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Is your organization still battling turnover despite 
attempts to tackle it from various angles?  
Let me guess...

•	Executives feel initiatives have little ROI
•	Leaders feel constantly behind
•	Staff feel overworked and undervalued.

Discover how the Employee Retention Ecosystem™ 
created by the workforce experts at Magnet Culture, 
provides clarity across all levels to reduce turnover 
and build a thriving culture where people want to stay.

“With this new Ecosystem model, organizations 
can now elevate their retention discussions from a 
frontline concern to an executive-level strategy.”

Cathy Chiovaro, VP of Workforce Strategy, 
Otterbein SeniorLife
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The Lie That  
Costs Us Talent

“I heard you can help me reduce my employ-
ee turnover,” the executive said. “Although I’m 
not sure how you can help because I know how 
to keep people. I’ve got folks who’ve been with 
me for decades, it’s just these new hires who 
keep quitting. They have no loyalty, and frank-
ly, they just don’t want to work.” On that day, I 
realized how much our workforce has evolved.

We used to be a workforce full of “trees.” 
These are individuals whose tenure within a 
company is marked by deep-rooted stability 
and the ability to endure various challenges 
within their work world. These employees are 
often seen as the dependable backbone of their 
organizations, able to weather any storm that 
comes their way.

Today’s workforce, on the other hand, is 
more like “houseplants.” These workers are 
characterized by their need for mobility and 
individualized care. Just like real houseplants 
need varying amounts of water, sunlight, etc., 
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houseplants in your workforce need different 
levels of attention and a variety of conditions to 
reach their full potential.

Our retention strategists at Magnet Culture 
got this call years ago and still hear the same 
story, told in different voices from coast to 
coast. Frustrated executives. Burned-out lead-
ers. HR professionals pulling their hair out. 
Many are seasoned professionals who sudden-
ly find themselves leading in a landscape that 
looks nothing like the work world they trained 
for. It’s not that these leaders can’t see what’s 
happening. They’re just doing their best in a 
world that’s shifted beneath their feet this past 
decade — faster than anyone expected.
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What’s Really Going On?
The lie we often hear: No one wants to work.
And the game-changing truth: The work-

force isn’t broken — it’s just evolved. People 
haven’t stopped wanting to work; they simply 
don’t want to work in some environments. 
They’ve stopped tolerating workplaces that 
have forced leaders to “do more with less” for 
so long that they’re no longer able to be great 
leaders for their teams.

The real problem isn’t “kids these days.” It’s 
the outdated assumptions about work ethic 
and loyalty that many organizations are still 
clinging to that simply aren’t (and never were) 
sustainable practices.

On that call, when we asked that executive 
a few questions, it didn’t take long to uncov-
er the deeper issues. Back in the day, stabili-
ty and “doing things the way we always have” 
were attractive to employees. But for today’s 
workforce? They have different expectations 
than previous generations. They crave growth 
and culture more than tenure and titles. And 
what’s attractive to them is far different than 
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what attracted and kept previous generations of 
employees.

New hires won’t settle for a “sink or swim” 
onboarding process. They expect leaders to 
know how (and have the time) to communicate 
clearly and lead effectively. And this isn’t just 
about twenty-somethings. Every new hire, re-
gardless of age, is walking in with higher ex-
pectations — for leadership, clarity, flexibility, 
and purpose.

Over the past decade, has your culture taken 
a backseat to other priorities? Has your leader-
ship development budget been cut and never 
reinstated? Have you done “the best you can” 
but still can’t compete against employers down 
the street to attract the talent you need?

Does your leadership team know who owns 
employee retention? Or is the blame game run-
ning rampant in conversations because no one 
has time to own it? Perhaps a new, more holis-
tic approach is needed to be successful mov-
ing forward.
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Are You Thriving  
or Just Surviving?

Do you remember what you learned in mid-
dle school biology about ecosystems? Every or-
ganism plays an important role.

A thriving ecosystem is alive with energy, 
purpose, and alignment. Just like a healthy 
ocean environment (think coral, fish, etc.), ev-
ery part depends on and supports another. 
But remove one of those elements? Everything 
struggles. When one piece is missing or when 
one part of the ecosystem fails, the whole sys-
tem suffers.

Workplaces function the same way. Many 
organizations today are operating more like 
struggling, or barely surviving, ecosystems:
•	 Executives are investing in random 

initiatives and telling HR to “fix” the 
turnover problem, yet the organization still 
sees excessive employee turnover.

•	 Leaders are exhausted, stuck in a never-
ending loop of hiring and training. They 
claim it’s because “no one wants to 
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work,” yet they admit the organization 
hasn’t budgeted enough for recognition, 
leadership training, proper onboarding 
time, etc.

•	 Frontline staff feel underappreciated, a lack 
of support from leaders, and disconnected 
from their executives.
Moving toward a healthier, thriving work-

place ecosystem is possible. It requires fo-
cused efforts from executives, leaders, and 
staff (including HR) to improve the areas actu-
ally causing turnover. In a thriving workplace 
ecosystem:
•	 Executives find clarity to expedite 

retention and culture results.
•	 Leaders have the time to truly lead 

their teams.
•	 Staff find a place they want to work.

People want to work in that environment. 
So, don’t make your staff survive the day. Make 
it a priority to help them thrive!
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Introducing a  
Holistic Approach 

Too many organizations are still trying to fix 
their retention problems with random short-term 
perks or disconnected policy changes. But at Mag-
net Culture, we’ve discovered a deeper truth: sus-
tainable staffing solutions require a more holistic 
approach. That’s why we created the Employee 
Retention Ecosystem™ framework — a visual and 
strategic model to guide organizations as they re-
align their culture, expectations, and support at 
every level of the organization.

If you're familiar with my book Staying Pow-
er: Why Your Employees Leave and How to Keep 
Them Longer, you know that one-size retention 
solutions no longer fit all. Now, it’s time to con-
tinue that conversation and offer step-by-step, 
more prescriptive strategies to get the real-world 
outcomes you’re seeking.

This guide brings together the multiple com-
ponents of the Ecosystem, created out of our 
broader training work in various industries 
across the country.



8	 The Employee Retention Ecosystem™

Who’s Who in  
the Ecosystem?

To transform our culture from surviving to 
thriving, we first need to understand that ev-
eryone owns retention. The Employee Reten-
tion Ecosystem™ simplifies and clarifies the 
organizational responsibilities of executives, 
leaders, and staff to reduce turnover.

The foundation of this model is the con-
cept that everyone within an organization is 
a houseplant! Think about it. Every variety of 
houseplant, from orchid to cactus, requires an 
individualized care plan in order to thrive.

At the higher-maintenance end of the 
houseplant spectrum, orchids, for example, 
need daily attention to ensure they’re getting 
the appropriate amount of water and light — 
not too much and not too little. Can you think 
of staff on your team who need a delicate for-
mula for just the right amount of care and at-
tention? They need a daily check-in to be sure 
they’re well supported, and some even believe 
they belong on a pedestal at times. (Ha!)
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You’ve probably got folks on your team at 
the other end of the spectrum who are more 
like cacti. They prefer to be left alone, for the 
most part, and do not need or want your check-
ins very often. You can leave them alone for a 
month, and when you come back, they’re doing 
just fine!

Of course, most houseplants require a level 
of care in the middle of the spectrum. Those 
are our snake plants, philodendrons, ferns, for 
example, who need weekly check-ins to thrive.

Now this houseplant concept doesn’t mean 
that new hires will inevitably be short-term 
employees. In fact, many houseplants can 
live for decades, if they are well cared for and 
given the opportunity and resources to grow 
along the way. Individualized care plans are 
more effective for growth than a one-size-fits-
all approach.

It’s not just frontline staff who fall into this 
level — even leaders and executives are house-
plants who need individualized care plans. But 
the leaders and executives across the organiza-
tion have additional roles.
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In an organization full of houseplants, 
the leaders at every level are also gardeners! 
Those who officially manage others, or influ-
ence without authority, must first know their 
team members well and then adjust their care 
plans (a.k.a. leadership approaches) to meet the 
individual needs of each person if they want 
staff to stay.

Are each of your leaders continuously gaug-
ing what their team members need and how to 
provide the right sized planters for growth, the 
specific nutrients that variety requires, and the 
appropriate amount of sunlight and water for 
each houseplant they tend?

At the highest level of the org chart, the ex-
ecutives must be great gardeners for their own 
direct reports, but they have a bigger picture 
role as well. Executives must establish an 
ideal and protective environment where the 
houseplants and gardeners can thrive!

Every role matters. When all three (staff, 
leaders, and executives) function well together, 
turnover drops and productivity soars.
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The Role of All Staff:  
Take Root & Grow

Often overlooked in retention conversa-
tions, frontline and non-managerial employ-
ees hold tremendous power on culture. It’s not 
just official leaders who can make change and 
influence others. We teach that “company cul-
ture is not posters on the wall; it’s what walks 
down the halls.” How people are showing up 
and treating one another is the true measure of 
your organizational culture.

In the Ecosystem, employees at all levels 
are responsible for creating strong teams and 
becoming strong individual contributors. This 
is why the two responsibilities everyone must 
individually own moving forward are to Take 
Root and Grow in their own roles. For each of 
these responsibilities, we’ve identified three ac-
tions to meet that organizational expectation.

Responsibility: Take Root
Organizations first need their employees 

to Take Root within their positions and get 
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started in the organization as a contributing 
team member.
•	 Show Up: Take ownership of 

responsibilities and consistently follow 
through on commitments to earn trust.

•	 Be Mindful: Anticipate how one’s words 
and actions impact others to foster an 
inclusive environment.

•	 Build Connections: Respectfully engage 
with team members and reduce judgment 
of others to develop positive relationships.

Responsibility: Grow
Organizations then hope that each team 

member will Grow within their roles and de-
partments to learn more, become more effi-
cient, and increase their productivity and value 
to the company over time.
•	 Speak Thoughtfully: Listen to others, 

know your audience, and clearly 
communicate to avoid misunderstandings 
and conflict.

•	 Make Adjustments: Modify behavior and 
build resilience to meet expectations in an 
ever-evolving work world.
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•	 Think Critically: Ask insightful questions 
and generate possible solutions in unexpected 
situations to overcome daily obstacles.

Additional Considerations
Expectations for professionalism and work 

ethic are often assumed to be universal, but they 
are subjective and shaped by each person’s lived 
experiences. What feels like “common sense” to 
one employee may be entirely unfamiliar to an-
other, which highlights why clearly communicat-
ed expectations are critical for everyone to take 
root and grow.

One organization called us because their man-
agers were struggling to coach employees’ “lack of 
professionalism.” Together, we created a series of 26 
professionalism videos they now use during team 
meetings to clearly communicate expectations.

All-Staff Action Steps 
Choose one way this week to contribute to a 

thriving workplace — whether it's showing up 
with more consistency, communicating more 
clearly, or solving a problem independently. Small 
actions make big impacts.
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The Role of Leaders: 
Acclimate and Cultivate

Just as gardeners must prepare the soil and 
monitor growth, leaders within an organiza-
tion must guide and support their teams be-
fore day one and throughout their time at the 
organization.

In the Ecosystem, in addition to the respon-
sibilities and actions that all staff own, leaders 
must also take ownership of their responsibili-
ties to Acclimate and Cultivate staff effectively.

Responsibility: Acclimate
First, leaders must successfully Acclimate 

new hires, ensuring a positive new-hire experi-
ence for those joining their teams.
•	 Give Guidance: Offer clear direction, proper 

onboarding, and ongoing training to help 
employees perform their roles independently.

•	 Strengthen Teams: Facilitate workplace 
connections and proactively address 
conflict to enhance team cohesion and 
collaboration.
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•	 Show Support: Listen diligently, 
acknowledge individual needs, and 
provide flexibility to build trust and 
balance empathy with accountability.

Responsibility: Cultivate
For all team members, not just new hires, 

leaders must stay in constant communication 
to Cultivate positive relationships and results.
•	 Provide Feedback: Recognize team 

member contributions and coach through 
areas of improvement in real time to shift 
attitudes and behaviors.

•	 Encourage Advancement: Promote 
continuous education, skill-building, and 
mentoring opportunities to expand or 
expedite desired career growth.

•	 Navigate Change: Support staff 
through organizational transitions to 
successfully move initiatives forward with 
minimal friction.

Additional Considerations
Be careful not to assume your leaders know 

they are supposed to own certain aspects of 
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your company’s retention initiatives. In fact, 
at a two-day Retention Intensive Retreat for 
leaders we facilitated, participants were asked 
what their biggest takeaway had been after the 
first morning break. One manager raised his 
hand and replied, “I had no idea reducing turn-
over was my job.”

That manager’s director was in the room and 
told us later how shocked he was to learn that 
his own managers thought retention was “not 
their problem.” This discovery changed the 
course of their future staffing conversations.

Magnet Culture’s leadership development 
programs strengthen managers’ ownership 
of their impact on team culture and turnover. 
Through our workshops and programs, we 
equip leaders with tools to communicate more 
effectively, proactively bridge the widening 
generational gaps, and coach team members to 
have greater confidence in their roles. Investing 
in leadership training can shift manager mind-
sets and behaviors to create true Retention 
Champions for the organizations.
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Leadership Action Steps
Take stock of your daily leadership hab-

its. Which components of your acclimating 
and cultivating efforts need more of your time 
and attention? Forming consistent routines for 
your management actions is the foundation of 
retention.
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The Role of Executives:  
Establish and Equip

No plant can survive, let alone thrive, with-
out the proper environment. And no gardener 
can do their best without the proper tools (like 
a leaky watering can). Senior leaders are the 
providers, bringing energy to fuel growth and 
influence culture across the organization.

In the Ecosystem, in addition to the respon-
sibilities and actions that all staff and leaders 
own, executives and policy-making leaders 
must also Establish an attractive environment 
and Equip leaders with the tools they need to 
be successful gardeners.

Responsibility: Establish
Recalibrating and aligning efforts are key to 

establishing an environment that protects staff, 
attracts talent, and strengthens culture.
•	 Assess Values: Redefine organizational 

mission, vision, and core values as the 
workforce evolves to attract aligned talent.

•	 Set Priorities: Solidify manageable goals, 
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budgets, policies, and procedures to 
appropriately allocate resources and keep 
team actions focused.

•	 Analyze Capacity: Adjust org charts, job 
descriptions, and schedules to balance 
productivity goals with sustainable 
workloads.

Responsibility: Equip
It’s critical that organizations Equip manag-

ers and supervisors with the proper resources 
needed to successfully lead and retain staff.
•	 Develop Leaders: Sharpen essential 

management and coaching skills to create 
more competent and confident Retention 
Champions.

•	 Leverage Technology: Keep up with 
software and equipment advancements to 
maximize efficiency and ensure staff have 
sufficient systems.

•	 Compensate Meaningfully: Offer 
competitive, employee-minded salaries, 
wages, benefits, and incentives to promote 
desired staff behaviors.
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Additional Considerations
Our team of workforce experts at Magnet Cul-

ture have facilitated impactful retention conver-
sations with decision-making senior leaders for 
more than a decade. At training programs like 
our Retention Strategy Summits, we see ex-
ecutives come to the realization that even with 
the best of intentions, they are still unaware of 
the true sentiments their staff and leaders have 
about the support and resources they receive.

Many are shocked to discover how decisions 
and policies they’ve made over time have im-
pacted leaders’ ability to effectively manage and 
retain the talent the organization cannot afford 
to lose. It takes intentional alignment and in-
vestment from the top to create that place where 
people will thrive.

Executive Action Steps
Review whether current organizational in-

vestments reflect retention as a true priority. 
Consider hosting a Magnet Culture program 
for your executive team to recalibrate priorities 
and better equip your leaders to retain more 
team members.
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The Ecosystem Audit
Are you spending your time, money, and 

effort on what truly moves the needle toward 
better retention? How do you know?

We created the Employee Retention Eco-
system™ Audit to help organizations evaluate 
which areas across the organization are thriv-
ing, surviving, or wilting — from the lens and 
perception of staff. Companies use the Audit to:
•	 Avoid wasting resources on the wrong 

retention strategies.
•	 Identify high-priority improvement areas, 

addressing the lowest Audit scores first.
•	 Create alignment across leadership teams 

with the implementation plan for new, 
meaningful retention initiatives.
Scan the QR code on the next page or go to  

EmployeeRetentionEcosystem.com to take 
the Audit.
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Before you take or share this Audit tool, 
it’s critical to follow one important rule: take 
off your leadership hat and answer as though 
you were staff.

Total Score
Once you’ve completed the Audit and 

have your total score, here are some insights 
to consider.

Many of us would score higher if we took the 
Audit through our leader lens, but that score 
would include our intentions and the fact that 
we know “it could be or has been worse.” Staff, 
especially new hires, do not care what the cul-
ture has been in the past or how much effort 
you’ve already put in from where you started. If 
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the environment isn’t currently what they want, 
they will give you a low score today if you ask.

Most leaders in our training programs score 
between 45 and 63 out of a possible 90 points. 
Those who score higher are either delusional 
(Ha!) or they’ve put serious effort into retention 
initiatives at their organization, and they have 
earned that strong score.

Next Steps
Have your entire leadership team take this 

Audit, then schedule a 90-minute meeting to 
discuss the results and determine the next 
steps. Typically, the first step is identifying an 
Ecosystem owner to deeper analyze the Audit 
scores and set priorities in place for future dis-
cussions and action.

Some organizations also like to give the Au-
dit to all staff to validate the leaders’ initial per-
ceptions, which ensures the prioritized initia-
tives will be more likely to hit the mark.
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How to Get the Most  
Bang for Your Buck

None of these individual action items is 
mind-blowing. You know that everyone needs 
to show up with mindfulness, leaders need 
to check in with staff, and executives need to 
maintain sustainable workloads for employees. 
It’s making it all work together that can be the 
tricky part — building that thriving ecosystem, 
where one healthy part supports the next and 
the next and the next. Creating a workplace 
where everyone thrives starts when each per-
son understands the Ecosystem framework and 
takes ownership of their role.

At Magnet Culture, we understand not every 
organization has the bandwidth or budget to 
implement all their ideal initiatives as quickly 
as they’d like. That’s why we often recommend 
starting with the two strategies that yield orga-
nizations the highest return.
•	 Revamp Your On-Ramp for New Hires: 

Investing in more structured, thoughtful 
onboarding experiences drastically 
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improves new-hire engagement and 
retention within the first 90 days 
and beyond. When people feel set up 
for success from day one, they stay 
longer and are more productive faster. 
Create comprehensive checklists at 
the organizational, departmental, and 
role levels to communicate written and 
unwritten expectations effectively to all 
new hires.

•	 Develop Leaders to Become Retention 
Champions: Crafting an annual leadership 
training curriculum that covers essential 
topics for current leaders, future leaders, 
and key influencers at every level is key 
to ensuring they continue evolving their 
skills to retain the ever-evolving workforce. 
Leaders have the most influence on 
whether staff stay or go. Enhance their 
competence and confidence to reduce 
turnover and create greater team stability.
These two initiatives, when tackled first, help 

create immediate traction and demonstrate 
measurable progress, setting the stage for a more 
sustainable organizational transformation.
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Thriving Workplaces Don’t 
Happen by Accident

Retention is not HR's problem to solve. It's ev-
eryone's responsibility to pull their weight in cre-
ating a place where people want to work.

When staff Take Root and Grow in their roles, 
leaders Acclimate and Cultivate staff, and execu-
tives Establish the right environment and Equip 
their leaders, the workplace transforms.

Start with the Audit. Share the Ecosystem. 
Talk about where your organization is strong and 
where it's struggling. Then take small steps, one 
after another, to move forward together.

You can’t and shouldn’t do it all at once. But 
you do have to make a decision and do something.

Let’s build healthier ecosystems where your 
people want to stay.

Next Steps
Not sure where to begin, or get stuck 

in the process? We’re here to help.  
Email solutions@magnetculture.com or visit 
WeReduceTurnover.com.
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