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How to Engage Your 

Associates by Creating 

a Positive Work 

Environment
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Paul@positiveleader.com

313.268.0982

Learning Objectives

• List Three Methods to Engage 

Your Associates

• Describe the Difference Between 

Rowers, Sitters and Drillers

• Describe a Hiring Process that will 

Help you Preserve your New 

Culture

mailto:Paul@positiveleader.com
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Learning Objectives

• List the Proper Process in an 

Effective Critical Conversation

• Describe the Difference in Task 

Management verses Relationship 

Management

• Explain R.O.I.

Employee Engagement Through a  

Positive Work Environment

What is Positive Leadership?

Employee Engagement Through a 

Positive Work Environment

Warm-up Activity 

On the left of a 

blank piece of 

paper, write the 

names of the 

associates who 

report to you in 

descending order 

of productivity.

On the right side 

of the paper, 

write the names 

of the associates 

with whom you 

spend the most 

time/energy in 

descending 

order. 
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Jenny

Amy

Vincent

Nelson

Lisa

Chris

Employee Engagement Through a 

Positive Work Environment
Best performer

Worst Performer

Chris

Lisa

Vincent

Nelson

Jenny

Amy

Spent Most 

Time/Energy

Spent Least 

Time/Energy

Employee Engagement Through a 

Positive Work Environment

“Bad emotions, bad parents, and 

bad feedback have more impact 

than good ones. Bad impressions 

and bad stereotypes are quicker 

to form and more resistant to 

disconfirmation. The self is more 

motivated to avoid bad self-

definitions than to pursue good 

ones.” 

Dr. Roy Baumeister (2001)

9
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Employee Engagement Through a 

Positive Work Environment

Employee Engagement Through a 

Positive Work Environment

“The world is hungry for goodness and it 

recognizes it when it sees it – and has 

incredible responses to the good. There is 

something in all of us that hungers after the 

good and true, and when we glimpse it in 

people, we applaud them for it. We long to 

be just like them.”

Desmond Tutu, 

Nobel Laureate
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Power of Positive Leadership: Extraordinary 

Performance

Positive 

Leadership 

Culture

Associates’ 

Recommendation for 

Service Improvement

Service 

Performance 

Quality

+ +

“Positive work environment increases 

associates’ sense of safety to make 

suggestions for service improvement, 

which translates into better customer 

service.” (Lam, 2013)

14

Power of Positive Leadership: Extraordinary 

Performance

Care in a hospital with a 

positive versus negative 

work environment was 

associated with odds of 

readmission that were 

7% lower for heart 

failure, 6% lower for 

myocardial infarction, 

and 10% lower for 

pneumonia (McHugh, 

2013).

Return On 

Investment:

• Relationship

• Organization

Culture

• Individual 

Meaning

15

Becoming a Positive Leader
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Return On 

Investment:

• Relationships

• Organization

Culture

• Individual 

Meaning

16

Becoming a Positive Leader

Employee Engagement Through a 

Positive Work Environment

Common Management Focus:

• Problems, issues, and failures

• 80% time spent on 20% 

associates who create issues

• Good services: The absence of 

bad services

Employee Engagement Through a 

Positive Work Environment

Positive Energizers:

• What are Positive Energizers

• Why are They Important to 

Establishing Culture

• List Who are Your Positive 

Energizers 
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Positive 

(Rower)

Neutral 

(Sitter)

Negative 

(Driller)

A

B

C

Energizer Types

Performance 

Levels

How Most Leaders Manage

Moderate 

Focus

Moderate 

Focus
Heavy Focus

Heavy Focus

Heavy Focus

Employee Engagement Through a 

Positive Work Environment 

Employee Engagement Through a 

Positive Work Environment

What Happens to the Sitter?

• Social Learning

• They Drill

What Happens to the Rowers?

• They Get Frustrated

• They Leave

Positive 

(Rower)

Neutral 

(Sitter)

Negative 

(Driller)

A

B

C

Energizer Types

Performance

Levels

21

How Positive Leaders Manage

Heavy Focus

Heavy Focus

Heavy Focus

Minimize Focus

Minimize Focus

Minimize Focus

Employee Engagement Through a 

Positive Work Environment
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Employee Engagement Through a 

Positive Work Environment

What Happens to the Sitter?

• Social Learning

• They Sit and May Row

What Happens to the Rowers?

• They Excel

23

Jenny

Amy

Vincent

Nelson

Lisa

Chris

Best performer (most positive 

& highest performance level)

Worst Performer

Chris

Spent Most 

Time/Energy

Spent Least Time/Energy

Lisa

Vincent

Nelson

Jenny

Amy

Focus Your Time & Energy on 

Positive Energizer.

Employee Engagement Through a 

Positive Work Environment

24

1

2

3

4

5

Greeting Informed about

poor CS score

You are a good

manager

Boss approved

your CS training

Poor CS score is

not acceptable

Energy Level

Energy Level

Employee Engagement Through a 

Positive Work Environment
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Employee Engagement Through a 

Positive Work Environment

“I have yet to find the man who did 

not do better work and put forth 

greater effort under the spirit of 

approval then under a spirit of 

criticism.”
Charles Schwab

Founder of Bethelehem Steel Corporation 

26

The 5:1 Positivity Ratio

:

Employee Engagement Through a 

Positive Work Environment

How to Maintain a 5:1 

Positivity Ratio? 
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Maintain a 5:1 Positivity Ratio 
by Praising.

29

Maintain a 5:1 Positivity Ratio by 
Showing Gratitude.

30

“If you want others to 

be happy, practice 

compassion.

If you want to be 

happy, practice 

compassion.”

Maintain a 5:1 Positivity Ratio by 
Showing Compassion.
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Employee Engagement Through a 

Positive Work Environment

How do we Perform Critical 

Conversations in a Positive Work 

Environment?

• Be Positive & Learning-Oriented in 

Performance Feedback

• Focus on Tasks

• Cause and Effect

• Provide Alternatives

• Active Listening

32

Science on Performance Feedback

Performance after 

feedback

Focus on Task 

Focus on Self

Kluger, A. N., & DeNisi, A. 1996. The effects of feedback interventions on performance: A historical review, a meta-analysis, 

and a preliminary feedback intervention theory. Psychological Bulletin, 119, 254-284.

Little Performance 

Feedback

Lots of Performance 

Feedback

Employee Engagement Through a 

Positive Work Environment

Return On 

Investment:

• Relationship

• Organization

Culture

• Individual 

Meaning

33

Becoming a Positive Leader
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Employee Engagement Through a 

Positive Work Environment

How Do you Create a 

Positive Culture?

35

Positive Leader’s World

• 50% Genetic

• 40% Slings and Arrows

• 10% Environmental (2 

to 9 years old)

Employee Engagement Through a 

Positive Work Environment

Employee Engagement Through a 

Positive Work Environment

Build a Positive Culture by 

Hiring the Positive Energizers
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Employee Engagement Through a 

Positive Work Environment

• Hiring Process

• On-Boarding

• Establish Culture Quickly

38

Build a Positive Culture by Crafting a 
Mission Statement with your Associates.

Employee Engagement Through a 

Positive Work Environment

Build a Positive Culture by 

Crafting:

• Mission Statement

• Vision Statement

• Core Values

*WITH YOUR ASSOCIATES*



4/7/2015

14

40

Build a Positive Culture by Creating 

a Monthly Positive Newsletter.

Employee Engagement Through a 

Positive Work Environment
Build a Positive Culture by Creating 

Positive Communications

• Newsletters

• Voicemail

• Webinars/Meetings

• Apps/Slacker

• Facebook

• LinkedIn

• Transparency

42

Build a Positive Culture by 
Organizing Community Services.
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Employee Engagement Through a 

Positive Work Environment

Build a Positive Culture by 

Organizing Community Services

• Habitat Builds

• Planting Trees

• Community Gardens

• Volunteering Services

With: THE BOSSES

Return On 

Investment:

• Relationship

• Organization

Culture

• Individual 

Meaning

44

Becoming a Positive Leader

45

Why Work?

Employee Engagement Through a 

Positive Work Environment
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Employee Engagement Through a 

Positive Work Environment

Why We Work

1. Money
• Security

• Safety

• Shelter

Employee Engagement Through a 

Positive Work Environment

Why We Work

2. Career

• Power

• Prestige

• Position

Employee Engagement Through a 

Positive Work Environment

Why We Work

3. Calling/Meaning

• Fulfillment

• Happiness

• Culture
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Bunderson, J. S., & Thompson, J. A. 2009. The call of the wild: Zookeepers, callings, and the double-edged sword of deeply meaningful work. 

Administrative Science Quarterly, 54, 32-57.

When Work is Meaningful…

Employee Engagement Through a 

Positive Work Environment

50

Practices to Instill 
Positive Meaning

Instill Positive Meaning in your Associates by 

Providing Autonomy.

Instill Positive Meaning in your Associates by 

Setting Challenging & Meaningful Goals.

Instill Positive Meaning in your Associates by 

Showing Impact.

51

Practices to Instill 
Positive Meaning

Instill Positive Meaning in your Associates by 

Providing Recognition From the Top.

Instill Positive Meaning in your Associates by 

Inclusion at all Levels.

Instill Positive Meaning in your Associates by 

Showing Gratitude.
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When your associates ask how your 
leadership styles have transformed, tell 

them:

Employee Engagement Through a 

Positive Work Environment

Thank - You


