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Increasing employee engagement by assessment of their satisfaction
Abstract

Assessment of satisfaction and finding incentives for greater engagement of employees should be a standard tool of human resources management. In healthcare organizations, satisfied and engaged employees are a guarantee of quality health care.  The way leads through satisfied employees to satisfied patients, who are the main subject of interest of medical facilities. Organizational culture has a significant influence on the employee satisfaction and engagement. It is a task for the management to create a healthy organizational culture, conditions for effective communication, to increase employee loyalty and to motivate employees to achieve good results. This paper presents a part of the results of the satisfaction survey in a selected acute care hospital in the Czech Republic. The survey included 1 564 respondents. Data were obtained using anonymous questionnaires. These questionnaires contained six domains of stimulants involved in the creation of job satisfaction. The paper provides information on the average value of individual domain ratings and about relations between all domains expressed by Spearman´s correlation coefficient. Respondents evaluated the best domain - the level of the formal setting of work (average rating 1.77), the worst domain - the level of belonging to the organization (average rating 2.62). This domain has a strong relation with the domain the level of self-realization, satisfaction with personal and professional development (correlation coefficient 0.70) and the domain - the level of engagement and conditions of potential for innovation and cooperation (correlation coefficient 0.61). 
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Introduction

In connection with the current existing shortage of healthcare professionals, medical facilities have to face the problem of how to recruit and retain qualified and motivated staff (Bártlová, 2006). There is increasing interest in job satisfaction issues, especially of doctors and nurses, because their working satisfaction affects results of healthcare organizations and the quality of health care provided. Assessment of  satisfaction and finding incentives for greater employee engagement should be the standard tool for the successful human resources management. Human resources management is undergoing continuous development. Globalization and technological progress make employees much more informed, more demanding, and they expect more. The old ways of managing and the former approaches no longer work, managers have problems how to lead, and motivate staff, and how to increase employee engagement and satisfaction (Škrla & Škrlová, 2013). Management has to monitor employee satisfaction because it is a feedback and an important source of information for them. Especially in healthcare organizations, employee satisfaction must be monitored not only to ensure greater engagement but also to prevent a burnout syndrome, which also strongly affects the quality of healthcare provided. 
Employee engagement is related to employee loyalty, to a situation where employees are to some extent identified with the employer and feel a certain degree of belonging to their own healthcare organization. Engagement occurs when people dedicate their work and are interested in what they do (Armstrong, 2007). According to the foreign research, employees who are fully engaged in their work and committed to their institution are more productive and usually work beyond their duties. They are satisfied with their job and with their superiors, they identify with the goals and strategies of the organization (Gallup, 2008). As stated by Truss et al. (2006), the opportunity to tell own opinions, the feeling to be well informed about what is going on in the organization and to know that your manager is committed to the organization, are very important factors for the engagement.  According to Holá (2011), the quality of leadership and effective internal communication are very important for increasing employee engagement. The way to employee engagement through the quality of communication environment shows D’Aprix’s model (D’Aprix, 2006), see the figure no. 1. According to D’Aprix, employees are disengaged if their job responsibilities, performance feedback, and individual needs are not satisfied. If these factors are satisfied, then social identification with the organization is what leads to higher levels of engagement. The graph shows a step-by-step path to increasing employee engagement. 
Fig. 1:  The quality of the communication environment for increasing the employee engagement
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                                                                                                     Source: D’Aprix, 2006
Communication is particularly significant in healthcare organizations. It follows from their specific nature - their human orientation. Communication is a principal component in the treatment of patients. It is also one of the basic conditions for ensuring effective and quality health care and for developing healthy professional relationships (Plevová, 2012, Šrkla & Škrlová, 2003). 
Building good relationships between the institution and the employees is one of the main features of a successful organization (Plevová, 2012). It should be taken into account that employees are an important reference group that is also actively sought by the public. Engaged, satisfied and loyal employees speak well about their employer, spread the good name of the organization, both as a medical facility and a convenient employer (Holá, 2011). They tend to remain in the organization and show a lower rate of fluctuation. They also identify with the organization and its goals (Novotný & Pecáková, 2014). Just organizational identification is associated with job satisfaction, employee engagement and turnover intentions. A lack of organizational identification is, according to Knight and Haslam (2010), associated with increased stress and burnout syndrome. Identifying employees with the organization allows maintaining its internal integrity. Identifying employees with the organization also means accepting its organizational culture (Lukášová & Nový, 2004).
Organizational culture also has a significant influence on the job satisfaction and employee engagement. Organizational culture is presented with a set of ethical norms, values, beliefs, attitudes and behavioral patterns that form employee behavior. It expresses spirit of the organization, the informal rules of the game that affect the overall atmosphere in the institution (Bedrnová, Jarošová & Nový, 2012). Most healthcare organizations have the same basic values ​​that emphasize the primacy of patients (Gladkij, 2003). 
Management (and its communication) plays an important role in creating, managing and maintaining of a healthy organizational culture, especially its willingness to improve and respect employees as the most important asset of the company (Holá & Pikart, 2014). According to Gladkij (2003), the management must behave in accordance with the organization's goals. Through bad leadership, organizational culture can slow down the development or create a distrust. Knowledge of organizational culture should not be underestimated at all levels of management. It is a great task for the management to create a healthy organizational culture based on effective communication, that increases employee engagement and loyalty and motivates employees to achieve good results (Holá, Čapek, 2015). 

1. Methods of Research
Data were obtained within a satisfaction survey, conducted in December 2015 and January 2016, in a selected acute care hospital. Anonymous online questionnaires were used in the survey. Respondents filled out anonymous online questionnaires based on randomly generated unique password. The questionnaires were designed on the basis of standardized questionnaires of Gallup agency (Gallup, 2008) and surveys conducted in the project Novotný and Pecáková (2014) Engagement of employees in the Czech Republic. The proposal of the questionnaire was discussed with the hospital top management.
The questionnaire contained seven selected domains of stimulants involved in the creation of job satisfaction: 1. the level of the formal setting of work, 2. education, professional and career development, 3. the quality of management, 4. the level of engagement and conditions of potential for innovation and cooperation, 5. the level of self-realization, satisfaction with personal and professional development, 6. the level of belonging to the organization. The last part of the questionnaire contained the seventh part of the verification of importance of selected factors for satisfaction and improving organizational culture. There was an option to express comments or other suggestions at the end of the questionnaire. This paper presents the results of assessments and relations between domains D1 to D6.
The questionnaire was designed as a set of 47 statements (of which 35 were part of the domains D1 to D6). The respondents expressed the degree of consent to the statement on a scale from 1 (definitely agree) to 5 (definitely disagree), ratings 1 and 2 are considered the positive zone for the assessment.  In addition, it was possible to state the answer "I cannot judge". All the statements were divided into the individual domains described above. 
2. Some Results of the Research

The survey was addressed to all the population of the selected acute care hospital, i.e. to the total of 4 595 employees (doctors, non-medical healthcare personnel and other employees). The sample of respondents was created by those, who completed the entire questionnaire properly, i.e. 34% of all employees (1 564 employees). The proportion of respondents in the sample approximately corresponds to the distribution in the basic employee population. 
Table no. 1 provides information on the average value and variance of individual domain ratings. The calculation is based on all responses where respondents chose the answer to the already mentioned scale. The answers "I cannot judge" have been discarded. As can be seen in the table, positive assessment (i.e. rating 1 and 2) is presented only in the domain D1 – the level of the formal setting of work (average rating 1.77). All other domains are reaching the average values greater than 2. The weakest rating is in the domain D6 – the level of belonging to the organization (average rating 2.62).
Tab. 1: Descriptive statistics of domain assessment
	Domains
	Average
	Total variance
	Share of evasive responses

	D1
	1.77
	0.84
	1%

	D2
	2.18
	1.49
	4%

	D3
	2.36
	1.62
	3%

	D4
	2.41
	1.34
	13%

	D5
	2.18
	1.38
	5%

	D6
	2.62
	1.40
	12%


                                                                                      Source: authors’ calculations in STATISTICA
The following table no. 2 contains correlations among all domains expressed by Spearman’s correlation coefficient. Only the questionnaires with all answers evaluated on the 1 to 5 scale were used to search for relationships between the domains. Such questionnaires were a total of 536. As the input for the analysis, the average values ​​of each respondent's answers to the questions assigned to individual domains were used. Since the obtained values ​​cannot be considered as normal probability distributions, Spearman's correlation coefficient was used. All results obtained are statistically significant at a level of 0.01, all of them have the character of positive correlation. 
Tab. 2: The relations between domains expressed by Spearman's correlation coefficient
	Domains
	D1
	D2
	D3
	D4
	D5
	D6

	D1
	1.00
	0.44
	0.46
	0.42
	0.53
	0.51

	D2
	0.44
	1.00
	0.68
	0.55
	0.72
	0.57

	D3
	0.46
	0.68
	1.00
	0.61
	0.79
	0.57

	D4
	0.42
	0.55
	0.61
	1.00
	0.66
	0.61

	D5
	0.53
	0.72
	0.79
	0.66
	1.00
	0.70

	D6
	0.51
	0.57
	0.57
	0.61
	0.70
	1.00


                                         Source: authors’ calculations in STATISTICA
Based on these results, it can be assumed that the domain D6 - the level of belonging to the organization has a strong link to all other domains. The domain D6 has the closest relation with the domain D5 - the level of self-realization, satisfaction with personal and professional development (correlation coefficient 0.70) and D4 - the level of engagement and conditions of potential for innovation and cooperation (correlation coefficient 0.61). The domain with the closest relation to all the other domains can be considered the domain D5. The domain with the weakest relation to the others is the domain D1 - the level of the formal setting of work.
Figure no. 2 shows the result of hierarchical clustering. As well as the correlation analysis, it is obtained on the basis of 536 questionnaires in which all responses were expressed by a value from the scale. Here, we have a similar result as in the previous analysis. Domains D2 - education, professional and career development, D4 - the level of engagement and conditions of potential for innovation and cooperation, D5 - the level of self-realization, satisfaction with personal and professional development and also the domain D3 - the quality of management form a relatively tight relation. In this case, the relation is expressed by the Euclidean distance of the data points representing the individual variables. The chart shows more clearly how the domains are close to each other. Thus, it is apparent that the domains D2, D3, D4 and D5 strongly correlate with one another and have a strong relationship to D6. D1 is more distant from all the other domains.
Fig. 2: Result of cluster analysis of variables representing domains
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                                           Source: authors’ calculations in STATISTICA
3. Discussion

The domain D1 - the level of formal setting of the work has the weakest relation with the other domains. However, this domain is assessed best by the hospital staff. Employees are satisfied with the work performance setting and the organization's internal regulations are well understood. A very good assessment of this domain is based on the fact that all the hospitals are accredited and the setting of the basic processes and procedures is based on SAK standardization (SAK, 2013). 

On the other hand, the domain D6 - the level of belonging to the organization has a strong relation to other domains. The D6 domain rating is intertwined in the rating of others domains. The result confirms that belonging to the organization comes along with opportunities for self-realization and leadership as Armstrong (2007) points out. Belonging to the organization is influenced by the assessment in the previous domains and consequently affects employee’s own engagement. The weakest rating of the domain D6 could point to the employee distrust in the hospital top management and instability of the staff, which could disrupt the functioning of the whole organization in the future. Employees as the most important source of information in the organization spread its reputation towards patients and potential employees and significantly affect public relations to the organization and its image. As mentioned above, the strongest relations are between the domains D6 and D5 - the level of self-realization, satisfaction with personal and professional development and D6 and D4 - the level of engagement and the conditions of potential for innovation and cooperation. Employees who are constantly developing in their jobs and have a clear idea of their possible career advancement are more interested in their good work performance, they are more engaged and satisfied with their jobs. An inadequate internal communication plays an important role in the assessment of the domain D4 (which was the second worst). This area also influences the overall climate of the organization. Based on these findings, there is an opportunity to improve the cooperation, feedback and support from the top management, to increase employee engagement and their belonging to the institution.
According to the Novotný and Pecáková (2013) research of employee engagement in the Czech Republic, which took place in December 2013 and included 2 323 respondents, only 7% of employees are highly engaged. Their research confirmed that engaged workers are satisfied with their job and their superior, they identify with the organization’s goals and strategies, spread its good reputation and has a positive influence on the motivation of other workers. Key conditions for developing engagement include support of immediate superior and open communication. The authors also defined the most important factor influencing engagement - loyalty to the organization. Sense of work, efficiency of work, work team, immediate superior and improving work are the other important factors influencing engagement, according to their research (Novotný & Pecáková, 2013).
Conclusion

Based on these survey results the hospital management could receive enough incentive for improvement in the area of human resources management. The results should be helpful to eliminate weak points and for further arrangement of human resources management. As can be seen from the survey results, respondents assessed the best the level of the formal setting of work and they assessed the worst the level of belonging to the organization. The strongest relations between the level of belonging to the organization, the level of self-realization, satisfaction with personal and professional development and the level of engagement and conditions of potential for innovation and cooperation were found out. In this context, it is a great task for the hospital management to create a healthy organizational culture. Good communication, employee loyalty, employee engagement, low fluctuation, etc. are the accompanying phenomenon of healthy organizational culture in healthcare organizations. Employee engagement and loyalty to the organization depend on how managers deal with the staff, whether they pay enough attention to them. The main recommendation based on the survey results is to improve management communication competences according to the D’Aprix (2006) chart, to improve human resources management (to create and maintain the organizational culture and background for professional and independent work, ensure compliance with the code of ethics, implement a system of regular reviews of employees and management, etc.) and to explain the organization's vision better and more often. Greater openness and willingness of the management to receive employee comments is also recommended. It is important to create an atmosphere of trust, to provide feedback to employees, to appreciate importance of employees’ work to the organization, etc. All this is important for the future of health care organizations and has an impact on the quality of patient care. 
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