
 
 

EMPLOYEE ENGAGEMENT 

 
Engaged employees like the work 
they do. They frequently 
demonstrate certain behaviours: 

 they are not afraid to ask 
questions,  

 they regularly commit to the 
customers’ needs, 

 they are willing to put in time to 
get work done, 

 they feel a sense of 
accomplishment; and this 
results in a work ethic that is 
contagious. 
 

Unfortunately, there are not 
enough employees who can be 
described by this profile. In fact, 
most employees feel stressed, 
doubtful about their job security, 
and less invested in both their 
career and the organization that 
employs them.  
 
The positive behaviours of leaders 
and employees, that reflect the 
organization’s Values, are 
important drivers in achieving 
workplace accomplishments. They 
are essential to preventing a trade 
union shadowing your Front Line 
leaders. 
 
A recent poll by the Gallup 
organization on Employee Well-

Being showed a direct connection 
between well-being and employee 
performance. Employees with 
negative feelings of ‘well-being’ 
were almost eight times more likely 
to be absent from work, twice as 
likely to give themselves negative 
performance ratings, and eight 
times more likely to be looking for 
a new job. What a great invitation 
for a union organizer! 
 
While outsourcing continues, the 
trickle of returning jobs and 
negative economic pressures [even 
though many Fortune 500 
corporations are sitting on more 
cash than is imaginable], many 
businesses expect senior leaders to 
accomplish more with less. 
 
The competencies to achieve this 
require the ability to influence the 
most important asset of any 
organization: its people. 
 
[Please note: positive influence = 
positive Values, such as respect 
and dignity, etc.; negative 
influence = negative Values, such 
as fear, harassment, disrespect, 
etc.] 
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A Positive Employee Relations™ 
culture is the antithesis of negative 
employee morale; and, through 
Values and Guiding Behaviours, 
actually promotes satisfaction 
among employees. Once the 
principles of Positive Employee 
Relations are understood, the key 
tenet to create employee 
satisfaction becomes employee 
engagement in their work and their 
relationship with their Front Line 
leader.  
The following are nine steps to 
create a more positive workplace:                  
1. Engagement 
2. Culture match 
3. Feelings of well-being 
4. Personalized recognition 
5. Communication that connects us 
all  
6. Involve employees in benefits 
7. Set Performance Standards 
8. Be responsible for one’s 
behaviour 
9. Compassion belongs in the 
workplace 
 
1. Engagement: Help leaders at all 
levels [especially Front Line 
leaders] to understand that 
employee satisfaction positively 
affects productivity and quality. It 
helps keep employees supportive of 
innovation and creativity. So we 
minimize the bureaucracy [rules 
and regulations] and maximize the 
problem solving inherent in the job. 
 
The authority to make a decision, 
within one’s job, is a powerful 
motivator. In other words, engaged 
employees have a more positive 
perspective of their work; and 
understand that everything is in a 
constant state of change. 

 
2. Culture Match: Employ only 
those who have a culture match 
with the Values espoused by your 
organization. We can always teach 
employees - whether office, retail, 
or plant staff - the necessary skills 
to make our ‘widget’ but we cannot 
teach them Values. An individual’s 
Values and belief systems are 
established long before they enter 
the workplace. 
The ability to talk with people and 
never notice their skin colour 
and/or their accent has been 
hardwired long before they go to 
their first employment interview. If 
the employee’s Values and the 
organizational Values are not 
harmonized, the employee may 
have great skills but eventually 
that employee will resign or you 
will ask the employee to leave; 
because there is no ‘fit’. 
 
3. Feelings of well-being: Leaders 
at all levels can likely recall a 
military-hierarchy system of 
leadership. Those at the top think; 
those below administer; and those 
further down implement and do. In 
Positive Employee Relations we are 
teaching leaders that they need to: 

 listen more and talk less, 
 clear roadblocks so employees 
can do their work without 
bureaucratic red tape, 

 realize that non-deliberate 
mistakes have a great learning  
value; and, 

 be more understanding and 
empathetic to employees’ well-
being. 

  
US and Canadian surveys [year 
after year] clearly show employees 
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who are treated with the Values of 
Respect and Dignity will respond 
positively to leaders who 
demonstrate a sincere interest in 
their well-being. Well-being 
includes ‘work-life’ balance. 
Treated in this manner, employees 
will be more productive as will the 
company. This leaves a positive 
and direct intervention to the 
bottom-line. 
 
4. Personalized recognition: 
Implicit in Positive Employee 
Relations is the view that 
employees and customers have a 
symbiotic relationship. If the 
employees do not produce quality 
products or services on time and to 
the customer’s specification, 
customers will take their business 
elsewhere. 
  
We spend a lot of marketing dollars 
to find and secure customers. Then 
we provide them with all manner of 
value-added support. In many 
cases, we have recommended that 
employees [those in key or critical 
jobs] spend a day per year with 
each of their top 3-5 customers. 
 
There is a rotation between 
customers. A photo of the 
employee and, for example, the 
customer’s Plant Manager is taken. 
The photo is enlarged [20”x30”] 
and posted on our client’s wall. 
Within a few minutes of entering 
their facility you know the 
employees and customers have a 
positive and unique relationship. 
  
If we want to recognize employees 
for achieving a target or for 
receiving a complementary note 

from a customer, a baseball hat or 
a jacket with the company logo 
may be a poor way to respond to 
their contribution. In all likelihood, 
the employee’s contribution is a 
result of his/her efforts and not 
that of their Front Line leader. If so, 
the employee had the wisdom and 
desire to ‘go the extra mile’, so 
why not reciprocate and inquire as 
to what they really would like? 
Employees are individuals. Instead 
of a company jacket, a dinner-for-
two might be more appropriate. 
The best recognition is 
personalized! It is remembered. 
 
5. Communication connects us all: 
Communication is a perennial issue 
for most leaders. We have all heard 
or read stories of employers 
emailing employees about lay-off, 
compensation decisions like a 
reduction in benefits, or - worst of 
all - plant or business closure. 
These ‘expedient group 
communications’ are classic 
examples of ‘Management Failure 
101’. 
 
As stated earlier, employees are 
not payroll numbers; we need to 
talk with them – we need to know 
them as fellow human beings. Like 
it or not, we are interconnected 
with our employees. For example: 
don’t send an email. Phone,  
even better, walk across the office 
to the other person’s office,  
better yet, get out on the plant 
floor, and visit your retail facilities 
regularly. 
  
The reality is that the ‘we’ and the 
‘others’ are all in the same boat; 
philosophically, we are all ‘one’.  
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This leadership of communication 
belongs to everyone; not just those 
promoted [or anointed] by the 
CEO. Those in HR, that have a 
quasi-leadership responsibility with 
all employees, have a critical and 
very visible working relationship 
with them. The behaviour of HR is 
seen as a reflection of the 
corporate Values.  
6. Involve employees in benefits: If 
we espouse that ‘employees are 
our greatest asset’, why would we 
risk diminishing this ‘asset’ by 
reducing benefits? Benefits are 
important to employee health and 
well-being. We should be 
emphasizing the ‘benefit’ of the 
benefits. Don’t expect them to 
champion your Vision, Mission or 
Values if you significantly reduce or 
remove their benefits. This is an 
open [and possibly engraved] 
invitation for a trade union to 
champion the disgruntled 
employees’ cause[s]. 
  
There are more heads on the 
shoulders of employees than there 
are on the shoulders of leaders. 
When faced with a reduction in 
benefit costs, let the employees 
know the facts and options; they 
could come up with a solution[s] 
that will surprise you.  
 
Employers within the last decade 
have reduced or eliminated some 
insure-related benefits and pension 
plans. As the premiums go up, the 
scope of the benefits go down. 
Some larger employers have now 
tied benefits to an individual’s 
smoking, weight and other 
unhealthy habits. Don’t 

misunderstand; it is good for 
individuals to stop smoking and to 
reduce the extra pounds. 
 
But to do this without consultation 
with the employees is an autocratic 
move based on [a] your 
assumptions about people, [b] the 
cost of premiums and not the well-
being of people. We knew smoking 
and overweight individuals were a 
health problem for themselves 50 
years ago; but we never acted 
upon this information. How does 
such behaviour harmonize with the 
corporate Values? The question is 
‘what is the driver’: 

 higher benefit premiums, or 
 a diminished profit margin?  
                      

7. Set Performance Standards: The 
satisfactory completion of the 
assignment/work/job is the raison 
d’étre for hiring anyone – leader or 
employee. If we use the Positive 
Employee Relations model, each 
individual job responsibility would 
be accompanied by a Guide for 
each Performance Standard. 
 
Performance Standards speak 
objectively to the quality and 
timeliness, etc., of each individual 
job responsibility. This way the job 
holder knows, at the beginning of 
any performance or review cycle, 
what is expected of him/her during 
and at the end of the cycle? There 
are no surprises and the employee 
may know ‘how well they are doing’ 
before their leader does.  
 
This approach to performance 
feedback places some responsibility 
on the job holder. I think that is a 
good thing: it is via this 
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responsibility that the employee 
learns to critically evaluate their 
strengths and weaknesses. Doing 
so is more meaningful than having 
the leader go through a checklist 
indicating that the employee 
achieved an 8/10 or a 3/10 on this 
or that responsibility. The numbers 
are, in the abstract, meaningless.  
If we want employees or leaders to 
improve their performance two 
critical factors must be in place:  

 the employee must understand 
why a certain area needs       
improvement and what that 
improvement entails, and 

 the employee can identify their 
own areas of concern before 
anyone has to tell them they 
were not achieving the 
Performance Standard.  

This is just one component of 
engagement with the job.  
 
8. Being responsible for one’s 
behaviour: Life is full of surprises! 
They, all too often, occur at work. 
To accept responsibility for your 
actions is a sure sign of maturity. 
 
The opportunity to settle 
misunderstandings or to resolve 
disputes through direct 
communication will never be less 
important than now. It may 
surprise some that when they 
speak out and correct an 
individual’s negative intentions or 
behaviours, their ‘net worth’ to the 
organization seems to grow. This is 
another one of those positive 
consequences for actions taken. 
 
If you [employee or leader alike] 
have made a mistake in your work; 
or you have spoken out of turn, 

leaving someone or some group 
offended, the time to speak up is 
now. If you have done something 
wrong, apologize. If left unsaid, 
only negative consequences will 
occur. 
 
 
Accidents, by definition, are 
generally not foreseen and not 
planned. When things do not go 
‘right’ the employee[s] involved will 
not be receptive to critical or 
negative feedback from senior 
leaders. Reactions like, “This is 
unacceptable,” “Our customers 
deserve better from us,” or other 
similar judgement statements 
never add to the quality of the 
problem being resolved. Criticism 
or cynical judgment calls always 
have negative consequences. 
 
9. Compassion belongs in the 
workplace: Compassion and 
empathy are qualities that separate 
the outstanding leader from the 
average leader. This in no way 
implies ‘softness’ or ‘lack of 
backbone’ on the part of the leader.  
 
Compassion and empathy are 
qualities associated with experience 
and maturity. To express sincere 
interest in an employee’s or 
customer’s well-being is a sign of 
sincere interest. Just saying, "Let 
me know if there is anything I can 
do for you or your family,” 
demonstrates to the employee [or 
customer] their value to you and 
the organization. My experience is 
that compassion towards others 
has a greater impact than a wage 
adjustment. If we are insincere in 
showing compassion it will be like 
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the matador waving the red cape in 
front of the bull. 
 
Positive Employee Relations means 
engaged employees. 
 
 

 


