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           Assessing Engagement Exercise 

This exercise provides you an opportunity to think about how engaged your employees seem to be.  Remember, this is only YOUR perception.  Before taking action on this reflection, check out your perceptions with your employees.
What to do
1) Make a list of your direct reports

2) Reflect upon their level of engagement.  Using the information provided on the next pages, make your guess about their category of employment
3) Make a few notes about WHY you believe they are in the category

4) Make a few more notes about what else you need to know to confirm your guess

5) Discuss with another (trusted) supervisor/manager what you learned

Further reflections
How easy/difficult was it to “place” your employees in an engagement category?
How much time do you spend with each of your employees?  What adjustments to that should you make?  (Note: If you are NOT spending more time with your most engaged employees vs. your least engaged, begin to schedule more time to do so)

Decide on your next steps.  They may include:

· Have an engaging conversation with each member of your team to assess their perceptions of their level of engagement

· Make a plan with each employee on how to maintain or increase their engagement

· Have the “difficult conversation” with your CAVE dwellers on how they can find a better fit in their job life.   Provide resources on how to transition within your organization and be their partner as they begin planning for that transition.

“Fully Engaged High Potentials”
Who are High Potentials?

· Know their talents and have confidence in themselves 
· Have the technical skills for their jobs, and the relationship/emotional intelligence/leadership skills to employ those technical skills well
· Well-networked, often offered jobs without actively looking

· Need constant growth, learning, development.  They want to continue to be challenged by new opportunities to be successful or build upon their skills
The Challenge of Retaining High Potentials
· High Potentials may not have articulated their talents to you
· Managers and High Potentials may not have the same view on those talents
· Managers need to learn what motivates High Potentials and where they want to grow.  A true partnership is critical--asking what High Potentials need so that they will stay and stay engaged
· If Managers don’t ask, and High Potentials don’t tell, High Potentials can and will leave

Coaching Tips

· Utilize their talents as long as you have them 

· Recognize, acknowledge and support the idea that they will probably leave

· Encourage growth and development

· Provide opportunities for leadership

“Fully Engaged High Achievers”
Who are High Achievers?

· Steady performers who are great at their jobs, but may not be ready or interested in leadership roles
· Great individual contributors who value their career and their work-life
· Sometimes feel less appreciated than High Potentials because they may not be promoted
· If organizational structure doesn’t keep rewarding High Achievers for engagement, they will look for organizations who will

Challenges in Retaining High Achievers
· May not realize their skills are valued by the organization
· May overlook the value of their skills
· In a tough economy, they stay.  However, if their needs are not met, they will leave when opportunities arise
· They are professional enough to do their jobs regardless of satisfaction but could be even more loyal, and make greater contributions when engaged
· Want to be and need to be appreciated for the roles they play

Coaching Tips
· Tell them specifically what they do well and how they are appreciated

· Find out what their talents are

· ASK them what it takes to keep them performing
· Provide opportunities for them to use and enhance their best talents
“Partly Engaged” 

Who are the Partly Engaged? 

· Meet job expectations but are not “stars”

· Generally positive in attitude toward work--but not always
· Excel in some assignments, average in others
· Motivated for some assignments but not all
· Won’t volunteer but will pleasantly comply when asked

Why aren’t these employees engaged yet?
· They are not “emotionally connected” to their work though they may like it

· Haven’t identified their talents/motivations and are drifting in their careers…current job isn’t right but they don’t know what else is
· May not be fully confident in their skills and abilities

· May be plateaued in their current role
· May not be risk takers and are comfortable with the status quo
Coaching Tips
· Provide feedback as to what YOU see as their talents and strengths

· Have an “engaging conversation” about the times at work they feel fully engaged

· Brainstorm WITH THEM how they can renew in their current work

· Help them identify new projects, committees, or other on-the-job experiences to gain new skills, explore new talents, or gain confidence

“Along for the Ride”

Who are Along for the Ride?

· Under-performing, under-motivated employees

· Do minimum work, enough to stay employed

· Sometimes they performed well early in their jobs with you

· Sometimes they were not what they appeared to be in the interview

Why are they Along for the Ride?

· Don’t understand expectations of performance…they are working toward goals different from the ones you think they should be working toward
· Talents aren’t right mix for job--they have sights on other things

· Haven’t identified their talents/motivations and are drifting in their careers…current job isn’t right but they don’t know what else is
· Personal issues interfering with enjoyment/  satisfaction/motivation/abilities to concentrate
· Maturity/Developmental issues that need a long time to remedy
Coaching Tips

· First, discover the source of dis-engagement (talent mismatch, unknown talents, personal issues, etc)

· Make referrals to qualified professionals (Counseling, Career Coaching, EAP)

· Use Engaging Questions handout as a start for dialog

“C.A.V.E. Dwellers”
Who are the C.A.V.E. Dwellers?

· Consistently Against Virtually Everything (Gallup)

· Toxic to other employees (except other C.A.V.E. Dwellers)

· Often described as having “Poor attitudes”

· May intimidate other employees and their managers!

Coaching Tips

· Do something RIGHT NOW

· Put on Performance Improvement Plan if not already

· Provide respectful and direct feedback about how they are perceived and ask why they stay

· Coach out of your department as quickly as possible

· Make referrals to qualified professionals (Human Resources, External  Coaches, EAP)

The Bailey Consulting Group, 2008


