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WORKFORCE ENGAGEMENT BEST PRACTICE GUIDE

Foreword – Workforce Engagement
The ECIA Productivity Improvement Committee (EPIC) commissioned this Best Practice
Guide on Workforce Engagement to facilitate the sharing and utilisation of knowledge.
From the information contained within the Guide, blueprints for improved work practices
can be developed at local level to assist with improved productivity and performance.
In producing this Guide a work group, comprising contractor, client and Trades Unions
representatives, considered the barriers to better workforce engagement and how to
eradicate them. It developed the recommendations contained within the Guide, having
considered four key areas as a means to improving productivity: engagement,
competence, communication and motivation.
This Guide is intended to be part of a continuous improvement process. Future productive
performance can be monitored against it, and the guide will be adjusted as working
practices evolve and improve. Companies are encouraged to actively apply the
recommendations contained in the Guide, which was designed and developed to help
improve productivity and to attract future ﬁnancial investment in the UK.
The ECIA wishes to thank the many stakeholder representatives who contributed both
directly and indirectly to the production of this Guide. Industry support for its production
is indicative of a commitment to a continuous improvement process to increase the
performance and competitiveness of the UK Engineering Construction Industry.
For further information please do not hesitate to contact ecia@ecia.co.uk

Main Enablers for Workforce Engagement

Leadership

Engaging
managers

Voice

Integrity

“Covering key areas in our industry”
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1. Introduction
Why promote
best practice in
the workforce?

The ‘Changing to
Compete’ report
highlighted the need to
use best practice in the
management of projects

Section 1 gives the
background and deﬁnes the
three main areas for
investigation for the
promotion of best practice

1.1 Background
The UK Government’s Review of Productivity and Skills in the UK Engineering Construction
(‘Changing to Compete’ - published in December 2009) contained a total of 13
recommendations to drive the improvement in the Engineering Construction sector and
thereby improve the success of future projects. A number of the recommendations
related to Workforce Engagement and form the basis of the terms of reference for this
document.

Establishment of EPIC to Examine Best Practice
The ECIA hosted a conference in October 2011 to explore productivity performance.
Following this, the ECIA Productivity Improvement Committee (EPIC) was established to
look at best practice within the industry.
The committee was tasked with three main areas:
1. To identify barriers to delivering successful projects and repair and maintenance work
in the Engineering Construction Industry.
2. To establish and disseminate best practice to overcome and mitigate barriers found.
3. To benchmark performance and measure improvement.
In November 2011 EPIC commissioned an independent report to identify the key barriers to
productivity in the Engineering Construction Industry. This report ‘Barriers to Productive
Performance in the Engineering Construction Industry 14 March 2012’ identiﬁed, amongst
others, three initial areas that EPIC would investigate further: Workforce Engagement,
Industrial Relations and Contract Management. The aim was to produce guidelines for
stakeholders by means of the establishment of working groups comprising experienced
people drawn from all levels of the Engineering and Construction Industry.

5
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2. What Did the Group Look at?
What aspects
were examined?

Current practices
and looking at possible
improvements in
workforce engagement

Section 2 deﬁnes the terms of
reference and scope of the
examination of workforce
engagement as well as
summarising the key beneﬁts

2.1 Terms of Reference
The term ‘workforce engagement’ describes the following key areas:
Supervision
Competence

Motivation
Utilisation

Key aspects that the working group were requested to address included:
a. How improvements could be made in the way supervisors manage their workforce on
a day to day basis.
b. How eﬀective are the current practices of assessing workforce competence.
c. What measures could be used to aid the assessment of workforce competence and
provide development of skills with an emphasis on productivity.
d. How workplace motivation could be improved. Here the working group was asked
how team spirit could be improved on projects and sites, together with
recommendations as to how to use incentive arrangements within NAECI to improve
productivity.
e. How to identify techniques for the utilisation of the workforce which would enhance
productive performance by maximising tool time. Utilisation in this context refers to
the deployment by supervision for a deﬁned task of the appropriate numbers of
workers for an appropriate period of time.

2.2 Main Enablers of Workforce Engagement Identified
The working group took as its start point the Macleod Report (Appendix D [1]), which
along with identifying the barriers to workforce engagement, identiﬁed four key enablers
that are regularly cited as being critical for what needs to happen to make workforce
engagement work. Although the report was not intended to be a ‘how-to’ guide, it listed
and deﬁned these following four enablers:
LEADERSHIP
Provides a strong strategic narrative which has widespread ownership and commitment
from managers and employees at all levels. The narrative is a clearly expressed story
about what the purpose of an organisation is, why it has the broad vision it has, and how
an individual contributes to that purpose. Employees have a clear line of sight between
their job and the narrative, and understand where their work ﬁts in. These aims and
values are reﬂected in a strong, transparent and explicit organisational culture and way of
working.
ENGAGING MANAGERS
Are at the heart of this organisational culture – they facilitate and empower rather than
control or restrict their staﬀ; they treat their staﬀ with appreciation and respect and show
commitment to developing, increasing and rewarding the capabilities of those they manage.

6
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VOICE
An eﬀective and empowered employee voice – employees’ views are sought out; they are
listened to and see that their opinions count and make a diﬀerence. They speak out and
challenge when appropriate. A strong sense of listening and of responsiveness permeates
the organisation, enabled by eﬀective communication.
INTEGRITY
Behaviour throughout the organisation is consistent with stated values, leading to trust
and a sense of integrity.

2.3 Potential for Workforce Engagement
The working group looked at the signiﬁcant potential of good workforce engagement in a
number of organisations, basing their views on researched evidence which the group
deemed to be appropriate to the Engineering Construction Industry. In particular they
focused on:
Creating an environment where “all stakeholders are committed to completing work
and projects successfully”
Maintaining a positive attitude “towards the project, site and organisation and their
goals and values”.
To be able to achieve a commitment to these goals and values, job satisfaction needs to
be something that is provided for and not just required of the employee.

2.4 Benefits
Benefits of Workforce Engagement for the Business
Improved performance and productivity
Improved health, safety and environmental awareness and performance
Better communication
Improved overall service and satisfaction for clients
More eﬀective working teams
Greater commitment to the organisation
Lower employee turnover
Better organisational reputation and higher standards of recruitment.

Benefits of Workforce Engagement for the Individual
Better communication
Improved contribution to the team
Greater control and inﬂuence over their work
More interest and absorption in work
Positive attitude towards work
Work is more meaningful
Minimisation of frustration.

7
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3. How to Build an Engaged Workforce
Why does an
engaged
workforce
matter?

Promoting people
as the greatest asset in a
business beneﬁts
everyone and contributes
to success

Section 3 summarises the
seven main drivers of
workforce engagement

In all industries, it has been said that people are the biggest asset; individuals are after all
what make a business work. The people element from a management point of view
involves all aspects of communication, creating a vision, matching behaviours with
organisational values as well as providing motivation. It goes without saying that the
success of an organisation centres on the ability of the people employed within that
business to work eﬃciently towards achieving common objectives.

3.1 Main Drivers of Workforce Engagement
The four main enablers of workforce engagement, which have been deﬁned in
section 2.2, are commonly referred to in all subject matter relating to the topic of
Workforce Engagement. There is no one answer to creating an engaged workforce, but
each of these four main enablers should always be present.
The working group examined the enablers and identiﬁed that the main drivers of
workforce engagement in the Engineering Construction Industry included seven areas,
which are listed below:
Communication (section 4)
Management competence (section 5)
Career progression and continuous professional development (section 6)
Engagement of stakeholders (section 7)
Site layout and welfare facilities (section 8)
Project planning and communication (section 9)
Motivation (section 10).
Each one of these areas is covered in detail in this document in the relevant section shown
above.
These areas reﬂect the ﬁndings of the Institute of Employment Studies (IES) conclusion
that the main driver of engagement is a sense of “feeling valued and being involved’”
(Appendix D [2]).
See also:
Good employment relations are at the heart of workforce engagement; please
refer to the guidance document ‘Industrial Relations’ published by the ECIA for
further information on this speciﬁc area.

9

Best practice guide-WE.qxd:Layout 1 16/10/2013 14:16 Page 10

WORKFORCE ENGAGEMENT BEST PRACTICE GUIDE

4. Communication
What is eﬀective
communication?

Developing strategies
to circulate information
at all levels of an
organisation

Section 4 summarises the
role of good
communication strategies
and the framework in
which they should operate

Eﬀective communication is an essential part of any organisation and a fundamental
element of an engaged workforce. Organisations need to develop communication
strategies that provide essential information which enables all levels of the organisation to
understand their roles and goals in relation to the overall organisational strategy.
Sources generally agreed that an organisation “needs to provide a strong strategic
narrative that is consistently applied throughout the organisation”. Core to this strategy is
the employee voice that knows what it is required to do, and whose opinions are sought,
listened to, valued and make a diﬀerence.

4.1 Introducing a Communication Framework
A robust communication framework is essential for underpinning the main enablers of
workforce engagement and it is important that organisations introduce an appropriate
framework within their business. There are various published sources of guidance on the
matter, including, but not limited to, ACAS, which has guidance for communication
frameworks in a trade union environment (Appendix D [3]).
Eﬀective communication, as part of a workforce engagement policy, is essential for
successful project delivery. NAECI has tried and tested frameworks to ensure co-ordinated
communications between the stakeholders involved in a NAECI project or site. A Project
Joint Council (PJC) or Local Forum (LF) should be established, comprised of employers,
trade union oﬃcials and ECIA, NJC and ECITB representatives. It is then the responsibility
of the PJC or LF to establish and maintain good communications and monitor the
eﬀectiveness of all aspects of the project or site from the recruitment phase to project
completion. In this role, the PJC or LF identiﬁes, investigates and proposes solutions to any
problems that may impede progress; it also promotes best practice. For more details see
Appendix B.

10
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4.2 Best Practice
COMMUNICATION
Company goals and values

Organisations should establish company goals and
values. Once a good communication system is
established, and when a project or site has multiple
organisations involved, project or site-wide goals and
values need to be established.

Communication strategies

Communication strategies should be consistently
applied across the site or project. Clients, contractors,
Trades Unions and employees within the Engineering
Construction Industry all have a role to play within
these strategies.

Appropriateness

The communication should be appropriate for the
audience and delivered by suitably trained persons.
Feedback should be encouraged, recorded and
responded to in a timely manner.

Good practice

Organisations should establish good practice
communication that is driven from the top down.

New projects/ R&M

New projects should establish communication
strategies at the early stages of project development.
Established projects or sites should regularly review
their communication process and have particular
regard to:
Progress and performance reporting
Continuous improvement strategies
Changes in the amount of work being undertaken
Changes in personnel
Changes in welfare provision
Changes in organisations undertaking work.

11
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5. Management Competence
What is the
measure of
management
competence?

Ability to interact
at all levels in an
organisation and develop
additional skills through
training

Section 5 summarises
the aims and objectives
for managers in the
fulﬁlment of their
appointed tasks

5.1 Aims and Objectives
Managers and supervisors should be able to interact at all levels of the organisation with
authority and responsibility, and with an understanding of the task they are expected to
do or have instructed others to do. Decisions should not be made in haste and the full
implications of the decision should be explored either verbally at the time or after further
investigation.
It is generally accepted that ”engaging managers are at the heart of this organisational
culture – they facilitate and empower rather than control or restrict their staﬀ; they treat
their staﬀ with appreciation and respect and show commitment to developing, increasing
and rewarding the capabilities of those they manage’”.

5.2 Developing Skills and Training
Managerial and supervisory non-technical skills should be developed to enable managers
and supervisors to eﬀectively engage at all levels of the organisation or project. The
training for management and supervision, within an engaged workplace, is seen as
essential and is planned to enable managers and supervisors to maximise the beneﬁts it
may bring. Research shows that management and supervisory skills (Appendix D[4]) can
be simply and clearly identiﬁed as practical tasks including:
Managing work now and in the future
Building and managing the team
Managing the individual
Managing conﬂict and diﬃcult decisions
Ultimately, managing yourself.

12
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5.3 Best Practice
MANAGEMENT COMPETENCE
Fair and consistent
management approach

Management and supervision should be trusted and
respected at all levels of the organisation and duties
should be undertaken in a fair and consistent manner in
line with the organisational goals and values and/ or
project or site-wide goals and values.

Suﬃcient understanding
and training for their role

Managers and supervisors should be visible,
approachable and able to eﬀectively communicate at all
levels of the organisation. They should understand their
roles and responsibilities and have received suﬃcient
training to undertake all tasks associated with the job.

Key requisites for
engaging managers

There are three requisites for a manager to become an
‘engaging’ manager:
“Firstly, an engaging manager should oﬀer clarity for
what is expected from individual members of staﬀ,
which involves some stretching of the individual and
appreciation of the work undertaken, with
feedback, coaching and training.”
“The second key area involves treating their people
as individuals, with fairness and respect and with a
concern for each employee’s well-being.”
“Thirdly, a manager has a very important role in
ensuring that work is designed eﬃciently and
eﬀectively.”

Supervision and
experience

Good supervision is seen as essential to the industry
and every eﬀort should be made to retain or recruit
experienced supervisors.

Support mechanisms

Organisations should have mechanisms such as
mentoring, coaching and training, to support managers
and supervisors so that they are able to undertake their
deﬁned roles eﬀectively, attend the necessary training
courses and promote the on-going development of
their skills.

13
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6. Career Progression and Continuous
Professional Development
How should
career
progression be
approached?

Training staﬀ in an
everyday practical way
in areas most relevant
to the industry

Section 6 looks at the meaning
of career progression and its
implications for the
Engineering Construction
Industry

Career progression and development have diﬀerent meanings and concerns across the
Engineering Construction Industry. Large organisations, on the whole, understand the
value added by trained employees. SMEs may have reservations about training associated
with the cost and time away from the job.

6.1 Taking a Practical Focus
Research has shown that “there is a lack of leadership and management training focussed
at SMEs which is ‘bite sized’, accredited and aﬀordable”.
General recommendations are that training for SMEs needs to be focused on everyday
practicalities that demonstrate how engagement can contribute to improving a business,
and not on ‘management jargon’ that fails to reﬂect the reality of a small business.
Employees may have a diﬀerent view on training, from the new construction project
worker who is looking to maintain skills that are essential to ﬁnding work in the industry
to the repair and maintenance worker who has regard to employability but is mainly
focused on the activity of the site where they are working.

14
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6.2 Best Practice
CAREER PROGRESSION AND CONTINUOUS PROFESSIONAL DEVELOPMENT
Encouragement of soft
skills

Management and supervisions soft skills need to be
developed to enable them to eﬀectively manage work
now and in the future, manage a team, manage
individuals, manage conﬂict and diﬃcult decisions,
meaningfully consult and ultimately manage
themselves. Every eﬀort should be made to maintain
trained supervisors within supervisory roles. It is
important that support is given to SMEs that may face
diﬀerent constraints compared to larger organisations.

Engagement with
training bodies

Organisations in-scope to the ECITB levy or other
training bodies should engage with their regional
contacts to better understand and utilise their
services.
Organisations should also look at utilising all training
funding that is available in the UK.

16

Development of
workforce engagement
skills

Workforce representatives, including Shop Stewards,
Shop Floor Representatives and HSE & Safety
representatives should be aﬀorded the opportunity to
develop skills that support engagement, along with
skills that help undertake their duties relating to their
representative obligations.

Skills for the long-term

Skills need to be developed, especially in the form of
apprenticeships, for the beneﬁt of the industry in the
long term as all employers will need those skills for the
future. The cost associated should be borne by the
industry, so all need to have regard to the importance
of this.

Identifying talent and
encouraging
development

Organisations should have ways of identifying talent,
engaging with employees to enable them to achieve
their aspirations and enable employees to develop
within their current roles. NAECI is built on the
premise of continuous improvement and encourages
the use of individual employee assessment to achieve
this.
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7. Engagement of Stakeholders
How do you
engage
stakeholders?

Promoting a collective
approach among all parties:
clients, employers,
workforce and Trades
Unions

Section 7 summarises the
various strategies for engaging
stakeholders, including active
communication and
consultation

Clients, employers, Trades Unions and employees in the Engineering Construction Industry
all have a key role to play in an engaged workplace. Clients will set out the strategy for the
project or site and will actively support the areas seen as key to workforce engagement.
Employers will establish procedures and practices for encouraging engagement. The
involvement of the Trades Unions and the workforce as a whole will be encouraged and
they will provide support and be actively involved.

7.1 An Individual and Collective Voice
Case studies show examples of where trade union partnerships have enhanced workforce
engagement strategies, especially when meaningful consultation and mutual trust exist,
rather than in a situation involving a confrontational environment. The importance of the
individual voice in an engaged workplace has been highlighted, especially within a typical
unionised environment like the Engineering Construction Industry, but there is still a
desire for a collective voice and “collective arrangements constitute an underutilised
resource (Appendix D[5])”. Indeed, best practice examples demonstrate the potential
beneﬁts that collective arrangements can have on workforce engagement.
The TUC and CBI suggested in 2001 (Appendix D[6]): “Optimal results are achieved where
there is a mix of direct employee involvement and indirect participation through a trade
union or works council.”

17
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7.2 Best Practice
ENGAGEMENT OF STAKEHOLDERS
Early implementation

At the earliest opportunity, all stakeholders should
establish sound relationships to ensure a fair and
consistent approach to all aspects of the employment
relationship.

Active and regular
communication strategies

All involved in the project or the site should actively
communicate on a regular basis, invest and participate
in training, support the maintenance of good standard
and well organised welfare facilities, and promote best
practice in the building or maintenance of plant.

Environment of
mutual trust

All stakeholders, including the Trades Unions, should
have developed an environment where meaningful
consultation, mutual trust and respect exist. They
should work in partnership to ensure that all parties
act fairly and consistently, with a mutual goal in the
success of the project or site.

8. Site Layout and Welfare Facilities
Why is welfare
important?

Standard of
welfare facilities can
impact employee
attitude and therefore
productivity

Section 8 summarises
the key objectives for
site welfare facilities

NAECI recognises the potential beneﬁts of utilising working hours eﬃciently by having an
eﬀective site organisation location and layout (e.g. facilities close to where employees are
physically working). The result of this is to minimise negative eﬀects on productivity.

8.1 Standard and Location of Facilities
The standard and location of welfare facilities are debated frequently and can aﬀect
employee attitude and impact on productivity. Projects have beneﬁted from establishing
a construction methodology that involves the pre-mobilisation establishment of welfare
facilities that are near to and/ or within the work area and that have the ﬂexibility to
develop, reduce and relocate as the workforce changes during the life of the project or site.

18
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8.2 Best Practice
SITE LAYOUT AND WELFARE FACILITIES
Location of site
welfare facilities

Site welfare facilities should be located as near to the
workforce as reasonably practicable to minimise the
impact on productivity. Facilities for frequent use, such
as toilets, should be positioned within the working area.

Consistent provision
of such facilities

Site welfare facilities should be provided to a consistent
standard, include all necessary amenities, be well
maintained and protected against the elements and be
of suﬃcient size for the workforce.

Planning and evaluation

The project or site should have regard to the
importance of welfare facilities and plan for the
provision of this in the work schedule. Repair and
Maintenance sites should evaluate the existing welfare
facilities to see if they can be improved, in a cost
eﬀective manner, to maximise productivity and
minimise lost time.

Travel and location
of facilities

The development of travel plans are becoming
increasingly important due to planning constraints that
are restricting the number of vehicles travelling through
communities to site. Where this is necessary, premobilisation arrangements should ensure that suﬃcient
oﬀsite parking is provided to a satisfactory standard and
any bussing arrangement allows plenty of time to arrive
at site; buses should be able to arrive as near to the
welfare facilities as reasonably practical and bus
shelters should be considered. Arrangements should be
reviewed regularly to ensure they are ﬁt for purpose.

Maintenance and
vandalism

All stakeholders should work together to ensure that
welfare facilities are kept to the standard at which they
were originally provided. If vandalism occurs, it should
be dealt with in a ﬁrm and consistent manner.

19
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9. Project Planning and Communication
Why is it
important to
adhere to a
project plan?

Enduring a
consistent approach
with clear mechanisms
for communicating
change

Section 9 gives guidelines
for how changes should be
managed and
communicated

Research makes clear that it is very diﬃcult for employees to remain fully engaged over
the long term if their work schedule is poorly managed. Good recruitment processes,
project planning and communication are essential.

9.1 Key Objectives
Every eﬀort should be made to adhere to the original project design or work schedule and
changes should only made when deemed essential. All parties aﬀected by any design or
work changes should be included in discussions, so as to ensure that any additional
modiﬁcations are identiﬁed and all working methods are adjusted to suit.
The changes should be eﬀectively communicated to the workforce and, when faced with
any uncertainty, clariﬁcation should be sought. Any design change procedure should have
clear control methods to ensure that no unauthorised changes or modiﬁcations take place.
Where employers or employees are unclear about any changes that are made, they
should seek clariﬁcation before proceeding.

9.2 Best Practice
PROJECT PLANNING AND COMMUNICATION

20

Full discussion of any
proposed design changes

Design change procedures should be developed that
ensure that any design changes deemed necessary or
essential are discussed with those aﬀected or
potentially aﬀected; this is so that the design is
properly identiﬁed and eﬀectively communicated to
those undertaking the work and so that future
changes are not necessary. Feedback mechanisms
should also be included within the procedure.

Changes managed
according to a procedure

Changes to the original design speciﬁcation should be
the exception rather than the norm and managed
according to a design change procedure.

Full understanding of
impact of changes

Changes during construction should be carefully
considered; their impact on the original design or work
scope should be understood and managed according
to the design change procedure.

Seeking clariﬁcation

If in doubt, ask.
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10. Motivation
What is the
importance of
good employee
motivation?

Attracting good
people into the
industry and providing
job satisfaction

Section 10 covers health
and safety performance
and incentives in
motivating the
workforce

Studies show that pay and conditions are important factors in attracting people to an
organisation’s project/ site, but subsequently act as more of a ‘hygiene’ factor. In other
words if handled badly or perceived as unfair, they will act as a demotivating factor.
As Frederick Herzberg (Appendix D[7]) pointed out “the factors involved in producing job
satisfaction (and motivation) are separate and distinct from the factors that lead to job
dissatisfaction… these two feelings are not opposites of each other. The opposite of job
satisfaction is not job dissatisfaction but rather, no job satisfaction; and similarly, the
opposite of job dissatisfaction is not job satisfaction, but no job dissatisfaction.”

10.1 Our Approach to Motivation
Within the Engineering Construction Industry pay and conditions are agreed between the
signatory employers and Trades Unions, so in principle should be perceived as generally
fair. An Institute of Employment Studies paper pointed to the varied and organisationally
speciﬁc mix of ﬁnancial and non-ﬁnancial factors that contribute to staﬀ feeling valued
and involved.
The industry has done an excellent job in promoting a good health and safety culture and
those techniques can easily be adopted to promote a good productivity culture.

10.2 Best Practice
MOTIVATION

22

Careful thought
about motivation

Careful consideration should be made towards all methods of
motivation of the workforce; it is far easier to demotivate
employees than it is to motivate them.

Health and safety

The contribution to good health and safety performance is
recognised by the industry and is seen as a ‘badge of honour’.
This philosophy should be expanded to recognise the
contribution to improving the way that work is undertaken.

Intellectual and
social motivation

Consideration should be given to how absorbed people are in
their tasks, whether or not they are involved in discussions
and decision making and their attitude to ownership and
empowerment.

Bonus payments

When introducing incentive bonus payments they should be
consistently applied and be speciﬁc, measureable, achievable,
realistic and time sensitive. They should be discussed with the
workforce and re-evaluated when the target parameters have
been aﬀected by unforeseen events.
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11. Conclusions
What are our
conclusions?

Summary of
recommendations
for implementation
of best practice in
our industry

Action plan for creating
an engaged workforce

11.1 Strategy for Engaged Workforce
To assist companies in establishing their own framework for the implementation of best
practice in creating an engaged workforce, a summary of recommendations (section 11.2)
as well as a set of checklists (Appendix A) have been produced by the working group.
Based on the seven main enablers detailed in section 3.1, the set of checklists should
assist organisations in assessing their current practices against the factors that go towards
creating an engaged workforce. The checklists can be used to understand the current
position and develop processes for increasing engagement. Additionally, an organisation
may undertake a workforce survey to understand the issues that are most important to its
employees and get a clear picture on how their organisation is working. They can then
work, ideally, with Trades Unions representation to develop the way forward or
alternatively via workplace representatives that have been appointed in agreement with
the workforce.
Remember, for workforce engagement to work, all stakeholders and especially employees
need to be part of it.

Evaluate
workforce
engagement

Assess the current
position in discussion
with the workforce

Introduce or change
strategies for workforce
engagement in
conjunction with Trades
Unions or workplace
representatives

23
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11.2 Summary of Recommendations
How to build an
engaged workforce

Good leadership with a clear shared vision
Eﬀective recruitment
Leading by example
Eﬀective team building
Clear and appreciative managers who empower
the workforce
Regular and consistent two way communication
Integrity with shared values and behaviour.

Communication

Establishment of company project/ site goals and
values
Communication consistently applied, appropriate
to audience and according to established good
practice
Development of strategies for new projects/ R&M
at an early stage.

Management
competence

Trusted and respected management and
supervision, which is visible and approachable
Management that oﬀers clarity, treats individuals
fairly and ensures work is planned eﬃciently
Promotion of good supervision and recognition of
experience
Support for managers to continuously develop
their skills.

Career progression and
continuous professional
development

Soft skill training for managers and supervisors
Engagement with training bodies
Development of skills supporting workforce
engagement
Providing apprenticeships to develop skills in-house
Identiﬁcation and nurturing of talent in the
workforce.

Engagement of
stakeholders

24

Earliest possible establishment by all stakeholders
of sound relationships to ensure a fair and
consistent approach to all aspects of the
employment relationship.
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Engagement of
stakeholders (continued)

Active communication by all involved parties on a
regular basis
Investing and participation in training, good welfare
facilities and best building/ maintenance practice
Promoting an environment of mutual trust.

Site layout and
welfare facilities

Welfare facilities located as near to the workforce
as reasonably practicable
Facilities to be well maintained to a consistent
standard and be of suﬃcient size
Appropriate planning on a project for welfare
facilities and improvement in provision, where
necessary, to maximise productivity
Development of travel plans, parking arrangements
and bus facilities to a satisfactory standard.
Introduction of management systems to maintain
the standard of welfare facilities, with an agreed
method for dealing with any vandalism on site.

Project planning and
communication

A procedure for managing design changes should
be developed, and in particular discussed with all
those potentially aﬀected
Changes to the original design should be the
exception and, if required, their impact should be
carefully assessed and managed according to the
design change procedure
Clariﬁcation should be sought in cases of
uncertainty
Feedback to be encouraged.

Motivation

Contribution to health and safety seen as key
‘badge of honour’
Intellectual and social motivation
Consistent application of bonus payments, which
are discussed with the workforce and re-evaluated
in changing circumstances
Careful consideration about how best to motivate
employees.
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A. Checklists for Workforce Engagement
A.1. Communication
Has the Company established goals and values that have been set by senior
members of the organisation?
Are all employees aware of the established goals and values across all
locations?
Do employees at all levels of the organisation understand how their role
ﬁts into the overall organisation’s strategy?
Does the company have a communication strategy that encourages the
involvement of all employees so that their opinions are sought, listened to,
valued and make a diﬀerence?
Does the company communication strategy have the ﬂexibility to be
applied consistently across multi-contractor sites and in integration with
the appropriate trade body?
Is regular time set aside for communication that includes feedback and
updates?
Is there a balance between formal meetings and personal emphasis in
terms of feedback and guidance?
Are the appropriate industry stakeholders aware of the company
communication strategy and actively involved and supporting it?
Does the communication strategy have an evaluation process?
Has suitable training been provided to all those involved in the
communication strategy?

A.2. Management Competence
Has the company given managers and supervisors clear roles and
responsibilities that incorporate key workforce engagement strategies?
Do managers and supervisors have eﬀective communication skills that link to
the organisational strategy?
Are your managers and supervisors aware of the issues that most concern
your workforce/ staﬀ?
Do employees feel trusted to work things out for themselves?
Have all managers and supervisors been adequately trained or have suitable
experience in all aspects of the job and does this include non-technical
training?
Does the organisation have suitable support structures in place to develop
the experience of managers and supervisors?
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A.3. Career Progression and Continual
Professional Development
Does the organisation enable managers and supervision to work now and in
the future, manage a team, themselves, individuals, conﬂict and diﬃcult
decisions and meaningfully consult?
Does the organisation make an eﬀort to retain trained supervisors within
supervisory roles?
Does the organisation have a point of contact within the ECITB?
Are Trades Unions representatives, or other elected representation,
encouraged to undertake appropriate training (including skills that support
engagement)?
Does the organisation support the development of skills amongst its current
workforce, especially in the form of apprenticeships?
Does the organisation have processes to identify talent, encourage their
development and allow for all employees to develop within their current roles?

A.4. Engagement of Stakeholders
Has the company veriﬁed what communication and training policies are in
place prior to commencing work?
If no such policies are in place, has the organisation made plans to establish
best practice techniques?
Has the organisation established chains of communication with the Trades
Unions to ensure that meaningful consultation on all aspects of the
employment relationship exists?

A.5. Site Layout and Welfare Facilities
Have the welfare facilities been located as near to the workface as reasonably
practicable?
Are the welfare facilities to an acceptable standard, suﬃcient for numbers
employed and has provision been made to maintain them to that standard?
Are provisions in place to review welfare arrangements to ensure they are ﬁt
for purpose and located correctly?
In the absence of suﬃcient on-site parking, have travel plans been adopted in
accordance with best practice?
Does the company encourage feedback from employees on the above
arrangements?
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A. Checklists for Workforce Engagement (continued)
A.6. Project Planning and Communication
Has the company made sure that a procedure is in place to ensure that
design changes are eﬀectively managed and communicated to the
appropriate personnel?

A.7. Motivation
Are project targets communicated to the workforce? Are they Speciﬁc,
Measurable, Achievable, Realistic, Time bound, Evaluated and Re-evaluated
(‘SMARTER’)?
Does the organisation have methods of recognising input that improves
productivity?
Are employees happy with the quality of their relationships with their
managers?
Are employees’ concerns investigated, discussed and acted on?
Do performance reviews recognise, in an appropriate manner, the role an
employee plays in actioning shared goals?
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B. Model Constitution of a Project Joint Council
Reference: (NAECI 2013-2015 – Appendix D3(e))

1. Establishment and Title
The Project Joint Council (PJC) has been established by and under the authority of the
National Joint Council for the Engineering Construction Industry (NJC) with the
participation of the (named) principal contractors and signatory trades unions having
involvement in the (named) project. Its title is the (named) Project Join Council.

2. Authority and Jurisdiction
The authority and jurisdiction of the PJC extends to all employers and employees engaged
on work within the scope of the SPA. Decisions of the PJC are made by joint agreement of
the 2 sides. The PJC is the authority at local level on all questions concerning the
attainment of its objectives.

3. Functions and Duties
The functions and duties of individual PJCs will reﬂect the requirements of the NAECI and
the project. They may include but need not be limited to the following:
Promote a common and coordinated approach by the signatory parties.
Establish and maintain good communications.
Secure the eﬀective and uniform application of the SPA and the NAECI and negotiate
any changes to the SPA, subject to NJC approval.
Promote best practice by regular reviews of the Health, Safety, Welfare and
Environmental Management plan.
Monitor:
Contract awards and the movement of employers on and oﬀ site;
Operation of the workforce induction process; and
Application of the project policy on the employment of non-UK labour (where
applicable).
Regularly review the measurement of actual progress of the work against the PreJob Conference project plan, including manpower.
Identify, investigate and propose solutions for problems that may impede progress.
Secure the observance of all procedures of the NAECI and the SPA and deal with all
issues of site-wide signiﬁcance in accordance with NAECI 13-15.
Carry out regular site visits.
Review and investigate any forms of unoﬃcial action.
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Consider and act upon the report of the independent auditor.
Initiate, review and act upon random audits.
Keep all forms of absence under review and take appropriate actions.
Review the provision and maintenance of welfare facilities against the NJC Guide to
Health, Safety and Welfare.
Secure achievement of the project training plan which should incorporate the
principles set out in Annex E of Appendix D (National Agreement for the Engineering
Construction Industry 2013-2015) and include reference to the ACE initiative.
Co-operate with the NJC, seeking any necessary assistance and support and report to
the NJC on its decisions and activities.

4. Membership
PJC Membership may vary to reﬂect the needs and circumstances of individual projects,
subject to agreement between the parties. The following representation of the parties is
oﬀered as guidance.
i.

The employers’ side of the PJC shall comprise representatives of the signatory
employers association(s), the principal contractors and other employers of labour on
the project who may or may not be site-based. The employers have the right to
appoint a number of such representatives equal to the total entitlement of the trades
union side.

ii. The trades union side of the PJC shall comprise one local full-time oﬃcer from each of
the signatory trades unions and their sections and accredited shop stewards from
signatory trades unions up to a maximum of 5, who shall be trades union members
employed on the project.
iii. To reﬂect changes in the contractors working on the project and in the composition of
the workforce, membership of the PJC may be changed in the course of the project in
order to maintain appropriate representation.
iv. An appropriate quorum of the PJC shall be established consisting of not less than 3
members from each side, with not less than one local full time oﬃcer of a signatory
trades union.

5. Officers
Each side of the PJC shall appoint a Chairman. The arrangement for the Chairmanship of
joint meetings shall be set out in the SPA. In addition the NJC shall nominate a Regional
Operations Manager for the project.

6. Meetings
Subject to the availability of adequate facilities, the PJC may meet on site, at intervals
determined by the PJC.
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7. Sub-committees
The PJC may establish the following sub-committees to assist in the discharge of its
responsibilities (Specify sub-committees, their composition and terms of reference). All
sub-committees shall report to the PJC.

8. Actions and Outcomes Summaries
Outcomes and actions summaries of PJC and PJC sub-committee proceedings shall be
prepared and circulated to PJC members and the NJC, but in any event all decisions must
be recorded.

9. Client
Exceptionally, the client may be invited to attend a speciﬁc meeting of the PJC where both
sides of the PJC agree that such attendance is necessary to the eﬀective performance of
the PJC’s functions and duties with respect to a particular matter.

C. Abbreviations and Acronyms
Abbreviation

Description

ACAS

Advisory, Conciliation and Arbitration Service

CBI

Confederation of British Industry

CIPD

Chartered Institute of Personnel and Development

ECIA

Engineering Construction Industry Association

ECITB

Engineering Construction Industry Training Board

EPIC

ECIA Productivity Improvement Committee

IPA

Industrial Participation Association

NAECI

National Agreement for the Engineering Construction Industry

NJC

National Joint Council for the Engineering Construction Industry

SME

Small and Medium-sized Enterprises

TUC

Trades Union Congress
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