Employee Engagement:

Four Places to Start
Measuring What Matters

Where Do You Start to Measure Engagement?
Do you know how well your employee engagement programs are working? How about the
connection between programs that engage employees, such as employee recognition and
rewards, and your desired business results?

According to Gallup, just 32% of U.S. employees are engaged at work.¹
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http://www.gallup.com/poll/188144/employee-engagement-stagnant-2015.aspx

A Starting Place
In this guide, we show you four ways to start measuring the results of your engagement programs.
Whether your measure for success is better retention, improved alignment with goals, or better
company performance, your journey begins in first knowing what to measure and doing it well.

Not every company’s engagement strategy or desired outcomes are
the same. Use the sections that make the most sense for your organization.

Why Engagement Matters
Employee Engagement:
We know it’s important but why should you care about it?
Doing employee engagement for engagement’s sake
usually isn’t sustainable. Instead, it should tie back to specific
organizational goals, increased employee performance, and
ultimately — your values as an organization.

Revenue Growth

Realizing the Engagement Dividend
According to Aon Hewitt, a 5 point increase in employee
engagement is linked to a 3 point increase in revenue growth
in the subsequent year.

Aon Hewitt’s 2017 Trends in Global Engagement Report
placed Rewards and Recognition as its top driver of
engagement globally.2
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Highly engaged
employees take 20%
fewer sick days than
disengaged employees.3
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sick days

disengaged employee
sick days

Understanding the ROI of
Employee Engagement
As you’re considering what to measure, consider this: Gallup data from 20164 found that
companies with highly engaged workplaces outperform their peers with low engagement by
147% in earnings per share. That same study also proved that companies with highly engaged
employees are:

21%

20%

17%

21% more profitable

Enjoy 20% higher sales than
industry peers with average
engagement

17% more productive

As you go through this ebook, consider which of these four areas are the most important for your
organizations to measure first and prioritize it appropriately.
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Gallup – Q12 Meta Analysis May 2016

1. Engagement Surveys
For years, annual employee engagement surveys were the best
(and only) available tool for measuring employee engagement.
But today’s leading organizations are moving away from annual
surveys in favor of more frequent surveys (otherwise known as
pulse surveys) and continuous feedback in order to get a more
timely, accurate, and actionable read on engagement.

Measuring Engagement with Surveys

Pulse surveys get
higher response rates
and participation than
traditional long-form
annual surveys. They
also allow management
to act on the findings in
a more timely manner,
and one that more
closely matches the
real pace of business.

Here’s how you can use engagement surveys to better
understand employee engagement:
Weekly pulse surveys that ask just a few questions. Start
with something simple, like “Would you recommend us as
a place to work?” and make sure to occasionally repeat the
question so you can track changes.
Historical data that shows trend lines as organizations
shift. Engagement can shift as organizations go through
high and low times. As you’re looking at engagement
levels, make sure you understand what’s going on in the
business as well.
Comparison data between departments and functions.
Some parts of the organization will naturally be different
from others, but use that data as a discussion starter to
make sure engagement is on the right track.
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Aberdeen Group: http://www.aberdeenessentials.com/hcm-essentials/5steps-to-turning-your-employee-engagement-program-into-improvedcustomer-satisfaction/

Companies that
implement employee
engagement programs
see a 26% increase in
annual revenue.5

2. Revenue and Company Performance
For some organizations, the ultimate outcome of employee engagement is measured by increased
revenues and better overall company performance. According to Gallup, companies with a welldefined culture of recognition and commitment to employee engagement have been shown
to outperform their peers by 147 percent in earnings per share. Although you may only get
correlation, having a better understanding of what makes your organization tick can help you find a
competitive edge that you didn’t know existed.

87% of organizations cite employee engagement as their biggest challenge.6

Measuring Company Performance and Engagement
Here’s what you can start measuring to understand employee engagement’s impact on
company performance:
Employee engagement drivers during times of high company performance. When the
company is performing well, use engagement surveys to understand what human factors are
driving company success. You could find a policy or a change in a department was the key
to your good fortune.
The correlation between individual performers and results and how it impacts the
organization. Use performance and engagement data to figure out who the lynchpins and
leaders are in your organization. You’re likely to find people whose performance resonates
beyond their department.
The impact of disengaged employees on individual departments. Disengagement can have
a major effect on departmental performance, so use engagement and performance measures
to proactively address both issues.
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https://dupress.deloitte.com/dup-us-en/focus/human-capital-trends/2015/employee-engagement-culture-human-capitaltrends-2015.html
Workplace Research Foundation, 2015

Increasing employee engagement investments by 10% can
increase profits by $2,400 per employee, per year.7

3. Satisfaction with Management
You’ve heard that people don’t quit jobs, they quit bosses. An employee’s relationship with their
direct supervisor plays an enormous role in determining whether they’re engaged with their
work. Even if the overall organization has a welcoming environment, a bad supervisor can have a
disastrous impact on a department.

According to a Gallup survey of 1 million employees,
a bad boss is the most common reason for leaving a job.8

Measuring Supervisor Satisfaction
Here’s what you can start measuring to understand the impact of supervisors on employee
engagement:
Retention rates. You should be focused on measuring voluntary turnover. In some industries, such
as retail, turnover can be as high as 100 percent, while other industries might be under 10 percent.
Supervisor ratings from employees and colleagues. You can use an Employee Net Promoter
Score (eNPS) as a starting point and see how many employees would be willing to recommend
your organization as a place to work. If one supervisor’s employees consistently give the company
low marks it could be a sign of dissatisfaction with that particular manager.
Engagement levels of employees by supervisor. Get an average for the organization and
set baseline goals to improve engagement across departments. Achievers’ recognition and
engagement software can help with the tracking and analytics.
Number of employees promoted out of a department. Development and growth opportunities
consistently rate as a top driver of engagement across organizations. When employees are getting
promoted, it’s a sure sign they’re engaged.

If a supervisor ignores an employee,
their level of disengagement goes up by 45%9
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https://hbr.org/2016/09/why-people-quit-their-jobs
http://www.gallup.com/poll/181289/majority-employees-not-engaged-despite-gains-2014.aspx

4. Goal Performance
Goal performance is when employees set aggressive but attainable goals and hit or exceed
them on a regular basis. Doing well at work can be its own reward, but goal performance leads to
organizational performance. High performers are recognized by their peers and managers and are
better aligned with the operations of the entire company.

Employees who get promoted receive 83% more recognition from
colleagues and supervisors than those who don’t.10

Measuring Goal Performance
Here’s what you can start measuring to understand the impact of goal performance
on employee engagement:
Overall goal completion. Good goals are meant to stretch the abilities of employees.
If 100 percent of goals are being hit, that could indicate that goals are set too low. Across
the organization, 60 to 80 percent goal attainment is a good number to track against.
Stretch and moonshot goals. Stretch goals should take employees out of their comfort
zone, like pushing them to hit 200 percent of a sales target. For these stretch goals, tracking
incremental progress and recognizing midpoint achievements keeps everyone motivated to
hit these important milestones.
Engagement level correlated to goal performance. You can track an employee’s
engagement level and match it up with individual performance. Typically, high performers
are also highly engaged, so if there are any inconsistencies, you should have managers
address them.
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Deloitte/Achievers HR Analytics Study, 2016

11 Hay Group, 2015

Engaged employees are up to 43% more productive
than disengaged employees11

What Do You Do After You Measure?
Today, every business leader at all levels of the organization needs to
invest time and effort in engaging and retaining their employees. But how
do you know if employees are engaged? In an influential 2015 paper,
consulting firm Aon Hewitt proposed the “Say, Stay, Strive” framework
for engagement:12
Say: Engaged employees speak positively about the organization
to co-workers, potential employees, and customers.
Stay: Engaged employees have an intense sense of belonging and
desire to be a part of the organization.
Strive: Engaged employees are motivated and give extra effort toward
success in their jobs and for the company.
Finding what’s working with your engaged employees can help
you understand what’s working for your current programs and
where you can continue to make improvements.
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Aon Hewitt, “Say, Stay, or Thrive?: Unleash the Engagement Outcome you Need,” June 2015

The Role of Technology
Engagement measurement is all about establishing a unified
platform for continuous listening and immediate feedback — an early
warning system to alert organizations about emerging causes of
dissatisfaction, before it turns into disengagement.
If you’re interested in not only measuring engagement but also using
the information gleaned to drive desired business outcomes, we can
help. The Achievers employee recognition and engagement platform
provides organizations with the tools and knowledge necessary to
change the way your business works!

Contact Us Today
Toronto | San Francisco | London
www.achievers.com
1.844.418.5972
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