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What is Employee Engagement?

“The state of emotional and intellectual commitment of a person, 
group or organisation to the entity with whom they are employed.”

Source: Hewitt
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Put Simply…

“Engagement is not about “WHAT” our people do.
It is the driver of “HOW” they do it and “WHO” they do it for.”

Source: Hewitt
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Stages of Engagement

Senior
Practitioner

Functional 
Competence

90 Day Critical 
Period

Pre 
Employment

Engagement
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Attachment

• Attract
• Recruit
• Induct

• Loyalty expressed through attitudes and behaviours

• Attitudes and behaviours drive performance

• Performance and time impacts attachment
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The Attachment Model

Role Organisation

You
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What Attaches an Employee to the Role?

• Status
• Money
• Tasks
• Positioning of the role
• Career development opportunities
• Learning and Development opportunities
• Future prospects
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What Attaches an Employee to the Organisation?

• Values
• Mission
• Industry
• Culture
• Success
• Induction program
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What Attaches Employees to You?

• Character
• Attitude
• Capability
• Skills
• Knowledge
• Leadership and Management skills
• Status
• Mentor/Coach skills
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What Attaches Employees to You?

• Secure attachment
– Consistent 
– Responsive
– Supportive
– Stress resilience

• Insecure attachment
– Inconsistent
– Punishing
– Unresponsive
– Pervasive threat
– Chaotic environment
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Three Critical Phases of Attachment

• Attract
– Public profile
– Pre employment perceptions

• Recruitment 
– Job representation
– Process & timing
– Understanding the mission,  vision, values and opportunities
– High level communication pre and post job offer
– Individual and organisational value alignment
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Induction

ROTATION/
CONTEXT

CORE/CENTRAL 
MESSAGES

INCREMENTAL 
LEARNING

90 Day
Critical
Period

Source:  HCM Global 2003

• Critical to employee bonding and 
establishment of the terms of the 
psychological contract

• Critical to perception of self-worth and 
contribution to team

• Critical to the achievement of minimum 
competency in the shortest possible time 
from commencement

• Critical to accurately determining likely 
success of new employee

Process

ORIENTATION
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The Single Greatest Impact On Engagement

Performance
Leadership

Climate

Engagement
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The Role of Leaders

“A Leader must impact the thoughts, 
behaviours and performance of their people”

Source: Robert Cooke
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What Is Discretional Effort

Performance

Competency

Relationship

Knowledge Discretional Effort
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Discretional Effort & Behaviour

Climate impacted up to 70% by Leadership

Engaging climates achieve up to 30% greater discretional effort from employees

Source: The Hay Group 2004
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Within The Corporate Arena

As a leader how do YOU ensure your staff “Attach”?
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The Psychological Contract

“Psychological contracts are implicit, involving an individual's beliefs 
of reciprocal exchange between two parties pertaining to trust, 

loyalty and the well-being of all involved.”

Source: Denise Rousseau
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Put Simply

Based on:

• Mutual beliefs
• Perceptions
• Informal obligations
• Fairness
• Expectations being met 
• Trust between the employee and employer



HCM Global Pty Ltd 2007 © 22

Importance

• First year of employment is critical as:

– Actual performance of the employee can be measured against claims 
made in the interview

– Promises made by the employee are either perceived to be delivered or 
not

• Transactional – this is the economic or monetary base with clear expectations 
that the organisations will fairly compensate to performance where possible -
punish inadequate or inappropriate acts

• Relational – socio-emotional base that underlies expectations of shared ideals 
and values and respect and support in interpersonal relationships
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Psychological Contract in Practice

1. Contract – Focus
• Willingness to go beyond the confines of the employment contract
• Degree of focus on employer and job as source of remunerative benefit alone

2. Perceived Equity
• Degree of perceived equity in the behaviour of the company towards employees
• Inputs and outcomes

3. Involvement
• Degree to which an employee remains involved in and invests in the activities of the 

company

4. Time-frame
• Expected length of employment relationship based on intentions and perceived long-

term prospects with the employer



HCM Global Pty Ltd 2007 © 24

Contract Breach Response Behaviours

Disengaged Behaviours

Exit

Voice

Silence

Destruction

Disengaged Behaviours

Exit

Voice

Silence

Destruction

Disengaged Behaviours

Exit

Voice

Silence

Destruction
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The Keys  to Gaining Trust & Loyalty

• Clarify your values and express them
• Demonstrate trust of your people
• Encourage people to question and challenge you without repercussion
• Care for the employee first as a person then as an employee
• Value the employee as an individual rather than as a commodity
• Be honest
• Be willing to admit mistakes
• Demonstrate support of and for your people
• Be highly visible and predictable
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Measuring Engagement Levels

Subjective
- “The Vibe”

Quantitative
- 3rd Party Management

Objective
- “Manager Measures”Measures
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HCM Global 20 Drivers – Attachment and Risk

• Senior Leadership• Accuracy of Job
Representation

• Safety & Behaviour• Personal Visions & Career Path• Incremental Learning

• Systems & Processes• Reasons for Joining• Rotation

• Climate & Culture• Learning Path• Central Messages

• Physical Work Environ.
& Resources

• Performance Objectives• Orientation

• Co-Workers• Business Awareness• Pre-Employment

• Work/Life Balance• Manager/Supervisor Alignment
& Accessibility

• Recruitment & Selection
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HCM Global 21 Drivers - Engagement

• Employee Benefits• People Practices• Immediate Manager

• Work Activities• Alignment• Work/Life Balance

• Co-Workers• Policies• Physical Environment

• Remuneration• Values Mission Alignment• Diversity

• Customers• Performance & Review• L & D

• Safety• Career Opportunities• Leadership 

• Resources• Achievement & Satisfaction• Recognition
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Hewitts Best Employers Results


