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Quranic Verse

Allah the Almighty Said:4 And among His Signs is the

creation of the heavens and the earth, and the variations
In your languages and your colours : verily in that are

Signs for those who know. »

Surah Al-Room :Verse No: 22
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at VP and above and it is called “Leadership Inspiring Employee
Engagement.”

The Role of Fairness in a Culture of Engagement

The management philosopher Douglas McGregor wrote a very influ-
ential book, The Human Side of Enterprise,'” in 1960 and it is as fresh
and real today as it was then. The essence of his book was that the
beliefs managers have about what makes their employees tick largely
determine the way they behave towards them as managers. This, of
course, fits well with what we have been presenting here: what leaders
believe and value determines how they behave.

McGregor divided up the world’s managers into two categories.
One category, those who hold Theory X about employees, believes
people work just for money, are basically not motivated to be creative
or involved, and need to be pushed into working hard. The other
managers have a different set of beliefs about people, called Theory
Y. They believe that people strive to be the best they can be — that
people try to self-actualize, actively participate and get involved, and
love the challenge of doing a good job. The key issue for McGregor
was the managerial belief system (he used the words “managerial
cosmology”) as the determinants of: (a) the way managers behave to
employees; and (b) employee motivation and effort at work. He did
not use the term engagement but you can see that he was talking
precisely about the ways in which management behavior towards
employees is determined by their beliefs.

Managers with a Theory Y belief system create jobs that have
considerable challenge in them, offer opportunities for being innova-
tive, provide for autonomy in task accomplishment, and offer oppor-
tunities for personal growth and development. You can see that this
gets beyond the issue of trust and into the actual jobs at which people
work. But McGregor was also interested in the relationships manag-
ers developed with their subordinates because he viewed people as
whole people and not just as task workers. He argued that the key to
a good relationship with employees was to be fair. He used terms like
“get a fair break,” “square shooter,” and “ready to go to bat” to char-
acterize the way employees describe a leader who is fair. And what
did such fair treatment lead to? Trust — McGregor used the term
“confidence.”
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Very interestingly, McGregor also spent time noting that fair treat-
ment is not the only thing that leads to trust/confidence. He said that
the manager being perceived to have upward influence and basic
managerial competencies was also important and that the combina-
tion of these three yields confidence. As he framed it: “Confidence
thus rests heavily on the subordinate’s belief in the integrity of the
superior”'! with integrity being a function of fairness, upward influ-
ence, and competence.

It is very important, then, not to take away from this discussion
of McGregor that all a leader has to do to have an engaged workforce
is to be fair. According to McGregor he or she must also have upward
influence and be competent. By upward influence he means that the
immediate manager does not only take orders from above but actu-
ally influences what those orders might be and the way in which they
will be carried out. In short, bosses who are seen as able to have an
impact upwards are seen as bosses one can trust.

These ideas are well supported in more recent work by the man-
agement scholars James Kouzes and Barry Posner'> who have exten-
sively studied the issue of leader credibility. Across survey, geography,
and company, they have consistently found honesty to be the leader-
ship attribute most important to followers. Also on the top of their
list are leaders who are forward-looking, inspiring, and competent.
Let’s turn to the issue of competence next.

The issue of competence is more difficult to summarize in a few
sentences because good managers need to demonstrate competence in
anumber of areas. There are quite a few different competency models
for leaders, with organizations often creating their own. To illustrate
the point, a short list of necessary leader competencies follows:"

+ Problem-solving skills — the ability to identify and solve new and
unusual ill-defined organizational problems, including the identi-
fication of the positive and negative consequences of specific pos-
sible solutions.

+ Social judgment skills — the people skills necessary to solve organi-
zational problems in ways that mitigate conflict and acrimony as
much as possible and promote positive good will necessary for the
implementation of needed changes.

+ Knowledge — expertise in organizing information based on knowl-
edge resources acquired through experience and training. So,
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knowledge is not just what people have in their heads, but the
mental structures useful in organizing that information so that
problems can be solved.

+ Style — the maintenance simultaneously on influencing others to
accomplish their tasks while also maintaining the social relation-
ships necessary for that influence to have an impact. This may
sound like the fairness issue in McGregor but it also emphasizes
the importance of retaining a focus on task accomplishment.

In summary, effective leaders and managers have a suite of compe-
tencies to get the work done and to get it done while establishing
positive personal relationships based on fair treatment. The view that
they are honest and competent, combined with fair treatment by
them, leads their subordinates to have trust in them. This trust then
serves as the foundation for employees to feel and act engaged. The
issue of fairness deserves additional attention.

Kinds of fairness Since McGregor wrote his book, we have learned a
lot more about fairness. Ask someone to define fairness, and they
might do so in a number of different ways. That’s because there
are several different types of fair treatment. One has to do with tan-
gible rewards (money, promotions, access to training). The second
kind of fairness has to do with the procedures by which decisions
about rewards are made. In this type, it’s not the actual rewards
received that are at issue, but rather how the decision to provide or
withhold a reward was made. People look at how consistently deci-
sions are made and how predictable and uniform they are when
deciding whether the decisions are procedurally fair. For example,
research shows that people who are given the same sentence in a
court of law can feel more or less fairly treated as a function
of the procedures used in carrying out the trial or the procedures
used in making an arrest in the first place.' Finally, there is inter-
personal fairness and this has to do with whether bosses and co-
workers display courtesy, warmth, and support in their interactions
with us.

Note that perceptions of fairness often stem from highly visible
public actions. As such, fairness can take on added weight in making
judgments about the culture that exists in an organization. For
example, when people hear about huge raises for some people they
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feel did not deserve them on equity grounds, then “confidence” and
“trust” can be damaged. Incidentally, this is a good reason to have
salary and bonus decisions in a company public — not just the actual
raise or bonus but the procedures used to arrive at what they are. The
rule is that there are no pay secrets in organizations so the amount
of the pay and the bases for the decisions should be made public to
prevent rumors (see the box on performance appraisals). Research
from as long ago as the 1960s and 1970s in fact shows that people
reliably over-estimate the raises given to others when pay is not
public!®”

Good to Know:
The Perceived Fairness of Performance Appraisals'®

Performance appraisals are pro- 3 The perception that the supervi-

cedures used as a basis for the sor doing the appraisal under-
distribution of rewards to workers. stood and had knowledge of the
Research shows that five critical person’s performance.
procedural issues predict whether 4 The presence of action plans
people believe their performance (e.g., training) to improve per-
appraisals had been fairly done: formance weaknesses.
5 The frequency of the appraisals,
1 The opportunity to express their with more frequently being per-
feelings about the appraisal ceived as more fair.
exists.

2 The existence of a formal (as
compared to informal) perfor-
mance appraisal program.

Bases for judgments of “fair” or “not fair” In addition to different
kinds of activities (outcomes, procedures, interpersonal) that make
up a decision about fairness, there are different standards against
which these activities are judged. Everyone has heard of equity as a
basis for fairness — do people get what they have earned by their
efforts and performance. This is what people refer to when they say
“my raise was not fair compared to Jim’s.” They are saying that their
efforts and contributions relative to the raise they got was “unfair”
compared to what Jim got given his efforts and contributions.
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Another basis for making a judgment of fairness is one based on
“need;” did I get what I need? Need is a frequently used basis for
fairness judgments in society especially when it comes to children,
the disabled, and various racial and ethnic minorities. So, people who
are perceived to be in more “need” use this as a basis for judgments
of fairness. Finally, there is the issue of “equality” as a basis for fair-
ness judgments: Did I get the same as he got? Here, what is equitable
and what was needed is not the issue; the issue is was I treated the
same regardless. Equality is a foundation of the American culture but
so are equity and need. Failure to consider each of these bases for
fairness is dangerous because fairness perceptions lie at the root of
trust and trust lies at the foundation for engagement. We will have
considerably more to say about fairness in later chapters because it
is so central as a foundation for employee engagement to exist.

Example:
Fairness at The Container Store

Fairness is not simple and straightforward; it demands sets of consider-
ations about what is appropriate for specific people and for the good of
the organization. Len Berry tells the following story about how The Con-
tainer Store treated an employee fairly and achieved both personal and
organizational goals:"

The Container Store pays based on an employee’s contribution to the
success of a store rather than on the position the employee occupies. This
permits employees in non-management positions to earn as much as those
in management positions. Fernando Ramos was in a manager position for
three years and had been promoted to it from a sales position. Ramos did
not enjoy the work of a manager and wanted to be more on the floor
selling. So a new position for selling and training was created for him. “I
go to all of the store openings to show the new people how to generate
excitement on the sales floor,” explains Ramos. “I hate to be behind a
desk. My deal is working the floor. My salary hasn't changed; why
worry?”

Culture Emergence

The culture that defines the way an organization functions, especially
the way it functions vis-a-vis fairness and trust for the people there,
does not emerge full-blown. Rather, culture evolves over time due at
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first primarily to the personality and values of the organization’s
founder. The founder imprints his or her personality and values in
all of the decisions that must be made to get a start-up going. Over
time, this culture is then reinforced by the leaders who follow.

Think of the start-up of an organization as a giant inkblot and it
is this inkblot on which founders enact their personality. That is, the
founding of an organization is actually a relatively ambiguous stimu-
lus, just like an inkblot, and instead of saying what they see in the
inkblot, founders behave in ways that reflect their personalities and
values.

Noted MIT professor Edgar Schein in his book on Organizational
Culture and Leadership notes that there are specific ways in which
founders create the culture of their organizations followed by a
number of accompanying decisions that reinforce what the culture
is."® For example, the following actions communicate to employees
what the culture is:

+ what leaders pay attention to, monitor and measure;

» on what bases leaders decide to allocate resources;

« the kinds of behaviors leaders model for others; and

+ the bases on which leaders recruit, select, develop, and fire people.

And some of the mechanisms that make these issues real for people
are:

+ the way the organization is designed and structured;

« the rituals and rites that characterize the organization;

+ the myths and stories about people and events that people tell and
retell; and

+ the focus of the systems and procedures that are put in place.

What you see emerging here is the idea that the way the founder acts
and the mechanisms and procedures he or she puts in place to manage
the firm largely determine the sense people will gather about what
the organization stands for and values; it also gives them a sense of
where they should focus their energies and competencies. From the
standpoint of employee engagement, to create a culture in which
employees are engaged founders must:
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+ Pay attention to, monitor, and measure the way the organization
values or devalues its human capital. Such organizations attend to
the human component of the organization in ways that reveal
concern — the organization provides for basic human issues like
health care and dependent care (child, parent), encourages and
supports loyalty to retain employees, and in other ways demon-
strates to employees that they are more than a commodity to be
hired and fired at will.

+ Allocate resources in ways that facilitate employees feeling and
getting engaged: the design of jobs makes use of important skills
and abilities; training is offered that promotes success on the job;
specific and difficult/challenging goals are set for people and they
receive positive feedback on their accomplishments.

+ Founders model the key behavior that underlies trust and engage-
ment — they treat others fairly. To summarize what Covey said,
what leads to trust is “Fair treatment by management.”

+ The systems and procedures put into place: (a) are done so in con-
sultation with those who will be affected by them; and (b) will be
fair in the way they treat employees.

And what about the mechanisms that will support this culture of
engagement once created?

¢ The organization is designed to be relatively flat with regard to
status hierarchies so that people can feel involved and committed
to what happens in the organization; they are empowered to take
action and feel as though what they do contributes to the organi-
zation’s success.

+ The rituals and rites of the organization promote involvement,
celebrations of accomplishment, encouragement of risk-taking and
innovation — no good deed goes unrecognized.

+ People are encouraged to talk about the way their work affects them
and how belonging to the organization is important to them and
the things they do to promote the organization and its people —and
customers, too. One popularly shared story about Nordstrom is
that of a customer who came in for a Timex watch and knew pre-
cisely what they wanted but Nordstrom does not sell Timex so the
sales clerk went next door and bought one and sold it to the cus-
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tomer! Stories like this reveal engagement and paint a clear portrait
of the way the organization functions. Whether true in the specific
instance or not, the stories themselves emerge because that perspec-
tive of the culture is so widely shared.

+ Organizations that want engaged employees with regard to specific
outcomes — safety, service, innovation — must focus their systems
and procedures in ways that promote accomplishment of those
outcomes. We’ve worked in many organizations that claim they are
service organizations but when we ask employees what the focus of
the organization is, we have heard as we presented earlier variations
on the following: “We don’t talk about anything with management,
much less service.”

To maintain a culture requires not only the initial actions and rein-
forcement of founders but also requires continual reinforcement as
the organization grows and develops. Without this, the culture can
be weakened, and over time, it becomes unclear to its members. The
leaders/CEOs who follow the founder must maintain and further the
culture much the way that the founder created it — and they do this
by what they pay attention to when they make decisions and how
they implement those decisions.

Good to Know:
Posters and Coffee Mugs Do NOT Create a Culture

M any organizations think they
are creating a culture by
their pronouncements, posters,
and coffee mugs. They may even
have slogans and formal state-
ments of organizational beliefs
and values. These slogans and
coffee mug captions can become
fodder for jokes when they don’t
match the company’s culture.
That's because culture isn't what is

written in a slogan, but it is what
happens, what really happens in
organizations and what people
see happening to them and around
them. What people see happening
gets discussed and interpreted for
meaning. The stories people tell
become the myths that character-
ize the organization’s culture and
get shared with newcomers.
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Learning the Culture

Just like organizations grow and develop their cultures over time,
newcomers to organizations develop their impressions of their orga-
nization’s culture over time. This happens through all of the formal
and informal contacts they have with people in the organization. And
for those who interact with people outside of the organization — with
clients, public officials, agents for other companies — they learn from
them too. All too often, companies tend to think that the culture is
spread by formal means only (e.g., official contacts with management
and with job training), but it is really the informal interactions at the
water cooler, over lunch, at softball games and by working in the
kinds of teams that characterize many work settings that the culture
is “picked up.”

What is really interesting about this “picking up” of the culture is
that people act just like anthropologists — they diagnose what is hap-
pening in their new organization and then use the information they
gather to make inferences about what the organization stands for, what
it values, and the kinds of beliefs and norms that are appropriate there."’
Once they reach some tentative conclusions about what is appropriate,

Example:
Socialization at Disney Theme Parks®

Prospective new employees at their first meetings with a Disney represen-
tative get a “realistic job preview” of what it would be like working at
Disney: That they will be members of a “cast;” that they will always be
on stage; and that their responsibility is to provide guests with entertain-
ment and pleasure.

Once hired they go through two lengthy orientation phases to intro-
duce new employees to the mission and values of Disney: (a) introduction
to every aspect of the park regardless of their specific job so everyone
learns about all areas and the specific care each requires; and (b) division
training where cast members learn their specific roles as well as the overall
philosophy of their division and its policies and procedures. Training facili-
ties are first class with the most up-to-date audio-visual media and after
training is completed there is an automatic 30-day follow-up for everyone
to ensure they grasp the customer focus of Disney.

As part of employment, Disney organizes social gatherings, softball
games, awards ceremonies, and so forth to solidify the acquisition of the
culture.
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they test these conclusions out; that is, they do not immediately trust
their own conclusions because that could get them in trouble.

For example, with regard to engagement feelings and behaviors,
newcomers reach a conclusion about how safe it is to feel engaged,
behave in engaged ways, and try out being engaged. If the feedback
and recognition they receive for being engaged is positive, then they
may continue behaving that way, which is what we want. However,
they are unlikely to do so if the feedback they receive is negative.

One of the earliest pieces of research on what has come to be
called organizational behavior was done at the Hawthorne plant
of Western Electric back in the 1940s.” Western Electric at the time
was the production plant for the Bell telephone company making
telephones and switchboards with all of the wiring those required.
The researchers noticed that newcomers who came to the plant all
enthusiastic and ready to put in a hard day’s work after a few days
looked depressed and downtrodden and the researchers wondered
why this was so. What they discovered is that the newcomers who
worked very hard and were very productive were literally beaten up
(“binged”) by the old-timers because they were seen as “rate-busters.”
In short, this was not an environment in which being engaged was
safe.

This phenomenon of attacking engaged behavior is as true today
as it was during the famous Hawthorne studies. For example, today
there is a form of engagement behavior we call Organizational Citi-
zenship Behavior or OCB.”> OCBs are behaviors that serve the pur-
poses of the organization and may not even be written down as
formal expectations by the organization for workers. These include
behaviors like helping out co-workers who are struggling, not taking
more time than is necessary to clean up the work area at the end of
the day, and defending the organization when it is verbally attacked.
But in some organizations co-workers see such behavior as “brown-
nosing” or “sucking up to management.” In these organizations
being engaged is not safe.

As the Hawthorne studies demonstrated, peer relationships within
the work team can decidedly impact engagement levels by defining
or reinforcing what is safe. However, the most important point to
take away from the issue of socialization and situations being found
to be unsafe is that employees apparently feel safe as a function of
the way they feel treated early on by their immediate supervisors.
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Thus, research shows that turnover in organizations is an early occur-
rence in workers’ tenure and our own data at Valtera reveal that
supervisors are the single most important reported reason in exit
surveys for why people leave a company.

So, what does this suggest about how you on-board new workers?
First, it’s important to recognize that their views of the organization
are formed quite early, and once formed, can be difficult to modify.
Formal on-boarding programs can help to set the stage for a more
engaged workforce. Orientation programs should focus on the
company mission and values as part of their content to ensure that
this critical information is consistently delivered to all new employ-
ees. Ideally, the mission and values of the firm will come to life in
these sessions as employees hear senior leaders tell the company
myths and legends that reinforce key values. These messages, of
course, should then be reinforced by one’s manager and colleagues.
What is important to know is that it is when employees are new to
the organization that they actively look for cues that tell them about
what is expected (see the “Good to Know” box on psychological
contracts).” We’ll have more to say on the importance of on-board-
ing for values fit later.

Good to Know:
The Psychological Contract

Carnegie Mellon management
scholar Denise Rousseau has
done extensive writing about
the idea that we have psycholo-
gical (implicit) contracts with our
employers and that violations of
those contracts lead to negative
consequences; we would say the
violations lead to distrust.

She proposed that the same
people who imply certain promises
by their behavior turn out to fre-
quently be those who violate the
implicit  promise  (contract):*

Recruiters who over-promise, man-
agers who say one thing and do
another, co-workers who fail to
provide support, and top manage-
ment who send mixed messages
about what is important all yield
violations and subtractions from
the Emotional Bank Account nec-
essary for engagement.

Note that each agent of the psy-
chological contract is a source of
socialization to the setting — and
also a potential source of distrust
in the setting.

Managers should be trained on the importance of the on-boarding
process and their critical role in supporting it. At a simple level, they
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need to ensure that the mundane issues are handled for newcomers,
like having an appropriate workspace, the tools and equipment nec-
essary to do the work, introductions to fellow workers, and so forth.
However, their role needs to include far more than these. They need
to ensure that people get the appropriate training needed so they can
contribute to their fullest potential. They need to be careful to give
them meaningful work from the beginning, provide them with spe-
cific and challenging goals (appropriate for their newcomer status
though), and provide feedback along the way. They need to recognize
that the promises and commitments that they make early on are
critical to deliver on to help to instill a sense of trust. They also need
to make some time to spend with newcomers to build a foundation
for their relationship. The importance of a manager’s attention to
these matters is amplified when the new employee regularly telecom-
mutes or works remotely. Additional efforts may be needed to include
the new employee in after-work activities, impromptu meetings,
and other events that may be unknown to the telecommuting
employee.

Do the People or the Environment Make the Culture?

Readers might think that it is only what happens in an organization
that determines the culture people there experience, but it is more
than this. We noted earlier that the culture of an organization
is formed early by the founder and his or her beliefs and values
put into action. One of his or her influences is the kind of people
attracted to, selected by, and retained by the company. Does this
mean that some employees are more likely to be engaged than others?
Yes, but it is more of an interaction between a person and the situa-
tion than only being due to one or the other. Recall, for example, the
case of Fernando Ramos at The Container Store — he was definitely
inclined to be engaged and when put in the right position, he
certainly was.

Evidence for people making the culture John Holland, the great theo-
rist on careers, proposed that not only do people differ in their career
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personalities, but the environments for people in different careers
will also differ. In short, Holland proposed that people who are more
artistic will more likely work with others who are also artistic just as
those who are more investigative will work with people who are
similar to them. The fact that people similar to each other tend to
occupy certain functions or even whole organizations leads the set-
tings to have different cultures.”

Good to Know:
Personality and Career Interests

olland says careers can be seg-

mented into a hexagon with
there being six different types of
careers and the personalities that
define them, as follows:

1 Realistic — Conforming, dog-
matic, hardheaded, persistent,
practical

2 Investigative — Analytical, cau-
tious, complex, curious, intellec-
tual, precise

3 Artistic — Complicated, disor-

5 Enterprising — Acquisitive, ambi-
tious, domineering, enthusiastic,
forceful

6 Conventional — Careful, consci-
entious,  efficient,  orderly,
thorough.

Holland shows you can predict the
careers people will end up in with
considerable accuracy based on an
interest inventory and that peo-
ple’s career interests and personal-
ity remain very stable over a life

derly, expressive, imaginative, time.
intuitive

4 Social — Agreeable, empathic,
generous, idealistic, patient,

kind, warm

For example, let us think about an advertising firm and the kind of
culture it might have and contrast it with an accounting firm’s culture.
According to Holland, accountants have Conventional career inter-
ests and advertising people have Artistic vocational interests. Follow-
ing Holland’s views, we would likely find the accounting firm
characterized by people who are high on conscientiousness, behaving
in ways that informally demand, support and reward conformity,
dependability, and being methodical in their behavior. Contrast that
with the advertising agency and Artistic types. They would be impul-
sive, non-conforming and expressive and the culture would be one
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that informally demands, supports, and rewards these types of behav-
iors because it is made up of those kinds of people.

What this discussion suggests is that trust and the fairness issues
that support it might take on different guises as a function of the kind
of career environment in which it was examined. Further, it suggests
that the behavioral manifestations of engagement might differ in dif-
ferent career environments and for people in different functions in
an organization — but that the feelings of engagement would not
necessarily differ at all. That is, in the Enterprising and Artistic envi-
ronments we are more likely to observe enthusiasm and excitement
and high levels of activity whereas in the Conventional and Investiga-
tive worlds such boisterousness would not be likely. But the feelings
of engagement — the feelings of involvement, absorption, and iden-
tification with the work and the organization would not be different.
The moral of this story is that we need to look more deeply into
people and what they accomplish to establish their level of engage-
ment than just looking at their outward behavior.

Potential personality correlates of the engaged employee We can think
about engaged employees as those who are generally more upbeat
and positive about themselves and their worlds. For 50 years or more
we have documented scientifically that some people are more positive
than others about life and work and that this view has lots of positive
consequences. For example, more positive people are more satisfied
at work, less likely to be absent, more likely to work well with co-
workers (and customers), and also to have fewer headaches, heart
attacks, and longer-lived marriages! Can you test for the positive
personality? Yes. People who are more positive are also less neurotic
(they are more stable) and have what is called “positive affectivity”
(they tend to see the world more positively); tests for both of these
exist from reputable test publishers.

But you don’t only want a positive personality because that is only
part of engagement. You also want employees who are conscientious
so they will persist in their work efforts. Here, too, there are good
measures of conscientiousness available. In fact the research shows
that conscientiousness and neuroticism are the two best personality
predictors of performance in most jobs. We hypothesize that this is
true because conscientious and non-neurotic people are more easily
engaged and it is this engagement that yields higher levels of work
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Example:
Creating an Engaged Workforce at Harrah’s Entertainment, Inc.

We had the good fortune to speak with Nigel Martin, VP of HR at Harrah’s
about what they do to try to ensure their employees are engaged. In short
they do two things: (a) hire people likely to be engaged in the roles
and kind of business they operate in; and then (b) ensure they are sur-
rounded with supervisors, peers, communications, and the support to be
engaged.

For customer-facing roles, they seek upbeat people with a positive atti-
tude and they assess for these characteristics formally by putting potential
employees through a series of panel interviews. In one version of the
hiring process, candidates meet in a room with 20 others and are asked
to learn what they can in a few minutes from the person sitting to their
left and then present what they learned to the rest of the group. This is
all observed by trained interviewers.

With regard to surrounding people with the right kinds of peers, all
new employees are sent to a 4- to 5-day entertainment-themed orienta-
tion where they meet with and interact with other new employees. Super-
visors are trained to focus in on the following three issues: (a) understand
your people and your team and their lives; (b) help them do their jobs
well by providing them the resources they require; and (c) provide people
with personalized recognition when they try to be even more effective
than they have been.

Harrah’s understands you must do it all to get the engagement that
produces competitive advantage, and the more you put into the relation-
ship, the more the employees and the company get back.

performance. So, while you can do a lot to create an engaged work-
force, one critical thing that you can do begins before employees even
join the organization — it’s hiring those who are more likely predis-
posed to be engaged! For employees, this might mean adding per-
sonality measures to a selection process. But, the focus on selection
should also extend to first-line managers (and other leaders) who are
critical in helping to create and sustain a culture of trust and engage-
ment. For managers, the selection or even promotion process might
be extended to include:

+ Behavioral interview questions that focus on fundamental issues
for fostering a culture of engagement, such as how they: set goals
with employees and provide feedback; ensure that direct reports
understand the company direction and how they support it; provide
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employees with autonomy and challenge in their jobs; ensure the
respectful and fair treatment of employees; have repaired a rela-
tionship where trust has been compromised; and so on.
Assessment center processes that include role plays and simulations
that address interpersonal situations (e.g., how they coach an
employee with a performance problem).

Engagement metrics from scorecards as input into promotion
decisions.

Good to Know:

The Role of Supervisor Personality in Creating
a Culture of Fairness

“set the

irst-line supervisors
tone” for the fairness employ-
ees experience at work. What per-

1 agreeableness;
2 conscientiousness; and
3 emotional stability.

sonality attributes of these people
predict the procedural fairness
climate they create for their
subordinates?

Recent research?® shows that the
first-line supervisors higher on a
number of the following attributes
produce fairer procedural justice
climates for their employees:

The research further showed that
"extroversion” and “openness to
experience” were not significant
predictors.

What is really interesting about having an engaged workforce is that
the word spreads about what it is like to work in the organization
because employees tell their friends and family. This creates a positive
cycle whereby the people attracted to an organization for employ-
ment are those who wish to be as engaged as their friends and family
members are! It is for this reason that many managers with whom
we have consulted think of organizational pride and low turnover as
manifestations of employee engagement.

The Role of the Work Itself in a Culture of Engagement

So, you have the right kinds of positive people and the right kinds of
fair management so voila you have an engaged workforce! Well,
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almost. The missing element in this matrix of people and situations
is the work people actually do. The work we actually do is what
absorbs us, what we feel enthusiastic about and persist at, and what
gives us the feeling that we are being fulfilled at work. Job design
gurus Richard Hackman and Greg Oldham spoke about this kind of
work as work that is high on meaningfulness — the work itself and
the outcome(s) from the work are important.”

When the work itself is meaningful it is also said to have intrinsic
motivation. This means that it is not the pay or recognition that
yields positive feelings of engagement, but the work itself. In combi-
nation the following elements make work meaningful: work that
people find challenging; has variety; permits them to be relatively
autonomous in what they do and how they do it; and provides feed-
back directly as a product of doing the work. Of course, work that
has these attributes would be designed for employees by founders and
managers who have what McGregor called a Theory Y mentality
about what motivates people so the linkage to leadership and man-
agement is a tight one. That is, the same managers who will treat
people fairly and foster in them a sense of trust are also more likely
to be the managers who will ensure that the work itself is
meaningful.

Does this mean that assembly line work cannot be meaningful?
No, but it does mean that it is more difficult for such work to be
made meaningful. All work can be made more meaningful by altering
characteristics of the work being done and the way it is done. For
example, assembly line jobs can be made more meaningful
through:

* variety, such that people do not always do the same task;

* autonomy, such that people, or even teams, have goals set for them
but then determine how they will best meet these goals;

* challenge, by setting specific, difficult goals for people and teams
that they accept;

* feedback: by providing continuous feedback for how well the work
is being done.

In addition, any work can also be made more meaningful by helping
employees to see their work in the greater context of the organization
— for example, the assembly line worker in an auto plant is part of an
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organization that plays a vital role in the community by providing
jobs, job skills training, and financial support for community events
and organizations.

Good to Know:
Goal Setting and Engagement

sychologists Edwin Locke and

Gary Latham have shown over
the years that the highest levels of
effort and performance on the job
are observed when people work at
specific, difficult goals that they
accept. The research clearly shows
that people who are told to “do
your best” do not actually do their

best. People do their best when
they are provided with specific,
difficult goals that they accept.”®

The research also shows that
actually reaching goals creates
a self-fulfilling cycle that spirals
upwards to even higher levels of
performance; goal accomplish-
ment itself is rewarding.

Good to Know:
The Importance of Feedback

ore than 70 years ago Morris

Viteles,”® one of the early
founders of Industrial and Organi-
zational Psychology, had this to
say about the importance of
feedback:

[G]roups of workers without knowl-
edge of results tend to show a per-
sistently lower level of performance
than workers on the same task who
continuously know how well they
are doing. Perhaps further consid-
eration should be given, particu-

larly in repetitive work, to wider
use of readily visible output record-
ing devices. [Tlhe incentive
would be particularly strong if the
indicator registered the accumulat-
ing output in terms of ... dollars.

Our work in numerous organiza-
tions reveals that many employees
receive no feedback (knowledge
of results) on their direct contribu-
tions to organizational success and
are thus disengaged from such
success.

The Role of Monetary Incentives in a Culture of Engagement

Readers might have noticed that we have not talked about pay
except when we discussed the different bases for fairness judgments
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by employees — i.e., we discussed pay equity issues. That’s because
we don’t consider pay and other financial incentives (bonuses,
profit sharing) as key to employee engagement. While employees
may want more pay, they are unlikely to leave a job that they love
in an organization that treats them well to go to an organization
where they know that they won’t be treated well but will get more
money.

People come to work for pay but get engaged at work because the
work they do is meaningful and because they work for managers who
are competent, have upward influence, and are fair. They also are
engaged when they work with others who are engaged, usually because
of a combination of their own knowledge, skills, abilities, and other
characteristics (KSAOs) and the kinds of workplace conditions that
promote engagement that we outlined earlier.

People will focus their energies and competencies on achieving
pay when the reward system in which they work focuses incentives
on specific kinds of goal accomplishments. Thus, sales people typi-
cally have incentive-based pay, pay based on how much they sell.
There is nothing inherently wrong with such incentive systems, but
they can have the drawback of focusing people on the very specific
behaviors necessary to get the incentives.

For example, consider insurance agents who are paid to gain new
policyholders. If paid to gain new policyholders (e.g., there are higher
incentives for earlier payments by policyholders) then agents will sell
new policies. The problem is they will ignore old policyholders
because the incentives are not there to serve them well. State Farm
Insurance Company identified this problem a number of years ago
and changed the incentive system to also include policyholder reten-
tion. So, incentive systems can yield the behavior of interest, policy-
holder retention, only if the incentive system is specifically tied to
that outcome.

Salary is not a reward for anything but coming to work. An annual
salary raise is almost worthless with regard to daily motivation and
engagement because of the frequency with which it is given and the
disconnect between specific acts and the raise. Annual increases based
on profit-sharing are superior because profit-sharing, especially at
the work unit or team level, involves interaction and support with
and from others and that can be very engaging and make work
meaningful.
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Some forms of incentives and pay can thus be effective in creating
engagement but they must be used very carefully or they will at best
fail to achieve the goal they were designed for and at worst result
in negative outcomes (like selling policies instead of retaining
policyholders).

Does Organizational Success Impact Employee Engagement?

In the research we have been doing on the relationship between
employee engagement and organizational performance (see Chapter
1) as well as in other research with which we are familiar, we have
found that when the organization a person works for is financially
successful and/or in other ways gets identified positively then
employee engagement (and other employee attitudes) rise. The
reverse is also true as revealed in a conversation we had with Anthony
(Tony) Murphy, Senior VP of HR at Eli Lilly.”

Mr. Murphy told us that back in the 1990s when his company (and
other pharmaceutical houses) was doing very well financially, Lilly
concluded that it was important to think through ways it might repay
its employees’ efforts, the source of that financial success. The deci-
sion reached was to present stock options to all employees regardless
of position or rank. Satisfaction and engagement rose appreciably
and stayed high — and then they noticed that there was a relationship
between the stock price and scores on their engagement survey. The
bottom line on that relationship was that as the stock price remained
high so did the level of engagement but when the stock price declined
there was a noticeable decline in employee engagement.

Once they identified this trend it became clear to Mr. Murphy and
his team that employees were overly focusing on the financial success
of the company as an index of success so they quickly made very
public the other successes Lilly was having around the world. In fact,
Lilly had numerous productive and excellent successes over the years
but for a variety of reasons (changes in rules governing the way they
can market products, for example) those were not reflected positively
in the stock price. Also not positively reflected in the stock price were
awards they had won over the years nationally and internationally
(in Spain and Brazil, for example) as one of the best companies to
work for. So Lilly implemented a number of actions over a several
year period to reinforce this broader view of success:
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1 Lilly put into place a communications strategy for ensuring that
employees became aware of the many positive things that the
company is doing and accomplishing, including the impact of new
discoveries on the quality of life for people who use the pharma-
ceuticals they produce.

2 Lilly implemented a new leadership training program that focused
leadership not only on the rational business decisions they must
make but on the emotional life of employees, including employee
engagement.

3 Lilly developed communication pieces that explain the inherent
delays that exist between discoveries in research and other
positive changes at Lilly and changes in the company’s share
value. These communication pieces helped employees focus on
the long-term benefits of research successes and Lilly as a place to
work.

4 Lilly created a company-wide and world-wide four day forum to
solicit input from all employees via the Web. The website was
manned by trained senior leaders and was completely interactive.
Specific topics were proposed for input but they were not at all
limiting except they focused specifically on the future of the
company. As an index of the behavioral engagement of Lilly
employees, management was gratified to observe that fully one-
half of all Lilly employees participated via the Web in this dem-
onstration by Lilly that it wanted straight talk.

The bottom line on this discussion is that the success of a company
feeds back into the engagement of the company’s employees; engage-
ment leading to success is not a one-way street. People like to see
positive consequences from what they do and those positive conse-
quences lead them to feel good about what they do and who they are
and fosters engagement behaviors to produce still more positive
results. The first rule we learn is that it is very important for compa-
nies to think about the ways in which success can be made apparent
to employees because it is those employees who helped create the
success. The second rule we learn is that it is important to focus
employees on the total variety of successes the company is having
because that is what creates the broad base of such successes with
which they can identify.
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The Role of Culture in Creating Strategic Employee
Engagement

We have repeatedly emphasized the importance of trust and fairness
for creating a culture for engagement. This is true regardless of
whether the source of competitive advantage is service, innovation,
or efficiency. That is, a culture of engagement is basic and relevant
regardless of the specific focus for competitive advantage in the orga-
nization. However, we have also emphasized that another level of
culture is important as well, i.e., those values and beliefs that connect
to and determine how well the organization performs against specific
strategic objectives. It is here that the foundation is created for deter-
mining how employee energy is channeled in a form that creates
competitive advantage. In many of our illustrations and descriptions
of culture, we have drawn from what is known about service organi-
zations because those are widely experienced by many people both
as employees and as customers. However, as we’ve noted, there are
other cultures as well, such as cultures for innovation, efficiency,
work quality, safety, and so on.

We detailed in Chapter 2 that thinking about strategic engagement
requires that we identify the specific behaviors that reflect what is
valued and what creates competitive advantage. We also indicated
that to achieve alignment it is necessary that it be supported by the
organization’s culture. We think it obvious that the behaviors most
closely aligned with a quality-oriented culture might be different than
the behaviors more consistent with an innovation-oriented culture.
For example, a quality-oriented culture would likely support behav-
iors that are consistent with reliability and standardization. Consci-
entious behaviors come to mind. On the other hand, behaviors
aligned with a culture of innovation would likely reflect the acquisi-
tion of new knowledge, thus breaking away from current standard-
ization. Importantly, it isn’t necessary to think of these behaviors as
necessarily conflicting — rather it is a matter of defining, communi-
cating, and reinforcing those behaviors that are most critical to com-
petitive advantage.

That is, certain kinds of behaviors, while inherently “good,” do
not necessarily directly contribute to competitive advantage unless
they are directly focused on the strategic objectives of interest. For
example, while certain kinds of behaviors, like conscientiousness, are
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always generally positive, we have shown elsewhere that across com-
panies generic conscientiousness is unrelated to customer satisfaction
while customer-focused conscientiousness is related to customer
satisfaction!™

How Culture Supports Alignment

Culture directly supports alignment because the culture provides the
cues people need to guide their behavior. So, the job of guiding
behavior doesn’t fall on the manager as the collective direction of the
team or workgroup supports those choices as well. The cues people
receive are generally on what’s most important (e.g., “we don’t do
that here”), the subjects about which people meet and talk, the
emphasis on what is described in the employment interview, and the
organizational lore that gets repeated and emphasized in conversa-
tion, myths, and stories.

Summary

Organizational culture is the sense people have about what their
organization values, believes in, promotes, endorses, and stands for.
Culture emerges from the kinds of decisions founders make early in
the life of an organization. The culture they create is based primarily
on what they attend to as being important and at what they allocate
scarce resources. Culture is not forever; it must be maintained and
enhanced. Here are the six critical features of a culture in which
employee engagement is likely to exist and that yield the kind of
competitive advantage we think is possible through human capital:

1 All levels of management reveal to employees that they can be
trusted. They do this by treating people as valued resources and
especially by treating people fairly. They treat people fairly in the
ways they interact with them, in the policies and procedures they
design for employees (like performance appraisal systems), and in
the outcomes employees receive — like promotions and raises.

2 Trust in management, especially perhaps trust in one’s immediate
supervisor, is the key foundation to an engagement culture where
employees can feel engaged and behave engaged. This is so because
they feel safe to be proactive, to persist at difficult tasks, to be
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adaptable and to take risks to do what they see needs doing even
though it may not be in their formal job description. The key to
trust is fairness.

3 The on-boarding process is the way people learn the culture of an
organization. From the first contacts organizations have with
potential employees through the early on-boarding process orga-
nizations must imbue new employees with the values and goals of
the company. They do this through formal training that focuses
on company values as well as the skills required to do the work,
through informal opportunities for interaction, and through con-
tinual re-training. But perhaps the key to learning the culture is
what people see actually happening to them and around them in
the form of behavior — by co-workers and supervisors. This makes
it essential that care be taken where the rubber meets the road on
the front lines of work in organizations that what happens there
displays the values of the company in the best light possible.

4 The actual jobs at which people work must be designed such that
they require people to be the best and do their best. Such jobs are
high on meaningfulness — they permit autonomy, provide a chal-
lenge, and give feedback from the work itself. Such jobs yield a
sense of urgency and enthusiasm and require a sense of urgency
and focus and these are the key facets of the feelings of
engagement.

5 Hire carefully because you can hire people more likely to be
engaged. Focus on hiring people with positive affect who are also
conscientious because work performance requires both skill and
motivation. Do NOT make the error of thinking that if you get
the “right stuft” your job is done; the “right stuff” is “right” when
they have the “right” culture in which to live.

6 Employee engagement is affected by and also has an effect on
organizational success. Successful organizations, other things
being equal, will have more engaged employees and vice versa;
success causes engagement and engagement causes success such
that a positive success cycle is created.

If we had one message to leave with readers about creating the culture
required then it is this: Management at all levels, by its actions and
not by its words, determines the sense people have of what the culture
is and what it stands for. The more that culture promotes valuing
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people through trust, fairness, jobs, procedures and so forth the more
likely employees are to be engaged. Further, the more the organiza-
tion acts through its decisions and policies to communicate its stra-

tegic imperatives the more likely employees are to be strategically
engaged.

Reflection:

Organizational Culture as Red Wine

In another place, one of us had this to say about organizational
culture:*

Organizational culture is like red wine - the quality is determined by what goes
into it, how it is treated, and how long it ages. Founders’ personalities, values
and beliefs, the strategies and structures they enact, and the behaviors they
reward, support, and expect determine culture. Effective cultures age well up to
a point but they can turn bad; cultures must be monitored for their fit to their
competitive environment.




Chapter 4

Phase 1 of Creating and
Executing an Engagement
Campaign: Diagnostics and
the Engagement Survey

e have presented considerable detail about what an engage-

ment culture is and how it contributes to and directs the
energy that employees bring to the job. Now we turn to how to create
an action plan for building and sustaining an engaged workforce. We
see this as a process similar to a political “campaign” over an extended
period, where there are gains and setbacks, and where all candidates
have prior histories, strengths to leverage, and weaknesses to over-
come. In this and the following chapter, we provide an outline that
will guide your decision making. Like a political campaign, it requires
continual rethinking and retooling as successes and failures create
momentum along the way. It is a continual and iterative process of
diagnosis and intervention. This chapter is about diagnosis, and the
next chapter is about intervention. However, we briefly discuss the
issues concerning intervention in this chapter so we understand
where the diagnosis needs to go and why.

In Chapters 1 and 3 we gave a preview of the kinds of interventions
that build an engaged workforce. Reflecting the principles of engage-
ment we introduced in Chapter 1, here are the five questions to be
answered to determine whether and why those interventions are
appropriate:

1 Does company leadership understand the leverage points for creating
competitive advantage through employee engagement? — Do leaders
understand the fundamental ways in which employee engagement

Employee Engagement: Tools for Analysis, Practice, and Competitive Advantage 77
William H. Macey, Benjamin Schneider, Karen M. Barbera, and Scott A. Young
© 2009 Valtera Corporation |1SBN: 978-1-405-17903-4



78 Phase 1 of Creating and Executing an Engagement Campaign

contributes vitally to the organization’s depth of human capital?
Do leaders understand and agree upon their personal roles in
facilitating employee engagement?

2 Do employees know what the strategic focus of their engagement
should be? — Do people know how what they do matters and
where it fits in the bigger picture of the organization’s long-term
strategic goals? Do they have goals that align their behavior with
their company’s goals and their own individual talents and
interests?

3 Do employees have the intellectual, social, and psychological capacity
to engage? — In present day parlance, do employees have the neces-
sary “engagement capital?” Do they possess the energy and resil-
iency needed to adapt to changing conditions and persist when
confronted with obstacles? Do employees have the resources and
tools they need to make their investment of energy worthwhile?
Do they have balance between work and personal time to maintain
that level of engagement over the duration of their employment?
Do they have the support networks needed to maintain engage-
ment under duress?

4 Do they have a reason to engage? — Do they have a sense of identity
and interest in both what they do and the purpose they serve? Does
their work matter to them individually and to those around them?
Do the skills they possess align with what they have to do?

5 Do people feel safe and free to engage? — Are the conditions in place
such that employees feel free to release their energy and talent?
This is a question of autonomy and empowerment.

These five questions create the framework for both the diagnostic and
intervention phases of the engagement campaign. Moreover, answer-
ing these questions creates the link from the work environment to
the feelings of engagement and, in turn, to the engagement behaviors
that lead to competitive advantage.

Looking forward to the next chapter on interventions, our even-
tual aim here is to identify the kinds of organizational processes
that create the conditions to support an engaged workforce. Impor-
tantly, by acknowledging the need for intervention, we are explicitly
indicating that building an engaged workforce requires more than
an “employee engagement survey.” A well-designed survey provides
data, but it is what an organization does with the data that matters.
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Intervention implies change: Change in how work is structured
and processes are organized; change in the way leaders interact
with employees; and hopefully, subsequent change in engagement
feelings and behaviors. That means that interventions can be targeted
on both organizational processes and also directly on individual
behavior.

The kinds of interventions that we have in mind require an invest-
ment. Such investments obviously carry risk, both of the direct finan-
cial kind and of the possibility of failure. The good news is that there
is a body of organizational and psychological science that provides a
solid foundation as to the appropriate processes and forms these
interventions might take. Our suggestions for building and maintain-
ing an engaged workforce are based on such evidence mixed with our
own experience as consultants.

Because we offer our suggestions for creating an engaged work-
force using an evidence-based approach, we are often asked a series
of questions: “If you know what drives engagement, why do we need
to do a survey? Shouldn’t what drives engagement be consistent
across time, people, and perhaps even cultures? Why can’t we just
address those issues directly?” The answers to these questions are
sometimes more complex than we would like them to be for there is
some truth in the implied answer to the rhetorical questions. For
example, the kinds of things leaders should do to build trust and
demonstrate fairness are right to do regardless of circumstance and
regardless of whether a survey is ever done. Nonetheless, consider the
following:

1 Well-designed and implemented survey diagnostics are an efficient
approach to identifying where to direct action in a specific setting.
So, it is in this context that we think of the engagement survey as
efficiently leading to action planning and subsequent execution of
those plans.

2 Effectively implemented diagnostics are positively intrusive.
They communicate messages about what is valued within the
organization. They communicate to employees how seriously
management thinks about employee engagement and all that it
implies. Diagnostics lead employees to think about their work and
their contributions to the organization. Diagnostics give employ-
ees and their leaders feedback that confirms or denies their
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own private views and can lead to a more realistic and constructive
way of thinking about people, their jobs, and organizational
effectiveness.

3 Not every organization starts at the same place, and the starting
point determines the nature (intensity, duration, focus) of the
intervention(s) that follow from the diagnostics. In one way, this
is the same as saying every organization has its own history and
corresponding legacy. At times, that legacy works against the goals
of the engagement campaign. Further, you or some other leader
may have inherited that legacy and lack the background to fully
understand its implications. An appropriately designed survey can
help illuminate those issues.

Diagnostics certainly can take different forms. They range from the
casual observation and collection of anecdotes to the sophisticated
engagement survey, which is the focus of this chapter. Indeed, our
recommended strategy comprises several diagnostic activities, the
engagement survey being only the most visible form.

Pre-Survey Diagnostic Activities

Our steps to implement an engagement campaign are described here
as a complete framework. Many organizations will find they have
already completed parts of this campaign strategy, or choose to
modify the plan to fit “where they are” within the context of an
ongoing process. This would certainly be the case in an organization
that has already been conducting employee surveys on a regular basis,
perhaps already referring to them as “engagement surveys.” For the
sake of completeness, our “model” campaign strategy is written from
the perspective of what the organization needs to consider with the
assumption that no prior activity has occurred.

Step 1: Conduct the Background Check and Acquire
the “Language”

The first step in the diagnostic phase is intended to define strategic
engagement “as we want it to look here.” Most importantly, any lack
of clarity in defining what engagement means at a strategic level, and
how it is manifested in the behavior of line employees, means that
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further efforts to communicate with the organization as a whole will
be unsuccessful.

PepsiCo expresses their understanding of this link in their 2007
annual report:

As a guide for associates in all functions and at all levels of our orga-
nization, we introduced the PepsiCo Leadership and Individual Effec-
tiveness Model in 2007. By communicating what’s important at
PepsiCo and what we value from each of our associates, we are helping
to shape an unrivaled corporate environment that provides our
company with the ultimate competitive advantage.'

The internal HR Consultant will often have more direct access to
information that speaks to defining how employee engagement trans-
lates into competitive advantage than will the external consultant.
The external consultant will find the job more difficult as the public
messaging used by companies is obviously written to respond to
many legitimate agendas. Clearly, though, the more complete this
definition of what strategic engagement means to the target company
and in the language used there, the easier the task of both commu-
nicating and measuring strategic engagement.

When we get involved with clients, we make the point of research-
ing publicly available documents to understand better the messaging
surrounding company strategy and relevant business criteria. At
times, we find that what is “mission critical” is fully articulated in the
annual report. More often, we find relevant information openly pre-
sented in presentations to the financial investment world which can
easily be found on corporate “investor relations” websites. Here,
while words are carefully chosen, they tend to speak directly to how
the company believes value is added in the marketplace. For example,
innovation-driven companies will speak to the R&D pipeline of new
products. Efficiency as a core value is often described in terms of
“scale” or “cost control.” These are the metrics financial analysts pay
attention to because knowing where the company falls on the metrics
relevant to the strategy of organizations gives them insight into
potential future market performance. In addition, we often find that
valuable information is provided within the organization’s employ-
ment branding materials, with the career sections of company web-
sites a good starting point.
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The important task from a human capital perspective is to
translate these explicit value statements into the specific kinds of
engagement behaviors that are valued and regarded as a source of
competitive advantage. At times that can require a bit of detailed
follow-up. For example, a simple reading of IBM’s 2007 annual
report indicates that part of their strategy in addressing increasing
globalization is to replace vertical hierarchies with horizontally inte-
grated teams.” As part of the conversation with executives, we would
naturally ask about the kinds of behaviors that reflect “success” in
such teams. We aren’t saying that this is where we would end with
our definition of strategic engagement, but we clearly would use this
as a point of departure or at least follow up in our interview. Again,
at times our homework is partly done for us, such as expressed in the
2005 annual report from Tesoro Corporation, where the importance
of proactive engagement behavior is articulated directly: “people
continually look for new and better ways to work. By being proactive
in every facet of our business ... we continue to create shareholder
value.”

In summary, the important outcome of this step is to acquire an
understanding of how engagement, performance, and strategy are
discussed both directly and indirectly within the organization. By
being aware of the strategy and the language used to portray that
strategy vis-a-vis people, we are better positioned to help leaders
diagnose and then improve the level of engagement of their
workforce.

Step 2: Engage Leadership to Define Strategic Engagement
and the Supporting Culture

We work from the premise that senior leaders both directly and
indirectly influence the organization’s culture, which in turn facili-
tates or hinders employee engagement. Therefore, it is critical to
assess whether there is alignment within the senior leadership team
as to the focus and purpose of the engagement effort. Some of the
relevant questions include:

+ Is there a common expectation for what engagement means for
both the organization and its employees?
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+ Is there a common view of the challenges facing the team as it
moves forward and the timelines for implementing the engagement
campaign?

+ Do all understand the role of culture and the work environment in
promoting employee engagement?

« Is the role of engagement in creating competitive advantage explic-
itly defined?

It is difficult to obtain access to senior leadership. Often, an
engagement initiative begins with a call from a senior HR profes-
sional to an external consultant — the need for an engagement survey
has been defined and the HR professional is looking for a consultant
or vendor to provide the relevant support. A proposal is requested,
and the HR team evaluates responses to a pre-defined set of questions
that may seek answers about any number of factors specific to con-
ducting an engagement survey. Unfortunately, it is rare to see a
“request for proposal” that in any way addresses the need to engage
senior leadership in the process. But that is very short-sighted.

We understand that internal consultants do not always have the
influence to guide corporate thinking on engagement and must rely
on HR leadership to fill this role. We also of course understand that
external consultants can find it difficult to obtain access to corporate
leaders. But access to senior leadership must be obtained, because
our experience in a large number of organizations suggests that
members of the senior management team may have very different
perspectives on what engagement is and why it is important.

Prior to the survey itself, there must be a diagnosis of how the
organization understands employee engagement and the directions
in which organizational momentum is moving. We do not see this
as a survey-driven initiative at this initial stage. Rather, it is better to
think of this as a sequence of conversations with the top few levels of
leadership. It’s best not to assume that the views within and across
these levels are consistent, although they may certainly be. Also, it’s
best not to assume that the senior leadership team can openly discuss
and resolve differences if in fact they exist. At a minimum, one
outcome of this exercise is an identification of any “disconnects” that
exist at the top. In the better case, an opportunity emerges to clarify
and align the messages of the senior leadership team. Some questions
worth asking include:
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+ Where are you dissatisfied with or have inconsistent views of the
progress the organization is making in fulfilling your strategic
plan?

+ Where do you see a lack of alignment between where people spend
their time and effort and where you think they should be directing
their effort? Where does the disconnect occur? Why do you think
that is? Towards what activities or goals does employee energy seem
to go?

+ What do you think will make it difficult to change this situation?

+ Has it always been this way? Has there been a change in strategic
focus? What has changed or is changing in the organization or
marketplace that is facilitating or hindering progress?

+ What would be different if employees were maximally engaged?

+ How would you know your employees are maximally engaged —
what do you want to see?

The organization’s leader may wish to rely on internal staff (HR staff,
6 Sigma black belts) to conduct such an analysis, but at times it is
better accomplished with the help of a third-party team who may
more objectively capture, aggregate, and make sense of the conversa-
tions. The information collected at this stage of activity is often times
quite sensitive as executives are politically attuned to “turf” issues. A
trusted third party may more easily probe to gather information and
to test the assumptions he or she draws from those conversations.
Third parties may also experience less difficulty in sifting through the
“private theories” that often emerge in these conversations and may
be more likely to have the probing skills necessary to ensure they
understand what they are hearing.

Through iterative feedback to the leadership team, this diagnostic
phase can help to ensure that a common view emerges among the
leadership team as to: (a) what the team wants to achieve through
employee engagement; (b) how they think about what employee
engagement is; and (c) the barriers that prevent the company from
achieving its strategic plan vis-a-vis its people. It is also important
here to identify those components of the culture that represent the
fundamental values of the company that are important to celebrate
and preserve. Actually, it isn’t important whether “engagement” is
the defining attribute of this activity. For example, it would be per-



Phase 1 of Creating and Executing an Engagement Campaign 85

fectly appropriate to frame the conversation in terms of leadership—
organization—employee alignment.

This phase of activity sets the stage for how employee engagement
matters within the context of the culture and strategy of the company.
Most importantly, this discussion puts strategy first, and employee
engagement second. Obviously, with agreement there is a platform
for further diagnostic work and momentum for change.

Tip:
Holding an Engagement Summit

One approach to conducting diagnostic interviews is to convene group
meetings. This approach has the particular benefit of simultaneously
serving as a communications vehicle for executives to provide their support
for the engagement campaign and involve the broader management
team in the process. We refer to these meetings as engagement summits
because of the connotation that the meeting is both out of the ordinary
and that each of those attending is both expected to contribute and has
an important view to be heard. These summits provide a forum for discuss-
ing what engagement means within the organization and its importance
to organizational success. Importantly, as part of these meetings, partici-
pants should translate what engagement looks and feels like within their
respective work groups. One way to orchestrate these meetings is to
involve opinion leaders within the organization as engagement champi-
ons. Their range of influence is often far reaching and may be powerful
in spreading the engagement message.

In summits held with leaders and managers, an important part of the
summit should be the discussion of the behaviors and practices that they
should specifically engage in as managers and leaders to help create a
culture for engagement within their work groups. We talked about how
to do this in the previous chapter on culture. Commitments on how par-
ticipants will personally attempt to foster or sustain engagement should
be made as well as part of these summits.

Step 3: Craft the Engagement Messaging

Choose the language around which you will communicate all aspects
of the engagement campaign (and particularly the subsequent engage-
ment survey and any distinct leadership survey efforts). Note that this
can and should follow directly from the leadership team’s purpose
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and the subsequent description of the local “look and feel” of engage-
ment and how it contributes to organizational effectiveness. It is
critical here to plan for this effort before rolling out the engagement
campaign to the entire organization.

It is critical to test the messaging. One method is to put together
several focus groups and test the actual messaging with them. This is
probably best done using professionals trained in the focus group
method. Often, that expertise may exist in the marketing function
within the company. However, even casual conversations can pin-
point areas of concern. Some of the questions you want to ask are:

* When you [read/hear] this what do you think “engagement”
means?

« What does is look like when the people you work with are
engaged?

+ Why do you believe company leaders have an interest in
engagement?

+ How do you believe others within the company will interpret this
message?

This step is critical because in the absence of information regard-
ing the purpose of the effort, employees are quite likely to misinter-
pret the intent; depending on levels of trust within the organization,
they may attribute motives to the leadership team that will work
against the success of the effort. Indeed, we sometimes find that
leaders have deep and passionately held concerns about not using the
term engagement because it doesn’t fit their preferred way of com-
municating. That is fine. What is important is focusing on how
employee energy is directed toward what creates competitive advan-
tage and ensuring that the approach adopted has relevant and impor-
tant local meaning.

It is very important here to understand that employees likely will
see the “engagement survey” as being another survey and not some-
thing new. Depending on how survey data have been used in the past,
it will be more or less difficult to convince employees this is some-
thing worthwhile. If employee surveys in the past have received little
attention (no feedback, no action) there will be what we term “appro-
priate cynicism” as to what is likely to follow from the new survey.
Without belaboring the point too much, if a culture of mistrust and
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unfairness exists when the survey is attempted, then it will be abso-
lutely necessary for the leadership team to know precisely how it will
handle the results of the survey and communicate that upfront to
employees so they will willingly participate.

s Case Scenario:

Engagement Messaging at
Harrah's Entertainment

ne way to communicate effectively with managers is to develop a

model around which the engagement message is constructed. The
approach taken at Harrah'’s provides a good example. Nigel Martin, VP of
HR at Harrah’s, described to us how it is done.*

The key to making engagement happen at Harrah's is to align messag-
ing around engagement by centering the message on employees’ needs.
They put it succinctly: “Get Me, Guide Me, Root for Me.” These become
guiding principles for how managers are to behave, their training, and
performance appraisal. Figure 4.1 shows the way Harrah'’s presents these
guiding principles to managers, and items in their employee survey tap
the degree to which employees find these activities present for them in
their work.

The elegance in this approach is that all facets of engagement, from
measurement to action, are summarized succinctly with a direct call for
action. Of course the reality of implementation is more difficult, but it
portrays simultaneously all of the following to managers: People are
important, and you'd best keep them at the top of your mind if you want
them to be engaged. Figure 4.2 shows some of the ways in which Harrah’s
says improvements in employee engagement can happen and the things
managers are charged with making happen to ensure employees are
engaged.

Harrah's uses the employee engagement survey to drive home the
message. The survey provides one method for continual monitoring of
the level of employee engagement. Key to the campaign'’s success is the
follow-through with the survey results. Following each administration of
their survey a newsletter is sent to senior managers in all of their proper-
ties where properties are compared in rank order from top to bottom on
an engagement index. As Nigel Martin noted, this provides a natural
competitiveness, but it is not just about the numbers. Managers are then
not only challenged to make necessary improvements but, as indicated
earlier, they are provided with the model to use as a basis for thinking
about change (Figure 4.1) and some of the techniques for making change
happen (Figure 4.2). They strive for continuous improvement because they
recognize that they must never claim to have succeeded at engagement;
it is an ongoing commitment to try to do more.

Cont.
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Figure 4.1 "How do we bring employee engagement to life?”
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Figure 4.2 “Engagement next steps: Professional best”
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The Engagement Survey

Surveys are an efficient way to capture employees’ views on issues.
With the promise of anonymity and confidentiality that typically
comes with surveys, employees tend to provide more open and
honest feedback than they would if asked the same questions by other
means where their identity is known. Think of your employees as
front line reporters, telling you about what is really happening when
“the rubber meets the road.” Surveys provide executives with unfil-
tered information and data — employees’ views on how they feel, and
how the organization works or fails to work — data to which execu-
tives otherwise might not have access. It’s been said that feedback is
a gift. Survey feedback is especially so because it is unfiltered.

Creating a survey to measure engagement and the work environ-
ment conditions that support it requires us to think differently and
break from past survey traditions that measure employee satisfaction
or even commitment. There are important practical implications of
focusing on what drives engagement as opposed to what drives sat-
isfaction. We will speak to how driver analyses are conducted later in
Chapter 5. For now, though, it is sufficient to point out we have
replicated this pattern of results over time, with different clients, and
in aggregate across national samples of data. What drives satisfaction
are factors like job security, benefits, and opportunity for a “better”
job. What drives engagement is the chance to use one’s skills, a clear
link between one’s work and company objectives, and the encourage-
ment to innovate. While the specific items that appear as drivers are
not identical from client to client — in part because of differences in
the items included in those surveys, and likely due in part to different
workforce compositions — the nature of the drivers of satisfaction and
engagement are consistent. We consistently find that the drivers of
satisfaction are issues that pertain to what the organization provides
to the employee, whereas the drivers of engagement involve the
factors that impact the employee’s ability to maximize her contribu-
tion to the company.

This important distinction has several implications for what gets
done in organizations. First, successful efforts to improve on those
things that impact engagement are more likely to increase team and
organizational productivity. Taking full advantage of employees’
skills, communicating how the work they perform contributes to
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company objectives, and encouraging them to bring new ideas
forward through fair practices and procedures are clearly actions that
are in the best interests of the employer and employee alike. On the
other hand, guaranteeing job security, improving employee benefits,
and increasing promotion opportunities clearly pertain to employees’
needs more than they directly influence organizational success.
Further, improving these things simply may not be feasible for com-
panies due to financial and other constraints. Lifetime employment
is a disappearing or extinct concept in most industries, and the rate
at which health care costs are rising makes satisfaction with benefits
harder and harder for companies to maintain, let alone improve.
Therefore, we would expect initiatives proposed to address the
issues that drive engagement to be more welcomed by executives and
more beneficial to companies than those targeting the drivers of
satisfaction.

Thus, from an action planning perspective, the drivers of engage-
ment can be more easily influenced at the immediate manager level.
In many contexts, low-level to mid-level managers can greatly influ-
ence the degree to which their direct reports’ skills are fully utilized
and their ideas are solicited and implemented, for example. On the
contrary, influencing the drivers of satisfaction more likely requires
corporate-level change. While a manager can influence whether an
employee is terminated due to poor performance, he likely cannot
directly prevent layoffs or improve his employees’” benefits package.
Although he can ensure fairness in promotion decisions, in most
situations he can’t promote most or all of his direct reports.

Key driver analyses such as those we’ve discussed are a primary
method used in employee survey research to determine the issues on
which to focus improvement efforts. It is quite evident that a com-
pany’s choice to include a satisfaction (whether labeled as satisfaction
or engagement) or engagement measure in their employee survey has
a significant impact on the decisions and actions that result from the
survey. Furthermore, for the reasons mentioned above, we believe
that engagement, conceptualized as a state of urgency, focus, and
intensity, is more critical to individual and company performance
than is satisfaction with its meaning and connotations of satiation
and contentment.

It is worth emphasizing one further distinction between measures
of satisfaction and engagement. We distinguished in Chapter 2 the
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difference between thinking about engagement in terms of the broad
kinds of behaviors that represent an engaged workforce and those
that are strategically focused. Practically, this translates to our recom-
mendation that your employee engagement measure should not only
assess the general feelings of engagement and general engagement
behaviors but also strategically focused behaviors. As HR strategists
Becker, Huselid, and Ulrich have noted in their description of human
resources practices in general, it is when HR practices are strategically
focused that they are likely to facilitate specific competitive advantage
— the same is true for employee engagement measures.’

It is important to emphasize that thinking about engagement
doesn’t mean that employee satisfaction or employee well-being is
ignored. On the contrary, engaged employees tend to be satisfied.
People want to do meaningful work and contribute to organizational
success. Also, the interventions that create the conditions for mean-
ingful work and enhance the capacity of employees to engage can
have a positive effect on satisfaction as well.

Good to Know:
Common Survey Response Formats

he typical engagement survey
includes a series of statements
to which people can agree or dis-
agree, often measured on a 5
point scale (strongly disagree = 1;
disagree = 2; neither agree nor dis-

asked directly as to how satisfied
they are with a particular compo-
nent or outcome of their work
(e.g., "how satisfied are you with

. ?"), or ask them to rate an
object of opinion on a scale from

agree =3; agree=4; strongly
agree = 5). Questions may also be

poor to good, and so on.

Writing Questions that Focus on the Feelings of Engagement

We have stressed repeatedly that the feelings of engagement lead to
the behaviors that create competitive advantage. By asking questions
that directly tap the feelings of engagement in the survey, we will later
be able to drill down empirically to determine what key factors drive
those feelings for the employees of a company, figuratively peeling
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back the onion to get to the core of what is important to address in
subsequent action planning and interventions.

The specific components of “feeling engaged” relevant for the
engagement survey include: (a) a sense of goal-directed energy; (b)
the feeling of focus and absorption or being lost in one’s work; (c) a
sense of enthusiasm and excitement about the contribution one is
making; (d) a feeling of intense focus on the job. These components
translate into questions (statements to which survey respondents
agree or disagree) such as:

« I feel confident that I can meet my goals.

« I am excited about how my work matters to our team and the
company.

+ Time goes by very quickly when I am at work.

+ Ifind it very easy to stay focused on what is most important for me
to accomplish at work.

Writing Questions that Focus on Behavioral Engagement

In what we think of as “good” engagement surveys, both feelings of
engagement and behavioral engagement are represented — employees
are asked to report both on what they feel and what they see in the
form of behavior happening around them. We earlier focused on
questions that tap the feelings of engagement. Our focus here is on
the behavioral framework.

Though many types of survey items are framed with the individ-
ual’s perspective at the core (e.g., items like, “I can focus on my work
when the going gets tough”, or “T am willing to give extended effort
on the job”), we feel that items that measure engagement behaviors
need to be framed with the work group as the referent for two sig-
nificant reasons. First, competitive advantage comes not through the
talent or actions of individual employees one at a time, but through
the organization’s workforce as a whole, through the aggregate of
individuals’ efforts. Simply put, we are concerned with an engaged
workforce, not an engaged individual one at a time. In fact, it is worth
examining the extent to which employees within the unit agree on
the level of engagement they see within the team or unit. For example,
we know that the degree of consensus on employee-based measures
of service climate predicts customer satisfaction above and beyond
the simple average level of service climate within the work unit —
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when people agree more on what the climate is, you get better predic-
tions of what customers say about their level of satisfaction.® Similarly,
teams perform better when there is greater consensus as well as a
higher level of average fairness perceptions within the group.’

Second, and admittedly more tactical, the prospect of any one
individual’s responses to items being biased is of some concern. That
is, one’s responses to items related to whether they personally act
engaged could be distorted due to demand characteristics (that is,
responding as you think others would expect) or even due to self-
preservation. So, for example we would expect the averages on self-
report measures of, for example, staying focused at work to be higher
on average than when people are reporting on the behavior of others
with regard to how proactive they are or how persistent they are. In
addition, when we ask a number of people in a work group to report
on what is happening there, the aggregate or average of what they
have to say yields a reliable indicator of what is actually going on
there. For these reasons, items that measure whether employees act
engaged should be framed in terms of what people see within their
work groups, with a lead-in like, “Within my work group ...” or
“The people I work with ...”.

Tip:
Matching Survey Questions to Outcomes

The idea of matching the content of survey questions to the outcomes
(service, safety, innovation) of interest has a long and useful history in
psychometrics — the science behind the design of attitude survey measures,
measures of personality, and all other forms of measurement. Psycholo-
gists and authors of a seminal book on attitude theory and research,
Fishbein and Ajzen® long ago, for example, showed that attitude surveys
best predict behavior when the survey items assessed feelings about a
particular object of behavior. For example, if we want to predict racist
behavior, don’t just ask questions about attitudes towards others but
about attitudes towards others of specific racial heritage. Similarly there
is a good research tradition that shows that personality tests predict
behavior at work best when the personality test questions ask about how
people see themselves at work — not how they see themselves in general.’
Initially, research on organizational climate has also shown that generic
climate measures do not reliably predict organizational performance but
strategically focused climate measures do predict safety climate and
service climate."
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Crafting questions specific to the strategy Now that we know how we
frame items that measure engagement behaviors, let’s look at how
the content of items might vary based on a firm’s strategy. We can
probably all think of firms that differentiate themselves on innova-
tion (e.g., 3M, Sony), customer service (e.g., Nordstrom, Four
Seasons) or operational efficiency/cost containment (e.g., Costco,
Wal-Mart). What would engagement behaviors look like in each of
these types of firms? Let’s just contrast two of the strategies men-
tioned above — innovation versus operational efficiency/cost contain-
ment. We can conceive of some engagement behaviors that would
serve both strategies. For example, in both strategies, you would want
employees who feel safe to actively challenge the status quo and
suggest new and improved ways of doing things. But the content of
those suggestions would be different. That is, in the case of a company
with a strategic focus on product innovation, we want employees to
propose the creation of new products and services; in the case of a
company with a strategic focus on operational efficiency/cost con-
tainment, we want suggestions for more streamlined methods of
execution. So, even though the general behavior of making sugges-
tions would be important in both, we propose that the content of the
behavioral engagement items should be tailored to the specific context
to increase its relevance and ensure that its focus or intent is not
misunderstood. Having such specifically focused behavioral engage-
ment items, in turn, helps to make the behavior more transparent to

Example:
Strategically Focused Behavioral Engagement Survey Items

Innovation engagement behaviors: The people | work with maintain their
focus on coming up with new products and services even when they
encounter potential distractions.

vs.
Cost containment/operational efficiency engagement behaviors: The
people | work with maintain their focus on proposing new ways to reduce
costs and to be more efficient even when they encounter potential
distractions.

vs.
Generic engagement behaviors: The people | work with maintain their
focus at work even when they encounter potential distractions.
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all, which is important as a basis for later driving improvement
efforts.

It is very important to note, however, that there are some engage-
ment behaviors that are not equally relevant across organizations. For
example, an important engagement behavior for the innovation
strategy, but perhaps less so for the cost containment one, would be
the active pursuit of self-development activities that educate and
train people to be more innovative and creative. Similarly, we can
identify engagement behaviors that might fit the firm focused on
operational efficiency and cost containment, but not innovation
(e.g., minimizing waste and defects).

Just as firms differentiate themselves on strategy, divisions or
functions within a firm may similarly differentiate themselves. In
organizations where this is particularly true, they may find it useful
to have similar frames of reference (engagement behaviors) and
similar behaviors (for example, maintaining focus despite potential
obstacles) but to frame these behaviors with a different focus/context
by division or function as shown in the example box. This suggests
that a common survey (for the most part) might be used in different
functions across a company but with content appropriate for the
strategic imperatives of those functions as the strategic behavioral
focus of the items. The need for this kind of adaptation in survey
content should be balanced with the value that also comes from
having a company-wide completely universal metric.

Writing questions that focus on the connection between work and
strategy The answers to strategically focused engagement questions
will tell you whether or not people see engagement being played out
strategically in the organization. Other more general questions about
the feelings of engagement and engagement behaviors will give
further insight into engagement levels within the company or work
unit. As we suggested earlier, it is also important to know if employ-
ees understand the link between what they do and the strategy of the
firm. This is a question of employee—organization alignment. Ques-
tions of the type we have found useful include items such as:

« There is a clear link between what I do and organizational
objectives.
+ T have a good idea of what my company is trying to accomplish.
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Writing Generic Behavioral Engagement Survey Questions

Although the strategic focus of the firm determines the specific ways
in which engagement behavior takes form, there are more general
manifestations of engagement behavior that serve as the background
against which specific behaviors emerge. As pointed out in Chapter
2, these include factors such as proactivity, persistence, role expan-
sion, and adaptability. Thus, representative questions of this more
general type include:

+ The people in my work group fix little problems before they become
major issues.

+ The people here look for ways to improve the way we work.

+ The norm here is to stay with a problem until you get it solved.

+ The people here take on new responsibilities as the need arises.

You can see that these are more generic characterizations of an
engaged workforce and are important to be sure — but that it would
be also important to know how these get played out in the form of
specific strategically relevant behaviors given specific jobs.

Writing Questions that Focus on Creating the Employee
Capacity to Engage

The question of whether individuals have the capacity to engage
seems fundamental. If people don’t possess the energy to engage in
their work or don’t have the basic resources and tools needed to
engage, there can obviously be no engagement. Consistent with con-
temporary uses of the term, such “capital” can be social, informa-
tional or structural, and psychological. Some of this people bring
with them from outside work. Some of this can be developed,
enhanced, or depleted at work. From a diagnostic perspective, we are
interested in those factors that can be influenced through interven-
tion. These fall into three categories:

1 individual sources of energy and vigor, or psychological capital;
necessary financial, informational, and physical resources to do the
work; and

3 social support within the team and organization.
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Individual sources of energy and vigor While these can include both
dispositional factors (psychological traits) and also less permanent
“mind sets,” our interest is restricted to the latter, simply because
our focus is on what can be changed through intervention. The spe-
cific factors that are embraced within this notion of “mind set” argu-
ably include many, but from our perspective these factors have at
their core the notion of what psychologists call “agency,” or the
capacity to achieve success, i.e., reach a goal through one’s own effort
and means. In the context of the work environment and employee
engagement, this means the belief that one can overcome obstacles,
that persistence will make a difference, and that one is sufficiently
competent to do the task at hand. In short, agency is about the very
notion of what we mean by engagement — moving forward and
getting things done as well as the emotional state of positive
affect.””

Within a diagnostic context, we think the relevant questions of
interest address whether the organization and its leaders contribute
to that mind set. Particularly relevant are questions regarding com-
munications and leadership practices that encourage the sense of
optimism and hope that people have for the future. To understand
how this plays out, consider a point in time where two companies
are considering a merger. Within one company, employees share the
view that the other company will be the “winner.” Hallway talk is of
who will lose their jobs, whose work will be displaced, and what life
will be like after the merger. Here, there is a fundamental lack of
optimism or any belief that the future company can be a compelling
place to work.

In our other company, there is a sense of excitement over the
pending deal. Here, the hallway talk is about the opportunities for
personal growth and company success. You can envision the sense of
energy and purpose with which people approach their work. These
employees are in a very different “state of mind.” It is such a state of
mind, reflected in the notions of hope, optimism, resiliency, and other
related psychological states that are fundamental to engagement. This
is not a question of whether personal energy can be released or tar-
geted; it is a question of whether that energy can be found.

Some of the kinds of questions relevant to the factors that create
the sense of resiliency, optimism, and hope within such a merger
context would include:
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« I feel confident in the future of our business.

+ I have the skills T need to meet the future demands of my job.

+ We have done the planning in our work group to make the transi-
tion with new management a success.

Some examples of questions serving as more general examples
include:

+ I have been adequately trained to do my job.

+ My supervisor helps me to develop confidence in my own ability
to do my job well.

+ My supervisor sets challenging but achievable goals.

+ My supervisor supports my need to balance my work and personal
life.

Resources The second kind of necessary resources are those that
people simply need to do their jobs: Tools, information, equipment,
and the like. Relevant survey questions might include:

+ I have enough information to do my job well.
+ My work group has the resources (finances, equipment, etc.) neces-
sary to do high quality work.

It is not uncommon for engagement surveys to drill down using
more specific questions about specific kinds of resources and com-
munication issues. We see these kinds of issues as providing a foun-
dation for engagement feelings and behavior as it is difficult to be
fully engaged when you do not have the wherewithal to do the
work.

Social support Finally, a third resource is the availability of social
support necessary to work effectively in the business. Often, our
clients think of these as the issues centering on the facilitating com-
ponent of teamwork but our engagement framework extends some-
what further. Specifically, the positive affect and emotional state that
coincides with the energy and vigor visible to others arises directly in
a social/work context.” Diagnostic questions in the engagement
survey would include items like:
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+ The people I work with cooperate to get the job done.
+ I can count on the people I work with to help me if needed.

Writing Questions that Focus on Whether People Have
a Reason to Engage

In Chapter 2 we presented in significant detail the importance of
meaningful work for the feelings of engagement. We defined this
earlier as work that has challenge and variety, allows for autonomy;,
and provides people with feedback. In addition, work that is aligned
with one’s values and seen as contributing to the company’s success
contributes to feelings that one’s work is meaningful. Survey items
ought to reflect these notions. Some examples of relevant survey
questions include:

* My job makes good use of my skills and abilities.

+ I feel encouraged to come up with new and better ways of doing
things.

+ The people who work here share common values.

+ The work we do is important to me.

Much of what comprises the current interest in employee attitudes
toward social responsibility of organizations is relevant in this context.
We introduce this because much of what can be done to influence
employee perceptions of the “corporate brand” can be thought of as
not just issues of what drives the employee value proposition but also
what provides a purpose for engagement. For example, the Sun
Microsystems corporate website includes a specific reference to cor-
porate social responsibility under the section of its website titled
“employee engagement.” One Sun employee, quoted on that webpage
answered the question “When I say socially and environmentally
responsible, I mean:” with “not just saying the words as marketing
hype but actually incorporate it into our company’s DNA in how to
conceive/architect/design/deliver products and services.”'*
So, relevant questions for the engagement survey might include:

+ Decisions at my company are made in a socially and environmen-
tally responsible fashion.
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+ My company actively contributes to the communities in which we
do business.

It is worth noting that the kind of meaningful relationship
people seek to find with and through their employer is a source
for the sense of pride that many confuse with engagement. That
is, pride is not such a manifestation of engagement itself as it is
an outcome of working in a company that serves a meaningful
purpose and is linked to a larger sense of purpose and meaning in
life.

Writing Questions that Focus on Whether People Feel “Free”
to Engage

We’ve emphasized repeatedly that trust and fairness are critical con-
ditions for engagement to emerge. From a diagnostic perspective, this
is a question of whether people can feel safe to engage; that their
efforts will be worthwhile (recognized and supported) and in particu-
lar not put them in a disadvantageous position or at risk.

While trust often appears in employee opinion surveys, it isn’t
generally given the emphasis that we think it deserves. A single item
or two, often geared only at trust in upper management, is not suffi-
cient to capture the complexity and multi-layered meanings and foci
of trust as we see it. Even if there are multiple items on trust, the
perspective is nearly always one-sided — do employees trust others
(their managers, leaders, co-workers)? What isn’t typically included
is whether employees feel trusted. Yet, this is critical for them to feel
safe, and without feeling safe to engage, employees are unlikely to
suggest new and innovative ways of doing things, go “off process” to
meet a unique customer need, and so on.

Some example questions of “feeling trusted” and “psychologically
safe” include:

« I feel safe to speak my mind about how things can be improved.

+ I can take action to satisfy a customer without worrying about
being second-guessed by my manager.

+ I can count on my supervisor to back me up on the actions I take
to address a customer’s dissatisfaction.
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Similarly, while fairness may be assessed, its treatment too tends to
be limited both in terms of the number of items included and in the
focus of these items. We’ve seen surveys where there are a number
of items that assess fairness. The problem is that they focus on a single
type of fairness (“I feel fairly treated here”). Ideally, an engagement
survey would include items specific to the types of fairness that we
discussed in the previous chapter — outcomes (e.g., satisfaction with
recognition received in the form of rewards or public praise), proce-
dural (e.g., clear links made between decisions and the procedures
that led to them), and interpersonal (e.g., treated with respect and
dignity).

Good to Know:
The Measurement of Perceived Fairness'

tems that might assess overall
fairness:

e Taking everything into account |
feel fairly treated by this
company

e Overall | feel this company is just
and fair in the way it treats and
rewards employees.

Items that might assess fairness of
outcomes:

¢ In general the rewards | receive
in this organization are fair.

o | feel the rewards | get are equi-
table given the work | do.

Items that might assess procedural
fairness:

e Decisions here about people are
made using fair procedures.

e The guidelines that exist for
making decisions here are fair.

Items that might assess interac-
tional fairness:

e My boss treats me fairly in the
way s/he interacts with me
e My co-workers treat me fairly.

As we also discussed in detail in Chapter 3, the importance of fairness
is that it provides a foundation for trust that, in turn, provides the
foundations for feeling safe and ultimately behaving in engaged ways.
The role of the immediate supervisor in this is shown clearly in the
items in the Good to Know box, especially vis-a-vis interpersonal
fairness.
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