ORGANIZATIONAL SURVEYS

Organizational Engagement Assessment™
What is Organizational Engagement Assessment™?
The potential payoffs for enhancing employee engagement are considerable.
But there is an aspect of employee engagement that has not received the
attention it deserves; namely, that the employees are not all alike in regards
to their motivations. The evidence indicates that there are at least four
communities, of engagement and that what it takes to move employees
into what we call the Achiever community, those that are actively engaged,
depends on which of the other three engagement communities the employee
find themselves.
The four basic communities are:
Spectators

Achievers

Deadwood

Cynics

CASE STUDY
u

SITUATION

An international telecom that specialized in data transmission had for many years
enjoyed a virtual monopoly. They had a very strong finance department that had
to approve every management decision, coupled with a highly authoritarian senior
management group. The employees just did as they were told and any initiative
was suppressed. Suddenly the demand in the data transmission market began to
take off, attracting a host of new competitors. The company was rapidly losing
market share.
u COURSE OF ACTION
• New president was appointed to halt the decline.
• Engagement management program was implemented with his entire
management group.
• CEO used OEA as the basic framework for launching the many new and
necessary changes.
u

RESULTS

The result was a company that was more flexible, innovative and customer
service savvy. Within eighteen months they were growing their market at twice
their nearest competitor.

The process, then, isn’t one of embarking on “a sweeping program to move
people farther along a continuum of engagement” as some people claim;
Instead the task, requires a more exacting analyses to identify and deal with
the factors that can move people from whatever community they are in, to the
community of Achievers. Engagement or the lack of it is not limited to levels or
functions; it can be just as true of managers as it is of their reports.
There are, not just gains to be achieved but also losses to be avoided. People
don’t join these communities; they get moved into them by the organization
and its practices. And it takes changes in those management practices and the
way people are treated to get them into the Achiever community. It does little
good for those who run the show to blame the employees; instead they must
seriously examine their own practices. That is the purpose and result of the
Organizational Engagement Process

THE ORGANIZATIONAL ENGAGEMENT PROCESS IS:
• WELL DOCUMENTED: The Organizational Engagement process
is derived from more than twenty five years of research linking
organizational practices directly with employee performance.
• SIMPLICITY: The process is based on only 27 organizational
practices and an assessment of the managerial engagement. The
results are easily accessed in an organizational report.
• ACTIONABLE: Focus is on getting from insight to action, hereby
optimizing the engagement and dedication of employees at all levels.
• STRATEGIC DEVELOPMENT: Through individual, departmental and
organizational action plans.
• LONG-TERM COMMITMENT & FOCUS: The Organizational
Assessment is usually repeated 4 times over a period of
approximately 2 years.
• UNDERSTANDABLE MATERIALS: The Engagement Reports are
complete and easily understood. The Engagement workshop is
informative and provides the most actionable forms of feedback
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Course Outline
u

Day 1
AM

u

Day 2
AM

• Introduction

• What is Engagement?

• The Effect of Expectations on Performance

• The Origins and the Research Behind the Model

• The Energy Investment Engagement Model

• The OEA Organizational Practices Survey

• Overview of the Four Engagement Communities

• Analyzing the Percentage of the Engagement Communities

• Keeping Achievers Engaged

• Analyzing Organizational Achiever Support Practices

• Trust, Respect and Openness

• Analyzing Organizational Spectator Support Practices

• Practices that Maintain Achievers Engagement

• Analyzing Organizational Cynic Support Practices

• Characteristics of Survey Feedback

• Analyzing Organizational Deadwood Support Practices

• Feedback on Achiever Support Practices

• Action Planning and Recommendations

• Action Planning

• Testing Plans

PM
• Dealing with Spectators
• Effective Delegation
• Building Confidence
• Providing Effective Feedback
• Self-Assessment
• Practices That Engage Spectators
• Feedback on Spectator
• Support Practices
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• Action Planning
• Dealing with Cynics
• Listening
• The Bounce Effect

Donald T. Tosti, CPT, PhD is a founder of Vanguard Consulting Inc. He
has been a recognized expert in systemic performance-based approaches
to organizational effectiveness for more than three decades. He has written
numerous book chapters and articles on organizational performance.

• Making People Feel Valued
• Practices That Engage Cynics
• Feedback on Cynic Support
• Practices
• Action Planning
• Dealing with Deadwood

He has been involved in a wide range of organizational change programs
for companies in the United States, Europe and the Middle East. These
consulting activities include work in performance based leadership, cross
functional teamwork, culture- strategy alignment, enhancing customer value
and creating strategic alliances.
He has through his work in performance improvement made contributions to
the fields of feedback, motivation and culture change.

