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Contributing to employee engagement
1.1 Identify, and justify selection of, suitable diagnostic tools for measuring employee engagement in the organisation
Measuring employee engagement enables employers to gather a true understanding of how their employees really feel and provides them with opportunities to feedback their concerns and opinions. Research has found organisations who listen to their employees are five times more likely to feel motivated and committed to performing at their best (Workplace, 2022). 
There are many ways organisations can gather data to understand and improve engagement and performance levels. Quantitative data can be used to measure and generalise the results from a large sample of people through questionnaires, surveys, or face to face for example. Meanwhile, qualitative data can provide an understanding of emotions through exit interviews or focus groups (Bridger, 2018). 
Employee engagement surveys are a useful tool to understand the base of how employees are feeling and the level of engagement/disengagement. Surveys are most commonly used as they enable an anonymous response which encourages participation and honesty. Well-designed surveys can identify the motivators, job satisfaction levels and barriers to employees feeling engaged. However, to gather a true reflection of how colleagues feel organisations should conduct surveys twice a year as annual surveys are not sufficient (Ryba, 2020).
Employee Net Provider Scores (eNPS) are also a useful tool to measure engagement levels. eNPS are a quick way to understand how employees feel as they use a 1-10 scoring method. 
Qualitative methods such as exit interviews can also be used to understand the reasons for people leaving as they can highlight the areas in need of improving. This can help businesses resolve any issues so they can attract and retain future, high-performing individuals (Heinz, 2019). 
1.2 Liaise with key people to plan and agree the application of diagnostic tools.
To decide the best tool to use that would be most effective in gathering data I had a conversation with my People Partner for her advice (EV1.1). Within the conversation I explained I wanted to either do face-to-face meetings with individuals with a set questionnaire or to use a survey. From the discussion I decided to use a survey as due to the nature of the business, time constraints and geography it would be the most effective and simplest tool in gathering data from a range of individuals across the business. 
At work we have just completed the organisation’s annual employee survey which also aims to measure employee engagement, feelings and our feedback on areas that could improve. My People Partner suggested I used the results from this survey to support my findings. However, the data wouldn’t be published in time, and I would only have the data for my store – limiting my findings. 
Nevertheless, I will use some of the question styles from my employers’ survey to build my own survey whilst incorporating some techniques from published surveys such as Gallups Q12. I will use Google Forms to create my survey as this allows me to send it to a range of employees across the business as well as allowing them to complete it anonymously. 


1.3 Apply diagnostic tools accurately and to an appropriate sample of employees to give meaningful results.
I decided to select 10 employees (5 male, 5 female) that work across the business in different countries, job roles, and areas of the business. I believed this was an appropriate sample size given the size of my organisation and due to time constraints, I wasn’t able to chase completion rates, but would also give me a good understanding of engagement across the board. The employees I selected and emailed the survey to included (EV 1.9):
· 2 x customer assistants – 1 from Cardiff, 1 from West Wales
· 2x WL1 (team managers)
· 3 x WL2 (lead manager/store managers) – 1 from West Wales, 1 in Bournemouth and 1 in Cardiff
· 2 x WL3 (area managers) – 1 in South Wales, 1 in Scotland 
· 1 x Colleague – works in Head Office 
1.4 Analyse resulting data and draw reasoned conclusions about levels of employee engagement in the organisation.
Results of the survey show 80% agreed they understood the core purpose, with 60% understanding the link between the core purpose and their performance, but only 50% stating the core purpose empowers them to work at their best (EV 1.2). 
Meanwhile, 90% would recommend Tesco as a great place to work with 70% scoring 8-10 of how much they enjoy working there (EV 1.3). This could be driven by the pay and benefit incentives colleagues receive as 80% saw this as a key motivator (EV 1.4). This could also be due to the organisation promoting wellbeing incentives which all respondents recognised, and 80% stating safety at work is always taken seriously (EV 1.7).
When asked what could be done to improve their place of work, the main suggestions were offering flexible/more career opportunities, recognition from their manager and encouraging better work-life balance (EV 1.5). Subsequently, when asked what the main reason would be they would leave Tesco, 80% stated lack of career opportunities, 70% chose for a better work-life balance and 50% said their manager would be the main reason they would leave (EV 1.8). Also, none of the respondents stated they were able to work flexibly around their homelife. This highlights how important recognition and work-life balance can be the main reasons for colleagues to leave an organisation. 
Overall, the results are fairly consistent given the respondents are from various job roles and areas of the business. The results how people are fairly engaged at work as they understand how they contribute to the core purpose and 90% would recommend Tesco as a great place to work. However, only 50% would recommend their manager to others, with only 30% stated their manager motivated and inspired them (EV 1.6). This is a common theme across the business highlighting the need for improvement in manager leadership and behaviours. 
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2.1 Analyse the ‘drivers’ for employee engagement in the organisation.
My employer ensures all colleagues from day one of onboarding right through their employment lifecycle are aware and empowered by the companies’ core purpose and values (EV 2.1). Managers’ role model the values throughout their teams to create an engaged, one-team culture. They believe when employees are aware and engaged of the values and purpose, they will naturally become more committed and motivated to excel their performance. Leaders ensure these are communicated, implemented, and embedded into new starters and throughout the employee lifecycle (Purcell, 2004). 
Additionally, managers are given frequent training and upskilling (EV 2.2) on the leadership behaviours that inspire and create high-performing, engaged colleagues.  Manager leadership is an influential factor to employee engagement and are often the reason why people join or leave businesses. Organisations who openly gather ideas, opinions and feelings of their staff find they are more engaged in the core purpose and are more engaged in improving the workplace culture (Bridger, 2018). 
My organisation is also passionate about promoting and supporting health and well-being. They have many Health and Wellbeing guides on their online colleague hub that is available for everyone to access (EV 2.3). They have also joined forces with mental health charities, along with purchasing subscriptions for every colleague to access HeadSpace (EV 2.4) and is promoted in colleague rooms around the business (EV 2.5). Due to the recent pandemic that effected everyone, my employer created ‘Wellbeing Champions’ roles who cover all areas of the UK to help build health and wellbeing initiatives. 
Research has also shown organisations who actively listen to their employees and provides them with the chance to say how they are feeling find their workforce becomes more engaged (Moss, 2016). Within my organisation, annual Employee Voice Surveys are held at the end of the year to understand how colleagues are feeling at work (EV 2.6). The results are then benchmarked against external data and used to help improve internal policies, processes, and ways of working. 
Tesco’s policies and procedures are designed to enhance performance, motivation, and capability. Tesco seeks to improve performance through their ‘Inspiring Great Performance Everyday’ policy whereby managers are encouraged to hold regular 121s with their subordinates, provide clear objectives and complete ‘End of Year Reviews’ (EV 2.7). Employee performance is rewarded with Performance-Related Pay (PRP) which encourages colleagues to ‘exceed’ their performance (2.8). However, high-performance working (HPW) and PRP can encourage bad practices, extreme pressures, and higher stress levels (CIPD, 2021). 
Tesco also provides its’ colleagues who wish to develop their career with “Opportunities to Get On”, as long as they are ‘exceeding’ within their role (EV 2.9). Companies who provide internal development opportunities will in return see higher commitment, motivation, and positive outcomes (CIPD, 2020). 
Gallup found organisations who were focussed on health and safety in the workplace saw fewer colleague safety incidents. Tesco takes safety in the workplace seriously and actively promote this throughout the business. Along with regular training and updates, posters are displayed in colleague areas reminding and encouraging safety at work (EV 2.10). This encourages best practice and shows colleagues health and safety is paramount to colleague-focussed organisations.
2.2 Assess aspects of organisational behaviour which are most likely to hinder employee engagement.
Due to the fast-changing demands of working in retail, sometimes managers can exhibit some unethical behaviours which can affect how individuals feel. This can be driven by cost-saving, time pressures, lack of resourcing, and in some instances business interests become a priority over ethical behaving (CIPD, 2017).
Management behaviour can also hinder engagement levels if not modelled correctly, such as showing empathy and commitment, and focus on building competency within their teams. It is often seen as the norm for emails and messages to be sent to colleagues on their days off – preventing them from switching off from work and encouraging burn-out. 
Additionally, my employer is continuously making cost-cutting decisions and implementing many restructures to improve profitability and streamline its management structure. However, from doing this they are eliminating the number of career and development opportunities available. This is having a negative impact on colleagues’ future and subsequently resulting in high job loses and high unfilled vacancies as shown in the survey (EV 1.8). 
Furthermore, due to the size of my organisation, career opportunities can be limited depending on where you live in the UK. During the pandemic head office roles became available to all colleagues across the business as they were able to work remotely and work from home, allowing everyone equal opportunities regardless of where they lived.  However, they have now changed their approach to remote working, and require those to now return to the office at least twice a week. This has now caused upset to colleagues who do not live near head office as they are no longer able to carry out their role and also prevents future opportunities being limited to only those who live near the office. Hybrid working is encouraged and outlined in current job vacancies (EV 2.11)
To further understand potential factors that can hinder engagement within my organisation I held 121 phone calls with two people from different areas of the business to understand what could affect them and prevent them from feeling inspired and engaged (EV2.12). One colleague stated the relationship with their line manager and their managers’ behaviours were the biggest factor that demotivates them. Also, the expectation to always be ‘on’ to respond to emails and phone calls, but never encouraged to switch off on holidays of days off. This can lead to high stress, burn-out and impact to peoples’ mental and physical wellbeing (Bridger, 2018). Lack of recognition was also a key factor as they stated their manager focuses on things that aren’t going well, rather than praising improvement and good work.
Additionally, another colleague stated hierarchical management leadership demotivates them and lack of autonomy, including lack of job satisfaction as her role doesn’t stretch her capabilities nor interests her. Interestingly, she also mentioned lack of recognition from her manager. This could imply lack of recognition is a key theme across the business and something that needs focussing on. 
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EV 2.6 – Every Voice Matters Survey
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EV 2.7 – ‘Inspiring Great Performance Everyday’ Policy  
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EV 2.9 – Opportunities to Get On diagram
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3.1 Review external studies of employee engagement to identify relevant best practice.
Trials of a 4-day working week are currently underway in a test to measure whether staff are more productive with a better work-life balance, whilst retaining the same pay for working 100% but 20% less of the week. Since the pandemic, work-life balance and wellbeing have become more of an importance for people and have forced businesses to re-evaluate their approach to the workplace, in a bid to retain and attract best talent (LinkedIn, 2022). 
Even though research is ongoing in the UK, in Iceland between 2015-2019 the trial was hailed as a huge success, whilst in Microsoft in Japan productivity sored by 40% (ITV, 2022). Meanwhile, the trial conducted in The Advice Direct call centre in Scotland sae 4-day working week increased productivity and reduced absenteeism as staff became more motivated with a better work-life balance (SFN, 2018).  
Previous studies conducted by Hutchinson and Purcell (2003) in 4 Tesco stores found stores that scored top of Gallup’s measures in customer satisfaction and employee engagement found they had higher conversion rates than those scoring lower. Subsequently, one store whereby top-down managerial approach was used to run departments found their colleagues were not engaged nor provided great service. When the manager then gave the colleagues the autonomy to make their own decisions and respond to customer needs, they became more engaged in doing the right thing and therefore customer service improved as did employee satisfaction.
3.2 Identify potential barriers to acceptance of employee engagement strategies and liaise with relevant people regarding how these may be overcome or minimised.
To understand what can prevent employees feeling aligned with engagement strategies I created a short survey to understand what the issues are and what they suggest could be done to overcome the barriers. (EV3.1)
From the survey it’s clear that there is a clear breakdown in communication and trust between bottom-level colleagues and senior leaders, particularly when it comes to new launches (EV 3.2). This is derived from Head Office creating, adapting, and relaunching new and existing policies and processes that effects colleagues in stores, distribution centres etc but have very little/ no experience working within such environments to understand the reality vs planned outcome nor gather their opinions beforehand. Often trials are carried out before launches however these frequently take place within the same area or store – usually within short distance from Head Office. This raises doubt and concern over whether certain launches are practical in wider context. Overcoming this could be resolved by trialling launches in all areas of the business, gathering feedback from array of colleagues of different levels, being transparent in the feedback and any adaptions made, and also having face to face support and engagement from senior business leaders (EV 3.3).
Another potential barrier highlighted from the survey suggests the core purpose is heavily customer focussed, and therefore colleagues who do not work in a customer-facing role (e.g. distribution centre colleagues, night colleagues, maintenance team) find difficulties linking their job role with their contribution with the business purpose (EV 3.4). This can cause detachment and demotivate particular colleagues from feeling their role isn’t worthy to the overall success. All colleague role packs should outline how they specifically contribute to the bigger picture so everyone feels motivated to perform their best and part of one team.
Additionally, gathering information and feedback relating to employee engagement, job satisfaction and motivation levels is only done annually which could be argued isn’t enough to truly understand how colleagues are feeling and what things could be done differently. This could be a barrier between trust and colleagues feeling supported and listened to, breaking the relationship between the business. To overcome this, pulse surveys could be used more often and more specific to each area of the business to understand the impacts different areas face. From this, managers can gather real-time information and build on-going action plans designed to improve engagement and colleague happiness (CIPD, 2021). 
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.
To propose potential strategies to my organisation that would better employee engagement I researched what external organisations do and whether their approaches would fit Tesco. I then designed an implementation plan to senior stakeholders outlining the risks, benefits, actions, and any costs of said strategies (EV3.5) which I sent to a senior manager who collates feedback for the office (EV3.6). 
Hilton is ranked as the best company to work for as they have implemented various strategies designed to enhance employee engagement, such as the Senior Leadership Business program. Senior executives work alongside hotel staff for three days in departments such as housekeeping, kitchen, maintenance etc. The aim of the program is to break down any barriers, build trust and to understand the challenges staff face day-to-day and make the improvements. This shows how serious Senior leaders are in doing the right thing for their customers and staff (Forbes, 2019). 
This approach would be beneficial within Tesco to improving communication, trust and relationship between bottom-level colleagues and senior leaders, as this is something that was described as a hinder to employee engagement. Senior business leaders are often based in Head Office, but it would be beneficial if they were to visit all areas of the business, engage with colleagues/managers, understand how they’re feeling and what improvements are made. This would support building a relationship and removing any hierarchical barriers to trusting and respecting decisions made.
Only 21% of organisations conduct employee voice surveys throughout the year. As engagement levels fluctuate frequently it is vital employers are conducting pulse surveys regularly and taking quick action based on feedback provided. 
Tesco could also adopt Morrison’s approach to employee voice surveys by carrying out smaller pulse surveys throughout the year to monitor engagement levels and acting on the issues as they arise (Morrisons, 2020). This was also identified as previously by colleagues as a barrier to sustaining engagement and actively responding to ongoing issues and concerns. 
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EV 3.1 – Survey understanding barriers to engagement strategies
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From: Davis, Jenna <Jennz.Davis@tesco.com>
Sent: Tuesday, February 15, 2022 11:32 AM
To: Bowen, Jade <Jade Bowen@tesco.com>
Subject: Re: Uni assignment - measuring engagement

Hilade
‘Sounds like an exciting project and it ties in nicely with EVM too.

I agree, the survey would work better for you. That way you aren't restricted to the number of respondents and people will feel more comfortable remaining anonymously.
I know we've just gone through EVM which is a very similar tool. Can you use the data from that to help you?

Thanks
Jenna

People Partner 807/808

From: Bowen, Jade <lade,Bowen @tesco.com>
Sent: Tuesday, February 15, 2022 10:58 AM

To: Davis, Jenna <Jenna.Davis@tesco.com>
‘Subject: Uni assignment - measuring engagement

Hilenna
s explained on the phone, for my uni assignment | need to use a suitable tool that will help me understand engagement levels in work.

1was thinking of either using a questionnaire and doing face to face interviews with a variety of people. As il be g00d to see their true emotion/ reaction when answering the questions, Or creating a survey and
sending this digitally to a range of people.

I'm thinking the survey may work better due to time and geographical impacts, especially to gather info from people who work across the business
‘What's your thoughts?

Thanks
Jade
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Core Purpose and Values

Our core purpose:

Serving our customers, communities and planet a little
better every day.
Serving our customers, communities and planet a little better every day means we always

keep customers at the heart of what we do, while also reflecting our responsibilities to the
communities we serve and to society more broadly.
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Our Values help us to understand how to put this into
practice:

No one tries harder for customers

o Understand customers
o Be first to meet their needs

o Act responsibly for our communities

Understanding people - customers, colleagues, communities - and what matters to them,
and then trying to make those things better, is at the heart of Tesco. It's about listening to

people and talking to them using all the tools at our disposal - from Clubcard data to
social media - and then acting by changing and innovating to meet their needs.

We treat people how they want to be treated

® Workas ateam
o Trust and respect each other

o Listen, support and say thank you

o Share knowledge and experience

We know that looking after our colleagues in a culture of trust and respect is essential to
the success of Tesco. Where colleagues feel recognised and rewarded for the work they

do together, where they have the opportunity to get on and where they are supported in
their development as they move through their careers in the business - they in turn try
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their hardest for customers.

Every little help makes a big difference

Helping to reduce food waste globally and ensuring surplus food goes to those in need

Making it easier to live more healthily

Sourcing great quality, affordable and sustainable products

Making a positive contribution to the communities where we operate.

Every little help makes a big difference - it's the value we live by to ensure we serve our
customers, colleagues and their communities a little better every day. It really captures
how, when we add up all the small things we do, Tesco can make a big difference to the
issues customers, colleagues, communities and wider society care about.

It covers the little things we do every day as well as linking these things together to
contribute to the bigger global initiatives in which we are involved. It helps us take the
right actions to restore trust and transparency in our business.

since we first introduced our Tesco Values more than a decade ago, they have become a
vital part of our culture - and an essential underpinning of our growth and success. They
ensure that every person at Tesco understands what is important - about how we work
together as a team and how customers are at the centre of what we do. They are universal
values, which have helped guide our people as Tesco has grown into new markets and new
countries.
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Health and Wellbeing (UK Colleagues)

Mental Wellbeing

Physical Wellbeing

Occupational Health

Company Healthcare

Travel Health

Domestic Abuse
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@ headspace

Last April, we gave all colleagues free access to the Headspace app for 12 months —a tool scientifically proven to support mental wellbeing. Since then we've collectively
spent over 4 million minutes doing mindful activities through the app. Due to ifs success, we're delighted to let you know that all colleagues can use the Headspace app for a
further 12 months at no cost until April 2022

‘We often don’t give our minds time to rest and as a result we can feel stressed, overwhelmed with emotions and lost in thought. It doesn’t have to be this way — meditation
shows us how to train the mind to be comfortable to rest.

A calm, clear mind makes your day a lttle lighter, your focus a little sharper, and your relationships a lttle casicr. That's what you'll find when you join over 40 million

‘people worldwide practicing mindfulness and meditation through Headspace. Whether you are new to meditation or already use it, Headspace offers guided meditation for
evervone.
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Every Voice Matters.

What's it like working and shopping at
Tesco? We'd like to hear your views.

1 would recommend Tesco as a great place
to work

What do you value most about working at
Tesco?

(Please select up to three choices or provide your
own feedback)

The colleagues | work with
Being part of a big / global company

The work s interesting

Working flexibly around my commitments
It pays the bils

1 can be myself

Competitive benefits

Competitive rate of pay
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Inspiring Great Performance Every Day and End of Year reviews

Inspiring Great Performance Every Day is how we help everyone to understand their part, and recognise the contribution each of us makes.

Short, frequent conversations are the heartbeat of the organisation, helping you to feel good and achieve more. You can talk about your performance,
career and learning with your manager.

Each year you agree 3 objectives on top of your job description, which will be reviewed regularly and measured at the end of the year.

How you do things is just as important as what you do:

* “How" consists of our leadership behaviours that bring our values to life
* “What” consists of our job description, 3 SMART objectives and your contribution to the Big 6.
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Ratings explained.

There are three levels of
achievement: Exceeded, Met
and Missed. Exceeded

The Performance Model is used and your
manager will attend a performance
calibration session to ensure ratings are
‘awarded fairly and consistently across the
whole organisation. Forced distribution is
not used at Tesco.

Met

Deciding the performance rating
Because how we do things s just as
important as what we do, in order to
*Exceed’ overall, ‘how’ things were done
and ‘what' was done must both be rated
as ‘Exceed".

the right Leac
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Performance

Getting the most
from your
Opportunities to
Get On

Careers @mmm_l Learning
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We have recently announced that we will be moving towards a more blended working week - combining office and remote working. Our offices will continue to be where
we connect, collaborate and innovate. Please talk to us to about how this can work for you.
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Barriers to acceptance of employee engagement
strategies
What are the barriers that impact the acceptance of employee engagement strategies?

& jadebowen9s@gmail.com (not shared) Switch accounts &

What prevents you from feeling aligned with engagement strategies? And what could be done to
overcome this barrier for you?

Your answer
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What prevents you from feeling aligned with engagement strategies?
And what could be done to overcome this barrier for you?

Poor/lack of communication and clarity around new launches leaves colleagues confused and unsure around
the next steps. For example - new management structure launched to the business via Zoom and was described
as a soft change with minimum work to be done and little impact to the stores/DC etc, however when the info
pack landed there was more work to be done and would cause significant impact to store teams. It makes
trusting the decision makers harder when they aren't fully transparent with us, especially the impacts it will
cause to certain areas by using a blanket approach. Communication and relationships need to be improved - sill
feels hierarchical top-down approach that doesn't engage or motivate colleagues. Launches need to be trialled in
various settings across the business beforehand rather than in the same stores within distance to H/0 and build
a rapport with colleagues/managers and listen to their feedback and act on it. Often proposals arerit in touch
with reality.
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Reviewing annual voice survey strategy as currently waiting until end of year to gather feedback means we miss
plenty of opportunities throughout the year to understand how colleague are feeling. End of year there is lots
going on, payroll cuts, less sales, more holidays so colleagues feel stretched to perform the same but with less
support which can impact the voice surveys of how colleagues currently feel surveys need to be carried out
throughout the year so we can act on it and show our teams we are listening to them and we care about them

1response
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Often workload and demands from the business overshadows the great opportunities and processes launched
What should be great launches often doesn't land right because managers are distracted by high pressure and
workloads Timings of launches need to be aligned with current workload - if workload is high (e.g. end of year
reviews) then managers won't fully appreciate new upcoming strategies aimed to improve engagement but can
often go missed

1response
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From: Sparks, Amber <Amber.Sparks@tesco.com>
Sent: Saturday, February 26, 2022 13:42 PM

To: Bowen, Jade <Jade Bowen@tesco.com>
Subject: Re: Feedback

HiJade

Thanks for this.
Interesting read and some great ideas! I'm more than happy to pass it on, as any feedback is great feedback.

Our next meeting is 1* March so it will be reviewed and discussed then.
If you need any support with your CIPD let me know.

Kind regards,
Amber

From: Bowen, Jade <lade,Bowen @tesco.com>
Sent: Friday, February 25, 2022 11:25 AM

To: Sparks, Amber <Amber.Sparks@tesco.com>
Subject: Feedback

Hi Amber
Hope you're well

Fve attached some feedback around ways to improve employee engagement (I'm currently studying my CIPD 5o it forms part of my assignment) that | thought would be beneficial to looking into — it's based on some
conversations I've had with people 0 the examples are real along with benefits, risks and costs (albeit no additional costing involved)

Hope you dor't mind taking a look

Thanks in advance,
Jade




