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What is Employee Engagement

Employee engagement is the level of employees’
connection and passion about their jobs, the orga-
nization they work for, its goals and mission, which
(on the performance side) has direct influence on
the level of their commitment and the discretion-
ary effort they put in their work. Defined like this,
engagement is not to be equalized to employee
satisfaction or happiness. The latter may have little
or no influence at all in employees’ performance,
as simply employees can be happy and satisfied
with the conditions they have, but contribute little,
because they might feel disconnected from the
company’s vision, mission or purpose. Taking satis-
faction as basis, employee engagement goes fur-
ther into connecting employees’ emotions to the
organization’s goals. This is the key element to
improved performance, as engaged (connected,
passionate) employees are more likely to do more
in order to contribute more to organization’s suc-
cess.

In this sense, engaged employees look further than
just completing their tasks. They are concerned
with the success of the organization in whole and
they want to contribute to do even better. To do
so, they need to see their role and purpose in the
whole story. This makes their job meaningful, and
it increases their engagement to higher levels.

Knowing what their purpose is and where their job
fits in the whole story, they are able to connect the
dots better, which results in better execution, col-
laboration, organization and decision-making.

Going further, engaged employees are more likely
to take time and think about improvements of the
processes, organization’s products or services.

They contribute more with creativity and innova-
tions.

All this, eventually, have positive impact on
organization’s overall performance in terms of
growth, effectiveness and efficiency which puts it
in better position compared to its competitors.

The Impact of Employee Engagement

Employee engagement has significant impact on
various aspects of the organization’s performance,
as well as on some softer elements such as organi-
zational culture, level of communication and col-
laboration within the organization etc. Case
studies and researches have given evidences about
the influence that employee engagement has on
different aspects such as:

- Operational efficiency
- Productivity
- Profit
- Stock performance
- Quality
- Customer satisfaction
- Innovation
- Employee turnover
- Absenteeism
- Safety incidents
- Theft

In that sense, a 2009 Towers Watson research
shows that businesses with higher engagement
have 9% higher shareholder returns.  Discussing
about income, a 2008 a Towers Perrin research
shows that organizations with engaged employees
showed a 19% increase in operating income over a
12-month period, compared to a 33% decrease in
companies with disengaged employees. According
to the Hewitt Research Brief, in companies where
60 to 70 percent of employees were engaged, av-
erage total shareholder’s return (TSR) stood at
24.2 percent; in companies with only 49 to 60 per-

INTRODUCTION
TO ENGAGEMENT



www.dejanmadjoski.com                                       STAR Engagement Model                                                                4

cent of their employees engaged, TSR fell to 9.1
percent; companies with engagement below 25
percent suffered negative TSR. Eventually, accord-
ing to Gallup Germany (2011), highly engaged em-
ployees have less absence days (in average 3,5
days) compared to not engaged employees.

These and series of other case studies and
researches show that there is a clear, tangible and
measurable connection between the level of
employee engagement within the organization and
various aspects of its performance and goals.
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Most of the authors, dealing with the theory and
practice of the employee engagement, identify be-
tween 3 and 4 different levels of engagement. Ac-
knowledging the work of all, throughout our
research and practice we identify 3 levels of em-
ployee engagement:

- Engaged Employees
- Not Engaged Employees
- Disengaged Employees

The effects that they have on specific aspects of
organization’s performance and existence differ
from positive (engaged employees), neutral (not
engaged) to negative impact (disengaged employ-
ees).

Engaged Employees

As discussed above, engaged employees are the
ones that look further than just completing their
tasks. They are committed, they put discretionary
effort in their work, and are concerned with the
success of the organization in whole. They want to
actively contribute and go an extra mile so that the
organization does even better.

Engaged employees often look at the big picture
and see where they fit in, thus contribute not only
to the results of their unit, but to the results of the
organization in whole.

Though every organization would be happy to
have as many of its employees in this group, differ-
ent researches have shown that, in average, only
about 25% to 30% of the employees in the organiza-
tion are engaged.

Not Engaged Employees

Though basically they do their job, not engaged
employees, are basically ticking the box. They
clean up what’s on their plate, but will hardly do

any more than that or look any further. This cate-
gory of employees lacks the commitment, dedica-
tion and the passion of the engaged employees.

While they do not cause any immediate negative
effects on the organization, we can look at their
impact as missed opportunities. Not engaged em-
ployees are not giving their best and contribute
only as much as they have to finish their work.

Taken that these employees are not disengaged,
demotivated or carry any negative feelings and
emotions towards the organization, they should
be the target group for increasing the number of
engaged employees.

Various researches show that, in average, around
half of the employees in the organizations belong
to this group.

Disengaged Employees

While the impact of the previous group may be
missed opportunities, this group has highly nega-
tive impact on various aspects of organization’s
performance and existence. They are negative in
their attitude, don’t do their job as supposed to,
undermine the work of the others, have negative
influence on the working atmosphere and the col-
laboration and communication within the teams.

All the above has negative influence on the organi-
zation’s performance, but also on the level of en-
gagement of the other employees.

Taken that, because of some reason, these em-
ployees are highly disengaged, it is not possible to
move them to highest level of engagement, but
the organization may put an effort to move them
from disengaged to not engaged employees.

Researches show that, in average, companies have
around 15% to 20% disengaged employees.

LEVELS OF
ENGAGEMENT
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Taken that, culture, simply explained, is the way
we do things within the organization, its heart and
soul, it is easy to conclude that the level of employ-
ee engagement within the organization will de-
pend on the organizational culture. Employee
engagement is dependent on the culture, thus
strong, high-performing cultures setting the base
for high engagement, while weak cultures can un-
dermine all efforts to create an engaged workforce.

But where does this connection come from?

Strong, high-performing cultures value and pro-
mote positive and healthy norms and behaviors
which create a positive working environment. Hav-
ing a high-level communication and collaboration
makes it easy for the employees to operate. They
understand the organizations strategy and vision
and know where they fit in. This sets the basis for
higher employee commitment and dedication.

In a healthy culture, employees’ wellbeing, devel-
opment and progress are one of the top priorities.
This lets the employees feel the care and the sup-
port from the organization. They become more
involved and want to contribute in the organiza-
tion’s success.

Considering the above, to create an engaged
workforce, the organization must focus on creating
a healthy, high-performing culture. One of the
concepts that can lead to improving the
organization’s culture is the STAR Culture Model, a
comprehensive model that addresses the
contemporary business environment with the fast-
changing conditions and the high mixtures of
different generations of employees. The STAR
Culture Assessment, which is part of the model,
enables assessed organizations to benchmark
against the top performing companies and get a
precise picture of the areas they must focus on in
order to fix or further strengthen their culture.

THE IMPACT OF
CULTURE ON ENGAGEMENT

Culture, simply
explained, is the way
we do things within
the organization, its

heart and soul
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STAR Engagement Model and Survey focus at the
main engagement drivers, assessing their influ-
ence on the level of employee engagement, i.e.
disengagement in the organization. From there,
the model makes a connection with the elements
of STAR Culture, giving a better picture on where
the organization should focus in order to improve
and drive employee engagement.

The key engagement drivers that we have identi-
fied through our practice and research on employ-
ee engagement are the following:

1. Immediate Manager

The direct superior manger is on of the most influ-
encing factors of employee engagement / disen-
gagement. The relationship between the manager
and the employee directly influences the satisfac-
tion or the dissatisfaction of the employee.

2. Senior Leadership

The senior leadership influences employee engage-
ment through the level of genuine interest they
show in employees’ well-being and the level of
their approachability and visibility. Leaders, also,
influence engagement by setting clear vision, mis-
sion and purpose.

3. Attitude Towards the Employees

Attitude is also one of the main drivers. As positive
attitude, equality, respect and fairness towards
employees and creating opportunities for involve-
ment, increase employee engagement, lack of any
of these can turn into serious blocker to engage-
ment.

4. Intrinsic Motivation

Employees need to have a sense of meaningful-
ness of their work as well as to feel that they are
making progress and contributing to company's

success. They need to feel that they are doing a
challenging work and have to believe in a shared
vision, mission and purpose.

5. Career and Personal Development

The next driver of employee engagement is the
opportunity for career growth and development
within the organization based on clear, fair, trans-
parent and consistent criteria. Clearly seeing how
they can develop and progress and feeling the
support of the organization on this path is a moti-
vating and engaging factor for the employees.

6. Reputation of the Organization

The reputation of the organization, i.e. how the
company is perceived from the outside world influ-
ences the emotional connection that employees
feel with the organization. This emotional connec-
tion has direct influence on the level of their en-
gagement.

7. Working Environment and Culture

High employee engagement is impossible without
a collaborative working environment where peo-
ple work in teams and nurture healthy relation-
ships based on mutual trust and support.

Going carefully through the main engagement
drivers we can easily see the importance of the
organization’s leadership to employee
engagement. Leaders have either direct influence
on employee’s engagement, or indirect influence
such as with creating the working environment,
organizational culture etc. In that sense, the easiest
way to influence employee engagement is to align
and engage the leaders to create the conditions for
an engaging working environment.

STAR ENGAGEMENT
MODEL AND SURVEY
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The 6 steps of the STAR Engagement Model (previ-
ously known as the 6 Steps Model) are designed to
drive employee engagement in a structured way.
The steps are LEAD, INSPIRE, CONNECT, GROW,
ENABLE, FUEL. A prerequisite, though, is an hon-
est intention and approach from the leadership.

1. Focusing on Management (LEAD)

Taking that the managers (immediate managers
and the leaders in general) are one of the main
drivers of engagement and one of the main rea-
sons for employee disengagement and turnover
the natural starting point in the engagement strat-
egy is to focus on management development in
order to create leaders who will be the main driv-
ers of engagement within the organization.

Some of managers' behaviors and characteristics
that have positive effect on employee engage-
ment are:

● Envisioning and connecting the day to day
activities with the vision, mission and pur-
pose

● Instilling trust
● Caring for the people well-being and emo-

tions
● Fairness, consistency and openness
● Being approachable
● Showing and ensuring accountability
● Being positive and optimistic
● Making decisions promptly
● Focusing on essence, quality and simplicity

2. Setting the Vision, Mission, Values and
Purpose (INSPIRE)

Out of different aspects, specific for each of them,
these four elements are equally important for em-
ployee engagement. Vision and mission show the
direction where the organization is going and gives
employees a clear picture of that destination. Val-
ues define the behaviors and characteristics that

are valued and that the organization strives to see
in every employee. The purpose (overall company
purpose "why does our company exits", and indi-
vidual purpose of each job position) gives a sense
of worth and meaning to what employees are do-
ing.

3. Creating a culture of open two-way
communication (CONNECT)

Communication is the soul of the organization.
Without it there is no organization, only buildings,
equipment, processes and procedures unconnect-
ed between each other. The way people communi-
cate, especially the way the management
communicates with the employees, is the base for
engagement, effectiveness, teamwork, trust, col-
laboration etc.

4. Creating opportunities for personal
growth and development (GROW)

In order to create engaged workforce, the organi-
zation has to offer personal and career develop-
ment opportunities based on clear and fair
principles enabling employees with high potential
and capabilities to grow within the organization.

5. Creating a positive working environ-
ment (ENABLE)

Creating a positive and collaborative working envi-
ronment is mostly down to the culture within the
organization. A healthy organizational culture en-
ables creating a working environment where em-
ployees communicate, collaborate and perform
effectively enabling the basis for success and high
employee engagement.

Beside the organizational culture, the environment
is also created by the working conditions and the
available equipment for effective execution of
tasks and activities. Needless to say, that poor

THE 6 STEPS OF THE
STAR ENGAGEMENT MODEL
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working conditions or lack of adequate equipment
would lower the engagement.

6. Creating a reputable organization (FU-
EL)

People are more engaged when they feel pride in
what they do, when they are proud of what their
company is doing or when they are proud of the
company they work for. The first one can be cov-
ered by the individual purpose, the second by the
company mission and purpose, and the third one
by the organizational culture, working environ-
ment and employee development.

Needless to say, that in order to build a reputable
organization, the organization will need to show
good results and success. However, there are
many successful organizations, but not all of them
are of good reputation. The ones that are such are
the ones with winning organizational culture, that
care for their people well-being, growth and devel-

opment, and that have created a healthy working
environment.

If these prerequisites are met then the organiza-
tion can take it from there with employer branding
activities, corporate responsibility etc.

Wrapping It Up

LEAD - Leaders as main enablers and drivers of high
employee engagement
INSPIRE - Creating an inspired workforce by shar-
ing vision, mission, purpose and values
CONNECT - Connecting through open two-way
communication
GROW - Offer transparent and fair career and per-
sonal growth and development opportunities
ENABLE - Enable high engagement by creating
healthy working environment supported by
healthy organizational culture
FUEL - Fuel with pride of the work they do and the
company they work for
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***

The STAR Engagement Model, together with TARGET Coaching Model, STAR Culture
Model and STAR Leadership Competencies are concepts and models developed by Dejan
Madjoski. After several years of research and practice, in 2017 and 2018, the models were
finalized and published in the present form.
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