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1. Executive Summary 

1.1 Employers have a duty, so far as is reasonably practical, to ensure the health, safety and welfare 

of employees.  These duties apply equally to physical and psychological health and well-being 

and include managing work-related stress and well-being. 

1.3 The Health and Safety Executive’s Management Standards identify six key aspects of work 

(Demands, Control, Support, Relationships, Role and Change) which, if not managed properly, 

can lead to excessive pressures in the workplace. 

 

1.4 The Management Standards are based on a risk assessment process which includes a survey of 

staff, administered anonymously and focus groups representing all job types and roles to discuss 

the findings of the questionnaire. In the Council for Curriculum, Examinations and Assessments 

(CCEA), 72 members of staff (17.1 % against full time compliment of 420 staff) participated in 

focus groups or one to one meetings, facilitated by HSENI staff. 

 

1.5 Based on the HSE Indicator Tool CCEA scored above average in all but one of the  Management 

Standards which was Change.  

 

1.6 In the focus groups and one to one interviews employees were encouraged to explore each of the 

six key aspects of work with respect to excessive pressures and potential solutions, through 

drawing on their own knowledge of local issues.  The key points from these meetings are 

combined and listed in Sections 5 – 10 of this report, together with the results from the 

questionnaire relating to each aspect. 

 

1.7 The information from the focus groups, together with the results of the survey and any other 

relevant sources of information should be considered and prioritised and an action plan developed. 

Any action plan should list the actions to be taken, when they will be taken and the responsible 

person tasked with carrying out the action should also be recorded. 

 
1.8 Based on the survey and discussion at the focus groups a number of priority areas for action have 

been identified as;  

 

 Blame culture. 

 

 Effective application of organisation resources/spare capacity. 

 

 Internal Communication 
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2 Introduction 

 

2.1 Under the Health and Safety at Work (NI) Order 1978 (as amended) employers have a duty to 

ensure, as far as reasonably practicable, the health, safety and welfare of employees. Employers 

must also assess health and safety risks under the Management of Health and Safety at Work (NI) 

Regulations 2000 (as amended).  While in the past health and safety management focused on 

physical wellbeing, it is now recognised that the legislation applies equally to psychological 

health and wellbeing. 

In October 2004, employers’ obligations under the 1989 framework Health and Safety Directive 

(89/391/EEC) for the protection of employee occupational health and safety were extended to 

include employee wellbeing when EU partners formally signed the framework agreement.  

 

The Health and Safety Executive for Northern Ireland (HSENI) is working to improve the overall 

economic and social wellbeing of the working community and to ensure that the risks to people’s 

health arising from work activities are effectively controlled. HSENI promote the health and 

safety of the working population through effective management and control of risks including 

risks to mental health.  

2.2 The Health and Safety Executive have developed Management Standards as the key to managing 

work-related wellbeing. The Management Standards describe a set of conditions that reflect high 

levels of health, well-being and organisational performance and are currently seen as best practise 

for managing work-related wellbeing. By completing this process the CCEA will be working 

towards meeting their obligations to trying to reduce stress-related absence. 

 

2.3 The Standards identify six key aspects of work which, if not properly managed, can lead to 

excessive pressures in the workplace.  The six key aspects of work are as follows: 

 

 

 

Demands:   includes issues like workload, work patterns and the work environment 

 

Control: is about how much say the person has in the way that they do their work 

 

Support: includes the encouragement, sponsorship and resources provided by the 

organisation, line management and colleagues 

 

Relationships: includes promoting positive working to avoid conflict and dealing with 

unacceptable behaviour 

 

Role: is about whether people understand their role within the organisation and 

whether the organisation ensures that the person does not have conflicting 

roles 

 

Change: is about how organisational change (large and small) is managed and 

communicated in the organisation 
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3 Process 

 
3.1 The Management Standards are based on a risk assessment process, which involves several stages.  

These are: 

 

 A survey, using the HSE Indicator tool, a questionnaire comprising 35 questions, to be 

completed anonymously by staff, which investigates the presence or absence of known 

organisational stressors.  The 35 questions rate employees’ perceptions of the six key aspects 

of work which can lead to negative wellbeing. This was completed by CCEA staff between 

the 8th and 19th February 2016 via Survey Monkey. It was completed by 268 staff which was 

63.8% return rate based on a staff compliment of 420. 

 

 A number of focus groups comprising staff from across the organisation and representing all 

job types and grades, to discuss the findings from the questionnaire and to elicit suggestions 

for improvement were held between 22nd February and 1st April 2016.  Each focus group 

consisted of between 1 – 7 people from similar backgrounds, selected randomly by HSENI 

staff. Those participating in focus groups are asked to identify potential solutions to any of 

the issues raised. 

 

 This process has potentially engaged with 80.9% of staff through the survey and the focus 

groups though it is recognised that there will be some overlap.  

 

 Reporting on findings and developing a prioritised action plan to address identified issues.  

The basis of the action plan is the potential solutions identified by staff during the focus 

groups. The issues to be addressed by the action plan team should benefit a majority of staff 

and be agreed with board members and senior management to be reasonably practicable. 

 

 Monitoring and reviewing to ensure that the action plan, which is a live document, is in place 

and is effective. 

 
 HSE Indicator Tool 

 

CCEA carried out a survey, based on the HSE Indicator Tool.  The questionnaire was carried 

out through the use of Survey Monkey between 08 February 2016 and 19 February 2016.  A 

total of 268 employees within CCEA completed the survey, which equates to 63.8% of 

employees (based on a complement of 420). 

 

The survey data was analysed by the HSENI, using the HSE analysis tool and the results 

summarised in the form of a score ranging numerically from 1 (poor) to 5 (desirable).  The scores 

provide summary information on how, the employees who responded perceive, the organisation 

is performing against each of the Management Standards stressors.  A higher score indicates a 

better performance and a lower score may indicate a potential problem area. 
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Focus Groups 

 
3.6 As part of the process of implementing the Management Standards within the CCEA, it was 

agreed that focus groups should be held.  Past experience has shown this approach allows 

employees to draw on their own detailed knowledge of local issues and gives weight to findings 

from the staff survey. 

 

3.8 There were 24 one-to-one interviews and 11 focus groups and held between the 22nd February and 

1st April. A total of 72 participants attended equating to 17.1 % against full time compliment of 

420 staff. 

 

3.9 The participants represented a wide range of job types across the organisation at several different 

grades.  Each focus group was comprised of staff of similar grades so as to help facilitate open 

discussion. 

 

3.10 Participants were encouraged by the HSENI facilitator to explore the six key aspects of work with 

respect to excessive pressures and potential solutions using questions related from the survey. 

After discussion each group settled on a list of key issues which they felt caused excess pressure 

in the workplace.  The participants also suggested potential solutions which they felt could 

improve working conditions. The key points from all focus groups are combined and listed in the 

report below. 

 

3.11 The following pages highlight the main concerns expressed and (where applicable) potential 

solutions suggested by participants.  As the focus groups were required to concentrate on 

perceived problems, the recorded comments from contributors are, for the most part, negative.  

However, there were many positive comments made, which are listed throughout this report. 
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4. Survey Results 

 

CCEA Organisation Results 

 
4.11 Just based on average scores where 3 is taken as average the overall results from the questionnaire 

returns indicated that CCEA is performing above average regarding Demands, Control, Managers 

Support and Peer Support, Relationships and Role but should still look to make improvements 

here. They are performing below average in the area of Change and should target this as an area 

for improvement.  
 

 

 
 
 

 
 
 
 
 
 
 



  

9 

 

 
 

5 Demands 

 
Includes issues like workload, work patterns and the work environment. 

The standard is that: 

 

 Employees indicate that they are able to cope with demands of their jobs; and 

 Systems are in place locally to respond to any individual concerns. 

 

5.1 Indicator Tool 

 
The organisation results of the individual questions relating to the Demands aspect of the 

questionnaire are shown in the table below. 

 

 

 
 

 

 33.34% of staff responded that often or always different groups of people demand things from 

me that are hard to combine 

 

 14.85% of staff responded they, often or always have unachievable deadlines. 

 

 16.86% of staff responded they often or always have to neglect some tasks because they have 

too much to do. 

 

 11.65% of staff responded they often or always are unable to take sufficient breaks. 

 

 9.64% of staff responded they often or always are pressurised to work long hours. 

 

 20.89% of staff responding stated that they often or always have unrealistic time pressures. 
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5.2       Focus Groups 

 
The focus groups were asked about their experience in relation to the Demands statements listed 

above. Positive comments included: 

 

 There was a number of staff who spoke positively of the availability of opportunities to work 

more flexibly. 

 

 Most employees state that they are able to take sufficient breaks. 

 

 “I like the terms and conditions and the flexibility of my work” – this was a common 

comment. 

5.3 Concerns expressed were as follows: 

 Those working in Examinations area of the organisation find the demands of their jobs can 

cause significant stress during the very busy period each year from March to August. They 

feel that the current systems of work and the restrictions on leave during this period impact 

badly on aspects of their lives from worklife balance to family time. 

 

Some senior managers have stated that they have great respect for the professionalism and 

long hours worked by their teams during this period but feel that increasingly the goodwill of 

staff to meet tightening deadlines is being tested to the full. Tested because of management’s 

expectation that staff will work long hours and often there is little recognition of this, a blame 

culture and a failure to risk plan and learn from past mistakes. 

It is expected that the dispute affecting teachers and double pay will place further pressures on 

staff; as meetings that would normally have been planned during weekdays will now be 

accommodated evenings and weekends. Whilst workers also expect that they will soon have 

extra demands of work placed on them when the English examining boards withdraw their 

services from Northern Ireland and the expectation is that this gap will be filled with 

examinations provided by CCEA. These are 2 of the major issues staff would like to feel better 

informed about (see Change).  

‘You just need to look at people’s faces to see the strain. People are working long periods 

without leave, often working all weekends, not being able to take breaks and accumulating 

large amounts of flexi leave’. 

Although staff generally stated that they were not forced to work long hours, there is an 

expectation from the organisation, another unwritten rule; that staff will routinely work 

evenings and weekends during busy periods and this coupled with restrictions on leave during 

busy periods, affects their worklife balance and family time.  

‘It is a fact that there is a better worklife balance in all other teams outside Examinations’. 
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‘It stated in my terms and conditions when applying for the job that there would be a 

requirement to work outside normal working hours on occasions. I didn’t think it would mean 

6 or 7 days a week for 3 or 4 months because to me that is not ‘on occasions’. 

It is generally felt that the organisation is poor at strategic planning and in particular risk 

planning and as such places staff under intense pressures during periods where demands are 

already excessive.  

Many people feel that the organisation is too rigid and the lack of flexibility to plan and 

prioritise staff to different parts of the business during busy periods is a major weakness.  

‘There always seems to be a lack of planning and a lot of fire fighting year after year’. 

‘Some directors will fight tooth and nail to prevent staff moving to help out other teams 

temporarily’. 

‘In our current set up we always seem to be clinging on to the edge; just keeping our noses 

above water. And it’s just going to get harder’.  

 ‘We are an organisation that know every year what to expect during our very busy period 

because we have been doing it for a long time; year after year. We should be experts at 

planning it now and it should run like a well oiled machine but it doesn’t. We encounter the 

same problems year after year and never seem to learn from our mistakes’. 

 The main concern regarding the Voluntary Exit Scheme (VES), for those who didn’t 

participate in the process is that there is a perceived lack of succession planning within many 

work areas to identify and fill critical gaps of those who will be leaving under the scheme. 

Many feel that the ability to maintain and deliver services will be affected. 

Many staff expect that their roles will change and that they will have to take on more work 

and added responsibility; perhaps even work that previously would have been carried out by a 

manager at a higher grade but without the reward or recognition. 

Some business areas claim they will struggle with the extra demands with their current staffing 

levels as they are. 

It was often said in focus groups that ‘we have already lost a number of staff in recent years 

but have never had them replaced and more will be leaving under VES leaving us further 

exposed’.  

‘If there is a corporate restructuring plan, we are not aware of it’. 

‘There is a bit of panic in some teams out there, rumours are going round about restructuring 

but there are no signs of any organisational strategy’.  

 

 It is also felt that the organisation takes on too much work and sometimes work that is 

outside their remit; that it is too concerned about potential customers and the face of the 

organisation and less focused internally. 
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 ‘We can’t do everything; some things are going to have to be let go’. 

 

5.4       Potential Solutions  

Focus groups suggested the following: 

 

 Most staff feel that CCEA is set up too rigidly and needs to develop a more adaptable 

workforce. They agree that there needs to be a greater flexibility of movement between offices, 

especially in peak periods. They expect this will take on added significance, if and when, 

CCEA start to provide additional examinations and qualifications to fill the gaps left when the 

English examining boards withdraw their services, and the absorption of extra work following 

VES exercises past and future.  
 

CCEA needs to take a common sense approach to the application of spare capacity within the 

organisation and the sharing of its resources; there should not be any silo barriers to this and 

managers should be encouraged to buy in.  

The consensus of staff is that if workers are to be moved from one business area to another 

then this should be planned and communicated well in advance of peak periods. Training and 

support to accommodate the moves should be arranged and completed before the peak time 

arrives and a  mentoring system should be established to help after training has finished. 

The organisation should try to establish a set of core training courses to support staff moving 

from one business area to another. 

‘Within finance we have trained workers to be multi functional to reduce risks to the 

organisation and in the past have brought staff in from another area of the business which has 

served us well’. 

In the longer term they would like to see the organisation carry out a manpower review to 

determine if there is any imbalance in the staffing levels between the different business areas.  

Any manpower review should consider a provision to enable staff to take occasional, not 

sustained, breaks during peak periods and all managers should be encouraged to allow this so 

as there is a consistent approach throughout the organisation. As current staffing levels stand, 

managers should be encouraged to monitor staff welfare, worklife balance and allow any leave 

requests that can be reasonably accommodated during peak periods. 

‘I think the organisation needs to focus on improving the mental wellbeing of staff in 

examinations during intensely busy periods’. 

They would like the managers in the various stages of the work process to make decisions in 

a timely manner and stick to deadline targets so that they in turn can meet their departmental 

deadlines. 
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 Most of those interviewed would like to see more engagement from senior management in 

respect of VES succession planning and believe this should commence at the earliest 

opportunity although they recognise this may not be ideal as there may be further VES 

exercises. 

This issue should also be addressed in ‘Friday at 4’ messages, in Core Briefs and through a 

number of face to face workshops by senior managers. 

Management side have stated that VES is prominent in the organisations risk register and 

appropriate actions will be taken at appropriate times to mitigate those risks. 

 Workers generally feel that due to additional work pressures created by VES and probable 

extra work to provide additional services to cover the gap left by the withdrawal of the English 

examinations bodies; coupled with the already high demands and tight deadlines faced by 

many staff, means that the organisation should focus solely on work that is within their remit, 

without exception, and not be taking on additional work that would be outside strategic and 

business plans. 
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6 Control 

 
How much say the person has in the way they do their work. 

The standard is that: 

 

 Employees indicate that they are able to have a say about the way they do their work; and 

 Systems are in place locally to respond to any individual concerns. 

 

6.1         Indicator Tool 

 The organisation results of the individual questions relating to the Control aspect of the 

questionnaire are shown in the table below. 

 

 

 
 

 

 42.98 % of staff claimed that they often or always have a say in the speed at which they work. 

 

 60.24% of staff say the often or always have a choice in deciding how they do their work. 

 

 79.52% of staff agree or strongly agree that their working time is flexible. 
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6.2       Focus Groups 

 
The focus groups were asked about their experience in relation to the Control statements listed 

above. Positive comments included: 

 

 Everybody commented positively about flexible working within CCEA. 

 

 Similarly all commented positively about annual leave and public holiday entitlement. 

 

 Everybody stated that the organisation is good at accommodating dental and medical 

appointments. 

 

 Most people stated that they can decide when they can take a break. 

 

  “I feel my job is quite secure working for the Council which is reassuring during these 

worrying times”. 

 

 “Quite a few people in the organisation are working reduced part time hours which would be 

difficult to get in most other organisations”. 

 

 The organisation will try and approve different part time options if it can but the business 

needs mean it won’t always be possible”. 

 

 “The Council has allowed me to work a pattern which really suits my life at this moment in 

time”. 

 

 

6.3     Concerns expressed were as follows: 

 

 There were a number of concerns about how the previous Voluntary Exit Scheme (VES) was 

administered in CCEA. 

 

 There is also a major issue with the TOIL policy which has reportedly been going on for a few 

years now. It is claimed that the policy was changed without any consultation or 

communication and set deadlines for taking the extra time which were unreasonable and 

unworkable. However PSE claim that there was consultation from the very start of the process. 

‘We are using TOIL comparatively to the other organisations we were benchmarked against; 

but I don’t think we benchmarked against the right organisations that would have the same 

seasonal pressures we have here’. 

 

 

 

6.4     Potential Solutions  



  

16 

 

Focus groups suggested the following: 

 The organisation recognises that there were a few issues with the roll out of the VES scheme 

but has promised that lessons have been learnt and future VES schemes will be better planned 

and more informed. 

This will include putting a process in place to help workers with the scoring mechanism 

process and a potential for those who apply to find out where they are placed on any subsequent 

lists. 

 It is understood that the organisation, in consultation with TUS, has been working to try to 

resolve the situation regarding TOIL and some amendments have been proposed. 

 

‘There has to be another solution to TOIL and that is to pay the staff’. 

 

They should also consider a further bench marking exercise for TOIL against organisations 

that face similar seasonal demands as CCEA, such as the Northern Ireland Audit Office 

(NIAO). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

7 Support 
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Includes the encouragement, sponsorship and resources provided by the organisation, line 

management and colleagues 

The standard is that: 

 

 Employees indicate that they receive adequate information and support from their colleagues 

and superiors; and 

 Systems are in place locally to respond to any individual concerns. 

 

7.1         Indicator Tool 

 The organisation results of the individual questions relating to the Support aspects of the 

questionnaire are shown in the table below.  

 

 

 
 

 

 
 

 

 24.9% of staff claim that they are never or seldom given supportive feedback on the work they 

do. 

 

 62.65% of staff agree or strongly agree that their line manager encourages them at work. 
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7.2         Focus Groups 

The focus groups were asked about their experience in relation to the Support statements listed 

above.  Positive comments included: 

 Most stated that if work gets difficult then their colleagues are willing to help out. 

 

 Most feel that they get the respect they deserve from colleagues and managers. 

 

  ‘The current management; say the last 4 to 5 years, can’t say a bad word about them and 

have come to value them’.  

 

 ‘There is great peer support here within the organisation and a policy of team work’. 

 

 ‘At operational level there is good team work and peer support’. 

 

 ‘We have a very tolerant and respectful workforce here’. 

 

 The organisation support staff with sponsorship of initiatives such as the cycle to work and 

public transport schemes. 

 

 ‘The organisation is good at allowing time to attend medical/dental appointments’. 

 

 There is a special leave/bereavement policy in place. 

 

 ‘We’ve had access to further training and educational qualification for years; a lot have been 

assisted through degrees and helped to develop ourselves’. 

 

 There is Carecall available. 

 

 “I have a great line manager and I feel that most managers in the Council are good”. 

 

  “I get plenty of moral support from my colleagues”. 

 

 “Staff here look out for each other”. 

 

 “It’s great that the Council runs many staff wellbeing initiatives including health checks’. 

 

 ‘In our office which is open planned, there is good peer support and we have good working 

relationships; we would often go out for lunches and evening meals together’. 

 

 ‘If you request help from your colleagues you would get it’. 

 

 ‘In my location staff work well together and are supportive of each other and when someone 

is off, it does affect them but they work well together and just get on with it’. 

 Most stated that their line managers are willing to listen to their work related problems. 

7.3 Concerns expressed were as follows: 
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 A major reason why some employees find their role more demanding is when they have to 

take on the extra work of staff who are off on sickness absence. 

 

Some workers, at different grades within the organisation, feel that the sickness absence 

policy is not applied consistently well and that the trigger point system is a tick box exercise 

with no consequences for those who repeatedly breach them and appear to abuse the absence 

policy. 

 

‘There can be a lot of noise about threats but nothing is ever done about it’. 

 

Some feel that the organisation is fearful of challenging formal doctor’s lines and that there 

is a lack of experience to deal with the risks involved.  

 

There were reports that managers were implementing their own rules around sickness 

absence whereby staff had to phone them directly by 9am instead of their line managers. 

Some felt this showed a lack of respect and trust in line managers.  

 

On the flip side there are those who find the meetings with PSE for breach of trigger points 

as hugely stressful and will often put off their return to work for fear of having to attend one 

of these. Quite a number of people stated they have taken annual or flexi leave rather than 

breach the trigger points whilst others claim to have come into work feeling unwell. 
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7.4         Potential Solutions  

Focus groups suggested the following: 

 

 Most staff would like the Managing Absence policy to address those with very poor attendance 

records and where there are no underlying medical conditions that they feel are abusing the 

system and placing extra burdens on others. 

They feel that more responsibility should be given to line managers who should be able to deal 

with cases informally when workers are off regularly or on occasions due to underlying 

medical conditions, rather than having to always go through the stressful process of PSE 

interviews 

Alternatively, PSE should simply bypass the interview stage in cases where there are 

mitigating circumstances. 

There should be a specialist Health and Wellbeing officer who should take ownership of cases 

where staff are of with mental health issues and report back to PSE but sit outside PSE. 

 

PSE do state that the policy is applied consistently in all cases in a fair and reasonable manner 

and is robust for dealing with poor attendance when the need arises. PSE claim that this is 

already the case and is borne out by the fact sickness absence rates in the organisation have 

recently been reduced from 11.9 to 8.8 days per person. 

 

They also claim that first breaches of triggers are dealt with by line managers and potentially 

subsequent interviews may also be dealt locally by managers depending on the circumstances 

of the case and that either party can invite PSE into the process at any stage. Maybe greater 

communication of these facts is required. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

8 Relationships 
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 Includes promoting positive working to avoid conflict and dealing with unacceptable behaviour 

The standard is that: 

c 

 Employees indicate that they are not subject to unacceptable behaviours, e.g. bullying a 

work; and 

 Systems are in place locally to respond to any individual concerns. 

 

8.1      Indicator Tool 

 The organisation results of the individual questions relating to the Relationships aspect of the 

questionnaire are shown in the table below. 

 

 

 
 

 

 
 

 

 17.27% stated that there is often or always friction or anger between colleagues. 

 

 33.74 % of staff stated that they agree or strongly agree that relationships at work are strained. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

8.2     Focus Groups 
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The focus groups were asked about their experience in relation to the Relationship statements listed 

above. Positive comments included: 

 

 “I enjoy the interaction with other people in the Office”. 

 

 “There is a great camaraderie between colleagues”. 

 

 “I think one of the highlights for me is the craic and the banter I have with colleagues”. 

 

 “Am very lucky working with the people I work with”. 

 

  Most people commented that they work with a great group of people. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

8.3  Concerns expressed were as follows: 
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 Due to the nature or the work in CCEA and the tight deadlines a lot of teams have to work 

to; this can often cause relationships to be strained and friction or anger between colleagues.  

 

There also appear to be issues within the organisation around perceived bullying or 

harassment and this is supported in the survey scores which shows approximately 1 in 5 

workers claim to have been subject to this. It is not thought to be endemic within the 

organisation or normal practice but occurs within certain teams and can be identified with 

certain managers and other individuals. 

 

It is widely perceived that the main driver for this within the organisation is the culture of 

blame that currently exists and that accountability is taken too far down the line. It is claimed 

by many that this culture previously existed around 8 to 10 years ago and that the 

organisation managed to address the issue for a number of years but now it has come back 

‘with a vengeance’. 

 

‘I was stunned by the blame culture when I came here, it’s like risk management 

masquerading as blame’. 

 

‘There is nothing that goes out that door with the subject word on it without my signature so 

someone can come back and blame me if something goes wrong’. 

 

‘In terms of bullying and harassment there is a blame culture at present within the 

organisation and that culture is down to the management style of never missing a deadline’. 

 

Blame seems to be passed down the management line and sometimes in a manner that is 

aggressive and in front of others. This management style is then copied by others and so it 

continues down the organisation. 

 

‘My line manager is good and approachable but speaking to other colleagues, they have if 

different. There can be an autocratic management style where blame can be apportioned very 

quickly’. 

 

‘I have never encountered fear like there is in this organisation’. 

 

‘You need to cover your back in this organisation’. 

 

This has lead to a fear is risk taking within the organisation. It is also thought to contribute to 

attempts to cover up mistakes rather than admit and try to fix them which could cause more 

major issues further down a process. Limited dialogue about errors because of fear of 

retribution can also hamper the improvement of processes. 

 

‘You can do 100 things right and not get recognised, whereas you make 1 mistake and you 

are the worst in the world’. 

 

‘When something goes wrong the senior managers arrange training for staff when in actual 

fact the senior managers should also be receiving the same training’. 

 

 

8.4      Potential Solutions  
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Focus groups suggested the following: 

 Managers need to show better leadership skills and be willing to accept and share blame. They 

need to be more accountable for their actions and those of their teams and not be looking for 

accountability further down the line. 

It is important that senior managers that notice conversations or mails shifting blame start to 

reaffirm where accountability for each project lies. 

Each project or work area should set up a reporting procedure for recording and investigating 

issues and errors. Fixes should be identified and reported back to all team members so that 

future errors can be prevented. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

9 Role 
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Whether people understand their role within the organisation and whether the organisation 

ensures that the person does not have conflicting roles. 

The standard is that: 

 

 Employees indicate that they understand their role and responsibilities; and 

 Systems are in place locally to respond to any individual concerns. 

 

9.1         Indicator Tool 

 The organisation results of the individual questions relating to the Role aspect of the questionnaire 

are shown in the table below. 

 

 

 
 

 

 84.34% of staff said that they are often or always clear of what is expected of them at work. 

 

 74.7% of staff are often or always clear about how their work fits into the overall aim of the 

organisation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

9.2      Focus Groups 
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The focus groups were asked about their experience in relation to the Role statements listed above. 

Positive comments included: 

 

 Balanced score cards being introduced. 

 

 Quite a number of staff commented positively about the opportunities given to help by CCEA 

to complete training or continue their studies to develop themselves further. 

 

 Everybody commented positively about the terms and conditions working in CCEA.  

  “My work here in the Office gives me a great sense of achievement”. 

 Most people commented that they have been in their role within CCEA for many years and 

enjoy their work. 

 Most people stated they know how to go about getting their job done as the department has 

properly trained and prepared them for their roles. 

 

9.3 Concerns expressed were as follows: 

 Most of those interviewed feel that the organisation should not be rewarding senior managers 

with performance related bonuses and this has lead to resentment from workers and employee 

relations are suffering; especially as there is no process for reward and recognition for those 

at lower grades. There is a lot of ill feeling about this throughout the organisation by staff at 

all levels. 

They don’t think that it is right that managers should get rewarded for hard work, effort and 

long working hours put in by teams below them. 

‘Performance related pay leaves a bit of a bad taste amongst many staff to be honest. There is 

a feeling managers push targets for their own agenda to fulfil their bonus criteria’. 

 It is common view that CCEA is too reliant on temporary staff on fixed term contracts 

especially in the clerical officer grades. 

‘There can be too many temporary workers and in the areas where they get trained up, it’s no 

time at all before their contract is up; this happens year after year’. 

Clerical officers who are on fixed term contracts claim that they have to attend interviews 

every 6 months to determine if they are going to stay on list for a further period of time and 

many find the whole process very stressful. They also feel that there is a lack of transparency 

in the whole process which creates rumours and some believe there are some being offered 

positions on lists who are lower placed than others. 

‘My contract is up shortly and I still don’t know what is happening’. 

They also find the process of informing who is given contract extensions stressful.  
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Some managers feel that decisions regarding these staff are sometimes made without their 

knowledge. 

‘Some contracts are being extended by PSE without it being communicated to the relevant 

managers’. 

 Everybody interviewed see the performance management process within CCEA as simply a 

‘tick box’ or ‘cut and paste’ once a year exercise. It was common for people to comment that 

they simply print out last year’s personal performance agreement; sign it and give it to their 

managers.  

 

Some workers feel that their managers see performance management as a chore and so don’t 

prioritise it. 

 

It is claimed that job descriptions are often inaccurate and never revisited when work priorities 

change. 

 

‘I don’t see performance management in CCEA at all’. 

 

Managers feel that it does not address poor performance by workers and that ‘poor performers 

are removed from the organisation with great difficulty’. 

 

‘In terms of dealing with poor performance, the organisation is not strong in dealing with it; 

it can be a very lengthy process and there needs to be stronger leadership’ 

 

A number of people; especially those who are on fixed term contracts, claim to be working 

without any formal job descriptions. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

9.4      Potential Solutions 
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Focus groups suggested the following: 

 Staff would like to see the performance related bonuses for senior managers abolished 

completely or a system introduced that also recognises and rewards all workers at all grades 

throughout the organisation potentially in the form of a staff bonus scheme; although many 

feel that this could cause further resentment between workers if not managed fairly. They see 

a potential organisation restructuring exercise as the opportunity to address this. 

 

Some others feel that the legacy jobs should have been tupee’d years ago for a period and feel 

that this has gone on so long that there is no practical solution offered by staff to address this 

now and it can now only be done through natural wastage within this role. The organisation 

should learn from this in case a similar situation arises in the future. 

 

 The organisation should concentrate a lot more on permanent recruitment, rather than 

continually bringing temporary staff in. 

 

Workers, both those on fixed term contracts and those in permanent roles, would like to see 

more people on fixed term contracts given permanent roles to ensure retention of experience 

and stop a cycle of continually having to train new starts that uses up valuable times and 

resources which could be used elsewhere. 

 

They also feel that a worker on a permanent contract would be more effective and productive 

in their roles if they have job security and longer term prospects and will deliver greater 

customer service as they develop and become more expert at their jobs. 

 

Those currently in fixed term contract roles would like to see a review of the current process 

where there is a lot more transparency and possible merit lists produced.  

 

Many don’t see the need to continually interview those on fixed term contracts every 6 months 

and believe that a person’s ability to remain on any lists could be determined by effective 

performance management instead.  

 

A first come first served approach should also be considered unless there are obvious 

performance issues. 

 

 Staff would like to see a review of the Performance Management policy to make it more 

effective at developing staff and pressure put on managers to strongly comply with the process. 
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10          Change 

        How organisational change (large or small) is managed and communicated in the organisation. 

The standard is that: 

 

 Employees indicate that the organisation engages them frequently when undergoing an 

organisational change; and 

 Systems are in place locally to respond to any individual concerns. 

 

10.1       Indicator Tool 

 The organisation results of the individual questions relating to the Change aspect of the 

questionnaire are shown in the table below. 

 

 

 
 

 

 34.94% of staff disagree or strongly disagree that they have sufficient opportunities to question 

managers about change at work. 

 

 47.79% of staff disagree or strongly disagree that they are always consulted about change at 

work (This is the question that the organisation scored lowest in the survey). 
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10.2 Focus Groups 

The focus groups were asked about their experience in relation to the Change statements listed 

above. Positive comments included: 

 Many see the introduction of the quarterly ‘Kick Off’ sessions as a positive step to improving 

communication. 

 

 The introduction of the Core Brief is seen by most as a step in the right direction to better 

departmental communication if better buy in from managers. 

 

 Quite a few people acknowledged that the organisation is trying to improve their 

communication processes. 

 

 A number of employees did comment positively that their managers engage with them 

regularly in team meetings. 
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10.3 Concerns expressed were as follows:  

 Most of those interviewed do not believe that change is managed or communicated well 

within the organisation and that communication in particular still needs to be improved 

despite efforts to do so. This is supported by the survey scores as this is the Standard where 

CCEA has performed poorest. 

 

Many recognise the efforts of the Chief Executive in trying to improve communication with 

the introduction of quarterly ‘Kick Off’ meetings and the weekly ‘Friday at 4’ 

communications. However, most people now feel that the ‘Friday at 4’ communications are 

simply a diary or blog of the Chief Executives week and irrelevant to their roles and as such 

many don’t tend to read them anymore. 

 

‘The Friday at 4 should be about things that are relevant at the moment like information on 

the latest with the English examining boards, the teacher double pay dispute or succession 

planning post VES’. 

 

It appears that the Core Brief communication is not consistently delivered down through the 

organisation and, as a result, not everybody is getting the same consistent messages. Some 

are better informed than others and this invariably leads to gossip and feeds a rumour mill. It 

is believed the fault lies with managers consistently failing to perform their duties in respect 

of communication and not holding regular team meetings. Some managers feel that they too 

are not being kept well informed though. 

 

‘It is hard to pass information down when you are not being fed anything’. 

 

‘The core brief started off well; that’s the way it is here, there are always big ideas to begin 

with; I can’t remember the last time I read it’. 

 

It is difficult to pinpoint where the process is breaking down with some reporting the 

problem lies with senior managers and others with middle management but the current 

process is not working effectively. 

 

Many of those interviewed also believe the organisation has developed a silo mentality 

which is also seen as a barrier to consistent and effective communications. 

 

‘There is a total lack of communication across the whole organisation as we work in 

different buildings and secured offices’. 

 

‘I feel like I work in a little bubble and I don’t hear anything outside my own area, especially 

from other buildings’. 
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10.4      Potential Solutions 

 Focus groups suggested the following: 

 First and foremost the organisation should set up a working group to examine ways to improve 

communication within CCEA. This group should be made up of staff from different grades 

and should communicate progress and outcomes to staff on a regular basis. 

 

Feedback as part of this process suggests the ‘Friday at 4’ messages should continue but should 

address topical issues and current events that are relevant to staff in their day to day jobs.  

 

‘I feel the Friday at 4 messages need to focus more on the issues that could affect me and my 

team’. 

 

There is also a suggestion that Business managers could occasionally contribute some 

information through on what could be included in the Friday messages. This would not be a 

regular process but one where they feel the ‘Friday at 4’ would be the ideal vehicle to deliver 

a key message. 

 

Feedback also suggests that employees appear happy for the quarterly ‘Kick Offs’ to continue 

in their current format. 

 

Communication should be a core competence of every line manager and assessed and reviewed 

each year as part of an effective performance management process for managers. 

 

The organisation should inform all managers of a specific date and time each month to hold 

team meetings and staff should be encouraged to keep this free in their diaries where possible. 

Part of the line manager’s responsibility should include keeping those who may miss these 

meetings well informed. 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
10 Conclusion 
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10.1 Completing the Management Standards process, of which this report forms part, addresses the 

CCEA’s legal obligations in relation to managing stress within the organisation. 

 

10.2 Based on the survey and discussion at the focus groups, the priority areas for action are as follows: 

 

 Blame culture. 

 

 Effective application of organisation resources/spare capacity. 

 

 Internal Communication 

 

10.3 The information from the focus groups should be considered in conjunction with information 

gathered from the Management Standards survey and any other relevant sources of information, 

e.g. existing policies, procedures and initiatives, sick absence rates, employee turnover, exit 

interviews etc.  Priority issues should be identified and agreed by management and staff 

representatives and the actions which need to be taken with regard to priority items, when they 

will be taken and the responsible person(s) tasked with carrying out the actions should be recorded 

and communicated. 

 

10.4 The agreed action plan should be monitored in line with the agreed timescales. 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

CCEA Organisational Results by Question     Appendix 1 
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Demands 

 

 

Q3 Different groups of people demand things from me that are hard to combine;  

 

9.24% responded never 

24.10% responded seldom  

45.38% responded sometimes 

15.26% responded often 

6.02% of staff responded always 

Q6 I have unachievable deadlines; 

16.87% responded never 

31.73%responded seldom 

36.55% responded sometimes 

13.65% responded often 

1.20% responded always 

 

Q9 I have to work very intensively. 

0.8% responded never 

6.43% responded seldom 

36.55% responded sometimes 

44.18% responded often 

12.05% responded always 

 

 

Q12 I have to neglect some tasks because they have too much to do 
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14.46% responded never 

28.51% responded seldom 

40.16% responded sometimes 

13.65% responded often 

3.21% responded always 

Q16 I am unable to take sufficient breaks 

30.52% responded never 

33.33% responded seldom 

24.50% responded sometimes 

8.84% responded often 

2.81% responded always 

Q18 I am pressurised to work long hours 

37.75% responded never 

30.52% responded seldom 

22.09% responded sometimes 

8.03% responded often 

1.61% responded always 

 

Q20 I have to work very fast 

2.81% responded never 

8.03% responded seldom 

49.80% responded sometimes 

30.92% responded often 

8.43% responded always 

Q22 I have unrealistic time pressures 

15.26% responded never 

31.33% responded seldom 

32.53% responded sometimes 

16.87% responded often 

4.02% responded always 

 

 

 

 

 

 

 

 

Control 
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Q2 I can decide when to take a break 

 

33.33% responded always 

45.38% responded often 

16.47% responded sometimes 

3.21% responded seldom 

1.61% responded never 

 

Q10 I have a say in my own work speed 

 

8.84% responded always 

34.14% responded often 

43.37% responded sometimes 

12.05% responded seldom 

1.61% responded never 

 

Q15 I have a choice in deciding how I do my work 

 

13.25% responded always 

46.99% responded often 

29.32% responded sometimes 

8.43% responded seldom 

2.01% responded never 

 
Q19 I have a choice in deciding what I do at work 

 

5.22% responded always 

21.69% responded often 

34.14% responded sometimes 

29.32% responded seldom 

9.64% responded never 

 

 

 

 

 

Q25 I have some say over the way I work 
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15.66% responded strongly agree 

57.83% responded agree 

18.47% responded neutral 

6.43% responded disagree 

1.61% responded strongly disagree 

 

Q30 My working time can be flexible 

 

27.31% responded strongly agree 

52.21% responded agree 

11.65% responded neutral 

6.83% responded disagree 

2.01% responded strongly disagree 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Support 
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Q8 I am given supportive feedback on the work they do 

 

15.26% responded always 

27.31% responded often 

32.53% responded sometimes 

17.67% responded seldom 

7.23% responded never 

 

Q23 I can rely on their line manager to help them out with a work problem 

 

42.17% responded always 

24.50% responded often 

21.29% responded sometimes 

8.84% responded seldom 

3.21% responded never 

 

Q29 I can talk to their line manager about something that has upset or annoyed them at work 

 

31.33% responded strongly agree 

42.17% responded agree 

13.65% responded neutral 

6.43% responded disagree 

6.43% responded strongly disagree 

 

Q33 I am supported through emotionally demanding work 

 

8.03% responded strongly agree 

32.13% responded agree 

37.75% responded neutral 

16.06% responded disagree 

6.02% responded strongly disagree 

 

 

 

 

Q35 My line manager encourages them at work 
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26.91% responded strongly agree 

35.74% responded agree 

21.69% responded neutral 

8.43% responded disagree 

7.23% responded strongly disagree 
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Support 

 

 

 
 

Q7 If work gets difficult my colleagues will help me 

 

30.92% responded always 

40.16% responded often 

22.49% responded sometimes 

6.02% responded seldom 

0.40% responded never 

 

Q24 I get help and support from colleagues. 

 

30.12% responded strongly agree 

45.78% responded agree 

15.66% responded neutral 

6.83% responded disagree 

1.61% responded strongly disagree 

 

Q27 I get the respect at work I deserve from my colleagues 

 

20.48% responded strongly agree 

38.96% responded agree 

24.50% responded neutral 

11.24% responded disagree 

4.82% responded strongly disagree 

 

Q31 My colleagues are willing to listen to work related problems 

 

19.28% responded strongly agree 

52.21% responded agree 

18.47% responded neutral 

8.84% responded disagree 

1.20% responded strongly disagree 
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Relationships 

 

 

 

 
Q5 I am subject to personal harassment in the form of unkind words or behaviour. 

 

50.20% responded never 

28.11% responded seldom  

13.65% responded sometimes 

6.83% responded often 

1.20% of staff responded always 

 

Q14 There is friction or anger between colleagues 

 

15.66% responded never 

27.71% responded seldom  

39.36% responded sometimes 

14.06% responded often 

3.21% of staff responded always 

 

Q21 I am subject to bullying at work 

 

57.43% responded never 

24.50% responded seldom  

13.25% responded sometimes 

4.42% responded often 

0.40% of staff responded always 

 

Q34 Relationships at work are strained 

 

 14.06% responded strongly disagree 

 29.32% responded disagree 

 22.89% responded neutral 

 27.31% responded agree 

 6.43% responded strongly agree 
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Role 

 

 
 

 

Q1 I am clear what is expected of them at work 

 

35.34% responded always 

49.00% responded often 

12.85% responded sometimes 

2.81% responded seldom 

0.00% responded never 

 

Q4 I know how to go about getting their job done 

 

47.79% responded always 

42.97% responded often 

8.43% responded sometimes 

0.80% responded seldom 

0.00% responded never 

 

Q11 I am clear what their duties and responsibilities are 

 

36.55% responded always 

44.98% responded often 

14.46% responded sometimes 

3.21% responded seldom 

0.80% responded never 

 

Q13 I am clear about the goals and objectives of their department 

 

29.72% responded always 

39.36% responded often 

22.49% responded sometimes 

7.23% responded seldom 

1.20% responded never 
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Q17 I understood how their work fitted into the overall aim of the organisation 

 

31.73% responded always 

42.97% responded often 

18.07% responded sometimes 

7.23% responded seldom 

0.00% responded never 
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Change 

 

 

 
 

 
Q26 I have sufficient opportunities to question managers about change at work 

 

9.24% responded strongly agree 

 28.92% responded agree 

 26.91% responded neutral 

 24.50% responded disagree 

 10.44% responded strongly disagree 

 

Q28 Staff are always consulted about change at work 

  

4.42% responded strongly agree 

 15.66% responded agree 

 32.13% responded neutral 

 34.14% responded disagree 

 13.65% responded strongly disagree 

 

Q32 When changes are made at work they are clear how they will work out in practice 

 

5.22% responded strongly agree 

 28.11% responded agree 

 32.93% responded neutral 

 26.51% responded disagree 

 7.23% responded strongly disagree 
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CCEA Organisational Results by Demographics      Appendix 2 

Demographics by Age 

18-24 years - n/a 

25-34 years old 

 

35-44 years old 

 

 

45-54 years old 
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55+ years old 
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Demographics by Gender 

 

Female 

 

 

Male 
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Demographics by Tenure 

< 1 year 

 

 

>1 – 2 years 

 

 

>2 – 5 years 
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>5 – 10 years 

 

 

>10 years 
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Demographics by Directorate 

 

Chief Executive’s Office 

 

 

Education Strategy 

 

 

Corporate Services 
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Qualifications 

 

 




