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Outline

e Engagement — what does it look like?

e How to enhance engagement

e Your role as an ‘Emotional Neurosurgeon’
e Powerful questions to inspire, engage & co-design motivating goals
e Deploying Strengths & Core Values to achieve outcomes

e Coaching & Self-coaching to maintain well-being, boost independent
problem-solving, prioritise energy & manage challenging stakeholder
behaviours

e Panel discussion: Lessons learnt, trip-wires to avoid
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What does Engagement look like?
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Engagement

Employee engagement:-

* An employee’s involvement with and enthusiasm for their work (Gallup)
eThe extent to which employees value, enjoy and believe in their work,
their Manager/Member, their team/party and what they are trying to
achieve

Community engagement is the extent to which community benefit
organizations and individuals are committed to building ongoing,
permanent relationships for the purpose of applying/achieving a collective
vision for the benefit of a community.

Stakeholder engagement is the extent to which relevant stakeholders are
committed to achieve accepted outcomes.

What do these have in common?




4CPA BEINT

PSYCHOLOGY

2017 CPA AUSTRALIA AND PACIFIC REGIONAL CONFERENCE
SYDNEY, AUSTRALIA

So how do engaged employees help you
engage more effectively with your
constituents & stakeholders?

An engaged employee really cares about and believes in what they, their
Member and party are trying to achieve, shares their values & applies their will
and skill (heart & mind) to achieve agreed goals. They:-

eExert extra time, effort & initiative g

eFully use their talents due to heightened commitment & dedication
eOrganisational citizenship behaviours due to sense of attachment
ePerform 20% better than colleagues

e Advocate for you and your party, refer potential employees & members

eInvest fully in their work, with I self-efficacy & positive impact on health &

well-being, which in turn, evokes I support for the Member/party (Positive
contagion!)

eEnables organisational agility & drives change
eStays despite opportunities to work elsewhere longer
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Global Employee Engagement

This means about
70-75% of
employees are
disengaged!

So what are the
risks?

= Fully Engaged Disengaged = Actively Disengaged
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Risks of Low Engagement

eNegative contagion across colleagues, party members, constituents and
stakeholders

eReduced performance

e Avoidance &/or reluctance to engage

*Resistance & conflict

eReputational damage

e|solation

ePotential sabotage, especially is actively disengag~~
eUnderutilisation of skills & talent

eNegative impact on health & well-being

eRigid & unable to adapt

eOpportunities missed or actively avoided

eStays!




—— BENT

PSYCHOILOGY
More Stats

Profile of High Performing Organisations

About 93% of
employees are >
Engaged!

= Fully Engaged = Disengaged = Actively Disengaged
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Are your employees fully engaged?

How would your employees answer the following questions ...

On a five-point scale, where “5” is extremely satisfied and “1” is extremely dissatisfied, how

satisfied are you with working for Member X?

. I have the materials and equipment | need to do my work right.*

. At work, | have the opportunity to do what | do best every day. *

* Foundation for

. I know what is expected of me at work. * strong

performance &
engagement so
make these your

. In the last seven days, | have received recognition or praise for doing good work. * priority!

1
2
3
4
5.
6
7
8
9

My supervisor, or someone at work, seems to care about me as a person. *

. There is someone at work who encourages my development. *
. At work, my opinions seem to count.
. The mission/purpose of my company makes me feel my job is important.

. My associates (fellow employees) are committed to doing quality work.

10.1 have a best friend at work.

11.In the last six months, someone at work has talked to me about my progress.

12.This last year, | have had opportunities at work to learn and grow. (Ref: Gallup)
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So what can | do to increase employee
engagement?
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Your role as an Emotional Neurosurgeon
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Understanding what drives the
Holy Grail of Engagement

like an
owner?

informed
& do they
listen?

What do these

models for
engagement have
in common?
Specifically, what ——
emotions do they i ey

capacity to engage

try to evoke?

Self-
determination

Participation

COMMUNITY ENGAGEMENT

Fairness

Grounded in
principles of
community

Justice

Empower-
ment

© O 0 O O 0 O

Community engagement should be
conducted with a focus on:

Equalities: explicit and evidenced
Purpose: agreed, and success defined
Structures: clear and fit for purpose
Knowledge: shared and used

Skills: developed and applied
Capacity building: supports in place
Information: accurate and timely
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Emotions 101

Proud, confident, self-assured
Hopeful, optimistic, encouraged
Grateful, appreciative, thankful
Interested, alert, curious
Inspired, uplifted, elevated
Amused, fun-loving, playful
Joyful, glad, happy

Love, closeness, trust

Awe, wonder, amazement

Serene, content, peaceful

Angry, irritated, annoyed
Ashamed, humiliated, disgraced
Contempt, scorn, disdain
Disgust, distaste, revulsion
Embarrassed, self-conscious
Guilty, repentant, blameworthy
Hate, distrust, suspicion

Sad, downhearted, unhappy
Scared, fearful, afraid

Stressed, nervous, overwhelmed
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Brainstorming Activity:
As many ways you can use a piece of string!

With every new

‘feeling’, observe:-

 Changesin body
language,
including tone
and pace of
speech,
interactions,
emotional
contagion

* Quality & quantity
of ideas
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Emotions 101

Proud, confident, self-assured
Hopeful, optimistic, encouraged
Grateful, appreciative, thankful
Interested, alert, curious
Inspired, uplifted, elevated
Amused, fun-loving, playful
Joyful, glad, happy

Love, closeness, trust

Awe, wonder, amazement

Serene, content, peaceful

Angry, irritated, annoyed
Ashamed, humiliated, disgraced
Contempt, scorn, disdain
Disgust, distaste, revulsion
Embarrassed, self-conscious
Guilty, repentant, blameworthy
Hate, distrust, suspicion

Sad, downhearted, unhappy
Scared, fearful, afraid

Stressed, nervous, overwhelmed
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Positive Emotions

Positive emotions ‘Broaden & Build’ i.e. make us more:-
e Creative & flexible

e Resilient

e Tolerant & open to difference

e Constructive

e More aware of what is going well and working

e Sociable i.e. More willing to approach & engage

e Effective at building coalitions

e Intellectually capable (Fredrickson, 2009)

More positive emotion we can genuinely generate, the more
successful, likeable & influential we will be!

Note: Mirror neurons!!!
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Negative emotions

Negative emotions ‘Narrow & Deplete’ i.e.

® narrows our focus so we lose peripheral vision where opportunities lay

e reduce intellectual capability & flexibility

e make us less tolerant i.e. notice more of what’s wrong & what we dislike
e socially withdrawn

e less capable of building coalitions

e |less resilient as they deplete our psychological, physical & social resources

Also: Negative emotions are heavier, sturdier & last longer!!

This is why even just 1 disengaged employee can create a contagious
negativity which ‘narrows & depletes’ engagement & performance
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Positive Emotional Neurosurgery

Personally induce, develop and demonstrate genuine
positive emotions
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Deploy positive emotions by ...

e Potently praising high performance behaviours using ‘BIF’
« Specific Behaviour
e Impact & Individualised comment re extra effort, courage etc.
e Future behaviour

e 5.6:1 P/N ratio i.e. Thanks, Compliments, Offering Support, Helping,
Encouragement to keep going

e ‘BIF’ for constructive feedback
e WWW & W - What Went Well & Why?
e Actively & Constructively respond to success stories

e Communicating in a way that builds trust & Influence

e Ask > Tell, Specific & Concrete language, Common ground
e 10 things about them you are grateful for

e Humour
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Activity
Prepare 3 examples of Potent Praise you will provide to a staff member, volunteer,
stakeholder or significant other using ‘BIF’

e Specific Behaviour
e Impact & Individualised comment re extra effort, courage etc.
e Future behaviour

Ensure they are genuine and describe high performance behaviours
OR

Think about a person who you are struggling to engage with. Rate your feelings
about them/the situation on a scale 0 - 10, ‘0’ = ‘None at all’ and ‘10’ = Completely

-Ang-er Engagement works better when
*Avoidance we connect emotionally
eSympathy

e Affection ;

Now list 10 things, big or small about them or the situation for which you are
grateful. Now re-rate each feeling. Any change?
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Powerful questions

Emotion leads to action
while
reason leads to conclusion!

(Donald Calne, Neurologist)

& S
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Potent questions to build
engagement & collaboration

o At the end of the day, what do you need the most? Fear the most/Biggest concern?
J What are the risks if we don’t sort this out? Who will do it for us? What will the outcome be?
. What are some of the benefits if we do reach an agreement?
. What can we agree on?
. What are you willing to trial? What protections do we need to put in place to make this trial less risky/worrying
for you?
. What would be a small simple first step we could agree on right now that would help us move towards what we
both need/our goal?
. How would you benefit from giving this a go?
. What obstacles might arise and how can we overcome/work around these?
. How can we support one another during this agreement? How can we learn from each other? What can we learn
from each other? What have we already learnt from each other?
. How will we measure/monitor our progress so that we know we are moving towards our goal?
. Who is going to do what by when? How confident are you that you will do your actions by X? 1 — 10? (Aim for 8+)
Emotions -> Actions i.e. . § Intellectual Decision i.e. Needs met?
Benefits of action > Pain of 3% Fears avoided? Know what to do &
action or Risks of no action; & ;y;i:_‘: how? Can do this? Belief it will work

Needs met, Values expressed [ & minimise risks if not?
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Questions to move from
fear to appreciation

Stage The inner conversation The outer conversation

1. Fear What do | fear from this person? What do we have in common?
What do | fear learning about myself? What concerns do you have about me and
What might | be avoiding admitting to myself? my intentions?

2. Wariness What if | say the wrong thing? How can we be more open with each

Is their expectation of me negative and/or stereotyped?
How open and honest can | be with them?

other?

How can we recognise and manage
behaviours that make each other feel
uncomfortable/ unvalued?

3. Tolerance

What judgments am | making about this person and on
what basis?
What boundaries am | seeking/ applying in dealing with
this person?

How can we exist/ work together without
friction?

How can we take blame out of our
conversations?

4. Acceptance

Can | accept this person for who they are?
Can | accept and work with the validity of their
perspective, even if it’s different from mine?

What values do you hold?

How do you apply them?

How can we make our collaboration active
and purposeful?

5.
Appreciation

What can | learn from this person?
How could knowing them make a better/ more
accomplished person?

What can we learn from each other?
How will we learn from each other?

Diversity Coaching Questions (Clutterbuck, D. 2012)
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Activity: Building engagement &
collaboration via potent questioning

i. Review the list of questions & choose one or two you plan to use the next time
you meet with a reluctant stakeholder or less engaged employee

ii. Isthere anything else you could do to better engage with them?
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Shared purpose & motivating goals

Provide opportunity to ‘Be good and do good’ through work ... Be a ‘Meaning
Maker’ by:-

e Enrolling staff in your vision to make your electorate/community a better
place

e Finding ways for others to express the very best of themselves — their
passions & strengths - through their work.

e Linking work to personal values & a higher/greater purpose i.e. Why this?
Why now? Why me/party? Proudest achievement — past & future?  ~_

e Building supportive relationships & sense of community among
workers/volunteers/party members

e Savouring positive impact & making a difference

e Co-designing ‘SMART’ team goals i.e. Specific, Measurable, Attractive,
Realistic, Time-specific
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SMART motivating goals

Specific & Solution-focused

—  Vague goals lead to vague attempts to achieve them, specific goals focus
our attention & efforts

—  Doing more of something implies progress has started
Measurable

—  Can we evaluate our progress?

Attractive & Authentic

—  Willit help meet a need or avoid a fear? |
—  How will it tap into values and strengths? oy
Realistic F__, Al _
—  Believe we can achieve it or make progress towards it? e N ‘
Time-specific ——

Important: Regularly review progress
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Potent questions to co-design
SMART motivating goals

Some good goal-setting questions include:

>

VV VY V VY VYV

VV V V VY

Imagine it is 1 year from now and you are reflecting on the year that has passed with great pride and enthusiasm for
what you have achieved and learnt. What sorts of things would you have done or learnt to be feeling such pride and
enthusiasm? Where? With whom? How often? What would this look like each day/week/month/sitting period etc

What would you like to do more of or less of over the next 12 months?

In what area(s) would you like to feel more accomplished or confident? How would you know if you achieved this?
What talents do you have that you don’t use and would like to?

What makes you try harder?

In what areas would you like increased responsibility for your current tasks?

What would you like to be doing in the next three to five years?

If you could change 1 thing about your job that would make it even more engaging or interesting, what would that be?

Is there something you really want or something you feel you should do? Can you and | make that happen? If so how? If
not, who do we need to involve? >

Can you make this goal even more specific?

What benefit would that bring to you?

What will happen if you don’t achieve this?

How can you make this goal even more attractive to you?
How will you be able to tell if you have achieved this goal?
When do you want to achieve this by?
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Maintaining Meaning: Day-to-day

e Your personal vision?

e Connect mundane/disliked tasks to this

If you talk to a man in a
language he

Really ..

: understands, that goes Helps engage My Vision
annoying : stakeholders Make the
preparing to his head. If you talk _ th — |

h to a man in his with our community/state a
fhese / that t work/party better place
newsletters/ anguage, that goes to
social media his heart (Nelson
posts Mandela)

Emotion leads to action,
reason leads to
conclusion (D. Calne)
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Making Meaning, Mining for Purpose

e Do something you love, are good at & that energises you
every day

e Deploy Signature Character Strengths

Love of Learning
Perspective
Judgment
Creativity

Kindness
Social Intelligence

Perseverance

Appreciation of Beauty
& Excellence

Spirituality
Gratitude
Humor

Teamwork
Leadership

(B
Fairness /= o

Prudence
Forgiveness
__ Self-Regulation

Temperance
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Wisdom & Knowledge

® Creativity, Curiosity, Open-mindedness, Love of learning, perspective,
judgment

Courage
® Bravery, persistence, vitality, integrity

Humanity 5\3 %} "\_j "Q

® Love, kindness, social intelligence 23 o) 22) ¥
Justice -;)).\V) )i R)
® Citizenship, Fairness, Leadership :f)) :)) :)) ::)
Temperance

® Forgiveness & Mercy, Modesty/Humility, Prudence, Self-regulation
Transcendence

® Appreciation of beauty & excellence, gratitude, hope, humour, spirituality
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Character Strengths

e  Valuesin Action (Not skill strengths)
e Universal - everyone has them

e Coretowho we are - Inevitability

e  Feel natural & energising to use

e Help usto be the best we can be

e  Yearn to use them

e Help us persevere through obstacles
e  Use across multiple settings

e  Friends & family recognise them

e  Fosters ‘flow’ & positive emotions

e  Strengths-users are more:-
° Creative

° Constructive
o Satisfied
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Deploying Strengths and Positive emotions
to achieve priorities

Complete Brief Strengths Self-Assessment
In pairs discuss:-
. Last time you were at your very best? Character strength(s) you used?

. How could you use one of your top 5 strengths (Signature Strengths) to
boost employee engagement?

. What would you say your team’s top strengths are?
. How could these be used to more easily achieve team goals?

» Guessing game
» Strengths Bingo

» Team map
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Coaching/Self-coaching

Goal — If I/we could change 1 thing, what would it be?

Reality — What’s happening now that |/we want/need to change? How
long? How severe? Exceptions?

Options — What’s worked in the past? All options?

Worap up — Who's going to do what by when? What could go wrong &
how overcome? Next Stens? How confident will do next steps /10?

/_. Goal ‘ﬁ\

Wrap-up

Reality <& Conversation
& / usually Starts here
Options
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Psychological Health & well-being

The role of a Member is 24/7.
There is no ‘off button!’

To stay at the top of your game,
both you & your staff need
an un-natural
level of resilience.
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‘CPR’ for managing personal stress

Change the stressor
Perceive it differently

Remove yourself
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Model & Encourage Healthy Habits

Habits s

Exercise — 30 mins huff & puff/day €0 Heart Healthy e
{ - w”*
Stretch & move &

Eat foods that reduce stress

Reduce coffee, tea, energy drinks, soft-drinks, ¢ b
alcohol, cigarettes 3

Drink 35 — 45ml/kg/day (Approx 1.5 — 2 litres) W 7%

Prioritise good sleep hygiene

Insist upon healthy work-life boundaries & integration

Tip: Build will-power through daily monitoring
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Coaching compromised well-being

e Early warning signs?

e Do’s & Don’ts?
e Coaching approach ]
/ \‘x.x rd | —
N S [~
Y S —
* Before? TH——" Coach yourself ﬂ"
> usingthese “‘
Helped? ~— questions s
. . *"—K— " S A . B
Do again? Right now? 1T

What else?

No idea? Who can help? E.g. EAP, GP, Colleague

Next Steps?
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Coaching to Manage Challenging Behaviours

Breathe

Respect & Respond V’s react!
Encouraging self-talk

Active listen, Acknowledge & Assert!
Think before you speak
How do we sort this out!

End with thankyou & plan
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Summary

To cultivate engagement

e Practice Positive Emotional Neurosurgery

e Develop a shared sense of purpose - be a ‘Meaning Maker’
e Deploy strengths & values

e Coach to Self-coach

e Promote health & well-being
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Ponder

What have you learnt?

How will this impact the way you engage with and
through your staff?
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Organisational Psychologist & Executive Coach

Mobile 0438 683 181
Email sharonbent@bigpond.com
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Panel Q&A

eKey learnings about engagement
e What works
e  What doesn’t

* How to minimise & manage low engagement

eThree best tips
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