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Earlier this year, the Conference Board conducted research
revealing that attracting and retaining top talent ranks as the #1
internal concern of the CEOs they surveyed.1
However, research from the Gallup Organization’s annual survey of American workers reports that 13% of
2
American workers report being actively disengaged and 53% report feeling not engaged at all. In other
words, a whopping two-thirds of most workforces are disengaged from their work on a daily basis.
When you consider these statistics in tandem, it becomes clear that there’s a disconnect between
leadership’s goals and their employees’ reality.
Closing this gap starts with understanding what it takes to be a strong leader who nurtures an engaged
workforce. Stepping into this role will require you to look closely at what your employees want—and how
you can meet their needs consistently in your organization.
When you’re willing take these steps, you’ll create a team who looks forward to contributing to your
company’s success and wants to stay with your organization for the long term.

Decoding Employee Engagement
Before we dive in, it’s important to agree on what engagement actually is. “Employee engagement” can be
one of those overused corporate buzz words that ultimately means something different to just about
everybody.
For our definition, we’ll look to one of our clients: Pat Chen, Vice President of Human Resources at
Lexington Manufacturers, a company based in Brainerd, Minnesota. Pat defines employee engagement
as follows:
A willingness to contribute discretionary effort and energy.
How does your team stack up against this definition?
•
•

What level of engagement are they showing?
Do they have a willingness to contribute discretionary effort and energy?

Understanding the engagement level of your employees is an excellent frame to discuss the kind of
leadership that attracts top talent—and helps you retain your best players.
After all, what better way to examine the effectiveness of your leadership than by looking at it from the
perspective of the people in your organization?
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What Your Employees Want
If you want to be a leader who inspires and motivates team member engagement, you need to understand
what they’re looking for from you. Otherwise, you’ll find it nearly impossible to deliver.
After working with thousands of employees over the years, we’ve boiled it all down to a set of six
questions. Your employees ask themselves these questions continuously over the course of their careers.
By understanding these six—and how to deliver crystal-clear answers—you’ll see how to create an
environment that your employees want to engage in and contribute to.

Question #1: “Do I Belong?”
Your employees want to be part of a workforce where they feel a sense of belonging, a core human need.
When your employees feel connected in their workplace, they’re much more likely to feel happier and more
secure. Additionally, this sense of belonging makes your company harder to leave when other opportunities
arise.
Creating an environment of belonging starts with what the Entrepreneurial Operating System calls your Core
Values. These are the three to seven characteristics or behavioral attitudes that define the culture of your
organization.
Within the EOS system, once you establish your Core Values, you’ll both hire people who align with
these values. You’ll also fire people who don’t hold these values, as they’ll create conflicts within the
organization and erode that sense of belonging that Core Values instill.
The more consistently you can hire, fire and train your employees in line with your Core Values, the more
easily you’ll create an environment where your team members feel they belong.

Question #2: “Do I Believe?”
The strongest leaders inspire their teams with a bold vision. A vision provides both momentum and direction, and the strongest visions encourage your employees to personally invest in the future of your company.
Think about the current vision of your company, as you’ve defined and communicated it.
• Is it something that makes your team’s hearts beat faster?
• Do they get excited about what you’re up to?
• Are they inspired to contribute to your customers? To the betterment of the world?
Give your team members something to believe in, and they’ll give you their full engagement. They will also
be much more inclined to stay on and work toward the full realization of your vision.
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Question #3: “What Am I Accountable for?”
Once your team members believe in the mission of your company, they’ll want to know exactly how you
expect them to contribute to it.
For our part, we encourage leaders to define and communicate three to five accountabilities for
every role within an organization. That way, your team members know exactly what they’re responsible
for on a daily, weekly, quarterly and yearly basis.
It also gives each of your team members an opportunity to “own” part of the company’s progress. Finally,
creating clear accountabilities also prevents major initiatives from falling through the cracks because, if
everybody owns something, nobody truly owns it.

Question #4: “How Am I Going to Be Measured?”
Once you communicate what your employees are accountable for, you’ll want to take it one step further.
Make it crystal clear how you’re going to measure success within each area of accountability.
This might be a specific number your team members need to hit. It might be a quarterly quota they need to
fill. The more specific and measurable you can make that goal, the better. That way, success becomes an
objective measurement that everyone can see and judge impartially.
Finally, make sure you get your team members’ input when defining these measurements. The ability
to contribute to these numbers will help them achieve the sense of ownership they need to make sure they
hit their goals quarter after quarter.

Question #5: “How Is My Opinion Going to Be Heard in
This Organization?”
As we mentioned in question #4, when your team members have the opportunity to contribute, they’re
much more likely to engage and even develop a sense of ownership around their jobs. Additionally, some of
your team members, especially your sales team, may have valuable insights they’ve gleaned from regular
contact with your customers. By offering them a venue to offer suggestions and feedback, these employees
can deliver valuable recommendations into ways your company can excel.
Within the EOS framework, we conduct weekly Level 10 Meetings. This format creates an agenda that
includes time for open dialogue and about identifying, discussing and solving issues.
We also encourage leaders and managers to have quarterly one-on-one meetings with each member of
their direct report team. This gives your employees several venues to be heard, which will only deepen their
sense of engagement in the workplace.
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Question #6: “How Am I Going to Be Developed?”
Finally, growth is a natural human desire. Everyone wants to grow and evolve into something more.
In today’s job environment, many people fill that need by accepting new positions at other companies. However, if you can meet their needs for growth and development within your company, you’re much
more likely to inspire them to stay and pursue their own growth internally.
Quarterly one-on-ones offer you a useful venue for exploring your team members’ desire for growth, as do
continuing education programs at your organization. The more you can provide opportunities within the
organization, the more likely you are to create long-term employee engagement.

Investing in Your Best Asset
At the end of the day, your employees can be your company’s best asset. They can also be a tremendous
competitive advantage. However, if you want to recruit top talent—and retain them—you have to consciously work to develop your employees.
That starts with understanding and delivering the six things your employees want from their
leadership. Although it requires an investment of your time and energy, both from you directly and from
your leadership team, it’s one that will pay off many times over.

Take the Next Step
If you’d like to discover how to apply these best practices to your business to get Traction® for growth, get
in touch with us to schedule a complimentary 90-minute Executive Alignment Session. In 90 minutes, we’ll
ask you about 1) your current stumbling blocks, 2) where you’d like to see your organization go in the next
six months to a year and 3) share six strategies to help your business advance.
Simply call us at 866.210.6434 or email our founder directly at kmcardle@McArdleBusinessAdvisors.com.
We’ll get in touch to schedule a convenient time for you and your team.

Sources:
(1) https://www.conference-board.org/press/pressdetail.cfm?pressid=7650
(2) https://news.gallup.com/poll/241649/employee-engagement-rise.aspx
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