[bookmark: _GoBack]Contributing to Employee Engagement in the Organisation

Jodie Barnett

CIPD course number: 5AEEG

CIPD Membership number: 2224083X

Word count: 2,672 words

By signing below, I confirm that the work/evidence presented is my own, unaided work. I understand the regulations pertaining to candidate malpractice and the action that may be taken as a result.

Signed: [image: C:\Users\ss065\AppData\Local\Microsoft\Windows\Temporary Internet Files\Content.Outlook\N1OHAIR2\JB.jpg]
Date:   15th November 2020








Contents page
1. Personal statement LO1
2. Personal statement LO2
3. Personal statement LO3
Appendices
1. NPTCBCs exit questionnaire used
2. Survey monkey employee engagement survey template
3. Heads of Service working group agenda (12th October 2020)
4. Cross-sectional employee data (internal bi-query report)
5. Employee virtual engagement sessions arranged (NPTCBC intranet)
6. Workforce Strategy Plan 2018-2022 (first pages)
7. Sickness absence data produced using internal bi-query reporting tool
8. CIPD annual report 2020 – health and well-being
9. Average Social Worker salary in UK / NPTCBC current Social Worker salaries.
10. Business case for external advertising
11. The Learning, Training and Development training programme 2019-2020
12. Workforce strategy plan 2018-2022 – our workforce vision.
13. The engagement, well-being and safety of workforce plan















EVIDENCE MATRIX
[image: ]
[image: ]


Personal statement for LO1 (including reference list) 
LO1 - Be able to assess levels of employee engagement within an organisation.

Employee engagement is highly viewed as a key factor when measuring individual and organisational performance. Engagement levels will identify an employer’s culture, behaviours and values as well as driving employee motivation and their productivity at the workplace.
To improve employee engagement, organisations will need to know what it is currently doing well and where it can improve. Measuring employee engagement will help the organisation gain insight into what employee’s think the organisation is doing well and areas where there is the need for improvement. Knowing how to measure employee engagement is essential for developing an engagement strategy (Brown, 2020)
Based on the above, organisations should regard engagement as a key business objective and prioritise operating high levels of engagement within the workplace. 
Whilst many things are easy to measure due to their concrete, individual notions, employee engagement is more difficult as it is influenced by many factors. 
(Officevibe, 2017) refers to there being a number of ways to measure employee engagement with various diagnostic tools now at our disposal. These include:
· Annual surveys – produced annually.
· Pulse surveys – These are short, frequent surveys which are used to maintain a steady pulse on the atmosphere in the office.
· 1-on-1s – measure engagement through one-to-one meetings.
· Stay/exit interviews – Stay interviews ask the employee what is the organization doing that makes them stay and exit ones require feedback once an employee leaves the organization.
· Employee Net Provider Scores (eNPS) – effective and simple way to measure engagement. It’s one simple question that estimates loyalty.
Neath Port Talbot County Borough Council’s (NPTCBC) current approach for measuring employee engagement is used through managers conducting regular one-to-one meetings with their employees as well as adopting the “exit questionnaire” process (appendix 1). One-to-one meetings provide a way of maintaining regular engagement with an employee. The questionnaire gives leavers the opportunity to freely provide feedback on the organisation and such information is passed to the directorate senior management team for consultation.   

A Head of Service working group meeting was held in October which included an agenda item specifically related to employee engagement (appendix 3). Heads of Service from all directorates within the council wished to establish current engagement data/trends of its employees due to wellbeing concerns, following forced homeworking arrangements as a result of the current pandemic, COVID-19. All members agreed that an engagement exercise should be undertaken determining any concerns/areas for improvement with delegation given to HR representatives.
In order to identify NPTCBC’s current engagement levels, HR decided to carry out a workplace survey by adopting a similar approach to that of the Gallup’s Q12 employee satisfaction survey, asking a serious of questions.
(Gallup, 2020) “Gallup's Q12 survey is the most effective measure of employee engagement and its impact on the outcomes that matter most to your business”.
Using a number of questions for anonymous response gives an employee the opportunity to respond openly and honestly. A website called survey monkey was used to design a survey which included a collective analysis of responses (appendix 2). It was decided to create a short survey that took little time to complete, as it was felt that this approach would encourage a better responsive rate under the current circumstances and work pressures. A number of questions included employees’ views on current home working arrangements.
A report was run using the Council’s internal bi-query reporting tool to obtain cross-sectional data (appendix 4) to identity the number employed within each service area. This data was then used to determine the selection criteria with a number of randomly selected employees from each service area selected to complete the engagement survey.
Approximately 500 employees were sent the survey across a number of service areas as identified above. There were 112 responses received, just short of 25% which is better than we projected due to the current pandemic and work pressures currently faced.
The majority of responses felt that homeworking has increased their work/life balance and freed up time to be able to spend more time with the family during weekends. Certain responses indicated that Line Manager support was diverse with many suggesting that the “out of sight, out of mind” approach is to be blamed. Although many responses also highlighted that they were liaising with management more than ever during home working. Many responses indicated that management pressures has resulted in very little time being given to support their employees.
There were also concerns highlighted amongst a few responses with regard to constantly working online and the fear of being monitored. Over half felt that it was “too easy” to remain working over their daily contractual hours working at home and felt that they were missing the work to home journey as a way of unwinding.
Based on the above responses, it is clear that there are many positive and negatives points raised by employees. Work life balance has clearly risen and benefited the majority of employees as well as better interaction with management. 
The most popular response that interested me was the fact that employees seem to be working above their daily contractual hours in order to get work completed – even though NPTCBC has withdrawn the “flexi” scheme during this pandemic due to being unable to monitor times whilst homeworking. I fear that this could result in a long term wellbeing issue and possibly result in higher absenteeism?!

Based on the above evaluation, it was recommended by the HOS working group that Senior Management within NPTCBC arrange virtual engagement sessions for all employees which will allow them the opportunity to put questions and suggestions forward (appendix 5).
It may be recommended that NPTCBC seeks to recruit a working group specifically designed to discuss and address engagement and homeworking issues going forward. 
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APPENDIX 1
NPTCBC exit questionnaire
CYNGOR BWRDEISTREF SIROL CASTELL NEDD PORT TALBOT

NEATH PORT TALBOT COUNCIL

EXIT INTERVIEW QUESTIONNAIRE

The Authority is interested to know why employees leave their jobs.  The information you provide in this questionnaire is valuable to us.  There maybe many reasons why you have decided to leave and it can help us, in knowing this, to look at ways at improving conditions and processes within the section and Authority.

The questionnaire is split into two parts to provide us with statistical information on staff turnover and improvements surrounding a number of employee relation issues (benefits/pay/conditions/environment etc).  Please be open and honest as possible with your answers to the questions.

Any serious issues raised within the Exit Interview will be reported and addressed to the Department Manager.  Other recommendations will be taken into consideration for general improvements to be made across the authority.

Responses to the questions below are confidential and would not influence any re-application to work for the Authority again or any reference requests. 


Name:-					 Staff No:-				

Directorate:-  									

Place of work:-									

Post:-											

Leaving Date:-									

Length of Service in current role:-						

Length of Service with Authority:-					______


Job Details:-		Permanent / Temporary
			Full Time / Part Time / Job Share / Other WLB 			
	
Do you consider yourself to have a disability?	YES/ NO


Please forward completed Exit Questionnaire to:

HR Resourcing Team
Neath Port Talbot Council
The Quays
Brunel Way
Baglan Energy Park

1.0	REASON FOR LEAVING
The following reasons will be used to determine general turnover statistics for the Authority.   Please select your main reason(s) for leaving:-

	1.1	Job			
		Temporary contract/lack of security			
		Job Dissatisfaction						
		End of Fixed Term Contract				
		Other (please specify)						
		
	1.2	Workplace
		Dissatisfaction with work environment		
		Problems with colleagues					
		Problems with manager					
		Discrimination						
		Harassment/Bullying					
		Unsatisfactory Probationary				
		Other (please specify)						

	1.3	Career
		Promotion/higher paid job				
		Promotion/more responsibility				
		Better benefits						
		Lack of training/promotion opportunities		
		Taking up full time/part time education		
		Other (please specify)						

	1.4	Personal
		Health							
		Home relocation						
		Caring responsibilities					
		Not returning following maternity leave		
		Need for change						
		Travel problems/work closer to home				
		Retirement							
		Other (please specify)						

2.0	FUTURE PLANS
	2.1	Where are you going now?
		A different directorate					
		Another Local Authority					
		A similar job in the Public Sector			
		A similar job in the Private sector			
		Self-Employed						
Other (please specify)					
	
3.0	PERSONAL VIEWS
Please answer questions as honest as possible.  Attach a separate sheet if necessary.

3.1 What did you enjoy most about your job?


3.2 What did you least enjoy about your job?


3.3	Were you satisfied with your career developments/progress to date?


3.4	Did your job description fairly reflect the work you do?  If not please explain.


	3.5	How would you rate the training you received?


3.6 What are the physical conditions/environment like in your Department?
		(Facilities/desk space/temperature/storage)


3.7 Do you feel your health and safety at work was provided for?


3.8	How did you feel about your workload?


3.9	Have you received regular supervision/appraisals?


	4.0	Do you feel that your salary and benefits were competitive?


4.1	Do you feel your line manager was fair, supportive and encouraging to you?


4.2 What was the relationship with your colleagues like?

4.3 What was morale like within your section?


4.4 Why is your new opportunity better?


4.5 Would you have like to stay with the Authority, even if in another role?


4.6	Do you feel the Authority made particular use of your skills and experience?


4.7	Would you recommend the Authority as an employer?


4.8	If you could change one thing in the Authority what would it by and why?


4.9 Would you consider returning to the Authority, if so under what terms?

5.0	Are there any other comments you wish to make about your   employment?
		(Attach separate sheet if necessary)

	



Interview conducted by:-						
Post:-		                             					_____
Date of interview:-                   	___________








Appendix 2
Survey monkey employee engagement survey template
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Appendix 3
Head of Service working group agenda (12th October 2020)



HOS WORKING GROUP
Monday 12th October 2020

Agenda items for consideration

1. TTP recruitment/redeployment update
2.  EHO appointments
3.	TU update
4.	Employee engagement/wellbeing
5.	Schools update
6.	Policy/procedure update
7.	AOB
8.	Date of next meeting













Appendix 4
Cross-sectional employee data (Internal bi-query report)
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Appendix 5
Employee virtual engagement sessions arranged
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Personal statement for LO2 (including reference list) 
LO2 - Be able to evaluate current organisational approaches to employee engagement.
Neath Port Talbot County Borough Council (NPTCBC) is a Local Authority in the public sector established in 1996, following local government reorganisation.  The council is led by members and accountable to the Welsh Government and the public, communities, which live within the borough.  Therefore, any engagement agenda can be massively influenced politically.
It is clear that public spending money contributes to all the council does and this includes employee sickness absence costs. The Council’s workforce strategy plan 2018-2022 (NPTCBC, 2018) sets out key priorities for reducing sickness absence costs (appendix 6). 
There is a clear concern in driving down sickness absence as this is currently costing just short of £8 million. The workforce strategy plan 2018-2022 highlights the need to maximise attendance at work and it was identified that over recent years mental health has increased with this being considered the highest reason for absence for the period of 2018/2019 (appendix 7). (CIPD, 2020) annual report 2020 on health and well-being also acknowledges that an increase in mental health is a cause for concern globally and not just an NPTCBC issue (appendix 8).
NPTCBC had taken on board the above issue and appointed a part-time mental health nurse following approval through their personnel committee board. Although this increases their wage bill slightly (£17,000 per annum), it is considered that early intervention for employees with mental health will reduce absence costs in the long term and promote well-being throughout its workforce.
There has been previous concerns with recruitment and retention of employees within NPTCBC, specifically to certain front line roles such as Social Worker positions due to competitive markets within our organisations. NPTCBC undertook a pay review of these posts by undertaking a full job re-evaluation exercise. Following completion of this exercise, Current NPTCBC Social Worker salaries are now considered are one of the best in Wales and higher than the average salary in the UK (appendix 9). This has allowed us to attract and retain Social Workers which is considered an essential front line role.
NPTCBC has an excellent partnership with its Trade Unions and this includes an agreement to prioritise and consider its own employees and those “at risk” of redundancy/loss of earnings in any recruitment drive that is undertaken. This was agreed a few years ago following consultation with the Trade Unions after a number of complaints from its members as well as an increase in conflict issues with teams and management regarding the lack of promotion opportunity. 
A Head of Service Working group was created and recruiting managers who wish to advertise externally will need to produce a business case (appendix 10) which will require approval from this working group. Such a process allows for training and promotional opportunities within the Council which in turn will increase engagement and team performance.
It is important that organisation’s develop teams that can work effectively to meet the needs of the service and objectives. Adopting well established models, such as the Tuckman (1965) development of stages contributes to building a successful team and allow for identifying any issues at the same time (Mindtools, 2018)
This approach shows that NPTCBC is committed to retaining and encouraging promotion of its employees. 
Our Learning, Training and Development team are committed to providing training and development opportunities for those employees who wish to build on their skills and knowledge. This includes providing up to date legislation training for those positions that require this. The section devises an annual training programme in line with the development and delivery of its workforce in line with the Workforce Strategy plan 2018-2022 (appendix 11).
This provides the whole workforce with the opportunity to excel within the Authority should they wish to and is a positive way in engaging the workforce. (CIPD, 2012) managing for sustainable employee engagement guidance for employers and managers indicates that supporting and arranging the career development of its employees is one of the crucial points within the framework which can only motivate and increase performance within an organisation.



















Appendix 6 Workforce Strategy plan 2018-2022 (first pages)[image: ] [image: ]




Appendix 7
Sickness absence data produced using internal bi-query reporting tool (data run 30th October 2020)











Appendix 8
CIPD annual report 2020 – health and well-being
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Appendix 9
Average Social Worker salary in UK
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NPTCBC current rates of pay for Social Workers
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Appendix 10
Business case for external advertising
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Appendix 11 
The Learning, Training and Development training programme 2019-2020
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Personal statement for LO3 (including reference list) 
LO3 - Be able to recommend and plan strategies to raise levels of employee engagement within an organisation.
Review external studies of employee engagement to identify relevant best practice. 
(MacLoed & Clarke, 2009) argue that organisations that adopt the “four enablers” are engaging for success – these are:
· Strategic narrative - Visible, investing leadership which provides a strong strategic narrative about the organisation including where it’s come from and where it’s going.
· Engaging managers – focus on people and offer scope, treat their people as individuals and coach and stretch their people.
· Employee voice – should be used for reinforcing and challenging others views throughout the organisation. Employees seen not as the problem, rather as pivotal to the solution. Should be involved, listened to, and invited to contribute their experience, expertise and ideas.
· Integrity - values are reflected in day to day behaviours. There is no ‘say –do’ gap. Promises made and promises kept, or an explanation given as to why not.
(People Management, 2018) notes that there is a strong correlation between engagement and organisational performance emphasises the importance of engaging with its employees. A report highlighted that those companies who successful engage have a 40% lower staff turnover. 12% higher customer satisfaction and twice the annual net profit compared to those with poor engagement.
The report goes on to add that annual engagement surveys are being outdated due to constant changes in working environments. NPTCBC has not previously conducted this approach to measure engagement prior to homeworking. In fact, they have never measured employee engagement and I believe the introduction of engagement enrolled in the Heads of Service working group agenda will change this current practice. 
Although the survey conducted highlights many positives, it is taken that any responses are due to the change in homeworking practices and not on the organisation as a whole. There are limitations in identifying “true” engagement within teams as the current pandemic forces us to remain working from home. Engaging our managers is more important than ever as this is now being undertaken “virtually”.
Engagement seems to be measured using qualitative data rather than quantitative. (People Management, 2018) goes on to argue whether organisations “act” upon the data produced with 80% of employees feeling their employers will not do anything as a result. 

Identify potential barriers to acceptance of employee engagement strategies and liaise with relevant people regarding how these may be overcome or minimised
There has been a perceived culture within NPTCBC that the board of Directors will make “decisions” with minimal communication and involvement of its employees. This approach has left employees without “voice” and impacted on motivation and caused conflict between employees and senior management.
In recent years, there have been many welsh government “forces” on local authorities and at one point, another local reorganisation was being considered. In such cases, the Chief Executive and Directors run a series of “staff engagement sessions” across all main civic buildings. This gave employees back their “voice” with an opportunity to relate any views and suggestions and was regarded as “very popular” by employees with big turn outs to all sessions. 
As highlighted earlier, (MacLeod & Clarke, 2009) regard “employee voice” as essential to organisations who wish engage for success. 
During the current pandemic, NPTCBC has introduced “weekly” bulletins instead of previous monthly ones and as well as “virtual” videos from the Chief Executive. This approach has been well rewarded by employees as more than ever there is a tendency to feel isolated during homeworking. These bulletins are sent to the whole workforce and provide weekly updates as well as wellbeing resources. 
(HR Magazine, 2020) Peakon report states that UK employees were more engaged at work than they were pre-coronavirus in January this year, rising by 0.5%. Employers’ efforts to protect and support staff during this unprecedented time has not gone unnoticed and is driving engagement with mental wellbeing of employees being prioritised. 

Propose strategies to raise levels of employee engagement, based on analysis of the organisation and external reviews of best practice, to key decision-makers. 
NPTCBC is currently undergoing a management recruitment drive following the imminent retirement of both the Chief Executive and the Director of Education, Leisure and Lifelong Learning. The Chief Executive was due to leave the organisation at the end of this year, but offered to delay this in light of the current pandemic and associated pressures on the council. 
Both recruitment adverts have emphasised the need for these positions to promote engagement and lead by example. Such changes to the highest level of hierarchy is the best time to instigate new employee engagement initiatives. Local Authorities are funded and led by the Welsh Government and are therefore, working to continuous changing environments. With this in mind, it may be suggested that the “pulse survey” method is adopted for monitoring engagement levels regularly – at times when forced changes beyond the control of NPTCBC can be identified through this method.
As highlighted in my previous points, there are many areas which NPTCBC has already made changes for an improved engaged workforce, but these tend to be done only when a problem has been identified – there has to be a negative impact before change is considered.
NPTCBC workforce strategy plan 2018-2022 sets out values which includes “We will listen to our citizens, our workforce and our many partners and seek ways to meaningfully involve people in our work”. Taken From the “Our workforce vision” plan (appendix 12).

This includes setting a number of prioritises as part of “The engagement, well-being and safety of our workforce”. Unfortunately these plans have yet to be finalised and emphasise should be put to the Senior Management Team in finalising and implementing such prioritises (appendix 13).
I believe pulse surveys will allow NPTCBC to be “one step ahead” of its employees and allows for change without the need to cause a negative impact. The introduction of employee engagement as a set agenda item for Heads of Service working group is a big step in the right direction but there is still a lot of work to be done in tackling engagement in the future.


















Appendix 12
Workforce strategy plan 2018-2022 – our workforce vision
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Appendix 13
The engagement, well-being and safety of workforce plan
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NPT sickness absence reasons 2017/2018
long term absences (28 days or more)

NPT sickness absence figures 2017/2018	
Joint/muscle related	Cold/flu related symptoms	Stress related	other	0.37	0.28999999999999998	0.22	0.12	

NPT sickness absence reasons 2018/2019
Long term absences (28 days or more)

NPT sickness absence reasons 2018/2019	
Mental health related	Joint/muscle related	Cold/flu related symptoms	other	0.64	0.23	0.11	0.02	
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will arrange for you to join the call. For those wanting to attend Tuesday, please let us know by 12 noon Monday 9th
November. For all other sessions please provide at least 24 hours notice.
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The need for workforce planning

Neath Port Talbot County Borough Council will be undergoing significant transformational
‘and budgetary challenges over the next five years and as a Council, we need to focus our
resources, particularly our employees, on successfully delivering our corporate objectives
and priorities.

These challenges have significant implications for our employees and will require new
‘approaches to how we work with our citizens, the redesign of organisational structures and
jobs, the development of new skills and a focus on how we engage our employees in the
programme of change ahead. The purpose of our workforce pian Is to enable us to keep
pace with the workforce implications of our Corporate Plan and set out actions to help
achieve our priorities and objectives.

In other words, effective workforce planning will enable us to identify any gaps
between our workforce of today and the workforce we need going forward over the
next five years.

The Workforce Plan of Neath Port Talbot has been drafted on the basis of the following
steps:-
« Setting out the key challenges for our employees over the next five years, articulated
in the Corporate Plan objectives and priorities, the Medium Term Financial Plan, the
Asset Management Plan and the Corporate Risk Register.

Understanding the current workforce within the Council and the issues which may
affect the capacity and supply of suitably skilled employees over the next five years

‘Seeking to anticipate the demand for employees and specifically the sort of skills and
‘competencies required to take the Council forward

Developing an action plan to seek to ‘bridge the gap' between our current and
identified future workforce needs

Establish mechanisms for monitoring and reviewing the plan and sustaining the
workforce planning processes

‘The aim of the workforce plan:

To ensure the Council has the right number of people with the right skills and attitudes in
place at the right time to deliver its services and functions.
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Sickness and absence

Sickness absence has fallen to an all-time
low, 5.8 days per employee, per year but...

89% of respondants have seen
‘presenteeism’ (working when unwell)

73% have seen ‘leaveism’ (e.g using
holidays to work)

Many organisations are uncertain how
they can tackle these issues, with only a
third (32%) taking steps to discourage
these unhealthy practices

The CIPD’s twentieth annual survey, in partnership with Simplyhealth, explores trends and practices in
health, well-being and absence management.

Long-term absence

The most common causes are:

@w @@ i Smi 2

Mental ill Musculoskeletal Stress  Acute medical Minor
health injuries conditions illness

Caring for young children

Is the fifth main cause of short-term absence
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Our workforce vision

Itis important that we are able to map out our priority workforce measures needed to
shape the future workforce and ensure it has the capacity and capabilty to deliver
our Corporate Plan. We can then deliver what matters to our communities and
customers and fulfil our well-being objectives and the Workforce Management
Improvement Prioriy.
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To support the delivery of our objectives and priorities over the next five years, we will focus
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