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Project and Standard Identification Form 

 

Project and Standard Identification Form 

Project Number:     

Project Name:   Increase Employee Retention  

Year Work Completed:     2013 

Standards Met*:     Principles:   1 x   2x    3x    4 x    

                                    Process:      5   6    7    8    9    10  

Project Description:  

 

XXXInternational is a global independent public health organization that specializes in writing 
standards, laboratory testing, and certifying products for the food, water, health sciences and 
consumer goods industries. XXXemploys approximately 2,000 people and operates in more 
than 150 countries. 

The project goal was to increase employee retention.  The plan would be developed and 
delivered in phases over the next 3 years. 

Deliverables: 

 Exit and engagement survey analysis Presentation 

 Dashboard of business needs  

 Performance Solution Plan of Action 

 3 year timeline 

Your Role:  

Performance Improvement Consultant, responsible for data collection and analysis, performance 
solution design, and developer of some of the materials. 

 

*To check a box, double-click the left mouse button over a box, click on properties, and click the 

checked button under Default to convert it to a checked box 
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Work Description Form 

Project Name:   
Increase Employee Retention  

Standard 1: Focus on Results or Outcomes 

Describe what you did to ensure your clients and stakeholders were focused on the desired results 
or outcomes. 

The goal of the initiative was to increase employee retention.  During the needs assessment,  the 
goal was clarified and made measurable.                                                                

This high level goal was stated at the beginning of each meeting regarding the project. The goal was 
also reinforced in presentations and communication emails regarding the topic.  Members of the 
team and subject matter experts were redirected if their vision did not match this goal.  Discussions 
were had about the worth of the problem in terms of costs, employee energy, and risk. 

 

Standard 2: Take a Systemic View  

Describe what you did to ensure your clients and stakeholders took a systemic view. Include 
at least 3 of the following: society, marketplace, workforce, workplace, work, and worker. 

I introduced systems theory to the design team and managers.  I explained how XXXInternational is an 
open system, affected by the outside environment as well as subsystems within the organization.  It 
was important to define how the employee retention program would affect other areas of the 
company.  It was also very important to show the connection between employee engagement, 
manager development and the outside marketplace since XXXis a service industry that depends on its 
reputation for continued success. 

Here is a list of some of the areas we discussed: 

Work and Workers 

 The workers are directly impacted by employee retention.  The more employees leave, 
the harder it is to keep the employees they have.  The copycat effect can often be seen in 
this situation.  It was discussed that the employee’s leaving is a symptom of a larger 
problem, which then causes more problems later. 

 The effects of low retention rates affect overall morale of the workers.  The company can’t 
build their community and grow their workplace culture if people keep leaving.  Also, 
workers have their guard up when meeting new people since they feel they may not last 
long. 

 The immediate managers and leaders can have a great affect on retention and 
engagement.  To feel engaged, workers must feel valued and that their contributions 
matter.  It’s essential for the new leadership program to focus on these areas.  The lack of 
Leadership development could be a main cause of the low employee retention. 

 The productivity of the work decreases when new a workforce is constantly being 
introduced.  The workload also increases for those employees who are staying with the 



Part II Page 3 

company. 

Society and Marketpalce 

 At our planning meetings, we discussed how NSF’s extremely low retention rates let 
loose disgruntled employees into society as a whole.  Data from Human Resources 
showed a low career development opportunities as one of the main reason for 
employees leaving the company. These former employees then post bad reviews of 
the company online, possibly affecting the reputation of the industry as a whole.  This 
may have a big effect on the marketplace for future business. 

 It takes time for new workers to learn their jobs, and this can decrease productivity 
and client satisfaction and customer service. The high employee turnover could affect 
the companies standing in the marketplace. 

Standard 3: Add Value  

Describe what you did to add value. 

 

I added value by designing and administering the needs assessment in order to guide stakeholders 
(senior managers, mid-level managers, sample employees) to select solutions that would increase 
employee retention.  In order to address the gaps learned in the needs assessment, the following 
solution was recommended: 

 Leadership Development Program including the following areas: 

o Leadership Essentials 

o Leadership Effectiveness 

o Leadership Excellence 

o Communities of Practice 

In order to add value, I completed the following activities: 

 Presented different solutions for the leadership development program, explaining each 
solution’s return on investment and the ability of the company to sustain it in the long run. 

 Explained impacts of a well designed leadership program, focusing on the business needs.  
Help guide the elimination of additional areas in the leadership development program that did 
not support the business needs defined by the dashboard. 

 Gently challenged currently held assumptions regarding leadership by focusing the team on 
the data and facts found in the analysis phase versus current beliefs. 

Standard 4: Work in Partnership with Clients and Stakeholders  

Describe what you did to facilitate a collaborative relationship with the clients and stakeholders.  

You may create a table that lists the clients and stakeholders (by position/title) that you partnered 
with throughout the project. One option is to include the role of the position/title on the project, 
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how you partnered with them throughout the project, and the impact each partnership had on the 
program’s results or outcomes. 

 

Position How we partnered Impact 

Senior Management 
(Human Resources 
Director and V.P. of 
Human Resources) 

The initiative originated from 
senior management.  We 
partnered by meeting to discuss 
company strategy and goals, survey 
and data results and the business 
needs that should be focused on in 
the Leadership Development 
Program.   

 The company mission of 
protecting public health was 
integrated into the program 
whenever possible 

 Resources to attain the money 
and workforce needed to 
implement the solution were 
secured 

 A solid dashboard based on 
analytics was created 

 Key players to make the 
initiative successful were 
identified 

Managers Discussion with managers were 
held on a regular basis to define 
specific needs and to evaluate the 
program as it was being designed. 

 A list of immediate Leadership 
needs were identified 

 The program was evaluated and 
made more effective by their 
regular input 

 The delivery method was fine-
tuned to make it as easy as 
possible for the leaders to 
access the new program 

HRIS 
Analysts/Compensation 
Manager 

Meetings with the HRIS analysts 
provided data to attain the 
analytics to created the dashboard. 

 Location of data, including 
appropriate access, was granted 

 Analytics work already 
completed in the past was 
located and used during the 
data gathering process 

 Exit interviews were provided 

Employees Focus groups were held to gain 
employee perspective of 
Leadership needs. 

 Clarification that Leadership 
within the individual 
departments was more of an 
issue than overall company 
leadership 
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 Communication strategies and 
practices were identified as the 
number one employee need 

 Insight into what makes them 
feel engaged were documented 
and compared to the analytics 

Training team The training team met regularly in 
order to keep the project on 
schedule and to assign areas of 
expertise. 

 Project management plan  

 Leadership content 
development 
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Standard 5: Determine Need or Opportunity  

Describe your work in meeting this Standard by answering the following questions. 

1. How did you define and scope the project? 

Interviews and meetings with Vice President of Human resources and other key stakeholders were 
held to define the scope.  Senior leadership was interviewed in order to focus the program to hit 
specific business needs (Finance Director, Quality Director, Vice President of Operations). 

It was decided that the main goal is increase employee retention and improve employee 
engagement.   

What performance level(s) did you investigate and why? Each project requires the inclusion of at 
least 3 of the following levels: society, marketplace, workforce, workplace, work, and worker.  

Worker Worker exit interviews were analyzed to find out why employees are leaving 
and what they think needs to be improved at the company.  Workers were 
also verbally surveyed to gain insights in current engagement levels. 

Workplace The culture of the organization was analyzed to see where improvements 
could be made through a leadership program.  Specifically, employee’s 
feeling valued, feeling like their ideas are heard and connection to their 
current manager and department through engagement surveys. 

Work The work processes were considered since implementation of Lean has been 
a major company initiative for the past 2 years.  The level of work 
satisfaction, work overload and work processes all have an effect on 
employee retention and engagement. 

2. What was your data sampling strategy? 

 Exit interview for the past 2.5 years were used to define areas of need. All interviews were 
tallied. 

 Employee engagement surveys already completed in the prior year were included in the 
final analysis 

 Focus groups of managers and employees were verbally interviewed 

3. What data collection and analysis methods did you use?   

Both quantitative and qualitative data were collected to define the need.  Quantitative data was 
available by the Human Resources data system for exit interview data across departments, 
business units and locations as well as engagement surveys.  Qualitative data was obtained through 
survey and focus meetings, both individual and group, in person and through survey monkey.  
Random Individuals from the different departments, units and all locations were sampled. 

Data Gathered: 



Part II Page 7 

 Employee retention rates 

 Employee reasons for leaving 

 Employee identified areas of concern 

 Company goals 

Focus of Survey Questions: 

 What are your reasons for leaving NSF? 

 What do you feel needs improvement at NSF? 

 Rate your level of satisfaction in the following areas: 

o Job satisfaction 

o Supervision/management 

o Compensation (salary and Bonus) 

o On-the-job training 

 Based on NSF’s workplace principles, please rate your level of agreement with the 
following statements: 

o XXXis an organization of the highest integrity 

o NSF’s culture is adaptable, flexible and continually improving 

o My experience with expressing innovative ideas was 

encouraged and positive at NSF 

o Our team listened and responded to our customers while always protecting 
public health and safety 

o There are good opportunities and guidance to build a career at NSF 

o I felt valued as an employee 

Data Analysis: 

 All of the surveys were done on survey monkey.  Word graphics, showing high word 
usage in the essay questions were turned into graphics for data overview. 

 Essay answers (and verbal responses) were tagged by category and then graphed on bar 
charts 

 Multiple choice questions were graphed in survey monkey to compare questions and 
display percentage of respondents who strongly agree, disagree, no opinion, agree, and  
strongly agree.  A weighted average for each of the results was generated. 

 Pivot charts in excel were created for comparisons. 
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4. Describe how the methods supported the purpose of the investigation. 

Focus groups and surveys from employees, both former and present, gave us quantitative data on 
employee retention data and engagement issues.  The graphed results allowed us to examine the 
results by department. 

5. Describe the goal of the project in measurable terms. 

The increase in employee retention and engagement is as follows: 

 Increase employee retention from 82-85% to 90% 

 Improve employee engagement by increasing the percentage of positive responses 
on the following questions: 

o My experience with expressing innovative ideas was 

encouraged and positive at XXXfrom (18% strongly disagree/ disagree) to  

(3-5% strongly disagree/disagree) 

o There are good opportunities to build a career at XXX(28% strongly 
disagree/ disagree) to (10-18% strongly disagree/disagree) 

o I felt valued as an employee (24% strongly disagree/ disagree) to (5-10% 
strongly disagree/disagree) 

 

6. What performance deficiencies or unmet opportunities did you discover? 

A major discovery in the data analysis involved on-the-job training.  Although this can be focused on in 
the Leadership development initiative, much more work, including training strategy and dedicated 
workforce in the individual departments needs to be evaluated before real progress in this area can be 
made. 

Standard 6: Determine Cause  

Describe your work in meeting this Standard by answering the following questions. 

 How did you determine the underlying causes?  

The exit and engagement surveys, as well a verbal focus groups were analyzed to determine causes of 
poor retention and engagement. 

 What cause(s) did this analysis uncover for each performance gap? 

Performance Gap Desired 
Performance 

Performance Gap Causes 

Low Retention Scores 

Retention Rates: 

82-85% 

Increase retention 
rates to  

92-95% 

-10% Poor management practices 

Few career 
opportunities/compensation 
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issues 

Heavy workload 

Poor business processes 

Poor communication 

Low Engagement Scores – Increase the following answers to the questions: 

“My experience with 
expressing 
innovative ideas was 
encouraged and 
positive at XXXfrom” 
(18% strongly 
disagree/ disagree)  

 

Increase “My 
experience with 
expressing 
innovative ideas 
was encouraged 
and positive at 
NSF” from (5-10% 
strongly 
disagree/disagree) 

-8 to 13% Employees not feeling valued 

Employees not feeling 
connected with the bigger 
picture and strategy 

Poor communication  

Micromanagement 

Not enough on-the-job-traning 

 

“There are good 
opportunities to 
build a career at 
NSF” (28% strongly 
disagree/ disagree)  

“There are good 
opportunities to 
build a career at 
NSF” to (10% 
strongly 
disagree/disagree) 

 

-18  There are no official employee 
development plans 

Any plans that are made are 
not connected to the 
performance management 
system 

Resources are not allocated for 
employee improvement 

There is no real career pathing 
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Standard 7: Design Solutions including Implementation and Evaluation  

Describe your work in meeting this Standard by answering the following questions.  

1. How did you design the solutions as they relate to the outputs of Standards 5 and 6? 

After evaluating the performance needs and root causes, several possible interventions were 
considered. The stakeholders used factors such as research evidence, cost, likelihood of success, and 
time to implement when considering which interventions to implement.  The results are listed below: 

 

Desired Performance Solution 

Increase “My experience with expressing 
innovative ideas was encouraged and positive 
at NSF” from (5-10% strongly disagree/disagree) 
on the engagement and exit interview surveys 

Design a Leadership program based on 4 areas: 

 Leadership Basics 

 Leadership Effectiveness 

 Leadership Excellence 

 Communities of Practice 

The program will focus on strategies that make 
employees feel more valued and connected to 
the organization. 

The program will also stress building trust and 
positive communication practices throughout 
the program. 

It will focus on effective onboarding and 
retaining employees, including stay interviews 
and coaching practices 

The communities of practice will allow 
managers all over the world to connect and 
share ideas to improve their workforce 

“There are good opportunities to build a career 
at NSF” to (10% strongly disagree/disagree) on 
the exit and engagement surveys 

Provide clear career pathing on a global scale 

Integrate the career pathing into the 
performance management system 

Recommend a competitive employee 
compensation plan 

 

Increase retention rates to  

92-95% 

In addition to the above areas of focus, the 
solution will include ways to alleviate burnout 
by teaching leaders how to recognize, reward 
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and minimize it when it occurs. 

 

Stay interviews will be scheduled every 6 
months, with the formal one being the 
performance review.  Additional questions will 
be added to the performance reviews to help 
identify future burnout or leavers. 

 

 

2. How did you plan to implement the designed solutions?  

 The Leadership development solution will be administered using a SharePoint site designed as 

a Leadership Tool.  The site will give access to all the materials to everyone around the globe.  

The site will focus on the four areas: 

o Each section will include appropriate bite-sized trainings, job-aids, podcasts, outside 

resources and communities of practice to share ideas.  There will also be a section for 

leaders to share special projects they have been working on that need help or want to 

be showcased. 

 Stay interviews (quarterly) and performance appraisals (yearly) will be used to encourage 

employees to stay by listening to their concerns and meeting their needs as much as possible.  

Managers will be trained in offering career paths that will be discussed at the employee’s stay 

interviews and performance reviews. 

 Retention rates will be gathered from the HRIS system. 

 

 

3. How did you plan to evaluate the designed solutions? 

 Each output on the SharePoint site will go through several evaluations.  An evaluation form 

was created for each of the online courses to be filled out by recruiters, human resources 

staff, and other members of the training department.  After the initial reviews and 

suggestions were implemented, a second round of evaluations were sent out to marketing, 

training, some managers and a focus group of employees. The final evaluation is performed in 

a group setting.   

 A return on investment analysis was conducted to determine if the cost of the training was 

justified.  The cost of implementing a solution to increase employee retention and 

engagement well outweighed the current costs of losing employees, recruiting new ones, 

productivity loss, etc. 
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 Program benefits will need to be measured over time, including employee retention and 

engagement using the same survey questions and focus group interviews.  These results will 

be presented to senior leaders as well as front line managers on a quarterly basis. 

 Exit and engagement interviews will be analyzed and reported to senior management on a 
quarterly basis, focusing on the metrics defined in standard 6. 

Standard 8: Ensure Solutions’ Conformity and Feasibility  

Describe your work in meeting this Standard by answering the following questions.  

1. How did you ensure the solutions conformed to the design specifications during development? 

The development team met regularly with subject matter experts and other stakeholders to align 
solutions to the design specifications during development.  Each intervention was thoroughly defined 
as well as the guidelines for developing each component.   

The development team conducted regular meetings with subject matter experts (SMEs), managers, 
and human resources to gather the content and create the materials according to the design 
document. The project team conducted a pilot of each material before finalizing the documents for 
implementation. The pilot consisted of reviewing the intervention with frequent breaks for questions 
and discussions, making sure the specifications were being followed.  Before the pilot, the project 
team revisited the project guidelines that provided the program goals, performance expectations, and 
learning objectives. As the materials were reviewed, we referred back to these goals and objectives to 
illustrate the connection between the two and had a discussion about leading indicators of success.  
The following list defines the interventions, objectives and guidelines (design specification) for the 
development team that was provided at regular stakeholder meetings. 

 

2. How did you ensure the feasibility, workability, adoption, or success of the solutions during 
development? 

 Best practices were researched to provide the needed follow-up in order to sustain a culture 
change at the organization. The solutions focused heavily on management buy-in so the 
change could be sustained long-term.   

 A strong branding program was developed to motivate leaders to take advantage of the 
program 

 Follow up videos and scenarios were planned quarterly for long-term retention of the 
materials leaned 

 Ongoing meetings with Human Resources, Managers and employee focus groups were 
scheduled make sure the Leadership program and career pathing system is on target to the 
business objectives 

 IT was involved to make sure the technology systems put into place to deliver the programs 
were adequate and running at all times 
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Standard 9: Implement Solutions  

Describe your work in meeting this Standard by answering the following questions.  

1. What implementation strategies were developed to allow clients to sustain change? 

Literature reviews reveal that manager buy-in is a large part of whether a new employee orientation is 
a success or not.  A two part course was developed for managers with the goal of fostering manager 
buy-in.  

 A guidebook for Leaders at all levels of the organization was created to explain the program 

 A certification program for leaders that completed the program was put into place.  This 
certification is tied directly to the performance review process. 

Quarterly reports on dashboard goals are scheduled for senior managers to make sure the program is 
on track.  Adjustments are made as needed. 

2. What methods did you use to track or monitor the new behaviors or changes during 
implementation? 

 New behaviors were tracked using reports from the survey monkey surveys, focus group verbal 
conversations, and manager feedback meetings.  

3. What methods did you use to sustain new behavior or changes? 

 Monthly emails with tips and scenarios regarding the Leadership program and career pathing 
were created. 

 Questions to the performance review system were added to make sure employees had clear 
career paths and developmental plans. 

 Monthly leadership meetings discussed the metrics of employee retention and engagement, 
and offered suggestions on what was working or what could be added to the program. 

Standard 10: Evaluate Results and Impact  

Describe your work in meeting this Standard by answering the following questions. 

The leaders of XXXidentified a goal to increase employee retention and engagement in order 
to positively impact the culture for the employees.  In order to do this, a Leadership 
development plan and clear career pathing were developed. The data evaluation 
recommendation is as follows: 

 Quarterly employee retention rates already being tracked should be charted on pivot 
charts, enabling different variables to be displayed in regards to employee retention.  This 
data should summarized in a clear way to be shared with senior management as well as 
mid-level managers 

 I will create templates and examples of pivot charts and graphs to be used in the quarterly 
reports 

 Quarterly employee engagement and exit interview surveys will be analyzed and 
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compared to previous survey results using pivots charts to pinpoint specific areas of 
strength and weakness. 

 It was recommended that results of the data analyzed be shared in business unit meetings 
each month by using a dashboard of the above metrics. 

 As the metrics are analyzed, the program needs to be realigned to meet the goals.  Certain 
parts of the program may not be giving the results needed, so they should be eliminated.  
Other parts of the program may need to be added to or expanded in order to reach the 
desired goals. 

 

1. How was ongoing evaluation integrated into a performance sustainment and/or continuous 
improvement strategy? 

The company has a larger strategy of performance improvement of building a solid reputation and 
honesty within the marketplace and world organizations.  The results of the ongoing evaluation will 
be shared and integrated into the larger reputation Initiative launched by the CEO.  This program 
focuses on ethics among senior leadership all the way to entry level employees.   

Ongoing communications will include reinforcement of the blended learning content at staff 
meetings and on the intranet.  It is hoped that employees will see that the company is committed 
to the change and do their part once consistent communication and follow up is maintained.  By 
showing employees we are committing to them staying at XXXand giving them clear career paths, 
they will be more dedicated to the broader mission. 

 

 


