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Today’s volatility makes the manager’s job more difficult 
than ever…

Globalization

Recession 

Doing vs. managing Employee development

Personal development

Performance management

Layoffs

Diversity

Effective communication Recognition

Goals and results

Conflict resolution

Resource constraints Engagement

Retention

Career paths
Senior leadership
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…And they must manage through the “new deal”

Personalization

The 
New Deal

AgilitySelf-
Reliance
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Seven steps to improve manager effectiveness and engagement

11 managers are employees first

22 eliminate excuses for managers to communicate

33 give managers the big picture

44 help managers capitalize on engageable moments

55 good managers need good leaders

66 invest in manager development

77 measure manager effectiveness
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1. Managers are employees first
Focus on driving manager engagement
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What is engagement? 

HEADS HEARTS

HANDS

Engagement

They have an emotional 
attachment to the 

organization

They have a rational 
understanding of the 
organization’s goals

They are willing to go the 
extra mile to help the 
organization succeed

Employees are engaged when…

1. Managers are employees first
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How does engagement impact the bottom line?

Source: Towers Watson

Three-year Study of 40 Global Companies
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1. Managers are employees first
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This is an opportune time to be paying attention to what 
drives manager engagement

1. Managers are employees first

Strategic direction and leadership.
Customer focus.
Clear communication.
Feeling valued as an individual.

Excel in these areas to increase manager 
productivity and lower manager turnover

Source: Towers Watson’s 2008/2009 WorkUSA
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What brings managers in the door…and drives them out

1. Managers are employees first

Top three reasons managers 
joined

1.  Nature of work

2.  Job security

3.  Base pay

Top three reasons managers 
would consider leaving

1.  Stress

2.  Base pay

3.  Work/life balance

Identify 
stressorsstressors of 
managers 
and work to 
remove them 
in order to 
retain

Source: Towers Watson’s 2008/2009 WorkUSA
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High vs. low manager engagement – they define stress 
differently

Managers with High Engagement

1.  Work group environment (lack of teamwork/ support, 
inadequate staffing, uneven workload/ performance in 
group)

2.  How the job is defined (unclear or conflicting 
performance expectations, excessive workload, 
performance in group)

3.  Company culture (expectation of availability during 
non-work hours, tendency to avoid accountability, 
assign blame to others)

1. Managers are employees first

High engaged managers are stressed stressed 
when they can’t get their work done

Source: Towers Watson’s 2008/2009 WorkUSA

Managers with Low Engagement

1.  Leadership (lack of confidence in organization 
direction, lack of credibility)

2.  How the job is defined (unclear or conflicting 
performance expectations, excessive workload, 
performance in group)

3.  Supervisor (lack of support, lack of feedback, poor 
communication, not keeping promises)



towerswatson.com
© 2010 Towers Watson. All rights reserved. Proprietary and Confidential. For Towers Watson and Towers Watson client use only. 

11

2. Eliminate excuses for managers to communicate
Communication is key when the going gets tough
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How does effective communication impact the bottom line?

Return on Investment by 
Communication Effectiveness
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Low communication 
effectiveness
High communication 
effectiveness

Effective Communication is a Leading Indicator of Financial Performance

Source: Towers Watson 2009/2010 Communication ROI

2. Eliminate excuses for managers to communicate

$100 
invested
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What do the best do better?

Effective communicating firms are more likely to…

0
1
2
3
4
5

Use social media Have a clearly
defined EVP

Train managers to
lead through

change

Use branded
approach to talk

about
compensation and

benefits
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Source: Towers Watson 2009/2010 Communication ROI

2. Eliminate excuses for managers to communicate
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During times of change, managers play an important role

27%

29%

22%

18%

73%

73%

64%

61% Managers 
take the 

initiative to 
keep 

employees 
engaged in 
tough times

HIGH COMMUNICATION EFFECTIVENESS LOW COMMUNICATION EFFECTIVENESS

Dealing openly with 
resistance to change

Addressing the needs 
and concerns of 

remaining employees

Supporting the executive 
management vision 

through their actions

Increasing 
communication with 

employees

2. Eliminate excuses for managers to communicate

Source: Towers Watson 2009/2010 Communication ROI
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The most effective companies invest in preparing 
managers to communicate  

HIGH COMMUNICATION EFFECTIVENESS LOW COMMUNICATION EFFECTIVENESS

Change 
management 

training

Communication 
training 34%

35%

47%

50%

2. Eliminate excuses for managers to communicate

Source: Towers Watson 2009/2010 Communication ROI
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3. Give managers the big picture
Treat managers as a special audience
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Reinforce line of sight through performance management

17%

82%

88%

69%

23%

19%

Disengaged Employees
Engaged Employees

Clearly linking individual goals to business 
goals and strategy

Providing feedback performance relative to 
the new expectations

Revising goals linking them to the 
organization's revised business objectives

How effective is your organization at the following:

Source: Towers Watson’s 2009 Strategic Rewards

3. Give managers the big picture
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Treat managers as a special audience

InformInform managers frequently and consistently

ProvideProvide managers with tools and resources

SupportSupport managers to deliver the vision through 
communications and actions

MeasureMeasure managers’ perceptions of communications, 
tools, and resources

Communication is critical to give managers confidence in the strategic 
direction and leadership of the company

In turbulent times ….

3. Give managers the big picture
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Highly effective communication leads to more effective 
managers

4%

18%

10%

15%

9%

21%

29%

46%

65%

59%

71%

49%

65%

73%Supporting the executive management 
vision through their actions

Enthusiastically implementing new 
approaches to work

Helping employees with career 
development

Providing feedback to employees 
about their job performance

Providing employees with rationale 
or context for changes in strategy or 

in the organization

Communicating with employees 
overall

Promoting the employee value 
proposition

HIGH COMMUNICATION EFFECTIVENESS LOW COMMUNICATION EFFECTIVENESS

How effective are your managers in performing the following behaviors:

Source: Towers Watson 2009/2010 Communication ROI

3. Give managers the big picture
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4. Help managers capitalize on engageable moments
Recognize those important moments
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Critical juncture for maintaining and 
building engagement

Using situations, practices, and programs 
to drive engagement in a planful and 
ongoing manner

Engageable 
Moments

Engageable 
Moments

Continuous 
Engagement

Continuous 
Engagement

Managers can create a state of continuous engagement 
by leveraging engageable moments

4. Help managers capitalize on engageable moments

Source: Towers Watson’s 2008/2009 WorkUSA
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When do engageable moments occur?

Managers that seize the opportunities of engageable moments 
can change the employment experience of their people

Onboarding

Coaching and mentoring

Performance management discussions

Communication

Training and development

4. Help managers capitalize on engageable moments

Source: Towers Watson’s 2008/2009 WorkUSA
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Engageable moments are easy to find…managers just 
need to know where to look

TrainingOnboarding

Senior leadership communicationInformal networking

RecruitingEmployee surveys

Recognition programsCompany social events

Personalized communicationsCoaching and mentoring

Personal crisisChange management

Performance managementCareer development discussions

Ongoing performance feedbackBenefits enrollment

4. Help managers capitalize on engageable moments

Source: Towers Watson’s 2008/2009 WorkUSA
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5. Good managers need good leaders
New challenges require strong leadership
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High performing companies have more effective leadership

5. Good managers need good leaders

48%

46%

53%

61%

56%

50%

61%

66%Senior management actively 
communicates to employees

Employees trust senior 
management

Confidence in the job being 
done by senior management

Senior management behaves 
consistently with the core 

values

High performing companies All companies

Now more than ever, managers and employees want clear strategyclear strategy, 
goalsgoals, and frequent updatesfrequent updates on progress

Source: Towers Watson’s 2008/2009 WorkUSA
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It is critical for senior leaders to keep managers informed

Receive formal communication from senior management at least 
weekly (e.g., company-wide emails/voicemails, town-hall meetings)

Managers with 
high engagement

Managers with 
low engagement

57%

23%

5. Good managers need good leaders

Highly engaged managers are over 2x 2x more likely to hear from senior 
leaders at least weekly

Source: Towers Watson’s 2008/2009 WorkUSA
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—Visionary

—Affiliative

—Participative

—Pace-setting

—Coaching

High performing leaders have effective styles and 
competencies

Exhibit a broad set of leadership styles for 
varied team members and situations

Rely more on leadership styles that 
encourage dialogue such as:

Avoid styles like the DIRECTIVE style 
that shuts down dialogue

5. Good managers need good leaders
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6. Invest in manager development
Reap the rewards of improved performance
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The development challenge – new skills needed to lead in 
the new business reality  

1.1. Identify the new management competencies needed

2.2. Evaluate managers against new competencies

3.3. Create training and development plans based on gaps

4.4. Evaluate the impact of development plans on business 
performance

Highly engaged managers are 4.5x more likely to 
get more than a week of training

6. Invest in manager development

Source: Towers Watson’s 2008/2009 WorkUSA
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Where do employees turn for career advice?

Immediate supervisor 23% 8%

Network of contacts within the company 20% 8%

Employee’s research on the internet or other sources 19% 44%

External network of contacts 14% 21%

Company-provided resources or tools 13% 4%

People in the employee’s work group 11% 14%

High Engagement Low EngagementSource of Career Advice

The immediate supervisor is no longer the primary resource for 
career advice…where are your employees turning? 

6. Invest in manager development

Source: Towers Watson’s 2008/2009 WorkUSA
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Concept of “career ladders” is obsolete

Research shows that path to executive 
ranks is rarely a straight line

Traditional career progression is 
problematic in most organizations

Flatter structure
Longer time in position
Less mobility

Coaching, mentoring, and relationships 
are critical to career development

Expectations of generations in the 
workforce

6. Invest in manager development
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7. Measure manager effectiveness
Let managers know how they are doing
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Measure the “what” (achieving results) as well as “how”
things are done (competency growth)

0%

10%

20%

30%

40%

50%

60%

Only Measure
Achieving Results

Only Measure
Competency Growth

Measure Both

1999 – 2001 2002 – 2004 2005 – 2007

Source: Towers Watson Rewards Challenges and Changes Survey
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Provide feedback using a variety of tools

7. Measure manager effectiveness

Supports and assists the manager 
with their development plan, 
including problem solving and areas 
to focus on for action

Career development discussions

Enables managers to monitor and 
build engagement in their 
workgroups 

Employee engagement survey

Provides strengths and areas of 
opportunity in relation to core 
competencies

360 Degree Assessment
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Seven steps to improve manager effectiveness and engagement

11 managers are employees first

22 eliminate excuses for managers to communicate

33 give managers the big picture

44 help managers capitalize on engageable moments

55 good managers need good leaders

66 invest in manager development

77 measure manager effectiveness
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Questions?


