
THE LEADER'S GUIDE TO

OPTIMAL
EMPLOYEE

ENGAGEMENT
& HEALTH

IN 2022

Reduce absence, increase productivity
& retention with just three questions.

BONUS MATERIALS - Team Exercises,
Charts, Videos & Survey Questions.

0



Is This Guide Right For Me?

Whether you’re a CEO, MD, business owner or leader, if you are responsible for
people, you’ll have noticed that things have changed over the past few years.
Attracting, retaining and keeping people motivated is becoming more important
and (for many) more challenging.

In 2022 the BBC reported that - for the first time since records began - there were
more job vacancies than unemployed people in the UK.
Gallups 2022 report ‘State of the Global Workforce’ found that just 9% of
employees in the UK are engaged at work.
LinkedIn’s 2022 Global Talent Trends report shows that 66% of Gen Z and 51% of
Millennials want a culture built on mental health and wellness.

What do these new changes tell us about the workplace and employees?

1. It’s an employees market - employees have more choice and freedom than
ever before

2. MOST employees aren’t happy where they are
3. Employees need and want support with their health

As technology continues to develop these changes are only set to increase. A
huge variety of engagement and well-being solutions have burst onto the market
over the last 3 years but the current data suggests most of them aren’t working
very well. We believe this is because many of them miss a fundamental
component - training and developing people.

This guide is designed to help you better understand what’s currently going on
with employees and how to take advantage of the situation without drastically
having to change your business.
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About The Author

Mike founded Better Happy Employee
Engagement & Wellbeing consultancy
in 2018. Mike works with companies,
large and small, that want to support
and develop their employees. Mike
has worked with companies large and
small including Deloitte, Travelodge
as well as smaller businesses from
across the country. Mike has worked
with thousands of employees and
knows firsthand the different
challenges they, their teams and
businesses face.

Mike’s love for engagement and health in the workplace began through his own
experiences. His professional career began whilst he served in the British Military
as an Intelligence Analyst. After serving two tours in Afghanistan and having a
bad relationship with a manager he had his first experience of being an actively
disengaged employee. The significant impact this took on his personal life and
health led to him leaving the military and travelling around Asia for three years.
During this time he lived on monasteries, taught children English and studied
different cultures. Throughout this time he came to understand that, contrary to
popular belief in the UK, it is culture and environment that largely dictate how
healthy and high performing a person is. Mike returned to the UK and started his
first business - a gym - to help others come together and improve health. It was
during this business that he experienced burnout. It’s these experiences of work
affecting health that inspired Mike to start Better Happy.

Outside of business Mike lives in Droitwich with his partner Laura and their two
dogs, Seth the Labrador and Ozzy the Great Dane. He enjoys all things health,
walking, training and reading.
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Introduction:

The Engagement & Wellbeing Business Opportunity

Less than 100 years ago our economy, our businesses and the jobs provided
looked drastically different to today. Jobs were mainly physical labour that
required people to complete repetitive tasks. Jobs were also more limited than
they are today.

The physical and mental health of our nation was different too. The simple truth is,
it was harder then to be as unhealthy as we are today. Jobs were generally
physical so people exercised more. Processed food wasn’t an option.
Communities were closely knit together so people talked more. Mobile phones
and the internet didn’t yet exist so people weren’t constantly distracted
comparing their lives to millions of others.

Fast forward to today and things couldn’t be any more different. As a nation, we’re
facing a physical and mental health epidemic. Stress & Depression are the
leading factors for absence at work accounting for 47% of sick days in 2020. The
number of people suffering from stress and depression at work is up 30% since
2014 and predicted to rise another 30% by 2024. Around ¾ of the population in
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England and Wales are now overweight or obese. Musculoskeletal pain (joint
pain) is now the second leading cause of work absence in the UK with one third of
the population suffering from it.
Employee engagement levels are down with Gallups 2022 State of the Global
Workforce showing UK employee engagement levels being 9% (that is of all
people surveyed only 9% actively enjoy their work). A person that is healthy and
enjoys their job is currently in the minority.

I hear lots of people talking about these issues but what I don’t see so much of is
people discussing or understanding why.  Typical of British mentality this leads to
lots of people running around trying to medicate symptoms not the roots of
‘problems’. I can spray the weeds growing in my garden with weed killer every
day, but If I don’t dig out the roots they’ll always grow back.

By just briefly looking into the roots of the modern engagement and wellbeing
challenges we face we quickly begin to understand that instead of being business
challenges to be solved, they are actually business opportunities to be grasped.

Why are people so disengaged in their work? Ironically it’s because people are
looking for more from their work but technology is leading to the opposite.
Maslow's Hierarchy of needs tells us that after people have fulfilled their basic
needs they move on to belonging, esteem and self-actualisation needs.
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In the recent past when our economies were not as good as they are today and
jobs were available in limited supply, people appreciated just having a job. Just
having a job, no matter the conditions of that job meant a person was able to fulfil
their physiological and safety needs. In less developed countries this is still the
case.  But in the UK this isn’t the case. Many people don’t have to work to survive
and for those that do, they know they have a wide variety of job choices available
to them. This means employees are no longer looking for jobs to fulfil the basic
needs of the pyramid but the higher needs. A potential employee in the UK today
is looking at a job thinking about if they are going to belong, feel appreciated and
be developed.

Maslows tells us that people crave meaning, connection and value. Historically
people found that mainly in their communities and religions. Today people are
spending less time connected in their communities or through their religions so
where are they searching to fulfil these needs? Correct, in the workplace.

LinkedIn did a survey a few years ago and found that 9/10 millennials would
seriously consider taking a pay cut to go to a different company more aligned
with their values. Money, work-life balance and perks are all important but they’re
underpinned by people’s desire to feel part of something, feel appreciated and
know they’re making a difference. Engagement levels are low in the UK not
because people don’t like working but because people are desperate to find
meaning in their work. The data suggests people don’t just want more money,
they want a more engaging environment - something any business can provide
with a little bit of focus.

Why are people struggling with their health so much?

Because for the first time in human history our environment supports and
encourages poor health. Again just 100 years ago most jobs were active. People
only had the option to eat natural food and that was available in limited supply.
We didn’t have mobile phones and the Internet so we had less to think and stress
about. Our sleep was largely dictated by the sun. Today things couldn’t look any
different. Most jobs are sedentary. You can’t for fuel without walking past 100
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chocolate bars. We’re hyper-connected to work and the world and we stay up
late watching crap on our phones or TV.

We start subconsciously teaching our kids at school that to be successful you
need to sit for 6+ hours a day and take your work home with you. We
subconsciously teach our kids that exercise is a low-value activity and that food is
something to be rushed in small gaps of time.

People genuinely want to be healthy, they’re just not sure how and they’re in an
environment that supports them not to be. Employee health isn’t the responsibility
of a business, but a business does stand to benefit from healthy employees.
People spend on average half of their waking hours at work therefore businesses
are optimally positioned to help people improve their health. What’s the
opportunity here?

To make a positive impact on people's health businesses have the opportunity to
do two things well.

1 - Provide employees (especially managers and senior staff) with training on how
to be healthy (not fit) alongside a busy life and job.

2 - Create an environment that supports the prioritisation of physical and mental
health.

We’re not talking about installing gyms, smoothie machines and walking desks in
the offices. We’re talking about incorporating a conversation around health into
weekly meetings and running some fun health-based challenges throughout the
year.

It’s worth noting that both of these things can be done without having to spend a
fortune or radically changing the structure of a company.

With not too much effort any business can contribute greatly to the health and
engagement (motivation) levels of its employees.
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Chapter 1:

3 Question Exercise To Propel Health & Engagement at
Work

“Complexity is the enemy of execution” Tony Robbins.

In this increasingly connected and technological age, I feel like we’re becoming
decreasingly connected. A quick search on Google around the terms ‘employee
engagement’ or ‘employee wellbeing’ is going to throw back tons of fancy
software and survey solutions.

Whilst these solutions might be fantastic for some they’re not ideal for everyone.
Not only that but they take a lot of time (and usually money) to get set up. They
also remove the need for direct human interaction to address important areas.
Even if you are already using one of these pieces of software I encourage you to
run - or task your managers to do so with their teams - a workshop on the
following three questions.

Note: it is assumed before running this exercise that you are fairly compensating
your staff for the work they do. If you are not, this needs to be addressed before
anything else.

1) Health - I know how to and am able to maintain or improve my health
alongside my job

2) Engagement - I enjoy and feel valued in my job
3) Performance - I am able to produce great results at work without

sacrificing my acceptable level of work-life balance

I built Better Happy around these three questions because ultimately I believe
they tell us (almost) everything. These three questions provide individuals, teams
and businesses with in-depth insights into where things are going right and where
they might be going wrong.
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If your people know how and feel able to improve their health, enjoy and feel
valued at work and are able to produce good results without sacrificing their
work-life balance, you’re in a better position than 90%+ of other businesses.

We train managers to explore these three questions with their team members at
least once a quarter in a 30-60 minute workshop setting. I think we’re so guilty of
trying to come up with solutions to problems in the UK - and other developed
countries - that we forget the efficacy of asking our people what they need.  I’m
willing to bet my house you’ll get more insights and valuable action points from
the people in your business by making time to run a workshop on these three
questions than you will from using any other piece of software or consultant.

One of the most common frustrations I hear from employees across all
businesses is them not feeling listened to. A workshop like this not only provides
valuable insight but starts to make employees feel listened to right away.

How do you do it?

Get managers or team leaders to ask these questions with small groups of 5-20.
Each team member should score each question with a rating of 1-10. Divide the
total scores by the number of people in the group to get an average then scribble
those scores up onto a whiteboard.

Managers should then ask the group what they think could be done to improve
each area. This part is important as we want to encourage a solution focussed
mindset amongst our people and not let this session turn into a complaining free
for all.

I like to put pressure on every person to come up with at least one idea. Good
practice here is to get people to write down their ideas on post-it notes. The
session leader can then put them on a board below the corresponding question
i.e. health/engagement/performance.

Once you have everyone's ideas up on the wall or board you can ask team
members to vote for their top three in each section. Their top vote should be
assigned 3 points, their second 2 points and their third 1 point. By the end of this
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session, you should have a top three ideas on how to improve each of these three
components from your team members.
You can use the sample table set up below to facilitate your session.
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Team:                                            Date:                                           Next Date:

Health
I know how to improve and/or maintain
my health alongside my job?

[    /10]

Engagement
I enjoy and feel valued
in my job?

[    /10]

Performance
I am able to produce great results at
work without sacrificing my acceptable
version of work-life balance

[    /10]

Ideas Ideas Ideas
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Chapter 2:

11-Point Model For Optimal Health & Engagement [+
Bonuses]

What if we don’t know how to improve these areas? Is there already best practice
that we can learn from?

There’s a reason this is chapter two and not chapter one. There is of course best
practice which I’m about to share with you. But consider the following comment.

‘People hate being told what to do. People love being involved in new ideas.’

Again it’s worth remembering that one of the most common frustrations I hear
from employees across all types of businesses is them ‘not feeling listened to’. So
let’s not start the journey of trying to better support and engage our employees
without first addressing the most common employee frustration. I highly
recommend running the exercise in Chapter 1 before exploring or trying to
integrate a model like this one.

The following is an 11-point model for enabling high levels of employee
satisfaction across the areas of health, engagement and performance.

This is a tried and tested model that we have delivered to businesses. We know it
works. We know staff engage in this model and can implement its components
both personally and professionally. We tend to deliver this model to managers
and senior staff but have delivered it to entire workforces in smaller businesses -
with great results - as well.

On the following page, I’ve included the model in a visual format. I have then listed
a question for each component as well as a brief description of what we cover
when delivering training on these components. You can of course facilitate
conversations around each of these components without having to use an
external provider such as ourselves.
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Diagram A - 11 Point Training Model - Download a JPG here

At Better Happy, after going through a 3-day training program with us we
encourage managers to take their teams through the above graphic - scoring
each component from 1-10 - 4 times a year.
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Health

Mental Health
Q - In general, over the past three months, I rate my mental health as? (1-10)

We’re more connected and living at a faster pace than ever before in human
history. This new environment in which we live is leading to an increase in mental
health challenges. Whereas many businesses are becoming better at talking
about and raising awareness of mental health, not so many are proactively
training their people in how to promote psychological wellbeing and therefore
avoid poor mental health.

At Better Happy, we provide training via a model called ACT (Acceptance
Commitment Therapy). This model and supportive tools teach people how to
promote psychological wellbeing and avoid psychological suffering by focussing
on three key areas. 1 - Being aware of one's values. 2 - Developing a basic level of
mindfulness. 3 - Learning how to create a positive relationship with negative
thoughts. With these teachings in place, businesses can nurture environments of
psychological wellbeing and avoid what is becoming more common - an
environment where people don’t speak to or pressurise each other because they
are fearful of poor mental health.

Bonus - Check out Russ Harris’ video on why the mind struggles in modern life
here.

Movement
Q - In general, over the past three months, I rate my posture and fitness as?
(1-10)

For most companies, the jobs you provide require people to sit for extended
periods and complete repetitive movements every day. As technology advances
life and our jobs are becoming increasingly sedentary. The results of this across
our society aren't surprising. 60% of the British population are overweight or obese
and musculoskeletal pain - joint pain - is the second largest cause of all sick days
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in the UK. When people are overweight and or in pain at best they can’t perform
near their best and at worst they can’t work at all.

When addressing this issue we do something I don’t see many other ‘solutions’ do.
We focus on health, not fitness. Chances are 20% or less of your employees have a
genuine interest in fitness, but, 100% of your employees want to be healthy. What
does this tell us? It tells us that most companies when trying to address the
posture/fitness issue are using solutions aimed at the wrong level. Gym
memberships and fitness classes are a nice addition to your employee package,
but they're only appealing to the 20% or less who are interested in fitness. And
guess what, it’s the other 80% that need the help. Assuming most people are busy
- because they are - and not overly interested in fitness - because they’re not -
we focus on the basic viable product to improve health. This looks something like
a daily step target of 6k-16k steps and a 10-minute daily mobility routine that
keeps joints healthy.

Bonus - Check out our mobility in the workplace guide here.

Nutrition
Q - In general, over the past three months, I rate my nutritional health as? (1-10)

The nutritional health of our nation has continued to decline with the increase in
the availability of processed foods. Add to this the increasingly busy nature of our
lives thanks to technology and you have a recipe for trouble - no pun intended.
Not that long ago people ate mainly whole foods - because that’s all that was
available - and made time for meals. Today more and more people live on
convenience foods. People tell themselves they’re too busy to eat so they skip
breakfast, run on adrenaline all day then get home starving and overeat just
before they go to bed.

Again most of your employees likely don’t want to be athletes but they do want to
be healthier and more confident. They’re generally not prioritising their food and
not entirely sure of what they should and shouldn't be eating. The immense
choice of available foods combined with the ever conflicting information about
what’s healthy and what’s not creates ongoing confusion for many working
adults. Similar to the approach with movement we have found the best way to
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achieve meaningful results with employees here is to focus on the minimum
viable product required for better health. Telling employees to stop drinking and
start micro-prepping their meals for the week is unrealistic. Effective training in
this area covers topics such as eating more whole foods, avoiding insulin spikes
and planning for three decent meals a day.

Bonus - Check out our everything you need to know about nutrition in 9 minutes
video here.

Sleep
Q - In general, over the past three months, I rate my sleep health as? (1-10)

Most people don’t realise how vital sleep is to good health and how significant its
impacts are on other areas of our health. For example, if you regularly sleep less
than 5 hours a night you’re 50% more likely to suffer from obesity, 48% more likely
to suffer from heart disease and at a 33% increased risk of dementia. For most of
human history, we worked hard throughout the day then started to get tired once
the sun went down. Today we move less, eat too much too late and expose
ourselves to artificial lighting late into the night. These factors and more mean the
sleep health of our nation is on a rapid decline.

From delivering training on sleep to hundreds of managers and thousands of
employees I have noticed that the process of sharing some of the above statistics
alone helps professionals re-prioritise their sleep. When looking into sleep we help
professionals identify their unique sleeping genetics - called a chronotype - then
plan backwards from that for ideal sleep. You can get a good idea of yours using
this short quiz here. Most improvements in sleep quality and quantity are going to
come about through actions taken in the evening. So much of what we explore is
people's current nighttime routines and how they can improve them.

Bonus - Download ideal daytime routines for your chronotype here.

Engagement (Motivation)

Motivators
Q - I understand my personal motivators and know how to improve them (1-10)
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Two software engineers of the same skillset and talent level might choose to join
two different organisations. One might choose to join the latest up-and-coming
industry disruptor such as Uber or AirBnB whilst the other might choose to join a
government department. Why is this? People have different motivators. I might
join a team because I see them as being the best in the game and I want the
kudos of belonging to the team. I might join them because they pay better than
anyone else. I might join them because they pay better than anyone else, they
have the best culture, the best learning opportunities, best flexibility… and so on.

Each of us has a unique set of motivators that drive our actions and, depending
on how fulfilled they are, provide us with energy. The problem is that most
employers and employees don’t know their motivators. Getting clear on your
motivators and the motivators of your team throughout the year helps drive the
high levels of motivation throughout the year. Tracking how fulfilled motivators are
throughout the year helps managers spot issues early and avoid potentially
preventable resignations.

To profile and track motivators we teach managers and teams how to use a tool
called MoJo.

Bonus - Download the 9 motivational profiles here.

Strengths
Q - I understand my personal strengths and can utilise them? (1-10)

If we take an Olympics gold medalist standard shot put thrower out of their event
and drop them into the 1500m race what’s going to happen? They are going to
finish last and they aren’t going to feel very good about themselves. Each of us
has a unique set of strengths. When we get to utilise those strengths we produce
good results, enjoy the process and feel good about ourselves.

No surprise then that world-leading data gatherer Gallup report that people who
get to use their strengths daily are 3 x more likely to report having an excellent
quality of life and 6 x more likely to be engaged at work.
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But just like motivators, most employees are unaware of their strengths. Whereas
motivators can be quite fluid throughout the year, strengths tend to be quite
static. Therefore we recommend businesses and teams build strengths profiling
early into the employee lifecycle journey. Managers should take the lead with this
and use strengths insights during 121s. We also recommend that teams have a
strengths grid with everyone's strengths overlaid and explore how they can work
most effectively utilising the range of strengths throughout the team.

Bonus - Download an overview of the different strengths profiles here.

Measuring Engagement
Q - I understand what is meant by engagement and we measure it
regularly(1-10)

It’s easy to argue that employee engagement levels are the most important thing
to track within any team. An employee can know everything in the world about
how to be healthy, but if they’re not enjoying and drained by their work they’re
going to struggle with their health. Again, a team might have the world's
healthiest people on board but if they’re not energised and excited by their work,
they’re not going to be valuable team members. As we have already discussed
humans seek meaning and value and they are searching for that from their jobs
more now than ever before in human history. This is a win/win for businesses and
teams if they can figure out how to run the show in a way that fulfils the desires of
more and more employees.

The good news is in 2008 the UK government funded a research project into
employee engagement and found the four key drivers of employee engagement.
The four key drivers are Strategic Narrative, Engaging Managers, Employee Voice
and Integrity. Using these four key drivers my friend, coach and author Steve
Jones owner of Skills for Business created a simple chart and set of questions that
enable a team to measure engagement. I’ve adapted this into a whiteboard and
now teach managers to run their teams through these questions 4 times a year to
track and improve engagement levels.

Bonus - Download the employee engagement workshop whiteboard and
questions here.
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Personal Development Plan
Q - I have a personal development plan I am following that I check in on with my
line manager at least once a quarter (1-10)

Earlier this year (2022) LinkedIn surveyed thousands of professionals and released
the findings in their ‘Global Talent Trends’ report. What did participants of the
survey vote as being the top area to invest in to improve company culture?
‘Professional Development Opportunities’. This was the clear winner with 59% of
the votes with second place ‘Flexible Work Support’ having 48% of the votes.

As Maslow's Hierarchy of Needs tells us, after finding security and a sense of
belonging people want to learn, develop and become all that they can be. Less
and less people are looking at jobs from a security perspective - the quality of life
has improved so much many people don’t need to work to survive - and more
from a growth perspective. Again this is a good thing if it’s being utilised. If we
want to be good at growing and developing people, we need to have a good PDP
process. A yearly appraisal doesn’t cut it. In fact, there are lots of data supporting
the claim that yearly appraisals are bad for engagement and followed by higher
than usual levels of employee turnover. This makes sense, imagine only telling
your partner how you feel about them once a year….

Most companies either aren’t doing or aren’t that great at PDPs. By and large,
that’s because we’re not used to doing them. Most companies are still coming out
of the industrial revolution mindset and during the industrial revolution when
people were desperate for jobs and most jobs were physical labour, taking
regular time for a PDP would have been viewed as an unnecessary waste of time.

We encourage managers to run PDPs at least once a quarter. The PDP process we
share focuses on three areas. 1 - The whole person. 2 - The professional person. 3
- Personal and professional goals.

Bonus - We customise PDP templates to companies but you can view our older
standard template here.

Performance (Burnout Prevention)
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Vision & Mission
There is a clear vision and mission in work that I can connect my work to? (1-10)

Remember, gone are the days when the majority of people will stick to a job just
because it pays the bills. As we already know people are now more than ever
looking to find meaning and value through their work. This can only be done when
a company has a well-communicated vision and mission. The vision and mission
of a company are what apply purpose to every person within the company.

There’s a famous story about JFK being given a tour of NASA late one evening.
Whilst walking around NASA JFK encountered somebody mopping the floors.
Surprised JFK asked this man “why are you mopping the floors this late in the
evening?”. The man responded, “I’m not cleaning the floors, I’m helping put a man
on the moon.”

A vision and mission apply purpose to any job within a company. The lack of a
vision and mission makes jobs just feel like jobs.

I don’t care if you’re a corporate giant with over 10k employees or a small business
with less than 10, you’ve got a vision, you’ve got a mission and you need to
communicate it if you want to attract and retain good talent.

What does this have to do with performance and burnout prevention?
Prioritisation. Technology has sped up our ability to do everything. On a surface
level, it would make sense that this increase in speed has led to businesses being
hyper-productive. The reality is it’s led to businesses, teams and people being
constantly pulled in 100 directions and overwhelmed. Having a
well-communicated vision and mission empowers everyone in the company to
keep focusing on what’s important and avoid overwhelm.

Bonus - Download our vision and mission guide here.

Objectives Key Results
As a team or individual, we have 3-5 clear top objectives with 3-5 clear key
results we are working on (1-10)
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A vision and mission statement in a business helps people get clear on WHAT they
are towards and WHY. Objectives and Key Results help individuals and teams
break that long-term vision/mission down into measurable and manageable
blocks of work. Not only do they break work down but having a system around
Objectives and Key Results enables all employees to be involved in the planning
process again fulfilling that commonly neglected desire of ‘being listened to’.

The majority of businesses and teams I work with are trying to do too much.
They’re so busy being reactive and taking on too many projects that everybody
feels overwhelmed and unfulfilled. Overwhelmed because they’re trying to do too
many things. Unfulfilled because they’re doing so much they can’t do anything
well. I’ve found that the OKR framework, made famous through the book ‘Measure
What Matters’ by John Doerr is a highly effective way to address this issue whilst
improving engagement levels.

The process works by instilling rules into the business. One of the rules is numbers.
No individual or team should be trying to achieve any more than 3-5 objectives at
any one point - three is better when first using this process. Each objective should
have 1-5 key results. Key results are how we measure the progress of the
objective. A great way to establish Key Results is to ask the following question
after the objective: As measured by?. So if our department created a goal of
having ‘breaking record sales this quarter’ in response to the term ‘as measured
by’ we might come up with: 50 sales calls booked & £250k in sales.

This process has to start at the top and the company should take the time to set
3-5 yearly objectives at the beginning of each business year. After this, each
department should get together quarterly to look at the yearly objectives and set
subsequent quarterly objectives for their departments and people. Not only does
this process improve engagement but it reduces overwhelm by limiting objectives
to 3-5 forcing prioritisation.

Bonus - Download our OKR setting template here.

Time Management
I can utilise time management techniques to effectively manage my time? (1-10)
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We know in 2022 that across the board people are working too much. We also
know that as people climb in seniority rates of burnout increase. Why? Because
similar to what we highlighted with health - our environment now enables bad
health - our environment now enables overworking. It’s never been so easy for
people to let their work seep into their personal lives. Work emails are available in
our pocket, we’re all contactable by phone most of the time, and our work is
available on the cloud from any location in the world with an internet connection.
When we combine this environment with the facts that: 1) All businesses have a
never-ending to-do list of important work to be done. 2) Most people want to do a
good job. 3) Most people find it hard to say no. It becomes obvious that, without
training in place, people are going to overwork and risk burnout.

I was recently working with a group of teachers. Teachers are reported to work
more unpaid overtime hours than any other industry in the UK, and it’s something
they’re not very happy about. When this issue was raised I braved to ask the
question “how many of you challenge the free overtime you’re expected to do?”.
When nobody raised their hand I asked “Is it likely to change if no one challenges
it?” If we want to reduce burnout, increase engagement and increase productivity
we need employees - especially managers and senior staff - that have the skills
and confidence to set boundaries and say no to things.

We approach performance and burnout prevention with a three-part model.
Mindset. Prioritisation. Time management. Time management skills are the final
piece and involve not much more than proactively planning weeks and days
around priorities but also around protecting personal life.

Bonus - Pinch our weekly planner framework here.
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Chapter 3:
5 Simple Steps Toward Optimal Engagement & Wellbeing

If you’ve read this far congratulations. You now understand the challenges as well
as potential solutions to engagement and wellbeing at work more than most. You
also have a genuine interest in supporting your people and driving optimal
performance. We’ve covered a lot of information so far, so, to sum up, here are 5
steps you can take to begin implementing what you’ve learnt with your people.

Step 1: Plan: Set up a meeting pulse

Having a pre-planned meeting pulse is paramount to nurturing a highly engaged,
healthy, high-performing team. Well-planned consistent meetings bring teams
together in a positive way. They provide a forum for ideas to be shared, voices to
be heard and issues to be addressed. As a minimum we recommend teams
pre-plan the following meetings:

Yearly - 1-2 days.
Fun, yearly objectives review. Rewards, recognition, celebration. 3-5 objectives for
the next year.

Quarterly - 1 Day.
Quarterly objectives setting and review. Recognition & Celebration. Identifying
issues.

Weekly - 1 Hour.
Employee and customer wins. Objective progress tracking. Issues.

Our favourite guidance around effective meeting structure is the EOS Traction
process and level 10 meeting guide available here.

Step 2: Listen: Take your team through the three-question
exercise
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Start your journey to industry-leading levels of engagement and wellbeing by
addressing the most common engagement issue - people not feeling listened to.
Most leaders and managers put too much pressure on themselves to have the
answers to all questions and problems. This is a leftover mindset from the
top-down hierarchical structure of the industrial revolution. Most interestingly this
mindset isn’t good for leaders or employees.

Permit yourself to have a conversation around a topic with your employees that
you openly don’t know the answers to. It might feel strange and take some time
for your people to get comfortable with the format - especially if they are not
used to being asked for their opinions or suggestions - but the payoff will be
considerable. Regardless of what ideas your people do or don’t come up with, the
process alone of asking them for their ideas and suggestions will create a
considerable engagement improvement.

Step 3: Explore: Survey your team on the 11-point exercise

Either as a group exercise or anonymously quiz your staff on each of the 11
questions covered through chapter 2. Establish your team average for each
section by dividing the total number by the total number of people you asked. You
can then plot the totals onto a visual of the chart available here.

From here you can assess which area is going to have the most positive impact
on you and your team and set 1-3 objectives for the next quarter. I recommend
doing this as a team exercise.

Step 4: Challenge: Plan times for 4 x 4-week health challenges
with your team

In chapter 2 we explored 4 components to cover to support good health. They
were: Movement/Fitness, Nutrition, Sleep & Mental Health. Health is achieved not
by excelling in one of these areas but by being balanced across them. As we have
covered, due to the changes in modern life most people are struggling in one or
all of these areas. You can help people in your business improve across these
areas by raising awareness of them and running engaging challenges around
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them throughout the year. Through experience, we have found that 4-6 week
challenges with a team structure, team captain and point system are the most
engaging. To keep things simple you could run one challenge a quarter, therefore,
covering all four of the key topics throughout a working year.

Challenges shouldn’t be complex or aimed at too high a level. For example, a
simple movement challenge could be aiming for 10k steps a day. People are then
awarded 3 points for 10k steps, 2 points for 8k steps and 1 point for 6k steps. This
can be adapted for those with disabilities. Throughout a challenging period, it is
effective to encourage discussions around the area being covered. This can be a
slot of time in your weekly meeting or dedicated time for challenge team captains
to get everyone together. Things to discuss are people's wins, people's challenges
and people's experiences.

Remember, we want to be healthy but the main reason most of us struggle is
because our environment doesn't encourage it and we forget how. Running
challenges like this in the workplace goes a long way to address those two major
issues.

Step 5: Support: Explore using an external training provider such
as Better Happy

If you think everything we’ve covered in this guide sounds fantastic but you’re just
too busy to try and implement it why not explore using an external provider.
Companies such as ourselves will initially spend some time with you to
understand your vision and any challenges. We’ll then build rapport with your
people, deliver training covering the key areas explored in this guide (everything
here is typically covered over three days of training) and provide your people with
the tools, resources and support they need to implement what we cover. Business
leaders of the future will nurture cultures that support their people to be the best
they can be whilst performing optimally. If that’s the culture you’d like to create in
your team or business we’d love the opportunity to support you in making that a
reality, as we have with so many others already.

Request A Call With Us Here
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