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ABSTRACT

Establishing a clear line of sight and building employer brand around it from inside the organtativhile
leveraging leadership, communication, employee ldgveent and corporate & social responsibility may Ine something
entirely new to the world of strategic HRM, butdibes appear to be a worthwhile investment, especidgth regard to
employee engagement. This paper examines engageséntelates to employment these subjects armtsoffuggestions

for HR practitioners.
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INTRODUCTION

There appears to be some level of disagreementt dbewoncept of employee engagement. From itsmrig
proper definition, effect and even its existences -employee engagement simply “old wine in newlbsttor is it a

strategic tool that organizations can use for sasusble competitive advantage?

An “engaged employee” is defined as one who islyfihvolved in and enthusiastic about his or herkiio
(Seijts & Crim, 2006). In an increasingly competti global environment that is facing a possiblera shortage,
this “engaged employee” may sound a little too gtmode true. However, there is much evidence tgssigthat he or she

does in fact exist and can even be created throtggmizational and leadership efforts.
LINE OF SIGHT

Line of sight is defined as “an employee understandhe strategic objectives of an organization aow to
contribute to those objectives” (Boswell & Boudre2001). By being able to make the connection betwthe overall
direction and goals of the organization to the vigilial employee, the employee is then able to see their job, goals
and career “fit". Line of sight also gives emploge® clearer understanding of what is expected ehthnd how their

contributions impact the organization.

There is also a distinction to be made of an engdowho clearly sees the links between the lineigtits
his or her individual performance and the orgamrés performance. Employees in this type of sitwat@re more likely
to take appropriate actions on the job without cdiom from a line-manager or authority figure besmuhe employee
understands how his or her actions affect businesdts. This level of autonomy and the employexdility to respond
quickly to situations effectively and efficientlyvgs the organization greater ability to adaptyoainic market conditions

and therefore, a sustainable competitive advarn(dggt, 2005).

When the line of sight is recognized and understbpdhe employee, the organization should also/estto

highlight the link between the employees' valued #e organizations’ mission. By doing so, the lafesight becomes
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more personal to the employee, strengthening b@&hahd her emotional commitment and employee engege
For example, at Medtronic, the most important nmgeévery year is the holiday program, broadca80t000 employees
worldwide (Johnson, 2005). The event features tihies of patients who have benefited from the pizgtions’ products.
"Our people (employees) end up feeling personalplved in our company’s mission to restore peapléll life," says
Paul Erdahl, VP of Medtronic's Executive Leadershipd Development. "They can see the end resulhaif work.
Many of them are profoundly moved by the patiestsries." By putting a human face on its missioredifonic has
helped to achieve employee-retention rates abogeintiustry average. Additionally, employee engageniems on
employee surveys - "l have a clear understandinlyledtronic's mission" and "The work | do suppofie Medtronic
mission" - are astoundingly high. Granted, the pizgtions’ mission and line of sight may be adittlearer to employees

when lives are at stake, but it is an extraordirsagomplishment that has made other organizatakestnote.

But, organizations in any industry can find wayshelp employees see how their daily work affects th
organization and its customers. A classic exampleth® use of line of sight in the retail industrg ithe
Sears Roebuck & Co. turnaround in 1992. “Total &enfince Indicators” were created to gauge how S&dirs was doing
with its stakeholders — employees, customers amglstors. The result — an employees’ understandiribeoconnection
between work — as operationalized by specific jlewant behaviours — and the strategic objectiféseocompany had a
positive impact on job performance. An interestiigcovery in the Sears example was that employatétide towards
the job and the organization were found to havegiteatest impact on loyalty and customer serviee thll the other
employee factors combined. And improvements in eyg® attitude led to improvements in job-relevaehdviour,

therefore increasing overall customer satisfacdiod the organizations’ revenue growth.

Research shows that line of sight “varies by hial level, tenure and number of positions heldhiwitthe
company” (Boswell & Boudreau, 2001). Therefore, amigations should evaluate all employees by letsriure and
position to determine which line of sight effort®wid be most beneficial. Regardless, all employsdesild at the very

minimum have some level of line of sight compreli@ms

There is also some concern that employees who @reaiowners of the organization — via employeelsto
ownership programs — will be naturally less clehthe line of sight and less inclined to comprehamdl embrace it.
While this argument requires further research, @amizations’ leadership must continue to be cveatind persistent to

link each and every employee and his or her actiotise overall impact (financial and non-finangiah the organization.

Overall, an employee who understands precisely taogontribute to the organizations’ strategic gaaid what
his or her actual impact is on the final outcomé k& of greater importance in terms of attachimenthe organization,

than simply an employee who understands the orghois’ strategic goals (Boswell & Boudreau, 2001).
EMPLOYMENT BRAND

The employment brand as defined by Sartain and rBaho (2006) is “how a business builds and packéges
identity from its origins and values, what it praes to deliver to emotionally connect employeeshsd they in turn

deliver what the business promises to customers.”

There is often some confusion about the differdmetsveen emotionally connected and committed ancged)
employees. Engagement is more deep and dynamicthational connections and commitment, as it in@slthe active

use of emotions, behaviours and cognitions (Sa @62

The organizations’ line of sight is the source lué torigins and values” required to build the enyglobrand.
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An unclear organization vision will blur the lin¢ gight causing the employer brand to be possibhybe built or built and
packaged incorrectly. Clarity of the line of sighthe responsibility of the organizations’ leadhgps Initial efforts on the

employer brand must be done from inside the orgaioiz and should be tested internally before iielsased externally.

The employer brand defines the company value pitposfor its employees and (hopefully) enhances th
organizations’ reputation as an employer of chaicéhe marketplace. Touted as the first step toleyge engagement
(Farmery, 2006) an organization makes itself ditracto potential employees on the basis of itsntrddeally, the
organization should both attract and exactly offdrat its target employee is seeking. Potential ickatds can then
self-select based on whether or not the organizagicesents an ideal fit. It is the fit between #mployee, the

organization and the brand that is imperative @ating and building employee engagement.

It is critical that an organization continually gth the employer brand. In fact, “nothing can umdiee a brand
faster than when the day-to-day employee experidoes not mirror how the employee remembers thedbpomise”
(Sartain & Schumann, 2006). Engaged employees uarklyg become disengaged, potentially destroyirng hand both

internally and externally.

To the customer, the employment brand bridges #pe liptween the promise makers - the marketershand t
promise keepers - the employees. Engaged empldyiesinderstand, believe in and deliver the orgations’ brand to
its customers. This level of commitment is espégciatitical for organizations within the servicedimstry, where the

relationship between the employees and customessentially the product that the organizatiorsgidtell, 2005).

Building a successful employer brand requires mémgnal elements of marketing. Most notably, a sfieci
internal marketing function is created. Insights derived from employee research, segments of gmgdoare created in
order to improve the effectiveness of internal reéirlg efforts, and measures are used to evaluétenal marketing
programs. All efforts not only work to create andilth a successful employer brand, but also achiengloyee

engagement.

An engaged employee would be ‘“living and breathing® employer brand both inside and outside the

organization.

Both the line of sight and employer brand are mitgd through leadership, communication, employee

development and corporate & social responsibititgreate and build employment engagement.
THE ROLE OF LEADERSHIP

Not unlike any other organization initiative, suppfor employee engagement must come from the tagryand
be highly visible to all employees. The leaderdieigm is responsible for creating the organizationission, vision and
values, but they must also uphold and dissemirrasetideals throughout the organization, and masyldvalso argue

outside of the organization.
Great leaders are required for employee engage(8eijts & Crim, 2006):
e Great leaders have a passion to lead and are themsmgaged - inspiring passion and commitmeaothers.
» Great leaders select for fit. While KSAs are impatt a lack of fit stifles employee engagement.

» Great leaders help to connect employee goals arairgidishments to the organizations’ goals by kegplie line

of sight in focus.
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» Great leaders promote accountability for themsebsed their employees in reaching set goals. Acedaititly

builds a level of trust and integrity essentiabtoployee engagement.

» Great leaders make expectations clear by focusinth@ what - quantitative goals, and on the howhdaviours

and skills required to achieve the goals whilenig/the organizations’ values.

* Great leaders develop their talent. An effectivadkr ensures work for employees is challenging and

meaningful — promoting employee engagement.
e Great leaders coach and provide recognition foln batcesses and failures.

Employee engagement is a direct reflection of hompleyees feel about their relationship with theirel
manager. The quality of the relationship is the tneoigical factor in determining whether or not temployee chooses to

stay at or leave a job.

Leaders and line-managers face an extremely difftask in determining how to effectively motivasypport
and engage their employees. Employees are indilsiduaot all have the same sources of motivationaam they all be
influenced the same way. Factors that contributartoemployees’ level of engagement can be speaifit vary per
individual. Once identified, these factors mustnthbe encouraged and maintained at an individuadumrand

organizational level (Bernthal, 2004).

But through great leaders, employees can becomagedgemployees. And engaged employees can create a

sustainable competitive advantage for the orgaoizat
THE ROLE OF COMMUNICATION

A key driver in any successful organization, effeztcommunication is essential to employee engagéme
First and foremost, to establish the line of sigir, organization must communicate a clear visiomltdevels of its
employees (Seijts & Crim, 2006). Ideally this commwation will come from the top of the organization
Further communications from the organizations’ &xadhat connect to the vision and strategic goglscorporating the

employer brand help to build and strengthen thadeation for employee engagement.

Employees will need to fully understand the visimiore being able to personally identify with thrgamizations’

goals and their role within the organization.

Continuous communication must be encouraged. Empbynust be immediately informed of changes tHataf
the organizations’ vision and strategy and howdhanges relate to the employees’ job and role withé organization.
To support employee engagement, communication etweaders, line managers and employees must bepeam

two-way dialogue. Feedback on employee developimeshiperformance is critical.

Through positive and constructive feedback, emmeyare more likely to understand what is expectedemn in
helping to achieve both the organizations’ andrtio@n personal goals by displaying and engaginthe appropriate

behaviours for success.

Unfortunately, it has been suggested that organizatare relying too much on technology as a suftstifor
communication from leaders (Watson Wyatt, 2006)s Ihot uncommon for employees to log onto theimpaters or
telephones and be greeted with the organizatiomgssage of the day.” Emails and voicemails scrifiwedeaders and
line-managers are frequently distributed in masst Nurprisingly, the employee — regardless of tHeirel of

engagement - may not give their full attention wireceiving the message. At the very least, comnatioics to
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employees should be customized and segmented ¢br agpropriate employee group in order to be effect akin to
marketers targeting specific audiences.

But not all hope is lost! Organizations are levarggtechnology and employee insight for more effect
communication methods. Traditional company repaisl documents — financial statements, annual repand
newsletters - are being presented in “non-tradiiomvays. Through technology, innovative deliveryetiiods include
interactive emails, webcasts and the Intranet. @mgloyee suggestions have given birth to the ustarislated” reports

and documents in easier to understand formatslain“gnglish”.

Communications should be more than just targeteldcastomized to the correct employee segment.dtitisal

that messages sent resonate with employees todndldupport their engagement.
From the Engaging Brand blog (2007). Communicatghuld resonate:
* Risitrational - can the employee see the reason behind the ne®ssag
* E Does the messagplain so that the employee can truly understand the rge8sa
» SDoes the messageiggesthat the employee has a role and is it inclusive?
» O Does the messagsdfer a picture of what success will look like?
» N Does the message offer somethimgv -information, strategy, facts?
« Als the messagaspirational — inspiring the employee to higher achievement?
» T Does the messagempt the employee by offering an answer to 'téhat's in it for me?'uestion?
» E Does the message appeal to the employerastionsand can thegmpathizewith it?

An engaged employee would be able to explain ihiser own words the strategic goals of the ogtion and

would also feel comfortable in having open dialogth his or her line-manager.
THE ROLE OF EMPLOYEE DEVELOPMENT

An  essential component to achieving employee engege is employee development
(Robinson, Perryman & Hayday, 2004). Unlike tradiil employee development plans riddled with miniimailt-in
accountability or measurement (Wellin & Concelmaf5), an employee development plan designed fgagament
aligns and monitors the employees’ job and careeaitsgto the organizations’ strategic goals. Theeltgument plan is
customized for each employee, co-designed by thplsme and fully supported by the line-manager.otgh the
addition of accountability metrics, engaged empésyaecognize that their continuing value to theaoization
increasingly depends on achieving the goals ofla@. Subsequently, the organization secures tlemttand skills
necessary for operational excellence (Wellin & Gadman, 2005). The line of sight is constantly reinéd, rationalizing
the employees’ goals and actions. For exampleWhe Wrigley Jr. Company’s employee engagement gesipblished
the GOLD - Goals Outcomes Learning Developmentogmam, which enables employees to actively pasdieipn the

ongoing appraisal of their own performance againgborate goals (Forum, 2006).

Interestingly, the link between employee engagenaent employee development can be first establisttezh
the employee is presented with the job offer. Bgagying in a dialogue about the attributes that difevorganization to

selecting the employee, an immediate tie to theamimption, its strategic goals and a clear undedstg of how the
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employees’ KSAs can be used productively is esthbtl (Watson Wyatt, 2007). Not surprisingly, Wat¥gpatt found
significant differences between levels of emplogsgagement and financial performance between argtoms that
focus on the details of how they hire, orientatd artegrate new employees and those that do ngfar@rations that;
do not overlook hiring and orientation programspaisne opportunities to reinforce strategic goataststhe employee
development process immediately and engage empogee at a competitive advantage (Watson Wyatt,7200
Employees who are unsure of how they fit within dnganization will experience feelings of limitedpmrtunities for both

professional and personal growth and a lack ofsitatimaking authority.

Closely tied to employee development is compensafianployee engagement and the actual employedean
lost if goals and accomplishments are not rewaredl recognized appropriately by the organizatibriaks been well
documented that money is not the only successfulvator nor will it necessarily engage or even kegpemployee.
Therefore, the organization must provide resouacesbenefits that are most desired by employeesamnlikely to create
a sense of obligation that is returned with higleeels of engagement (Saks, 2006). By truly diffitieging employee
development and compensation with a mix of indigidhed; pay, benefits, career opportunities anddgballenges — an

organization moves to supporting and building thpleyees’ unique development path and high levelngfagement.

An engaged employee would be able to explain inohiser own words how their job and career devekamm
supports not only their own personal goals, but &t strategic goals of the organization. Theamktlshould extend far

into the future and be seen by both the employdetanorganization as a mutually beneficial relatup.
THE ROLE OF CORPORATE AND SOCIAL RESPONSIBILITY (CS R)

Corporate and Social Responsibility (CSR) dendtas @arganizations have an obligation to considerititerests
of customers, employees, shareholders, communitied the environment in all aspects of its operation
(Wikipedia, 2007). Essentially, all of these pastmmove from varying levels of importance to theamvigation to become
legitimate stakeholders within it. In terms of s&gic Human Resource Management practices, CSR haay been
initially seen as a powerful tool for attracting t@otial employees. After all, CSR, (at its corey, d relationship
engagement strategy (Googins, 2005). However, Q8tritives that extend the line of sight and lookybnd the
organizations’ bottom line have the potential tddand sustain the value of an organizations’ drand reputation with
all of its stakeholders. The real impact of CSRamployees is through their hearts and minds - mgivemployee

engagement through emotions.

CSR initiatives should be aligned with the orgatimas’ strategy and brand. Close ties to orgarorai core
competencies will result in a greater likelihoodsotcess and buy-in from all stakeholders. And ¢ikg other initiative,
it is imperative that support come from the top &edcontinually visible to employees at all leviisaddition to the
remaining stakeholders. Opportunities for employéesassist with CSR initiatives should be tied tadividual

development plans and performance management systesirengthen the level of employee engagement.

Unfortunately, very few if any organizations caaini that CSR is owned by each and every one eiigloyees
(Parsley, 2005) let alone each and every one aiftdiseholders. However, Starbucks may be consideeeftfont-runner.
Once described as “the prototypical example of mpamy that understands the connection among engamgptbyees,
satisfied customers and increased profits” (OakB804), Starbucks can now safely add CSR to theNist only does
Starbucks demonstrate its strategic HRM policied practices — including a high level of employegagement - by
continually appearing on Fortune’s “100 Best Conigsno Work For”, but the organization was alscerdgly honoured

with the number 2 ranking on Fortune’s “Most Adndir€ompanies of 2006” for its fair trade practicesl @cological
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efforts. And Starbucks is able to earn both of ¢hédes while still making investors happy. A $aQ0investment in
Starbucks when the company went public in 1992 dibialve been worth $52,718.10 at year-end 2006 (Rer2007).

As the global “war for talent” intensifies and onggations continue to strive for a sustainable cetitipe

advantage, could CSR be the key to unlocking tHe datential of both employee engagement and owmgitnal

performance?

CONCLUSIONS

It is less important to settle the debate over tdredr not employment engagement is “old wine iw hettles”

than it is to truly understand the key drivers thagble an organization to attract, develop andirrdtighly engaged

employees to ensure a sustainable competitive satyanEstablishing a clear line of sight and buaiddan employer brand

around it from inside the organization while levgray: leadership, communication, employee develagraad corporate

& social responsibility may not be something emfireew to the world of strategic HRM, but it doespaar to be a

worthwhile investment.
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