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An analysis of the impact leadership style has on employee engagement and wellbeing.
Introduction and Rationale
Hywel Dda University Health Board is a public sector hospital with 12,500 staff based in West Wales .Employee wellbeing and engagement are both elements that are at the heart of Health Board’s people strategy and managers are responsible for being key players in driving this forward (HDUHB, 2022).  This e research intends to explore the impact leadership has on employee engagement and wellbeing and complement the existing research already in place. in Hywel Dda Health board. This will be achieved by examining the current level of engagement and wellbeing, exploring the current support and training in place for line managers and analysing the impact different types of leadership has on employee engagement and wellbeing in Hywel Dda. 
Previous research has shown that compassionate leadership has resulted in a more engaged workforce, resulting in better patient care and less mistakes (Dawson and West, 2018). In NHS trusts where compassionate management was not seen, employees reported a higher level of work-related stress (West, 2022). Whilst further research has found that other influential factors such as burnout, staffing and career progression also have an impact on employee engagement and wellbeing (NHA, 2019), what research studies have not addressed is the extent in which leadership has on employee engagement and wellbeing. 
The research intends on benefitting the organisation by establishing the level of support and recognition employees receive from line managers, what employees require to enhance their wellbeing and engagement and equally what managers require to support employees under their remit.
With stress, anxiety and depression being the main reason employees report sick in Hywel Dda ( HDUHB, 2023c), I had a particular interest as Workforce Manager to understand the extent in which leadership can affect employee engagement and wellbeing and explore what recommendations can be made to improve this. 
The approach taken in this investigation is an analysis of both primary and secondary data. Primary data will be collated via structured questionnaires sent out to 500 employees selected at random from Hywel dda and secondary data will be collated from websites, books, and peer reviewed journals.

Literature Review (660)
Wellbeing is defined by the World Health Organisation (2021) as  being a positive state for individuals, whilst Employee Wellbeing  encompasses all elements of working life, including the environment, the atmosphere and the organisation ( ILO, No date). Promoting Health and Wellbeing has become paramount for organisations as it provides them with an overarching advantage in a competitive labour market ( Salem et al , 2022). Adding to this, Litchfield et al (2016) found that performance is enhanced when an investment in wellbeing is seen, as is the positive impact it has on recruitment and retention. 

Employee engagement is described as dedication and a positive state of mind in relation to the role and organisation ( Sun & Bunchapattanasakda, 2019) There has been extensive research over recent years into employee engagement and wellbeing and the positive impact investing in wellbeing has on engagement (Wieneke et al , 2019).

Leadership has been defined as a set of behaviours which when used, maximises the efforts of others to reach a goal or align with the organisational strategy ( Kruse, 2013; Mckinsey, 2022). Ethical and compassionate leadership has been said to have a positive impact on both employee engagement and wellbeing  (Sarwar et al , 2020). It is key to note that engagement and wellbeing are not the only benefits of a strong leader, both organisation’s performance are influenced by the quality of the leadership, or rather, by how employees perceive the quality of it (Haile, 2022). Rasool et al (2021) found that supportive leadership can have a positive impact on the organisation and the employee, whereas aggressive leaders can increase burnout and stress, impacting wellbeing and engagement (Anjum & Ming, 2018).

 and their importance in the workplace. Whilst Research has shown how leadership can affect organisational performance there has been less research on how it impacts employee engagement and wellbeing until recent years (CIPD, 2021).
 
Urquhart (2021) found that employees who felt supported by management were 3.4 times more engaged in the workplace with employees citing they felt supported, trusted and included in key decisions. However it is argued that it is not the individuals responsibility to gain the required leadership skills, Menezes & Kelliher (2022) suggested that this can  often be the organisations failing rather than the line manager, for not investing in sufficient management training that encourages an  ‘employee voice’. If the organisations are not investing in management and the right training is not in place it can lead to a pattern of bad behaviours that continues over time, creating a negative culture (Ibrahim & Daniel, 2019). With the healthcare sector boasting a robust induction program, attractive training packages and line management training, to what extent does leadership impact employee engagement and wellbeing in Hywel Dda Health Board?( HDUHB, 2022)
The Department of Heath produced the ‘growing healthier tomorrow’ report that found that for healthcare staff to provide a high level of patient care, attendance, and staff satisfaction they need to be supported appropriately themselves and the report outlined the need for engaging leaders (Bajork & Bevan, 2022). Bartlett et al (2017) supported this point in research in GP practices which emphasised the need for leaders who communicate with staff to increase wellbeing and staff morale. The report focused on the need for organisations to develop interventions to support employee wellbeing (Bajork & Bevan, 2022). Whilst the report suggests there is a number of benefits relating to  However, Mortensenleadership and the investmenet in this element, Mortensen & Gartner (2022) argued that in today’s rapid changing environment the level of employee engagement does not lie with line managers and there is a dual responsibility between them and the employee

If we are expecting employees to maintain their own wellbeing, it is important they feel comfortable in the environment they work in, however this has become difficult in the healthcare sector with 71% of staff reporting a decline in their mental health since the pandemic (Gray, 2022). The pandemic is still having a lasting effecting on employee engagement and wellbeing in the healthcare sector (Edwards & Cowper, 2022) and recovering from this  the adverse effect it has caused to employee wellbeing remains difficult with an over stretched workforce and high vacancy rate ( Beech at al, 2019). The Covid 19 pandemic has placed significant financial pressure on the NHS, putting it under huge financial burden and overspends, causing recruitment freezes and a strain on resources which also adds to the  pressure and already stressed workforce (Haque, 2021). Whilst it is noticeable that the pandemic has caused a strain on wellbeing and there is suggestion this maybe difficult to address with the ongoing financial pressures, rResearch shows that this is not a recent problem and the pandemic has just exacerbated high levels of work related stress in the health care sector(Greenberg et al., 2021; Hall et al., 2022). Studies show that poor leadership and low morale in the NHS have a direct impact on the mental health and wellbeing on employees( Jones et al., 2012; Mulligan et al., 2010; Whybrow et al., 2015)..  The Covid 19 pandemic has placed significant financial pressure on the NHS, putting it under huge financial burden and overspends, causing recruitment freezes and a strain on resources which also adds to the  pressure and already stressed workforce (Haque, 2021).

 It is argued that it is not a one size fits all and every individual is different and has different challenges and capabilities therefore line managers should focus on an environment that encourages open communication and transparency to allow individuals to voice what they require in the workplace however, managers must act and support individuals when required.

The daily interaction management have with staff can often shape the engagement of the workforce and supportive leaders will not only increase performance and well being but patient satisfaction West, 2015) .  Whilst there is various research to support the impact leadership has on wellbeing and engagement , it is argued that there are not enough studies in the scientific literature to make any clear judgements about how beneficial leadership development is in isolation  (Inceoglu et al., 2018; Watson et al. 2018).It was found that supportive leaders who allow individuals to be involved in decision making, provide feedback and show recognition for employees’ performance will increase employee wellbeing. Similarly, Individuals who feel they have provided key knowledge in hospital processes will see an increase in patient satisfaction and contribute to a higher performing hospital (West, 2015).



Although there has been research into leadership style and the correlation with engagement and wellbeing in the healthcare sector, there are fewer studies looking at the connections between leadership behaviours, staff experience, and patient happiness causing uncertainties regarding the precise means by which managers might influence the wellbeing and engagement of the workforce (West et al, 2015).   

Although there is evidence to suggest leadership has a role to play in employee engagement and wellbeing, to what extent does it have in the healthcare sector, specifically Hywel Dda?



Research Design (480)


· Chosen research methodology.

The chosen method for the research was a structured questionnaire comprising of 23 closed questions and 1 open question, this was chosen  in comparison to other methods, to minimise time spent, to reach a wider range of participants in a short time and to gain a large amount of quantitative data to analyse. The physical appearance of the questionnaire can often have an effect on the number of employees who respond (Lambert, 2019 ) and it was therefore constructed via Microsoft forms, with a short covering email attached outlining the date the questionnaires were to be completed by.

· How your research participants were chosen

500 Research participants were randomly selected from the NHS employee management database. Whilst questionnaires can be seen as the best method to collect a high level of data from a large number of respondents, questionnaires can have a low response rate (Cleave, 2023) and this was the case, with only 220 responding. The respondents completed the questionnaire anonymously to encourage responses however this can sometimes have a negative impact as employees can chose to opt out and not complete (Ong & Weiss, 2000) . 

· Reliability, validity and research limitations.

A large quantity of data can be collected and analysed from questionnaires and  broken down into subgroups, comparing to establish trends or to  gather statistical data to allow the researcher to analyse and present in a clear format i.e. graphs, charts etc  (Mishra et al, 2018)

When the goal of the research is to establish the range of opinions on particular subjects, or to capture a surface impression of how much groups of individuals agree or disagree on an issue, questionnaires can also be quite helpful however the validity can be questioned with online forms, especially when anonymity is afforded (Leung, 2015). For example, in this research, employees who were disgruntled with their line manager may have been more likely to respond due to their bias opinion. 

Although questionnaires seemed to be the most appropriate method for the aim and objectives of the research over other methods, there were a number of limitations. Whilst a large amount of data can be gathered from questionnaires, naturally increasing the validity, the data can often be limited, particularly in multiple choice questionnaires (Munot & Bairagi, 2019).  Whilst it is possible to include more open-ended questions, it is not always a good approach to elicit in-depth and extensive responses, which might occasionally restrict the value of the data gathered and what can be inferred from this data. Given that questionnaires are typically written forms of data collection, this is another crucial factor to take into account in cases where the target group may experience difficulties or worries with their literacy abilities and confidence (Lambert, 2019).  

In terms of question sequencing,  Desai and Reimers (2019) argued that it is typically preferable to start with unthreatening, factual questions (i.e. demographic details), followed by a set of closed questions, before concluding with the most challenging open ones which is what I decided to opt for in the questionnaire sent out.

Findings (1200)
220 employees responded to the questionnaire with figure 1 showing,  the split of respondents. 48% of the respondents being a line manager. It could be argued thatThis provides a fairly balanced ratio of employees to manager in relation to the respondents.
Figure 1

Whilst this provides a good overview of employees in the organisationFigure 2 shows the staff group split, with  72% of the respondents being were admin and clerical employees, it could be suggested that this gives a good indication of their views with this accounting for 158 employees however, the main demographic in Hywel Dda are  nursing and midwifery (HDUHB, 2022)  who only accounted for 22% of respondents. It could be argued that this element has effected the reliability of the data (Meyer et al , 2022) and  therefore this does not give an overall view of how all staff in all areas feel.

Figure 2


Evaluate the current level of of employee engagement and health and wellbeing in Hywel Dda Health Board?
The respondents were asked to rate a number of statements from 1 -5,  1 being strongly disagree to 5 being strongly agree. In response to the statement ‘I am aware of the team objectives and how they contribute to the organisational strategy’, 77% of employees answered high for this question however Figure 3 shows, 21% of respondents disagreed with with being familiar with the organisational strategy, this statement. wWhat is key to highlight is that 100% of those who disagreed were not line managers, indicating a distinction between the level of knowledge around the health boards objectives but what is unclear is why this is. s. This highlights a gap between line management and employees, why is it that line managers are fully aware of the objectives and contribution to the organisation strategy, but employees are not? Is there a lack of communication from line managers to employees? Is there lack of inclusion or is there a lack of training that needs to be resolved? 100% of those who disagreed with this statement also disagreed that they ‘received recognition in the role’ and also disagreed with the statement ‘I feel valued in my role’. Whilst there could be many reasons employees feel like this and this requires more in depth research, it supports the research that  suggests leadership impacts employee engagement.This indicates that there is a link between line management style and how engaged employees in the organisation are. 



Figure 3




Respondents were also asked to rate the statement ‘I enjoy coming into work’ with 77% agreeing or strongly agreeing to this statement, all of which 100% strongly agreed to the statement ‘I feel supported by my line manager’. .
77% of respondents also answered high to the statement ‘My manager is considerate of my wellbeing’, again, 100% of respondents answered high to feeling supported by their line manager. You could argue that this evidences that line management style has a direct impact on employee wellbeing and employee enjoyment in the workplace. Whilst this supports the primary research that leadership impacts employee wellbeing, it has been argued that there is not one definition for wellbeing  and the term is subjective to the individual (Simons and Baldwin, 2021). Bart et al (2018) found that wellbeing is often measured differently dependent on the individual and it is therefore difficult to measure subjectively. 

The statement in figure 4 ‘I receive recognition for my role’ was answered negatively   amongst respondents across the respondents with 45% neither agreeing nor disagreeing and 49% disagreeing with this statement. Those who did respond negatively also scored the statement ‘I would feel comfortable about having a conversation regarding flexible working with my manager’ low. Employees who answered these statements negatively, when asked ‘ what would improve their wellbeing used  words such as ‘ compassionate manager’, ‘Manager who listens’,  and ‘ flexible working’ and ‘better pay’ .  It is concerning to see that employees  are not receiving recognition in their roles however when asked what could improve their wellbeing the answers varied. Whilst a number  of employees made suggestions around management, a number of other suggestions were made, making it  harder to pinpoint the extent leadership has on wellbeing and engagement. It is evident further research is required in this area.This creates a view that employees are more likely to engage with their manager and feel comfortable having a conversation relating to their wellbeing if their manager shows recognition and invests in their wellbeing.

Explore the current support and training in place For Managers in the organisation relating to employee engagement and Health and Well-being.


Figure 4

The Hywel dda sickness absence target is 4.79% with the rolling 12-month sickness rate being 6.51%. Hywel Dda sickness absence is significantly higher than it aims to be,  with mental health issues being the main reason individuals report in sickness absence. but why is the figure so high? (HDUHB, 2023a)  Could line management style alter this?  
The health board is committed to continuous engagement focusing on reaching out to employees and understanding what wellbeing and wellness mean to them and what support services and networks they would like to see developed however, not all staff are in agreement that they feel engaged, and their wellbeing is considered by line managers ( HDUHB, 2022). This differentiates from the research where  81%  agreed that they would know how to support an employee suffering with work related stress. It could be argued that the term wellbeing is subjective to each individual and other elements are more important to individuals  when it comes to wellbeing ( Simons and Baldwin, 2021)


Hywel Dda has a wide range of training and support available for employees and line managers across the organisation including a catalogue of leadership and management courses to support communication and compassionate management (HDUHB, 2022). However, when the respondents who were line managers were asked to rate the statement ‘I have had sufficient line management training to enable me to support employees’ only 30% of the line managers agreed strongly agreed with this statement with 32% disagreeing. 100% of the line managers that agreed with this statement strongly agreed that they were aware of how their team contributed to the organisational strategy.. Primary research argued that managers must be given the relevant skills and tools to become strong leaders  and if management have not received the correct support this needs to be addressed ( Menezes & Kelliher, 2020). The findings are not consistent across line managers and with the Health Board offering a variety of opportunities internally and externally for management this needs further exploration.  Is knowledge therefore power and management who are aware of what training is available, accessing the relevant training and in a better position to communicate to their teams and deliver on the organisational strategy?

On induction into the organisation, employees are expected to complete mandatory training and attend the sickness absence training however only 69% of managers have completed this. Whilst there are several course and training sessions for line managers to attend internally and externally only a small number of managers have accessed these, with 59% completing the health board’s management pathway and 40% accessing external learning (HDUHB, 2023b). 

Analyse the impact different leaders haves on employee engagement and health and well-being.

Whilst line managers felt  they needed more training, 72% of managers agreed that they had a good level of knowledge on how to manage sickness absence. 84% of line managers agreed that they would know how to support employees who were suffering with poor mental health and 81% also agreed that they would know how to support an employee suffering with work related stress.  It is evident that managers feel they require more training from the health board to enable them to be a better manager but what is not evident is what training that they require with 72% of managers agreeing that they had a good level of knowledge on how to manage sickness absence and managers also  agreed they would know how to support an individual who was suffering with their mental health. 20% of managers admitted that they would not know how to support individuals who were suffering with work related stress and this maybe what needs addressing however this maybe difficult to ascertain with previous research showing that the workforce in the NHS has been experiencing a significant amount of burn out and stress at work before the pandemic(Hall et al, 2016) , is this having an impact on employee’s health and wellbeing?
Figure 6 shows that 19% of line managers also admitted that they are not aware of the training available to them and 16% unable to agree or disagree with that statement. This shows that whilst the health board boasts a huge amount of training and educational opportunities, employees are not aware of this and this should be addressed. and therefore not reaching their potential as a leader which could be having a direct impact on the employees that they are managing.
Figure 5                                                  Figure 6

60% of respondents agreed or strongly agreed that they ‘felt valued in their role’ and 100% of those respondents also strongly agreed with the statement that they felt supported by their line manager and that their manager is considerate of their well-being this shows that leadership style has a direct impact on how valued an individual feels in their role and how line management support and style can alter this.
81% of respondents  agreed with the statement in figure who agreed to the statement ‘I would feel comfortable having a conversation with my line manager about my mental health?’ also answered highly to the statement  also rated ‘I feel listened by my line manger’ highly, again reiterating the impact that leadership style has on engagement and staff wellbeing. 
Figure 7


To make several recommendations to improve leadership and increase employee engagement and health and wellbeing.
When asked what could improve their wellbeing a quarter of respondents used the term ‘ flexible working’ or a better ‘work/ life balance’ with 20 % stating ‘Management’ and therefore recommendations need to be made to improve leadership across the organisation.
Conclusion 
The report aimed to establish the impact leadership has on employee wellbeing and engagement and to compliment existing research.

Both primary and secondary research show a clear indication that leadership style does have an impact on employee engagement and wellbeing. It is evident There is an indication  from the primary research conducted that employeesthat employees who enjoy coming into work also felt supported and that their wellbeing was considered by line management in Hywel Dda. It appears that  whilst employees who did not feel that they received recognition from line management, or their wellbeing was not considered admitted to seeking compassionate management or more flexibility from management. What is evident is that the primary research only skims the surface and many of the areas questioned  require further exploration as it could be argued that there is not enough data to provide robust conclusions. The literature review described wellbeing as being subjective and what works for one employee may not work for another, this is key to note when drawing conclusions.

 Secondary research supports this viewpoint, with Professor Michael West (2022), finding that compassionate leadership had resulted in a more engaged workforce with higher levels of wellbeing if management were supportive and provided recognition, provided recognition and allowed employees to be involved in key decisions. Haile (2022)  also found that employee wellbeing and the overall performance of the organisation is influenced by the quality of the leadership.

Menezes & Kelliher (2022) argued that responsibility of employee engagement does not lay with the line manager, and it is the organisation’s responsibility to provide the correct resources and training to support line managers in their role. Mortenson & Gartner (2022) also felt that engagement is not just down to line managers.  This argument was also verified in the primary research with the majority of managers disagreeing that they have had sufficient line management training to enable them to support employees sufficiently. However, with only 59% of managers completing internal training and 19% of managers not knowing what training is available to them, does the organisation need to review other elements such as workload, communication and staffing.
With 21% of employees admitting that they were unaware of how they contributed to the organisational strategy and Urquhart (2021) finding that employees felt more engaged when they are involved in key decisions is communication something that also needs to be explored.
Whilst it is evident to see that leadership does have a impact on employee engagement and wellbeing, it is key to note that secondary research found that there are other factors that impact these elements that are just as influential to employees in  the Health Care sector such as staffing, decision making, communication and flexible working. Secondary research found that burnout and a pressurised workforce had been apparent  prior to the pandemic and this has  impacted employee wellbeing over recent years , it is therefore difficult to determine the impact leadership has in isolation.
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I am aware of the team objectives and how the contribute to the organisational strategy	
Stongly Agree	Agree	Neither Disagree or Agree	Disagree	Strongly Disagree	0.43	0.34	0.16	0.05	0.02	


I receive recognition in my role	
Strongly Agree	Agree	Neither agree or disagree	Disagree	Strongly disagree	0.2	0.28999999999999998	0.45	0.05	0.01	

Additional training would make me a better manager

Additionl training would make me a better manager	
Agree	Neither agree or disagree	Disagree	0.68	0.16	0.16	

I am aware what line management training is available to me

I am aware what line management training is available to me.	
Agree	Neither agree or disagree	Disagree	0.65	0.16	0.16	


I would feel comfortable having a conversation with my manager about my mental health 	
Strongly Agree	Agree	Neither agree or disagree	Disagree	Strongly Disagree	0.52	0.28999999999999998	0.11	7.0000000000000007E-2	0.02	


Are you a line Manager	
Yes	No	0.48	0.54	


What Staff Group are you in?	
Admin and Clerical	Nursing and Midwifery	Scientist	Allied Health Professionals	0.72	0.22	0.02	0.04	

