
FIELD GUIDE:

Eight steps to a 
more productive and 
happier workforce



Introduction
2020 was a year like no other: a global 
pandemic, widespread social and political 
unrest, an economic downturn, and more 
people working remotely - many for the first 
time. 

To thrive in this new reality, organizations need to 
rely on the energy, commitment, and engagement 
of their workforce to help move forward. 

But, according to a Gallup poll, 85% of our nation’s 
workers are not engaged.1 They’re taking more 
sick days, they’re undermining the work their 
more engaged colleagues accomplish, and they’re 
dragging down overall company performance. A 
lack of employee engagement has a direct impact 
on productivity and profitability. It’s estimated that 
employee disengagement is costing the US economy 
$350 billion every year! 

Even more worrisome, Gallup found there was a significant drop in 
engagement at the end of 2020. They note that “since employee engagement 
is highly related to many performance outcomes – even more so in tough 
times – this unprecedented drop in the percentage of engaged workers has 
significant potential performance consequences.” 

We know that as many as 40% of new hires leave their job in the first year. 
Yet 52% of voluntarily exiting employees say their manager or organization 
could have done something to prevent them from leaving their role.2 This is 
why finding ways to measure and promote better engagement across the 
employee lifecycle is so crucial.

1) https://www.gallup.com/workplace/313313/historic-drop-employee-engagement-follows-record-rise.aspx
2) https://business.linkedin.com/talent-solutions/blog/employee-retention/2019/gallup-suggests-employee-turnover-in-us-business-is-1-trillion-
dollar-problem-with-simple-fix



The 8 steps  
to boosting 
employee 
experience



Step 1:  
Measure engagement 
Can measuring and managing employee 
engagement really help your organization 
accelerate its performance? The answer  
is YES!

When employees are engaged at work and 
feel satisfied with their position, they feel 
a greater connection to your organization 
and are more likely to produce quality 
work, which benefits the organization 
as well as your customers, students, or 
patients. 

So why do we need to measure 
employee engagement in the first 
place? You may be tempted to jump 
right into creating a plan to increase 
engagement. 

Taking the time to measure 
engagement helps us get candid 
feedback across the various stages 
of the employee experience so that we 
can understand where and how improvements 
need to be made. This means we can tailor 
engagement activities to the areas of greatest 
need. 

It helps us better understand what motivates 
and challenges employees – especially those who 
have recently joined our organizations or who 
may be working remote – so we can retain our top 
performers. 

And finally, it gives us the opportunity to discover the 
root causes of turnover so we can put interventions in 
place to improve retention. 

Studies estimate that 

organizations can reduce 

turnover by 14% simply by 

keeping your workforce 

engaged. 



But we also need to be aware of some of the challenges associated with measuring 
engagement. HR.com and Bonusly conducted a survey that revealed many 
organizations aren’t prepared with the tools and buy-in to create a successful 
engagement plan:3

 — Only 29% of organizations said they have leaders who prioritize engagement. 

 — 46% of organizations are not measuring employee engagement at all.  

 — And of those who are measuring, 73% of them are using outdated 
approaches like once-a-year surveys. 

In addition, nearly 1 out of 5 respondents said they use 6 to 10 separate measurement 
methods to evaluate employee engagement. Manually assessing input from an 
increasing number of disparate toolsets isn’t just a headache for your team, it creates 
bottlenecks at every stage of the employee lifecycle, slowing your ability to identify 
problems and make thoughtful interventions. 

Some organizations are looking for new ways to acquire better-focused employee 
feedback—using more frequent surveys and software that aggregates all of the 
survey data into one dashboard. Since engagement can fluctuate for every individual 
over time, we need to measure engagement throughout the employee lifecycle, 
including at the five key touchpoints: the recruiting and hiring processes, onboarding, 
early tenure, ongoing employment, and at exit. We’ll touch on each of these areas in 
more detail later in this guide.  

46% of organizations are not measuring employee engagement at all

3) https://www.toolbox.com/hr/talent-management/articles/hr-experts-on-how-to-measure-employee-engagement/

Measuring engagement can be simple



The survey  
says…

It’s important to remember to keep 
surveys as simple as possible so people 
don’t bail. 

To minimize survey fatigue, present only 
relevant questions and use skip logic to allow respondents to 
move on if a question does not apply to them. For example, if an employee 
selects a “Yes’ answer for a question, you may want to present another question or 
two to dig deeper into their response. But if they select “no” move them along to the 
next question in the survey. 

And if you’re collecting this information online through an employee engagement 
tool, like SkillSurvey Post-Hire, you’ll want to make sure the surveys have been 
properly scientifically validated against job-specific data so that you’re not measuring 
the wrong engagement data. 

Finally, ensure surveys are confidential. Confidentiality is important. It helps boost 
response rates. More importantly, employees feel comfortable being open and honest 
in their responses so you receive more candid and useful feedback. 

When survey respondents aren’t assured their responses are confidential, they tend to 
hold back in their feedback. 

But when the employee and supervisor are assured their answers are confidential, 
you’ll begin to get answers that truly reflect ways your organization might improve.

Getting feedback 
can be easy

https://www.skillsurvey.com/post-hire/


Gathering data is important, but we need to ensure 
we’re turning that data into actionable information. If 
your organization conducts engagement surveys and 
fails to act on the information you receive, engagement 
may become worse than if the survey never happened. 

After each survey touchpoint, we need to 
view and hone the data for strengths and 
opportunities we’re seeing in our people and 
processes. 

We need to also identify those areas for 
improvement—for example, is there a disconnect 
between what your organization thinks the 
candidate experience is like and what the candidate 
actually experiences? 

And as we analyze the data, we’re sure to find 
additional helpful insights. We can begin tracking the 
retention of our top performers and making pre- and 
post-hire comparisons.  

Keep in mind that too many disconnected tools, outdated 
solutions, or even no tools at all – make it hard to 
understand engagement, so a digital employee engagement 
solution can really help guide you through this process 
and provide a window into the full employee lifecycle. If 
you’re considering going this route, look for a solution, like 
SkillSurvey’s Post-Hire, that aggregates survey responses 
and automatically populates the information in an analytics 
dashboard to make it easy for you and your team to drill down 
into what’s working and what needs improving. 

Compass Points:  
How a data-driven approach 
can help improve the journey



HIRING: A good employee engagement measurement process should begin by 
measuring both the employee’s and the supervisor’s or manager’s impressions of the 
recruiting and hiring process. The goal is to gather actionable data on the candidate 
experience and the hiring manager’s satisfaction. 

About a week after hire, when the hiring process is still fresh in their mind, send a survey 
for new hires to provide feedback on their experience as a candidate. 

Consider asking questions like: How was the process for them? What was their overall 
impression? Are there things that went well? Were there things that could be improved? 

Nailing this first impression of your candidates is the first step to making sure the entire 
engagement experience is a good one.

At the same time, we should also assess the hiring manager’s experience to help get 
a fuller picture of the entire process. It’s just as important to determine how we are 
delivering to our internal business partners. 

Ask hiring managers about their overall impression of the hiring process. Did they feel 
like they were given quality candidates in a timely fashion? Are there things that they 
think could be improved? 

ONBOARDING: The next step is to measure the onboarding phase to assess the 
employee experience during onboarding. 

You should be asking questions like: 

 — How was your onboarding process?

 — Were there aspects that were cumbersome? Could it have been streamlined?

 — Did you receive all the information you need? 

 — What is your preferred communication method? 

Once you have their feedback, review the data to see if there are any gaps in your 
onboarding experience: do new hires feel that they have a good understanding of their 
roles and what’s expected of them? Did they have time to meet their team or other 
people they will be working with and get their questions answered? Do they have what 
they need to hit the ground running during their first few months on the job? If not, 
consider what steps you can take to improve the process for future hires. 

  Compass Points:  
Mapping out what to measure



EMPLOYMENT EXPERIENCE: Next is the engagement survey. This survey helps 
you collect ongoing information on employee engagement and job satisfaction. 

The survey should ask things like: 

 — How satisfied are you with your current position? With the company? 

 — Is the position meeting expectations that were originally set at the time of 
hire?

 — What are some aspects of your job that you enjoy?

 — Do you feel that the management keeps employees informed?

 — Do you feel that you have opportunities to grow?

This assessment should start early (30/60/90 days after onboarding) and continue 
at regular intervals throughout the employee’s time at the organization– every 6 to 
9 months or so – to see if there are any changes in responses. Keeping a regular 
schedule will help you determine if your engagement levels have changed, and if 
so, identify what steps you can take to mitigate these issues. 

SUPERVISOR PERSPECTIVE: To get a better picture 
of how your employees are performing you’ll also 
want to survey their supervisors. This is similar to the 
Engagement Survey in that it should be sent once the 
employee has been on the job at least 90 days. The 
supervisor should be asked things like: 

 — How do you feel about the hire you made?

 — Is this person meeting the expectations 
that were set at the time of hire?

 — Is this employee someone they would 
identify as a low-, average-, or top-
performer?

Like the Employee Engagement survey, the 
supervisor should be surveyed at regular 
intervals throughout the employee’s time 
at the organization to see if there are any 
changes in their responses.

You can read more  about the link between supervisors and employee engagement in our  blog post.

https://www.skillsurvey.com/skillsurvey-post-hire-supervisor-feedback/


If done right, exit 
interviews can 
provide a wealth of 
information into what 
your employees are 
thinking.

EMPLOYEE EXIT: And finally, the exit survey.

Harvard Business Review found that 2/3 of organizations surveyed couldn’t name 
a specific action taken as a result of an exit interview.4 Also surprising is that fewer 
than a third regularly shared the data from exit interviews with their senior decision 
makers. Yet if done right, exit interviews can provide a wealth of information into 
what your employees are thinking: information into your managers leadership styles 
and effectiveness, help foster innovation, uncover any issues within your organization 
or a specific department, and even help you discover competitive information such as 
salary or benefits at other organizations. 

The benefits of conducting exit interviews depend on asking the right questions and 
getting useful feedback that is actionable. Things you may wish to ask include:

 — How many months have you been considering leaving?

 — Do you already have another position?

 — What does your new position offer that influenced you to leave (and provide 
options they can select from)?

 — Would you consider working for our company at some point in the future?

Enhance your data by obtaining supervisor feedback in cases of involuntary exit.

4) https://hbr.org/2016/04/making-exit-interviews-count



According to Gallup, only 12% of employees say their organization does a great job of 
onboarding, yet great onboarding can improve employee retention by 82% and boost 
productivity by 70%. And employees who have had a positive onboarding experience 
are more likely to stay with your company— often for at least three years. 

Onboarding is a key time to connect new employees with their work, team goals,  
and organizational mission. 

Pay special attention to remote employees. Working remotely is 
morphing into a more permanent reality. However, without face-to-
face interactions or impromptu conversations in the hallway, 
it can be difficult to determine if someone on the team 
is struggling with their tasks or just not engaged 
any longer. Remote employees are more 
likely to feel isolated from their managers 
and other employees, so it’s important 
to build a foundation for the new hire to 
develop relationships in the workplace and 
have a voice on the team. If an employee 
will be working remotely, include training on 
the tools they will use every day to ensure 
successful outcomes. Be sure to inform them 
how their team (and the organization) prefers 
to communicate.

Step 2:  
Prepare your new  
hires for success   

Best practice:  A leading children’s hospital delivers insights from reference feedback reports to its Learning and Development Team to develop customized onboarding programs for it’s new hires. 



Your onboarding efforts 
need to be comprehensive, 
spanning multiple days and 
months and not just a one-day session. 
Collaborate with your internal teams or an outside 
agency to create supplemental instructional videos and 
webinars that cover topics like benefits and enrollment steps or how to 
set-up and use technology. Build in virtual social events like lunches or coffee talks, 
so employees can get to know each other better during this process.

Educate your new hire about your organization, your products or services, and 
your mission and values. Schedule introductory video or in-person meetings 
with managers, team members and other senior executives. Make these sessions 
interactive, giving new hires a chance to ask questions.

Take the time to ensure you are setting goals and expectations with new 
employees. Work with the hiring manager to outline clear and concise goals for the 
first 30, 60, 90 days, 6 months and one year. List the tasks they should be able to 
complete at each stage and how you plan to measure success for each goal. Review 
the plan with the employee and have regular check-ins to make sure they have 
what they need and are on track to hit each milestone. 

Make sure you are providing ongoing training and coaching. Develop a plan for 
additional training opportunities and encourage employees to take classes or 
participate in webinars. Consider providing employees with a mentor or coach 
who they can meet with on a regular basis, especially for the first year of their 
employment. 

Create 
comprehensive 
plans



A work environment where two-way communication and transparency is encouraged 
helps foster trust and helps employees feel valued. 

Look for opportunities to improve communication. The organization can start by 
regularly sharing high-level metrics at organizational meetings. Communicate with 
your employees about company updates - and be as transparent as possible as to 
the reason why these changes were made. Encourage employees to come to HR or 
their managers with any issues or ideas on how their department or the organization 
can improve. Consider creating cross-functional teams that meet on a regular basis 
to help build relationships across teams and break down any silos that exist at your 
organization.  

Communicate with your employees about 
when you expect them to be working. Don’t 
send emails at midnight or on weekends if 
it can wait. Setting some boundaries for 
employees, especially if they’re remote, will 
help them return to work refreshed every 
day. 

Step 3:  
Embrace transparency  
and foster two-way 
communication   



Highly engaged employees are 

2.5x more likely to report working 

for a transparent organization than 

actively disengaged employees.5 

Successful managers are transparent in their approach to improving engagement—
they talk about it with their teams all the time. They hold “state of engagement” 
meetings and engage everyone in the discussion—and solutions. Encourage your 
hiring managers to ask about their teams’ wellbeing and empower managers to 
address any issues. For example, is someone having a tough time juggling work-
from-home while helping their kids with remote learning? If so, does your company 
offer flex schedules and can managers offer this to their team? Tackling issues 
as they come up can go a long way in helping to keep your workforce happy, 
productive, and engaged. 

And finally, hold performance conversations. Be sure to augment your annual 
employee surveys with regular conversations. Effective leaders pay close attention to 
what workers have to say and then act on the feedback. 

5) https://hbr.org/2016/04/making-exit-interviews-count



Step 4:  
Finding purpose  
at work    
Finding purpose in the work we do and our 
relationships with our co-workers fosters 
engagement and builds long-term relationships 
between an organization and its workforce.

In an article for Inc., Jacob Morgan, an author and 
futurist, said that “the greatest sense of purpose 
comes when both the organization is able to 
connect what the employee does to the impact 
they are having and when the employee shows 
up with an open mind, ready to contribute 
and give it their all.8 This is not a one-sided 
solution.”

By creating a sense of purpose in 
their role, organizations can help 
employees find the motivation to 
engage with their work.

Talent management teams should 
also ensure that their executive and 
management teams embody the 
organization’s mission and values and 
live these every day. Strive to show 
employees the positive effects their 
work has on the organization and the 
world around them. 

75% 

of millennials are willing to take a 

pay cut to work for a values-driven 

company. And highly engaged 

employees are 2x more likely to feel 

like their job contributes to society 

than actively disengaged employees.6

6) https://www.conecomm.com/research-blog/2016-millennial-employee-engagement-study
7) https://www.forbes.com/sites/rodgerdeanduncan/2018/09/11/the-why-of-work-purpose-and-meaning-really-do-matter/?sh=63de9fda68e1
8) https://www.inc.com/jacob-morgan/whos-responsible-for-creating-your-sense-of-purpose-at-work.html



According to a McKinsey study, having trusting relationships in the workplace improves employee engagement by an average of 51% and employee well-being by an average of 49%.9  

Step 5:  
Foster engagement  
through relationships    
People are social beings, so organizations should provide ways for people to connect. 
Find ways to humanize the workplace by focusing on your people in addition to 
organizational metrics. Build cross-functional relationships with special projects or 
working groups. Consider options like happy hour, trivia night, themed team dinners, 
team sports…the list of possibilities are endless. And just because you may be working 
remotely now, doesn’t mean the fun has to stop. Online meeting tools like Zoom and 
Microsoft Teams make it easy to connect. At SkillSurvey we regularly host virtual team 
events – including small group lunches via video, game nights, and various learning 
sessions hosted by co-workers (everything from golf lessons, a self-defense class to 
online cooking classes – just send the recipe and ingredient list ahead of time so people 
can cook along with the host). If you’re stumped for ideas, ask your employees what 
activities they’d like to see and create a schedule. 

Another great way to foster relationships among coworkers is to sponsor service 
projects. Not only do your employees build relationships with each other, but they’re 
also finding more purpose in their work. We all want meaning in our lives and want to 
work for an organization that’s contributing to the community and is socially responsible. 
Mentor through job-training or tech skills programs, build homes for Habitat for 
Humanity, send personal cards to seniors in nursing homes or donate or volunteer  
at a local non-profit that aligns with your organization’s values and community. 

9) https://www.mckinsey.com/business-functions/organization/our-
insights/covid-19-and-the-employee-experience-how-leaders-can-
seize-the-moment



In this era of great stress and uncertainty, it makes a lot of sense to create workplace 
wellness programs. Not only does it affect the productivity output of team members, 
but it makes them feel good in all areas of life—including work. 

Make sure your employees are aware of the support your company provides. Provide 
regular updates on these programs – it’s not enough to mention it at onboarding and 
then never again. Post the information on your intranet, in your break room,  
or send an internal company newsletter with this information. 

Step 6:  
Make employee  
wellness a priority 

A Global Wellness 

Institute survey found 

that 70-80 percent of 

US companies believe 

that wellness programs 

reduce absenteeism 

and increase 

productivity. 



 — When it comes to physical health, ask yourself… Is your company encouraging 
healthy living? You may want to consider on-site fitness centers or virtual group 
fitness classes. Some organizations even provide cash incentives for team 
members who participate and meet their healthy goals. 

 — For organizations who are in-person, consider providing healthy snacks in the 
breakroom, health screenings or medical clinics for things like vaccinations. As 
a part of their wellness efforts, the Zappos team schedules wellness adventures 
(this could be things like golf lessons, laser tag, or an adventure ropes course). 
The wellness adventures are kept broad to appeal to a wide range of people, and 
most importantly, are focused on having fun. 

 — Accenture provides their employees with an Employee Assistance Program, which 
includes confidential support for issues like stress, substance abuse, depression, 
and anxiety. They know that a lot of work-related stress can be addressed outside 
of the workplace through guided support programs, so they provide access to 
programs such as financial assistance, for all their employees. 

 — Other questions to ask when considering employee wellness include: Do your 
employees have a good work/life balance? And does your organization support 
a culture of civility where employees feel safe and supported? Leveraging an 
employee survey can help identify any areas your organization may fall short so 
that you can take steps to address them.

Here are some 
other wellness 
ideas to consider:



Recognizing your employees is a powerful way to help 
boost engagement. Never has this been truer than 
during the pandemic.  

An O.C. Tanner survey notes that, “Recognition can 
be an incredibly powerful tool to help employees 
through times of crisis. During the pandemic, when 
employees were recognized in the past 7 days, 
they were 103% more likely to feel supported 
by the organization and 59% more likely to 
trust their leader. When employees were not 
recognized, they were 23% less likely to feel 
supported by the organization and 2x more 
fearful of COVID-19.”10

However, it’s important that the recognition you 
provide doesn’t feel empty: make it sincere and 
show that you see, hear and value your team. 

It’s also important to celebrate both the small 
and big wins. The OTC Tanner leadership report 
found that organizations who did this saw an 83% 
increase in engagement.11 

When giving recognition, consider using the SBI 
model – this means describing the situation, the 
behavior that occurred, and the impact of that 
behavior.12

Step 7:  
Create a culture  
of recognition  

A study by Career 

Builder found that 50% 

of employees would stay 

if they were tangibly 

recognized. Another 

study revealed that 40% 

of employees who “do 

not feel meaningfully 

recognized will not 

go above their formal 

responsibilities to get  

the job done”. 

10) https://www.octanner.com/covid-19/pulse/april-27-may-1.html
11) https://www.octanner.com/global-culture-report/2020/leadership.html
12) https://www.ccl.org/articles/leading-effectively-articles/hr-pipeline-a-quick-win-to-improve-your-talent-development-process/



Here are some 
ideas for building a 
successful recognition 
program:

 — Survey your workforce. Learn how your team wants to be recognized. You may 
be surprised at the results and you can feel confident that you’re rewarding your 
team with something they value.

 — Go public with your appreciation. Extend it beyond traditional in-house 
recognition. Let your customers know on social media. Take a photo, talk about 
how much you appreciate what your staff did, and how they earned this award. 

 — Feature staff members on your website or intranet. For example, an employee of 
the month or feature on a new employee on your career page.

 — Give career-based rewards. This will benefit your business as well! Send 
employees to leadership training or let them choose an online class they’d like to 
take. 

 — Find a way to meaningfully celebrate employees’ anniversaries. Reward them for 
staying another year.

 — You have people on your staff who are doing incredible things. They’re creating, 
volunteering… all on their own time. Why not recognize them? Show your team 
how amazing they are. 

 — Send some company swag or gift card with a personal note from their manager or 
the CEO. 



Employees focused on growth opportunities in their current role are more likely to 
stay engaged and less likely to look for opportunities elsewhere.

The first step in ensuring success is to make sure your team is staffed appropriately. 
Otherwise, overworked employees may see your attempts to introduce professional 
development as just another task on an already endless to-do list. Ensure employees 
are able to have time set aside for professional development opportunities. 

Next, make professional development a line item in your budget. Ask managers to 
work with their staff to seek out and present opportunities they are interested in. If 
they have a say in the type of training they get, they’ll be more invested in following 
through. 

Step 8:  
Support growth 
and professional 
development 

75% 
of highly engaged employees are satisfied with their professional development opportunities compared to only 28% of actively disengaged employees



Some ideas  
to consider: 

 — Send team members to conferences or events to allow them to learn from 
thought leaders and other industry professionals. 

 — Seek out online opportunities. Webinars, online classes, TED Ideas in Business… 
there’s no shortage of professional development opportunities. Consider 
encouraging a certain amount of time each week or month for employees to 
increase creativity, play with new software, or sharpen their skills. Then ask them 
to share what they’ve learned or make recommendations to their co-workers in 
staff meetings. 

 — Cross-train/job shadowing. Assign team members who have different but 
complementary skill sets to work together on certain projects, and maybe even 
switch up their roles so they can learn from each other in an organic setting. Or 
you could go the more formal route and set aside certain days where individuals 
can shadow colleagues, so they can gain a better understanding of different roles 
and the organization as a whole. 

 — Host guest speakers. Invite knowledgeable guest speakers to address your team 
in an intimate setting. Make it a lunch and learn. Don’t forget to look for guest 
speakers internally. Key members of other departments may have valuable 
insights to offer your employees. Other ideas for speakers include customers, 
vendors, or corporate partners. 

 — Reimburse membership costs. Empower employees to choose professional 
organizations, subscriptions, and other memberships that offer networking and 
learning opportunities. 

 — Consider offering a tuition reimbursement benefit. In addition to attracting top 
workers, Cigna found that for every $1 spent on education assistance, they saved 
$1.29 on talent management costs. 



Incorporating these eight steps will help you  
build a plan tailor-made for your organization that 
results in a more engaging employee experience leading 
to higher employee satisfaction, lower turnover, and 
increased productivity and profitability. 

Conclusion



At SkillSurvey, we believe talent determines the success or failure of every 
organization. With the best people in the right positions, your organization can 
achieve amazing things. That’s why we make it quick and easy to get meaningful 
insight on your candidates and employees. With SkillSurvey you can gain 
intelligence to improve hiring, engagement and retention with an automated 
employee feedback collection solution. Contact SkillSurvey today to get started 
finding—and keeping—the best talent for any kind of role. 

Contact us for more information or to schedule your personalized demo today

SkillSurvey®, SkillSurvey Reference®, SkillSurvey Source®, and Pre-Hire 360® are registered trademarks of SkillSurvey Inc. SkillSurvey Post-Hire™ is a trademark of SkillSurvey, Inc.  
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