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We like to say we are revolutionizing the way companies 
handle their greatest assets, their people. In practically 
every company in the US, the 80/20 rule still stands. 
You can easily identify your key employees, the cream 
of the crop. So often though, employees outside 
the top performing 20 percent get looked at as 
underperforming, when really it’s just that they are in the 
wrong position. 

The hiring landscape is continually changing, as CEO, I 
felt that in my own company. Companies needed a 
hiring system that is a standalone predictor of future 
performance. 

The Core Hiring System reveals the kind of position a 
person is designed for based on their core unchanging 
nature, and then matches them to a position within 
a company where they will be a top performer. By 
optimizing the talent you have, and positioning you to 
only hire the right people, we are showing companies 
the effect of having a top performer in every seat. 

We dig in with our clients to understand each position 
based on specific revenue generating tasks to create a 
Job Blueprint. Then we use The Core assessment to go 
beyond a person’s skill, experience or even attitude and 
look at how they are hardwired to perform the tasks the 
position requires. We work alongside you to ensure that 
you only consider future top performers.

Our mission is a top performer in every seat, in every 
company.

From the CEO to the leadership team to the entry 
level position, a person doing what they are naturally 
designed to do has the power to rewrite the story; the 
story of your company, the story of your life.

From  
The CEO

Best Regards, 

Kathy Hartung, CEO

At The Resource we are 
passionate about our 
story and the stories 
of evolution our clients 
have to tell. 
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But hourly employees make up the very foundation of the modern 
organization. In an industrial environment, they produce and handle 
the business’s products. In an administrative setting, they make 
sure that the organization runs smoothly on a day-to-day basis. In 
customer-facing positions, they represent the business and are the 
first (and last) thing customers associate with their experiences with 
the company as a whole.

For these reasons, hourly workers, too, deserve to be on the receiv-
ing end of employee engagement strategies. They are the seldom-
acknowledged core of every organization: their work keeps the 
company running. With that in mind, management needs to develop 
and implement better strategies for engaging this group of workers. 

It’s time to stop taking hourly employees 
for granted. Despite the fact that hourly 
employees make up nearly 60% of the 
U.S. workforce, leaders tend to discount 
them when formulating employee 
engagement strategies.1 Together, the high 
turnover in hourly positions and the idea 
that hourly workers are a renewable (and 
replaceable) resource lead to management 
styles that outright ignore the needs of 
this group. Leaders instead focus their 
engagement efforts on salaried employees 
and often perceive that group as more 

“valuable” because of the greater time, 
effort, and costs associated with staffing 
those roles.

ENGAGEMENT
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MAKE WORK MEANINGFUL
Although Millennials have a reputation as the group that most priori-
tizes having a sense of purpose in their work, workers of all genera-
tions want their workplace contributions to be meaningful.2 But how 
can organizations cultivate that sense of purpose? 

Communication is key. Clear and explicit communication can 
bring employees (both hourly and salaried) on board with the 
organizational mission. Companies need to connect the dots for all 
employees between what hourly workers do on a day-to-day basis and 
how that contributes to the organization and to the world at large.

Sometimes that purpose is less tied to the organization than 
leaders would like, but that doesn’t mean it’s impossible to make a 
good connection with workers anyway. One Gallup study on factory 
workers found that this population didn’t care much for organiza-
tional mission but was motivated by the opportunity to give back to 
communities.3 Factories with a “local” mission saw employees exhibit 
greater engagement and ownership over their work. One step toward 
giving hourly workers meaning and purpose in their work is to ask 
them what they care about.

BUILD RELATIONSHIPS
Employees’ relationships with their colleagues play an immense role 
in shaping workplace engagement. (For example, people who have a 
best friend at work are more likely to feel positively about their per-
formance, the recognition they receive, and the meaning of what they 
do and therefore feel more engaged there.4) But the employee–man-
ager relationship is especially critical: as the old saying goes, “People 
leave managers, not companies.” When dealing with a population 
whose members could leave for even a slight wage increase elsewhere, 
managers (and management styles) can make or break the work expe-
rience for hourly workers.

Managers can reinforce this relationship just making themselves 
available—by proving that they value their employees by being 
around when it matters the most. I once worked for an organization 
with a factory that ran around the clock, and at least once a month I 
came in for the third shift to walk around the floor and let employees 
know that I was available if they needed me. Demonstrating support 
in such fundamental ways and showing care for employees can do 
more to strengthen the manager–employee relationship (and the 
employee–company relationship) than an e-mail or a generic newslet-
ter ever could.

GIVE THEM A SEAT AT THE TABLE
When strategizing and managing organizational change, leaders usu-
ally turn first to the salaried employees. But the hourly workers are 
the executors of the organization’s function and goals. They are the 
employees who know the business better than anyone else because 
they’re the ones getting things done every day. 

High-level strategic decisions often have the biggest impact on 
hourly workers, and this population is likely to have firsthand knowl-
edge of how to improve day-to-day operations and processes. If an 
organization claims to value knowledge but excludes this population 
from the problem-solving process, it’s deliberately neglecting to tap a 
rich vein of knowledge. Get them involved in the solution, too. 

Don’t just pull hourly workers aside for focus groups, take what 
they know, and use that knowledge to craft (and implement) solu-
tions without any further involvement from them. Give these em-
ployees the latitude to introduce on the ground level the changes they 
helped bring about. Employees learn the most through on-the-job 
experience and social sharing—which means that training protocols, 
employee manuals, and other formal education programs simply 
aren’t as effective as informal channels. Letting hourly employees be-
come champions of change increases the likelihood that the change 
will be meaningful and lasting.

When an organization claims to value employees but puts effort 
into engaging only its salaried workers, it’s ignoring a significant—
and vital—part of its population. Only by recognizing the value of 
hourly workers, too, can a company achieve the breadth of employee 
engagement that will help it to succeed. 

Rob Seay is the director of employee experience at Bonfyre. An accomplished Hu-
man Resources professional with proven leadership and management experience, 
he has worked with leading businesses in various healthcare, enterprise tech, and 
consumer goods industries such as Energizer Holdings, Covidien, bioMerieux, and 
Anheuser Busch Companies. Seay strives for building talented teams and maintains 
positive employee relations during times of tremendous organizational change.

1. Bureau of Labor Statistics. 2017. “Characteristics of Minimum Wage Workers, 2016.” BLS 
website, April, www.bls.gov/opub/reports/minimum-wage/2016/home.htm. 

2. David Lee. 2016. “Want to Boost Employee Motivation? All It Takes Is 
a Little ‘Show and Tell.’” TLNT website, February 3, www.tlnt.com/
want-to-boost-employee-motivation-all-it-takes-is-a-little-show-and-tell/. 

3. Denise Delahanty. 2015. “Factory Workers Don’t Care About Their Company’s Mission.” 
Gallup website, January 16, news.gallup.com/businessjournal/181175/factory-workers-
don-care-company-mission.aspx.

4. Gallup. 1999. “Item 10: I Have a Best Friend at Work.” Gallup website, May 26, news.gal-
lup.com/businessjournal/511/item-10-best-friend-work.aspx.
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But a reward actually includes more than just the salary paid to someone for 
doing his or her job. Unfortunately, that overly narrow view of reward dominates 
many managers’ thinking about employer–employee relationships. Companies that 
cannot expand their understanding of reward to encompass more than just a base 
salary are setting themselves up for a host of problems, both short-term and long-
term. They need to understand the implications that certain restrictions on wages 
can have for a company’s overall health.

When reevaluating the role of a reward, organizations need to consider the 
following points:

 · Wages and competitiveness are linked. Although this point is seldom ar-
gued, an organization’s specific comparative marketplace is a moving target. A 
salary that looks competitive today won’t be so tomorrow. So unless a company 
has a process for updating its pay rates, any competitive edge it gets based on 
wages will start to slip—and at an ever-increasing rate.

 · All costs rise over time. Too often, companies focus on their rising business 
costs and forget to consider that living costs, too, keep going up. When an 
organization freezes its pay levels, its employees will have an increasingly dif-
ficult time making ends meet and may seek higher wages elsewhere.

 · “Behavior rewarded is behavior repeated.” This old saying is worth repeat-
ing until everyone “gets” it. Companies that reward desired behavior (good 
performance) are likely to get more of it. Conversely, the lack of reward tends 
to encourage behavior that’s only average—or worse.

 · Companies that want a high-performance culture must pay for it. Employ-
ees who don’t receive equitable and competitive pay that’s linked to their job 
performance will turn in average performances. Self-motivation will sustain 
them only so long, and personal enthusiasm will eventually wane unless it’s 
bolstered by external (monetary) rewards.

 · Employees want their expectations met. Yes, employees expect to be 
paid a reasonable base salary for their work. But they also expect to be both 
acknowledged and rewarded (through pay increases) for making a continuous 

effort on the company’s behalf. No one will work well for very long with his or 
her pay frozen or without a guarantee of more money. (“Maybe” or “We’ll see” 
won’t cut it.)

 · Wages are a fundamental cost of doing business. Anyone who wants to op-
erate a business must be prepared to incur certain costs; otherwise, he or she 
shouldn’t bother trying to run a company. One of the most important costs is 
appropriate pay for the people who do the work that keeps the business going.

 · Commitments should be honored. Any organization that proudly claims to be 
a “pay-for-performance” company or believes that its employees drive busi-
ness success had better walk the talk. When employee trust is at stake, the 
company’s unwillingness or inability to fulfill its promises will ensure business 
mediocrity and possibly even a slow descent into failure.

 · Disgruntled employees can cause a great deal of harm. When employees 
start to say “Why bother?” the organization is in trouble. Dissatisfaction with 
management is both negative and infectious. When morale drops, productively 
slides as disengagement builds a low-performing culture. And when the break-
room talk focuses on opportunities elsewhere, turnover increases—especially 
among better performers who are in high demand in the marketplace.

Employees are important to the success of any organization. A company is 
asking for trouble when it treats its employees as an easily replaceable commodity, 
considers pay as a cost that should be reduced (rather than as an investment 
in its future), and thinks of its employees not as people but as cells within a 
spreadsheet or blocks on an organization chart. The old saying “You reap what you 
sow” rings especially true here: a company that fails to implement a proper pay-
for-performance program that regularly recognizes and rewards job performance is 
sowing the seeds of its own demise.  

Chuck Csizmar is the founder and principal of CMC Compensation Group, an 
independent global consulting firm that helps companies manage the effective and 
efficient utilization of financial rewards for their employees. He can be reached at 
ccsizmar@cmccompensationgroup.com.

Why Reward
Employees?

BY CHUCK CSIZMAR

At first glance, the title of this piece is a question that 
doesn’t seem worth asking. After all, isn’t the answer 

obvious? Doesn’t every organization reward its employees for 
their work?
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In many companies (especially those 
that are desirable workplaces), very few 
of the candidates who apply for jobs 
actually get interviews. So what happens 
to those who don’t? Unfortunately, the 
transition to Internet-based job-seeking 
has made the candidate experience even 
more impersonal, often to the point that 
it leaves candidates feeling overlooked 
or completely ignored. In fact, in one 
CareerBuilder study, 45% of job seekers 
reported that lack of response from 
employers was what bothered them most 
about the job-seeking process.1

Today, any organization that wants to enhance its employer brand 
and streamline the recruiting process should focus on providing a 
good candidate experience to all job seekers who come its way. To 
accomplish this, a company needs to implement practices to make job 
seekers who take the time to apply feel that the firm has given them 
sufficient attention, even when they don’t get the job (and perhaps not 
even an interview).

It’s important to consider the experiences of unsuccessful candi-
dates for several reasons:

 · They may become successful candidates at the same company in 
the future.

 · After a poor candidate experience at a particular firm, they may 
tell other candidates (via Glassdoor, industry-specific message 
boards, other online outlets, or in-person conversations, for 
example) not to apply there.

 · A poor candidate experience may make them less likely to become 
clients of that company or to refer other potential customers there.

People now expect employers to treat candidates as they treat con-
sumers. In particular, this means being responsive to candidates and 
not ignoring them. As Gerry Crispin, founding member of the Talent 
Board and expert on candidate experience, put it, “There’s absolutely 
no excuse for not telling someone they didn’t get the job or thanking 
them for applying. You’ve got to be able to do that—and, at the very 
least, technology makes it easy to automate this.”2

But a stiffly worded form letter that concludes with “Do not 
respond to this e-mail,” for example, may not leave candidates with 
a good impression that can help an organization build its talent 
network. On a whole, the recruiting space is not doing enough to 
improve the candidate experience for unsuccessful candidates. Ac-
knowledging and building relationships with some of them, though, 
can help companies turn unsuccessful (and even unqualified) candi-
dates into assets.

FIVE EASY WAYS TO BUILD RELATIONSHIPS WITH  
UNSUCCESSFUL CANDIDATES

 · At the very least, use recruiting automation software to thank 
everyone for applying. When possible, let them know a general 
timeframe for the hiring decision; this is one way to set expecta-
tions that are easily met, thus improving candidates’ ratings of 
their experiences. Go one step further and provide closure by 
automating the process of letting them know that they haven’t 
been chosen. 

Building Relationships with 

  Unsuccessful Candidates
BY ELIZABETH SILAS-HAVAS

They may forget what you said—
BUT THEY WILL

NEVER FORGET
how you made them FEEL.

—CARL BUEHNER

BUILDING 
RELATIONSHIPS
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 · Modulate the tone and wording of automated responses to match 
both the employer brand and candidate personas. (Based on 
interviews with both new hires and unsuccessful candidates, can-
didate personas are composite sketches of each of the candidate 

“types.”) These give everyone involved in recruiting for the orga-
nization a sense of who their target audiences are when crafting 
automated responses (and when creating other new communica-
tions and processes).

 · Ask candidates who have been eliminated to join the company’s 
talent network, database, opt-in newsletter list, or whatever ve-
hicle the organization can use to stay engaged with unsuccessful 
candidates and update them on openings for which they are better 
qualified (and at the same time stay on job seekers’ radars as their 
qualifications improve).

 · Tell the company’s recruiters to connect personally with candi-
dates on LinkedIn, where they can grow and maintain their talent 
networks by engaging their connections periodically (for example, 
through quick e-mail notes) and by inviting them to consider 
other opportunities. 

 · Give actual feedback whenever possible, especially to unsuc-
cessful candidates who not only applied but also took the time to 
interview. Leave them on a good note by giving positive feedback 
and mentioning that they just weren’t the right fit. Even when 
volume makes it impossible to offer detailed, individualized feed-
back, a formulaic response can still stay positive and emphasize 
the difficulty of the decision process.

ONE MORE SUGGESTION
The only thing more important than giving feedback is receiving it. 
Offer candidates channels through which to offer direct feedback 
(before they take their criticisms and insights elsewhere). Gerry 
Crispin suggests that companies use these strategies to “listen” to 
their candidates:

 · Chat with candidates via Twitter or pop-up windows on the 
company website

 · Respond to direct communication from candidates on social 
media

 · Give candidates direct e-mail addresses for the people overseeing 
their application process

 · Make it possible for candidates to reply to automated e-mail3

Pay attention to what job seekers say. Their feedback may shed 
light on aspects of the recruitment and hiring process that need 
improvement. 

CULTIVATE RELATIONSHIPS WITH ALL CANDIDATES
The more relationships a company has with individuals, the more ap-
plications it will receive for open positions. With significant numbers 
of currently employed people looking for or interested in new jobs 
(one study puts 71% of workers in that boat4), organizations that 
cultivate relationships increase their chances of finding excellent can-
didates. Building strong relationships across many networks—both 
digital and in-person—can help companies improve their long-term 
recruiting performance, and treating all candidates well now makes it 
easier to source top-quality workers down the road. 

Elizabeth Silas-Havas writes articles and books on diverse topics related to com-
munication and transformation. She can be reached at writing@elizabethsilas.com.

This article was previously published on Jibe.com.

1. CareerBuilder. 2016. “How to Rethink the Candidate Experience and Make Better Hires.” 
CareerBuilder website, hiring-assets.careerbuilder.com/media/attachments/origi-
nal-2184.pdf.

2. Jibe. 2016. “The Path to an Exceptional Candidate Experience (According to Gerry 
Crispin).” Jibe website, info.jibe.com/path-to-an-exceptional-candidate-experience.

3. Ibid.

4. Indeed. 2015. “Talent Attraction Study: What Matters to the Modern Candidate.” Indeed 
website, offers.indeed.com/rs/699-SXJ-715/images/TalentAttractionStudy.pdf.
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The I M P O R TA N C E  of  

SOFT SKILLS
BY CATHERINE GONCALVES

Companies that want to hire the best 
people are increasingly coming to the 
realization that they need to look for 
strong soft skills in their candidates. 
But what are soft skills? Why are they 
important in the workplace? And how can 
employers identify and evaluate them?

Sales and training expert Rob Jolles defines soft skills as “com-
munication skills, time management, problem solving, working 
with teams, selling, negotiating, and basically learning how to 
work well with other people.”1 In the past, companies have usually 
prioritized hard skills (skills that can be taught and measured, 
such as knowledge of a software program). But the days of soft 
skills being underrated may be coming to an end. With “one in 
three recruiting professionals [believing that] job candidates’ soft 
skills have gotten worse in the past five years,” there’s widespread 
agreement that “parents and colleges need to do a better job of 
teaching students soft skills before they enter the workforce.”2

With his famous assertion that “technology alone is not 
enough,” Steve Jobs placed a high value on art, design, and social 
considerations at Apple. Other tech-oriented companies have 
been following suit. More and more Silicon Valley organizations 
are recognizing the importance of cultivating social and cultural 
skills among their employees. 

For example, a few years ago, Google analyzed the HR data 
from its first fifteen years and found that “among the eight most 
important qualities of Google’s top employees, STEM expertise 
comes in dead last”—a startling realization for one of the top 
technology companies in the world. The corollary to this discov-
ery was equally stunning:

The seven top characteristics of success at Google are 
all soft skills: being a good coach; communicating and 
listening well; possessing insights into others (including 

[others’] different values and points of view); having em-
pathy toward and being supportive of one’s colleagues; 
being a good critical thinker and problem solver; and 
being able to make connections across complex ideas.3

Hard skills are important, but putting too much emphasis on 
them makes it hard to establish a positive and productive work-
place. In light of such findings, it’s clearly time for employers to 
recognize the importance of soft skills when searching for new 
hires. 

 It isn’t easy to evaluate candidates’ soft skills, and because hir-
ing the wrong person can be very costly, many employers are using 
technological solutions to help them make smarter hiring deci-
sions. Video screening (as a recorded video cover letter or as a live 
interview) and pre-employment screening tests are a few useful 
tools. Some employers also require candidates to participate in job 
simulations that shed light on how they would perform on the job.

As the business world shines an ever-brighter spotlight on 
soft skills, hiring managers and HR staff must develop new—and 
more effective—ways to identify and analyze them. Although 
tech skills have dominated much of the hiring conversation for 
several years, the abilities to communicate, negotiate, and work 
well with others will never go out of style. 

Catherine Goncalves is an RFP writer for iCIMS Inc., a leading provider of 
innovative Software-as-a-Service (SaaS) talent-acquisition solutions that 
help businesses win the war for top talent. To learn more about how iCIMS 
can help your organization, visit www.icims.com.

1. Rob Jolles. 2017. “The Saga of Soft Skills.” Huffington Post, November 22, www.huff-
ingtonpost.com/entry/the-saga-of-soft-skills_us_5a15d396e4b0815d3ce65c31.

2. iCIMS. 2017. “The Soft Skills Job Seekers Need Now.” iCIMS website,  
www.icims.com/sites/www.icims.com/files/public/hei_assets/pr-report-soft-
skills%20Final.pdf.

3. Valerie Strauss. 2017. “The Surprising Thing Google Learned about Its Employ-
ees—and What It Means for Today’s Students.” The Washington Post online, 
December 20, www.washingtonpost.com/news/answer-sheet/wp/2017/12/20/
the-surprising-thing-google-learned-about-its-employees-and-what-it-means-for-
todays-students/?utm_term=.4a90af633908.
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How to BOOST PRODUCTIVITY
BY NICHOLE KELTGEN

Because debt is one of the major stressors in people’s lives 
today, many organizations are recognizing the impact of personal 
debt on their employees’ professional lives—and, in turn, the 
companies’ bottom lines—and establishing financial wellness 
programs for their workers. According to the Society for Human 
Resource Management, more and more employers are offering 
some type of financial advice or resources to their employees. In 
2016, for example, “24% of organizations offered employees online 
financial/investment advice, 27% offered one-on-one advice, 
[and] 22% offered group or classroom financial advice.”2 

Increasingly, today’s employees want these opportunities. In 
one recent survey about employee benefits, 40% of respondents 
said they were “looking to their employer[s] for financial security.”3 
The key, then, is for organizations to develop and implement 
effective programs that meet their employees’ needs.

Aside from wages, employers have historically most influenced 
their employees’ finances through retirement plan benefits and 
occasionally through employee assistance programs (which are 
often underutilized). This approach has not been very effective, 
though, especially for individuals carrying a great deal of debt. 
Retirement is not even a consideration for many of them, given 
their current circumstances.

Companies that want to help their employees improve their 
finances need to start by recognizing that, just as individuals can 
find it challenging to make changes to their physical and emotional 
well-being, they can also find daunting the prospect of taking 
action to address their financial well-being. Medical professionals 
have found that education alone on health issues and “shoulds” 
do not result in changes to behavior. After all, most people already 
know that they “should” exercise more or eat healthier but still 
don’t do it. The same is true for financial wellness: most people 
know that they “should” pay off their debts and save for retirement 
but find that accomplishing those tasks is easier said than done.

As with health-related wellness, there is no one-size-
fits-all approach to financial wellness. People have different 
financial priorities at different stages of their lives, for example. 
Generational differences, too, can shape people’s financial needs 

and expectations.4 Employees are at different places on the 
financial wellness spectrum and have varying preferences for 
accessing services they may need. 

To be effective, a financial wellness program should include 
both education and tools. The educational component should 
cover the various aspects of an employee’s financial life, such as 
debt management, college education funding, mortgages, credit 
management, retirement planning, and budgeting (to name 
just a few). The tools should encourage and enable people to 
take action based on what they’ve learned. These resources can 
include financial wellness assessments (similar to health risk 
assessments) that outline the bigger picture of an individual’s 
financial situation, as well as access to financial consultants or 
financial planners.

A successful financial wellness program may not only help 
boost productivity but can also help recruit and retain top talent. 
Educating employees about their personal financial health can 
help them increase their participation in retirement plans and 
make more confident investment decisions while they build strong 
financial futures with the company. As they experience less stress 
about their finances, they are able to focus more on work and 
improve both their own productivity and the overall well-being of 
the organization. 

Nichole Keltgen is a health management consultant at Associated 
Benefits and Risk Consulting, with expertise in the strategic de-
velopment, implementation, and integration of wellness programs. 
She can be reached at Nichole.Keltgen@associatedbrc.com.

1. pwc. 2017. “Special Report: Financial stress and the Bottom Line.” pwc 
website, www.pwc.com/us/en/private-company-services/publications/
assets/pwc-financial-stress-and-bottom-line.pdf.

2. Stephen Miller. 2017. “Is 2017 the Year of Employee Financial Wellness 
Programs?” SHRM website, January 17, www.shrm.org/resourcesand-
tools/hr-topics/benefits/pages/financial-wellness-trend.aspx.

3. MetLife. 2017. “Work Redefined: A New Age of Ben-
efits.” MetLife website, benefittrends.metlife.com/
media/1382/2017-ebts-report_0320_exp0518_v2.pdf.

4. Ibid

Professional life and personal life are two separate domains, but what 
happens in one can strongly affect the other. For example, stress in 
someone’s personal life can have a negative influence on his or her 
work life. This is especially true for financial-related stress: one study 
found that “employees who are stressed about their finances are nearly 
five times more likely to be distracted by their finances at work, twice 
as likely to spend three hours or more at work dealing with financial 
matters, and three times more likely to spend five hours or more.”1
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Most people think of a safety program as 
a series of plans and actions designed to 
protect workers. Though that definition 
contains valid elements, it is incomplete.  
A truly effective safety program also 
includes a philosophy that regards the 
workplace as more than the sum of its 
individual elements.

One of the most important aspects of that philosophy is its 
approach to human behavior. When an accident occurs in your work-
place, which response is the worker at the heart of the incident more 
likely to hear?

 · “You are highly trained. If you followed your training, you would 
not make mistakes. So you weren’t careful enough—and there-
fore you should be punished.” 

 · “You are human, and humans make mistakes. Let’s explore why 
the system allowed (or failed to accommodate) your mistake. 
And then let’s improve the system.”

The first response is a person-centered approach based on the 
“bad-apple theory,” the idea that people are the dominant contributors 

to accidents. But the second response, a system-centered approach 
that recognizes the realities of human behavior, is far more valid and 
useful. It holds that humans are fallible and views errors as inevitable 

consequences of flaws in the system, rather than as exclusively 
human-caused events.

Under a philosophy that holds the system (rather than the people 
who operate within that system) at fault, the best approach is an open 
culture in which employees can communicate openly with supervi-
sors and management about safety issues. Instead of using safety 
personnel as “cops” who punish wrongdoing, the contractor and all 
employees become accountable for safe behavior.

The environment that most effectively promotes safety is what’s 
known as a “just culture.” Here, the word just describes actions based 
on what is morally right and fair (as in “fighting for a just cause”). In a 
just culture, people are encouraged (and even rewarded) for provid-
ing essential safety-related information; at the same time, there is also 
a clear line between acceptable and unacceptable behavior. Within a 
just culture, an honest mistake is resolved by remedial action taken 
through the established safety-management system. 

A just culture also promotes an attitude of questioning, resists 
complacency, is committed to excellence, and fosters both personal 
accountability and corporate self-regulation in safety matters. It sees 
human error as inevitable and system monitoring and improvement 
as crucial tools for addressing those errors. And it holds that individu-
als who knowingly violate safety procedures or policies must be 
accountable for their actions.

When an incident occurs, an effective way to determine account-
ability in a just culture is to ask these four questions:

 · Did the employee intend to cause harm?

 · Did the employee come to work under the influence of alcohol or 
drugs (or was he or she similarly impaired by another means)?
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 · Did the employee knowingly and unreasonably increase risk?

 · Would another similarly trained and skilled employee in the same 
situation have acted in a similar manner?

If the answer to the first three questions is “no” and the answer to the 
last question is “yes,” then accountability lies not with the employee 
but with the system.

Another key aspect of a just culture is the presence of specific, fair, 
and nonarbitrary methods of determining whether the individual or 
the system should be held accountable. When analyzing the behavior 
of an individual employee, use the familiar framework of a traffic 
signal to measure accountability:

 · A “red light” involves reckless, high-culpability behavior—mean-
ing that there was a conscious disregard of a substantial and 
unjustifiable risk.

 · A “yellow light” suggests negligence and at-risk behavior but 
recognizes that although an intentional action increased the risk 
of an accident, the individual did not recognize the risk. (Neg-
ligence results in a harmful consequence that a reasonable and 
prudent person would have foreseen.)

 · Finally, a “green light” indicates true human error, in which an 
individual acted in a manner that inadvertently may or may not 
have caused an undesirable outcome.

A just culture doesn’t exist simply because someone says it does. It 
cannot exist at an organization until several prerequisites are in place: 
ease of reporting, trust, independence, motivation and promotion, 
feedback, and acknowledgement. It also doesn’t eliminate the usual 
knee-jerk reactions that arise when failures occur (and they will):

 · hindsight bias: looking back at the event as though one already 
had full knowledge of the outcome

 · proximal focus: concentrating on the people immediately 
involved in the event and not giving enough attention to other 

“distant” factors

 · counterfactual responses: “If only X” suggestions, which reveal 
nothing about the cause and indicate only what the people did 

 · judgmental responses: taking attitudes (such as “the employee 
must have been an idiot”) that are purely subjective and shed no 
light on the actual cause

What happens when an organization achieves a just culture? For 
starters, it’s likely to see increased reporting, because employees 
will be less afraid to share concerns when they aren’t worried about 
getting in trouble for what they report. There will be greater trust 
among teams, and safety policies and procedures will be more effec-
tive. Often, the primary reason for establishing a just culture focuses 
on safety concerns. But the factors that lead to accidents are often 
the same ones that result in production losses, quality-related issues, 
and cost problems. Taking the time to reevaluate the approach to one 
area—safety—can have significant positive effects throughout the 
organization. 

Mark Steinhofer is the manager of special services for Safety Management Group. 
He has also consulted as an expert witness in several court cases and currently 
teaches an undergraduate course in construction safety and the OSHA standards 
at Indiana University-Purdue University Indianapolis. He can be reached at 
MarkSteinhofer@SafetyManagementGroup.com.
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Employees who have positive sentiments about their organiza-
tions are more driven to put in extra effort and find creative ways to 
do more with less; conversely, those with negative sentiments lack the 
motivation to put in anything but the minimum effort required to get 
paid. A study of the relationships among specific leadership behaviors 
and the sentiments they create in employees found that one of the 
manager behaviors that most often results in a positive employee sen-
timent is involving people in important decisions that affect them.1

This doesn’t mean that leaders need to approach everyone in the 
organization for his or her input on strategic decisions (though some 
companies are doing this!). It does, however, mean that managers 
need to understand that how they respond to their employees’ sug-
gestions and ideas can strongly influence those employees’ feelings 
and experiences. The “old school” style of management holds that 
the boss should know everything. But research and experience have 
demonstrated that the most effective leaders acknowledge that they 
actually don’t know everything and trust their teams to be the experts 
in their jobs.  

Managers who want to improve in this fundamental area should 
start with a simple reflection: 

How often do my people surprise me by delivering work that 
goes above and beyond what I have asked of them? And how 
often do they deliver just what I asked for (or even something 
that is insufficient)?

The answers to those questions reveal what the manager experi-
ences most often from his or her team, which in turn serves as a 

good indication of how the team members experience the manager’s 
responses to their suggestions and ideas. 

Certainly, individual levels of performance and internal motiva-
tion do matter. However, a leader’s ability to include employee ideas 
consistently and effectively can further unleash employees’ potential 
and motivation, and can also drive tremendous improvement in team 
morale. By building a team’s confidence in its ability to solve chal-
lenges and reduce its dependence on managers when facing situations 
beyond repeatable processes, this behavior can also take managers 
out of daily operational issues, thus freeing them to do strategic 
thinking, planning, and innovation.

The single best action someone can take to be a better manager is 
to seek and respond positively to his or her employees’ ideas and sug-
gestions. This behavior has a much greater and more sustained impact 
than bringing cupcakes to the office for everyone or even paying 
bonuses. Unfortunately, most managers who want to improve their 
leadership limit their actions only to giving those types of rewards, 
which may be appreciated but do not necessarily move the needle 
much on leadership scores. Employee empowerment is the best way 
to build the sense of accomplishment and pride among employees 
that can help create a great working environment. 

Lorena Martinez is a New York–based consultant at Great Place to Work  
(www.greatplacetowork.com), the global authority on high-trust, high- 
performance workplace cultures.

1. This research (a collaboration among Great Place to Work, Harvard, Duke, and MIT) is 
ongoing and has not yet been published.

The Best Way to Improve as a Manager
BY LORENA MARTINEZ

Managers often say that they want to become better leaders. That’s a good goal 
to have, because the working environment is shaped to a large degree by the 

interactions managers have with their teams and with each other. For that reason 
one of the best ways to be a good leader is to positively shape employees’ opinions 

about their companies and the work they do.

LEADERSHIP
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OUR VISION

The driving force behind everything we do is people.  

We believe everyone has a place where they can naturally 

thrive in work and in life. Every individual has their 

own capabilities and goals, so we seek to help people 

find fulfillment wherever they are. We view change as 

necessary and positive. It is our goal to build opportunities 

for our people and clients as we continue pushing forward 

and to have fun while doing it. 

OUR STRATEGY

Every seat in an organization matters. By utilizing our CORE 

assessment to reveal the true, unchanging nature of every 

individual, we can ensure that employees are placed in a 

position where they will naturally perform at their highest 

level. We seek to individualize our services to meet the 

needs of both candidates and clients. We stay on top of 

trends and anticipate demand, creating solutions in a 

proactive, not reactive way. These strategies allow us to 

bring a revolutionary approach to Leadership Development, 

Permanent Recruitment and Staffing.    

Staffing • Professional Recruitment • Organizational Development

CORE VALUES 
Teamwork • Customer Focus • Innovation • Love What You Do

SOLVING PEOPLE 
PROBLEMS SOLVES 
BUSINESS PROBLEMS



Contact Us.
See How Solving People Problems
Will Solve Your Business Problems. 
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OUR MISSION IS TO WORK ALONGSIDE  
YOU TO PUT A TOP PERFORMER  

IN EVERY SEAT IN YOUR COMPANY.

KATHY HARTUNG
CEO, THE RESOURCE

WHO WE ARE 
& WHAT WE DO 
We love what we do. Our passion is to serve others and our community, whether by finding people jobs, 

coaching them into better careers or helping feed the hungry. It is important for us to do the right thing, 

every time. We want every person to be their best, so we measure success as a win for client, candidate and 

company. With over 35 years of experience in the staffing industry, we are uniquely equipped to provide 

real people solutions for the business world.

Hiring doesn’t have to be a guessing 

game. We specialize in staffing 

for Light Industrial and Clerical/ 

Professional and ensure each 

candidate is naturally qualified

to do the job required. 

The Resource offers a variety of 

consulting solutions utilizing our 

CORE Assessment to help you 

optimize your workforce.

Your people are one of your biggest 

investments. We take the risk out of 

the hiring process by getting to the 

CORE of the candidates. 
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