EMPLOYEE ENGAGEMENT

THE CASE FOR
BRINGING EMPLOYEES
INTO THE LOOP

His company helps companies show their employees the big
picture so0 they can serve their organizations better. He tells us
why he does what he does—and why you should, too.

% an old chiché: You can't
see the forest for the trecs—
meaning one is so focuscd on
the derails, the big picture is
mivssed
The sayimg is appropriate for the
husiness world, By making a few
steps back from a problem, the sum
of these parts is covealed and we're
better able to address challenges.
Most human resoorce and inter-
nal communications executives ane
responsible for employee talemt
munagement. They konow employees
cannaat be expected to fully realize
their potennial without adopting o
bag-picoure peripoctive.
Unfosrtienately, most arganie

tions spend countless hours trying to
help their peaple do a better job
assuming it will improve the busi-
ness, but they never tell them any-
thing about the hig picture of the
hisimess.

Companies will see increases in
productivity, profiabilicy and job
sarisfaction across the organization
if they build a culture of engagement
and help people see and vnderstand
the big pacmure.

A culture of engagement
While mrany companics have devel-
aped long-term stratcgic and opera-
tions plans, many fall down when i




comes (o engaging employees in
helping to carry those plans out,
because real engagement is difficult.
The key is to develop an engage-
ment srrategy thatr mins parallel ro
the company serategy and the oper-
ating plan.

Many employees sl ssruggle
for the answer o one hasie ques-
tics: “What should 1 be doingi™
Or, “Whai exactly do you want me
to do differenaly?® While st poo-
ple know their jobs or bow m do
lllnil., they dan’t have coatexmsil
understanding, which means they
can't find meaning m what they do,
gaugs how they are performmg and
tml}r appreciate the greater :iﬁni!'i-
cance of their contribution.

Traditionally, companics
leaplrog the sedry m order to expe-
dite the skall-building required for
the boses Context can provide
cinployees with a dircet line of sight
into how their individual skills and
hehaviors contribure vo the bigger
picture,

Emplovees in several companies
have wsed a very sample example to
express to senior leaders how
important the big picture is 1o
change the way they think and act
on-strategy. In the words of one
emploves:

=1 can’r understand what you
want me to do different around
here. It is as if you have a 40:0-piece
i saw puzzle and every week you
senl another piece of the puzele
acrows your desk to us, The prob-
lem is thar it is impxesible o see
b all the piﬂ.‘ﬂ ﬁ'ttnﬁrthrrm}'
all end up being equal prioritics
and | will just keep doing whar |
have doie in the past until someone
amplifies all ths for me.”

The natural ory from employees
is ro send the cover of the puzzle
box along so they have a chance 1o
make sense of all the picces and see
how they fir ogether.

Onge the overarching strategy
or puzzle box top is undersvood, it
s much easier for employes (o
grasp supporting pieces. A colesive
view makes whar onee seemed
overwhelming, conflicting and ran-
divm appear sensible. Onee they can
place cach strategic initiative, skill
ar zcrivity within the bipger picture,
employees can cffectively translae
their understanding o action.

C-mni.r]-cl:,, st unn:p!-n the
trucker who figures a longer rowte
s always better—believing an
1,800 mile run would help the
company twioe as much as a 900-
mile run. However, depending on
routes and rates, the company
could make a larger overall profic
on the shorter run. A mid-sized
glasswiare manulaciurer may devoe
B0 percent of its production o &
mass-produced line for department
stores and outlets and only 20 per-
cent o a higher-end line for the

results, This halds roe ar any level,
from the individual employees 1o the
hoardroom

Myopic views no more
The above examples demonstrate
how individuals vsually have a
somewhat skewed perception of the
hig picture, based on personal inter-
pretation. A famous New Yorker
magazine cover helps illustrate this
point. It shows an artist’s rendening
of the way a typical New Yorker
sces the country: a map of
Manhattan hlls the frame and off
the background, crammed together,
is the rest of the country,

Each person in an ofganization
has a role to play in executing over-
all corporate strategy. It is critical
that all emplovess not only excel in
their individual roles, bur also thar
efforts are contecred 1o the whaole.

When employees work in silos,
the oppoftunity o comnect persanil

The natural cry from employees is to send the cover of
the puzzle box along so they have a chance to make
sense of all the pieces and see how thay fit together.

Once the

or puzzle box top is

overarching strategy
understood, it is much easier for employees to grasp
supporting pieces. A cohesive view makes what once
seemed overwhelming, conflicting and random appear

sensible.

upscale boutique market, Those in
the miass-produced division might
have a sense they're the buckbune
of the company. Yer if the mass.
privduced line only nets a one-cent
prafit per item, and the high-end
line nets a five-cent profit per stem,
the mass-produced division has a
skewal view of its inportance,
While & narrow focus on the
job at hand is often useful and nec-
essary, not being aware of or fully
understanding the larger conicxt
can often hamper productivicy and
sometimes bring catastrophic

strengths, functional expertise and
business resources ina way tha the
whole exceeds the s of s parts
i lost, Building the cise for owner-
ship oof the whale and enahbling
individual leaders 1o keep one eye
on the higger picture brings power-

ful results.

The bigger strategic
picture

O line of sight has been creared
and each team or person is able to
make o meaningiul amd personal
conmection o the bigper straregic »
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picture, companics teed o ke on
the tnsk of developing personnel
capahilities in ways thar clearly
COMOECT 1 corporate foils—com-
plering the strategic cngagement
cyche.

Individuals m all organizanions
have the ability to make a dramaric
difference. People without hig pic
ture understanding can'’t take
responsihility for change; people
with umde rstanding cannot avoid
raking responsibility. Understanding
of the big picture unlocks the desre
and capability within each employ-
ce to be sccountable, wo make ber-
fer decisions, o contribute, o
make a strategic difierence and 1o
tap inta the meaning amd purpose
that comes from being part of
something bigger than his or herself,

T translate stracegic under-
standing into strategic action,
employees mast be given the appor-
rurity to practice making comiplex
decisions and building experience.
Everyone should be given tools and
capabilities to apply conceprs m

real work semtings. By planning
opportunities for rial and error,
organizations acceleraie the
learning process in a way that iz
personal and sustainalile for the
long term.

A step back to move
forward
This is not o suggest that every
emploves from the executive suite
davvwen 1o the pn'rll:ing waler be
responsible for every strategic com-
pany deciston (although some
CEOs may surely welcome the
respitel. However, in a corporate
culure where information is readily
shared and people are encouraged
tosee not only the what of the rask
o be done, bt alio the why
behind i, they are more cagaged,
muore creative and more likely o
understand what they do m terms
of haww it benefits the company, not
just themsclves.

Ar every level, corpoware effi-
ciency and productivity Improves

when employees make decisions
with an underssanding of haw dif-
ferent departments work together,
whar their role is in thae proces
and haw the decisions they make
wmpact the roles of others.
Efficiency and productivity trans
lage into greater proficahilicy, meee-
ing the goals of investors and rop-
level execurives. Employees gain
satisfaction from knowing they are
included and valved. Moreover, as
they develop a serse of pride in
what they da, better products and
services come tn market.

Ultimately, stepping back to
sce the big pictore will resulr in
meaningful, measurable change
across all levels af an arganmation
Mot surprisingly, what you will
find s that by appealing vo the
highesr level of thinking in your
people, you will get the highest
level of engagement, commitment
and srraregic actions.




