The Human Architecture of Engagement

Evidence-based strategies for strengthening satisfaction, motivation,
and commitment across public and private organizations.



A quiet crisis is draining the global economy

o Global engagement
rate in 2024, only the
o second recorded

drop in a decade.

, o The disengaged majority:
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62% "not engaged” and 15%
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“actively disengaged".
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engagement—roughly 9% of global GDP. v S =, 4 » cals staridards dolayedl
government infrastructure,
stalled tech launches, and
deteriorating customer service
across every industry.
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Disengagement exacts a heavy toll on operational realities

The Business Case

Organizations in the top quartile of engagement experience: The fallout cascades across both sectors:
+ 78% less absenteeism. * Private Sector: Attrition costs hit 50% to 200% of an employee's
* Up to 51% less turnover in low-turnover organizations. annual salary for professional roles.
* Public Sector: Policy implementation slows, citizen service
quality declines, and institutional credibility erodes.
* Individual Human Cost: 41% of global employees reported
significant stress the previous day, driving “quiet quitting”.
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Engagement requires aligning three distinct psychological drivers

Gear 1: Job Satisfaction o

(The Appraisal)

Evaluative judgments about pay,
work nature, supervision, and
advancement. Insight:
Satisfaction is an attitude,

not a single emotion.

The Engagement Engine

Gear 2: Work Motivation
(The Drive)

Internal and external forces
initiating effort. Driven by
intrinsic/extrinsic factors and
true motivators versus basic
hygiene factors.

- Gear 3: Organizational

Commitment (The Bond)

The psychological bond to the
institution.

These constructs are not interchangeable. A satisfied employee may lack motivation; a
motivated employee may lack long-term loyalty. Strategic leaders must engineer all three.
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Not all loyalty yields equal performance

Affective Commitment Continuance Commitment Normative Commitment
| want to stay. | need to stay. | ought to stay.
Emotional attachment and deep Staying due to the perceived high cost A felt, reciprocal obligation to remain.
identification with the organization. of leaving (e.g., pensions, stability).
Highest positive relationship with task Essentially unrelated—or weakly
performance and citizenship behavior. negatively related—to performance.
Takeaway: This explains why compensation (Continuance) prevents attrition
but fails to drive customer service or innovation (Affective). 7
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Motivation collapses when the expectancy chain breaks

Effort - Performance v Performance - Reward ) ¢ Reward - Meaning

If | work hard, will | - If | succeed, will | be . Do | actually value this
succeed? = : recognized/rewarded? —— AR — reward?

Private Sector Fracture Public Sector Fracture
The chain breaks here due to work The chain breaks here due to
overload, digital fatigue, and bureaucracy, slow promotion ladders,
continuous restructuring risk that and sparse performance-based
makes effort feel futile. incentives.
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Public and private sectors face opposite architectural vulnerabilities

Public Sector Private Sector
Employment stability, Competition, innovation,
Core Offerings defined-benefit pensions, merit-based rewards, rapid
regulated hours. promotion.
: : Continuance & Normative Affective & Extrinsic (staying
Dominant Commitment T : : :
! REnCELYPE (staying for security/duty). for growth/compensation).
. > Dampened intrinsic motivation; | > Erosion of job security;
Key Vulnerabilities » slow adaptation to tech. > intense pressure.
Bt BiSehaAGemant > Bureaucracy, » Work overload,
Driver;y g9ag > red tape, » digital fatigue,
> limited recognition. > burnout.
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An evidence-based blueprint spans the engagement gap

Redesigning (2| Transformational Career Pathway Work-Life Integration
» Reward Systems T Leadership Architecture & Wellbeing

Aligning intrinsic and Equipping managers Making growth visible Treating health as Structuring fairness and
extrinsic drivers. at the team level. and skills-based. strategy, not a perk. transparent measurement._]

The Engagement Gap

I The following toolkit outlines actionable interventions backed by industry-leading proof points.
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Pillar 1: Reward systems must move beyond basic hygiene factors

Theory
PROOF POINT: Cleveland Clinic

Industry: Healthcare (Mission-driven, high-burnout)

A True
" Motivators

Action: Implemented “Caregiver Celebrations,”
layering unit-level peer recognition with
organization-wide awards.

Hygiene Base I, Sryap— .
Result: Units with higher recognition scores

reported stronger affective emotional
commitment and lower voluntary turnover,
proving systematic recognition yields
measurable retention.

Pay and benefits are hygiene factors—their absence
creates dissatisfaction, but their presence alone doesn’t
generate motivation. Meaningful recognition, achievement,
and advancement must be deliberately designed (e.g.,
tiered recognition, public sector innovation incentives).
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Pillar 2: Transformational leadership is a modifiable input

— <
PROOF POINT: Google

Initiative: Project Oxygen

Action: Analyzed performance data to
identify top manager traits. Discovered that
being a good coach, empowering the team,
and expressing interest in wellbeing were
far more impactful than technical expertise.

Result: Measurable improvements in team

0, (o) 1
g/loaznsa gTet:i: r:s? 2ﬁ§?aelntfef§zlalufsrgmm§g: teors2 Zcf)cgll?raafll)yr ltrl]1e Sallfae i RSO e Toe )ty
ca————" . ) g these specific behaviors into manager
vast majority of variance in team-level engagement. : G
& : ; selection and training.
Training must move beyond technical skills to encompass '

emotional intelligence and inclusive leadership. r
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Pillar 3: Career architectures must map to skills, not just tenure

Theory
Dual Career Ladder
Technical <, People
Expert Path Leader Path

Employees must see a credible future. Competence
and growth are basic psychological needs.
Organizations must implement dual career ladders,
transparent internal mobility platforms, and

government rotation programs to counter stagnation.

PROOF POINT:
DBS Bank (Singapore)

Context: Transitioning from a traditional
bureaucracy

Action: Redesigned pathways around skills.

Deployed the ‘DigiFY’ digital learning
platform and reframed internal mobility as
a core strength, not disloyalty.

Result: Shifted a continuance-commitment
culture toward affective commitment,
repeatedly earning top employer
recognition in Asia.
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Pillar 4: Wellbeing and performance are
complements, not substitutes

PROOF POINT: Unilever

Initiative ework

Action:

Integrated mental health first-aid and
flexible working across physical, mental,
emotional, and purposeful dimensions.

Result:

Sites with higher wellbeing scores
demonstrated stronger safety
performance and lower absenteeism—
proving that wellbeing investment
Organizations must move beyond rigid return-to-office mandates directly drives operational metrics.
toward evidence-based flexible policies, workload auditing, and manager
boundary-setting. Chronic overload degrades both health and output.
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Pillar 5: Procedural justice hinges on transparent measurement

Theory Measure
PROOF POINT: UK Civil Service

Initiative: Annual People Survey

'» Action: Collects detailed data from hundreds of
Discuss Publish thousands of civil servants. Crucially, results are
published openly by department, enabling public
benchmarking and forcing low-scoring units to
report improvement plans.

Result: What gets measured and published gets
managed. This infrastructure drives focused,

Plan structural investment in leadership and employee
voice.

When processes (promotions, performance) feel opaque,
trust and discretionary effort vanish. Fairness must be
structurally embedded via transparent calibration, pay equity
audits, and genuine union/representative engagement.
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L1 Y B I e [ 1 Kol sl i [ R (= quires an urgent recalibration

The Fraying Traditional Contract x| The Modern Psychological Contract
e Public Promise: Lifetime employment + _ * The Expectation: Meaningful work, skill

pension security — Loyalty + steady output. _« development, social purpose, and values
- alignment alongside compensation.

 Private Promise: Competitive pay + rapid 7
advancement — High output + unlimited » » The Exchange: In return, organizations gain
flexibility. /;" . ahighly learnable workforce capable of

rapid adaptation, continuous skill acquisition,

7 and enduring resilience through disruption.

W
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Future resilience lives in the cross-sector sweet spot

”” Public Sector | Private Sector
/ Traditions Traditions

* Mission-driven purpose The * Meritocratic energy &
& societal identity. performance incentives.

« Structural stability & Resilient » Dynamic, skills-based 1—

established wellbeing Sweet Spot internal mobility.
boundaries.

* Agile adaptation to

* Rigorous procedural justice technological change.
7

. and transparency.

~ The organizations that thrive in the next decade will ignore sector boundaries. They will combine the stability and purpose
~of the public sector with the dynamism and meritocratic energy of the private sector to build the ultimate human architecture.
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