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Traditionally, measuring employee engagement 
has been less like maintaining room 
temperature, and more like forecasting weather. 

Room temperatures are easy enough  
to maintain. Set the thermostat and,  
well, that’s it! People are a bit more complex.  
They work in fluid, unpredictable environments 
and constantly react to change. New 
team members join. People are promoted. 
Sometimes they leave. Reorganizations  
happen. Engagement levels shift.

Traditional methods of measuring engagement 
don’t capture the complexities of organizations 
and their people. These methods are imprecise, 
and check temperature too infrequently to 
pinpoint areas that need a little warming up. 

What if employee engagement—on,  
the surface, as inscrutable as the weather— 
could be actively monitored and influenced,  
like room temperature?

Measuring engagement is a vital practice to 
creating a thriving organization. This guide 
reveals the shortcomings of traditional means 
of measuring employee engagement, and 
provides tools to assess your organization’s 
efforts. You’ll discover how better precision 
instruments can allow you to monitor and 
influence engagement, much like a thermostat. 

How precise is your employee engagement 
barometer? Use this guide to gauge your 
organization’s effectiveness in measuring and 
improving employee engagement by focusing 
on four main categories: 

 »  Are you measuring the right things at  
the right frequency? 

 » Do you get actionable insights? 

 »  Are insights delivered to the right 
people—managers (not just HR leaders 
and the CEO)?

 » Are people equipped to act quickly?

See actions successful leaders have taken  
to consistently drive high engagement. 
 

 » What’s your Engagement Forecast? 

 »  How well do you really understand  
your employees? 

 »  Do you know what’s most important  
to them?

 »  Are you confident that the data from 
your last employee engagement survey 
reflects how they feel today?

Leaders care deeply about employee engagement.  
Most organizations measure it. Why aren’t they  
equipped to address it?
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1.  ARE YOU MEASURING THE RIGHT THINGS  
AT THE RIGHT FREQUENCY?

When you ask employees to carefully reflect on their lives at work, you want to know 
your questions are the right ones, designed to illuminate the truth. Are you getting a 
complete picture frequently enough? Is your data high-quality, comprehensive, timely, 
and statistically relevant?

SOME COMMON ANSWERS:

Chances are you recognize your organization in one of these answers. 
Turn the page to see your engagement forecast.

 “Our annual survey has 100 
questions. It can’t possibly be  

missing anything.”

“It’s hard to say. We’ve been 
experimenting with DIY online  

survey tools.”

“Quite honestly, we’ve been  
waiting until the exit interviews.  
We’re learning plenty...but it’s  

too late for those people.”
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The annual survey has long been the “gold 
standard” for measuring engagement. It bases 
questions on proven drivers of engagement to 
ensure relevance and quality of data. It’s also 
confidential, so employees aren’t afraid to share 
the truth. 

Do-it-yourself (DIY) online survey tools seem 
to offer the best of both worlds. You can 
customize your own questions based on 
what research shows are important drivers of 
engagement. And you can even get responses 
back in real time. Survey employees as often as 
you want! 

But there’s a catch. The perception of low 
confidentiality leads many employees to fear 
participating. They know HR controls the survey, 
and they assume responses can be linked back 
to them personally. 

While this survey often allows you to benchmark 
against similar organizations and historical 
scores, its strengths are also a weakness. In an 
attempt to be thorough, the annual survey is 
long. People don’t want to complete it, making 
participation a challenge. It’s not feasible to 
survey more frequently than once a year. The 
data takes so much time to gather and analyze 
that results quickly feel like a snapshot of the 
past, rather than a current reading.

In addition, the user interface experience 
doesn’t inspire employees to provide thoughtful 
feedback, and often results in survey fatigue. 
No one wants to flip through ten screens full 
of buttons. Feedback tends to be incomplete, 
providing only part of the story.

The Annual Survey 

Do-It-Yourself Surveys 

A

B
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The data you receive in an exit interview 
is almost certain to be a revelation. At last, 
the truth about why those three people in 
accounting quit in the same week! 

Exit interviews are subjective and statistically 
insignificant. Anecdotal stories will never 
consistently reveal what engages your people—

Read on to learn how one company used 
actionable insights to drive engagement.

WITHOUT PULSING: Three people in the 
accounting department have quit in the last 
three months. Because the company wasn’t 
frequently pulsing employees, they didn’t 
discover a work-life balance issue on the  
team until the most recent exit interview.  

or even why people leave. Employees who’ve 
already decided to vote with their feet may not 
feel compelled to provide honest feedback. 
At this point, you may already have a retention 
problem—a problem that likely could have 
been avoided by measuring and monitoring 
employee engagement.

INSIGHTS FROM THE MONTHLY OR 
QUARTERLY PULSE: Although research 
indicates work-life balance is not always a 
primary driver of engagement, it turns out to be 
very important in accounting. Pulsing frequently 
allows managers to act quickly, before retention 
ever becomes a problem. 

Exit Interviews 

IMPROVE YOUR ENGAGEMENT FORECAST

C

ACT TO IMPROVE ENGAGEMENT: The CFO 
reviews workload metrics per employee 
in accounting, leading to a requisition for 
additional headcount. An email is sent to the 
company asking employees to fill in their 
expense reports on time. This results in a  
22% workload decrease during peak times... 
and a universal increase in happiness amongst 
the accountants.

Make it easy to pulse employees with the right questions.  
Build confidence in the quality of your data. Pulse employees more frequently with questions designed  
to uncover each department’s unique mix of engagement drivers.

ENGAGEMENT FORECAST:
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and Decreased 
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2. DO YOU GET ACTIONABLE INSIGHTS?

Engagement data can be overwhelming. Scores for 50-100 questions make it hard to 
determine where to focus efforts in order to improve engagement. Engagement data 
should lead to action. Which engagement driver scores are good or bad? Which drivers 
are most important to each segment of the employee population? 

How actionable is your engagement data?

SOME COMMON ANSWERS:

 
 Turn the page to see your engagement forecast.

“Quite actionable! Our employee 
engagement consultants slice and dice 

the results of our annual survey. Leaders 
can’t wait to discover what employees 

have been feeling for the past year.” 

“It’s really up to my HR team.  
It’s hard to find the time to analyze  
all the different cuts of employee  

data from our DIY surveys.”

“It’s actionable for exactly  
one person: The manager  

whose team member just quit.  
But insight data is anecdotal,  

and doesn’t tell the whole story.” 
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Engagement drivers vary by organization, by 
department, by location, and by manager.  
HR alone cannot consistently drive engagement 
across a large, geographically-dispersed 
organization with multiple job functions. 

If you have the time to analyze raw data from 
online surveys, you can uncover quite a lot, 
especially if your questions are based on what 
research shows motivates people at work. 

Many HR teams aren’t equipped to do this type 
of statistical analysis. Without proper analysis, 
conclusions tend to be superficial, addressing 
global issues, without taking varying team 
dynamics into account. People are less likely 
to gauge the relative importance of various 
engagement drivers, or to isolate specific 
insights from each employee population. 

Receiving a static report with one global 
diagnosis and recommendations once a year 
is drastically insufficient. Resulting actions are 
often too little, too late.

Let’s say you want to understand differences 
across seven functions, in four regions, by 
gender, management level, and tenure with the 
organization. These five employee attributes 
alone are likely to generate more than 3,000 
employee segments, each with a unique 
engagement profile.

The Annual Survey 

Do-It-Yourself Surveys 

A

B
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While exit interviews can add context to why 
someone leaves an organization, they represent 
only a small percentage of an organization’s 
employee base. This small group also differs 
from the rest of your employees in one 
important way—they’ve decided to leave.

Read on to learn how one company 
empowered managers to drive engagement.

WITHOUT PULSING: Dasha was recently 
promoted to lead a 10-person team. Her 
tenacity and innovative ideas made her a  
top salesperson, but her abilities weren’t 
rubbing off. As a result, her team falls behind  
in reaching its targets.

INSIGHTS FROM THE MONTHLY OR 
QUARTERLY PULSE: Dasha learns her team isn’t 
motivated by recognition as strongly as she is. 
Instead, they’re missing critical communication 
and feedback. She realizes she needs to take 
the time to explain her vision and her ideas, so 
her people have a clear direction.

Exit Interviews 

IMPROVE YOUR ENGAGEMENT FORECAST
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ACT TO IMPROVE ENGAGEMENT: Now, Dasha 
implements daily standing meetings. Everyone 
shares what they’re working on, recent wins, 
and what they need help with. Her team 
exceeds its numbers the following month  
by 30 percent.

Empower leaders with actionable insights.  
When a pulse is actionable, leaders can act as your organization’s thermostat to  
remedy the situation in real time.

ENGAGEMENT FORECAST:

100% Chance of 
a Small Hurricane 
Somewhere  
Near You



3.  ARE INSIGHTS DELIVERED TO THE RIGHT 
PEOPLE? (YOUR MANAGERS—NOT JUST HR LEADERS AND THE CEO) 

Too often, engagement data takes the form of a large report or a presentation in the hands of the  
HR team and the CEO. Once you’re able to uncover insights in the data, are you getting those insights 
into the hands of your managers, where the engagement rubber meets the road? An HR team can’t be 
expected to single-handedly improve engagement across a highly diverse group of employees. 

Are results and insights delivered to the people who can actually effect change, empowering them to act?

SOME COMMON ANSWERS:

“Yes, each manager gets a 
personalized report based on 

the team’s engagement scores. 
Unfortunately, it takes weeks, and 
the reports are static—additional 

reports showing trends and 
benchmarking data require a fee.” 

“We share the corporate-level results 
with all our managers, but they don’t 
receive actionable data for their own 

teams. It takes time. We really only 
parse data at the executive level. 

Providing manager-level feedback 
would bury us.” 

“Sort of. We try to address  
the issues raised in exit 

interviews, but there isn’t 
enough feedback to really 

provide insights to  
all managers.”
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Consulting firms bring expertise, benchmarking, 
analysis, and recommendations for managers—
but at a price. Many organizations are forced to 
limit consulting-based surveys to once a year, 
even every other year, as the cost can reach 
hundreds of thousands of dollars or more  
per survey.

Using a survey technology to design and 
implement an engagement survey comes with 
a much lower price tag, but the time invested 
to design the survey, analyze the data, and 
communicate results at the manager level can 
cost teams weeks or months of effort. That’s a 
lot of time spent on data rather than helping 
develop employees and managers.

Specific recommendations are delivered 
to managers, but can take weeks to arrive. 
Unfortunately, even when managers do act on 
the recommendations, they won’t see results 
for several months.

The Annual Survey 

Do-It-Yourself Surveys 

A

B
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Relying on exit interviews simply doesn’t 
provide enough data at the manager level to 
be actionable for more than the few managers 
whose teams have just shrunk.

Let’s see how providing managers with frequent 
employee feedback results in positive change in 
real time:

WITHOUT PULSING: The VP of Marketing 
appears to change his mind constantly. 
Productivity has plummeted. People seem  
to be doing the bare minimum in reaching  
their targets.

INSIGHTS FROM THE MONTHLY OR 
QUARTERLY PULSE: The manager driver is 
low in Marketing. Fortunately, the findings are 
realized in real time—while they’re still planning 
the next launch.

Exit Interviews 

IMPROVE YOUR ENGAGEMENT FORECAST
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ACT TO IMPROVE ENGAGEMENT: The VP 
decides to do this launch differently. He 
schedules meetings with the CEO to get buy-
in earlier, so his team isn’t forced to change 
direction late in the game. Weekly update 
meetings result in their most successful launch 
to date.

Stop crunching numbers. Show managers real-time people analytics.  
Data ought to empower managers, not just HR leaders and the CEO. After all, managers  
are positioned to take immediate action based on each department’s findings.

ENGAGEMENT FORECAST:

Temperatures 
to Plummet as 
Employees Retreat



4. ARE PEOPLE EQUIPPED TO ACT QUICKLY? 

Engagement data is valuable year-round, not just when the annual employee engagement survey is 
completed. Access to recent engagement data on-demand lets leaders and managers incorporate 
it into decision-making regardless of the time of year. Real-time alerts combined with tools to help 
diagnose issues and communicate results empower leaders and managers to take ownership of their 
teams’ engagement levels.

Are your managers able to leverage engagement data to take action quickly?

SOME COMMON ANSWERS:

“We hold our managers accountable for 
engagement and expect them to act 

quickly to address issues. Unfortunately, 
the data and recommendations are  

really only valid once a year.”

“Managers are expected to support 
organization-wide engagement 

initiatives, but rarely have  
team-specific data.” 

“We route exit interview feedback  
to managers and expect them  

to respond.”
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Equipping managers with the results and 
recommendations from an annual engagement 
survey often takes weeks, making it hard for 
them to take action on a timely basis. When 
changes in engagement occur during the year, 
managers don’t have new data, let alone alerts 
to spur them to action. They need to wait for 
next year’s data to know what happened.

DIY surveys can provide managers with more 
frequent engagement data. However, data 
is exactly what they get, not insights. They 
often must then manually interpret the data to 
determine the best course of action. Survey 
tools don’t usually help managers identify 
issues specific to their teams or drill down into 
the data to explore engagement dynamics.

The Annual Survey 

Do-It-Yourself Surveys 

A

B
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Relying on exit interviews is the best way  
to not equip managers to act quickly. It alerts 
them to issues after the fact—when they  
have a retention problem, not just an 
engagement problem.

Here’s how one company used a turnkey 
solution drive engagement.

WITHOUT PULSING: Shari is a highly-rated 
customer success rep who used to love her job. 
She gets to combine empathy and creativity to 
help people. Lately, she feels disempowered. 

Customers keep having the same problem she 
feels product development could solve in a day. 
She’s sent emails, but nothing ever happens.

INSIGHTS FROM THE MONTHLY OR 
QUARTERLY PULSE: Shari isn’t alone.  
Her manager discovers that the customer 
success department scored very low on  
the empowerment driver.

Exit Interviews 

IMPROVE YOUR ENGAGEMENT FORECAST
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ACT TO IMPROVE ENGAGEMENT: The 
manager works with other departments to 
schedule monthly meetings with customer 
success and product development so they can 
regularly get on the same page. Just one week 
after the first meeting, fixes for customer issues 
are made. Shari feels heard and appreciated. 
She’s going above and beyond for customers, 
and her enthusiasm is contagious. 

Empower managers to act quickly. 
Adopt a turnkey solution that slices and dices data for you, so you can focus  
on driving measurable results.

ENGAGEMENT FORECAST:

Heated Departures 
Expected 
Throughout 
Region



TAKE YOUR OWN TEMPERATURE. 
Take this self-assessment to score your effectiveness at measuring engagement. Traditional methods include annual surveys, 
do-it-yourself (DIY) polls, and exit interviews.

Rate yourself.    Check the box if you can answer “yes” to the following questions:

1.  CAPTURE FREQUENT, HIGH-QUALITY 
ENGAGEMENT DATA

Can you survey employees frequently enough to 
keep a pulse on the organization and to see the 
impact of your actions?

Is your measurement solution easy to frequently 
implement and run, without significant effort  
from HR?

Are questions based on proven engagement  
drivers to ensure relevance and quality of insights?

Is it confidential, so people feel comfortable  
enough to share the truth?

Do you offer a compelling survey experience for 
employees, encouraging high participation rates?

Are surveys fast and easy to complete on  
mobile devices?

Do you receive real-time response rate data  
and reports?

2. PROVIDE ACTIONABLE INSIGHTS

Do your results provide comparisons to historical, 
benchmark, and company-average data (so you 
know whether a score is good or bad)?

Does your solution assess the relative impact  
of various engagement drivers to help  
prioritize response?

Do you track success over time with on-demand 
reporting across a wide range of employee  
attributes (like business unit, location, tenure, 
and gender)?

3. EMPOWER MANAGERS TO ACT

Can your measurement solution easily adapt as 
departments and managers change throughout  
the year?

Does your solution empower managers with  
drill-down data by team?

Can you create custom pulses for specific teams, 
topics, or situations?

Can managers compare their results against 
company or group averages?

4.  EQUIP MANAGERS WITH DATA  
YEAR-ROUND

Can leaders and managers explore data to  
uncover additional insights on demand?

Are leaders automatically alerted to significant 
changes in engagement scores and drivers for  
their teams?

Can you quickly create attractive results 
presentations for executives and employees? 
 
 
_________________________ TALLY YOUR SCORE

 
 
 
Most organizations using annual 
surveys, do-it-yourself online  
tools, and exit interviews score  
5 to 12 checkmarks.  

Organizations that have adopted 
a real-time engagement solution 
can earn high marks, with a 
perfect score of 20. 

  5 to 12 = Plummeting 
engagement, retention  
of top employees 

  13 to 17 = At risk for 
unpredictable fluctuations 
in engagement, retention, 
and productivity 

  18 to 20 = Regulating a 
consistently comfortable 
climate of engagement
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Today’s HR leaders are taking their seats at 
the executive table by delivering measurable 
employee engagement in real time. 

You can do this, too, when you know each 
department’s specific, unique drivers of 
engagement throughout the year. 

While other organizations continue to 
measure employee engagement with the 
futility of weather forecasters, yours can drive 
engagement as continuously and unobtrusively 
as a thermostat regulating temperature.   

Here’s how: 

1. PULSE EMPLOYEES FREQUENTLY. 
Use questions designed to uncover each 
department’s unique drivers for engagement. 

2. EMPOWER YOUR MANAGERS WITH 
ACTIONABLE INSIGHTS. When a pulse 
is actionable, managers can act as your 
organization’s thermostat to remedy the 
situation in real time. 

3. STOP CRUNCHING NUMBERS. Adopt a 
turnkey solution that slices and dices data  
for you, so you can focus on driving  
measurable results.

INTRODUCING GLINT. Glint allows 
organizations to frequently measure the key 
drivers of employee engagement and to deliver 
actionable insights so leaders and managers 
can act quickly. Customers include Marketo, 
FICO, Sojern, PayNearMe, and Madison Reed.

3 STEPS TO DRIVE CONSISTENTLY HIGH ENGAGEMENT
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Like this guide? Let us know.

 » Email us at jbell@glintinc.com

 » Tweet about the paper using #glintinc

 » Tell us on Facebook

 » Connect with us on LinkedIn

CONTINUE THE CONVERSATION AND LEARN MORE:

https://twitter.com/glintinc
https://www.facebook.com/glintinc?_rdr
https://www.linkedin.com/company/glint-inc-


Glint helps you see into your organization in revolutionary 
ways, giving you the power to create real impact on employee 
engagement, retention, and performance. Glint leverages real-
time people data to give you and your managers a holistic view 
of your organization’s health, the insight to predict problems, and 
direction to take action. Based in Redwood City, California, Glint 
is backed by Norwest Venture Partners and Shasta Ventures. 

For more information, please visit www.glintinc.com. 

www.glintinc.com

