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[bookmark: _Toc5891370]Executive Summary

This report analyses the link between employee engagement and wellbeing. Sickness and stress related absence at Perthyn is high, particularly in Pembrokeshire. This report was undertaken to understand and find strategies and solutions to solve the root cause of these absences and any related poor working practices.
The report finds that the wellbeing of an organisation and the wellbeing of its workers are inextricably linked (Litchfield et al, 2016, p.9). Engaged workers are happier, healthier and as a result organisational performance increases. Whilst Perthyn does have a stand-alone wellbeing policy and reactionary techniques to support employee wellbeing, it is not proactive in its nature and does not currently understand the levels of engagement within the organisation. 
A number of internal and external factors influence engagement and wellbeing, and these are analysed accordingly. Demographics, management style, technology, job type and stakeholders all influence the levels of engagement and wellbeing within each individual and organisation. However, employee wellbeing and engagement is within the control of employers (CIPD, 2018a). With the right level of strategy, investment, support and structure, organisations can positively influence engagement scores and the health and wellbeing of their employees.
The report concludes with several recommendations, all based on best practice. The appointment of a Wellbeing Manager will raise the agenda within the organisation, although wellbeing is a shared responsibility. The wellbeing manager will then be responsible for developing and delivering Perthyn’s wellbeing strategy which will include an engagement survey, learning and development, wellbeing initiatives, the use of technology and an analysis of office environments. If the plan is implemented successfully, Perthyn will benefit from a healthier, happier and more productive workforce. 




[bookmark: _Toc5891371]1. Introduction
The purpose of this report is to critically analyse employee engagement and wellbeing at Perthyn to find solutions for high workplace stress absence.
Perthyn is a large not for profit organisation which supports adults with learning disabilities. Perthyn’s average annual sickness absence is 9.65%, an average of 5.5 days per employee (Carval, 2019). This is lower than the average level of employee absence of 6.6 days per employee per year and non-profit sector absence of 7.3 days per employee per year (CIPD, 2018a).
However, in Pembrokeshire sickness absence is considerably higher. The average sick days per employee is 17.70, a 31.05% average annual sickness absence. Even more concerning is that 71% of these sickness absences are work and stress related. Organisationally, workplace stress accounts for 52% of all Perthyn absences (Carval, 2019). There is an association between occupation stress and work engagement (Judge et al, 2016; HSE, 2017; Padula et al 2012), and this report will explore potential solutions to minimise workplace stress and improve employee engagement within the region and organisation. 
The report analyses Perthyn’s current employee relations climate at both a local and a national level. It also considers Perthyn’s policies and procedures, employee engagement, health and well-being at work best practice and approaches, and the roles and functions of the different parties which can control and manage the employment relationship.
The report is divided into four chapters; Chapter 1 is introductory, Chapter 2 is a literature review, Chapter 3 concludes whilst Chapter 4 makes recommendations. Due to the scope of this report, primary research has not been undertaken so recommendations are based on best practice from secondary research.



[bookmark: _Toc5891372]2. Literature Review

[bookmark: _Toc5891373]2.1 Current Internal Employee Relations Climate

[bookmark: _Toc5891374]2.1.1 Organisational Vision and Structure

Perthyn Vision Statement 
“Perthyn will make a significant contribution to ensuring that all people will have an equal opportunity to maximise their quality of life and exercise their rights of citizenship within a culture that positively welcomes equality and diversity.”
(Perthyn, 2019)
To achieve this goal, Perthyn employs 795 people on a permanent basis (fig 1).
Fig 1: Perthyn Organisational Chart

Most of Perthyn’s workforce are support workers and managers, with departmental teams supporting service delivery. There are currently 56 people employed for Pembrokeshire services. A SWOT analysis has been completed (Appendix 1) and the most prevalent topics are discussed in this chapter. 
[bookmark: _Toc5891375]2.1.2 Employee Relations Approach

Perthyn have a pluralist approach to employment relations, defined by Rollinson and Dundon (2011) as an organisation which is a collection of different groups with their own legitimate aims to pursue, so a degree of conflict is normal. 
As an employer of value, the majority of Perthyn’s workforce are united by a common interest. This is represented by a soft HRM approach, defined by Bach and Edwards (2013) as an approach that views employees as valued assets which, if used appropriately, can lead to competitive advantage for an organisation.  
Perthyn treat employees as their most important resource and workforce planning is longer-term. Human Resources and Recruitment departments support managers throughout the employee life cycle, and the management approach is primarily democratic. However, Perthyn recognises that there can be conflict within the employment relationship and have built a good relationship with Unison which supports a more equal balance of power between Perthyn and their employees (Rollinson and Dundon, 2011; Armstrong, 2017; Gennard et al 2016; Farnham; 2015; Beer, 1985). 
Conflict is a discontent arising from a perceived clash of interests (Dix et al, 2009) and through a pluralist frame of reference these different interests can be accommodated, and resolutions reached through negotiation and consultation (Judge et al, 2016, p.224).
[bookmark: _Toc5891376]2.1.3 Employee Engagement at Perthyn

Employee engagement is a workplace approach which ensures that employees are committed to their organisation’s goals and values, motivated to contribute to organisational success (Engage for Success, 2014, p.2). 
It is difficult to analyse the current levels of employee engagement at Perthyn. There has not been an engagement survey in several years, exit questionnaire completion rates are low and employee turnover is 26% (Carval, 2019), slightly lower than the average social care employee turnover of 27.3% (Eastwood, 2017, p.156). To assess employee engagement, employees themselves must be systematically consulted (Judge et al, 2016, p. 146). 
Another measure of employee engagement is high organisational productivity and performance (Engage for Success, 2018). Unfortunately, there are no straightforward measures of productivity in adult social care; traditional measures do not account for the change in quality of care (Skills for Care, 2019). 
However, employee engagement also impacts on levels of absenteeism, which is considerably higher in Pembrokeshire, over three times the amount than in other areas of the organisation (Carval, 2019). Of the 4 managers in Pembrokeshire, 3 of the managers have been on long term stress-related sickness for over 6 months. Chapter 3 will analyse the impact managers and senior leaders have on engagement and wellbeing in greater detail. 
[bookmark: _Toc5891377]2.1.4 Wellbeing at Perthyn

Wellbeing can be defined as when an individual realises their potential, can cope with the stresses of life, can work productively and fruitfully and is able to contribute to their community (WHO, 2014). 
Perthyn do not measure wellbeing other than by analysing absenteeism. Presenteeism, employees turning up for work when unwell (ACAS, 2019) and leaveism, employees using time off for work (Hesketh and Cooper, 2014), is also not analysed but has been evidenced colloquially within team meetings (Carval, 2019). 
Perthyn do have stand-alone Health and Safety, Sickness Absence and Wellbeing Policies. However, the Wellbeing Policy was last updated in June 2016 and has limited topics and information. Topics covered include immunisation, smoking, stress at work, healthy eating, men’s health and women’s health. 
The information covered regarding stress at work is reactionary and focuses on stress management once workplace stress has been identified. Perthyn offer support through an Employee Assistance Programme and by making reasonable adjustments such as changes to workload, work practices, work pattern or redeployment.
Proactively, Perthyn’s approach to preventing workplace stress is limited. Flexible working patterns are offered but their execution is reliant on supportive and adaptable managers. The majority of Perthyn’s workforce are support workers, and their wellbeing needs may differ to that of an office worker. A support worker may require support with emotional, challenging situations and circumstances as well as the number of hours they are pressured to work each week. Office workers may suffer from leaveism, pressures of deadlines and working additional hours from home due to technology. 
As a not for profit values-based organisation, there may be more of an expectancy to offer support to colleagues as they have a greater connection to the health and wellbeing of others (CIPD, 2018a). As Perthyn’s values are holistic and focused on the quality of life of the individuals supported (Perthyn, 2019), employees are more likely to reflect and expect their own sense of wellbeing and individuality from the workplace.
Whilst Perthyn employees, line managers, HR and H&S teams have responsibility and accountability for health and safety and absences, the focus is more compliance-based rather than holistic, preventative guidance, support, information and initiatives. Trade union representatives support employees with long term absence and capability meetings, however other than information and health plans, there are no proactive support mechanisms available (Unison, 2019).
[bookmark: _Toc5891378]
2.2 Best Practice and Approaches Theory; External Context 

A PESTLE analysis has been completed (Appendix 1), and this section will analyse the most relevant external influences as well as theoretical best practice and approaches.
[bookmark: _Toc5891379]2.2.1 VUCA

The external environment is volatile, uncertain, complex and ambiguous, perhaps more so than ever before (Bennett and Lemonie, 2014). Wellbeing can be affected by external pressures such as technological changes, demographics, health trends, the economic climate and the political climate. Therefore, employers need to be far more proactive in how they support wellbeing for their employees (CIPD, 2018a, p.3). When employers do offer health and well-being activities, this results in better employee morale and engagement, a more inclusive culture and lower sickness absence (CIPD, 2018a, p.4). 
What engages and motivates employees now differs to 15 years ago (Dodge, 2015). Organisations must continually assess external factors to maximise opportunities, minimise threats and have a strategic approach to business planning (CIPD, 2018b). Employers must be aware of what will impact on the needs of their employees and support them accordingly. 
[bookmark: _Toc5891380]2.2.2. Engagement and Wellbeing

Alfes et al (2010) distinguish that there are three dimensions of employee engagement; intellectual engagement, affective engagement and social engagement. Therefore, engagement can depend on what an individual needs or expects from their employment, be it autonomy, purpose, mastery (Pink, 2009) or emotional/transactional engagement (Gourlay et al, 2012). Engagement can vary by demographics, job type, seniority and organisational size (Judge et al, 2016, p.134). Employees can be disengaged, engaged or even too engaged with their employment (Judge et al, 2016).
Clarke and MacLeod (2009) concluded that there are four main factors which are critical to securing high levels of employee engagement:
· Strategic Narrative: Compelling and authentic organisational vision and values;
· Engaging Managers: Managers who focus on their people, treating them as individuals through coaching and supportive mechanisms;
· Employee Voice: Providing forums to have ongoing conversations which are acknowledged and actioned;
· Integrity: Living the values of the organisation through actions and transparency.
Particularly in relation to well-being, organisations must have a well-designed job and environment, meaning and purpose, control and autonomy, support and positive relationships (Engage for Success, 2014). Healthy employees are more committed and committed employees are more healthy (Bevan, 2010); the most commonly recognised achievement of health and well-being activity is better morale and engagement (CIPD, 2018a, p. 17). 
This evidences that wellbeing factors are in the control of employers. Indeed, the single most important aspect of job quality is health and wellbeing (CIPD, 2018a, p.3). 64% of workers in the UK are satisfied with their jobs (CIPD, 2018c), however it is important to distinguish that only 33% of UK workers are engaged (Engage for Success, 2014). Actively disengaged employees believe that their physical and mental health is negatively impacted by work (Gallup, 2019; ACAS, 2014)
Good work has a positive impact on people’s health and well-being, (CIPD, 2018, p. 30), and it is the responsibility of the organisation to ensure strategies are in place to support proactive wellbeing to enhance employee engagement.  
[bookmark: _Toc5891381]2.2.3. Wellbeing

In relation to wellbeing, most organisations act flexibility on an ad hoc basis. 40% of organisations have a stand along wellbeing policy and are reactive rather than proactive in their approach. Organisations with a strong well-being focus are more holistic and promote all aspects of employee well-being, such as mental health, relationships, physical health and good lifestyle choices (CIPD, 2018a).
87% of organisations offer some form of wellbeing benefit to employees, whilst over three quarters offer employee support such as an employee assistance programme. The most common benefits offered are free eye tests, healthy eating/lifestyle advice, gym membership subsidisation and health screening. In addition, 70% of organisations offer insurance or protection initiatives although only 35% of organisations offer financial wellbeing support to a moderate or large extent (CIPD, 2018a).
The main factors which influence wellbeing benefits purchases are budget (69%), value for money (52%) and managing identified health issues in the workforce (44%). Only 25% of organisations did not gain any achievements for wellbeing initiatives, although these organisations were more reactive and disagreed that line/senior managers bought into their wellbeing agenda (CIPD, 2018a). 
[bookmark: _Toc5891382]2.2.4 Management

Line managers play a crucial role in promoting the positive employee wellbeing of others. Line managers must be supported to make a greater positive impact on employee wellbeing whilst delivering business objectives and managing their responsibilities (Business in the Community, 2012). 
When senior leaders prioritise the health and wellbeing of their employees, naturally the agenda is raised within the organisation. Managers need to be supported with training to improve their understanding of mental health issues, wellbeing, emotional skills and interpersonal skills. Engaging and supportive managers can develop a healthy, open culture which ensures relationships are built with their colleagues and the people they manage (Judge et al, 2016, p.141; CIPD, 2018a; Mamo, 2018; MacLeod and Clarke, 2009).
Managers need to be aware of the support mechanisms an organisation has in place to ensure that they can sign-post effectively. However, they must also proactively support their employees and recognise signs when they are not healthy, happy, engaged or well. Negative working practices such as presenteeism and leaveism can be minimised when employees are supported through workload management, effective communication, timely communication and leaders who role model excellent behaviours such as working within normal working hours, taking rest breaks and engaging with wellbeing activities and initiatives (CIPD, 2018a; Mamo, 2018; MacLeod and Clarke, 2009).
However, CIPD (2018a, p.43) report that 76% of survey respondents strongly disagree that line managers are confident and competent to spot the warning signs of mental ill health and can confidently have sensitive discussions, signposting if need be. In addition, management style is the second biggest contributing factor of stress-related absence, rising from 32% in 2018 to 43% in 2019 (CIPD, 2019). Therefore, organisations must invest in management training to create effective wellbeing practices. Managers can help prevent and reduce stress at work by:
· Being respectful and honest
· Managing emotions
· Being considerate
· Proactive workload management
· A participative and empowering management style
· Being personally accessible, social, and empathetic
· Managing conflict, taking responsibility for resolving resources 
· Using organisational resources (HSE, 2009)
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A total of nearly 10 million working days per year are lost to stress, depression and anxiety (Donaldson-Feilder and Lewis, 2016). Stress is the primary cause of long-term absence and it is also among the top three causes of short-term absence. Within the last year, only 8% of organisations report that stress-related absence has decreased, whilst the main causes of stress at work have remained the same. Workloads remain by far the most common cause of stress (CIPD, 2018a, p.38). There are six primary sources of stress at work; demands, control, support, relationships, role and change (Skills for Care, 2015) 
To help reduce stress, the most common solutions organisations offer are flexible working options, an employee assistance programme and by using staff surveys or focus groups to identify the causes of stress (CIPD, 2018a, p.41). There are four approaches which can help address stress at work:
· Policy, procedure and systems audit;
· Problem-centred approach, identifying why issues have occurred and then solving them;
· Well-being approach, proactively creating a healthy workforce;
· Employee-central approach, educating individuals and focusing on employee counselling and stress management training (CIPD, 2018d).
Organisations should adopt one or more the above approaches to meet the needs of their own workforce, however any approach should be proactive and preventative.  
[bookmark: _Toc5891384]2.2.6 Demographics 

Farnham (2015) defines demographical changes as social trends which evolve over time. People are now living and working longer, meaning that five generations are working together. The number of older workers will increase by 14% between 2015 to 2030 (Mercer, 2018) which will mean that supporting employees with physical and mental wellbeing will become more important to help maximise older workers health, productivity and engagement. By 2025, 75% of the workforce will be millennials (people born between 1981 to 1996) and millennials will expect organisations to provide flexible working and trust (Hall, 2017). 
Organisations also need to be aware of wider health trends in order to know what to support employees with. For example, two-thirds of adults are now overweight or obese in the UK, and obesity increases with age (Sky, 2019). Therefore, organisations should support their workforce with wellbeing initiatives for diet and exercise as diabetes and cancer as a result of obesity is increasing, alongside decreasing levels of physical activity as age increases (Sky, 2019). 
Over the past five years, the proportion of people with disabilities in the workforce has increased from 51% to 56%, an 817,000 increase (Mercer, 2018). Therefore, this growing trend will require organisations to further support and empower disabled employees through an inclusive and understanding culture. 
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Stress at work accounts for 40% of all work-related illness and is a major issue in adult social care. Caring can be both physically and emotionally demanding and stress can cause errors, misjudgements, low morale, burnout and sickness absence. This impacts on the quality of care people provide, which is particularly dangerous if staffing levels are low due to high vacancy rates, sickness or annual leave (Skills for Care, 2015). 
One way to combat stress at work is by building resilience to cope with pressure. 44% of organisations provide training to help employees build personal resilience. This is a growing trend, rising from 26% in 2016, which indicates that more organisations are prioritising this type of support. Personal resilience can be built by identifying the causes of stress, developing copying techniques, using mindfulness, and using self-reflection tools (Skills for Care, 2015; CIPD, 2018a). 
Figure 2: Resilience in Health and Social Care[image: ]
Organisationally, care organisations can support resilience through several methods (Figure 2). Whilst health and safety compliance and service user wellbeing are priorities for care providers, the quality of service provision can be maximised by creating a workplace culture which fosters resilience (Skills for Care, 2015, p.20). 
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Whilst office-based staff may encounter stressful situations, these will not be as emotionally distressing as support workers who may have to support individuals with complex health needs, challenging behaviour, personal care and even palliative care. However, the wellbeing needs of office-based employees are just as important as front-line care staff.
Indeed, wellbeing and engagement programmes should not be ‘one-size fits all’ as the needs of individuals and departments will vary (Silcox, 2016). Office based employees will still have psychical and mental health concerns, despite the different root causes. 
Support workers are based in service user homes and in the community so their workplace environment cannot be altered without service user consultation. However, organisations can help improve the wellbeing of employees by creating a healthier environment.


Fig 3: The Well Building Standard (Kohll, 2019)
[image: uncaptioned image]
The Well Building Standard (Fig 3) is a concept which encourages organisations to analyse the space within which their employees work. 87% of workers would like healthier workspace benefits, and low-cost solutions can improve employee health, wellbeing, satisfaction and performance. By analysing the office workspace, organisations can make subtle changes to improve air quality, natural lighting, comfort and encourage healthy behaviours towards fitness, exercise, diet and relaxation (Kohll, 2019). 
The rising trend in presenteeism, leaveism and stress related absence as a result of high workloads (CIPD, 2018a) will naturally be more common in office staff who may be pressured to be ‘always on’ and not find time to relax. Office workers are susceptible to not taking rest or lunch breaks, sitting at a computer all day and being too sedentary (Fit for Work, 2015). The culture and environment of an organisation must holistically support employees so good working practices are the norm rather than the exception.
[bookmark: _Toc5891387]2.2.9 Technology

Technology can help support and drive employee engagement through enhanced flexibility, increased employee voice, feedback and collaborative working (Powell, 2019; CIPD, 2018a, p.26). However, a recent CIPD (2018a, p.26) report that 45% of respondents believed that advances in technology had a slightly or very positive impact. Indeed, 87% of respondents believed that the inability to switch off outside of work hours was the main negative effect of technology (CIPD, 2018a). 
Technology can also improve wellbeing, such as through the wearable devices and apps which can monitor mental and physical health. Fewer that one in ten organisations are currently using this technology and a low proportion collect data from wearable technology to encourage wellbeing (CIPD, 2018a, p.27). 
Organisations need to be mindful of the impact technology can have on an individual’s health. However, effective management and good working practices can help minimise any negative effects of technology.  
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Organisations and individuals can be supported with wellbeing advice, guidance and initiatives through many external parties. Government policy, initiatives and investment can help improve the wellbeing of the working population, which subsequently could improve engagement and productivity. 
Organisations would like to be supported with an online information portal, financial support for wellbeing adjustments and wider tax relief to support employers introduce health interventions. The Government does provide several external schemes such as Fit for Work, Access to Work and Disability Confidence, although many had not used these services indicating that improved service promotion is required (CIPD, 2018a).
External bodies such as ACAS, CIPD, CIM and ILM can also support organisations and individuals with their workplace engagement and wellbeing through guidance, talks and services. Sector-specific bodies such as Skills for Care can provide insight into industry-specific good practice, whilst private organisations such as Relaxa offer fixed price wellbeing packages (ACAS, 2019; CIPD, 2019; CIM, 2019; ILM, 2019; Relaxa, 2019).
[bookmark: _Toc5891389]2.2.11 Psychological Contract 

If organisations can maximise employee engagement and holistically support the wellbeing of their employees, they can strengthen the psychological contract between both parties. The psychological contract relies on the mutual expectations of employers and employees being fulfilled, be it transactional or relational. (Dibben et al, 2011). Daniels (2006) argues employees need to be treated fairly, have a level of security in return of their loyalty and to have employment which is fulfilling, satisfying, valuable and developmental.  
Guest and Conway (2002) indicate that the outcomes of the psychological contract (employee attitude and behaviours) are dependent are background factors, policy influences and the delivery of psychological contract deal including trust and fairness. Therefore, organisations can ensure that by individualising, prioritising and proactively providing pastoral care, they can strengthen the bond with their employees and improve organisational engagement and culture through positive attitudes and behaviours. 
[bookmark: _Toc5891390]2.2.12 Organisational Examples

Several organisations have improved engagement through wellbeing initiatives. By engaging with their workforce and working through the root causes and impact of absence, East Sussex County Council increased employee morale and commitment and reduced their sickness levels by 18%. Mars launched a 16-week pedometer challenge which had similarly high results, with 89% of participants reporting it improved their energy levels and resilience, with 68% agreeing it helped them to make long term changes to help their wellbeing (Engage for Success, 2014). 
Between 2017 and 2018, RSPH had a 60% increase in applications from organisations who were seeking recognition for their health and wellbeing initiatives and programmes (RSPH, 2018). More organisations believe their health and wellbeing activities are having a positive benefit (CIPD, 2018a), and organisations such as Mencap, Rolls Royce, MumsAid and Mind are improving engagement, lowering sickness absence and improving the lives of their employees through wellbeing strategies, policies and initiatives. (RSPH, 2018).





[bookmark: _Toc5891391]3. Conclusion
Workplace wellbeing will continue to climb up the business agenda and employers will play an increasingly important role in determining the state of the human condition (Litchfield et al, 2016, p.9)
Literature confirms that employee engagement and wellbeing are intrinsically linked. Employees are more engaged if they believe in their organisation’s visions and values, have supportive and engaging managers and can voice their opinions to influence change. If senior leaders and managers do not believe in employee engagement or believe the scale of change is too daunting or unachievable then employee engagement fails. Employee engagement should be a long term, authentic, continuous process which has the benefits of the workforce at its heart (Judge et al, 2016). 
Employee engagement can be improved through wellbeing, although this again must be a holistic, continuous process which does not have any ulterior motives. Wellbeing must be proactive, holistic and support individuals/departments with their own needs (CIPD, 2018a). If a strategic wellbeing approach is implemented effectively, it can reduce absenteeism, stress at work, presenteeism, leaveism and improve motivation, relationships, management awareness, retention and employer brand (CIPD 2018a; Engage for Success, 2014; Judge et al 2016).  
Whilst Perthyn has a stand-alone Wellbeing Policy, it is redundant because it is out of date, reactive and not being used in practice. Reactive, compliance health and safety processes are in place and employees are supported through an employee assistance programme. However, this report demonstrates that needs for a holistic, proactive approach due to high internal sickness stress levels and external trends such as increasing obesity rates, the ageing workforce, technological advances and the growing number of competitors who are adapting quicker to these growing trends.   
To improve engagement and wellbeing at Perthyn, senior leaders must raise the wellbeing agenda within the organisation and support their employees and management team. Chapter 4’s recommendations guide Perthyn through a 12-month plan which will help to improve the culture and reputation of the organisation.
[bookmark: _Toc5891392]4. Recommendations
[bookmark: _Toc5891393]4.1 Wellbeing Manager Appointment

Whilst engagement is the responsibility of all parties such as employees, managers, senior leaders and external support partners, the appointment of a Wellbeing Manager will raise awareness within the organisation. If wellbeing is truly as important as HR, recruitment, IT, finance and service delivery, then a manager should be appointed to be responsible for delivering the wellbeing strategy. 
The average annual cost of a Wellbeing Manager in the UK is £30,218 (Indeed, 2019).  In the last year, 9,913 sick days were taken by Perthyn employees which cost the organisation £743,475 based on the average daily rates of pay (Carval, 2019). The Wellbeing Manager can drive and use the engagement and wellbeing data to build a Wellbeing policy and strategy that is fit for purpose, collaborating with all parties to drive the agenda forward within the organisation to decrease absence and increase productivity and engagement. It would only take a 4% sickness absence reduction to pay for the cost of a Wellbeing Manager. 
The Wellbeing Manager can then update the Wellbeing Policy and create a wellbeing working group with regional and departmental representatives.
[bookmark: _Toc5891394]4.2 Engagement Survey

To assess employee engagement, employees themselves must be systematically consulted (Judge et al, 2016, p. 146). Whilst the Pembrokeshire region is a particular problem area for Perthyn’s absence and stress-related absence rates, the organisation should now proactively assess other regions to address and engagement issues. The survey can also analyse Pembrokeshire and help identify the root cause in more detail.
The engagement survey will consist of wellbeing questions so the needs of individuals and teams can be analysed and actioned. The survey will be conducted in line with the recommendation Purcell (2010) sets out for an effective engagement survey (Appendix 2). If required, group forums can also be used to gather qualitative feedback.
[bookmark: _Toc5891395]4.3 Wellbeing Learning and Development Programme

As evidence within the report, managers have a vital role to play in engaging and supporting their employees with all aspects of work. Managers themselves need to be supported by senior leaders as their stress levels are one of the highest as they have to balance delivering business objectives whilst supporting a team (Business in the Community, 2012). 
The organisation supports employees with e-learning and classroom-based training for compliance needs, such as health and safety and service delivery requirements. Wellbeing now needs to sit alongside compliance and employees need to be trained in how to care for themselves and others effectively. Managers need to know how to use the tools available such as stress risk assessments, and how to create excellent working practices by understanding the value of open communication, flexible working and healthy lifestyle encouragement.  
[bookmark: _Toc5891396]4.4 Wellbeing Roadshow

Once the Wellbeing Manager has been appointed and the engagement survey completed, a Perthyn Wellbeing Roadshow can be trialled. Starting with a pilot in Pembrokeshire, the roadshow will consist of talks, presentations, information and advice on a range of relevant topic areas such as healthy eating, exercise, mental health and resilience. These can be scheduled on a regular basis at Perthyn’s venues so all local employees can attend, socialise and focus on their own sense of wellbeing.
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Without knowing what Perthyn employees want, it is dangerous to recommend specific engagement initiatives. However, there are a range of low-cost wellbeing benefits that can be offered at a local and national level, for example gym fee subsidisations, health check-ups and relaxation techniques such as yoga and floats. 
In addition, organisations have successfully integrated competitions relating to walking, weight loss, pedometers and exercise classes. These can be used to boost morale and encourage more reluctant employees to take part (Engage for Success, 2014). The Wellbeing Manager needs to analyse the most appropriate benefits and cost these accordingly. 
[bookmark: _Toc5891398]4.6 Technology

Technology can be used as a communication tool to help improve mental health issues and limit the isolation for lone workers. Work mobile phones will shortly be introduced at Perthyn for support workers and this needs to be capitalised on. There are many communication tools (even as basic as e-mail, blogs and forums) and applications and support workers should be encouraged to develop their employee voice and openness through these methods. 
Applications such as Fitbit and Health can be used to track stress, heart rate and fitness statistics and technology can be used to encourage healthy competition and prizes. Mental health can also be supported through apps such as Headspace; all employees need is 10 minutes per day to take a break, focus and recharge through mediation.
[bookmark: _Toc5891399] 4.7 Office Environment 

Finally, low-cost measures can be introduced to improve the wellbeing of office staff. By analysing the office workspace, organisations can make subtle changes to improve air quality, natural lighting, comfort and encourage healthy behaviours towards fitness, exercise, diet and relaxation (Kohll, 2019). Art and music can positively influence how employees feel about work (Vozza, 2016; Higginbottom, 2016), so it is critical that office workers environments are assessed to understand what changes can be made to influence engagement and wellbeing.





[bookmark: _Toc5891400]4.8 Action Plan 

The action plan below sets out a 12-month strategy in order to improve employee engagement and wellbeing. The total cost of the wellbeing initiative is approx. £41,546 based on the salary of employees and the recruitment of a wellbeing manager. Sickness absence alone has cost the organisation £743,475, without the unknown cost of loss of productivity, engagement and motivation. If sickness absence is reduced by 5.59%, this engagement and wellbeing action plan will pay for itself.  
	Action
	Responsibility
	Cost
	Timeframe

	Recruit Wellbeing Manager
	Recruitment Manager

Health and Safety Manager
	£2,000 recruitment campaign 

£28,000-£32,000 salary band
	June 2019

	Update Wellbeing Policy and create Wellbeing Group
	Wellbeing Manager
	2 days salary (1 employee) £164
	August 2019

	Issue and Analyse Employee Engagement Survey
	Leadership Team (to then consult employees)
	1 day - 12 senior leaders: approx. £1,700
	August 2019

	Create Wellbeing Learning and Development Programme
	Wellbeing Manager

L&D Manager
	5 days salary (3 employees): approx. £1,250

	October 2019

	Wellbeing Roadshow
	Wellbeing Manager
H&S Manager
Head of HR
	5 days salary (3 employees): approx. £1,250

Pilot in Pembrokeshire: 56 employees attending 4 3 hour sessions, cost of food, travel: £2,500
	January 2020

	Analyse Wellbeing Benefits and Initiatives 
	Wellbeing Manager
	TBC based on employee engagement survey results
	November 2019

	Technology and Applications

	Wellbeing Manager

IT Director
	2 days salary (2 employees) approx. £402
	December 2019

	Office Environment Analysis
	Wellbeing Manager

Office Manager
	5 days salary (2 employees) £820
	March 2020
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[bookmark: _Toc5891402]5.1 Perthyn PESTLE Analysis: Wellbeing and Engagement   HR policies and procedures
STRENGTHS
Experienced HR team
OPPORTUNITIES
THREATS
WEAKNESSES
Health and safety committee  
Stress risk assessment tools – internal and HSE 
High workload and hours
Over reliance on same staff 
Limited budget (NFP)

40% of absences are stress related 
Mental health absence 
and conditions rising 
Increased presenteeism and leaveism

Societal pressures; VUCA environment

Demographics: Ageing population; increased caring responsibilities 

Blurred workplace / home responsibilities 

Technology

Culture analysis   
Wellbeing initiatives   
Resilience reduces stress

Lower sickness associated with retention, job satisfaction and wellbeing

Longer shift patterns = higher sickness

Care is emotionally
demanding work

Increased work 
place stress

[bookmark: _GoBack]Cost of UK absences
in the billions  
Gap between 
aspiration and 
practice
Mental health
 recognition 
    increased
Health and safety
initiatives having
a positive impact 
More employers have a 
wellbeing strategy
Sickness absence
falling overall
High staff turnover
Agency cost
Organisation reputation
Annual leave management 
Inconsistent care
Loss of funding
Management behaviour
Early identification of stress
Trade Union 
Management training
New H&S Manager 
Increased absence
management 
processes 
Employee Assistance Programme


















[bookmark: _Toc5891403]5.2. Effective Employee Engagement Survey Guidance (Adapted from Purcell, 2010)

	1. Obtain top management support
	6. Ensure confidentiality

	2. Ensure alignment with business strategy
	7. Take care in selection the questions to ask

	3. Involve employee’s in the design
	8. Benchmark the questions to compare results

	4. Decide on arrangements for the survey
	9. Analyse the results

	5. Encourage everyone to take part
	10. Report back and take action
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