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INTRODUCTION

Is it any wonder that the question on most leader’s lips right now is “How do we improve staff engagement?”
Perhaps because there is a proven link between increased productivity and engaged staff. Or it may be
because even in the greatest global economic slump of all time, finding great talent remains challenging and
extremely competitive in so many fields.
Or it may be because a disengaged workforce means less sales, loss of customers, diminishing market share
and shareholder value...ouch!……that will do it. According to the latest research, 40% of staff have
metaphorically resigned from their jobs, but are still at their desks working and taking a salary every month!
Let’s face it, there is little doubt that engaged employees have a heightened level of ownership and sense of
responsibility. They genuinely want to do whatever it takes to satisfy the organisation and its customers.
They feel valued, are motivated and will therefore go those extra miles for their colleagues and customers.
They enjoy work and everyone around them can ‘feel’ it.
How do we keep these employees bringing their hearts as well as their minds to work every day to ensure the
organisation achieves its mission?
Just as critical is how we prevent the other 69% reaching across and repeatedly hitting the snooze button?
High levels of staff engagement and leadership effectiveness is no longer a luxury, it is imperative for business
growth and sustainability.
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Research suggests that only 31% of us are engaged at work! That leaves 69% of us who roll over and
repeatedly slap the snooze button each morning because we have no emotional bond to the organisation that
pays our salaries each month.

FA CT S & S TAT S

• Organisations with only average levels of staff engagement have a higher average number of day’s
absenteeism, a measurable additional financial burden on the organisation
• Engaged employees in the UK take an average of 2.69 sick days per year while disengaged staff take 6.19.
(CBI-AXA (2007), Annual Absence and Labour Turnover Survey).
• Organisations with high levels of staff engagement win prestigious awards and have a higher rate of staff
retention. The cost of hiring and training new personnel is put at an average cost of one year’s salary per new
employee.
• Engaged staff are 87 percent more likely to stay with the organisation (Corporate Leadership Council,
Corporate Executive Board (2004)’Driving Performance and Retention through Employee Engagement: a
quantitative analysis of effective engagement strategies’).
• According to our own survey, 62% of companies are seriously concerned about the future of talent
acquisition post recession.
• When staff are engaged, there is a 22% year-over-year improvement in customer satisfaction / loyalty and
21% year-over- year improvement in turnover / retention.
• According to a recent survey, 31% of employees are actively engaged in their jobs, which mean that 69% of
us aren’t! The same survey demonstrates that 88% of highly engaged employees believe they can positively
impact the quality of their organisation's products, compared with only 38% of the disengaged.
• 70% of engaged employees have a good understanding of how to meet customer needs, while only 17% of
the disengaged do.
• The CBI reports that sickness absence costs the UK economy £13.4bn a year.
For the latest research go to www.engageforsuccess.org - nailing-the-evidence/

The essence of competitiveness is liberated when we make people
believe that what they think and do is important - and then get
out of their way while they do it.
- Jack Welch: General Electric
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• Gallup polls put the engagement ratio to disengagement in world-class organisations at 9.57 to 1 and in the
average organisation at 1.83 to 1.

HORSES FOR COURSES

Great news; the key really does lie in the effectiveness of the leadership. That sounds simple enough!
When we talk about leadership, we tend to think about the Inspirational Leader; the Pied Piper who has the
capability of making us believe in, and do anything.......and we all follow.
When it comes to staff engagement in the 21st Century however, Inspirational Leadership is not the magic
bullet. In fact, unintentionally the ‘Inspirational Leader’ can, and very often does dysfunction his / her troops.
Let’s take a look at why.
The ‘leadership’ quandary – Inspirational V Systemised Leadership
Comparing Systemised Leadership with Inspirational Leadership is a bit like comparing apples with oranges.
They are both fruit, but they taste, feel and look very different.
Inspirational Leadership is about ‘moving’ others to take action in the direction the leader wants them
to go. Inspirational Leaders are focused on the business goals; they are often charismatic, energetic and
provide the fuel that drives the business to where it needs to go. They are, without a shadow of a doubt, an
essential driving force behind most successful businesses.
Systemised Leadership on the other hand, does not rely on charismatic personalities. It does not rely on a
few at the top that hold the company up like stilts, only to discover that when those stilts are taken away, the
company, or part of the company, is no longer secure.
Let’s think of Inspirational Leadership as the ‘art’ of leadership and Systemised Leadership as the science’ of
leadership. It works from the bottom up or inside out, systematically building an environment where everyone
takes responsibility for making the ‘work thing work’.
The reality is that not everyone can be an inspirational leader, but we can all take the
initiative, ownership and responsibility for our actions and our relationships at work.
Today’s workplace operates in real-time, so command and control no longer has a
place (for the most part anyway).
Systemised Leadership by its very nature creates engaged employees who will take
ownership; but only if we provide the process that supports this type of behaviour. An
environment where collaborative relationships become the norm; where people learn
to listen, respect and individualise, not universalise each other’s needs.

Leadership is too important to be left in the hands of people in
authority. - Shay McConnon
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A well led team will always be engaged!

T H AT S LY O L D C U L P R I T

In other words, listening to the needs of individuals around us at
work is the spring board to effective leadership and making people
feel they are valued at work.
Filing up with the most effective ‘fuel’.
Just as Inspirational Leadership is the fuel for the business,
Systemised Leadership is the fuel that is needed to create a
productive and engaged workforce.
Both leadership methods are valid, and both are essential ingredients to
make a business grow and thrive. Very often however, we expect the business
leaders to be great at the ‘people thing’; but that is a big ask.
The business leader should ensure that Systemised Leadership is in place in the organisation and then be
free to focus on taking the business where it needs to go; confident that his / her troops are onboard for the
journey.
So, while the inspirational leaders are out there satisfying the demands of shareholders and inspiring
customers, Systemised Leadership takes care of the people stuff internally.
That culprit – the ‘unmet need’!
In Shay McConnon’s work, he demonstrates how a simple ‘unmet need’ follows a process to manifest into all
out dysfunctional conflict; conflict that hurts relationships and damages great businesses.
He demonstrates how the indicators are all there, but we just don’t see them. His work focuses on how to spot
them and stop them in their tracks before they become moans behind the coffee machine, accusations,
slammed doors, days off sick, disputes, strikes etc….
I love this process. It’s scientific, logical and allows everyone to get a clear insight into the complexities of
human engagement, i.e., become more aware of what makes people tick.
So, here is a scenario for example. I have an ‘unmet need’ insomuch as I don’t feel valued by my leader and it
is affecting our relationship at work? What do I do? Go up to him and say ‘Excuse me! You are not meeting
my needs; I need to feel valued by you at work”?

The seat of knowledge is in the head, of wisdom, in the heart. - William Hazlitt
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Translated into layman’s terms; we are all motivated by different things, and
therefore cannot be led in the same way. The way my leader acts to my
colleague may motivate him, but the same thing could dysfunction me.

T H AT S LY O L D C U L P R I T

contd...

Blocking behaviour of any type (that is any behaviour that blocks a positive reaction or response) is a
‘symptom of disengagement’; it is not the cause of it. Any block behaviours are just clumsy ways of
expressing that our needs are not being met.
If you find yourself dealing with blocking behaviours within your team on a regular basis, you can presuppose
morale is low, disengagement is high and you are in fire-fighting mode. You need to get to the cause of the
‘issue’ at the beginning of the process, the stage when it is just an ‘unmet need’.

How do you do this?
By nurturing an environment that encourages colleagues to behave openly, engage in pro-active feedback
(where people regularly ‘check in’ with each other to see if they are getting it right for the other person); a
place where people manage their differences within each team. In an environment of this nature, people tend
to feel motivated and feel comfortable discussing the undiscussable, without fear of criticism or reprisals.
This is when you know leadership is impacting; people will be taking ownership for their actions and for
managing the quality of their relationships with their leader, their colleagues and their customers (and no
doubt extending that to their personal relationships too).
Though there are several buildings blocks, openness and pro-active feedback really are the two key building
blocks that need to be at the very foundation of this environment.
The great news here is that if we do accept that a significant portion of staff disengagement lies ‘locally’ and is
locked into the quality of our relationships within the team, then we can safely assume that the solution can
also be found right there in the team.
Yet so many companies still invest huge amounts of money, time, resource and energy deploying extrinsic
motivational props, tricks, strategic communication and training activities; all with the right intention, but with
no measurable or sustainable impact on staff engagement.

Measure twice, cut once. - Carpenter's rule
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No, unfortunately I don’t articulate things with such precision when I am upset, annoyed or angry. Instead, out
comes the ‘blocking behaviours’, depending on my personality, I may retreat into myself and disengage, sulk
and disengage or even become argumentative and aggressive and ‘engage’ into battle with my leader, other
colleagues and the customers may also get it fully loaded.

W O R K P L A C E C O N V E R S AT I O N

‘75% of people leave their jobs because of relationship issues’.

How do we stop this talent drain?
Focus on the creating collaborative, functional and rewarding relationships internally. Once employees
have developed the skill of nurturing rewarding relationships, they will not only build rewarding
relationships with their colleagues and leader, they will also develop great
relationships with their partners and friends, be more fulfilled
as a person. They will also be more likely to extend that
courtesy to your customers.
My agenda, your agenda, our agenda!
‘Great leaders concentrate on meeting the needs of their employees;
then they step back and trust those employees to meet the needs of the
customers.
In turn, the employees then step back and trust the customers to meet the needs of
shareholders and the leaders.
It is true that we all have different needs, but it is critical that everyone is on the same
page when it comes to the agenda’.
Conversation, conversation, conversation
Through the ‘conversations’ that we have with our colleagues, leaders and
customers on a day-to-day basis, we are subconsciously providing messages and
experiences to the other person/s, experiences that can either leave good or
bad feelings.
During these conversations, we are building relationships with others and
influencing the culture and brand of our team, function and the organisation. The
more we repeat the behaviours and dialogue, the more entrenched the culture becomes.

Over 70% of people leave their jobs because of the way they are led.
- Norman Drummond: Motivational Speaker
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Or we could say, 75% of people are leaving their manager / colleagues, not their job or the company.

T H E A R T O F C O N V E R S AT I O N

Umm! So the belief appears to be that some managers believe that their managers and leaders, especially 1st
line, are not skilled enough to have difficult conversations with their team members, and perhaps because of
this, it is better not to bring very challenging stuff to the table. (Until they have the skill to deal with it)?
In any relationship, if you are having the difficult conversations whether it is handled skilfully or not, that toxic
stuff is better out on the table. It is a bit like the red oil light on your car dashboard, ignore it at your peril. The
unmet need that creates dissatisfaction, disengagement and ultimately poor morale in the workplace, does not
go away because it is not dealt with; it escalates through the perilous process into all out conflict.
Conversations, whether skilled or unskilled provide the forum to bring out those early indicators. In turn they
help develop the leader’s skill at having functional and productive conversations. On balance, it is better to
have the conversation, no matter how challenging they are and irrespective of how experienced the leader is.
(Naturally, it is better to provide the leader with the skill in the first place).
Skill
The level of quality of any interaction is measured by the skill; to get that skill takes a lot of practice. People
will become more skilled the more feedback they receive during conversations – with practice. This will
happen faster if they are made more aware how to reconnect to their listening ability.
We are all born with a highly tuned listening ability (unless we are partially or fully deaf), but over the course of
our lives, influenced by our early environment, our listening ability can get ‘out of tune’. Along with it, our ability
to hear, empathise and even respect the other person’s needs.
Conversations where one is not actively listening to the other’s needs rapidly dive bomb into accusations,
blame, misunderstandings and bad feeling and are almost always unproductive. Skilling up your people on
how to have more functional and productive conversations with their colleagues is probably one of the best
investments you could make in training and development; it is also the essential ingredient for building
Systemised Leadership.

They say leaders are great in a crisis. I say leaders don’t have
crises. - Shay McConnon
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Desire
There is a bit of a myth about ‘conversations’. I have had many managers tell me “it is better my team leaders
don’t have difficult conversations with their team as they are not very skilled at it; and could do more harm
than good”.

G E T W H AT Y O U M E A S U R E

When it comes to measurability, some business leaders still believe that staff engagement is somewhat ‘out
there with the fairies’. Your staff engagement warriors have a valid argument on how much disengagement
costs the business, both in tangibles and intangibles. The non-believers have their arguments on the other
side as to why some businesses thrive on command and control.
What is paramount when it comes to measuring staff engagement is to measure what matters to your
business and ensure that the data is current and logical given the context of the era we operate in. So, let’s
take a quick look on how most organisations measure staff engagement.
What measures matter?
• What matters to the business leaders and shareholders is the performance of the business.
• What matters to the customer is the service, product, value and experience they receive from the business.
• What matters to the employees is that their needs are met when they go to work. (When we talk about
needs being met, we are not talking about appeasement).
Measuring staff engagement through the general annual staff survey?
Most companies carry out a general staff survey annually, which usually includes polling for the ‘state of staff
engagement’.
The general staff survey is essential to gather critical data about factual information like remuneration etc.
When it comes to staff engagement however, an annual poll does not add value to the business and can be
counterproductive.
Why?
Firstly, when it comes to staff engagement, carrying out a poll of what people ‘think’ about extrinsic factors and
not themselves contradicts the idea of fostering a culture ownership, responsibility and engagement into
change. This type of poll was designed around organisations that operated in a ‘command and control’ world,
and it has to be said, a slower paced world.
Once a year they would take a poll on ‘how the organisation and its leaders were doing’ from the
employee’s opinion. Staff would complete it, then sit back, cross their arms and say
(sometimes cynically, depending on what changes were made in the previous year)
“What are the management going to do about it?”

Hear the meaning within the word.
- William Shakespeare
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What to measure and how to measure it?
We work in a world where, for the most part, if something cannot get measured it doesn’t warrant investment
of time, money or resource.

G E T W H AT Y O U M E A S U R E

contd...

We have already noted that around 75% of people leave jobs because of relationship issues and NOT
because of any dissatisfaction with the company or the majority of the leaders in it. The vast majority of those
relationship issues happen right there in the local team courtesy of the ‘unmet’ need and unskilled
conversations.
Staff engagement is about how people ‘feel’ in themselves; the state of their emotional health at work. Let’s
use the doctor analogy as an example. To establish what is wrong, your doctor will ask you how you feel,
where the pain or discomfort is etc.
They generally would not ask you and all the other patients in the waiting room what you ‘think’ about them as
doctor, whether ‘they are getting it right for all of you’. Their objective is to ‘diagnose’ what is wrong with YOU
in order to provide YOU with the appropriate cure at that particular time.
To accurately establish the state of staff engagement in the organisation requires diagnostics, not surveys;
diagnostics that individualise not universalise the needs and complexities of employees.
Staff engagement is NOT a once a year ‘event’. The process should be incremental and dynamic with the
data provided in real-time, team by team. Some annual surveys take weeks or even months to administer,
before any data can be translated into actions.
At the current speed of change, this data is historic,inaccurate and counterproductive. Counterproductive
because the organisation is setting up a false expectation in employees that it will improve their lot. Only it
can’t if the disengagement is happening because of a breakdown in relations right there ‘within’ the local team.
The annual general staff survey is an essential part of the HR toolbox, but are not the correct forum or solution
for fixing the vast majority of staff engagement issues.

When the moaner walks in the door, morale goes flying out
of the window. One disengaged person is more than enough
for any team.
- Fi Haywood
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21st Century businesses need to foster a culture of “What am I going to do about it”.

SUMMARY

The job of business leaders is to implement a secure leadership process that fosters an environment where
people feel free to behave openly and engage in proactive feedback; where they manage their differences,
take ownership and feel valued and motivated.
If leadership is impacting your people will be engaged and your customers will ‘feel’ great dealing with your
company and become your advocates in the market.

Author Fi Haywood
fiona@cafestylespeedtraining.com
www.cafestylespeedtraining.com

Every man is a volume if you know how to read him.
- William Ellery Channing
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Research has proven that engaging staff has a profound effect on the business outcomes. It is fair to say that
latest research also demonstrates that the main cause of disengagement lies in our relationships within our
direct team; so, the great news is, we don’t have to go too far to find the solution!

