FOUR ACTIONS
Employees Wish You’d Take to
Decrease Workplace Stress

(Bonus: You’ll increase profits at the same time!)

The

Shuler Group
LLC
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“

I thought I
knew this
organization.

I didn’t know
it at all.

”

To say she was distressed puts it mildly. The CEO was heartbroken.
We had just finished an assessment of the company from the employees’ point of view and presented her with the findings. The results disrupted every perception she had about what was working and where the
troubles were in her company.
Reactions like this are not uncommon. Organizational leaders are often
unaware of the true tensions, negative competition, and dysfunction
within their companies — and what it is costing them. You may be wondering the same things about your group.
You want to create and nurture a supportive, resilient, innovative company. You want to attract highly talented people who are aligned with
your mission, vision, and values. You want strong engagement, low
turnover, and reduced recruiting costs.

Human happiness
has large and positive In short, you want a healthy workplace and happy employees. Why does this matter?
causal effects
A recent study by economists at the University of Warwick found that
on productivity.

Positive emotions
appear to invigorate
human beings.

happiness led to a 12% spike in productivity
productivity , while unhappy workers
proved 10% less productive.

Want some more reasons? Research also shows that only one in three
employees feel actively engaged at work. One. In. Three.
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Most companies
have two out
of every three
employees who are
passively or actively
not engaged.

Gallup defines engaged employees as those who are involved in, enthusiastic about, and committed to their work and workplace. These are
your rockstars. They are the people you look forward to seeing, cause
little to no drama, and are conscious and intentional about the work
they are doing. Great, right?
However, the research reveals that most companies also have two out
of every three employees who are passively or actively not engaged.
engaged At
best, these staffers are only minimally interested in their work and connection to the organization. They usually will do the minimum required
and will quickly leave the company for a slightly better offer.
At the worst end, actively disengaged employees don’t want to be at your
company. They’re looking for the exit door, hunting for a different position with a different organization, fast. These employees have miserable
work experiences (and often create misery for those around them).
The Shuler Group sees the problems caused by low employee engagement every day in our work with organizations of all shapes, ages, and
sizes. It is through our work with dozens of companies that we’ve been
able to identify the top 4 actions you can take NOW to decrease employees’ stress and increase organizational profits.

Ready to Build a Happy, Productive Team?

Start here!

ACTION 1
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FIRE THE

“ Rotten
Apple.”

“You’ve got an office bully,” I told her. The CEO seemed
surprised to hear it put this bluntly, but after a moment,
she dropped her head and nodded. “I know,” she said
with a heavy sigh.
We had just completed our Company Climate Inventory
and found out how employees and management were
really thinking and feeling about the company. Because
we are outside the company and answers are shared
anonymously through the survey, we are able to get
much more honest answers than employees typically
share with managers.
In this case, the responses consistently pointed to a toxic
person in the company who was disrupting the culture
and causing lots of expensive, but nearly invisible, cracks
in the system.
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An office bully can show up in a number of ways:
• The person who quietly undermines every decision, relationship, and process that isn’t “theirs.”
• The Conversation Dominator in your meetings
who interrupts others, makes snide remarks
during discussions, or always wants to have the
last word.
• The overbearing power grabber who intimidates
others with words, actions, and sometimes even
their physical presence.
Leaders will keep these Rotten Apples employed
for various reasons. Perhaps this person started
out as a top performer who slowly soured over

time. Maybe they hold key relationships with
clients that the CEO worries will be lost if they fire
the Rotten Apple.

Sometimes, leadership is afraid of legal action. And
other times, it seems easier to do nothing. We’ve
even had company leaders acknowledge THEY were
essentially being bullied, fearing the unjust retaliation the Rotten Apple might seek if they were fired.
A toxic employee makes others feel unsafe, and
they look to company leaders to take action.
When the problem is not corrected, trust starts to
erode. Good employees can be left to feel unprotected, not valued, and frustrated with the lack of
response from the top.
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Allowing a Rotten
Apple to remain at
your company is one
of the fastest ways to
see your dream team
disappear.

In this case, the CEO we were advising agreed that this person had
to go. She intuitively knew there was a problem, but hadn’t taken action because she wasn’t sure how to address it, both with the Rotten
Apple (in this case, a manager) and with the rest of the team.
The Shuler Group worked with her to outline the path forward,
involving HR for the employee separation, holding a “town hall”
to sensitively communicate the transition, and hosting interactive
training on functional communication.
Though uncomfortable at first, the CEO found that this level of transparency was appreciated and needed. Company employees, particularly those she considered members of her dream team, were open to
rebuilding trust and re-engaged with the company. The fog dissipated,
and productivity and profits rose.
“In hindsight, I don’t know why it took me so long to fire them,” she
told us not long after the Rotten Apple departed. “I feel like a weight
has been lifted.”
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ACTION 2

PAINT A CLEAR PICTURE OF WHAT
SUCCESS LOOKS LIKE FOR ME

(and t he company).

Employees crave
feedback. They want
to know how they
are being “scored”
and if they are on
track. They need
to understand how
what they do fits into
the organization.

Good employees truly want to know how they fit into the larger
picture, what difference their contributions will make, and how to
make leadership happy.
The problem is that managers often don’t do a good job of passing on
the CEO’s vision for the company to the employees, or it gets watered
down in translation. Managers may focus on task completion and lose
sight of purpose connection.
When this happens, employees don’t have a really clear idea about how
their role fits into the company. They know what their job description
is, but they don’t really understand how that’s an important cog in the
wheel of the company. They do what they are told because they’re supposed to, but they don’t understand why it’s important.
Waiting until the annual review to provide feedback and score employees’ efforts does not work. Imagine if you had a personal trainer who
only gave you feedback once a year — that’s not very motivating
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and would likely not bring out your best results. This is one of the
main reasons annual employee reviews are so dreaded (by both sides
of the table). They are emotionally taxing for everyone involved, take
too much time, and typically are not very useful or productive.
Instead, imagine how your company could be different if the vision, scorecard, and feedback were readily available.

What would change if the annual pilgrimage to the conference room was replaced with microdoses of encouragement, skills development, and behavioral shaping?
Painting a clear picture of what success looks like is necessary on
three levels:
• Micro-level, for each individual with regard to his or her role
• Mid-level, understanding why this department is necessary for
the company
• Macro-level, describing this organization’s place in the community
or the world.
When your employees have a vivid vision of success, it builds a
sense of purpose at work beyond just punching a time clock and
bringing home a paycheck. That is good for them AND your company.

ACTION 3
ADMIT THAT STAN IS NOT THE MAN,

& move him to a new role.

Here’s how it starts out: You’ve got somebody
really good at what they do. They love it, they do a
great job, they produce, they’re awesome. So what’s
the next step? Promote them to management, of
course. Except in some cases, the promotion is not
ideal for them.

Management requires a different
skill set than being a great technician. Not everyone who was a
good “doer of things” is also a good
“manager of other doers of things.”
The Shuler Group sees this all the time in
engineering and sales, to name a couple of
industries. Someone is a great coder or a great

salesperson. Since the only way to climb up
the corporate ladder is through management,
that coding engineer suddenly manages other
engineers, or the salesperson is in charge of
other salespeople.
If the new management role is not a good fit, then
stress, anxiety, and conflicts usually arise that cause
engagement levels to fall. That manager’s staff may
also become less happy AND less productive.
You might have a good person, one in alignment
with your company and your company’s values,
but they’re now in the wrong role. Or you might
have the person whose skills and experiences fit
the role, but their values and what’s important
to them are absolutely not in alignment with the
company’s values.
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Having the right person in the right seat
means the person’s goals, values, skills,
and experiences are in alignment with
what is needed for the company and for
that particular role.
When that doesn’t happen, leaders need to be willing and able to have an open discussion with the
employee. Assuming they are the right person in
the wrong role, think about where they can utilize
their strengths. Talk with them about their contributions and their weaknesses.
If you’ve followed Action #2, this conversation
will not be a shock for the employee. And the
rest of the team will appreciate your decisiveness
and compassion.
Strengths assessment tools can be a valuable ally
in this process. For an “off the shelf” tool, we’re
big fans of Gallup’s CliftonStrengths test. It’s a
great place to start to learn about and understand
how to maximize people’s natural strengths. We
typically couple that with strengths-based coaching and practical application to help organizations build strengths-based workplaces.
Many companies also recognize that promoting
a good employee to a manager role WITHOUT
also giving them manager training is often a
recipe for failure. Consider offering additional
education and support to new managers, like
our Managers ThriveTM Training Program, a sixmonth program that covers the crucial elements
of effective management.
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ACTION
4
TELL ME WHEN I’VE DONE a good job.
Regardless of
personality types,
everyone wants to
be seen, heard, and
acknowledged.

Is acknowledgment part of your company culture? Do management
and leadership make efforts to publicly acknowledge and appreciate the staff’s efforts?
There are some personality types where all you have to do is throw
them a bone, a kind word here and there, and they will do anything
for you!
Someone’s salary may be a sign that they’re seen as doing a great job,
but if they’re not getting those kudos from a manager, the team lead,
or the CEO, they could quickly become disengaged, simply because
they don’t feel appreciated.
We’ve had some clients wonder if this means they have to go around
patting everyone on the head for doing what they’re supposed to do.
While you do want to practice “catching people doing something
right,” there’s more to it than that.
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When others acknowledge the consistency, extra
effort, or the results of our work, most of us feel
on top of the world. We are happier, and happier
employees are more productive employees.

69% of employees say they would work

harder if they felt their efforts were better
recognized.

A client who engaged us to lead a team-building day
quickly found that the exercises we picked for the
group went a little deeper than trust falls and zip
lines. In our programs, we focus on communication, relationships, individual’s strengths and gifts
— and how they all fit together in the bigger picture.

Organizations that make
acknowledgment part of everyday
exchanges between employees
and supervisors have a powerful
company culture.
We look at relationships (internal and external)
and help create environments that nurture these
relationships. Recognizing a job well done in
specific and timely ways is an essential component of a healthy workplace. Communication
improves, productivity soars, and employee
engagement mounts.
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Summary: Poor employee engagement causes stress, distractions, lost productivity, and high turnover.
It eats away at your nerves and your business’s profits.
90% of leaders think an engagement strategy would help. Fewer than 25% actually have one in
place or have truly studied the issue. Are you one of them?
Properly aligned and engaged teams benefit an organization through:
• Increased productivity
• Increased sales
• Higher customer retention
• Lower employee turnover
• Fewer sick days
• Fewer safety incidents

We believe every business leader should know how to build their dream team.

Start with a Company Climate Inventory, a proprietary diagnostic tool that quickly uncovers how
employees view their role and company culture, measures engagement, and reveals challenges
for the organization that are hiding just below the surface.

Schedule a

Company Climate Inventory
Consultation
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