Creating an Engaging Workplace Course
for Managers
INSTRUCTOR-LED
The one-day Creating an Engaging Workplace Course for Managers
incorporates findings from Gallup’s extensive, ongoing research
into how managers and teams build and maintain high levels of
engagement. The course provides managers with insights into how
they can increase productivity and success by working with a focus on
engagement.
Who Should Attend
This program is geared toward managers and supervisors: Those who
manage or oversee a team’s performance.
What You Can Expect
During the one-day course, managers will practice using the tools
and resources they receive to create a highly engaged environment
in which their team members thrive. During this course, participants
will gain:
•• the empowerment necessary to take ownership of their
team’s engagement
•• an understanding of the factors that influence engagement and
how to use the 12 elements of engagement as a lens to improve
team culture and performance

Program Format
One-day course

Prerequisites
None

Course Overview
Understanding Engagement
Why Engagement Matters
Distinguishing Engaged, Not Engaged and
Actively Disengaged Employees
Engagement Is a Leading Indicator of
Performance Outcomes
Recognizing the Needs of Your Employees
Measuring Engagement
The 12 Elements of Engagement
Using the Engagement Hierarchy as a
Framework for Developing Engaged Teams
How Engagement is Measured
Creating Engagement

•• specific actions managers and their team members can take to
enhance the team’s engagement

Five Steps to Creating an Engaging
Workplace

•• tools and insights that will help managers lead individual and
team conversations about interpreting their team’s current state
of engagement

Accessing and Reading Engagement Results

•• a practical application and understanding of how to utilize the
resources in the packet to impact their team’s engagement

Managing With a Lens to Engagement

Participants receive the Creating an Engaging Workplace Course for
Managers Packet. By combining application of the tools in the packet
with the education they acquire during this course, participants will
have the information and resources they need to start managing with a
focus on engagement.

Discover the Team’s Engagement Story
Leading a State of the Team Conversation

Creating an Engaging Workplace Manager
Packet
This course is typically delivered onsite at your
location by a trained Gallup course leader or by an
Engagement Champion from your organization.
Contact inquires@gallup.com for additional
information.

This course contains Gallup proprietary data and was developed entirely at private expense. All materials are delivered with limited rights.
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Creating an Engaging Workplace Course for Managers

Participants who attend this course receive the Creating an Engaging Workplace Manager Packet.

ENTERPRISE EDITION

Driving Employee Engagement Workbook

Driving Employee
Engagement
Understanding, Measuring and Creating
Employee Engagement

The workbook provides managers with foundational knowledge, strategies and tools to
understand, measure and create engagement on their team.

Implementation Guide for Managers

Implementation Guide
for Managers
A Step-by-Step Guide to Improve
Team Engagement

This guide includes a recommended plan managers can follow to influence and inspire their
team’s engagement and actions. It includes suggestions for ongoing activities managers can
use to create and sustain an engaging team culture.

Engagement Resource Guide

Engagement
Resource Guide
Resource Guide to the 12 Elements
of Engagement

This guide provides managers with a deeper understanding of the 12 elements of
engagement. It includes best practices and tactics for each of the elements that managers
can use to create an engaging workplace.

Q12® Results Discovery Tool
Discovering Your Engagement Story
Your Engagement Results
1)

What is your team’s GrandMean?

2)

What is the highest-scoring
Q12 item relative to Gallup’s
global database?

At First Glance

Digging Deeper

1)

What does the GrandMean say about
your team’s engagement? Does anything
surprise you?

1)

What do the results say about how your
team works together to get things done?

2)

How does your team’s GrandMean compare
with the overall organization’s GrandMean?

2)

What do the results say about your team’s
relationships, communication style and
problem-solving?

3)

What are the “headlines”? What are the
most important things you have learned
about your team?

3)

What are the two lowest-scoring
Q12 items relative to Gallup’s global
database?
and

3)

Which of the four levels of the engagement
hierarchy is the strongest for your team?

4)

If your team previously took the
Q12 survey, was there a meaningful
change in the GrandMean?

4)

Which of the four levels of the engagement
hierarchy is the weakest for your team?

If so, was it an increase or
a decrease?

Key Discoveries and Assumptions:

Questions to Ask Your Team:

•

•

•

•

•

•

Q12 Results Discovery Tool
This tool gives managers a framework to use when reading and analyzing their team’s
engagement survey results.
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Item-Specific Questions to Guide Discussion
Q01. Know What’s
Expected

Q02. Materials
and Equipment

Q03. Do What I Do Best

State of the Team Conversation Outline
Are there times when you just
don’t know what your top priority
should be? How can we as a team

Do you have all of the
information you need to do your
job right?

What ideas do you have for how
we can incorporate more about
what we do best into our work?

help each
communicate
The purpose of this team conversation is to assess
the other
team’s
current state of engagement.
to your
Are there thingsListen
that distract
you team
What do you enjoy most about
needs and priorities during
beingthe
positive,
productive
or
work? What do you look
members, learn about the factors influencing their
engagement, and lead them from
to take
actions
necessary
toyour
realize
these times?
accurate in the work you do?
forward to doing at work each
their performance goals.

As a team, answer each set of questions.

1

How can we communicate better
when work is hectic and we have
to move quickly from one task
to another?

2

day? Are there parts of your job
you want to do more of?

What are the essentials? What
materials and equipment are
essential to do your job well?
Do we have enough people to

Identify a Team Performance Goal How can we be clear in terms of
AnalyzegetGallup
Q12 Survey
the job done
right? HowResults

Are there things that keep you
or distract you from being as
productive as you expect to be?

our expectations of each other?

Collaborate to identify the team’s most important
performance goal.

work together
our
Are there parts of your role
Review can
yourwelatest
Gallup when
Q12 survey
results.
resources are limited?
you find difficult? What
Distribute your latest report, and then ask
your
recommendations do you have

team the following questions.
to make it easier for you?
• What are the three to four most
important performance goals we face
• Do Q06.
any ofEncourages
the results surprise you?
Q05.today?
Someone
Q07. Opinions Count
Cares About Me
Myareas
Development
• How would you prioritize these performance
• What
of engagement are strong for
goals from most to least important to
our team? What are we doing that makes this
What suggestions do you have
Do you believe you are being
How do you let your colleagues
our team?
a strong
result?
that could improve our team’s
challenged
at work? What
know that you care about
their contributions and their
• Which performance goal should we
successes?
focus on as a team?

3

How can we as a team set each
other up for success?

performance? What changes
challenging experiences are you
• What
areas of engagement are opportunities
would you recommend?
facing? What challenges are you
for being
our team?
Whattoare
encouraged
takewe
on?not doing that
Have you done anything in the
makes
this an opportunity?
past six months to hear and
In the past six months, have you

developed any new relationships
Select the Engagement Item to Focus
Do weon
spend enough one-on-one
or partnerships to support you in
time with our team members? Review and Recalibrate
and Actions to Take

4

your work?

understand the opinions of
others on our team?
In the past six months, have

sense an uncaring
Select the most relevant engagement Can
itemcustomers
to
EvaluateWhen
progress
team’s goal, and
we acted on any ideas that our
you areon
“in the
the trenches”
environment? How does that
team members suggested?
getting
job done, what are
focus on, and then brainstorm the actions
and
recalibrate
as the
necessary.
affect the customer’s visit/
some ways we as a team can
owners necessary for improvement. purchase decision?
• Regularly lead a five- to 10-minuteDo you ever suppress opinions?
help you?

• Which engagement item do you think
we should focus on to help us reach
ourCommitted
Q09.
performance goal?
to Quality

• What three to four immediate
we focus on first? Who can take ownership
How do we as a team know when
of these actions?
we have done good work?
In the past six months, have you
spoken to another team member
about how we could improve the
quality of our work?
What does quality look like
to customers? What are their
standards for quality customer
service?
What do you do that makes
customers want to come back?

As a team, how can we
build an environment that
encourages recognition
and praise?

What do you do to add
value for our customers?
Has an internal or external
customer ever told you that
you made a difference?
What can we do as a team
to help build pride in where
we work?

Q12. Learn
and Grow

Do you feel that you have
you completing
have one or more
team
- DoDid
them
make a difference?

How can we build a team
environment that places an
emphasis on acquiring new
knowledge?

members whom you consider

permission to learn new ideas
and apply them in your work?

Can you name three team
members who help you the
most in your job and with your
ability to be successful at our
organization?

How can we support and
collaborate with each other to
help apply new ideas?
What new relationships have
you formed in the past six
months? Have these new
relationships helped you
evaluate the progress you have
made, and will they help you
perform better in the future?

How do you help make our
workplace positive and
productive?
When did you have the most
fun at work during the past six
months? How can we make
sure we have more of these
moments?

State of the Team Conversation Outline

Q08. Mission
and Purpose
When do you feel that your
job is important?

Q11.
Talk About
- Q10.
Did Best
we complete
theWork
actions we
said
Friend at
Progress
we would?
• Recalibrate
necessary.
trustworthyas
and
dependable?

of duty at some point in the
actions
should
past month?

Think of three colleagues
who help you most in your
job. How have you thanked
them or recognized them
for their help?

When and why?

discussion about two things:

• What actions do we need to take Have
to have
you an
seen one of our team
effect on this engagement item? members go beyond the call

Q04. Recognition
and Praise
Who are your biggest
cheerleaders at work? Who
helps you believe in your
potential for success?

What are the things you
need to learn to do your
job better?
What have been the
situations in the past six
months when you felt you
were learning new things?

This outline guides managers through the simple, four-part process for leading a team
conversation about its current state of engagement.
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State of the Team Tool

State of the Team Tool
Team Performance Goal:

Engagement Item:

Action Ideas:

Immediate Actions to Take:
Action

Owner

Review and Recalibrate:
Date

This tool is a way for teams to record goals and next steps during the State of the Team
conversation. The completed tool serves as a reminder of the team’s commitments to a plan.
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