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UILDING A SUSTAINABLE, successful organization takes a

few key ingredients, two of which are a thriving positive

culture and the ability to retain top talent. A positive work
culture is like a magnet for new talent, attracting them to your
organization and compelling them to stay put. In fact, retaining
top talent is very important in maintaining organizational
stability, developing sustainable client relationships over longer
periods of time, increasing customer satisfaction, and improving
return on investment. It’s also important to note the high cost of
colleague turnover, which is perhaps the single most costly issue
for any organization, reportedly equal to up to three times each
departing colleague’s annual compensation.

Examining the key ingredients for success, and looking at the
various benefits they bring, Adecco set out to improve our
colleague retention on a global scale by creating an engaged
culture in each of our branches and communities around the
world. To improve, we needed reliable colleague feedback. Eventu-
ally, after working with several surveying organizations, the clear
choice to implement our worldwide plan of action proved to be the
Great Place to Work® Institute, which is dedicated to recognizing
best-in-class workplaces, sharing best practices, and challenging
organizations to raise the bar in creating great work environments.

They were clearly the perfect fit for what we wanted to accomplish.

coming the best workplace you
be an ongoing effort. Each
w challenges — but also

Sandra Hokanss:
President and Country Mana{;

Adecco Employment Services Limit

Adecco Canada has been participating in the Great Place to Work®
Trust Index® Survey for four years, and the experience has been
quite a journey of organizational self-discovery. We have learned
that our colleagues not only ask the right questions, but also possess
the right answers. Each year we commit to holding national focus
groups in order to deep dive into areas for development. We keep
asking — and we keep learning. Ultimately, we had the honour of
joining 49 of Canada’s greatest large organizations on the 2014

Great Place to Work® so Best Workplaces in Canada list.

Of course, our journey doesn’t end there. In fact, becoming the
best workplace you can be will always be an ongoing effort. Each
year presents new challenges — but also new opportunities. From
now on, we at Adecco can build on a solid foundation of trust that
was laid by listening to our people, engaging them in the improve-
ment process, and taking action to ensure they not only felt real
change, but knew they affected it.

Featuring contributions from the Great Place to Work® Institute
itself, other Canadian Best Workplaces, and more, this edition of
Léad offers philosophical and empirical insights into why striving
to become a great workplace is crucial to the success of organiza-
tions across industries and around the world. Please enjoy. m
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anada’s
Best Workplaces

What Makes Them So Special?

By China Gorman and Jen Wetherow

Feature

HE BEST WORKPLACES ARE DIFFERENT — and measur-

ably so. Each April, The Globe & Mail publishes a list of

the 100 Best Workplaces in Canada, representing great
diversity in terms of sector, industry, size, and location. Each has
pioneered a unique path to greatness, but there is one thing they
all have in common — trust.

Employees who trust their managers give their best work freely,
and their extra effort goes right to the company’s bottom line.
Managers who trust their employees allow innovative ideas to
bubble up from all levels of the company. Employees who trust
each other report a sense of camaraderie and even being part of
a family. Together, they deliver far more than the sum of their
individual efforts.

While trust may seem like too abstract a concept to measure, it
really comes down to three basic relationships: those between
employees and managers, those between employees and their own
jobs, and those between employees.

First, we can measure the level of trust between an employee

and management. Great Place to Work® does so by assessing the
credibility of management, the degree to which employees feel
respected, and the general perceptions of fairness in the workplace.

In the Best Workplaces, the relationship between employees and
managers is rock solid. In fact, that relationship is the heart of
every great company. But the other two relationships contribute

to corporate culture in very important ways as well. The quality

of one’s relationship with their own job is tied to the level of pride
they feel having that job. That level of pride is correlated with their
understanding of how they are contributing to the higher purpose
of the organization. The third relationship, between employees, is
tied to the sense of camaraderie that exists in the workplace.

What's the ROI?
Convincing Your Number Crunchers

At Canada’s Best Workplaces, a strong corporate culture is
considered crucial to business success.

Trust is the best investment an organization can make. It leads
to better recruitment, lower turnover, greater innovation, higher
productivity, more loyal customers, and higher profits. It is the
right thing to do. But for most, the pursuit of trust doesn’t start
with some grand notion of altruism. Typically, the movement
begins with leaders who want to improve the financial perform-
ance and quality of their enterprises.

Independent research by the Russell Investment Group documents
the superior performance of publicly traded companies appearing
on Fortune’s list of the ‘100 Best Companies to Work For’ in
comparison to standard stock market indices (Fig. 1). The primary
determinant for inclusion on this list is performance on the Trust

Index® employee survey, developed and administered annually by
Great Place to Work®.

Comparative Annualized Stock Market Returns

(1997 - 2013)

12%

8%

6.04%

4%

0%

FORTUNE 500

Russell 3000 S&P 500
Best Companies
to Work For

Copyright © 2014 Great Place

Figure 1: Best Companies perform nearly 2x better than the
general market

Over time, we see that even the Best Workplaces are not immune
to external market forces. For instance, in 2008, all organizations
were impacted by the global financial crisis, but we also see that
those with a deep reservoir of trust were able to bounce back faster
and accelerate their performance more significantly than their
peers (Fig. 2).

A Strong Culture Helps Companies Attract
and Retain Employees

When employees decide to leave a company, the organization faces
expensive losses. Not only does knowledge leave the company, but
the costs of selecting and hiring new employees, transition costs,
disruption to the talent pipeline, and more are estimated to be one
to three times a given employee’s original salary, depending on his
or her level and skill. Among the companies recognized by Great
Place to Work® in Fortune in 2014, voluntary turnover is quite

low — as much as 65% less than industry peers (Fig. 3).
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Comparative Cumulative Stock Market Returns
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Figure 2: Great Workplaces provide more than 2x the return

Where Do You Start Building a Better Culture?

By tracking leaders in Best Workplaces around the world, Great
Place to Work® has created a model for building performance
based on trust, which may seem intangible, but the management
practices required to nurture trust are actually quite straight-
forward to learn and embed into your culture.

The key is helping your people managers, at all levels of the organ-
ization, to understand the pivotal role they play in creating a great
workplace. It requires a shift in perspective where routine tasks,
often seen as obligations, become opportunities to build trust
between managers and employees.

+495%

+170.08%

Source: Russell Investment Group
Copyright © 2014 Great Place to Work® Institute, Inc. All rights reserved

Typically, this process isn’t about drastic change; it’s about infusing
what you already do with a renewed sense of generosity, indi-
vidual intention, and inclusion. Below, are nine key management
practices that offer a concrete starting point. They represent the
poignant moments in the lifecycle of an employee, and present
managers with valuable opportunities to make small but mean-
ingful changes in the everyday reality of their employees.

This is what sets the Best Workplaces apart from others. It’s not
about sweeping change. It’s about the cumulative impact of all the
little things, the day-to-day interactions between individuals, that
nurture trust and support a great workplace culture. m

100 Best Companies Voluntary Turnover by Industry

. . 0 B
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Figure 3: Best Companies experience as much as 65% less turnover

8 Issuelb
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Source: "10 Best" data provided by Great Place to Work® Institute, Inc.
Comparative data provided by BLS. "100 Best" data includes FT & PT turnover. BLS data includes the same in addition to
turnover for temp/contract workers. Copvriaht © 2014 Great Place to Work® Institute, Inc. All rights reserved
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9 KEY MANAGEMENT PRACTICES

Inspiring. Employees learn and understand how their job has
meaning for the organization and for society, beyond earning a
salary and making a profit for the business.

. Speaking. Management goes to great lengths to be open and
transparent, offering access to information across the board,
enabling and encouraging employees to contribute beyond the
scope of a narrowly defined job.

Increase
Productivity

Listening. Clear and open systems for incorporating people’s
ideas, for including people in decision making, and for airing
concerns and grievances are prevalent.

. Thanking. Management recognizes and rewards good work and
extra levels of effort, and strives to create a climate of approval.

Developing. Focus is on nurturing individuals’ gifts to
foster personal growth and development as well as offering
job-specific training.

Increase
Innovation

. Caring. A multiplicity of systems and programs are in place
for creating a caring environment for the individual and his or
her family.

Hiring. Focus on hiring based on the potential and character of
the person rather than primarily on skill set. New employees
are welcomed and assimilated into the team with orientation
programs, personal sponsorships, and the like.

Increase

Collaboration . Celebrating. Celebrations of both personal milestones and

company success are built into the way people work together.

Sharing. Employees share in the fruits of their labour in a variety
of ways and rewards are egalitarian in nature.

Léad
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Exclusive

RBC adopted the Great
Place to Work benchmarks in
Canada more than 6 years ago.

Today, RBC is happy to report
that 92% of their Canadian
employees are proud of being
part of RBC.

Building High-Trust Cultures and
Resilient Organizations

Great Place to Work understands that today’s increasingly
complex and demanding marketplace and accelerating pace of
change are compelling organizations to continuously adapt and
innovate. Organizational flexibility and resilience are required
to not only survive but thrive in these challenging times.

Workforces that are engaged, innovative, and adaptable — and
workplace cultures that foster these qualities — are integral to
organizational resilience. Great Place to Work conducts the
world’s largest workplace study, annually surveying over 7,200
organizations representing more than 11 million employees in
52 countries.

Understanding how employees perceive their workplace and
key relationships, with management, coworkers, and their jobs,
is central to building high-trust cultures that enable organiza-
tional resilience and superior business outcomes.

Global Research on High-Trust Cultures
and Great Workplaces

While trust is core to building great workplaces, we see signifi-
cant differences in how trust is manifest across diverse geog-
raphies and industries around the world.

Systematically identifying and sharing unique cross-cultural
insights on employee perceptions of the best workplaces and
corporate cultures in the world is what the Great Place to Work
Institute’s research is all about.

This global study provides a snapshot of the most current 2014
Great Place to Work Trust Index employee survey data from
over 600 of the Best Workplaces in North America, Europe,
Central America/Caribbean, and Asia.

12 Issue 15

Overall Trust Index’ Cross-Cultural Differences

The overall Trust Index (TT) score is based on the average of
employee ratings for all §8 standard statements comprising the
TT. This Index provides a broad picture of the levels of trust and
quality of relationships between management and employees,
employees and their jobs, and employees and their coworkers.

Overall Trust Index® Across Regions

North America Central Europe Asia
America/Caribbean

100%

75%

50%

25%

0%

Figure 1: 2014 Trust Index® results are strongest in Europe, followed by North
America. Tl scores are noticeably lower in the Central America/Caribbean
region and Asia.

Overall Trust Index®: Canada vs. US

100%

75%

50%

25%

0%

Canada us

Figure 2: Within North America, 2014 Trust Index® results are noticeably
stronger in the United States than Canada.

In order to gain deeper insights into cross-cultural differences in
trust at Best Workplaces, Great Place to Work dug deeper into
the global TT data by first analyzing the five core dimensions of

Exclusive

Credibility Respect

Supporting professional
development and
showing appreciation

Communications are open
and accessible

Competence in
coordinating human and Collaboration with employees
material resources on relevant decisions

Caring for employees as
individuals with personal lives

Integrity in carrying out
vision with consistency

Figure 3

trust and then the specific statements or questions that comprise
each dimension.

Trust Index Dimensions

The Trust Index (Fig. 3) is comprised of five core dimensions, each
containing sub-dimensions derived from the standard 58 state-
ments measured by the TT employee survey. The first three dimen-
sions — Credibility, Respect and Fairness — focus most directly on

relationships between management and employees and have been
found to be most strongly related to trust in the workplace.

Trust Index® Dimensions Across Regions

869 875 | B8%] 5%
= . 84%

100%

75%

50%

25%

Credibility Respect Fairness Pride Camaraderie

Central America/Caribbean

0%

Figure 4: Overall Trust Index® regional patterns are highly consistent for the
underlying dimensions of trust, i.e., strongest in Europe, followed by North
America, Central America/Caribbean, and Asia. One exception is on the Pride
dimension where Central American/Caribbean companies score slightly higher
than North American ones.

Fairness Pride

Balanced treatment forallin  In personal job and individual
terms of rewards

Absence of favouritism in
hiring and promotions

Lack of discrimination and
processes for appeals

) (

Camaraderie

Ability to be oneself

contributions Socially friendly and

In work produced by one's welcoming atmosphere

team or work group Sense of "family" or "team"

In the organization's
products and standing in
the community

Employees in Europe and North America see their organizations
as having higher trust cultures characterized by strong manage-
ment credibility, respect for employees, fairness in their manage-
ment practices and treatment of employees, pride at all levels,
and camaraderie or feelings of team and cooperation. Only on
Pride is the Central America/Carribean region more on par
with companies based in Europe and North America. Clearly,
companies based in Asia are lagging the other regions on trust.

Trust Index® Dimensions: Canada vs. US

89%

Credibility Respect Fairness Pride Camaraderie

100%

75%

50%

25%

0%

Figure 5: TI dimension scores for Canada and the United States are also
consistent with their overall Trust Index® results. The US Best Workplaces score
three to four percentage points higher than the Canadian on all five dimensions.
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Exclusive

For each of the geographies listed, the following charts display:

% Positive, i.e., the percentage of employees who rated a Tl statement using the two

favourable points of a five-point response scale

A Global, i.e., percentage-point difference between the global benchmark and geography

% Positive

O Above global benchmark by > 5%
O Above global benchmark by < 5%
O Below global benchmark by < 5%
O Below global benchmark by > 5%

% Difference from Global Benchmarks

Table 1: Top 10 Highest —
Scoring Statements Globally Global North | America/

Benchmark | America Caribbean Europe Asia
This is a physically safe place to work. 94 33 3.7 3.0 2.7
When you join the company, you are made to feel welcome. 92 1.6 2.1 3.9 3.4
I'm proud to tell others | work here. 91 15 -0.1 1.8 3.1
When | look at what we accomplish, | feel a sense of pride. 90 -0.4 3.5 0.8 -3.9
This is a friendly place to work. 90 3.2 3.3 4.6 -4.6
Management is honest and ethical in its business practices. 89 1.7 -0.9 3.4 -4.2
Taking Everything into account, | would say this is a great place to work. 88 0.6 -1.8 3.8 2.6
| feel good about the ways we contribute to the community. 88 1.7 1.5 0.5 3.7
People here are given a lot of responsibility. 88 2.5 0.7 4.2 7.4
Management is competent at running the business. 88 14 -0.7 27 3.4

% Difference from Global Benchmarks
Table 2: 10 Lowest Scoring —
Statements Globally Global North | America/

Benchmark | America | Caribbean Europe Asia
| feel I receive a fair share of the profits made by this organization. 68 13 2.5 5.9 -4.7
Managers avoid playing favourites. 71 2.6 -5.9 72 -3.8
People here are paid fairly for the work they do. 72 2.6 2.1 3.1 -3.6
Promotions go to those who best deserve them. 72 2.5 -4.5 4.8 2.8
Management involves people in decisions that affect their jobs or work 74 15 7.1 73 -1.8
environment.
People avoid politicking and backstabbing as ways to get things done. 77 1.9 -4.8 8.0 -5.1
Management does a good job of assigning and coordinating people. 77 1.8 (O 3.8 -6.3
Everyone has an opportunity to get special recognition. 78 2.4 -4.3 5.7 -3.7
People are encouraged to balance their work life and their personal life. 79 1.8 2.2 4.7 -4.3
Management delivers on its promises. 79 1.9 -4.4 6.3 -3.8

14 Issue 15

Exclusive

Trust Index Statements

Drilling even deeper, our analysis of the highest- and lowest-
scoring TT statements provide additional in-depth insights into
regional and national differences in corporate culture and manage-
ment practices.

The top 10 scoring TT statements (Table 1) globally reflect truly
great workplaces that are safe, welcoming, and friendly. People
are proud of their accomplishments, where they work, and their
employers’ corporate social responsibilities. Employees further see
their management as honest, ethical, and competent in running
the business.

Regionally, companies based in Europe score highest on all but
two of these top 10 TI statements: physically safe workplace and
corporate contributions to the community. Next in favourability
is the North American region, which scores below global bench-
marks on only one of the items: pride in accomplishments.

Central American/Caribbean companies score below global
benchmarks on most of these statements except for pride in
accomplishments, corporate social responsibility, and delegating
responsibility. Asian companies score lowest of all regions, particu-
larly on delegation.

The 10 lowest-rated TT statements (Table 2) globally include
employee concerns about fairness of rewards and recognition, i.e.,
fair pay and share of profits, fair promotions, and equal oppor-
tunity to receive recognition. Indeed, fewer than three-fourths of
employees globally feel managers avoid playing favourites. These
perceptions likely contribute to political and other divisive behav-
iours as well as concerns about work-life balance. Finally, ratings
of management effectiveness in involving, assigning, and coordin-
ating people, as well as delivering on commitments, are among the
10 lowest-rated items globally.

Regionally, companies based in North America, and especially in
Europe, score above global benchmarks on these 10 T1 statements.

Disclaimer

Indeed, European companies score over five percentage points
higher than the global benchmarks on six of these statements.

Central American/Caribbean and Asian companies score below
global benchmarks on all of these statements. Asian companies
score particularly low on TT statements regarding management
assignment and coordination of people as well as regarding people
playing politics and backstabbing,.

Key “Take Away” Messages

Great Place to Work’s global research highlights significant
cross-cultural differences in trust and best workplaces around the
world. Clearly, companies based in Europe and North America are
further along in their development of high-trust cultures and great
workplaces. Key differentiators for these organizations include:

Providing safe, welcoming, and friendly environments;

Promoting deep feelings of employee pride in accomplish-
ments and about their employers’ corporate social responsibil-
ities; and

Instilling employee confidence in the integrity and compe-
tence of their leaders.

Even on the lowest-rated statements globally, companies based
in North America, and particularly in Europe, outperform their
regional counterparts on fairness of rewards and recognition,
employee involvement, and management credibility in delivering
on commitments — all of which support less political and more
cohesive day-to-day behaviours.

At the same time the Great Place to Work global research provides
rich insights and a high-level roadmap for Central American/
Caribbean, and Asian companies striving to accelerate and sustain
their progress in advancing their development of high-trust
cultures and great workplaces. m
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The Impact
of High-Trust Cultures on
Key Performance Indicators

By Ron Grey and Oscar Cecena

Case Study

How employees perceive and experience their
workplaces and cultures clearly influences

business performance.”

Executive Summary: The Business Case for
High-Trust Cultures

The business proposition is clear: create and sustain high-trust
cultures and great workplaces — and reap the benefits of stronger
and more sustained performance results. While trust is core to
building great workplaces, we see significant differences in how
trust impacts key performance indicators (KPIs), such as sales,
customer satisfaction, profitability, stock returns, employee turn-
over, absenteeism, illness in the workplace, and the like.

The Great Place to Work® Institute’s study of a large Canadian
retailer clearly demonstrates how trust in the workplace influences
KPIs as well as what specific culture-management practices are
most important in driving different aspects of business perform-
ance. Using advanced statistical analyses, such as correlations, key
drivers, and multiple regression, our study empirically demon-
strates the tangible business importance of trust in the workplace.
More specifically, it shows that:

* Highly significant relationships (ranging from .26 to .50)
were found between workplace trust and KPIs. For example,
the top 25% of retail stores on the Great Place to Work® Trust
Index® (TT) achieve greater sales performance than those at
the bottom quartile of the TI by seven percentage points. That
means that with a $100 million budget, the stores with the
most trust achieve $7 million more in sales than those with the
lowest trust.

* Various aspects of high-trust cultures and specific manage-
ment practices correlate more strongly with certain KPIs
than others. For example, the strongest predictors of illness
in the workplace are employee ratings of work-life balance,
physical safety, a fast-paced environment, and receiving
straightforward, honest feedback daily. In contrast, unit sales
per transaction correlates most positively with the delegation of
responsibility, whereas employee turnover correlates inversely
with flexible work practices (e.g., the greater the flexibility to
take off work when necessary, the lower the turnover).

How employees perceive and experience their workplaces and
cultures clearly influences business performance. Our research

provides empirical data and insights into which aspects of trust
and underlying culture-management practices most strongly
influence KPIs. In so doing, it provides a fact-based roadmap for
building high-trust cultures that drive those business results of
greatest importance.

Trust and Key Performance Indicators

At Great Place to Work®, trust in the workplace is defined in terms
of key relationships: those between management and employees,
employees and their companies and jobs, and employees and their
colleagues. We measure trust through the Great Place to Work®
Trust Index® (T1), a standardized employee survey administered
annually in over 7,200 organizations in 52 countries, representing
the voices of over 11 million employees — the largest workplace
survey in the world.

The focus of this research is on how trust in the workplace influ-
ences KPIs including:

* Sales vs. budget (total retail store sales vs. budget);

* Sales per hour vs. prior year (average hourly sales per store vs.
prior year);

* Units per transaction (average number of specific items sold
to each customer);

* Total employee turnover (percentages of voluntary and
involuntary turnover combined); and

* Customer service (store-level customer service perform-
ance on key criteria assessed through a monthly mystery

shopper program).
Overall Trust Index® and KPIs

The overall TT score is based on the average of employee ratings for
all 58 standard statements comprising the TI. The TT provides a
high-level picture of trust levels and quality of relationships in the
workplace. The following charts illustrate the relationship between
the TT and sales performance.
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Overall Trust Index® and Sales vs. Budget

40%

30% hd
]
é 20%
9] o L
[od ° . o
k) . g °
< 10% . . Q)
Cr:JS ° °
i . /.'/ ° L4
> 0% ® . ea, 0 e,
) ° °o° g ° L )
Q ° / ° ° ® .
3 — oo f] °

-10% .

-
-20%
40% 50% 60% 70% 80% 90%

Overall Trust Index®

100%

*** Significant at .001 level

Overall Trust Index® and Sales per Hour vs. Last Year

40%

30%
£ e o
7 20% ° 2 . .
v o ©
o o o ° o o
5 oo °® . .‘.__:_'__'___—__
o 10% ° ° —eoe ¥ | ° °
I — H oo % o $
g_ o ... .~ i * °
o 0% e
<
T
%]

-10%

-20%

40% 50% 60% 70% 80% 90%

Store Tl Quartile

Q1

Q2

Q3

Q4

Trust Index® Average

Overall Trust Index® and Sales KPlIs

Sales per Hr. vs.

100%

* Significant at .05 level

Tl Average Sales vs. Budget Last Year
87% 7% 14%
79% 9% 12%
70% -2% 10%
60% 0% 10%

18 Issuel6

Figure 1: Each point on the chart
represents a retail store’s overall Tl
score and its corresponding KPI results.

Notwithstanding certain “outliers”, the
stronger the trust levels, the stronger
the stores’ performance on this KPI, i.e.,
sales vs. budget.

The .49 correlation between Tl and

this KPl is highly significant at the .001
level, i.e., occurring by chance only 0.1%
of the time.

Figure 2: Although not as strongly
correlated with trust as Sales vs.
Budget, the relationship with sales
productivity, i.e., average hourly
sales per store vs. last year is also
statistically significant.

The stronger the trust levels the
stronger the stores’ sales productivity.

The statistical strength of this .26
correlation is significant at the .05 level,
i.e., occurring by chance only 5% of

the time.

Table 1: This table illustrates the
business impact of Tl/sales KPI
correlations. The top Tl quartile (Q1)
stores achieve 7% above budget annual
sales vs. on-budget performance for
the bottom scoring Tl quartile.

The top quartile stores further achieve
14% sales productivity gains over

last year vs. only 10% for the bottom
quartile stores.

Case Study

These results translate into significant gains in sales performance
as a function of higher overall trust levels in the workplace. For
example, on a $100 million annual sales budget, top quartile TT
stores would contribute $7 million more in sales than the bottom
quartile stores. Growth in sales productivity would be 4% greater
per hour in the top quartile TT stores.

Overall Rating as a Great Place to Work and KPIs

The final question in the Great Place to Work® TT standard
employee survey assesses employee perceptions of their company
as a great place to work overall. It is an important “barometer” of
the general trust levels within the organization, taking everything
into account.

Overall Workplace Rating and Sales vs. Budget
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Overall Workplace Rating and Sales per Hour vs. Last Year
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Rating as a Great Place to Work and Sales KPlIs

Table 2: Here we can see that
employees’ perceptions of their

Sales per Hr. vs.

Store Tl Quartile Tl Average Sales vs. Budget Last Year company as a great place to work

have a particularly powerful impact on

Ql 96% 8% 14% sales KPls.

Q2 84% 9% 7% The top quartile stores on this
statement achieve greater sales

Q3 72% 1% 8% productivity than the bottom quartile
stores by 10 percentage points,

Q4 50% 1% 49 and greater sales vs. budget by
9 percentage points.

These results translate into significant gains in sales performance as
a function of stronger employee perceptions of their company as a
great workplace.

Significant Relationships between Trust and KPIs

Our research identified over a third of TT statements that correlate
with sales vs. budget at the .0o1 level of significance and many

others that are statistically significant at lower levels. Similar
patterns were identified for sales per hour, although they were not
quite as strong as they were for sales vs. budget.

Our research further identifies statistically significant correlations
between various dimensions and elements of trust on the one hand
and additional KPIs on the other. These correlations are summar-

ized in the following table:

Rating as a Great Place to Work and Sales KPlIs

Trust Index®

CREDIBILITY

Management is honest and ethical
Management delivers on commitments

People given lots of responsibility
RESPECT

Physically safe workplace

Physically safe workplace

Work/life balance encouraged

Fast pace is our nature

Straight and honest feedback provided daily
Flexibility to take off work when necessary
FAIRNESS

People treated fairly regardless of gender
Receive fair share of profits

PRIDE

CAMARADERIE

KPI Correlation Significance
Sales vs. Budget .50 .001
Sales per Hour .27 .05
Customer Service .34 .01
Customer Service .26 .05
Units per Transaction .29 .01
Sales vs. Budget 49 .001
Sales per Hour .30 .05
Customer Service .33 .01
Illness -.50 .05
Illness -.50 .05
Illness .51 .05
Illness -.50 .05
Employee Turnover -.33 .01
Sales vs. Budget A7 .001
Customer Service .32 .05
Customer Service .25 .05
Sales vs. Budget 47 .001
Sales vs. Budget .38 .001
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Key Drivers Analysis and Workplace Transformation

The correlation analyses highlight those aspects of trust in the
workplace and underlying management practices that are most
important in influencing key business results. However, developing
a strategic roadmap for workplace transformation requires much
more. For one, organizations striving to become best workplaces
need to systematically assess their key internal strengths and
opportunities for development.

By analyzing employee perceptions of key culture-management
practices and their correlations with KPIs, Great Place to Work®
conducts Key Drivers Analysis (KDA) for guiding workplace
transformation. Specifically, KDAs quantitatively identify:

* Key workplace strengths — Those aspects of the workplace
that not only score highest on the TT relative to Best Work-
places benchmarks, but that also have the strongest impact on
business results, i.e., KPIs, as determined by the correlation
analysis; and,

* Key workplace opportunities — Those aspects of the work-
place that score lowest vs. Best Workplaces benchmarks while
also having the strongest impact on business results.

Culture Management Practices
From a management perspective, TT results can be analysed to

guide organizations in achieving organizational objectives, motiv-
ating employees to give their personal best, and working together

Overall Rating and Culture-Management Practices

1. Primary Development
Opportunities

Higher

Celebrating .
Inspiring ° Car.mg
L]

Sharing
L]
Listening
L]

Thanking
L]

Speaking
L]

Developing
L]

Impact on Great Place to Work

Hiring
(]

3. Secondary Development
Opportunities

ower

Lower % Positive Higher

2. Primary Strengths

4. Secondary Strengths

as a family/team. These strategic aims are driven by the following
nine management practice areas.

Achieve organizational
objectives

Inspiring

Thanking

Listening ‘ . Speaking
N

Work together as Give their
a team/family personal best

Figure 5

Applying this framework, the following two KDA charts present
the TT results from a culture-management perspective.

Figure 6: This KDA chart provides a high-level roadmap
for strengthening employee perceptions of the
Canadian retailer as a great place to work. For one, the
company should maintain and build upon its primary
strengths of celebrating and caring.

In parallel, it should focus on implementing

actions needed to address its priority development
opportunities, especially the primary ones of inspiring,
sharing, and listening.
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Sales vs. Budget and Culture-Management Practices

1. Primary Development 2. Primary Strengths Figure 7: When it comes to sales vs. budget, no high-

Opportunities

Higher

Listening
L]

® Inspiring

Sharing
L]

Impact on Sales vs. Budget

Celebrating .
. Caring
L]

Speaking
L]

Hiring
L]

3. Secondary Development

Lower

Lower % Positive Higher

Drilling more deeply into the specific TT statements that comprise
these culture-management practice areas, provides even greater
insights into organizational priorities for building a great work-
place and enhancing specific business results.

Key Takeaways

Our research emphatically underscores the business case for high-
trust cultures by empirically linking trust in the workplace to key
business results. It provides strategic insights into those specific
aspects of trust and culture-management practices that are most
significant in driving enhanced performance for different KPIs,
including retail sales vs. budget, sales productivity, customer
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Opportunities 4. Secondary Strengths

impact culture-management practices were identified
as current strengths.

Indeed, those management practices having the
greatest impact on sales growth score weakly on
the Tl and, hence, should be the primary focal points
for development.

In essence, this organization’s workplace
transformation strategy should focus on shifting
its primary development opportunities into
primary strengths. Making this happen will require

systematically strengthening its practices for listening,

inspiring, thanking, and developing employees.

service, units per transaction, illness in the workplace, and
employee turnover.

However, what's most important for influencing one KPI is
not necessarily the same for influencing another. Hence, a
more sophisticated, “differential” approach vs. a “one-size-
fits-all” approach is called for in driving various measures of
business performance.

Our research further illustrates the power of KDA for change
management. Specifically, KDA helps organizations to transform
culture in those management-practice areas that are needed most
in building a great workplace and in enhancing specific KPIs that
are most significant to success. m

Impacting lives...
making a difference to
young people’s futures.

Ty

Win4Youth is an internal initiative involving all Adecco employees
around the globe. It is one of the strategic pillars of our Corporate Social
Responsibility and revolves around colleagues and invited clients taking
part in sports activities to raise funds for international youth projects.

better work, better life adecco.ca




LEUERAGING LEGISLATION,
EMPLOYEE CONCERNS,
AND RNOWLEDGE GAPS TO BECOME

A BETTER WORRPLACE 4

BY CORY BOYD

Legal

S A LAWYER WHO SPECIALIZES in workplace investigations,

I am often contacted by organizations when they have an

issue in the workplace and are seeking to have the concern
addressed so that they can “return to normal”. While such a
response is often enough to meet legal and policy requirements,
it can be a missed opportunity as well. Over the years, I have
had the opportunity to work with and observe organizations
that use challenges as opportunities for learning, allowing
them to improve the workplace for their employees in a variety
of ways.

FIND WAYS TO TURN OBLIGATIONS
INTO OPPORTUNITIES

Ontario Regulation 429/07 (Accessibility Standards for
Customer Service) came into force on January 1, 2008 and
became the first standard contained in the Accessibility for
Ontarians with Disabilities Act (AODA), S.O. 2005 to become
a regulation. It created an obligation for organizations oper-
ating in Ontario to establish a policy designed to ensure that
persons with disabilities were able to access goods and services
in a manner that takes into account their disabilities. It also
established a training requirement for employers relating to
the regulation. While many organizations saw the regulation
as a burden and sought to perform the minimum necessary to
achieve compliance, others took the opportunity to provide
their employees with a meaningful learning opportunity that
would assist them in their interactions with customers.

One large organization with which I worked engaged their
customers with disabilities in focus groups and other consulta-
tions in order to directly ask them how they could be better
served. This information was then reflected in the organization’s
policies and training programs, ensuring that their employees
were optimally equipped to not only meet the expectations of
the regulation, but also the specific needs of their customers.
Another organization, a mom-and-pop shop with only a

few employees and limited interactions with customers with
disabilities, decided that, despite those limitations, they would
have all of their employees receive detailed, in-person training
to broaden their understanding of disability issues.

As new training deadlines approach under the second regulation
flowing from AODA, employers should consider the associ-

ated requirements as genuine learning opportunities as well as
opportunities to demonstrate their commitment to employee
development and to better recruit and retain candidates with
disabilities who, despite their talents, may feel excluded by
other organizations.

TARE CONCERNS SERIOUSLY, REGARDLESS
OF THE SOURCE

Most organizations are well aware that when employees raise
complaints under their policies, such as complaints of discrimina-
tion or harassment, they are expected to conduct an investiga-
tion to determine whether the allegations can be substantiated.
However, not all issues are raised through the traditional means
of a written complaint. When organizations are open to being
made aware of concerns through non-traditional means, such as
anonymous or whistleblower complaints, and they take action
based on those concerns, the outcomes can be extremely positive.

Responding to anonymous complaints can be a challenge because
it is often difficult to know where to start or how to design

your process. With that said, there are assessment tools, such

as employee surveys, focus groups, or interviews with random
employee samples, that can help an organization determine
whether there is any validity to the claims. I have used such tools
with organizations that have received anonymous complaints
about management behaviour or corporate processes, and these
assessments sometimes uncovered a wealth of information that
supported strong organizational and personnel changes, aligning
the organization with its goals and values. Even when the process
did not uncover specific evidence to support a complaint, a
strong message was sent to employees that the organization takes
employee concerns seriously and recognizes that there are reasons
why employees might be wary of a more formal complaint process.

TAP INTO THE EXPERTISE
THAT EXISTS WITHIN YOUR ORGANIZATION

When a good employer identifies a knowledge or skills gap within
their organization, they will seck an outside expert to come in and
provide the necessary training to their employees. However, a great
employer will seek to integrate the existing knowledge of their
employees into the training so as to ensure that the knowledge

gap is filled with expertise that is relevant and realistic within the
context of the organization.

One way of ensuring such training is effective is to take a proactive
role in its development. An external trainer will often know a

lot about their area of expertise, but have less knowledge about

the organization’s resources, business practices, or sector-specific
obligations. By working with the trainer in advance of the training
session, an organization can ensure that the message is tailored

to meet the specific needs of the employees, which will also

ensure the employees are engaged by the session. I have facilitated
training sessions where participants identified as subject matter
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Legal

l FlI.LUUJIﬂG AN INCIDENT OR AN INVESTIGATION, REGARDLESS OF
WHETHER THERE WERE FINDINGS OF A POLICY VIOLATION, IT CAN BE A
MISTAKE TO ASSUME THAT THINGS WILL RETURN TO NORMAL..."

experts were called upon to deliver small sections of the material —
an approach that was appreciated by the other participants and
which helped them relate to the material. Seeking trainers who
utilize a variety of pedagogical methods in their interactive
sessions will also ensure employees get the most out their training.

A WORKPLACE
WILL RARELY RESTORE ITSELF

Following an incident or an investigation, regardless of whether
there were findings of a policy violation, it can be a mistake

to assume that things will return to normal and that relation-
ships will improve. Investigations, while often necessary, can be
disruptive and lead to hard feelings or even factions within work
teams. These feelings do not just go away once the investigation is
complete. Organizations that actively manage a workplace restora-
tion process can address such strife, clarify behavioural expecta-
tions, and improve the morale of the impacted team.

Following a complaint that was substantiated by an investigation,
it is typical for the respondent to the complaint to face some form
of discipline. Respondents are often required to review relevant
policies before returning to work as well. While these actions can
be useful, I have observed great successes where organizations have
gone one step further, providing the respondent with one-on-one
coaching to develop real strategies for preventing future incidents.
While delivering these sessions, I have often noticed a pronounced
difference in an employee’s approach to returning to work because
we developed specific steps for them to take should they find
themselves in similar circumstances again. In some instances,
coaching can also be offered to the complainant on a voluntary
basis if it appears that they could use assistance in asserting their
rights or navigating challenging situations.
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Furthermore, organizations that wish to restore their workplaces
may choose to bring the involved parties together for a facilitated
discussion before asking them to work together again. Such meet-
ings, typically voluntary for the complainants, can involve apolo-
gies, work planning, or strategies to diffuse future tension.

concLusion

No workplace is ever free of problems, but the hallmark of a
high-functioning organization is its willingness to take on chal-
lenges — whether they arise out of legislation, employee concerns,
or knowledge gaps — and to turn those challenges into opportun-
ities to develop their employees’ skills and knowledge with the goal
of improving the workplace experience. m

Join the
Movement!

Great Place to Work® is now accepting registrations
for the 2015 list of Best Workplaces in Canada. It's easy
to participate.

Step 1
Register Your Organization. Visit us online at www.greatplacetowork.ca or
call our toll-free number (866) 712-0630 for more information.

Step 2

Employee Survey. Great Place to Work® will administer an employee survey
that measures the levels of organizational trust. This is the most heavily
weighted element in selecting companies for the list.

Step 3

Culture Audit. As part of this process, you will be required to complete
a detailed questionnaire about your organization’s people policies
and practices.

If you aren't quite ready to compete for the list, you can still benefit from a
Trust Index® assessment. Ask about related services, training, focus groups
and consulting support.

(866) 712-0630

www.greatplacetowork.ca




Interview

The Road
to Workplace Success

How VW CREDIT CANADA CONTINUES TO MAKE
THE GREAT PLACE TO WORK® LIST

Although offering customers affordable
solutions to finance or lease their Volkswagen
or Audi purchases is the core of VW Credit
Canada, Inc.s business, they are the first to
admit it is not the only component of their
success as a company. Thrice honoured by
the Great Place to Work® Institute, VW Credit
Canada, Inc. has shown they understand
the importance of gaining and leveraging

With Staci Carreiro
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A high level of employee trust is the common denominator
among all Great Place to Work® winners. Trust is comprised of
credibility of management, the level on which employees feel
they are respected, and employees’ perceptions of fairness in
the workplace. Which of these elements was the most chal-
lenging to optimize and why? Furthermore, what actions did
you take to improve it?

The element of fairness is the most challenging. Whether
something is deemed fair or not is determined by the individual;
it is not something that can be easily measured or observed.
However, having good communication between employees and
managers is critical. By communicating in an open and trans-
parent manner, and allowing for employees to ask questions,

. you get an exchange of ideas and an opportunity to address any
e il i
o

'l'.".';'_ L5

misperceptions or misunderstandings.

Early on in our Great Place to Work® journey, we conducted
employee focus groups. We wanted to gain a better understanding
of the results and what the employees were perceiving. We noticed
that a lot of the issues brought forward related to communication.
We discovered how misunderstandings can easily turn into situa-
tions that are perceived as unfair.

In response to these findings, we have implemented quarterly town
hall meetings that allow employees a question-and-answer period
to address any concerns or queries that they may have. Addition-
ally, for those that do not wish to ask their question in front of

their peers, we have created an anonymous survey link where

employee trust for improved business
results, and as a client of Adecco’s, they were
happy to share their insights with us. We
spoke with Staci Carreiro, Manager, Human
Resources and Training at VW Credit Canada,
Inc., to learn how they achieved - and
maintain - their status a
B A

O)rNe ()

employees can post their questions prior to the meeting. Finally,
we have established an Employee Advisory Committee, whose
members include a team of employees from all areas of the busi-
ness to meet on a regular basis to discuss any issues in the work-
place. Employees can also take part in our Quarterly Employee
Roundtable, where they discuss issues related to the workplace

directly with the President and CEO.

Although you've achieved success with all three elements
of trust, which one do you feel stands out the most for your
organization and why?

The key is communication, but management must also be seen as
credible and able to lead the organization. Employees must feel
that their managers have confidence in them to do a good job
rather than feel they have to look over their shoulders. They must
also feel that their management team is competent in leading

the business. We have an aggressive strategy to be the number
one automotive finance company in Canada. To achieve this
goal, a detailed strategy has been communicated to all employees
and key activities have been cascaded down and linked to their
yearly objectives.

Management must also be approachable and be ready to listen
should employees have concerns they wish to voice. One of the
first things I discovered when I joined this organization is that
titles and position do not interfere with openness and approach-
ability. That means everyone is approachable, all the way up to
senior management.
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We have a clear strategy for the future

to be number one, not only from a
business perspective, but also from an .
employee perspectlve

What key best practice do you feel sets your organization
apart when it comes to nurturing employee trust?

Employee feedback is critical to us and helps shape initiatives and
policies that affect our employees’ workplaces. Employee surveys
are reviewed and action plans are created. We ask for their feed-
back and want them to know that we want to act upon it wherever
we can. Having employees take part in these conversations and
come up with ideas to improve their workplaces demonstrates that
we are all in this together; that we’re in a partnership. We want to
reinforce that their opinions matter.

We have created an Employee Advisory Committee that looks
at the Great Place to Work® Trust Index® results in depth. The
committee has recently made some recommendations based on
their analysis of the data and have presented them to our Senior
Leadership Team. We are working with this team on reviewing
and updating our current employee recognition program,
addressing some of the concerns raised with regard to the award
and the selection process.

How does your management team foster feelings of
respect and collaboration among the teams and individuals
they manage?

Having an open-door policy allows for open dialogue, irrespec-
tive of a manager’s title or position within the organization. Town
hall meetings, along with the Quarterly Employee Roundtable
discussions, also encourage open communication. Within our
Ajax location, group lunches have been organized for the entire
office, which allows for everyone to come together as a team. It
also acts as an informal platform for leaders to get to know their
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teams as well as other employees. By allowing for opportunities to
communicate and exchange ideas, we feel the level of collaboration
increases and that employees are provided with a sense that what
they say matters to the organization.

Please provide us with an example of an action or initiative
taken by just one employee that was eventually championed
by your organization, adopted into your policy, and/or became
part of your organization’s standard practice.

In our performance reviews, half of the overall result is based on
the attainment of business objectives, and the other half is based
on what we call “strategic behaviours”. Not only do we evaluate
what you accomplish, but also the way you accomplished your
objectives. One employee came to see me one day and shared with
me that he felt the strategic behaviours could not be evaluated
objectively and that, therefore, it was not clear how the evaluation
process could be seen as fair. My sense was that this individual’s
opinion was not isolated, so we created team action meetings
around how to evaluate these strategic behaviours. First, we asked
the managers from both of our locations to meet and discuss what
these behaviours meant to them. Once we had a common under-
standing of this process, we created an example of how employees
in their areas could demonstrate this behaviour in their everyday
work. We then met up with each team and went through the
same exercise. The manager then became the subject matter expert
and evaluated each of the examples provided by the teams. This
exercise generated some great discussion and helped to clarify and
manage expectations. At the end of each team session, each group
received a summary of the examples provided and that document
could be used for end-of-year discussion as a tool to calibrate their
performance reviews. We received positive feedback and, anec-

dotally, we heard from some managers about how this process has
facilitated the performance review discussions.

How has building trust in your organization impacted your
business results?

The organization participates annually in the J. D. Power Dealer
Satisfaction Survey, which measures the satisfaction of our dealer
partners. This year, for the first time in its history, VW Credit
Canada placed number one in the floorplan financing category
and number two in the retail financing and leasing categories.
These results can be directly attributed to the efforts of our
employees. Having an engaged team working towards a common
goal and trusting in one another to get the job done has allowed us
to achieve these unprecedented accomplishments.

What changes have you noticed in your workforce since
making the improvements that helped land you on the Great
Place to Work® list?

There is an increased sense of pride and passion. It was there
before, but I feel that it is more palpable now. We have a clear
strategy for the future to be number one, not only from a business
perspective, but also from an employee perspective. Great Places to
Work® has allowed us to focus efforts on improving our workplace
by providing some direct and honest feedback from the employees.
In the past three years, we have been fortunate enough to be a part
of the so Best Workplaces in Canada. Employees want to contribute
to this effort and strive to be the best. It has become part of our
corporate DNA.

When another organization also makes the Great Place to
Work® list, how does that influence your perception of them
and your desire to do business with/cooperate with them?

VW Credit Canada wants to partner with other organizations that
make the list. It is important because Great Place to Work® is the
benchmark when it comes to employee engagement and satisfac-
tion. Those that make the list are truly committed to creating a
great workplace, and that translates into the way they manage their
employees. Great workplaces create an engaged workforce and

that is who we want to partner with in business. Adecco is a great
example of one such long-standing partner. m
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Adecco Kelelile

The Adecco Group delivers an unparalleled range of flexible staffing and career resources
to clients and job seekers through our distinct and specialized brands.

better work, better life

FiVo[Ydee] Professional

better work, better life

¥i%o Yo} Finance

better work, better life

@@ @ Holloway
J:‘ Schulz

& Partners
@

ROEVIN

A Division of Adecco

Adecco is the world leader in human resource solutions with over 50 years of experience and 5,500
offices worldwide, including over 50 branches located in Canada alone.

Adecco is a full-service staffing firm with professional business lines of expertise that include Office
& Administration, Accounting & Finance, Marketing & Sales, Engineering & Technical, Information
Technology, Human Capital Solutions and many others.

adecco.ca

Adecco Professional is a leader in femporary and permanent recruitment and the placement of top
talent. Specializing in organizational leadership and support positions in HR, Sales, Legal, Office
Administration, and more, Adecco Professional leverages job market insight and niche industry
expertise to find employers their best-fit candidates.

adecco.ca/professional

Adecco Finance specializes in the temporary and permanent placement of premier finance, accounting,
and bookkeeping professionals. Boasting recruitment consultants who specialize purely in the Finance
and Accounting fields, Adecco Finance identifies not only the most skilled individuals, but those who
best mesh with clients’ unique corporate cultures.

adecco.ca/finance

A great business starts with great people — people who are committed to focusing on results and
who deliver outstanding customer satisfaction. With 40 years of professional recruitment experience,
Holloway Schulz & Partners offers an extensive resource network to identify and attract high-calibre
candidates to your organization.

hollowayschulz.ca

Roevin is one of Canada’s largest Engineering, Technical and IT employment providers, specializing in
the supply of construction and operations management, skilled engineering, technical, IT, and trades
personnel. With more than 35 years of experience, Roevin is the tried and trusted partner in managing
the complete process of connecting the best people with the right businesses.

roevin.ca




