understand how my role relates to Bluestone’s goal and objectives.

Thinking about the 4 previous questions on Values and Vision do you have any additional
comments?

| feel included in decisions that are made about my work.

| believe | am treated fairly at work.

| receive praise and recognition for doing a great job.

| believe the promotion opportunities are applied fairly.

Thinking about the 4 previous questions on Inclusion, fair treatment, and recognition, do you
have any additional comments?

My line manager/supervisor ensures that | am clear about what is expected of me.

My line manager/supervisor cares about me as a person.

At work, my opinions seem to count.

| know who my Head of Department is.

My line manager is a great role model for the team.

Thinking about the 5 previous questions on direct line management, do you have any additional
comments?



20.
21.
22,
23,
24,

25.
26.
27.
28.
29.
30.

31.
32.
33:
34.
35.
36.

37
38.
39.
40.

41.
42.
43.
44,
45,
46.
47.

I have received sufficient training to carry out my job effectively.

I believe that training opportunities are made available to me.

The training | have received has positively impacted on my role.

There is someone at work who encourages my development.

Thinking about the 4 previous questions on Learning, do you have any additional comments?

Considering my role, | feel adequately compensated for the work | do.

I understand what benefits are available to me.

Please state what benefits you would like:

I am actively looking for another job.

Why?

Thinking about the previous questions on pay and benefits, do you have any additional
comments?

I have good friends at work.

| believe my team is supportive of each other.

| am encouraged to help other teams.

| understand how my team/department contributes to Bluestone’s success.

| believe Bluestone is one big team.

Thinking about the 5 previous questions on teamwork, do you have any additional comments?

Employee wellbeing is a priority at Bluestone.

I am aware of EAP.

Health, Safety and Welfare is regularly discussed in my department.

Is there anything that you would like to be included in our Wellbeing Programme?

I am aware of what is going on in the business due to regular communication.

| receive daily/weekly briefings.

My line manager/supervisor speaks to me on a regular basis.

Senior management regularly communicates to employees on an informal basis.
I regularly talk to my ECG Representative.

| feel Bluestone communicates important changes well.

Thinking about the 6 previous questions on communication, how do you think we can improve
it?

EV3- My Instant Insight portal.




EV4- The launch of the employee engagement survey being communicated to our employees via
Bluestone @WorkandHome.
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EV5- An analysis of survey results.
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EV6- Overall fair treatment and recognition section of survey scores.

Overall Fair treatment/recognition score
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EV7- An extract from our Equality, Diversity, and Inclusion policy.
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EV8- Overall staff response to ‘on a scale of 0-10, how likely are you to recommend Bluestone as
an employer?’

verall staff response

Detractors Passives Promoters
Not at all likely Neutral Extremely
likely

24.5% 26.5% 50%

EV9- Employee NPS Score by department
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EV10- An example of how | broke each section of the survey down into departments to be able to
analyse the results in more detail.
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LO2- Be able to evaluate current organisational approaches to employee engagement.

Employee engagement has a direct impact on productivity and subsequently business profits
(Rotageek). | have undertaken analyses on the top drivers of employee engagement in Bluestone,
each has a direct impact on our employee’s job satisfaction for good or bad.

The work environment

We have embraced an element of flexibility in the workplace as we have implemented policies giving
employees the option to work from home and flexible working options (EV11). However, due to the
nature of our business, it is not possible for all employees to adapt remote and/or hybrid working.
This only positively impacts employee engagement when communication is maintained using
effective channels as this ensures that employees still feel a part of the team. To do this we use
Zoom, Teams, Email, and phone.

We have placed a growing focus on Diversity and Inclusion in the workplace (EV7). This forms part of
our broader employee engagement strategy and ensures a sense of belongingness is both created
and maintained for all employees. This diverse and fair culture creates a more engaged and
innovative workforce.

Learning and Development

At Bluestone, we also create and provide ample opportunities for career growth and progression.
According to Dutta (2021), employees today seek career progression in their profession more than
anything. They want a job which helps them grow as an individual, personally, and professionally.
47% of workers said that a lack of progression opportunities or limited career path would encourage
them to leave the organisation for a better opportunity (Randstad). Therefore, to retain and engage
employees, organisations must create a culture and environment where all employees can learn,
grow, and advance. | personally believe that we, at Bluestone create this culture as we invest in
learning and development programs provide by both internal and external providers (EV12).
Additionally, we make recognition and promotion a frequent, timely and fair affair. To make this
consistent and visible in a timely manner, we use our employee app to provide live recognition for all
employees (EV13).

Values, purpose, and culture

Bluestone also strives to create a culture of transparency. To ensure this is maintained, we are open
and honest communicating key information to employees in a timely manner- encouraging
employee engagement. This ensures that our employees are aligned with the organisation
(Quantum Workplace 2021). Although we promote values of trust, often the organisation withholds
information from the workforce.

However, after conducting some further reading surrounding employee engagement, | have
identified some areas of our employee engagement approach which need a review.

Although we strive to employ a people-first culture, the extent to which this occurs is limited. We
have recently implemented an employee app which shows appreciation for employees and
recognises achievement company-wide on a real time basis (EV13). Unfortunately, the uptake on
this app has been limited, only certain line managers are recognising and communicating with
employees using this platform. To ensure maximum success and to achieve a people-first culture, all
line managers and employees need to download our communication platform to ensure we
communicate on a timely basis and recognise employees’ company-wide.



Mental and physical wellbeing

Ponomareva (2021) states that one of the employee engagement trends that has been steadily on
the increase is employee health and wellness. Companies with wellness programs to promote
employees’ good health find that it has a direct impact on employee engagement and productivity. A
survey by Virgin Pulse found that 85% of companies say that wellness programs support
engagement, with 42% of them reporting their top reason to implement one was to improve
employee engagement. Not only this, but wellness programs also positively affect recruitment,
retention and can improve overall company culture. Additionally, organisations need to place a
growing focus on mental health to create a healthy work environment and alleviate stress. This also
promotes a culture of wellness, boosts physical and mental health, and positively affects morale.

In Bluestone, this is one area where we fall short. Our Wellness Advisor was recently made
redundant, with no additional support, wellness plan or activities put into place following her
departure. It is vital that we address this hot spot and work to implement a wellness plan/support
for our employees to create a culture of wellness and engage our employees.

Recognition and perks

Employee benefits impact employee’s positivity and loyalty towards their employer. It is important
organisations pay attention to the benefits they offer to employees as it demonstrates that
employees are valued with their employer looking out for their wellbeing. Therefore, employee
benefits play an integral role in employee engagement (The Dining Club Group 2018).

Currently, Bluestone offers a range of employee benefits. However, most of our benefits are geared
towards employees with families. Therefore, in ECG meetings, employee benefits are often
discussed. For example, employees are more frequently requesting medical/dental insurance,
enhanced maternity/paternity pay and additional annual leave (EV14).

Organisational behaviour

A notable barrier to employee engagement is a poor work-life balance. A recent CIPD (2019) report
proves that employees who have a healthy work-life balance are likely to be more engaged with
their workplace: 77% of engaged employees feel they achieve the right balance between work and
home life. Bluestone openly encourages a first-in-last-out culture, lunch at the desk and
unintentionally discourages annual leave (Clear Review).

Overall, Bluestone has increased their focus on employee engagement, however more work needs
to be done by implementing or focusing on the methods listed above.
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Evidence

EV11- An extract from our Hybrid Working policy.
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EV12- A screenshot showing some of our internal and external learning and development
programs.
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EV13- An example of how the employee app is used for live recognition.
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LO3- Be able to recommend and plan strategies to raise levels of employee engagement within an
organisation.

| have reviewed a number of external companies and a wide range of information to identify ways of
raising levels of employee engagement.

I began by looking at Google who is leading the way in employee engagement. Google offers
different perks to its employees to show them they are investing in both their health and future,
some examples of which include free dental/health check-ups, nap pods, chef-prepared free organic
food, and free/unlimited dry cleaning. They are also one of the first companies to let their workers
have a flexible schedule and use 20% of their work hours on personal projects/ventures or things
they love and are passionate about. This strives to prevent burnout, decrease turnover and increase
engagement (Akram 2020).

Best practice states that organisations which are built and based on trust are better placed to
engage its people, adapt, grow, and prosper. Organisations with engaged employees will show key
characteristics which include:

e Leaders who keep their employees informed, share business information and are open and
honest.

e Allowing employees to contribute to organisation strategy and influence decisions before they
are made.

e A supportive work environment with well-defined recognition and reward systems.

e Leaders who encourage their employees/team to develop and manage their time at work.

e Employee voice which is captured meaning employees are listened to with their ideas being
acted upon and implemented (ACAS 2012).

e Employee engagement is a direct outcome of a strong company culture. The stronger an
organisation’s culture, the better employees understand what is expected of them and what
they are working towards. This means that employees will feel supported, connected, and
involved and therefore engaged (Boyle 2020).

After completing this external research on other organisations and best practice, | would like to
propose several strategies to raise levels of employee engagement in Bluestone.

Although we strive to employ a people-first culture, the extent to which this occurs is limited. We
have recently implemented an employee app which shows appreciation for employees and
recognises achievement company-wide on a real time basis (EV13). Unfortunately, the uptake on
this app has been limited, only certain line managers are recognising and communicating with
employees using this platform. To ensure maximum success and to achieve a people-first culture, all
line managers and employees need to download our communication platform to ensure we
communicate on a timely basis and recognise employees’ company-wide. | plan to implement and
encourage this change to encourage employee engagement in our organisation.

Although this, in practice should be one of the easier strategies to implement, it relies on managers

having time to communicate updates. Other potential barriers include:

e For this to be effective we need all employees to download the app, post on it and use it
frequently.

e A lack of human interaction regarding real time feedback and recognition- will this do anything
to boost employee engagement? To overcome this barrier, face to face recognition will not be
replaced by the app but the employee app will simply give managers the opportunity to publish
this reward/recognition to the whole organisation.



e Our employee app requires WiFi access/data.
e Requires the use of a smartphone (may drain battery life) or desktop.
e Notification burden (Stiles-Shields, Montague, Lattie et al 2017).

Additionally, research has shown that companies with wellness programs to promote employees’
good health find that it has a direct impact on employee engagement and productivity. In Bluestone,
we don’t place enough focus on this. Our Wellness Advisor was recently made redundant, with no
additional support, wellness plan or activities put into place following her departure. It is vital that
we address this hot spot and work to implement a wellness plan/support for our employees to
create a culture of wellness and engage our employees.

Potential barriers to this strategy include:

e Due to Bluestone being such a busy and pressurised environment, there is a potential that due
to a lack of time we may struggle to implement this wellness plan/support to the standard
needed. Also, employees may not have time to access this plan and support. To minimise this
barrier, time management will be essential.

e Financial constraints (Quirk et al 2018).

e Lack of interest. To overcome this, we could use the employee app to advertise the
program/support and highlight the benefits (Knurr 2018).

It is important organisations pay attention to the benefits they offer to employees as it
demonstrates that employees are valued with their employer looking out for their wellbeing (The
Dining Club Group 2018). Currently, Bluestone offers a wide range of employee benefits. However,
most of our benefits are geared towards employees with families. Therefore, in our ECG meetings,
employee benefits are often discussed. For example, employees are more frequently requesting
medical/dental insurance, enhanced maternity/paternity pay and additional annual leave (EV14).
We need to review our employee benefits to boost employee engagement in our organisation.
Potential barriers to implementing and improving our employee benefits to boost employee
engagement include budget, resources, and an attitude shift for managers as many do not believe
that employee benefits are a priority that needs to be addressed. To minimise this barrier, we could
create a report to present to the Senior Team which reflects the importance of having competitive
employee benefits to attract and increase employee retention and engagement.

Another notable barrier to employee engagement is a poor work-life balance. Bluestone openly
encourages a first-in-last-out culture, lunch at the desk and unintentionally discourages annual
leave. To promote a good work-life balance, our line managers, team leaders and heads of
departments need to ‘walk the walk’. To do this, they need to be seen leaving the office at a
reasonable time, taking their full annual leave allowance, and encouraging their teams to do so. We
need to encourage our employees to regularly move away from their desks and get some fresh air
(Clear Review). This will be difficult to implement and achieve as it requires a complete attitude
change throughout the organisation.

| plan on implementing a number of these changes to Bluestone with the hope to improve employee
engagement and prevent burnout, increased absenteeism and raised turnover rates.
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