
 

 
 
 
 
 
 
 
 

Employee Engagement Solutions Starter® 

This Solutions Starter is a compilation of strategy and tactic suggestions to consider as you begin your 

improvement journey. Suggestions are organized by the standard survey sections and questions of the 

Press Ganey Employee Engagement Survey. 

Press Ganey research scientists developed questions to meet the specified definitions using a 

combination of cognitive and psychometric testing, literature reviews, client and respondent feedback, 

focus groups, and discussions with Press Ganey’s Client Advisory Council. The solutions are informed 

by evidence, top-performer experience, and Press Ganey thought leadership. The high-value tactics 

support your ability to build an organizational culture and purpose-driven workforce to achieve 

exceptional patient-centered care. 

Join the Press Ganey Community to share best practices and network with peers. 

  

http://www.pressganey.com/forum/register.php
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Driving Health Care Excellence 

Through Workforce Engagement 
Press Ganey Chief Human Resources Officer, Joe Cabral, Dr. Marc Harrison,  

President and CEO of Intermountain Healthcare, and Tracy Church, EVP and Chief 

Administrative Officer of Hartford Healthcare share their perspectives on the critical role 

an engaged workforce plays in transforming the safety, quality, and experience of care 

 
Click to view. 

Duration 2:46 

  

https://youtu.be/jQCG_4u7gl4
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Employee Domain 
My unit works well together 

QUESTION DEFINITION 

This item measures the extent to which employees perceive an effective coordination of effort within 
their team, unit, or department. Departments create their own unique social cultures over time based 
upon shared assumptions of how to operate, solve problems, and resolve conflicts. These assumptions 
are reflected in the day-to-day rituals, values, and behaviors exhibited by leadership; the team as a 
whole; and individual team members. 

VOICE of THE EMPLOYEE 

 “The best thing about working here is the team of people I work with. The people are great and 

communicate well and make patients’ lives a little better.” 

 “I wish our team worked better together. It always seems that the left hand doesn’t know what the 

right hand is doing. There are people in my department that don’t provide updates and change shift 

reports don’t always happen. When we don’t communicate well with each other, it delays patient 

care and workflow.” 

IMPROVEMENTS 

Create a team culture of respect and appreciation. 

 Encourage respectful dialogue and the sharing of different opinions during team meetings. 

 Allow for space on the meeting agenda to discuss teamwork and communication with work 

units. 

 Lead with listening and ask open-ended questions. A question such as, “How can we improve 

our coordination?” will offer more collaboration and buy-in than a statement such as, “We 

need better communication, and I think we should do X.” 

 Do not rush to obtain consensus or follow a natural tendency to avoid disagreements. Allow 

healthy dialogue and the sharing of different perspectives. 

 Look for opportunities to celebrate positive interactions. Begin or end team meetings with 

“kudos” so staff can point out behaviors of other team members who helped them out. 

 Model good behavior by muting your phone during meetings, paying attention to questions, 

and following up on promises. 

 Employ active listening techniques when others are speaking. For example, put down 

whatever else you are working on, make eye contact, and use phrases such as, “I see,” 

to show you are listening. 
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 Encourage open exchanges of information for the betterment of the team. 

 Discourage politics, secrets, cliques, and information hoarding. 

 Set up a shared network drive or SharePoint site to facilitate coordination and information 

exchange within and across teams. 

 Establish whiteboards/unit boards (i.e., visual management) to keep pertinent information 

in one place and to evaluate the progress of tasks, initiatives, and ideas that have been 

implemented. 

 Immediately address any concerns about bullying, rudeness, or unprofessional behavior that may 

undermine how well employees work together. 

 When unhealthy interpersonal dynamics develop within teams—such as competitiveness, 

large authority gradients, or bullying—employee engagement and patient care suffers. 

– Teams in “survival or “self-protection” mode have a difficult time fully focusing 

on their patients, see more absenteeism and turnover, and have more employee 

relations issues. 

 Speak up when colleagues are rude. It puts them on alert that somebody is watching and 

cares how everyone is treated. 

Solicit ideas for improving collaborative care. 

 Hold a quarterly team-building session to share ideas for improving collaborative care. The goal 

of the meeting is to strengthen the organization based on what works, not what’s going wrong. 

 Prior to the session, have employees confidentially vote (i.e., once a quarter) for a teammate 

who contributed to building or modeling teamwork and support for others in the workplace. 

 Announce the name of the winner during this meeting. Budget permitting, give the employee 

a reward that is meaningful to him or her—or provide some tangible form of recognition. 

 Ask this employee (and other employees who do a good job building teamwork) to share 

best practices with the group on soliciting and incorporating others’ preferences and ideas 

to improve collaboration. 

 Encourage open dialogue and discussion regarding new ideas but avoid allowing naysayers 

to derail the meeting. 

 Identify successful behaviors and processes that the team would like to implement as a 

department standard. Make this a performance metric and hold staff accountable. 

 Use Appreciative Inquiry (AI) to identify positive examples of teamwork. AI is a model for 

analysis, decision making, and the creation of strategic change. Unlike problem solving, which 

often focuses on problems and limits innovation, AI seeks to discover “what’s going right” within 
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an organization. AI promotes ownership of the change process and draws on a group’s collective 

experience, wisdom, and resources to develop solutions in four phases: 

 Discover. Identify what is currently working well. For example, discuss successful 

collaborative processes. Your work unit might conduct excellent bedside shift reports that 

result in care that employees are proud of. 

 Dream. Envision the ideal process. Dissect the existing process to learn which characteristics 

are most important to create a clear vision of the future. If, for example, whiteboards are 

underutilized, dissect the process to better understand barriers. Maybe employees are not 

clear about what information to include on patient whiteboards, or maybe they don’t 

understand the importance of this task. Taking this into consideration, what does the new 

process look like? 

 Design. Work together to construct a process where the ideal becomes routine. For 

example, if you are designing a new process for using whiteboards, gather input from the 

team. Consider asking employees to provide performance metrics. Employees that are 

involved in the design are more likely to embrace the new process and change their 

behaviors. 

 Deliver. Implement the envisioned future. Use AI to reevaluate and continuously improve. 

Create standard processes to optimize team coordination. 

 Implement an annual gap analysis to understand team training needs and identify common 

training programs. 

 Establish an annual review of the core workflow/process of the team to understand 

inefficiencies, training/talent gaps, and so on. 

 Review patient experience data to understand patient needs and determine if the way patients 

are assigned is optimally aligned with the strengths of your team(s). 

 Encourage peer-to-peer mentoring for new staff and others who want to learn new skills. 

 Review, update, and improve orientation and onboarding activities for new team members. 

 Establish/maintain mentor relationships at the department level throughout the first 90 

days of employment, and through the entire first year if needed. 

 Conduct structured new hire check-ins at 30, 60, and 90 days of employment to understand 

the employee’s level of engagement, social support, knowledge gaps, and current needs. 

– The 30-day check in could include topics like assessing if the job meets their 

expectations, how welcome they feel in their department/team/unit, awareness 

of job expectations, level of support, etc. 

– The 60- and 90-day check ins could include topics like current satisfaction/job stress, 

level of comfort asking for help, how they feel the integration into the organization 

is going, etc. 
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– Continue to meet with new hires throughout the first year to assess performance, 

engagement, job stress, flight risk, etc. This will allow you to get a sense of how the 

employee is deriving joy from their work and understand what motivates them 

to stay engaged. 

Provide the team with opportunities to learn teamwork skills and best practices. 

 Provide the team with skills training opportunities. These include negotiating skills, dialogue and 

conflict management, collaborative problem solving, meeting facilitation, and creative ways 

of using differences in opinions. 

 Engage an organizational development specialist to conduct team-building exercises or take time 

off to perform team-building activities outside work. 

 Seek out best teamwork practices from other departments, share them with your employees, 

and use them in your work group. 

 As a manager, share what you have done to foster teamwork within or across departments. 

Encourage employees to do the same. For example, “Team, I worked together with the radiology, 

EVS, and lab managers to create a new process that we all think should be a time-saver for each 

of our departments. What do you think about this new process?” 

Set clear expectations and accountabilities for teamwork and performance. 

 Coach, counsel, and consistently provide feedback to all employees, with a focus on those who 

have the greatest room for improvement. 

 Clarify expectations for teamwork and performance and if necessary, initiate your organization’s 

performance management process. When performance standards are clear and consistent, 

marginal employees are likely to either improve performance or leave the unit or organization. 

 How well a team works together is influenced by the effectiveness of your processes and the 

clarity of expectations. 

 Evaluate the effectiveness of collaborative practices in which there are handoffs among team 

members (e.g., shift reports, huddles, interprofessional rounds). It is not enough to simply 

have these practices in place. Assess how well the practices are functioning. 

 Identify process gaps by asking questions like, “How do you know who does what? How do 

you know this will be addressed?” 

 Create or clarify processes that would address areas of confusion or lack of information 

among team members. 

 Set measurable and realistic performance goals for your group, and clearly point out the 

connection between the goals and your facility’s overall mission and goals. Overarching purpose 

and goals help to lift the focus to a collective effort, rather than concerns with day-to-day 

disagreements. 

 Have employees work together on developing lists of actions to accomplish group goals. 
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 Hold employees accountable and provide individual as well as group feedback. 

 Celebrate successes together and discuss ways to improve. 

Evaluate your influence on the relationship dynamics of the team. 

 Think about a recent interaction with one of your direct reports. Ask yourself the following 

questions and check them off as you do so. 

 Do I treat employees equitably? Am I impartial, reasonable, fair, and just? 

 Am I misled by just a few instances of poor/great performance? 

 Do I keep appropriate confidences and refrain from talking about employees when they are 

not present? 

 Do I encourage teamwork in a clear, compelling, open, and consistent manner? 

 Have I appropriately invested in training the team to be effective and productive? 

 Have I provided the team with a set of clear expectations as it relates to teamwork, and am I 

holding all team members consistently accountable for meeting these expectations? 

 Does the team have goals? Are the concepts of coordination of effort, communication, 

planning, and other important behaviors included in department goal statements? 

 Do I overemphasize winning and competition at the expense of collaboration and teamwork? 

 Do I enable unhealthy triangles in communication? When employees have issues with each 

other, do they come to me first to vent their frustrations or do they seek to work out issues 

with each other first? 

 If you feel you may have a negative impact on your employees’ interactions: 

 Ask your supervisor for feedback. Take this feedback seriously and incorporate it into your 

management style. 

 Ask the team if there are additional things that can be done by management to foster 

improved teamwork. 

 Ask a human resources specialist to obtain feedback from your employees. Set goals for 

yourself based upon the feedback and communicate your improvement plan with 

employees. Create an online survey and ask them to evaluate your progress. 
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Employee Domain 
I like the work I do 

QUESTION DEFINITION 

This item measures the employee’s affinity for the tasks that are required of the position. How much do 
they enjoy the activities and duties associated with their job? Liking the actual work is fundamental 
to job satisfaction and is typically the highest scored item in the Press Ganey database. 

There are several reasons that employees may not like the job they are doing. First, they may not feel 
their job is important and appreciated by others. Second, they may feel that they do not have enough 
autonomy and involvement in decision making. Additionally, they may not find their job meaningful, 
may not understand how their specific role fits into the larger picture, or may feel that they have skills 
and talents that are not well-matched with their current job responsibilities. Finally, sometimes, 
employees may simply prefer a different type of work. 

VOICE of THE EMPLOYEE 

 “I like the work I do because it allows me to take care of patients, and I love being a part of that 

process.” 

 “The work I do is often boring and tedious; I don’t feel like what I do helps our patients.” 

IMPROVEMENTS 

Talk with employees about their job satisfaction and impact on the organization. 

 Reference their position description and discuss the specific aspects of their role they find 

rewarding and those they find less appealing. 

 Ask them to provide specific examples and explain why they have 

certain preferences. 

 Ask them to give examples of what they wish they could do at work 

that they currently do not get to do. Use this information to modify 

their responsibilities, if appropriate. 

 Compile a list of responsibilities for each of your employees. Challenge 

employees to identify ways to automate or streamline work they like 

least, as well as help them identify potential solutions. 

 Talk to your employees about their skills, talents, and educational/work 

backgrounds. 

 Explore possible ways to use more of the employees’ skills and talents at work—including 

areas outside their current job. For example, an employee who enjoys planning social events 

could be asked if they’d like to organize the monthly staff meetings. 

Click to view. 

Duration: 1:54 

https://youtu.be/WEPsbj46haA
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 Thank employees for the work they do. When thanking them, tie this appreciation back to the 

impact their work has on the organization. 

Use Appreciative Inquiry (AI) to help the team create a shared vision that enhances 

the meaning of the work they do. 

AI is a model for analysis, decision making, and the creation of strategic change. Unlike problem solving, 

which often focuses on problems and limits innovation, AI seeks to discover “what’s going right” within 

an organization. AI promotes ownership of the change process and draws on a group’s collective 

experience, wisdom, and resources to develop solutions in four phases: 

 Discover. Identify what is currently working well. For example, discuss patient cases in which 

employees are proud of the care delivered. 

 Dream. Envision the ideal process. Dissect the existing process to learn which characteristics are 

most important to create a clear vision of the future. 

 Design. Work together to construct a process where the ideal becomes routine. 

 Deliver. Implement the envisioned future. Use AI to reevaluate and continuously improve. 

Help employees explore other roles and develop skills that stimulate their interests. 

 Consider rotating your employees through various positions. Not only will it allow them to know 

what their coworkers are doing, but you may also discover that some of your employees are a 

much better fit for a different position than they currently hold. 

 Help employees who seem to be a “mismatch” with their work explore to other opportunities 

in your organization. in some cases, consider that employees may just not like the type of work 

they are assigned to do. Helping them get reassigned within the organization is the best and 

most cost-effective solution. 

 Consider implementing job-sharing or job-shadowing opportunities so that employees can 

actively understand what other positions do, and what might be of professional interest to them. 

 Prioritize ongoing training and development for your staff. Well-trained employees are more 

capable and willing to assume more control over their jobs. Employees, who have the 

appropriate tools to successfully complete the job, complain less, are more satisfied and are 

more motivated. 

 During the performance evaluation process, have employees enter a development goal that 

aligns with their interests to be evaluated alongside their performance goals. 

 Identify individual training needs through observation. Rounding with your employees will 

help you understand their opportunities for improvement. 

 Research training and development programs offered by your organization. Make 

appropriate recommendations based on your observations. 

– Give employees a deadline. 
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– Reevaluate performance once training is complete. 

– Recommend additional training if necessary. 

 Make sure your employees are appropriately trained on any new improvement initiatives, 

equipment, and software implementation or upgrades. 

– Send reminder e-mails asking employees to attend training. If none is provided 

by your organization, the responsibility falls on you to train your staff. 

– Identify high-performing employees who can act as mentors for newer employees. 

If they are looking for growth, invite them to partner with a newer employee 

to train them on job skills and abilities, or provide monthly trainings to their work 

unit on processes and efficiencies. 

Develop a formal reward and recognition program. 

 Show employees that the work they are doing is important and appreciated. Consider the 

following steps when developing your program: 

 Establish award criteria. Define what performance is worthy of an award. For example, your 

criteria might be that employees are recognized by a patient for outstanding care each week 

for a month. When that criterion is met, the employee receives an award. 

– Post the criteria on a professional poster and post in a common area where 

employees can see it. 

 Determine the reward. Make sure the reward is something your employees want. Ask them 

to provide you with feedback during a team meeting. Employees will want to work harder 

to achieve a reward that is meaningful. 

– Consider having your employees fill out a reward and recognition form that 

indicates their favorite restaurant, snack, candy bar, etc. Refer to these forms when 

choosing rewards for individual employees. 

 Set the rules. What if more than one employee meets the criteria for receiving a reward? 

Does this mean each employee is rewarded, or will you place the name of each eligible 

employee into a drawing? Make sure to communicate the specifics with your team before 

you implement the program. 

 Recognize outstanding work. Recognize employees during team meetings, huddles, 

individual meetings, rounds, etc. Positive reinforcement encourages employees to continue 

the behavior you want them to exhibit. 

– Tie examples of outstanding work to why the work is important and meaningful. 

– Set time aside during daily huddles or team meetings for peer recognition. Give your 

employees the chance to recognize other team members in front of the group. 

– Consider an official letter or a handwritten note that accompanies the formal 

recognition. The note reminds employees why they received the award in detail and 

http://humanresources.about.com/od/rewardrecognition/a/thank_letters.htm
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gives them something substantive to remind them they were recognized and 

rewarded. 

 Connect rewards to long-term strategies and goals. to sustain behaviors, develop incentive 

and rewards programs that incorporate the long-term strategies and goals for the work unit 

and the mission of the organization. 
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Employee Domain 
The environment at this organization makes employees in my work unit 

want to go above and beyond what's expected of them 

QUESTION DEFINITION 

This item measures whether the culture of the organization inspires employees to give their all in the 
performance of their job duties. Does the culture of the organization motivate an employee to do more? 
Are employees continually reaching beyond the minimal job requirements? 

VOICE of THE EMPLOYEE 

 “I love teamwork; every concern of the patient is taken seriously. I feel valued and appreciated 

therefore I go above and beyond to make sure I don’t let my team down and that I do a good job 

of representing our organization.” 

 “Too many nurses are satisfied with working their 36 hours and going home. That does not make 

them bad nurses, but there are a select group of people who do the ‘extra’ stuff on my unit. But 4-5 

people aren’t enough. The culture of caring cannot be improved if everyone is not involved. 

Satisfaction scores apparently show this. Doing what is required is fine, but there needs to be 

encouragement to go above and beyond.” 

IMPROVEMENTS 

Create a positive work environment. 

 Institute an “open-door” policy. This will ensure that employees from all levels of the 

organization understand that they can come to you with any work issue. Closed office doors 

create barriers and reinforce hierarchy. 

 When you arrive at work, stop by each employee’s space to say hello or good morning. Small 

things—positive body language and eye contact—go a long way. 

 Be honest and trustworthy—and make this the foundation of your work unit, department, office, 

etc. Trust can help nurture a positive work environment. 

 Never discuss an employee with another employee unless you are highlighting his or her 

accomplishments. 

 Employees who know they can trust their supervisor or manager to be discreet tend to be 

loyal. More than likely, they will also thrive in their environment as a result. 

 Respect your coworkers and employees by listening to what they have to say. Being open with 

staff and asking them to share ideas can aid in creating a positive work environment. Although it 

is important for managers to share their ideas, it is equally important to ask employees to share 
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and provide feedback. This will demonstrate to employees that you and the organization 

encourage open communication. 

 Maintain high expectations, extend constructive criticisms, and provide positive reinforcements. 

This will encourage employees to rise to the occasion. 

 Avoid micromanagement, hyper-criticism, or apathy. 

 Keep the work environment clean and organized. Little things such as natural light and personal 

space for each employee will help in creating a positive work environment. 

 Encourage celebrations—for example, by acknowledging employees’ birthdays. You don’t have 

to have a cake, balloons, or a catered buffet. Rather, a small token of celebration, singing “Happy 

Birthday,” or putting up a sign in the office can contribute to a positive work environment and 

make staff feel appreciated. 

 Foster a cohesive team environment. 

 Have each team member share one thing from the past week that they are especially proud 

of. 

 Encourage team members to troubleshoot or problem solve with one another. 

 Share best practices. Set aside some time for team members to share processes that are 

working well. Brainstorm ways to improve. 

Offer meaningful praise to employees. 

Employees are motivated to go above and beyond by receiving praise from their immediate manager. 

Take the opportunity to recognize your employees. Consider the following: 

 Offer praise on the employees’ terms. Recognize them in a way that is meaningful to that 

person. For example, some employees like to be recognized publicly, whereas others prefer an e-

mail or handwritten note. Identify preferences and recognize accordingly. 

 Be specific and use details in your praise. Generic praise is nice, but specific praise is even more 

meaningful and appreciated. Don't just tell employees they did a good job. Tell them how they 

did a good job and the impact it had on patients, the unit, or the organization. Not only will they 

appreciate the recognition, but they’ll also know you pay attention to what they do. 

 Be genuine. We’ve all received recognition that felt forced, like the boss who walks around once 

a month and says, “Thanks for your efforts.” Only recognize hard work and achievement when 

you mean it. 

 Keep in mind that employee recognition doesn’t have to be elaborate. Something as simple 

as a “thank you” will go a long way. 

 Don’t combine constructive criticism with praise. Avoid saying, “You did a great job, but next 

time...” because all the employee will remember is what they did wrong or could have done 
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better. Follow up at another time with constructive feedback. 

 When things go well, give credit to your staff. And when things don’t go well, assume 

responsibility. It is counterproductive when employees are not given proper 

acknowledgment. 

 Seek out employees to praise. We’re all trained to spot issues, hunt down problems, and 

eliminate errors. We’re usually not trained to find people doing things well. Spend part 

of everyday looking for positives. 

 Provide in-the-moment recognition, but also make a note to formally praise the employee 

later. 

 Recognize employees during team meetings, huddles, etc. This recognition serves 

to reinforce positive behavior and can also serve as an inspiration to others. 

 Leverage the surprise factor. Unexpected recognition is powerful. Winning the “Employee of the 

Month” award is exciting, but being recognized in the middle of a meeting for outstanding 

achievement is also highly meaningful. 

 Invite leaders to attend a staff meeting every month. Attention from leadership motivates 

employees to exceed performance expectations. During the meeting: 

 Provide employees the opportunity to share their successes. 

 Allow leaders to recognize employees who go above and beyond. 

– Be fair. Going “above and beyond” should have a commonly understood meaning 

within the team and within the overall organization. Ensuring fairness is essential 

to sustaining a positive work environment. 

Hire top performers to contribute to a positive work atmosphere. 

When hiring, consider the following: 

 Be clear about the kind of person you are looking for to succeed in the job. 

 What exactly are the qualities that distinguish your top performers? What do they have that 

the others lack? 

 Create a list of desired characteristics and use it as part of the way you identify top 

candidates. Examples include: 

– High-energy 

– Disciplined 

– Desire to accomplish 

– Assertive 

– Trustworthy 

– Responsible 
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– Reliable 

– Capable of solving complicated problems 

 Align hiring standards with the values and behavior standards of the organization. For example, 

ask interviewees to tell you how they consistently exceed current performance expectations. Ask 

how they would help motivate other teammates. 

 Conduct peer interviews. Peer interviewing promotes input from current staff to seek new staff 

who will contribute positively to the work environment. They can help identify whether an 

interviewee is a good fit for your organization’s culture. 

 It is important to emphasize that “fit” doesn’t necessarily mean “like everyone else.” 

Selection decisions should be made with current and future state in mind, and with 

consideration for the value of diversity in skill, knowledge, culture, background, and 

perspective. 
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Employee Domain 
My job makes good use of my skills and abilities 

QUESTION DEFINITION 

This item measures the extent to which employees perceive the appropriate and full engagement 
of their unique talents. For employees to feel good about their jobs—and to be committed to the 
organization—they need to feel that their work gives them opportunities to use their skills and abilities. 
For clinicians, this item may also connect to a desire to work at the top of their license. From a retention 
perspective, employees are more likely to stay with an organization if they feel they are making an 
impact. A low score for this item could mean that potential and capabilities of team members in a work 
unit are not being leveraged fully or effectively. 

VOICE of THE EMPLOYEE 

 “I feel the work I do is meaningful. I get to be creative and utilize my skills in many different areas.” 

 “My skills and background are highly underutilized. I am very disappointed with the organization as 

a whole.” 

IMPROVEMENTS 

Gain insight into how employees feel about their current job responsibilities. 

 Give each employee an updated version of his or her job description in writing, unless your 

organization has an objection to doing so (check with your supervisor and/or Human Resources 

representative). If a job description does not exist, create one. 

 Interview your employees individually to find out what they do/do not enjoy about their job. 

– Ask them whether they feel challenged and engaged and what can be done 

to improve their involvement. 

– For employees who seem unchallenged, provide additional responsibilities that 

match their skills. Unless your organization has objections, these responsibilities can 

also come from other departments. 

 Support the initiation of a weekly lunch group, led by one or several of the work group members. 

The purpose would be for employees to talk about their work and how to use their skills and 

abilities more effectively. If possible, attend these lunch groups to learn from the discussions. 

 Conduct purposeful manager rounding, providing employees the opportunity to discuss how 

their skills and interests could be best utilized. 

 Increase employees’ involvement in making decisions about issues that impact their daily work 

life. Provide more opportunities for them to contribute to such discussions. 
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Foster employees’ skill development and career growth. 

 Involve employees in tasks outside their job descriptions if they possess skills that are hard to use 

on the job. For example, if one of your employees enjoys organizing social events, ask them 

to take charge of departmental parties and volunteer activities. 

 Consider job rotation among your employees. You may find that some of them are a better fit for 

a different position within your group. 

 Conduct or provide access to interest and skills inventories that would enable employees 

to match their innate skills to positions in your organization. 

 Help employees who truly represent a “mismatch” with their job to find other opportunities 

within your organization. 

 Offer a mentoring program to enable discussion of how employee skills can best be leveraged 

now and in future positions. 

 Develop a career ladder that enables employees to grow within the organization. The career 

ladder should clearly define roles, responsibilities, and which skill sets best apply to which 

positions. 

 Offer educational opportunities for employees who would like to increase and/or change 

their job responsibilities, but do not have the necessary educational background. 

Carefully assess the match between a potential new hire’s background, interests, 

skills, and job responsibilities. 

 Ensure you are hiring for “fit” and are providing individuals with a realistic portrayal of what their 

daily work will be like. Overselling the role or providing inaccurate description will lead 

to disappointment. 

 It is important to emphasize that “fit” doesn’t necessarily mean “like everyone else.” 

Selection decisions should be made with current and future state in mind, and with 

consideration for the value of diversity in skill, knowledge, culture, background, and 

perspective. 

 Conduct peer interviews to ensure that new employees fit with the culture of your organization 

and possess the right skill set for the job. 

 Select a few employees who will interview potential candidates. Remember, candidates are 

evaluating your organization during the hiring process. Therefore, employees conducting 

peer interviews should be genuinely happy, positive, engaged, and enthusiastic about your 

organization. 

 Provide interview training and develop an interview guide for employees to use. 

– An interview guide ensures each candidate is treated equally and fairly by asking the 

same assessment questions. 
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– Make sure employees understand what they can ask and what is inappropriate, 

illegal, and/or unprofessional. For example, “Do you have any children?” 

 Set a time limit for each interview. Ideally, you want to set aside 30 to 60 minutes. 

 Create a skills evaluation checklist for employees to use. Consider using a quantitative 

approach. For example, you’ve identified the desired skill set that is required of the 

candidate. Create a checklist that lists each skill and ask the employee to rate the 

candidate’s knowledge in each area on a scale of 1–10. 
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Manager Domain 
The person I report to treats me with respect 

QUESTION DEFINITION 

This item measures the extent to which employees perceive that they are respected by their manager. 
This perception is often influenced by feelings, values, specific events, decisions, or habitual behaviors 
of the leader. 

A low score on this item could be caused by many factors, such as an overly directive and/or controlling 
leadership style, a managerial approach that emphasizes “telling” over listening, an autocratic decision-
making style, or other similar behaviors. Lower scores in this area could also be an indicator of a 
manager with good intentions, but whose behaviors are not conveying those intentions effectively. 

VOICE of THE EMPLOYEE 

 “We have a great supervisor that’s been with us for several months. She treats us fairly and follows 

through when we ask questions and make requests.” 

 “My supervisor is always talking about staff behind their back with other staff members. This is 

unprofessional and disrespectful. I can’t trust him.” 

IMPROVEMENTS 

Get to know your team members and gain an understanding of their perspectives. 

 Try to get to know all your employees as individuals, including something about their personal 

interests so that you make a connection with them. Employees are more likely to feel they are 

respected if you take the time to get to know them. 

 Once you have an idea of how someone might feel, take a moment to ask an open-ended 

question such as, “How do you feel about X?” to confirm your assumption. Doing this exercise 

over time helps improve insights and empathy skills. 

 Work side-by-side with employees in carrying out the work of the team. These efforts can help 

you both better understand the day-to-day work of the team and help build more effective 

bonds with individual team members. 

Seek input from employees and respond constructively to their feedback. 

 If employees are asked for input prior to decisions, clarify the type of input you are seeking and 

whether their ideas will be incorporated into the decision. 

 Treat all employees fairly and equally. Avoid the perception of “playing favorites” or always 

asking the same individuals for input. 

 Respond to feedback in a neutral manner. Constructive responses include: “Thank you for 

sharing that with me,” “I appreciate knowing that,” and “Thank you for your feedback.” 
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 If you disagree, take the time to format your response and lead with points of agreement—such 

as, “Here’s what I like about that idea and here’s where I have a concern.” 

 Avoid the appearance of disrespect. Respond politely, always maintain professionalism, avoid 

telling jokes or making off-handed remarks that could offend others and apologize promptly if 

you make careless comments. 

Improve employees’ perceptions of how you show respect in the workplace. 

 Compare your score on this survey item with the score for the item, “This organization treats 

employees with respect.” Use this information to assess how respect is viewed from an 

organization-wide perspective. Set goals for change as indicated. 

 Establish dedicated and routine quarterly meetings with your supervisor to review your progress 

and discuss any obstacles to improvement. 

 Solicit immediate feedback from a colleague or your direct report(s) to improve behaviors that 

demonstrate respect. For example, once you’ve learned that you commonly interrupt others 

during staff meetings (which signifies disrespect), ask someone to keep track of how many times 

you interrupt others and to provide you with feedback immediately after the meeting about how 

many times you interrupted others and what could have been said (or not said) instead. 

 Be honest with yourself. If you struggle with showing respect in certain situations, or with 

specific individuals/groups, consult with a qualified person outside the organization (e.g., 

professional coach, external consultant, minister, counselor) for ideas on how to develop a more 

constructive and respectful approach. 

 Ask trusted people in your personal life whether they feel you treat them with respect. Ask for 

specific examples that illustrate how you have shown/not shown respect to them or others. Take 

appropriate actions to improve behaviors perceived as disrespectful. 

Improve and maintain positive verbal and nonverbal communication. 

 Keep facial expressions positive or neutral, make eye contact, and employ active listening 

techniques. 

 Avoid crossing your arms, violating personal space, or interrupting others as you speak. 

 Incorporate more “we” statements and fewer “I” statements. 

 If you find yourself in an emotional encounter, consider taking a take a time-out. It’s OK to say, 

“I’d like to continue this conversation in 10 minutes when we’ve had a chance to cool down.” 

Institute leader rounds on staff. 

Leaders round on their staff and patients to connect teams’ work to outcomes and to improve the 

patient experience. Rounds provide a time to not only build relationships, but also to be a role model, 

assess employee morale, recognize wins, and identify and remove barriers that prevent staff from doing 

their jobs. in addition, rounds provide real-time feedback on how the organization is meeting patients’ 
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and families’ needs as well as identifies opportunities for improvement. Effective leaders know that 

organizations can only get better if they listen to patients and to the caregivers on the front line. 

 Leaders should ask the following questions during rounds on staff: 

 What are we doing well? 

 What are we not doing well? 

 What can we do to improve staff engagement and patient experience? 

 To determine goals for the leader rounds process, use the organization’s patient experience 

priority index to identify the variables that are most important to patients. 

 Duration and length of rounds will vary by area but should be scheduled on a consistent basis per 

predetermined guidelines. It is important to establish a calendar for leader rounds to ensure it is 

practiced on a regular basis. Schedule leader rounds so as not to surprise staff and physicians. 

 It is essential to follow up on issues identified during leader rounds. 

 Document identified issues during every round. 

 Track and review trends recognized through rounds. 

 Ensure that you have timely follow-up on employee requests. Keep staff informed 

of progress on issues of interest to develop the trust that makes leader rounds effective. 

 Don’t make promises to employees that you cannot keep. Failure to follow-through reduces 

trust and can engender feelings of disrespect. 

Respond to reductions of workforce in the organization with sensitivity. 

 In the aftermath of a layoff or reduction in workforce, even if the reduction didn't include anyone 

in your area, it is important to consider the psychological effects of staff reduction, which include 

a sense of loss of control, hostility and a tendency to want to find fault or blame. 

 Address employees’ concerns upfront. Have an open meeting just to discuss these issues. 

 Acknowledge the fact that many people will feel hurt, confused, and angry. This will start you 

on the path to rebuilding the trust and confidence of your staff. 
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Manager Domain 
The person I report to cares about my job satisfaction 

QUESTION DEFINITION 

This item measures the extent to which employees feel that their supervisor values team member job 
satisfaction. Leadership research has shown that effective leaders balance the demands of “getting 
things done” with the human and social needs of their team. When evaluating this item, employees will 
consider how much a supervisor seems to care about individual performance, overall fit to the role and 
to the team, degree of role and career growth, level of commitment and engagement, and how much 
the employee likes the work. 

Some managers and leaders may have the belief that employee satisfaction is not their concern. This 
mentality is not effective and is detrimental to employee engagement. Job satisfaction is highly 
predictive of turnover, intent to stay, and overall engagement. Managers should care very much about 
the job satisfaction of their employees and demonstrate this in meaningful ways. 

VOICE of THE EMPLOYEE 

 “Our manager asks us for our input on ways to improve patient care. I appreciate her effort 

to include us in decisions—it makes working here more enjoyable.” 

 “My supervisor never discusses survey scores. Our happiness does not seem important to him.” 

IMPROVEMENTS 

Develop an understanding of employees’ job satisfaction and career goals. 

 During regularly occurring scheduled meetings, ask direct reports about their satisfaction with 

their role, their career, and their goals. 

 Discover their dislikes as well as their likes 

– Ask them whether they feel challenged and engaged and what can be done 

to improve their involvement. 

– For employees who seem unchallenged, provide additional responsibilities that 

match their skills. Unless your organization has objections, these responsibilities can 

also come from other departments. 

– Understand the personal goals for your employees and help individuals craft 

personalized growth plans to achieve these goals. Set the expectation that 

employees should own these plans, but you are there to support and provide 

guidance as their leader. 

– Address the possibility of problems with job fit. If an employee does not find 

meaning in their job and would rather be in another type of role, address it. Does 
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the employee need additional education, expansion of skills, or an opportunity 

to “grow in place”? Would a transfer to another position that better fits their skills 

and aspirations be of high interest to the individual? 

 In a staff meeting, lead off with each person sharing their most satisfying moment/work product 

over the past month/quarter. 

 Work with the team beyond the role of “leader.” Look for opportunities to work side-by-side 

with employees in carrying out the work of the team. These efforts can help you both better 

understand the day-to-day work of the team and help build more effective bonds with individual 

team members. 

Help employees optimize their work and avoid burnout. 

 Look for ways to help employees identify ways to optimize their work—particularly tasks that 

employees find burdensome, redundant, or frustrating. by asking employees to review the way 

work is accomplished, managers convey their interest in the work and in the overall satisfaction 

of the employee. 

 Help employees set specific, measurable goals with clear milestones. Use discussions about 

progress to understand how employees are feeling about specific goals about their roles. 

Recognize employees in a way they find meaningful for reaching milestones and goals. 

 When employees complain of stress and an unmanageable workload, find ways to free up time 

for staff, including: 

 Make meetings shorter and more efficient. Verbalize that you’re doing so to give employees 

more time to work on projects, take care of patients, and other functions. One way to make 

a meeting shorter and more effective is to ask everyone to stand during a meeting. People 

will be more likely to stick to the necessary agenda when they must stand for the entire 

meeting. 

 Caregivers experience some level of suffering after giving their all and spending long hours caring 

for patients. It is often difficult for managers to recognize when an employee is experiencing the 

symptoms of burnout: emotional exhaustion, detachment from one’s work, loss of fulfillment, 

and a reduced sense of accomplishment. 

 Recognize employee burnout by demonstrating empathy and addressing the issue. For 

example, a manager might say the following to a direct report: “I appreciate you putting in all 

of these hours over the holidays. I can imagine it is tiresome and tough to spend so much 

time away from your family. I just want you to know I appreciate all you do. Let’s talk about 

how we can get your workload back in balance.” 

Demonstrate that employee engagement is a top priority. 

 Review employee engagement survey scores in-depth and address your work area’s top concerns 

and top strengths. 
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 Stress the importance of employee engagement to yourself and to the organization. 

 Discuss how employee engagement relates to patients’ experiences. 

 Document every direct report’s comments about dissatisfaction with their work. Discuss every 

negative comment on employee satisfaction surveys. Revisit these comments during one-on-one 

meetings and discuss how the employee’s job satisfaction can be improved. Follow up on actions 

taken to improve job satisfaction. 

 Be cognizant of changes that may be interpreted as a decreased level of interest in employee 

engagement. For example, if team meetings were historically held weekly but the frequency has 

been reduced to biweekly, how would this affect employees’ perceptions of management’s 

interest in employee satisfaction? Whenever formal meetings, offerings, etc. are discontinued, 

the reason must be openly addressed. 

 If employees express a desire to work a flexible schedule, to work from home and so forth, allow 

them to do so whenever possible to restore a sense of control and to increase job satisfaction. 

For example, in non-patient-facing roles set up systems that allow employees to work from home 

when bad weather is predicted. Tell employees that you’re setting up work-from-home systems 

in cases like these to increase their job satisfaction. 

 If appropriate, utilize social media to publicly recognize employees who do good work. It is an 

inexpensive but effective way to build employee morale in real time. 

Promote good health to improve employees’ job satisfaction. 

 Poor health leads to low morale and can be detrimental to business. 

 Give employees opportunities to learn more about health topics, such as stress reduction, 

exercising, and healthy eating. 

 Create opportunities within your department for employees to practice what they learn 

about good health. 

 Model stress reduction techniques and encourage employees to implement what they learn 

and teach others in your department. 

 Encourage breaks throughout the day. Encouraging staff to get healthy will contribute 

to staff’s overall well-being and job satisfaction. 
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Manager Domain 
I am satisfied with the recognition I receive for doing a good job 

QUESTION DEFINITION 

This item measures the extent to which employees feel appropriately recognized for a job well done. 
Recognition refers to formal and informal recognition, as well as performance reviews. The manager’s 
role is to ensure that each employee is appropriately recognized in a way that is meaningful to them. 

The roots of recognition go back to positive reinforcement: what is recognized and rewarded will be 
repeated. in times of high change or high work stress, effective recognition “re-fuels” employees 
by meeting their need to feel valued and appreciated. to achieve consistently strong performance, 
including demanding roles in clinical care, employee needs must be met. 

VOICE of THE EMPLOYEE 

 “My manager understands that I don’t like public recognition, and quietly thanks me for a job well 

done during our monthly meetings.” 

 “My supervisor gives everyone recognition at team meetings, which ends up meaning NO ONE feels 

recognized.” 

IMPROVEMENTS 

Develop a formal reward and recognition program. 

 Show employees that the work they are doing is important and appreciated. Consider the 

following steps when developing your program: 

 Establish award criteria. Define what performance is worthy of an award. For example, your 

criteria might be that employees are recognized by a patient for outstanding care each week 

for a month. When that criterion is met, the employee receives an award. 

– Post the criteria on a professional poster and post in a common area where 

employees can see it. 

 Determine the reward. Make sure the reward is something your employees want. Ask them 

to provide you with feedback during a team meeting. Employees will want to work harder 

to achieve a reward that is meaningful. 

– Consider having your employees fill out a reward and recognition form that 

indicates their favorite restaurant, snack, candy bar, etc. Refer to these forms when 

choosing rewards for individual employees. 

 Set the rules. What if more than one employee meets the criteria for receiving a reward? 

Does this mean each employee is rewarded, or will you place the name of each eligible 



 Employee Engagement 

© 2019 Press Ganey Associates, Inc. 29 

employee into a drawing? Make sure to communicate the specifics with your team before 

you implement the program. 

 Recognize outstanding work. Recognize employees during team meetings, huddles, 

individual meetings, rounds, etc. Positive reinforcement encourages employees to continue 

the behavior you want them to exhibit. 

– Tie examples of outstanding work to why the work is important and meaningful. 

– Set time aside during daily huddles or team meetings for peer recognition. Give your 

employees the chance to recognize other team members in front of the group. 

– Consider an official letter or a handwritten note that accompanies the formal 

recognition. The note reminds employees why they received the award in detail and 

gives them something substantive to remind them they were recognized and 

rewarded. 

 Connect rewards to long-term strategies and goals. to sustain behaviors, develop incentive 

and rewards programs that incorporate the long-term strategies and goals for the work unit 

and the mission of the organization. 

Reward and recognize employees on a regular basis. 

 Recognize direct reports for good work on a regular basis 

 It’s important to recognize both big and small accomplishments. Examples: 

– “I noticed that you were very kind to that patient’s father. Thank you for being so 

kind to the family members of our patients. It makes a big difference.” 

– “Thank you for staying late this evening to talk with Mrs. Martin. I know you have 

been working long hours recently and I really appreciate the extra time you gave 

her.” 

Personalize rewards and recognition. 

 Identify how each of your employees wishes to be rewarded. This can be done by: 

 Public recognition (e.g., praise in front of peers or leaders in staff meetings). 

 Private recognition (e.g., e-mails, one-on-one discussions). 

 Identify each team member’s preferences, including how he or she likes to be recognized. 

 Have each team member fill out a form that identifies his or her preferences. Here are some 

example questions you can include: 

– What work accomplishments would you like to receive recognition for? 

- Working on special projects 

- Staying late 

- Contributing innovative ideas 

http://humanresources.about.com/od/rewardrecognition/a/thank_letters.htm
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- Improving existing processes 

– How would you like to be recognized? 

- Verbally 

- Lunch with your supervisor 

- Note card 

- Emails 

– Would you like to be recognized privately or publicly? 

– What are some of your favorite things? 

- Favorite snack 

- Favorite restaurant 

- Favorite candy bar 

- Favorite sports team 

- Favorite store 

- Favorite flower 

 Recognition must be sincere and be related to significant aspects of work assignments. Insincere 

recognition or recognition for trivial achievements will be viewed as meaningless and will evoke 

negative reactions from employees. 

 Connect recognition to the individual using language that triggers this connection. For example: 

“I appreciate ...”; “You really make a difference when you ...”; “One of your best qualities is ...”; 

“I'm impressed with ...”; “Without your help, we couldn't have done ...” 

Reward and recognize employees formally and informally. 

 Formal recognition: 

 Incorporate specific demonstrations of good work into employee’s evaluations. 

– Provide a description of the good work you’ve seen. 

– Share quotes from other managers, employees, and coworkers. 

 Recognize an employee each quarter or each year who demonstrates service excellence. 

Include details on one specific situation to reinforce why outstanding service matters and 

to provide best practice examples to all members of the team. 

 Recognize an employee each month or quarter for an outstanding idea he or she had 

to improve the quality of the organization’s care/services/products. Include details on the 

positive impact to the organization to help reinforce why creative thinking matters and 

to provide best practice examples to all members of the team. 

 End each monthly staff meeting by asking team members to recognize others who did 

something especially helpful for them during the past month. Employees may initially be 
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reluctant to acknowledge others publicly if they are not accustomed to doing so. Making 

“kudos” a standing agenda item will help employees to grow more comfortable sharing how 

others have been helpful. 

 Write thank-you notes or e-mails to individuals when they do something particularly well 

or do something that is important to the work group’s success. 

– If you send an e-mail, copy other team members on the e-mail to recognize them 

among their peers. 

– If you send a thank-you note, make sure to sign it personally and send it to their 

home. 

– For your direct reports, keep a copy of this recognition communication and refer 

to it during the employee’s next performance review. This communicates to the 

individual that their accomplishments are factored into performance evaluations. 

 When recognizing employees—whether in a performance review, at the start of a team 

meeting, or quarterly—be specific. Clearly outline why you are recognizing the employee so 

that they and the team know what is appreciated. 

 Send an e-mail to managers of workgroups with which you work closely. Ask them to reply 

with any deserved recognition earned by one of your team members. Encourage these 

internal customers to include two or three “bullet points” outlining how the individual’s 

actions positively impacted their operation. Use this “success story” information in your 

recognition of the individual as described above. 

 Compensate employees who meet and exceed goals if your organization allows. 

 Take every opportunity to recognize employees. Don’t assume that when employees are 

recognized by other parties that the recognition process is complete. For example, if an 

associate receives an organizational award and a manager does not acknowledge this 

(because he assumed the employee had already been recognized to the greatest degree), an 

opportunity to recognize the employee directly may be missed. Employees need to be 

consistently valued as an employee by their supervisors. 

 Informal recognition: 

 Look for ways to recognize employees as part of every workday. Take two minutes 

to verbally, and in the moment, say thank you for a specific contribution. 

 Stop by associates’ work areas with the departmental administrator to thank them in person. 

 Take each of your direct reports to lunch at least once each year to thank them for their 

contributions to the team and the organization. 

 Leave a handwritten “thank you” sticky note on the employee’s computer screen. 
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 Throw a surprise pizza or ice cream party for the team after a major push to accomplish a 

group goal. Use the occasion to recognize people for their individual roles in accomplishing a 

goal. 

Build rewards and recognition into the organization’s systems and processes. 

 Create a “WOW” award program designed to reward behaviors that illustrate “living the mission 

and values” of your organization. 

 Develop awards to encourage specific performance. For example, “Leadership at All Levels” 

award, “Hang-Glider” award for risk taking, “Behind the Scenes” award for valuable support. 

 Hold a Team Appreciation Day to recognize the value of teamwork. 

 Conduct an annual, half-day “recognition/team-building workshop” in which team members 

compile a list of contributions made by each team member. 

 Arrange for each of your direct reports to have lunch once each year with your senior manager as 

a way of structuring recognition from “the top” of the organization. 

 Create a “recognition bulletin board” on which anyone can post a message of praise or thanks 

to another team member for their contribution or help. 

 Acknowledge the team in the department/organization newsletter and include a photo of the 

whole team. 

 Ask the editor of your company’s newsletter to create a section to recognize deserving 

employees for specific ideas or accomplishments to improve quality, service excellence, or 

extraordinary teamwork. 

 Keep your “recognition thinking” fresh. 

 Utilize resources available from your Human Resources department. 

 Learn and try new ideas gleaned from published posts and articles. 

 Make it part of your routine to invest time each week searching the Internet for relevant 

materials or reviewing blogs focused on employee recognition. 
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Manager Domain 
I am involved in decisions that affect my work 

QUESTION DEFINITION 

This item measures the extent to which employees feel they are given an opportunity to provide input 
into decisions that affect their day-to-day work activities. Are decisions made without input? Are 
employees’ immediate leaders effective in soliciting the thoughts and ideas of associates about matters 
that concern them? 

We all appreciate a measure of control into matters that affect us. When done effectively, engaging 
employees in decisions leads to greater engagement and more commitment to the ultimate decision. 
Note that this does not mean that employees always decide or always get their way. The act 
of involvement is one of listening, understanding, and then sharing the why behind the final decision. 

VOICE of THE EMPLOYEE 

 “I feel as though frontline nurses are asked for their input on decisions that will affect our work. We 

have a committee of frontline nurses that gathers input from fellow employees to help make 

decisions.” 

 “Employees should be more involved in the decision-making process that affects their job. I 

sometimes feel that upper management doesn’t understand how we do our jobs, and they make 

decisions without consulting with the employees.” 

IMPROVEMENTS 

Demonstrate active listening when soliciting employee input. 

 Consider adopting these listening behaviors: 

 Minimize external distractions. 

 Stop what you are doing. Put away your phone or other mobile devices, look up from your 

computer or paperwork, and acknowledge the employee. 

 Face the employee. Sit up straight or lean forward slightly to show your attentiveness 

through body language. 

 Maintain appropriate eye contact (to the degree that you all remain comfortable). 

 Be engaged. Respond appropriately to show that you understand. Nod and raise your 

eyebrows when appropriate. 

 Use direct prompts, such as: “Tell me more about that.”; “Can you give me an example?”; 

“What other thoughts do you have?”; “What do you think would happen if…?” and “Is there 

anything else you would do?” 
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 Focus solely on what the employee is saying. Try not to think about what you are going to say 

next. 

 Engage yourself. Ask questions for clarification but wait until the employee has finished. That 

way, you won’t interrupt their train of thought. 

 After you ask questions, paraphrase their point to make sure you didn’t misunderstand. Start 

with: “So you’re saying …” 

 Monitor your “listening-to-talking” ratio; strive to achieve an 80/20 ratio of listening/talking. 

 Understand that not all employees will be comfortable sharing information in a face-to-face 

manner. Encourage those employees to write down their ideas prior to your meeting. 

Ask employees for their input before final decisions are made. 

 Establish a block of time at regular team meetings to allow for employee input and discussion 

of decisions that will affect them. Encourage discussion. Review employee input as a team and 

discuss the pros and cons of each idea. 

 Record employee ideas. Consider using a flip chart or an Excel spreadsheet. Review the list 

periodically so that all ideas are considered and discussed. 

 Don’t forget the introverts on your team. They are less likely to speak up unless they’ve had 

time to process the information beforehand. 

– Consider adopting a pre-communication strategy. E-mail employees before team 

meetings to explain that a decision needs to be made regarding topic XYZ. Ask staff 

to come prepared to discuss. 

– Some employees may feel more comfortable participating in smaller groups. Have 

employees pair off to discuss ideas and then come back together to share and 

discuss. 

 Set clear expectations. Let employees know that you expect their full participation and make 

participation in team problem-solving a performance requirement. Give employees feedback 

periodically. 

 Consider using an online survey to gather staff input. 

 For example, you’d like your team to decide what key pieces of information should be 

included on patient whiteboards. Set up a survey to see how employees prioritize that 

information (e.g., “On a scale of 1–10, rate the importance of including pain level, employees 

contact information, daily goals, etc. on the whiteboard”). Review results during your team 

meetings and encourage discussion. 

 Hold a monthly brainstorming session. This gets everyone on your team involved in the decision-

making process. Each month, make a list of the problems that need solutions, ongoing project, 
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and areas where your team could improve. Then, conduct a meeting to gather your employees’ 

opinions. 

 Consider creating a rewards program for those ideas or solutions that are chosen and 

successful. Be creative (e.g., set up a quarterly contest). Award the best ideas with a gift card 

or a special lunch. 

 Track ideas shared during the session, such as a “stop light” view. 

– Mark the item as red if work has not started on it or a solution has not been found. 

– Mark the item yellow if the solution/idea is in progress. 

– Mark the item green if the issue has been resolved. 

– Have a “Parking Lot” for any issues that are not within the control of the immediate 

team and need to be elevated within the organization. 

 Ensure there is a mechanism for evaluating progress—such as every week during Monday 

huddles or monthly during standing meetings. 

 When decisions are made, share with employees how you incorporated/considered their 

feedback. 

 Recognize employees or teams for ideas they contributed to the solution. 

 In some cases, employee feedback cannot be implemented. Thank employees for their 

suggestions, recognize their contributions, and—if appropriate—share why you went in a 

different direction. 

Create an employee interview selection team. 

 Invite current employees to evaluate potential job candidates. This allows them to participate 

in the selection of new coworkers, a factor that impacts their jobs daily. 

 Train employees in legal and effective interviewing. If your organization uses a formal 

process, make sure the employee is familiar with it and understands what’s expected 

of them. 

 When considering new hires, ask the selection team to compare potential candidates and 

provide feedback to the hiring manager and Human Resources. 

– Feedback can include whether the candidate is a good fit for the organization’s 

culture and should be invited back for a second interview. 

– Please note “cultural fit” does not need to mean the “same as everyone else.” 

You want diverse people and backgrounds in order to maintain a high-level 

of innovation, creativity, and representation within the organization. 
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Manager Domain 
The person I report to encourages teamwork 

QUESTION DEFINITION 

This item measures employees’ perspectives of their managers’ ability to foster team collaboration. Do 
managers encourage others to pitch in, help, and support each other? Do managers notice, recognize, 
and demonstrate acts of teamwork? Do leaders organize tasks and work such that teamwork is 
encouraged? Many employees are highly motivated by collaborating with others and receiving support 
from others. They are also looking to see how their direct manager models behavior through actions. 

VOICE of THE EMPLOYEE 

 “I like that my manager encourages teamwork. If I need help with something, she is always first 

to point out team members that are willing to help. She even pitches in if we are swamped.” 

 “I feel we should have better support from our managers and that there should be more teamwork 

instead of everyone pointing fingers at someone else about a problem. I feel problems that are 

brought to the attention of higher management are overlooked and nothing ever gets done. I also 

don’t feel secure enough in my job to bring problems to higher management because of retaliation.” 

IMPROVEMENTS 

Help establish and align team vision, responsibilities, and goals. 

 Involve individuals and the group in establishing goals, priorities, deadlines, and processes as 

much as possible. For example, when preparing a new project, invite employees who will work 

on the project to brainstorm with you. 

 Establish ground rules. How will decisions get made? When does the team make decisions, and 

when do they escalate issues to management? 

 Be sure tasks and roles are clearly defined and assigned. Which tasks will be shared? by whom? 

Who will be responsible for which projects? Who needs to attend which meetings? 

 Talk as a group about how the work will get done. Agree on deadlines and a work plan. 

 Discuss how differences will be expressed and resolved. Establish and agree upon ground rules 

together. For example, your team might agree that “We won’t sulk or go behind one another’s 

backs when there is a problem in the group. We will try to talk through our differences together.” 

 Work with each team member to set individual goals that will also help the team reach its shared 

goals. 

 Promote idea sharing by subtly managing discussions so that everyone participates. You’ll notice 

that team members will be more or less outgoing according to their personalities and confidence 

level. Don’t be afraid to call on your quieter employees: “Linda, what are your thoughts about 
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the changes we’re proposing to the new hourly rounding process? Do you think we should do 

something differently?” 

 Make teamwork a criterion on annual performance reviews. 

 Ask employees to provide specific examples of how they helped foster teamwork in your 

department. 

Involve the team in the new hire selection process. 

 Conduct peer interviews to ensure that new employees fit with the culture of your organization 

and possess the right skill set for the job. 

 It is important to emphasize that “fit” doesn’t necessarily mean “like everyone else.” 

Selection decisions should be made with current and future state in mind, and with 

consideration for the value of diversity in skill, knowledge, culture, background, and 

perspective. 

 Select a few employees who will interview potential candidates. Remember, candidates are 

evaluating your organization during the hiring process. Therefore, employees conducting 

peer interviews should be genuinely happy, positive, engaged, and enthusiastic about your 

organization. 

 Provide interview training. Make sure employees understand what they can ask and what is 

inappropriate, illegal, or unprofessional. For example, “Do you have any children?” 

 Set a time limit for each interview. Ideally, you want to set aside 30 to 60 minutes. 

 Create a skills evaluation checklist for employees to use. Consider using a quantitative 

approach. For example, you’ve identified the desired skill set that is required of the 

candidate. Create a checklist that lists each skill and ask the employee to rate the candidate’s 

knowledge in each area on a scale of 1–10. 

Spend time building team relationships. 

 Bring people together in a more casual atmosphere. Consider: 

 A pizza lunch. 

 Celebrating birthdays. Hold a potluck or carry-in, or simply bring in a birthday cake. Do this 

for every employee on your team. 

 Team outings. Get together for breakfast or dinner as a team once a month or once a 

quarter. 

 Host a gathering at your house. 

 Volunteer opportunities. Come up with an opportunity together and decide when and where 

you’d like to complete your project. Some organizations support a company-wide initiative. If 

this is true of your organization, take advantage of the opportunity, and ask your team if 

they’d like to participate. 
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 Annual team retreats. 

 Plan for the upcoming year. Create your department’s mission and agree on goals and 

objectives that support your organization’s strategy. Participation in goal setting can help 

employees understand how their work contributes to the organization’s success. 

Identify conflicts among team members and assist in resolution. 

 Train employees in conflict management. Give them the tools to resolve issues together, on their 

own, without the help of a manager. 

 Invest in training programs. 

 Coach individuals on how to handle conflicts when they arise. Make suggestions such as: “Stay 

calm, take a step back, and look at the whole picture.” 

 Ask a Human Resources representative for support. 

 Give appropriate feedback. Let employees know when they are working well together and when 

they are not. 

 Hold employees accountable by making teamwork apart of annual performance reviews. 

Evaluate your influence on the relationship dynamics of the team. 

 Think about a recent interaction with one of your direct reports. Ask yourself the following 

questions and check them off as you do so. 

 Do I treat employees equitably? Am I impartial, reasonable, fair, and just? 

 Am I misled by just a few instances of poor/great performance? 

 Do I keep appropriate confidences and refrain from talking about employees when they are 

not present? 

 Do I encourage teamwork in a clear, compelling, open, and consistent manner? 

 Have I appropriately invested in training the team to be effective and productive? 

 Have I provided the team with a set of clear expectations as it relates to teamwork, and am I 

holding all team members consistently accountable for meeting these expectations? 

 Does the team have goals? Are the concepts of coordination of effort, communication, 

planning, and other important behaviors included in department goal statements? 

 Do I overemphasize winning and competition at the expense of collaboration and teamwork? 

 Do I enable unhealthy triangles in communication? When employees have issues with each 

other, do they come to me first to vent their frustrations or do they seek to work out issues 

with each other first? 
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Manager Domain 
I respect the abilities of the person to whom I report 

QUESTION DEFINITION 

This item measures employees’ perceptions of the abilities of the person to whom they report. What do 
employees think of their managers’ abilities? Have managers defined for employees what they stand for 
as a leader? 

Managers should clearly articulate their leadership goals. Effective supervisors communicate clearly, 
balance the needs of the employee and the organization, treat associates fairly, manage complaints 
fairly, provide meaningful feedback, hold associates accountable for their responsibilities, include 
employees in decisions, and clearly define expectations. Employees will determine if the person 
to whom they report demonstrates abilities like these based on past experiences. Actions will speak 
more loudly than words. 

VOICE of THE EMPLOYEE 

 “I respect the person I report to which makes me enjoy coming to work and want to do the best job 

I can.” 

 “I absolutely love working for this medical center, but I do not like or respect my manager. He is 

clearly the weakest manager I have ever worked for at any other medical center.” 

IMPROVEMENTS 

Give frequent and actionable feedback on job performance. 

 Employees become frustrated when there is a lack of feedback because they don’t know how 

to improve. to eliminate this source of frustration, think about the following: 

 When offering performance feedback, how much information do you supply? 

 Are you prone to just giving a single rating like “Meets Expectations” on a performance 

evaluation? 

 Do you deliver the monthly patient experience scores to your staff with the directive to “get 

better,” but no direction as to what should change or how? 

 Eliminate employee guesswork with specific improvement suggestions. This enables 

employees to improve performances that drive exceptional patient experience outcomes. 

Evaluate how current systems and processes incentivize (or disincentivize) 

performance behaviors. 

 Ask the question, “Do pleasure and pain points encourage behaviors that will always create 

exceptional patient experiences?” If not, consider the Right Rewards principle, which, when 
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implemented, can help ensure you are consistently rewarding the behavior you expect to see 

from employees. Below is a real-world example of this principle: 

 Your unit employs handoff checklists to help with shift changes. Employees are held 

accountable for completing each checklist task before the shift change. If they do not 

complete all the assigned tasks, they are written up. 

 The checklist includes bathing one of the patients. It is getting close to shift change, and the 

employee is anxious to complete the checklist. However, the patient’s son is visiting. The 

patient explains that her son has come from out of town and needs to fly back late tonight. 

Since they have such limited time together, she requests the bath be pushed back an hour. 

 The best thing for the patient experience would be to let the visit continue. Your 

organization’s mission, vision, and values reinforce that postponing the bath is the right thing 

to do. 

 Support your employees by making an exception to the rule. 

– When Mission, Vision, and Values are a strong part of your culture, they will drive 

many—but not all—actions. The Right Rewards principle drives the rest. That 

principle is simply this: People seek pleasure and avoid pain. You cannot count 

on people to do what’s right if they are rewarded for the wrong behaviors or 

punished for the right ones. Let Right Rewards incentivize the right behaviors. 

Continue to develop your talents and evaluate your strengths and opportunities. 

 In addition to your annual performance review, consider participating in a 360 review - designed 

to help you develop and improve your professional skills. 

 Work with Human Resources and have them administer the 360 review. They will recruit 

your manager and several peers and ask them about your abilities in teamwork, 

communication, leadership, and management. The goal is for the reviewers to provide 

feedback to help you improve and focus development. 

 Based on the feedback from your manager and peers, create your roadmap for education 

and self-development (e.g., if your feedback suggests you lack good communication skills, 

consider attending a workshop or taking an online course that will help you improve in this 

area). 

 Schedule time for yourself to observe and work with others who are highly skilled in a specific job 

area. 

 Clarify what abilities your employees expect of you as a leader. Have a neutral facilitator (e.g., 

Human Resources representative) conduct a “Stop-Start-Continue” activity to find out what 

employees would like you to stop doing, start doing and/or continue doing. 

 Reserve a private meeting space. 



 Employee Engagement 

© 2019 Press Ganey Associates, Inc. 41 

 Present the task by asking the group for their feedback in making positive changes in the 

area presented. Ask the group to answer these questions: 

– What should the manager continue doing? 

– What should the manager start doing? 

– What should the manager stop doing? 

 Follow up with employees after the session by sharing your written improvement plan for 

addressing their feedback. 

 Join professional health care organizations and take advantage of their social, networking, 

and learning opportunities to expand your knowledge. Most national professional 

organizations provide continuous learning programs along with contributions from thought 

leaders in their industry. Share the key points of what you learn and materials with relevant 

employees. 
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Manager Domain 
The person I report to is a good communicator 

QUESTION DEFINITION 

This item measures employee perceptions related to how supervisors communicate, as supervisors must 
communicate on many levels. Employees want to understand their own role in fulfilling the 
organization’s mission, their performance expectations, the organization’s future, and their own future 
should they meet or exceed expectations. 

Further, the supervisor must interpret and share organization-wide policies, strategies, tactics, events, 
changes, and news. Most employees want to see greater levels of communication on all matters large 
and small. This kind of communication helps employees make sense of the complex world of health care 
organizations. 

VOICE of THE EMPLOYEE 

 “Mike is very involved with the employees and is very good communicator, easy to talk with, and 

truly seems like he cares. He is exceedingly kind and understanding of our needs.” 

 “My manager often stands at the front desk discussing employee (co-worker) information that I 

personally don't believe should be shared with staff. She does not communicate work information 

effectively because she usually relays incorrect information or only part of the information.” 

IMPROVEMENTS 

Communicate clearly. 

 Be patient and helpful when giving instructions or explanations. 

 Ask team members what form of communication they prefer to receive news (e.g., verbally at 

team meetings, e-mail, bulletin board postings, etc.). 

 Some people are visual learners, while others might be auditory learners, etc. You may have 

to try explaining information in various ways. For example, for a visual learner, use the 

whiteboard to illustrate key points. 

 Always ask for confirmation of understanding when you’re done giving instructions. Never 

assume your employees understand immediately. 

 Encourage open dialogue. For example, learn to be a good storyteller. Humans remember 

narratives better than discrete and unrelated facts. Look for ways to communicate key ideas 

in storyline formats. 

 Craft your messages so they are simple and concise rather than complicated and confusing. Make 

each word count. 
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 Repeat yourself. Whether in large groups, small groups or one-on-one, repetition always 

increases retention. 

Listen with the goal of increasing understanding. 

 Don’t be defensive. Communicate with an open mind; your goal should be to understand what’s 

on the minds of your employees—even when they disagree with you. 

 Engage employees in meaningful conversation. Repeat back to them what they said to let them 

know that you heard their concerns or ask clarifying questions to better understand their 

position. 

 Read between the lines: Hone your ability to understand what is not said, witnessed, or heard. 

 Be personal and engaging. Develop meaningful relationships with your employees so you can 

better understand what’s on their mind. 

 Use active listening techniques to demonstrate to your team that you are listening and 

considering their input and suggestions. Behaviors that demonstrate active listening include 

making eye contact, head-nodding, as well as saying, “Let me see if I understand you,” followed 

by paraphrasing their comments. 

Communicate with empathy and caring. 

 Provide empathy and support when an employee is anxious or upset. For example, “I know we 

are short-staffed, and this can be frustrating …” 

 Express confidence in the person when there is a difficult task. For example, “I know you can do 

this.” 

 Ensure that your message is authentic and transparent. For example, an employee comes to you 

with a concern. Stop what you are doing, give them your full attention, practice active listening 

skills and respond using empathetic statements such as, “I understand,” “I’m sorry” or “I know 

this isn’t an ideal situation.” 

 Maintain eye contact and look employees in the eye. If they are sitting, you should sit as well. 

 Avoid interrupting employees; it is a sign of disrespect and disregard. 

 Show you are actively listening by leaning forward, nodding, and using phrases such as, “I 

understand” or “Can you tell me more?” 

 Pay attention to your pace and tone of voice. 

– Speaking too quickly can be misconstrued as a lack of concern. 

 Use electronic communication appropriately. 

 Make sure that you are not over-relying on electronic communication. Face-to-face 

communication is still the most effective method of connecting with your staff. 

 Avoid communicating emotions or expressing different opinions electronically. For these 

discussions, talking face-to-face is the best option, followed by a phone conversation. 



 Employee Engagement 

© 2019 Press Ganey Associates, Inc. 44 

Collaborate with your team to develop and agree upon common communication 

standards for your department. 

If your organization has communication standards in place, implement them, and make sure your 

employees are aware of and using them. Some items to consider: 

 Acceptable response time to questions, concerns, complaints, etc. For example, respond to all e-

mails from patients and patients’ families within three hours. 

 Don’t make assumptions. 

 Take responsibility. 

 Ask for help and understanding. 

 Strive for transparency. 

 Be open to suggestions. 

 Use simple, direct, positive messages. 

 Stick to the facts and company policy. 

Serve as the communication bridge between your employees and the organization. 

 Ensure that employees are aware of your organization’s communication mediums (e.g., 

newsletters, intranet, bulletin boards, etc.). 

 Send out an e-mail with information on important announcements. Do not assume that because 

something was announced in a newsletter, on the intranet or elsewhere, that employees have 

received the message. Even if employees read organization-wide messages, they may not 

understand or correctly interpret the message. 

 Set aside time during your team meetings to discuss recent organization-wide communication. 

 Encourage everyone to ask questions. Employees must feel comfortable asking questions 

whenever they need clarification without the fear of appearing dumb or angering the 

supervisor. Explicitly ask for questions and reward, at least verbally, those who do ask 

questions. 
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Organization Domain 
Different work units work well together in this organization 

QUESTION DEFINITION 

This item measures the extent to which employees perceive there is effective cross-functional, cross-
departmental teamwork. As health care organizations move toward flattened—or matrix—structures, 
the need to work effectively across functional lines increases. 

This survey item addresses a broad topic and may require engaging other departments in order 
to resolve. Because employees often look to their leaders to model behaviors that should be used when 
working across functional lines, it is useful to evaluate how well problems and conflicts have been 
resolved across boundaries. to develop the most effective improvement efforts, gain as much insight as 
possible into what the organization’s employees had in mind when responding to this survey item. 

VOICE of THE EMPLOYEE 

 “We’ve really improved our communication throughout the organization. There are more 

departmental meetings each month and more useful cross-functional teams.” 

 “We are sometimes caught by surprise by the information that comes to the floor from the ED. The 

information is incomplete and we often have to follow up on orders.” 

IMPROVEMENTS 

Foster inter-departmental communication and collaboration. 

 Look for ways to level the playing field across disciplines by holding open-floor meetings that 

permit and encourage respectful, unfiltered communication and feedback between functions. 

 Invite managers or frontline staff from other departments that you work closely with to your 

own staff meetings to discuss how you can work better together. This type of meeting often 

results in important insights into how each department’s work is impacted by others. 

 Partner with peer managers who are “upstream” and “downstream” from your department. 

Jointly round on each other’s departments to demonstrate an interest in team challenges and 

outcomes that impact all employees. 

 Determine if a “joint task force” comprised of employees from the appropriate “upstream” 

and/or “downstream” departments can be assembled to discuss common concerns and 

identify potential solutions. 

 Schedule periodic meetings with your employees to evaluate the relationships between 

departments. Invite each department to send a representative(s) from their group to participate 

in the decisions. Encourage employees to develop specific solutions to existing issues. 
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 Clarify for your employees the roles and responsibilities related to interactions between 

departments. If appropriate, modify performance reviews to emphasize interdepartmental 

teamwork. Initiate joint planning sessions and establish interdepartmental, measurable goals 

that promote relationships. If appropriate, include representatives from the departments that 

work together to develop the goals and a list of actions for achieving these goals. 

 Make a list of common responsibilities, tasks, and goals shared between departments. Present 

the list to your employees and encourage them to discuss what is working well and areas that 

need improvement. Encourage your employees to suggest solutions to improve interactions. 

Involve Human Resources or other parts of your organization to help mediate the relationships 

between departments and to implement the new solutions. 

Promote inter-departmental understanding of work responsibilities and challenges. 

 Arrange for employees to spend time in departments with which they typically work. The 

exposure will improve their understanding of the challenges faced by those in other work groups. 

This can be done by: 

 Job shadowing 

 Job rotations 

 Job swapping 

 Inviting guests from other departments to speak about their work at your next team meeting 

 If your department interfaces with multiple groups (e.g., lab), issue a survey to them 

approximately every 6 months. 

 Use the survey data to obtain constructive feedback on how you can serve other groups 

more effectively. 

 Have your staff contribute to the creation of these survey questions so that they own it. 

Build rapport and appreciation between departments. 

 Encourage your team to get to know employees from other departments. For example, 

“Everyone, have you met Judy? Judy is new to EVS and has been assigned to our area. Make sure 

you introduce yourself as we’ll see her quite a bit!” 

 Greet all employees, patients, and visitors when walking through your organization. A simple, 

“Good morning,” can brighten the mood of anyone you pass. 

 Set up lunches or brief, casual get-togethers with peers from other departments on a regular 

basis to build effective personal relationships that support open dialogue. 

 Develop a “traveling basket” program. This is typically a large basket that is decorated and filled 

with treats to be given from one department’s staff to another for going above and beyond. 

 Have frontline staff do the presentation, including a card with notes from staff thanking the 

other department. 
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 Have the basket travel monthly and feature the presentations in your employee newsletter. 

 Develop an organizational recognition program where departments nominate another 

department as a “star department” for their support of other areas. 

Manage-up other departments. 

 Highlight how other departments contribute to your functioning. For example, “I really 

appreciate the way billing has streamlined their process; they’ve cut our paperwork in half!” 

 Managers need to be aware of how they describe other work areas so that they do not foster 

negative interdepartmental relationships. For example, “I love our lab department. Whenever 

you walk in, they look up, smile, and welcome you. I love them!” 
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Organization Domain 
This organization conducts business in an ethical manner 

QUESTION DEFINITION 

This item measures the extent to which employees feel that the organization is honoring and taking into 
consideration its values, traditions, and existing commitments when making important decisions. Low 
scores on this item call for an examination of how well the organization is adhering to legal 
requirements (compliance), social conscience (fair treatment of patients and employees), and the 
organization’s business operating policies (business strategy). Frequently, this item reflects employee 
perceptions of how well leaders connect the stated values of their organization to critical decisions that 
impact patient care or people’s jobs. 

VOICE of THE EMPLOYEE 

 “I am proud to work for an organization that serves its community so well. Our work to improve the 

health of our community members demonstrates our obligation to foster the well-being of all who 

we serve.” 

 “Our mission says that we care for our patients, employees, and community—but management 

seems to be on a mission for themselves. We just don’t see any commitment.” 

IMPROVEMENTS 

Use Appreciative Inquiry (AI) to learn from employees how the organization 

demonstrates ethical work. 

AI is a model for analysis, decision making, and the creation of strategic change. Unlike problem solving, 

which often focuses on problems and limits innovation, AI seeks to discover “what’s going right” within 

an organization. AI promotes ownership of the change process and draws on a group’s collective 

experience, wisdom, and resources to develop solutions in four phases: 

 Discover. Identify which processes work well. For example, what does it look like for this 

organization to conduct business ethically? 

 Dream. Envision the ideal process. How can we implement XYZ process in other departments so 

that our commitment to ethical business and behavior is evident throughout this organization? 

 Design. Plan and prioritize processes that would work well. How do we design processes that 

help us conduct business ethically? What processes are most important? 

 Deliver. Implement those planned ideas that would work well. How do we implement and 

sustain change? 
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Solicit employee feedback on how ethically work is being conducted in the unit. 

 Set aside time to learn from employees who are known for their integrity and ethical behavior 

to improve the image of the organization. 

 Share these processes and behaviors with all staff and discuss how a similar approach taken 

by each employee could impact both employees’ and patients’ experiences. 

 Plan to train staff on the behaviors or processes that have been successful and make it a 

priority to ensure that every employee implements the behavior or process(es) you’ve 

identified. The goal is to strengthen the organization based on what works, not what’s going 

wrong. 

 Review the last 10 important decisions made in your work unit and/or within the entire 

organization. Evaluate the extent to which these decisions where aligned to the stated values 

of your organization. 

 Make a commitment to review the organization’s values before making critical decisions to check 

for alignment and agreement. Utilize this practice in team meetings as well as when making 

decisions independently. This simple exercise can help inform not only the decision-making 

process but can also help identify the most effective way to communicate those decisions. 

 Hold a session asking employees to discuss what they feel are specific actions that represent 

ethical and unethical behavior in their everyday work life. 

 Review your Leader Index results prior to the session. If your results are quite low, or if there 

is a low degree of perceived trust, you may consider inviting a neutral “moderator” to hold 

this discussion session. 

 Even if your scores are relatively high, you may ask your employees if they would feel more 

comfortable holding the session without you. Employees may feel some reluctance to discuss 

their views about this item with you. 

 If you leave the room, you can request volunteers to lead and record the views that are 

expressed during the session. Draft an improvement plan that identifies three specific 

activities employees feel could be improved upon within their own work group. 

– Consider contacting Human Resources or senior management to suggest specific 

changes that might have a major impact on enhancing employee perceptions. 

– Invite a member of senior management to meet with your work group and address 

some of the specific concerns that were identified during the discussion session. 

Communicate positively and reinforce the organization’s values. 

 Leaders model the way. They create standards of excellence and then set an example for others 

to follow. They establish values about how constituents, colleagues, and patients should be 

treated. 
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 Be visible. Leaders in health care are extremely busy, but it’s important to get out from your 

office and walk the halls. 

 Employ forthcoming and truthful communication at all levels of the organization. Without open, 

truthful communication coming from an employee’s direct supervisor and other leaders, an 

unethical, untrusting culture may manifest. 

 Avoid speaking negatively about the organization, even when personal opinions may tempt you 

to do so. Speaking negatively about an organization with employees causes distrust. 

 Invite team members to share details about the things they appreciate about your organization. 
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Organization Domain 
This organization provides high-quality care and service 

QUESTION DEFINITION 

This item measures employees’ perceptions of quality care at an organizational level. It is a foundational 
item, as employees can see all aspects of care. Care defects will be noticed, and a near miss will be 
remembered. 

Often, when work units provide unfavorable responses to this item, it is due to the perception of the 
quality of care and service provided by other work units within the organization. If someone asks 
employees, “Do you provide high-quality care?” they will typically respond, “Of course we do.” If 
someone asks them if others within the organization provide the same high-quality care and service, 
they are more likely to share negative stories they have personally witnessed, or that they have heard 
from other employees or patients. 

VOICE of THE EMPLOYEE 

 “I am proud of our high-quality care and great outcomes. I make a difference every day that I work 

here.” 

 “I feel that the majority of the associates I work with are not dedicated to providing quality care. I 

would never bring my family here!” 

IMPROVEMENTS 

Define what high-quality care and service looks like. 

 Invite team members to share details about the things they appreciate about your organization. 

 Specifically talk about what your organization is doing well. Highlight examples of work units or 

areas in your organization where perceptions of quality care and service are positive. 

 As a team, identify examples of high-quality care, not only from your department but across the 

organization as well. 

 Act quickly when negative talk turns toxic. 

 Focus on improvement efforts and actions taken; help the employee see the organization’s 

strengths instead of shortfalls. 

 Don’t take it personally. 

– As a manager, team members come to you with their dissatisfaction. You are their 

first line of communication. Sometimes they want to vent, and other times they 

want you to help them solve the issue. 
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– Resist the urge to feed the cycle of negative talk by choosing your response 

carefully. Your clear commitment to eradicating negative talk will help set a tone 

that will positively influence your entire team. 

 Introduce a separate forum for constructive feedback if necessary. 

– If you’ve noticed an outpouring of negative talk, it may be an indication that there is 

a genuine need for more discourse and discussion among the team. 

– Develop multiple channels to allow employees to get their voices heard. Emphasize 

your open-door policy, set up a suggestion box, or schedule weekly “sound-off” 

sessions. Try to harness the truth behind the criticism and use this information 

to help improve the organization. 

– Pass this information along to your supervisor if you cannot initiate the change 

needed. 

Collaborate with employees on a plan to achieve and maintain specific quality goals. 

 Together, create an improvement plan outlining how your department is going to achieve 

specific quality goals within your organization. 

 Understand your organization’s quality standards and goals. Review them with your team 

to ensure they understand the organization’s goals and mission, and how the work they do is 

aligned with that mission. This will help establish buy-in from your employees. 

 Brainstorm ways your team can help meet these high standards. For example, if your 

organization is committed to reducing wait times, make this a priority for your department. 

Help employees by discussing the importance of reducing wait times and obtain input about 

how you can effectively work toward that common goal. Similarly, if communication and 

response to concerns is a top patient concern, help employees identify changes to address 

these concerns. 

 Look for previous solutions that were never implemented. in the past, issues regarding the 

quality of care may have been acknowledged and solutions identified but not implemented. 

Often when employees give unfavorable responses to quality items, they are frustrated that 

there has been no follow through with implementing high-quality care and service 

improvements. 

– Sometimes implementation can fail if you have too many initiatives. Be aware of the 

crowded closet. Before successfully implementing a new initiative, evaluate your 

tactical closet. How crowded is it? Is it already full of methods, procedures, policies, 

and approaches? If so, evaluate what works and get rid of the processes and 

operations that don’t. 

 Follow through on any quality solutions your work unit agrees on. If the solution lies 

in another area, provide a progress report to the unit. Do not let solutions fail because they 
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were not implemented. Periodic updates will help keep the team enthusiastic about the 

organization’s commitment to quality. 

 Establish interdepartmental services standards that focus on patient care and quality issues. 

Set up routine monitoring systems to track and evaluate when and why standards are not 

met. 

Resolve reported quality and service issues promptly. 

 Encourage employees to identify and report on policy breaches that would detract from quality 

and service outcomes. 

 Follow up promptly on any quality and service concerns, resolve them, and close the 

communication loop by reporting to those who raised the concern. 

 Work with the appropriate managers to investigate and resolve reported issues that occur 

outside of your own work unit. 

 Be sure to approach your peers with a spirit of inquiry rather than criticism, so that the 

opportunities to both strengthen cross-organization relations and resolve problems in a 

collegial way are accomplished. 
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Organization Domain 
This organization supports me in balancing 

my work life and personal life 

QUESTION DEFINITION 

This item measures the extent to which employees feel that the organization puts the appropriate 
emphasis on meeting work needs and caring for employees’ personal needs. The term “balance” implies 
that there is a give and take and that consideration is given both to the needs of the organization and 
to the employee’s personal life. Work/life balance is one of the deciding factors for choosing a job or 
leaving a job. Organizations that support work/life balance have increased commitment and reduced 
turnover. 

VOICE of THE EMPLOYEE 

 “The flexibility this organization offers, their ability to help us balance work/life issues with our 

schedules, and the overall support they give to those of us in the field has far exceeded any of my 

previous employers.” 

 “We need better work/life balance. My direct leader and her leader try to help us have a work/life 

balance, but it isn't always possible for us or them due to the expectations of senior leaders and/or 

other departments. Other organizations have work from home options and summer hours. When 

will this organization get with the program?” 

IMPROVEMENTS 

Ask employees for input on ways the organization can support a healthy work/life 

balance. 

 Begin by asking your employees for specific ways to improve and/or maintain a healthy work/life 

balance. 

 In some cases, their dissatisfaction will be because of organizational policies/issues. 

 In other cases, it will be because of unique personal circumstances. 

 It could also be because of the amount of work and pressure you or others put on employees 

(individually or as a team). 

 Invite your senior manager and/or Human Resources representative to attend a staff meeting 

to hear from employees. 

 Recommend policy or strategy changes to senior management. You and your team may come up 

with valuable ideas to increase employee work/personal life balance throughout the 

organization. 

 Be sincere and forthright with employees when telling them what is possible or not possible. 
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 Ask for your employees to help identify processes that could be streamlined, made more 

efficient and less wasteful. Link improvement work with efforts to improve work/life balance for 

employees. 

Set expectations and standards for a healthy work/life balance. 

 Managers and senior managers need to model the work balance they’d like to encourage for 

their employees. 

 For example, when a manager uses PTO to take a vacation, yet responds to e-mails as if she 

is in the office, this sends a powerful message to employees about whether they need 

to answer e-mail while on vacation. The actions of senior leaders are heard and observed 

by employees. 

 With employees electronically connected to the workplace 24 hours a day, 7 days a week, in the 

office or out, work and life balance is a challenge. 

 Set up the expectation in your workplace that when an employee leaves for vacation, it is OK 

to send an e-mail that says he is on vacation with limited access to e-mail. Honor the 

employee’s PTO by not contacting him unless it is truly an emergency. 

 It’s OK to expect employees to work long, hard hours for a short period of time, if, for example, 

you have a staffing shortage. But employees can’t sustain an extraordinary level of energy and 

long overtime hours as a constant work expectation. Employees will check out, burnout, and/or 

leave if long hours and extraordinary effort are the norm. Don’t confuse commitment, 

engagement, and dedication with 60 to 70-hour work weeks. 

 Be clear about your expectations. Explain when they can expect to see their schedule or 

workload to lighten. Communicate the steps you are taking to ensure this happens. 

– For example, “I am working with Human Resources to hire three new employees.” “I 

know this is a difficult time for all of us, but let’s pull together for the next month 

until we can hire additional teammates.” 

Help employees disconnect from work responsibilities. 

 Encourage the use of vacation and sick-leave time. 

 Be familiar with your formal leave policy for employees with dependents. Recognize and 

encourage employees to use programs like FMLA when they need to care for sick children or 

elderly parents. 

 Be aware of how often your employees take work home. Although this is sometimes necessary, 

it shouldn’t be the norm. 

 Work with employees to understand the importance of getting work done at work. Develop 

plans, schedules, and prioritization methods (if necessary) to ensure success. The line 

between work and home lives tends to blur when employees regularly take work home. 
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 Sponsor employees’ family-oriented activities, which are a way to combine work life and 

personal life. 

– Sporting events, company picnics, and holiday parties are good opportunities 

to help employees strike a work/life balance. 

 Sponsor a community service day. Recognize that employees obtain life satisfaction from 

projects or work outside of their regular jobs. 

Share information about your Employee Assistance Program (EAP) with staff. 

 Be familiar with your EAP and share this information with employees. 

 An individual employee’s concerns with work-personal life balance may have to do with 

health issues or with problems at home, and an EAP may help. 

 The issues for which EAPs provide support vary, but examples include: 

– Substance abuse 

– Occupational stress 

– Emotional distress 

– Major life events, including births, accidents, and deaths 

– Health care concerns 

– Financial or non–work-related legal concerns 

– Family/personal relationship issues 

– Work relationship issues 

– Concerns about aging parents 
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Organization Domain 
My pay is fair compared to other health care employers in this area 

QUESTION DEFINITION 

This item measures employees’ perceptions regarding the fairness of their compensation relative 
to other health care organizations. The key word in this item is “fair.” It is important to understand 
whether employees feel they are being paid fairly. Fairness considers factors such as how much others 
are paid (relative to themselves) or how much they love their job overall. Employees might say, “I make 
a little less here, but I enjoy my colleagues” or, “This is a demanding and busy ER, but I really like the 
challenge.” 

Fairness issues can often be modified by education and information. Often, Human Resources can 
supply the market analysis data that inform the fairness of pay. This survey item alludes to total rewards 
without calling it out specifically. “Total rewards” is a widely recognized and easily understood term that 
cues respondents to evaluate their total compensation package, including benefits, perks, retirement, 
and time off. These items will factor into employees’ perceptions of fairness. 

VOICE of THE EMPLOYEE 

 “I feel my pay is fair and my benefits are great.” 

 “As a 10+ yr. employee, as well as someone who has completed this survey many times, this is the 

first time I have answered the “my pay is fair ...” question as “disagree.” I have been topped out for 

years and, while I understand that the economy is flat and health care is in a state of flux, I must tell 

you how very demoralizing this is!!! Great evaluations every year with NO MONEY to back it up! I 

have a good job here, and I enjoy it, but ... honestly, it’s frustrating!” 

IMPROVEMENTS 

Communicate your organization’s pay strategy to employees. 

 When conveying goals and information, keep the following tips in mind: 

 Share information with employees to reduce uncertainty about their jobs and futures. 

 Be willing to share pay ranges and pay information in general terms. 

 Keep pay information confidential. Never discuss an employee’s salary with another 

employee. 

 Work with Human Resources to conduct a study to understand how your pay scale compares 

to other organizations in your region, state, and at the national level. 

 How does the research compare to the goals of the organization? Let’s say your 

organization’s goal is to be at the 50th percentile when comparing pay with other 

organizations, because they offer more benefits, such as a good working environment, better 

health care, higher 401k matching and so on. If research suggests this is the case, 
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communicate this to your employees. If you discover this is not the case, talk to your Human 

Resources representative about potential pay increases. 

 Help employees understand the organization’s financial state. You may have current financial 

circumstances that dictate why the pay is what it is at the present time. 

 Ask your Human Resources representative to share total compensation information with your 

employees. 

 Employees may be focusing only on pay, but the total compensation they receive includes 

other benefits as well. Employees may feel more fairly compensated if they understand the 

whole package. 

 Adhere to your organization’s guidelines for pay/salary review. 

 If you are not sure about the frequency or process for pay/salary reviews, ask your manager 

or Human Resources representative for guidance. 

 Use good judgment when making pay exceptions and consider the impact on others. 

 Review the most recent three years of merit increases for each of your employees and your 

team. Determine if the overall performance ratings for your employees are clearly linked 

to the merit increases that each has been awarded. Take corrective action as appropriate 

based on your review of this information. 

 Compare merit increases with local Cost of Living changes (inflation) to ensure merit 

increases are meaningful. As an example, a 3% merit increase is likely to be frustrating to an 

employee who is living in an area where the Cost of Living increase for the year was 5%. 

Provide adequate training and professional development opportunities. 

 Employees value marketable skills and are likely to feel better about their pay when they feel 

they have opportunities to improve their skills. 

 Work with employees to create individual development plans. When doing so: 

– Provide candid feedback to each employee about their relative strengths and 

developmental opportunities. Ask each employee to define career goals and the 

skills they are working to develop. 

– Provide suggestions for development activities. 

– Help them set realistic time frames. 

– Help them troubleshoot potential obstacles. 

– Schedule periodic (quarterly or semi-annual) meetings to monitor their progress. 

– Revise their plan as appropriate and acknowledge results. 

– Make every effort to ensure that each employee is given time and resources for the 

training and developmental opportunities listed on their plan. 
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– Create flexible work options to allow employees to take classes or outside training, 

even if your organization cannot fund them. Again, this is most effective when 

employees identify specific educational opportunities in which they would like 

to participate. 

– Hold employees accountable consistently for job performance. If employees feel 

that everyone is not held to the same standards, they may feel they are doing more 

and being paid inadequately in comparison to poor performers. 

 Express appreciation and provide meaningful work. 

 Employees are likely to feel more positive about their pay when their work is valued, and they 

feel they are contributing to the organization’s success. Consider the following: 

 Show that individual employees are valued. 

 Take each of your direct reports to lunch at least once each year to thank them for their 

contributions to the team and the organization. 

 Stop by associates’ work areas with the departmental administrator to thank them in person. 

 Leave a handwritten “thank you” sticky note on the employee’s computer screen. 

 Hold a Team Appreciation Day to recognize the value of teamwork. 

 Create a “recognition bulletin board” on which anyone can post a message of praise or 

thanks to another team member for their contribution or help. 

 Ask the editor of your company’s newsletter to create a section to recognize deserving 

employees for specific ideas or accomplishments to improve quality, service excellence, 

or extraordinary teamwork. 

 Praise good work performance, both verbally and officially, through programs such as 

Employee of the Month. 

Minimize job stress. 

 Employees may have a greater appreciation for their pay when they feel their job stress is 

manageable. The higher the perceived stress, the more they believe they should be paid. 

 Clearly define employees’ roles and responsibilities. 

 Give workers opportunities to participate in decisions that affect their jobs. 

 Consult employees about scheduling and work rules. 

 Be sure the workload is suitable to employees’ abilities and resources; avoid unrealistic 

deadlines. 

 Offer rewards and incentives. 

 Provide opportunities for career development. 
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 Promote an “entrepreneurial” work climate that gives employees more control over their 

work. 

 Provide opportunities for social interaction among employees. 

 Establish a zero-tolerance policy for harassment. 

 Make management actions consistent with organizational values. 

 Assess staffing and workload assignments. 

 Talk with employees to find ways to make processes more efficient to mitigate job stress. 

 Be sensitive to work/life balance issues and encourage employees to discuss ways to improve 

how they feel about this issue. 

– Sometimes perceptions of fair pay are directly related to employees’ feelings about 

work/life balance issues like scheduling, having adequate staffing for their unit, flex-

time options, family leave time, and other topics. 
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Organization Domain 
This organization treats employees with respect 

QUESTION DEFINITION 

This item measures the degree to which employees perceive that the culture supports important 
organizational decisions and demonstrates respect for employees. Although this item is greatly 
influenced by the senior leadership, personnel policies, and culture of the organization, each manager 
also plays an important role in shaping the degree to which employees feel respected by the 
organization. Each manager is an ambassador for the organization and is also an advocate for 
employees. This dual advocacy role requires the ability to strike a balance. 

VOICE of THE EMPLOYEE 

 “Everyone here is very respectful and joyous. I like the educational classes we have and the 

importance of making sure we are all doing our job right. I like working here; I have had many great 

experiences.” 

 “I don’t feel that this organization treats us with respect. They never tell us anything, it’s like we’re 

kept in the dark. Even my direct manager has to fight to get information.” 

IMPROVEMENTS 

Consistently model professionalism and respect. 

 Respond politely, always maintain professionalism, avoid telling jokes or making off-handed 

remarks that could offend others, and apologize promptly if you make careless comments. Even 

teasing “in fun” can be construed as disrespectful and may lead employees to think you don’t 

value them. 

 Be aware of anyone who shows disrespect for others. If the offending person works for you, 

coach them on the expected proper behavior. 

 Be intolerant of anyone in your work unit showing disrespect. Model the behavior you expect 

from others. 

 Review the organization’s diversity policy and guidelines with your employees or ask your Human 

Resources representative to do so. 

 Ask employees how the organization is doing in showing respect to all employees, regardless 

of their age, race, gender, or sexual orientation. 

 Reinforce the organization’s zero tolerance for the disrespect of any employee. 

 Be open-minded. A willingness to consider another idea or way of thinking will foster 

communication and lead employees to feel that their opinions are valued. 
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 Act and speak consistently. If consistency is the norm, employees can trust the organization. 

 If you say you are going to do something, make sure you follow through. 

 If you can’t, immediately communicate a change in plans and why the change must occur. 

Consider all employees as equal partners. 

 Get involved. Leaders should know something about each employee (e.g., their name, the name 

of their spouse, their favorite restaurant, etc.). 

Share organizational information at the department-level. 

 You are the direct link between senior management and your employees. Make sharing 

“information from above” part of your regular staff meetings. Allow time for questions and 

discussion. Well-informed employees feel respected. 

 Ask your employees what they want to know. Do they have questions about the profitability 

of your organization, changes in policy, and so on? Seek out the appropriate department or 

person and obtain the answer. 

 Invite senior leaders or others with important information to share, to visit your staff 

meetings. Ask them to speak to employees on matters that impact how employees feel 

about the organization. 

 Avoid blaming senior management for unpopular decisions that may not be well received 

by employees. Often the difference between how employees perceive a decision or new 

policy is determined by the explanation or the “face” put on it by each manager. Serve as the 

bridge between employees and the organization. 

 Communicate the organization’s vision and values. When the organization’s vision is 

communicated, employees feel informed and respected. 

 Connect work unit goals with the organization’s mission. This helps employees feel connected 

and understand how the work they do contributes to the overall mission. 

Solicit feedback from employees about how well the organization shows respect. 

 Arrange for one or more employee focus groups to be conducted, either by yourself or a neutral 

third party, to learn what specific concerns employees have regarding how the organization 

shows, or fails to show, respect for employees. 

 Ask them to describe what “respect” looks like. 

 What would people be saying and doing if they were showing respect? 

 What is working well now? 

 What needs improvement now for the employees to feel respected? 

 Ask employees for their ideas regarding changes the organization could make that would 

increase their sense of being respected by the organization. 
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 Then ask employees to identify the top three to five ideas and make these suggestions 

to senior management. Make sure your recommendations are specific. 

Promote establishing a formal communication plan at the organizational level. 

 When the communication channels are open—both top-down and bottom-up—you can avoid 

rumors and misinformation. 

 Organizations should employ a communication specialist to develop and release internal 

communications. 

 Be transparent in all communications. 

 Regularly e-mail organizational updates. 

 Post news items to your organization’s intranet. 

 Have the CEO send a periodic e-mail to all employees noting: 

– Recent successes of the organization 

– Current events 

– Industry news 

– Personal insights 
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Organization Domain 
This organization provides career development opportunities 

QUESTION DEFINITION 

This statement measures the extent to which an employee feels the organization provides them with 
opportunities to expand their career. One of the secrets to high performance and satisfaction at work is 
the human need to be self-directed, learn and create new things, and move forward in the world. 

Many employees see career development as a way to make a higher income, obtain promotions, and 
become a more valuable employee to the organization. However, career development also fulfills 
employees’ needs for professional growth and personal fulfillment. These needs may be reflected 
differently according to the worker's age and experience. 

A low score on this item could mean that employees do not have enough information about the 
organization’s career development efforts, or it could mean the career development program needs 
improvement. 

VOICE of THE EMPLOYEE 

 “I like how this organization treats both the employees and patients. I am also proud to work in an 

environment that promotes career development and innovation.” 

 “Even before the temporary hold on the nursing ladder progression, there was no clear opportunity 

for career coaching, advancement, or development. Any opportunity gained beyond direct unit 

education is due to an individual seeking it out on their own.” 

IMPROVEMENTS 

Create a culture that values learning. 

 Encourage employees to read industry publications. Make suggestions and ask the team for 

input. Ask if your employees have a favorite blog, forum, website, or magazine that they 

frequently read. 

 Remove obstacles. For example, you might eliminate unnecessary daily tasks so that employees 

have more time to read medical journals and research articles that pertain to their daily work 

in order to develop their professional skills and knowledge. 

 Provide recognition for those who seek training and development opportunities. Model this 

behavior and seek opportunities for yourself. 

 Make knowledge sharing a part of your weekly or monthly meetings. Ask team members to share 

something they’ve learned during the last week or month. 

 Support the transfer of knowledge from experienced employees to new hires and junior staff 

by providing opportunities for collegial interaction. This can be through personal mentoring 
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by matching more experienced, respected employees with newer ones, through casual 

discussions over lunch, or by allocating extra time at staff meetings. 

 Invite Human Resources to provide a learning session focusing on career development, training 

opportunities, job posting processes, and other topics relevant to career growth within the 

organization. 

 Hold staff accountable. Make learning a part of your annual performance review. Ask employees 

to provide you with specific examples of how they kept up with industry news. 

Work with employees to create individual development plans. 

 Recognize natural abilities and strengths within each of your employees. 

 Encourage employees to develop skills in areas of interest. Help develop employees that are 

good at what they do and love what they do. 

 Provide candid feedback to each employee about their relative strengths and developmental 

opportunities. Ask each employee to define career goals and the skills they are working 

to develop. 

 Provide suggestions for development activities. 

 Put employees in touch with other departments or leaders to learn more about what they do and 

to explore different career paths. 

 Encourage employees to conduct informational interviews or help them obtain shadowing 

opportunities with other departments or roles within your department. 

 Help them set realistic time frames. 

 Help them troubleshoot potential obstacles. 

 Schedule periodic (quarterly or semi-annual) meetings to monitor their progress. 

 Revise their plan as appropriate and acknowledge results. 

Ensure employees are given time and resources for training. 

 Support training and education. Set aside time during individual and team meetings to discuss 

new or upcoming opportunities. 

 Ask your employees what training interests them, what skills they would like to develop, and 

how they would like to advance? 

 Create flexible work options to allow employees to take classes or outside training, even if your 

organization cannot fund them. Again, this is most effective when employees identify specific 

educational opportunities in which they would like to participate. 
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 For budgeting purposes, it is helpful to discuss training needs and assess the cost before budget 

deadlines. This will ensure that the appropriate funds are set aside for the upcoming year. 

 This helps you avoid the conversation, “I wish I could support that training, but we just don’t 

have the funding …” 

 If budgets are already set and funding is not possible, be honest. Tell employees that you 

support ongoing training and it will have to wait until funding is available. 

 After an employee has attended a training course, it is important to follow up to ensure that he 

or she has an opportunity to put the training to good use quickly before the new knowledge 

and/or skills become a distant memory. 
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Engagement Indicator Items 
I am proud to tell people I work for this organization 

QUESTION DEFINITION 

This item measures whether employees are proud to work for their organization. Employees who are 
proud of their organization are more engaged in their work, satisfied with their organization as a place 
to work, committed to their organization, willing to recommend their organization as a good place 
to work, and likely to stay with the organization for many more years. 

Note: Engagement items measure the employee’s emotional attachment to, identification with, and 
involvement in the organization. Although the score is an indication of how engaged employees are with 
the organization, Engagement items are not easy to address directly. Often, the best way to act on an 
Engagement item is to focus on low-scoring items in the three primary Domains: Organization, Manager, 
and Employee. The items in these domains represent the key drivers of individual employee 
engagement (i.e., the workforce issues that influence employee engagement). Items in these domains 
are more directly actionable, and improving performance on them will improve the performance 
of Engagement items as well. For this reason, ideas for improvement of Engagement items are often tied 
to other survey item topics. 

VOICE of THE EMPLOYEE 

 “Overall, I believe this is a wonderful place to work. I am proud to work for XYZ Medical Center and 

relay this to the community as the opportunity arises.” 

 “All of the changes that continue to occur are making people upset and not feel valued. Your 

hardest workers, working the worst shifts, are the ones who were rewarded with a pay 

DECREASE?!?! Hello? How could people be “proud” to work here when that happens? I am not 

proud to work here, nor would I EVER tell anyone to bring their child here.” 

IMPROVEMENTS 

Show employees that they are valued by the organization. 

 Too often, employees perform their jobs every day without really knowing how well they are 

helping the organization achieve its goals, improve the patient experience, save cost, improve 

quality, and so forth. Communicate to employees how their efforts are translating into the 

organization’s success. 

 Thank employees for working for the organization. 

 Show employees that they are valued by awarding their long-term service. 

 Publicly give out awards that recognize years of service. 

 Hold retirement parties. 

 Retrain employees if different skills are needed as the organization changes. 



 Employee Engagement 

© 2019 Press Ganey Associates, Inc. 70 

 Look for ways to enhance your benefits program. Also, prepare individual compensation 

statements that show each employee what pay and benefits they receive. 

Foster a climate that recognizes employee contributions and encourages quality work. 

 Listen to employees. Senior management should meet with employees to listen to their ideas, 

suggestions, and concerns. 

 Provide opportunities for all employees to learn new skills by enriching their jobs, providing more 

training, and supporting their desire to take outside courses. 

 Take each of your direct reports to lunch at least once each year to thank them for their 

contributions to the team and the organization. 

 Stop by associates’ work areas with the departmental administrator to thank them in person. 

 Create a “WOW” award program designed to reward behaviors that illustrate “living the mission 

and values” of your organization. 

 Develop awards to encourage specific performance. For example, “Leadership at All Levels” 

award, “Hang-Glider” award for risk taking, or “Behind the Scenes” award for valuable support. 

 Acknowledge the team in the department/organization newsletter and include a photo of the 

whole team. 

 Hold a Team Appreciation Day to recognize the value of teamwork. 

 Arrange for each of your direct reports to have lunch once each year with your senior manager as 

a way of structuring recognition from “the top” of the organization. 

 Create a “recognition bulletin board” on which anyone can post a message of praise or thanks 

to another team member for their contribution or help. 

Highlight the organization’s strengths. 

 Speak positively about the organization. Take opportunities to highlight the organization’s 

strengths with employees, patients, family members, and community members. 

 Specifically, talk about what your organization is doing well. Highlight examples of work units or 

areas in your organization where perceptions of quality care and service are positive. 

 Identify examples of high-quality care across the organization. 

 Be a responsible corporate citizen. Support local charities, be active in the community, conduct 

environmentally-safe business practices, and provide time for employee volunteering. 
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Engagement Indicator Items 
I would stay with this organization if offered 

a similar position elsewhere 

QUESTION DEFINITION 

This item measures whether employees would choose to leave the organization if a similar opportunity 
arose elsewhere. Retaining employees helps the manager in three ways. First, the “intellectual value” 
of the work unit will be greater, so more and better work can be done. Second, the internal and external 
customer groups being served will be more satisfied. Third, the high cost of employee turnover can be 
avoided. 

Note: Engagement items measure the employee’s emotional attachment to, identification with, and 
involvement in the organization. Although the score is an indication of how engaged employees are with 
the organization, Engagement items are not easy to address directly. Often, the best way to act on an 
Engagement item is to focus on low-scoring items in the three primary Domains: Organization, Manager, 
and Employee. The items in these domains represent the key drivers of individual employee 
engagement (i.e., the workforce issues that influence employee engagement). Items in these domains 
are more directly actionable, and improving performance on them will improve the performance 
of Engagement items as well. For this reason, ideas for improvement of Engagement items are often tied 
to other survey item topics. 

VOICE of THE EMPLOYEE 

 “I like the culture that is cultivated here. The staff are nice to each other, both up and down the 

ladder (MD to RN to CNA). That, above all else, is why I would stay here.” 

 “I used to think this was the best place I have ever worked but now I'm not so sure. The constant 

overtime, PTO freezes, lack of communication, and constant change of management have taken a 

toll on me and my views of this organization. Two years ago, I planned to work for this organization 

till I retired. I enjoyed my job, admired my manager, and felt that she respected me. Now I dread 

coming to work.” 

IMPROVEMENTS 

Champion purpose. 

 Purpose is a very important influence on job satisfaction and retention. 

 Employees who derive meaning and significance from their work and can see how they 

contribute to the organization as a whole, are more likely to stay. 

 Show staff how they touch the lives of patients. Help them see how they work to eliminate 

suffering. 

http://theenergyproject.com/blog/why-you-hate-work
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 Provide new opportunities. Encourage employees to participate in special projects such as 

hosting a 5K fundraiser or creating a video on “meaningful work” for employees, showing 

them doing what they love with patients and all the positive outcomes. 

 Ask employees for their point-of-view and listen to their voices. Ask them what’s working, 

what’s not, what new direction should be explored, if there’s a new way of doing the work 

and so on. 

 Encourage, pay attention to, and use employee input and feedback. 

 Don’t micromanage. For example, you assign an employee to a special project such as 

coordinating your “give back to the community” day. Define your expectations, minimize 

your input, give her complete control, and check-in once during the project. Giving your 

employees autonomy gives them a sense of accomplishment. 

 Work with your employees and together help develop career paths with them. Don’t simply 

ask, “What would you like to be doing 1 year from now, 5 years from now….” Make sure 

your employees are gaining the skills and building the relationships that will lead them 

in that direction. For example, an emergency department nurse would like to become a unit 

manager. Help him or her identify the skill set necessary to succeed. You might suggest 

taking a management course or meeting regularly with a mentor who is a current unit 

manager. 

 Conduct exit interviews when employees leave the organization. Use this feedback 

to improve your culture and retention. 

Make sure employees have what they need to do their jobs efficiently and effectively. 

 Institute leader rounds on staff. 

 Rounds provide real-time feedback on how the organization is meeting patients’ and 

families’ needs as well as identifies opportunities for improvement. Effective leaders know 

that organizations can only get better if they listen to patients and to the caregivers on the 

front line. 

 Leaders should ask the following questions during rounds on staff: 

– What are we doing well? 

– What are we not doing well? 

– What can we do to improve staff engagement and patient experience? 

– Do you have all the resources you need to do your job? 

 It is essential to follow up on issues identified during leader rounds. 

– Document identified issues during every round. 

– Track and review trends recognized through rounds. 

– Ensure that you have timely follow-up on employee requests. Keep staff informed 

of progress on issues of interest to develop the trust that makes leader rounds 

effective. 
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– Don’t make promises to employees that you cannot keep. Failure to follow-through 

reduces trust and can engender feelings of disrespect. 

Personalize employee recognition. 

 Identify each team member’s preferences, including how he or she likes to be recognized. 

 Have each team member fill out a form that identifies his or her preferences. Here are some 

example questions you can include: 

– What work accomplishments would you like to receive recognition for? 

- Working on special projects 

- Staying late 

- Contributing innovative ideas 

- Improving existing processes 

– How would you like to be recognized? 

- Verbally 

- Lunch with your supervisor 

- Note card 

- Emails 

– Would you like to be recognized privately or publicly? 

– What are some of your favorite things? 

- Favorite snack 

- Favorite restaurant 

- Favorite candy bar 

- Favorite sports team 

- Favorite store 

- Favorite flower 

Give frequent and actionable feedback on job performance. 

 Employees become frustrated when there is a lack of feedback because they don’t know how 

to improve. to eliminate this source of frustration, think about the following: 

 When offering performance feedback, how much information do you supply? 

 Are you prone to just giving a single rating like “Meets Expectations” on a performance 

evaluation? 

 Do you deliver the monthly patient experience scores to your staff with the directive to “get 

better,” but no direction as to what should change or how? 
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 Eliminate employee guesswork with specific improvement suggestions. This enables 

employees to improve performances that drive exceptional patient experience outcomes. 

 Share patient comments that single out specific performance behaviors like, “Nurse Jane 

always stopped everything she was doing and looked me in the eye when I shared my 

concerns.” 

 Conduct routine observations of staff to provide immediate feedback on their performance. 

 Low performers need to be reassigned, coached to success or, in some cases, they need 

to be removed from the organization. Leaving low performers or disruptive employees 

in place is a sure way to hurt morale among the rest of the team. 

Build bonds between all members of a team. 

 Create ways for employees to interact on a social level and learn more about each other. 

 Have fun together with lunch or other activities shared by your team. Employees who can 

connect with their peers on a personal level are more likely to feel they belong. 

 Be alert to your own biases. 

 Managers are people and its human nature to like some employees better than others. Look 

inward and strive to treat all employees equally. 

 Respect and leverage the diversity of your work unit. Be intentional about making all 

employees feel they belong. 

 Check in with your employees regularly and ask how you’re doing. Don’t wait until the next 

employee survey. 

 Participate beyond the role of “leader” by working side-by-side with employees in carrying out 

the work of the team. These efforts can help you both better understand the day-to-day work 

of the team and help build more effective bonds with individual team members. 

Provide competitive pay and benefits. 

 Be willing to share pay ranges and pay information in general terms. 

 Work with Human Resources to conduct a study to understand how the organization’s pay scale 

compares to other organizations in your region, state, and at the national level. 

 How does the research compare to the goals of the organization? Let’s say your 

organization’s goal is to be at the 50th percentile when comparing pay with other 

organizations, because they offer more benefits, such as a good working environment, better 

health care, higher 401k matching and so on. If research suggests this is the case, 

communicate this to your employees. If you discover this is not the case, talk to your Human 

Resources representative about potential pay increases. 
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 Ask your Human Resources representative to share total compensation information with your 

employees. 

 Employees may be focusing only on pay, but the total compensation they receive includes 

other benefits as well. Employees may feel more fairly compensated if they understand the 

whole package. 

 Review the most recent three years of merit increases for each of your employees and your 

team. Determine if the overall performance ratings for your employees are clearly linked to the 

merit increases that each has been awarded. Take corrective action as appropriate based on your 

review of this information. 

 Compare merit increases with local Cost of Living changes (inflation) to ensure merit increases 

are meaningful. As an example, a 3% merit increase is likely to be frustrating to an employee who 

is living in an area where the Cost of Living increase for the year was 5%. 

Help reduce stress among your staff. 

 Offer on-site and virtual stress management classes. 

 Make sure these classes are offered at a variety of times, are relatively short and that they 

make sense for busy employees. 

 Tailor strategies and techniques that are applicable to the health care environment, such as 

deep breathing that can be performed during a quick meal break. 

 Encourage staff to participate by raffling off gift certificates for massages, spa treatments, 

and so forth. 

 Provide a place for staff to come together. 

 Break rooms and staff lounges can be more than just a place to eat a quick lunch. 

 Social interaction can help reduce stress, encourage staff to take breaks together when 

possible to build a sense of community. 

 Develop a mentor program. Pairing staff together can boost engagement and helps in long-term 

retention and professional development. 

 Employees who feel competent in their jobs are less likely to feel anxious. Minimize job stress 

by offering continuing education programs and frequent training. 

Conduct stay interviews. 

 Stay interviews are structured 1:1 discussions led by a manager or other leader to learn 

ways to strengthen an employee’s engagement and retention and to build trust. 

 These should be held separately from annual reviews with a sole focus on what leadership 

can do for the employee. 
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 According to the Society for Human Resource Management, there are five key questions for 

conducting a Stay Interview. Each question has additional probing questions to get the most 

out of the employee’s feedback. 

1. What do you look forward to about your work? 

– Give me an example 

– Tell me more about… 

– Who do you look forward to working with the most? 

2. What are you learning here, and what do you want to learn? 

– Which other jobs here look attractive to you? 

– What skills do you think are required for those jobs? 

– What skills would you have to build to attain those jobs or some responsibilities 

of those jobs? 

3. Why do you stay here? 

– Tell me more about why that is so important to you. 

– Is that the only reason you stay or are there others? 

– If you narrowed your reasons to stay to just one, what would it be? 

4. When is the last time you thought about leaving us, and what prompted it? 

– Tell me more about how that happened. Who said what? 

– What's the single best thing I can do to make that better for you? 

– How important is that to you now on a 1-10 scale? 

5. What can I do to make your job better for you? 

– Do I tell you when you do something well? 

– Do I say and do things to help you do your job better? 

– What are three ways I can be a better manager for you? 

  

https://www.shrm.org/resourcesandtools/hr-topics/employee-relations/pages/how-to-conduct-stay-interviews-part-2.aspx
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Engagement Indicator Items 
I would recommend this organization 

to family and friends who need care 

QUESTION DEFINITION 

This item measures employees’ confidence in the quality of care at their organization and is a key 
indicator of their engagement. Their willingness to recommend the organization to their family and 
friends reveals that confidence. 

Note: Engagement items measure the employee’s emotional attachment to, identification with, and 
involvement in the organization. Although the score is an indication of how engaged employees are with 
the organization, Engagement items are not easy to address directly. Often, the best way to act on an 
Engagement item is to focus on low-scoring items in the three primary Domains: Organization, Manager, 
and Employee. The items in these domains represent the key drivers of individual employee 
engagement (i.e., the workforce issues that influence employee engagement). Items in these domains 
are more directly actionable, and improving performance on them will improve the performance 
of Engagement items as well. For this reason, ideas for improvement of Engagement items are often tied 
to other survey item topics. 

VOICE of THE EMPLOYEE 

 “I enjoy working here because I like to see the whole staff coming together to help a patient. I like 

the fact that the majority of employees are helpful, beneficial assets to the organization. I like being 

able to come to work and helping someone out. Based on what I have seen while working here, I 

would recommend this organization to others.” 

 “It seems that our units get direction from senior level management and we follow the rules, while 

other medical units are not held to the same standards. I also am frustrated by the lack 

of Neurological/Neurosurgery coverage. How can I recommend this organization to my family, when 

we do not have adequate resources to care for them?” 

IMPROVEMENTS 

Solicit feedback from employees about why they would or would not recommend the 

organization to family and friends. 

 Conduct a “What can we do?” session with your staff. If you do not feel comfortable leading this 

discussion, consider utilizing an outside facilitator provided by your Human Resources 

department. The objective is to identify the set of issues influencing employee engagement. 

 Have refreshments and an informal atmosphere to communicate that “we’re all in this 

together.” 

 Thank employees for working for the organization. 
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 Communicate success. Highlight: 

– Safety achievements. 

– Above average comparisons. 

– Quality standards and how your organization excels. 

– Any awards your facility has recently received. 

 Communicate opportunities for improvement. 

– Review the key drivers of employee engagement included in your survey results. 

These items are the ones most significantly influencing your Engagement Indicator 

score. by improving in these areas, your Engagement item scores should see positive 

results in future surveys. 

 Listen to and discuss quality concerns and suggestions with your team. Keep the session 

positive by focusing on the goal of being a healing force in your community and the 

awareness that it takes everyone to make that happen. 

 Discuss the value of every employee’s contribution to the organization’s success. 

– What specific steps, even if small, could your group take to contribute to the quality 

of care and to model that for others? 

– Document the outcomes and ideas generated, summarizing the issues and potential 

solutions. 

– Share your outcomes and commitments with quality improvement representatives 

and other leaders. 

Institute leader rounds on staff. 

Leaders round on their staff and patients to connect teams’ work to outcomes and to improve the 

patient experience. Rounds provide a time to not only build relationships, but also to be a role model, 

assess employee morale, recognize wins, and identify and remove barriers that prevent staff from doing 

their jobs. in addition, rounds provide real-time feedback on how the organization is meeting patients’ 

and families’ needs as well as identifies opportunities for improvement. Effective leaders know that 

organizations can only get better if they listen to patients and to the caregivers on the front line. 

 Leaders should ask the following questions during rounds on staff: 

 What are we doing well? 

 What are we not doing well? 

 What can we do to improve staff engagement and patient experience? 

 To determine goals for the leader rounds process, use the organization’s patient experience 

priority index to identify the variables that are most important to patients. 
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 Duration and length of rounds will vary by area but should be scheduled on a consistent basis per 

predetermined guidelines. It is important to establish a calendar for leader rounds to ensure it is 

practiced on a regular basis. Schedule leader rounds so as not to surprise staff and physicians. 

 It is essential to follow up on issues identified during leader rounds. 

 Document identified issues during every round. 

 Track and review trends recognized through rounds. 

 Ensure that you have timely follow-up on employee requests. Keep staff informed 

of progress on issues of interest to develop the trust that makes leader rounds effective. 

 Don’t make promises to employees that you cannot keep. Failure to follow-through reduces 

trust and can engender feelings of disrespect. 
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Engagement Indicator Items 
I would like to be working at this organization three years from now 

QUESTION DEFINITION 

This item measures how employees feel about their likelihood to remain with the organization for the 
next several years. in short, employees who say they would like to stay with the organization are more 
likely to stay with the organization. Retention has three clear benefits. First, the “intellectual value” 
of the work unit will be greater, so more and better work can be done. Second, the internal and external 
customer groups being served will be more satisfied. Third, the high cost of employee turnover can be 
avoided. 

Note: Engagement items measure the employee’s emotional attachment to, identification with, and 
involvement in the organization. Although the score is an indication of how engaged employees are with 
the organization, Engagement items are not easy to address directly. Often, the best way to act on an 
Engagement item is to focus on low-scoring items in the three primary Domains: Organization, Manager, 
and Employee. The items in these domains represent the key drivers of individual employee 
engagement (i.e., the workforce issues that influence employee engagement). Items in these domains 
are more directly actionable, and improving performance on them will improve the performance 
of Engagement items as well. For this reason, ideas for improvement of Engagement items are often tied 
to other survey item topics. 

VOICE of THE EMPLOYEE 

 “The reputation that this institution has throughout the community makes me proud to say that this 

is where I work, and I have been working here for the past 25 years. in addition, I plan to work here 

for another 3–5 years.” 

 “They went directly to cutting the pay of all the worker bees. This action communicated to me that 

they don't really respect or value us, especially because I didn't hear of the CEO or CFO or higher up 

people offering to take pay cuts. This changed my responses to the question whether I would like 

to be working here in three years and whether I would stay with this company if offered similar 

benefits and pay elsewhere. They're really not giving people any incentive to stay.” 

IMPROVEMENTS 

Communicate clearly and respectfully. 

 Be supportive and helpful. Institute an “open-door” policy. This will ensure that employees from 

all levels of the organization understand that they can come to you with any work issue. Help 

with issues when they arise—manage conflict and assist with tasks to ease the workload. 

 Keep your employees informed through e-mail updates, individual and team meetings, casual 

conversations, newsletters, bulletin boards postings, and so on. 
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 Be appreciative. Reward success appropriately, send a quick thank you e-mail, recognize 

employees during team meetings, etc. Employees who feel appreciated and successful are less 

likely to leave. 

 Maintain eye contact and look employees in the eye. If they are sitting, you should sit as well. 

 Avoid interrupting employees; it is a sign of disrespect. 

 Practice active listening skills. Lean forward, nod, and use phrases such as, “I understand” or 

“Can you tell me more.” 

 Communicate the organization’s vision and values. When the organization’s vision is 

communicated, employees feel informed and respected. 

 Respond politely, always maintain professionalism, avoid telling jokes or making off-handed 

remarks that could offend others, and apologize promptly if you make careless comments. Even 

teasing “in fun” can be construed as disrespectful and may lead employees to think you don’t 

value them. 

Trust your employees with responsibility. 

 Give all employees a sense of importance and responsibility. 

 If employees understand exactly how their work is essential to the organization’s success, they’ll 

have added motivation to succeed in their jobs. 

 For example, a member of environmental services might not think emptying the trash can 

in a patient’s room is important. But keeping the room clean and free from trash can 

promote a peaceful and healing environment. It sends a message to patients and families 

that the organization cares about cleanliness and safety. 

Provide advancement opportunities. 

 Employees want to feel that their hard work is being rewarded. Reward exceptionally smart, 

resourceful, and hard-working employees by promoting them. A nurse who started as a CNA and 

has advanced into a management position through hard work is much more likely to be loyal 

to your organization. 

 It’s not enough to simply “offer” the potential for advancement—it’s also important to make 

sure that employees understand how they can advance. Help them understand the step-by-step 

process. 

 Invite a career counselor to meet with your team and discuss advancement. 

 Try to promote from within your workforce rather than recruiting outsiders into management 

roles. 

 Hiring an outsider to fill a management position when there are qualified employees with 

years of experience who could do the job can give the impression that you don’t care about 

your employees’ accomplishments. 
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Improve Human Resources practices. 

 Hire selectively. Ensure that the people you hire are right for the job in the first 

place.http://www.wikihow.com/Reduce-Employee-Turnover - _note-4 Picking employees that 

have the right qualifications and personality for the job you’re hiring for increases the chance 

that that they will learn more quickly, perform better, and feel more confident in their new roles. 

 When interviewing candidates, consider the following: 

 Skills—Does this person have what it takes to be a star player? Do they have the clinical skills 

necessary to perform the job? Is additional training required? 

 Intelligence—Does this person have the smarts or creativity necessary to perform under 

pressure? 

 Personality—Does this person fit your company culture? 

– It is important to emphasize that “fit” doesn’t necessarily mean “like everyone else.” 

Selection decisions should be made with current and future state in mind, and with 

consideration for the value of diversity in skill, knowledge, culture, background, and 

perspective. 

Offer competitive pay and benefits. 

 Offer competitive pay. If you’re willing to pay your employees more than your competitors, 

they’ll be less likely to leave. Well-paid employees have an incentive to work harder and commit 

themselves to their job. 

 By offering affordable benefits like health insurance, dental insurance, 401K plans, you can make 

a job at your company more appealing than one at a competitor’s, decreasing employee 

turnover. 

 Review your benefits package at least once a year to make sure your offerings are still 

competitive. 

 Be aware of the benefits your biggest competitors are offering their employees. 

 Ensuring your employees have decent health coverage can be beneficial; remember that 

healthy employees are productive employees. 

Organize for employee retention. 

 Retrain managers with high turnover. Sometimes, high turnover can be a result of a supervisor’s 

management style. If this is the case, strongly consider re-training the problematic managers 

before firing them and searching for replacements. 

 Consider alternative roles for unhappy employees. Sometimes, otherwise productive employees 

just aren’t a great “fit” for the job they’ve been given. Although they may work hard, their 

personalities or skill sets may keep them from reaching the full potential of their roles. in these 

http://www.wikihow.com/Reduce-Employee-Turnover#_note-4
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cases, try to avoid dismissing these employees until you’ve considered other roles or duties for 

them. 

 Avoid frequent reorganization, as these events can lead to a culture of fear and uncertainty 

in your workforce and encourage employees to seek out stable jobs. 

 If a major company-wide reorganization is unavoidable, minimize the morale damage 

by clearly communicating to your remaining employees why the reorganization had 

to happen and explaining that their jobs are not in danger in any way. Though there will 

probably still be some lingering unease, good communication can help keep the damage as 

minimal as possible. 

 Don’t be afraid to dismiss poor-performing employees. Employees who perform poorly have a 

negative attitude or are grossly incompetent can contribute to loss of morale and spread 

negativity to others on your team. Don’t be afraid to get rid of employees with bad attitudes. 

 Regularly review and assess employee concerns. Merely asking your employees what makes 

them unhappy isn’t enough—to keep them feeling valued, you’ll need to make a reasonable 

effort to address their concerns and show them that you’re making this effort. If your employees 

can see that their comments and suggestions are being taken to heart, they’ll feel like they’re 

being listened to and that their opinions matter. 

 Encourage teamwork. Employees that are part of a strong team are less likely to leave your 

organization. 

Develop an organization-level strategy for addressing burnout. 

 If an employee’s work is stressful, monotonous, or extremely difficult, different jobs with 

comparatively easy workloads will start to look more attractive. 

 Excessively long hours can cause burnout. Employees who are burned out take longer to perform 

the same tasks as they normally would, deal poorly with problems requiring critical thinking or 

creativity, make more mistakes and waste time engaging in recreational or personal activities at 

work. Organizational leaders should: 

 Understand and communicate the importance of burnout, accept responsibility for 

addressing the external stressors that contribute to it, and offer resources to help 

employees cope with the inherent stressors. 

 Measure employees’ engagement and resilience. 

 Increase awareness and experience of inherent rewards. Inherent rewards include the joy 

that comes from helping people at their most vulnerable and the pride of doing meaningful 

work. 

 Caregivers can experience some level of suffering and compassion fatigue after giving their all 

and spending long hours caring for patients. It is often difficult for managers to recognize when 
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an employee is experiencing the symptoms of burnout: emotional exhaustion, detachment from 

one’s work, loss of fulfillment, and a reduced sense of accomplishment. 

 Recognize employee burnout by demonstrating empathy and addressing the issue. For 

example, a manager might say the following to a direct report: “I appreciate you putting 

in all of these hours over the holidays. I can imagine it is tiresome and tough to spend so 

much time away from your family. I just want you to know I appreciate all you do. Let’s talk 

about how we can get your workload back in balance.” 

Conduct exit interviews. 

 An exit interview is your chance to learn what went wrong with an unhappy or unproductive 

employee who is leaving the organization. Some common questions asked in an exit interview 

are: 

 What is your reason for leaving? 

 Did something trigger this decision? 

 Did you have the proper training to do your job effectively? 

 Were you satisfied with pay and benefits? 

 What would you do to improve the workplace? 

 What did you like most about this organization? 

 What did you like least about this organization? 

 “What was your favorite/least favorite part of the job?” 

 “Was there anything that made it difficult for you to perform your duties properly?” 

 “In the future, how could we avoid the types of challenges you faced in your job?” 

 “Is there anything you wish the organization had done that it didn’t do?” 
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Engagement Indicator Items 
I would recommend this organization as a good place to work 

QUESTION DEFINITION 

This item measures employees’ assessment of the organization as a good place to work. Employees 
assess this differently than when recommending a facility to family and friends where the primary 
dimension is quality of care. 

Low scores on this item indicate the potential risk of the employee leaving the facility. Because this 
survey item reflects a composite of employees’ feelings about a variety of issues, taking action 
to improve other low-scoring survey items will help improve the overall opinions that employees share 
of the workplace. 

Note: Engagement items measure the employee’s emotional attachment to, identification with, and 
involvement in the organization. Although the score is an indication of how engaged employees are with 
the organization, Engagement items are not easy to address directly. Often, the best way to act on an 
Engagement item is to focus on low-scoring items in the three primary Domains: Organization, Manager, 
and Employee. The items in these domains represent the key drivers of individual employee 
engagement (i.e., the workforce issues that influence employee engagement). Items in these domains 
are more directly actionable, and improving performance on them will improve the performance 
of Engagement items as well. For this reason, ideas for improvement of Engagement items are often tied 
to other survey item topics. 

VOICE of THE EMPLOYEE 

 “I have confidence in our leadership’s abilities. I would recommend this organization as a good place 

to work. I enjoy working with my coworkers. This is a great place to work.” 

 “When I started here 5 years ago, I was very proud to say I worked here. I felt the organization 

treated the employees well and respected them. Things have changed and, in the past year, we as 

employees seem to matter less and less. I would not recommend this organization as a good place 

to work.” 

IMPROVEMENTS 

When soliciting employee input, demonstrate that you are listening. 

 Minimize external distractions. Stop what you are doing. Put away your phone or other mobile 

devices look up from your computer or paperwork and acknowledge the employee. 

 Face the employee. Sit up straight or lean forward slightly to show your attentiveness through 

body language. 

 Maintain appropriate eye contact, to the degree that you all remain comfortable. 
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 Be engaged. Respond appropriately to show that you understand. Nod and raise your eyebrows 

when appropriate. Use direct prompts, such as: “Tell me more about that.”; “Can you give me an 

example?”; “What other thoughts do you have?”; “What do you think would happen if…?”; and 

“Is there anything else you would do?” 

 Focus solely on what the employee is saying. Try not to think about what you are going to say 

next. 

 Engage yourself. Ask questions for clarification but wait until the employee has finished. That 

way, you won’t interrupt their train of thought. After you ask questions, paraphrase their point 

to make sure you didn’t misunderstand. Start with: “So you’re saying …” 

 Monitor your listening to talking ratio; strive to achieve an 80/20 ratio of listening/talking. 

 Understand that not all employees will be comfortable sharing information in a face-to-face 

manner. Encourage more introverted employees to write down their ideas prior to your meeting. 

 Treat all employees fairly and equally. Avoid the perception of “playing favorites” or always 

asking the same individuals for input. 

 It’s OK to have fun. Include fun and humor in your work environment. 

 Be personal and engaging. Develop meaningful relationships with your employees so you can 

better understand what’s on their mind. 

 Encourage open dialogue. For example, learn to be a good storyteller. Humans remember 

narratives better than discrete and unrelated facts. Look for ways to communicate key ideas 

in storyline formats. 

Highlight the organization’s strengths. 

 Speak positively about the organization. Take opportunities to highlight the organization’s 

strengths with employees, patients, and family members. Do so both within the walls of the 

facility and out in the community. 

 Specifically talk about what your organization is doing well. Highlight examples of work units or 

areas in your organization where perceptions of quality care and service are positive. 

 Identify examples of high-quality care across the organization. 

 Give back to the community. Act as a responsible corporate citizen by supporting local charities, 

being active in the community, conducting business in an environmentally safe fashion, and 

providing time for employees to volunteer in the community. 

Develop an organization-level strategy for addressing burnout. 

 Organizational leaders should: 

 Understand and communicate the importance of burnout, accept responsibility for 

addressing the external stressors that contribute to it, and offer resources to help 

employees cope with the inherent stressors. 
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 Measure employees’ engagement and resilience. 

 Increase awareness and experience of inherent rewards. 

– Inherent rewards include the joy that comes from helping people at their most 

vulnerable and the pride of doing meaningful work. Help employees feel a sense 

of personal accomplishment in the work they do. Too often, employees perform 

their jobs without really knowing how well they are helping the organization achieve 

its goals, improve the patient experience, save cost, improve quality, and so forth. 

Communicate to employees how their efforts are translating into the organization’s 

success. 

Review, update, and improve orientation and onboarding activities for new team 

members. 

 Ask employees to help develop a recruitment program for new employees. Ask the team 

to identify the selling points of your organization. 

 Establish/maintain mentor relationships at the department level throughout the first 90 days 

of employment, and through the entire first year if needed. 

 Conduct structured new hire check-ins at 30, 60, and 90 days of employment to understand the 

employee’s level of engagement, social support, knowledge gaps, and current needs. 

 The 30-day check in could include topics like assessing if the job meets their expectations, 

how welcome they feel in their department/team/unit, awareness of job expectations, level 

of support, etc. 

 The 60- and 90-day check ins could include topics like current satisfaction/job stress, level 

of comfort asking for help, how they feel the integration into the organization is going, etc. 

 Continue to meet with new hires throughout the first year to assess performance, 

engagement, job stress, flight risk, etc. This will allow you to get a sense of how the 

employee is deriving joy from their work and understand what motivates them to stay 

engaged. 

 Conduct entrance interviews with new hires after one month to learn what brought them to your 

organization and to find out if their experience to date is consistent with their expectations. 

Conduct exit interviews. 

 An exit interview is your chance to learn what went wrong with an unhappy or unproductive 

employee who is leaving the organization. Some common questions asked in an exit interview 

are: 

 What is your reason for leaving? 

 Did something trigger this decision? 

 Did you have the proper training to do your job effectively? 

 Were you satisfied with pay and benefits? 
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 What would you do to improve the workplace? 

 What did you like most about this organization? 

 What did you like least about this organization? 

 “What was your favorite/least favorite part of the job?” 

 “Was there anything that made it difficult for you to perform your duties properly?” 

 “In the future, how could we avoid the types of challenges you faced in your job?” 

 “Is there anything you wish the organization had done that it didn’t do?” 
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Engagement Indicator Items 
Overall, I am a satisfied employee 

QUESTION DEFINITION 

Employee engagement is influenced by many factors. The Press Ganey employee survey measures many 
of the variables that impact employee satisfaction, such as the work itself, the manager, the 
organization, and compensation. Overall, Press Ganey’s research shows that employees feel satisfied 
when they are appreciated and respected—and when they enjoy their work, their coworkers, and their 
relationships with managers. in addition, organizational and managerial support of employees’ 
work/personal life balance influences employee engagement. Finally, employees want to take pride 
in the organization’s services and products. 

Note: Engagement items measure the employee’s emotional attachment to, identification with, and 
involvement in the organization. Although the score is an indication of how engaged employees are with 
the organization, Engagement items are not easy to address directly. Often, the best way to act on an 
Engagement item is to focus on low-scoring items in the three primary Domains: Organization, Manager, 
and Employee. The items in these domains represent the key drivers of individual employee 
engagement (i.e., the workforce issues that influence employee engagement). Items in these domains 
are more directly actionable, and improving performance on them will improve the performance 
of Engagement items as well. For this reason, ideas for improvement of Engagement items are often tied 
to other survey item topics. 

VOICE of THE EMPLOYEE 

 “I really enjoy working for this organization because I feel appreciated. I know that my manager 

cares about what I think because I’m asked for input and recognized for top performance. I love 

working with and taking care of patients’ needs and goals.” 

 “I used to be very satisfied with my job in every aspect. However, during this past year, I have felt 

that our organization is taking a huge step backwards instead of moving forward. This has truly 

impacted my job satisfaction and made me question the direction our organization is going.” 

IMPROVEMENTS 

Create a culture of respect and appreciation. 

 Encourage respectful dialogue and the sharing of different opinions during meetings. 

 Ask senior management to meet periodically with your employees to reinforce the connection 

between their job and the organization’s success. 

 Share why you work for the organization and thank employees for choosing to work at the 

facility. 

 Ask your team to share positive stories they experienced in the past week. 

 Recognize employees for their good work during staff meetings. 
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 Start an Employee of the Month program. Each month acknowledge a high-performing employee 

by letting him or her take the day off. 

 Send thank you emails to your employees. 

 Send thank you notes to employees in other departments who have made your department’s 

work easier or better. 

 Post appreciation notes on a bulletin board or on an employee’s computer. 

 Immediately address any concerns about bullying, rudeness, or unprofessional behavior that may 

undermine how well employees work together. 

 When unhealthy interpersonal dynamics develop within teams—such as competitiveness, 

large authority gradients, or bullying—employee engagement and patient care suffers. 

– Teams in “survival or “self-protection” mode have a difficult time fully focusing 

on their patients, see more absenteeism and turnover, and have more employee 

relations issues. 

 Speak up when colleagues are rude. It puts them on alert that somebody is watching and 

cares how everyone is treated. 

Ask employees for their input before final decisions are made. 

 Establish a block of time at regular team meetings to allow for employee input and discussion 

of decisions that will affect them. Review employee input as a team and discuss the pros and 

cons of each idea. 

 Record employee ideas. Consider using a flip chart or Excel spreadsheet. Review the list 

periodically so that all ideas are considered and discussed. 

 Don’t forget the introverts on your team. They are less likely to speak up unless they’ve had 

time to process the information beforehand. Consider adopting a pre-communication 

strategy. E-mail employees before team meetings to explain that a decision needs to be 

made regarding topic XYZ. Ask staff to come prepared to discuss. 

 Set clear expectations. Let employees know that you expect their full participation and make 

participation in team problem-solving a performance requirement. Give employees 

feedback periodically. 

 Consider using an online survey to gather staff input. 

– For example, you’d like your team to decide what key pieces of information should 

be included on patient whiteboards. Set up a survey to see how employees prioritize 

that information (e.g., “On a scale of 1–10, rate the importance of including pain 

level, employees contact information, daily goals, etc. on the whiteboard”). Review 

results during your team meetings and encourage discussion. 

 Hold a monthly brainstorming session. This gets everyone on your team involved in the 

decision-making process. Each month, make a list of the problems that need solutions, 
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ongoing project, and areas where your team could improve. Then, conduct a meeting 

to gather your employees’ opinions. 

– Consider creating a rewards program for those ideas or solutions that are chosen 

and successful. Be creative, consider a quarterly contest. Award the best ideas with 

a gift card or a special lunch. 

Create an employee interview selection team. 

 Invite current employees to evaluate potential job candidates. This allows them to participate 

in the selection of new coworkers, a factor that impacts their jobs daily. 

 Train employees in legal and effective interviewing. If your organization uses a formal 

process, make sure the employee is familiar with it and understands what’s expected 

of them. 

 When considering new hires, ask the selection team to compare potential candidates and 

provide feedback to the hiring manager and Human Resources (e.g., feedback can include 

whether the candidate is a good cultural fit and should be invited back for a second 

interview). 

– It is important to emphasize that “fit” doesn’t necessarily mean “like everyone else.” 

Selection decisions should be made with current and future state in mind, and with 

consideration for the value of diversity in skill, knowledge, culture, background, and 

perspective. 

Support work/life balance. 

 Encourage the use of vacation and sick-leave time. 

 Be familiar with your formal leave policy for employees with dependents. Recognize and 

encourage employees to use programs like the Family Medical and Leave Act (FMLA) when they 

need to care for sick children or elderly parents. 

 Be aware of how often your employees take work home. Although this is sometimes necessary, 

it shouldn’t be the norm. 

 Work with employees to understand the importance of getting work done at work. Develop 

plans, schedules, and prioritization methods (if necessary) to ensure success. The line 

between work and home lives tends to blur when employees regularly take work home. 

 Sponsor a community service day. Recognize that employees obtain life satisfaction from 

projects or work outside of their regular jobs. 
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Appendix: Supporting Tactics 
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Data Use and Learning 

Comment Analytics 

 

Comment analytics leverages Natural Language Processing (NLP) to assess and review open-ended 
survey items. The technology will group similar themes and concepts together to provide leaders with 
an overall frequency report to better assess workforce engagement and important elements of culture. 

Use comment analytics to gain a deeper understanding of employee perceptions and 

observations of culture, teamwork, and care delivery. 

 Comment analytics: 

 Quantifies and analyzes qualitative data for action. 

 Enables identification of emerging trends and root causes. 

 Uses sentiment analysis to represent the emotional tone in the comment text. 

– The purpose is to determine how the employee feels about the topic they are 

writing about. 

– The goal is to determine if the emotion or attitude of the employee is positive, 

negative, or neutral/mixed. 

 Thematic and visual organization of comment responses and sentiments enable deep dives into 

certain themes and concepts. 

 For example, a leader can isolate and display comments about benefits and pay and then 

discern positive from negative sentiments to uncover inconsistencies in perspectives and 

opinion. 

 Quantitative analysis of qualitative data provides information on: 

 Topics: What is being said? 

 Volume: Topic frequency 

 Sentiment Volume: Is it positive or negative? 

 Sentiment Strength: How positive or negative? 
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Learning Collaboratives 

 

A Learning Collaborative is a quality improvement tool promoted by the Institute for Healthcare 
Improvement. As an educational process, it expands on the concept of cross-functional improvement 
teams to engage health care professionals to learn about successful practices from each other. 

Learning Collaboratives engage the people doing the work in process and quality improvement. Adult 
learners can be energized by learning from those like them and contributing to institutional knowledge. 

Identifying and promoting internal best practices is the most efficient approach to system-wide 
improvement. Sustainable employee engagement success is dependent on local continuous 
improvement organized around the specific needs of employees. Learning Collaboratives provide an 
opportunity for managers and leaders throughout a health care system to learn from each other, and 
to spread employee engagement best practices system-wide. 

Team Index 1 (TI 1) units and units with high Leader Index scores are a top internal 
source of employee engagement best practices. 

 TI 1 units typically have the fewest obstacles to driving engagement. The goal for these groups is 

generally to maintain excellence, celebrate success, and harvest best practices and mentorship 

opportunities for the benefit of the broader organization. 

 Units with high Leader Index scores have strong manager-employee relationships and are 

positioned to move forward successfully with their improvement initiatives. These may include 

maintaining high scores, documenting best practices, and developing improvement efforts 

to share with other units. 

Create a forum for sharing lessons learned from successful and unsuccessful efforts. 

 Schedule time for formal, routine collaboration across departments and locations. 

 Engage cross-functional improvement teams from across the enterprise. to be truly cross-

functional, there must be representation from managers and leaders across the organization. 

Use a system improvement model to standardize language and accelerate adoption. 

 Obtain executive leadership buy-in. 

 Identify management champions. 

 Define the purpose, goals, roles, and responsibilities. 

 Routinely discuss the collaborative’s efforts at standing meetings. 

 Embrace high-reliability principles and commit to continuous process improvement. 

http://www.ihi.org/resources/Pages/IHIWhitePapers/TheBreakthroughSeriesIHIsCollaborativeModelforAchievingBreakthroughImprovement.aspx
http://www.ihi.org/resources/Pages/IHIWhitePapers/TheBreakthroughSeriesIHIsCollaborativeModelforAchievingBreakthroughImprovement.aspx
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Include participation in Learning Collaboratives in job descriptions. 

 Provide incentives for participation. 

 Recognize managers for contributing knowledge gains – both through success and failure. 

Codify innovation into a replicable improvement approach. 

 Document improvement efforts and processes from the identification of an improvement need 

through follow-up and monitoring. 

 Draft procedures to capture and reapply successful process improvement efforts. 

 Recognize and reward innovation and the adoption of evidence-based strategies. 
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Predictive Analytics 

 

Predictive analytics are statistical models that assess historical data to determine the probability that 
one variable has a positive or negative impact on another. Predictive analysis provides evidence of cause 
and effect. It highlights patterns that determine areas of risk and opportunity and can be used 
to determine the likelihood of future outcomes. 

Press Ganey’s Critical Metrics Map (CMM) is an example of predictive analytics: 

 

Link patient experience and caregiver experience data through the CMM. 

 The CMM is a custom report that consolidates an organization’s multiple performance metrics 

across Engagement and Patient Experience surveys at the work unit level. 

 Scores are color-coded to facilitate the interpretation, making issues immediately apparent 

and highlighting priority areas for post-survey action planning and support. 

 By aligning work unit level data across measures of employee engagement and patient 

experience, the CMM empowers health care leaders to understand how engagement attributes 

influence the patient experience. 

 Linking patient experience and caregiver experience data supports organizations in more easily 

identifying and prioritizing departments that would benefit from targeted improvement 

strategies. 

 By incorporating vital culture/engagement and patient experience metrics into a single view, 

leaders can compare work unit performance, easily identify inconsistencies across metrics, and 

track progress on these metrics over time. 
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Strategic Engagement Assessments 

 

In addition to annual employee engagement surveys (and interim pulse surveys), routine assessment 
of nursing excellence, physician engagement and alignment, resilience, and safety culture provide a 
straightforward and consistent process for interpreting data, identifying strengths and concerns, setting 
priorities for improvement, and measuring progress. 

Note: Many of these engagement survey initiatives (i.e., nursing excellence, resilience, and safety 
culture) can be streamlined into one single survey administration to avoid survey fatigue and increase 
response rates. 

Assess nursing excellence. 

 Nurse retention is top of mind as organizations seek to maintain institutional knowledge, ensure 

consistency in care delivery, and promote patient experience and loyalty. 

 Nurse disengagement can be costly for an organization because of its impact on nursing 

turnover, patient safety, and patient experience. 

 Including nursing-specific measures on the employee engagement survey can help organizations 

drive nurse engagement, improve performance, and facilitate the Magnet Recognition Program® 

application process. 

 Insights gathered from the segmentation of RN scores can have implications not just for nurse 

engagement and retention, but also for interventions to drive safety, patient experience, and 

reputation. 

Assess physician engagement and alignment. 

 Strong physician engagement and alignment can lead to better patient experiences and quality 

of patient care. Conversely, when physicians leave, become disengaged, or are not aligned with 

the organization’s mission, vision, and values, the impact can be felt throughout the care delivery 

process. 

 Engagement measures physicians’ appraisal of their work environment, emotional 

experiences, and attachment to the workplace. 

– A highly engaged physician may be content with day-to-day, patient-facing 

activities, but resisting organizational change and preventing his department from 

attaining key goals. This describes an engaged physician who is not aligned with his 

organization. 

 Alignment measures the extent to which a physician feels a strong partnership or 

connection with the organization's leadership. 

 By measuring both engagement and alignment, organizations gain insight into if your physicians 

are likely to stay, as well as if they will support your strategic initiatives. Organizations that 
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meaningfully engage and collaborate with physicians and physician leadership are on the most 

direct path to deliver exceptional patient experiences and outcomes. 

Assess resilience. 

 Resilience metrics can act as an early warning sign for teams that are at risk of burnout. 

 Resilience scores assist organizations in determining which groups may need support both at and 

away from work. 

 Resilience is comprised of two major components: activation and decompression. 

 Activation is centered on the ability to connect one’s work with meaning and a sense 

of purpose, and the ability to treat patients as individuals. 

 Decompression is centered on the ability to disconnect—to free one’s mind from work 

stresses and enjoy personal time. 

 To minimize burnout and build caregiver resilience, identify sources of avoidable stress 

and distress by ensuring the workforce has the resources and support needed to deliver the 

safest, highest quality care. 

Assess safety culture. 

 To align the organization around a mission to achieve Zero Harm, one of the first steps is 

to assess caregiver feedback, attitudes, and perceptions related to patient safety. 

 Direct feedback from those responsible for delivering care informs the level of organizational 

focus needed to make safety a top priority across the organization. 

 Assessing safety culture at the organization and work unit levels supports awareness around 

patient safety issues, identifies strengths and concerns, and evaluates the impact of patient 

safety interventions and performance over time. 

 Organizations are best positioned to develop a high-performing workforce when they build a 

culture of safety and adopt safe processes. 
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Process Improvement 

Continuous Process Improvement 

 

Continuous improvement is the ongoing effort to improve services by increasing the quality of those 
services or by reducing unnecessary or redundant steps. It supports both patient-centricity and 
employee engagement. 

 It reflects a high level of interest in meeting patient needs and for providing a work environment 

that improves the delivery of compassionate, patient-centric care. 

 Employees who experience the inherent rewards of directly or indirectly reducing patient 

suffering can take pride that their work is meaningful. 

Continuous improvement is the core principle behind every structured improvement model, such as the 
commonly recognized Lean, Six Sigma, Kaizen, and Robust Process Improvement models. It involves the 
adoption of a structured process for ongoing assessment and improvement. 

Care delivery is incredibly dynamic. Science, technology, equipment, personnel, and patient needs are 
constantly changing. Even practices with high levels of performance across all metrics can only be sure 
of performance excellence through ongoing monitoring—a key component for continuous 
improvement. in fact, to become a high-reliability organization, you must develop a preoccupation 
with failure and conduct routine and ongoing self-assessment. 

Everyone has room for improvement. Engaging in continuous process improvement indicates there is a 
formal program for routine self-assessment, and there are dedicated resources to identify areas 
of under-performance and to implement improvement plans. Continuous improvement processes allow 
a practice to identify low quality or care problems before safety events or harm can occur. 

Adopt a formal, proven method for continuous improvement, such as (in alphabetical 

order): 

 The Joint Commission’s Robust Process Improvement 

 Kaizen 

 Lean 

 Six Sigma 

Implement continuous improvement across all practices in a system. 

 This supports the Learning Collaborative approach for standardizing best practices. 

Include all stages of a continuous improvement approach. 

 Collect data to assess the quality of the patient experience and workforce experience. 
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 Include metrics reflecting the mission and values statements in a balanced scorecard for routine 

executive review. 

 Identify areas of low or poor performance. 

 Conduct root cause analyses to identify the underlying process or human factors. 

 Focus on the process failures and aim to build processes the overcome the tendency for human 

error. 

 Employ cross-functional improvement teams. 

 Define improvement plans with roles, responsibilities, and deadlines. 

 Identify outcome measures for continuous tracking to assess the success and sustainability of the 

improvement plan. 

Address obstacles and standardize best practices across the enterprise. 

 Take a closer look at the obstacles impeding improvement and identify ways to eradicate or get 

around them. 

 Continuous process improvement is part of an overall data strategy. in addition to identifying and 

improving on areas of underperformance, it informs the identification of existing best practices. 

 Standardize the adoption of best practices within a practice and system wide. 
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Sustainability 

Change Readiness 

 

Improvement planning is often the first step in the process of driving change. It includes reviewing 
engagement data, selecting specific metrics of focus, setting achievement goals, and implementing 
strategies for reaching those goals and improving performance on the chosen metrics. Assessing change 
readiness improves understanding of the organizational context driving readiness for change. 

Address change readiness issues. 

 Ask questions such as: 

 Are senior leaders prepared to invest their time and energy in this effort on an ongoing 

basis? 

 Is the broader management team capable of understanding the value of improving culture, 

and do they have the associated skill set to execute and sustain cultural initiatives? 

 Are dedicated resources available to manage change, either within the organization or 

through external consultants? 

 What is the past experience of the organization with implementing large-scale change, and 

how may those previous experiences impact this initiative? 

 Is there a communications group charged with a communication strategy around change? 

 What listening methods does the organization have (e.g., leadership rounds, town halls)? 

How is feedback obtained from the front lines? 

 How is change assessed at the organization? What does success look like, and how is it 

measured? 

 Who is responsible for sustaining change? 

Understand how much strategic support a unit may need to drive team engagement. 

 The Press Ganey Team Index (TI) provides key insights into group functioning and differentiates 

the level of support front-line teams need to be successful: 

 TI 1 units typically have less need for formal improvement planning and support. The goal for 

these groups is generally to maintain excellence, celebrate success, and harvest best 

practices and mentorship opportunities for the benefit of the broader organization. 

 TI 2 units are usually equipped to work through challenges within their teams through 

intentional improvement efforts. Depending on the types of obstacles these groups are 

experiencing, they may conduct more traditional self-guided improvement planning or 

relationship-strengthening activities between managers and team members. 
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 TI 3 units often require strategic organizational support. These groups benefit from closer 

leadership involvement, strategic internal or external support, guided improvement planning 

and reporting efforts, and investments in manager development. When organizational 

support resources are limited, these are often the groups with the greatest need for external 

help. 

Determine how well-positioned a team is to move forward with improvement 

planning. 

 Not all TI 3 teams are ready to action-plan right from the start. in some cases, it makes more 

sense for managers to focus on building relationships within their team, improving improvement 

planning readiness, and creating a more positive departmental culture that will sustain 

engagement in the future. 

 One way to evaluate their readiness is to calculate their Leader Index, which is derived from a 

proprietary set of survey items. 

 Units with high Leader Index scores have strong manager-employee relationships and are 

positioned to move forward successfully with their improvement initiatives. These may 

include maintaining high scores, documenting best practices, and developing improvement 

efforts to share with other units. 

 Units with moderate Leader Index scores may be missing some key elements of successful 

manager-employee relationships. They may move forward with their improvement plans and 

discussions but strengthening the core relationship of the units would dismantle any barriers 

to effective improvement planning. 

 Units with low Leader Index scores typically have strained manager-employee relationships 

and will likely experience significant challenges if they try to engage in improvement planning 

or improvement discussions. These groups may need to engage in relationship-strengthening 

activities prior to other activities, and they often require third-party support to build these 

relationships as well as leadership competencies. 
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Improvement Planning Involvement 

 

A 2018 Press Ganey analysis of 7,388 health care employees shows that levels of employee engagement 
are significantly higher when organizations share the results of engagement surveys with employees 
and/or involve them in improvement planning. Additionally, engagement is significantly higher for 
employees who are involved throughout the entire process. (Figure 1) 

Figure 1: Engagement Scores by Involvement 

 

Involve employees with engagement survey results and improvement plans. 

 Employees want to know the survey results, be part of improvement planning, and continue 

to receive updates on the progress of those improvement plans. 

 Disseminate results and insights gathered from employee engagement survey administration. 

 Leaders at all levels should try to involve those who report to them in developing tactics and 

goals for improvement initiatives. 

 Provide concrete examples of how employee feedback is valued by senior leadership. 

 Directly involve individuals in efforts to change their own working environments to provide an 

additional avenue to engage them beyond the traditional day-to-day job activities. 
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Leader Skill Development 

 

Managers are the organizational leaders responsible for empowering their employees, coaching for 
success, setting clear goals, recognizing achievements, communicating with transparency, listening 
carefully, providing constructive feedback, and helping employees to feel valued. They are essential 
to the health of the culture and the success of the organization. 

It is important to properly enable these leaders to understand their team’s culture/current functioning 
and their role in creating/reinforcing that culture. It is also essential to provide them with the necessary 
education and coaching to improve their skills and shape a culture that supports their goals. 

Support managers in developing effective management skills. 

 Many new managers are promoted based upon technical expertise, but this alone will not enable 

their success in this new and different role. 

 Is the broader management team capable of understanding the value of improving culture, and 

do they have the associated skill set to execute and sustain cultural initiatives? 

 It is critical that new managers are educated and supported with new manager training on basic 

skills (e.g., delegation, communication, teamwork, coaching, meeting management). 

 In addition to targeted one-on-one coaching, cohorts of managers may be identified for training 

on specific management skills or leadership competencies. These groups can be monitored for 

progress that can be attributed, at least in part, to the training investment. 

Prepare managers for success with a defined set of competencies. 

 Consider the following questions: 

 How do you prepare your future leaders (and new leaders) for success? 

 Do you have a defined set of essential leader skills and competencies that leaders are 

trained on and coached to? 

 Are you proactive in supporting new leaders, or do they only get support when they start 

failing? 

 Do you see signs of burnout among new leaders (high activation/low decompression)? 

 Is your leadership team consistent in their level of competency in key leader skills that are 

essential to the business? 

Establish Leadership Development Institutes. 

 Best practice organizations regularly bring their leaders together for group learning and 

networking in sessions, commonly known as Leader Development Institutes (LDIs). 

 LDI sessions provide leaders with the opportunity to: 

 Hear a unified message from their executive leadership. 
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 Receive ongoing leadership skill refinement in areas like leading change, coaching skills, and 

emotional intelligence, etc. 

 Learn from one another’s challenges and successes. This strengthens the collective 

knowledge base and increases the cohesiveness of the leadership team. 
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Standards of Behavior 

 

Culture is shaped by how everyone across the organization behaves toward colleagues and patients. 
The resulting environment influences patient, workforce, and operational outcomes—including safety, 
quality, and patient experience. Formally drafted standards of behavior set the tone for culture and are 
essential to sustaining engagement. 

For example, without standards of behavior, it is possible for unhealthy interpersonal dynamics 
to develop within teams (e.g., competitiveness, large authority gradients, bullying). When these 
concerns are not addressed, both employee engagement and patient experience will suffer. We will see 
a lack of focus (i.e., if we are in “survival or “self-protection” mode we are not focused on the patient, 
nor are we likely to be fully situationally aware), less stability (i.e., more absenteeism and turnover), and 
more disruption (i.e., employee relations issues and manager time focused on problem solving rather 
than being future-focused). 

From an employee engagement perspective, formal standards of behavior can positively influence 
survey items such as: 

 This organization conducts business in an ethical manner 

 This organization provides high quality care and service 

 This organization treats employees with respect 

Establish clear behavior expectations. 

 Align all standards of behavior with the organization’s mission, vision, and values statements. 

 All standards must be accessible and understandable by all staff. 

 Behavior standards should be universal across the enterprise. 

 Include service expectations for phone, email, text, and in-person communication. 

 Include behavioral expectations for attending daily huddles, speaking up for safety, and reporting 

safety events (including near misses). 

 Include behavioral expectations for professional courtesy and staff interactions. 

 A clear set of manager expectations must exist to ensure consistent training, monitoring, and 

accountability for standards—especially relative to staff management and discipline, and 

communication. 

Train employees and providers. 

 Conduct behavior standards training. 

 Include attendees from various departments and disciplines at each training, such 

as physicians, care providers, nurses, medical assistants, registrars, schedulers, and billing. 

 Set a schedule of training offerings to ensure everyone can attend. 
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 Embed training in orientations for new employees and physicians and in leadership training. 

 Include senior leaders in the training sessions to present about the purpose, including why 

behavior standards matter for our patients and colleagues. 

 Assess the effectiveness of the training. Can front-line employees describe the organization’s 

behavior standards and why they are important? 

 Promote the standards on an ongoing basis. 

 Mention behavioral expectations during daily huddles. 

 Use multiple modes of communication to share reminders and prompts about behavioral 

expectations (e.g., intranet posts and newsletters). 

 Create a formal recognition program with incentives for staff that meet behavior expectations. 

Hold everyone accountable for behavior and service standards. 

 Build expectations into job descriptions and annual reviews 

 Recognize and reward service excellence. 

 Discuss standards of behavior during leader rounds on staff. 

 Conduct observations and discuss findings. Create an observation checklist. 

 Provide behavior standard reminders in follow-up communications (e.g., in newsletters and 

intranet posts). 

 Measure provider and employee compliance. 

 Include an evaluation of behavior standards in provider and employee annual reviews. 

 Use an Appreciative Inquiry approach—empower staff to identify successful solutions to known 

issues. 

 Present behavior standards as guidelines to achieve desired outcomes for each patient. This 

makes the connection between standards and the mission of health care. 

 Immediately address any concerns about bullying, rudeness, or unprofessional behavior that may 

undermine how well employees work together. 

 Speak up when colleagues are rude. It puts them on alert that somebody is watching and cares 

how everyone is treated. 
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Talent Strategy 

 

The following key touchpoints for intervention in the talent lifecycle are most relevant to the work 
of driving toward and sustaining a culture of safety, quality, patient-centricity, and employee 
engagement. The elements below are interrelated and should be addressed concurrently as part of the 
overall talent management strategic plan. 

Attract talent. 

 Ask questions such as: 

 What is the current view of the organization in the labor market? How do we compare 

to our competitors in the eyes of potential candidates? How are we monitoring this? 

 What efforts are we making to define and create our narrative as an employer that is 

aligned with our mission, identity, and patient promise? 

 What is the recruiting experience like for potential candidates? How do they find us, or how 

do we find them? What does that first touchpoint feel like and what does it say about us? 

Select talent. 

 Ask questions such as: 

 Beyond “fit,” or an ability to fill the minimum requirements of the role, what are the non-

negotiables that will ensure we select those that align with our vision for safe, high-quality, 

patient-centered care? 

 Have we defined the “candidate experience” and what we want that to be/feel like? 

 How are we building engagement during the selection process? Are we using messaging, 

mentors, and making connections to our senior leadership, coworkers, and culture? 

Orient talent. 

 Ask questions such as: 

 What is the content of the orientation? Is it focused on true cultural onboarding, or policy 

and form submission? 

 How would a newly oriented employee describe the “vibe” of the day (e.g., interactive and 

engaging, long and tedious, confusing)? How would you want them to describe it? 

 Is there a formal orientation for work-units that includes essential engagement elements 

of welcoming, valuing the person, and building connections and identity? How are leaders 

supported in making this happen in their departments? How do we evaluate the quality 

of the unit-level orientation experience? 
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Engage talent. 

 Ask questions such as: 

 What touchpoints exist with new hires after the orientation? 

 How is the safety, quality, patient experience narrative woven into the touchpoints? 

 How do we address early warning signs of disengagement or role mismatch? 

Grow talent. 

 Ask questions such as: 

 Do scores on your employee culture and engagement survey consistently score low (either 

organization-wide or for specific groups) for career development items? Do these scores 

correspond with areas with high turnover rates? 

 If you conduct exit interviews, do you hear people talk about development opportunities as 

a contributing factor to their resignation? 

 Do you think the average employee has a clear idea of what their possible career paths 

could look like? 

Retain talent. 

 Ask questions such as: 

 Does the organization engage in workforce planning activities to predict future needs and 

make proactive adjustments to the talent strategy? 

 Does the organization conduct “stay interviews” with employees in key roles or 

in departments that are expected to grow/be of high future value? How do you act on that 

feedback? 

 Are leaders conducting regular 1:1 meetings with their direct reports? Do these meetings 

focus (at least in part) on how the employee is feeling overall about their employment 

situation, their goals, challenges, and current level of engagement? Are leaders empowered 

to “raise a red flag” when a strong performer shows signs of intent to leave and supported 

in proactively retaining that person? 
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