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INTRODUCTION

elcome to your employee engagement toolkit. This toolkit provides you
with everything you need to design and then execute your employee
engagement strategy and plan.

The contents of your toolkit will enable you to build employee engagement capability
within your organization. The toolkit can be also used as a training resource to develop
employee engagement skills and competencies.

The toolkit is primarily aimed at those individuals and teams who have some formal
responsibility for employee engagement within your organization. This could include
HR professionals, learning and development, internal communication and those
individuals and teams with employee engagement<42 their job title.

O

ORGANIZATION OF THE TOA A\Vy

The toolkit is made up of eight mod&l/©\< «Q/\(‘ O%
Module 1 — Defining employee gement: w it? &\

Module 2 — Setting your e e engage objectives OC)

Module 3 — Making the ess case fo&%loyee en

Module 4 — Measurj ployee e ement Q‘

Module 5 — Ho evelop en‘@ee engag puttmg your plan into action
Module 6 — Esgﬁal tools chniques é:xployee engagement

Module 7 — Communic &for engag

Module 8 — Planning and action

Each module can be used on Qégn or the modules may be used together to enable
a full employee engagement strategy and plan to be designed.

THE MATERIALS

Each module contains a variety of different materials to enable you to develop your
engagement strategy and plan.

Slides

Slides are included in a number of the modules to provide background and context for
that particular module. Using slides often involves a ‘show and tell’ session with little
participation except for some Q&A. When using the slides try to make the session more
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interactive by asking questions and encouraging discussion with the group you are
working with. Try to keep any show and tell sessions to a maximum of 30 minutes.

Activities

Each module contains a variety of different activities and exercises to either help you
develop your engagement strategy or put your plan into action. There are detailed
instructions contained within each module which explain:

what the activity is;

why you should use it;

e how to run the activity;

how long the activity should last;

who the activity is designed for or who you should use it with.

The activities are designed to provide you withqerything you need to know to run
them effectively. O

O w
Case studies ? N\
The toolkit also contains a numb case stu,i demonst@ best practice

employee engagement. The ca es have carefully%@d to provide the
best examples of employee égement in n. They wg e you examples and
ideas which you may be o} then use our own or. tion. They also help to
bring employee enga nt to life, d&strahng |t©®:|on in a variety of different

settings. O 0\2\ QQ_

Handouts\é \ Q/
Finally there a numb andouts ithin each module. Each handout comes
with detailed mstructl ntalned w the module to explain how to use it. There

are a number of dia st'lc tools/ﬁ/( in the toolkit, designed to give you insight into
various aspects of your engage approach and strategy. There are other handouts
included to give you more in&ﬁon and detail in specific areas.

READY TO GO

You are now ready to start using your employee engagement toolkit to develop and
improve employee engagement within your organization. We hope you enjoy using
the tools and techniques detailed here.
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m EMPLOYEE ENGAGEMENT TOOLKIT

m What survey approach is right for your organization?

What this is: This activity is designed to help you consider which is the right survey
to measure employee engagement within your organization.

Why use it: Different surveys measure different aspects of engagement, therefore
it’s important to analyse which survey approach and question set will best meet
your organizational needs.

How to use it: To run this activity you’ll just need the activity questions below, and
a flip chart and pens to capture the outputs from your conversations.

Who to use it with: This activity is helpful to use with those people who have some
responsibility for designing your engagement strategy and approach, for example
your senior team, HR team and engagement team.

9

Background QQ‘O @v\/

e There are a variety of differ mployee ement su approaches, as
detailed in the previous ’shQ nd tell’ a % (revisit tK es and notes from
the previous activity if red).

e |tisimportant for a any to sel@Qe right su@)or them.

e This activity wi ble you toggs; stder what Q@ht approach could be for your

company. C) Q}O Qg?

Facilitato \}structlo
e This is a facilitat up disch ctivity.

e Using the activity queshons&k the group you’re working with to consider how
they would answer the

e Capture feedback on a ﬂlg chart, and at the end of the discussion agree any action
points and next steps.

Activity questions

e Do you currently use a survey: yes or no?
e [f the answer is yes:

— Is it giving you what you need?

What currently works well with the survey you are using?

If not what is it you’re missing?

& PUBLISHED BY KOGAN PAGE
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MODULE 4: MEASURING EMPLOYEE ENGAGEMENT m

— Does this survey work with your definition of employee engagement?
— How do you ensure you get value from your survey?
— Are you seeing improvements in engagement?
e |f the answer is no:
— Do you believe you need to implement an engagement survey?
— What is it you are trying to measure?
— Do any of the models or approaches discussed appeal to you?
— Which survey could work well with your definition of employee engagement?
— How will you ensure you get value from your survey?

— Could you design and run your survey in-house or do you need to bring in an
external supplier?

e Further general questions:

— What are the action points and next steps?Q

O

< N\ )
m Running your empl@ engage& survey %

What this is: This activity is aﬂ'@(at those ?you who ar@it er looking to

introduce an employee ement su to your @r}izaﬁon or wish to
review the process an roach you ntIy use toe e it is fit for purpose.

Why use it: This a y W|II ena%&u to ensure@u are getting the most from
your survey&?

How to use |\'?o run thl |ty you'll J%_ d the activity questions below, and
a flip chart and pen(ls.capture trz@ ts from your conversations.

Who to use it with: You can use thi ct'|V|ty alone to help you understand if you are
getting the most out of urvey process or with a group who have some

responsibility for designing your engagement strategy and approach, for example
your senior team, HR team and engagement team.
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Background

Use the questions and accompanying information below to help you get the most out
of a survey initiative. Equally the questions are useful if you already run a survey, but
want to ensure you are getting the most from it.

1. For what purpose?

Make sure you are clear about why you are running a survey and how this insight can
be used to inform your overall engagement strategy and plan. What will you do with
the results and how can you ensure the survey report won’t just gather dust on a shelf
somewhere? There are many approaches to running a survey; the all-employee annual
survey is not the only way. For example, some companies survey a sample of employees
at more regular intervals across the year to run shorter ‘temperature’ checks. Other
organizations don’t actually do a survey at all, choosing to go down a qualitative route
instead and run regular focus groups to understand how their people are feeling and
how engaged they are. For some companies it's all about the external benchmark, or
getting on a ‘best of’ list. There is no single correcé/ to gather insight about engagement,
just be sure that you explore all of the optio@ ?\/

2. Begin with the end in mind (in the @rds of Step ovey, 1989

Be clear about what a successfu oyee eng@went survey .@- looks like and
what insights will be useful. xample s ompanies t to understand the
drivers of engagement fr eir survey s while 0 s simply want to view
aggregated data from uest'lon T out how want to splice and dice the
data; the design of research s to be b up front to enable different
segments of e viewed f u are cho ?‘o work with an external survey
provider workﬁwhat succ oks like a reaIIy clear about what is important
to ensure the smooth ru of any em engagement survey project.

Considering your priorities for /%urvey process is useful to help you decide whether
or not you wish to use an ex supplier or run the survey yourself. Using an external

3. What are your pr@tles?

supplier has many benefits, for example use of the latest technology, ease of reporting,
confidentiality of responses, ability to benchmark and access to the latest best-practice
research and approaches. However, it’s useful to revisit your objectives for running the
survey to understand how important these aspects are to you. If you simply wish to get
an understanding of how employees are feeling at a particular moment in time you might
wish to use a tool such as Survey Monkey or Question Pro to run the survey yourself.
However, be mindful that there is considerable technical skill involved in writing good
guestions and designing research, so ensure that a qualified member of your HR team,
or other, is involved with this process.
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MODULE 4: MEASURING EMPLOYEE ENGAGEMENT

4. Consider the ideal employee experience

When conducting a survey you are asking employees to take the time to complete the
survey, so it’s a good idea to think about how you can make this a positive experience
for them. To avoid survey fatigue, the survey experience for employees needs to be
positive. From the way the survey is positioned, to how participation is encouraged,
through to the way in which results are communicated back to employees and the role
they will have in action planning: these elements should all be considered to help make
the survey experience a good one for your people.

5. What role do you want your managers to play in the survey process?

Getting the support of your managers is an important aspect of the overall survey pro-
cess, therefore you need to consider how you involve them in the process. You need your
managers on board with the engagement survey, to champion it and encourage their
teams to participate. Therefore communication with managers throughout the survey
process is important. Consider what support you require from your managers and what
they will need from you in order to fulfill theiréeﬁecﬁvely. How will you support
managers in making sense of their results acussing th ith their teams?

< N
6. Useful questions to consider if se@% an extern@ployee en@pment

survey provider:

e Doestheir definitionand &ofemploye@%\gement@wlthyourdeﬁnition
and model? 0

e Do their key dnver@e ions alig &/our com trategy and focus?

e |sthereanop ity for thej vey desig € bespoke for your organization

oris it an@e—shelf SO|L@\ Q/
o Will their sdrvey desQ“}hclude opeQ g onse questions to collect employee
comments?

e How has their tookbeen valida &md tested?

e Does their tool allow for an\@ternal benchmarking?

e Are they able to offer translation services if required?

e Can they offer multi-format surveys if required, eg online and paper?

e Can they provide different cuts of the data as required, eg by department, team,
manager etc?

e What reporting tools do they offer and how easy are they to use?
e What type of statistical analysis do they offer?

e Have they got any recommendations from other clients?

e What action planning support do they offer?

e What is the cost? Be sure to enquire about any extras such as requesting further
data cuts, or special reports.

© EMMA BRIDGER, 2015

AR

KoganPage




m EMPLOYEE ENGAGEMENT TOOLKIT

m Developing your own employee engagement survey

What this is: This activity is has been designed to give you some guidance on how
to develop your own survey if that is your preferred approach, and common
pitfalls to avoid.

Why use it: This activity will help you to design your own survey and associate
question sets.

How to use it: To run this activity you'll just need the activity questions below to
develop your draft survey. This process works well if you develop a draft set of
questions initially, then share them with a group of relevant stakeholders rather
than trying to develop the questions in a group setting.

Who to use it with: You can use this activity alone to help you develop your draft
survey questions, then share the draft Qvey with a group of relevant
stakeholders for review and agreement,

k ~ © SNV )

<

Background N

Typically it is when consideri ,%ne potenti ers of en aéghent that the survey
grows into a beast! Ther suaIIy onl all numbe uestions used to actually
measure employee e ment itsel %ever, ofte n discussing which parts of

the employee exp ce you wa easure to erstand drivers of engagement,
the numbers of questions aské;\ grow signj tly.

Thereis an@ portunity h\k 0 go back t urpose of the survey: what is it you're
trying to measure and ? Do you si want to understand how engaged your
people are, orisiti nt to look @mt is driving engagement as well?

When looking at which questl % include to understand drivers of engagement it
is useful to consider the enga @ent survey within the context of the wider business
strategy. For example for a ré! company with brand and customers at the heart of its
strategy, questions relating to these areas are important to include, but for a manufacturing
company questions around quality and governance might be important.

There are some key themes which the majority of surveys will include. The Society
for Human Resource Management (SHRM) Foundation in the United States identified a
number of common themes used by survey providers to measure employee engagement.

They include:

e pride in employer;
e satisfaction with employer;

e job satisfaction;
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MODULE 4: MEASURING EMPLOYEE ENGAGEMENT m

e opportunity to perform well at challenging work;

e recognition and positive feedback;

e personal support from line manager;

e effort above and beyond the minimum;

e understanding the link between one’s job and the organization’s mission;
e prospects for future growth with one’s employer;

e intention to stay with one’s employer.

Different survey providers will also include different items (questions) to analyse the
key drivers of engagement: that is, what elements of an employee’s work experience
can be linked to those questions used to measure actual engagement.

Typically these types of questions include areas such as:

e work-life balance;
o diversity; OQ
¢ pay and conditions; Q‘g) \?y

® communications;

Q.
e leadership; &Q/Q &Q/ O%

® managers; C)

® environment; Q/ Q/Q OC)

e training and develoQg;t- OQ

e reward;

i @ &
recognm% AQ Q‘

e colleagues;

® career opportuniﬁv§)Q QOQ
® job; A
e brand; %O
e company reputation;

e customers;

e performance management;

e policies and procedures;

e goals and objectives;

e operating efficiency;

e health and safety;

e quality;

e and more...
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Activity guide

1 Consider which questions you will use to actually measure engagement itself.
This should link to your definition, for example, if we define engagement as ‘our
organization is a great place to work’ then clearly we need to ask a question such
as ‘I would describe this organization as a great place to work'’.

Typical engagement measurement questions include:

| would recommend this company to my friends as a good place to work.

| intend to be working here in 12 months’ time.

| am proud to work here.

| strongly believe in our goals.

| have great friends at work.

My work gives me a personal sense of accomplishment.

2 Now consider the ‘driver’ questions you wish tg,include; take a look at the list above
to help you design these questions. Examp @ould mclude

e | get training and development to h do myJoKv

My line manager treats me wﬂ%%ect Q

O%

5 \\\
This company cares abi@s customers.@v\ Q«

| am able to make t cisions | n do my jo tively.

3 Question design: &‘a five-point rt scale’ \Q@allows respondents to reply to
guestion statements in the fo g way;
Q.lam pr o work foq@'organlzatlo

Strongly agree agre isagree st@gly disagree no view

Senior management are vis

4 Now consider whdt emographlc@ tions you would like to include. For example
you may wish to be able to ge the data according to employees’ level in the
organization, or team the g to. Think about the purpose of asking the various
demographic questions and try to include them if you intend to actually use the
data this gives you.

5 Finally, consider what open response questions you’d like to include. Open response
questions take longer to analyse given you will need to read through all of the
responses and analyse the themes emerging. Remember that open response
guestions take longer to complete so will add minutes to the survey completion
times.
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MODULE 4: MEASURING EMPLOYEE ENGAGEMENT

Other points to consider
The number of questions and the survey completion time

e |t can be tempting to try to shoe horn everything you have ever wanted to ask your
employees about within the survey making it over-long and unwieldy. Try to stick
to the core purpose of your survey and challenge yourself to keep questions used
to a minimum. Generally the longer the survey takes to complete the less likely
people are to fill it out or at least make it to the end.

Online or offline?

e There are a number of online survey providers which now exist, such as Survey
Monkey, which make the survey process and subsequent data analysis simpler.

e Generally you have to pay a fee for these services if you go over a certain number
of respondents; however, the fees tend to be very reasonable.

e Some online survey suppliers provide ‘add-on’ services to allow you to conduct
more sophisticated data analysis. 2(

e Of course if you have employees wh not onlingyou’ll need to consider
providing a hard-copy version of yo rvey. Reme?; hat you need to build in
time to manually enter response@o any hard surveys yoqsbcelve

Don’t get obsessed with respo 'ﬂg/es & C)«\

e Many companies still %’to be ob with impr their response rates to
the annual survey, han exten |s cano seen as a key component

of their engageéa strategy: 6? rove surveQe.sponse rates by x%.

e Common s ould say her resp rates are better; the more people
filling out’t@ surveythe engagedt ust be. But this of course is not true.

e When you look at b actice soci ience research, what we actually need is a
representative sal@e of emplons 0 ensure that the findings we observe can be

generalized to the wider po&qon
e Therefore as long as we s@p e in the correct way, and the sample is large enough,
this is enough to give us what we need.

e The question of sample size has long been debated within social science, but there
are some helpful sample size calculators you can find on the internet which take
account of:

— your total population size, ie number of employees;
— the margin of error you’re willing to tolerate, usually between 3 per cent and
6 per cent.
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e They then provide a calculation for how many responses you need to have either
90, 95 or 99 per cent confidence level. To illustrate:

— Population size: 10,000 employees.

— Margin of error: 3 per cent.

— Sample size:
- 90 per cent confidence = 703 responses;
- 95 per cent confidence = 965 responses;

- 99 per cent confidence = 1,556 responses.

You'll see for this example you're looking at a 10—15 per cent sample size for the results
to have a low margin of error and high confidence level... this is nowhere near the
80 per cent-plus response rates companies go after.

The same tools also provide a calculator to work out how many surveys you’ll need
to send out to generate the required response rate.

To illustrate:
o

e if we are going for 95 per cent confi we need 9 sponses back;
e our predicted response rate is 35 Qr cent;

e therefore we will need to sen@gz 754 surv %ensure v@ih the necessary

response rate. C’} @ C)
Finally the tool then calcngthe acch)Qf your res Qrates.

To illustrate: Q~ O
O @2\ QQ~

e population s 10,000; A\
° we actukb ad back g completengponses from the 2,754 surveys we sent
out; O
e which gives us: C) QO
— an error level of 1.4 per &at 90 per cent confidence;
— an error level of 1.7 p%:ent at 95 per cent confidence;

— an error level of 2.3 per cent at 99 per cent confidence.

e You can see form the example above that with a population of 10,000 employees,
an approximate response rate of 25 per cent comes with a very low error rate and
a high confidence level.

e Finally before we move on a quick word on sampling. In order to be able to
generalize any findings to the wider population we need to ensure we take what
is known as a probability sample.

e A probability sample means that everyone within the population, ie employee
base, has an equal chance of being included in the sample.
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MODULE 4: MEASURING EMPLOYEE ENGAGEMENT

The easiest way to achieve this is to send the survey to everyone.

Or you can select a sample of employees to send the survey to, as detailed by the
worked example above; you just need to ensure you use probability sampling
methodologies so that you can generalize the results once they are in.

Mind your language

Obsession with benchmarking

One of the challenges of using a survey is that of the semantics and language
involved.

For example often surveys will ask questions about senior leadership: depending
on where employees sit in the hierarchy this will mean different things to different
people.

Establishing questions with as little ambiguity as possible is a real challenge.

Often this ambiguity and differences in interpretation become clear in the survey
follow-on process.

For example when running focus groups to %e deeper into issues raised within
the survey it becomes clear that emplo have interw certain questions in

very different ways. Q %
/\‘</ e

In addition to obsessin &Jt respons es, seniorce? ers are also often
obsessed with extern hmarkln klng the Sumo mes Best Companies
list, or the top com sin the Gr, %ace to W

Whilst this m on does de a bu&@g platform to enable a focus
of resource ngageme ry often g the list eclipses the purpose of
engagem itself, to nnp.k the busmeQ-e d create a competitive advantage.

e The objectives and re at risk r@?ﬁg short term when the focus is to

benchmark. C) Q
A

And finally: %O

e When you have drafted “*your survey questions, share them with relevant

stakeholders to help craft and draft your engagement survey.

e When you have a set of agreed questions use the information below to ensure you

don’t fall into any of the common pitfalls associated with employee engagement
surveys.
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m EMPLOYEE ENGAGEMENT TOOLKIT

EXAMPLE SURVEY

You can use the example surveys below to help you craft and draft your own survey.

Example demographic questions:
1 Please select the job/role/description that most closely relates to you
2 Please select your functional group

3 How long have you worked for XXX?
O Lessthan 1 year

O 1-3 years

O 3-5 years

0 5-8 years

O

More than 8 years OQ
O

4 Gender Q.

Sl NS
A @?‘

<&

K &
30-39 é&w Q} <<9
40—4S&ars old QA Q~
50-59 years oIcO OQ"

O Over 60 yearCﬂd Q
A

Likert scale questions: 5-p '@cale, strongly agree — strongly disagree:

21-29 years

5 Age O
Less than 20 ye:&

O O O o O

| strongly believe in the goals and what we do here.

| am proud to work here.

| would recommend this as a good place to work.

| think XXX is doing a good job of recruiting the right people for its future needs.
XXX values teamwork.

Where | work, effective measures are taken to ensure my health and safety.
XXX is considerate of my life outside of