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Dear Reader,

“The single biggest problem in communication is the illusion that it has taken place,” wrote 
George Bernard Shaw, and anyone who has taken the time to thumb through the endless 
letters the writer exchanged with Mrs Pat Campbell will know that Shaw was a man who 
valued correspondence dearly. When it comes to the hot button issue of employment 
engagement, communication has a critical part to play. Effective internal communication 
is, of course, key when it comes to achieving anything of note in business. Eloquent 
top down communication allows employees to believe in management, to believe that 
management is approachable and interested in addressing their problems. Engaging with 
employees matters because it promotes, in turn, better performance. A happy employee 
makes a productive employee as the old adage goes. In this Special Edition we turn our 
attention squarely to the issue of employee engagement. How can it be handled in a 
better manner? How is it changing HR practice? 

Robert Leeming, 
Editor at HRreview.
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It’s a constant bug bear 
of mine that people think 
employee engagement 
simply means happy 
employees! It doesn’t. 
It’s not true, and I even 
have evidence to prove 
it. Let’s start with basics, 
what does employee 
engagement provide to 
the workforce? 

Engage for Success 
define employee 
engagement as – ‘a 
workplace approach 
resulting in the 
right conditions for 
all members of an 
organisation to give of 
their best each day, 
committed to their 
organisation’s goals 
and values, motivated 
to contribute to 
organisational success, 
with an enhanced sense 
of their own wellbeing.’
In general terms 
employee engagement is 
based on trust, integrity, 
two way commitment 
and communication 
between an organisation 
and its members. It is an 
approach that increases 
the chances of business 
success, contributing 
to organisational and 
individual performance, 
productivity and 

wellbeing. It can be 
measured. It varies 
from poor to great. It 
can be nurtured and 
dramatically increased; 
it can be lost and thrown 
away.

If I look back over 
my career and think 
about when I was most 
engaged, on reflection I 
wasn’t always ‘happy’. I 
remember being asked 
to take on projects 
and work  which were 
outside my remit 
and which I hadn’t 
experienced before 
(from presentations 
in front of hundreds 
of people, to complex 
project management).  
I was constantly 
being challenged and 
stretched. My manager 
saw something in me 
and was very supportive 
in helping me develop 
my career goals; but I 
was out of my comfort 
zone doing things 
that I never thought I 
could, but I did, and of 
course I was incredibly 
productive for my 
employer. I also learnt 
so many new skills 
and began to believe in 
myself and my abilities 
and as a consequence 

had much more faith in 
my skills, gaining a huge 
sense of achievement 
and personal 
satisfaction.  However, 
let there be no doubt, 
during these times I 
was far from happy; in 
fact I can remember 
some intense feelings 
of being under stress 
and pressure – albeit 
manageable.  

Don’t get me wrong, in 
an ideal world we all 
want our employees to 
be happy.  We spend 
enough time at work 
so we need to enjoy our 
work, but we know that 
it is highly unlikely that 
people are going to be 
happy all the time.  This 
doesn’t mean that they 
are not highly engaged 
or motivated however 
and we need to be 
careful to acknowledge 
and understand this.

We always recommend 
our clients set their 
employee engagement 
indicators against key 
business performance 
indicators.  This 
allows you to quickly 
understand and visualise 
the relationship 
between engagement 

Gary Cattermole, director at The Survey Initiative, is an employee 
engagement specialist and Engage for Success Guru. Here 
he steps up onto his soap box to share his thoughts on happy 
employees and employee engagement. 

Gary is a dedicated 
employee research 
expert with over 20 
years’ experience in 
helping organisations 
gain deeper insight and 
understanding of what 
makes their employees 
tick. He is a joint-
Director at The Survey 
Initiative, an award 
winning employee 
research consultancy. 

Gary Cattermole 

Happy employees are not 
enough!
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and performance within your 
organisation.  It also helps to 
locate areas/branches that 
need support. For example, we 
were working for a major High 
Street retailer and many of 
their outlets were highlighted 
as having a ‘happy’ workforce 
– great, everyone thought. 
However, when these ‘happy 
areas’ were put alongside the 
business performance stats it 
quickly became clear there was 
a link between underperforming 
stores and happy staff. When 
we analysed the issue in more 
depth we uncovered a problem 
with weak store management. 
The employees in these stores 
were having a great time at 
work, and everyone thought 
the manager was their best 
friend. In essence all of the sales 
assistants were very happy to 
get up in the morning to go to 
work, but whilst they were there 
they were only just doing the 
basics: stocking shelves, cashier 
duties and minimal customer 
service. Nobody was trying to 
up sell or offer products that 
could be useful for a customer, 
or go above and beyond their 
duties in any way.  Interestingly, 
happiness levels in those stores 
performing the best were typically 

lower by 10% than their poorer 
performing counter parts.  
Again, upon investigation, staff 
were not unhappy but they were 
being challenged, stretched 
and demanded of by their 
store manager.  Merely having 
happy staff did not equate to 
employee engagement and higher 
productivity.

Even in the most inspirational 
of workplaces I think it’s unfair 
to expect employees to be 
happy 100% of the time.  One 
piece of advice I would give to 
middle managers is to take into 
account all those factors that 
affect an individual that are not 
within the control or remit of the 
organisation.  I think we have to 
take a holistic approach to an 
employee’s wellbeing. A good 
manager will understand an 
individual’s personal needs and 
will spot signals if something is 
not going well and should offer 
support, where possible, but at 
the very least they need to be 
aware of individual needs and 
circumstances.  They cannot 
necessarily influence levels of 
happiness but can foster great 
feelings of support and, as a 
manager, you have the single 
biggest control of an employee’s 

engagement levels.

Interestingly, we have a vast 
range of people in vocations 
where they openly state day in 
day out that they love their job.  
Here, doctors, teachers, police 
and firemen for reasons close to 
their hearts believe that this is 
their raison d’etre. But naturally 
it doesn’t stop them from being 
unhappy in the workplace. Take 
Junior Doctors at the moment, 
they love what they do, but not 
even Jeremy Hunt would say they 
were happy! 

When I go to work I’m pretty 
much happy most of the time, but 
I would be lying to say that I never 
get stressed as I juggle work 
and family life. However, I am 
productive and I’m inspired each 
day to create new solutions for 
my organisation and our clients. I 
would recommend that each one 
of you walk through the doors 
of your workplace on a Monday 
morning and survey the mood. 
If someone’s looking too happy, 
maybe ask yourself why?

To discover more about employee 
engagement, visit www.
surveyinitiative.co.uk. 

Putting a smile on the face of your employees
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Creating a culture where 
colleagues are engaged 
and aligned with the 
corporate goals is really 
difficult. Let’s face it if it 
was easy everyone would 
have done it!

It is possible to create col-
league engagement with 
the right policies and pro-
cedures and a recruitment 
approach that ensures 
everyone joining the busi-
ness brings the desired 
attitudes and behaviours. 
However this is entry 
level stuff and produces 
engagement that can 
look good in the company 
report but doesn’t really 
translate into a passion-
ate and committed work 
force.

Businesses that achieve 
true engagement go 
much further than a few 
policies and procedures 
and succeed in creating a 
culture within their busi-
ness that is felt by every 
colleague and, important-
ly, by every customer too.

It is hard to create and 
maintain a culture that 
makes a difference for col-
leagues and customers yet 

businesses that succeed in 
doing so are often leaders 
in their business sector. 
Brands like Pret, Timpson, 
Apple and British Air-
ways show how building 
engagement creates good 
customer experiences and 
a healthy profit.

I’d argue that the key to 
creating a truly great place 
to work with engaged 
colleagues is effective, 
engaging communica-
tion. For young, energetic 
start-ups it’s relatively 
easy to make sure every-
one knows what is hap-
pening and feels close to 
the business. But how do 
you do that with tens of 
thousands of employees? 
Spread across hundreds 
of locations or even sole 
working and having little 
physical contact with an 
office

When I started as a retail 
manager about 30 years 
ago communication was 
simple. Once a week we 
got an envelope that 
contained everything we 
needed to know. We had 
communication updates 
and clear lists of opera-
tional tasks to complete. 

The business had clear 
processes to make sure all 
the messages we received 
were aligned with the 
company strategy and we 
understood where we fit-
ted in making brand come 
alive for our customers. 
And if there was ever an 
urgent message we had a 
telephone cascade to pass 
messages along!

That method worked real-
ly well in the much slower 
paced business world of 
the 80s. Now businesses 
are always on and always 
communicating with their 
teams. But how effectively 
is all that communication 
getting through?

In offices the challenge is 
often finding news and 
what you really need 
to know on a dreaded 
intranet that holds eve-
rything but is not very 
engaging. And away from 
the office environment 
83% of employees have 
no company email.
This means line manag-
ers still have a crucial 
role in engaging and 
motivating teams and 
helping them feel close 
to the business they 

Sue Hedaux 

New routes to 
colleague engagement 

Sue has leveraged 
communication skills 
and tools throughout her 
retail career to engage 
individuals, teams and 
customers in her work 
as a pharmacist; a 
retail store and regional 
manager and as Head 
of Brand for a leading 
cosmetics and skincare 
brand.

As a Director in Rethink 
Productivity, Sue is 
sharing innovative, app 
based technology to help 
organisations engage and 
challenge their teams in 
a way that really works 
for colleagues and the 
business.

Communication is the name of the game when it comes to 
the twenty first century office. But are the mountains of 
communication useful? The millennial generation is demanding 
more and more, often informal, communication, but are 
organisations embracing the change?
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work for. There are some great managers who are brilliant with their 
teams and unfortunately there aren’t enough of them to go round.

Communication is set to become ever more important. Millennials 
entering the work place are used to constant connection with their 
friends. They want over communication rather than the once a week 
summary memo I got at the start of my retail career. Research on at-
titudes of millennials shows they want to feel part of the organisation 
they work for and are the group that most want to understand the busi-
ness goals and their role in delivering them. 

Organisations are turning to technology so their CEO can directly com-
municate with all their people. A first start in this was the development 
of intranets with a comms hub. Despite my earlier comments there are 
some great intranets yet for many businesses the challenge is to get 
colleagues to log on. And in a world where ever increasing efficiency 
and productivity is expected it can be hard for businesses to find the 
time with every colleague for formal company communication.

In society in general communication is becoming increasingly infor-
mal. Retail colleagues routinely text each other. It’s so easy to set up 
a group and send a quick text message that is less intrusive than a 
phone call and guaranteed to get through. Informal groups are also 
used on social media sites like Facebook and the more business orien-
tated Yammer. The challenge with these is there can be patchy uptake 
– one large business using Yammer has only about 20% of employees 
who engage with it. Social media groups often need effort to moderate 
content that is posted to ensure it stays true to company policies. At its 
worst a Facebook group becomes an extension of an exclusive clique in 
the tea room.

So is now the time for apps? They can harness the push notification 
benefits similar to receiving a text, they don’t need moderation and 
building in gamification is a great way to build engagement in a way 
that fits with the brand personality. The only barrier to date has been 
uptake of smart phones yet now 1 in 5 people have their phone within 
arm’s reach every moment of the day and smart phone penetration is 
76% for adults.

The Restaurant Group is leading the use of app based communication. 
They are partnering with Nudge Rewards to send their colleagues push 
notifications, fun challenges and a route to share good ideas direct to 
an employee’s own phone.

Is it time you took a look at an app for engagement?
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Jaime Johnson 

How to implement 
positive change in your 
workplace

Jaime Johnson, Director, 
The Survey Initiative, 
is passionate about 
implementing positive 
change in organisations. 
Here she discusses how 
to gain meaningful data 
to remove the blockers 
for change. 

The majority of 
companies run regular 
employee surveys 
to measure levels of 
employee engagement 
within their workplace. 
Of course, no HR 
department worth its 
salt would simply sit 
on these results as 
it would encourage 
disengagement 
and a feeling of ‘not 
being heard’ by their 
workforce. I find it 
fascinating to drill down 
on key results to uncover 
what is really going on 
in an organisation and 
what can sometimes be 
a blocker for change on 
a local or national level.   

We encourage all of our 
clients to place their 
employee engagement 
scores against key 
performance indicators 
(metrics such as staff 
turnover, customer 
satisfaction, turnover, 

profit, utilisation and any 
others that are relevant 
or used by our clients) 
as it’s the best way to 
understand how your 
actions are affecting 
your organisation’s 
bottom line. It’s also 
the best way to get 
your board to sit up and 
take notice, and find 
the necessary funds 
to support your HR 
strategies. 

Once we’ve run a survey 
we analyse all of the 
data and present our 
findings to the board. 
We then work with 
our clients to create a 
series of communication 
tools, such as videos 
and presentations for 
use throughout the 
organisation to share 
the survey findings with 
middle management and 
all employees.

The results must always 
be the catalyst for 
change. But sometimes 
you need to understand 
the results more clearly 
to really understand the 
problem. Focus groups 
are ideal at gaining more 
‘meat on the bones’ 
of engagement issues 
and also to enable 

your people in coming 
up with solutions. 
We frequently hear 
that communication, 
recognition and training 
are areas that many 
organisations fall down 
on. By creating a focus 
group facilitated by an 
independent consultant, 
staff feel free to share 
not only positive 
feedback, but also their 
moans and groans and 
to tell us why certain 
areas aren’t working and 
what should be done to 
help. A well run focus 
group should also create 
discussion and utilise 
methodologies such 
as stop/start/continue, 
appreciative enquiry, 
delayed thinking and 
word association to 
come up with completely 
fresh ideas on how to fix 
the blockers to change.

Working with a specific 
group within an 
organisation can have 
significant benefits as 
well. We frequently 
conduct workshops for 
middle managers who 
often find themselves 
squeezed by the 
demands of higher 
management and 
the pressures from 

Jaime is the joint-
Director and Founder of 
award-winning employee 
research consultancy, 
The Survey Initiative. 

She has an MSc in 
Applied Social Research 
and over 15 years 
employee research 
expertise.  She began her 
career with the Ministry 
of Defence before moving 
to a dedicated psychology 
based consultancy.

Change is important, but it can be painful if it is imposed on 
people arbitrarily. Employees need to be given a chance to air 
their opinions before a company embarks on a different path.
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their team members. This 
group are instrumental within 
an organisation as they’re 
responsible for and the conduit 
in spreading (and feeding back) 
the word about what’s going on 
and helping to shape culture 
and wellbeing. Don’t forget, line 
managers have a significant role 
to play in enabling high levels of 
employee engagement – one’s 
relationship with one’s line 
manager can be crucial to your 
engagement level! Gaining an 
insight into the mind of the middle 
manager is often key to unlocking 
both strategic and tactical 
blockers. By being part of a 
workshop process the group often 
discover a new found camaraderie 
and become empowered to both 
open up about the issues and 
work together to find innovative 
solutions.  

Surveys will often pick up areas 
of the business that are not 
doing so well as others, such 
as a department, geographic 
zone or branch outlet. It is vital 
that your survey can focus in on 
these local details as otherwise 
you won’t uncover pockets of 
low engagement or productivity 
for example. Here the 360 
degree survey can be vital to 
understanding what can be 
improved on a very local level. 
Here we can quickly uncover 
whether weak management is 
the blocker to falling sales or low 
productivity. In a team of, say, ten
a well facilitated 360 degree 

survey 
will 
quickly 
uncover any 
team working and 
management issues, 
which can then be addressed 
to resolve the problem swiftly.  
Often, identifying issues at this 
level is half the battle; supporting 
the process with individual 
feedback sessions, coaching 
and mentoring this group, will 
promote significant positive 
change.

Any change needs to be linked 
back to the survey feedback and 
results – “We are undertaking 
this change as a result of your 
feedback from the survey.” 
Generally, employees won’t 
make the link between the survey 
findings and any organisational 
or local change you implement – 
so the importance of a “you said, 
we did” campaign must not be 
underestimated.  Ensure that you 
are consistent with this feedback 
and make use of any survey 
branding that you used during the 
survey process to keep the 

change associated with 
the survey feedback.  Of course, 
it doesn’t stop there, the survey 
isn’t a one off process – your 
survey(s) need to be part of your 
engagement strategy – they 
must not sit alone or in isolation 
from the other critical work 
you undertake with your most 
important asset – your people.

Checklist for Positive Change:

• Undertake a staff survey - share 
the results with board   and all 
members of the organisation
• Create focus groups to come up 
with fresh ideas
• Facilitate workshops with key 
groups to zone in on blockers
• Offer 360 degree surveys 
• Gain ideas for change from all 
members of staff
•  Implement change and gain 
support from board down
• Evaluate results of actions 

To discover more about 
The Survey Initiative’s 
consulting services, visit www.
surveyinitiative.co.uk. 
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March 10, 2016 @ Kensington Close, Kensington, London

Media Partner:

Conference Preview

Employee Engagement 
conference 2016
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Welcome to the Employee Engagement 2016 conference preview

According to Engage for Success, almost four out five companies are currently focussed on 
improving employee engagement in order to motivate employees, aid retention, improve 
morale and to help build a better employer brand to help recruitment. Employers are currently 
concerned that as the job market continues to improve more opportunities are available for 
employees to move on, an engaged workforce is less likely to move and will achieve better 
results for the business.

Last year, employee engagement and culture issues exploded onto the scene, rising to become 
the No. 1 challenge around the world in the study published by Gallup. Culture and engagement 
are now business issues, not just topics for HR to debate.  

Here you have, the special edition, dedicated solely to employee engagement; packed with an overview of the topic, 
latest trends, innovations, successful stories, case studies and inspiring insight from HR professionals and experts on 
employee engagement matte

Marsha Dydo
Head of Conference Production, Symposium Events

09:00 Coffee and registration      

09:30 Chair’s opening remarks

Dr Amy Armstrong, Senior Lecturer in Organisational 
Behaviour, University of Bedfordshire

09:45 Current and future trends in employee 
engagement

• What are the underlying causes of all this focus on 
employee engagement?
• Is the topic likely to fade away or grow in importance 
in the future?
• What is the focus, now and in the future, for the 
Engage for Success movement?
• How do you better engage your people?

David MacLeod, OBE, Co-Chair of Engage for Success 
Movement, Co-Author of ‘MacLeod Report’ on 
Employee Engagement

10:10 Retaining top talent through engagement

• How much does engagement play a role in retaining 
employees?
• 3 key essentials for engaging and retaining top talent
• Doing well in attracting top talent but struggling to 
keep them? Here’s the answer
• Should they stay or should they go; what to do with 
the disengaged

Kevin Matthews, Jenrick Group, Head of Marketing and 
Communications

10:35 Communication - the key to the engagement

Effective communication has never been more important 
than it is now to our lean, 24/7 businesses
How can you be sure your messages have been seen and 
understood?
Engaged employees feel part of something bigger. New 
millennial generation wants the same
Smartphone technology engages smartphone users. 
How can technology help your communication?

Sue Hedaux, Director, ReThink Productivity

11:00  Questions and discussion with the speakers

11:10  Refreshment and networking

11:25 Reworking performance management for the 
modern workplace

Presentation of new Gallup research shedding light on 
alternative approach which sets up managers to drive 
real performance gains.
Chloe Strauss, Managing Consultant, Gallup

11:50  Baking it in, not bolting it on
Sustained engagement as an outcome of functional 
organisation
The role of people managers is people engagement
A methodical approach to building engagement
Steven Phillips, Director, Ideas Unlimited and Dominic 
Carter, Director, Ideas Unlimited

12:15 Questions and discussion with the speakers

Conference programme

Employee Engagement 2016 Preview
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Breakout session 1
12:25 Engaging employees through organizational 
values and mission

Making your company journey your people’s journey
Helping your people to connect the dots
Actively engaging your people with your values and 
behaviours and making them count
Paula Dunne, Head of Engagement&Wellbeing, 
Santander

12:50 Questions and discussion with the speakers

Breakout session 2
12:25 Practical tips on employee engagement. Starting 
from the top

Empowering management – helping instead of 
disturbing
Identify your key drivers and actions of employee 
engagement
Making employee engagement an organizational priority
Jane Marsh, Group People Director, Innocent Drinks

12:50 Questions and discussion with the speakers

13:00 Lunch and networking

13:50 Knowledge share networking session

On your round tables discuss: employee engagement 
surveys (real example, case studies)
Making use of employee engagement surveys results
Avoiding the lack of post surveys action curse

14:20 Leadership and engagement - two side of the 
same coin
· Creating the tools to help middle management in 
everyday activities
· Creating a culture that encourages and rewards 
managers for supporting employee engagement
· Walking the talk through communication behaviour & 
leadership styles

Kieran Grundy, HR Director, SNC-Lavalin
14:45 Driving employee engagement through coaching
• Fostering employee engagement through coaching 
principles
• Receiving coaching at work and its impact on 
engagement
• Coaching for engagement: The power of encouraging 
self-motivation
• Providing coach training for managers

Helen Caton Hughes MA, DipM, MCIM, ACC Chartered 
Marketer, Engage for Success Associate 

15:10 Questions and discussion with speakers

15:20 Engage your muscles  - a short yoga session for 
beginners

15:30 Refreshments and networking

15:40 How to build a culture that drives employee 
engagement

The modern workforce & changing expectations
The role of culture and how it connects to employee 
engagement
Key strategies for building a high-performance 
organisation
Beth James, Communications and Development 
Manager, hungryhouse

16:05 Enterprise social networking, employee 
engagement and collaboration - case study 
Using social networks internally to improve collaboration 
and engagement
The role of senior leaders in ESNs
Making communication multi-directional and involving 
colleagues from across the business
Den Carter, Internal Communications Manager, Virgin 
Trains
16:30 Questions and discussion with speakers

16:40 Chair’s closing remarks and end of conference

Profile of the Chair
 

Amy is a Senior Lecturer in Organisational Behaviour at the University of Bedfordshire. 
She teaches across undergraduate and postgraduate programmes at the University 
and is Course Lead for the BSc in HRM with placement at the Milton Keynes campus. 
Her research interests span the topics of compassion, resilience, wellbeing and 
engagement at work. Amy holds a First Class Bachelor’s degree, an MBA and a PhD. 
Her doctorate explored personal trauma (i.e. critical illness and bereavement) and 
the impact of those experiences on the professional lives of managers. Amy is also a 
member of the Work and Organisational Psychology Group at Aston University and is 
involved in research with Engage for Success, a government-led movement which is 
seeking to improve engagement and wellbeing levels across the UK.

www.symposium.co.uk
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Our expert speakers include:
Beth James, communications and development director, Hungry 
House

Beth James has a broad range of experience in international environments (Sydney, Berlin) 
and currently splits her time between running brand projects and driving the employee 
engagement strategy for leading online food delivery portal hungryhouse. Beth has a strong 
brand marketing background, which has helped influence her unique approach to employee 

Employee Engagement 2016 Preview

David MacLeod OBE, Co-Chair of Engage for Success movement, 
co-author of ‘MacLeod Report’ on employee engagement

David is co-Chair of the Employee Engagement Task Force launched by the Prime Minister 
at Number 10 in 2011.  He is a visiting Professor of the Cass Business School, a Fellow of the 
Ashridge Business School, the Institute of Marketing and of the RSA.  He co-authored the 
book entitled ‘The Extra Mile’ published by Pearson on the topic of Employee Engagement.  
David is co-author of the ‘Engaging for Success’ Report  commissioned by the Department of 
Business, Innovation and Skills, described by the CMI as the definitive work on this subject.  

Den Carter, Internal communications and  employee engagement 
specialist, Virgin Trains

Den recently introduced a collaborative enterprise social network at the UK’s leading train 
operating company, Virgin Trains. He has previously worked in employee engagement roles 
at other major brands, and specialises in using digital technology to build collaborative 
cultures in businesses. 

Chloe Strauss, managing consultant, Gallup

Chloe Strauss is a managing consultant for Gallup and is responsible for leading client 
account teams in driving change to positively affect business performance at client 
organisations.   Chloe enjoys bringing data to life and providing insights to leaders and 
managers which shape their outlook across a broad spectrum of people strategy matters.  
Her expertise and experience span from who to hire and promote through to employee 
engagement and customer experience change management programmes. 

Dominic Carter, director, Ideas Unlimited

Dominic has been an executive coach and consultant to large corporates for over 10 years, 
a consultant at Ideas Unlimited since 2011 and a director since 2014. He specialises in 
developing versatility in leaders and agility in organisations. His clients have included: AQA, 
Arqiva, Aviva, BAE Systems, Google, Greencore, John Lewis, RBS, Rolls Royce, Sky, Standard 
Life, Tesco, Unilever, Warburtons and Wolff Olins. Dominic was a co-founder of the Centre for 
Applied Positive Psychology in 2007 and has deep experience of developing strengths-based 
approaches to management.
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www.symposium.co.uk

Kevin Matthews, Head of Marketing & Communications, Jenrick

Kevin has been shaping and steering the internal communication strategies for SME’s across 
the UK for over 20 years. His philosophy is simple: “If you want to truly engage a community 
you have to put people at the heart of everything you do, and within an SME this starts with 
the people in your organisation - your people drive your marketing and in many cases are 
your marketing.” This approach has led him to launch a series of programmes which have put 
the company’s staff at the centre of the organisation and have ultimately led the business to 
becoming a four-time Sunday Times Top 100 Company to Work For, most recently finishing 
4th in the 2015 awards.

Helen Caton Hughes MA, company director , Engage for Success

Helen is a Company Director, Chartered Marketer and Professional Leadership Coach.  She 
is the author of a recent 5-year review for Engage for Success, and is currently editing an 
engagement evidence paper to be published in 2016.  As a business-women, Helen’s goal 
is to work in partnership to see the skills of contributive leadership better understood and 
applied around the world.  As a coach, her passion is seeing people grow as leaders, develop 
personally and fully engage their teams.  

Jane Marsh, Group People Director, Innocent

Jane Marsh is Group People Director at innocent drinks. She qualified as a solicitor 
in 1993 and specialised in employment and pension law in both private practice and 
in-house roles before moving into the HR profession in 2010. She worked as UK&I HR 
Director for IBM before moving to innocent in 2014.

Kieran Grundy, Group HR business partner, SNC-Lavalin

Kieran is a Group HR Business Partner within SNC-Lavalin (formally known as Interfleet). 
SNC-Lavalin is one of the largest engineering and construction groups in the world. Kieran 
is a Chartered member of the CIPD, and also acts as SNC-Lavalin’s HR Director for European 
HR Shared Services.  His recent work has won several awards both for Engagement & Benefit 
projects implemented to the business.

Paula Dunne, head of engagement & wellbeing, Santander

Paula is the Head of Engagement & Wellbeing at Santander UK. Her career has primarily been 
in financial services, taking her from traditional branch and business banking through to 
credit risk and over ten years in marketing and communications. Her current role combines 
all that experience with a passion for all things which involve people. In 2015 Santander 
achieved a listing as one of the Sunday Times Top 25 Best Companies to work for. 
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Gary is a dedicated 
employee research 
expert with over 20 
years’ experience in 
helping organisations 
gain deeper insight and 
understanding of what 
makes their employees 
tick. He is a joint-
Director at The Survey 
Initiative, an award 
winning employee 
research consultancy. 

Gary Cattermole 

Lions Festivals: roaring 
employee engagement 
success

The challenge

The Head of People 
and Culture, Anna 
Hanisch, had previously 
undertaken employee 
research in-house via 
Survey Monkey. She had 
found the results helpful 
but was concerned that 
the process was not 
seen as confidential and 
that those responding 
were not being as open 
and candid as they 
could be with their 
feedback.  In addition, 
Anna wanted to make 
sure that going forward 
their engagement survey 
focused on validated 
key engagement 
drivers. She knew that 
by partnering with The 
Survey Initiative - an 
external organisation - 
this was going to be vital 
to get ‘real’ results to 
help move the company 
forward. 

First Steps…

First of all The Survey 
Initiative met with 
Lions Festivals to really 
understand the business 

and any issues that 
were currently affecting 
the workplace. The 
Survey Initiative set-up a 
tailored survey covering 
key enablers, blockers 
to and outcomes of 
engagement whilst also 
ensuring the survey 
covered those key areas 
that were important 
to the organisation’s 
fast-paced, dynamic, yet 
supportive workplace. 
The anonymous survey 
was issued to all 
employees and the 
results were collated 
and analysed ready for 
the senior management 
team. 

Results

“We took the leadership 
team through the 
results and instigated 
a deep discussion into 
the survey findings. 
Lions Festivals’ CEO, 
Philip Thomas and the 
leadership team took the 
results very seriously 
and although the results 
were good, wanted 
to ensure that the 
organisation continued 
to improve in all areas,” 

said Gary Cattermole, 
Director, The Survey 
Initiative. 

A Catalyst for Change
The leadership team at 
Lions Festivals was keen 
to act upon the results 
and share the data with 
all employees. 
What did they do?
“We’ve undertaken a 
number of measures 
to improve on 
our performance 
in the areas of 
communications, 
development and 
recognition, and there’s 
been real support 
from the board to drive 
employee engagement 
forward, “remarked 
Anna Hanisch, Head 
of People and Culture, 
Lions Festivals. 
She continued: “We 
wanted to improve our 
communication systems 
through the organisation 
and we’re just about to 
launch our first intranet 
to ensure all employees 
no matter where in the 
world they work have 
access to information 
when they need it. We’ve 
also created regular 

Here we discover how this innovative organisation set about 
positive change thanks to some really interesting employee 
engagement survey results.
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team meetings so that everyone 
in the organisation can have open 
conversations and share up-dates 
on the business, where we’re 
headed and have a chance to offer 
feedback on key issues too.
“As part of our employee 
development programme we’ve 
also implemented fresh work 
shadowing programmes to 
improve career progression and 
personal development. We’ve 
invested in a range of training 
options for our people, everyone 
has their individual training 
budget and their needs are 
assessed with their manager at 
the start of each year. We’re also 
keen to push our young talent and 
have launched a ‘future’ Lions 
programme to nurture those with 
potential through the ranks. We’ve 
worked with a pop up agency 
to offer collaborative training 
for all employees to develop 
cross company understanding 
of all roles; this has proven very 
popular.” 

Lions Festivals has also created 
company ‘houses’ to encourage 
cross-team group events and 
challenges. It’s also proven to be 

a fun way for everyone to get to 
know each other better and to 
work more as a cohesive unit. 

The future…

Lions Festivals has now 
undertaken two employee surveys 
with The Survey Initiative and the 
employee engagement results 
have improved over a short space 
of time, which is unsurprising 
given the commitment to change 
the organisation made following 
its first survey. 

In their latest survey Lions 
Festivals enjoyed a 94% response 
rate to the survey and an 89% 
employee engagement score, 
up 5% from their first survey.   
They also excelled at leadership 
(93% positive), wellbeing (97% 
positive), trust in management 
(97% positive), staff enjoying their 
jobs, great team working and 
contribution (95% positive), and 
employees understanding what is 
expected of them (89% positive).  
It is also worth noting that they 
saw significant increases around 
‘employee voice’ with a 12% 
increase to 83% positive.

Lions Festivals are going to 
continue doing what they do 
best, as well as working on all 
other areas too  to create the 
most productive and supportive 
environment possible for their 
employees. 

“We take our people’s views of 
what it’s like to work here very 
seriously, and you can’t improve 
what you can’t measure. The 
Survey Initiative has really helped 
us discover what we do well 
and where we need to improve 
in the workplace. They are a 
robust, data-driven and highly 
professional partner,” Philip 
Thomas CEO, Lions Festivals

To find out more about Lions 
Festivals, visit www.lionsfestivals.
com; and The Survey Initiative, 
www.surveyinitiative.co.uk. 
Lions Festivals is part of Ascential 
plc, www.ascential.com/ 
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Most of us are looking to 
get more done, it often 
feels like their just aren’t 
enough hours in the day 
doesn’t it? Yet we’ve all 
tried staying late at work, 
putting in some extra 
hours over the weekend. 
The reality is that the 
work doesn’t end. At 
what point in the cycle of 
working more and more 
do we admit this just 
isn’t working? We need 
another approach. I’ve 
been there, putting in 
extended hours, working 
evenings and weekends 
and yet the ‘To Do List’ 
just grows and grows.
 In 2011 I did a training 
course called ‘Getting 
Your Inbox to Zero’. It 
changed my life. Not 
over night, but it changed 
my outlook and I could 
see that it wasn’t the 
job, or the people that I 
worked with that needed 
to change. It was me. 
And that’s hard to admit.

Someone said to be 
the other week they 
didn’t understand how 
the UK can have one 
of the lowest rates 
of productivity whilst 

having the longest 
working hours. They 
were missing the point. 
Working more does 
not mean we are more 
productive or better at 
our jobs. When it comes 
to being productive, it 
really is quality of your 
attention that you put in 
that counts, rather than 
quantity of hours spent 
doing a task. Ever get 
that feeling of working 
at speed, concentrating 
on one thing to the 
exclusion of all else as a 
deadline gets closer and 
closer? Provided that 
you meet that deadline, 
it can feel good. There 
is a sense that what 
you are working on, is 
completely the right 
thing to be spending your 
efforts on at that point 
in time. You become 
ruthless with your 
attention and don’t allow 
others to interrupt you, 
and you are less likely to 
interrupt yourself. Being 
a Productivity Ninja is 
about having a sense of 
calm, a sense that you 
can be certain that at 
any given moment you 
are concentrating on 

absolutely the right thing 
for you to be working on. 
It’s about having systems 
in place to be sure 
that the time at which 
you remember to sign 
that highly important 
paperwork, is when you 
are in the office within 
metres of that paper, 
rather than when you are 
getting into bed at night.
 We know that when you 
are interrupted from 
what you are doing it 
can take an average of 
15 minutes to get back 
to where you were. It’s 
why you are perhaps 
pretty good at starting a 
bit of work, I bet you’ve 
started loads of stuff, but 
finished much less. Our 
working lives are filled 
with interruptions, not 
just phones, other people 
and our wandering 
minds, but things that 
ping at us throughout 
the day distracting us 
from what it is that we 
are trying to achieve. 
In a workshop when 
I suggest that people 
turn off some of these 
pings, such as their 
email  notifications, 
on occasion there are 

Hayley Watts 

Lacking hours in a day? 
How to get more done 

Hayley is a Productivity 
Ninja (TM) working with 
Think Productive, one 
of the worlds leading 
businesses in the area of 
productivity. 

Think Productive run 
in house, and public 
workshops all over 
the world. To get in 
touch contact hayley@
thinkproductive.co.uk 
07816906227 or find 
out more at www.
thinkproductive.co.uk

As scientific facts and evidence will prove, the day is not getting 
shorter, but it certainly feels like it. There are more things to do 
and exactly the same amount of time to do them in. How can we 
keep our inbox clear and lead a stress-free life?
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some delegates whose faces 
are filled with horror. The world 
doesn’t end. And I can tell you it’s 
perhaps one of the easiest ways to 
increase not just your productivity, 
but your sense of calm. Chances 
are you may not believe me, but 
try it for a month and I doubt you’ll 
go back. What else could you do 
to protect that attention of yours 
from interruptions?

 I have a few thoughts for you, 
and challenge you to give a few of 
these ideas a try. They might not 
all work for you, but be brave and 
see if you can help make your life 
easier: 

• Turn off your email notifications. 
Each time something pings or 
flashes up on the screen to let you 
know that it has arrived it draws 
you attention away from what you 
are doing. Go into your inbox when 
you chose too. It’s rarely as urgent 
as you might think. 

• Use the ‘Pomodoro Technique’. 
Set a timer and work on 1 task 
to the exclusion of all else for 25 
minutes. Then you get a 5 minute 
break. It’s a great way to start that 
task you have been putting off, 
to do some studying, or help you 
meet a deadline. 

• Sometimes the most productive 
thing we can do is to stop working. 
Yep, you heard me right. I’m 
sure you’ve had that experience 
where you are sat at the desk, 
or in a meeting. You realise that 
you are too tired, or your mind is 
on something entirely different, 
you just can’t focus on what you 
are doing. These are the times 
when the best thing to do, really 
could be to switch off. You aren’t 
working at your best. Doing 
whatever it is that you do to 
recharge your batteries is the best 
option.

 • Try and get out of some of those 
meetings, or just go along to the 

bit of the meeting that is relevant 
to you. If we can spend more 
time planning our meetings, and 
being clear to everyone why we 
are meeting and what their role at 
the discussion is, meetings could 
be so less painful. Try a standing 
meeting, they really help to focus 
the mind.
• When you find your mind 
wandering and are struggling to 
concentrate, get up, move, may be 
even go for a walk. If you can work 
from another space this can really 
help too. Get the blood moving 

and change the view. 
• Know when your energy levels 
are at their best. And do the work 
you find most difficult, or the 
tasks that make the most impact 
in this time. Your energy is limited, 
use it wisely. 
When all’s said and done, in 
years to come will you regret 
not sending those emails, or not 
spending time with those that you 
love? 

Good luck, let me know how you 
get on.     
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Alex Efthymiades 

Conflict Management: 
Another answer to 
employee engagement?

Alexandra has fifteen 
years of domestic and 
international experience in 
the field of organisational 
conflict management, 
mediation and training. 
Alex first trained as a 
community mediator in 
the South Bronx, New 
York, before becaming 
an accredited workplace 
mediator in London. Prior 
to establishing Consensio, 
Alex was Director of 
Training Services for a 
London-based workplace 
mediation provider.

Conflict at work, when 
badly managed, can 
have an immensely 
detrimental effect on 
employees’ motivation, 
commitment and 
levels of engagement. 
Conversely, if employees 
are able to transform 
potential conflicts into 
opportunities for greater 
creativity and deeper 
relationships, this 
will positively impact 
employee engagement. 

What is employee 
engagement?

There are a myriad 
definitions of employee 
engagement. For 
simplicity, we will use 
Forbes Magazine’s 
definition: “Employee 
engagement is the 
emotional commitment 
the employee has to 
the organisation and its 
goals. This emotional 
commitment means 
engaged employees 
actually care about their 
work and their company.
When employees care, 
when they are engaged, 
they use discretionary 
effort.” 

With this definition 
in mind, we can start 
to explore how most 
organisations’ conflict 
management processes 
– usually based on 
formal, top-down 
and evidence-driven 
processes – hinder 
rather than support a 
culture of healthy conflict 
management and how 
this links into employee 
engagement. 

When people are in 
conflict with each other, 
they aren’t happy at 
work, and vice versa. 
This leads to less 
engagement. But when 
employees are happy 
at work – because they 
enjoy their work, feel 
valued and respected 
and have good working 
relationships – they 
are more likely to be 
engaged.
 
How do traditional 
conflict management 
processes damage 
employee engagement?
Traditional conflict 
management processes, 
such as grievance 
procedures, tend to be 

formal, top-down and 
evidence-driven. This 
often further damages 
rather than repairs 
working relationships 
and, therefore, decreases 
levels of engagement. 
Our work as mediators 
gives us an insight into 
the various problems 
associated with the use 
of traditional conflict 
management processes: 

1. A focus on “victim” 
and “perpetrator”

When employees aren’t 
given the opportunity 
to resolve their 
conflicts informally and 
collaboratively, they 
are left with processes 
that look for evidence 
of a “victim” and a 
“perpetrator”. Most 
workplace mediation 
cases include allegations 
of bullying and 
harassment because 
when employees are 
in conflict, they feel 
victimised by the other 
party and, often, by 
the organisation as a 
whole. When someone 
feels like a victim – and 
most people in conflict 

Employee engagement is something every organisation desires, 
but few know how to achieve it. An effective way to raise employee 
engagement is to improve an organisation’s ability to manage 
conflict quickly, informally and collaboratively.
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do – they aren’t able to engage 
because they are so embroiled in 
conflict that they are robbed of the 
emotional energy necessary to do 
so. 

2. Perceptions of an unjust 
organisation

Parties who are in conflict 
tend to feel undervalued and 
disrespected by the other party 
and by their organisation more 
generally. In addition, conflict 
affects engagement because 
employees may blame the 
organisation for its response to 
conflict. One employee, on hearing 
that a colleague had taken out a 
grievance against him, said: “My 
feelings shifted from disbelief, 
to anger, to sadness and, most 
painfully of all, to a sense of 
betrayal that my company had 
not nipped this complaint in the 
bud.”  For this mediation party, 
and for many others like him, the 
conflict contaminated not just his 
relationship to his colleague, but 
to the organisation as a whole, 
making it very difficult to feel any 
sense of loyalty or engagement.

3. Workplace conflict causes 
stress and demotivation

Workplace conflict causes staff 
members considerable stress, 
loss of motivation and anxiety. 
When workplace conflict is 
avoided by the organisation, or 
managed in an overly aggressive 
and formal manner, it can lead to 
high levels of sickness absence 
due to work-related stress. Many 
parties who attend workplace 
mediation have been on sickness 
absence and their levels of 
engagement are minimal. 

How does good conflict 
management improve employee 
engagement?

Organisations that adopt a 
culture of constructive conflict 
management by using informal 

and collaborative processes are 
likely to have higher levels of 
employee engagement. Here are a 
few reasons why:
 1. Conflict is viewed as normal 
Healthy conflict organisations view 
conflict not as something that 
needs to be done away with, but 
rather as a phenomenon present 
in all relationships which, when 
addressed quickly, informally 
and collaboratively, has the 
potential to strengthen working 
relationships and lead to greater 
creativity. These organisations 
don’t avoid conflict: they work 
with conflict, not against it. 
They fundamentally believe in 
the opportunities conflict offers 
and they understand that strong 
relationships result in better 
team work, higher morale, better 
productivity and happiness. And 
higher levels of engagement.

2. Employees feel empowered to 
make decisions

One principle of good conflict 
management is employee 
responsibility – the idea that even 
in conflict situations, employees 
are trusted enough to make their 
own decisions. This principle 
can be put into practice through 
mediation or conflict resolution 
training (in which managers learn 
to nip issues in the bud quickly 
and to support team members 
in making their own decisions, 
where appropriate). When 
employees take responsibility 
in conflict situations, they are 
demonstrating their engagement: 
they are making discretionary 
effort to solve a business problem. 
At the same time, the organisation 
is demonstrating trust in their 
employees, which leads to more 
loyalty and engagement.
 
3. Learning opportunities for 
staff
Another principle of good conflict 
management is self-development, 
as it supports employees in 
transforming conflicts into 

learning opportunities. When 
employees experience conflict 
as an opportunity for growth, 
understanding and deeper 
relationships, they learn a 
valuable lesson: that, by working 
with conflict, better working 
relationships are fostered. 

Workplace mediators see a 
clear link between employee 
engagement and conflict 
management. There are some 
simple ways that you can raise the 
levels of employee engagement 
within your organisation by 
looking at the ways in which your 
organisations manages conflict: 

• Focus on nipping issues in the 
bud as quickly as possible so that 
they don’t escalate. 

• Upskill your managers so they 
have the necessary skills and 
confidence to manage issues 
in their teams informally and 
collaboratively. Because most 
managers don’t have these skills, 
they either avoid the conflict, try to 
deal with them too aggressively or 
rely on HR to try to resolve issues, 
often when it is too late.

• Offer parties an informal 
means of resolving their issues. A 
grievance should never be the first 
point of call. Instead, allow parties 
to have difficult conversations 
with each other in the presence 
of an experienced and accredited 
workplace mediator who has the 
skills to listen to both parties 
impartially and who supports 
them to come to their own 
resolution. 

• Take a hard look at your 
organisation’s current conflict 
management processes 
and decide whether your 
organisation is promoting a 
culture of constructive conflict 
management. Then look at your 
employees’ levels of engagement. 
You are bound to find a 
correlation.



22

The UK is facing a serious problem, when compared with the other 
economic powerhouses of the world, our economic productivity is 
sagging. How can engagement be deployed to ensure UK business 
remains at the front of the pack? 

Deborah is a reward and 
performance expert. She 
is a non-executive Director 
at Personal Group, a 
Chartered Fellow of the 
CIPD and a member of 
the Institute of Directors. 
She is a regular speaker 
at CIPD and Reward 
conferences as well as 
on BBC News and radio, 
contributing to research 
published in multiple 
media on HR strategy, 
organisation design and 
remuneration issues.

Deborah Rees 

Engagement essentials 
- reward, purpose and 
feedback 

Skills shortages are 
some of the biggest 
issues facing UK busi-
nesses right now.  Un-
employment is predicted 
to fall this year to 5.2%; 
a point considered to in-
dicate that everyone who 
wants to work is in work.  
On top of that growing 
control over immigrant 
workers is adding more 
pressure in some sec-
tors. The heat is really is 
on for HR professionals 
responsible for talent ac-
quisition and retention. 
In the words of a recent 
Deloitte report, “After 
decades of corporate 
discourse about the war 
for talent, it appears that 
the battle is over and tal-
ent has won …”

But skills shortages 
aren’t the only challenge 
facing HR.  We’re dealing 
with a national epidemic 
of low productivity. The 
ONS reports that output 
per hour in the UK was 
18% below the average 
for the rest of the major 
G7 advanced econo-
mies in 2014, the widest 
productivity gap since 
comparable estimates 

It’s pretty depressing 
reading. 

Gallup is a leading 
provider of employee 
engagement surveys 
and published a major 
review in 2014 – ‘First, 
Break all the Rules.’ In 
this review, they have 
teased out the 12 ques-
tions that companies 
with high engagement or 
high performance have 
employees answering 
‘yes’ to. Many of these 
questions are what you 
would expect, ‘Do I know 
what is expected of me 
at work?’ and ‘Does my 
supervisor seem to care 
about me as a person?’  
Some are more striking 
– things like ‘Do I have a 
best friend at work?’ 
It makes some in-
teresting points; that 
engagement is differ-
ent depending on how 
long you’ve been with 
a company, that striv-
ing to make people feel 
cared about and able 
to do their best work is 
key. If you haven’t had 
the chance to read this, I 
urge you to.
Deloitte also published a 

began in 1991. Although 
not exclusively an HR 
issue, HR has a key role 
to play in changing this 
worrying statistic.

High engagement 
equals high productivity 

I believe the answer to 
help address both of 
these issues is increas-
ing employee engage-
ment.  We already know 
that high engagement 
levels result in a tangible 
improvement in busi-
ness performance which 
leads to a positive impact 
on the bottom line.  But, 
although we know it, the 
evidence suggests we’re 
still not doing it well.
Deloitte’s millennial 
survey says 44% of mil-
lennials would quit their 
job within two years. 
Glassdoor feedback 
reveals average engage-
ment is rated at a low 3.1 
out of 5. Gallup research 
shows that only 13% of 
employees are highly 
engaged in the business 
they work in; perhaps 
more worryingly 26% are 
actively disengaged.



23

paper last year, ‘Becoming ir-
resistible.’  They argued that a 
more action orientated approach 
to engagement was needed.  It 
provided a framework for busi-
nesses under five key elements 
and 20 specific practices. . One of 
the key findings was that among 
the organisations researched, pay 
and reward was a hygiene factor. 
So, organisations had to get pay 
sorted and make sure it was seen 
and believed to be fair before tak-
ing any other actions - otherwise 
these actions would not have the 
desired effect.
So, are there any common themes 
among the various opinions; some 
simple steps that businesses can 
take to start improving engage-
ment?

• Get your pay sorted – pay is a 
hygiene factor for most people. 
It doesn’t have to be the high-
est pay in the market but it does 
have to feel fair. Open, transpar-
ent, market driven and internally 

equitable pay is the foundation to 
build engagement.  So you need 
to do your market benchmark-
ing, internal job evaluation and be 
clear about your pay policies and 
grading structure. Transparency 
around pay leads to confidence 
and a feeling of fairness.

• Think about the purpose of 
your business - Steve Jobs said 
about Apple that its mission was 
to “remove the barrier of having 
to learn” technology. It wasn’t 
about making money – that was 
the nice side effect! You and your 
board may know the company’s 
purpose, its why, but are you 
communicating it clearly in your 
conversations and internal com-
munications?  More importantly 
are you communicating it in your 
actions, decisions and policies? 
Share your purpose, live it and 
talk about it with your people.

• Use more than just financial 
measures – are you backing up 

that purpose with how you meas-
ure success and reward people.   
Are you using more than just the 
business’ financial performance 
as a measure of success e.g. 
total shareholder return (TSR) or 
EBITDA? Think about the metrics 
you use for variable pay schemes 
and the objectives you measure 
against in performance reviews. 
Businesses are starting to in-
troduce other more qualitative 
metrics when they are developing 
their reward programmes, but 
financial measures still dominate.

• Finally, real time feedback - the 
way we provide input and feed-
back is changing. Annual (at best) 
engagement surveys and annual 
performance reviews have had 
their day. They provide a snapshot 
in time but don’t offer any real 
insight into employees’ views – 
the internal business is falling 
shamefully behind the external 
market. 
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Getting internal 
communications right is 
a pressing issue for HR 
professionals, particularly 
when it comes to 
driving better uptake 
of employee benefits 
schemes with the aim of 
creating higher levels of 
employee engagement. 
HR departments who are 
tapping into marketing 
techniques are seeing 
most success. 

The world of marketing 
has evolved rapidly 
with the explosion of 
digital content and 
communications. 
Marketers are driving 
massive customer 
engagement advances 
by customising 
communications and 
personalising what’s on 
offer to suit individual 
preferences. This begs 
the question are there 
specific techniques 
being deployed by 
marketers that should 
be considered by HR 
professionals in order to 
drive engagement in the 
workplace?
 Retailers and 
technology providers 

specialise in audience 
segmentation 
and distributing 
communications in a 
timely and appealing 
manner and HR has a 
lot to learn from this. 
The best marketing 
communications 
are human and 
personalised and this 
applies to internal 
HR communications 
promoting benefits 
or a set of values just 
as much as retailer 
communications with 
customers aimed 
at building a brand 
or shifting product. 
Organisations who 
market effectively to 
external customers 
often communicate 
poorly with staff and a 
shift in mind set towards 
viewing employees as 
internal customers is a 
key starting point. 

Iyer and Israel (2012) 
identified internal 
communication as a 
key driver of employee 
engagement and 
communicating vision 
and values is key to 
tapping into employees’ 

intrinsic motivations. 
Employees who value 
a sense of purpose 
at work and who buy 
into the vision of their 
organisation will be 
more engaged. Research 
has found that people 
who are ‘purposeful’ 
at work are much 
higher performers 
and are far more likely 
to recommend the 
organisation to others1.

HR is a sector going 
through rapid change 
and departments range 
from those that are 
policy and procedure-
focused through to 
those that are more 
broadly focused on 
employee engagement. 
However all types of 
department can benefit 
from a marketing 
approach to employee 
communications. 
Even policy and 
procedure-focused HR 
professionals can take a 
lead from the insurance 
industry, for example. 
These days, insurers use 
plain English in their 
documentation, making 
it easy to read and 

John Sylvester is Director 
at P&MM, a performance 
improvement company 
specialising in employee 
recognition. Head of the 
Education Committee 
at the Institute of 
Promotional Marketing, 
John has over 30 years’ 
experience delivering 
employee rewards. 
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Tips from marketing 
professionals to boost 
employee engagement

Victoria Wright is an 
internal communications 
and engagement 
consultant. With 20 years 
experience delivering 
insight to executives, she 
has been responsible 
for the creation of 
engagement boosting 
strategies for SME’s.

Maintaining good communication is the golden rule of running 
a successful office.  Talking to people and being persuasive and 
informative in your correspondence is crucial. What can the 
world of marketing teach HR professionals to ensure internal 
communication on engagement policy is done right? 
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accessible, and send customers 
clear alerts as to what they need 
to act on and what it is important 
they should read and why – 
perhaps they will get a better 
policy or get it cheaper.

Borrowing marketing 
techniques 

HR can borrow techniques from 
marketing such as segmenting 
employee communications 
according to the profile of the 
individual, such as age, sex, rank, 
contract type2. There is little 
point sending most 18 year olds 
information about childcare 
vouchers – travel vouchers or 
education opportunities might 
work better for this group – while 
older employees might place 
greater value on extra holiday 
or healthcare benefits. However 
there are exceptions to every 
generalisation – it is good practice 
to strive toward opt-in benefit 
communications so that ultimately 
individual employees can choose 
what works for them. But there are 
many additional opportunities for 
improvement before reaching this, 
rather advanced, stage. 

Marketers create personas 
to help them segment and 
communicate with different 
groups of customers using 
information including 
demographic data, definitions 
of the values or drivers for this 
group and the message they are 
targeting at this group. In the 
long term this persona can help 
with getting the tone of voice 
right and choosing method of 
communication that works, rather 
than ‘sheep dipping’ – sending 
the same communications, the 
same way to everyone. Instant 
messaging with a dash of humour 
might work for younger millennial 
employees, while more formal 
emails might suit Baby Boomers. 
Marketers use a clear ‘call to 
action’ for their messages and 
HR can learn from this too, 

introducing techniques to ensure 
employees have acted on the 
communications HR is sending 
out, encouraging incremental 
step-changes in behaviour.
HR practitioners who have 
implemented employee benefits 
to drive engagement can use 
marketing techniques to get the 
most from their investment. For 
example, P&MM used automated, 
retailer-style, welcome journey 
communications targeted at 
getting NHS employees interested 
in a rewards card it was offering to 
help improve employee spending 
power through cashback on 
everyday shopping. In the first three 
months of its adoption, those NHS 
employees who received targeted, 
step by step communications 
flagging up that the card was on 
its way to them, then reminding 
them that they had the discount 
shopping card and where they 
could spend it, earned 30% more 
cashback on it than those who 
received minimal communications 
as they had a better understanding 
of the discounts on offer. Designing 
this type of lifecycle communication 
needs some planning but is very 
doable even for non-marketers.

Expertise on tap

There is no need for HR 
professionals to become marketing 
experts. Once you have developed 
a clear understanding what you 
are trying to achieve you will often 
find the expertise you need in-
house. It is often possible to tap into 
marketing expertise that exists in 
the organisation by making informal 
connections with marketing people. 
Payroll teams will have insights on 
employee data that is held outside 
of HR systems, while IT and data 
departments will be able to advise 
on how it may be filtered and 
analysed. 
There are a few tips that can 
help with introducing marketing 
techniques to improve employee 
engagement:

1. Act on indications that current HR 

communications are not working. 
Is the generic HR inbox always 
overflowing with queries to which 
HR thinks it has communicated 
the answers? What are response 
rates to calls to action on taking up 
benefits?

2. Check in regularly with marketing 
contacts in the business to 
learn what new techniques and 
technologies they are using to get 
their message out that you could 
borrow to drive engagement with 
internal customers – employees.

3. Start small and experiment with 
using marketing techniques to 
communicate benefits with specific 
small groups of employees. Measure 
results against a control group 
before rolling out initiatives more 
widely.

4. Prioritise having effective 
analytics in place so that it is easy to 
continuously review how effectively 
you are communicating benefits 
to employees and tweak your 
approach to achieve improvements. 
Employee engagement surveys can 
be useful tool here but only if they 
ask the right questions.

5. Review how employees in 
communicate with each other and 
the business before considering 
tapping into that with HR 
communications. If you normally 
communicate with all employees 
by email, instead consider using a 
collaborative social platform or a 
rewards portal if one is in place to 
make communications even better.

Uptake of employee benefit 
schemes and similar initiatives is 
commonly disappointing – better 
communications will ensure 
HR gets return on investment 
and achieves the desired uplift 
in engagement. Once HR views 
employees as customers, 
professionals who successfully 
apply marketing best practice to 
drive employee engagement will 
find themselves at the leading 
edge of HR practice.
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Bridging the gap 
between staff feedback 
and performance 

Most organisations 
have a performance 
management process, 
yet these are widely 
perceived to be unfair, 
according to the CIPD 
and Halogen Autumn 
outlook survey 20151. 
Fewer than half of 
employees believe 
that the performance 
management process is 
very or somewhat fair, 
while a fifth believe that 
it is somewhat or very 
unfair. So what is going 
wrong? The performance 
management process 
in many organisations 
is a single annual event 
between supervisor 
and employee that 
fails to drive employee 
engagement, address 
development needs 
or improve future 
productivity. 

Traditionally, leaders 
view performance 
management as a 
remedial exercise 
in managing poor 
performance. As 
a result, even the 
term ‘performance 
management’ has 
negative connotations 
for many employees. 
Annual reviews, churning 

out performance 
improvement plans aimed 
at correcting unwanted 
behaviours, are having 
an adverse impact on 
employee engagement. 
The opportunity for a 
forward-looking process, 
focusing on employee 
strengths and aiming 
for mutually agreed 
goals is too often lost 
in the backwards-
looking performance 
management process 
entrenched in most 
organisations. 

Employees are getting 
feedback much too 
late and have very little 
opportunity to address 
the issues raised, what 
is more, few employees 
see this as an engaging 
process.

Driving a culture of 
continual feedback 

Performance 
management that is an 
ongoing and consistent 
part of an employee’s 
working life (rather 
than an intimidating 
annual event) is not 
only a means of driving 
employee behaviour 
aligned with corporate 

goals week on week 
rather than year on year, 
but it also provides a 
useful summary record 
that enables the annual 
appraisal, if there is one, 
to be more constructive 
and evidence-based. 
This supports a culture 
of ‘no surprises’, so 
employees do not 
meet unexpected and 
demotivating criticism in 
a performance review.
Driving feedback is not 
as simple as just asking 
people to give more 
feedback. Many people 
don’t know how to give 
feedback well. Leaders 
and managers are likely 
to benefit from specific 
targeted training as 
to what is expected of 
them, both in terms of 
recognising employees 
for good practice as 
it happens and also 
addressing how to hold 
difficult conversations. It 
may also be possible to 
match internal mentors 
who demonstrate good 
practice with managers 
who need development.

Two-way 
communication
The feedback process 
needs to be much more 

Staff feedback is often given too late in the game, with not 
enough time allotted for an employee to take any given advice to 
heart. What can be done to close the gap between feedback and 
management? 
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transparent.This demands a 
level of humility from managers 
who must be prepared to invite 
feedback to break barriers down 
and to encourage employees to 
provide feedback at any level, in 
support of driving better business 
performance. 
Technology can support 
communications, however, it is 
vital not to fall into the trap of 
hiding behind technology in favour 
of real conversation. Managers 
need to talk to employees, 
face to face– it’s courageous 
and example-setting, it breaks 
down barriers, and helps with 
the handling of more difficult 
feedback, and also enables quick 
two-way communications and 
a chance to ask the employees 
how they would prefer to receive 
feedback in future. Establishing 
an environment of trust between 
employee and leader, and 
across all levels, enables an 
ongoing feedback culture. The 
transparency, ensuring that 

everyone knows how they’re doing 
and what they need to focus on,
drives engagement. 
Ongoing employee feedback will 
help organisations make the 
transition from performance 
management as a tick box 
exercise towards performance 
management as a frequent 
transparent set of conversations. 
This new approach to managing 
performance also implies 
the end of traditional ratings 
systems that attribute a score to 
performance, which is restrictive 
and results in ‘ labelling’, often 
distracting the employee from 
the true value of the feedback 
and the conversation. Also going 
away are forced distribution 
approaches to the performance 
management bell curve - this 
methodology often force-fits 
employees, leading to situations 
where individuals feel unfairly and 
wrongly categorised. 
Most organisations will see quick 
wins from improvements to their 

staff feedback and performance 
management process:
1. Replace ratings and numbers 
in the performance management 
process with space for peers 
and managers to provide 
a personalised qualitative 
assessment of someone’s 
performance. This type of 
feedback is more valuable to the 
organisation and the employee.
2. Make the giving of feedback fun 
and engaging. Posters or emails 
can use humour to get staff on 
board with the process of giving 
feedback effectively. 
3. Instruct managers to set up a 
calendar reminder to recognise 
employees who did a good job this 
week,
4. Implement a regular recorded 
feedback mechanism to avoid 
the bias of the ‘recency’ effect of 
annual appraisals.
5. Aim to create a culture 
where employees feel safe 
providing feedback upwards and 
downwards through the hierarchy. 
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Is pay an engagement 
driver or a hygiene 
factor?

No debate on employee 
engagement would 
be complete without 
considering what role 
reward, and more 
specifically pay, has on 
the relationship. Is how 
much you are paid a key 
engagement driver that 
motivates you to strive for 
organisational success, or 
simply a hygiene factor?
Reward as a hygiene 
factor
Hertzberg’s two factor 
theory of job motivation 
(Hertzberg 1959) has 
shaped the historical 
debate on workplace 
behaviour and the impact 
of pay in employee 
engagement.  Pay has 
usually been regarded 
as an extrinsic factor (or 
hygiene factor) that was 
more a job dissatisfier 
than an intrinsic motivator 
leading to increased job 
satisfaction. 
 
Employees are not 
necessarily demotivated 
by hygiene factors but, if 
these requirements are 
not met, they may feel 
dissatisfied. The theory 
indicates that money 
is not a motivational 
factor in job satisfaction 
but rather it’s a hygiene 

factor or deficiency need. 
When it’s not met then 
employees will leave and 
the company’s ability to 
attract and retain key 
talent is diminished.
This theory was supported 
50 years later in a report 
by World at Work in 
2012 entitled “Retention 
of Key Talent and the 
Role of Rewards - WAW 
Survey on Reward and 
Engagement.” This study 
found the primary 
reason why key talent 
left organisations was an 
“opportunity to earn more 
pay elsewhere” showing 
pay to be the principal 
hygiene factor.  The next 
most-cited reason was 
“lack of promotional 
opportunities”, followed 
closely by “feelings that 
pay levels are unfair 
relative to others outside 
the organisation”. Tied 
for fourth place were 
“dissatisfaction with job 
or work responsibilities” 
and “feelings that pay 
levels are unfair relative to 
employee’s performance 
and contribution”. 
It’s important to note here 
that “feelings that pay 
levels are unfair relative 
to others outside the 
organisation” was a key 

factor. When considering 
employee engagement 
and pay, fairness is 
critical. Research supports 
the theory that when 
employees  leave an 
employer it is not due 
to the absolute pay, but 
rather their perception 
of whether they are paid 
fairly relative to their 
peers and the market. This 
shows the importance of 
fair pay

Can reward drive 
higher performance? 

We know that fair pay, 
and the perception of 
fair pay, is critical for 
attracting and retaining 
employees. But can pay 
motivate employees to go 
the extra mile, apply more 
discretionary effort and 
drive higher performance?
Bonuses, or short-
term incentives, are 
usually viewed as having 
the most impact on 
performance; ahead 
of base salary, salary 
increases, long-
term incentives and 
financial recognition 
programmes. Short-
term incentives typically 
score highly because of 

The English are famously reticent when it comes to talking about 
money, but the discussion cannot be avoided. Engagement is one 
thing, put it has to be viewed within the same prism as reward, as 
the amount of money a person is paid will always be a key factor.



their often direct and immediate 
relationship to employee 
contributions and performance.  
However they are dependent on:  
• Employees understanding 
what effort is required and what 
measures are being used to 
determine success
• Employees believing they can 
impact the measures that drive 
success
• Managers who are able to explain, 
motivate and communicate the 
desired outcomes 

More recently it has been argued 
that the use of bonuses and 
monetary rewards can lead to 
counterproductive results. Dan 
Pink, in his book ‘Drive’, argues  
a new model is required for the 
21st century; and particularly for 
working environments that do 
not rely on pure productivity to 
succeed but rather knowledge 
work, creativity and problem-
solving. Therefore, work is 
less based on carrot-and-stick 
motivators.  He argues not only 
that this approach doesn’t work 
but often does more harm. His 
new approach to workplace 
motivation is centred on three 

essential elements: 
• Autonomy - the desire to direct 
our own lives 
• Mastery - the urge to get better 
and better at something that 
matters 
• Purpose - the yearning to do what 
we do in the service of something 
larger than ourselves

How to get reward right – back to 
basics!
However you still need to get the 
employees in the door and retain 
them. It is worth noting that the 
some of the key reasons employee 
engagement nose-dived during 
the recession years were due to pay 
(including pay freezes, restricted 
bonuses) and other hygiene 
factors together with lack of job 
security, the need to work hard and 
downsizing. However, in the current, 
post-recession, environment where 
there is significant competition for 
talent, pay is critical to attracting 
key employees and keeping 
your high performers loyal and 
motivated. 

There is a real need to get the 
basics right with regard to reward 
and address the key concerns 

of employees and their hygiene 
factors. Put yourself in their shoes 
and consider are they and do they 
perceive themselves to be: 

• Paid enough relative to market? 
Could they get paid more 
elsewhere?
• Paid fairly compared to their 
peers? 
• Rewarded enough for their 
contribution, effort and 
performance?

Employers need to ensure managers 
and employees understand how pay 
decisions are made, that managers 
have the tools they need to deliver 
competitive pay and, crucially, that 
they are equipped  to communicate 
how pay is determined and how 
it relates to both individual and 
organisational performance. 
Pay is central to the relationship 
between and employer and 
employee, it allows you to build 
a foundation from which to drive 
employee engagement and those 
activities that deliver intrinsic value 
to employees.  Ultimately, if pay is 
not managed well and aligned it 
undermines all other engagement 
efforts. 
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HRreview meets Oracle’s 
HR evangelist

Andy Campbell is the 
HCM director at Oracle, an 
all encompassing role that 
takes on many different 
aspects. While responsible 
for thought leadership 
within the company, 
Campbell also works 
closely with executive 
teams within Oracle’s 
strategic customer 
accounts. Describing his 
role as something akin 
to evangelical in style, 
Campbell is responsible 
for spreading the message 
that better analytics and 
cloud technology can 
have an overwhelmingly 
positive effect on HR 
practice. 

Can you tell me a little 
bit about your work 
with Oracle?

I’m not a technologist 
at heart, even though I 
work for a technology 
company. Prior to 
working with Oracle 
I used to assist 
with management 
development at 
WHSmiths, so my 
background is in HR, not 
technology. I’ve been 
with Oracle for some 
time, I’ve managed 
teams and projects, 

I’ve implemented 
large transformation 
programmes for 
companies such as 
Lloyds Bank. I have 
more of an outreach 
role at Oracle today. 
We obviously have a 
sales team, but my role 
is to support business 
development by getting 
involved in thought 
leadership activity, 
writing while papers 
and speaking at events. 
So I spend half my time 
reaching out and the 
rest of the time working 
with our customers, 
which gives me exposure 
to lots of interesting 
people doing lots of 
interesting things, which 
then cross fertilises into 
some of the business 
development work 
that I do. So it’s an 
evangelical style role 
really, because cloud 
technology enables us to 
do things in an entirely 
different way and people 
have varying degrees of 
knowledge about what it 
does.

You mentioned the 
word evangelical and 
I think that is a very 
interesting term, 

because you are trying 
to preach a message. 
What in a nutshell is the 
message that you are 
trying to preach?

I preach about the cloud. 
The cloud enables a 
passive organisation to 
become a much more 
proactive organisation in 
the way that it manages 
its staff. HR has always, 
traditionally, been a 
poor relation to the rest 
of a business. You have 
people working in sales 
and marketing and 
operations and they have 
been the really important 
people on the board, and 
rightly so, leaving HR as 
a poor relation. Because 
of this we have become 
reactive as a function. HR 
has not had a seat at the 
boardroom table, we’ve 
been asked to do things 
and we’ve done them, 
rather than setting the 
agenda.

A number of things have 
come together to start 
to change this. Primarily 
the talent agenda, which 
is huge and businesses 
are realising that 
they have to take this 
seriously, that the power 
and capability of people 

Andy Campbell is king of outreach, labelling his job as something 
akin to being a ‘HR evangelist’ his role is to hit the streets and 
preach the important role analytics and cloud technology is going 
to play in the function’s future evolution.
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can bring a real competitive 
advantage. The expectations and 
abilities of technology has also 
changed, we are now able, thanks 
to technology, to do things in an 
entirely different way. So you sit 
home and you use your iPad to 
do whatever you want to do and 
then you come into work and you 
are given a system that’s rubbish 
and because of this you are not 
given the opportunity to share and 
collaborate and the result of this 
is that you receive and reciprocate 
poor quality information. So a 
perfect storm is changing the 
role of HR, a combination of 
the demand for talent and the 
capability of technology to change 
the agenda completely.

You mentioned before that up 
until recently HR has not had 
a seat at the boardroom table. 
Why do you think that this was 
the case for so long?

It’s funny when the CIPD was first 
set up it was for the wellness 
and protection of workers and 
the personnel function and the 
payroll function have always 
been stuck in the back office and 
that’s were the profession has 
historically been. We’ve been 
looking to move that forward, 
to move from the transactional 
HR to the strategic HR and 
we’ve been having this debate 
for twenty odd years now. But 
I feel  that the time is right for 
change because the search for 
talent has become so important 
and technology enables us to do 
things differently.

What are the principle ways 
that technology can improve the 
search for talent?

Well, to give one example, if you 
look at the information available 
about you on Linkedin, on 
Facebook even, the quality of that 
information is probably better 
than it is on any HR system within 
an organisation. Why? Because 
you maintain it yourself, it is 
relevant to you, it says not only 
who you are and what your job is 
and how much you get paid, it also 
says what interests you, here’s 
what I can do, here’s what other 
people think about me. So this 
ability to share and collaborate 
and give information is very 
important. So people are using 
Linkedin and using Glassdoor 
as way to get information about 
people and about organisations. 
It’s a much more transparent 
world. We can use technology 
in interesting ways to find good 
people and good people don’t 
leave. Good people are exactly the 
kind of people we want to get hold 
of. So, how do I find people that 
are happy in their current roles? 
Through reputation management? 
Through recommendations from 
other people? Soft nurturing 
of potential prospects? Laying 
out your stall as an employee of 
choice? Having a brand that other 
people resonate with? Strong 
communications about available 
roles? Nobody even thought 
of those things up until a few 
years ago. But now you can use 
recommendations, references, 
transparency of information, 

much more that we ever could 
before.

Can you tell me a little bit 
about your work on employee 
engagement?

Everyone is talking about employee 
engagement. It’s a very hot issue 
and rightly so. The issue that I have 
with it is that everyone talks about 
it, but if you just have engagement 
in its own right then what is the 
point? It needs to translate into 
performance and productivity in 
some way and there has been a bit 
of a disconnect between a lot of the 
activities that people are doing to 
try and enthuse employees in an 
organisation and actually realising 
any improvement in performance.

If you think about young people 
coming into the workforce and 
what their expectations of work 
are, the fact that they are much 
less loyal, much less deferential, 
much more interested in peer 
connectivity, really interested in 
organisations that have strong 
values rather than necessary 
those that pay them more. 
That’s what the expectations 
of people are and if as an 
employer you don’t deliver on 
promises made to potential 
employees, the your talent is 
going to depart. So we have to 
make sure, in order to attract 
and retain people, that they 
are driven and engaged, given 
opportunity and good feedback. If 
we provide that then people will 
work better, contributing to UK 
PLC’s bottomline in the process.  




