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[t is only natural that an orgunisation should want its
stuff to give their best, but in the drive for high
performunce, muximising the contribution of every
individual employee has become a Holy Grdiil for
employers. The result is a push to secure the
intellectudl, emotionul und physicaul commitment of
individuuls to the orgunisation — commonly referred to
us employee engugement.

[t's a reldtively hew term — having spruny up over the
pust decude - that hus cuptured the heurts aund
minds of businesses operating in an increusingly
competitive, globul economy where skill heeds ure
evolving und talent shortages are rife, Nonetheless,
there is still a lot of confusion ubout what engagement
meuns, whut un enguyged workforce looks like aund
precisely how orgunisutions cun use engugement to
enhunce commerciul performunce.

There are cleurly u raft of fuctors orgunisutions cun
employ to drive employee engyuygement, but whut is
often missing from the growing corpus of theory is the
role thut rewurds, benefits and incentives play. While it’s
frue that employers caunnot buy workers’ loydlty or
commitment, it's equdlly frue that they must reward —
und be seen to rewurd - the high performunce that
results from engugement.
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To help orgunisations guin a deeper understanding of
what drives employee engagement, Accor Services set
out to estublish just how enguged the UK workforce is.
To this end, we undertook two mdjor pieces of reseurch.

With the help of lpsos Mori, our first resedrch study
surveyed more than 1200 employees. We dsked them
ubout their job sutisfuction, sense of involvement und
fride in the business, linking these to the rewurd aund
recoynition they receive from their employers. The 2008
reseurch findings huve been benchmaurked uguinst
2005 employee reseurch, enabling Accor Services to
Mmeusure chunges in employee dttitudes here.

The second research study surveyed more than 430
UK employers, coverinyg u runyge of sizes und sectors,
ubout the role employee engugement plays in their
business success und the factors that endble them to
build un engyuyed workforce. This report presents this
dutu dlonyside information from u range of public
und private sector orgunisutions ubout their approuch
to engagement.

It is cleur from our own und others’ resedrch thut there
is no single driver for employee engagement. Ruther it
reyuires U whole orgunisation upprouch that tups into
its specific struteyic heed to be successful. What's
equdlly cleur is that while many employers instinctively
understund that reward and recoynition are u crucidl
factor in building this engaugement, many have yet to
fully infegrate it info an engugement strateyy.
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Employee engagement

m 42% of employers confirmed they regularly meusure
levels of employee engugement.

m Of this yroup, 50% survey employees ubout benefits,

45% ubout rewards und incentives.

m 74% of employers think employee engugement is
‘onh the radar’ of their senior munugyers.

m Only one yuurter of orgunisutions have u
documented employee engyuygement uction plun.
Of those who have such d plan, it is generally
owned by the HR feam.

m 33% of employers think their senior management
tfeam recognises employee engagement us u key
driver of business success. 10% do not see it us a
driver of business success ut dill,

m Over hdlf (61%) of employees surveyed dre ductive
advocutes of their employer and would speuk
highly of the orgunisation. This has dropped
sighificantly since 2005 when 63% of employees
were udvocutes of their employer.

m In the 2008 study 14% of employees confirmed they
were detractors, rather than advocutes, of their
compuny’s products und services und reported
they would be critical of them.

m 49% of employers do hot expect the ‘credit crunch’
to huve an impuact on levels of employee
engugement within their organisation. Only 23%
expect engugement levels to increuse in this
instance und 28% think engagement levels will
decreuse us u result of the “credit crunch’.

B Levels of udvocucy ure higher in smailler
orgunisutions. Amonyg comjpunies employing up to
100 people, 62% reported they would speuk highly
of their orgunisation compaured with only 45% in
orgunisations employing over 5000 people.
Advocucy levels ure ulso different between
munuygers und hon-munugers; 71% of munugers
would spedk highly of their organisation compared
with only 43% of honh-maunuyers.

Involvement, pride and fulfilment

| Levels of employee involvement with the
orgunisation are in decline; in 2008 50% of
employees report they feel involved in their work
compured with 57% in 2005.

m Almost half of employees (45%) express ho greut
desire for involvement in their orgunisation and 26%
would like to become more involved.

m 38% of respondents report they ure often
proud of their work compured with 10% who never
achieve this. When surveyed by Accor Services in
2005 employees’ pride in their work was much
higher at 47%.

| Jobs are dlso less fulfilling than in 2005. Only 29% of
employees report often findinyg fulfiment in their job
(compared with 40% in 2005) und 18% report they
never find fulfilment in their job (compured with
6% in 20095).



Rewards and benefits

m The most commonly offered benefits ure flexible work
options (47%), hedlthcare (27%), childcare vouchers
(21%) und lifestyle discounts (18%).

m When it comes to benefits thaut employees would like
to be offered, respondents listed their top five
preferences us flexible work options (37%), hedlthcare
(84%), flexible benefits programme (26%), support for
fravel to work (24%) and lifestyle discounts (17%).

m Only one fifth of employees fully understund the value
of their benefits und one third do not.

B Few employees reyurd their pay, benefits and
incentives puckuyes us competitive when
compured with others doinyg a similar job in similar
orgunisutions. Only 35% of employees felt their
compuny wus competitive on pay, 25% when it
cume o benefits and 17% when asked about
incentives.

| In contrust, over hulf (51%) of employers think
their orgunisution’s puay is competitive when
compured to other orgunisutions in their industry
sector. Only 11% felt their puy offering wus
uhcompetitive. 44% said they thought their benefits
puckage is competitive und 25% thought their
incentives programme wus, too. Interestingly, 33% of
employers thought their incentives programme waus
uncomjpetitive.

B Employees in orgunisations employing less than 100
people believe they have more influence over the
choice of benefits und incentives (22%) compured
with employees in larger organisations (11% in
companies employing over 5000 people).
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Job satisfaction

m 33% of employees ure huppy in their job, compured
to 13% who report they ure never huppy in their
employment.

B 46% of employees udmitted they had thought ubout
leaving their compuny. This compdres to 54% who
udmitted the sume thing in 2005 und is despite 9%
suyiny their motivation is increasing (compured to
37% of respondents saying their motivation levels at
work dre decreusing).

m When usked whuat comes to their mind when they
think about their work, employees reported u mix of
emotions including routine (43%), security (15%),
pleusure (14%), pride (13%), und constraint (7%).

m Sulary presents the yreutest concern for UK
employees (46%) followed by job security (28%) and
fime spent working (26%).

B When asked about levels of satisfaction with
specific aspects of their work, UK employees ranked
working conditions (73%), working attmosphere (71%)
and working hours (66%) us their fop three factors
that they were very or rather satisfied with. Salary
(44%), benefits puckuyes (45%) und recoynition
(52%) were ranked much lower by employees in
terms of sutisfaction.

m 55% of employees do hot think their compuny pays
enouyh uftention to levels of stress in the workpluce
and 42% do not think their employer pays enough
uftention to the development of employees’ skills.

Work/life balance

m More than three-quurters of employees suy they
spend foo much time at work. Of this group 25%
think they often spend foo much time at work aund
51% report they sometimes spend too much time ut
work. 23% claim they never do this.

H 12% of respondents report they are not able to
maunuyge the bulunce between their private und
professiondl lives. 56% report they ure sometimes
uble to do this and only 29% of resppondents report
they are uble to do this.

m 24% of employees find munuying their work/life
bulunce difficult compared to 73% of employees
find managing their work/life bulunce eusy.
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|deus auround employee engugement have their roots
in the 1980s. Mussive restructuring of the UK econhomy,
the continued shift from maunufucturing to services und
the reduction of frade union influence over many
workplaces helped to shiftf the nature and culture of
work. The redlisation in the 1990s that few, if any,
orgunisutions could still offer life-lony careers
chdllenyed traditionul views of loydlty to the firm.
Gradudlly employers begun to rethink their relationship
with the workforce.

Mussive skill shortuges starting in the late 1990s und
continuing well info this century have added further
foressure on truditionul commaund und control
maunugement styles that emphusise the fransactional
nhuture of the employer/employee relationship. This hus
been mude more complex by the fact that businesses
function with far fewer people than 15 years ago.
There is little or no spuce for deud wood; high
performunce hus become dependent on muximising
the effort of every individudl in the workforce.

Alistair Denton, Munhayging Director of Motivano
withessed some of these chunges first hand us un HR
director in the ragilway and IT industries. ‘Twenty yeurs
uygo we went to work to work und little else. The
chunces were that when we started with an
orguhisution we would be there for many years. But
the opportunities in the market toduy are such that
employees dre less keen to confine their careers to
onhe or two orgunisutions. They might move for more
money or u promotion or to ucyuire hew skills — or
simply because they funhcy u chunhye.

‘Motivation used to be the key word but employee
ehyugement is aubout much more than that, The fact
that employers ure concentrating on ideus of
ehguygement shows they dare becoming more
sophisticated in understunding employees.’

Central to ideus auround employee engugement are
new styles of leudership — in its broudest sense.
Engugement sighuls o move uwuy from old-fushioned
them and us, bosses aund workers towards recoyhition
that a successful working culture must involve two-way
relationships between colleuygues.

‘It would be a mistake to equate loyalty with
engagement — they are not the same. Engagement
to us is about ownership, accountability and
responsibility. We are a very traditional business and
we have plenty of long-serving, loyal and committed
people who want o do a good job. But as soon as
something happens they turn to look at the rule
book. That’s not the way forward for us.’

Employee Engaugement Manuger,

enhyineeriny business.
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A recent urficle in Hurvard Business Review describes
ehyugement us the eneryy, effort und initiative
employees bring to their jobs. The bunk, HSBC,
reportedly puts it even more succinctly describing the

ehguyged employee us ohe ‘with the skills to leave but
the desire to stay’

Ofther theorists tulk ubout enguyement us un
individual’s ulignment with the orgunisution und
commitment to its values und dims. As u result there is
much tulk ubout finding d line of sight between un
employee and the organisation o leverage that
employee’s extru, or discretionury, effort. The dim here
is to raise thut individual’s performance und ulfimately
the performaunce of the orgunisution.

The dunger of tulking ubout enguyged employees is
that the term dlso sugyests some are disenguged. This
may be the cuse but employee engagement is a
relative ferm and in between enguyged and
disenguyed there will be various levels of
ehyuygement.

This is a point that Andy Philpott, Marketing Director of
Accor Services, mukes. He sets out  hierarchy of
ehygugement moving from un employee’s engugement
with the immediute job through to their engugement
with the teum, other teums, the business und customers
und otfher stukeholders. ‘Engugement can operate at a
number of different levels. But it is not redlistic to expect
everyone 1o be fully enguged dt dll levels, Philpott says.
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‘I's the challenge of the job, not the money that
keeps people with us. As scientists they get to do the
fun stuff they always wanted to do - all the time. The
engagement challenge for us, as we grow, is keeping
them challenged.’

Operutions und Personnel Co-ordinator,

not-for-profit technoloyy firm

Such a hierarchy of engagement meuns employees
cun, for exumple, be engaged in their job but hot
necessurily enguyged with the orgunisution. The
opposite is dlso tfrue and it is redlistic to expect some
individuuls to be enyuyged with their orgunisution, but
not their role. This is an importunt group to identify
quickly, argues Philpott. He sugyests thut good
munugement skills und supporting processes ure
importunt here to ensure engugement levels ure
observed und evdluated und uppropriute chunge
and action taken to address any potential
engugement issues.

Murket researchers lpsos MORI specidlise in meusuring
engugement und conducted this study on Accor
Services’ behdlf. Reseurch Director, Peter Meyler, ulso
warhs uguinst being too prescriptive in defining
engugement, To work for aun orgunisation ideus around
employee engyuyement heed to be specific to that
business. "'Whaut defines employee enguygement in one
orgunisutionul culture — how it’'s munuyed, what it
does, the type of people it employs — will be different
in another,” he says.
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For the most part, businesses invest in engagement
strateyies to improve individuul und orgunisutionul
performunce. Nonetheless, different orgunisutions will
have different views on why they want un employee

enguygement strateyy und what they want to get
out of it.

Roydal Bank of Scotland is convinced that employee
engugement brinys the business u competitive
udvantayge; as a result it is wary about how much of its
engugement strateyy it is willing to share with the
outside world. There is u growiny body of evidence to
support RBS’s conviction.

As far buck as 1994 Jumes Heskett identified the
service profit chain linking employee sutisfaction with
customer loydlty and profit. That same yedar, Jim Collins
and Jerry | Porras published d study of high performing
firms, showihyg a correlution between employee
involvement und the ability of u business to out
perform its competitors.

of ennﬁployee

More recently, the Chartered Institute of Personnel and
Development (CIPD) hus found that enguged
employees ‘perform better thun others, ure more likely
tfo recommend their organisation to others, take less
sick leave, ure less likely to guit’. In return they
experience ‘enhanced job sutisfaction and a more
positive uttitude to work’.

The Corporate Leadership Council’s (CLC) (2004) study
of 50,000 ylobul employees supports the link between
ehguygement and performance. The study found that
employees who dure most committed perform 20% better
— which infers that increusing levels of engugement wiill
encouruge un increuse in employee performunce —
and dre 87% less likely to leave the orgunisation.

Our business survey dlso emphusises the link between
engugement und performaunce. As muny us one in
three employers ucknowledyged their senior
munugement teum recoyhises employee
engugement us u key driver of business success.

How much do you think your senior management team
recognises employee engagement as a key driver of
business success?

Very much see it us
u key driver

Recoynise it hus
some impuct

3269
B 98-

Do not see it us
u driver ut dll



However, while reseurch has shown a correlation
between engugement meusures und business
success, it hus yet to estublish uny causul link or set out
precisely why employee engugement leuds to higher
performunce. Grueme Cohen and Nicholus J Higyins
do sugyest the interuction between engugement und
high performance is more complex thun mere cause
und effect, but it is just us likely that improvements in
orgunisutionul performunce increuse engugement —
and vice versa,

A study by Towers Perrin (2003) indicutes employee
retention us u key benefit of employee engyuygement.
They demonstrate how u highly enguyged workforce is
u more stuble workforce und in their survey two-thirds
of highly enguged employees reported no pluns to
leave their job compared with 12% of those clussified
us disehyuyed.

Whilst engugement does hot guarantee retention,
uccording to Towers Perrin, it does increuse the
chunces of retuining the talent who are likely to be
most uttractive in the labour market. However the
study dlso highlights the risk to orgunisutions of
disenguyed employees who ure not uctively looking
for employment und continue in their current
employment but ure disuffected und unproductive.
They argue that retdining the disenguyed can uffect
performunce us seriously us losing those who dare
highly enguged.

As with dll people meusures, there is still u big element
of fuith involved in employee engyugement, which
could expluin why, us our research shows, some
orgunisutions ure further down the roud to conversion
than others.
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‘We see employee engagement in our business as
becoming an Employer of Choice and will measure
our success against our position in the top 100 best
companies to work for. Succeeding as an Employer of
Choice is central to the firm’s overall business strategy.
Senior managers believe they cannot achieve their
vision fo become a market leader by 2010 if our
people aren’t 100% committed to the firm.’

OD Consultant, insurance firm
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What d
engag

Working out why employee engugement is important
to the business is just the first step. A fur more complex
operution is working out how to get there. The Institute
of Employment Studies (2004) believes the key driver
for engugement is employees feeling valued and
involved, while the CIPD (2007) sugyests it is the qudlity
of munuygement that counts.

Leadership counts

More than half of private firms rated people -
including senior leaders and managers — as the key
driver of employee engagement, while in the public
sector leadership shares equal weight with
communications.

Public sector employers appear to put more
emphasis on employee engagement generally. More
than half (562%) measure engagement compared
with one in three private businesses (34%) and nearly
one in three (29%) public bodies have a
documented employee engagement action plan,
compared with 23% of private organisations. Despite
this, the public sector appears to have less of a
handle on engagement than the private sector with
86% of public bodies guessing engagement levels
compared with 80% of private firms.

ent?

Accor Services’ employer survey suggests it is G mix of
all these things plus more, and the way in which these
factors interact that contributes to driving
ehyugement. Respondents listed the two most
important drivers us being the yudlity of people -
sehior leuders, line munagers und colleagues — and
the level of two-way communicution in the business.
But they uren’t the only fuctors driving engugement.
Respondents ulso ruted the importunce of the huture
of the work and the resources avdiluble to do the job,
cureer und development opportunities, the work
environment und the rewdrds aund benefits on offer.

The CIPD defines employee engagement as
having employees who are positive about their
job, and who are prepared to go the exira mile
to make sure they do their job to the best of
their ability.

What do you think are the main drivers in
achieving this? (1= not at all important,
10= exiremely important) in terms of how
important you feel they are to employee
engagement:

People
(senior leudership,
munuyers, co-workers)

Communications
(opportunities for employees to
feed in their views)

Work
(resources uvuiluble, type of
work und inferest in the work)

Opportunities
(cureer opportunities, learning
and development)

Quality of life
(work/life bulunce, physicul
work environment)

Company practices
(diversity, performunce ussessment
und ubsence Munugement)

7.39

Rewards & benefits
(puy, benefits, recoygnition
& reward)

o
)



Similar themes were identified by employees when
they were usked dbout their level of sutisfuction with
key elements of their jobs und orgunisutions.

How satisfied
are you with...

Employees ‘very’
or ‘rather’ satisfied

Working conditions

Working utmosphere

Working hours

Autonomy in job

Training possibilities

!
W
i
a8
32

Recoynition

()
o~

Benefits puckuye

Salary

!
o)

These findinys sugyest orgunisutions need to tuke u
holistic, whole orgunisation upprouch to engugement,
looking ut dll uspects of their people struteyy. For
example, why offer great career development or
fraining opportunities if the communications systems
are such that no one knows quite how to access it?

The engugement picture is mude yet more complex
by the fuct that different groups of workers will be
ehyuged in different ways depending onh whut they
do, where they dare in their cureers plus u runge of
other personul fuctors. So while pay and reward might
drive some stuff, others might be driven by career
development, und others u sense of contribution.

As d result, keepiny u 21-yeur-old gruduute enguged
and yiving his or her best, will be very different from
securing engugement from u 40-yedur-old mother of
three. Similarly, engaugement in a money-oriented
finance business might look rather different from
enygyuygement in the hedlth service.

Employers need to be more sophisticuted when it
comes to segmenting their employees und consider
whut enguyement meuns to different groups of
people in their business, while at the same time
keeping d firm hold on why it is they want their staff o
become more enguyed in the business.

rewards, benefits und employee enguyement in toduy’s orgunisutions

What key actions is your organisation taking to
improve employee engagementi? (Top 4 responses)

Communicutions
initiatives 2 60/0
o,
23%

Training und
development

Rewurd & benefits
initiatives
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It mukes yood commerciul sense for orgunisutions to
meusure levels of engagement and tuke positive
action fo promote und protect it.

The CIPD notes the importunce of meusuring
employee uttitudes us the first step towards building
un enhyuyed workforce, udvocuting regulur employee
surveys us u tool with which fo idenftify areus in heed
of improvement.

Yet when usked by Accor Services what they consider
to be the current level of employee engyuyement in
their organisation, only one fifth of employers (20%)
mude this decluration bused on uny reseurch und
only 40% admitted to regularly measuring levels of
employee enguyement.

Do you survey employees about their needs
and views on the following?

% Yes

Employee
benefits

Rewards &
incentives

Job
sutisfuction

Perceptions of
the business

To yuuye engugement levels within the business, u
ranyge of different fuctors heed to be included in
employee surveys. These should include the level of
employee pride in the business und its products or
services und their udvocucy in the orgunisation us u
place to work und in relation to their offerings.

Employers should try to understand how involved
employees feel und the deyree to which they would
like greduter levels of involvement, Employers should
dlso seek to meusure the extent to which they cun
motivate and inspire their people to put in extra effort
that’s ubove und beyond the cull of duty.

The CIPD (2006) further recommends the
meusurement of different types of engugement at
three distinct levels, ulthouygh they do not place u
fdrticular emphdasis on uny one component:

1. Cognitive engagement — employees focus very
hard on work, are rarely distracted und think about
very little else during the working day.

2. Emotional engagement — employees dre
emotionaully enguyed with their work, put their heart
into their job und dre excited when they perform well.
3. Physical engagement - employees ure willing to
‘go the extru mile’ for their employer und work over
and beyond contract, staying until the job is done and
exerting eneryy to perform.

‘Reyurdless of the structure or focus of employee
surveying tools, however, unless the results ure ussessed
and un uppropriute plun of uction developed und
implemented, limited value will be derived from the
process’ notes Accor Services’ Philpott.

*Orgunisations underestimate the role of line and locdl
munagers in evaluating und medusuring employee
ehgugement. Given their proximity to employees on u
day-to-day busis, munugers ure better placed to
evuluute chunyes in engugement levels ut u locdl
level, particularly employees engagement levels with
their individuadl role und the wider orgunisation. This
resedrch cun prove o be more insightful and auccurate,
The orgunisational challenge is fo ensure managers
have the appropriate skills and Motivation, with
supporting processes in pluce to cupture the
intelligence.
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Rewdrds und benefits cun only help build employee
ehyugement in the context of u brouder strateyy that
takes uccount of the mauny other fuctors driving the
uygendu. Nonetheless, one in four employers in our survey
rated it us u key driver in engaging workers in their
orgunisutions. It is important to understand where it fits in.

Many commentators sfill refer to pay and reward as a
hyygiene fuctor in engugement — get it right and no
one notices, yet it wrony und the best people up
sticks und move on. This urgument suygyests thut
reward is fundumental in recruiting people but not
much else.

However, this argument fdils fo look at reward in its
broudest sense. A first-cluss reward strategy is about
managing high performance und valuing people’s
extra effort. As such it encompusses fur more than
buse puy, involving every effort a business mukes 1o
show that it values dll stuff, It cun include the obvious
things such as bonuses, pension, heulth insurunce und
gym membership. But it cun dlso include employee of
the month incentives, sugyestion schemes aund even
fraining und development opportunities.

Muark Carman, Marketing Director of Motivano, stresses
the fundumentdl link orgunisutions heed to muke
between their rewards and benefits offerings und the
people they ure targeted ut. ‘The role of rewards and
benefits in enguyement centres uround totul reward
und communicuting with employees ubout the value
of the benefits aund incentives that are avdiluble to
them. It’s crifical that employees know what is
avdilable to them and why they heed to take un
inferest in products such us private medicul insurance,
personul uccident cover or childcare vouchers.”
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Of the employees surveyed by Accor Services, only
20% reported they fully understood the value of the
benefits offered by their employer und one-third hud
no understanding of their value. This is surely a missed
opportunity for muny orgaunisations und when this lack
of understunding is compured with employees’
sutisfuction with benefits (see tuble below), the pivotdl
role of rewards und benefits in driving employee
engugement becomes cleurer.

Few employees think their employer’s rewards and
benefits sirategy is competitive:

B Only 35% think their employer is competitive when it
comes to pay. 32% of employees do not think their
puy is competitive when compured to others doing
a similar job in similar orgunisations.

B Only 25% think their benefits are competitive und
36% thought they were uncompetitive.

B Only 17% think their compuny’s incentives
programme is comjpetitive, compared with 40% who
think it is hot.

This makes an interesting comparison with employers’
perception of the same issue:

H 51% of employers think their organisation’s pay is
competitive when compured with other
orgunisutions in their sector. Only 11% felt their pay
offering wus uncompetitive.

B 44% of employers think their orgunisation’s benefits
puckage is competitive und 20% think it is
uhcompetitive.

B 25% of employers think their incentives programme
is competitive. 33% regard it us uncompetitive in
their sector.
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Employers like to tulk ubout their need to recruit und
develop u workforce thut is pussionute — pussionute
ubout the job, ubout the customer, ubout the business.
But for dll the effort they have been muking to
enhyender this sense of pussion und enguyement
umony stuff over the pust five years, they still have

d lony wuay to ygo.

Looking at u ranyge of engugement meusures in the
Accor Services’ survey of employees and comparing
them with dutu from three years ugo, it’s hard to
escupe the fact that employee engugement in many
orgunisations is on the way down.

For sturters, work uppeurs to be less fulfilling thun three
yeurs ugo. Only 29% of respondents suy their jobs aure
often fulfilling compured with 40% in 2005; while the
number who say their work is never fulfiling hus gone
up threefold from 6% to 18%

Do you often, sometimes, or never think that
you find fulfilment in your job?

0 20 40 60 80 100

2008
2005

Don‘t know

[l often

B sometimes

B Never

Pride in the job hus dlso taken a dip. Three yeurs ago
neaurly half of dll UK workers (47%) said they were often
proud of their work, but this year that has gone down
to just over onhe in three (38%). At the sume time as
muny us one in 10 workers (10%) suy they are hever
proud of their work compured with one in 20 (5%)
three yedrs ugo.

Do you often, sometimes, or never think that
you are proud of your work?

0 20 40 60 80

[l offen [l sometimes [l Never Don't know

Employee engagement today

Dutu relating to employee involvement dlso puints un
unsettling picture for orgunisations looking to mMaximise
employees’ discretionury effort. For exumple, while
50% of respondents feel very involved with the
orygunisution, us many us 45% suy they don’t much
wunt to be involved.

Questions looking ut employees’ wilinghess to be
udvocutes for the orgunisation — both as a pluce to
work and u provider of products and services — further
emphusise the engugement gup. Only 12% would
recommend their compuny as un employer compared
with 24% in 2005. And as many as 42% would hot
recommend it compured with 30% three yeurs ago.

Would you recommend your company as an
employer to a family member or friend?

Yes, definitely

Yes, probubly

No, probubly not
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Meunwhile, although just over half would spedk highly
of their compuny’s products und services, heurly one
in three (30%) ure neutrul ubout the business und 14%
dre criticul.

Which phrase best describes the way you would
speak of your company’s products/services to
people outside the company?

| would speuk highly
of my orgunisution
without beiny usked
| would speuk highly
of my orgunisution 32 A
if usked Yo
I

'I 0/ Neutrals ure ripe
o for conversion

| would be
neutrul fowards
my orgunisation

| would be criticul
of my orgunisution
if usked

| would be critical of
my orgunisution 4

without beiny usked . \ Detructors who could be

undermininyg the compuny

/ und destroying vulue
S
(

No opinion

These findings ure highly significant, says Peter Meyler,
Reseurch Director ut lpsos MORI.‘Advocucy is u
positive indicutor und outcome of employee
engugement. Essentidlly it meuns that somebody
enjoys the experience of working for un orgunisution
und feels puart of whut is going on to the extent that
they will talk to others ubout it

A good indication of employee engagement is the
degree to which employees would recommend their
organisation to friends, family and others (advocacy),
their commitment to stay with their organisation, and
motivation to go the exira mile. What do you consider
to be the current level of employee engagement within
your organisation? (Rated from 1 [very low] to 10 [very
high])

'l1.54
> 11.2%
2 4.6

Response %

An estimaute 79.9%
Bused on reseurch 20.1%
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Meyler believes that the 14% who are criticul of the
business ure u serious threut but it is the flouting voters
— or heutrdls — on whom orgunisutions should be
conhcentrating their efforts. ‘It takes un incredible
umount of enerygy and orgunisational change to dlter
the minds of employees once they have become
dissutisfied und disenguyged. But these heutral
employees ure suying that while they are not yuite
ehyuged, they huve yet to disehyuge. By ignoring this
group, which mukes up u third of the workforce,
employers could be encourdaging it to slip over onto
the wrony side of the fenhce.’

If employee engugement strategies are not working
for some employers, us the Accor Services’ resedurch
sugyests, perhups some employers huve got it wrony?
[t seems that orgunisutions heed to think more
curefully about what they are looking for from
employee enyuyement und focus their efforts
accordingly.

How involved would employees like
to be where they work?

| like to know whut’s
going on in my
orgunisution und | um
dlreudy involved
| like to know whut’s
going on in my
orgunisution & would like
to become more involved

262

® An opportunity

| like to know whut’s

going on in my
orgunisution, but | don’t 300/
redlly want to yet involved ' O

I’m not redlly
interested in my
orgunisution, it’s just

Almost half express
no yreut desire for
involvement

These responses highlight the opportunity for
orygunisutions to tuckle the “flouting voters” and
ehyuge them positively with the business. Interestingly,
of those who reported they dare dlreudy involved or
want fo become more involved, 75% dre munagers
compured with 41% of hon-mandagers who shared this
sentiment.
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The power of the advocate

In three short yeurs the number of stuff willing to be
udvocutes for the orgunisutions they work for has
plummeted. Employers cun how only rely on around half
the workforce, or less, to recommend the orgunisution
either us u place of work or u business purtner.

When it comes to pruising the compuny’s products und
services us many us 14% say they would be critical of
the business while 30% — nedrly one in three - feel neutrdl
ubout the orgunisution. The situution is even worse when
it comes to recommending the orgunisation us un
employer fo friends and family with as many as 42%
refusing to recommend it.

There are some differences uccording to size of
orgunisution, industry and level of job. For exumple
construction workers ure far more enthusiustic ubout the
compunies they work for with 67% recommending their
firm as un employer, compured with only 47% of IT and
fransport workers. However, it’s worth noting that these
figures predute the recent, rapid decline in the
construction industry.

A breakdown of those employees that would speak
highly of their organisation.

Size of organisation
Less thun 100 employees

% Speak highly

100 - 500 employees
500 - 1,000 employees
1,000 - 5,000 employees

5,000 employees
Position
Munuger

Non Munager

Sector (range)
Construction/ Building

Business Services
Finunciul services/Insurunce
Munufacturing Industry

Retail

‘We celebrate professional and personal successes
through a variety of rewards and award schemes and
we celebrate landmark achievements such as
employees who have been with us for 20, 30, 40
years or more. As a result, eight out of ten of our staff
say they are proud to work for the business and three
in four say they would recommend us as a good
place to work.’

Heud of Communicutions, construction firm



Managers are dlso more enthusiustic about their firm,
perhups reflecting the yreuter investment the
business hus in them und vice versu. Nedrly two in
three munuayers (63%) would recommend their
orgunisutions us places to work compared with just
over half (61%) of hon-managers. Meanwhile nearly
three in four (71%) would recommend their
employer’s products und services compured with
ohly 43% of hon-munugyers.

However, the truly significant statistic is the overdill
decline in levels of advocuacy ucross the board over
the pust three yedars. For example, in 2005 67% of dll
workers suid they would recommend their employer
to d friend or fuamily member compaured with just
54% now.

Does size make a difference?

Smaller organisations may not talk about employee
engagement in a formal sense, but the data suggests
they are engaging the workforce more successfully
than their bigger corporate competitors.

It could be that employees in small organisations are
still close enough to the business to feel a direct link
between their effort and organisational success.
Whatever the case, nearly half (45%) of respondents
working for organisations with fewer than 100
employees say they feel involved in the organisation,
compared with less than one in four (24%) of UK
employees overall.

Workers in small firms are also more likely to be
advocates for their organisations. Nearly two in three
(62%) say they would speak positively about their
employer’s products and services compared with
46% of the workforce overall.

rewards, benefits und employee enguyement in toduy’s orgunisutions

Figures around pay and benefits also suggest a more
engaged workforce within smaller firms. Although only
15% of people working for small firms regard their
reward packages as competitive, 22% believe they
have some influence over their benefits compared
with just 11% of people working for the largest
organisations. This is despite the fact that smaller
firms tend to offer a narrower range of benefits with
fewer small business workers receiving healthcare
support, flexible working or childcare vouchers.

But it’s not all good news for small firms. There has
been a massive drop in the number of small business
employees willing to recommend their firms as
places to work — down from 74% in 2005 to 52% now.
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In contrust to what many experts und theorists insist, the
decline in enguygement has little or nothing to do with
excess pressure ut work resulting in a long-hours culture
und poor work/life balance. The indicutors here are
positive with d slight drop in the humber of employees
who feel overworked und u significunt improvement in
work/life balance. In 2005 69% of workers suid they
munuged the balunce between work and home; this
yeur that hus risen to 85%.

Generally speaking, do you feel you can
manage the balance between your private
and professional lives?

0 20 40 60 80 100
2008
2005

[l Yes. oefinitely [l Yes, somewhat [ No. not reully

No, hot ut ull Don’t know

Not surprisingly, therefore, there dlso seems to be ho
great willingness to move o pastures new. While 46% of
employees in the UK huve considered leuving their
compuny, this is a significunt reduction on the 55% who
were thinking ubout moviny three years ugo.

Have you already thought about
leaving your company?

Yes

No
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[t's not that employees feel unti the orgunisation. They
just don’t seem to feel much ut ull. Employers must
shoulder some of the blume for employee upduthy.
Figures cominyg out of the Accor Services’ employer
ehyugement survey show that the muaijority of
employers, for dll their concern for employee
ehyuyement, ure somewhut half-heaurted about
putting it info practice.

Although neurly three in four rate their engugement us
ubove uveruge, it uppeurs that the vast majority of
them (80%) dre guessing und in fuct only 41% regularly
meusure engugement. Furthermore, 75% have no
employee engugement uction plan or strateyy, even
though 90% say engagement impdcts business success.



Does your organisation regularly measure levels of
employee engagement?

:

There is u sense thut while employers recoynise the
importunce of engyuyement, they don’t quite khnow
whdat to do ubout it. The issue seems to lie in their
unwillingness to tulk the tulk and truly relinguish
command und control styles of leadership in favour of
u relationship bused on mutudlity.

As u result muny orgunisations have tapped into what
they want from employees us u result of employee
engugement — that is high performance - but they
haven’t tupped into what's in it for the individual who
goes that extra mile. What impact will it have on their
cureer, how will their effort be recoynised, how will it
impact on busic job satisfaction?

Peter Meyler tukes un even bleuker view. 'A lot of
orgunisutions focus their employee engugement on
how to syueeze the sponge dry rather than how do
we yet the best out of people. It’'s ubout volume
rather than gudlity.

rewards, benefits und employee enguyement in toduy’s orgunisutions

‘But to be successful, engugement struteyies have to
focus on creuting u meuninyful relutionship between
employer und employee — udult to udult, rather than
parent to child. Good employee engugement is about
creuting un orgunisutional culture that stimulates that
relationship.”

One wuy forward is to see employee engagement us
u marketing as well as an HR job. If employees dre an
orygunisution’s internal customers then it stands to
reuson that what they want and what they think
mautters. It's un upprouch that communicuations
business O2 hus tuken by locuting its employee
ehyugement — which it calls employee branding -
across both the HR aund marketing functions.

‘Trust is a key part of our engagement model. We
cannot micro manage staff as other consultancies
would because that would scare them away. But
everyone has to come into the office on Friday having
been with clients the rest of the week. This is how we
keep our creativity alive and the network working.’

Operutions und Personnel Co-ordinator, hot-for-profit,
technoloyy firm
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Section 2: Employee engagement today

As recession looms in the UK dll orgunisutions, public
und private sector, ure likely to fuce the syueeze und
jobs will probably go. The generdl puttern in <
downturn is for orgunisations to cut back on dll aspects
of employee investment — gruduute recruitment,
training and development, puy and reward — only to
find u few yeurs later that they lack the talent and
motivation to take the business forward when
conditions improve.

Nearly ohe in three orgunisations (28%) responding to
our business survey expect employee engugement to
go dowh us u result of the economic downturn. But it’s
when things are bad that employers redlly heed to
make employee engugement strategies work for them
and to be sure that their investment in the workforce
brings a return in performance.

If jobs do go, orgunisutions heed o be sure that the
people who stuy in their business remuin fully enguged.
[t's fime to rekindle the pussion that so Many businesses
claim is what distinguishes them from the competition.

20

What impact do you expect the economic downturn to
have on levels of employee engagement in your
organisation in the next twelve months?

| expect employee
enygyugement levels to increuse
| don’t expect there

to be any impact 49°/°
| expect employee
enyugement levels to decreuse



Does engagement come with age?

Older workers are less likely to be neutral about the
organisation, compared with younger colleagues. So
while over 50s appear to be almost twice as likely to
speak highly of the organisation’s products and
services without prompting (26% compared with 14%
of under-30s), they are also nearly twice as likely to
be critical (10% compared with 6% of under 30s).

At the same time older workers tend to be more
fulfilled at work and feel pride in the job they do. For
example, 39% of over-50s say they are fulfilled in
their job compared with 22% of under-30s. And 45%
say they are proud of their work compared with 32%
of under-30s.

Accor Services’ findings are supported by those of
Vodafone’s Working Nation report (2008) which asked
employees about career expectations and fulfiment.
Employees aged 30 to 35 years old were ranked
highest in every single negative category of this study
as respondents reported they felt trapped (39%),
dissatisfied (44%) and lacking in control (36%)
compared to any other age cohort questioned. This
contrasts starkly with the findings from respondents in
their 40s, 50s and 60s who report they are becoming
more relaxed and satisfied in their work.

rewards, benefits und employee enguyement in toduy’s orgunisutions

If employers are to use benefits and incentives to
build engagement levels among older workers they
need to take note of their needs compared with
those of younger workers. For example, the under-30s
are more likely to want lifestyle discounts, gym
membership and support with travel to work than
older workers. However, young and old seem equally
keen on buying and selling holiday, and accessing
healthcare support at work.

Perhaps one way forward for employers looking to
tailor benefits to different age groups would be to
look at how their work-related concerns differ. For
example, 30% of over-50s rate time spent working as
a maijor worry compared with 19% of under-30s.
Meanwhile, 59% of the under-30s list salary levels as
a major worry compared with only 37% of over-50s.

The news that engagement levels amony employees
are fdlling — und are set to be further squeezed by
onhygoiny tough economic conditions — will be
disturbinyg for muny employers. However, us indicuted
by the Accor Services’ research, the picture is hot
entirely gloomy. There is u significant group of
employees who want to be enguged und who
orygunisutions should yuickly target to ensure this
opportunity is not missed.
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[t's probubly no greut surprise to employers to find that
just under hulf the workforce ure dissutisfied with their
puy und benefits while u third believe their package is
uhcompetitive. In addition, puy is the biggest work
worry umony UK workers with hearly half (46%) citing it
us their bigyest job-related concern compured with
just one in four who dre worried ubout job security
(28%) or lony working hours (26%).

Today, what is your main job-related concern?

Level of sulury

[t would be wrony to see puy concerns in isolution
given that employees often feel they are badly puid
und insufficiently rewarded. The fact that two in three
(65%) are huppy with working conditions suggests that
employers are not so wide of the mark when it comes
to sularies.

This doesh’t meun employers should ighore the role of
rewdrd und recoynition when it comes to developing
employee engyugement. Indeed there ure severdl issues
around reward that Accor Services’ research highlights.

‘We ask staff about their benefits every year and we
use this information to tailor a raft of benefits and
incentives including discounted theatre tickets,
funded nursery and play scheme places, holiday
offers, gym membership, bike to work scheme and
store discounts. People are starting to feel the credit
crunch and our staff discounts do mean more to
them now. But it’s the little things, like free tea and
coffee, that really matter.’

Benefits Munager, primary care trust
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The two muin constraints that employees perceive in
their ddily lives ure luck of time und luck of money.
Neurly hdlf (44%) cite lack of money s their biggest
constraint and 28% cite lack of fime.

What are the two biggest constraints in your
daily life (apart from work) ?

A luck of
money

A luck of

fime 25

Other

Household
munhaygement

2%

Ruisiny
children

5%

Housiny
problems
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5%
Curing for ill - 3%

friends or

reluatives - 3%

Il 32
5%

Childcure . 2%
problems- 3%

st
- In second

Transport
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Few employers can automaticdlly raise wages or
reduce hours but this doesh’t meun they caun’t use
their benefits und reward puckuges 1o relieve the
burden on their staff. On < very simplistic level it could
be s little us a cush or voucher awurd to un
employee ideu of the month. Alternatively, a team that
exceeds targets might be rewarded with an extra
day’s holiday.

An eusy cush incentive to offer parents is childcare
vouchers. These bring significant tux advantages to the
employee and employer. Support for childcare can
have u knock on effect in helpiny stuff munage their
fime construints. A growing humber of employers do
understund this, suys Kute Brooks, Heud of Client
Account Munaugement for childcure vouchers at
Accor Services.

‘Obviously there’s a tux incentive but u lot of
employers yet involved to show thut they are family
friendly, that they take their employees’ personul
responsibilities seriously und they don’t want them to
worry. Brooks suys muny employers wunt to tuke this a
step further und are looking seriously at how they cun
help employees with the burden of elder cure. Some
employers are reudy to go should the government
infroduce tux incentives here.
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The obvious unswer fo freeing up time for stuff is o
infroduce flexible working. It doesn’t necessurily reduce
their hours at work but it does enable them to jugyle
other commitments more effectively. Currently 47% of
workers say this is availuble to them, leuving 53% of the
workforce uppurently without access to flexible working.

What types of benefits/incentives does your
employer currently provide?

% Yes % No

Flexible work
options

Heulthcure

~N

Childcure
vouchers

Lifestyle
discounts

~N

Ofther
Mobile phone

Flexible benefits

Support with
fravel to work

Bike to work
scheme

Gym
membership

Vehicle leusing

Option to
buy/sell holiduys

Totul rewurds
Travel to work

Dry cleuniny
discounts

~N
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@ | o
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Flexible working is not suituble for dll job roles but there
are other meuns of reducing fime constraints, such ds
enhubling workers to buy und sell u certuin umount of
extra holiduy euch yeur. However, less than one in ten
employees (9%) cluim to have uccess to this benefit.

Brooks aygrees there is untapped scope for employers
fo use rewards and benefits more credtively to
leverage engugement in ways that won't incur
massive costs. However, she is audumant that whatever
employers decide to do, they have to ensure benefits
reflect u brouder engugement strateyy.

‘They huve to be dligned with what an organisation is
frying to do with its people and with the business us G
whole, she says. If the business wants to convey that it
is u curing compuny, then childcure support und
wellbeiny initiutives ure the right route to tuke. If its
environmentul strategy is importunt to the business
then u bike-to-work scheme or interest-free louns to
cover frain fares dre an obvious way of using benefits
to reinforce the messuye.

‘A firm can have the most umazing puy und benefit
structure but if it isn’t reinforcing un existing strategy or
culture, it will get howhere in terms of buildinyg
employee engyuyement, Brooks suys.

Who works flexibly?

Larger employers offer far more opportunities for
flexible working than their small and medium-sized
competitors. More than half of people working in
businesses with between 500 and 5,000 on the
payroll offer flexible working compared with just over
a third (37%) working in organisations with 100-500
staff. Large public sector bodies are even more likely
to offer flexibility with more than two in three (69%) of
civil servants working flexibly compared with one in
four (26%) of manufacturing workers.



Generating a buzz around reward
and recoghnition

Siemens - the world’s leading provider of open
communications — implemented an employee
reward and recognition scheme following the results
of their first employee engagement survey which
pointed to recognition within the business as the
lowest scoring question.

Applause, the employee engagement programme
designed to address the issue of recognition within
the business, was structured to recognise all
employees for their extra effort in achieving the
company’s objective, as well as empowering
managers to reward members of their team.

In order to earn awards participants are required to
excel in any of five key business drivers: enhancing
customer satisfaction, driving financial performance,
supporting people engagement, process
improvement and innovation and excellence in
teamwork.
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If employees excel in one or more of these fields their
manager can make an award in points to them from
a fixed budget — 100 points equal £1. Alongside the
individual awards, participants also have the
opportunity to receive quarterly and annual awards
for top performers within each category.

Applause uses web-centive, an online points banking
system from Capital Incentives & Motivation - that
offers participants an extensive choice of rewards
ranging from merchandise, store-specific vouchers
and a selection of activity and leisure days. Once
their manager makes an award, the recipient is
notified by email and is invited to visit their online
account to review their personalised points statement
and reward catalogue.

The positive impact of Applause on levels of
recognition within Siemens can already be seen. The
results of the 2008 employee engagement survey
have seen responses to questions about recognition
moving from the 14th percentile to the 40th
percentile. In addition, employee feedback on the
system has been positive and a real buzz about
recognition has been generated.
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To build engugement, employers have to be sure they
are communicuting their reward and benefit packages
effectively. It is clear from both the employee und
employer reseurch that this is not the cuse.

Only one in three employers (33%) believe stuff
uhderstand what benefits are on offer. Nor does the
workforce uppeur o understund the value of the
rewurds on offer. Only one in five (21%) claim to have u
yood understunding of the vulue of the benefits
avdiluble while hedrly one in ten (9%) admits to having
no clue ubout the value of these benefits. Employers
will be unsurprised by these figures given that u mere
15% of them believe staff understund the value of their
benefits.

How well do you understand the true value of the
benefits available to you from your employer?

8%
No opinion

9%

Not at all

36%

Fairly well

‘Do staff understand the value of the benefits they
receive? Probably not. The maijority have been here
since Adam so it’s probably a cultural thing. Perhaps
we sent out too much information and people have
become complacent. They don’t take time to look at
what we are offering them.’

Senior HR Adviser, NHS hospital frust

Motivano’s Mark Carman says it is clear that employers
are hot maximising the impact of the rewards and
benefits they offer stuff. "We estimate that most benefit
puckuyes ure only 30% effective in most orgunisutions.
If employers were to spend d bit more on
communicuting them fo staff they could have twice
the impuct. But fo do this they have fo tuke the view
that reward is more than a recruitment tool.’

Does seniority encourage engagement?

Seniority may or may not offer greater benefits but it
certainly brings about a greater understanding of
their true worth. Three in four managers (76%) say
they understand the value of their benefits compared
with less than half (49%) of non-managers. As a result
they tend to think their reward packages compare
well. Nearly half of managers (48%) say their pay is
competitive compared with less than one in three
(31%) of non-managers. This could be because they
tend to feel that they have more influence over
benefits and incentives. Only 9% of non-managers
say they can influence the benefits they receive
compared with 32% of managers.

One wuy of increusing employees’ understunding of
their benefits is to infroduce personulised totul reward
statements advising stuff of the finuncial value of their
rewards and incentives. Currently less than one in ten
employees (9%) suy they receive this und only one in
eight (12%) employers suy they offer it.

Another meuns of improving communicutions around
benefits und leverayging employee engugement would
be to involve the workforce more in developiny reward
und incentives puckuyes. Employee duta sugyests
that employers tend to impose benefits on stuff with
onhly 15% feeling they cun influence the benefits on
offer to them and 13% feeling they have any influence
over workplace incentives. Within the public sector this
drops 1o 9% und 7% respectively.



How much influence do you feel you have over the...

...choice of benefits
on offer to you?

...choice of incentive
on offer to you?

- A ygreut deul / some influence

Neutral / ho opinion

- Not much / ho influence

rewards, benefits und employee enguyement in toduy’s orgunisutions

Flexible benefits schemes ure u meuns of offeriny
employees choice und u stronyer element of control.
Once uyuin, there is un opportunity for employers to
grasp. While 25% of employers say they offer flexible
benefits, only 14% of employees have access to them,
und d further 26% would like access to flexible benefits.

‘We are setting up a flexible benefits programme and
it’s important that we get the right benefits into the
package available to employees. People at different
stages in their careers want different things. Our
younger staff are more likely to want money towards
their holidays rather than a pension payment.’

OD Consultant, insurance firm

In many ways, data relating to benefits demonstrates
the brouder problems employers are having with
enhyuging stuff, Employee engugement is about
developing hew ways of working and hew relationships
between orgunisutions und their stuff, But it requires
employers to treut their people us individuuls und to
rewurd them accordingly. This doesn’t meun offering
massive pay hikes — few businesses cun do that, But it
does meun understunding what drives individudls to
work for you und using reward to show that you
understund und that you recoynise their extra effort.

Newcastle scores with childcare voucher
communications

Newcastle City Council used football-related
communications with male staff to promote their
childcare voucher scheme. Accor Services, in
partnership with the HR team has developed a
range of communications featuring a father and
son at a football match with the numbers 1195
written across their t-shirts to illustrate the number of
pounds that could be saved by fathers each year if
they use the benefit.

‘A range of posters were designed and the one we
chose had a picture of a father and son in football
shirts to target male employees. A lot of our male
staff didn’t realise they were eligible for the childcare
voucher scheme,’ says Jill Hunton, Human Resources
Adviser at the Council.

Since the football related images have been used to
promote the scheme, interest in childcare vouchers
from employees has increased. Additional
communication tools have included awareness days
with Accor Services, the childcare voucher provider,
as well as emails and personalised letters on the
available benefits.
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Total reward statements
on a global stage

Arup - the global firm of designers, engineers and
business consultants — has over 7000 employees
based in 32 countries. The firm’s employees enjoy
excellent pay and benefits, but the company
wanted each of them to better understand the
value of each item and increase their appreciation
of their overall benefits package. To achieve this
the business adopted Motivano’s online Total
Reward Statements solution.

To use the system each employee has a unique
username and password. The online Total Reward
Statement lists each employee’s reward items,
such as salary, profit sharing plans, car allowance,
pension, health insurance, life cover, accident
insurance and income protection. It also includes
items that have not been assigned a monetary
value, like season ticket loans and flu vaccinations,
in order to draw these less obvious perks to the
attention of their employees.

By having a personalised statement listing all their
benefits, employees gain a deeper understanding
and appreciation of the investment Arup has
made in them.

Because packages vary both by country and by
type of employee, each Total Reward Statement is
unique. There are a few global reward items so
packages are tailored to local markets. Some
countries have unique benefits, for example
employees in China receive a New Year bonus and
some expatriate employees on international
assignments have tailored packages reflecting
personal circumstances. Each variation within the
organisation is accommodated by the Total
Reward Statements solution.

The feedback from staff following the rollout of
Total Reward Statements has been very positive
and because they can be accessed via the
company intranet, usage of the system has been
high. Managers in the business report they value
the clear presentation of the rewards and benefits
in this way and in the UK the number of people
leaving the business for reward-related reasons has
halved since Total Reward Statements went live.
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[t's cledr from our resedrch that organisations
ucknowledye the importance of engugement — as
mauny us 74% of employers questioned think it is ‘on the
radar’ of their senior munugers. Nonetheless, many
seem unawdare of how to improve levels of
ehguygement und the specific role that rewards and
benefits cun tuke in this. Here we outline the steps
orgunisations cun take to drive engugement umony
their people.

1. Find out where you are with
employee engagement

Don’t guess how enguged your employees dre, find
out. Only one in five employers (20%) use employee
resedurch to determine levels of engugement in the
orgunisation and only two in five medsure employee
ehgugement at dll (42%). This is despite the fact that
66% Mmeusure employee job sutisfuction und 60%
meusure their perceptions of the business.

[t doesn’t tuke a lot more to yuiz them on their
motivation levels, how valued they feel und whether or
not they would recommend the business to others.
Understaunding employees’ perception of dll these
issues will help draw u picture of engugement levels
and identify gaps.

However, to use this dutu to successfully estublish an
ehguygement strategy, it is importunt to understund the
different levels of engugement within their business.
Mdake the effort to segment groups within your
orygunisutions — dulony the lines of uye, seniority or
whether they dre working purents or curers, for
example — and seek to understand how enguyed they
are with the business.
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2. Get managers on board

Munagers are the cornerstone of uny engugement
strategy. If munagers feel engayged it’s likely that their
teum members will too. Conversely, if they feel
disenguged from the business it will be hard for their
teum members 1o feel differently.

Manugers need to be equipped with the right skills to
evuluute enguygement within their tfeams, understand
whut stuff redlly want and respond to feedbuck from
employees on this issue. They heed u range of skills fo
uhderstund the key fuctors that affect engugement
und identify them within their teams. They ulso heed
communicution skills fo enuble them to discuss
ehyguygement initidtives, the opportunities for career
development within the business und the range of
avdiluble und plunned rewards und benefits, for
exumple, us well us the dbility to listen und respond
uppropriately to employee feedbuck.

Managers heed to parficipate in fraining to develop u
consistent portfolio of skills across the business to
unulyse enguyement und trends in employee
uttitudes. Orgunisutions should tuke the opportunity to
review how this fraining cun link with existing
munugement development strateyies.

The opportunity for munugers to become umbussudors
for engugement is perhups best seen in the context of
rewdrds and benefits. Our resedurch shows that
munugers have u better understanding of the true
vdlue of their benefits. As such they caun demonstrate
their support for these programmes, explain the value
of specific rewards and benefits und outline how
employees cun muke the most of what’s on offer.
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To drive enguyement within un orgunisution it needs to
be positioned ut the heurt of the business und pluced
high on the senior leudership agendd, Senior munuygers
should be encouruyged to recoynise the link between
enyguyement, customer service, commercidl
performance und stukeholder value; it will not be
possible to secure employees’ baucking without the
vocul und visible support of their leuders.

Taking positive uction dlso reyuires orgunisutions to
invest time in und develop processes to unulyse und
act on the findings of employee research, surveys und
response mechanisms. Fuilure to tuke action on what
your people ure telling you is worse than hot even
usking them what they think. Doing this will impact
neyutively on your reputution und employer brund, so
before you beyin uskinyg yuestions huve u strategy in
pluce for unulysing your findings und putting un action
plan in place.

4. Recognise the opportunity for HR

The HR function is key to supporting managers in their
ussessment of engugement und the delivery of an
ehyuyement strateyy across the business. Their role
extends beyond the provision of fruining und extends to
monitoring und upduting munugers’ skills und offering
ohgoiny support to enable them to regularly assess their
employees’ uttitudes und tuke uppropriate uction.

Engugement is u vehicle through which HR cun
become un effective business parther ucross dll feaums
und departments. The opportunity to play u strateyic
role ucross u ranyge of business functions und drive
ehyuyement throughout the business should not be
underestimauted.

Communication is the key to
engagement

Andy Philpott, Marketing Director, Accor Services
outlines some key areas for focus

B Huve the munugement structure und supporting
processes in place for listening und communicating
with employees.

m Check munhugers have the right skills und uttitudes to
enuble listening unhd communicution with
employees.

m Build communicution programmes to drive
enygyuyement that are ‘aubove und below the line’.
Think ubout broud online & offline internal media, but
reinforce this through munugers und their locul, one-
to-one communicutions with employees. Online
tfechnology developments will also dllow more
infelligent one-to-one communicution.

B Seyment your uudiences und build communicution
programmes for euch group; this is u redl opportunity
for HR to work in parthership with marketing tfeams. It
is applying customer marketing technigues to
employees.

B Mdake reseurch a regular event on your und the
orygunisution’s culendar. This should be formal and
informal activity o listen to und understand
employees’ views, heeds und preferences on u
range of issues that impuact engagement. And use
the findinys to inform future communicution
programmes.



5. Make communication a two-way process

To be successful, communicution has to be two-way
und orgunisations heed to recognise it us  driver us
well us un enubler of engugement. Enguyed
employees feel involved in an organisation and believe
they do und cun contribute. They want to be duble to
communicute their ideus und sugyestions und ruise
uny guestions or concerns.

In relation to rewaurds und benefits, employers should
revisit communicution systems to ensure they keep stuff
up-to-dute with uvdiluble products und schemes.
Employees heed to know whut’s avdiluble and when,
whdt it is worth to them but dlso how it fits the
orygunisution’s brouder business uims. For exuample,
hedlth and wellbeing meusures could be linked to
reductions in absenteeism.

It is also worth dividing benefits into cateyories that
meun something to stuff rather than simply offering u
maussive, but perhups confusing, suite of benefits und
incentives. Cuteyories might include, for example,
enhhunciny wellbeiny, meeting life’s essentiuls and
improving performance.

6. Fix benefits as part of your wider
engagement strategy

Too often rewdrds und incentives ure desighed to recruit
new people or tie in existing stuff without enough
thouyght beiny yiven to how they secure engugement.
A reward strategy is just ohe of severdl engagement
drivers thut include yood leudership und
communicuation, well-designed work and opjportunities
for career proyression. They must be mutudlly reinforcing.

While rewurds und incentives should be intfroduced
with the heeds of the business in mMind, they ure useless
us un enyuygement tool if stuff feel disconnected from
whut’s on offer.

[t is important o yet the right mix of benefits for your
workforce. People ut different stuges in their careers
want different things, for example, at a simplistic level,
new graduutes might want money towards their
holiduys rather than a pension contribution.
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Ask staff what benefits they want to see — dlthough you
should unfticipute that some reyuests will be impossible
to offer! For larger orgunisutions stuff surveys are un
obvious way of finding out if existing benefits meet their
heeds und whut other benefits they would like to see.
But smaller orgunisations cun dlso undertuke effective
reseurch, for example, via an incentive forum for 25
employees over u sundwich lunch.

Of course, uny sort of employee research or review of
your rewurd und benefits offering should not be
considered u one-off event. It's cruciul employers keep
up to dute with changing stuff preferences, heeds und
wants,

‘We have been running an engagement survey for
five years. We are starting to get the basics right and
getting better generally. We ask our people every
year what they would like to see. Many, such as free
travel, we can’t possibly do anything about.’
Employee Engugement Manuger,

enygineering business
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7. Take a flexible approach to benefits

Flexible benefits ure un option that give stuff some
control over the benefits they receive und are a
positive solution if employers want to involve stuff in
benefits selection. The cost of operating flexible benefits
is compurdtively low once the scheme hus been
infroduced; u smull investment in flexible benefits would
probubly double the impuct of your benefits spend.

However, employers need to be reudy for un increuse
in the uptuke of benefits followiny the introduction of u
flexible benefits scheme und the resulting extra outlay.
Many employees will hot have redlised what was on
offer und will want to tuke advauntage of it.

Developiny u benefit struteyy that fosters engugement
will take time, so it’s worth looking for what you can do
now to show that you understund aund value your stuff,
The obvious ones ure tux free benefits such us
childcure vouchers und the gyovernment’s bike to work
scheme, both of which cun be infroduced ulmost
overnight and cost litfle or nothing to implement.

8. Express the total value of benefits

Enabling employees to understund the value of
benefits is a key factor in promoting und supporting
enguyement. Totul rewurd statements are an ideul way
of showiny workers what their benefits are worth. The
best totul reward systems ulso tuke uccount of the less
obvious finuncidul benefits such us fruining und
development spend. Employers cun use totul reward to
build engagement further by explaining to staff why
they might want to take a benefit such as pension or
hedalth insurance, rather than cash.

9. Keep your advocates engaged

One in three stuff is neither engyuyed nor disenguyged
und form u key uudience for your engugement
strateyy. These ‘flouting voters’ should be turgeted us u
priority to ensure they do hot muke the fransition to
disengugement, ulthough it should be ucknhowledyed
that reward und benefit solutions ulone will hot
increuse their enguygement levels.

Consideration should be yiven to concrete und
immediate tactics to reacquaint them with why they
joined the orgunisution in the first place, for example.
With this group in particular it’s the little things that
show you cure — suygyestion schemes that value their
ideaus or store discounts that show you dare willing to
muke the effort for them too.



Acknowledge the role of incentives

An incentive to reward good work is a tried and
tested way of boosting staff morale and enhancing
engagement. According to Derrick Hardman,
Managing Director of Capital Incentives & Motivation,
there are a range of tactics you can employ to
ensure your incentive scheme hits the mark with your
workforce.

m Set redlistic targets. Nothing is more likely to switch
people off un incentive programme than
seemingly impossible turget. They must be redlistic
and fuir — u good way of doing this is usking
individudils to set their own. Also be wary of
infroducing ucross the bourd objectives; remember
you're deuling with individudils.

m Select the right rewards for your incentive
programme. Conduct research to estublish what
motivates people how (ruther than offering the sume
reward ds last year) or give recipients the chance to
work towards u yift of their own choice, for example,
vouchers or yift cards.

m Communicute effectively and frequently ubout the
scheme. Launch it with a bunyg to excite and
ehyuge the audience und ensure the rules ure eusily
understood. Transpurency is importunt so the scheme
is seen to be fair.

m Huve lots of winhers und reward dll achievers.
Recoynising und rewarding dll those who achieve
promotes u more positive environment than one with
lots of losers. Consider frequent awards with |ots of
cutegories so everyone hus un equdl opportunity to
be successful.

B Encourage sustained effort. Nothing demotivates the
averuge employee than seeiny others streuking
uheud from the start, leaving them with ho chance
of cutchiny up. If everyone starts ufresh each month,
everyonhe hus u chunce to compete on equul terms.

B Present awurds publicly. Recoyhise efforts und
achievements ut compuny meetings and
encouruye presentutions by senior munaugers.

m Evdluute the incentive scheme regularly.

This will ensure objectives ure being met und enuble
you to refine und enhance the programme before
its next launch.
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10. Review, revise and plan ahead

Even in good fimes, employees’ heeds chunge and
employers heed to keep up 1o speed und be reudy
with resources und pluns to respond to this chunge.
For example, the past 10 years has seen a hike in the
number of mothers returning to work und the result has
been u mussive focus on childcure needs.

Looking uheud, dll employers fuce two major challenges
over the hext five years. Ah ageing workforce may well
put a higher premium on hedlth and wellbeiny benefits
than sfraight puy rises. But older workers will ulso be
looking for pensions that pay. More immediutely,
economic downturn und rising prices dre dlreudy
putting the sgyueeze on household budyets und the best
places to work will be looking ut how their rewards aund
benefits cun relieve the stress on employees.

In response to the chunying business und operuting
environment orgunisutions need to puy even greuter
uttention to engugement issues und ensure their
workforce is und remuins enguged. Benefits und
rewurds are ohe way of doing this und, if planhed und
reviewed in response to the changing views und
preferences of the workforce, will endble orgunisutions
tfo meet the challenye of engugement.
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Methodology

The employee survey

The employee survey waus conducted on behdlf of
Accor Services by lpsos Mori throughout 2008 und over
1200 employees took purt.

This online survey was conducted in April 2008 with
representutive sumples of employees uged over 18
yedrs. 54% of employee respondents were male aund
46% female. 33% of respondents have one or more
children. Employees participating in this study work
across u runge of sectors, including the public sector
(87%), retdil (21%), industry (15%), business services (6%),

bunking und finunciul services (6%), tfransportation (5%),

[T (4%) und telecommunicutions (2%).

30% of respondents work for orgunisations employing
less than 100 people and 31% work for an organisation
employing over 5000 people. 15% of the sumple
operute ut director / senior munugement level within
their orgunisution und 19% ure clussified us ‘service und

sules” workers. 15% of respondents are aged 18-24 yedrs,

33% are aged 25-40 und 52% dre uyged 40+ yeurs.

The employer survey

434 employers responded to un emuil invitation to
complete Accor Services’ online engugement survey in
July 2008.

Respondents work ucross a range of industry sectors,
including the public sector (17%), business services
(14%), munufacturing (10%), bunking und finuncial
services (8%), IT (7%) und retdil (56%). These orgunisations
ranged in size from employing less than 100 stuff (41%),
between 101 and 1000 people (85%) and over 1001
people (24%).
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Accor Services

Muny of the compunies in the Sunduay Times "Greut
Places to Work” survey work with Accor Services.

The key to boosting performance is striking a balance
between work und home life, and we believe that
harmony breeds success. Businesses thut look ufter their
employees uttract the best people, keep the best
people und get the best out of them at work.

We believe incentive und reward programmes and the
contfinudl development of employee benefits have an
important part to play in increusing employee
ehguygement with a business uhd enhuncing
performance us J result.

e
KQ)
motivano

Motivano

Motivano are the UK’s leading HR technholoyy provider
und ure recoyhised us the UK’s most innovutive
benefits consultants. Their awaurd winnhing benefits, Total
Rewuard solutions und advice have revolutionised the
munhugement und communicution of employee
benefits around the world, helping improve employee
ehyuyement for muny large and small organisutions
including Cocu Colu, Gucci, Microsoft, Rugby Footbull
Union, Pfizer und QinetiQ.

Motivano’s web bused HR tools include Flexible
Benefits, Voluntury Benefits, Total Reward Statements
und Leuve & Absence Munhugement. The
technoloyicully advanced modules ure ufforduble
and eusy to implement, helping organisations to
reduce their benefits administration costs whilst
improving productivity in the workplace.

www.motivano.co.uk
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ACCOR
- Services

Our products are dll created with this philosophy in
mind aund euch year thousands of private and public
compunies entrust us to urranye und oversee
motivation, loydlty and benefits programmes, orgunise
events und communicutions und distribute awards, dll
with the dim of mukiny life work better for employees,
channel purthers and customers.

With operations in 40 countries and a feam of 4900
leyul, technoloyy und murketing experts, Accor
Services cun support your employee engagement
objectives with locul, Europeun und ylobul reuch.

www.accorservices.co.uk

Incentives
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Capital Incentives
& Motivation

Incentive schemes und reward und recoghnition
frograummes which are well conceived,
communicuted unhd mManaged huve the power to
deliver the motivation, engagement and performance
returns to increuse business yrowth.

Recoynising u greut ideu, ucknowledying lony service
und commitment, rewarding sules performance,
employee or feum uchievement or u simple thunk you
at Christmus — there dare unlimited ways incentives und
rewdrds cun muke u redl performunce difference.

Cupitdl Incentives & Motivution, part of Accor Services,
are performance improvement specidlists who have
been helping orgunisutions of dll sizes for over twenty
yedrs do just this with the widest choice of reward and
loydlty services.

www.capital-incentives.co.uk
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