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Goals
• Know why the key driver in building 

engagement and relationships is the person 
– not the program.

• Understand both previous research on 
increasing leadership effectiveness and 
research on happiness, meaning and 
satisfaction and the connection of this 
research to  building engagement.

• Be ready to use an incredibly time-efficient 
process to build your own engagement and 
relationships.

• Learn about upcoming action research on 
engagement and relationships.



Previous work 

on employee engagement

• NAHR presentation

• Recognition, reward programs, training, 

compensation, empowerment

• In spite of all previous efforts, US 

employee engagement is at an all-time 

low

• Focus on what the organization can do 

to engage you – not what you can do to 

engage yourself



Previous work 

on building relationships

• Focus on a program – not an ongoing 

process.

• Focus on understanding – not doing.

• Measurement of satisfaction with 

instruction (as judged by the 

participant) – not long-term change (as 

judged by the stakeholders).



It‟s all about you – not the 

coach, book or program 

• Learning from a great leader

• Learning from our own observation

• Learning from extensive research

• Diet books and weight loss

• The great myth – if people 

understand they will do



Active questions vs.

passive questions

• How active questions focus on what 

you can do to make a positive 

difference for yourself and the world

• How passive questions focus on 

what the world needs to do to make 

a positive difference for you



Turning those flabby abs into 

that sexy six-pack

• The myth of the „quick fix‟

• Why people don‟t measure long-term 

change

• Why we give up on goals:

– Ownership, difficulty, time, rewards, 

lack of support, maintenance, 

distractions (competing responses)

– The „dream‟ of a new tomorrow – when 

„it is not crazy anymore‟.



A „perfect storm‟ 

for distractions

• Emails, cell phones, tablets, texting

• On demand TV, movies, games

• Social media

• Multi-tasking



“Leadership is a 
Contact Sport”

• One of the nine most impactful articles 

in the history of Strategy+Business

• 86,000 participants, eight major 

corporations

• Multi-national, multi-industry 

validation

• New research now includes 250,000 

respondents



Leaders in the research

• Received multi-rater feedback

• Chose 1-3 areas for improvement

• Chose key stakeholders

• Were asked to follow-up

• Received regular reminders

• Measured progress via a mini-

survey



Personal ownership and 

follow-up works

• Same coach

• Same teacher

• Same feedback forms

• Same instructions

• Different results



Table 1

My co-worker did no follow-up

Company A

Company B

Company C

Company D

Company E

Avg Leader

Change in 
leadership effectiveness

-3 -2 -1 0 1 2 3
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Change in 
leadership effectiveness

My co-worker did consistent/periodic follow-up

Table 5

Company A

Company B

Company C

Company D

Company E

Avg Leader

-3 -2 -1 0 1 2 3

Perceived Change

P
e
rc

e
n

t

0

20

40



Connections to research on 

successful goal achievement

• Personal ownership – both behaviors 
and stakeholders

• From the inside – not the outside

• Clear, simple, recorded goals 

• Publicly shared goals

• Help and support from others

• Ongoing follow-up and reinforcement

• Recognition of time and difficulty

• Courage, humility and discipline



When the process 
does not work

• The person doesn‟t want to 

change

• “Written-off” by the company

• Has a business, strategy, 

knowledge or integrity issue

• Person in the wrong job – or 

with the wrong company



Research on happiness, 

meaning and satisfaction

• Over 3,000 respondents

• Entrepreneurs, managers and 

professionals

• Almost all college grads, most 

graduate degrees



MOJO

That  positive spirit 

toward what you are doing

now

that starts from the inside

and radiates to the outside



Happiness and 

meaning

• Defined from the inside not the 

outside

• Changes constantly as we journey 

through life



The MOJO Paradox
Our default reaction in life:

• …is not to experience 

happiness

• …is not to experience 

meaning

• …is to experience 

inertia



The MOJO Meter

• How happy was I?

• How meaningful was this?

• By activity or by time

• Why it works

• „That boring meeting!‟



Achieving both personal 

and professional success

Sacrificing

Surviving Stimulating

Succeeding

Short-Term Gratification
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The MOJO Survey

Percent of time spent:

Work – Home

Surviving     14.4 --- 11.4

Stimulating  15.2 --- 21.2

Sacrificing   17.8 --- 15.4

Sustaining    22.7 --- 21.9

Succeeding  29.9 --- 30.1



The MOJO Survey

• There is an incredibly high correlation 

between scores at „work‟ and at „home‟.

• Our experience of happiness and 

meaning says as much about „us‟ as it 

does about „it‟.

• Spending time with people we love, is 

highly correlated with over-all 

satisfaction at home and at work.



The MOJO Survey

• The only positive correlation with 

overall satisfaction at „work‟ or „home‟ –

comes with increased hours in 

succeeding.

• Just increasing short-term happiness 

(stimulating) does not increase overall 

satisfaction at work or even at home.



What doesn‟t work

• Watching TV

• Internet surfing

• “Empty calories”

• Vicarious living

• The 5 1/2 hours per day spent by the 

average American on media



Key elements of MOJO

• Identity

• Achievement 

• Reputation

• Acceptance



Combining two sets 

of survey results

• No one can define happiness, meaning or key 

relationships for you – but you (Kouzes work)

• You are the key to your own happiness, 

meaning, relationships and engagement

• Key variables for success may be ownership, 

support and follow-up

• Participants with the same level of wisdom 

and the same values may get very different 

results

• Understanding what you want in life does not 

ensure getting what you want



Upcoming research on building 

engagement and relationships

• Work only with volunteers

• Ownership from both participants and 

their leaders (top management)

• Targeted payoff for the individual

• Secondary payoff for the organization

• Ongoing follow-up and measurement



Three groups –

„before and after‟ measures

• Training and follow-up – active 

questions

• Training and follow-up – passive 

questions

• Training and no follow-up

• No training (control)



Key elements of training, 

follow-up and measurement

• Only dealing with enthusiastic 

participants and their leaders (not 

„saving‟ the uncaring)

• Personal ownership of engagement 

(self-evaluation over time)

• Personal ownership of relationships –

increased effectiveness as a leader, 

partner or family member (stakeholder 

evaluation over time)



Key elements of training, 

follow-up and measurement

• On-going self-assessment of time 

usage, happiness, meaning and 

engagement.

• Self-coaching on improvement ideas.

• Ongoing external follow-up and 

support.

• Focus on time efficiency (for both 

engagement and relationship building)



What we believe this process 

will produce:

• Long-term, measurable increase in 

employee engagement

• Long-term improvement in 

stakeholder relationships (at work or 

at home)



Why we believe this 

process will work

• Personal ownership (by participants 

and their leaders) – of all elements of 

the process (stakeholders, 

behaviors, results)

• Clear, simple written goals

• Ongoing follow-up and support

• Measurement of results

• Time efficiency

• Building on a proven process



Questions and final 
comments


