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LEARNING OBJECTIVES

• Engagement and why it’s important

• Ways to measure/assess engagement

• Turning results into action plans for organizational improvement



Employee Engagement



4

WHY NOT?

• Not important/Uneducated

• Overwhelmed

• Inability to make a change

• Fear of results

• Don’t believe there is a problem – organization is an exception to the 
rest

• Believe it’s a fad
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REASONS TO FOCUS ON ENGAGEMENT

Research and data indicate that employee engagement can have the 
following positive impact on an organization:

• Higher profitability/efficiencies

• Increased productivity

• Higher quality work product

• Higher levels of customer retention/satisfaction

• Greater employee retention

• Lower absenteeism

• Fewer employee injuries/accidents

• Less theft/shrinkage
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SATISFACTION VERSUS ENGAGEMENT

“While a satisfied employee shows up, an engaged employee strives to 
play a role that will make the company better.  They are more productive 
and come up with innovative ideas that will help the company grow and 
prosper.” -National Business Research Institute

“Employee satisfaction: a measurement of an employee’s “happiness” 
with current job and conditions; it does not measure how much effort 
the employee is willing to expend.” – ADP Research Institute

“…both employee engagement and employee satisfaction relate to 
meaningful outcomes.  However, satisfaction is a broad, attitudinal 
outcome, like organizational loyalty or pride.  It is hard to act on, and 
some facets of satisfaction are irrelevant to performance.” - Gallup
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IN ACTION: SATISFACTION & ENGAGEMENT

Satisfied

• May or may not be productive

• Put their time but not 
necessarily their energy into 
their work

• Take a wait-and-see attitude 
toward their job

Engaged

• Work with passion

• Perform at a consistently high 
level

• Drive innovation and move 
their organization forward
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ENGAGED

SATISFIED

“Earning Above and Beyond Performance” Aubrey Daniels International
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WHAT IS EMPLOYEE ENGAGEMENT?

Gallup’s definition:

…employees who are involved in, enthusiastic about and committed to 
their work and who contribute to their organization in a positive manner.
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3 TYPES OF EMPLOYEES

Engaged =
Loyal, committed, productive, 

much more likely to stay 

Not Engaged =
Productive, not committed, at 

risk to leave 

Actively Disengaged =
Physically present, unhappy and 

sharing attitude with others



Turnover
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EMPLOYMENT SECURITY AND TURNOVER

A few unscientific observations…

• The Great Recession has had a tremendous impact on perceptions of 
job security

• Is your employer “trustworthy”?

• Younger employees are more likely to change jobs…if they are in 
markets where they can move

• If you can retain an employee for five years, retention rates rise

• Invest heavily  in supervisory training and employee development 
systems

• Pay and benefits are necessary conditions for an engaged workforce –
they are not a sufficient condition

• Most voluntary turnover is attributable to an ineffective relationships 
between an employee and the immediate supervisor
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TURNOVER IS EXPENSIVE

• Much less expensive to retain than replace

• CAP study estimates turnover costs
- 16% of annual pay for employees earning <$30,000
- 20% for employees earning $30,000 to $50,000

o This group includes 75% of the U.S. workforce

• Turnover causes turnover because of the scheduling disruption of 
those remaining
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TURNOVER: IS IT ALL BAD?

• Fear of turnover versus actual turnover
- Anticipating turnover is a good thing; avoiding it at all costs can be bad
- When you have experienced really low turnover for a prolonged period, any 

increase can seem catastrophic 

• Data Tracking
- Take a deeper dive into your turnover statistics

o Quits, terminations, retirements, turnover by performance level
- Regrettable vs Acceptable vs Desirable Turnover

o Regrettable: losing high-performing and/or high-potential employees
o Acceptable: employees leaving due to planned retirement, circumstances beyond employer’s 

control
o Desirable: losing “actively disengaged”, low-performing, disruptive employees

• Exit Interviews
- What about “stay interviews”?
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TURNOVER: IS IT ALL BAD? (CONT.)

• Inward reflection
- Is all turnover bad?

– Very low turnover could be a sign of a lack of inattentiveness to performance problems 
or other systemic problems

– Conversely, more-and-more organizations are coaching employees up, or out, of the 
organization

• Are all jobs intended to be “career occupations”?
– What jobs in your organization would you feel pleased if you had a 3-year 

retention rate? 5-year? 10-year?
– What implications would a shift in this thinking have? (e.g. compensation 

structure, coaching, etc.)



Measuring Engagement
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TOOLS TO ASSESS EMPLOYEE ENGAGEMENT

Things to consider:
• Developed in house/purchased through vendor
• Research/Rationale for types of questions asked
• Complexity of Survey/Results

2 Models/Tools to explore today
• Patrick Lencioni’s Job Misery Model
• Gallup’s Q12 Engagement Survey
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THE THREE SIGNS OF A MISERABLE JOB

Source: Job Misery Model, from The Truth About Employee Engagement by Lencioni, 2007, Jossey-Bass
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ANONYMITY

“People cannot be fulfilled or engaged in their work if they are not 
known.  All human beings need to be understood and appreciated for 
their unique qualities by someone in a position of authority.  People who 
see themselves as invisible, generic, or anonymous cannot love their 
jobs, no matter what they are doing.”

Source: The Truth About Employee Engagement by Lencioni, 2007, Jossey-Bass
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OVERCOMING ANONYMITY

Fundamental need to have other people acknowledge you

Most impactful person to demonstrate a genuine interest – immediate 
supervisor
• Others can acknowledge employees, but overtime needs to come 

from supervisor (culture of recognition)
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IRRELEVANCE

“Everyone needs to know that their job matters, to someone.  Anyone.  
Without seeing a connection between the work and the satisfaction of 
another person or group of people, an employee simply will not find 
lasting fulfillment.  Even the most cynical employees need to know that 
their work matters to someone, even if it’s just the boss.”

Source: The Truth About Employee Engagement by Lencioni, 2007, Jossey-Bass
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OVERCOMING IRRELEVANCE

Can and must be applied to every job

Fundamental need to know that the job one does improves the life of 
another person/people

Impact must be real – employee can see how their work makes a 
difference

Inevitably have a greater sense of purpose and motivation
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IMMEASUREMENT

“Employees need to be able to gauge their progress and level of 
contribution for themselves.  They cannot be fulfilled in their work if their 
success depends on the opinions or whims of another person, no matter 
how benevolent that person may be.  Without tangible means of 
assessing success or failure, motivation eventually deteriorates as people 
see themselves as unable to control their own fate.”

Source: The Truth About Employee Engagement by Lencioni, 2007, Jossey-Bass
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OVERCOMING IMMEASUREMENT

Gauge own achievement as often as possible

Critical that managers work to ensure employee understands how they 
go about assessing their own success – by what standard?  How do they 
know when they have been successful or had a productive day?
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TAKING ACTION

Educate and train managers to reflect and ask the following questions 
of themselves:

What do I really know about my employee?  How often, if ever, do we 
talk about their lives and interests?

Have I explained to my employee how their work impacts me and those 
around us? Have I asked them if they understand the organizational 
value of what they do each day?

Have I helped my employee to establish a straight forward and 
meaningful way to measure their success day in and day out?
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GALLUP’S Q12 SURVEY



27

Q12 SURVEY EMPLOYEE EXPECTATIONS

Before the survey:

• Introduction to Employee Engagement, Why it matters?

• Explanation of the survey process

During the survey:

• Manager support to complete the survey during the workday

• Anonymity – minimum of  4 responses needed for data report

After the survey:

• Sharing the overall results and data closest to their particular work group

• Meaningful group and individual conversations in a timely manner 
following the close of the survey

• Collaborative approach to focus performance efforts
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WHAT’S THE ROLE OF THE MANAGER?

Leading up to and through the duration of the survey window:

• Encourage staff participation

• Remind staff that individual responses are anonymous

Things to consider:

• Managers are the critical link to influencing employees’ performance 
and success

• Managers are responsible for creating an engaged team and holding 
employees accountable for their performance

• Managers set the work environment tone
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WE SURVEYED, NOW WHAT?

Gallup’s Recommended Approach – State of the Team Meetings

• Review survey results

• Identify a team performance goal

• Select the engagement item to focus on, develop actions to take, 
identify owners

• Review and recalibrate

Measurement of engagement doesn’t bring about change – it’s what you 
do with the information that improves an organization
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ACTION PLANNING

Post Survey Action

• Identify opportunities for action at both the organization and 
department level

• Look for internal success stories and replicate

• Invest in your leaders – arm them with the tools they need to be a 
successful leader

• Communicate action plans – follow up on progress

• Tie engagement efforts to existing performance goals
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EMPLOYEE AND PERFORMANCE DEVELOPMENT

• Employees crave an individualized approach to development
• Misconception that development must mean promotion
• Shift in how we lead

– Manager to Coach
– Hold employees accountable for their performance
– Provide exposure and visibility (connect to mentors)
– Stretch and challenging work opportunities



Final Thoughts
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NECESSARY EVOLUTION OF HUMAN RESOURCES / LEADERSHIP

Transformational

Organizational 
Culture

Talent Management 
& Development

Organizational 
Change Agent

HR Systems Design & 
Redesign

Cultivating Employee 
Engagement

Strategic

“Seat at the Table” Trends/Best Practices Policy & Program 
Development Workforce Planning Multi-Department 

Influence

Transactional

Recordkeeping Process/Contract 
Oriented Hiring/Firing Legal Compliance Benefits 

Administration
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KEY TAKE-A-WAYS

You don’t need to wait for your organization – begin making employee 
engagement a priority with you staff immediately

Align your employee engagement efforts to existing performance goals

Hold conversations regularly – be sincere

Alter your role from managing with control/demand to coaching with 
employee-generated solutions



Questions?

Jenna Bidwell, Consultant
715.572.5564

jenna.bidwell@carlsondettmann.com
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