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The Business Case for Team Engagement 

 
 

 
 
 
It shouldn’t be a big surprise that those companies rated as being the best places to 
work (Fortune Magazine), have some of the greatest growth in revenues in their 
respective industries.  
 
Skeptics ask the chicken and the egg question:  
 

“Are they great places to work because they are more 
profitable thus are able to afford more perks? Or are they 
more profitable because they provide more perks making 
the companies great places to work?”  

 
As one learns more about those companies that have made the grade, you find that it 
isn’t all about the perks. There is a general attitude that employees are the most 
important asset that the company has.  
 
While most leaders claim that they believe that to be true, many don’t walk the talk. 
Let’s face it, people are messy. It takes considerably more effort and patience to build a 
strong, engaged team than it does to get the whips out and practice the ‘My way or the 
highway’ management style.  
 
One owner of a mid-sized manufacturing company stated that his employees were 
nothing more than trained monkeys. If one trained monkey doesn’t work out, fire him 
and hire another trained monkey. While his description is a little harsher than what 
others voice, he simply expressed the sentiment that many other ‘leaders’ feel.  
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It is said that an absolute dictatorship is the most efficient form of government. But all 
we have to do is read history to know that while it may be efficient, it isn’t effective in the 
long run because people will either rebel or simply be complacent.  
 
The same can be said for organizational dictatorships (even benevolent dictatorships).  
When the person in authority (as opposed to a leader) does not provide an environment 
that allows employees to flourish, she will never get the best out of her employees. She 
may get compliance, but she will never gain cooperation. 
 
Tom Peters said, “I've often wondered why many organizational leaders don't get it 
about workforce engagement. Some pay lip service to it but don't invest in it, while 
others simply discount it. I had a conversation with a Big Pharma executive a few years 
ago who thought "employee passion" was "fluff." He said his company focused on talent 
and bottom line results, period. (He couldn't see that a company with a reputation for 
having an engaged, inspired workforce MIGHT be a better talent magnet.)” 
 
 
 
The level of engagement can be broken down as follows: 
 

 
 
In typical companies, the engagement levels are disappointingly low. As the chart above 
illustrates, any organization you walk into, the more than two-thirds of the employees 
are at some level of disengagement! 

 

52% 

31% 

17% 

Typical Engagement Levels 
Not Engaged Engaged Actively Disengaged 
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• 31% of colleagues are engaged in their work with passion and feel an active part 
of the company team. They are motivated to help drive company forward. 
 

• 52% of colleagues are unengaged and are essentially marking time. They are in 
during the work day, putting in time, but not energy into their jobs.  
 

• 17% (over 23 million US workers) of colleagues are indifferent or worse, they are 
disrupting your business, these people aren’t just unhappy at work, they are busy 
acting out their unhappiness. Every day, these people undermine what their 
engaged colleagues accomplish. 

 
(Source: Gallup) 

For those who want data on the quantitative value of employee engagement, there's 
plenty of it. Gallup estimates that the lost productivity of the 17% "actively disengaged" 
employees costs the US economy $370 BILLION annually (not to mention the lost 
productivity of those 52% who are merely "not engaged"). This impacts every aspect of 
the business from sales to quality to productivity to customer care.  

Business leaders often comment that they are not concerned with their team. They just 
want more sales. They don’t understand the correlation between engagement and 
sales. Surely it would surprise them to know that 67% of customers leave because of an 
attitude of indifference on the part of a company employee. (American Society for 
Quality, 2000). 

In a nutshell, engagement is the single biggest factor impacting a company’s success. 
In fact, companies with an engagement score of 60% or higher have an average five 
year shareholder return of more than 20%, while companies with engagement scores of 
less than 40% usually have a negative return of 10% to shareholders (Gallup). 

Forward thinking companies have made employee engagement a part of their strategic 
plan. Employee engagement has been the identified by CEO’s as the number one factor 
in achieving success in the future in 90% of organizations dealing with this issue at 
board level (Human Resource Magazine). They understand that that business units in the 
top half of employee engagement (compared to those in the bottom half) have a significantly 
higher success rate of customer metrics, productivity, reducing turnover, safety and profit as 
illustrated by the following chart. 
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(Source: Curt Coffman and Gabriel Gonzalez-Molina in Follow This Path) 

This is in line with the findings of another study that found that, "the financial 
performance of organizations with highly favorable employee attitudes is typically nearly 
4 times better than the financial performance of companies with poor employee 
attitudes." (Watson Wyatt USA, 2004/2005). Similarly, another study found that the right 
employee engagement strategies can boost organizational performance by 44% (The 
International Society for Performance Improvement). 

What does this mean to you? It means that your wise competitors are already focusing 
on how to improve team engagement in order to differentiate their companies in the 
marketplace.  It also means that you have an opportunity to outperform many of your 
competitors by including team engagement as a critical part of your business strategy. 

These results aren’t relegated to any specific industry or size of organization. Team 
Engagement is becoming one of the top strategic initiatives of farsighted leaders such 
as John Allison, Vice President of Human Resources at FedEx Asia Pacific who said, 
“When people are placed first they will provide the highest possible service, and profits 
will follow… This philosophy is a value chain that suggests that, by taking care of 
employees they will deliver the high levels of service demanded by customers, who will 
in turn reward the company with continued patronage and profitability.”  
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Engagement and Turnover 

 

Remember the business owner mentioned at the beginning of this paper that looks at 
his employees as a bunch of trained monkeys? His staff is largely ‘unskilled’ workers. 
That is why he and others like him place so little value on their contribution to the 
company. What he doesn’t realize that skill is only part of the equation. Having an 
employee with the right attitude will help the organization gain great altitude! 

A doctor complained that her entire staff was completely incompetent. She said that she 
was ready for them to either quit or she was going to fire them. While it is possible that 
she had managed to hire an entire staff of poor employees, it is more likely that they are 
simply disengaged and that when she hires new employees the problem would be 
repeated unless there were some fundamental changes made. 

What both of these business owners fail to recognize is that employee turn-over costs 
an organization dearly. Analysts suggest turnover costs companies between one and 
three times an employee’s salary. This means that for a company with 1000 employees 
and a 20% turnover the cost could be over $13,000,000 annually. 

In spite of the huge financial impact of employee turnover to organizations, less than 
30% of companies measure the cost (Mercer Cullen Egan Dell). This is one of the many 
hidden costs caused by disengagement that companies fail to recognize. In spite of the 
negative impact on the bottom line, few companies (33%) hold managers accountable 
for employee retention (Mercer Cullen Egan Dell).  

 

Training and Feedback 

In research performed by a variety of sources including Gallup, employees are more 
engaged and more likely to stay in a company if they feel that someone cares about 
them and if they believe that their contribution is valued.  

One way to ensure this is by providing training. It is difficult to understand why in any 
economic downturn training is one of the first things sacrificed when an 86% higher 
share holder return is generated by companies that spend more than the average on 
training (American Society for Training & Development). Additionally, 41% of employees 
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at companies with a poor training plan to leave within a year vs.12% of employees at 
companies with excellent training (American Society for Training & Development, 2003).  

This encompasses more than just the formalized training. Employees crave feedback, 
which is reported to be one of the most difficult tasks for many managers and 
supervisors. Most employees don’t leave jobs or organizations – they leave managers. 
Many leaders became too busy and don’t invest the time or are too uncomfortable to 
consistently coach and review their employees. Research shows that 10-50% of senior 
level appointments fail in the first 18 months. The need for this type of interaction is 
even more critical with less seasoned workers. 

 

 

 

Team Engagement and Leadership 

Most people in supervisory and managerial positions are ill equipped to develop an 
engaged team. While team leadership is one of the six core Emotional Intelligence 
competencies of a star performer (refer to PMG’s EI white paper series for detailed 
information), few have this as an innate quality. Rather it is a skill that must be honed 
through training and experience. 
 
Individuals, including business owners, who tend to end up in these types of roles, are 
excellent technicians. They are promoted as a result of those skills and they tend to 
want to hold on to those responsibilities. That is why we hear so often from supervisors 
and managers that they simply do not have time to provide the type of interactions 
necessary for high levels of team engagement. As a result of this disengagement by 
those tasked to lead the employees, the same people issues reoccur.  
 



© 2011 Pinnacle Management Group  Page 7 
 

The cost of this problem is significant if you consider the cost of employee turnover. 
After 20 years of research and 60,000 exit interviews, the Saratoga Institute reports that 
80% of staff turnover is directly related to unsatisfactory relationships with one's boss.  
This research is confirmed by a recent Gallup Organization study of approximately one 
million workers which found that the number one reason people leave their jobs is 
because of “bad bosses.” 
 
When supervisors and managers are actively engaged with their employees, 
communication, trust, alignment and productivity all are positively impacted. When there 
is a higher level of disengagement there is also higher level of stress, complacency and 
a broad array of other counter-productive activities and behaviors (Pinnacle 
Management Group’s Team Performance Map). These cost an average of 2 to 3 times 
more than a productive behavior or activity (Dr. Lyle Spencer, Consortium on Emotional 
Intelligence). 
 
Roger Herman in “Winning the War for Talent” estimates that managers in organizations 
with poor engagement spend approximately 25% of their time dealing with unnecessary 
conflict. The financial implications become obvious when we look at a medium sized 
company with 100 managers. If we take the average annual salary per manager as 
$40,000, then the cost to the company will be $1,000,000 per year. This only accounts 
for management time. The true cost will include poor performance, higher staff turnover, 
missed opportunities, absenteeism, low morale and poor teamwork. 
 

 
10 Hallmarks of a Highly Engaged Team 
 
1. Creating a High Performance Team is not 
an accident. The companies that have achieved 
this have done so as part of their overall 
strategic plan.  
2. They place a high value on individual and 
team contributions. When the going gets tough, 
they invest in their greatest resource – their 
people. This is accomplished in a variety of ways 
including training, coaching, and mentoring. 
3. Leaders are self-confident. They strive to 

surround themselves with the best employees and assist them to continue to grow 
and develop. 

4. Leaders are selected for their ability to lead people rather than strictly for their 
technical skills. 

5. Leaders believe that they went through the hiring process to find the best person for 
the job. Thus, they want to capitalize on those skills, knowledge and insights. They 
provide an environment for their employees to shine, which in turn, allows the 
organization to shine. 
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6. There is a very clear and compelling mission and vision. Each member of the team 
understands his/her role in successfully achieving that mission and vision. This 
ensures that the team is aligned to a common goal. 

7. Open communication and trust is valued and cultivated. This creates a safe 
environment for continuous improvement and innovation. 

8. The leaders have a high level of achievement drive and they realize that the best 
way to achieve high performance and improve the bottom-line is to invest in 
developing their teams.  This is backed up by decades of research performed 
globally at organizations of all descriptions. 

9. Employees receive consistent feedback. They feel that their contributions are 
valued, and that people care about them. 

10. Leaders realize that no matter how much the world changes, people still do business 
with people. Customers are attracted to companies with happy employees. They 
know that they will get great service, and most everyone wants to associate with 
happy people. 
 

It’s a Process Not an Event 

Many organizations make the mistake of thinking 
that a once-a-year teambuilding event is the 
solution to team engagement. It is true that a 
teambuilding event is good for morale and can be 
a lot of fun. However, one should never mistake 
teambuilding for an effective strategy for 
developing a highly engaged team. It certainly 
isn’t a once a year get together. This is a year 
round process that encompasses every aspect of 
the organization. Yes, it can be messy because 
people are complicated. Yes, it can be painful 
because it requires people to step out of their 
comfort zone on occasion. As Tom Peters said, 
some ‘leaders’ simply cannot see the point.  
 

For those who do see a better future for their organization, Pinnacle Management 
Group developed the ELITE Process (Elements of Leadership Influencing Team 
Engagement – see why we use the acronym?). This is a four-step process that is based 
on global best practices for ‘behavior based leaning’ in all types of industries. The 
reason that it is behavior-based is that to be effective at creating an engaged them 
requires some old habits to be replaced by new ones.  
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Prepare for 
Change 

The four steps are: 
 
 
 
 
 

 

 

 

 

 

 

Preparation for Change – before any actual training is 
conducted, preparation is needed at both the organizational 
level as well as the individual level to ensure the training will 
be well received. This includes activities such as: 

• Demonstrating that the organization’s top leadership have embraced the process 
and are committed to making the changes in themselves that they are asking 
other to make. Without this initial step, the success of the process will not reach 
full potential. 

• Assessing the organization’s needs and the specific competencies that are 
needed for success. Pinnacle Management Group uses the Team Performance 
Map™ to measure where the team is currently and to determine the desired 
outcomes. 

• Assessing personal needs of the learners (strengths, weaknesses, limits) using 
an instrument such as a 360 Degree Feedback Assessment. 

• Providing feedback on assessment results both organization-wide, as well as to 
individuals. 

• Linking learning goals to personal values. 

  

 

Prepare for 
Change 

 

Training 

 

 

Transfer and 
Maintenance 

 

Evaluation 

 

Transfer and 
Maintenance 
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Training – Training addresses the competencies and the 
process for the learner to enhance their “engagement 
quotient”. The approach to training and the style used are very 
important for the training to be successful. Components of 
good behavior-based training include: 

• Fostering a positive relationship between the Trainer and the Learner.  

• Adapting the training to the personal needs, goals and learning styles of the 
Learners. 

• Helping Learners set clear, challenging goals both individually as well as at the 
team level.  

• Breaking goals into manageable steps – Since behavior-based learning is a 
process, short steps build confidence. 

• Providing maximum opportunity for practice during the formal training and after. 

• Having focused and sustained feedback during the training as Learners practice 
new behaviors. 

• Using experiential methods in the training – Role play, group discussions, and 
simulations as opposed to a lot of lecturing. 

• Using models in the training – Seeing the desired behaviors modeled is valuable 
in emotional learning. 

• Building support for the Learners – Having a mechanism for on-going support 
after the formal training. 

• Dealing with possible relapses – Prepare Learners to mentally deal with slips, 
relapses. 

 

Transfer and Maintenance – Since we are talking about habits, 
once training is completed, the learning process is not complete. 
Old habits die hard! Ongoing support is required to cement 
learning and deal with issues, setbacks, etc. so that performance 
is improved and benefits are realized. This includes: 

 

Training 

 

 

Transfer and 
Maintenance 
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• Providing reinforcement capabilities particularly supervisors encouraging 
Learners to apply the knowledge they have acquired. 

• Having access to coaching or mentoring– Since behavior-based learning is a 
process, access to coaching or mentoring on a routine periodic basis to assist 
with issues and to reinforce learning is important.  

• Having an organizational culture that supports learning – The climate of the work 
environment is important for the transfer of learning on the job. 

• Brainstorming on best practices to implement the desired changes. 

 

 

Evaluation – Evaluation and feedback are also vital to 
cementing learning. Components of evaluation include: 

 

• Ongoing feedback/evaluation mechanisms with a focus on continuous 
improvement, not pass/fail. 

• Providing regular feedback from managers/supervisors. Clearly the traditional 
once a year evaluation does not promote engagement. Clear, timely feedback 
assists employees reach the desired level of excellence. Supervisors and 
managers may need additional training and coaching in this area.  

• The ability to adjust action plans of the individual learner as needed based on 
evaluations and feedback. 

• The ability to adjust the training program for the organization as needed based 
on evaluations and feedback.  

  

 

Evaluation 
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Client Case Histories 
 

During our 13 year history, Pinnacle Management Group has worked with a broad 
variety of organizations. They have ranged in size from 5 people to several thousand. 
Our clients have represented many sectors from healthcare to government, from multi-
national manufacturing companies to small not-for-profit organizations. The one thing 
that they all had in common was a desire to be exceptional, and the knowledge that 
their team members are the key to achieving that goal. We have selected a few 
examples of the clients we have worked with and the results that they achieved.  

 

Professional Services Practice 
 
Situation 
 

A well respected professional practice that was not growing at the desired rate. It had a 
loyal clientele and a stable staff, but profitability was not at an acceptable level.  The 
owner wanted to expand by bringing in associates in order to generate additional 
income. However, he wanted to ensure that this was accomplished in a manner that 
would not compound problems.  

Solution 
 

Pinnacle Management Group implemented its ELITE™ process – to include the Team 
Performance Map™, training, coaching, facilitation, and ongoing support. Additionally, 
we assisted the practice to develop a strategic plan to assist them to achieve the 
owner’s goals.  

 
Results 
 

• Practice realized approximately 20% increase in revenues in year 1, 45% increase in 
year 2, 50% increase in Year 3 (sustainable results!) 

• An associate was brought in during year two (a second associate has since joined 
the practice). 

• Increase in new clients (including an increase in referrals) 
• Increase in client retention 
• Client satisfaction rating in the 99th percentile 
• Virtually no employee turnover 
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• Company now a benchmark in the industry, attracting top talent in the region 
including a new associate and other service providers who were able to help build 
the practice.  

• Attracting clients from outside the area as reputation has grown due to referrals and 
publicity 

• Every team member has ‘psychic ownership’ thus offering insights and ideas on how 
to improve customer relationships, marketing, and opportunities to streamline 
operations. The new attitudes also were manifested in increased cooperation 
including between front and back offices, and a willingness to implement change in 
order to make measureable enhancements to the practice. 

• Increase in per-client sales, thus lowering marketing costs. 
• This client opted for a very aggressive growth strategy. As such, profits were 

reinvested in order to expedite growth. This allowed for an expansion in excess of 
200% over a 3-year period. 
 

Manufacturing Research and Development Company 
 

Situation 
 

500 person innovation “think tank” organization where over half of the employees 
possessed advanced degrees.  It had been losing approximately $12m/year for the 
previous several years, and needed to do something to turn it around in order to survive 
on its own or show enough financial promise to be acquired. 

 

Solution 
 

PMG introduced the ELITE™ process as a solution that was tailored for the company’s 
individual requirements 

• Assessments, training, facilitation, coaching and support 
• Training-the-trainer allow them to take on many of the responsibilities to assist in 

keep the process on track 
 

Results 
 

Within two years, client had cut their losses by over 80%, and was well on their way to 
profitability. This improvement in their financial performance positioned the company to 
be acquired 
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Not-for-Profit Organization 
 

Situation 
 

The client is a health care organization with an annual budget of approximately $10 
million.  They have two divisions and each division looked at the other as a separate 
entity. They competed for resources and did not focus on benefiting the organization 
has a whole. This impacted morale, client satisfaction and productivity. 

 

Solution 
 

Pinnacle Management Group introduced the ELITE process. Through the Team 
Performance Map, the team developed a clear understanding of what needed to be 
accomplished in order to realize the environment that they desired. The training and 
facilitation assisted them to acquire the skills and tools needed to make the necessary 
changes.  

 

Results 
 

The initial results that the company has received include: 

• Productivity has increased as counter-productivity has decreased by approximately 
30% in a six month period: 

• Morale is higher, thus stress has been reduced; 
• Absenteeism and employee turnover have dropped significantly; 
• Continuous improvement projects have resulted in significant savings in several 

departments (one project resulted in an approximate $20,000 annual savings); 
• Clients are receiving improved services and satisfaction ratings have improved. 
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You Are Unique 

While there are certain standards in the approach to enhancing engagement within an 
organization, each organization is unique. As such, the ELITE Process is tailored for 
your specific situation and desired outcomes. One size really never fits anyone, so we 
won’t try to make you fit into someone else’s solution. Our approach is to: 

• Get to know your situation and your goals so that we can tailor the process just 
for you; 

• Assess the team to create a plan that will help you get from where you are now 
to where you want to be; 

• Execute the plan 

 

Now’s the Time to take Action 
 
 
Start reaping the rewards of improved employee engagement now. Call 
now for a risk-free consultation to discuss your goals. Give us a call today 
to schedule your consultation. You can reach us at: 
 
 
Phone:  573.747.1951  
Email: solutions@pmginternational.net 
SKYPE: PMGINTER  
 
 

 
Engaged Team…Lowering Costs...Driving Profits 
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