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Intro
Most people – most of the time – act with good intentions.
However, very often these same people cause unintentioned,
unexpected & unwanted effects to other people.
And very often they don’t even know they did.

The same is true for us, managers.
We kill motivation & engagement without wanting to.
We fail to enhance engagement without realizing it.
Personal stress exacerbates these effects.
The best managers are usually the most concerned about the effects they have on people.
The worst, on the other hand, often realize it the least.
E.g.: a CEO who regularly presented herself in the press as being a “servant leader” was finally fired
because she created an atmosphere of insecurity and she was unsusceptible to any criticism.

Intro
What’s the business importance of employee engagement?
What’s the impact of a manager on employee engagement?
What’s got talent to do with it?

That is what this presentation is all about.
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Employee Engagement
as defined by Gallup

Employee Engagement
what do you think ?
A few questions:
• Has being engaged – or not – an influence on personal
performance?
Does it influence business outcomes?
If so, which ones?
• What’s the % of Belgians who are engaged in their work?
What’s the % of actively disengaged?
What would be the % in your company?

Employee Engagement
statistics based on employed population

Figures from 2012-2013.

Employee Engagement
impact on business results
Mean differences between bottom and top quartile teams.

Numerous other effects, but harder to compare. E.g.: innovation, results
from training, ....

Employee Engagement
impact of quality of managers
• Gallup estimates that at least 70% of deviation in
engagement is impacted by elements which can
be acted upon locally by the manager.
• A managers’ personal engagement has a direct
impact on employees’ engagement.
Employees who are supervised by highly engaged managers
are 59% more likely to be engaged than those supervised by
actively disengaged managers.

• Employee engagement
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Great managers
have a combination of 5 talent dimensions
Talent Dimension

High-Talent Managers

Limited-Talent Managers

Motivator

They challenge themselves and their teams to
continually improve and deliver distinguished
performance.

They lack excitement about and expectations for
outcomes and allow team performance to stagnate.

Assertiveness

They overcome challenges, adversities and resistance.

They struggle to create change or drive performance
management.

Accountability

They ultimately assume responsibility for their team’s
successes and create the structure and processes to
help their teams deliver on expectations.

They fail to organize the workflow of teams, making
it more difficult to meet performance expectations.

Relationships

They build a positive, engaging work environment
where their teams create strong relationships with
one another and with clients.

They suffer from the dysfunction of teams that lack
cohesion and disengage employees and clients alike.

Decision-Making

They solve the many complex issues and problems

They seek the convenient solution over the best

inherent to the role by thinking ahead, planning for
contingencies, balancing competing interests and
taking an analytical approach.

solution, not taking into account all of the pertinent
information and/or complexities.

Great Managers
are a rare breed
Many people are endowed with some of the necessary traits to
be a great manager. But:
• Only 10% of people have the unique combination of talents
needed.
• Another 20% of people have some of the 5 talents and can
become successful managers with the right coaching and
development.
• No coaching or training will “fix” a person with limited talent
to become a good manager.

Great Managers
are seemingly hard to find
all people

managers (USA)

High talent

10%

18%

Functioning talent

20%

20%

Limited talent

70%

62%

Organizations have a hard time casting the right talents to the right
roles.
• 62% of the managers are completely wrong-casted.
No training can fix the wrong choice.
• Sufficient management talent exists in every company.
It’s often hiding in plain sight.

Great Managers
but remember ...
• No two leaders are the same!
• There are a number of different ways to lead.

• Each leadership role probably requires some specific
extra talents.
• Do the matching between role and person!
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What is talent?
and why does it matter?
• Gallup defines “talent” as the natural capacity for excellence.
People can learn skills, develop knowledge and gain experience, but
they cannot acquire talent – it is innate.
Knowledge, experience and skills develop our talents into strenghts, but unless
we possess the right innate talents for our job, no amount of training or
experience will lead to exceptional performance.

• Gallup has found that talent is the greatest predictor of long-term
success in a role.
People who operate from talent can learn a role faster and adapt to variance in
the role more quickly.

• Talent cannot be detected on a resume.
Experience and skills are important, but people’s talents predict where they’ll
perform at their best.

What is talent?
Talent x Investment = Strength

Talent x Investment = Strength
(natural capacity
for excellence)

(time spent practicing
and developing skills
and building a
knowledge base)

(the ability to
consistently provide
near-perfect
performance)

What is talent?
a simple example: speed reading
• Starting group, without training:
• average persons:
90 words per minute
• above average persons:
150 words per minute

• After training:
• average persons:
350 words per minute
• above average persons:
2.900 words per minute!!
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What is talent?
return on investment of training
• so, where is the return on training-investment
highest?
• in our weaknesses?
our “areas of opportunity”?

This is a general misconception!
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Managers & their own engagement
overall

(USA / Western Europe)

USA

WESTERN EUROPE

Managers & their own engagement
talent & personal engagement
Managers with high talent are twice as likely to be engaged.
USA

Managers & their engagement
the cascade effect
• Managers who work for engaged leaders are more
likely to be engaged (+ 39%).
• Employees who work for engaged managers are
much more likely to be engaged (+ 59%).
Until organizations can increase their percentage of engaged managers, they
have little hope of increasing their percentage of engaged employees.

Content

•
•
•
•

Employee engagement
Great managers
What is talent?
Managers & their own engagement

• What employees want from managers
•
•
•
•

reliable and meaningful communication
performance management beyond annual reviews
strengths over weaknesses
people join an organization but …

• The first steps to a structural approach

What employees want from managers
reliable and meaningful communication

Employees are people first, with an intrinsic need for bonding.

What employees want from managers
performance management beyond annual reviews

Annual reviews are often a source of great frustration for employees.

What employees want from managers
strengths over weaknesses

What employees want from managers
people join an organization but …
“People join an organization.
But they leave their manager.”
One in two employees have left their job to get away from their manager at
some point in their career.
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• hire for talent
• measure employee engagement
• and what’s next?

The first steps
hire for talent
• Learn which talents are absolutely needed to excel in
a specific job.
• Learn from your best-performing employees.

• Find out how to acquaint yourself with someone’s
talents.
• Don’t rely on the resume.
• Subtle changes in asking questions may provide crucial
information.

• Do the matching.

The first steps
define the most important goal for managers
• Describe the expectation to managers regarding
using & increasing the potential of employees.
• “People are our greatest assets”: make this slogan stop being a
slogan !

• Make it their first and foremost personal goal.
• Measure it !
• “What gets measured, gets done.”

The first steps
Measure employee engagement
•

Use a very simple but reliant survey.
•

Few questions & regular surveys:
>> get results quite often while also avoiding “survey-overload”.

•

Completely confidential.

•

The minimum number of respondents required should be as low as possible
(4 or 5), so that each manager gets his own results, however without
breaching confidentiality.

•

A manager of managers also gets his own results.

•

Only questions which can be acted upon locally.

•

It should be easy to find in the results the priorities to act upon.

The first steps
Measure employee engagement
Q00.

On a five-point scale, where 5 means extremely satisfied and 1 means extremely dissatified, how satisfied are you with your company as a place to work?

Questions 1 to 12: “5” means “strongly agree” and “1” means “strongly disagree”.

Q01

I know what is expected of me at work.

Q02

I have the materials and equipment I need to do my work right.

Q03

At work, I have the opportunity to do what I do best every day.

Q04

In the last seven days, I haveq received recognition or praise for doing good work.

Q05

My supervisor, or someone at work, seems to care about me as a person.

Q06

There is someone at work who encourages my development.

Q07

At work, my opinion seems to count.

Q08

The mission or purpose of my company makes me feel my job is important.

Q09

My associates (fellow employees) are committed to doing quality work.

Q10

I have a best friend at work.

Q11

In the last six months, someone at work has talked to me about my progress.

Q12

This last year, I have had opportunities at work to learn and grow.

De eerste stappen
Medewerkersengagement meten
Q00.

Op een 5-punten schaal waar “5” is “zeer tevreden” en “1” is “zeer ontevreden”, hoe tevreden ben jij met jouw bedrijf als een plaats om te werken.

Vragen 1 tot 12: “5” is “heel erg mee eens en “1” is “helemaal niet mee eens”.

Q01

Ik weet wat er op mijn werk van mij verwacht wordt.

Q02

Ik heb de materialen en gereedschappen die ik nodig heb om mijn werk correct uit te voeren.

Q03

Op het werk heb ik iedere dag de gelegenheid datgene te doen wat ik het beste doe.

Q04

In de afgelopen zeven dagen heb ik lof of erkenning gekregen door goed werk af te leveren.

Q05

Ik heb de indruk dat mijn supervisor of iemand op het werk zich om mij bekommert als persoon.

Q06

Er is iemand op het werk die mijn ontwikkeling aanmoedigt.

Q07

Ik heb de indruk dat er op het werk rekening wordt gehouden met mijn mening.

Q08

De missie / doelstelling van m’n entiteit geeft mij het gevoel dat mijn baan belangrijk is.

Q09

Mijn collega's (naaste medewerkers) zijn vastbesloten om kwaliteitswerk af te leveren.

Q10

Ik heb een van mijn beste vrienden op het werk.

Q11

In de afgelopen zes maanden heeft iemand op het werk met mij gesproken over mijn vooruitgang.

Q12

Het afgelopen jaar heb ik op het werk de gelegenheid gehad om te leren en te groeien.

The first steps
and what’s next ?
• Measuring employee engagement in each team and
on each level is a great first step to get to grips with
reality of engagement.
• Be prepared to be surprised, or even shocked !

• Let each manager learn about priorities in his/her
team, and act upon them with the team.
• Support managers, and see how results evolve.
• But do expect them to evolve !

About this presentation
• The information is this presentation is based on over four
decades of extensive talent research by Gallup, a study of
2.5 mio manager-led teams in 195 countries.
• It examines the crucial link among talent, engagement
and vital business outcomes such as profitability and
productivity.
• Every three years Gallup publishes an updated extensive
meta-analysis regarding this research.
PS: the presenter is not working for, nor contractually related to Gallup.
However he has a long-standing practical experience using Gallup’s findings.

Final thought
“Therein lays the irony. The managers who are best at getting the
most from people are those who give most to them.
Those who create the greatest financial performance start with the
least pecuniary motivations. They work hard to do the right thing for
their people, and they end up doing well.
That is the heart of great managing.”

Source: “12 – The Elements of Great Managing”, Rodd Wagner & James K. Harter,
Gallup Press.

