Action Learning Project Report

“What is the roadmap for HR & OD to enable the organisation to motivate and
empower its workforce through engagement in order to maximise individual potential
and to manage and measure by deliverable outcomes”

By

Jackie Conway  Hereford & Worcester Fire and Rescue Service
Tracy Dolphin  Warwick District Council
Kate Sullivan  Warwickshire County Council

25th June 2015

1

Aspire to Inspire
1.

Executive Summary

As part of the Aspire Business Partner Programme, run by West Midlands Employers
and CIPD, Jackie Conway, Tracy Dolphin and Kate Sullivan undertook this research to
guide Dudley Metropolitan Council to enable the organisation to motivate and
empower its workforce through engagement.
The group considered what factors lead to a high performing organisation and then
took a some significant pieces of research on engagement from McLeod and the CIPD
and looked to establish for organisations who have implemented employee
engagement what was successful and what should be avoided. This research has led
to the development of a roadmap for success.

2.

Introduction

This project was commissioned by Teresa Reilly, Assistant Director HR and OD at
Dudley Metropolitan Borough Council (MBC). The aim of this project is to identify
the roadmap for HR & OD to enable the organisation to motivate and empower its
workforce through engagement in order to maximise individual potential and to
manage and measure by deliverable outcomes.
In order to identify the roadmap the project team have undertaken relevant
research to identify:
●
●
●
●

3.

The factors of a high performing organisation;
The theoretical models relating to an engaged workforce;
How that research is applied to a number of organisations.
How this research can be applied to Dudley MBC and other organisations.

Background

Whilst having pockets of excellence in many tables/rankings, Dudley MBC is aspiring
to be a high performing Authority and like many other Authorities is going through
challenging times due to the austerity measures. The Authority has no choice but to
reduce its workforce because of its reduced funding. As part of its budget reductions
the Authority has made £1m savings by restructuring and reducing the size of its
senior management team by half
. The new structure will be implemented by 1 April
2015 and will comprise of the following team members:
● Chief Executive Officer (CEO) – newly appointed to the Authority
● 
3 Strategic Directors (includes 1 newly appointed to the Authority)
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●

8 Chief Officers (includes 3 newly appointed to the Authority) 1 still to be
recruited


The previous senior management team were:
● 
5 Directors including a Director of Public Health
● 13 Assistant Directors
The Authority is going through a major transformational change which is being driven
by the CEO. Chief Officers and staff will need to become more outward focussed and
accountable for the service delivery as well as developing political relationships. The
reduction in the senior management team requires capacity building through devolved
decision making to lower levels by empowering Heads of Service. In addition the
reduction in staff will require the Authority to consider what it can stop doing and
whether staff are doing what is needed and in the best possible way. Improved
employee engagement will be vital.
A key challenge of the transformational change is for the Authority to change its ways
or working. The Authority has already undertaken a “transforming our workplace”
project, with a reduction in buildings and the introduction of agile working and wider
flexible working. Subsequently, there has been a Local Government Association (LGA)
survey of 5000 staff with 300 responses. The analysis is pending.
Teresa Reilly, is the Authority’s Assistant Director HR and OD who has commissioned
this project. The project has come about by the new ways of working that are required
in order to deliver the transformational changes. The Authority will need to ensure that
its staff are on board by managers motivating staff through recognition and
engagement to ensure staff performance and potential is maximised. The Authority’s
pay and reward system allows for accelerated incremental progression based on
performance although this isn’t used at present. The completion of PDRs is low and
has been a decreasing trend over recent years. Managers are too busy and do not see
the value in PDRs. For the PDR process to be effective it needs to be designed to
ensure managers see the value in the process and find it worthwhile rather than just a
tickbox exercise. Research into good practice and sharing learning is necessary as
staff within the Authority will see any change as being the latest fad based on their
perceptions and misperceptions of what has gone before. The new Chief Executive
has reinforced the importance of managers doing the basics and doing them properly,
including PRDs, Return to Work interviews and documented supervision meetings.
The Authority is reducing the number of properties to generate savings and streamline
departments. Some departments are being relocated from across seven buildings into
one building. The reduction in properties requires different ways of working such as
flexible working and homeworking. As the Authority introduces different ways of
3

working this will require managers having more trust in their staff and managing by
outcomes.
The consequences of not proceeding with this project will impact on the
transformational change agenda as the Authority will not be able to take staff with
them as part of the journey because they will continue to feel vulnerable and
disengaged. It is well recognised that working for local government is no longer a job
for life, therefore innovative ways to motivate, engage and reward staff is crucial for
the Authority to retain staff and become an employer of choice. Staff engagement and
recognition is key in order to increase employee’s job satisfaction, motivation,
commitment and achieve the highest levels of performance. This in turn will impact on
service delivery, staff recruitment and retention as well as making a difference in the
annual EFQM assessments.

4.

Objectives

To identify “What is the roadmap for HR & OD to enable the organisation to
motivate and empower its workforce in order to maximise individual potential and
to manage and measure by deliverable outcomes?”
To deliver a roadmap for HR & OD which will enable Dudley MDC to implement its
transformational changes by implementing news ways of working to enable it to do
more with less through increased staff motivation and engagement in order to increase
staff performance and maximise potential by delivering outcomes.
To research good practice and learn from other organisations how they have
increased staff motivation and engagement in order to connect high performance to
motivation and empowerment. From the research translate what will work at Dudley
MDC.

5.

Literature Review

The aim of this research is to focus on how high performing organisations motivate
and empower their employees to maximise potential. In order to answer this question
we have considered the following research:
CIPD Report 2011 “Sustainable Organisation Performance: What really makes the
difference” identifies eight key themes as drivers of long term performance: alignment,
shared purpose, locus of engagement, assessment and evaluation, balancing short
and longterm horizons, agility and capability building.
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From the research and our own experiences we have developed the following model
showing the factors which lead to a high performing organisation.
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5.1

High Performance Organisation

“A High Performance Organization is an organization that achieves financial and
nonfinancial results that are exceedingly better than those of its peer group over a
period of time of five years or more, by focusing in a disciplined way on that which
really matters to the organization.”
André de Waal – HPO Center

5.2

Aligning individual objectives with business goals

The main business reasons for ensuring that individuals objectives and aligned with
business goals are:
● Improves and accelerates operational performance allowing quicker movement
from strategy planning to strategy execution.
● Increases employee morale and improves retention. Creates ownership in the
organization’s success, resulting in more engaged employees and increased
retention rates.
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5.3

Assessing Past Performance and Managing Performance

Performance management is an ongoing process of communication between a
supervisor and an employee that occurs throughout the year, in support of
accomplishing the strategic objectives of the organization.

Realise2 research notes that when performance management focuses on weaknesses
there is on average a 26.8% reduction in performance compared to when there is an
emphasis on strengths there is on average a 36.4% increase in performance.

5.4

Identifying Talent

There are a number of business advantages to having a process for identifying talent
within an organisation, these include:
● Attain a broad view of the readiness of leaders to meet the current and future
needs of the business and its strategy.
● Gauge the health of the organisation’s pipeline of leadership talent.
● Take inventory of talent on an individual basis to identify performance gaps.
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● Align individuals’ career interests with opportunities for growth or development.
● Identify high potentials for accelerated assessment and development in
preparation for moreseniorlevel roles.
● Identify nearterm successor candidates for mostcritical roles.

5.5

Engagement

‘A
workplace
approach
designed
to
ensure
that
employees are committed to
their organisation’s goals and
values, motivated to contribute
to organisational success and
able at the same time to
enhance their own sense of
wellbeing.’
Professor David Guest
OR alternatively
‘It’s all about the people!’

5.6

Reward

It is not easy to reward in the public sector especially in these times of
austerity. Therefore organisations needs to think more flexibly on how
they can reward their employees.

5.7

Compliance

Employee Compliance is the degree to which employees
adhere to the organisation’s defined policies, processes
and procedures.

5.8

Motivation
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A wellmotivated workforce can provide the following advantages:
• Better productivity
• Lower levels of absenteeism as the employees are content with their working lives
• Lower levels of staff turnover This can lead to lower training and recruitment costs
• Improved industrial relations with trade unions
• Contented workers give the firm a good reputation as an employer so making it
easier to recruit the best workers
• Motivated employees are likely to improve product quality and or the customer
service associated with a product

5.9

Empowerment

Employee empowerment is giving employees a certain degree of autonomy and
responsibility for decisionmaking regarding their specific organizational tasks. It allows
decisions to be made at the lower levels of an organization where employees have a
unique view of the issues and problems facing the organization at a certain level.

5.10 Identifying Learning and Development Needs
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In order for an organisation to realise their objectives it is good practice to assess the
capability of their staff in order to identify areas where development may be necessary
to create the capacity required within the organisation.

6.

Engagement

CIPD Report 2012 “Leading Culture Change: Employee engagement and public
service transformation” identifies four key drivers to successful employee engagement:
leadership, integrity, engaging managers and employees voice.
David Mcleod and Nita Clarke Report 2012 “Engaging for Success: Enhancing
Performance through employee engagement” takes Mcleod’s model and looks at it
working practice across public and private sector organisations. Thus providing
evidence that only organisations that truly engage and inspire their employees
produce world class levels of innovation, productivity and performance.
More recent evidence research by McLeod has identified that poor management could
be costing UK businesses over:
●
●
●
●
●

£19.3bn a year in lost working hours
43 per cent of UK line managers rate their own managers as ineffective
Fourfifths of workers don’t think their manager sets a good moral example
Less than onefifth are aware of their organisation’s values

Twothirds of employers give either no training or inadequate training to new
managers

i
LEADERSHIP  The Good Story
! provides a strong strategic narrative which
has widespread ownership and commitment from managers and employees at all
levels. The narrative is a clearly expressed story about what the purpose of an
organisation is, why it has the broad vision it has, and how an individual contributes to
that purpose. Employees have a clear line of sight between their job and the narrative,
and understand where their work fits in. These aims and values are reflected in a
strong, transparent and explicit organisational culture and way of working.
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ii
INTEGRITY  The Good Ethics  
Behaviour throughout the organisation is
consistent with stated values, leading to trust and a sense of integrity.
iii
ENGAGING MANAGERS  The Good Managers
 are at the heart of this
organisational culture– they facilitate and empower rather than control or restrict their
staff; they treat their staff with appreciation and respect and show commitment to
developing, increasing and rewarding the capabilities of those they manage.
iv
VOICE  The Good Voice  An effective and empowered employee voice –
employees’ views are sought out; they are listened to and see that their opinions count
and make a difference. They speak out and challenge when appropriate. A strong
sense of listening and of responsiveness permeates the organisation, enabled by
effective communication.
David Mcleod and Nita Clarke Report 2012 “Engaging for Success: Enhancing
Performance through employee engagement” takes Mcleod’s model and looks at it
working practice across public and private sector organisations. Thus providing
evidence that only organisations that truly engage and inspire their employees
produce world class levels of innovation, productivity and performance.
We can identify many different definitions of engagement, however the overarching
meaning behind engagement is linked to whether or not staff are positively
encouraged to perform at their best because employee engagement enables an adult,
twoway relationship between leaders and managers, and employees.
Employee engagement strategies enable people to be the best they can at work,
recognising that this can only happen if they feel respected, involved, heard, well led
and valued by those they work for and with. As a representative of the home insulation
company KHI put it:
"employee engagement is when the business values the employee and the employee
values the business"
Levels of engagement are important because employee engagement can link to
performance and correlated with this review  high performing organisations. We have
already identified the other areas that will impact’ another relation is higher levels of
innovation and creativity. Gallup indicates that 59% of engaged employees say that
their job brings out their most creative ideas against only 3% of engaged employees.
The challenge is whether engagement leads to performance or the other way round?
We have identified that there is no single study that highlights emphatically that
engagement explains a higher performance. However, as indicated in the diagram
below there are indicators that when linked to specifically to certain factors e.g.
customer service there are figures out there to prove engagement has an impact that
cannot be ignored.

11

12

7.

Research

In order to develop a roadmap to success for Dudley Borough Council, we wanted to
review how organisations are implementing the McLeod research and to identify
successes and areas to avoid.
We initially tested out which factors within our model for a high performing organisation
do organisations feels are most important and then we went on to ask them about the
four areas of successful engagement.

Questionnaire 

In terms of the attached model, what are the three most important factors
that have led to the organisation being a high performance organisation?

Leadership
A strong strategic vision which has widespread ownership and commitment from
managers and employees at all levels. The narrative is a clearly expressed story
about what the purpose of an organisation is, why it has the broad vision it has,
and how an individual contributes to that purpose.
Do you know what the strategic vision or purpose of your organisation is and if so
what is it?

How do staff know how they contribute to that strategic vision or purpose?

How has the organisation implemented its vision and how would you rate the
success.
What actions if any do you have planned for the future?

Integrity
Behaviour throughout the organisation is consistent with stated values, leading to
trust and a sense of integrity.
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Is behaviour throughout the organisation consistent with your stated values?.
Circle the description below that most applies:
All of the time
Most of the time
Some of the time
Hardly ever
Never

What actions has your organisation taken to ensure that behaviour is consistent
with stated values and how would you rate their success?

What actions if any do you have planned for the future?

Engaging Managers
Engaging Leadership starts at the top. Engaging managers facilitate and empower
rather than control and restrict their staff; they treat their staff with appreciation and
respect and show commitment to developing, increasing and regarding the
capabilities of these they manage.
To what extent do you believe managers facilitate and empower rather than control
or restrict?
Circle the description below that most applies:
All of the time
Most of the time
Some of the time
Hardly ever
Never
What actions has the organisation taken to develop its leadership capabilities?

How would you the rate the success of these actions and which method would you
consider to be most effective?

What actions if any do you have planned for the future?
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Employee Voice
Employees’ views are sought out; they are listened to and see that their opinions
count and make a difference. Employees speak out and challenge when
appropriate. A strong sense of listening and of responsiveness permeates the
organisation, enabled by effective communication.
What arrangements are in place for listening and considering staff views?

Which of these do you consider to be the most effective?

What actions, if any, do you have planned for the future?

Overall Engagement
What one action regarding staff engagement do you think has had the most
successful impact on organisational performance and why?

What one action regarding staff engagement do you think has had the least
successful impact on organisational performance and why?

What other actions do you have planned for the future?

8.


Summary of findings

In order to test the research the project team made contact with 13 organisations from
the public and private sector as well as the NHS and a Charity including:
●
●
●
●
●
●
●

County Councils  Warwickshire
City Councils  Leeds, Birmingham
District Councils  North Warwickshire, Stratford, Nuneaton & Bedford, Rugby
Fire and Rescue Services  Hereford & Worcester, Derbyshire, West Midlands
Barnardo's charity
GCHQ
Land Rover

The research was conducted in two stages. The first stage involved contact with four
organisations who individually completed a questionnaire. The research at this stage
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provided a limited view that a combination of factors lead to an organisation becoming
a high performing organisation. The project group used this learning to expand the
questionnaire in order to provide further solid evidence and to test the CIPD research
in relation to the four key drivers to successful employee engagement: leadership,
integrity, engaging managers and employees voice. We made contact and received
feedback from three organisations; Leeds City Council, Birmingham City Council,
Derbyshire FRS who had been sighted in the CIPD research paper. Feedback shows
that these three organisations have embedded employee engagement and have
continued to progress new initiatives as a key priority. These are referred to in our
findings below.
As shown below each organisation identified three most important factors which
resulted in 8 out of the 10 factors being identified across all respondents as being the
most important factors. This supports the project group’s model that a combination of
the factors lead to an organisation maximising individual potential within a high
performing organisation. Engagement was the most important factor that was
identified by the majority of respondents. The two factors  identifying talent and
assessing past performance were not identified as being the most important factors.
FACTOR

RESPONDENT
1

2

3 4

5 6

7 8

9 10 11 12

13

No of
Respondents
Overall

Engagement

9

Empowerment

7

Manage performance

7

Align individual
objectives and business
needs

6

Identify L&D needs

4

Motivation

3

Compliance

2

Reward & Remuneration

1
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9.

Overall impact on organisational performance

Overall the actions that organisations implemented that had the most successful
impact on organisational performance include:
● Senior managers visiting departments has increased their visibility and
accessibility and enabled consistent messages to be given
● Direct access to Chief Executive and leadership team builds trust and strong
working relationships
● Regular update / blog / webinar from Chief Executive provides a consistent
message to staff
● “Chief’s chat” where staff meet the Chief Executive to obtain key messages and
an opportunity for them to ask questions directly with the most senior officer in
the organisation builds trust and strong working relationships and staff feel
valued
● A strategic vision that is embedded through the “golden thread” via
departmental plans and aligning individual objectives to corporate priorities
through the appraisal process.
● Appraisal systems that focus on values and behaviours and a requirement for
100% of appraisals to be completed
● “Values champions”
● Employee opinion surveys that identify themes and actions and are followed
through
● Staff being involved in business planning sessions with Chief Executive and
senior leadership team
Overall the actions that organisations implemented that had the least successful
impact on organisational performance include:
● Engagement programmes that tell people to be engaged and ad hoc
unconnected events and interventions that raise expectations but have no real
outcome
● Conducting employee surveys with no outcomes. They generally do not have a
high response rate due to them being regarded with suspicion and a perception
that nothing will change as a result.
● In house magazines are not always relevant to everyone
The summary below provides examples of successful approaches used by the
respondent organisations in relation to the four key drivers for successful employee
engagement:

17

9.1

Leadership

Success has been identified where organisations have a strategic vision in place, that
is embedded through the “golden thread” via departmental plans and aligning
individual objectives to corporate priorities through the appraisal process.
Organisations that have introduced an appraisal system that focuses on behaviours
and a requirement for 100% of appraisals to be completed has been very successful.
It is considered that a contributing factor is the communication to all staff of the
strategic vision through a variety of means such as staff briefings.
There are some good examples adopted by West Midlands Fire Service and Hereford
& Worcester FRS where everything that is done is aligned to the strategy. If it isn't
aligned to the strategy it shouldn’t be done as it isn’t relevant.
In the CIPD research paper the Chief Executive at Leeds City Council stated that he
believed that in light of job cuts, pay freezes and pension reform that it was more
important to build a core purpose and narrative that resonates with those that work in
the public sector. Leeds City Council has a strategic vision is “to be the best City
Council in the UK”. Ten The vision has been embedded within the appraisals process
with the Chief Executive setting the target of 100% appraisals for the whole
organisation. All staff have been briefed on the “five key steps ‘we’ need to achieve to
meet the Council’s vision” and how they can contribute to this:
●
●
●
●
●

9.2

Open and honest: I can be my best
Treating people fairly: It feels like I count
Spending money wisely: I make every pound go further
Working as a team: I am part of a team that is trusted to get on
Working with communities: I am proud to make a difference

Integrity

Success has been identified where organisations have an appraisal system that
focuses on behaviours and values that are measured as part of the appraisal process.
A contributing factor is where behaviours and values are reinforced through training
and workshops in order to embed them across the organisation.
An example of a successful approach is Birmingham City Council (BCC) who has part
of its business transformation programme introduced and embedded “BEST” values
(belief, excellence, success, trust) providing an opportunity for staff to come up with
creative ideas for improving services. BCC recognises that it faces a future where
working together with residents, businesses, community groups and the voluntary
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sector has never been so important. Cuts to the council’s budget and the need to
respond to external reviews has necessitated the Council to rethink and reshape its
services so they are fit for the future.It recognises that to achieve this it needs to do
things differently to make the most of the resources it has.Therefore its aim is to create
a sustainable, futureproof model of local public services that focuses on supporting
the needs of people, partnership working, empowered staff, and community
engagement. It has created new values that are now embedded in the appraisal
system:
● We put citizens first: We are empathetic and respectful in everything we do.
● We are true to our word: When we make promises we keep them
● We act courageously: We lead, we manage and we tackle the difficult issues
every day, every one of us
● We achieve excellence: We get things right. First time, every time

9.3

Engaging Managers

Success has been identified where organisations have effective leadership
development programmes in place for all managers. Regular management forums are
a key contributing factor to ensure managers hear the vision directly from senior
leaders that is then translated into service areas. Time away from the day job to reflect
on leadership style is also important
Derbyshire Fire & Rescue Service (DFRS) have over the years made a significant
investment in leadership development at all tiers of the Service. The senior leadership
team reflect on core values to inspire their leadership style and underpin the culture
they want to develop. These values include unity, professionalism, integrity and
respect. There is greater focus on empowering and developing the leaders and
managers is just one area of development.
DFRS has introduced external coaching for its senior managers to encourage a
reflective and supportive approach to leadership. This has been highly valued and
there are some really good examples of leaders coaching within and outside the
organisation.

9.4

Voice

A combination of communication and feedback channels such as employee opinion
surveys, management briefings, webinars, face to face meetings, online blogs are all
found to be successful.
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A key contributing factor that has been put in place by a number of organisations has
been the introduction of a mechanism for staff having access to the leadership team
and Chief Executive. For example the Chief Executive and Leadership team visiting
workplaces to discussion the strategic vision and for staff to raise questions and make
suggestions.

10.

Conclusion

What our research tells us is that engagement is one of the most important factors for
becoming a high performing organisation. However having said this, for true
engagement to happen all of the other factors of the model need to be in good order
too.
Our research told us that engagement needs to be meaningful and needs to come
from the top, the most successful initiatives is direct visibility of the chief executive and
senior management teams.
Another common theme is having an appraisal systems that focuses on values and
behaviour rather than rating past performance. This coupled with a strong strategic
vision led to the most success.
The least successful initiatives is where staff are being told to be engaged. Employee
engagement isn’t just a strategy that can be written and put on the shelf, it needs to be
business as usual, and everyone living and breathing it throughout the whole
organisation.
The main factor that we learnt from our research was that engagement was part of a
whole range of factors that support an organisation to be high performing. In order for
an organisation to be successful it needs to have all these factors in balance and to
enable them to be truly successful it needs to ensure that engagement is at the top of
the organisations priorities.
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11.

Roadmap

The project team has developed the following roadmap highlighting the most
successful way to be engaging.

12.

Recommendations

● That Dudley consider the finding of this report and review the success of all the
factors of a High Performing Organisation
● That Dudley look to implement an engagement strategy that takes account of all
the areas identified in the roadmap.
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