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	Videos

· "Why Firms Prefer Older Workers"    

. In previous recessions the older workers were the first to go.  However, recently employers seem to prefer those Baby Boomers over the GenYs.  This vido discusses some of the reasons why this is happening.
. You can also find this video at http://on.aol.com/video/why-firms-prefer-older-over-younger-employees-243672401
· http://on.aol.com/video/why-firms-prefer-older-over-younger-employees-243672401

· "Employee Engagement: Who's Sinking the Boat?"  
· 
1. This video discusses the important concept of employee engagement and how it differs from employee satisfaction.  But what do you do with those employees that just won't jump onboard?
1. You can also find this video at:
http://www.youtube.com/watch?v=y4nwoZ02AJM

· "Work in the Office or Quit" and "Yahoo Ends Telecommuting"
. These two CNN videos look at Yahoo! CEO, Marissa Mayer's policy curtailing telecommuting and discusses some of the positive and negative implications.
· http://www.cnn.com/videos/bestoftv/2013/02/27/nr-brooke-yahoo-work-from-home-panel.cnn


Marissa Mayer - Work in the Office or Quit"
https://www.youtube.com/watch?t=28&v=y574e_7kH8g




	1. Employee Engagement
a. 
a. Based on the various definitions and discussions that you have seen in the videos and article, how would you describe employee engagement?
b. Explain the difference between satisfaction and engagement?
c. Discuss why employee engagement is so important.
d. Think about your current (if you are not currently working – you last job).  What does the organization do to engage workers?  If the CEO came to you and asked you to develop a plan to engage workers, what would you suggest?  Support your answers with material from this week’s material.
2. 
3. When Marissa Mayer was hired as CEO of Yahoo! morale among the employees had been very low.  Watch the video and read the article on the employee related actions by Marissa Mayer, CEO of Yahoo.  Then address the following questions:
3. 
1. Explain the two controversial decisions made by Mayer regarding employees.
1. Discuss whether or not you agree with each of these decisions. Support your answers.
1. Explain what you see as the impact (positive and negative) of these decisions on employee morale, engagement, and retention.
1. Discuss what you learned from the engagement video about employees who “sink the boat.”  As a consultant, how would you suggest that Mayer handle these employees?  
3.  Turnover
a. What is the difference between voluntary and involuntary turnover.
b. Explain the three types of voluntary turnover explained in the video (desirability of leaving, ease of leaving, alternatives).
c. Might their relative importance depend on the type of employee or job? Explain.
d. If I said to you, “It’s easy to reduce turnover – just pay your employees more money,” what would your response be?Support your answer.
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Invest in Older Workers 
Grossman, Robert J . HRMagazine58.8 (Aug 2013): 20-
25. 
 
Abstract (summary) 
 
During a 37-year career with Michelin North America, Wayne 
Culbertson worked his way up line and staff positions on three 
continents. In 2008, he moved to the C-suite as EVP of personnel and 
chief human resources officer for the tire manufacturer. Five years 
later, as he approaches 61, Culbertson is moving on. Age is not a 
factor, Culbertson says. What counts is whether you can do the job. 
Culbertson fits the corporate profile: 37 % of the company's 22,000 
workers and 80% of its senior managers are over age 50. Older 
workers are essential to their employment mix and part of their 
business strategy, he says. Michelin workers have high levels of job 
satisfaction. Equally notable, Michelin has one of the highest net profit 
margins in the tire industry. Despite the return to the usual number of 
annual retirements, many older workers still lack the resources to 
retire. They must continue working or re-enter the workforce. 


Full Text 
  
 
Headnote 
Employees age 50 and older represent almost a third of the U.S. 
workforce. They're your brain trust. 


During a 37-year career with Michelin North America, Wayne 
Culbertson worked his way up line and staff posi- tions on three 
continents. In 2008, he moved to the C-suite as executive vice 
president of personnel and chief human resources officer for the tire 
manufacturer. Five years later, as he approaches 61, Culbertson is 
moving on. 







Surely he's earned the right to sit on the beach, play golf and spend 
time with his family. But Culbert- son has other plans-and so does 
Michelin: Corpo- rate leaders promoted him to director of the division 
serving the United Kingdom and Ireland. He begins the new gig this 
month. 


"Age is not a factor," Culbertson says. "What counts is whether you 
can do the job." 


Culbertson fits the corporate profile: 37 percent of the company's 
22,000 workers and 80 percent of its senior managers are over age 
50. "Older workers are essential to our employment mix" and "part of 
our business strategy," he says. 


Michelin workers have high levels of job satisfac- tion. Equally notable, 
Michelin has one of the highest net profit margins in the tire industry. 
And in June, the company was the only major manufacturer to receive 
an AARP 2013 Best Employers for Workers Over 50 award. The awards 
are co-sponsored by the Society for Human Resource Management 
(SHRM). 


Many other employers seem to have lost sight of older work- ers. 
Perhaps it's because recruitment and retention became less of a 
problem in the wake of the Great Recession. Yet older workers have 
grown even more integral to human capital plan- ning and to business: 
When the recession struck in 2007, 29.3 percent of the workforce was 
age 50 or older; today, almost one-third of the workforce falls into that 
category. And by 2019, the Urban Institute predicts that the number 
will rise to 35 percent. As the economy brightens, insightful employers 
such as Michelin will reap rewards while others try to catch up. 


The idea that older workers add value to orga- nizations was gaining 
traction before the economy tanked in 2007. Employers like Borders 
led the way. It found that older employees delivered superior customer 
service and registered much lower turnover. 


But the recession prompted changes. Saddled with business models 
that were no longer viable, some companies folded, including Borders. 
Others, like General Motors and A&P, filed for bankruptcy and 
reorganized. Survivors moved to austerity mode, leading to an 
estimated loss of 7.9 million jobs. Unem- ployment peaked at 10 
percent in 2009. 







In a weak labor market, "some employers lull themselves into 
complacency," says Rutgers University professor Carl Van Horn, author 
of Working Scared (Or Not at All): The Lost Decade, Great Recession, 
and Restoring the Shattered Ameri- can Dream (Rowman & Littlefield, 
2013). "They should have a strategy." For companies with older 
employees, "it's wise to have employees who understand that 
population." 


The recession shocked many older workers. By 2010, peo- ple ages 55 
to 64 saw the value of their 401 (k)s decline by one- third. Many put 
off retirement for a year or two. Then, with the stock market recovery 
under way in 2012-13, they took the plunge. As a result, HR directors 
now report a return to the usual numbers of annual retirements. 


According to Gallup's newly released annual economic and personal 
finance survey, the upward creep in retirement age may not have that 
much to do with recent economic woes. Instead, it may be an 
indication of a larger, more fundamental shift in how Americans live, 
work and age. 


Gallup's mid-April survey shows that the average age when U.S. 
workers retire has increased by four years, from 57 in 1993 to 61 
today. Three-quarters ofthat upward shift occurred in the 1990s and 
early 2000s. 


Gallup researchers found that workers' predictions of their own 
retirement age shifted even more dramatically: In 1995, 49 percent of 
Americans who were not retired said they would retire before age 65, 
32 percent expected to retire at 65, and just 14 percent anticipated 
having to wait past 65. Today, 37 percent of workers say they will 
retire at age 65, while another 26 percent think they will work beyond 
that age. Only 26 per- cent think they will retire before they reach age 
65. 


Despite the return to the usual number of annual retire- ments, many 
older workers still lack the resources to retire. They must continue 
working or re-enter the workforce. In almost every demographic, 
Americans earn less than they did in June 2009 when the recovery 
started. Households led by workers ages 55 to 64 have taken the 
biggest hit, with their mean income falling by 7.2 percent. 


In a 2012 AARP and SHRM survey of 1,004 workers age 50 and older, 
nearly eight in 10 said their primary reason for working or looking for 







work was money or health insurance. Only one in five was mainly 
motivated by nonfinancial reasons such as enjoyment or desire to be 
productive. 


Whatever the reason, more people in the U.S. who are age 65 and 
older are still working. In 1990, there were 3.8 mil- lion still working-
about 12.1 percent of the over-65 popula- tion. By 2012, that was the 
case for 7.7 million, or 17.3 percent of that group. Many are 
professionals-lawyers, professors, nurses, doctors and top executives. 


Discrimination remains all too common. In Staying Ahead of the Curve 
2013, AARP reports that 64 percent of workers ages 45 to 74 have 
seen or experienced age discrimi- nation at work. Of those, 93 percent 
say it is very or somewhat common. Workers are most likely to 
experience it in their 50s. The Age Discrimination in Employment Act 
applies to workers 40 and older. 


Since the recession, U.S. Equal Employment Opportunity Commission 
(EEOC) age discrimination claims have increased 30 percent. The 
percentage of claimants who receive merit resolutions is about 17 
percent, the prerecession rate. Cash awards, however, have 
increased: Annual awards averaged about $60 million from 2002 to 
2006, then jumped to $87 million from 2008 to 2012. 


Winning a case is challenging, especially when plaintiffs allege 
disparate impact-discriminatory action against an entire group of older 
workers. In these federal cases, "the stan- dard of proof is higher than 
in other discrimination cases like those based on race," says Daniel 
Kohrman, senior attorney at the AARP Foundation. 


A 2009 U.S. Supreme Court decision, Gross v. FBL Finan- cial Services 
Inc., made it easier for employers to justify dispa- rate treatment 
based on age. And, in 2011, Wal-Mart v. Dukes made it harder for 
"similarly situated individuals" to be certi- fied for a class-action 
federal lawsuit. 


With the trend moving against them, plaintiffs' lawyers are looking to 
state courts. Although changes in the law make it more difficult to win 
age discrimination cases, Kohrman cau- tions employers not to be 
cavalier in their treatment of older workers. "Recent decisions may 
have shifted the balance," he says, but "blatant ageism will still give 
you a problem." 







Furthermore, the EEOC's 2012 amended regulations clarify when 
disparate impact becomes discriminatory. An employer "that has made 
a concerted effort to be fair and has taken logi- cal steps can justify 
disparate impacts," Kohrman says. The regulations "provide guidance 
for employers about how to make their decisions litigation-proof. 
Employers in jeopardy are those who, out of carelessness or based on 
stereotypes, dis- proportionately impose layoffs that can't be explained 
by a legitimate business reason." 


Some employers revere older workers. The Best Employers for 
Workers Over 50 awards recognize such "pro- gressive employers," 
says AARP senior advisor Deborah Banda. A panel of judges examines 
factors such as: 


* Is the culture welcoming to older workers? 


* Are there opportunities for them to advance? 


* What kinds of benefits are available to them? 


The contest is open to U.S. employ- ers with 50 or more workers; it 
costs them nothing except the time required to com- plete a detailed 
application. AARP and SHRM accept the veracity of the data on "the 
honor system." Participants receive a benchmark report that enables 
them to see how they stack up. "By showcasing best-practice 
employers, we hope to set an example for others," Banda says. 


This year, 130 companies applied; 40 of them were previ- ous 
winners. A large number of nonprofit, government, educa- tion and 
health care organizations were among the honorees. Absent or rare 
were representatives from sectors such as manufacturing and retail. 


Only three companies on another well-known list-the 2013 Fortune 
100 Best Companies to Work For- earned recognition from AARP and 
SHRM: Atlantic Health System, Scripps Health and law firm Perkins 
Coie LLP. 


Given the huge number of U.S. employers eligible to enter, AARP and 
SHRM would like to see many more applicants. "Companies are not 
coming to grips with the reality of the aging of the workforce," Banda 
says. She suspects the detailed application and time commitment may 
discourage some orga- nizations, especially first-timers, from 
participating. In subse- quent years, employers have the groundwork 







in place and data are easier to produce. 


"It wasn't hard," says Carolyn Hatt, employment manager at 
Swarthmore College. "It was about one week's work." 


At the National Institutes of Health (NIH), Philip Lenow- itz, deputy 
director of the Office of Human Resources, dele- gated the task to an 
intern. 


"It's a mystery to us why others don't compete," says Dale Sweere, 
HR director at Stanley Consultants, an engineering services company 
in Muscatine, Iowa, with 1,000 employees. "The designation gives us 
an advantage in recruitment. We tar- get seasoned individuals with 20, 
25 or 30 years' experience." 


Employers that don't apply "are missing out on access to a huge labor 
pool," says Lenowitz, who provides HR services to 19,000 employees. 


"The branding is invaluable," adds Mike Bennett, SPHR, vice president 
of HR at Cianbro Corp. in Pittsfield, Maine. The employee-owned 
contractor has 4,000 workers. "It shows we care about our people." 


The honor similarly helps Securian Financial Group in St. Paul, Minn., 
advertise its commitment to older workers. "It makes our employees 
proud to work here," says Kathleen Pinkett, SPHR, senior vice 
president of human resources and corporate services for the 2,468-
employee company. "Our turnover rate is only 5 percent compared to 
18 percent in the insurance industry overall. Employee enthusiasm 
also shows in the referrals they make for open jobs. Forty-five percent 
of our new hires come from them." 


Benchmarking was one of the reasons Swarthmore chose to 
participate. "We wanted to see what others are doing to see what 
might make us more attractive," says Pamela Prescod- Caesar, vice 
president for human resources. Forty-eight percent of her 1,000-
person workforce is age 50 or older; 200 are fac- ulty members. 


Older workers serve as mentors, historians and knowl- edge-transfer 
agents. They also make excellent cross-gener- ational role models. 
"The maturity and work ethic that they bring cascades," Prescod-
Caesar says. 







They are loyal-with the highest retention rate of all age groups. More 
than 77 percent of the respondents to the AARP/ SHRM survey said 
they planned to remain in their current jobs until they stop working 
completely. 


They score high on satisfaction surveys. "As you age, you get wiser 
and begin to understand the context of life," says Karen Mathews, 
director of WorkLife Services at Marietta, Ga.-based WellStar Health 
System, which made AARP's 2013 best employers list. By 50, "Your 
expectations adjust appropriately." 


Mathews adds that workers hone their critical-thinking skills over time. 
"The more experience someone has, the more valuable they are to us 
and our clients," Sweere adds. 


Yet misconceptions abound about older workers. Experts claim 
employers' reluctance to give older workers a chance may be based on 
factual inaccuracies. The following are among frequently cited 
concerns: 


Higher health care costs. Employers are hesitant to hire older people 
because they fear higher health care costs. National data show that 
older workers have more health problems and are more likely to be on 
Social Security dis- ability benefits. For example, The Health Care Cost 
Insti- tute reports that U.S. health care expenditures per capita for 
2011 were $8,776 for workers ages 55 to 64, compared with $5,927 
for those ages 45 to 55. 


A number of winners of the 2013 Best Employers for Workers Over 50 
awards point out that older workers tend to be healthier than 
unemployed people in that age group. They say the costs are worth it 
on balance or that older workers really don't cost more. 


Someone who is working at age 70 is bound to be active and healthy, 
observes Patricia Carroll, SPHR, CEBS, senior director of benefits and 
corporate development at Solix Inc. in Parsippany, N.J. "When we 
analyze our costs and look at the real drivers, older workers are not 
costing more," Carroll says. The 382-employee company screens for 
benefits eligibil- ity and processes claims. Thirty-nine percent of the 
employ- ees are over age 50. 


At WellStar, which has 12,000 employees, costs for older workers "are 
offset by the costs of the healthy," Mathews says. 







Stanley Consultants reports lower health care costs for older workers. 
"Our 30-to-45 age cohort costs us more than the 60 and above," 
Sweere says. "Children, family and medi- cal conditions are significant 
drivers." 


More discrimination claims and litigation. In 2012, of more than 50 
million workers age 50 and older, about 23,000 filed EEOC claims-
that's only 0.05 percent of older workers. 


When people aren't producing at Solix, a progressive- discipline policy 
is followed. "We give them a performance improvement plan," Carroll 
says. "If they still don't measure up, we ask them to leave, and [we] 
pay severance. Everyone has a case now and then, but we've had very 
few. When it's happened, we've never lost." 


Little return on investment. Winners of the 2013 Best Employers for 
Workers Over 50 awards say the return on investment from older 
workers contributes to the companies' top standings in their industries. 
Their older workers are loyal and remain with the company longer than 
younger workers. They also have lower absentee rates. 


At Stanley Consultants, where the old- est employee is 79 and 30 
percent of workers are over age 50, the average tenure of 12 years 
makes the company the retention leader among competitors. 


Last year, WellStar, where 32 percent of workers are over age 50, had 
an operating mar- gin of 6 percent, a top-tier score of nonprofit 
performance. 


Worsening performance. Studies show that the falloff in performance 
in most jobs is mini- mal and that when some abilities decline, older 
workers compensate with counterbalancing ones that enable them to 
continue to perform at high levels. Like younger workers, some falter, 
but breakdowns are case-specific. 


"People change as they get older; they gain knowledge and experience 
but may slow down in terms of energy," concludes Dr. William Gahl, 
clinical director at the National Human Genome Research Institute, 
which is part of NIH. "For every employee, there's a balancing point 
that determines whether it's worthwhile for him or her to be here. We 
deal with these situations in an ad hoc way-no matter the person's 
age." 03 







Sidebar 
ONLINE RESOURCES 


For tips on attracting and retaining older workers, see the online 
version of this article atwww.shrm.org/0813-older- workers. 


Older Workers and Unemployment 


Throughout the recession, the U.S. unemployment rate for older 
workers was lower than the overall rate. They con- tinue, however, to 
make up a larger per- centage of the long-term unemployed. In 
March, the average duration of unem- ployment for people age 55 and 
older was 50.2 weeks, compared with 36.9 weeks for those younger 
than 55. 


In addition, older workers accept steeper cuts In pay when they do get 
hired. For example, a U.S. Government Accountability Office report 
found that 70 percent of workers age 55 and older who were laid off In 
2007-09 found new jobs at less pay compared with 53 percent of 
workers ages 25 to 54. 


Out-of-work seniors make up a small part of the overall labor force-
about 2 million people In 2012. But being In that category can be 
devastating, says Rutgers University professor Carl Van Horn. "They 
were In the last years of their prime earning years and hoped for a 
good retirement. Now their resources are depleted. People who had 
little started using their resources to pay the bills. They didn't keep 
money In the stock mar- ket waiting for a recovery. They started 
selling what they had, got a second mort- gage on their home." 


Overall, Americans In their 50s and early 60s-those who are near 
retire- ment but without access to Medicare and Social Security-lost 
the most earn- ing power of any age group. Their average household 
Incomes are still 10 percent below what they were when the recovery 
began three years ago, according to Sentier Research. 


Wellesley College economists found that people who lost their jobs In 
the few years before becoming eligible for Social Security reduced 
their life expectancy by up to three years, largely because they no 
longer had access to health care. 


Thirty-seven percent of older workers who lost their jobs In 2008-11 
and did not return to work ended up filing early for Social Security 







when they turned 62. By not waiting, they stand to lose substantial 
amounts during the remainder of their lives: Early fliers receive about 
25 percent less than those who wait until age 66. 


AuthorAffiliation 
Robert J. Grossman, a contributing editor of HR Magazine, is a lawyer 
and a professor of management studies at Marist College in 
Poughkeepsie, N.Y. 


Word count: 2913 
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Management (www.shrm.org), Alexandria, VA.	
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Engaging the Disengaged 
Clark, Timothy R. HRMagazine53.4 (Apr 2008): 109-112. 
 
Abstract (summary) 
 


Too often, people act contrary to what they know. For instance, 
managers are quick to stipulate the central role of people, but then 
they go headlong into major change initiatives with little more than lip 
service for the human dimension. A 2006 PricewaterhouseCoopers 
study of top executives found that 83% believed a lack of change 
management skills among managers made such initiatives "difficult" or 
"extremely difficult" to achieve. Because engaged employees remain 
key to organizational change, leaders must be capable of mobilizing 
people on the change journey. But the ability to engage the 
disengaged has most organizations stumped. Few organizational 
leaders demonstrate the ability to engage most people most of the 
time. Those who do engage their employees have perhaps the ultimate 
competitive advantage. Leaders can increase engagement levels by 
creating, shaping and reinforcing experiences for employees based on 
five basic forces. These five forces include: 1. connecting, 2. learning, 
3. envisioning, 4. earning, and 5. contributing. 


 
Full Text 
   
 
Headnote 
In times of change, five basic forces help retain and engage 
employees. 


Too often, we act contrary to what we know. For instance, managers 
are quick to stipulate the central role of people, but then they go 
headlong into major change initiatives with little more than lip service 
for the human dimension. Is it a recent discovery that people are the 
singular source of sustained competitive advantage? No. Why, then, 







do researchers keep wiping our noses with it as if it were a new 
finding? 


Consider, for example, Jack Welch, former chief executive officer of 
General Electric (GE). You may not agree with the aggressive methods 
he used, such as forced ranking, but chances are you agree with his 
premise. Throughout his tenure, and from the day he left GE, he went 
about preaching the gospel of the "human side" with evangelical 
fervor. Curiously, while he is recognized as the dean of CEOs in the 
20th century, relatively few leaders have shown themselves to be 
thoroughly committed to his basic message that organizations win or 
lose on people. Yet, when pressed, many leaders confess such a 
conviction. 


Obstacles 


We have a tall stack of employee engagement studies that confirm a 
global truth: Only 20 percent to 30 percent of employees in a typical 
organization are actively engaged and willing to give their best efforts. 
As a result, leaders launch most change efforts from a serious deficit 
position. 


Another challenge? Managers' skill sets in facilitating change. A 2006 
PricewaterhouseCoopers study of top executives found that 83 percent 
believed a lack of change management skills among managers made 
such initiatives "difficult" or "extremely difficult" to achieve. 


Because engaged employees remain key to organizational change, 
leaders must be capable of mobilizing people on the change journey. 
But the ability to engage the disengaged has most organizations 
stumped. Few organizational leaders demonstrate the ability to engage 
most people most of the time. Those who do engage their employees 
have perhaps the ultimate competitive advantage. 


So what binds a person to an organization and persuades him or her to 
stay engaged? 


Five Forces 


Leaders can increase engagement levels by creating, shaping and 
reinforcing experiences for employees based on five basic forces. 
Employees require a steady stream of replenishing experiences to 
connect, learn, envision, earn and contribute as they relate to the 







organization and to specific change initiatives. These experiences forge 
an emotional, intellectual, social and economic bond with the 
organization that allows leaders to retain people and release their 
discretionary efforts. 


Connecting 


Find an engaged employee and you are sure to find connections 
between that employee and the organization. This simple observation 
leads us to the first engagement force of connecting. Leaders are 
primarily responsible for creating a sense of community to satisfy the 
basic human need for connection. Where there is no connection, 
people disengage and withhold discretionary effort. Creating 
experiences that allow employees to build relationships is mostly about 
the two-way sharing of ideas, facts and feelings. 


During times of change, connections are often severed and the sense 
of community is compromised. Disequilibrium naturally causes 
employees to want to strengthen their connections to peers and 
leaders. Remember, organizational change has a social function. It's 
your job to create community through multiple points of connection 
using the normal communications media mix prior to change, and then 
to increase connection points during change. Here's the rule of thumb: 
During change initiatives, communicate face to face with your people 
at least twice as much as you do when you are managing the status 
quo. 


Learning 


When employees are learning, they are much more likely to be 
engaged. It's your job to create learning DNA in the organization. A 
culture of learning needs to permeate formal and informal learning 
systems. This happens most effectively when you embed learning into 
daily workflow. Help your people understand that an employee who 
doesn't learn depreciates in value based on the speed of skills 
obsolescence. 


Teach employees the concept of a competitive cycle. A competitive 
cycle refers to the natural rise and fall of competitive advantage. Help 
employees identify where your organization stands in the current cycle 
so you can forecast change based on the shelf life of your current 
competitive advantage. When employees understand where their 
organization stands in the cycle, it empowers them with critical 







situational knowledge and diffuses much of the resistance that arises 
when an organization announces that it's time to break camp. Change 
is no longer a surprise. Have you noticed that continuous learners in 
your organization are also the most agile employees? Have you 
noticed that they rarely fall in love with the status quo and stoutly 
resist efforts to change it? 


Instill a beta mentality. Most organizational elements, including 
processes, structures and systems, are temporary. We harvest them 
only as long as they bear fruit. Markets change so quickly that 
employees must understand that organizational elements have simply 
become configurable parts that come together to create value. When a 
particular configuration reaches the point of diminishing returns, it's 
time to reconfigure parts or get new ones. 


Envisioning 


Envisioning represents the third engagement force. Motivation draws 
strength from vision. The most highly engaged employees have two 
visions: a personal vision that creates a portrait of who and what they 
will become, and an organizational vision that outlines a compelling 
picture of where the organization tries to go. Both are important and 
interconnected. 


Senior managers don't have an exclusive preserve on envisioning. 
Envisioning capacity is a competency that can be developed. The skill 
lies at the root of creativity and innovation. It is a strategic asset to 
organizations and a vital engagement force. 


Total engagement depends on employees having opportunities and 
experiences that allow them to participate in envisioning. Employees 
should be the primary visionaries of their own careers and joint 
visionaries in the enterprise. Create formal envisioning assignments. 
I'm not talking about corporate strategy or market positioning 
necessarily. Make the assignments bounded but discrete. Charge a 
team to look at one process, system, product or service offering and 
project it into the future. 


I often observe leaders at all levels shy away from giving envisioning 
assignments because they see it as a weakness. They mistakenly 
believe that if they don't have a clear vision to unfold, they won't be 
seen as willful. Don't be afraid to squint into the future and confess 
that it's not perfectly clear. Understand that envisioning is a life-giving 







force to employees at all levels. 


Earning 


Compensation and benefits create an economic bond between 
employees and organizations. It may be strong or weak, depending on 
the quality of the compensation system and the priorities of the 
employee. For some, earning is the strongest engagement force. For 
others, it's lower on the list. 


Years ago, I worked as a plant manager in a large manufacturing 
facility. Due to an onslaught of global competition and a severe 
economic downturn, the company was forced into Chapter 11 
bankruptcy. As conditions gradually deteriorated, employees 
disengaged because their ability to earn was at risk. Many of the most 
talented employees left the organization first. 


Organizations with high employee en gagement levels normally 
provide com petitive compensation packages and opportunities for top 
performers to accelerate earnings. If an organization's compensation is 
below market, disengagement will usually appear on this dimension. 


Contributing 


The fifth engagement force-and the heart of the engagement model-is 
based on the fundamental human need to contribute. To make a 
meaningful contribution and see evidence of accomplishment 
motivates most people to apply effort over time. It also deepens the 
relationship with the organization. To build engagement through 
contribution, give your people specific and important work 
assignments that can be accomplished in a reasonable time frame. 
Contribution builds confidence, creates social acceptance and 
generates momentum to fuel forward progress. 


Every week, thousands of wellperforming and dutiful employees leave 
their managers. We discover in exit interviews that many leave simply 
because they were not given the opportunity to contribute as much as 
they wanted to. Rather than stay and endure the unmet need to 
contribute, they leave. Along with measuring and recognizing 
contribution, ask your employees if they believe that they contribute 
enough. Some will look at you in bewilderment because their plate 
spills over. But those who disengage for lack of contribution will almost 
always let you know. 







When you identify a contribution gap, find out what causes it. If the 
problem lies with the organization, fix it fast. Find a meaningful need 
or opportunity, and assign the individual to it. Keep in mind that in 
retirement exit interviews, people tend to reflect on their contributions 
as a lasting reflection of their value. And with top performers in 
particular, fulfilling the need to achieve remains the key to sustained 
engagement. 


Sidebar 
The author is founder and chairman of TR Clark Associates LLC, an 
international consulting and training company, and the author of Epic 
Change: How to Lead Change in the Global Age (Wiley/Jossey-Bass, 
2007). 


Sidebar 
During change initiatives, communicate face to face with your people 
at least twice as much. 


Sidebar 
Employees should be the primary visionaries of their own careers and 
joint visionaries in the enterprise. 


Sidebar 
To build engagement through contribution, give your people specific 
and important work assignments. 
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