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YOUR BENEFIT PLAN SHOULD BE AS
 UNIQUE AS YOUR COMPANY’S IDENTITY.

It’s your employees that make up the identity of your company. At TRG, we understand that 
no two companies or employees are alike. Their individual qualities, needs and goals make that 
identity unique. By rewarding and retaining your employees with a comprehensive and sustainable 
benefits plan, you’re actually safeguarding the character and identity of the company itself.
 
If you are looking for employee benefits or a retirement program specifically suited to you and 
your people, give us a call. Together we can build a program that’s sure to leave a distinct and 
lasting impression. For more information visit TRGGROUP.COM
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An ounce of prevention?

it’s all of Desjardins supporting your business.

desjardinsfinancialsecurity.com

® registered trademark owned by Desjardins financial Security

product: GROUP insURance
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A healthy company starts with healthy employees. 
that’s why we work with you to stop health 
problems before they start. We offer advisory 
services, workplace wellness training, and absence 
management services to keep your employees healthy.
 
our approach combines preventive measures, timely 
intervention, and the very best support for your 
employees. talk to us to learn more.

http://www.desjardinsfinancialsecurity.com/
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The number of Baby Boomers who will have more than one  
chronic health condition that requires medical intervention

60%”“
You can’t ignore the numbers. With the first wave of Baby Boomers 

beginning to retire this year and millions more set to retire in 

the next few years there will soon be an unprecedented flood 

of Canadians leaving the workforce. Contact us today to learn 

how we can help your retirees gain the crucial health and dental 

coverage they need, so they can enjoy the same type of security 

they enjoyed while working – all at no cost to you and with no 
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As Canada’s leading agency for individual health and dental 
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who will lose their group benefits or staff who are not eligible for 
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upfront | president’s message

WWelcome to our Fall edition oF PeopleTalk. i hope you 
have managed to enjoy some summer sun with family 
and friends and are getting ready to greet the weather 
ahead with gusto. 

Like engagement, gusto is a tough word to define, but 
you know it when you see it — and you know that it 
counts.

This edition is focused on “The Economy of Engage-
ment”. We have certainly all read about the benefits of 
employee engagement, but what does it truly mean to us 
and to our companies? For many of us, even articulating 
employee engagement proves difficult. How can we hope 
to refine the ROI on something we all by necessity define 
differently? 

Perhaps a better approach is to consider ‘engagement’ 
a process, not a finite end to something we start and fin-
ish. Regardless of how we quantify the return on employee engagement, there is no 
doubt that there is a significant opportunity for those that embrace the notion. 

What we do know is that having an energized and mobile workforce is a competitive 
advantage. 

Gallup, Inc. reports that in a typical world-class company approximately two-thirds 
of its workforce are ‘engaged’, while about a quarter are not engaged: even amongst the 
best. Average companies are not so similarly buoyed by the golden ratio of employee 
engagement. Only a third of their employees are engaged; about half are simply show-
ing up — or not. 

What then can we do to fully recognize the benefit of true employee engagement?
Tellingly, Gallup also reports those companies with two-thirds of employees engaged 

enjoyed 3.9 times the earnings per share (EPS) growth compared to similarly grouped 
companies. These types of figures, and others, speak volumes about what we can neither 
fully define nor any longer deny. 

Definitions aside, there is a very positive upside. What exists is an opportunity to 
provide that much needed ROI to shareholders on multiple levels. 

The real question for HR is: “How do we tap into this opportunity?”
You will have to determine what engagement means for your company and how you 

can optimize. Engagement will mean something a little different for each of us, but there 
are some consistent themes that resonate clearly. 

There has to be cognitive commitment throughout and employees have to be emo-
tionally invested. Focusing greater attention on these two areas will define behaviours 
that will produce quantifiable outcomes. 

Engagement. Easy to define? No. Essential? Yes. 
Enjoy your PeopleTalk. Before you do, make an educated guess at your own employee 

engagement ratio. 
How much of an opportunity exists within your company? 

Mike Cass, CHRP
President, BC HRMA
president@bchrma.org

Mike Cass, CHRP

Gusto, Engagement and Gallup 

604.685.3530

goodstaff.com

better
selection

better 
protection

better 
retention

http://www.goodstaff.com/
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editor’s message

W
Definitions Aside, 
Engagement Counts

What does engagement mean to you? While debates 
of definition are likely to endure, “The Economy of 
Engagement” (p.20) is not only reality — it sets a 
new diamond standard for employee potential and 
organizational profitability

Engagement means a lot of things to a lot of  
people, some of whom refuse to use the word entirely. 
Dr. Craig Pinder, FCHRP who owns the final page 
of this issue of PeopleTalk (p. 50), is amongst the  
latter; and that’s after spending 40 years researching, 
critiquing and teaching the finer points of workplace 
motivation. 

For academics, the term ‘engagement’ is anath-
ema - unsupported by sufficient study to merit inclu-
sion in the vocabulary of business. As pointed out 
in “Avoiding Fads: Engage the Facts and Figures” (p.34) by BC HRMA’s Ian J. Cook, 
CHRP, what is missing is an academic paper that effectively proves the impact of 
engagement on profits. 

However, what is front, center and the nemesis of any organization, is the anti-
thesis of engagement. As evidenced by John Wright, president of the Canadian 
Management Centre, “The Costs of Disengagement” (p.18) are too high to summar-
ily ignore the term entirely. As explored by Isabelle St.-Jean in “Less Management, 
More Leadership: Restoring Optimal Balance” (p.28), one of the primary causes of 
disengagement stems from an imbalance between management and leadership. 
Semantic aside, what is required is vision and a strong sense of inclusion.

Unsurprisingly then, where the word engagement is finding plenty of airtime 
is in the C-suite. As per the results of the most recent HR Trends Survey, increasing 
engagement ranks second only to “ increasing leadership” on the list areas “Where 
Organizations Need HR Most” (p.16). As for the other four areas in the top six, 
Kwela Leadership’s Nic Tsangarakis, Joanne Spalton and Russel Horwitz show how 
all relate directly to fostering a more highly-engaged workforce. 

As cited throughout this issue, highly-engaged workers might be in the minor-
ity, but have a disproportionate impact on the success of any organization. Another 
minority character who has a disproportionate impact in the workplace, albeit a 
strongly negative one, is the bully. His/her impact upon the workplace goes well 
beyond the individual victims, as in “Escaping Bullying: The Simultaneous Impact 
of Individual and Unit-level Bullying on Turnover Intentions” (p.32) by BC HRMA’s 
professional development manager Kyla Nicholson, CHRP. 

Moreover, with the changes to Bill 14, Graeme McFarlane makes a strong case for 
organizations to be “Guarding Against Bullying and Harassment” (p.44) or run the 
risk of courting costly mental stress claims.

 Regardless of how it is defined, engagement is admittedly a word of the moment 
that speaks to a timeless truth; when we feel a positive emotional connection to the 
work we do, we tend to do be inspired. How does this impact everything from com-
pany culture to the customer experience to the bottom line? Read on and enjoy.

Jason McRobbie
editor, PeopleTalk
jasonmcr@telus.net

Jason McRobbie

 Photo: ???????????????
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contributors

Anya Levykh
“the economy of HR” p. 20
Anya Levykh is a freelance writer and 
magazine editor with a passion for 
food, wine, people, and places. A reg-
ular feature writer in this magazine, 
Anya’s work has also appeared in vari-
ous local newspapers and magazines. 

She is currently the managing editor for CGA Magazine, the 
Vancouver reporter for EAT Magazine, and has a weekly segment 
on CBC Radio One’s afternoon drive-home show, On the Coast. 
Anya lives in Vancouver with her daughter and an ever-growing  
collection of cookbooks. You can follow her adventures and  
musings at www.foodgirlfriday.com.

Raluca Manolache
“What Does engagement Mean  
to you?” p. 14
An actively involved member of  
PeopleTalk’s advisory committee for  
over a year, Raluca is an HR consultant 
at CBC/Radio Canada. While pursu-
ing the CHRP designation, she previ-

ously contributed to La Source, a multicultural and bilingual  
newspaper, combining her passions for human resources and 
good news alike. Raluca has previously worked in HR capaci-
ties for employers such as Service Canada and S.U.C.C.E.S.S. 
She is passionate about expanding her knowledge about the HR 
realm and developing her communication skills in both English  
and French.

John Wright 
“the cost of Disengagement” p. 18
John Wright is president and manag-
ing director of Canadian Management 
Centre (CMC). John joined the team in 
January 2011 with the goal to build on 
the reputation and leadership position 
of CMC (www.cmcoutperform.com) 
through the development of new learning opportunities and pro-
gressive learning solutions for clients both in Canada and globally. 
A self-described “long-term student”, for John, cultivating engage-
ment creates a positive company environment that boosts both 
individual commitment and organization-wide performance. 

Isabelle St.-Jean  
“less Management, More 
leadership: Achieving Optimal 
Balance” p. 28

Professional speaker, author, life and 
business coach Isabelle St-Jean brings 
over 20 years of communication, lead-
ership and personal effectiveness expe-

rience to her audiences, readers and clients. Through her work, 
she integrates leading edge ideas and tools from the fields of psy-
chology, philosophy, neuroscience and human potential develop-
ment. She is the originator and co-author of the award-winning 
anthology entitled: Einstein’s Business: Engaging Soul, Imagination 
and Excellence in the Workplace, and her own book, Living Forward, 
Giving Back: A Practical Guide to Fulfillment in Midlife and Beyond 
received great endorsements. 

Ken Blosser 
“engage, empower, enrich:  
A case study of positive change 
at coastal community” p. 46

Ken is director of operations at the 
Insights Learning and Development 
Vancouver (www.insightsvancouver.
com) office and serves as the liason 
between Insights Vancouver and Insights’ offices across Canada 
and around the world, as well as Insights Learning and Develop-
ment in Scotland. As part of a team delivering people develop-
ment solutions that have immediate impact, and enable positive, 
lasting change within organizations, Ken has seen his share of 
success stories - one of which he shares with us this issue regard-
ing Coast Capital’s mastery of engagement in tough times. 

Nic Tsangarakis, Joanne Spalton, CHRP 
and Russell Horwitz
“Where Organizations need HR Most” p. 16

Vancouver-based Kwela Leadership’s co-founder Nic Tsangarakis’ 
extensive HR expertise includes strategic planning, design and 
delivery of leadership, management development programs and 
performance management systems, implementing self-directed 
teams, and facilitating team building sessions. 

Joanne Spalton’s wide range of expertise includes facilitating, 
working with teams, assessing employee engagement, developing 
leaders, and delivering training programs on a variety of topics.

Co-founder Russel Horwitz‘ expertise includes leadership 
development, team development, executive coaching, and train-
ing on a wide variety of topics. He has worked extensively as a 
leadership consultant / trainer since 2004 across a wide variety 
of sectors, including government, publicly-held, private and  
non-profit. 

Each issue of PeopleTalk draws upon the HR expertise 

of our Advisory Council and the editorial acumen of 

thought-leading professionals. Here are just a few of 

the ‘highly-engaging’ contributors whose insights and 

efforts complement Fall 2012.

www.foodgirlfriday.com
www.cmcoutperform.com
www.insightsvancouver.com
www.insightsvancouver.com


The road to better health

We care about the health of your employees. That’s why we’ve introduced a new health 
resource site called My Good Health. Accessed through CARESnet, the site is full of valuable 
and credible health information that will help your employees get on the road to better health.

Heading down  
an unhealthy path?
It’s not too late to change direction.

™®  Pacific Blue Cross, the registered trade-name of PBC Health Benefits Society, is an independent licensee of the Canadian Association of Blue Cross Plans. BC Life is the registered trade-name of British Columbia Life & Casualty Company, a wholly-
owned subsidiary of Pacific Blue Cross. Blue, CARESnet and The colour of trust are the registered trade-marks of the Canadian Association of Blue Cross Plans, an association of independent Blue Cross Plans, and are used under license to Pacific Blue 
Cross.  My Good Health is a trade-mark owned by Pacific Blue Cross. Only Pacific Blue Cross/BC Life can change the information in this document. Any other modification is strictly prohibited. 0337   02/11       CUPE 1816

http://www.pac.bluecross.ca/


upfront and online

The results of the 2012 HR Trends Survey show strong sim-
ilarities to those of the 2011 Trends Survey, demonstrat-
ing continued economic optimism with 22 per cent of 
organizations expecting no change in revenue and 54 per 
cent expecting a slight to significant increase. At the same 
time, organizations are continuing to make adjustments 
to operate in an environment characterized by the need 
to adapt and be responsive to economic uncertainty with 
26 per cent of HR departments adding organizational 
restructuring to their areas of responsibility within the last 12 months – making this 
the most common addition to an HR function’s scope.
hrvoice.org/2012-hr-trends-report/

2012 HR Trends Survey

What is it that you do every week that literally makes 
you stupid? You get stressed. When you stress, you 
release cortisol into your brain. This diminishes your 
brain power during the period of stress. Too much 
of this is bad for your brain, say researchers. We all 
know that stress can make you anxious, uncomfort-
able, depressed, and tired. However, recent neurologi-

cal studies reveal that too much stress can change the very structure and functioning of 
your cells. Bottom line: stress can cause brain damage.
hrvoice.org/brain-bulletins-stress-and-happiness/

Brain Bulletin: Stress Makes You Stupid

The investment for leaders and organizations in develop-
ing and nurturing a culture of respect, has never been 
worth more to the workforce and performance success, 
than today. Respect is the means to the end, as respect 
provides strength for greater productivity through the 
purposeful missions of dignity, diversity, accommoda-
tion, inclusion, and engagement. Of course, the degree of 
productivity will be influenced by the united and com-
prehensive development of the foundation of respect, 
which involves two important characteristics.
hrvoice.org/taking-action-the-universal-language-of-respect/

Taking Action: The Universal Language of Respect

As we move into a new era of business – one that will be in 
the hands of the most connected demographic ever – the role 
of HR as a business function is dying. This is good. HR is no 
longer just a ‘function’ of business. That is, it’s no longer just 
a division, department or component of business. Nor is it a 
functional web of practices – like recruitment or compensa-
tion – that augment the better known ‘drivers’ of good busi-
ness, such as finance and accounting. Rather, the practice of 
HR now and moving forward IS business.

hrvoice.org/the-new-hr-its-everywhere/

The New HR: It’s Everywhere

BC HRMA Linkedin Weighs In... 
on Social Media Impacts

Valeries asks: Sometimes the publicity is 
negative and a result of a disgruntled em-
ployee. How do you manage your company 
reputation?

Karen Wills responds: Employers can just 
as easily seed those boards as the employees 
can (and they do) with their own perspec-
tive.  If a company is garnering a lot of neg-
ative commentary on various boards they 
might spend their efforts looking inward. 
If the comments are based on a false claim 
and potentially damaging (consider bal-
ance here-most companies are going to get 
some disgruntled comments); be very clear 
on what that damage might be. Never act 
in haste in responding-that can do far more 
harm than good. Take some time to consider 
a reasonable, measured response. And ask 
the most important question first: is it bet-
ter to let it go and not respond at all?

Edward Wu responds: I’ve seen organi-
zations where they don’t care about their 
image as an employer and as a result, it 
has hurt the organizations because either 
through social media or not, the word that 
your organization is a bad employer does 
get around. This does affect the quality of 
candidates if you are recruiting, and causes 
problems internally as well as your current 
employees start looking for the exit, caus-
ing vacancies that are difficult to fill with 
qualified candidates. 

Social media (such as Facebook, Twitter, 
Rate-My-Employer, etc) is just the latest av-
enue that employees and former employees 
can vent about their experiences to others, 
and for better or for worst, it reaches way 
more people. It takes a lot of work to build 
a reputation as being a great employer, but 
all it takes is one bad decision to destroy 
that reputation. I think many employers 
and managers have yet to realize the power 
of social media and how it can affect your 
organization, for better or for worst.

Top BC HRMA Tweets
RT @harvardbiz: For Those Who Want to 
Lead, Read http://s.hbr.org/Pn3p8t

RT @tlnt_com: What Is Employee Engage-
ment? Here’s How It’s a Lot Like Marriage 
http://bit.ly/NR2IkD

RT @johnsumser: Making Social Collabora-
tion and Sharing Easy http://bit.ly/PaL7U7

By  Randy Kennet

By  I an  J .  Cook ,  CH RP

By  Ter r y  Smal l 
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By  Ni le sh  B hagat ,  CH RP

http://bchrma.qualtrics.com/CP/Report.php?RP=RP_6FqVQ9aYEWT3Zoo
http://www.hrvoice.org/2012-hr-trends-report/
http://www.hrvoice.org/brain-bulletins-stress-and-happiness/
www.hrvoice.org/taking-action-the-universal-language-of-respect/
http://people.howstuffworks.com/how-net-generation-students-work.htm
www.hrvoice.org/the-new-hr-its-everywhere/
https://twitter.com/harvardbiz
http://s.hbr.org/Pn3p8t
https://twitter.com/tlnt_com
http://bit.ly/NR2IkD
https://twitter.com/johnsumser
http://bit.ly/PaL7U7
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members’ corner

One of the key mandates  
of BC HRMA is to connect 
with, and inform, mem-
bers across the province. 

Over the past couple of years we have 
been exploring ways to improve this 
experience for people who interact 
with us online. After much evalu-
ating, planning, testing, and hard 
work , we are happy to announce that  
BC HRMA’s new Member Informa-
tion System was launched on time in 
August 2012.

The reasons for this change are two-
fold. As we all know, information tech-
nology (IT) systems become obsolete; the 
system that formed the core of BC HRMA’s 
IT infrastructure did not have a future. 
Therefore, it made no sense for us to spend 
time and money adding functionality 
that would not be supportable long term. 
As a result, the primary goal of the change 
was to move off a system that was going 
nowhere and onto a system that gave us 
the chance to keep growing. 

The second reason for this change was 
to continue to grow our ability to serve 
members. We have focused on develop-
ing a system which will handle more of 
the day-to-day transactional processes 
online and allow for more member self-
serve options. This enables the team at 
BC HRMA to spend less time working on 
repetitive data entry and manual tasks, 
with more time on value-added activities 
such as connecting directly with members 
and listening to your needs.

With this in mind, our first priority 
was to put in place a system which did 
everything we currently do to the same 
level or better than before—and to do this 
on a very tight budget. We know there are 
enhancements that members would like to 
see to our systems. The first phase of this  
project was not intended to put them in 
place, but to give us the opportunity to 
put them in place.

That said there are still many enhance-
ments that will you see when you log in to 
your secure account.

First, you’ll have the ability to view – 
and change – your contact information 
and preferences. You can tell us which HR 
areas you are working on and where you 

would like to expand your knowledge. 
Providing as much information as pos-
sible about yourself will help us serve you 
better.

Second, you will be able to register 
yourself for learning and development 
events, view your past event history and 
view your upcoming events. For each 
event, you can reprint a receipt, add to 
your Outlook calendar, or share your 
attendance with your social networks. 
Your at-a-glance personal transaction 

summary will give you all the details of 
your BC HRMA events. 

Finally, as a CHRP you can track ongo-
ing credits for programs towards your des-
ignation renewal. Continuing Education 
credits (CEUs) are automatically tracked 
for learning events offered through  
BC HRMA, and self-reported credits can 
be added at any time for programs that 
fall outside our offerings. A one-stop shop 
for credits will avoid the search for your 
tracking logs at recertification time.

Our other popular member features, 
such as the Job Board and Career Path tool, 
are still available with enhanced search 
and display features. We have worked to 
make our website even more accessible, 
with an improved logic so that you can 
find what you are looking for.

The Member Information System 
was designed with YOU in mind. We are 
always looking to improve our member 
services, so we welcome you to contact 
us any time with feedback or comments 
about the new system.

Visit www.bchrma.org and login to 
explore the new system, or follow the 
short video tutorial at http://youtu.be/
JJ6fc0t9suk.

For more information, please contact 
info@bchrma.org. 

Liz Whalley is the metrics specialist at  
BC HRMA.

Change for the Better: 
New BC HRMA Member Information System 
By L iz  W ha l ley

“We have worked 
to make our  

website even more 
accessible, with an 

improved logic so that 
you can find what you 

are looking for.”

www.bchrma.org
http://youtu.be/JJ6fc0t9suk
http://youtu.be/JJ6fc0t9suk
mailto:info@bchrma.org
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people & perspectives

TJ Schmaltz, CHRP

executive director of HR and payroll 
services, District of West Vancouver 
TJ Schmaltz started his career as a labour 
and employment lawyer in Vancouver before  
moving into the HR world; he has worked in 
a variety of roles, including working with BC’s 
Adult Corrections Branch and as director of 
labour relations and occupational health and 
safety at BC’s largest retailer.

A: Employee engagement is not entirely 
tangible and can be difficult to define 
because so much of engagement is driven 
by employee perception. If you can create 
a feeling or sense among employees that 
they are connected to the organization 
and derive some level of fulfillment from 
being part of the organization, I think 
that is the heart and soul of engagement. 
Helping your employees feel they truly 
are contributing to the success and to the 
vision of the organization is part of that 
connection. 

Our employees manage 16 different 
businesses and are spread out among 
almost two dozen workplaces, so it is easy 
for individuals to feel disconnected from 
the bigger organization. One of our goals 
through our employee engagement strat-
egy is to help re-connect individuals to all 
corners of our organization. Our engage-
ment strategy has four components to 
build a culture with: greater employee 
recognition, stronger internal employee 
communications, employee input and 
feedback flowing between all levels,  
and stronger engagement leadership at  
all levels.

Q: How do you define engagement and can           you think of a time in your 
career/life when you were most engaged?
Kara Biles, CHRP 

 
recruitment co-ordinator, Canfor Ltd.
Kara Biles recently transitioned from a gener-
alist HR role with Canadian Forest Products 
Ltd. (Canfor) to the recruitment co-ordinator, 
responsible for supporting Canfor’s recruit-
ment and retention strategy. As BC HRMA’s 
Rising Star 2011, she also serves part-time 
as an instructor in the human resources 
management program at the College of New  
Caledonia.

A: I would define engagement as a deep, 
positive connection that employees feel 
towards their workplace that results in 
improved performance, commitment 
and loyalty to the organization. Engage-
ment brings about a willingness to do 
more than expected, stronger working  
relationships, higher productivity and 
more satisfied clients. Engagement is 
driven by overall work environment and 
processes and I absolutely feel that it can 
only be affected by those with influence 
over them - leadership. 

Reflecting on my current position and 
various roles in the past, leadership with 
positive influence over engagement can be 
effortlessly pinpointed. These managers 
provided me with control over how I did 
my work, gave me ample opportunities to 
use and grow my skill sets, and actively 
worked to establish and foster solid rela-
tionships between management and 
other staff. They outlined clear expecta-
tions, gave recognition and feedback and 
followed through on commitments every 
time. They also listened to and valued my  
opinion and retained open communica-
tion at all times. 

Meg Burrows, CHRP

HR advisor, ICBC

As BC HRMA’s Rising Star 2010, Meg Burrows 
continues to evolve a career grounded in pro-
fessional and volunteer initiative. Prior to her 
role with ICBC, Meg worked her way through 
increasingly senior roles with the BC Pub-
lic Service Agency, with a solid focus on HR 
throughout. A strong believer in volunteerism, 
she has chaired BC HRMA’s CV/membership 
and and awards committee for the past two 
years.

A: When I think of a time when I have 
been most engaged and I had been with 
a team that is most engaged, I think of a 
date and time where everyone has been 
united by a circle; it could be that we are 
all doing very similar work or very differ-
ent work, but we are all working together 
towards an ultimate result. Those have 
been the times when I felt most engaged 
and also a part of a most engaged team.

I work with a dedicated team of HR 
professionals. We all have a line of sight; 
we know what we are working towards 
and we all strive towards building a cul-
ture of recognition. 

In terms of the projects I have worked 
on, I can think of one in particular when 
I was working with two different people 
and we were all working to get one piece 
of the puzzle fitting. I remember one night 
when I came home at 9 PM and the three 
of us had a conference call to continue 
working on the project; we were so dedi-
cated and committed to our goal and to 
connecting and moving things forward.
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Q: How do you define engagement and can           you think of a time in your 
career/life when you were most engaged?

Francine McInnis

director of talent management and 
OD, CBC/Radio-Canada
Francine MacInnis, Ph.D. is the director 
of talent management and organizational 
development for CBC/Radio-Canada. Her 
professional fields of expertise for more than 
15 years include clinical and organizational 
psychology in a variety of industries. Her  
passion is to work with organizations to build 
talent strategies that enable employees to 
achieve their professional potential and the 
business achieve its strategic objectives while 
contributing to a positive work environment.

A: Before we embarked on our most 
recent employee engagement initiative, 
we scanned the market for the different 
kinds of models and definitions out there. 
From a very technical stand point, the one 
we chose was one that was a very multi-
dimensional approach. The way I would 
describe it would be akin to a “Head, heart 
and hand” model of engagement. With 
that there is more of a cognitive piece of 
engagement, which is “I believe in this orga-
nization and I see how I can contribute to its 
success”, so a very rational kind of piece of 
engagement. 

However, there is also a very emotional 
piece “I can understand, I can get behind this 
organization”, but “Do I feel motivated, pas-
sionate and proud about doing the work for 
this organization?” which is very impor-
tant to combine with the more cognitive 
piece. From a non-technical stand point, 
I think it is most effective to reflect on 
those people that are most engaged.

Tyler Cheyne, CHRP

 
HR advisor, Omicron Canada Inc.
From 2008-2010, Tyler Cheyne was a driv-
ing force of the Winter Olympic spirit as 
VANOC’s volunteer training facilitator where 
his orientation and training skills readied 
countless other volunteers to welcome the 
world. As BC HRMA’s Rising Star 2012, a 
drive to learn and take on challenges have 
led to significant changes to Tyler’s role at  
Omicron within his first two years. Tyler’s 
innate desire to contribute has led to consider-
able volunteerism on BC HRMA’s behalf.

A: In my opinion, engagement is when 
someone feels attached to their job in 
a very positive way. Engagement is the  
connection to the role they are in and the 
organization they work for. An engaged 
employee enjoys their day-to-day work 
and is on board with the company’s 
vision. 

I would say I am very engaged right 
now and I think that is because of the 
role that I have. It is a very interesting 
and dynamic role where I get opportuni-
ties to constantly learn and grow. I can 
think of another time when I was most 
engaged. It was when I was a student at 
UBC and I worked part time at the Pro-
gramming Resource Centre. People who 
would come to the Resource Centre would 
be there because they wanted to try some-
thing new and explore new opportunites 
to reach out to residents at UBC. I really 
enjoyed that job. It was very flexible. It 
was fun and it was a great place to be.

By  Ra luc a  Mano lache
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leadership

By  Nic  Tsangarak i s ,  J oanne Spa l ton ,  CH RP  and Ru sse l  Hor wi t z

Increasing Employee Engagement
Think about the time you were most engaged at work. What was 
present in your work environment?

Most likely you had a great manager who not only recognized 
you, but also provided direction, showed you how to develop and 
ultimately allowed you to make decisions. Most likely you felt the 
leadership team was capable, that change was effectively commu-
nicated and managed, and that, at least most of the time, people 
were promoted for the right reasons. 

The most simple way to engage staff is therefore to take care of 
the other five priorities which we explore below.

Increasing Leadership Capability
Two key ways that leadership capability can be built include:

•	 Develop leaders as individuals. The most impactful 
components of a leadership development process are:
• Use 360 feedback – self-awareness is almost always a pre-

cursor to self-development.
• Start at the top if at all possible – that’s where the leverage 

is for lasting change.
• Provide enough tools and support (for example, one-to-

one or peer coaching) over enough time to help people 
improve in their chosen developmental opportunities.

• Measure the progress that each individual makes; what 
gets measured gets done. This can generally be done with 
smaller, targeted surveys versus full 360s.

•	 Develop the dynamics of the leadership team itself. 
People are messy creatures, and a group of brilliant individu-
als is unlikely to perform well if interpersonal tension reigns 
between them. Team dynamics can generally be improved 
through a 3-step process:
1. Assessment of the current state.
2. The structuring of a process to develop trust, conflict res-

olution, agreements on accountabilities, and an agreed 
list of guiding principles that each team member will 
subscribe to. 

3. Measurement over time of the degree to which members 
are adhering to the guiding principles and team dynam-
ics are improving. Again – what gets measured gets done.

Managing Staff Performance
In order to engage employees, it is important to have a simple, 
effective performance management process that puts the moti-
vation to give one’s best above all other objectives. Here are a 
few key things that make the difference between a “make-work” 
performance evaluation process and a meaningful one:

•	 Make performance management an on-going 
coaching discussion. Get beyond the appraisal and set 
the expectation that performance management is some-
thing that happens continuously versus annually. 

•	 Provide manager training in goal-setting, giving rec-
ognition and constructive feedback, coaching and holding 

Where Organizations Need HR Most 

BC HRMA’s 2012 survey of HR Trends showed a number of top priorities for organizations over the next 12 
months. Throughout this article, we show some of the most important steps an organization can take to “move 
the needle” in each HR area.
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tough conversations.
•	 Keep appraisal forms short and conversation-ori-

entated. Long-winded forms are a sure way to disengage 
people from the appraisal process, particularly managers 
who need to do many appraisals.

•	 Avoid rating people if possible. It leads to arguments 
and ill feelings instead of engagement. Ensure that any 
pay for performance systems are tied to objective measures 
that are aligned to strategy versus subjective terms such as 
“exceeds expectations”.

•	 Ensure role-modeling by senior leadership. Senior 
leaders who seldom give/invite feedback or pay lip-service to 
the performance management process will eventually create 
a culture that lacks feedback and ultimately lacks engage-
ment. 

Attracting and Retaining Talent 
Becoming an employer which attracts great talent and retains 
that talent has a lot to do with your people practices. However, 
there are a handful of other things to consider which will really 
give you the edge:

•	 Get a clear sense for the employee value proposition 
(EVP) you offer to current and potential employees. Don’t 
assume that senior leadership knows this answers; you need 
to ask employees. Then assess the gap between actual and 
desired and look for ways to improve it.

•	 Communicate your EVP regularly both externally (i.e. 
job postings and social media) and internally (i.e. townhalls 
and company intranets/wikis). 

•	 When hiring, assess values. Values can’t be changed eas-
ily in people, so if you want alignment with organizational 
values you need to hire people who already have these.

•	 Ensure you have effective leaders at the helm. The 
adage “people don’t quit their organizations – they quit their 
managers” is largely true.

Managing Change
At some point every organization needs to initiate significant 
change. The decision to do so may be prompted by different 
factors: a new business opportunity that must be pursued, a 
decline in profitability, important customers and/or stakehold-
ers demanding a change in the way a service is provided. 

Countless surveys attest to the difficulty of success. Only 38 
per cent of global executives responding to a 2006 McKinsey sur-
vey reported a “completely” or “mostly” successful impact on 
performance with recent initiatives. What then differentiates 
successful initiatives from less successful ones? We find that orga-
nizations (or business units with the organization) that imple-
ment change well tend to take thoughtful action in each of the 
following areas – we refer to them as the 5Ps:

•	 Purpose. They find meaningful answers to the question 
of why the change is happening, and raise the feeling of 
urgency so that people are prepared to “let go” of old ways 
of thinking.

•	 Part. The organization’s key leaders make a commitment to 
playing a proactive part in the change. They role model the 
change needed and clearly specify the roles or parts others 
will play.

•	 Picture. A vivid vision is built of what will be accomplished 
once the change is done and this vision is used to guide 
action and decisions.

•	 Plan. They create a specific plan that will help them achieve 
the vision and communicate it along with the vision. A good 
plan produces sufficient short-term wins to energize the 
change agents and defuse the cynics.

•	 Persist. Successful organizations ensure the sense of 
urgency is maintained and they tenaciously push until the 
vision is a reality, eventually overcoming seemingly intrac-
table problems.

Planning for Staff Succession
Succession planning is best achieved by implementing a rigorous 
and ongoing process that increases leadership bench-strength, 
develops successors for key positions and closes critical talent 
gaps. The single biggest thing you can do to add value in this 
practice is to create the time and space for senior leaders to review 
and discuss the people that they are leading. This is sometimes 
referred to as a “talent review”, which should be facilitated to 
achieve the following outcomes:

•	 A rigorous assessment of each person under review.
•	 Formulation of developmental suggestions for those 

assessed as “key performers”. 
•	 Analysis of key positions within the organization and 

determination of successors (usually 2-3 or a “pool” of suc-
cessors) for these positions.

Then, the key is to ensure that leaders follow through on the 
decisions made during the talent review meeting: for example, 
assigning a succession candidate with a mentor.

Summary 
Most of the steps to developing an engaged workforce are well-
known and largely common sense. However, this does not mean 
that they are easy to accomplish under the pressures of time and 
the constant pull of the existing culture. Choose the area of great-
est leverage for your organization to improve upon and follow the 
5Ps of managing change. You will be rewarded in spades. 
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leadership

By  J ohn Wr ight ,  M BA

D
u r i n g  t h e s e  c h a l l e n g i n g  
economic times, organizations 
are looking for ways to improve 
productivity and ensure they are 

sustainable over the long-term. Attracting 
and retaining engaged employees who are 
known to contribute a disproportionate 
amount of profitability – by their com-
mitment and willingness to go above 
and beyond – can provide a competitive 
advantage. According to 2009 Towers Per-
rin-ISR research, companies with highly 
engaged workforces have an average  
19 per cent higher net income and a 3.74 
per cent higher operating margin. 

For almost 50 years, Canadian Man-
agement Centre has been working with 
organizations and leaders to help them 
outperform in the workplace by deliver-
ing impactful leadership, management 
and professional development solutions. 
In our interactions with thousands of 
Canadian companies, we have seen the 
direct link between employee engagement 
and organizational performance: success-
ful organizations also have high employee 
engagement scores. Moreover, companies 
who are successful over the long-term, sus-
tain their elevated engagement scores.

Employee Satisfaction Insufficient
The Conference Board of Canada defines 
employee engagement as “a heightened 
emotional and intellectual connection 
that an employee has for their job, organi-
zation and manager that in turn influences 
them to apply additional discretionary 
effort to their work.” It is a leading indica-
tor of performance and competitiveness, 
but it is not to be confused with employee 
satisfaction. Employee engagement goes 
much deeper and relates to how each 
employee connects emotionally and intel-
lectually with your company, your lead-
ers and with your customers. An engaged 
employee is passionate, committed, fully 
involved in and enthusiastic about his or 
her work—and they in turn inspire others. 
They care about the future of the organi-
zation and are willing to invest on their 
own initiative to see that it succeeds. 

Surprisingly, only a small percentage 
of employees in the workforce are highly 
engaged. 

Accounting For Disengagement
According to the October 2011 Gal-
lup Daily tracking series, almost three-
quarters of employees are disengaged; 
within this group, 19 per cent are 
“actively” disengaged. Research has 

also shown that disengaged employ-
ees  cost  t he  U. S .  e conomy $ 350  
billion every year. They negatively affect 
the workplace in a number of ways, 
including: 

• Absenteeism — Productivity suf-
fers as they take more sick days and 
are late more often.

• Negative work environment — 
They tend to complain and demoti-
vate their colleagues, and yet it is the 
motivated employee who eventually 
leaves – not the disengaged employee 
- as morale declines. 

• Turnover — With the loss of talent 
so too goes valuable experience and 
there are added costs associated with 
recruitment and training new staff. 

• Loss of customers — When cus-
tomer service satisfaction declines, 
it hurts profitability and there is also 
potential damage to the brand as cus-
tomers and/or ex-employees take to 
social media to air their grievances. 

What if more disengaged employees 
could be inspired to do their best work 
on a daily basis? Imagine the tremendous 
impact it would have on an organization’s 
marketplace and financial performance, 
competitiveness and reputation. 

Management Key to Process  
(Either Way)
Employee disengagement doesn’t just hap-
pen, but is a process that takes place over 
time. Moreover, an employee typically 
leaves their manager – not the organiza-
tion. The manager is the single most influ-
ential person in an organization: someone 
who creates the culture of employee 
engagement (or disengagement), inspires 
employees to higher (or lower) levels of 
performance and enables (or prevents) 
them to achieve goals that are linked to 
organizational objectives.

Managers can help to foster a culture 
of engagement by removing persistent 
irritations and barriers that frustrate an  
otherwise self-engaged employee to enable 
them to do their best work. This may 
include making them feel valued by:

• listening to an employee’s concerns 
and ideas;

• aligning their individual contri-
bution to organizational business  
objectives;

• supporting their career growth and 
development by fostering training 
opportunities;

• providing access to resources; and 
• regular feedback on performance.

Engagement is a Shared Effort
Although a manager plays an important 
role, everyone within the organization 
can contribute to this effort:

• Employees need to know that 
engagement is a shared responsibil-
ity and own their part of engage-
ment. They should be encouraged to 
take accountability for their perfor-
mance and reach out to their man-
ager for support in a productive way. 

The High Cost of Employee Disengagement

“What if more  
disengaged 

employees could be 
inspired to do their 

best work on  
a daily basis?”
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For example, taking the time to dis-
cuss how their manager can support 
them, sharing what is important to 
keep them motivated and offering 
solutions to barriers that stop them 
from doing their best work.

• Senior leaders can provide orga-
nizational resources and support to 
their managers. They also should 
monitor levels of engagement within 
the organization and hold manag-
ers accountable to ensure they have 
the critical interpersonal skills that 
are required to foster a culture of  
engagement.

How HR Can Unleash the Potential
HR professionals, as the champions of 
employee engagement, play a central 
role in helping to identify and promote 
the drivers to address the problems  
associated with disengagement. The  
following are some ideas that range from 
simple to more long-term solutions, 
depending on the unique needs of each 
organization: 

• Enable employee feedback by 
fostering an environment where 
employees can share their views 
and solutions. Enabling employees 
doesn’t have to cost anything and 
is as simple as just being heard and 
responded to.

• Recognize individuals, managers, 
teams and departments who are 
positively contributing to the orga-
nization’s success through effective 
employee engagement practices.

• Keep employee engagement top 
of mind and show organizational 
commitment by promoting ‘best 
practices’ in regular employee team 
or company information sharing 
meetings, lunch and learn sessions, 
or in other communications, such as 
newsletters or an intranet site.

• Track employee engagement 
across the organization with a regu-
lar survey. This gives people a voice, 
identifies any issues and gives senior 
management an objective view of 
their workplace “reality”. Ensure 
you have a feedback mechanism to 

openly share results and solutions. 
Benchmark for trends and report on 
progress to show employees you are 
listening.

• Reinforce engagement driv-
ers with high performers 
particularly around career develop-
ment to retain talented individuals.  
Managers should be encouraged to 
consider providing opportunities for 
job shadowing, stretch assignments, 
professional development and cross-
training across departments. 

• Educate and train managers 
to create a culture of employee  
engagement by offer ing group  
leadership training and individual 
development for particular areas 
of focus. Canadian Management  
Centre for example, has a number of  
leadership development programs 
that are offered in an open enrolment 
or onsite training format such as our 
“Go Beyond: Creating Extraordinary 
Leaders” program to build essential 
leadership skills required for success.

• Take disciplinary action through 
a performance management pro-
cess to address ongoing challenges 
with managers who don’t support  
engagement or who are barriers to 
success. 

Although successful organizations 
may take their own unique approach to  
creating employee engagement, what they 
do share is a commitment to creating work 
environments that inspire their people 
to make a meaningful contribution and 
help them understand their value to the  
organization. You may not be able to  
re-engage all the unhappy employees, but 
engagement is an ongoing cycle and high 
performing organizations will tell you that 
it starts with the courage to initiate the 
conversation in your organization, make 
the commitment to listen to the feedback 
and take the necessary action.

Clearly the costs of allowing and 
not fixing low employee engagement or 
total employee disengagement are high. 
You are putting at risk the operational,  
financial and competitive sustainability 
of your organization. Ignore employee 
engagement at your peril. 

http://www.canadianhrpress.ca/
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cover story

H
old hands and sing Kumbaya. oKay, are we engaged 
now?

 Probably not. Should we care? Definitely.
Long gone are the days when organizations could 

afford not to care about their employ-
ees’ feelings and wishes, their individual 
dreams and responsibilities. As we move 
further and further into a knowledge-
based—and ever more mobile—economy, 
the economic reality of making engage-
ment the daily bread of workplace culture 
and ethos has become too obvious—not 
to mention dangerous—to ignore.

Take the 2008 financial crisis. Companies were forced to rely 
on fewer workers for more. “I think sometimes a crisis creates 

an opportunity,” says Heather Claridge, vice-president, human 
resources for Omicron Canada Inc. “Some of the challenges that 
organizations went through after 2008 have forced people to 
really pay attention to the relationship between engagement and 

performance, because we needed to draw 
as much performance as possible out of 
the individuals that we had.”

That need still holds true in today’s 
uncertain economic cl imate. With 
employees demanding—and receiving—
more from their employers in terms of 
professional opportunities, work-life bal-
ance, health and wellness programs, and 

much more, the need to be engaged with your workforce comes 
front and centre.

By  A nya L ev ykh

The Economy of Engagement

“Employee  
engagement is a  

series of metrics that  
tell a story.”

“Engaged employees work smarter, not harder. They look for ways to improve performance and they find them. 
This means more sales, lower costs, better quality and innovative products. Engaged employees communicate—
they share information with colleagues, they pass on ideas, suggestions and advice and they speak up for the 
organization. This leads to better performance, greater innovation and happier customers. Engaged employees 
go out of their way to meet customers’ needs. Customers aren’t slow to notice and this leads to higher levels of 
repeat business, at a lower cost to the business than that of acquiring a new customer.”

—Allan Schweyer, “The Economics of Engagement” (pub. Human Capital Institute)

Heather Claridge, vice-president, human resources, Omicron  
Canada Inc.

Daniel Skarlicki, Edgar F. Kaiser professor of organizational behaviour 
at Sauder School of Business
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Defining Engagement
But what are we talking about when we bandy around the word 
“engagement” like some trendy bon mot at a cocktail party? “It 
means people who are enabled, committed and motivated to 
deliver,” says Claridge. “It’s that discretionary effort that really 
drives performance.”

Daniel Skarlicki, Edgar F. Kaiser profes-
sor of organizational behaviour at Sauder 
School of Business, agrees, but takes it fur-
ther. Skarlicki believes that productivity 
is only part of the engagement equation. 
“You need productive employees, but 
their well-being quotient has to be high, 
otherwise, they won’t be productive for 
long.” Skarlicki argues that organizations 
must take into account both factors—
productivity and well-being—in order to 
maintain their competitive edge.

The New Edge
“Engagement is the last competitive advantage organizations 
have,” Skarlicki explains. “All companies have equal access to 
capital, to technology, to strategies. What they don’t have equal 
access to is employee engagement.”

Skarlicki also agrees that engagement is a discretionary effort 
on the part of the employee. “Whether a worker wants to engage 
or not, he won’t get fired just for not being engaged.”

But why should organizations kowtow to employees’ demands? 
Whatever happened to “put up or shut up?” It turns out that 
the cost of turnover—and disengaged, as opposed to engaged, 
employees—can be much higher than we realize. According to 
The Human Capital Institute, employee disengagement in the 
U.S. alone costs an average of $350 billion annually. That doesn’t 

include the cost of the higher turnover 
associated with disengaged employees—
about 1.5 to three times the annual sal-
ary per employee. “Engagement also has 
to do with the emotional connection, 
what we call affect, to the organization,” 
explains Skarlicki. Employees who feel an 
emotional connection to their organiza-
tion are less likely to be disengaged and 
are more likely to stay and thrive.

“Frankly, today, we don’t want people 
to just do their job,” continues Skarlicki. 
“We want employees who will go above 
and beyond the call of duty.” 

Figuring it Out
Understanding what that entails for any organization can be so 
subjective that many people shy away from defining engagement 
altogether. “We refuse to define it,” says Karen Jackson, president, 
Jackson Consulting Group. “We believe that engagement is ill-
defined. There are hundreds of definitions floating around in the 

The Economy of Engagement

Karen Jackson, president, Jackson Consulting GroupBaldev Gill, VP finance and HR, CGA-Canada

“We want 
employees who 
will go above and 

beyond the call  
of duty.”
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marketplace, and there has been a lot of research to define it as 
well. But we’re not in the business of defining engagement. We 
want organizations to fully understand what it is they want, and 
what it is that they’re trying to measure.”

Many companies are also starting to figure out why they 
don’t want disengaged employees. According to Gallup’s Q12 
poll on employee engagement, disengaged employees aren’t just 
unhappy at work; they act out their unhappiness and even under-
mine what their engaged co-workers are trying to accomplish.

Skarlicki agrees and notes some factors that can kill employee 
engagement, like perception of fairness. “People will feel engaged 
to the degree that they are feeling fairly treated by the organiza-
tion and its leaders. In fact, people will not only become disen-
gaged when they feel unfairly treated, they will actively find ways 
to get revenge on the organization for being unfair, so they will 
take pencils home, for instance.”

And while money can’t buy happiness, the lack of it, accord-
ing to Claridge, can also be an engagement killer. “Especially in 
a knowledge-based economy, your pay has to be competitive, or 
you can’t move on to the next steps. Money gets you in the door, 
but it doesn’t move you forward.”

Knowledge Rules
How, then, do we not only avoid mass pencil theft, but actu-
ally engage and retain our skilled knowledge base? According to 
Baldev Gill, VP finance and HR, CGA-Canada, the first step is 
knowledge. “If you really want to engage your workforce, you 
have to really get your values as an organization across. Then 
you take a look at how your actions are tied into that. And, over 
time, you start to develop a culture. And when people buy into 
those values, believe in those values, live those values, you start 
to change that culture.”

Claridge agrees. “You need to understand the degree to which 
people are engaged with the organization before you begin. Be 
very targeted in your approach. Ask specific questions to under-
stand where people are at. Based on what comes out of that, start 
with the things that you can control and influence most quickly. 
Start small, build examples of success in the organization, and 
leverage those examples to create momentum.”

That approach worked wonders for Gill when he started work-
ing at CGA-Canada in 2005. “When values are not clearly stated 
and communicated, it’s very hard to engage people. When my 
team and I came in, we measured engagement and found that 
less than 40 per cent of employees even bothered responding to 
the survey.”

Keys to Engagement
Remember that engagement is individual and 
discretionary. “Why I choose to engage with 
an organization may be different from some-
one else,” notes Claridge. “The organization’s 
responsibility is to create an environment that 
enables people to be engaged. And then, 
whether I choose to engage or not is up to 
me.”

The grass isn’t always greener. “Don’t worry 
about how you compare to other organiza-
tions,” counsels Jackson. “Decide for yourself 
what’s important to you and where you want 
to focus your efforts. Engagement is a very 
complex issue that is time-specific, context-
specific and organization-specific.”

“Walk the floor,” says Gill. Get out there and 
talk—and, most importantly, listen to your 
staff. Gill encourages managers to do this in 
order to “get a better sense of what people 
are feeling and talking about.”

Walk the talk. “Don’t measure something if 
you’re not going to do anything about it,” 
says Jackson. Skarlicki agrees: “If it’s seen as 
window-dressing, that you’re collecting data 
and not doing anything with it, employees 
can become cynical.”

Look in the mirror. Sometimes engagement 
and results are incompatible. “Things like 
company strategy, the exchange rate, the 
financial crisis…all of these factors “con-
taminate” ROI,” says Skarlicki. “You may be 
working for a highly-engaged company, and 
everyone feels energized, but the strategy 
that the company has chosen with which to 
compete in the workplace may simply be the 
wrong strategy. That’s something that’s be-
yond the control of the employees.”

“When you have everyone
 rowing in the same direction 
as part of a winning team, lo and 
behold you have engagement.”
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Gill and his team took that informa-
tion and took it one step at a time. The first 
thing he did was move the survey out of 
management’s hands and into the hands 
of an outside consultant (Towers Watson). 
This allowed employees to give completely 
anonymous feedback. Gill also took the 
innovative step of sharing the results of 
that survey with the entire company. “We 
wanted to share that knowledge and let 
people know we valued their feedback.” 
One of the biggest findings was that while 
employees understand their own jobs very 
well, they lacked understanding of how 
their job fit into the organization’s over-
all objectives and values and how other 
teams contributed.

Gill’s approach? “We started work-
ing with small teams, making them feel 
like part of the larger organization, help-
ing them understand in real terms what 
impact their contribution—or lack of it—
had on the organization.”

Knowledge, it turns out, is not only 
power, but also an enabler. “People need 
to want to stay with your organization,” 
says Claridge. “One key motivator of 
that is role clarity; people understanding 
what’s required of their role, understand-
ing how their role contributes, and having 
meaningful work that adds value.”

Skarlicki recounts an anecdote involv-
ing Boeing that illustrates this point: 
“Boeing had an open house and invited 
all of their suppliers. One of their suppliers 
made small engines and a mechanic from 
that supplier attended the open house. 
This mechanic took a tour of the 777 and, 
as he was walking through, noticed the 
engine he had built that had been sold to 
Boeing. He saw where it went. If you had 
asked him what he did before that tour, he 
would reply, ‘I’m a machinist.’ After the 
tour, he said ‘I build airplanes.’ And when 

he went back to work after the tour, he 
took it upon himself to become the qual-
ity assurance guy. He became instantly 
engaged because he had a sense of pur-
pose; he understood the importance of 
what he was doing.”

That sense of purpose is a huge part 
of employee engagement, notes Skarlicki. 
“This is something leaders can easily do 
to help their employees feel the value of 
what they’re doing. Where companies fall 
down is they try to do this through the 
reward system, and, again, you just can’t 
do it with money. Money doesn’t get you 
what you need in terms of motivating 
people and getting engaged.”

Managing Performance
Another key factor, according to Claridge, 
is support. “People need to feel supported 
in their roles, and they need to feel recog-
nized for their contributions in order to 
grow and develop.”

One key way to create that support, 
according to Jackson, is through perfor-
mance management. “True performance 
management equals true leadership, and 
that is how engagement is improved. I 
would argue that engagement is not nec-
essarily a linear-causal relationship. A 
lot of research leads you to believe that 
if engagement is high, or higher, then 
results will be higher. The assumption is 
things will be better if engagement scores 
are higher. And the assumption there-
fore is that there is a causal relationship 
because research has shown that organi-
zations with higher engagement typically 
have better results.”

Jackson, however, believes that organi-
zations or individuals that are doing well 
create a certain energy that make engage-
ment intrinsically go up. “If you’re part of 
a winning team, for whatever reason that 

How, then, do we not only 
avoid mass pencil theft, but 
actually engage and retain our 

skilled knowledge base?

WCBC Ad (PeopleTalk) Fall 2012.indd   1 12-08-14   12:12 PM
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might be, I suggest that you’re highly engaged in that process,” 
she explains. “But that’s not because you’re engaged, it’s because 
you are part of a winning team. So it now becomes a circular 
relationship.”

Jackson therefore argues that performance management—i.e. 
listening to what your employees need and delivering on that, 
whether that means helping individuals interact with other team 
members, helping them interact with customers, get them the 
training that they need or simply communicating the organiza-
tion’s goals and the employees role within that—is key to engage-
ment. “When you have everyone rowing in the same direction as 
part of a winning team, lo and behold you have engagement.”

Skarlicki agrees. “There’s nothing more 
engaging than doing a great job, feeling 
really good about yourself and, possibly, 
having people recognize it.” He adds: 
“That ability to do one’s job to the best of 
one’s own abilities comes both from mas-
tery of the skills needed for the job and 
support from the organization.”

Trust Key to Culture
That knowledge and support is all fine and 
dandy, but without the emotional con-
nection, the “affect,” as Skarlicki calls it, 
you’re playing without a full deck.

“To really unlock high performance,” 
says Claridge, “you need people to emo-
tionally connect with the organization 
—with its values and culture, and to say, ‘I’d rather be here than a 
similar job elsewhere.’ The role of culture is critical.”

Part of that culture component, Claridge notes, is trust. “If 
people don’t trust, that is a significant de-railer of engagement. 
There is a quantifiable impact that trust has on performance. If 
you don’t trust, you have to check, verify everything, it takes 
more time. In our organization, for instance, we are a billable 
environment, we need to be able to optimize the work that we do 
and be as efficient as possible, because the more hours we use, the 
more it erodes the margins on our projects. So our ability to trust 
our team members in terms of the work that they do and the 
decisions that are made has a direct impact on the time it takes 
to execute certain deliverables in any project. If you don’t trust, 
it slows things down and costs more money.”

That trust also relates to how employees react to company 
decisions. “Employees will not be as upset with decisions that 
management is making if they’re engaged from the beginning,” 
says Gill. “They may disagree, but at least they’ll still be engaged 
because there’s a sense of belonging to the organization.”

That trust also led to Gill noticing vast improvements in his 
own organization’s engagement levels over the next few years. 
“By the 2010 survey, we had a 90 per cent response rate. That’s 
when we really started to see the results, because people started 
believing in the process, they felt free to express their opinions 
and had confidence in the value of the process.”

Gill credits this belief to the fact that employees were able 
to see small changes—wins—after each survey. “This allowed 
them to have some measure of comfort that they could speak up, 
and even though management might not have been able to do 

everything they asked for, they were able to do some things, and 
that’s a step in the right direction.”

Measuring Results
So how do we bring it all back to ROI? How do we measure the 
success and value of our engagement programs? According to 
Jackson, engagement cannot be measured with a linear-causal 
equation, so what’s left? “Most companies use surveys,” says Jack-
son. Measuring the difference in results between one year and 
the next certainly worked for Gill.

According to Claridge, measurement also rests on areas like 
turnover. “Employee engagement is a series of metrics that tell a 

story,” she says. “Look at correlations with 
productivity metrics such as revenue or 
profitability per employee. It may not be 
a direct relationship necessarily, but you 
can compare attitudes people have about 
the company to performance metrics to 
determine the relationship.”

As for turnover, “I would be looking at 
not just our turnover numbers, but also 
reasons for turnover, at absenteeism, at our 
level of employee referrals. If you recruit 
regularly, it’s important to look at what 
percentage of new hires comes through 
employee referrals, because an employee 
will not refer someone to an organization 
that they don’t really like, respect or want 
to be a part of.”

Rewards and Recognition
“In order to maximize productivity, you have to communicate 
recognition,” says Gill, “not just once or twice a year during a 
review, but on a regular basis, whether that’s in the form of a 
bonus or a gift card or something else. You [as an organization] 
need to be engaged with them, in order for them to be engaged 
with you.”

Claridge agrees. “I’m a fan of simpler, quicker, temperature 
checks, and taking quicker action, because people need to see 
results. If they’re asked for feedback and don’t see results, then 
they’re going to become skeptical about whether change will 
really happen.”

Gill’s company also takes note of the impact that engagement 
has on an employee’s family. “As part of engagement, families 
pay a big price. We, as a society, spend more time at work than 
we do with our families, so we had to look at a way to show our 
appreciation for that.”

Gill initiated company-wide events like family picnics, galas, 
and a children’s Christmas party that is now the most-attended 
event of the year. “We wanted to show our employees that we 
value not just them, but their families as well, so we launched this 
annual event, and have Santa Claus hand out gifts to every child. 
We ask the parents what their kids like, and then the HR staff go 
to Toys R Us for a huge shopping spree. At first, management just 
saw this as an unnecessary expenditure, but now they see the 
value. Employee retention is much higher, and more people are 
not just satisfied, they are connected to the organization because 
they feel that we care about them and their families.” 

You [as an  
organization] need 
to be engaged with 

them, in order for  
them to be engaged  

with you.
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8th Annual Northern Symposium
Learning, Leading, Legacy: The Changing Workforce — This symposium was created in recognition that new 
realities mean something new for HR leadership, whether it’s how to foster inclusiveness in an increasingly diverse 
workplace, how to build HR metrics and measure your impact, or how to confi gure HR policies to maximize potential. 
Presenters will provide insights, experiences, case studies, tools, and practical strategies to support HR and business 
leaders to address new challenges and respond to the rapidly changing dynamics in our work environments. 
Presenters: Join us for a full line-up of high quality speakers

Is There A Bully in Your Workplace?
This practical workshop will support you to recognize how workplace bullying presents when it is occurring in your 
work environment and how it is diff erent from other power based behaviours such as discriminatory harassment. 
You will be introduced to tools to support you to address bullying situations that are occurring in your workplace, 
and provided with the information required to understand legal considerations. Further, you will be introduced to 
strategies to proactively set your organization up to create a respectful workplace culture. 
Presenter: Erica Pinsky, CHRP, B.A., MSc, Respectful Workplace Solutions Expert

Sourcing & Recruiting Immigrant Talent NEW

While organizations may understand the benefi ts of building a diverse workforce, tapping into the immigrant 
talent market and eff ectively assessing foreign credentials and experience can be a challenge. This interactive 
workshop is intended to provide you with access to resources and skill building that will support your organization 
to overcome these barriers. This program is a collaboration between the Immigrant Employment Council of BC 
(IECBC) and BC HRMA. 
Presenter: Jennifer Gerves-Keen, M.A., Professional Facilitator, Speaker & Coach, JGKOnline.com

Total Rewards Symposium: Trends for 2013
One of the key challenges facing HR professionals is the creation of a total reward strategy that continues to attract 
and retain key employees during cost conscious times. This symposium will provide the information you need to stay 
informed about the latest trends that could aff ect how you structure your total rewards package in order to attract 
and retain the employees you want. 
Presenters: Join us for a full line-up of high quality speakers

Easy Sign-Up Online
»  Sign up for Workshops bchrma.org/calendar

»  Submit your professional development idea to 
the Professional Development Suggestions Box: 
bchrma.org/professionaldevelopment

»  Visit BC HRMA`s Career Path Tool: 
bchrma.org/careerpathtool

Special member pricing and early bird discounts. 
Register early to get the best rates.

The BC HRMA calendar is updated 
with new and exciting PD events 
throughout the year. 
Check in regularly for events in your area. 
www.bchrma.org/calendar

F E A T U R E D  P R E S E N T E R

Jennifer Gerves-Keen, M.A. is a talented facilitator and professional coach with over 
15 years experience helping organizations and individuals become more eff ective. Using 
a variety of delivery methods, Jennifer is highly successful in resolving workplace issues 
and helping organizations, teams and individuals discover and implement their true 
leadership capabilities. Her areas of expertise include professional coaching, customized 
training design and delivery, and meeting facilitation skills. Her diverse background 
touches on many sectors, and her cultural sensitivity has been honed through working 
in Canada, Europe and Iran. Jennifer holds a Master’s Degree in Adult Learning from 
the Open University in the UK, and a BA in History from UVic. She is on the Board of 
Directors of XYBoom, a non-profi t dedicated to intergenerational research and action, 
and President of the Board of Directors of the Canadian Women Voters Congress.

Sourcing & Recruiting Immigrant Talent  NEW   Victoria, October 30, 2012 and Burnaby, November 21, 2012
Building Your HR Career: A Webinar Series  NEW   Online; Webinar 1: November 29th, 2012 and 
Webinar 2: December 5th, 2012

F E A T U R E D  W E B I N A R  S E R I E S

HR Metrics for Enhanced Buy-in, Participation & 
Performance: Webinar Series NEW

September 21 — Making the Case for HR: Selling your Ideas, Projects, and Programs 
October 19 — Generating Concrete Goals and Metrics for Performance, Skill, and Values 
November 16 — Metrics for Leadership Development

This three webinar series will help you better assess and communicate 
the value of HR & OD activity, and build stronger working relationships 
with non-HR leaders. The webinars will be practical and rich in 
resources, including databases of ideas, tools, techniques, and 
references to available research. This suite of webinars will focus on 
three major HR practices: making the case for HR to sell your ideas, 
projects, and programs; generating concrete goals and metrics for 
performance, skill, and values; and metrics for leadership development.
Presenter: Joel Shapiro, Ph.D., President of Advanture Consulting

r

In July, more than 300 members bene� ted from our 
rapid response to the announcement of Bill 14. This 
legislation changes the game for HR and our sold 
out webinars made sure the people who attended 
were prepared. If you want to be up-to-date on the 
latest in HR practices, visit the calendar and watch 
for our weekly emails. www.bchrma.org/calendar

For dates, times & locations visit www.bchrma.org/calendar

95% 
of attendees to a 
BC HRMA workshop 
agree/strongly agree 
that their expectations 
were met.

99% 
of attendees to a 
BC HRMA symposium 
agree/strongly agree 
that their expectations 
were met.

92% 
of attendees to a 
BC HRMA webinar agree/
strongly agree that their 
expectations were met.

Source: BC HRMA Professional Development 
Feedback Forms 2011/2012.

http://www.bchrma.org/learn-connect/professional-development/
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workplace wellness

By  I s ab e l l e  St . - J ean ,  R S W,  ACC

I
n light of studies showing the negative 
impact of employee disengagement, a 
growing number of executives and HR 
professionals are prioritizing engage-

ment. In fact, this issue so preoccupies the 
business community that the Canadian 
Conference Board has made it the central 
topic of the Toronto HR Summit in Sep-
tember entitled Engagement Strategies for 
Uncertain Times. 

As we address the daunting how-to 
questions and acknowledge the impera-
tive of increasing engagement, some mis-
understandings often linger about what it 
consists of exactly. The U.S. Conference 
Board defines it as: “a heightened emo-
tional and intellectual connection that 
employees have for their job, organiza-
tion, manager or co-workers.” This height-
ened connection is essentially what causes 
employees to exert additional discretion-
ary effort at work. In short, they do more; 
hence the company achieves more results.

Leadership Key to  
Employee Involvement
Among wise thinkers and consultants on 
matters of engagement, leadership and 
management, John P. Kotter pointed out 
the importance of leadership as a key fac-
tor in employee involvement and business 
outcomes. In “What Leaders Really Do”, 
first published in the Harvard Business 
Review, Kotter asserts that management 
and leadership are currently out of bal-
ance in many organizations. Simply put, 
he says that “corporations today are over-
managed and under led”. Yet, an optimal  

balance of both of these two complemen-
tary systems of action is necessary for 
business success. 

One reason for this imbalance is the 
fact that the boundaries of management 
and leadership roles tend to get blurred; 
lack of clarity prevails about the distinct 
skills and purposes of these roles. 

Kotter reminds us of three contrasting 
differences:

• management is about budgeting 
according to plans whereas leader-
ship is about setting a direction; 

• management involves and organizes 
staff whereas leadership is about 
aligning people; and

• management is busy taking charge, 
controlling and solving problems, 
while leadership provides the vision 
and the motivation to achieve it.

Managing Everything  
Leading Nowhere
Given the pressures and complexities of 
our fast-paced business landscape, we can 
get caught up in ‘managing’ mode, remov-
ing obstacles, solving problems, and lose 
our leadership perspective; we lose sight 
of the inspiring goals on our personal and 
organizational horizons. We try to man-
age everything.

Consider how the word managing 
itself has woven its way into our daily 
lives. Whether at work or in life, we are 
expected to manage our time, our stress, 
our priorities, our tasks, our responsibili-
ties, and so on. No one wants to be per-
ceived as unable to manage, so we strive 
to do that very well, lest we experience 
degrees of embarrassment or even shame. 

On the flip side, unless in a formal lead-
ership position, how often are we expected 
to lead in our personal and work life? How 
often we do has a far larger impact than 
reducing the stress of perpetually trying 
to manage. When we embrace leadership 

qualities, we are more likely to sustain our 
efforts and enthusiasm, maintain larger per-
spectives and vision, and to model persis-
tence and greatness while inspiring others.

Vision: A River Runs Through it
In my experience as a professional busi-
ness coach, vision is crucial to generating 
momentum and turning goals into reali-
ties; managing problems and obstacles 
does not suffice. Just like the current in a 
river provides movement and direction, 
a well-articulated and sustained vision 
infuses the organization with a stamina 
that helps to spark discretionary effort 
among employees. 

Going further with this analogy, a 
river without a current has no flow and 
runs the risk of growing stagnant; weeds 
take hold; banks crumble; stones block 
the riverbed. Vision is the current which 
brings the river to life as a metaphor, and 
in reality translates into the theme of this 
issue, “The Economy of Engagement”.

A strong current does more than keep 
the river flowing; it flows outward, forg-
ing new fields, gaining momentum and 
inspiring greater yields. 

The Uncommon Gains  
of Leadership Culture
As Kotter pointed out, in a culture of lead-
ership, everyone is encouraged to rise up 
to that level of implied excellence which 
is expected of leaders. Astonishing num-
bers result from studies he quotes indicat-
ing that firms with cultures emphasizing 
leadership at all levels outperformed those 
that did not by a huge margin. Over an 
11-year period, revenue increased 682 per 
cent for leadership-enabled enterprises, 
compared to 166 per cent for those who 
weren’t. The net income increased com-
pared 756:1.

Here are three practical strategies 
to help instil an engaging culture of 

Less Management, More Leadership:
Restoring Optimal Balance

We forget sometimes that manage-
ment does not emanate from nature. 
It’s not like a tree or a river. It’s like a 
television or a bicycle. It’s something 
that humans invented.

– Daniel Pink,
The Surprising Truth About What Motivates Us
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leadership and to re-balance the dynam-
ics of management and leadership: 

1. Value inspiration as the necessary 
current to flow towards better busi-
ness results.
Augmenting the flow of inspiration can 
be achieved in various innovative ways 
in the workplace. For example, creating 
periodic campaigns that bring to life the 
specific values and the mission of the 
company would encourage transparency 
and support everyone to better align 
with such values. Inspirational messages,  
anecdotes and success stories can also 
contribute to feeding the leadership spirit 
being infused in the workplace culture. 
Inspiration tends to have a ripple effect 
which is a contagiousness antidote to 
a kind of cynicism that may spread in a 
company when employees are at risk of 
becoming disengaged. 

2. Involve more people in decision-
making.
Workplace surveys repeatedly reveal 
that a majority of employees want their  
company to be more collaborative so that 
they can be given the opportunity to con-
tribute to decision-making. By setting up 
processes for management to listen and for 
employees to have a voice, involvement 
is further enriched at all levels. Employ-
ees tend to better sustain their efforts 
when management treats employees as 
an important part of the organization.  
Programs that acknowledge and reward 
cost or time saving solutions can also be 
effective in encouraging employees to 
contribute their invaluable ideas.

3. Create more communication and 
connections between employees, 
managers and leaders.
In the 2008 Global Workforce Study by 
Towers Perrin, employees stated that, one 
factor that helps them to feel engaged at 
work is to know that senior management 
is sincerely interested in their well-being 
and success. What if an e-newsletter could 
feature some of the personal and profes-
sional achievements of employees? This 
could include an employee’s outstanding 
participation in a fundraising campaign, 
running a marathon, reaching a new pro-
fessional development milestone, winning 
an award for a photo contest, etc. 

Providing opportunities for people 

to share news about their aspirations, 
personal talents and achievements helps 
them feel acknowledged and it inspires 
others as well. More communication 
could also ensure that everyone’s role 
is clearly defined to avoid energy-dis-
persing confusion and the erosion of 
boundaries between roles, including man-
agers and leaders. When a better rapport is  
established across the levels of the com-
pany, a sense of belonging is fostered 
along with engagement.

Beyond the Bridge:  
The Profits of Balance
When a company bridges the common 
gaps to reach an optimal balance of man-
agement and leadership, its potential prof-
its are abundantly enlarged - as is the vista 
afforded by the journey. On that bridge we 
have a new sense of balance, a full measure 
of the river and an expanded perspective: 
one that rewards a stronger commit-
ment to excellence and which draws and 
engages the leader within everyone. 
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Bullying and the 
Bigger Picture:
The Impact of Individual  
and Unit-level Bullying  
on Turnover Intentions

By  Kyla  N i cho l son ,  CH RP Summary
In the study “Escaping bullying: The simulta-
neous impact of individual and unit-level bul-
lying on turnover intentions”, Houshmand, 
O’Reilly, Robinson and Wolff attempt to 
understand the impact that bullying in a 
work unit has on individual employees’ 
turnover intentions, even when these 
employees are not the direct target of the 
mistreatment. The study finds that bully-
ing increases turnover intentions in not 
only the individual who is the target of the 
bullying, but also at the work unit level. 

Bullying contaminates the overall 
work environment. Those within it recog-
nize that the behaviours being tolerated 
violate their beliefs about the way that 
people should be treated; thus, turnover 
intention at the work unit level increases. 
In fact, turnover intention is reported to 
be highest in those that do not directly 
experience bullying, perhaps because 
their own relatively “good” treatment 
demonstrates the discrepancy in treat-
ment that exists.

The findings of the study are impor-
tant as they stress that the impacts of bul-
lying on turnover intention go beyond the 
target of the bullying to the broader work 

unit. Moreover, while turnover may be 
one costly consequence of bullying, those 
employees that stay with the organization 
while desiring/looking for opportunities 
to leave may impact organizational perfor-
mance negatively in an even greater way.

Effective HR programs to identify 
and address bullying when it occurs are  
necessary. Perhaps the more critical need is 
to establish the foundations for a respectful 
workplace culture and incorporate these 
expectations into the full suite of HR pro-
grams that are present in an organization. 

Background
The impacts of harmful workplace behav-
iours such as harassment, aggression, 
social undermining and bullying have 
been studied for years, indicating a com-
mon recognition for the prevalence of 
such challenging behaviours in workplace 
settings. Typically, the focus of study has 
been on the impact of such behaviours on 
the target. The common response found 
from targets has been the desire to get 
away from the mistreatment. 

This study recognizes what we may all 
know intuitively, that the impact of bul-
lying, which is often an observable or felt 

Critical Definitions

Workplace Bullying - is the repeated 
exposure over time to mistreatment 
and acts of aggression by others within 
one’s organization, including from sub-
ordinates, supervisors, and colleagues 
(Einarsent et al., 2009: 24)

Turnover Intentions - is the desire to 
stay with an organization. High turn-
over intention is indicated by a strong 
desire to leave an organization. Regard-
less of whether the action of resigning 
is taken, high turnover intentions often 
result in actions that negatively impact 
on organizational performance.

This Research Briefing is a service from 
BC HRMA’s research group. Our aim 
is to make it easier and quicker for HR 
professionals to find and apply the 
latest and best people management 
insight to their challenges and proj-
ects. This paper contains a concise 
and practical summary of a recent 
academic finding that should shape 
your HR practices.



behaviour, goes beyond the impacts to 
the individual being targeted and impacts 
the culture and behaviours of the over-
all workplace unit. Thus, this study aims 
to understand the impacts that bullying 
behaviours can have on both those who 
are the direct target of the bullying and 
those who are members of the common 
work unit. 

The researchers sought to understand 
the impacts of work unit level bullying 
on turnover intentions using a deontic 
model of justice (see sidebar). This model 
puts forth that people can be concerned 
and driven to take action over treatment 
that they perceive to be unfair or unjust, 
even if they aren’t the target, because that 
treatment crosses their moral beliefs/
understandings of how others should 
be treated. Infringing on these beliefs 
can cause an intense emotional reaction 
because the person feels that certain stan-
dards that they have tried to uphold have 
been violated. Anger toward the person 
who is causing this situation, those who 
are letting it go on, and the need to take 
actions that will reinforce or stand-up for 
the moral order to which they align, are 
often strongly felt. 

Retaliation and resistance are two 
types of deontic reactions. While retalia-
tion may be more likely to bring further 
retaliations, resistance can be a less pro-
vocative response in a workplace. Turn-
over intentions, withdrawal and quitting 
are common forms of resistance in the 
workplace. From a deontic model per-
spective, whether one is the victim or the 
active or passive observer of workplace 
bullying, taking resistance-based actions 
to undermine a bully may be seen as a 
moral obligation.

Hypotheses and Results
Hypothesis 1: Being the target of bullying 
is positively related to turnover intentions, 
independent of the extent of bullying in one’s 
work unit.

Hypothesis 2: Work unit level bullying is 
positively related to turnover intentions, inde-
pendent of the extent to which one is a direct 
target of bullying.

Hypothesis 3: There is an interaction effect 
between direct bullying and work unit level 
bullying such that the relationship between 
work unit level bullying and turnover inten-
tions is stronger for individuals who experi-
ence less direct individual level bullying than 
for individuals who experience more.

The researchers tested the above 
hypotheses by collecting data from nurses 
in 41 units of a large health authority in a 
western Canadian city.

The results were clear…
All three hypotheses were supported by 
the study.

It was found that individuals who 
are the target of bullying have higher 

turnover intentions. This is not surprising 
as wanting to get away from the mistreat-
ment seems to be a rationale response. 
Furthermore, even if the individual who 
is the target of bullying is not able to leave 
the organization, the intention to leave, 
should the opportunity arise, may provide 
them with some psychological protection 
from the bullying behaviour.

Bullying also leads to turnover inten-
tions at the work unit level. The impact 
of bullying at this level is in addition to 
the actual bullying that an individual 
receives; it goes beyond this individual 
to others in the collective work unit. As 
people observe or hear about bullying 
situations in the workplace, empathetic 
reactions lead to an understanding of the 
unjust treatment being experienced, cre-
ating deontic reactions such as turnover 
intention.

Further, the study found that turnover 
intentions are actually stronger in those 
that do not experience the bullying. This 
may be due to the fact that their own 
treatment provides a standard against 
which the discrepancy in treatment can 
be measured—highlighting the level of 

Deontic Model of Justice

People will demonstrate concern when 
actions violate their moral beliefs or 
understanding of what is right, includ-
ing their beliefs about how others 
should be treated. The experience or 
perception of such violations typically 
leads to intense emotions and can result 
in actions to restore justice or stand-up 
for their beliefs. This can happen even if 
they are not the direct target or directly 
impacted by the violation.  

Bullying behaviours are often violations 
of individuals beliefs about how others 
should be treated.

Business 
Communications
Our expert instructors provide your employees with practical programs designed  
to improve workplace communication and business writing skills.

Courses are offered at the UBC Point Grey campus, in downtown Vancouver at  
UBC Robson Square and 100% online. 

Courses offered include:
• Introduction to Business Writing
• Report and Business Writing
• Collaborative Writing and Writing in Teams
• Preparing Presentations and Public Speaking
• Using Narrative and Storytelling in Corporate Contexts

cstudies.ubc.ca/wcpt
604.822.9564
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mistreatment being inflicted on others in 
the workplace. 

The findings, examined in light of the 
deontic model, are important as they put 
turnover intention into a context that 
may not always be considered. Often the 
targets of bullies are characterized as “vic-
tims” and are often portrayed as weak. 
The desire to leave the situation in which 
the mistreatment is occurring may be per-
ceived as fleeing. This model, however, 
puts turnover intention in line with an 
act of resistance intended to undermine 
the power source of the bully and often 
the organization which has failed to take 
action to address the bullying and, thus, 
is perceived in a similar light to the bully 
themselves. It highlights that actions of 
resistance intended to stand-up for moral 
justice are not just to be expected from the 
target of bullying, but also from those in 
the greater work unit who are, themselves, 
morally outraged by the behaviours.

Implications for HR Professionals
HR professionals need to fully understand 
the impact of bullying in the workplace in 
order to understand the potential conse-
quences for organizational performance. 
A critical learning from this study is that 
the impact of bullying (increased turnover 
intention) is not just to the individual who 
is the target of the bullying, but expands 
beyond that to others in the work unit who 
are reacting to behaviours that go against 
their morals and/or beliefs about what fair 
and proper treatment should be. 

Consequences of turnover intentions 
are many and may include: decreased dis-
cretionary effort impacting quality and 
output; lack of emotional commitment 
impacting overall team cohesiveness and 
collaboration; and the cost of quitting, 
including not only the cost of hiring and 
retraining, but the cost of overtime, lost 
morale, and decreased productivity for 
those who are left to provide coverage dur-
ing a vacancy.

While turnover intention does not 
always lead to the action of turnover, the 
likelihood is increased in highly competi-
tive industries, and when recognized top 

performers find themselves in bullying 
environments as these individuals have 
the skills, confidence, and network to 
facilitate their move out of the workplace 
that tolerates bullying behaviours.

HR practitioners should gain a clear 
understanding of their legal obligations to 
address bullying. This has been brought 
top of mind with the recent ratification of 
Bill 14, which addresses the broader duties 
employers have for supporting mental 
health. Greater understanding of which 
HR programs can address workplace bul-
lying and its impacts is required.

HR programs must proactively work 
to align around and establish a respectful 
workplace culture. The specific programs 
that will most impact establishing such 
a culture will differ by organization and 
must be determined based on the existing 
culture and opportunities it presents (i.e. 
a values-based recognition program in 
one organization may be highly success-
ful, but may be ignored or seen as “fluffy” 
in another). Examining HR programs and 
determining which can have the greatest 
impact in supporting a respectful work-
place climate can support the HR depart-
ment to ensure resources are applied to 
the most effective programs to proactively 
address bullying in the workplace. 

However, the HR professional needs to 
be cautioned that this is only one causal 
factor in turnover. This article should also 
be read in conjunction with other articles 
on turnover found on the BC HRMA web 
site: www.bchrma.org/resources/knowl-
edge-centre. 

Kyla Nicholson, CHRP is BC HRMA’s profes-
sional development manager.

This article is based on the following 
research paper: “Escaping bullying: The 
simultaneous impact of individual and unit-
level bullying on turnover intentions.” Housh-
mand, M.; O’Reilly, J., Robinson, S.; Wolff, 
A. Publisher: Human Relations July 2012 
vol. 65 no. 7 901-918

Share your experiences...

Tell us how the insights from this study 
could affect change in your organiza-
tion. What practices in your organiza-
tion are most in need of attention when 
looked at through the lens of collective 
felt trust?  

Contact us at research@bchrma.org. 

It’s not just about the bully...

Increased turnover intentions and / or 
actual turnover are not just reactions 
toward the actual bully. Such reactions 
are often also intended to undermine 
the organization that has condoned or 
failed to address the bullying behaviour.
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Avoid the Fad: 
Engage the 
Facts and 
Figures

By  I an  J .  Cook ,  CH RP

E
n g a g e m e n t  i s  a n  a l l u r i n g  
concept. Intuitively it sounds great; 
who would not want people to be 
engaged? The promise that it can 

be measured and linked to results has 
made this practice one of the more com-
mon and well-resourced areas of HR over 
the last decade. 

The main themes of the concept of 
engagement—commitment to work, will-
ingness to put in extra effort, satisfaction 
with the work experience and an emo-
tional connection to your workplace and 
work colleagues—have a high degree of 
face value when it comes to identifying 
the way we would like people to work. 
It would be a brave leader who stood up 
and said, “I do not want my people to be 
engaged”.

The Halo Effect, Fads  
and Academic Scorn
However, in the practice of human 
resources, promising concepts often suc-
cumb to a “halo effect”, by which they 
become the answer to all complex orga-
nizational questions. The expectations of 
what can be achieved, and the promise 
of certainty when it comes to the people 
side of business, become unrealistic; then, 
as with the concepts of teamwork and 
empowerment, which preceded engage-
ment, the concept falls into disrepute and 
something else takes its place. So goes the 
cycle of a fad.

Within each fad there remains the ker-
nel of the original great idea. From these 
elements comes the opportunity to push 

HR practices into a deeper, more robust, 
more professional and well-founded set 
of practices. This is the true promise of 
engagement: to get beyond the fad and 
the hype and the pseudo measurement, to 
the place where you are delivering what 
your organization needs. Here are some 
ideas on what and how you can enhance 
your practice in this area.

One place you will not find the word 
engagement is in the academic literature. 
They recognize many of the concepts 
associated with engagement, however the 
multi-dimensional and mercurial nature 
of the concept means that it does not sur-
vive the rigours of academic thought. A 
look at why engagement does not fit into 
academic practice also indicates how to 
deepen the processes in HR.

Not all Commitment A Good Thing
Commitment to the workplace is a com-
mon corner stone for engagement models. 
It is assumed that if people want to stay 

with your organization that is good. This 
assumption is actually not correct. There 
are three types of commitment, only one 
of which actually leads people to want to 
work harder. 

Some people stay because they feel 
they have no choice, some people stay 
because they believe they are getting the 
best reward for the least effort possible 
and some people stay because they work 
hard and find the work rewarding. A mea-
surement of commitment that lumps all 
of these people together is irrelevant and 
potentially misleading, especially if you 
assume that the intention to stay is a good 
thing. 

Also there is nothing that links inten-
tion to stay with the actual act of staying. 
Studies1 into turnover rates indicate that 
factors outside of the job are as or more 
influential than factors inside the job 
when it comes to who is leaving and why; 
results from the HR Metrics Service indi-
cate that vacancy rates have a significant 
influence on turnover rates. More people 
actually leave when there are more oppor-
tunities out there. Finally, the research2 
into the impact of forced layoffs indicate 
that taking action to reduce your work-
force will increase your voluntary turn-
over rate substantially.

Causal Connections and  
Proof of Profitability
There have been no academic studies that 
prove engagement impacts profits or reve-
nue. The papers which link engagement to 
results tend to come from the consulting 

“There are three 
types of commit-
ment, only one of 
which actually leads 
people to want to 

work harder.”
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firms offering engagement solutions. It is 
unclear from these papers which comes 
first; do better results make people feel bet-
ter or when people feel better about work 
do the results follow? This causal connec-
tion has yet to be convincingly proven. 

What has been proven is that there is 
no singular practice in HR which leads to 
success. Great recruitment does not bring 
success; great onboarding does not bring 
success; great development does not bring 
success. What has been proven to bring 
success is that organizations with sus-
tained results, better than their peers, will 
have a cluster of aligned and self-reinforc-
ing HR practices which work in concert 
to enable better productivity from the 
collective staff group. Called high perfor-
mance work practices, this need to build 
an HR infrastructure, which is aligned 
and self-reinforcing, is a more certain way 
to develop performance for your organi-
zation than trying to “fix” all the areas 
that got low scores on your engagement 
survey.

Advocating a Measured Approach
This article is not intended to suggest 
you stop trying to understand how your 
people experience work, their teams and 
the organization’s leadership. Effectively 
tapping into and utilizing this informa-
tion is more important than ever. We do 
advocate that you gather and process this 
information in a focused way, on a regular 
cycle, avoiding the once a year, mega sur-
veys with their associated costs and deluge 
of data. 

We also advocate that you do not chase 
“engagement”, however you define it, for 
engagement’s sake. You need a clear and 
detailed strategy to grow the effectiveness 
of your HR contribution to the business; 

this should be founded on the principles 
and ideas found in the high performing 
work practices literature. What you learn 
about your people and their experience 
of work should shade and colour how 
you go about implementing and refining 
your strategy, but not be an end in itself. 
In this way you access the best aspects of 

engagement and leave the faddish element 
behind. 

A global citizen, Ian J. Cook, MBA, CHRP  
(ijcook@bchrma.org) has chosen to make his 
home in Vancouver where he heads the 
growth of BC HRMA’s research and learning 
services. 

“Do better results 
make people feel 

better or when  
people feel better 
about work do the 

results follow?”

1 BC HRMA - Research Briefing – Why People Stay – 
 http://www.bchrma.org/wp-content/uploads/2012/07/rb-whypeoplestay.pdf
2 BCHRMA – Research Briefing – The Impact of Forced Layoffs – 
 http://www.bchrma.org/wp-content/uploads/2012/07/rb-forcedlayoffs.pdf
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By  Jav ie r  O je r

Assessing the Value of Immigrant Talent: 
New Resources Support Employers

A re blind spots preventing you — 
and your organization — from 
employing BC’s top global talent?

 A group of HR professionals were 
surprised to discover how their biases 
unknowingly prevented them from 
spotting quality candidates when they 
reviewed resumes from skilled immi-
grants in a recent workshop piloted by the 
Immigrant Employment Council of BC 
(IEC-BC) and BC HRMA.

“It hit home how, as recruiters and pro-
spective employers, by virtue of the lim-
ited time afforded to do resume screens, 
we make quick judgements on what and 
how information is presented with little, if 
any, understanding of the cultural forces 
in play,” one participant commented after 
the exercise.

The resume review exercise was part 
of a pilot workshop on “Sourcing and 

Recruiting Immigrant Talent”, developed 
by BC HRMA and IEC-BC. A second work-
shop, “Onboarding and Retaining Immi-
grant Talent” workshop was also jointly 
produced along with an online resume 

screening tool used in the workshop called 
the New Canadian Assessment Resource. All 
three resources aim to enhance employers’ 
capacity to determine the value of skilled 

immigrant candidates and capitalize on 
their capabilities.

“When we conducted employer con-
sultations across the province in 2011, 
we heard very clearly that employers are 
already convinced by the business case 
of hiring immigrant talent,” said IEC-BC 
executive director Kelly Pollack. “Employ-
ers in general and HR practitioners know 
BC is facing an unprecedented skills  
shortage, and recognize new Canadians 
as a pool of talent. One of the things  
employers told us though is they now 
need tools to help them assess the poten-
tial value of immigrant candidates for 
their companies.”

BC HRMA’s manager of professional 
development Kyla Nicholson, agrees. 
“That’s why we were so pleased to have 
the opportunity to work with IEC-BC to 
develop these employer resources. We 
know our membership is actively looking 
for this kind of material.”

Both workshops use real world exam-
ples and case studies from the BC market 
to support HR practitioners in understand-
ing how to overcome common challenges 
in recruiting skilled immigrants and in 
finding the strategies that will work for 
their organization. Reviews of the initial 
workshops were enthusiastic.

 “[We got]... convincing arguments/
materials to take back to some of our 
resistant managers,” one respondent com-
mented on the workshop evaluation. “I 
definitely have a broader understanding 
of how to bring landed immigrants into 
the company. The resources provided were 
invaluable.” 

The third jointly-created product, the 
New Canadian Assessment Resource, is a go 
to online resource on how to assess new 
Canadian experience that is housed on 
the IEC-BC website (www.iecbc.ca). 

The online tool allows the employer to 
assess the candidate in four key areas: lan-
guage proficiency, academic credentials, 
professional credentials and foreign expe-
rience. Each section features, in a user 
friendly way, tips and practical solutions 
for overcoming common challenges.

Workplace Flu Immunization
program

What is provided by Safeway Pharmacy?

What is the Safeway Pharmacy Workplace Flu 
Immunization Program

When can I have my flu clinic?

Benefits of the Safeway Pharmacy Workplace Flu Immunization Program

An immunizing Pharmacist can perform flu vaccinations on 
your premises during your hours of operation.

Clinics run from October through November and later upon request. Bookings begin as early as May.

-  Professional administration of vaccination by an immunizing
  pharmacist
- Information on the benefits and risks of the flu shot prior 
  to the clinic
-  All required documentation including screening questionnaire,
  consent form and take home information sheet
- All medical supplies

Flu causes billion of dollars in lost wages every year.  According to Health Canada, the most effective way to 
be protected from this highly contagious respiratory infection is to receive an annual influenza vaccine in the 
fall.  In 2008, 82 to 87 percent of working Canadians between the ages of 20 and 44 did not receive a flu shot.

Canada Safeway Pharmacy can supply your employees with the convenience of flu shots right in the 
workplace.  More employees decide to receive an influenza vaccination when it is provided at work. As 
influenza vaccination prevents 70% of cases of the flu, your business will benefit from decreased employee 
absences and increased productivity. As well, those people who were immunized but still get the flu usually 
experience fewer symptoms and may be able to return to work faster.

Jas Bhupal, Health Care Consultant 
Surrey Centre Safeway Pharmacy 
10355 King George Blvd, Surrey 

Jasvir.bhupal@safeway.com 
604-584-9803

Sarvjit Dhami, Health Care Consultant 
Collingwood Safeway Pharmacy 

3410 Kingsway, Vancouver 
Sarvjit.dhami@safeway.com 

604-439-0092

Deb Robertson, Health Care Consultant 
Vernon Square Safeway Pharmacy 

4300-32 Street, Vernon 
deb.robertson@safeway.com 

250-542-0886

at

Safeway version 4/21/06 

“Employers are 
already convinced 

by the business  
case of hiring  

immigrant talent.”

http://www.iecbc.ca/how-to-employ/hire-talent/assessing-new-canadian-experience
http://www.safeway.ca/
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Users of the resource can refer to 
resumes from new Canadians, includ-
ing an executive resume (VP finance), 
two professional resumes (a civil engi-
neer and a marketing manager), and two 
trade resumes (an electrician and a chef). 
For example, users can click on different  
sections of the resume to see questions 
someone reviewing the resume might 
have and refer to recommendations for 
assessing the candidate’s abilities.

“The Resume Review Centre content 

was easily understood and provided prac-
tical and easy to understand solutions to 
common areas of ambiguity, questions 
and challenges related to screening new 
Canadian resumes,” said Nicholson. 

Given the posit ive response to 
the workshops, BC HRMA has added  
“Sourcing and Recruiting Immigrant  
Talent” workshops to their Fall calendar. 
It will be offered on Tuesday, October 30 
in Victoria and Wednesday, November 21 
in Burnaby. For more information or to 

register, go to www.bchrma.org/calendar.
Together, these three innovative 

resources provide powerful ways for BC 
employers to overcome blind spots and 
make the most of immigrant talent for their 
business. For more information on these 
resources, or to add your feedback, please 
contact me at javier.ojer@iecbc.ca. 

Javier Ojer is a manager with the Immigrant 
Employment Council of B.C.

Steps to Support Hiring and 
Assessing New Canadian Talent 

Step 1: Define Job Requirements
•	 Focus	on	core	job	tasks	(essential	vs	non-

essential). 
•	 Consider	 performance/skill	 assessment	

vs.	education/credentials.
Step 2: Consider Job Posting Locations
•	 Is	 the	 posting	 and	 your	 website	 immi-

grant	talent	friendly?
Step 3: Job Screening
•	 Read	between	the	lines	of	a	resume.	For	

example,	a	candidate	may	be	working	at	
several	part-time	jobs	out	of	necessity.

•	 Get	 beyond	 the	 “Canadian	 experience”	
barrier.

•	 Consider	cultural	differences	and	ways	of	
communicating.	For	example,	including	a	
photograph on a resume is a best practice 
in some countries.

•	 Keep	your	focus	on	skills,	knowledge	and	
experience.

•	 Use	the	New	Canadian	Assessment	Tool	
(http://www.tapintotalent.ca /how-to-
employ/hire-talent/assessing-new-cana-
dian-experience) to help assess interna-
tional	experience	and	credentials.

Step 4: Conducting Interviews
•	 When	conducting	a	behavioural	interview	

with	 international	 trained	 workers,	 con-
sideration	should	be	given	to	the	cultural	
context.	This	involves:
–	 educating	 the	 interviewer	 on	 what	

makes	 a	 person	 successful	 in	 their	
country	and	how	those	characteristics	
will	 fit	 for	 the	position	 and	 into	 your	
own organizational culture;

–	 thinking	through	how	to	elicit	the	re-
sponses	you	need	to	make	a	determi-
nation.	For	example,	if	you	know	that	
to	succeed	in	a	position,	the	candidate	
must	be	a	team	player,	discover	ways	
to phrase questions that will prompt 
the	 candidate	 to	 speak	 about	 collab-
orative	experiences;	and

–	 analyzing	 the	 candidate’s	 answers	
with	a	colleague	and	with	a	wide	lens.	
Evaluate	 how	 the	 candidate’s	 charac-
teristics	 translate	 across	 cultural	 and	
linguistic	 boundaries	 and	 how	 their	
behaviours	would	be	perceived	within	
our context.

REVEALING  
WHO SHE  
REALLY IS

gardapreemployment.com

Criminal Checks - Credit Report

Reference Checks - Professional and Educational

Accreditation - Psychometric Assessments

Drug & Alcohol testing  

ONE CLICK AWAY  
FROM THE TRUTH

www.bchrma.org/calendar
mailto:javier.ojer@iecbc.ca
http://www.tapintotalent.ca/how-to-employ/hire-talent/assessing-new-canadian-experience
http://www.tapintotalent.ca/how-to-employ/hire-talent/assessing-new-canadian-experience
http://www.tapintotalent.ca/how-to-employ/hire-talent/assessing-new-canadian-experience
http://www.gardapreemployment.com/
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I
n  t h i s  a r t i c l e  w e  s h o w  h o w  
organizations can use customer and 
employee engagement measures to 
drive key business outcomes, like reten-

tion and profitability. 
I had just made a large home stereo pur-

chase at a local big box retailer and was sitting 
in the middle of my living room floor befud-
dled by the vast array of components, circuits 
and wires that lay before me. I had read the 
thick manual from cover to cover—a rarity for 
me —but still had no clue how I was going to 
get this stereo system operating in time for the 
party I was hosting in four hours’ time. As a 
last ditch effort I called the store and asked to 
speak to Jason, the young gentlemen who sold 
me the equipment. With dejection in my voice 
I fumbled through a series of disorganized 
attempts to explain what I had tried to do. 

After a few minutes of incoherent babbling, 
Jason cut in—‘why I don’t I just swing by after 

work and help you put it together?’ Stunned, 
I paused for a moment. Then, realizing my 

fortune I asked tentatively but hopefully, ‘Are 
you sure?”

Jason took 17 minutes to complete a task 
that I had spent the better part of six hours 
trying to accomplish. He even explained duti-
fully how and why he was putting this plug 
here and that wire there. I nodded earnestly, 
pretending like I understood the logic of the 
whole exercise. Actually, I was too busy to 
hear him, carefully planning the musical line 
up for that evening. 

Since this encounter I have told at least ten 
friends and associates about my experience. I 
also told Jason’s manager how Jason’s efforts 
had been such a benefit to me. I also noticed 
that I no longer engage in the relentless store 
by store price comparisons that were a typi-
cal part of my electronics purchase efforts. I go 
right to Jason. 

By  Adam D i Pau la ,  Ph .D.

Integrating Customer and Employee
Engagement to Elevate Business Performance

“Our measure of 
engagement includes 
three components— 
trust, admiration, 

inspiration.”

www.hrmetricsservice.org       1 800 665 1961 x125        join@hrmetricsservice.org

  2011 Annual Benchmarking Reports now 
available for the latest data on productivity, 
recruitment, HR effi ciency and more!

  Learn more about the many benefi ts of 
joining the service at one of our monthly 
demos — next available demo is Oct 25th

http://www.hrmetricsservice.org/
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Happiness and the Bottom Line
Common sense and personal experience 
tell us that how employees feel about the 
organization they work for has a power-
ful impact on the experience of the cus-
tomers they serve, and how customers 
in turn interact with the organization. 
Happy employees are more likely to do 
things that create positive experiences for 
customers. Unhappy employees are far 
less motivated to create positive customer 
experiences—leaving customers with a 
negative impression of the organization. 

The results of these employee-customer 
interactions have a significant financial 
impact on an organization. Happy cus-
tomers are more likely to reward the orga-
nization with their continued business 
and customer referrals. Unhappy custom-
ers are more likely to leave and tell others 
to do the same. 

Despite the well-documented impact 
of the employee-customer interaction 
on business results, organizations rarely 
structure their measurement programs 
to measure and manage this interaction 
effectively. This is due largely to the fact 

that measuring customers is the domain 
of the marketing department; measuring 
employees is the domain of the human 

resources department. While this may 
be an organizational convenience, it pre-
vents the organization from maximizing 

the use of both measures to impact the  
bottom line. 

The Sentis model is based on well-
validated research showing how engage-
ment—the emotional connection that 
customers and employees have with an 
organization—drives business results, and 
how integrating customer and employee 
engagement can elevate organizational 
performance. 

Our model is flexible enough to be 
customized for any organization where 
customers interact with employees and 
where customer and employee retention 
are important organizational goals. 

Satisfaction is Not Enough:  
The Organization Must Engage
There is a growing body of evidence 
showing that maintaining high levels 
of satisfaction is not sufficient to retain  
customers or employees. Satisfied cus-
tomers regularly defect to competitors. 
Satisfied employees often leave for other 
opportunities. 

This is because measures of satisfac-
tion tap the more rational components 

“Satisfying 
customers is  

not enough to  
get them to stay. 
Retention requires 
engagement—the 

emotional connection 
between the  
individual and  

the organization.”

At The Banff Centre, the leaders we work  
with wake up to new possibilities, fresh ideas, 

and renewed courage and passion for the  
work they do in their organizations, and in  

the world we all share. 

Equip your best people with the skills  
to cope with conditions of extreme  

uncertainty, and the tools they need to  
manage people and projects in today’s 

increasingly complex world.

Leadership Programs and Custom 
Solutions for Organizations Ready  
to Change the World

Register Now for Fall and Winter 
2012/2013 Programs
1.800.590.9799

BanffLeadership.com

Leaders  
ignite  

new ideas  
in Banff

http://www.banffleadership.com/
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of experience. For customers, this is their 
evaluation of the quality of the prod-
ucts and services that they get from the 
organization. For employees, it is also an 
evaluation of what they get—i.e. level of  
pay and benefits, quality of working  
conditions. 

Organizations that only measure sat-
isfaction are at a significant disadvantage 
because it is not satisfaction, but engage-
ment, that drives key outcomes like reten-
tion and advocacy. 

We define engagement as the emo-
tional connection that the individual has 
with the organization. Our measure of 
engagement includes three components—
trust, admiration, inspiration.

 In the table below, we describe what 
these components represent for custom-
ers and employees. We also summarize 
the things that highly engaged customers 
and employees will do that create positive 
outcomes for the organization.

Integrating Customer  
and Employee Engagement
Employees have a powerful impact on 
the experience of customers who, in turn, 
have a powerful impact on the experience 
of employees. Therefore, it is not surpris-
ing that research shows that customer and 
employee engagement interact to produce 
superior results. The best financial results 
are produced by business units within 

the organization that have positive scores 
on both employee and customer engage-
ment. 

This is why we integrate customer 
engagement and employee engagement 
measures—and why we integrate them at 
the business unit level. Business units can 
be individual stores, branch offices, broker 
offices, or departments, depending on the 
organization and its structure. 

Integrating results at the business unit 
level is critical for managers tasked with 
improving performance within their 
units. Problems may differ substantially 
across units, and it is only when managers 
have specific, local, information that they 
can they address problems effectively. 

Trust

Customer Employee

I trust this organization. They are reliable, honest, fair, and 
respect customers.

I trust this organization. They are honest, fair, and respect 
employees.

Admiration

Customer Employee

I admire this company and I am proud to be a customer 
because they do things, and represent things, I value.

I admire this company and I am proud to be an employee 
because they do things, and represent things, I value.

Inspiration

Customer Employee

I feel a special connection with this company because 
they show a genuine interest in my needs and a sincere 
appreciation for my business. I am inspired to contribute 
to their success. 

I feel like part of this company because they show a 
genuine interest in my development and my ideas. I am 
inspired to contribute to our success. 

The Highly Engaged Do More for the Organization

Customer Employee

• Contribute higher share of wallet and are more 
profitable.

• Advocate by speaking positively about the 
organization and generating customer referrals.

• Motivate employees by expressing gratitude to 
employees. 

• More productive and stay longer.
• Deliver better customer service.
• Advocate for the organization by speaking positively 

about it and volunteering for the organization’s 
community initiatives.
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In our model, each business unit falls into one of four categories based on their 
customer and employee engagement scores. The categories represent different work 
environments. 

Research shows that business units in the Inspired category produce financial results 
well above those units that score high on only one measure of engagement, and account 
for a disproportionate share of the organization’s bottom line. 

Learning from the Inspired to Elevate Performance
In order to improve performance across other business units, a key task for the organiza-
tion is to learn what the Inspired business units are doing to elevate and sustain high 
levels of engagement among both customers and employees. 

This could take a variety of approaches and we help organizations implement which 
approaches will be most effective. You might conduct in-depth interviews or informal 
discussion sessions with managers, supervisors, and the ‘front line’ staff. You may do the 
same among customers. Together, we identify the commonalities across these Inspired 
units and prioritize recommendations for action on that basis. 

Adam DiPaula, PhD is managing director for Sentis Market Research Inc.

Apathetic. Low customer engagement/ Low employee engagement

Employees do not receive any compelling reason from management to deliver 
positive customer experiences.

This creates apathy among both employees and customers. 

Spoiled. Low customer engagement/ High employee engagement 

The organization spoils employees by giving them many benefits but does not 
hold them accountable for creating positive customer experiences. 

Anxious. High customer engagement/ Low employee engagement

Employees work hard to create a positive customer experience out of fear that 
management will punish them for not performing. 

Inspired. High customer engagement/ High employee engagement

Employees are given freedom to innovate and use their own judgment in 
serving customers. Customers feel valued as individuals. Employees and 
customers are inspired to be associated with the organization and do things 
to promote its success.

Workplace
English
Upgrading

Practical, effective 
English programs 
tailored to your 
employees’ 
language needs. 

Business English and
Canadian Soft Skills 
programs for individual 
employees and groups 

Delivered at your workplace or 
at our language college, 
our training is highly flexible 
and operates on a cost-recovery 
basis to offer you the lowest 
possible rates.

Half-day workshops 
for managers on 
effective verbal and 
written communication 
with ESL employees

604 684 2561 ext.1182
learnenglish@issbc.org
issbc.org/employers/training

ESL industry leader for over 25 years

http://www.issbc.org/employers/training/


42  p e op le ta lk  |  Fal l  2012

C
hange happens everywhere, every day, in every walk 
of life. Charles Kettering once said, “The world hates 
change, yet it is the only thing that has brought prog-
ress.” Further, Ralph Waldo Emerson said, “Life is a  

progress, and not a station.” Much the same, we are bearing wit-
ness to the evolution of the HR profession in Canada and the 
enrichment of the Certified Human Resources Professional 
(CHRP) designation.

Experience Assessment a Key Change
It was recently announced that the criteria needed to attain the 
CHRP has changed. Most specifically, after two more sittings, 
the National Professional Practice Assessment (NPPA) will be 
replaced by an experience assessment. The experience assessment 
has been introduced as a national standard and is a viable tool to 
verify the recently introduced experience requirement. 

“The shift to an experience assessment of HR professionals 
is a logical step in development of the CHRP. We have built up a  
credible reputation as a profession that has been developed 
through efforts of associations such as BC HRMA,” states Patrick 
Hartling, chair of the Canadian Council of Human Resources 
Association (CCHRA).

Recent survey data indicated that 87.4 per cent of Ontario 
CHRPs believed that HR associations should introduce an expe-
rience requirement to attain one’s CHRP; 87.7 per cent felt that 
the introduction of an experience requirement would enhance 
the value of the CHRP designation1.

“The time is right to make this shift by recognizing that the 
assessment is equally weighted and important in terms of HR func-
tioning with knowledge and that we understand the need for HR 
professionals to be knowledgeable and able to demonstrate the 
application of that knowledge for the organizations and communi-
ties that they serve,” Hartling explains. “The experience assessment 
also allows us to look at consistent national standards so that we can 
continue to develop and sustain a model of national portability.”

Experience has always been a vital component in achieving 
the CHRP designation. The experience assessment simply asks HR 
practitioners to demonstrate their ability to apply the knowledge 
and skills gained from their formal education and professional 
experience to a workplace environment. HR practitioners need 
to demonstrate that they have worked in a position (or positions) 
that cultivated knowledge and a professional level of responsibil-
ity in HR for a minimum of three years. Additionally, this experi-
ence must have been gained within the last 10 years. 

CHRP: Assessing Experience, Moving Forward
By  Maur e en C amp b e l l

1 Survey conducted by HRPA and Canadian HR Reporter.

CHRP update

At Coast Capital Savings, we pursued CHRP as a 
team. The designation has led to people strategies more 
aligned and involved with the needs of our organization. 

— Jay-Ann Fordy, Chief Human Resources Officer, Coast Capital Savings Credit Union

Discover the CHRP Designation at bchrma.org/chrp

CHRPs at Coast Capital Savings Branch

http://www.bchrma.org/chrp
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What Constitutes Professional Experience?
It is important to note that experience must be at the professional 
level. Professional does not necessarily mean supervisory or man-
agerial. It does not matter whether one is working in a specialist 
position or a generalist position. Nor does it matter whether one 
is working as an independent practitioner or as an employee of 
a company. Professional does not require that one has overall 
responsibility for the HR function.

In determining whether HR experience is at the professional 
level, the following factors are taken into consideration:

• Independence of actions — relates to the amount of 
planning, self-direction, decision-making and autonomy 
involved in the work experience;

• A depth of work requirements — relates to the extent 
to which work experience requires data-gathering, analysis 
and interpretation;

• Level of interaction — relates to the degree to which 
the individual interacts with a broad spectrum of contacts, 
including decision-makers; and

• Responsibility for work outcome — relates to accuracy 
and extent to which the individual is held accountable for 
his/her work and decisions.

Experience Assessments Already Setting Standards
The assessment itself is not a new process for the HR commu-
nity—the Chartered Institute of Personnel and Development also 
offers an experience assessment. It isn’t new to the Canadian HR 

community either. Ontario’s Human Resources Professional Asso-
ciation (HRPA) has been using an assessment in lieu of the NPPA 
since 2009. Further, HRPA’s experience assessment has been so 
robust and successful that it has been accredited by the National 
Council for Credentialing Agencies. This worldwide standard is 
no small feat, and is comparable to the nationwide standard that 
the provincial experience assessments will follow.

HR practitioners can work toward the experience requirement 
and assessment in any sector of the economy: industry, gov-
ernment, public practice, professional associations, education, 
healthcare, or not-for-profits—essentially anywhere that has a 
human resources management function.

What it Means to You
As much as can be said about the merits of the experience assess-
ment, at the end of the day, this is really about you, the HR practi-
tioner seeking the CHRP designation. The experience assessment 
provides you with a platform to really show off your expertise. 
This is your time to shine as the spotlight will be on you, and how 
your career as an HR professional has afforded you the real-world 
experience and know-how to achieve the CHRP designation. 

As one HR professional said, “Experience assessment is  
fantastic because it fits around you... it’s uniquely focused on you 
as an individual.”

For more information on the experience assessment, contact 
BC HRMA. 

Maureen Campbell is the communication manager for CCHRA.

For more information visit

www.casource.com/advertising

Recruiting Canada’s premier financial professionals has never been easier. 

Looking to recruit 

Offer positions to over 80,000 CAs

Highly targeted advertising

Immediate matching resume database access 

Chartered Accountants?

http://www.casource.com/advertising
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raising the bar

By  G raeme M c Far lane

T
he modern work environment 
is a diverse space. The workforce 
has been radically transformed 
and to a large extent mirrors the 

changes that have occurred in our society. 
Unfortunately, some of society’s problems 
are mirrored as well. If the news reports 
are accurate, school yard bullying has 
become an endemic problem – sometimes 
with catastrophic results.

Workplace bullying exists as well. 
When it occurs, the results go beyond the 
target and the bully. It can affect how the 
entire workforce engages with the tasks at 
hand. Recent decisions have recognized 
the effect that workplace bullying can 
have on the target. In response, the British 
Columbia Workers’ Compensation regime 
has been amended to provide benefits for 

the mental distress created by this type of 
behaviour.

The trigger for these changes was the 
B.C. Court of Appeal decision of Plesne v. 
British Columbia Hydro and Power Author-
ity. Prior to this decision, the legislation 
greatly restricted WCB claims for mental 
stress associated with the workplace. A 
mental stress claim would only be accepted 
if it was an acute reaction to a sudden and 
unexpected traumatic event. Mental stress 
resulting from systemic workplace bully-
ing would fall under this restriction.

The Court in Plesner considered 
whether this restriction was contrary 
to section 15 of the Charter of Rights and 
Freedoms. The argument made was that 
the WCB regime treated physical disabil-
ity claims differently than psychological 

ones. An employee with a physical injury 
only needed to show that the injury 
occurred at work. An employee with a psy-
chological injury needed to not only show 
that the injury occurred at work, but that 
it resulted from a particular type of event. 
The court agreed with this argument and 
struck down the requirement that an 
unexpected traumatic event was needed to 
justify a psychological work injury claim.

The government enacted new legis-
lation that greatly expands the type of 
mental stress claims that will be compens-
able in the workplace. A claim will now 
be accepted if the condition is “predomi-
nately caused by a work-related stressor, 
including bullying and harassment, or 
a cumulative series of significant work-
related stressors.” However, the claim must 
have a factual basis, and the stressors must 
be identifiable. An employee cannot make 
a claim of bullying or harassment without 
particulars of the when, where, who and 
what.

Interpersonal conflicts will not gener-
ally be considered for compensation under 
the new legislation. The stressor must be 
considered as significant. It will only sat-
isfy this definition if the event is excessive 
in intensity and/or duration from what is 
experienced from the normal pressures or 
tensions of a workplace. For interpersonal 
conflicts to meet this definition, they 
must be threatening or abusive.

Bullying and harassment are not 
defined in the new legislation even though 
they are specifically mentioned as a basis 
for compensation. Therefore, there will be 
debate about what these terms mean. The 
Canadian Centre for Occupational Health 
and Safety defines workplace bullying as 
“acts or verbal comments that could ‘men-
tally’ hurt or isolate a person in the work-
place”. Bullying usually involves repeated 
incidents or a pattern of behaviour that is 
intended to intimidate, offend, degrade or 
humiliate a particular person or group of 
people. These concepts will likely form the 
basis of the WCB’s policies in this regard.

Courting Mental Stress Claims:
Guarding Against Bullying and Harassment

1-800-387-4693 ext. 272
certifi cation@payroll.ca

www.payroll.ca/go/?getcertifi ed
Courses offered at colleges and universities across Canada. 
Online courses start monthly.
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Harassment is slightly different than 
bullying. The BC Human Rights Coali-
tion describes personal harassment as 
“any inappropriate conduct, comment, 
display, action or gesture by a person that 
adversely affects the worker’s psychologi-
cal or physical well-being or that a rea-
sonable person knows or ought to know 
would cause a worker to be humiliated or 
intimidated.” This definition is important 
because harassment may exist even where 
the perpetrator is not intentionally trying 
to harass, intimidate or offend.

These definitions are quite broad. 
However, it is important to note what is 
not bullying or harassment. It is not inter-
personal conflict or troublesome inter-
personal relations. More importantly, it 

is not a legitimate exercise of manage-
ment rights. In the latter case, it is not 
harassment for a manager to counsel an 
employee about poor performance or 
other workplace offenses even if those 
communications cause mental anguish.

As a result of these legislative changes, 
employers now have even more responsi-
bilities in the workplace. They must ensure 
that they have taken all reasonable steps to 
protect the health and safety of all work-
ers. This now includes protections from 
harassment and bullying. If these circum-
stances exist, an employer must remedy 
the situation. It is strongly advisable that 
all employers institute anti-bullying and 
harassment policies. These policies should 
include definitions and an investigation 

process. Should bullying and/or harass-
ment be discovered, the employer should 
take reasonable steps to resolve the issues.

Employers should identify poten-
tial problems sooner rather than later. 
Potential problems may arise out of over 
aggressive management styles, insensi-
tive employees or lax workplace rules. The 
WCB can levy significant fines against 
employers who allow unsafe workplaces 
to flourish. It’s always best to avoid a WCB 
penalty claim rather than to respond to 
one. 

Graeme McFarlane is a partner at Roper 
Greyell LLP which is a firm focused on part-
nering with companies to find solutions to 
workplace legal issues.
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By  Ken B los se r

T
his is an overview of how in  
2011,  Coasta l  Communit y 
achieved the most successful 
technology conversion in their 60 

year history: with no significant member 
impact, higher levels of employee confi-
dence and competence, and documented 
increases in employee engagement. 

Coastal Community has a long history 
of paying attention to the people side of 
change.

Process, Participation and  
Best Practice
When three credit unions merged to 
form Coastal Community Credit Union 
(CCCU) in 2005, the executive team rec-
ognized that a key factor in the success-
ful integration of the businesses was to 
have a disciplined process to deal with the 
human side of change. Coastal Commu-
nity partnered with Insights Vancouver to 
build their internal capacity for managing 
change. 

Throughout the organization, leaders 
learned the power of using a common lan-
guage for planning, assessing and moni-
toring different levels of engagement. The 
executive team explored how to apply 
effective sponsorship skills; managers 
and project teams learned best practices 
as change agents; change champions sup-
ported the day-to-day communication to 
build transparency and trust. Based on 
regular assessments, leaders drew on a 
balanced approach that ensured the most 
relevant and timely actions. 

Together, a group of courageous leaders 
from different parts of the organization 
took on a mammoth integration project 
and came out of the merger stronger than 
ever—ready and able to withstand the 
economic downturn of 2008.

When the new challenge of the tech-
nology conversion came up in 2011, 
Coastal Community knew they had a 
winning formula already in place. The 
Insights Engagement process worked well 
as a foundation; they also knew that this 
was an opportunity to refresh and renew 

their internal capacity to apply best prac-
tices in a changing environment. 

Tapping Tech for Pulse Checks
Leaders wanted to expand the process to 
make better use of current technology. 
They chose to measure levels of engage-
ment throughout the change using a 
“Pulse Check” survey on their intranet. 
They wanted open transparency so all 
could see the results—and know that their 
input was informing leaders’ behaviours. 
Leaders also wanted to ensure that they 
were focusing their energies with the right 
actions at the right time for ‘just in time’ 
adaptations to the change plan.

To build employee confidence in the 
surveying process, Bruno Dragani, chief 
people and administration officer, worked 
with Insights Vancouver president Joyce 
Gwilliam to prepare a short webcast about 
the engagement building process and 
how the short online surveys were going 
to inform leadership behaviours. The 
14 minute-webcast was available to all 
employees.

The Insights Engagement Model (see 
chart) was reviewed within the context of 
the emerging technology conversion. Five 
iterative steps in the engagement process 
were presented: 

1. Clarify the change;
2. Communicate the change;
3. Foster acceptance;
4. Implement; and 
5. Sustain the benefits of the change. 

Survey for Growing Success
Over a period of three months, six Pulse 
Check Engagement surveys went out to 
employees. The surveys were short (less 
than a minute per employee), but the 
immediate results showed whether the 
desired level of 80 per cent engagement at 
each step was attained—or not. Change 
agents were focused on intended outcomes 
at each stage of engagement.
For example:
Step 1: General awareness about the 

change by stakeholders.
Step 2:  Shared understanding by stake-

holders.
Step 3:  Active involvement through 

activities such as two way dia-
logue, training and dealing with 
the emotional ups and downs of 
the proposed change.

Step 4:  Application of the new way. 
Step 5:  Advocating the new way as ‘just 

the way we do business’, and 
incorporation of continuous 
improvements.

peopletech

Engage, Empower and Enrich:
A Case Study in Positive Change at Coastal Community
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As expected, in the first surveys, people 
were engaged at the awareness level, but 
did not have the understanding to engage 
in two-way dialogue. At each Pulse Check, 
leaders met, reviewed the level of engage-
ment and adjusted their behaviour accord-
ingly. The Insights’ resources provided best 
practice suggestions for addressing tempo-
rary drops for each step in the Engagement 
Model. Within a matter of weeks, using a 
balanced, four quadrant approach, the lev-
els of engagement showed a readiness for 
implementation—right on schedule. 

Through regular surveying, leaders 
were informed about both the current lev-
els of engagement and which best practice 
suggestions were most likely to provide 
the greatest return on investment. By hav-
ing this information, leaders were able 
to focus their attention on raising stake-
holder engagement, while keeping the 
project on time and on budget.

The lessons learned by Coastal Com-
munity have provided them with a valu-
able checklist for future changes, as well 
as for other organizations committed to 
achieving results on time, on budget and 
with maximum employee engagement.

Sharing Seven Lessons Learned
1. Create a common language for man-

aging the people side of change—
from executives, to managers, to 
frontline employees.

2. Let people know that engagement  
is important and how it will be  
measured.

3. Engagement is not a simple ‘yes I am 
engaged’ or ‘no I am not engaged’. 
Survey the different levels of engage-
ment throughout the change process 
and adapt accordingly.

4. Leaders want to be effective change 
sponsors. Provide them with focused, 
just-in-time best practices that are 
aligned with real data from the  
current change project.

5. Select internal champions at each 
work site, and invest in their under-
standing about how to measure and 
build engagement. They can work 
with leaders to analyze data and 
identify best practices. Plus, you are 
ensuring that emerging leaders are 
already increasing their capacity for 
leading in a changing environment. 

6. Employees want to be engaged.  
Having the opportunity to par-
ticipate in an easy and transpar-
ent engagement surveying process, 
and seeing how their responses can 
influence change, go a long way to 
building high performing and loyal 
employees.

7. Taking the time to measure levels of 
engagement at a project level results 
in a more engaged workforce overall.

The Full Measure of Engagement 
Deborah Edwards,  AVP of human 
resources for Coastal Community, com-
ments that, “Rigorous measurement of 
engagement at a micro-project level yields 
macro-organizational results.” Simply 
put, small things make a big difference.  
How big?

While most organizations expect 
at least a temporary drop in overall  
organizational engagement during major 
change initiatives, the Aon/Hewitt “50 
Best Employers in Canada” survey (done 
during the banking conversion) saw 
Coastal Community leap from 49th to 
20th spot in Canada. 

This type of result recognizes the 
results organizations can achieve when 
they—especially in times of changes—
engage their people often, empower their 
leaders with best practices and enrich the 
organization with the knowledge and 
skills necessary for long term success.  

“...an opportunity  
to refresh 
and renew 
their internal 

capacity to apply  
best practices...”

http://www.bc-counsellors.org/
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A
recent report suggesting that 
two of Canada’s biggest unions 
are contemplating combining 
forces highlights the challenges 

confronting trade unions in today’s unset-
tled and hyper-competitive economy. The 
Canadian Auto Workers and the Com-
munications, Energy and Paperworkers 
Union of Canada are thinking of joining 
together to bolster their ability to repre-
sent the interests of their members. Should 
the merger proceed, the combined union 
would have more than 300,000 members 
spanning a myriad of industry sectors, but 
with a particular focus on manufacturing, 
communications and transportation.

The Meaning Behind the Mergers
This announcement comes on the heels 
of a number of previous union mergers, 
including – here in B.C. – the “takeover” 
of the woodworkers union by the Cana-
dian division of the United Steelworkers 
of America a few years back. More merg-
ers are likely. The strategy makes sense for 
unions grappling with dwindling mem-
berships, rising operating costs, and force-
ful efforts by employers to contain their 
compensation bills. Just as businesses can 
reap economic benefits by spreading fixed 
costs over more employees or customers, 
unions can gain advantages by bulking up 
on members and diversifying the industry 
sectors in which they operate.

The spurt of union mergers comes 
against the backdrop of a long downtrend 
in “union density” – the proportion of the 
workforce belonging to a union.1 Declin-
ing density is starkly evident in Canada’s 
private sector, where by 2010 only 16 per 
cent of workers held union membership 
cards.2 Thirty years ago the figure was 
near 30 per cent. Total union density has 
also slumped, driven by a steady loss of 
unions’ “market share” in the private sec-
tor. In British Columbia, overall union 
density today is around 30 per cent - fall-
ing to less than 20 per cent in the private 
sector. 

Matters of Density and 
Differentiation
Indeed, when it comes to unions’ presence 
and overall economic clout, the public 
and private sectors increasingly resemble 
two different worlds. In the public sector, 
unions are deeply entrenched and repre-
sent large majorities of employees. Nation-
ally, more than 70 per cent of workers 
toiling in the broadly defined public sec-
tor3 are union members; in BC, the share 
is even higher. This compares to density 
rates of 15-20 per cent in the private sector 
across the ten provinces.

However, it’s worth noting that union 
density does vary significantly within the 
private sector. In Canada, the most heav-
ily unionized segments of the business 

community are utilities (61 per cent) and 
transportation (41 per cent). Private sec-
tor industries with particularly low union 
density rates include retail/wholesale 
trade (13 per cent), financial services (8 
per cent), accommodation and food-ser-
vices (7 per cent), and professional, scien-
tific and technical services (4 per cent).  
Construction (30 per cent) and manu-
facturing (24 per cent) are closer to the 
economy-wide average in terms of the 
fraction of the industry’s workforce that 
is organized. 

Looking at union density by occupa-
tion rather than by industry, the highest 
rates of unionization in Canada are found 
among teachers/college professors, nurses, 
support and technical personnel in health 
care, and people employed in protective 
services. Occupations where union density 
is low include all areas of management, 
the professions, finance, positions unique 
to primary industries, and sales and ser-
vice occupations in the retail, wholesale, 
and food and beverage sectors.

In 2010, the average national hourly 
wage of unionized workers stood at 
$26.04, compared to about $21 for  
non-unionized employees. On average, 
unionized workplaces also tend to pro-
vide workers with more generous benefits 
than the typical non-union organiza-
tion. Some of these compensation gaps 
are attributable to varying distributions 

The State 
of the Unions

By  J o ck  F in layson
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of unionized employees by industry and 
by firm size, but academic research shows 
that a residual “wage premium” still exists 
for unionized employees. This remains an 
important selling point for unions seek-
ing to sign up new recruits. 

More Challenging Times Ahead
What does the future hold for Canadian 
unions? Through mergers, lobbying for 
changes in labour laws, and improved 
organizing and marketing efforts, unions 
are struggling to stem further declines in 
their relevance within the private sector. 
In truth, they face an uphill battle. Sev-
eral factors are conspiring to put down-
ward pressure on private sector union 
density:

• the shift of employment towards 
service-producing industries (where 
unions are weaker) and away from 
manufacturing and other goods-pro-
ducing sectors (where they tend to be 
more established);

• the emergence of an increasingly 
competitive business environment, 
in which most employers have little 
or no scope to pass on higher costs to 
their customers;

• globalization and falling trade bar-
riers, which add to the competitive 
pressures referenced above;

• the expansion of outsourcing/off-
shoring, and the erosion of once 
integrated supply chains in manufac-
turing and some service industries, 
both of which have been greatly 
facilitated by advances in informa-
tion and communications technolo-
gies; and

• the growing role of smaller enter-
prises as a source of jobs. This trend 
has undoubtedly contributed to the 
decline of unions, which have had 
trouble organizing and servicing 
smaller workplaces. 

Jock Finlayson is the executive vice-president 
of the Business Council of BC.

1 Sometimes “union density” is defined as the proportion 
of workers covered by a collective agreement; this tends 
to be slightly higher than density as defined in the text 
above.

2 See Statistics Canada, “Unionization 2011,” Perspec-
tives on Labour and Income, October 2011.

3 Consisting of public administration at all levels of 
government, social services, health care and K-12 and 
post-secondary education.
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voice and vision an exclusive PeopleTalk interview

Dr. Craig Pinder, FCHRP:

How does ‘employee engagement’ 
in the modern context differ from 
‘workplace motivation’?
I’m skeptical. You are speaking to a con-
servative who has blown whistles at false 
notions for many years. I view employee 
engagement from a long historic perspec-
tive as the brand of the decade and ask, 
“What’s inside?” Old things mixed in dif-
ferent ways depending on what is selling 
and what consulting agencies favour. 

I see it as a soup of older concepts that 
have to do with varying forms of attach-
ment of people to their work and their 
employer - emotionally, psychically, even 
spiritually. Different gurus seem to throw 
different ingredients into the soup.

I have always looked at this concept 
as a synthesis: an amalgam of different 
concepts, all pretty much advocated by 
management. Management is too often a 
matter of the fashion of the decade. Man-
agement by objectives. Management by 
walking around. ‘Engagement’ has been 
the fashion of the past decade. It is old 
wine in new bottles.

The unions have been slow to promote 
the ‘feel good’ side of things until physical 
working conditions are satisfactory and 
safe and compensation is adequate.

Let me share an insight. I believe that, 
going back to the late 60s when I began 
studying this as an undergrad, employees 
are willing to grant only so many social 
credits to management to try new-fangled 
techniques. Think of it as a currency. 
Think of it as credibility. You have only 
so much of it.

It really needs to be adopted and 
embraced by managers as part of their jobs, 

not something to be done off the side of 
the desk, but as an integral part of the job. 
If it is thought of as a fad, it will be treated 
as such, and there go more social credits.

What role does HR play in fostering 
engagement? Where does it begin? 
What area has the most potential for 
impact?
It is believed that low levels of ‘engage-
ment’ are going to be associated with 
things that management does not like: 
turnover, absenteeism, sabotage, or more 
extremely, violence, drug and alcohol 
abuse, harassment. 

You have got to keep your powder dry 
on these things and they must be really 
well thought out, well-funded and have a 
genuine intention for the welfare of every-
one involved. If it is treated as a quick fix, 
bandage or panacea, you’re going to lose at 
lot of credit with your employees - credit 
not available the next time around.

I think that most of the engagement 
that is possible in a workplace may origi-
nate with any central HR authority, but the 
real action is on the shop or office floor.

Capital HR implies a central HR 
authority. Unless the policies that emerge 
from the excitement are practiced on the 
floor every day by line managers, they 
are doomed to fail. That’s why so many 
of the management programs I have stud-
ied have failed because there is short-term 
excitement in the core, but not practiced 
by stressed out line management. 

It’s fine for a bunch of HR specialists 
to sit and read the latest Harvard Business 
Review and then promulgate blofty sound-
ing principles, but if its not embraced and 

practiced on a day-by-day basis on the 
floor, you’re wasting time and money and 
just making people angry.

What is the best way of making 
engagement ‘real’ for executive 
leadership teams?
This is not a prepared list, but here goes. 
One, it must be realistically presented. So 
many programs are sold as silver bullets. 
I’ve been here a long time and I have never 
seen a silver bullet. The degree to which 
it is a legitimate program for an organiza-
tion must be honestly addressed. Broken 
expectations are the greatest detriment to 
these types of programs.

Two, these programs all have to be 
funded with cash, management time and 
participation by the grassroots, an ‘all 
in this together’ approach with realistic 
expectations. There can be no secrets and 
there needs to be a way of agreeing ahead 
of time whether the program is working 
or not. If there is a union involved they 
must be involved in planning and execut-
ing the program. 

Benchmarking is relatively simple. 
Basic research models are available that tar-
get different areas you want to see change 
in. Genuine endorsement and continued 
monitoring is key to determining success. 
You need to give it time, a chance for peo-
ple in the culture to see the company is 
serious about the purpose of the program. 
Have the numbers and results to report 
back, then turn it back to the masses. 

If there is good news you share it: the 
same with bad news. People need to know 
their participation is real. Phony participa-
tion is a poison pill for any organization. 

No Silver Bullet for Engagement
By  Ja son M c Rob b ie

Dr. Craig Pinder’s recognition as a Fellow CHRP is just the most recent in a distinguished 
career: a lifetime’s record of devotion to learning, the betterment of business, and 
people practices in particular. As an academic, his impact at the University of Victoria’s 
Faculty of Business, recently renamed the Peter B. Gusatvson School of Business, is 
renowned amongst students and peers alike. In 2005, he was granted the singular 
honour of being named “Distinguished Professor of Organizational Behaviour” for his 
academic excellence and contributions to the greater university community. Among 
his many research accomplishments are three books on work motivation, the latest 
being Work Motivation in Organizational Behaviour (Pyschology Press, 2008).
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