Off the job training 

1. Evaluate whether or not the organisations approach to employee engagement need to review, based on reading of current trends

It is very easy to be critical of the organisations approach to employee engagement, but consideration needs to be given to some contributing factors, which bring an additional set of challenges within the NHS (Kingsfund, 2015). Significant effort is given to engage the workforce, including a very competitive salary and benefits package (NHS Wales, 2019), staff surveys, exit interviews and policies that consider the wellbeing of the workforce (HDUHB, 2018).  There are many areas that support employee engagement including training and development, recruitment, reward and recognition and the organisational vision and mission statement.  The Health Board have robust policies in relation to these areas, supporting employee engagement.   Despite issues with employee engagement, it is important to remember that the 2018 engagement scores were higher than the national average engagement index score (NHS Wales, 2018).

As a public sector organisation, funding cuts have resulted in financial pressures within the workforce, especially as the Health Board are in financial turnaround, meaning that in turn, employees feel the strain (CIPD, 2014).   As a result, policies need to be reviewed to consider health and wellbeing as a way of engaging the workforce, supporting them to a more resilient workforce (Kingsfund, 2015).   The organisation also need to assess what they can do to overcome the workload and pressure for staff groups that are difficult to recruit such as nursing, medical and dental.   Although there is little that can be done to increase recruitment where there is a skills/labour shortage, the health board should consider new roles to support the registered staff, making the employees feel valued and in turn, engaged (Bridger, 2018). 

Recent research suggests that recognition of high-performance is the most impactful employee engagement tool (Harvard business School, 2013). Other than the employee or team of the month awards, there is very little evidence of recognition for high-performance or for those who overachieve. With the Agenda for Change pay scales, the flexibility to offer financial incentive does not exist.  The health board need to consider other ways to recognise high-performance, which could be in the form of staff development, considering new roles that will allow greater autonomy, responsibility and increased salary banding (Bridger, 2018). 

MacLeod (2009) identify four enablers of employee engagement, namely strategic narrative, engaging managers, employee voice and integrity.   Hywel Dda have a very clear vision, mission statement and values, although the staff survey may suggest that there is an issue with cascading this information down (NHS Wales, 2018).  As a senior manager, my observations are that all senior managers try to ensure all decisions and practices reflect these values, however the employee survey suggest that staff may not recognise this, suggesting that communication needs to improve to overcome their perception of the ‘Say-Do’ gap. 

75% of people leaving their jobs due to their manager (Bridger, 2018).  Engaging managers (which is one of the four enablers) play a fundamental part in employee engagement (Armstrong, 2012).  Results suggest that there is a divide between corporate and service functions, with a ‘them and us’ barrier (HDUHB, 2018).    Although there has been progress towards a business partnering model, this needs to be embedded, supporting the communication between corporate and operational functions (HDUHB, 2016). 

The Organisations employee voice mainly relate the staff survey, with some ad hoc focus groups when there is a need for consultation.  The health board need to adopt a more real time feedback approach, demonstrating their commitment to act on feedback. This is due to only 21% of staff feel that the executive team act on feedback (NHS Wales, 2018). 

One of the main approaches to employee engagement that need to be reviewed is how trust is built, especially with the executive team.  High-trust can be achieved by effective communication, openness and honesty (Bridger, 2018).    The organisation also need to create a high development culture, which includes offering management training and staff development (Engage For Success, 2018).   Management training should include how to provide feedback, how to engage with your team, developing a coaching culture (Kingsfund, 2015).

The organisation also need to consider the changing workforce needs, with different generations having differing expectations of what makes an employer of choice (Bridger, 2018).    With the demographics of the workforce changing to include an increase of generation X workers, who are motivated by flexibility and generation Y workers wanting learning, development and career advancement opportunities.  The organisation needs to consider balancing their needs, whilst still engaging the other older workforce  (Mercer, 2019). 

If these approaches are reviewed, this will ensure all four enablers of employee engagement are given consideration.  

2. Examine the employee handbook and any internal staff bulletins within your organisation, making notes relating to the content and whether it engages employees

Due to the size and the complexity of the organisation, there is no employee handbook as such, but an intranet containing a significant volume of documents. I question how much information employees’ gain from the intranet as when doing this module, I have leaned about staff benefits that I was not aware of having worked for the organisation for two years. In addition to this, I access the intranet daily to look for documents, but when you consider over 40% of employees only access their emails or the intranet when they need a policy or have a problem, this reduces the information that is being passed to employees. 

Another consideration are the Global Bulletins that are emailed to employees daily. The same workforce would not access this email, suggesting that the employee communication channels used to communicate to employees is ineffective.   With employees being more likely to engage and contribute when there’s an open communication culture (CIPD, 2020), and the fact that Global emails are the main ongoing communication method questions the suitability of this method.   Policies and procedures within the health board are also very complex, with no easy read options, making these inaccessible for a percentage of the workforce.

Research suggests that using a corporate intranet and social media are both passive measures of communicating and embedding goals, with the organisation needing to look at more active measures including executive management briefings communication through assessments and performance reviews and communicating via training and leadership opportunities (Harvard Business School, 2013).    

Another staff engagement tool that is used by staff across all sites, with 5000 hits a day, is the staff bulletin board.  Examples of the posts include events such a walks and bike rides, formation of groups, charity events, staff wellbeing resource and the opportunity for staff to buy and sell products.  Having this digital tool allows employees to connect, whilst creating communities and developing relationships.   Where an employee has a close friend at work, this supports employee engagement (Gallup, 2002), and women who have a best friend at work are more than twice as likely to be engaged (Mann, 2018). This demonstrated the effectiveness of the staff bulletin board. 

When considering policies that form part of the workplace culture, there are significant areas of good practice to support employee engagement.  Employees are able to purchase additional annual leave as well as apply for flexible working. In addition, there are many policies that support staff wellbeing including the wellbeing policy and menopause policy, all aimed at demonstrating the health boards commitment to employee welfare. 

3. Discuss your development needs with your line manager, considering skills and areas for development

Having considered the CIPD Profession Map 2019, in relation to employee experience, I am amazed how much specialist knowledge I have in this area. The completion of two assignment, reflecting on the knowledge gained and how my role can impact this. I am competent in all areas at a foundation level.   I would like to refresh’s my knowledge of trust models, but feel competent at the associate level too.  At the chartered member level, further learning is required as to how I shape people policy frameworks that positively impact the worker experience. It’s now about how I strategically consider employee engagement. 

I need to keep grounded as my passion for creating an engaged workforce, means that I want to fix things overnight. My manager agreed with this, stating due to the size of the Heath Board, I am still adjusting to the time it takes to make decisions, due to the levels of authorisation needed.  It has also made me reflect on how my new role of Senior workforce development manager will align with the needs to engage employees in the future. Thinking about two significant areas that will be in my gift, the development of managers and also providing the high development organisation.  This is where I need to stand back and think more strategically, than trying to fix the engagement levels of individuals or teams within the Health Board. 

Finally, having analysed employee engagement across many organisations and considered best practice, gallops idea to move to the common Q 12 survey to 
Be able to use the same metrics and language would be advantageous as this would allow for a greater ease in terms of benchmarking
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