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H E L L O :  A  S H O R T  I N T R O D U C T I O N
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Assessment Analysis Action

For 45 years, we’ve been studying 

people at work

We survey 1.5 million employees every 

year from all over the world

Our goal is to help find people 

solutions to business challenges

Today we want to talk about…

World of Work Engagement

Leadership 

Challenges
Help from HR
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G O  O N ,  E N G A G E  M E …

L E A D E R S  A R E  E X P E C T E D  T O  T R E A T  E A C H  

E M P L O Y E E  U N I Q U E L Y
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Technology enables individualised choice without adding an undue administrative burden for HR 

Me, Inc.BALANCING 

MY WORK/LIFE

56% want their 
company to offer more 
flexible work options  

CARING FOR MY HEALTH

53% of employees want their company to 
focus more on their health and wellness

STEERING MY CAREER

1 in 3 employees do not feel 
empowered to create their 
own career success at work

KEEPING ME ENGAGED

1 in 5 employees do not feel 
committed to fully investing 
their energy at work
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Rigid Response Resilient Response

• Limited information sharing, 

decision making is consolidated

• Extensive information sharing and

joint problem solving

• Tightening of controls (e.g., micro-

management)

• Loosening of controls (e.g. 

empowerment)

• Resource hoarding (e.g., increased 

turf wars, silos)

• Resource sharing (e.g., synergy &

collaboration) 

• Isolated, insulated leaders • Connected, integrated leaders

Volatility Uncertainty Complexity Ambiguity

G O  O N ,  E N G A G E  M E …

A T  T H E  S A M E  T I M E  A S  M A N A G I N G  A  L O T  O F  O T H E R  

C H A N G I N G  P R I O R I T I E S

Source: Sutcliffe & Vogus’s Resilient and Rigid Responses to Threat model (2003)
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M A L A D A P T I V E  R E S P O N S E  1 :  S E L F  A B S O R P T I O N

Limited 
Resources

Increased
Demands

Elevated
Stress

Aggression

Compliance

Detachment

See Karen Horney

Stress Response

15%
Overwhelmed managers provided 

significantly less recognition & 

support

Recognition Declines
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M A L A D A P T I V E  R E S P O N S E  2 :  C R O S S - L E V E L  

C O N F L I C T

Mercer | Sirota Case Study Executives Directors

• We do a good job managing team conflict and integrating different points of view. 86% 43%

• We know how to dialogue with each other in a constructive and open-minded way. 86% 48%

• We regularly identify and remove obstacles that impede organizational performance. 100% 35%

• We make decisions in an effective way. 100% 45%

• We partner with each other to facilitate cross-functional teamwork and coordination. 100% 50%

“Senior executive teams are often a 

microcosm of the culture in which they 

exist, while also responsible for 

creating that very culture” (Goldberg, 

2000)

Employees

Managers

Directors

C-Suite
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Economists from Stanford 

analysed some data...

Now the fun bit. Workers 

switch bosses around 4 times 

a year...
Ok... So? What did they find?

23,878 employees; 1,940 

supervisors 

5.7 million 

transaction 

observations

Tech-based 

service jobs: 

e.g. 

technical 

call centres 

etc.
Calculation of individual 

boss impact on 

productivity (Boss quality)

Replacing a boss who is 
in the lower 10% of boss 
quality with one who is in 
the upper 10% of boss 

quality 

Increase output by about 
the same amount as 

would adding one worker 
to a nine member team

S O  L E T ’ S  T A K E  A  S T E P  B A C K …

D O E S  T H E  W A Y  Y O U  M A N A G E  P E O P L E  R E A L L Y  

M A T T E R ?
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S O  L E T ’ S  T A K E  A  S T E P  B A C K …

H O W  I S  L E A D E R S H I P  L I N K E D  T O  P E R F O R M A N C E ?

8

• Problem: Surge in voluntary turnover 

• Question: What is the impact of leadership and managerial practices on this trend?

• Outcome:  1) The largest driver of turnover was team size/span of control.  If an individual’s supervisor had a larger team than 

the average, then (all other things being equal) they were 48 percent more likely to leave.  This was because team size and 

relative seniority of the manager was associated with on-the-job training and camaraderie. 2) Analysis also showed that 

individuals who were promoted into leader positions were more likely to leave.  This is because promotions were associated 

with small pay increases but greater responsibility. 

Source: Case study: International service and research organisation
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Very Under confident

-1 Point Gap 

or More

Very Overconfident

+1 Point Gap 

or More

Self Aware

-.5 to +.5Somewhat

Under confident

-.5 to -1

Somewhat

Overconfident

+.5 to +116%
Turnover

20%
Turnover

12%
Turnover

12%
Turnover

11%
Turnover

S O  L E T ’ S  T A K E  A  S T E P  B A C K …

C A N  M A N A G E R  P E R S O N A L I T Y  A F F E C T  T E A M  

T U R N O V E R ?
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H O W  C A N  H R  H E L P ?

Increase Self Awareness

Competencies

CharacterCompetence

Ensure Alignment

Reduced 
levels of 
stress

More resilient 
responses to 

change

Higher 
employee 

Engagement

Higher Rates 
of Retention

Stronger 
organisational 
performance
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Competence

Ability to get 
results

KPIs

Performance 
Management

Competencies

KSAs & 
Behaviors critical 
to org’s mission

360s and Surveys

Leadership 
Development

Character

Personality & 
Values

Individual
Assessments

Selection & 
Coaching

What more could we learn by exploring the relationships between character, competencies, competence?

Source: George Hollenbeck’s (2009), “Executive Selection—What's Right … and What's Wrong” Industrial Organizational Psychology article

I N C R E A S E  S E L F - A W A R E N E S S

M O S T  A S S E S S M E N T S  M I S S  A  M A R K
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I N C R E A S E  S E L F - A W A R E N E S S

T H E  E N G A G I N G  L E A D E R  – W I T H  H O G A N

Leader 
Personality

Decisions 
and 

Behaviors

Climate and 
Culture

Employee 
Engagement

Performance

How do your values help 

you engage or cause you 

to disengage your team

How do you behave and 

how is this perceived by 

your team

How does your team 

perform and engage with 

work as a result

WHO YOU ARE
HOW YOU AFFECT 

YOUR TEAM
HOW YOU BEHAVE

www.theengagingleader.com
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E N S U R E  A L I G N M E N T

F O C U S  O N  T H E  T O P  L E V E L S

ExCo more Favourable:

93

80

67

100

64

71

57

43

71

29

I am proud of the products and services we
deliver to our customers.

We provide employees with a clear picture
of the direction the organization is headed.

We learn from our mistakes.

We are a better organization today than we
were 12 months ago.

We regularly discuss how we can improve
the way we do things.

Gap between 

Levels

35%

29%

24%

23%

22%

53

60

47

67

87

57

64

57

79

100

We do a good job communicating critical
information throughout the organization.

We know how to dialogue with each
other in a constructive and open-…

We are making the changes necessary
for our organization to compete…

We do a good job making our employees
feel valued and respected.

We exhibit a high level of integrity
through our actions.

Directors more Favourable:

- 13%

- 12%

-10%

- 4%

- 4%

Gap between 

Levels 

Case Study – Multinational Bank

Senior Leadership 

Assessment

Are leaders aligned on the most important 

challenges?

Identify priorities using data

Help executive leadership teams to align 

on priorities and cascade the message to 

the organisation
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S O  W H A T  A R E  W E  S A Y I N G ?

14

Leaders and Managers are feeling the 

pressures of a VUCA world…

…and sometimes their response can 

hinder engagement and effectiveness

Their own engagement and alignment 

are important drivers of performance

HR can help by providing the right tools to 

increase awareness and foster alignment

Competencies

CharacterCompetence
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APPENDIX

1

5
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G L O B A L  P H A R M A  O R G A N I S A T I O N  - I L M  D R I V E R S  

E X A M P L E

• Description:  This global pharma 

organisation wanted to evaluate 

the impact of supervisors and of 

certain characteristics and 

experiences of leadership such as 

tenure and  spans of control on key 

employee outcomes such as 

promotion, turnover and rewards. 

• Outcome:  

– All else being equal (e.g. 

performance, tenure, role, 

business unit) supervisors are 

more likely to be promoted 

that individual contributors. 

– An individual is 125% more 

likely to leave the organisation, 

if their supervisor left.  

Therefore, supervisor stability 

and retention are important 

leavers for a holistic 

leadership approach.

– Supervisors with larger teams 

had higher turnover and lower 

performance ratings in their 

teams.  

PROMOTION

TURNOVER 

(VOL)

PERFORMANCE 

RATING

BASE 

PAY 

LEVEL

PAY 

GROWTH

TOTAL 

COMP

Supervisor 

vs. 

Individual 

Contributor

G +48% – +6%* – +0.5% +3.1%

US +31% -15.4%* – +1% +0.3% +3.6%

Supervisor’s 

Own Span 

(+2 ees)

G -5% – +2% +0.6% – +0.5%

US -3%* – +2.8% -0.1% – -0.3%

Own 

Supervisor’s 

Spans 

(+3 ees)

G +1% +3.2% -2.5%* -1.3% +0.3% -2.8%

US +1.5% +6.5% -1.8%* -0.1% – -0.4%

Supervisor’s 

Tenure 

(+ 5 years)

G – – -1% -1.1% – -0.4%

US +2.9%* – -2%* -0.5% – -0.3%

If supervisor 

turns over

G – +125% – – – –

US – +186% -58%* +3.2%* – –
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W H A T  W E  A R E  D I S C O V E R I N G :  S A M P L E  F I N D I N G S

Values
• Altruism Clear vision, positive & agile team environment, effective & engaged team 

• Hedonism      Unclear vision, negative & ineffective team environment, disengaged team  

• Security         Little empowerment, innovation, collaboration or engagement 

Strengths
• Sociability      Empowered employees, positive & innovative work env., engaged team   

• Prudence       Unclear vision, negative & ineffective team environment, disengaged team 

• Inquisitive       Agile & innovative work environment, effective & engaged team

Risks
• Skeptical        Unclear vision, negative & ineffective team environment, disengaged team

• Imaginative    Clear vision, positive & agile team environment, effective & engaged team 

• Charisma cluster (Bold, Mischievous, Colourful, Imaginative)    Engaged team

Early validation work: correlational analysis results based on data from 84 leaders 


