POLICY MAKING & MANAGEMENT

ENGAGE YOUR EMPLOYEES FOR BETTER
PERFORMANCE

By Jo Smith, CMC

are more productive and stay

with their team and organization
longer? Engaging employees might seem
like more or unnecessary work, but any
extra time invested up front is more than
made up for by the benefits of higher
quality products and services, lower
rurnover, reduced costs, and increased
profit margins. The work of the manager
also becomes easier when employees
become more engaged.

What Is employee engagement?

The term “employee engagement™
has been used for several years, bur it's
rarcly defined, Simply pur, employee
engagement can be described as 1) the
level of enjoyment employees experience
from their work and 2} employees” level
of commirmment 1o their work, ream, and
organization. Enjoyment and commir-
ment are separare—workers can love
their worl, bur be dissarisfied wirh their
employer or vice versa. Tdeally, however,
the two are interswined, resulting in a
I'I'Lgh Il'.:"."l'.'l l'li: uw:r:li] L"HWWL“T,

Why does employee engagement
matter?

High levels of engagement lead to
improved performance, often signifi-
cantly improved performance. Some
of the measurable benefits of employee
engagement include:

D id you know engaged employees
The top conditions for engagement are...
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profitability grows, The cost of mrn-
over varies from industry to industry,
but ir's consistently high, often cost- can leverage their unigque strengths to
img 1.5 times the employee's annual achieve their potential. According o
pay. Forbes, employees “want 1o be trosted

and given the freedom to explore and
How can you improve employea

npre learn within the job.™ Does this mean
engagement within your team and they don't need guidance and supervi-
your organization?

sion? Mo, but it means managers need
You might think engagement is an to recognize potential and ler go of some
execurive-level responsibility, It's true

control. They need to delegare wisely
that high-level executives can establish

Consider that today’s employees
want to be their authentic selves so they

*  Productivity. Employees who enjoy
their work and are commirted o
their team work harder and more
effectively. Because they care, they
not only produce more, but they
also produce better quality results.
They're invested in outcomes,

# Retention. Employees who are and allow increasing self-direction as
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engaged not only produce more
and better work, they're also more
likely to remain with their team and
their employer longer. They stay by
choice, because they care.

* Profitability. When employees are
more productive and stay longer,
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policies, including pay, and set examples
that lead to higher levels of engagement.
But employee engagement is cveryone’s
jnh cf.pﬁ:ia”]r Managers, :"I.c\cnrding ey
Gallup, “70% of the vanance in team
engagement is derermined solely by the
manager.” So what can you, as a man-
ager, do to increase engagement?

their employees’ capabilities develop.
Mangers must let go of the idea that
their way is the only right way. They
need to recognize when their employ-
ees must follow precise procedures and
when they can be given the freedom to
do things differently and to innovate,



That's how employees, teams, and orga-
nizations grow and improve,

Following arc some fundamental
WaYS managers can engage employees,
beginning with two powerful leadership
styles identified by Daniel Goleman,
Richard Boyatzis, and Annie McKee.

*  Visionary leadership is the most
powerful leadership sryle idenrified
by Goleman and his colleagues,
Many people [ work with tell me,
“I'm not visionary.™ You don’r have
to create a vision in order to be a
visionary |¢q:1|,1', hut you do need to
embaody the vision of the organiza-
tion. For example, Steve Jobs had a
vision of a computer on every work-
er’s desk. His managers didn't have
to create that vision, but they did
have to support it in their words and
actions. ln doing so, they were using
visionary leadership.

*  Coaching leadership is the second
most powerful leadership stvle iden-
tificd by Goleman and his colleagoes.
WI'I.L'TI I hxam: mal‘l:r.glmg ELTI'I?I'LI.I'
tant of a global human resource
firm Los Angeles office, [ asked
cach of my cmployees to create a
picture of their perfect job: “Include
the projects you want to work on,
clients vou want to work with,
skills you want to use, skills you
want to develop, hours vou want
i w:}rlc, anyti'ling you think of to
describe your perfect job.” Then 1
met privately with cach employee to
discuss their ideas. Could 1 [rr:}\ril:lt:
L'vn.'ry'thint; t|'|L'y wanted? Mo, But [
told them I'd do everything in my
power to help them create their per-
fect jobs, while meeting the needs of
our clients and our organization. |
then used the informaton I gathered
in our discussions to assign work,
match employees with projects and
clients, schedule work, and some-
times provide training. Though [
wasn't familiar with the term at the
time, that is an example of coaching
leadership. The result was a fully
engaged team, which led to increased
client satisfaction ratings and signifi-
cantly higher profit margins.

*  Masterful delegation enables employ-
ees to develop their ralent while
getting the necessary work done,
Masterful delegators assess the work

and decide what they must do them-
sclves, what they can delegate, and
who they can delegate to based on
who already has the skills and who
wants or needs to develop the skills.
They then meet with their chosen
employee, describe the project and
their employee’s rale on the project,
provide guidance if the emplovee

is new o the work or ask ques-
tions like, “How do you propose
doing this project?” if the employee
has more experience, They clarify
expectations, ingluding communi-
cation and timelines. They provide
feedback, require their employee to
make any necessary changes, accept
responsibility for problems and give
ample credit for successes,

*  Rewards and recognition are crirical
rools for engaging your employees
individually and collectively. In our
busy lives, it's far too easy to forget
to celebrate successes—our own and
others'—hut your team will benefit
greatly from recognition. Finan-
cial rewards and excra time off are
apprectated, when possible, bur don't
forger the simple thank yous. When
you thank people, be specific, from
the simple to the significant: “Thank
you for staving late vesterday to
meet that deadline!™ “Thank you for
catching that error in our planning
drafti™ Cnmplim:nt your :.:mph]ylxs._,
aggain, being specific: “Your ongani-
zanonal skills are excellent!™ They'll
not only know you appreciate them,
but they'll know what you appreci-
are and why.

Your conscious use of effective
leadership styles, delegation, rewards,
and recognition will engage your team,
individually and collectively, resulting
in improved performance, productivity,
and profitability. It might require more
cffort init'la”}', but it will soon make
YOUF management easier, INCreasing your
own performance and enjoyment, as
well as your team’s. mwees
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NWPPA WORKFORCE
STRATEGIES FOR
MANAGERS SERIES

o Smith will be teaching NWPPA's

Workforce Strategies for Manag-
ers serics this year along with Julie
Ryan of Acther Advisors. This online
series will help you think about your
key rescurce—the workforce, from a
strategic perspective. You can regis-
ter for any of the courses in the series
now at '-\"-\'w.rl\'-'ppa.l.]lﬁ.

Build a Workforce Strategy
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Increase Employee Engagement
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Recruiting Is Everyone's Job
June 28

Upgrade Training and
Development
July 12

Manage Differences in the
Workplace
July 26

Improve Knowledge Retention
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