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Engagement 

GETTING YOUR EMPLOYEES TO OPERATE AT PEAK PERFORMANCE 

 

Engagement is one of the most elusive issues 

in management today. Yet it is talked about 

constantly in the boardroom. It is critical that 

managers get engagement right, because fully 

engaged employees drive performance in an 

organization. 

Gallup says, “Research by Gallup and others 

shows that engaged employees are more 

productive. They are more profitable, more 

customer-focused, safer, and more likely to 

withstand temptations to leave.” 

This report will address ways to assure your 

employees are engaged. 

2/3 of Your Employees are 

Misfits 

Based on extensive research by PeopleFit and 

Gallup in separate studies, both found a highly 

correlated result: 2/3 of most companies’ 

employees are disengaged. 

PeopleFit’s research even suggests a likely 

cause of this disengagement: people are 

improperly fit to their roles and managers. 

What Does “Fit” Mean?  

According to Requisite Organization 

principles (the management science 

developed by Elliott Jaques), people and roles 

can both be categorized by levels. For people, 

they can be assessed at a particular level of 

intellectual capability. Roles also correspond 

to similar levels based on the level of 

capability that is required to perform a job 

effectively. 

According to Requisite Organization (RO), 

there are three types of fit within 

organizations: 

EMPLOYEE TO ROLE F I T 

Any person occupying a role should have 

capability at the same level as that required by 

the role. For example, if a role calls for a 

person with level 3 capability, then the 

employee in that role should be capable at 

level 3. 

EMPLOYEE TO MANAGER F I T 

Each employee should be managed by a 

manager whose capability is at the next higher 

level than the employee. In the same example, 

the manager should be at level 4 to properly 

match the employee at level 3. 

ROLE TO ROLE F I T 

Each role should report to a role that resides 

in the next higher work level. The manager’s 

role at 4 is one higher than the employee’s role 

at 3.  

The Effects of Poor Fit  

If an employee is not properly fit to his or her 

role, then they will either be less capable and 

not be able to perform the job function, or be 

more capable and risk boredom. Properly 
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matching a person to role is what drives 

engagement. 

If a manager is too close in capability to the 

employee, the manager will not be able to add 

much (or any) value, and the employee may 

need to seek help from others. This also shows 

up as a manager micro-managing because 

they are only capable at the employee’s level. 

If roles are mismatched, then manager and 

employee properly fit to their roles will be 

mismatched because of the structure. 

Misfit Statistics 

According to PeopleFit’s research of more 

than 4,400 people in a variety of 

organizations, firms have the following 

problems, on average: 

48% of employees are mis-matched to their 

roles. 36% are capable of a higher role, and 

12% are over their heads. 

52% of employees are mis-matched to their 

managers. 25% are too close, and 27% are too 

far. 

34% of employees’ roles are mismatched to 

their managers’ roles. 26% are too far, and 8% 

are too close. 

 If we combine the 48% and the 52%, we can 

estimate that 2/3 of employees are mis-

matched, causing problems and drag in the 

organization. 

Engage Your Employees 

When an organization properly defines roles 

for the needed capability, and then assigns 

people who are capable at those levels to those 

roles, magic happens. Quickly, people find 

that many problems disappear, people are 

more connected to their work, and it becomes 

fun again. Some personality conflicts 

disappear, and people become more effective 

and productive. 

As Gallup’s research indicates, “…engaged 

employees are more productive. They are 

more profitable, more customer-focused, 

safer, and more likely to withstand 

temptations to leave.” 

With all that going for it, why would 

companies choose not to engage their 

employees at work? 

What about the Down Side? 

The down side of implementing Requisite 

Organization is that it can take time and effort 

to implement. 

The results are astounding though. Two 

PeopleFit clients recently interviewed said 

that even during the Great Recession of 2009-

2011, they are having their best years ever. 

Another former client attributed much of their 

success in growing revenues by 260% in five 

years to Requisite Organization principles and 

PeopleFit’s consulting. This was a 102-year-

old unionized company that had achieved only 

0.2% growth in the prior seven years. They 

doubled revenues the first year they worked 

with PeopleFit. 

 

Look at the other side: According to Gallup, 

“Actively disengaged employees erode an 

organization's bottom line while breaking the 

spirits of colleagues in the process. Within the 

U.S. workforce, Gallup estimates this cost to 
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be more than $300 billion in lost productivity 

annually – just in the United States.” Clearly, 

engaged workers make a huge difference in 

the bottom line. 

 

NEXT STEPS 
The only way to fix these issues of fit is to fully 

understand how to use Requisite Organization 

principles to structure an organization and put 

people in the right roles. 

PeopleFit has developed training especially for 

this purpose, called Managerial Diagnostics. 

It’s called Managerial Diagnostics because the 

course provides a set of tools for managers to 

use to uncover performance problems quickly 

and consistently. 

Managerial Diagnostics is the first step toward 

implementing Requisite Organization. 

To find out more about these training 

programs, interviewing techniques, and other 

services that can help you gain confidence in 

management and build a high-performing 

organization, you can go to 

http://peoplefit.com/managerial-diagnostics-

store/. 
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