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Introduction

The Work Dynamics Profile (WDP) is a tool designed to provide a better understanding of the functioning of a
particular work group or team. This information can serve to identify and address issues in teams that are
struggling, as well as helping good teams to be even better.

While sometimes teams and work groups are viewed as similar entities they are different. A work group is when
each member is directed by a common manager or supervisor but the individual members of the group do not
necessarily collaborate with each other in order to get the job completed. A team, on the other hand, is when
there is collaboration between team members as well as with the manager, supervisor or team leader to achieve
a common goal. J. Richard Hackman, in his book Leading Teams: Setting the Stage for Great Performance,
concluded that real teams have four essential features:

e A common team task or set of shared objectives

e Adistinct identity or set of boundaries distinguish one group from another within the organization
e C(Clearly specified authority to manage their own work processes

e Accountability shared amongst the team

e Membership stability over some reasonable period of time.

Workplace dynamics refers to the ebb and flow of productive activity in an organizational team. This is not
static but varies as a function of task expectations and timelines, working relationships, organizational culture
and external demands, to name only a few. The extent to which a work team is able to sustain productivity
accomplish desired goals in the face of such variables is determined by the presence and impact of a number of
critical factors. The Work Dynamics Profile addresses seven of the most critical factors:

Teamwork: This factor represents how well individuals fit within an organization and work together to
accomplish common objectives and goals. The people in effective work groups respect one another and hold
one another accountable for their behaviour and performance. When difficulties or missteps arise, individuals
are quick to address them and to learn from their experiences. Strong teamwork cannot guarantee that
organizational objectives will be met; however the absence of teamwork makes it very likely that they will not.
Leadership: This factor reflects employees ' perception of the quality and e
they experience. This includes manager’s knowl edge
skills to manage the people doing the work. Effective leaders provide support and guidance to those reporting to

them and are adept at anticipating and dealing with opportunities and challenges that arise.

Work Flow and Function: The wor k fl ow and function factor reflec
This includes having clear and accurate job expectations, some capacity to determine how the work is done, and

sufficient equipment, people and resources to do the work well. Resilient organizations recognize that their

workforce will be more productive, committed and willing to provide discretionary efforts as needed, when they

have a sense of personal control over the demands of their work.

Reward and Recognition: Thi s aspect of the work dynamic represen
quality of reward and recognition that they receive for their work. It incorporates the belief that their workplace
acknowledges the unique contribution of employees in a fair and positive manner and provides opportunities
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for organizational input and development. The experienceofan | mbal ance between one
consequent rewards is a critical determinant of demoralization, distress and departure. It is important to note

that recognition is not limited to financial remuneration; recognition by colleagues, customers or management is

an important and meaningful source of feedback.

S

Communication: This theme indicates the quality of communication within the organization. Psychologically
healthy workplaces provide clear expectations of employees and methods to achieve them. Information is not
hoarded but is readily available to those who need it when they need it. Within such settings, technology serves
to inform employees, not to confound them. Accurate information enables an organization to manage its
business better —whether it is interacting with customers, communicating with one another or making
strategic, financial, managerial and operational decisions.

Workplace Wellness: This theme pertains to staff perceptions about the wellness promotion at work including
safety, workload, and work-life balance. Not only are some of these legal requirements (e.g., safety) but also
they are critical factors in determining performance and staff well-being. For example, in the area of work-life
balance, all of us fulfill multiple roles: parent, friend, partner, colleague, and this diversity is not only necessary
but enriches our lives. However, when these roles collide, referred to as role overload, the risk of accident,
injury or illness is increased. Resilient organizations recognize the importance of supporting employees in their
unique and complex lives. They encourage personal self-care and workplace wellness, both physical and
psychological.

Engagement: This theme refers to the degree of employee engagement, defined as when staff find personal
meaning and motivation in their work, operate in an efficient environment and experience support from their
peers and managers. There is a willingness to work hard towards common goals while respecting individual
ethics and contributing to the community. Organizations that manifest such behaviours acknowledge their
employees as their most valuable asset, and recognize the need to nurture and support them.

Each one of these factors can change and this change can be influenced by the people in the team, the demands

placed on the work group by either internal organizational factors or external environmental factors. Knowing

the current state of t he “managanhedtteduirementandbthewWDrRwas Kk gr oup
designed to help assess these factors and to provide concrete, practical, and manageable tactics to make

positive adjustments.

Understanding the Data

The report provides information about the work grou
survey findings. This information is presented in a tabular format for each factor, and each question within the

factor, to assist with easy understanding and interpretation. There are a number of ways to consider these

findings:

e Questions where employees report a lower than average score

e Questions where managers and team members were discrepant by at least one point in their
perceptions,

e Questions where managers and supervisors were discrepant and employee responses were below
average
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Each of these situations influences the kind of interventions that are likely to be effective. The WDP coach is
responsible for working with both management and team members to determine the best strategy for ensuring
positive and effective change.

The following report contains direct feedback from employees and managers who commented directly about
issues they believe are affecting the group, and their ideas or suggested interventions. Moreover, the WDP

Workplace Coach provides straightforward ideas about how to enhance the group’ s p e r fbased onahe c e

seven factors assessed by the WDP. Each of these situations influences the kind of interventions that are likely
to be effective. The WDP coach is responsible for working with both management and team members to
determine the best strategy for ensuring positive and effective change.

How to work with the WDP: Interpreting Feedback from Others

One of the most powerful features of the Workplace Dynamics Profile is that it provides the manager, the team,
and their Workplace Coach with a picture of how the group is viewing its current state of functioning. The input
from the group members and the supervisors form an internal gauge of current performance and the factors

that are enabling or inhibiting a high performing work group. It is difficult to overestimate how important these

impressions can be in affectinghowe mp| oyees’ behaviour in the workpl ac

attitudes that affect their individual and collective work performance. Therefore understanding these
impressions and any substantial discrepancies between your perceptions and the views held by others should be
given serious attention.

How to understand the WDP: The following report is based on the responses of your employees to the
Workplace Dynamics Profile survey. They were asked to respond to a series of questions based on their
perceptions, beliefs and opinions while in their present position with their current leadership within the
organization. The report is based on the responses amongst all of the staff who completed the survey; the
identity of i ndi v irethaincdnfidengalrPardcipants werre presgntedrwithefosty-six items
and asked to rate on a five point scale whether a statementwa s accur ate ‘never or
‘“mbst always or to a very great extent

An example follows:
1: My company hires people who fit well within the organization

Please select one of the options.

1 2 3 4 5
Never or to Sometimes or less Average Often or more Almost always or
As small extent than average than average to avery great extent

Average means what the user considered to be average in the industry.
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The resulting report is organized according to the following themes that have been demonstrated to be critical
to the resiliency, sustainability and productivity of contemporary organizations.

Teamwork

Leadership

Work flow and function

Reward and Recognition

Communication

Workplace Wellness

Engagement

<K<K <K<K<K<K<LK KL

The report describes each of these factors and its importance for work performance, team or work group

functioning and, ultimately, organizational resiliency When t he average response is
report provides further interpretation of the item and offers some practical advice for further exploration and
improvement with respect to that particular item.

RISK MANAGEMENT

The tables in the report indicates the average scores that the managers and employees entered for each item
and rates the risk associated with each item. Risk is reported in two ways:

(1) The managers mean score of the item is more th
This is noted because if the managers are viewing the workplace differently than the employees it could
represent a blind spot for managers or employees. These items require more in-depth understanding.

(2) The employees’ mean score is | ess than average.
to be evtilamtavderasge” then the employees are saying
be improved. This is potential high risk behaviour and requires further assessment and possible remedial action.

This data should be used with a Workplace Coach who will follow up this report with further consultation with
the manager and the work group or team and other concerned personnel within your organization to develop
strategies necessary for further development.
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The items in this factor represent how well individuals fit within an organization and work together to
accomplish common objectives and goals. Effective teams respect one another and hold one another
accountable for their behaviour and performance. When difficulties or missteps arise, these teams are quick to
address them and to learn from their experiences. Strong teamwork cannot guarantee that organizational
objectives will be met; however the absence of teamwork makes it very likely that they will not.

Risk Factor Item Team Manager Other Average

® My company hires people who fit | 2.6 (.77) 5.0 (1.0) N/A 3.4 (.73)
well with the organization

[ People are held accountable for 2.9 (.56) 4.0 (1.0) N/A 3.4(.78)
their actions
My workmates get along well 4.2 (.44) 4.0(1.0) N/A 4.1 (.46)
together
We respect each other at work 1.2 (.81) 5.0 (1.0) N/A 3.2 (.55)
As a group, we accept 3.1(.56) 3.0(1.0) N/A 3.1(.66)
responsibility for our mistakes
As a group, we learn from our 3.2 (.56) 5.0 (1.0) N/A 4.1 (.57)
mistakes

Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at least
average or greater.

Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.

. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported the item
to be evident less than average.
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WDP Workplace Coaching Centre

My company hires people who fit well with the organization.

Responses to this item show that your employees are noticing that some new hires do not blend in well with the
team. This may be impacting the way the team works together, causing stress and dissension in the group. We
recommend considering the following in order to improve your rate of success with selecting new employees
who are a good fit with your company:

e Analyze the job by getting input from others to clearly define the tasks, traits, and style required.

e Design interview questions that will help you decide if the person has these abilities or qualities.

e Determine during the selection process whether the potential new employee shares the same values
and ethics as your organization. Prepare ahead of time by identifying core values that you want in your
employees. Include open-ended questions based around these.

e During the interview, ask the candidates to relate real-life examples of instances where they may have
demonstrated these values, i.e.: honesty, integrity. This will open a dialogue during which the
interviewer can get to know the candidate more thoroughly, avoiding a potentially costly hiring mistake.

e Include other team members and peers in the interview process. Have them create and ask different
guestions from yours if possible, and give you their input and opinion afterwards. Other employees can
help you determine if the candidate is likely to fit within your organization.

e Think about using personality tests and skill assessments to help you make an informed decision. Obtain
information about tools that might help you meas:s
from registered psychologists or your HR department).

People are held accountable for their actions.

By their responses to this question, some members of your team may feel that there is a lack of fairness,

accountability and consistency in the way they are treated by management. They may perceive that one or more

of their coworkers are *“ ge thémiselvegwoaldba heltl acoaintbble fos o met hi n
Some ideas to ensure that your employees are fairly and consistently expected to be responsible for their

actions:

A Make sure that your organization has up-to-date policies and procedures in place regarding disciplinary,
performance expectations and accountability procedures and that the employees are familiar with
them.

Encourage an open-door policy for employees who wish to discuss issues of accountability.

> >

Ensure employees know who to approach on these types of concerns (e.g., if they do not feel
comfortable discussing this with their manager, perhaps they can approach a member of Human
Resources or their union steward).

Time is of the essence; deal with your employee as soon as possible after any issue has occurred.

>\
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A The key to accountability is providing timely, specific and supportive information to employees about

how they are doing, in other words, performance management.

A Performance management is most effective when issues are addressed early, directly and consistently,

before these become serious.

People are held accountable for their actions.

This item suggests that the manager(s) and the work group or team may have a significant discrepancy about

how they view this item. This may represent a blind spot for the manager or the team members. It would
benefit from further analysis.

—t



namics

PROFILE

Work §§§D

Leadership
The items included in this factor r efl eoftheleadenghip oy e e’
that they experience. Thabostthe natord ofitheaverk itprifian weljae aving Kk n o wl

the skills to manage the people doing the work. Effective leaders provide support and guidance to those
reporting to them and are adept at anticipating and dealing with opportunities and challenges that arise.

Risk Factor Item Team Manager Other | Average
o Managers and supervisors lead others 2.4 (.77) 4.0 (1.0) N/A 3.2(.73)
well.
Managers and supervisors have the 2.9 (.56) 4.0 (1.0) N/A 3.4 (.78)
® technical skills necessary to lead their
group.
My manager really cares about me and 3.0 (.44) 5.0 (1.0) N/A 4.1 (.46)
my work
[ ) My manager is effective at managing 1.2 (.81) 4.0 (1.0) N/A 3.2 (.55)
people
Problems at work are handled quickly 2.9 (.56) 3.0(1.0) N/A 3.1(.66)
and effectively
Our organization deals with change 3.2 (.56) 4.0(1.0) N/A 4.1(.57)
well
My manager provides helpful,
constructive feedback to me about my 3.3 (.80) 5.0 (1.0) N/A 4.2 (.77)
work.
Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at
least average or greater.
Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.
. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported
the item to be evident less than average.
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Managers and supervisors lead others well.

Your team’ s a nisnwuggessthatttey sée hobnsfor ighpravesment in the leadership they are

receiving. Even the best managers have some room for improving their leadership skills. Leading people requires

a whole new set of skills above and beyond the technical expertise managers usually have. Here are some
suggestions for how to enhance one’s |l eadership ski

1. Leadership training — programs customized for your organization or publicly available programs offered
through post-secondary institutions can teach you about leading more effectively.
2. 360 degree feedback —this is an assessment tool that is gaining popularity, and involves receiving
feedback from your boss, direct reports and peers. The feedback is usually anonymous, and is based on
ratings of your skills, behaviours, attitudes and traits and will help identify specific strengths and areas
for improvement. This can be an excellent starting-point to identify where to focus on developing
leadership skills.
3. Leadership coaching —individual coaching sessions are an excellent way to develop leadership skills.
These are tailored to each manager’'s unique neec

Managers and supervisors are trained to have the technical skills necessary to lead their group.

Your team’'s respongseas et d htaii € hepwye steieom oiommd f or | mpr
and/ or supervisors’ l evel of technical skills. You
be improved. A few suggestions for improving technical skills include:

1. Technical upgrading and training —either through local post-secondary or specialized institutions, books,
or websites which offer services designed to improve the technical knowledge of your management
team.
2. Providing internal training by technical experts within your organization to those managers/supervisors
who require additional skill development. This may take the form of workshops or coaching/mentoring
in specific technical skills.
3. Having technical manuals converted from print to e-manual formandkeptupd at ed on t he con
intranet, thereby allowing for instant access to current technical information.

My manager really cares about me and my work.

This item suggests that the manager(s) and the work group or team may have a significant discrepancy about

how they view this item. This may represent a blind spot for the manager or the team members. It would

benefit from further analysis.

My manager(s) is effective at managing people.

Your team’'s answers to this qememibtheovaytheyarglpiegst t hey s

managed. Skills for managing people can always be improved upon, even by the best of managers. There are
many great books and websites devoted to successfully managing people, as well as courses, seminars and
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leadership coaching. Consider which forms of training would work best for your managers, and then enable
them to learn and apply these skills. As part of their performance development, each year they should strive to
improve upon their management skills. Enabling managers to work with a skilled leadership coach can help
them hone in on their strengths, weaknesses and areas for development. In the meantime, below are some
suggestions for better managing people:

Give constructive feedback in private.

Follow-up on employee ideas.

Give frequent praise.

Support employee development.

e Allow flexibility and realistic freedoms.
e Communicate directly and specifically.

Problems at work are handled quickly and efficiently.

Your people seem to feel that problems in the workplace are not being handled with efficiency. When genuine
concerns and problems brought forward are then
timely manner, employees may become disillusioned and irritated. Employees end up feeling stressed, and
conflict may arise between them. Ask questions to find out where the problem area is; perhaps the employee is
experiencing conflict with a co-worker or a supervisor/manager or there may be a customer challenge or a team
issue.

Establish regular brief meetings to keep in touch with your people on a one-to-one basis, and to learn of any
concerns they may have. When you have discovered what the problem is, work with your people to resolve it
quickly. Knowing they can call on you for help when they need it can save both them--and you-- countless hours
of frustration. Your people will appreciate you for caring enough to help them settle on a solution before the
problem can escalate further.

My manager provides helpful, constructive feedback to me about my work.

This item suggests that the manager(s) and the work group or team may have a significant discrepancy about
how they view this item. This may represent a blind spot for the manager or the team members. It would
benefit from further analysis.

swe
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Workflow and Function

The items included in this factor refl éeavihgclemmapdl oy ee’
accurate job expectations, some capacity to determine how the work is done, and sufficient equipment, people

and resources to do the work well. Resilient organizations recognize that their workforce will be more

productive, committed and willing to provide discretionary efforts as needed, when they have a sense of

personal control over the demands of their work.

Risk Factor Item Team Manager Other | Average
We have sufficient money and/or 2.4 (.77) 4.0 (1.0) N/A 3.2(.73)
equipment to do the job
We have enough people to do the job 2.9(.56) 4.0 (1.0) N/A 3.4(.78)
| have access to adequate technology 3.0(.44) 5.0(1.0) N/A 4.1 (.46)
and equipment to help me do my job
| have enough resources to get the job 1.2 (.81) 4.0(1.0) N/A 3.2 (.55)
done well

® We are innovative and creative in our 2.9(.56) 3.0(1.0) N/A 3.1(.66)
approach to work

[ ) New ideas are welcome 3.2 (.56) 4.0 (1.0) N/A 4.1(.57)
| have control over how | do my work 33(80) 5.0 (1.0) N/A 42(77)
It |s.clear what | am expected to do in 37 (75) 40(1) N/A 2.8 (.80)
my job
My job description matches what | do 40(82) 40 (1.0) N/A 40 (.90)

Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at
least average or greater.

Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.

. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported
the item to be evident less than average.
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We are innovative and creative in our approach to work

Your people believe that they are not able to be as innovative and creative in approaching their work as they
would like. Perhaps creativity and innovation are being stifled by: 1) lack of time, 2) too much red tape, 3)
closed-mindedness to new ideas and approaches, and/or 4) lack of recognition or rewards for
innovative/creative ideas. Innovation and creativity, however, can lead to novel solutions and ideas that will
have great benefits to your organization. Depending on your industry and what products/services you offer,
innovation/creativity may take many different forms.

The main ingredient is getting peopleto“ t hi nk out si de of the box” to come
approaches and solutions. People need opportunities to practice and get feedback on their new ideas and

approaches, which takes willing and open-minded managers. Further, employees should be recognized for their

innovative ideas and solutions, not ignored or told to keep quiet and maintain the status quo.

Employees should be encouraged to do the following to foster their innovation/creativity:
- Look for alternate solutions
- Question assumptions and current ways of doing things
- Brainstorm new ideas

New ideas are welcome

Responses indicate that your people feel tduiattndnew i
just do things as they’'ve al ways b e managetseometiméin Al t hou
the short-term, the long-term effects are very negative. Progress requires questioning and changing the rules
over time, but if new ideas are not welcomed, progress is ultimately impeded. Therefore, managers should
welcome innovative suggestions from employees at any time and on any topic. Managers can benefit by trying
the following when employees bring up new ideas or question existing rules:
‘Encourage your employees to ask questqiuersgd, oand
- Avoid always justifying how things are currently done.
-Don’t get defensive.
-Tell the employee you’'d | ike to expuhdorstaedtteind di s
idea.
- Propose a time frame for evaluating the idea.
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The items in this factor representemploy e e’ s per ception of t hredreddgpition ee and
that they receive for their work. It incorporates the belief that their workplace acknowledges the unique

contribution of employees in a fair and positive manner and provides opportunities for organizational input and
development. The experience of an imbalanceb et ween one’ s effort and consequ
determinant of demoralization,

distress and departure. It is important to note that recognition is not limited to financial remuneration;

recognition by colleagues, customers or management is an important and meaningful source of feedback.

Risk Factor Item Team Manager Other | Average
Staff are rewarded and recognized 3.2(.77) 4.0 (1.0) N/A 3.2(.73)
fairly
My particular strengths and 3.7 (.56) 5.0(1.0) N/A 3.4(.78)
competencies are recognized and
valued
| am encouraged to improve at work 3.6 (.44) 4.0 (1.0) N/A 4.1 (.46)

[ ) My opinions and ideas are welcomed in 1.2(.81) 4.0 (1.0) N/A 3.2(.55)
making decisions
® We celebrate our successes in this 2.9(.56) 4.0 (1.0) N/A 3.1(.66)
company
My manager provides positive feedback 3.2(.56) 5.0(1.0) N/A 4.1(.57)
when | do my job well
Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at
least average or greater.
Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.
. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported
the item to be evident less than average.
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My particular strengths and competencies are recognized and valued

This item suggests that the manager(s) and the work group or team may have a significant discrepancy about
how they view this item. This may represent a blind spot for the manager or the team members. It would
benefit from further analysis.

My opinions and ideas are welcomed in making decisions.

Your team’ s answers point towards some dissatisfact
considered when management is making decisions. They perceive that their thoughts are not valuable to
management; their contribution is not appreciated. We recommend your organization considers these
suggestions to better welcome and employ your peopl
e Give the spotlight away. Power-down and share the spotlight--and the applause--with your people.
e Trust your employees to come up with answers and suggestions,. Even i f it isn’t the
done it, give their ideas consideration and support.
e See your people as colleagues more often than as subordinates. Show this by welcoming their ideas and
listening to their suggestions.
e Serve your employees. Give them feedback and guidance. Be a resource they can go to for direction and
advice.

CreditLove ‘' Em or Lose ‘' Em: Be(edytkdyd andghar@ndoeddn-Evars,Q009. e t o St a

We celebrate our successes in this company.

Your team's answers to this question indicamnde t hat
successes are celebrated in the company. They sense that their efforts are being overlooked when they have
worked hard and done a good job. They probably feel unappreciated for their hard work. When the organization
hits a milestone or project goal, it's time to do something special for everyone. Your team will appreciate the
recognition and management will usually get improved performance and loyalty in return. Consider the
foll owing suggestions for celebrating your team’ s s
e Give out one-of-a-kind mementos signifying the group's achievement; engraved plaques or inscribed
coffee cups; perhaps team shirts or jackets.
e Treat everyone to a pizza party, or celebrate with cake and ice cream.
e Host an exclusive celebration party, inviting participants and their guests. A dinner party, or cocktail
reception in your home or restaurant gives the group a chance to celebrate their success with friends
and loved ones making the experience one that will be remembered.
e Hire a limo and take the team to a dinner theatre.




Work

e Present award certificates in a ceremony at the office after work during a catered wine and cheese
party.

P ROFILE

My manager provides positive feedback when | do my job well

This item suggests that the manager(s) and the work group or team may have a significant discrepancy about
how they view this item. This may represent a blind spot for the manager or the team members. It would
benefit from further analysis.
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This theme indicates the quality of communication within the organization. Psychologically healthy workplaces
provide clear expectations of employees and methods to achieve them. Information is not hoarded but is readily
available to those who need it when they need it. Within such settings, technology serves to inform employees,
not to confound them. Accurate information enables an organization to manage its business better —whether it
is interacting with customers, communicating with one another or making strategic, financial, managerial and
operational decisions.

Risk Factor Item Team Manager Other | Average
The procedures for carrying out my 3.4(.77) 4.0 (1.0) N/A 3.2(.73)
work are clearly understood
What we are expected to do is clearly 3.2(.56) 4.0 (1.0) N/A 3.4(.78)
expressed
People are open to feedback 2.5(.54) 3.0(1.0) N/A 4.1 (.46)
| feel | can communicate with my 3.2 (.81) 4.0 (1.0) N/A 3.2(.55)
manager freely and openly

® Information is shared freely as needed 2.6 (.56) 4.0 (1.0) N/A 3.1(.66)
throughout the organization
| have access to adequate technology 3.2(.56) 4.0 (1.0) N/A 4.1(.57)
to help me communicate
My organization is open and honest in 3.2 (.56) 4.0 (1.0) N/A 4.1(.57)
its communication with the community

Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at
least average or greater.

Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.

. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported
the item to be evident less than average.
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What we are expected to do is clearly expressed

This item suggests that the manager(s) and the work group or team may have a significant discrepancy about
how they view this item. This may represent a blind spot for the manager or the team members. It would
benefit from further analysis.

People are open to feedback.

Your people’s responses to this question indicate t
managers is not welcomed. They may feel that they cannot make suggestions for improvement or voice any
concerns they may have. Some suggestions to address this issue include:
e Make a regular time, possibly bi-weekly or monthly, to touch base with your employees on an individual
basis. Opening a communication channel will encourage your people to give honest feedback and will
build trust.
e Give continuous and specific feedback, and ask for feedback in return. This is a two-way process. The
comfort level will be raised and this important exchange of ideas and comments will eventually become
the norm.
e Encourage employees to be open to giving and receiving feedback from one another.

Information is shared freely as needed throughout the organization.

Your people’ s response tyo btehifse edq uiensgt i“oonu ti nodthect ahtee sl ot
sharing of information within your organization. They may feel management is withholding information, or that
their co-workers are not sharing important information. Information is often a powerful resource, and it can be
hoarded by those seeking to advance. The impact of this is great as it slows down progress and creates conflict
and power struggles. Following are some ideas to increase the sharing of information in your workplace:
e Do whatever you can to share information with your employees. Their commitment will increase, and
the odds of keeping them will be enhanced as well.
e Share important information as soon as possible. This avoids speculation and rumours, and will keep
your people from feeling disenfranchised or undervalued. If information is confidential, tell them that
you have it but that you cannot share it at this time.
e Encourage people to share with one another, and
occurs between your followers or other managers.
e Getting information from your employees by asking for their opinion is an excellent way to keep them
engaged. Try to keep an open-door policy that will make them feel welcomed in your office. Schedule
appointments to talk.

The Web will change relationships with employees. We will never again have discussions where
1y26ft SRAIS Aa KARRSY Ay a2YSo02ReéQa LRO1SG® L 2dz ¢
information.
Jack Welch, former CEO, General Electric
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This theme pertains to staff perceptions about the wellness promotion at work including safety, workload,
and work-life balance. Not only are some of these legal requirements (e.g., safety) but also they are critical
factors in determining performance and staff well-being. For example, in the area of work-life balance, all of
us fulfill multiple roles: parent, friend, partner, colleague, and this diversity is not only necessary but
enriches our lives. However, when these roles collide, referred to as role overload, the risk of accident,
injury or illness is increased. Resilient organizations recognize the importance of supporting employees in
their unique and complex lives. They encourage personal self-care and workplace wellness, both physical
and psychological.

Risk Factor Item Team Manager Other | Average
My employer acts to promote health 3.9(.67) 4.0 (1.0) N/A 3.2(.73)
and well-being at work
The demands placed on me are 3.2 (.59) 4.0 (1.0) N/A 3.4 (.78)
reasonable
| have good balance between home and 2.9 (.65) 3.0(1.0) N/A 4.1 (.46)
work
| work in a physically safe place 3.2(.71) 4.0 (1.0) N/A 3.2(.55)

® | work in a psychologically safe place 2.6 (.56) 4.0 (1.0) N/A 3.1(.66)

Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at
least average or greater.

Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.

. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported
the item to be evident less than average.
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I work in a psychologically safe place.

There are a number of reasons why the psychological safety of the workplace is important including:

e Mental health conditions such as depression and anxiety are rapidly becoming the main cause of
disability and employers are facing increased disability premiums, rising health and benefits costs, and
expenses associated with replacing absent employees. In addition to absenteeism, psychological ill-
health is a significant contributor to ‘presente
while an employee is still at work. A recent study found that, compared to a variety of common
disorders (e.g. asthma, migraine, arthritis), depression caused the greatest decline in work productivity
and focus.
e Reduced psychological health and safety contributes to accidents, incidents and injuries. Most jobs
require employees to have good concentration, social skills and the ability to solve problems effectively.
These skills are undermined by most mental health conditions. As a result, co-workers, customers and
employees are at risk of serious, and sometimes dire, outcomes due to unrecognized or poorly managed
mental health conditions.
e Reduced psychological health and safety contributes to conflict and grievances. If one member of a
team is struggling, the whole team is compromised. Unlike physical illnesses or injuries, which tend to be
visible to fellow employees, ment al health probl
problems aren’t apparent or recognized by team r
performance due to mental health problems may be perceived as intentional, resulting in
misunderstanding, resentment and tense relationships. This, in turn, contributes to absenteeism and
turnover.

On the other hand, a psychologically safe and healthy workforce has substantial benefits for organizations,
including...

e I n today’ s cchamgingjeb xarketncarrene andepotential employees have higher
expectations for their jobs. They expect to be treated fairly, recognized appropriately and provided with
opportunities to demonstrate their knowledge and develop new skills. Employers who create and
sustain a ‘great place to work’ wild.l attract anc

e Anengaged employee is someone fully involved in, and enthusiastic about, his or her work. When
employees are engaged, they view their interests as aligned with those of the company. They are more
willing to extend an extra or discretionary effort to assist clients, customers and their colleagues. The
net result is improved performance, productivity and quality of goods and services.

Organizations, like individuals, must be resilient in order to respond to external demands (e.g., market
challenges, layoffs, mergers or restructuring). Businesses or work groups with psychologically healthy
employees are best equipped not only to survive, but to thrive, when facing challenges.

e Employers strive to create an atmosphere where there is a shared commitment to employee well-being
and security. In such environments, staff recognize their responsibility to care for their own physical and
psychological health, but also to support colleagues whose behaviour indicates that they are struggling
or whose actions place others at risk. In such environments, staff are also more accepting and
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collaborative when accommodating a colleague returning to work from a disability absence, whether
physical or psychological.

This item is usually considered an item that reflects numerous other issues happening in your workplace. Review
the rest of the report for ideas on how to manage your situation.




Work?ﬁ”.;i

namicL:_?

P ROFII

Employee Engagement

This theme refers to the degree of employee engagement, defined as when staff find personal meaning and

motivation in their work, operate in an efficient environment and experience support from their peers and

managers. There is a willingness to work hard towards common goals while respecting individual ethics and

contributing to the community. Organizations that manifest such behaviours acknowledge their employees as

their most valuable asset, and recognize the need to nurture and support them.

Risk Factor Item Team Manager Other | Average
We work hard to meet the needs of our 3.8(.67) 4.0 (1.0) N/A 3.2(.73)
clients and customers
My work is driven by clear goals that 3.4(.59) 4.0 (1.0) N/A 3.4(.78)
my organization has set
My employer/company really cares 2.9 (.65) 3.0(1.0) N/A 4.1(.46)
about me and my work
My organization demonstrates the use 3.9(.71) 4.0 (1.0) N/A 3.2(.55)
of positive ethics and values

® | can contribute to the community 2.8(.56) 5.0(1.0) N/A 3.1(.66)

through my company

Low risk. Managers and employees view the item relatively similar and both report the behaviour to be evident at
least average or greater.

Caution! Either there is a discrepancy of greater than one rating point between the managers and employees OR the
employees reported the item to be evident less than average.

. Warning! There is a discrepancy between the managers and employees perspectives AND the employees reported

the item to be evident less than average.
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| can contribute to the community through my company

By their responses to this question, your employees may feel there is not enough opportunity within the

organization to allow them to make a meaningful contribution to the community around them. Getting your
people involved in community service is a good way
creative and innovative ways to build a community relationship in their local area. Your company can also do

this without much difficulty. Following are a few of our suggestions for ways that your organization can build

good relationships in your local community:

e Partner with local schools; volunteer to help out at their fundraisers; sponsor a sports team.
Participate in reading programs; consider asking for volunteers from your staff to take turns
attending the school’s monthly counci/l meeting
e (Create a committee to gather goods for a worthy cause, e.g.: new towels and blankets for a
homeless shelter; stocked backpacks for the school-age children of women who are victims of
domestic abuse.
e Brainstorm with your team for other ideas of how your organization can make a difference in the
local community. Ask them to suggest projects. Find out what they would like to do to make a
contribution, then implement it as a group. This can also serve as an effective teambuilding activity.
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Specific Individual Feedback.

These two sections reflect what the individual team members specifically wrote in the section asking them for
specific feedback about the strengths and challenges facing the work group.

Strengths:

Staff have each others backs

Half of the men like each other

This is a good place to work

Jim needs to include more people in his coffee meetings
I like my job

o LA LN R

Jim is great. Always leading well.

Challenges:
1. Procedures are unclear
2. The leadership group is such a little clique
3. Nobody gets promoted based on merit, only if you suck up to the boss
4. Jimis a bully.
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Specific Recommendations by Users

The following represent the specific recommendations for the concerns currently facing the work group. None

of the following recommendations were modified in anyway and therefore represent the entire set of unedited

recommendations generated by the individuals who completed this survey.

The recommendations are:

No v ksw

| think Jim should be fired. This organization cannot and should not tolerate bullying. In particular,
having a bully for a manager completely destroys morale. Trying to fix him with a coach or something
will not work. He will just be nice to the coach and then a bastard later.

Management training on how to be a manager.

be a manager . helplacesavhem the nkaeagkrs dndsuperdisors were great and we all
worked hard for them. But this group actually causes people to work less hard.

Get rid of Jim

| think we need some team building

Somebody needs to get in here and tell the staff to suck it up and get to work. It is not that bad in here.
More days off

How about some sort of reward program for the staff.
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WDP Planning Guide

Turning a situation around can be a challenging situation for any manager. However there are a number of steps
that can make a significant difference. These steps need to be conducted in a specific order to make an
intervention effective.

1. Identifythewo r k g r o uThis'step is alreaglydusderway with the use of the WDP. You may want
to conduct interviews or focus groups to further understand the information and issues in the
workplace.

2. Identify themes in the data. Often, particularly with work groups that are experiencing challenges, there
may be many complaints. However, if spend time is spent considering the data, themes that reflect
overall concerns will be evident. Work with the Workplace Coach to help consider ideas for change.

3. Identify an advisory group for assistance. This is an important factor to consider. Nobody has all the
answers. Moreover, given that you are involved with your workgroup it is difficult for you to maintain a
completely independent and neutral perspective; you need to find a few trusted advisors who can help
you. Consider your Workplace Coach who has helped with the WDP, your Human Resource Advisor, or a
person from your organizational development team, if you have such a group in your workplace.

4. Investigate the themes and look for two types of interventions. First consider quick wins. These are
often issues with which one can have quick and direct impact. Next look for issues that have big impact
and have broad impact across many areas.

5. The employees have taken a risk and spent some energy completing the WDP. They now expect their
manager to take some time to make changes that are consistent with their feedback. While it may not
be either realistic or responsible to do everything at once, clear communications need to be
implemented to the staff about understandings gleamed from the data and some proposed courses of
action. Determine a message for the employees and create a communication plan. While the employees
need to hear about results, providing the complete WDP report is typically not helpful. Consider the
themes and produce a communication plan with action items attached to the themes.

6. Involve members of the work group in helping determine the solutions by creating a Workplace Advisory
Group. Select some or all of them to help design the specific interventions. Getting the staff involved
helps build buy-in.

7. Set specific goals for your intervention. Plan them with care; assign responsibilities, budget support, and
accountabilities. Report back to the Workplace Advisory Group.

8. Build in a method to evaluate your results. Consider, for example, a follow-up WDP to look for changes
in performance.

Refer to your Workplace Dynamics Action Planner to help with this process.




