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SUMMARY: An executive summary of the findings of the 2016 Employment Value

Proposition survey outlining the levels of employee engagement.

1. INTRODUCTION

1.1

Personnel Committee is presented annually with the findings from the
Employee Engagement Survey. This paper presents a summary of the
results for 2016 highlighting comparisons with the results from previous years
and detailing the actions and activities underway to sustain improvements
across the organisation.

2. EMPLOYEE ENGAGEMENT

2.1

2.2

2.3

Engagement is an essential ingredient in managing change and if employees
are given sufficient information and opportunity to help them commit to the
values and aspirations of the organisation they will be willing to engage and
advocate for it and the services it provides. Engagement describes the
commitment of employees to the organisation they work for. Ultimately
employee engagement supports the effective management of performance
and leads to better customer experience.

In recent years Personnel Committee has recognised that driving up levels of
engagement enhances employee performance in the organisation. National
research and our own engagement strategy support this perspective. We
continue to work with Managers to ensure our approach achieves levels of
engagement and motivation that make a positive difference to the
contribution our people make.

The strategy highlights that engagement is about providing the conditions
under which employees will work more effectively, which include autonomy,
support, coaching, variety and responsibility. There are clear links between
the way people are managed, employee attitudes and organisation
performance. The annual staff survey provides the opportunity for us to
explore those links and take action accordingly.
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2.5

3.1

3.2

3.3

3.4

The strategy and survey outcomes cannot deliver improved employee
engagement in isolation; this work supports and is supported by the
employment deal, what we talk to our people and our residents about, work
undertaken in relation to diversity and inclusion and Kent values and
behaviours.

The employee engagement survey provides the Council with an
understanding of how employees see their level of engagement and
motivation. Alongside the survey results there are other indicators of
organisational health in terms of employee engagement. For example we
continue to see levels of sickness and absence lower year on year and a
higher proportion of staff receiving TCP ratings that reflect strong
performance.

EMPLOYMENT VALUE PROPOSITION

2016 is the fifth year we have used the Employee Value Proposition (EVP)
survey. It is designed to describe the deal offered by the employer and
explore what is expected from employees in return. The survey is used as
one measure of assessing employee engagement with Kent County Council.
The information gathered has been used to inform approaches to employee
relations and the management of staff.

In September 2016 the survey was sent out to over 3,000 people in seven
service areas. This year over 1,750 employees gave us their views via the
survey and a further 349 answered four engagement questions that were
posted on KNet, these questions primarily explored well-being, resilience and
keeping ourselves informed.

Each of the Directorates had groups of staff surveyed from specific targeted
services or divisions, rather than the sample being spread across the whole
directorate. If services had been surveyed in the previous consecutive two
years they were not included. Some services that were surveyed for the first
time in 2015 were surveyed for a second year running. Some services that
had not participated before were also surveyed. The response rate to the
survey was up on 2015 from 48% to 57%. Corporate Management Team
received feedback in October as did the applicable senior manager for each
division/service.

The key findings of the 2016 survey highlight:

Our people remain committed to their job (83%) and continue to feel they
have the skills, confidence and competence to perform their job well (79%)

For the third year running people feel more committed and loyal to KCC
(75%, which is a further increase of 4% since last year)

Included in the best things about working at KCC are the team, work life
balance, working with supportive colleagues and the training opportunities
provided.



3.5

4.1

4.2

The survey also explores the biggest tensions felt by our people. This year
staff reported that the numbers of people have reduced and more is expected
with little or no resource. In addition those surveyed report concerns that
time is being spent on administration and they are managing or “fitting in”
additional workload during “pinch point periods”.

Employees perceive their contribution to the ‘deal’ as outweighing that
provided by KCC (ideally there should be a greater balance between the
employee and employer).

Employees’ report increasing levels of concern about the work pressure they
are experiencing and as part of the exploration of the “biggest tension” they
report being worried about the emotional wellbeing of teams working under
increased pressure.

The EVP survey has indicated that the level of employee engagement in Kent
County Council continues to move in the right direction demonstrating that
with the right amount of focus and input an organisation can maintain its
levels of engagement even through periods of significant change.

Whilst the results are testament to the role managers and their people play in
responding to the challenges they face, they have also clearly highlighted
concerns about the wellbeing of teams, additional workloads and pressure
points. As part of our organisation action planning we will explore and
address these issues in our communications and interventions as well as
encouraging managers to review and evaluate the impact of these tensions in
their own teams.

THE SURVEY RESULTS

EVP introduces a means of presenting and understanding how the ‘deal’
offered by an employer is set against what is expected from employees in
return. This deal should be viewed in the context of the overall employee
relations climate in the Authority as it is reflects how the organisation and
managers engage with and support employees, as much as it is about terms
and conditions of service. The value and perception the employees place on
that employment experience, and the contributions expected by the
employees, inform how staff engage and perform.

The questions asked by the survey are structured in a way that enables
employees to rate their experiences against certain categories. Other
questions provide staff with opportunity to provide free text answers.

Using these questions EVP measures three elements of engagement:

e Balance of the deal
e Conversational practice
e Personification of the Council

Kent County Council also received detailed analysis of responses to free text
questions and the key drivers underpinning the most significant elements
within the balance of the deal.



Balance of the Deal

4.3

4.4

4.5

4.6

This element of the survey looks at how staff feel about the contribution made
by the organisation to the employment relationship compared with what the
employees feel they bring to their job and the organisation. There will always
be a difference between the two and this works well in terms of levels of
employee engagement when the balance is not significantly in favour of one
party to the deal.

The Employer Contribution is made up of:

The Contract — this consists of the employees’ perspective on such
things as terms and conditions of service, development opportunities,
working environment and whether the employer delivers on its
promises in relation to the contract

Perceived Organisational Support — how employees see their
organisation valuing their contribution and caring about their well being

The Employee Contribution is made up of:

Job Engagement — how committed and engaged employees are with
their job role and the service they work in

Efficacy — this element reflects the level of confidence and
competence the individual and their team displays in their job role
Organisation Engagement — the level of staff commitment to the
organisation and the level of behaviours championing the
organisation’s aims

The balance of the deal results for KCC in 2014, 2015 and 2016 were:

2014 2015 2016
The Contract 57 60 60
Perceived Organisational Support 52 53 54
Employer Contribution 55 57 57
Job Engagement 81 83 83
Efficacy 79 79 79
Organisational Engagement 67 71 75
Employee Contribution 77 77 79

Note: Scores of over 70 are considered good and scores below 50 are poor.
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The table shows that the level of Organisational engagement has increased
slightly over the last year, whilst job engagement has remained the same.
Overall the balance of the deal is seen as being in favour of the employer.
This is shown by the difference between the employer and employee
contribution. If the employer contribution score was higher this would help
redress the balance.

Conversational Practice

4.8

4.9

4.10

4.11

This element of the survey measures the quality of conversations between
managers and staff to see how employees are engaged by their managers in
meeting their job role. It also reflects on the context within which those
conversations are had.

The survey measures:

¢ Solutions focused conversations — idea generation and problem
solving conversations

o Performance focused conversations — discussions about how
solutions and services will be delivered and how ideas/solutions can
be put into practice

o Job Pressure — a measure of the level of perceived excessive
workload

¢ Workplace tensions — measures competing pressures on staff such
as delivering more with less and the impact of timescales/deadlines.

The conversational practice results for KCC in 2014, 2015 and 2016 were:

2014 2015 2016
Overall score 70 71 71
Solution focused 71 73 72
Performance focused 70 71 70
Workplace tensions 64 65 65
Job pressure 62 67 63

Note: Scores of over 70 are considered good for the conversation scores but too high for the
tensions and pressures scores.

This table shows workplace tensions are consistent and although job
pressure has fallen from last year to sustain or improve this further we must
continue to support effective conversations as part of how we manage
performance and change.
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4.13

5

5.1

5.2

This part of the EVP survey asks employees to score the organisation against
certain traits which then shows how, in the employees’ eyes, the organisation
presents itself.

The “traits” that are measured are:

e Supportive

e Directive

e Trust

e Competence

e Innovation

e Conversational
This shows positive improvements, indicating that the organisation is getting
better at demonstrating supportive traits and a drop in how directive our
people perceive the organisation to be. This is a positive position on previous
years. Innovation remains low, which may indicate that staff members do not
necessarily see the organisation as inspiring or imaginative.
Some traits described by staff express the tensions we know they have
reported as part of the survey. Words such as; disappointing, inconsistent
and frustrating highlight that we have more to do to excite, explore and
explain our organisation ambitions.

Next steps

Having received feedback at the end of 2016, participating services

determine the appropriate next steps for their teams. The Engagement and
Consultation Team use the information to target communications for staff and
support to the business. EODD Business Partners and the HR Delivery Team
use the information to provide a baseline for staff engagement when working
on change programmes across the organisation. The data is collated (along
with other sources such as the New Joiners Survey, sickness and absence
rates) to build a picture of the “as is” position for a service, determining the
lines of enquiry for activities and interventions relating to their business. This
would include transformation, service redesign projects, and culture change.
Commissioners in Organisation Development and HR also use the
information to refine the commissioned approaches and support interventions
including those targeted at the development of skills, competencies, reward,
and employee relations.

In summary action is underway to address the core issues that the survey
indicates need to be managed, namely:

Tackle workplace tension: Focus on what is working, take
opportunities to change the narrative from delivering more with less/financial
pressures to exploring the conditions for success across the organisation.



e Build and sustain improvements in the balance of the deal and
Psychological contract. Celebrate what is working well and the
contribution being made to delivering our core ambitions. Develop the “my
story” concept to promote pride activity and align with the promotion of KCC
to the resident.

e Explore the connection between employee and customer engagement:
Build a logic model to establish the critical questions and indicators to drive
performance in both customer and staff engagement.

6 RECOMMENDATIONS

a) Personnel Committee is invited to note the EVP survey results and the
improvements in levels of employee engagement.

Diane Trollope
Head of Engagement and Consultation
Ext 03000 416781

Background Documents: None



Appendix 1
Services which participated in KCC’s EVP Survey 2015

Education & Young People’s Services

Early Help & Preventative Services

Social Care, Health & Wellbeing

Specialist Children’s Services — North Kent

Operational Support Unit SCHW)

Strateqgic & Corporate Services

Engagement, Organisation Design and Development in Strategic and Corporate
Services (ST)

Strategy, Policy, Relationships and Corporate Assurance (ST)

Growth, Environment & Transport

Whole Directorate



