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According to Gallup Annual Employee Engagement Report 2018
 The majority of American workers remain “unengaged” at work
 Benefits and perks alone cannot improve employee engagement in
the long run
 70% of the variance in team engagement is explained by the quality
of the manager or team leader

Workers who have
miserable work
experiences

Workers who are involved in,
enthusiastic about and
committed to their work and
workplace

Workers who may be generally
satisfied but are not cognitively
and emotionally connected to their
work and workplace
Source: Gallup Annual Employee Engagement Report 2018

What is Employee Engagement?
Employee engagement represents the levels of
enthusiasm and connection employees have
with their organization. It ’s a measure of how
motivated people are to put in extra effort for
their organization, and a sign of how committed
they are to staying there.
Employee engagement and engaged employees
have increasingly become to be seen as one the
cruxes of successful organizations.
Those employees that are engaged are often
innovative, creative and customer oriented.
Their aim is to help the organisation move
forward and they are people that you both want
on your payroll, and want to retain.

I love my
organisation!

I love
my job!

Employee Engagement matters
Not only does engagement have the potential to significantly affect employee retention,
productivity and loyalty, it is also a key link to customer satisfaction, company reputation
and overall stakeholder value.
Employee engagement has positive influences on organizational success. Workplaces with
high employee engagement seriously outperform those with lower scores. Engaging
workplaces enjoy higher profitability, productivity and customer ratings. They also have
lower turnover, absenteeism, accidents and quality defects.
Additionally, highly-engaged workers tend to be more supportive of organizational change
initiatives and resilient in the face of change.
Increasingly, organizations are turning to HR to set the agenda for employee engagement
and commitment to establish a competitive advantage.

Business case for employee engagement
 Companies with highly engaged workforce outperform their peers by 147% in earnings
per share. (Gallup)
 Business units in top engagement quartile experience 65% less turnover. (Gallup)
 Companies whose employees are engaged experience 10 to 15% higher profit growth.
(MITSloan Management)
 Engaged workplaces have 6% higher net profit margin. (Towers Perrin)
 Organizations that successfully engage their customer and employees experience a
240% boost in performance-related business outcomes. (Gallup)
 The companies of highly-engaged employees earned 13 percent greater total returns to
shareholders over the past five years. (Watson Wyatt)

Satisfaction isn’t enough
Many companies have "employee satisfaction" surveys and executives talk about
"employee satisfaction", but the bar is set too low.

A satisfied employee might show up for her daily 9-to-5 without complaint.
But that same "satisfied" employee might not go the extra effort on her own, and she'll
probably take the headhunter's call luring her away with a 10% bump in pay.

Key drivers of engagement that have the greatest impact

Organizational drivers
 Organizational leaders are committed
to making it a great place to work
 Trust in the leaders of the organization
to set the right course
 Belief that the organization will be
successful in the future
 Understanding of how I fit into the
organization’s future plans
 Organizational leaders value people as
their most important resource
 Organization makes investment to
make employees more successful
Source: Quantum Workplaces

Management drivers
 What the employee gets e.g. clear
expectations, resources
 What the employee gives e.g. the
employee’s individual contributions
 Whether the individual fits in the
organization e.g. based on the
company mission and co-workers
 Whether the employee has the
opportunity to grow (e.g. by getting
feedback about work and opportunities
to learn

Source: Gallup Q12 core elements

Role of HR in engaging employees
While all departments throughout the company can and should execute various
employee engagement measures, HR departments are particularly vital for employee
engagement approaches to be successful.
The impact of employee engagement on employee retention, as well as wellbeing and
productivity, is something which HR departments must keep at the forefront of their
initiatives.
HR professionals play important roles in ensuring the success of the organization's
employee engagement initiatives.
To foster a culture of engagement, HR should lead the way in the design, measurement
and evaluation of proactive workplace policies and practices that help attract and retain
talent with skills and competencies necessary for growth and sustainability.

Build employee engagement in workforce
I.

II.

III.

IV.

IV.

Meaningful work
Job tasks must align employees to their strengths, giving them a sense of purpose
and empowerment, and provide necessary tools and autonomy they need to
develop and succeed.
Opportunities for growth
This includes opportunities for continuous learning, professional development, and
career progression, including a focus on supporting and facilitating internal mobility.
Supportive management
Management that guides and empowers its employees by setting clear goals,
coaching for high performance, developing future leaders, and providing
continuous feedback.
Positive work environment
Flexible, collaborative, humane, and inclusive, with benefits and programs that
allow work to fit into employees’ lifestyles and an emphasis on maintaining a
culture of recognition.
Trust in leadership
Inspirational leaders who invest in their people, communicate honestly, and fulfill
the organization’s mission, vision, and purpose.

Meaningful work
Autonomy – It is about giving people the freedom to “add themselves” to the job. “let
people figure things out on their own.” Of course people should be given guidelines,
rules, and strategies to follow, but when you let people figure out things out on their
own, they thrive.
Hire job-fit– As HR professional, you should understand the “success drivers” of every
job and why one person might succeed and another may fail. A recruitment process that
source, recruit, and select people based on the above understanding will enable you to
get people who are likely to succeed.
Small teams – Meaningful work takes place in small teams. Small teams feel
empowered, they make decisions faster, and the people get to know each other and can
lend a hand when one of the teammates needs help.
Don’t overwork– Giving people extra time to fix things, learn, talk with each other, and
just reflect on the work they are doing. “Overworking” people can backfire. People
become unproductive, they make mistakes, and they don’t “clean up” and improve their
work environment.

Supportive management
Set clear goals- Managers must prioritize what gets done. When people have clearly
defined goals that are written down and shared freely, everyone feels more comfortable,
and more work gets done. Goals create alignment, clarity, and job satisfaction—and they
have to be revisited and discussed regularly.
Leadership development – Organizations with high levels of employee engagement
focus on developing great leaders. They invest heavily in management development and
ensure that new leaders are given ample support.
Coach not appraise - Good managers are good coaches. They listen to your needs, they
support your efforts, and they give you just enough feedback to improve and feel good
about your work.
Continuous performance management- The burdensome, manager-centric, end of year
review is on its way out, being replaced with a process of coaching, check-ins, and datadriven reviews. It is important for companies to remember that management’s job is not
to manage work but rather to develop, coach, and help people.

Positive work environment
“Environment” don’t just mean the physical space, it means the space, the culture, and the way you
are appreciated.
Flexible work environment – Organizations need to build reshape work environment to make them
more enjoyable and flexible to accommodate changing worker preferences and needs.
Humanistic workplace - Free food, yoga classes, happy hours, commute buses with internet access,
and even free laundry service have now become commonplace in high-pressure companies across a
wide range of industries. These are no longer just “perks”; they are essential elements of making
work fit into our lives.
Culture of recognition – Organizations need to create a social environment where recognition can
flow from peer to peer. It ’s about building a culture of recognition through social reward systems,
weekly or monthly thank-you activities, and a general culture of appreciating everyone from top to
bottom.
Inclusive and diverse work environment - Inclusion usually comes from the top: Leaders must
overcome their unconscious biases and make every effort to listen, create open forums for
discussion, and promote people with varied backgrounds (gender, nationality, race, age) who
embrace listening and inclusive values.

Growth Opportunity
Training and support on the job - There must be developmental opportunities, both formal
and informal, that let people learn on the job, take developmental assignments, and find
support when they need help. This means designing onboarding and transition
management programs, developing a culture of support and learning, and giving people
time to learn.
Talent mobility - People want to feel that they are growing and can take on new
assignments in their chosen area. Managers and the company as a whole need to support
and facilitate internal talent mobility, giving people the freedom to try something new and
move from a role where they are highly productive to one where they may be a
learner/trainee again.
High impact learning culture - Finally, organizations must look at their management and
leadership behaviors to make sure that learning, development, and mobility are rewarded.
Most leaders are rewarded for “making their numbers.” While this is certainly important,
leaders must also be rewarded for developing people, moving people into the best role,
and keeping retention high.

Trust in leadership
Mission and purpose – It is vital to develop and communicate a strong sense of purpose.
The company’s value needs to be defined in terms of all its stakeholders: employees,
investors, partners, and customers.

Transparency and honesty – Leaders must not “manage the truth” through PR,
communications specialists, or timed release of information. Today this typically fails, and
people immediately see the deception. Among Millennials, transparency from leadership
rates as among the most important drivers of company loyalty.
Continuous investment in people - High-engagement companies have executives who
spend money in learning, regularly meet with teams and provide feedback, and genuinely
care about each individual.
Focus on inspiration - Through their words, communications, and actions, it is the top
executives who ultimately engage everyone in the organization. By talking about the future,
sharing the vision, and translating the business strategy into meaningful, personal
concepts, leadership can be one of the most important drivers of engagement.

Guidelines for developing
effective employee engagement
initiatives
1. Make sound investments. The organization should consider the strategic
implications of various HR practices and determine which are more important and
merit greater investment to enhance engagement levels.
2. Develop a compelling business case. HR professionals should be able to
demonstrate how these investments have led to positive, measurable business
outcomes for the organization or other businesses.
3. Consider unintended consequences. When evaluating alternatives for redesigning
HR practices to foster employee engagement, think about the likely impact of the
revised policies. Are there potentially unintended, unfavorable consequences that
may occur based on the impact of that change on employees in different
circumstances and life situations?

4. Base investment decisions on sound
data. Employee engagement should be
measured annually. Survey items should be
linked
to
the
organization's
key
performance measures, such as profitability,
productivity, quality, customer satisfaction
and customer loyalty.
5. Create an "engagement culture." This can
be done by communicating the value of
engagement in the mission statement and
executive communications, ensuring that
business units implement their engagement
action plans, monitoring progress, adjusting
strategies and plans as needed, and
recognizing and celebrating progress and
results.

HR practices to increase employee engagement
1. Job enrichment. Incorporate meaning,
variety, autonomy and co-worker respect
into jobs and tasks so that employees
view their role more broadly and
become more willing to take on duties
beyond their job description.
2. Recruiting. Target applicants who are
likely to view their work as interesting
and challenging. Encourage those who
are not suited for particular work to opt
out of the process.
3. Selection. Choose candidates who are
most likely to perform job duties well,
make voluntary contributions and avoid
improper conduct.

HR practices to increase employee engagement
4. Training and development. Provide orientation to create understanding about how the
job contributes to the organization. Offer skill development training to increase job
performance, satisfaction and self-efficacy.
5. Strategic compensation. Use pay-for-performance programs to focus employees'
attention on incentivized behaviors. Adopt competency-based pay to encourage
acquisition of knowledge and skills and enhance employee performance.
6. Performance management. Set challenging goals that align with the organization's
strategic objectives, provide feedback, and recognize accomplishments and extra
voluntary con

Measuring employee engagement
There are many factors that contribute to employee engagement – ranging from
corporate culture to management style to competing priorities outside of work — and
the pertinent factors are different for each employee.
This complexity is what makes it so challenging to measure and understand engagement
in an actionable way.
The typical approach is an annual engagement survey where employees are effectively
asked, through various types of questions, to rate their own level of engagement.
While knowing what employees think certainly has value, this data suffers from the same
challenges of any other survey-based effort: it becomes dated quickly, there’s availability
bias from respondents thinking of only recent events, and potentially gamed results —
people telling you what they think you want to hear rather than what they really think.

Measure actual engagement rather than self-perceived engagement
The field of people analytics is opening the door to much better data. The following
direct measures for companies help to better understand engagement levels:
 The amount of work that occurs outside of normal working hours (e.g., evenings
and weekends). This is a good indicator of discretionary effort.

 Building of broad networks beyond core team is a sign of high engagement. The
number of network connections and time spent with people outside of immediate
team or region
 The percentage of participation in ad-hoc meetings and initiatives vs. recurring
meetings and processes. Participation in only highly structured events can be an
indicator of low engagement.
 Time spent collaborating directly with customers outside of normal scope of
work. This and other measures like it can indicate people are highly engaged enough
to help their colleagues even though they might not get credit for it.

Thank you for reading.
www.HRcogs.com

Test Questions / Exercise
Engaged Employee: What do they look like?
From your own personal/professional experience, think about a person who you think is a
great employee at your current or previous workplace.
Reflect on the key traits that makes him or her an engaged employee.
Write down his or her attitudes, behaviors and outcomes that differentiate him or her from
the other employees?

Test Questions / Exercise
Where do we stumble?
Despite our best intentions, we might fall short of achieving the results we wanted to.
Think about five possible barriers to employee engagement.

Test Questions / Exercise
How the best places to work nail employee engagement
Discuss three employee engagement practices of companies (e.g. Google, Facebook etc.)
who report high levels of engagement, happier employees and who are winning all the top
awards.

Test Questions / Exercise
Engaged Employee: What does one look like?
From your own personal/professional experience, think about a person who you think is a
great employee at your current or previous workplace.
Reflect on the key traits that makes him or her an engaged employee.
Write down his or her attitudes, behaviors and outcomes that differentiate him or her from
the other employees?

Test Questions / Exercise
How do best places promote employee engagement
Discuss three employee engagement practices of companies (e.g. Google, Facebook etc.)
who report high levels of engagement, happier employees and who are winning all the top
awards.

Test Questions / Exercise
Where do we stumble?
Despite our best intentions, we might fall short of achieving the results we wanted to.
Think about five possible barriers to employee engagement.
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