Engaging Employees to
Create Commercial
Advantage

Foreword
When we produced our first Employee Engagement report in 2006, we
commented that we had witnessed an increase in awareness of the importance
of employee engagement research with CEOs beginning to report engagement
scores to the City and many organisations starting to generate people reports.
Three years on and we not only see the continued interest in engagement, but
we also see an increase in the reported results of managing employee
engagement. And this increase in interest is also reflected in the current review
being undertaken by the Department for Business Enterprise and Regulatory
Reform.
However, in today’s economic climate where our focus can be on other people
matters such as re-structuring or redundancy, engaging the remaining
workforce may not be at the top of the priority list.
But at such times we need to ensure that the remaining employees understand
and are committed to delivering the organisation’s revised objectives and plans.
And, if we have to downsize the organisation, we now may need to do ‘more
with less’ – requiring our teams to think about how to work more efficiently and
go beyond what is requested. Those people that are fully on board with the
company’s vision – and how this is changing – are more likely to demonstrate
the innovation and creativity that will be needed to forge ahead when the
upturn comes.
In summary, what we need now are people that are totally engaged with our
organisation.
An engaged employee isn’t just about ‘going the extra mile’ and understanding
what the business is trying to achieve. The impact of an engaged workforce on
the bottom line is well-documented.
• In organisations that are high performers in reported revenue growth, market
share, profitability and customer satisfaction, 42% of workers are considered as
being ‘highly engaged’ whereas only 22% of employees are described as this is
poorer performing organisations. (i4cp ).
• Towers Perrin report that there is a direct correlation between engagement
and operating margin and that companies with higher engagement levels
outperform their sectors by 17% and have higher staff retention rates.
• HR and Finance leaders in a Globoforce survey in 2008 reported that
employee engagement increases staff retention and production
So, if ‘engagement’ equals higher business performance and lower attrition, and
this is coupled with the benefits of getting people ready to lead the organisation
out of the downturn when the market picks up, improving engagement seems
an obvious strategy to deploy. The key is creating a current understanding of
how engaged your employees are, what drives their engagement and then plan
and implement an intervention to increase this.
This report presents our findings into how companies are using employee
feedback and provide examples of best practice when conducting a survey
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“The most successful
companies recognise
that their employees
are their most
important asset.
Employee
engagement is not
just a buzzword – it
has a clear link to
increased business
success.”

John Hutton,
Business Secretary,
The Department for
Business Enterprise
and Regulatory
Reform

Overview of current
practice
Employee feedback matters, but how do we use
it?
A nationwide survey of current practice reveals
that organisations are increasingly alert to the
importance of business data generated by
employees themselves. Over 80 per cent of UK
employers believe employee data has an
important role to play in helping to formulate
policy to improve retention of valued staff and
business performance.

data can be used to help inform policy on
business performance and employee retention,
development and morale.
Over two thirds of organisations use teamleader briefings and line-manager feedback to
gather data from employees.
The majority of organisations, over half, have
used information gathered from employees to
identify and address problems.

Despite this, more than one in five employers,
22 per cent, use employee data to develop and
ensure business policy is working and just over
a third, 36 per cent, are using feedback from
employees themselves to shape their employer
brand.

Conclusions
Requiring employees to give feedback to
management in person, may be contributing to
an unwillingness to provide feedback, with one
in ten employees saying they are unable to act
on employee feedback due to reluctance from
employees to share their thoughts.

Employers mostly attribute this poor followthrough to lack of budget (25 per cent) and lack
of time (24 per cent). Alarmingly, one in ten
employers say the biggest constraint preventing
them from acting on employee data is
reluctance from employees to share their
thoughts.

Learn how Xerox created two-way
communication with employees by integrating
formal feedback methods with more informal
line-manager and team-briefing contact.

Only one in two organisations conduct an
annual employee engagement survey. Just 31
per cent use a feedback or suggestion box and
only 23 per cent use feedback generated via an
employee assistance programme.
More positively, over half of employers, 53 per
cent, have used employee data to identify and
address problems and most have informal
channels of communication with the
workforce. 73 per cent are able to gather
feedback from employees via team-leader
briefings and 69 per cent through line-manager
feedback.
Executive summary
Four out of five employers believe employee

Despite awareness of the value of using
employee data to inform business policy, just 22
per cent of organisations actually do this, citing
the two biggest constraints as lack of budget
and lack of time.
Discover how Royal Caribbean Cruise Line
generated rigorous employee data to transform
its people policies, to support sales, and justify
the budget needed to do this.
Organisations are over dependent on using
informal channels of communication between
management and the workforce to gather data.
Only half conduct a formal engagement survey
to gather the hard data needed to inform and
measure business policy.
Find out why RWE npower is committed to
modelling the relationship between competency
and engagement to address the business critical
issue of customer retention.

Research findings
The survey
The following data is from a nationwide survey of
over 100 senior HR professionals, carried out by
independent research specialists, Hart-Hanks. All
employers surveyed have formal HR policies in
place.
Team-leader briefings and line-manager feedback
are the most popular methods for gathering
employee data, used by over two thirds of
organisations.
Employers are less inclined to use formal methods
for gathering data. Only 51 per cent of organisations
conduct an annual employment engagement survey.
More employers are dependent on office gossip to
gather data from employees, than formally
gathering their views though a survey before or
after change.
Over half of employers have used employee data to
identify and address a problem. However, just one
in five use data to develop and ensure business
policy is working and less than this use data to
inform all their people policies.
A small minority don’t do anything specific with the
data gathered and two per cent do not gather data
from employees at all.
Find out how mobile media company 3 used
feedback from employees to help transform the
mobile industry and become a better place to work.

Research Findings
The main ways in which employers think data
gathered from employees can be used to help
develop policy are business performance and
employee retention, development and morale.
Despite the strong link between employee
engagement and customer retention, only one in
two companies use employee data to help retain
customers.
Although the main reason to use employee data is
to help develop policies to retain staff, just 36 per
cent of organisations consider employee data useful
for shaping their employer brand and related
policies.
Similarly, although 81 per cent of organisations think
employee data can be used to improve business
performance, just 60 per cent would use it to shape
policies relating to productivity.
The two biggest constraints preventing employers
from acting on data gathered from employees are
lack of budget and lack of time.
Over one in ten says their employees are reluctant
to share their thoughts. Another 10 per cent says
they don’t have people with the necessary skills to
undertake gathering and analysing employee data.
Some employers feel the business is reluctant to act
on employee data, don’t gather data in the first
place or don’t have anyone with responsibility for
doing this work.

Best Practice Examples
Xerox creates two-way communication with its
workforce
When the Information & Consultation
Directive came into existence, Xerox, the
global leader in document management,
recognised the opportunity it created to
enhance two-way communication with its
workforce.
Unlike many companies, which had fallen into
the trap of viewing the directive as a
compliance issue, only to be called into effect
before making any negative restructuring
decisions, Xerox saw the value of finding new
ways to gather information from its most
valuable source of information – the people
working for it.
“Critical to the success of creating a new
means of informing and consulting with the
workforce was to consult all employees
initially,” says Myra Clarke, Xerox manager,
HR programmes and resourcing.
To determine how its 5,500 UK employees
would prefer to hear corporate news and
interact with the company, Xerox introduced a
survey entitled Your Opinion Counts.
“Overwhelmingly our people wanted to hear
corporate news from, and interact with, their
immediate managers,” says Clarke.
One of Xerox’s core values is ‘two-way
communication’ so there was already a
quarterly management meeting system in
place. It was decided to use this system to
introduce ‘TalkBack’, a consultation system
developed in response to ‘Your Opinion
Counts’. In future, every manager would
receive an information pack with corporate
news to disseminate to their team and a topic
of the quarter for discussion. Results from
discussions would be fed back up the chain
and acted upon.

Clarke explains, “Each manager attended a
workshop explaining TalkBack and was asked
to sign up to the new system. They in turn
took their teams through it, asking each team
member to sign up. We felt that signing on the
dotted line showed equal commitment by Xerox
and employees.”
When the first TalkBack took place. Managers
spent 20 minutes of an hour-long session
disseminating corporate news and the other 40
minutes were spent discussing reward and
recognition – a topic identified as popular at
the original workshops.
Results were fed back to the HR policy
committee, comprising the heads of HR from all
Xerox’s UK businesses. “For example,
employees identified they wanted to take some
reward as holiday entitlement, so as part of our
revitalised reward package we included this,”
says Clarke.
“For TalkBack to succeed it was considered
vital that employees saw their suggestions as
being acted on. We found one stumbling block
was the sheer volume of information we
needed to process so we called in talent
management consultants Getfeedback who
were able to take the pain out of the process,”
Clarke explains.
Getfeedback advised on the structure of the
research, helping the HR policy committee to
define questions that would encourage debate
on both local and corporate issues. It also
rapidly analysed the mountain of quantitative
and qualitative data generated, to produce
easily communicable reports, keeping the
TalkBack loop focussed on discussion that
leads to action.
As a result, 70 per cent who participated agree
that TalkBack is an efficient way to
communicate. “84 per cent said they thought it
was an opportunity to give constructive views
and 75 per cent thought it gave an opportunity
to be listened to by management,” says Clarke.

“Critical to the success
of creating a new means of

informing and
consulting with the
workforce was to consult
all employees
initially”
Myra Clarke
Xerox Manager

Best practice examples
Royal Caribbean: engaging with its people to
create a very different cruise experience for its
guests
Royal Caribbean International provides its guests
with a cruise to remember pushing the boundaries of
onboard facilities including rock-climbing, surf
simulators and ice-rinks and encouraging
holidaymakers to experience some of the more
unexpected excursions it offers such as glaciertrekking or cave-tubing.
But the ships and the destinations alone do not
achieve its aim to be a very different type of cruise
line. Royal Caribbean International recognises that,
when it comes to creating a unique holiday
experience, it is the delivery of the service by
friendly, engaging and committed people that makes
the company what it is today and so looks to recruit
– and retain – people that ‘go the extra mile’ for the
guests.
Getting to know what is important to the team
As part of its initiative to both listen to and
understand what is important to the people that
work for Royal Caribbean Cruise Liners, a division of
Royal Caribbean International, it has embarked on a
programme to survey its people on a regular basis.
The survey has become part of the annual planning
cycle and is seen by the staff as a valued opportunity
to feed their thoughts and ideas into the
management team.
“The engagement surveys go well beyond simply
taking a health check of how our teams understand
what we as a company want to achieve – and their
role in delivering this,” explains Helen Quinlivan,
International Training Manager at Royal Caribbean
International and Celebrity Cruises. “They know that
they have a significant role in shaping the direction
of the development planning – equipping them with
the skills, the environment and the necessary tools to
achieve our plans – and the survey is the vehicle that
gives them the opportunity to influence this.”

Getting started
Initially, the engagement survey was used to
encourage employees to feel involved and positive
about changes that were taking place at the time of
a new organisational structure being created, and
also to provide a benchmark against which to
measure as new initiatives were introduced.
Royal Caribbean International appointed
Getfeedback to conduct an engagement survey to
identify what employees were – and were not –
happy with. Getfeedback produced a survey to
achieve this and employees were invited to complete
it online over just a three day period.
An engaged workforce
Although most surveys only attract a 60 percent
response rate, 85 per cent of invited Royal Caribbean
International employees took part in the initial
survey, demonstrating a very strong commitment to,
and interest in, having their views heard in this way.
Indeed, this is something that has been built on over
the past four years of surveys.
Surveying online
Running the survey online has proved to be easy to
implement. Royal Caribbean International works with
Getfeedback to design the survey each time,
choosing the areas on which to focus based on the
current situation. The survey is then constructed and
web-enabled for the Royal Caribbean International
employees to access and complete online. At any
time, the team in Royal Caribbean can view the
completion status of the survey.
The results – and using the feedback
The survey is carried out anonymously across the
entire workforce and the results analysed both at a
regional and a country unit level.
“This is important to us. We want to understand our
people across the entire organisation and to ensure
that they are fully supportive and engaged with our
vision and where we see the organisation heading,”
says Quinlivan.

Best practice examples
3 engages its people to transform
telecommunications industry
When 3 launched in 2003 it was a new entrant into a
highly competitive mobile market. It was not only
responsible for leading one of the biggest
technological advances in decades but also creating a
new industry. For the first time ever people would be
able to access entertainment services, including
music videos, games, TV and sports, on the move.
John Vickerman, director of people and property,
comments, “We’re a young company, leading the
development of a brand new
industry. The change we’ve put our workforce though
has been unprecedented.”
After outsourcing 1,000 technical staff and
responsibility for management of its network and IT
infrastructure to Ericsson, to focus on its
transformation into a media player, 3 recognised the
importance of ensuring its workforce was behind the
cultural change.
“Our future success is dependent on retaining
existing employees and being able to describe our
culture in ways that will make people from the
creative industries want to work for 3,” says
Vickerman.
Getfeedback was brought in to conduct a companywide survey to:
1. Assess how engaged 3’s employees are with their
role in driving the business forward
2. Build up a picture of what matters most to 3
employees
3. Gather data to inform future decision-making and
people policies
Analysis conducted to identify which topics had the
greatest bearing on how engaged 3 employees were,
revealed the factors most likely to influence their
willingness to undergo more change for the
company.
“Our engagement survey revealed that our
employees genuinely care about and are personally
affected by how the business is performing and the

direction it is going in. We had done lots of work to
communicate our growth and improved financial
prospects to the outside world but the engagement
survey findings showed that internally employees
wanted to know even more,” explains Vickerman.
In fact they considered knowing more about where
the business is heading more important than pay
when it came to making them feel connected with the
company and happy in their roles.
As a result 3 has created a series of new initiatives,
including using its own ‘3TV’ media services to give
every employee regular business briefings, through
their mobile phone. In addition, the senior
management team now goes on road shows to meet
with employees in person, across different sites and
office locations.
To improve recognition and reward for team working,
new cross-department communications tools and an
employee recognition programme have been
introduced.
“The feedback from line-managers has been great.
Thanks to the survey findings we can now advise
specific departments on what’s working well and what
isn’t. Managers have been very receptive to taking
the advice on board because it has come directly
from 3 employees themselves,” says Vickerman.
Since successfully implementing the changes
recommended as a result of its employee
engagement survey, 3 has attracted another
500,000 ‘quality’ customers and successfully
transformed itself from technology pioneer to mobile
media company, putting pressure on the old networks
to follow suit.
“Previous surveys that we’ve carried out have
generated a lot of data but less useful information.
The employee engagement survey carried out by
Getfeedback was exceptionally useful. As well as
headline findings we were also provided with practical
solutions to make 3 an even better place to work,”
concludes Vickerman.
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Best practice examples
RWE npower links employee engagement to customer
retention
RWE npower is an integrated energy company,
operating a portfolio of coal, oil and gas stations as
well as renewable sources of energy generation,
including wind farms and hydroelectric power. The
retail part of the business provides energy to over 6
million customer accounts, including households and
businesses.
Although the company is already the second largest
provider of electricity, and the third largest provider of
gas in the UK by volume, it still faces a number of
challenges.
Jon Cowell, head of learning and development at RWE
npower explains, “Customer turnover within the
residential market is very high at around 17 per cent.
On average we can expect to lose, and win, around
one million customers each year.”
When the retail part of the business set itself the
mission of turning customers into fans, understanding
the relationship between employee engagement and
customer satisfaction became a top priority. “Most
people don’t stay awake at night worrying about
which supplier they should use to meet their energy
needs. If they decide to switch to a competitor it’s
generally down to one of two things, price or a bad
customer experience. It’s therefore essential that our
10,500 employees never give customers a reason to
consider leaving,” says Cowell.
Fundamental to ensuring excellent levels of customer
service, is making sure customers feel ‘I Only Ask
Once’. A classic example being that when a customer
tells the call centre they are moving house and want
npower to carry on supplying their energy, they
shouldn’t have to do anything else to make sure this
happens.
Cowell explains, “Although requesting energy transfer
from one property to another looks like a simple
request on paper, it actually requires a number of
complex processes to come together effectively.
Making

sure this happens first time means ensuring
employees have the necessary level of competency to
carry out the task, are motivated to do so and have
the appropriate systems and management in place to
support them in executing the task.”
Cowell wanted to be able to measure the monetary
value to the business, in terms of improved
productivity and customer retention, associated with
employees getting tasks right first time, and to use
this information to drive the people agenda.
Getfeedback was appointed to conduct ongoing
research and analysis to create a model that would
clearly show the relationship between the customer
error rate and factors likely to affect this, from the
length of time an employee had been with the
business, to the extent to which they were willing to
recommend RWE npower to a friend.
A key part of the analysis involved the creation of a
‘pulse’ survey, to be conducted every quarter across
a representative sample of 2,000 employees, to
gather trend data for the workforce as a whole. The
first survey was carried out in May 2006. It revealed
the core drivers for employees to feel engaged at
RWE npower include feeling that their opinions are
valued and confidence in the leadership and vision of
the management team.
The way Getfeedback correlated the engagement
findings to business needs and performance data,
means that RWE npower now has an understanding
of exactly what issues it most needs to focus on in
order to achieve its vision of turning customers into
fans.
“Going forward, the quarterly pulse surveys will be
critical to enabling the business to fully understand
the link between employee
engagement and overall business performance. Using
robust data to inform decision-making and measure
the impact of initiatives means we will know how to
improve employee engagement, service performance
and customer retention,” concludes Cowell.

Concluding Advice
The fundamental objective behind any employee engagement initiative is to establish the extent to which
the organisation is enabling people to perform their best. Then identify areas for improvement so that
appropriate action can be taken.
Align with the business
Make sure the right people are involved from the outset, by ensuring senior leaders are prepared to
sponsor the project and act on the findings. Think carefully about the timing of the process to ensure that
it fits into the existing business cycle of decision-making. Aim to generate results and recommendations
just before existing business meetings so that the findings are used alongside other management data,
such as financial reports, and properly integrated into policy decision making, instead of being viewed as a
stand-alone activity.
Involve managers
Engagement research is designed to give individuals a voice so it’s essential that they feel their voice has
been heard. If, after taking the time to formulate their views and give feedback, employees see no
change, they will get the message that their views don’t matter, leading to lower engagement levels.
Managers have a crucial role to play in instigating changes and communicating back the findings in a
timely way. Ensure managers are equipped to communicate the results by speaking realistically about the
current state and optimistically about the future and any planned actions.
Ask questions with purpose
It’s all too easy to ask questions about tangible, measurable things, instead of the more important
intangible issues. For example, you could ask employees, “Have you had a performance review in the last
six months?” to generate a nice report on inconsistencies in the business and recommendations to give
everyone the same level of support. But what will this actually achieve? Far better to ask the question,
“Did your performance review make a positive contribution to your performance?” and identify parts of the
business where people are not only frustrated by lack of investment in them but performance is also likely
to be suffering. Think about what insight the feedback from each and every question will provide and
ensure this will be of use before you ask it.
Educate yourself
Engagement, motivation and talent planning are complex issues that all need to be considered in the
context of each other. Performance = Engagement x Ability and if you want the project to generate good
results you need to fully understand the relationship between all three. If you’re serious about helping to
improve business performance, you need people who are both motivated and competent. It’s not enough
to look at either issue in isolation. Use your data in combination with information about leader, manager
and employee capability so that your actions directly impact business performance. Don’t try to
oversimplify the problem or adopt a ‘one-size-fits-all’ approach. If in doubt seek specialist help.
Act quickly
Instead of hoarding data and developing a long-term change programme, identify things that can be done
straight away to bring about immediate improvement. Often there are things that will cost the business
very little to do, or that the business might not even see as important, that can bring about immediate
benefit to employees. If employees flag up the need to receive more information about where the
business is going, want to have another day of holiday a year or a shared area in which to eat their lunch,
make this happen as soon as possible. This will demonstrate results and allow time to formulate ways to
address any more serious or longer-term issues flagged up.

About Getfeedback
Getfeedback is a talent management business with a specialism in measuring and reporting on employee
engagement to inform future business strategy, in a way that adds value to the bottom line.
Because a third of employee engagement programmes fail or, worse still, raise expectations only to
actually lower engagement when nothing happens, Getfeedback ensures engagement data is generated in
a way that can be used by the business as part of its normal decision making processes.
In this way you are assured of results that not only make a difference to employees but to the
performance of the business itself.
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