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‘The only way to make sense out of change is to plunge into it, move with it, and join the dance’

Alan Watts


1. Progress Review Worksheet

What is the purpose of your MCS change project?




What is the impact for the citizen/organisation, what would the change make different?




What are the deliverables, in 60 day segments so that you know change is taking place and you can track progress?





What is your success criteria - how do you and others know the change has made a difference?





What have you found most useful in making your change project happen? Link in the models and ideas from day one of the programme.
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2. Engaging the Workforce

WHAT IS WORKFORCE ENGAGEMENT AND HOW CAN WE MEASURE IT?

The term workforce engagement is used to describe the degree to which individual employees are committed to delivering the goals of the organisation in which they work. It rests on the belief that when in work, employees make a personal choice about how much energy, time and commitment they are prepared to invest in delivering the organisation’s agenda.

In this sense, the degree to which a workforce is engaged, is a measure of the amount of goodwill, co-operation and support employees are prepared to contribute to an organisation‟s success.

An engaged employee is generally seen as someone who is ready, willing and able to contribute beyond the minimum effort required to get the job done. Optimum engagement represents an alignment of maximum job satisfaction with maximum job contribution. It is generally recognised that creating and sustaining an engaged workforce will maximise capacity and yield significant productivity benefits.



                                        37% of the 
                                      workforce are
                    completely engaged



25% are 
completely 
dis-engaged


                                       38%
                               strategically manage
                               their disengagement

Willis Towers Watson (2016) Global Management and Rewards, and Global Workforce Studies. 


[bookmark: _GoBack]The Leader-Follower loop

Leaders who want to create true followers do not just stand at the front of the army; yell 'charge' and then run forward. They may be surprised if they do that the army is still standing where they stood. And yet many would-be leaders do just this. They think they can be leaders just by telling people to follow them and then they are surprised when people do not.

Followers respond

Followers are seldom blind. They are human, and pay attention to what their leaders say and do. And then they respond with at least some degree of intelligence.

The Leadership Follower Loop
Pack Response


Leaders Action	Followers Respond

Gossip






The Dance Continues

Leader Noticing


Diagnosing


Leaders Adjust


Adapting

Gossip

If the leader does something that concerns them, then they will voice these concerns to one another long before letting the leader know. The first sign for the leader that all is not well in the camp is often the sound of the tom-tom drums as followers signal their anxieties to one another.

Pack response

There may well be some level of pack response from followers. That is, there may not seem to be any particular leader, but they all seem to move at around the same time. If the leader does not hear the gossip, then they should most definitely notice changes in behavior.

Noticing

At some point in the proceedings, the leader notices that followers are not as inclined to follow as they once were. They hear the gossip drums and the creaking of the overactive grapevine. They spot subtle (or not so subtle) changes in behavior.

Leaders adjust If leaders do not do anything about the situation, then followers, who are volunteers, remember, will abandon in droves. Just as they will follow as a pack, they will also leave in the same concerted manner.

Diagnosing
When the shift in follower behavior is noticed, the next step is to figure out why, and particularly to know whether and how to connect this to the leader's own words or actions, or at least to external events that have shifted the playing field.

Adapting
When you know where it is going and why it happened, then you can do something about it. So leaders adjust what they are saying and doing to hopefully bring the ship back onto an even keel.

The dance continues
And so the band plays on. It is a closed system, with followers responding to leaders, who themselves adjust in response to this. Leadership and followership is thus an ongoing dance, a dynamic interplay in which each closely monitors the other and responds accordingly.

WHY DO EMPLOYEES BECOME DISENGAGED?



Why don’t employees engage?


· Line manager dissatisfaction

· Perception of unfair treatment

· Lack of decision making opportunity

· Poor personal development

· Over regulation of control

· Lack of collaboration

· Following the disengagement trend





There are a number of reasons why employees become disengaged from the organisations in which they work.  The following list is not exhaustive but illustrates the scope and range of influences affecting the decision to connect or disconnect with organisational goals:

· Dissatisfaction with one‟s immediate line manager – employees often feel their line manager has little interest in their wellbeing or welfare, they feel used and not valued

· The perception of being treated unfairly. Employees are in general more concerned with pay equity than with the level of pay itself.

· The lack of opportunity to make decisions or to input into decision-making – employees often feel dis-empowered and unrecognised for the skills they bring to the work environment.

· Lack of opportunity to engage in personal development – many employees feel their access to training and development opportunities is contingent not upon their needs or potential but their position and status within the organisation

· Tightly controlled and regulated work environments where there is little opportunity to affect processes and outcomes – evidence suggests that increasing levels of regulation and control diminishes creativity and reduces the opportunity for employees to self-actualise within the work environment.

· A lack of confidence in senior managers and leaders to live by the values they set, share the organisational vision and communicate key messages both inside and outside of the organisation – low levels of trust and belief in the leadership and direction of the organisation coupled with a concern that what senior managers say and do are not always the same thing.

· A lack of collaboration with other departments and teams engaged in co- delivery – employees often feel isolated and disconnected from others with whom they work, relationships between individuals are often forged at an organisational level.

· Seeing disengagement and disaffection within the organisation – employees learn to manage their dissatisfaction by adopting the disengaged behaviours and strategies of others.

WHAT ACTION CAN WE TAKE AS MANAGERS AND LEADERS TO PROMOTE EMPLOYEE ENGAGEMENT?



Building Engagement


· Convey appreciation and value

· Invest in relationships

· Have open conversations

· Treat people fairly

· Collaborate in decision making

· Remove unnecessary control and regulation

· Encourage innovation




It is clear from the list of reasons why employees disengage that a combination of behaviours to eliminate poor practice and promote motivation should form the basis for taking personal action. The research indicates that often employees who are disengaged attribute the reasons for their behaviour to the local environment in which they work. This suggests that the unique combination of different circumstances and characteristics within each organisation is responsible for determining the level of employee engagement. Therefore solutions are likely to adhere to some broad principles but manifest themselves in different types of managerial and leadership behaviour inside the work environment.

The following list of actions is not exhaustive but provides a framework for promoting better employee engagement:

1. When directly involved in leading or managing staff, find ways to convey appreciation and value. This is possible even in circumstances when feedback is being given and individuals are being encouraged to do better.

2. Invest time in building relationships with individuals to become aware of the issues that are important for them. Try to build relationships that reflect your regard for the welfare of individuals as part of your performance management role.

3. Be clear about the reasons for making decisions and how they demonstrate the principles and values the organisation would like to communicate to others.

4. Ensure that employees are treated fairly and equitably and that potential pay or benefit inequalities are eliminated.

5. Find ways to enable individuals to participate in decision-making and to make their own decisions. Encourage them to accept the responsibility for making decisions and provide guidance and insight on how too do this effectively.

6. Empower employees to ask questions and make decisions. Remove any artificial or unnecessary barriers that inhibit participation in meetings, events, or processes where individuals can make an original contribution. Try and find ways to affect changes to how things are done which bring out the strengths and talents of employees

7. Ensure all employees have a personal development plan that clearly identifies their training needs and how these will be met. Encourage employees to take responsibility for their own learning and to focus upon their personal and career development.

8. Avoid creating unnecessary regulation and structure, when problems need to be addressed search for adaptive solutions and not just technical fixes.

9. Encourage employees to be outward looking, to develop networks and find creative ways of working with others that help to deliver organisational goals.

10. Facilitate ways that encourage employees to build positive and productive relationships with each other, to challenge disengagement and find innovative and motivating ways of working.
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3. Engaging the Workforce Exercise

Answer all of the questions below, giving evidence where availiable:



1. How do I convey appreciation and value to those I work with?








2. What action do you take to build relationships?








3. How do I demonstrate the values of the organisation?







4. How do I ensure that I treat everybody fairly?








5. How do I share decision making with my colleagues and teams?








6. What action do I take to remove unnecessary controls?








7. How do I help those around me develop and grow their skills?
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4. Developing Optimal Experience

Building a commitment to change among those responsible for delivering the change can be a challenging and daunting task. This is because change is often perceived as negative, unnecessary, untrustworthy, conflict-creating and traumatic. During periods of change individuals become less engaged within organisations. They are often distracted by the perceived impact of change upon them personally and the relative powerlessness of their situation. In this regard change is a personal thing.

The key question we face is:

How do we enable individuals to be the best they can and deliver what we need during periods of significant change?

The solution lies in developing Flow or Optimal Experience, a idea developed by Miyahi Csizenkmihaly that explains why some people are able to control the way they think to achieve extra-ordinary happiness in the things they do every day and as a consequence, do them to the best of their ability.




An idea developed by Miyahi Csizenkmihaly


To explain why some people achieve extra-ordinary happiness in the things they do every day And as a consequence, do them to the best of their ability








Developing an environment in which individuals achieve flow depends upon:

· Facilitating opportunities for individuals to feel engaged and proud of what they are achieving;

· Ensuring individuals are challenged in their work and stretched to meet their potential;

· Providing opportunities for development to match needs;

· Encouraging personal control;

· Autonomy and standard setting


The factors that promote enjoyment in work and help to deliver flow


8. A challenging activity that requires skills

9. The merging of action and awareness

10. Clear goals and feedback

11. Concentration on the task in hand

12. Self Control

13. The loss of self-consciousness

14. The transformation of time

15. The autotelic experience





The following diagram explains the significance of sustaining high levels of productivity within the workforce by managing the environment to provide the best possible conditions to achieve optimal experience. It also conveys the positive value to engaging individuals in activity from which they can continue to develop their complexity of consciousness and grow as a consequence.

Conclusion

Creating flow experiences within the workplace especially during period of change can help to stabilise the environment, build productivity and unleash the potential for innovation. Developing optimal experience relies upon supporting individuals to discover what makes them happy and fulfilled – incorporating this into what they do every day and providing the means to stay focused upon the task and avoid distraction.


Flow Diagnostic

Read the following 3 statements and rate how much each one is like you:

Statement 1

Ms. A works primarily to earn enough money to support her life outside of her job. If she was financially secure, she would no longer continue with her current line of work, but would really rather do something else instead. Ms. A's job is basically a necessity of life, a lot like breathing or sleeping. She often wishes the time would pass more quickly at work. She greatly anticipates weekends and vacations. If Ms. A lived her life over again, she probably would not go into the same line of work She would not encourage her friends and children to enter her line of work. Ms. A is very eager to retire.

Is this statement:
	Very much Like Me
	Somewhat Like Me
	A Little Like Me
	Not at All Like Me



Statement 2

Ms. B basically enjoys her work, but does not expect to be in her current job five years from now. Instead, she plans to move on to a better, higher level job. She has several goals for her future pertaining to the positions she would eventually like to hold. Sometimes her work seems like a waste of time, but she knows she must do sufficiently well in her current position in order to move on. Ms. B can't wait to get a promotion. For her, a promotion means recognition of her good work, and is a sign of her success in competition with her co-workers.

Is this statement:
	Very much Like Me
	Somewhat Like Me
	A Little Like Me
	Not at All Like Me



Statement 3
Ms. C's work is one of the most important parts of her life. She is very pleased that she is in this line of work. Because what she does for a living is a vital part of who she is, it is one of the first things she tells people about herself. She tends to take her work home with her and on vacations, too The majority of her friends are from her place of employment, and she belongs to several organizations and clubs pertaining to her work. Ms. C feels good about her work because she loves it, and because she thinks it makes the world a better place. She would encourage her friends and children to enter her line of work. Ms. C would be pretty upset if she were forced to stop working, and she is not particularly looking forward to retirement.

Is this statement:
	Very much Like Me
	Somewhat Like Me
	A Little Like Me
	Not at All Like Me



Overall Job Satisfaction

Please rate your satisfaction with your job on a scale from 1 to 7, where 1 is completely dissatisfied, 4 is neither satisfied or dissatisfied, and 7 is completely satisfied.

5. Turning Learning into Action



1. How can you apply this learning in the workplace?












2. What steps will you now take on your MCS change project?












3. How will you maintain energy and momentum?














4. How will you continue to measure progress?

Quad of Aims

	The Purpose:
	Citizen/Impact:

	The Deliverables:
	Success Criteria:
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