WHITE PAPER

Creating Engagement
in a Diverse Workforce
Technology tools to help you engage
and inspire top talent

White Paper | Technology tools to help you engage and inspire top talent

Introduction

Approach employee
engagement as part of an
ongoing human capital
strategy and consider

all the elements that
contribute to the overall
employee experience.

According to the Global Human Capital Trends 2016 report, “employee engagement is a headline issue throughout business and HR.” Fully 85 percent of survey
respondents ranked engagement as a top priority, yet only 46 percent reported that they
were prepared to address engagement challenges.1
One of the drivers behind the focus on engagement — which not only concerns HR,
but also has wider implications for the overall performance of an organization — is
the increasing diversity of today’s workforce. From aspiring Millennials to aging Baby
Boomers — working in a complex mix of full-time, part-time, contingent, temporary,
and contract roles — the 21st-century workforce is more diverse than ever, challenging
organizations to build and support a corporate culture that fosters employee engagement. When you pair this diverse workforce with the growing competition to attract and
retain top talent, it’s easy to see why culture and work environment have become key
drivers of employment brand. No matter the age, status, or position of your employees,
how can your organization effectively engage and inspire today’s diverse workforce?

What is employee engagement?
We can define engaged employees as those who are involved in, enthusiastic about,
and committed to their work. In practice, the way companies interpret engagement
varies. Some measure employee favorability and happiness, which tend to have limited
utility in improving performance outcomes. Others confuse engagement with motivation, which is better defined as “do employees receive those things they’re looking for
in return for their efforts on the job?” Or companies can fall into the common trap of
mistaking their employee engagement survey for an employee engagement strategy.
They soon learn that taking employees through a set of survey questions does not lead to
improved engagement.
According to Sharlyn Lauby, author of the HR Bartender blog and president of HR
consulting firm ITM Group Inc., in order to impact engagement, you must first agree
on what engagement looks like. A commonly accepted definition, from BlessingWhite,
says that “Employee engagement lies at the intersection of maximum contribution for
the business and maximum satisfaction for employees. It’s a sustainable level of high
performance that benefits both the company and the employee.”2
Organizations must approach employee engagement as part of an ongoing human
capital strategy and consider all the elements that contribute to the overall employee
experience — from leadership accountability and managerial education to clear role
expectations and employee development opportunities. When you take this approach,
employee engagement is strongly connected to those business outcomes that are
essential to your organization’s financial success, such as productivity, profitability, and
customer engagement and satisfaction. Engaged employees support and enable the
innovation, growth, and revenue that companies need.

Deloitte University Press, Introduction — The New Organization, February 2016,
https://dupress.deloitte.com/dup-us-en/focus/human-capital-trends/2016/human-capital-trends-introduction.html.
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BlessingWhite, The X Model of Employee Engagement,
http://blessingwhite.com/business-issues/employee-engagement/the-x-model-of-employee-engagement/
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The cost of disengaged employees
For all the attention being paid to the topic, employee engagement has remained fairly
static at around 30 percent since 2014, and has not experienced large year-over-year
improvements in Gallup’s 15-year history of measuring and tracking the metric.3
According to Gallup, almost 20 percent of U.S. workers are “actively disengaged”
employees, those likely to actively undermine coworkers and sabotage projects.4 But
most U.S. workers continue to fall into the “not engaged” category (51 percent). These
employees typically do not negatively affect business performance, but tend to do the
minimum asked of them and are not likely to go the extra mile for clients and customers.
Gallup describes not engaged employees as being “checked out” or attempting to get
their job done with little or no management support.5
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Gallup reports that disengagement costs the U.S. around $500 billion annually.7
According to the Bureau of Labor, approximately 125 million U.S. workers are employed
on a full-time basis. With 20 percent of this workforce actively disengaged, that means
25 million workers aren’t contributing to their organization’s success — and may even
be working actively against it. Divide by the annual cost of disengagement, and you’re
looking at $2,000 per actively disengaged employee. That is a lot of money to ignore.

Gallup, Employee Engagement in U.S. Stagnant in 2015 (January 2016),
http://www.gallup.com/poll/188144/employee-engagement-stagnant-2015.aspx.
4
Ibid.
5
Ibid.
6
Ibid.
7
Gallup, How to Tackle U.S. Employees’ Stagnating Engagement (June 2013),
http://www.gallup.com/businessjournal/162953/tackle-employees-stagnating-engagement.aspx.
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Is your organization ready to commit to an engagement strategy?

Employee engagement
begins and ends with the

corporate mindset,
requiring company
executives and frontline
managers to embrace

and support a focus on
the employee experience.

Today’s diverse workforce, with five generations of employees working side by side,
challenges employers with a broad range of needs and expectations. What are some of
the tools available to help you engage and manage this diverse workforce?
HR leaders may be overwhelmed by the technology options available to them and not
know where to begin once your organization makes the decision to focus on employee
engagement. How do you determine which strategies and tools to implement to drive
engagement? What are some of the changes that can be put in place to actually improve
the employee experience across a diverse workforce during various stages of the
employee lifecycle? How can technology be leveraged to improve best practices, from
improving the candidate experience during job applications (often the first opportunity
to engage future employees), improved performance management strategies for hourly
and salaried workers, and scheduling tools that reduce employee fatigue and burnout?
First, it’s important to recognize that employee engagement is not something that can be
“fixed” by the implementation of a new software tool. Instead, it begins and ends with the
corporate mindset, requiring company executives and frontline managers to embrace
and support a focus on the employee experience. Once the organization is committed
to an engagement strategy, technology can be used to support efforts to increase
employee engagement. HCM technology can help organizations create compelling work
environments that make employees feel valued and treated fairly so they will give
that extra discretionary effort to the organization — regardless of their generation,
employment status, or position.
Keep in mind that even the best technology may fail to yield results if the processes
behind it have been ignored. Process improvements go hand in hand with technology
investments. It would be a mistake for organizations implementing a new HCM system to
simply automate existing tasks and procedures. You should be prepared to consider why
the current workflow is in place and whether all the current steps are still required. How
could an existing process evolve to better meet the needs of your employees?
By understanding what’s personally important to employees, organizations can better
nurture their most valuable talent. By recognizing the demands placed on older workers
and making accommodations to keep them in the workforce, their leadership skills
and vast institutional knowledge will be retained. At the same time, it’s important to
acknowledge that Millennials and Generation Z have grown up in a world transformed
by technology, and naturally approach work and their careers differently than do
previous generations.
There are a number of strategies and tools you can use to effectively manage and engage
this diverse workforce throughout the employee lifecycle.
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The HR Maturity Curve
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Each employee type — or more important, each individual — has unique needs
and expectations regarding work. How
an organization engages and inspires
workers is often determined by the organization’s culture and leaders, but can often
depend on where the organization falls on
the HR Maturity Curve. Those on the lower
end of the curve may conduct an annual
survey, but may not have the tools in place
to ensure they consistently deliver an
engaging employee experience. They may
not even be able to access the data that
would enable them to develop a creative
and differentiated approach that accounts
for the unique characteristics and
requirements of a diverse workforce.

HR leaders often must prioritize standard challenges — like compliance and
benefits —over more strategic endeavors. Regardless of your industry or the size of
your company, we’ve seen that HR is shifting from a support function to become a
more crucial part of the leadership team.
However, HR leaders are struggling to move up the maturity curve. They may aspire
to more ambitious and exceptional pursuits, but everyday challenges and core
duties often preclude much straying from the beaten path. And — large or small —
HR departments that are bogged down by manual processes, administrative tasks,
and compliance paperwork don’t have the data or the planning tools needed for
strategic influence. So they tend to be spectators rather than participants in
corporate strategy and decision making.
Moving up the curve to data-driven HR enables organizations to select, train, engage,
and develop talent more strategically. But regardless of where your organization
is on this chart, human capital management tools and strategies can help your
organization move closer to the data-driven HR function, which will help you:
• Eliminate error-prone duplicate data entry, data inconsistency, and risk
of noncompliance
• Reduce reporting complexities
• View key data in real time
• And ultimately drive deeper employee engagement
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Recruiting for a competitive edge with the right tools and workflow
Engagement opportunities begin before an employee is even hired. Recruiting and
selecting the right candidate based on alignment with organizational goals and
strategic plans set the stage for engagement. The employee lifecycle — and therefore
employee engagement efforts — begins with recruitment and selection. The process of
encouraging candidates to apply for job openings and attracting the appropriate quantity
of applicants is necessary, but not sufficient.
As more organizations make the connection between hiring the right people and
achieving success, HR leaders are increasingly approaching recruitment and hiring as
a competitive differentiator. Facing a more competitive global business landscape, with
available talent spread across multiple generations, and skills gaps a growing concern,
the challenge to recruit and hire the best workforce for the job has never been higher.

As more organizations
make the connection
between hiring the right
people and achieving
success, HR leaders are
increasingly approaching

recruitment and hiring
as a competitive
differentiator.

With employers looking for the talent of tomorrow in a global, diverse workforce, they
must think about recruiting in new ways, and work to leverage technology and sourcing
strategies that improve recruitment and hiring. Human behavior may be unpredictable,
but analytics can help companies make better hiring decisions to begin with. By
identifying the right skills, competencies, behaviors, and tendencies, you can ensure
the best candidates are hired. And by streamlining the hiring process, you can find that
“needle in a haystack,” allowing you to compete more effectively in a tight talent pool.
Changing workforce demographics are creating skills gaps — across all industries — and
putting added pressure on employers to source top talent. The role of technology and
social media both inside and outside the workplace is altering how employers identify and
communicate with job candidates. And the best talent isn’t looking for just any job — top
performers want to work for top-tier organizations that are perceived as employers of choice.
The Association for Talent Development recently reported that 75 percent of CEOs find
the skills gap to be the biggest threat to their business, while 87 percent said the skills
gap was affecting business performance in the areas of customer service, growth, and
service delivery.8
Improving the efficiency of your hiring process eases the demand on managers and
ensures that good candidates don’t get lost in the process. Prescreening tools help weed
out unqualified candidates and get to the shortlist of best-fit candidates so that hiring
managers and recruiters spend their time efficiently. Alerts, notifications, and automated
workflows make the process easier and more efficient. In addition, mobile plays a critical
role in getting your engagement efforts off on the right foot by improving the applicant
experience. A survey found that 20 percent of job seekers would give up on an online
application if they couldn’t complete it on a mobile device. Although 70 percent of
job seekers are interested in applying via smartphone, only about a quarter of large
companies surveyed have optimized their hiring process for mobile devices.

8

ATD, Bridging the Skills Gap, October 2015, https://www.td.org/Publications/Blogs/ATD-Blog/2015/10/ATD-Public-PolicyCouncil-Updates-Skills-Gap-Whitepaper.
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Performance management drives engagement for the entire workforce
In today’s economy, worker confidence is growing. The job market is widely perceived as
a candidate market and the quits rate — an indicator of job seeker confidence — is at its
highest since 2008.9
When you add that job vacancies are at a 15-year high10 and the average time to fill a job
has increased by 10 days since 2010,11 it’s clear that employee retention is a top driver
for improved employee engagement.
This means managers need to provide employees with regular feedback about their
work: Not just annual performance reviews and not only when discipline is necessary.
When employees know how they’re doing — and how their ongoing activities align with
corporate goals — they are engaged. When employees are engaged, they perform at a
higher level and stay with an organization longer.

Enabling managers to
continuously monitor
employee goals and
nurture performance with
ongoing feedback drives

engagement and
boosts retention.

To nurture and develop top talent, you need a flexible, data-driven performance
management approach that enables you to continuously assess, coach, and recognize
employees for their achievements. You should define cascading goals and track progress
throughout the year — not just at annual review time — to measure how employee performance affects business outcomes and support effective coaching and development.
Enabling managers to continuously monitor employee goals and nurture performance
with ongoing feedback drives engagement and boosts retention.

Scheduling solutions help build engagement
Organizations seeking to create employee engagement in a diverse workforce are
increasingly looking at the issues of employee fatigue and burnout. Signs of employee
burnout can include excessive overtime, low morale, increased absenteeism, health
problems, decreased productivity, and poor job performance. Companies are realizing
that the quality of the employee experience has significant impact on whether people
remain as productive members of the organization or whether they reach the point
of no return when trying to balance work demands and external obligations. The top
retention strategy currently in place among organizations in Aptitude Research’s Workforce Management study is to improve the experience of employees, managers, and
leaders, cited by 82% of respondents.13
One critical area organizations are looking at to help mitigate burnout risk is scheduling.
When employees have access to flexible scheduling tools to manage their working hours,
companies see a significant impact on performance, engagement, and retention. Today’s
human capital management solutions can help organizations involve employees in the
decisions around when they work, through tools like shift swapping. These and other
self-service tools increase flexibility for employees and relieve managers of the burden of
frantically filling open shifts at the last minute. Findings from the study showed that organizations that offer shift-swapping capabilities, no matter what the industry, were 55 percent
more likely to indicate they had higher than industry average levels of engagement and
53 percent more likely to indicate they had below average turnover for their industry.14
Glassdoor, Why Is Hiring So Hard for Employers Right Now? (July 2016),
https://www.glassdoor.com/research/why-is-hiring-so-hard-right-now/.
10
CNN Money, America has the most job openings in 15 years (June 2015),
http://money.cnn.com/2015/06/09/news/economy/us-job-opening-highest-in-15-years/.
11
SHRM, Average U.S. Hiring Time Increased by 10 Days Since 2010 (July 2015),
https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/u.s.-hiring-time-increased.aspx.
13
Aptitude Research Partners, Running on Empty, (May 2016), 2.
14
Ibid.
9
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Data increases visibility and reveals insights
Your organization has access to more information than ever before, but are you using that
data to serve employees better? Just having the data isn’t enough. Many organizations
are drowning in this sea of unorganized information, unable to leverage its full potential.
Customers nearly always associate Big Data with operational improvements such as
dashboards that offer executives more insight from production data. But consider how
you can better leverage this mass of information to better engage and nurture employees.
Data can help you better understand your employees. The better you understand them,
the more successful you’ll be in designing programs that engage and retain them.

HR needs to be

empowered with tools

The challenge HR faces is to provide business leaders with actionable information that
helps them make fact-based decisions about people — just as they make data-driven
decisions about investments, marketing strategies, and new products. Large or small,
HR departments that are bogged down by manual processes, administrative tasks, and
compliance paperwork don’t have the data or the planning tools needed for strategic
influence. So they’re unable to fully and effectively advocate for the employee experience
during corporate strategy and decision-making. HR needs to deliver evidence-based
talent decisions. Instead of being left to simply guess or go by instinct, HR needs to be
empowered with tools that enable them to deliver evidence-based talent decisions.

that enable them to deliver

Ramp up your user experience

evidence-based talent

As technology continues to change at light speed, employees’ expectations also increase.
Accustomed to real-time access to information in their personal lives, employees and
managers now demand the same at work. All members of the workforce — including
employees on the go or working in remote locations — expect the ability to stay connected
to improve visibility, simplify workflow, and increase productivity. Organizations need to
provide access to tools when, how, and where employees need them.

decisions.

The inability to easily access information and complete tasks drains employee morale.
HCM tools help to standardize and automate processes, enabling organizations
to promote and enforce fairness, consistency, and efficiency across all employee
interactions. Self-service tools unburden employees, remove outdated manual
processes, and eliminate obstacles and potential frustration.
For example, web-based and mobile apps enable many employees to manage their own
HR services, including benefits, payroll, and performance evaluations. These tools allow
HR to perform basic functions better and more efficiently, freeing staff to deliver more
strategic services and add value to the overall organizational priorities. Mobile and webbased self-service also helps HR engage the workforce. Employees like the freedom of
checking their schedules from anywhere, requesting time off, or swapping a shift with a
coworker. Not to mention accessing pay stubs and W-2s, reporting change of address,
and performing benefit enrollment.
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HCM technology tools can play
a role in engagement strategies
across every phase of the
employee lifecycle.

HCM and the employee lifecycle
• Recruit: How will you hire a diverse workforce? Do you have an efficient and
automated hiring process that reflects your employer brand and engages applicants
from the start?
• Manage: Do your managers have the right tools to communicate with each member
of your workforce and nurture performance with continuous feedback? Can managers
access the data they need when they need it? Can you spot trends and take timely action?
• Engage: Does your company have a self-service strategy? Are policies automated
and enforced consistently to promote a positive work environment?
• Develop and Retain: Can you identify your best workers and why? Can you easily
track productivity and activities while avoiding employee fatigue and burnout? Are
tools available to support coaching, training, and mentoring?
• Offboard: Are exiting employees paid final pay accurately, the first time, on time? Are
open shifts automatically triggered? How does HR get vacancy notices?
Despite the differences inherent in today’s diverse workforce, all employees want to be
on a focused path to clear goals and part of a winning team. Successful organizations can
therefore no longer view employee engagement as an added bonus — it’s a must-have
for attracting and retaining top talent, particularly for businesses in tight labor markets.
Implementing a human capital management solution that automates, streamlines, and
improves people-centric processes drives employee engagement. And when combined
with a positive culture and strong leadership, it helps create a culture that can lead to
increased productivity and retention as well as an improved bottom line.
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Conclusion
Leading companies work hard to deliver a superior customer experience to attract,
engage, retain, and cultivate customers and clients. Organizations must apply a similar
lens to their workforces, looking for ways to make the employee experience easier,
rewarding, more transparent, and professionally fulfilling. Which benefits matter most to
employees? What technologies, training, and processes can help workers succeed and
avoid burnout? How can the performance evaluation process be enhanced to provide
real-time feedback for employees — both salaried and hourly workers — while relieving
overbearing processes for managers and HR leaders?
Successful organizations will approach employee engagement through an ongoing
human capital strategy. The result will connect employee engagement to your
organization’s financial and operational success.
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