
Fort Sill, Oklahoma

Workforce Engagement
Standard Operating Procedures (SOP)

FT SILL WORKFORCE ENGAGEMENT SOP
1.  PURPOSE  This SOP provides guidance for the development and maintenance of an engaged workforce.  It is intended for managers of one or more DA Civilians.  
2.  APPLICABILITY  This SOP applies to the Ft Sill’s appropriated and nonappropriated fund civilian employees.
3.  REFERENCE  “First, Break All the Rules”, Marcus Buckingham and Curt Coffman, 1999.  
4.  POLICY  Command recognizes the importance of, and is dedicated to developing and maintaining an engaged workforce.  An engaged workforce will help the Army accomplish its mission more efficiently and effectively.
5.  SCOPE/DEFINITION  The workforce engagement program is intended for managers or supervisors of one or more DA employees. It is not intended for Soldiers.  An engaged employee is defined as an employee who is intellectually and emotionally connected to their work.  Workforce engagement is a continual process that provides employee’s every opportunity to be successful and to realize their full contribution to an organization throughout their employment.  The engagement initiative is to nurture an intrinsic desire and passion to excel because of their manager’s ability to capture an employee’s heads and hearts. Engaged employees will want their organization to succeed because they feel connected emotionally, socially, and even spiritually to its mission, vision, and purpose.  This SOP addresses the five core components of engagement; selecting the right person, training, setting expectations, motivating, and developing an employee.   This SOP is not intended to be all inclusive and managers are encouraged to develop additional measures that focus employee’s efforts, and that help them feel safe, supported, and valued.   
6.  ORGANIZATIONAL WELL-BEING OFFICER   
Each directorate should have appointed in writing a Civilian Well-Being Officer (CWBO).  The CWBO must be in the grade of GS-05 or above and be of good standing within the organization. The CWBO will attend training and be certified by the Army Substance Abuse Program.  The CWBO will be responsible to ensure that Garrison engagement initiatives are executed at the organizational level.  New leaders should contact their CWBO upon arrival in their new position.  The organizational CWBO should be able to provide information about current employee engagement status and offer assist to managers in the development of an action plan that will assist in the development of a more engaging work environment.  The CWBO works closely with the ASAP and various garrison support offices to ensure organizations optimizes opportunities for engagement and life enrichment. Civilian Well-Being Officers will be responsible for administering the 13 questions Organizational Workforce Satisfaction and Engagement Survey (Encl 1).  Workforce engagement is a manager’s responsibility and the CWBO will always support manager’s efforts. 

7.  ANNUAL ENGAGEMENT AND SATISFACTION SURVEY   The CBWO in conjunction with the EAP and PAIO will be responsible for the administration, collection, reporting and follow-up of organizational surveys.
8.  SELECTING THE RIGHT PERSON    Once the Civilian Personnel Advisory Center has issued a hiring list, managers may increase the likelihood of hiring an engaged employee by selecting an employee whose talents and natural interests are a good fit for your organization.   The hiring official should determine the talents required for the position being filled prior to resume review and the candidate interviews.  Selecting the right person for a job will be addressed more comprehensively in the Supervisory Workforce Engagement Training.
9.  TRAINING
     a. Orientation for New Employees (ONE) training.  New hires formulate opinions regarding their new position and the community within the first few weeks of joining an organization.  ONE training is an inception program that engages new hires at a critical time after a candidate accepts a position from outside Fort Sill.  Receiving new hires into the community properly will help them feel valued and effectively and efficiently introduces and directs them in their new roles.  The ONE program helps the new employee understand what is expected of them and how they impact the bigger picture. The program is administered in three phases:

(1)  Phase I - Prior to the new hire’s arrival, the new hire’s director will identify and assign a sponsor to aid with the new hire’s transitional needs.   The director will also send a welcome letter (Encl 2) that will include a welcome packet from Army Community Service.  The welcome letter will contain sponsor contact information, general information about the region, and web links that provide new hires an opportunity to learn about the Army and community.  When possible use electronic Welcome Letters & Packets to save operational costs.  An electronic welcome packet may be found at http://www.sillmwr.com/welcomePacket.pdf.
      (2)  Phase II - Upon the new hire’s arrival on Ft Sill, the immediate supervisor will conduct a thorough organizational and worksite orientation aided by checklist issued during CPAC inprocessing (Encl 3). During this orientation the new hire should receive a copy of their job description, and initial counseling.  Employees should also complete an Individual Development Plan (IDP) soon after arrival and submit for discussion with the supervisor.  
      (3)  Phase III – All Garrison new hires must attend a community orientation.  The monthly orientations are an overview of the activities and mission of the installation tenants.  Orientations are conducted at Snow Hall the first Tuesday of each month from 0800-1600.  The DHR Workforce Development Office, manages the training will help managers monitor the program attendance.  
     b. Supervisory Engagement Training.  All supervisors must attend an annual engagement training that is offered monthly by the Army Substance Abuse Program employee assistance program at building 4700, room G-29a (basement next to Snack Bar) the last Friday of each month at 1030-1130.  This training will be required for all supervisors new to the garrison within 60 days upon arrive.  The CWBO and DHR will track supervisor training attendance.  Supervisor engagement training will also be conducted through the Civilian Personnel Advisory Center.  
    c.  Employee Assistance Program (EAP) Training.  All new hires are required to attend Employee Assistance training within the first 60 days of arriving on the installation.  The training is designed to educate the employee on employee assistant benefits and how to access them.  Monthly EAP training is conducted at Building 4700, Room G-29a, the last Wednesday, Thursday, and Friday of the month (except November and December).  IAW AR 600-85, all employees must attend one two hour prevention training session annually.  The EAP also offers on-site and community training opportunities upon request in the following areas;
 (1)  Substance Abuse Prevention - Healthy life choices

(2)  Conflict Resolution/Teambuilding
(3)  Workforce Engagement
(4)  Critical Decision Making
(5)  Violence in the Workplace Prevention
(6)  Stress/Anger Management
(7) Compulsive Gambling.

(8) Suicide Prevention
(9) Crisis Management  

Additional classes are available upon request.  Call (580) 442-4205/2691 to request on-site training.
10.  SETTING EXPECTATIONS    Each organization exists for the purpose of providing an outcome that is deemed valuable to internal and external customers.  By defining specifics outcomes sought you allow flexibility in how they are met and still respect individual work styles.   When defining outcomes to employees ensure the objectives are Specific, Measurable, Attainable, Relevant, and Time-Bound (S.M.A.R.T.)  An engaged employee requires well defined outcomes for their role so they can meet and exceed them.  To assist in identifying the right outcome should be ask yourself;

     a.   What is right for the customer?  What about your operation does the external customer consider valuable.  What kind of emotions do you want your customers to walk away with?  Customers are the ultimate judges of value.
    b.  What is right for the organization.  Any outcome should be properly aligned with overall Garrison mission and vision, however, strategies should be flexible.

c. What is right for the individual.  Use an employee’s strengths when identifying desired outcomes.  

Ask them to achieve more in the areas they are strong rather than where they are weak.  
Any effort to ensure objectives are clear, measurable, and relevant and that are time-bound should challenge employees to achieve the desired objectives. 

11.  MOTIVATING, and DEVELOPING AN EMPLOYEE   Motivating an employee involves ensuring reward systems are correlated with performance.  Developing an employee is a manager’s ability to help and guide the employee to reach organizational, personal and professional goals.  This topic will also be covered in more depth during the Supervisory Workforce Engagement Training.  

12.  AWARDS AND RECOGNITION 
Employees that are performing at higher levels should be recognized in any of a variety of ways IAW
AR 627-20 and AR 215-3, Chapter 9.   A manager must ensure extra effort is recognized to set the right tone for the organization supporting outstanding performance.  This topic will also be discussed during Workforce Engagement Supervisory training.
13.  QUARTERLY CIVILIAN STAFF RIDES
Supervisors are highly encouraged to allow their employees to attend one of the quarterly Team Sill on Target civilian staff rides.  The staff rides are designed to educate civilian employees on the important training conducted here at Fort Sill and to allow them to experience a day in the life of the military they serve.  Call 2-4205/2691 to reserve a seat. 
14.  TEAMBUILDING AND RESOLVING WORKPLACE CONFLICTS  Our diverse workforce provides challenges for  even the best supervisors.  If supervisors find their employees are having a difficult time working together, the Employee Assistance Program can provide teambuilding and conflict mediation.  Call 2-4205/2691 and ask for the Employee Assistance Program Coordinator.
15.   EXITING EMPLOYEES    
Employees exiting the installation may provide leaders additional insight into how to create a more healthy and engaging work environment.  This information should be captured in an exit survey (Encl 4).  The exit survey can be obtained from the organization’s CWBO and may be dropped in one of the many ICE boxes on the installation upon completion.  Managers may also decide to interview the exiting employee to gain insight on opportunities for improvement.
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