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Executive summary

EMPLOYEE ENGAGEMENT IN THE UK

e \We carried out research in eight organisations across the
UK resulting in a dataset of 5,291 questionnaires and
around 180 interviews.

e Our measure of engagement incorporates three
dimensions: emotional or affective engagement; intellectual
or cognitive engagement; and social engagement, each
measured in terms of extent and frequency.

e QOverall, 8% of respondents in our sample are strongly
engaged with their work, with the majority falling into an
intermediate category.

* With respect to the frequency of engagement, 18% are
engaged on a daily basis.

e Comparisons across the three dimensions reveal that levels
of social engagement are lowest.

ENGAGEMENT ACROSS DIFFERENT

ORGANISATIONAL CONTEXTS

e Many organisations measure engagement and have
specific engagement strategies across the public and
private sectors.

e Public sector employees are more strongly but less
frequently engaged than in the private sector.

e Public sector employees show higher levels of social and
intellectual engagement, whereas private sector employees
are more engaged affectively.

ENGAGING DIFFERENT EMPLOYEES

e Comparisons across employee groups reveal a variety of
interesting differences with respect to demographics and
job types.

e \Women are more engaged than men.

e Younger workers are less engaged than older workers.

e Those on flexible contracts are more engaged.

e Managers are more engaged than non-managers.

STRATEGIES FOR ENGAGEMENT

e Organisations can implement a range of workplace
strategies that impact upon levels of engagement.

e Meaningfulness is the most important driver of
engagement for all employee groups.

¢ Two-thirds of all respondents in our study find meaning in
their work.

e Senior management vision and communication is a key
driver of engagement, whereas senior management

effectiveness is negatively related to employee engagement.

e Positive perceptions of one’s line manager are strongly
linked with engagement.
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e Respondents rate their line managers more positively
compared with their senior managers, with 56% indicating
that they have a good relationship with their line manager.

e Employee voice is a strong driver of engagement.

e Just 34% of employees are the ‘vocal-involved’, who
perceive their work as meaningful and have opportunities
to voice their views, yet this category of workers is the
most engaged.

* Most employees have negative views about their
organisation’s HR policies and practices.

* HR practices do not impact directly on engagement;
the relationship is mediated by person—job fit and line
management style.

OUTCOMES OF ENGAGEMENT

* Employee engagement is associated with a range of
positive outcomes at the individual and organisational
levels.

* Engaged employees perform better.

e The majority of our respondents were rated ‘good’ in their
last appraisal.

® Engaged employees are more innovative than others.

* Engaged employees are more likely to want to stay with
their employer.

e In our sample, 35% indicate that they would like to
continue working for their employer for five or more years,
compared with 17% who want to leave within the next
two years.

¢ Engaged employees enjoy greater levels of personal
well-being.

* Engaged employees perceive their workload to be more
sustainable than others.

® One-third of employees are ‘fit-performers’, enjoying high
levels of personal well-being and performing well.

e Our data indicate that excessively high levels of
engagement might lead to ill-health and burnout.

CASE STUDIES

* In our two-year research project we analysed levels of
engagement across eight different organisations, which are
included as case studies in this report.

e ServiceCo is a support services partner company with
around 9,000 employees. An important factor influencing
levels of engagement is the extent to which employees
are given a platform to communicate their opinion
about work-related topics. Further challenges include
the integration of employees working remotely and the
engagement of manual workers.



LocalGov is one of the largest local authorities in the

UK, employing more than 50,000 employees. In 2006,
LocalGov initiated a programme to empower employees
and increase their levels of engagement, which runs very
successfully. However, further improvements can be made
in terms of communicating with employees, especially
during change initiatives.

GovDep is a large government department that has been
interested in employee engagement for several years. One
of the major strengths in this organisation is work-life
balance and the opportunities to work flexibly. An area for
improvement is the way leadership capacity is developed
within GovDep.

ScienceCo is a public sector organisation, supplying
scientific information in the UK. Changes in the economic
climate prompted ScienceCo to launch a new initiative to
move from a very stable to a more dynamic workforce.
Employees at ScienceCo find their jobs highly meaningful;
however, senior management attitudes and behaviour
could be improved to further raise levels of engagement.
PlasticCo is a leading plastics manufacturer with a
workforce of around 650 employees. Following the results
from their engagement survey, PlasticCo undertook a
major effort to change the culture and move towards a
more open and integrative management style.
EnvironmentCo is a leading recycling and waste
management company in the UK, employing almost
12,500 people in the UK. A major strength within
EnvironmentCo is the clarity of objectives, as the vast
majority of employees feels that they are clear about the
tasks they have to perform to achieve their goals. An
important area for improvement are HR practices, as many
respondents express their dissatisfaction, especially with
training and development opportunities, and the career
and performance appraisal systems.

NorthTrust is an NHS foundation trust providing healthcare
to a population of over 300,000 people. A consistently
positive finding is that employees are generally satisfied
working for the NHS. Future challenges for NorthTrust are
communication and leadership style.

ConstructionCo is an international consultancy and
construction firm. The company benefits from its
entrepreneurial culture and the fair and consistent
management style. An area for improvement is work-life
balance as many employees feel compelled to work long
hours due to the sheer amount of work.

MANAGEMENT IMPLICATIONS

The main drivers for engagement in our study

are meaningful work, voice, senior management
communication style and vision, supportive work
environment, person—job fit and line management style.
Understanding your workforce engagement profile is the
first step to determining how to drive up engagement levels.
Engagement is clearly associated, both in our report and
in other studies, with high levels of performance, reduced
intent to quit and raised levels of personal well-being. It

is therefore legitimate from a corporate perspective to
prioritise improving levels of employee engagement.
There is a clear need to help create meaning for employees
in their work; this can be achieved intellectually by
articulating the links between individual jobs and the
broader organisational aims, and emotionally through
sharing an understanding of deeper levels of the purpose
of the organisation.

Employees need to be given opportunities to express

their views and to know that their opinions will be taken
seriously. This is an activity that needs to involve both
senior and line managers. Our case studies provide some
examples of how organisations in the consortium have
achieved this.

Senior managers have an important role to play in
creating a vision for the organisation and sharing this
with employees, and in being open, transparent and
approachable.

Engagement levels are affected by the working
environment. Where employees can see that they have
support from others to help them do their job, there is a
sense of teamwork and they can safely express themselves,
then engagement will be higher.

Matching people to jobs is a critical driver of engagement.
This is one area where HR professionals can play an
important role helping line managers design jobs
effectively, and develop selection processes that match
individual skills to jobs.

Line managers act as the interface between the
organisation and the employee, and can do much to
impact on engagement. Another key HR role is therefore
to pay close attention to the selection, development and
performance management of line managers to ensure they
maximise their potential to be engaging leaders.

CREATING AN ENGAGED WORKFORCE | 3
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Introduction

The findings of the UK Government’s 2009 MacLeod Review
into employee engagement (MaclLeod and Clarke 2009) have
underlined the critical role played by an engaged workforce
in both organisational success and individual well-being.

The study corroborates the findings of the earlier report
commissioned by the CIPD into employee engagement
(Gatenby et al 2009). This highlighted the relatively low levels
of engagement in the UK workforce generally, together

with evidence demonstrating the impact of engagement

on performance, quality, innovation, levels of absenteeism,
turnover and organisational advocacy. Engagement would
seem to be beneficial to both employers and employees, as
those with the highest levels of engagement also appear to
enjoy greater personal well-being.

However, despite these and other studies, it remains true
that, in theoretical, conceptual and empirical terms, we in
fact know relatively little about the concept of employee
engagement. Largely, this is because academic research has
lagged significantly behind the wealth of interest shown

by practitioners, HR professionals and consultants, who

have been much quicker to note the importance of this
relatively new concept. Consequently, many management
consultancies and survey firms have developed a definition of
employee engagement and associated measurement index,
while their academic colleagues have been much slower

off the mark and have thus far not agreed on a single,
theoretically derived and empirically validated definition

of engagement. In particular, we note one significant
discrepancy. Most consultancies and survey firms regard
engagement as something that is done to employees, in
other words, ‘a workplace approach designed to ensure that
employees are committed to their organisation’s goals and
values, motivated to contribute to organisational success,
and are able at the same time to enhance their own sense of
well-being’ (MacLeod and Clarke 2009). In contrast, however
they may actually define engagement, academics tend to
agree that engagement is experienced by individuals, a state
of being that may be affected by management strategies
and approaches, but is not, in and of itself, such a strategy
(May et al 2004).

It is the latter view of engagement as a state experienced by

employees that has informed the work undertaken over the
past two years by the Employee Engagement Consortium

| CREATING AN ENGAGED WORKFORCE

based in the Centre for Research in Employment, Skills and
Society (CRESS) at Kingston University. Working with the
CIPD and the ten members of the consortium, we have
undertaken a very thorough and detailed exploration of
employee engagement, its antecedents and consequences,
in a variety of different settings. Through this research, we
have developed a new definition and conceptualisation of
employee engagement that builds on prior academic studies
but extends them in important ways, and we have studied
the processes through which engagement levels can be
raised or lowered through the actions taken by managers.
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The research study

We took as our starting point the first report we wrote on
engagement for the CIPD in 2006 (Truss et al 2006). In this
study, we were able to survey the views of 2,000 working
adults from across the UK. This investigation yielded some
important insights into engagement. However, we felt

that there were still some unanswered questions. Most
particularly, although the measure of engagement we used
in that report was helpful (May et al 2004), we wanted to
develop this conceptualisation further, drawing on wider
academic studies and empirical evidence. We also wanted to
explore, in more depth, how the engagement process works
across different sectors and types of organisation.

The following year, in 2007, with support from the CIPD, we
founded the Kingston Employee Engagement Consortium
project in collaboration with ten public and private sector
members. We set out to answer the following five questions:

1 What does engagement mean?
2 How can engagement be managed?

3 What are the consequences of engagement for
organisations?

4 How does engagement relate to other individual
characteristics?

5 How is engagement related to employee voice and
representation?

We define employee engagement as: ‘being positively
present during the performance of work

by willingly contributing intellectual effort, experiencing
positive emotions and meaningful connections to others.’

We see engagement as having three core facets:

¢ intellectual engagement, or thinking hard about the
job and how to do it better

o affective engagement, or feeling positively about doing
a good job

¢ social engagement, or actively taking opportunities to
discuss work-related improvements with others at work.

We also differentiate between the extent of engagement
— the strength of feeling engaged — and the frequency of
engagement — that is, how often individuals experience
engagement. This approach has been used in studies of
other psychological constructs such as burnout.

Thus, an engaged employee is someone who thinks hard
about their work, feels positive when they do a good job and
discusses work-related matters and improvements with those
around them.

This definition of engagement derives from the work of
earlier theorists and commentators such as Kahn (1990),
May et al (2004) and Schaufeli and Bakker (2004), all

of whom regard engagement as a psychological state
experienced by employees in relation to their work,
together with associated behaviours. Engagement therefore
has intellectual, emotional and behavioural dimensions.
Our definition of engagement draws specifically on the
work of Kahn (1990) in its incorporation of the concept

of social engagement, and suggests that the willingness
of employees to discuss work-related improvements

with those around them is an important dimension of
engagement and which serves to differentiate engagement
from other, similar constructs such as job satisfaction,
organisational citizenship behaviour and “flow’. It is
important to note that, following earlier theorists, our
concern is with an individual’s engagement with their
specific job, rather than with their organisation as a whole.
We would argue that these notions of organisational
commitment and advocacy are generally associated with
high levels of engagement, but are distinct from it.

Between 2007 and 2009, we collected data from eight
organisations. Our preliminary findings were published by
the CIPD in early 2009 (Gatenby et al 2009). In this, our final
report, we extend our interim report and present the overall
findings from this research project in the form of eight
detailed case studies, together with an analysis of our entire
dataset. Overall, we report on the findings of a study that
has involved 5,291 questionnaire respondents and around
180 interviews.

First, we explore differences in engagement across
organisational contexts and examine how different types
of employee (for example, men/women; managers/non-
managers) engage in their work. In the following section,
we explain the key drivers of engagement, before we
analyse the main outcomes of employee engagement at
an individual and organisational level. Finally, we introduce
our overarching model of engagement and highlight the
management implications arising from our findings. In the
Appendix, we explain the methodology used in our study.

CREATING AN ENGAGED WORKFORCE | 5
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Employee engagement in the UK

We measured and analysed levels of engagement in a
number of different ways. Individuals were asked a series of
questions that were designed to evaluate how engaged they
are with their work, each using a five-point response scale.
These questions combine to create three separate scales each
measuring social, affective and intellectual engagement.

We measured these facets of engagement in terms of both
extent — that is how engaged the person is — and frequency
—that is how often they are engaged. We also analysed

our data in terms of the overall extent and frequency of
engagement, combining the three scales into an aggregate
measure of engagement. This means that we are able to talk
about engagement from various angles.

In terms of the overall extent of engagement, if we divide
our respondents into five categories corresponding to our
five-point response scale, we found that 8% of respondents
are 'strongly engaged’ with their work (that is, scoring 4.5 or
over on the scale out of a possible 5). A further 70% can be
described as ‘moderately’ or ‘somewhat’ engaged (scoring
between 3.5 and 4.5 on the scale), and just 1% as very
weakly engaged, with the remaining 21% neither engaged
nor disengaged.

Our study is the first that has explored the frequency
with which people are engaged with their work, which

is an interesting addition to our understanding of how
engagement works in practice. We found that fewer than
one in five, 18%, are engaged on a daily basis. Fifty-nine
per cent report being engaged ‘once a week’, and 22% ‘a
few times a year’ or ‘once a month’, and just 1% report
‘never’ being engaged. These findings suggest that a
substantial majority of employees are not engaged with
their work on a daily basis but, equally, only a very small
number are never engaged.

Table 1: Engagement extent and frequency (%)

If we plot extent of engagement versus frequency, we find
that just 5% of the sample overall can be described as very
highly engaged (scoring a very high 4.51 or over on both
extent and frequency). Conversely, just 4% report extremely
low levels of engagement (scoring 2.99 or below on the
extent and frequency scales).

Looked at in another way, the mean score for engagement
extent is 3.8 and for frequency 3.9 out of a possible 5.
Consequently, it would be true to say that the vast majority
of employees can be described as falling into an intermediate
category of engagement, which is largely what would be
expected. This suggests that there is still considerable scope
for organisations to raise levels of engagement overall.

We can break this down further by looking at the three
facets of engagement (see Table 1).

These findings comparing across the three facets of
engagement provide an interesting insight into how
engagement operates in practice. Scores for social
engagement are the lowest, which was reflected within each
of the organisations individually, both in terms of extent and
frequency. Levels of affective engagement are highest, with
intellectual engagement occupying an intermediate position.
The relatively low level of social engagement in terms of both
extent and frequency is of concern. Social engagement is a
measure of how much people at work participate in constructive
dialogue with those around them about their work or how to
improve working methods or skills. This is closely linked with
notions of organisational social capital, which suggests that one
of the most important resources at an organisation’s disposal

is the network of relationships both within the organisation

and beyond. Where levels of social engagement are low, this
may mean that organisations are not capitalising on the unique
strengths and knowledge of their workforce.

Extent Frequency
strong daily/once a week
(over 4.0 out of 5) (over 4.0 out of 5)
Social engagement 38 29
Affective engagement 58 77
Intellectual engagement 41 65

| CREATING AN ENGAGED WORKFORCE



However, overall, our findings broadly suggest that levels
of engagement are moderate—high in the sample of
organisations participating in our research. Of course, our
sample is self-selected and chose to be members of the
Employee Engagement Consortium, and so it is perhaps to
be expected that the overall level of engagement in these
organisations would be higher than average.

Nevertheless the findings are encouraging and compare
favourably with other studies into engagement levels. For
example, Truss et al (2006) found that 35% of employees
are actively engaged, with 57% moderately engaged.
Another study found that 29% of workers are engaged
and 17% disengaged (Seijts and Crim 2006). A study by
the Corporate Leadership Council (2004) found that just
24% of staff are highly engaged. The conclusion from the
Macleod Review (2009) is that levels of engagement in the
UK workforce generally need to be raised. Although our
findings are more positive, it is still the case that levels of
engagement could be higher.

Why do studies of engagement reveal such a different
picture? There are two main reasons for this. First,
different studies use different questions to assess levels of
engagement, based on how engagement is defined and
operationalised. Measures of engagement that incorporate
questions around employees’ understanding and awareness
of organisational strategic objectives, for example, will
always yield a more negative response as many employees
lack this knowledge. However, it could be argued that this
does not reflect the psychological state of engagement per
se. Other studies, such as our report for the CIPD in 2006
(Truss et al —in this report we used the May et al (2004)
measure of employee engagement), include questions on
employees’ willingness to work overtime and take work
home with them. However, we did not include questions
such as these in this current measure, which is based on
work we have undertaken since 2006 on the topic of
engagement that extends prior understanding. We wanted
to include questions capturing the extent to which people
engage socially with their colleagues, feel positively about
their work and think hard about how to do their jobs better,

rather than focus on long working hours. It is perfectly
possible to be engaged with one’s work during working
hours, but not work excessive overtime. Long working
hours may be indicative of other factors, such as a culture
of presenteeism in the workplace. Whereas engagement is
associated with positive benefits for the individual, such as
enhanced well-being, workaholism has been found to be
linked with negative health outcomes.

The second reason that studies report differing levels of
engagement is that different scales are used to record
employees’ views and the data are analysed and coded

in different ways. Here, we use a standard approach
recommended for academic research, giving respondents five
possible responses to each question. This is one of the most
common ways of recording and coding employees’ views.

These divergent approaches to conceptualising, measuring
and reporting on engagement can create a confusing
picture for managers wishing to understand engagement
and develop strategies for raising levels of engagement
amongst their workforce. Everyone will form their own
views as to how best to measure the engagement levels of
their own employees based on what is important to them.

It is, however, interesting that whatever the measure of
engagement used, the range of drivers and outcomes of
engagement tend to be quite similar across different studies,
and the general conclusion is that the majority of employees
are moderately engaged with scope to raise levels of
engagement overall.

KEY FINDINGS

e Eight per cent are strongly engaged with their work,
with the majority falling into an intermediate category.

e Eighteen per cent are engaged ‘daily’.

e Our measure of engagement incorporates three
dimensions: emotional or affective engagement;
intellectual or cognitive engagement; and social
engagement, each measured in terms of extent and
frequency.

e Levels of social engagement are lowest.

CREATING AN ENGAGED WORKFORCE | 7



CASE STUDY:
ServiceCo

ServiceCo is a support services partner in the UK providing
business solutions for clients across the local government,
transport, education, health and defence sectors. As a part
of a large European infrastructure and services group, the
company employs around 10,500 employees and is present
in over 200 locations within the UK. In 2008, ServiceCo had
a turnover of £1.49 billion and a profit of £86.5 million.

ServiceCo's vision is about transforming the nature of
services to the public. A strategy has been developed to
implement this vision, which focuses on being engaged
throughout all work processes. Hence, ServiceCo encourages
employees to take every opportunity to ‘go the extra

mile’ for the customer. ServiceCo has been interested in
engagement for several years. The company launched its
first employee engagement survey in 2006 and has been
conducting engagement surveys once a year since then. The
surveys have been supported by action plans around the
key issues arising. ServiceCo joined the Kingston University
Employee Engagement Consortium to get a more detailed
understanding of levels of engagement across different
groups of the diverse workforce.

A total of 2,500 employees working for ServiceCo in the

UK were encouraged to participate in the study. Those with
email access (1,500 employees) were invited to complete

an online questionnaire survey. A further 1,000 employees
without Internet access were given a paper version of

the questionnaire. A total of 1,157 questionnaires were
returned, providing a response rate of 46%. Additionally, 33
interviews with managers and employees were carried out.

ENGAGEMENT LEVELS

The results of the survey suggest that employees at
ServiceCo generally have very high levels of engagement.
Nine per cent are very strongly engaged and 77% are
strongly engaged. Fourteen per cent have a moderate level
of employee engagement.

‘| think on the whole most people would generally care
about what they do and the company they work for. | think
in my experience and the people | know and I work with,
it's not just a salary, it's not just a job, they do believe in

the company and their division and the work that they do.’
Development manager

Overall engagement frequency is even higher among
employees at ServiceCo, with 19% being engaged on a daily
basis and 66% being engaged once a week. Fourteen per
cent are engaged once a month and only 1% said they are
engaged only a few times a year. A director reflects upon the
high levels of engagement and at the same time points out
that it is important to continuously strive for higher levels.

‘ServiceCo does have an engaged workforce but you can
always engage more." Director

In the next sections we will consider three areas that are
contributing to high levels of engagement in ServiceCo —
employee voice, supportive environment and commitment — and
three areas where there is still some room for improvement —
engagement among manual workers, integration of workers
working remotely and well-being in some roles.

Figure 1: Extent and frequency of employee engagement at ServiceCo (%)
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EMPLOYEE VOICE

One of the most important factors impacting upon the high
levels of employee engagement at ServiceCo is the extent

to which employees participate in meetings and decisions
that are directly related to their job and are given a platform
to communicate their opinion about work-related topics.
Most employees feel highly involved in work-related matters,
could give their opinion and are listened to by management.

‘I think that culture encourages upward communication,
because | think people are very approachable.” Director

‘We can always come up with something and it's taken
through and it's dealt with. | certainly know on the projects
they have regular meetings with the side teams where
anyone who comes up with any initiatives or ideas, they are
always received and welcomed.” Supply chain manager

ServiceCo has implemented an innovation library as one
initiative to foster engagement across the organisation.

The programme encourages employees to share success
stories and ideas for improvement and relies on innovation
champions who capture new ideas and feed them back

into the innovation library. The innovation library is well
received among office-based staff; however, as the following
manager points out, ServiceCo could make even more use
of this tool if operational roles could be informed about the
innovation library and encouraged to use it more frequently.

‘We have got a best practice library with a lot of information.

I think office-based staff probably [use it] because they know
about it. I would query if operatives knew that we had an
innovation forum to put their ideas forward to.’

Marketing manager

SUPPORTIVE ENVIRONMENT

Another great strength at ServiceCo is the level of support
in the working environment. This refers to the level of
teamwork. As many employees at ServiceCo work in teams,
a supportive working environment is important as it enables
employees to feel comfortable at work and therefore

has a major impact on levels of engagement. Employees

at ServiceCo are very satisfied with the support they get
from their colleagues in carrying out their jobs. They feel
that colleagues help each other out whenever someone

is experiencing a problem, and that generally all team
members are committed to achieving common team goals.

‘Everybody is easy to get on with. Everybody works as a
team; we're all trying to achieve common goals. From other
organisations I've worked in there was what | call politicking
but there’s very little politicking within ServiceCo. Everybody
has got a common objective, common understanding and
people work in different ways and you need to understand
that but it's very friendly, very approachable.” Director

‘I think there’s a real teamwork ethos on a number of the
contracts.” Director

Most employees also feel very comfortable saying that they
could ‘be themselves' at work.

‘I've always found it a very, very comfortable working
environment with people I can actually get on with.’
Manager

‘Within my department, we're almost like a family, we look
after each other, we're very good at making sure everybody’s
okay.” Supply chain manager

‘ think the energy and the commitment that you get from
individuals from being part of a team far outweighs the
energy of the individuals as individual parts as it were.’
Manager

COMMITMENT

Following the positive comments above it is not surprising to
find that ServiceCo employees have high levels of commitment
to their department. Many employees indicate that they
experience a strong sense of belonging to their department and
would be happy to spend the rest of their career there. The high
levels of commitment are closely associated with the good levels
of teamwork and clearly contribute to the organisation’s high
levels of engagement. Many employees are committed to do a
good job and put a lot of effort into their work.

"You go to any of our schools and you will find the cleaners
are all very, very committed; if they can’t do something to
the best of the quality that they want they get concerned
about it.” Director

‘Generally, we have a very committed workforce who will
stay here as long as there is a job to be done.” Manager

CREATING AN ENGAGED WORKFORCE | 9
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Commitment levels with respect to ServiceCo as a whole are
slightly lower, but still on a satisfactory level. A good part

of the workforce feels emotionally attached to ServiceCo
and are proud to work for the organisation. Therefore,
many employees do recommend ServiceCo as a good place
to work to friends and family. This is mainly attributed to
the development opportunities available and because they

consider ServiceCo a ‘very dynamic and exciting place to be’.

Manager

Hence, related to the high commitment, employees show a
very good level of advocacy for their company.

‘| think there are currently five people who are working in
ServiceCo that | have recommended.” Director

‘People who work here will get people into the business,
either friends or family even. | have a father and son team
working for me within my team.” Manager

MANUAL WORKERS

Although engagement levels at ServiceCo are generally very
high, manual workers are significantly less engaged than other
employee groups within the company. This finding is consistent
with other companies employing manual workers and
ServiceCo are ready to address this within the coming months.
Manual workers at ServiceCo indicated some major points of
dissatisfaction. When asked about what could be improved

in their working life, they expressed a need to improve
communication between the workforce and management.

‘[The one thing which would help improve my working
life is] better communications between employees and
managers.” Manual worker

‘Communications with my line manager and project
manager are very good, communications with higher
management are less effective.” Manual worker

‘It would be nice for the senior management to meet the
staff.” Manual worker

‘Understanding by senior managers of how difficult the job
can be would improve my working life.” Manual worker

Manual workers at ServiceCo also indicated that they would
like to get involved more in decision-making and also would

like to get more training to improve the way they are working.

CREATING AN ENGAGED WORKFORCE

‘[I'would like] to learn more skills.” Manual worker

‘To better me for the job the organisation should provide me
with regular training in health and safety, new techniques of
machinery and IT literacy.” Manual worker

Further topics arose around the quality of the equipment,
the role of line managers and better work-life balance. As
a result of the lower levels of engagement among manual
workers, ServiceCo has put an action plan in place to
improve the work experience of manual workers.

EMPLOYEES WORKING REMOTELY

A second area for improvement, which is closely related to
the previous topic, is about employees working remotely. As
ServiceCo is present in over 200 locations across the UK, many
employees work in small teams at some distance from the
head office. In the survey, many remotely working employees
feel that they received little attention and information from
the head office. They indicate a strong preference to see their
managers more often to increase mutual understanding of
work objectives and work environment, raise awareness of
problems occurring on remote jobs, and discuss new ideas or
areas for improvement.

‘We're out on a limb in the north of England and we very
rarely have senior management come and visit so we don’t
feel part of the whole with ServiceCo. It would be nice to see
more engagement from the senior management.” Manager

"You do hear of people who don’t get communicated to and
feeling left out and I don’t know whether it's the barriers

or it's the managers or whether they're not given the talks,
which may be the case. It's especially in remote areas it could
be that there’s more work to do there.” Manager

The implication of having employees working remotely and
the difficulties in managing them are also recognised by
some top managers.

‘Communication is not a challenge but something we have
to work very hard at because we employ 8,500 people
within the group and many of those are part-timers that are
very remote from head office and quite remote from their
contract bases.” Director



‘| encourage face-to-face meetings. | have two senior
managers that work for me and even though the teams
are quite remote they will meet with them on a face-to-
face basis as regularly as possible, given the constraints of
travelling of course.” Director

‘I just think it's down to the simple kind of human need

for that kind of contact and it is more difficult if you are
managing remotely. It requires people to be more mature in
their attitude and more self-contained and not everybody is
like that.” Director

However, although individual top managers are aware of
these challenges and take necessary steps to integrate
remote workers by making efforts to meet them regularly,
ServiceCo would benefit from organisation-wide processes
considering the management of remote workers.

WELL-BEING

In general, employees at ServiceCo experience high levels of
personal well-being. A large majority of staff feel that their
work is highly sustainable and they are therefore able to
continue working at their current pace. However, comparing
the levels of well-being across different groups at ServiceCo
reveals that contract managers experience significantly higher
levels of stress. They feel burned out more often and also have
a less favourable work-life balance. The reason for the high
workload is that on top of being involved in managing their
own contract, especially the most experienced and hard-
working contract managers are often drawn into bidding for
new contracts. Although employees generally like the team
effort and the atmosphere during bidding periods, which they
describe as motivating and exciting, the work-life balance
goes wrong when they are involved in too many bids during
the year.

‘I think people are willing to go the extra mile to put in the
bid, they can be very hectic and very time-consuming and

a lengthy process and I think that when push comes to
shove people are willing to help out, step in and do what's
needed for the company and their team and for themselves.’
Manager

‘The work-life balance sometimes goes wrong, particularly
around bids going in, you know they get very intense when
there are very significant bids going in, so the work-life
balance probably goes the wrong way." Director

‘We have gone through a period where we have been
extremely stretched with the amount of bids that we've
done and last year | think I've been involved with six, seven
bids and some of these have been long days, long weeks,
long months. Not only that, in my area I've had one contract
that was not performing terribly well so we've been looking
to improve the performance of that during the last year.’
Director

‘When there’s a lot of bidding it's really poor, you have no
life.” Manager

ServiceCo should therefore monitor these roles more closely
to ensure that contract managers can cope with work
demands, and measures such as stress management training
courses and health initiatives should be considered where
potential problems arise.
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A Engagement across different
organisational contexts

Fifty years ago, the American political scientist Wallace Sayre
(1958) argued that public and private organisations are
‘fundamentally alike in all unimportant respects’. Since then,
organisations have been transformed by new technologies,
financial systems and management methods. In recent
years, public organisations have been encouraged to
become more ‘business-like” by adopting the management
style and processes used in private organisations (Boyne

et al 1999). Research conducted by the CIPD has shown
that work practices, such as carefully planned recruitment
and selection, targeted training and equitable rewards, are
significant drivers for organisational success. These practices
are increasingly being implemented by managers in both the
public and private sectors.

As this report shows, employee engagement has emerged as
a useful way to measure the relationship between employee
and employer. In this section, we compare the engagement
levels of employees across the public and private sectors.
We draw on the evidence from three public organisations
—an NHS trust, local authority and central government
agency — and five private sector organisations — including
manufacturing and service industries. In particular, we
consider similarities in the experience of work and explore
how organisational context may contribute to differences in
engagement levels.

ENGAGEMENT STRATEGIES ACROSS THE PUBLIC
AND PRIVATE SECTORS

Our research reveals that organisations in many parts of the
UK economy are actively pursuing strategies to raise levels of
employee engagement. The management initiatives we have
observed take many different forms, paralleling the diversity of
organisational needs. As the MaclLeod Review recommended,
organisations need to find their own definition and approach
contingent with organisational context (MacLeod and Clarke
2009). We have observed two broad trends across the public
and private sectors (Boyne 2002).

First, we found that many organisations now regard
measures of engagement as the most significant measure of
employee attitudes or experience. Based on either a single
question or several questions to make a composite measure,
engagement has been incorporated into annual employee
attitude surveys. For example, the NHS annual survey
includes questions such as ‘I am enthusiastic about my

job’, “time passes quickly when | am working’ and 'l often
do more than is required’. The Civil Service has a measure
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of engagement based on the ‘say, stay and strive’ model.
Related survey questions focus on employee advocacy

and whether employees are happy to remain with their
organisation for the foreseeable future. Many organisations
in the private sector are also incorporating measures of
engagement into annual surveys. We have seen evidence
of this in small, medium and large companies and across
different industries.

Second, ‘engagement’ has been used within organisations

as a more general term to describe workplace approaches

to improvement. For example, several private companies

we studied used suggestion schemes under the banner of
engagement. A local authority we studied is using an ambitious
programme of employee involvement to engage staff. Often,
engagement initiatives are linked to training and mentoring.

Our research suggests that there are no consistent or
distinctive differences between public and private sector
strategies around employee engagement. In some cases,
there are more similarities between sectors than within
them. Particular initiatives depend on senior management
style and corporate strategy, but also on the size of the
organisation, the type of workforce (for example skill level)
and the type of work (for example work environment and
location). Furthermore, external assistance is often provided
by management consultancy and research organisations,

in which case, particular approaches in both the public and
private sectors reflect the preferred method of the consulting
firm. Individual organisations have tended to give their
employee engagement strategies distinctive branding, but
the details and underlying initiatives are often very similar.
One difference we did find was that public organisations are
more likely to share and collaborate with the development of
engagement methods. We found examples of groups being
set up within local government, the NHS and the civil service,
where managers are coming together to discuss employee
engagement and sharing ideas for improvement. This has
tended not to be the case in the private sector, where
competitive pressures mean companies are more likely to
pursue their own approach, often at considerable cost.



CASE STUDY:
LocalGov

With more than 50,000 employees, LocalGov is one

of the largest local authorities in the UK. Many local

services are managed in ten geographic constituencies

and decentralisation of duties is supposed to continue in
the future. In collaboration with the community and local
strategic partners, LocalGov has developed a strategic

vision for the city, which centres around ‘being a global city
with a local heart’. LocalGov has identified several areas of
improvement to turn the vision into reality and works closely
with its partners to achieve this.

The council has undergone significant changes and
restructuring initiatives in the past. A major change involved
the revision and alignment of pay structures in accordance
with new national guidelines following the Single Status
Agreement, which was signed between local government
and trade unions in 1997 to streamline all pay scales into
one. Further changes will follow over the next few years.

In 2006, internal employee surveys indicated that employees
at LocalGov felt disempowered and were not very motivated.
As a response to these findings, LocalGov became interested
in the topic of employee engagement and decided to initiate
the BEST (Belief — Excellence — Success — Trust) programme.
This council-wide initiative aimed at involving employees

in change management and decision-making by running
workshops and empowering teams. The central idea behind
BEST is to give employees a voice and provide them with a
platform where they can give their opinion and share ideas
for improvement. The initiative is generally well received
from the employees; however, they also point out areas that
still need more development.

‘The BEST team are really, really working hard to do it, because
things have come and gone before. So | think it is starting to
embed itself. There’s still a huge amount of cynicism out there
and it's so important to get it seen as something that'’s integral
as opposed to yet another thing we've got to tick the box on.
But | think it's moving that way but then you see I'm closer to it
than other people.” Policy manager

‘If you've got enthusiastic leaders then it seems to work. Last
year we had a leader that wasn't particularly enthusiastic
and nothing seemed to be carried forward from that. | think
it is very indicative of who you've got doing the team leader
role." Team manager

Following the launch of the BEST programme, LocalGov
decided to join the Kingston University Employee
Engagement Consortium to further strengthen their
knowledge about engagement and identify areas that could
be further improved to strengthen levels of engagement
across the workforce.

All employees working for LocalGov in the UK were invited
to participate in the engagement survey. A total of 1,198
questionnaires were returned, providing a response rate

of 2.4%. Additionally, 21 face-to-face interviews were
conducted with different managers, including HR managers,
team managers and service area managers.

ENGAGEMENT LEVELS

The results of the survey indicate that LocalGov generally
has an engaged workforce. Seventy-five per cent of the
respondents indicate that they are strongly engaged and
7% are very strongly engaged. Seventeen per cent have a
moderate level with respect to the engagement extent. In
terms of engagement frequency, the results are similarly
positive, with 17% being engaged daily and 65% being
engaged on a weekly basis.

‘Oh most of them would go the extra mile, there’s probably a
couple who wouldn’t but the majority of them would always
go the extra mile." Team manager

‘Eighty per cent [really care about job]. | know that for some
of them, if we’d have been high up on that list of closures,

it would have really affected them, particularly some of the
older ones who just want to get to retirement now and enjoy
the job they're doing and do it quite well.” Team manager

The high levels of engagement in LocalGov are closely
related to the nature of work and the ethos of being a local
government employee. As one manager puts it: ‘It's the
nature of the work as well, if you're dealing face to face with
the public or you're a social worker or a childcare worker, so
there’s that element.’

In this case study we will consider which engagement-related
aspects LocalGov is managing well — job-related skills and
flexible working opportunities — but also discuss which other
engagement strategies could be implemented to further
raise levels of employee engagement among the workforce —
communication, appraisal process.
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Figure 2: Extent and frequency of employee engagement at LocalGov (%)
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JOB-RELATED SKILLS

One of the biggest strengths within LocalGov that clearly
contributes to the level of engagement is a close match
between the content of the individual roles and their

level of skills. Almost two-thirds of respondents feel

that they possess the necessary skills to carry out their

job at the required standards. Employees appreciate the
amount of training they are provided with, which they
feel is exceptionally high compared to other organisations,
especially in a difficult economic climate.

"Yes, most of them [are right for their job], they're quite
good. What we find though is that as technology moves on
we need to keep up to date you know and as new things
come out, in the IT world that's very regular and so people
need to be acquiring skills. So for us training is quite a critical
thing.” Service manager

‘Training is offered, it must be one of the few organisations
that still places a great emphasis on training its employees
because the first thing in a recession that goes is the training
budget, isn't it?" Head of service

‘The training opportunities, | wouldn't have got them
anywhere else.” Head of unit
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FLEXIBLE WORKING OPPORTUNITIES

Flexible working opportunities have been linked to high
levels of engagement in many studies. LocalGov offers a
variety of opportunities for their employees to work flexibly.
As one HR manager explained, LocalGov tries to comply
with all employee requests within the limits set by the need
for service within the council. Flexi-time is the most popular
working arrangement employees apply for and about
two-thirds of the respondents have the possibility to work
under a flexi-time arrangement. Other popular working
arrangements include homeworking, shorter working weeks,
annualised or compressed hours and term-time contracts.

‘The head-office-based staff, we try and fit in with what
people want. If they want to do a nine-day fortnight, we try
and arrange that.” Head of service

‘| think generally we encourage flexible working. There’s
nothing about what | see that doesn’t realise that people
need to be flexible.” Manager

‘Flexible working arrangements for people who need it,
they’re quite sympathetic to people’s needs.” Manager



But also within the regular set of working hours, managers
have some discretion to give employees some flexibility if
needed, which is also appreciated by the employees.

‘If ever my son is ill and I ring up and say “look we're taking
him to the doctor,” | would never get a “well, that's not
acceptable.” I've always, always had a positive response in
that regard and | likewise would do the same with my staff.’
Manager

‘If they want to take some of their time owed, time in lieu |
always try and help them, so | guess there’s flexibility there.’
Manager

COMMUNICATION

There are many changes and restructuring initiatives

going on at LocalGov. In general, employees feel that
communication processes around these changes do not
always function optimally. For example, a major change had
been reported in the media before the news of the change
had been given to the workforce, so that the staff got their
information from a local newspaper. Employees indicate that
they often were not informed thoroughly about the details
of the change and were only given information sporadically
instead of on a regular basis. Also, employees perceive
communication as inconsistent across different teams
depending on the level of information and communication
abilities of their respective line manager.

‘We've all had a briefing that explained why the restructure
was taking place. The only problem is the length of time, |
mean we're talking about April and this was October time
that this was communicated to us. And it's a long time to
have in the back of your mind — “what’s going to happen,
what’s going to happen?”’ Team manager

‘So you'd report back and | know some managers just didn’t
report back to their staff, didn’t tell them what was going on at
all and didn’t make any attempt to interpret it.” Unit manager

Consequently, communication processes around the
restructuring and downsizing of the workforce have a
somewhat negative effect on the relationship between
managers and employees. Trust between both has worsened
considerably following the changes, which impacts levels of
engagement among the workforce.

‘I think a lot needs to be done on trust, working on trust.
In fact we had a conversation about that this morning at
one of the meetings we had, you know that there’s still
huge amounts to do to actually empower and build the
self-esteem of the staff, you know it's a uphill battle really
and particularly when messages are coming out from the
leadership about, you know, flex systems, getting rid of
middle management, sloth, getting rid of sloth, you know,
so | think there’s messages that are not about trust.’

Policy manager

APPRAISAL PROCESS

Although HR practices and policies are perceived well within
LocalGoyv, the appraisal process is a concern throughout

the organisation. Almost half of the respondents indicate
that they are either dissatisfied or very dissatisfied with

their appraisal process. One of the major concerns is

that objectives are often abstract and not broken down
adequately to the individual level.

‘The council has very aspirational, abstract objectives which

| don't really know what they mean. We're going to have a
“greener city”, well what does that mean? They're sound-
bites, they're political sound-bites. From a practical point of
view, to convert that into something that's meaningful to
the staff, that's very difficult. So | think one big improvement
would be to have clearer meaningful objectives set by the
council that can be more easily interpreted and adopted by,
you know, as this thing cascades down. So that's a practical
problem | find.” Manager

Managers are unhappy with the appraisal process as well.
They feel that it was too rigid and does not allow for enough
flexibility. They also respond that they do not have enough
time to effectively conduct an appraisal with all team
members.

‘Performance management is not very successful because it's
very prescriptive at the moment, although again it's going
through a review at the moment so it may improve. But at
the moment it's very prescriptive, you have to have done X, vy,
z by this time and if you haven’t there’s no leeway whereas
everybody develops at different levels, at different speeds
and in different ways and if you could be more flexible in
the way that you can develop the members of staff then it
would be more effective.” Team manager
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ENGAGEMENT LEVELS ACROSS THE PUBLIC AND
PRIVATE SECTORS

We now consider what our research can tell us about
differences in engagement levels across public and private
organisations. Here we distinguish between engagement
‘extent’ — the overall strength of experience — and engagement
‘frequency’ — how often employees feel engaged at work. The
results suggest that public sector employees are slightly more
engaged on the extent measure, with 72% being engaged
compared with 69% in the private sector. However, the
difference is small. When looking at the frequency measure,
there is a more pronounced difference, with private sector
employees being engaged more often. Twenty per cent of
private sector employees say they are engaged every day,
whereas 16% of public sector employees feel this way. We can
look into these findings in more detail by considering how the
different dimensions of engagement — social, intellectual and
affective — compare between the two sectors.

Our findings for social engagement suggest that employees
in public organisations experience a stronger connection

to work colleagues and with more frequency than those

in the private sector. For instance, public organisations are
more likely to have cross-department meetings to discuss
problems and potential solutions. Government organisations
at both local and central levels are keen to get teams and
departments actively thinking about solving local problems
through improvement initiatives such as ‘lean’.

One possible reason for this is the inherent ‘openness’ and
‘permeability” of public organisations. In contrast to private
organisations, where it is possible to create a relatively direct
organisational hierarchy in which senior managers enjoy
considerable decision-making power, public organisations
must keep their boundaries open to the scrutiny of politicians
and the public. We found that it is often the role of public
managers to promote organisational communication and
knowledge-sharing, frequently through the use of IT. Public
organisations are increasingly looking to consult and involve
their employees in a way that is enhancing the transparency of
organisational processes. Furthermore, the interdependence of
many public organisations, such as civil service agencies, may
create a need for public organisations to collaborate more
than private organisations. Although there has been a move
towards targets, league tables and public ‘choice’ throughout
English public services in particular, there is significantly less
competition than in the private sector, where companies
compete for limited market share.
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Although public organisations display higher levels of social
engagement than their private sector counterparts, this

does not mean public organisations are all highly effective

at socially engaging their staff. We saw instances of low
take-up of involvement initiatives among some employees

in both local and central government. In particular,
managers reported that because of the permeability of some
government workplaces, employees had become apathetic
to the influence of involvement initiatives. Organisations in
the public sector have more formal procedures for decision-
making, and are less flexible and more risk-averse than their
private sector counterparts. Conversely, private organisations
are less likely to place significant emphasis on knowledge-
and idea-sharing but, in the pockets where this is occurring,
it is often more successful due to the flexibility and control of
senior managers.

The findings for affective engagement suggest that private
sector employees are more strongly and more frequently
emotionally connected to their work. This finding may
stand in contrast to theoretical predictions of ‘public service
motivation’ — the idea that public sector employees are
intrinsically motivated by a concern to serve public citizens.
For example, we might expect the prime motivation for
clinical staff working in the NHS to be the immediate

health needs of patients under their care. While public
sector employees do show a strong emotional attachment
to their work, private employees appear to experience

a stronger connection. A possible explanation for this is
again the competitive pressure of private sector working
environments. Rather than through a concern for service
users, private sector employees must face constant pressures
to survive economically in the marketplace, which can place
a psychological burden on them. We spoke to employees
who felt a persistent emotional pressure to take work home
because of work demands and the competitive culture of
their organisation.

Our interviews with staff suggested that workloads are
increasing in many areas of the public and private sectors,
with particular strain being placed on first-line managers.
The time-frame of our research has picked up the effects of
the economic recession on employee experiences. This has
had a more immediate effect in the private sector over the
last few years but is likely to have increasing ramifications for
public employees in the near future.



The results suggest, on average, that public sector employees
are more strongly and frequently intellectually engaged than
private sector employees. This measure varies widely in both
sectors depending on the type of work and the seniority of
staff. Senior managers are almost always more intellectually
engaged than junior staff. We found that employees in
manufacturing and administrative roles are often the least
engaged on the extent measure and that professional
groups, such as hospital physiotherapists or accountants,
tend to be more engaged.

This research has suggested that employee experiences
across public and private organisations are becoming
increasingly alike. There are few consistent differences

in engagement strategies and initiatives between the
two sectors, and survey evidence shows that the overall
engagement levels are comparable. If Wallace Sayre
could comment today, he might argue that public and
private organisations are becoming alike in all important
respects. Nevertheless, we have found some differences
in the dimensions of engagement. In particular, public
organisations are more likely to engage their staff socially
whereas private organisations provide an environment where
employees are more likely to be emotionally engaged.

In the next section, we explore the relationship between
individual factors, such as age, gender, job status and
contractual arrangements, and employee engagement.

KEY FINDINGS

e Many organisations measure engagement and have
specific engagement strategies across the public and

private sectors.

* Public sector employees are more strongly but less
frequently engaged than private sector employees.

CREATING AN ENGAGED WORKFORCE
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CASE STUDY:

GovDep

GovDep is a large government department that covers
several customer-facing business areas. This case study is
based on one of the larger agencies within the department.
The agency has offices in various locations across England,
including the south-east, the midlands and the north. Core
values of the agency include ensuring an accurate, rapid and
joined-up service based around customer need; improving
value for money for the taxpayer; and reducing levels of
service error. At the time of the survey, the agency employed
over 16,000 people and their services are used by around

15 million customers in the UK.

The agency has recently undergone considerable change as a
result of a merger between two previously separate business
units. This has led to a new management structure and
around 1,000 job cuts. Like many areas of the civil service,
there is an efficiency drive with overall reduction in financial
allocation for the next three years.

The department has been interested in employee
engagement for several years. This interest stems from

a drive to renew employment practices and processes as
part of a wider agenda of government modernisation. The
agency now conducts an annual staff survey that feeds
into improvement activities and has an increased focus

on employee involvement initiatives. The majority of the
agency's employees work in an office environment. There
is an emphasis on employee development, coaching and
teamwork. There is also careful attention paid to diversity
and equal opportunities. Sickness absence rates have been
relatively high in the agency over recent years and a new
performance standard for sickness has been put in place
with the aim to reduce sickness absence to fewer than 8.3
average working days.

GovDep joined the Kingston Business School Employee
Engagement Consortium to help develop new initiatives
around employee engagement as part of recent changes
in the agency. The department already has a policy on
engagement and this research process is intended to feed
into that work. The engagement research was conducted in
two stages. First, a sample of 1,400 employees was invited
to complete an online questionnaire. From this sample,
571 online questionnaires were returned, providing a total
response rate of 41%. Second, 20 face-to-face interviews
were conducted with a range of managerial staff.

There are standardised management grades across the
agency, including: Executive Officer (EO), which is the first
management level responsible for teams of operational staff;
Higher Executive Officer (HEO), which is the next level up
from EO and has responsibility for groups of operations or
decision-making teams; Senior Executive Officer (SEO), which
has responsibility for wider units of operation; and Grade 7,
which is a middle management grade.

ENGAGEMENT LEVELS

The results of the survey suggest that GovDep has a generally
engaged workforce. Seventy per cent are ‘highly” or ‘very highly’
engaged overall. Twenty-nine per cent are moderate or unsure,
while very few people had low levels of engagement. Findings
with respect to engagement frequency are similar. Almost 70%
are engaged on a regular basis; however, 28% engage only
once a month. These results may in part reflect the uncertainty
at this time of change within the organisation. Early analysis of
the data from GovDep uncovered two main areas of strength
that contribute to engagement — work-life balance and a
supportive social environment — and two areas that could benefit
from some attention to improve engagement — leadership
development and employee involvement uptake.

Figure 3: Extent and frequency of employee engagement at GovDep (%)
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WORK-LIFE BALANCE

Work-life balance is a considerable strength in the
organisation. This was praised by many managers and scored
highly in the employee survey. The flexi-time system is the
jewel in the crown of employee practices at GovDep. Staff
can accrue up to four days of flexi per month within the
core hours of 7am—7pm. Interviewees felt that this is a main
attraction for staying at the organisation, particularly for
people with family responsibilities such as childcare:

‘I think that's one of the plusses really in the civil service, the
work-life balance. The flexi is something that | think most
people would be lost without and that’s one of the things
that maybe they look for from other things really, the flexi
and | mean | think it's 37 hours a week we work, which is
not that bad really and with flexi, that you can have flexi,
afternoons off, you know, a day off.” EO

Research participants report that the attention to work-life
balance meant that individual workers could create a work
pattern that was most appropriate to them. For example,
one manager said that some staff prefer a late start, so they
work an 11am-7pm pattern, whereas others like getting in
at 7am every day.

SUPPORTIVE SOCIAL ENVIRONMENT

Another main strength at GovDep is the level of social
support in the working environment. If employees are
struggling with their workload, then their team members
and immediate line manager will pick this up and try

to provide them with the help needed to improve their
confidence.

‘I mean most managers who I've worked for have been
supportive. | think the support you get with regards to, sort
of like, meeting targets and things...you know, I've worked
a lot in the outside industry and I think as an employer, | can
only think of one employer that was better than [GovDep].’
HEO — operations

Most interviewees feel that there is a strong sense of
teamwork in the organisation. However, there are some
signs of change in this respect due to the job cuts across
the agency. With the threat that some people within teams
will lose their jobs or be relocated, individual team members
were behaving more competitively towards their colleagues
and not helping them out as much as they would normally.

LEADERSHIP AND PERFORMANCE
MANAGEMENT

An issue of concern at GovDep is the way leadership
capacity is developed. There is a feeling that often individuals
are promoted into EO or HEO positions without having the
core set of management skills, particularly interpersonal and
mentoring skills.

‘Give them the managers’ skills to manage people and make
them people-focused, they need to be able to see that they
can get more done by involving the staff...We do need
technical experts but not in management. Look at what
management training we're actually giving to them, not this
e-learning as it goes on." HEO

A common concern is the type of training people were
given. GovDep makes use of ‘e-learning’ techniques for
training where individuals can take a course on topics such
as coaching or appraisals from the comfort of their work
desks. However, this is seen as an ineffective way to learn
new skills because it lacked people interaction and what
people called a ‘learning environment’. One manager
commented that you can put a sticker on your chair to show
people that you are training, but this does not take you

out of the busy and distracting office environment. They
reflected that it was very difficult to learn management skills
from the computer screen. The agency does provide other
types of training, including face-to-face classroom training,
as part of an overall ‘blended learning’ approach.

A related problem is the lack of performance management
skills at some management levels and the ability of managers
to deal with underperformance. Although, as discussed
above, there are good levels of support within the office
environment, there is a reluctance or lack of ability to make
difficult decisions and motivate consistent underperformers.

‘So I don’t know whether or not even the team leaders have
succumbed to the personality of the team members within
the team and | suspect there’s a little bit of that because
there seems to be a lot of...rather than leading the team,
being part of the team, too many soft decisions are made to
keep the peace.” HEO

Some feel that this is symptomatic of the wider culture
within the agency of not dealing with poor performance.
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‘| think a small percentage of staff were moved and moved
and moved, moved on, moved on, moved on where they
should have addressed the problems. So they were moved
on because they weren’t doing very well in their previous
role but then it still carried on? Yes, just being moved on.’
HEO

As the words from the HEO above suggest, there is a
tendency at times to just move bad performers into other
roles, thereby making it another manager’s problem without
tackling the underlying problems of the underperformance.
This is also seen to occur in performance appraisals in the
past but was improving with the introduction of a new
appraisal system.

‘What happened was that in previous years managers...it's
easier for the manager to give people a higher box marking
because it shuts them up really and therefore when this new
system came in a few years ago people who were getting
box ones and twos suddenly were down and the majority
had three.” EO

It is important to note that the issue of leadership
development is not simply a problem with management
practice but is also an issue of how willing staff are to
engage with development opportunities. In some areas,
managers suggested there was an apathetic reaction,
or even resistance, from staff towards taking on more
responsibility and developing leadership skills.

"Yet as a manager, trying to get my staff to take on
development opportunities is like pulling teeth, they just
don’t want to do it, they just want to come in, do the job
and go home. So | actually find [GovDep] quite frustrating
with all the...I think they do too many staff surveys and
we...not being funny but | think we mollycoddle the staff a
little bit." HEO

‘When you work in an organisation and you ask [almost one

hundred] people “does anybody want to team lead” and
none of them says “yes”, that says a lot, doesn't it?" HEO

CREATING AN ENGAGED WORKFORCE

EMPLOYEE INVOLVEMENT

A further challenge for GovDep is encouraging the take-up
of involvement and improvement initiatives. The majority of
managers feel that there are many opportunities for staff to
feed ideas to managers and share ideas among teams, most
commonly through team meetings. However, the take-up
from staff, particularly at the lower levels, is not very strong.
Some managers feel that the type of work many operational
staff are undertaking means that they do not have time
away from their usual routines to take part in improvement.

‘| think to a certain degree people are just busy churning out
the work and there isn't always the time to [come up with
ideas]. I think you try to do that and certainly in our team
we try to share ideas and have a regular team meeting with
our manager, usually once every fortnight, where we all get
together and we put any items we want on the agenda and
often we have quite long discussions because we all have
different ideas and we try to come to a consensus.” EO

‘I would say my people have got opportunities; like it doesn’t
stop, it's continuous.” HEO

‘If you are asking me — do people naturally come up with
suggestions and ideas to improve things — it's a simple “no”.
Team leaders do but the people on the teams don't." HEO

One HEO talked about helping his or her staff with filling out
a suggestion form with ideas for improvement. However,
there was some cynicism as to the extent to which these
improvement mechanisms really fed into the management
decision-making chain.

‘[The suggestion form] was a practical thing that she could
do — [I said] “look, we can do it now, come on let's get on
with it and get it done” — and so that was great because it
made her feel involved and things. She probably hasn't got
a hope in hell of changing it really but you never know, but
she’s feeling that she’s contributing.” HEO

A final opportunity for improvement is around cross-
functional working. Several senior managers feel that

there is scope for more learning across business units, both
within the agency and more widely across the government
department. For example, one manager had the ideas that
groups could meet every quarter based on geographical area
to discuss changes and ideas for improvement.



Engaging different employees

Through our data we were able to explore whether there
are any differences between the engagement levels of
various employee groups. First, we considered demographic
variables.

We found some interesting variations. For instance, we
discovered that women are significantly more engaged
overall than men: while 74% of women report being
moderately engaged and 9% strongly engaged, 68%

of men are moderately engaged and 7% strongly
engaged. This reflects the findings of our previous report
(Truss et al 2006).

In terms of caring responsibilities, it was interesting to note
that employees with dependent children report significantly
higher levels of engagement than those without. Eighty per
cent of people with children report being moderately or
strongly engaged, compared with 77% of others.

We also explore the link between age and engagement.
Younger people below the age of 25 are significantly

less engaged in terms of both extent and frequency of
engagement. This corroborates the findings of our earlier
research (Truss et al 2006).

Next, we explored associations between working patterns
and engagement. Full-time employees are significantly more
engaged with their work than part-timers in terms of both
extent of engagement and frequency. Those on permanent
contracts are similarly significantly more engaged (78%)
than temporary workers (74%). The quote below illustrates
the destabilising impact that temporary contracts and
continuous change can have on employees:

‘[The frequent change] feeds people’s cynicism about when

the organisation has changed like — we've done this before,
we've had this, we've had that, we've had the other —and |
think it would help if it [the change programme] was sort of
longer term.” Manager, public sector

Managers are significantly more engaged than non-
managers and, in general, we found that those in
professional or managerial roles are the most engaged.
While 88% of managers report being moderately or strongly
engaged, this is true for 71% of others. The quote below
illustrates the way that job content may impact on people’s
attitudes towards their work:

‘Yeah, too routine, they've been doing it for years. | would
be very surprised if you found they were satisfied, I'd say
they were not satisfied. The only thing that keeps them is
probably the money. That's not being cynical but the jobs are
quite well paid and that's why a lot of them are still here.’
Manager, public sector, speaking of their direct reports

‘Working here? It's very varied. | like that with the
department and it's busy, you know, | mean I’'m never going
to be bored, ever, which is great, | like that aspect of it.’
Manager, public sector, speaking of their own job

Employees on flexible contracts emerge as being more
engaged than others in terms of both extent and
frequency of engagement. Again, these findings broadly
reflect those from our previous report (Truss et al 2006).
However, tensions can arise within flexible roles as people
sometimes struggle to manage a heavy workload within
restricted hours:

‘I filled out a job satisfaction survey this morning and | think
| would have scored — oh my god, why are you working at
all?...ask me when everybody is back at work and I'm not
covering for people. There are a few weeks when | think —
yup, | can cope with this, and there are other weeks when |
think — oh my god, I'm glad I'm only job-share — but | think
that might be part of my problem...I try not to take work
home, | did it this week.” Manager, public sector

Generally, however, we found that senior managers
appreciate the importance of work-life balance and flexibility
and try to set a personal example for their staff:

‘| think over the years I've toned the number of hours down.
| think it's important for people like myself to set an example
there, and as | say, | try to influence others and | feel that if
they’re going...or they're travelling, they're coming to work
and they’re travelling at night, and I say, “oh no, you're not
doing that.”" Senior manager, construction

Looking broadly at our data on individual differences

and engagement, it seems that there is a link between
job type and engagement. Younger workers typically

have less interesting and involving work to do than their
older counterparts, which may explain their lower levels
of engagement overall. Similarly, managers may be

more involved in decision-making processes within their
organisations and experience greater autonomy than non-
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managers, which may explain why their engagement levels
are significantly higher. It is difficult to explain why women

are more engaged in their work than men. Further research
is needed to explore these issues in more depth. In the next
section, we consider which managerial strategies have the

most impact on levels of engagement.

KEY FINDINGS

e \Women are more engaged than men.

e Younger workers are less engaged than older workers.

¢ Those on flexible contracts are more engaged.

¢ Managers are more engaged than non-managers.
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Strategies for engagement

Previous research has identified a range of workplace
strategies that impact upon levels of engagement. We ran
statistical tests to find out whether we could see a similar
pattern across our organisations and analysed the associations
between meaningfulness, perceptions of managers, employee
involvement, HR practices and engagement.

MEANINGFULNESS

The extent to which employees find meaning in their work
has a substantial impact on how they feel about their
working life in general. Employees who believe that their
work is important and that they can make a difference have
much more positive perceptions about their work and their
work environment. Previous studies have demonstrated
the positive impact of meaningfulness on employee
engagement (Cohen 2008, Kahn 1990, May et al 2004).
The data in our study largely confirm these findings by
demonstrating that having a meaningful job is the most
important factor influencing levels of engagement. This is
true for all types of worker in all kinds of jobs.

Our study demonstrates that about two-thirds of all
respondents find meaning in their work, compared with 8%
who do not find their job personally meaningful. Employees
who are able to relate their tasks to a broader context and
feel that they can make a difference have higher levels of
motivation and are more likely to be engaged.

Figure 4: Meaningfulness (%)
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‘| am providing an essential service for several hundred
thousand people, in fact probably for half a million
people. So in that context, my job is very meaningful in
terms of my customers, my client. | provide a meaningful
service to them. And | think it carries with it a social and
environmental and corporate responsibility which makes it
meaningful as well.” Manager, EnvironmentCo

The above quotation shows that where people can see the
impact of their work on other people or society in general
then their jobs are seen as more meaningful.

The nature of the organisation might facilitate this process
and help employees find their jobs meaningful. Traditionally,
public sector employees have been regarded as having

a distinctive work ethos that stands in contrast to the

profit motive of private organisations. Our analysis shows
that individuals working for public sector organisations

find greater meaning in their jobs, compared with their
counterparts in the private sector.

‘Local authorities are not in the game that people are
running off doing all sorts of things on their own. The work
has to have some meaning and some purpose, it can't be
just somebody “Oh | fancy doing this task this week."”
We're in the wrong job for that kind of thing.’

Team manager, LocalGov

High

Very high
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Moreover, meaningfulness is largely attached to the type of
work individuals are asked to carry out in an organisation.
Our analysis reveals that managers find it easier to see the
importance of their work compared with non-managers; and
professionals and senior line managers perceive their jobs to
be highly important, whereas process, plant and machine
operators and other low-skilled workers less frequently relate
to their jobs on a personal level.

Besides these contextual factors, managers are essential in
helping individuals find meaning in their work. One way to
facilitate this is through regular communication about the
organisation’s vision and future objectives. Creating a common
framework helps employees to see a bigger picture in their
daily work. Moreover, managers play a crucial role in designing
jobs in such a way that individuals are enabled to experience
positive feelings during their work. Job enrichment is just

one of the effective techniques that enable organisations to
create meaningful jobs, even for more routine tasks. However,
independently from the type of work, it is important to match
people to their jobs according to their qualifications and skill
levels to raise their level of engagement.

KEY FINDING

e Meaningfulness is the most important driver of
engagement for all employee groups.
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CASE STUDY:
ScienceCo

As a public sector organisation, ScienceCo is an important
supplier of scientific information in the UK. More than 700
employees are employed at ScienceCo, a large proportion of
whom are scientists researching topics such as sustainable
use of natural resources, impact of environmental change
and spatial modelling. ScienceCo is partially funded by the
Government but also receives income through commissioned
research from the private and public sectors. ScienceCo is
currently undergoing a period of considerable change. For
the previous decades, ScienceCo had experienced a very
stable workforce that effectively met its needs. Typically,
employees would join the company as graduates and stay
with ScienceCo for a long time. Turnover rates were very low
and many employees were given opportunities for training
that meant they were able to meet business needs whenever
ScienceCo had to move into a different area of research.

Changes in the economic climate and demands from

major stakeholders prompted the HR department within
ScienceCo to launch new initiatives that encouraged a
different career pattern to move towards a more dynamic
workforce. Instead of hiring employees for a lifetime,
ScienceCo now aims to attract an increasing number of
graduates and postgraduates who want to be part of the
organisation for three to five years, then go away to work
for a different organisation and then maybe come back
when they have developed other skills: “The career path that
we are describing for the future is more come to us, learn
some things, gain some skills, go somewhere else, move on
and maybe rejoin us later in your career as a senior leading
scientist.” HR manager

As part of its changing careers initiative, the HR department
aims to develop a range of new HR practices and policies.
Employee engagement provides the company with a
framework to integrate these policies and evaluate their
effect on ScienceCo employees. The participants in our
study were 798 employees working for ScienceCo. All
employees were invited to complete an online questionnaire
survey. From this sample, 240 questionnaires were returned,
providing a total response rate of 30%. Additionally,

two face-to-face interviews were conducted with senior
managers working for ScienceCo.

ENGAGEMENT LEVELS

The overall results reveal that employees at ScienceCo
demonstrate particularly high levels of engagement.
Seventy-seven per cent of all respondents are strongly
engaged overall and an additional 8% report being very
strongly engaged. The values for the frequency dimensions
are slightly lower, with 65% indicating that they are engaged
once a week and 6% on a daily basis. However, 26% say
they are engaged once a month only.

Employees score very high on affective engagement, with
40% indicating that they are very frequently engaged on this
dimension.

‘On the scientific side it is very much the case that they live
and breathe it, so it's not just a job, it's a major part of life.’
Manager

Figure 5: Extent and frequency of employee engagement at ScienceCo (%)
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‘| think the scientists are absorbed in what they're doing and
greatly dislike anything that stops them being absorbed in
it.” Manager

Levels of intellectual engagement are also very convincing.
The majority of participants (66%) feel ‘strongly’ engaged
on this measure and most employees think about ways to
improve their job at least on a weekly basis.

In the following sections we will consider factors that are
associated with engagement. We will point out a major
strength at ScienceCo, meaningfulness of work, but also
talk about important aspects that could be improved to raise
engagement levels with the organisation, HR practices and
attitudes towards managers. Furthermore, we analyse two
challenges at ScienceCo: person—job fit and organisational
advocacy. Challenges are aspects related to engagement,
where employees currently score very highly, but that are
likely to be subject to change in the near future.

MEANINGFULNESS

A major strength within ScienceCo is the value employees
place on their work. Almost four-fifths of the respondents
indicate that they find their work meaningful. A lot of this
comes down to the nature of the job many employees carry
out at ScienceCo. A large proportion of the workforce is
employed as scientists who do research on environmental
subjects, and many find that the work they do in their jobs is
worthwhile. A vast majority of respondents also indicate that
their job activities are personally meaningful and significant
to them. These results are reflected in the interviews, with
managers pointing out that for some employees work is
their hobby.

"You know for many of our employees, if they weren’t being
paid to do their work here it would be their hobby. They are
absolutely involved in the study of their respective subjects.
It's their life.” Manager

‘We are an organisation that's involved in environmental
research and anyone who is working for us is passionate
about the life of the planet and the state of the planet. They
are keen to pursue whatever end necessary to advance the
cause.” Manager

CREATING AN ENGAGED WORKFORCE

HR PRACTICES

An important area of improvement within ScienceCo is the
sophistication of HR practices and policies. A considerable
number of respondents indicate that they are dissatisfied
with HR practices and policies and the majority group is
moderate on this aspect. When analysing each HR practice
separately, our study finds that employees are highly satisfied
with their training and development opportunities and also
feel that they have a high level of job security. However,
employees rate career management and opportunities for
promotions more negatively and are especially dissatisfied
with the appraisal system. They also feel that the rewards
they receive are not related to their performance at work.

Although our research study overall indicates that HR
practices are not directly associated with engagement,

HR practices influence levels of engagement indirectly via
management behaviour and a supportive work environment.
Improving the above-mentioned practices could therefore
help to further increase engagement levels at ScienceCo.

ATTITUDES TOWARDS MANAGERS

The relationship between management and employees is a
very important aspect of an individual’s working experience
and it directly impacts upon engagement levels across

the workforce. Assessing employees’ perceptions of their
line and senior management is a good indicator of this
relationship. To get a detailed picture of the dynamics
underlying the relations between managers and employees,
we measured three different scales. The line management
scale encompassed questions concerning communication,
fair and respectful relationships and whether line managers
listened to employees’ ideas and suggestions. Additionally,
two separate sets of questions were asked for perceptions
of the senior management: first, communication and vision,
that is, how employees rate communication from their
senior managers and feel that they are listened to; second,
overall effectiveness, that is, the degree to which employees
feel that their senior managers have an effective and fair
management style.

At ScienceCo, 69% of respondents perceive their line
management in a positive or very positive way. In contrast
only 5% express negative or very negative perceptions of
their line managers, and 26% are unsure about how to rate
their line management. The scores drop significantly when
respondents were asked to rate their senior management
and a considerable portion of the respondents, one-third,



Figure 6: Attitudes towards managers at ScienceCo (%)
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judge senior management communication and overall
effectiveness negatively. The vast majority of respondents
are unsure about their senior management and only about
a fifth feel positive about the way senior management
communicate and work. The results indicate that there

is room for improvement regarding senior management
behaviour and visibility, which might also help to further
increase engagement levels at ScienceCo.

PERSON-JOB FIT
A major strength within ScienceCo is the extent to which
employees feel that their skills are a good match with their

jobs. Person—job fit has been identified in previous research

as one of the important factors impacting upon levels of
engagement. At ScienceCo almost 85% of respondents

feel that their job is right for them compared with only 2%

who indicate a low fit between the job they were asked to

carry out and their skills. More than four-fifths say that their
abilities fit well with the demands of their jobs and a similar
number of respondents feel that their personality is a good

match for their job.

This excellent feedback from ScienceCo employees is likely
to change due to the changes in career management
approach described above. The decision to move towards
a more dynamic workforce has major implications for the
organisation, which have to be managed and evaluated
carefully.

ORGANISATIONAL ADVOCACY

Employees at ScienceCo demonstrate very high levels of
organisational advocacy. Almost 90% of respondents would
recommend ScienceCo as a good place to work to family
and friends. This compares with a small minority who would
not want to recommend ScienceCo to friends and family.
Following from this positive finding it is not surprising that
many employees have been working at ScienceCo for a very
long time and turnover rates are generally very low.

‘It is a low turnover rate. We've looked at this fairly recently
and certainly over the past 10 or 15 years the turnover

rate has been in the order of 4% or 5%. This last year, it's
actually been 2%." Manager

‘We certainly have a very large number of over-50-year-old
employees. That follows on from a lot of recruitment in the
mid to late 1970s, and many of those employees are still
with us.” Manager

As can be seen from these findings, employees at ScienceCo
demonstrate exceptionally high levels of loyalty, which clearly
contribute to the positive engagement levels. However, similar
to the positive findings on person—job fit, changes are likely to
occur with respect to high tenure and low turnover rates with
ScienceCo introducing its dynamic workforce concept.

We would like to thank Jasleen Lonial for her help in
collecting the data upon which this case study is based.
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MANAGEMENT AND LEADERSHIP APPROACHES
There is considerable evidence from prior research that
perceptions of managerial processes impact on engagement
(De Mello e Souza Wildermuth and Pauken 2008).

Evidence suggests that employees’ level of engagement

and other work responses are affected by their perceptions
of management style. For example, opportunities for

upward feedback increase engagement through greater
participation, which, in turn, relates to greater understanding
of wider organisational issues as well as personal
involvement (Robinson et al 2004). The belief that managers
are interested in employee well-being is also relevant since
perceived reciprocation of effort is an important motivator of
engagement and related behaviours. Effective leadership also
encompasses individual-level feedback, which can increase
both engagement and performance (Alimo-Metcalfe and
Alban-Metcalfe 2006).

In our study, we asked employees to rate their line and
senior managers. For senior management, we focused on
effectiveness and asked respondents to rate the degree to
which employees feel that their senior managers have an
effective and fair management style. Questions about line
managers focused on communication, fairness and trust.

PERCEPTIONS OF LINE MANAGERS

Line managers have a critical role to play since they are the
interface between employees and senior managers. This is
particularly important in large organisations where there is
typically little contact between the senior management team
and employees. Our data show that 56% of our

Figure 7: Management perceptions (%)

respondents rate their line management positively, compared
with 15% who have a more negative view of their line
managers. Our study further reveals that positive perceptions
of line managers were associated significantly with extent

of employee engagement. This result indicates that line
managers may have a significant role to play in raising levels
of engagement.

‘My perception of what's actually wrong with this
organisation is that we have a lot of very good people who
are not good people managers. The problem this creates is
that people at the bottom, who probably have most of the
ideas, can't communicate those upwards because the people
in the middle over-filter or dont bother at all.’

Accountant, PlasticCo

Relating to the quotation above, we identified several
aspects of the line manager’s role that can enhance
employee engagement. Starting with recruitment and
selection, line managers need to ensure that the right people
are placed in jobs that are appropriate for their skills and
abilities. Line managers need to communicate goals and
objectives clearly, so that employees can focus their effort
and engagement on specific tasks. These objectives can
encompass helping employees to see how their role fits with,
and contributes to, the bigger picture of the organisational
strategy. Finally, there needs to be a clear cycle of reciprocity
where effort, engagement and reward are mutually positive
and reinforcing. This cycle should include opportunities for
development and promotion so employees can see their
future trajectory within their organisation.
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Senior management
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PERCEPTIONS OF SENIOR MANAGERS AND
EMPLOYEE ENGAGEMENT

Respondents in our study rate senior management lower
than their line managers. Only about a third believe that their
senior managers are effective leaders and the majority, 40%,
are unsure about how to evaluate their senior managers.
Questions included items such as ‘senior managers treat
employees with respect’, and ‘senior managers are fair in
their treatment of me’.

In the questionnaire surveys across the eight organisations we
included the open-ended question: ‘What is the one thing
which would improve your working life?” Many employees
commented about their senior managers. Example comments
are listed below:

e more open and effective communications from senior
management

e improve information-sharing within the organisation,
especially from senior management to lower levels
within the organisation

e better communications all round would be a vast
improvement on how things are at present, especially
between line workers and senior management.

The evidence from earlier studies reviewed above, as well

as our own research, shows that positive perceptions of line
managers have a positive impact on engagement. Our data
regarding perceptions of senior managers and, specifically,
their effectiveness, reveal a different pattern. We found that
perceptions of senior managers’ effectiveness are negatively
associated with engagement. That is, low ratings of senior
managers’ effectiveness are associated with high levels of
employee engagement. At first glance, this might appear to
be a counterintuitive result. Certainly, it does not fit with our
general pattern of positive relationships between perceptions
of work and engagement. Yet, there are some similar
findings in other studies. For example, some research has
suggested that a moderate level of dissatisfaction could be

a powerful motivator (Frese 2008). It is possible that a small
degree of negative responses to work could have a role in
driving need for change. In this case, having some negative

perceptions of managers alongside a generally much more
positive perspective could encourage employees to work
harder, become more engaged and see a range of benefits of
doing so. These employees might seek managerial positions
themselves, and such ambitions can be positive for the
individuals as well as the wider organisation. However, the
general recommendation is that positive attitudes towards
managers are important to achieve, and more likely to have
considerable and broad benefits than the specific influences
that some negative perceptions might have. We would not
wish to suggest that senior managers should actively seek
out negative views from their employees! In contrast with
the findings on senior management effectiveness, our scale
capturing communication between senior managers and
employees, visibility and senior managers’ vision for their
organisation is positively related to engagement; in fact, this
emerged as the third most significant driver of high levels of
engagement.

Senior managers have a significant role in creating an optimal
working environment and helping line managers to achieve
this for their employees. Two critical components are the
design of jobs and the organisation of work. As noted above,
people need to be in the right jobs with appropriate targets to
channel their engagement. The corollary is that the jobs must
be designed to ensure that they have appropriate breadth and
depth. Where jobs are limited, such as production line tasks,
then jobs can be enriched through additional responsibilities.
Such job enrichment leads to a range of positive outcomes
such as enhanced performance, reduced turnover and
increased engagement (Parker et al 2006).

KEY FINDINGS

¢ Senior management effectiveness is negatively related
to employee engagement.

Senior management vision and communication is a key
driver of engagement.

Positive perceptions of line managers are strongly
linked with engagement.
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CASE STUDY:

PlasticCo

PlasticCo is a leading plastics manufacturer producing
blow-moulded plastic bottles for the UK food and drink
industry. The company grew in the 1990s from the merger
between several medium-sized manufacturing businesses.
The company operates from eight sites across the UK and
has a turnover in excess of £100 million. It currently has

a workforce of around 650 employees and is part of a
multinational packaging group of companies.

The leadership style at PlasticCo has traditionally been
described as ‘top—down’ with an autocratic approach

to problem-solving. However, recent changes in senior
management have led to a new strategic direction for

the company. A new managing director was appointed

in 2007, bringing a more participative vision. With full
board support, a business case was made for a three-year
transition towards an involvement-orientated culture. At the
heart of this approach are people development, teamwork,
communication and a more open leadership style. The

new management team made clear that the company was
profitable and performing well and that the change was
part of a new strategy of continuous improvement towards
greater performance. PlasticCo joined the Kingston Business
School Employee Engagement Consortium at the start of
this transition to help assess the levels of engagement in the
company and identify potential avenues for improvement.

The majority of PlasticCo employees work within the
bottle-producing factories operating the blow-moulding
machinery. There are head office functions such as
personnel, managerial and administrative roles outside of
the factory, but these are relatively small in number. The
factory work setting presents many challenges for managers
trying to increase employee engagement. Many of the jobs
require a relatively low level of skill and are repetitive, with
tasks including transporting materials around the factory
and operating particular parts of the machinery. Employees
generally have few qualifications. A further challenge is the
shift pattern on which the factory process is based. Around
80% of factory employees work a strict 12-hour shift
pattern, with four days on followed by four days off. Shifts
either run through the day (8am-8pm) or night (8pm-8am).
The production process runs 24 hours a day, 365 days a year,
including all bank holidays and Christmas Day. Employees
have to adjust their home lives to the system and adapt to
unsociable working hours. A further potential challenge is
the factory working environment, which is noisy and hot.

CREATING AN ENGAGED WORKFORCE

Considering the challenges in the manufacturing setting and
traditional management approach at the company, it was a
bold move from the senior managers to attempt to change
towards a more participative approach. One of the first steps
the managing director took was to create an ‘Employee
Engagement Steering Group’ involving key managers from
across the organisation. A leadership and development
manager was also appointed with the specific role of
increasing the engagement of the workforce. The incumbent
to this role described the company as being at a crossroads:
‘we either go on as before, or we take some risks, involve
and let go gradually.” She also stressed that the change is
‘not about driving employees to work harder, but about
providing the conditions under which they will work smarter
and to offer their opinions, ideas and solutions to problems
that they encounter.’

Demonstrating the new participative approach, all PlasticCo
employees were included in the employee engagement
questionnaire conducted for this project. A total of 650
questionnaires were distributed and 484 were returned,
providing a high response rate of 75%. Thirty-four
interviews were also conducted with managers from various
departments and levels. Finally, two focus groups were held
with 11 shop-floor workers across the sites. Employees were
given paid time on their shift to complete the questionnaire,
and help was offered to employees for whom English was
not a first language.

ENGAGEMENT LEVELS

The results of the survey suggest that at the start of the
change process the company had a generally "high” level

of engagement in the workforce, with 60% of employees
in this category. However, only 7% of employees were

‘very’ engaged and 3% had a ‘low’ level of engagement.
This outcome was not a huge surprise for the senior
management team but gave a measure of the work that
was needed to create a highly engaged workforce. Levels

of engagement frequency were slightly higher. Forty-nine
per cent of the respondents indicated that they are engaged
once a week and another 26% are engaged on a daily basis.
In contrast, 7% said they are rarely engaged.



Figure 8: Extent and frequency of employee engagement at PlasticCo (%)
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Analysis of the data from PlasticCo uncovered three main
areas that need addressing to improve engagement —
decision-making, people management and organisational
advocacy.

DECISION-MAKING

A common problem identified by managers across the
organisation was that problem-solving tended to be
‘reactive’ rather than ‘proactive’. In practice, this meant there
was little effort to come up with ideas for improvement, but
rather issues were resolved only when problems arose. A
plant manager summarised this:

‘| think it's probably more based around problems rather
than them sitting around and asking how am | going to
improve my job? It's very much if there’s an issue — how can
we improve it? So | think it's more reactive problem-solving.’
Plant manager

This problem linked into how decisions were made more
generally in the factories. Control and responsibility tended
to be concentrated with a few managers who made changes
on an ad hoc basis. There was very little encouragement
from managers for shift workers to become involved in
decision-making. With little chance of influencing decisions,
workers tended to ignore issues unless they were told
directly by managers about them. This problem was picked
up by one senior manager who reflected on the level of
involvement in the factories:
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Overall engagement frequency

‘Very little at the moment, very little | would think. As far
as people actively talking about [ways to improve their job]
instead of talking about the weather or the traffic or the
newspaper or TV, do they then say “how can | do my job
better?” | doubt it.” Senior manager

Perhaps the biggest opportunity for the future at PlasticCo
was the survey finding that employees really care about their
work and want to do a good job. However, because in the
past they were given little opportunity to contribute to the
improvement of work processes, their interest had gradually
declined:

‘I do realise working in places that you are just a number...
if they didn’t need you, you wouldn’t be here. | do feel as
well, when I'm in my job | give it 110% but | used to give it
130%." Shift manager

To respond to these considerable barriers to engagement,
the recently established employee engagement steering
group introduced a number of measures to increase
employee involvement and a more participative decision-
making process. First, an initiative was set up that would
allow all employees to feed back their views and ideas
directly to the managing director. In break periods, the
managing director invited the employees from each team
and shift to meet with him and ‘challenge’ him. This was
a strong signal of change to the workforce and produced
some early enthusiasm from employees. A second initiative
also showing new commitment to listening to employee
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views was being involved in the Kingston Business School
Employee Engagement Consortium and survey. After
receiving the results, the leadership and development
manager visited all factory sites to report back the results
direct to staff. A third initiative in the area of decision-
making was to set up cross-functional problem-solving
groups that would meet periodically to discuss ideas for
improvement.

PEOPLE MANAGEMENT STYLE

The management style at PlasticCo was traditionally left to
the proclivities of individual managers. In most factories, the
leadership style was described as performance-focused and,
in some, the culture was seen as ‘hard-nosed’, to quote one
manager. In essence, little attention had been paid to people
management in the past. Before the strategic redirection,
there were few HR practices in place. Training was limited
and there was little emphasis on teamwork.

When comparing the employee engagement levels against
the performance of the factories, there is generally a positive
correlation between engagement and performance. It is
interesting to note that factories tend to perform well or
badly across all employee attitudes. The most surprising
result comes from one factory that is performing very well
by many measures, including productivity, efficiency and
unplanned downtime. However, workers in the factory are
amongst the least engaged from the employee sample.
This clearly contradicts the idea that engagement and

high performance are always related. An important piece
of information that may help to explain this is that the
factory was recently reconfigured with new machinery that
increased automation of the production process. While
management saw this as an excellent investment, shift
workers were less satisfied with the change because they
saw this as another snub of them and their interests. They
felt that all management attention was put into improving
the production process with no investment in the people.
It only reduced the opportunities to contribute to the
improvement of the production process. The plant manager
admitted:

‘All the sites were very much driven on running better,
running lean, running light, we're all very focused on that
and | think maybe sometimes we forget the people side of
things.” Plant manager

CREATING AN ENGAGED WORKFORCE

To attempt to overcome the problems of people
management, senior managers at PlasticCo introduced some
new initiatives for managers to think about their style and
start to develop new ways of working. Management groups
were set up to identify areas of skills shortage and staff
development needs. Formal HR practices, such as appraisals
and training, were discussed as important avenues for the
future.

Following the results from the engagement survey,
PlasticCo made a conscious effort to improve relationships
between employees and managers within the company. A
performance review process was introduced to encourage
employees to talk to their line managers about their day-
to-day targets, personal objectives and development plans
as well as their career aspirations. A new task set for line
managers was to engage with their team members to find
out each individual's motivator and to ensure that they
stayed committed to PlasticCo.

Many of the line managers that were interviewed for the
research said how they thrive on the challenge of their work:

‘l enjoy the role. | think there’s a challenge of something
different every day. There are things that you get frustrated
with but | enjoy it. I'm still motivated for it, I'm determined
for the site to get better so for me personally | find it quite a
challenging role and an enjoyable role.” Plant manager

An important consideration for shaping people management
in PlasticCo is to be realistic about the scope for new ways of
working. The nature of manufacturing work often leads to
highly automated, repetitive tasks and a clear performance
focus on efficiency and productivity. For example, some of
the lowest-skilled job roles are seen as too restrictive to be
able to foster job satisfaction and engagement by managers.
Conversely, we might argue that because there is a highly
mechanised work environment, it is more important for
managers to make a concerted effort to consider their
team’s needs because these do not flow naturally from work
processes. A key challenge for the senior management team
is to explore how people management and development can
become a key focus for first-line managers at PlasticCo.



ORGANISATIONAL ADVOCACY

A final area that needs careful attention at PlasticCo is

the findings of very low levels of employee advocacy for

the organisation. Most employees said they would not
recommend the company as an employer to their friends and
family. Improving decision-making and people management
style will be two clear avenues for improving advocacy.
Another suggestion is to put more effort into celebrating
what the organisation already does well. One such area
mentioned during interviews was opportunities for career
development and promotion within the business. There was
recognition that, if employees wanted to stand out and
work hard, their efforts would be recognised and there were
opportunities for promotion:

‘I started 15 years ago driving a forklift. So | can see that it's
a very encouraging business for people, developing people
and I'm a prime example. I've obviously got through various
roles within our business to get to a senior management
position.” Senior manager

EVOLUTION OF A NEW CULTURE

There have been some recent changes at PlasticCo with

the aim of improving communication and advocacy. An
experienced learning and development professional has been
hired and promoted to director within 12 months. Moreover,
a new HR strategy has been implemented focusing on the
key aspects of attraction, development, retention, and
reward and recognition.

One group of employees had taken responsibility for a two-
day recruitment event that they ran without the involvement
of HR or senior managers and that had been a huge

success. This gave shift workers the chance to talk about
what they liked about their jobs and promote this to the
public. A company magazine had also been introduced to
communicate news and celebrate success in the organisation
— feeding into a more positive work climate.

Much emphasis has been put on leadership development.

A programme has been initiated to identify and develop
high-performing leaders across the business. All these
changes contributed to the evolution of a new culture within
PlasticCo and first results from the company’s management
survey indicate an increase in levels of engagement across
PlasticCo’s workforce.
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EMPLOYEE VOICE, INVOLVEMENT AND
COMMUNICATION

In terms of the key levers that managers can activate to
raise levels of engagement, our research indicates the
importance of providing meaningful work, as well as
leadership. The third key driver that emerges in our study
is effective employee voice, in other words, opportunities
for employees to input into decisions affecting their work
and their organisations, and to be properly consulted and
communicated with over workplace issues that affect
them. Our data suggest that employee involvement 