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Introduction

What is employee experience (EX)? 

Employee experience (EX) has never been so crucial as it is today. COVID-19 brought unprecedented disruption to 
business processes and market movements, and companies’ people assets were invaluable in navigating these 
challenging times. All these disruptions, however, have dented the quality of employee experience, which could have 
long-term repercussions if not addressed on time. EngageRocket’s latest report  
confirms that employee engagement is at an all-time low, with 39% of the workforce being passive and 40% actively 
disengaged. The report also shows that resilience and optimism decreased by 17% between 2020 and 2021. 



Companies that prioritise EX excellence over the next few quarters will stand to accrue exponential gains. They will be 
well-positioned to gain from a bullish market through faster innovation, superior products, and more customer-centric 
service. They will also continue to save on bottom-line costs. To achieve this, however, companies need to relook at the 
state of employee experience at present and from a pre-pandemic perspective, apply continuous listening strategies to 
understand the real needs, expectations, pains, and motivators of the workforce. This will deliver a data-driven plan that 
brings about meaningful and sustained improvements in EX, which uplifts organisational success at this crucial time in 
human history. 


The State of Employee Experience

Employee experience is defined as the cumulative impact of the multiple interactions that an employee 
encounters over their tenure with an organisation, spread across all job-related sites, including the physical 
office, a WFH environment, commute, work-related travel, and the mind space inhabited during work. 



To understand what constitutes employee experience, it is helpful to plot this concept against four 
contributing dimensions: 
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As companies look at improving employee experiences in 2021 and beyond, it is vital to recognise how these four 
dimensions have fundamentally changed in the aftermath of the pandemic. 

1. Physical 


The physical dimension refers to all tangible 
elements involved, such as workplace layout, 
technology and equipment, working conditions, 
ambient atmosphere, etc. 

3. Digital


Once considered part of the physical dimension, 
the digital aspect of employee experiences is 
becoming increasingly important, comprising the 
ease of use of technology, flexibility of access, 
upskilling, and using technology to improve the 
employee’s quality of life. 

2. Cultural 


The cultural dimension encapsulates a set of 
intangible values that the organisation seeks 
to collectively embody. Decisions like who to 
recognise, what to celebrate, what to wear, 
what to say, and even elements of the physical 
like where to work are determined by culture. 

4. Work 


Labour is a core dimension of the employee 
experience, referring to the actual task(s), clarity of 
objectives, compensation, new opportunities, and 
work habits such as collaboration, hierarchy/ 
non-hierarchy, work-life balance, and the like. 

https://www.engagerocket.co/report-state-of-the-employee-experience


What does EX look like 
in a post-COVID world? 

From the initial response of passive reaction, companies are now moving beyond to a tactical response to grasp the 
more strategic implications of COVID-19 on the workplace and the nature of employee experiences. This change can be 
felt across all four dimensions we mentioned. 

1. Physical: Workplaces become untethered 

With many employees working from home and choosing to go to the office only 2-3 days a week (i.e., a hybrid model), 
companies must rethink office space design. There is the rise of office hubs where employees can meet in person 
without commuting, saving real estate costs while enabling informal social interactions that are difficult to engineer 
virtually. Health and safety is the priority as people return to the office, with challenges around coordinating a hybrid 
workforce while ensuring safe distancing. Our research suggests that there has been an unequal impact of remote work 
on demographic groups, depending on how suited an individual’s home environment is for work. 


2. Cultural: Values are to be proactively manifested 

Company culture can be understood as “the way we do things around here,” which is underpinned by organisational 
values, attitudes and behaviours. The pandemic has challenged employers’ ability to maintain a strong sense of culture, 
as so much of this is created organically when employees inhabit a shared space. Providing frequent and consistent 
communication has been critical to maintaining existing bonds so that employees feel part of “something bigger” and 
are driven by purpose. Also, accessible leadership plays a key role when working remotely, building trust and ensuring the 
value system remains stable. Leaders may allocate regular time slots across the week when people can interact with 
them informally. And, for new hires, leaders and line managers play an even bigger role in communicating the company’s 
values and cultural expectations.


3. Digital: A critical dimension across the entire organisation  

To survive the disruption brought on by the pandemic, investment in technology has rapidly increased for companies of 
every size. As companies become immediately reliant on tech tools to enable remote and hybrid work, digital 
transformation is now a top priority. This also entails reimagining the business model to create value through 
sophisticated digital enablers – bringing together technology, people and processes for shared outcomes. Importantly, 
such a large-scale change programme requires a robust digital strategy and the intelligent use of data for orchestration 
across departments, and adapt to any curveballs on the way forward. 


4. Work: Industrial era notions undergo a shift 

As we shift to hybrid work, companies have formulated new norms and rules for how work gets done. Many have 
adopted an outcomes-based approach to performance management, as the lines between work and personal lives get 
blurred, and traditional indicators like the hours worked are no longer applicable. However, work-life balance requires 
special attention as employees may work longer hours and struggle to “switch off.” In terms of work habits, platforms 
like Slack or Teams, and activities like virtual quizzes or happy hours have helped to collaborate and stay connected. 



An important but not identical concept that is related to employee experience is employee engagement. 
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Studying EX and engagement 
as distinct but related concepts

Employee Engagement can be defined as a mix of psychological state, attitudes and behavior towards one’s job and 
organisation. It encompasses the feeling of dedication, energy and absorption in work (i.e., work engagement), desire to 
make the best effort at work (i.e., work motivation), emotional attachment, loyalty and dedication towards organisation 
(i.e., commitment), as well as feeling of belonging and oneness with organisation (i.e., identification). In a systematic 
literature review of , it was found that EE supports organisational 
development and leads to improved business performance. In addition, EE also impacts valued attitudes such as active 
learning, innovation, knowledge sharing and adaptability.



On the other hand, Employee Experience (EX) is a holistic view of how people interact with and perceive their work. 
Similar to the way companies approach the Consumer Experience (CX), the end-user’s motivations, wants and needs are 
at the core of EX, and the critical objective is to find the intersection between those elements for each organisation. By 
deeply understanding the human aspects of working in the organisation, employers can design a tailored experience that 
demonstrates empathy towards employees, in turn building employee engagement, loyalty and performance. This is 
based on the belief that ‘your employees are your brand’.



EX takes into account the drivers of engagement all along the employment journey, with engagement being an outcome 
of EX. By focusing on the physical, cultural, digital, and work dimensions of the organisation, a positive EX drives 
engaged employees. 


research between EE and business performance
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1. Work engagement 


The dedication, energy and absorption one feels 
when working, as opposed to feeling burnt out. 
As per the Utrecht Work Engagement Scale (one 
of the most commonly used engagement scales 
in scientific literature), engagement is a “positive, 
fulfilling, work-related state of mind.”

3. Work and organisational commitment


An employee’s emotional attachment to the job, 
the workplace community, and the organisation as 
a whole; a strong indicator of retention. 

2. Work motivation 


 An employee’s desire to apply maximum effort 
to the task at hand – work motivation 
precedes work engagement. 

4. Convergence with self 


An employee’s feeling of belonging and ‘oneness’ 
with the organisation, its values, and goals. This 
occurs when there is a strong alignment between 
the organisation and the individual’s self-image.

Four key components constitute engagement: 

https://doi.org/10.2307/256287


There are several aspects of an employee experience that can make a person more or less engaged. Primarily, the 

following broad aspects drive engagement at work: 


As you can see, while there is an overlap between the factors contributing to high employee engagement and a positive 

employee experience, the two concepts are distinct from each other. EX is vaster, influenced by granular factors like the 

ambient temperature and lighting conditions of the workplace, which do not impact engagement.  



High engagement, on the other hand, is a specific outcome of positive experiences, along with other outcomes such as 

employee satisfaction and productivity. However, engagement and its relationship with EX needs to be closely studied to 

thrive in the ongoing war for talent. 


As we witness a post-pandemic economic boom and a shift in employee expectations from the typical workplace, lower 

unemployment and a war for top talent will be an inevitable reality. That’s why it is vital to zoom out and consider 

engagement not only as a standalone concept but in the context of the holistic employee experience and the end-to-end 

employment journey. 



By deeply understanding the human aspects of working in an organisation, employers can design tailored experiences 

that demonstrate empathy, build engagement, drive business outcomes, and eventually intersect the workforce with your 

corporate brand. 



Simply put, tangible benefits and financial rewards alone aren’t enough to engage employees in the new normal. Instead, 

companies must look at more human and intrinsic drivers that make up EX throughout the employee lifecycle and 

eventually lead to higher engagement. 


• Job design – Expectations, goals, and the balance between feedback and autonomy

• Leadership – The degree of support, inspiration, and guidance received from middle and senior management 

• Organisational support and trust – Efforts made to ensure an employee feels valued and rewarded for being a 

contributing member

• HR interventions – Activities like skill development, benefit programs, and community-building events 

• Personality – The employee’s individual traits that make them prone to greater or lesser engagement 

©EngageRocket - 2021

Dimensions of EX

figure 1

Employee 
experience

Work 
experience

Digital

Physical Culture

Employee 
Engagement

Company 
Performance & 
Bottom Line

 Employee Productivit
 Job Satisfactio
 Employee Well-bein
 Absenteeis
 Turnover



Six reasons why EX and 
Engagement matters 
Apart from helping employees stay engaged, the nature of EX influences several other parameters of organisational 
success. Specifically, there are six reasons why companies must evaluate the cumulative experience across the average 
employee lifecycle and deliver EX tailored for business outcomes. 
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1. Positive EX drives individual and collective productivity 


Research suggests that employee engagement and EX is linked to both team- and individual-level 
performance. According to Josh Bersin’s Definitive Guide 2021, organisations are 2.2X more likely to exceed 
financial targets if their HR facilitates positive EX. On similar lines,  found that 
positive EX is linked to higher self-reported work performance and discretionary effort. The link between 
EX/engagement and productivity/performance could also have to do with the presence of transformational 
or inspiring leadership in an engaging work environment.

IBM and Globoforce’s study

2. Employees will be more satisfied and less prone to attrition


While job satisfaction and employee engagement may be different, they are most definitely correlated. 
 found this correlation to be extremely strong for jobs in the public 

sector, making it vital to invest in EX design that ensures employees are satisfied. In fact, satisfaction with 
the job (i.e., contentment with basic job traits like pay, commute, and co-workers) is the bedrock for 
longer-term engagement that staves off attrition.  confirms that when organisations 
invest in EX, they are 5.1X more likely to create a sense of belonging and retain employees. 

Research by Governors State University

Josh Bersin’s report

3. Engagement could help in employee health and wellbeing 


Companies can bring about higher levels of wellbeing by working towards greater engagement. This is 
because an engaged workforce is less vulnerable to stress and burnout, receiving timely support and 
guidance from leadership in tough situations. Also, workplaces that value EX and engagement will also strive 
for work-life balance, avoiding myriad mental and physical health risks. In a recent report post the pandemic, 
Gallup emphasised that it is vital to invest in employee engagement (given the current global average of 
20%) so that it improves overall wellbeing. As offices reopen, physical wellbeing measures such as 
sanitisation, safe distancing, and air quality checks must be central to EX design.

4. Smartly designed EX can bring down absenteeism and turnover 


Absenteeism and turnover – two primary indicators of workforce disengagement – can be measurably 
curtailed by reimagining the employee experience.  found that teams in the top quintile of engagement 
have successfully realised a 41% reduction in absenteeism and a 59% reduction in turnover. In an engaged 
workplace, not only are employees more motivated to “turn up” and bring their best to work but they are also 
encouraged by leadership to address burnout to avoid long-term repercussions like absenteeism arising 
from ill-health. Also, employees will feel a strong sense of purpose and involvement in the company’s 
objective, preventing turnover. 

Gallup

https://hrexecutive.com/positive-employee-experiences-boost-bottom-line/
https://opus.govst.edu/cgi/viewcontent.cgi?article=1368&context=capstones
https://joshbersin.com/2021/07/secrets-to-employee-experience-the-definitive-guide-launches-today/
https://www.gallup.com/workplace/236366/right-culture-not-employee-satisfaction.aspx
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5. Engaged employees can improve customer satisfaction (CSAT) scores 


How your employees feel in the workplace will reflect directly in their attitudes when interacting with 
customers and the consequent CSAT. This is particularly true for customer-facing roles and industries 
like retail or contact centres – for example,  found that the quality of agent experience has a 
significant impact on customer experience at nearly three-quarters (74%) of organisations. Even for mid 
and back-office roles, positive EX and an engaged workforce will lead to better products and more 
streamlined processes that have a ripple effect on CX and customer satisfaction. On similar trends, 

 shows where companies are leveraging the right EX strategy, employees are 2.4x 
more likely to delight customers. 

Cisco

Josh 
Bersin's latest report

6. Companies with positive EX will outperform their market peers


While it may seem like your financial performance and EX are only loosely correlated, research suggests 
otherwise. For example, a  analysed over 300 publicly listed 
companies in the US over seven years to find that high levels of employee engagement could unlock 
“statistically and economically significant abnormal returns” for the companies. An engaged workforce 
directly impacts key determiners of financial outcomes such as brand reputation, product quality, customer 
service, and corporate culture, in addition to bottom-line savings. 

study by the University of East Anglia (UEA)

Calculating the ROI on employee experience
For your investments in employee experience to be successful and sustainable in the long term, you need to clearly 
measure the ROI. Measuring ROI on EX helps to get leadership buy-in on transformative HR programs, identify 
opportunities and challenge areas in your EX policy, and budget for employee centricity as you grow. 



As industry leader  last year, employee engagement looks very different before and after the 
Covid-19 pandemic, and your new investments will require astute ROI measurement. 



We definitely know from the  that Employee Experience excellence directly leads to positive outcomes – 
across three areas Business, People and Innovation. 

Josh Bersin noted

latest study

These six reasons illustrate why it is necessary to invest in a positive EX across the end-to-end employee lifecycle, 
driving engagement that, in turn, facilitates other key benefits. This is all the more important in a post-COVID period, 
where companies have the opportunity of gaining an advantage over non-EX-focused laggards. 

https://www.cisco.com/c/dam/en/us/products/collateral/contact-center/cc-global-survey-ebook.pdf
https://joshbersin.com/2021/07/secrets-to-employee-experience-the-definitive-guide-launches-today/
https://joshbersin.com/2021/07/secrets-to-employee-experience-the-definitive-guide-launches-today/
https://www.ehstoday.com/safety-leadership/article/21919377/study-links-employee-satisfaction-with-corporate-financial-performance
https://joshbersin.com/2020/05/employee-experience-redefined-its-now-about-safely-coming-to-work/
https://joshbersin.com/ex-definitive-guide-2021/
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The process of calculating the returns accrued from positive EX and greater engagement usually focus on financial 
targets, described below. It is important to remember that while this is an important outcome of employee experience 
excellence, it is not the only one.

Bottom-line cost savings 
Positive employee experiences and an engaged workforce can significantly reduce a company’s operational 
expenses, thereby improving your bottom line. This includes savings from reduced absenteeism, lower healthcare 
costs, a reduction in workplace accidents and related penalties, and, most importantly, savings in turnover costs. In 
addition, your costs of executive hiring will also decrease as a more engaged workforce, and greater commitment 
towards the company paves the way for internal hiring, upskilling, and a more efficient succession plan.

Top-line revenue generation  
In addition to helping organisations save, investments in EX can also help you earn. These can be factored in as 
additions to your top-line revenues – as a result of better talent (hired via referrals from highly engaged employees), 
better products (built by employees who understand and are invested in the company’s vision), better services 
(provided by employees that are happier, and enjoy a state of mental and physical wellbeing), and a better reputation 
(promulgated by employees that act as your corporate and cultural advocates). Investment in EX can unlock sales 
profitability (driven by motivated employees who contribute to the company’s objectives) in the short term and a 
significant rise in equity value in the long term. 

Ease-of-doing business gains
The third component of your returns from EX is the gains obtained from greater ease in conducting daily business 
operations. For example, as engaged employees recommend their talented peers, you’ll find your recruiting pipeline 
becoming more efficient and cost-effective. Similarly, problem-solving happens much faster in a highly engaged work 
environment. Employees are more likely to adhere to leadership decisions, removing operational bottlenecks. Product 
development cycles also accelerate, helping to get a first-to-market advantage. All of these will factor into your ROI as 
gains from ease-of-doing-business. 



To calculate ROI, therefore, organisations must take stock of the as-is state of performance even as they come up 
with a new EX strategy. As the change programme is implemented in stages, the metrics used to measure as-is 
performance are re-examined. This reveals the incremental % increase over time and allows you to dynamically adapt 
your EX strategy to invest in areas that are most value-generating. 

ROI on EX based on outcomes

Business

Exceed financial targets

Delight customers

People

Create a sense of belonging

Great place to work

Engage and retain employees

Innovation

2.2x

2.4x

5.1x

5.1x

5.2x

3.7x

4.3x

Adapt well to change

Innovate effectively

People outcomes: 

 5.1x more likely to create a sense of belongin
 5.2x more likely to be a great place to work
 5.1x more likely to engage and retain employees

Business outcomes: 

 2.2X more likely to exceed financial target
 2.4X more likely to delight customers

Innovation outcomes:

 3.7x more likely to adapt well to chang
 4.3x more likely to innovate effectively
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How to become an EX-first company: 
A three-pronged roadmap
As the pandemic transforms the future of work and a (global) war for talent looms over the horizon, becoming EX-first is 
no longer an option. Your EX strategy and investments this year could determine financial outcomes for several upcoming 
quarters as the economy sees bullish and inclusive growth. From upskilling employees in the right areas to curbing 
attrition risk, from recognising your most valued performers to mindfully designing a benefits package, 2021-2022 will be 
a period of holistic change. This requires a systematic three-pronged roadmap. 

1. Beginning with Strategy and Analytics 
The first step is to align your employee experience strategy (milestones, interventions, goals, and KPIs) with the 
larger business strategy in place for the same upcoming period. This will help to measure and report clear 
outcomes throughout EX implementation so that the expected and predictable ROI is achieved. There are six best 
practices companies must keep in mind at this stage: 

At this stage, organisations should aim to build the bedrock of the EX programme through sophisticated analytics 
that can help extract insights into employee experience, engagement, and the potential effect on business. 

• Aim for alignment with both business and people outcomes

Employee experience must be correlated with people outcomes such as greater engagement or increased 
productivity, as well as with business outcomes. 


• Define measurable KPIs

Clearly defined KPIs that can be observed and quantified such as “likelihood to stay with the company in the next 
12 months” or CSAT scores among customers” will help plot progress over the stipulated period of change. 


• Prioritise the customer

This includes both the internal customer (i.e., your employees) as well as the end-customer so that EX 
interventions are tailored to address on-ground needs, motivations, and pain points. 

• Segment employee data

It is vital to understand how needs, motivations, and pain points differ across employee demographics such as 
multiple age groups, caregivers and non-caregivers, new joiners vs veterans, etc. 

• Identify the right questions

To collect accurate data as per the necessary KPIs, organisations need to ask their employees the right 
questions through surveys and feedback programs. Questions must be linked with an actionable decision which 
in turn results in business and people outcomes. 

• Synchronise with the full employee lifecycle

EX will evolve at key moments of truth across the employee’s tenure at the organisation. Data collection at key 
junctures is necessary for a 360-degree view of EX from onboarding to exit. 
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2. Consolidating by Continuous Listening to the VoE 
Employee experience is not a static entity, and neither are the needs or expectations of your organisation. That’s 
why an ecosystem of multiple channels is necessary to listen to the sentiment of the workforce – also known as 
the Voice of the Employee (VoE). Continuous listening programmes that pay attention to VoE can reveal insights 
into true intent and experience that debunks popular assumptions. 



For example, EngageRocket’s benchmark found that a dip in the number of employees at risk of burnout didn’t 
necessarily mean that they were able to avoid burnout. Between 2020 and 2021, the section of the workforce able 
to avoid burnout decreased by 17%, and those unable to avoid burnout also decreased by 4 percentage points. It is 
the neutral or coping population that shot up. Continuous listening reveals the true picture of what employees are 
going through on-ground, avoiding misleading stereotypes, assumptions, and broad-stroke analytical fallacies.


 


There are five best practices companies must keep in mind at this stage: 


1. Leverage multiple channels

Multiple channels and a diverse set of tools will get you insights into the many aspects of employee experience. 
It factors in all forms of VoE, and by combining a variety of data sources, you can root out false positives and 
false negatives. It is advisable to use organisation-wide surveys, lifecycle surveys, pulse surveys, multi-rater 
feedback and open-ended comments.  



Each of those different mechanisms serves a different purpose. 

Org-wide surveys

Involve the entire population, to gain breadth and depth of info across the organisation.

Lifecycle Surveys

Specific individuals are invited to participate based on their stage in their employee lifecycle, e.g. 
onboarding or exit surveys. These are “always on”.

Continuous Listening Strategy

Org-wide (Census) 
Surveys

Lifecycle 
Surveys

Pulse surveys Multi-rater Feedback / 
360° Reviews

Comments / 
Sentiment

• A culture of listening

• Policies for listening

• Explaining ethics of listening

• Structures and processes for listening

• Technologies for listening
• Resources for listening
• Skills for listening
• Articulation how listening informs decision-making

Pillars to evolve:
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Pulse Surveys

Extended to a sample or the whole population. Useful for tracking trends, diving into detail on specific 
topics or employee groups. Eg. employee net promoter score, 10-20 question “dipstick” surveys, or 
longer topical surveys on topics like total rewards, mental health, diversity & inclusion, etc.

Multi-rater Feedback / 360° Reviews

Either include focusing on manager behaviours, competencies or 
values. These are usually reserved for developmental purposes, but when used carefully, may be 
applied as input for performance appraisals.

peer reviews or 360° feedback 

Comments / Sentiment

These include the analysis of open-ended comments in surveys, as well as the ability to respond 
to these comments in a psychologically safe way, eg. via an anonymous 2-way chat. This 
provides qualitative input to supplement the quantitative data collected via other methods.

2. Develop two-way communication

The continuous listening mechanism must include an acknowledgement of the fact that the VoE has been 
heard. You can achieve this by designing communications based on the input from end-users. The feedback 
can help shape follow-up actions such as further questions, and a brief snapshot of the insights gathered, 
creating a closed feedback loop. A closed-loop will ensure that the conversation is genuine and authentic 
(instead of being top-down), and positively contributes to the bonds of trust. 

3. Get employee buy-in for continuous listening

A continuous listening strategy, as opposed to one-off programmes, requires active buy-in and participation from 
the workforce. Ineffective surveys can exacerbate disengagement instead of detecting its root cause. That’s why 
it is important to first communicate the programme to employees, set up continuous listening Champions if 
needed, and demonstrate the benefits of active participation. For example, frequent check-ins pioneered at 
Netflix by Patty McCord helped to both improve performance as well as reduce stress and anxiety. 

4. Make it cross-functional

Continuous listening cannot be just a one-off checklist exercise, siloed to a single department, team, or 
business unit. That’s why companies must configure a centralised programme supported by data unification 
between departments to gather meaningful insights for specific employee segments and specific employment 
lifecycle milestones across the organisation. Different functions have different needs, different OKRs, and it's 
important to examine differences across various functions to identify opportunities for improvement. 

5. Weave continuous listening into your culture

In the long term,  has to be so embedded in the company culture 
that it takes place seamlessly, through both formal and informal efforts, and can capture the micro-experiences 
of an employee’s workday. This requires training managers on the tenets of EX and employee centricity and 
active participation from senior leadership. 

continuous listening of employees’ feedback

https://www.engagerocket.co/grow
https://www.engagerocket.co/belong
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3. Thriving through Action and Ownership 
The final step of your three-pronged roadmap to becoming an EX-first company involves the meaningful utilisation 

of data to solve real employee problems. In addition, stakeholders across the organisation, from HR and 

management to team leaders and learning professionals, must know their role in EX and the outcomes they are 

striving for. They should be focused on garnering regular feedback and acting on the same in alignment with the 

KPIs and targets established in the first step. 



There are four best practices companies must keep in mind at this stage: 


The three prongs – beginning with Strategy and Analytics, consolidating by Continuous Listening to the VoE and 

thriving through Action and Ownership – will assist organisations as they place employee experiences in the front 

and centre of their people strategy, business strategy, and eventually, the super-long-term corporate vision. 

1. Make EX data accessible to stakeholders

The insights from continuous listening and VoE programmes will be collected in a centralised manner, ready 

for dissemination and use across the organisation. This means that key stakeholders must be trained on 

data interpretation to garner the most meaningful and relevant insights from the centralised repository. A 

smartly designed dashboard with role-based access can also help, as it ensures that the right data reaches 

the appropriate stakeholder and that the insights are easy to read without any statistical knowledge.


2. Incorporate EX into leadership development

C-level leaders, middle management, and even team leads must be trained on the importance of EX and how 

their role is intertwined with the various dimensions of the employee experience. There are two sides to this 

conversation – first, senior management must frequently speak on EX as a key corporate value. Second, there 

has to be an emphasis on the use of VoE data when making organisational decisions.

3. Foster psychological safety 

An environment of psychological safety is essential if employees are to express themselves and provide 

authentic feedback. Worryingly,  found that more than a third of employees said that they do not 

discuss work-related problems with their managers. Trends like these can work against you when building an 

EX-first company, denying employees the psychological safety they need to express the genuine VoE. That’s 

why managers and leaders have to be trained on this aspect of work culture, particularly in the context of 

remote and hybrid work. 

our research

4. Develop data-based interventions and measure impact

A clear framework of data-based interventions is required to guide the organisation consistently and holistically 

towards a more positive EX. Managers should be able to read data, understand the intervention required using 

the framework, and be . The impact of the intervention should 

also be measured, as the accumulated impacts over time will give you the ROI from EX investments. 

empowered to take relevant follow up actions

https://www.engagerocket.co/report-state-of-the-employee-experience
https://www.engagerocket.co/act


Start your EX journey with the 
State of Readiness Assessment 
To create a clearer understanding of where companies are at in their journey towards becoming EX-first, we have 

developed a maturity model based on the data and insights gathered through our programmes. There are 5 levels of EX 

maturity: Prepare, Launch, Thrust, Coast, and Apogee. As a company progresses through the levels of EX maturity, it 

strengthens its strategy, measurement capability and sophistication around employee listening and action.
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Dimension

Strategy & 
Analytics

Continuous 
Learning

Action & 
Ownership

Alignment to business

Metrics & reporting

Measures of Success

Capabilities

Foundation

Frequency

Integration

Ownership

Accessibility

Action

Formal survey 
program

More than once a 
year

Clear HRIS solution 
architecture / vision

Dedicated listening 
program

Quarterly/Monthly 
listening

Some integration e.g. 
Workday

Dedicated continuous 
listening program

Moments that 
matter / Life-cycle

Integration across all 
key HR systems

Dedicated continuous 
listening program

Always on listening

Data harmonization

Have never run an 
employee survey ‘program’

Less than or equal to 1 
survey a year

No integrations 
across HRIS systems

No clear owner for EX

No forum for EX review

No measurable action 
on survey

Clear primary 
ownership of EX

No Internal comms 
plan for overall sharing

Measurable action 
plans from survey

Clear primary and 
secondary ownership

Democratization of 
data (Leaders)

Track action to reward 
behaviour

Owners for each EX 
driver

Democratization of 
data (Managers)

Early warning / action 
prioritization

Owners for each EX 
driver

Democratization of 
data (Employees)

Personalized nudges

Don’t measure EX

No HR Scorecard

No clear ‘Outcome’ 
variable

No People Analytics 
team or vendor partner

Measure EX

Basic HR Scorecard

Alignment on 
‘Outcome’

People Analytics 
(in-house or third party)

Measure CX and EX

Intermediate HR 
Scorecard

Clearly defined OKRs

Grow People 
Analytics capabilities

Measure CX and EX

Intermediate HR 
Scorecard

ROI calculated

Specialize in 
People Analytics

Connect Business 
outcomes to People

Advanced HR 
Scorecard

ROI optimized

Best-in-class in 
People Analytics

Enabling Theme L0: Prepare L1: Launch L2: Thrust L3: Coast L4: Apogee

Launchpad
Pre to L1:

Accelerator
L2 to L3:

Optimizer
L3 to L4:

Source: Engagerocket research

L0: Prepare

At this level, there is little knowledge and understanding of EX hence an absence of an EX strategy. Typically, companies 

have no or little measure of EX or EX metrics. Even if EX may be measured, it is usually done once a year or less without 

a proper employee survey programme in place that includes an end-to-end process. They lack People Analytics 

capabilities, and measurable action plans are not formulated after survey completion.
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L1: Launch

At this level, there is basic groundwork on EX in the company with limited awareness on EX management strategies and 
tools. There is a clear alignment between people ‘outcomes’ and business objectives, and the analysis is done in-house 
or outsourced to a third-party. Typically, companies measure EX more than once a year using a formal survey programme 
with defined metrics. EX findings are then translated into measurable action plans. 

L2: Thrust

At this level, EX is a priority and has the management support. There are clearly defined Objectives and Key Results 
(OKRs) and the growth of People Analytics in-house capabilities begins here. Typically, companies measure and report 
EX every quarterly with a dedicated employee listening programme that is integrated with some HR systems. Companies 
take actions based on employee feedback, track the actions and reward behaviours. 

L3: Coast

At this level, EX is fully integrated across all HR systems and takes all the HR functions into account, such as diversity 
and inclusion, performance management, etc . Companies determine the Return on investment (ROI) from EX by 
measuring both EX and Customer Experience (CX). Typically, companies measure EX various important milestones along 
the employee lifecycle (also known as Moments that Matter; such as promotions, transfers, work anniversaries) with a 
dedicated continuous employee listening programme. The EX findings and insights are made available to Managers. 
With a specialised People Analytics capability, actions are prioritised and early warnings are flagged. 

L4: Apogee

At this level, EX is core to the company culture with an advanced EX strategy that contributes to the broader business 
objectives. ROI is optimized as a measure of success. Typically, companies measure EX with dedicated continuous 
employee listening programme. There is strong coordination across departments where ‘Always On’ listening occurs and 
insights are made available to employees. The idea behind ‘Always On’ listening is that, in contrast to surveys that are 
structured around certain time points, employees can provide feedback anytime they wish to do so. With the 
Best-in-class People Analytics team, the company predicts EX trends, personalised nudges for employees and acts on 
data insights.

Calculate the value of improving EX
using EngageRocket’s latest free EX Value calculator. See the potential dollar value 

your organisation can gain by improving on your EX.

Try the EX Value Calculator

https://www.engagerocket.co/ex-roi-calculator
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      BELONG:Employee Experience Survey


Engage your talent from day on

 : Ask research-backed questions 

& get feedback for on-boarding, engagement, et

 : Encourage communication 

without compromising employee's confidentiality

 Build  in one click

 Measure 

 on your people initiative

 Create and export  easily

Question Library

Confidentiality

multi-language surveys

program efficiency and analyse the 

returns

custom reports

Improve employee experience with

EngageRocket’s BELONG

      GROW:360 feedback review


Develop your leaders into their best selve

 : customise questions, rater groups, 

selection methods, communication and reminders. 

 Large validated competency and 

 Powerful 

 Data-driven 

 : Set goals, targets, tasks and 

reminders to encourage personal mastery

 Follow through closely and 

Flexible setup

question banks

analytics

learning needs analysis

Action planner

monitor progress

Automate your 360 feedback reviews with

EngageRocket’s GROW

https://www.engagerocket.co/belong
https://www.engagerocket.co/grow


©EngageRocket - 2021

      ACT:Action Suggestions for Managers


Empower leaders, so your people can thriv









Equip managers with the right tools 

Enable better team connections 

Motivate upskilling 

Monitor progress to foster accountability

to identify of 

key areas to focus on based on employee feedbac

with targeted 

activities and conversation points

with Adaptive learning 

repository in our curated Action Cente

 with HR 

Dashboard to track actions and send reminders to 

team leads

*NEW* Empower managers to take action with

EngageRocket’s ACT

https://www.engagerocket.co/act


About Us

Our Learning Hub

Contact Us

EngageRocket is APAC's fastest-growing employee experience technology provider that empowers companies to 

enable human connections at scale. Companies across 14 countries and 20 industries such as Sephora, StarHub, 

Love Bonito and Epson use EngageRocket to drive sustainable people and business outcomes with relevant and 

timely people-insights.



Learn more at www.engagerocket.co

Resources to help you strengthen your EX knowledg

 EngageRocket Academ

 Weekly Masterclasse

 Events and Webinars on E

 EngageRocket Blo

 PeopleTalks - Community for HR Leaders
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Sales Director


Nauveed Salim - 

Senior Workplace Strategist


Timothy Goh - 

General Enquiries


nauveed_salim@engagerocket.co



timothy_goh@engagerocket.co



hello@engagerocket.co

https://engagerocket.co
https://www.engagerocket.co/academy
https://www.engagerocket.co/academy/masterclasses-courses
https://www.engagerocket.co/academy/webinars
https://blog.engagerocket.co/
https://www.engagerocket.co/peopletalks_events

