by Greg Gorgone, CDM, CFPP

Employee
Engagement
and Training
We hear the words employee engagement and might wonder,
“What does that really mean?” It is a concept worth
knowing and understanding. You may have already had
good “engagement” in your operation, but is it current? Is it
enough? Is it part of the fabric of your day-to-day work life?
Let’s first look at what employee engagement means. It
is simply the nature of the relationship between team
members and the organization. As a CDM, CFPP, you
are a representative of the organization for which you
work. Therefore, think of employee engagement as your
relationship with those who you are responsible for as a
manager and department head. Employees that are engaged
on the job are happier, more fulfilled, and like working with
those around them.
A team member can either be fully engaged, entirely
disinterested, or somewhere in between. Fully engaged
employees are productive, interested, and loyal to the
mission and leadership of the organization. Those that are
disinterested may or may not show up for work or are a
negative influence on the group. Those that fall somewhere
in between may be great one day and poor the next, but
can be easily moved to consistently great in the right
environment. The outcome is largely up to you as the CDM,
CFPP, and your level of engagement with your team. By
understanding this relationship and following the guidelines
outlined here, a CDM, CFPP can build a great team and
find fulfillment in their role.
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GUIDELINES
FOR EFFECTIVE
LEADERSHIP
To be an effective manager, look
inward and be honest about
your own situation. Be willing
to change with the times and
welcome growth as a leader.
If you come to work each day
and it feels like a grind, then it’s
time for some self-reflection and
personal growth. If you look
forward to coming to work and
feel energized each time you walk
into the department, odds are
you’re engaged with your team
and are a good manager. In either
case, the sooner you see yourself as
the solution and the cause of the
culture in your department, the
better off you will be. After 35
years of management experience,
I’ve come to realize two things: 1)
A department can only be as good
as the department head, and 2)
Most team members want to work
in a great place and do a great job
when given the tools and support
required. Nobody likes failure and
no one wants to be on a losing
team.

Greg Gorgone, CDM,
CFPP is co-founder
of The Pineapple
Academy, which was
created to provide
healthcare foodservice
operators with the
basic training and tools
necessary to build a
culinary culture through
online microlearning.

As a manager, realize that every
moment of every day, the team
is looking at you to set the tone
and level of professionalism in
the workplace. They are looking
at you to convey expectations,
provide clarity to policy and
procedure, train and mentor, set
the standard for the department,
and create a level playing field
where everyone is respected, has a
voice, and feels part of the team.
Continued on page 32
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Simply put, everyone wants to know that they are valued and
part of a larger purpose. They want to be on a winning team.
Recent studies demonstrate that level of employee engagement
is based on some simple principles that we will explore. But
to begin to understand this, let’s first look at why employees
dislike their jobs and why they quit:
1) Most people quit their manager, not the job. Even if they
enjoy the work they do, if they don’t like the boss, they will
leave.
2) There’s no room for growth. People are looking to grow their
careers. If they feel their job is a dead end, they will leave.
3) They do not feel appreciated or heard.
4) They see that not everyone is treated the same way. If they
see team members doing a poor job and it is tolerated, they
will lose faith in their leadership and leave.
5) There’s not enough clarity or direction provided. In other
words, a lack of positive direction and training will lead to
departures.
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6) There’s a lack of work-life balance. As managers, we must
provide our team members with schedules that allow them to
take care of their family and themselves. Realize that many
of your team members have a second job or their partners
work full time as well, and they find it difficult to manage
their own lives.
B U I L D I N G E M P LOY E E E N G AG E M E N T
Now let’s look at what we should be doing on a regular basis to
create a positive culture and build employee engagement. It all
begins during the interview process.
It is important to review and update job descriptions and job
flows routinely. The needs of your department change and, as
such, job descriptions should be kept up-to-date so as positions
need to be filled, you know the type of staff member to seek.
• Stay coordinated with Human Resources and those you
report to in order to keep job descriptions current.
• Widen your search beyond health care and recruit staff from
hotels and restaurants.
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• Hire for attitude! With the right tools,
you can train a new staff member for the
role you hired them for.
• Be on time and prepared for interviews.
Have the person’s application, references,
resume, job description, and any other
information you need at hand.
• Greet the applicant at the front door and
welcome them.

EMPLOYEE ENGAGEMENT begins at the

• Introduce them to others and make
them feel welcome.

interview process... Once you’ve decided
to make an offer to someone, be sure to

• Hold peer interviews as well. Get your
current staff engaged in building their
team.

get back to the other applicants and thank
them for their interest in the job and your

• Start the interview by offering a
beverage.

company.

• Make the applicant feel comfortable and willing to share
information about themselves and their work history with
you.
Once you’ve decided to make an offer to someone, be sure
you get back to the other applicants and thank them for their
interest in the job and your company. You never know if you’ll
need to reach back out to them.
Here are a few tips to on-board a new hire. Be sure to review
other articles and tools from ANFP about on-boarding and
other best practices for Human Resources.

Now that we have looked at the hiring and on-boarding
process, let’s explore other employee engagement tools we need
to master as a manager. By following these tips on a day-to-day
basis, you’ll find that you are on a path to greater success, better
outcomes, and personal satisfaction on the job.
• Create an environment where staff members can speak their
minds, and make it easy for them to approach you to discuss
ideas, problems, or their careers.
• Keep an open-door policy. Only close the office door when
discussing personal or HR matters with a team member.

• Have uniform parts and any other supplies required for the
position available on day one.
• Again, greet the person and take them around the campus
and to meet others. Make them feel welcome and at home.
• Have a training schedule ready to hand them on their first
day. Remember that it takes a team to train the new hire.
The practice of handing the “new guy” off to a veteran staff
member is not always the best idea unless you know that the
trainer has the right attitude, skill level, and a willingness
to treat the new recruit with respect and invest the time to
do it right. Bad habits are learned by what others in the
department are doing.

• Spend time every day getting around the department and see
where help is needed or, better yet, catch your team doing
good things. By acknowledging the right processes, good
looking food, observed service to others, or seeing team
members helping each other, always show gratitude and
thank them for their effort. Remember, you get what you
push.
• Set a good example in appearance and personal hygiene.
Do what you say you’re going to do. Follow up and follow
through. Walk the talk.
• Always handle food in the correct manner to set a good
example.

• Provide 30, 60, and 90 day feedback to the new hire. Show
you are interested in their success. Let them know you are
available to them any time.

• Keep your workspace clean and tidy. Your office reflects your
professionalism, personal standards, and organizational skills
as a leader.

• Set the right level of expectation and service standards from
the moment someone begins working in your department.

Continued on page 3 4
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Continued from page 3 3

• Celebrate department accomplishments. Make it about
them, not you.
• Have the group sing “Happy Birthday” to staff members
celebrating the day.
• Always ask the person doing the job what they think needs
to happen to improve food and service. Make it about the
process and outcome.
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• Cross-train the staff so they know what other team members
are doing and how it connects to their role. There is even
a big benefit of having new hires spend a day in other
departments so they can see how food service fits into the
organization.
• Allow staff to volunteer in the community and give them
paid days to do so if possible.

• Share information on a regular basis about things going on
with the company, upcoming events, holiday planning, new
processes, or what’s on the menu for the day. Hold daily
huddles to build teamwork and keep everyone in the loop.
Remember there are no secrets in food and service. The more
your team understands about the operation, the better it will
be for everyone including your customers, residents, and
patients.

• Empower team members and let them make decisions.

• The simple act of saying hello to each employee every day
and thanking them when they clock out makes everyone feel
welcome, comfortable, and valued for their contributions to
the team.

As a CDM, CFPP employee engagement is a vital part of your
professional success in any organization. The best part is that
it makes each day an adventure and personally rewarding. Staff
success is also your success. Create a great environment for the
team and it will pay dividends for a lifetime. E

• Understand their goals and where they want to go in their
career.
• Make training and education an ongoing activity. It should
not be “mandatory” learning. Make it fun, easy to access,
and beneficial to a team member’s future.
SUMMING IT UP
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