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This tool has been designed for NCI Managers as a strategy for retaining excellent performers.  The information is based on the book, “Love ‘Em or Lose ‘Em: Getting Good People To Stay”, by

Beverly Kaye & Sharon Jordan-Evans, 2nd Edition, 2002.  

This tool provides a framework to engage employees and actively retain them.  Some managers may 

choose to use the question sets at performance meetings (plan establishment, mid-year review and 

final review).  Others may choose to use a few of the questions during regular, recurring one on one 

meetings throughout the year.  Appendix D provides a worksheet to track discussions with individual

 employees.  In addition, you’ll find activities that can be done with groups of employees at staff 

meetings and retreats.
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ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
Hold a “Stay interview”
●To find out what is likely to keep this employee at NCI. 

●To send a message to this employee that you value him/her and want them to stay.

●To get information from this employee that you can use to increase their job satisfaction.

 Sample questions:   

►What will keep you here?
►Do you have a clear idea of why your work is important to the NCI?
►What might entice you away?

►What is most energizing about your work?

►What can I do differently to best assist you?

►What makes for a great day at work?

►Do you get enough recognition?

►What do you enjoy most about your job?  

►What can we do to make your job more satisfying?

►If you had a magic wand, what would you change about this office?

►What would you miss if you left this job?

►What did you like best about other jobs you’ve had?

►What about your job do you find challenging?  Rewarding?
►Where do you see the greatest opportunities ahead?

►Where do you see the greatest problems ahead?
►In what ways would you like your job changed?



▪   Greater autonomy



▪   Increased responsibility for certain tasks

▪   Increased feedback from me
▪   Increased feedback from coworkers

▪   Increased feedback from customers

▪   Participation in decision-making

▪   Opportunities to work with people from other areas in NCI or NIH

▪   Increased variety in tasks

▪   More contact with customers to understand their perspective

Your own questions:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
Ask about their talents.

To gather information that will allow you to better align this employee’s work responsibilities to their skills and interests.

Sample questions:   

►Tell me about an accomplishment of which you are particularly proud.

►Are we fully utilizing your talents?

►If you had to choose among working with data, people, things or ideas, which mixture would make you happiest?

►What skills do you enjoy putting to use the most?

►What talents would you like to use more on the job?
Your own questions:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
 Give them your perspective.
●To help this employee reflect upon professional areas they need to develop.

●To help this employee understand trends and environmental factors that may impact their career and future.

Note:  This activity may also be done with groups.  See page 9.

Sample areas to address:  

►Tasks that you feel they most need to focus on to maximize their contributions.
►What really counts for success in NCI.
►The names of professional journals and organizational newsletters that can provide important information on government/business and the NCI.
►The major political, social, and governmental changes taking place that will have the greatest impact on NCI.
►The work areas that are changing most; how they are changing and why.
►How you think the work environment/profession will be different in the next two to five years.
Your own ideas about areas to address:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
Discuss career development.
 To help this employee consider options for career development and set an action plan to reach his/her goals.  
As an alternative or supplement, managers may suggest that the employee take career development training courses or speak with counselors at the NIH Work and Family Life Center (WFLC).   In addition, managers may consider obtaining the assistance of a career development contractor (available through the open market or the NIH WFLC)  to assist employees as a group at staff meetings or an off-site retreat. 
Sample questions:

►What would you like to be doing in the next three to five years?

►What additional skills do you still want to acquire to reach your goals?

►Who are role models who could help you to explore options and identify opportunities?

►What training could I make available to fill the gaps you see in your skills and your goals?

►What kinds of on –the-job development could help you move closer to your career goals?

►Would any of these options move you closer toward your goals?

▪ Lateral Move:  Can you move to another area/organization?

What other departments interest you?  

▪Enrichment:
What assignments/responsibilities can I give you that can contribute to your development? 

▪Exploration: 
Is there an area where you’d like to do a short-term detail?


Are there working groups or committees that interest you?  


Have you considered informational interviews?


Your own questions:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
Discuss Work-Life Balance.
To help this employee balance the demands of work with the demands of his/her personal life.

Sample questions:

►What would make your work life easier?

►Is there anything I can do to help balance your work with personal demands?

Sample ideas to consider:

►Flexible work schedule/compressed work schedule
►Telecommuting

►Job Sharing

►Work and Family Life Center

►Employee Assistance Center

►Providing compensatory time for official travel on weekends

►Include family members in office gatherings

►Allow family pets to outdoor office gatherings

►Suggest your employee leave early on their birthday

Your own ideas/questions:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES

Get feedback about how you can improve. 

To help you understand how your behaviors are impacting your employee’s morale and performance.
In addition to asking individual employees directly for feedback, managers may consider options such as: 
 a. Having a contractor interview staff anonymously
 b. Using a “360 Degree Feedback Tool” available from training sources

 c. Sending out the questionnaire in Appendix C.
Sample questions:

►Which communication methods that I use do you like best?  Which don’t work well for you?
►Do you feel we meet together one on one enough?  Too much?

►Do you feel I have a good understanding of the work you do and the problems you face in accomplishing tasks?

►Do you feel that the deadlines I set for your work are realistic and achievable?


►Do you feel you get enough feedback from me about your performance?


►Do you feel that feedback you receive is imbalanced (too much negative)?

►Do you have any ideas about how we can make this work environment more fun?


►Are there procedures or polices that you feel we can streamline or eliminate?


►Do you feel able to disconnect from work when you are sick or on vacation?

Your own questions:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
Discuss awards and recognition.
To ensure that you are recognizing this employee in ways s/he finds meaningful and adequate.  

1.  Ask the employee to fill out the “Methods of Preferred Recognition” questionnaire. (Attachment A).  Note:  This activity may also be done with groups.  See page 12.

2.  Tell this employee what they are doing well.  
Sample praise phrases:
►You really made a difference by…

►I’m impressed with…

►You got my attention with…

►You’re doing top quality work on…

►You’re right on the mark with…

►One of the things I enjoy most about you is…

►You can be proud that you…
►We couldn’t have done it without your…

►What an effective way to…

►You’ve made my day because…
►I value your…

►I appreciate your…

►I respect your ability to…

►I admire your…

Your own praise phrases:

►

►

ACTIVITIES TO DO WITH INDIVIDUAL EMPLOYEES
Discuss values.
To understand what is important to this employee and how work could be structured to best align with his/her values.

1.  Ask your employee to respond to the “Employee Value Choices” survey. (See Attachment B)
Here is a guide to interpreting the survey: 
►”A” answers suggest that this person is goal oriented.  Help him/her find opportunities to work on stimulating projects that lead to clear-cut results and a sense of accomplishment.

►“B” answers suggest that this employee is people-oriented.  Look for ways to increase his/her interpersonal contacts at work, perhaps through participation on task forces and project teams.

►“C” answers suggest that this person is a “self starter.”  Find situations that reward self-motivation with even more freedom and independence.  Don’t micromanage this person.

►“D” answers suggest that this person seeks balance and an orderly work routine.  This person is probably a “good soldier” but needs the most attention and reassurance during change.
2.  Follow-up with a values discussion.
►What steps can we take to incorporate more of your values?

►Under what circumstances or pressures do our values collide?

Your own questions:

►


►
ACTIVITIES TO DO WITH WORK GROUPS
Give them your perspective.
►Tell them about journals and organizational newsletters that provide information on government/business trends.

►Discuss the major political, social, and governmental changes taking place that will have the greatest impact on NCI.
►Discuss how you think our profession will be different in the next two to five years.
Notes/Action:

	Date Last Completed:  __________; __________; __________; __________




ACTIVITIES TO DO WITH WORK GROUPS
Get their perspective.
►Where you see the greatest opportunities ahead?

►Where do you see the greatest problems ahead?
►What work areas are changing most?  How are they changing?  What should we do in light of this?

►Are there procedures or polices that you feel we can streamline or eliminate?

►What is the one this that, if changed, would greatly improve your ability to get the job done well?

Notes/Action:

	Date Last Completed:  __________; __________; __________; __________




ACTIVITIES TO DO WITH WORK GROUPS
Discuss life at work.
Sample questions:

► What would make your life at work easier?

► Do you have the supplies and equipment you need?

► Are you happy with the number and type of informal gatherings we have in our office?
►How could the gatherings we hold be improved?

►Are you happy with the number of retreats we hold?

►Do you find retreats to be useful?

►Do you have any ideas about how we can make this work environment more fun?

►What is the one this that, if changed, would greatly improve your quality of work life?
Your own ideas/questions:

►

►
Notes/Action:

	Date Last Completed:  __________; __________; __________; __________



ACTIVITIES TO DO WITH WORK GROUPS
Discuss awards and recognition.
1.  Ask all employees to complete the recognition questionnaire (Attachment A)

2.  Recognize one or more employees in front of there peers.  

Sample praise phrases

►Bob really made a difference by…

►I’m impressed with Sally who…

►Jill got my attention with…

►Ben is doing top quality work on…

►George was right on the mark with…

►One of the things I enjoy most about Suzanne is…

►Bob can be proud of…

►We couldn’t have done it without Sue and Jim’s…

►What an effective way to…

►You all made my day because…
►I value Elaine’s…

►I appreciate Dave’s…

►Jan, I respect your ability to…

►I admire Joe’s…

Notes/Action:

	Date Last Completed:  __________; __________; __________; __________




Appendix A
Methods of Preferred Recognition

Employee:  ___________________________________  Date:  __________________

1. Please check the methods of recognition that you would prefer.  Check all that apply.  
2. Then circle your top three methods.
 FORMCHECKBOX 

An award, presented in front of my peers

 FORMCHECKBOX 

A customer service award

 FORMCHECKBOX 

A plaque or certificate to hang on my wall

 FORMCHECKBOX 

A letter of appreciation

 FORMCHECKBOX 

A note from my boss to my boss’s boss about my excellent performance

 FORMCHECKBOX 

Frequent pats on the back

 FORMCHECKBOX 

My boss actually implementing one of my ideas and giving me credit in front of others

 FORMCHECKBOX 

A chance to be in on an exciting project or on an important steering committee

 FORMCHECKBOX 

An opportunity for a detail

 FORMCHECKBOX 

A day off

 FORMCHECKBOX 

A cash award
 FORMCHECKBOX 

A Quality Step Increase (QSI)
 FORMCHECKBOX 

A chance to attend high-level meetings

 FORMCHECKBOX 

A small memento or gift certificate (NCI incentive award)

 FORMCHECKBOX 

Some flexibility in my schedule

 FORMCHECKBOX 

A developmental training class

 FORMCHECKBOX 

More freedom or autonomy

 FORMCHECKBOX 

A chance to go to lunch with senior management
Appendix B

Employee Value Choices

Employee:  ___________________________________  Date:  __________________
1.  When you go to work, what do you look forward to the most?

a. Having new challenges

b. Enjoying the company of my co-workers

c. Planning my own day

d. A relaxed, routine day

2.  When you have a new project to work on, you’re excited if

a. You will learn new things

b. You will get to work with new people

c. You will be in control

d. It will be easy and low stress

3.  If you won the lottery, one thing that might keep you from quitting your job would be

a. The excitement of competition

b. Missing friends at work

c. Having goals to motivate you

d. Not knowing what to do with your time

4.  In your ideal job, you would

a. Have opportunities to be creative

b. Help society

c. Start your own business

d. Never work more than eight hours a day

5.  Looking back, you felt most satisfied with work when

a. You were involved in exciting projects

b. You were helping others

c. You worked totally independently

d. You never had to take work home

6.  You work best when 

a. Your curiosity and energy are high

b. You’re working with a team

c. You’re working primarily alone

d. There are no deadlines

7.  Success to you means

a. Always pursuing excellence

b. Working closely with friends

c. Being the master of your own future

d. Being content with your work
Appendix C

Employee Feedback on Supervisory Style
I would like to better understand how my behaviors may be affecting your morale and performance both positively and negatively.  Please complete the anonymous survey below and return it to the survey box ADD LOCATION HERE by ADD DATE HERE.
	Topic
	Yes
	No
	Comments

	Have I ever behaved in a way or said anything that made you feel uncomfortable?
	
	
	

	Do you feel that the deadlines I set for your work are realistic and achievable?
	
	
	

	Do you feel that I give your opinions and suggestions adequate consideration?
	
	
	

	Do you feel I listen well to your issues and concerns?
	
	
	

	Do you feel I have given you the credit you deserve?
	
	
	

	Do you feel that I “micromanage” your work?
	
	
	

	Do you feel that I have ever been disrespectful to you?  
	
	
	

	Do you feel that you are frequently “second guessed” by me?
	
	
	

	Do you feel that you can count on promises I make to you?
	
	
	

	Do you feel that I am consistent in my management approach and style?
	
	
	

	Have I ever given you reason to feel that I can’t be trusted?
	
	
	

	Do you feel you get enough feedback from me about your performance?
	
	
	

	Do you feel that feedback you receive is imbalanced (too much negative)?
	
	
	

	Do I promote workaholism?
	
	
	

	Do you feel able to disconnect from work when you are sick or on vacation?
	
	
	


Appendix D

Manager’s Employee Retention Tool Worksheet

Employee’s Name:   ___________________________________ Title: ________________________
	Topic Area
	Date Last Completed
	Notes



	Hold a “stay interview.”

	
	

	Ask about their talents.
	
	

	Give them your perspective.
	
	

	Discuss career development.

	
	

	Discuss work-life balance.
	
	

	Get feedback about how you can improve.
	
	

	Discuss awards and recognition.
	
	

	Discuss values.
	
	


Notes/Action:
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