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How's your employee retention
plan?

Anyone running a business today knows how difficult it is to attract and retain their people. The
demographics of an aging population is a significant threat, and one that will only get worse in the
future as competitors fight over the available labour pool.

An organization faces many hard costs with their recruiting and selection process; advertising,
executive recruiters, placement agencies, screening and testing, and management time spent in
interviews. Then, add in some of the hidden costs like the initial reduced productivity of new
employees, the potential erosion in customer satisfaction, and increased errors, and many
organizations find out that their real “all-in” cost of replacing an employee could be as much as 35% to
45% of an individual's annual income.

While there are no quick or easy solutions to reducing emplyee turnover the first step is for owners
and managers to understand that turnover isn’'t an event, it's a process with discernable stages that
can be managed.

The first stage in the turnover process is a turning point. This is when something happens that gives
an em_plo_yee his or her first inkling that they may have made a mistake signing on with your
organization.

Some typical turning points include:

* A petty or unreasonable show of authority by a manager

* An employee is asked to do something unethical, or they find out the company is unethical
* They are made to work with unsafe equipment

* Unreasonable or unexpected demands are made on personal or family time

* The job parameters aren’t as promised

* Their pay isn't as promised or their incentive/bonus plan is adjusted retroactively

* Discrimination or sexual harassment

* Employee gets a new boss they don't like

* There is a lack of appreciation by the supervisor or organization

Turning points cause employees to begin to look at the organizaton with a different perspective, one
that has them focus on what they perceive is ‘wrong’ with the company. Once on this path, employees
become increasingly disengaged from the organization, and if the situation is left unchecked, will
eventually decide to leave. And, once an employee becomes so disengaged that they decide to leave
it is almost impossible to get them back on board. So, it's critical to recognize disengagement signs
early.
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Where “Lean
Thoughts™
Become Reality

A frightening statistic from some international
research we've been reviewing on employee
turnover is that up to 75% of employees could
be in some state of disengagement at any
given time. What is even more startling is that
the process of disengagement often starts
during the first week on the job!

Some common signs of disengagement to
watch for are:

* Abrupt changes in behaviour or dress
* Lack of eye contact
* Arriving late for work and leaving early

* More sick and personal time, especially on
Mondays and Fridays (prime days for job
interviews)

* Decreased level of participation in group
meetings and discussions

* Doing just enough to get by

* Sudden outbursts of anger or impatience with
coworkers, especially if this behaviour is out of
character for the employee

* Just a job attitude
* Lack of interest in the future

All of these factors indicate that your
employees are on the disengagement path. If
they also begin to make comments like,
“there’s lots of other companies that would
want me”, or “maybe | should look for
something else”, they should be taken
seriously! These are not the ‘ideal comments’
that they appear. An employee is typically well
down the disengagement path for these kinds
of comments to surface.

To try and reduce employee disengagement
and the subsequent turnover it creates there
are some pragmatic things you can do.

1. Train all of your managers to recognize
signs of disengagement so they can help
identify employees that are at risk of leaving.

2. Communicate! Communicate! Communicate!
The majority of people need ongoing
communication to feel that they are part of an
organization.

3. Have a well-structured orientation program.
Make it personal and encourage people to get
involved and interact.

4. Encourage all of your managers and support
staff, and challenge yourself, to know all your
employees by name. It shows you care.

5. Use any downturn in your business to rid yourself
of poorly performing employees and those that
have negative attitudes. Your organization has a
much better chance of making it through tough
times when you keep your best people.

6. Create a confidential method for employees to
share their concerns and identify abusive
supervisors. Once identified, train your problem
supervisors with the necessary skills and
encourage attitude shifts. If they are unable or
unwilling to make the necessary shifts, move on
quickly.

7. Have individual meetings with employees that
are showing signs of disengagement. Be open and
honest and work hard to find out what is causing
them to disengage. Then, work even harder to fix
those issues in your organization.

The better able an organization can identify the
early signs of employee disengagement, the better
the chance it has to address sources of
disengagement proactively, and reduce their
downstream employee turnover.

For more information on how Thomas-Ritt
Associates can help you assees the level of
disengagement in your organization contact
Thomas Stirr at 905.309.5431 or email
tom@tomstirr.com.

Copyright 2006, Thomas-Ritt Associates Limited.
All rights reserved.

"If you find yourself saying, 'Great
idea, but . . . Try cutting your
response off at 'idea’. Even better,
take a breath before you speak, and
ask yourself if what you're about to
say is worthwhile."

- Marshall Goldsmith, Dir. Alliance for Strategic
Leadership.

"We are usually convinced more
easily by reasons we have found
ourselves than by those which have
occurred to others."

- Blaise Pascal, 17th French scientist & mathematician II

These are from Jim Clemmer’s excellent
“Leader Letter”. To subscribe, go
www.clemmer.org and sign up. His newsletter
is tops for leaders at every level.
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January
T

Wednesday 25
Eaton Electrical,

February
T

Wednesday 15,
CEN Precision,

March
T

Wednesday 22,
Nestle Waters,

contact Joe

Fisher,
JoeRFisher@eaton.com

contact Barry
Wood, bwood@cfn-

inc.com

July

wW

Date & location
TBA

Your own

“STEP Diagnostic™
to create Vision,
Mission and
Direction

Contact Richard
Kunst

Richard.kunst@la-z-
boy.com

August
W

Date & location
TBA

“Establish
Anchors”

*VSWI ... Visual
Work Instructions
*TPM ... Total
Productive
Maintenance
Contact Richard
Kunst

Richard.kunst@la-z-
boy.com

contact Mariela
Castano
mcastano@ gerrier roup.com

September
T

Wednesday 20,
Kraft Foods,
contact Hanif Jivraj

hjivraj@Kraft.com

April
T

Wednesday 19,

CTS Corp.,
contact Bob Garces,
Bob.Garces@ac.ctscorp.com

Consortium

Shareshowcase
Saturday 29

Kraft Oakuville.

Contact Cindy
Grolleman
cindy.grolleman@stackpole.com

October
T

Wednesday 11,
Stackpole PMC,
contact Cindy

Grolleman
cindy.grolleman@stackpole.com

C

AME National
Conference

Mon 16 to Friday 20
Dallas, Texas

Contact www.ame.org

May
T

Wednesday 17,
Stackpole CSD,
contact Don Barber
Don.Barber@stackpole.ca

W

Date & location
TBA
“Compartmentalize
the Noise™

* Daily Report-outs
* Standard work for
Leaders

Contact Richard
Kunst

Richard.kunst@la-z-
boy.com

November
T

Wednesday 15,
Messier-Dowty,
contact Mike Smith

Mike.Smith@Messier-
dowty.on.ca

W

Date & location
TBA

Your own

“Get Organized”
* 5S+1

Contact Richard
Kunst

Richard.kunst@la-z-
boy.com

June
T

Wednesday 21,
Morrison LaMothe,
contact Tony Vita
tvita@morrisonlamthe.com

C

AME Regional
Conference

Mon 12 to Thurs 15
K-W Ontario
Contact

www.ame.org

December
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