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Quantum Workplace’s 
engagement survey and action 
planning software and services
Survey your staff, take action, and 
relax in three easy steps:

Measure engagement: Leverage America’s most 
widely-used survey, flexible to fit any organization

Analyze your results: Deliver insights your whole 
organization can use, from benchmarks and reporting 
to simple reports and planning tools for managers

Take action: Improve productivity, retention, and your 
bottom line, while tracking your team’s improvement
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WhaT’S EmplOyEE 
ENgagEmENT?
Make Work Awesome:  
Our Philosophy on Employee Engagement 
when work is awesome, employees are engaged, clients are loyal, 
and business is good. the desire to be awesome is universal. Both 
employers and employees share it. the human brain is wired with 
the desire to master tasks and to win. Awesome workplaces maintain 
environments where those inherent ambitions are unleashed.

Awesomeness builds brands. It sustains success. It fuels the virtuous 
cycle between internal and external loyalty. the more awesome your 
culture, the more clients love working with you. the more clients love 
working with you, the more awesome your organization becomes. 
making work awesome is the responsibility of every player on every 
team at every organization, and it is critical to your success.

the creation of an awesome workplace requires certain inputs, such 
as teamwork and trust, to create desired outputs, such as revenue 
and loyalty. we like to think of this as the engagement machine. each 
organization has an engagement machine; some run better than others. 

David is the brain behind Quantum 
workplace’s trends report data. As our senior 
researcher, David is responsible for evaluating 
and presenting survey data to help clients 
make data-driven decisions. In addition, 
David leads discovery-based research 
projects, aggregating total client and Best 
places to work data to deliver reports on 
workplace trends. David holds a degree in 
political science from nebraska wesleyan 
university and a master’s in survey research 
from university of nebraska. he formerly 
worked for nebraska health and human 
services, the university of nebraska, and the 
Department of Labor, followed by nearly ten 
years at kenexa, an IBm company. 

meet david Weisser
Director of Research and Analytics
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A healthy engagement 
machine has optimal levels 
of the following inputs, or 
areas of engagement:

Teamwork 

Manager effectiveness

Trust in senior Leaders

Trust in Coworkers

retention

Alignment With Goals

Feeling Valued

Individual Contribution

Job satisfaction

Benefits

10

1.
2.
3.
4.
5.
6.
7.
8.
9.

10.
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Benefits
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8 fEElINg ValuEd
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.......................................................................................................

when all of these inputs work 
together, it results in engaged 
employees, which in turn 
deliver the following desired 
outputs:

Loyal employees

Increased productivity

Loyal Clients

Increased revenue

not every organization has a 
picture perfect engagement 
machine though. If part of the 
machine is broken, employees 
can become disengaged, or 
worse, hostile. 

outputs

1.
2.
3.
4.

lOyal 
ClIENTS

lOyal 
EmplOyEESpROduCTIVITy

$

$

$

$

REVENuE
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so how do you know if your organization’s engagement machine is awesome or notsome? 
And how do you know if your employees are engaged or hostile? you ask them. every 
year, we gather feedback from employees at more than 5,000 organizations. through our 
engagement surveys, employees provide feedback on the level of the 10 inputs, and thus 
the level of their engagement. this trends report highlights those findings. 

In this whitepaper, we’ll examine:

•	 how engaged today’s workforce is 

•	 variation among different position levels  

•	 the roI of an engaged workplace 

•	 regional engagement trends 

•	 Industry engagement trends 

•	 where organizations are exceling and failing 

•	 employee recognition 

About Best places to Work
Best places to work gives 
organizations the opportunity to 
compete to be recognized as a 
place where people simply love to 
work. founded in 2004, Best places 
to work is the original contest 
created to honor companies where 
talent is valued and engaged. the 
contest is held annually in nearly 40 
cities and garners participation from 
nearly 5,000 organizations. 

participation in Best places to 
work is free. through the contest, 
organizations have the opportunity 
to purchase a customized survey, as 
well as detailed reporting on their 
employees’ feedback. 

http://www.quantumworkplace.com/
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.......................................................................................................

Developed in 2003, the employee engagement survey contains 37 standard items that fall 
into 10 areas of engagement. these 37 items were tested among 75 pilot items on one million 
employees. the 37 items making up today’s survey account for 99 percent of the variation in overall 
engagement found in the test group. Quantum workplace validates the survey annually through 
Best places to work, gathering responses annually from nearly 5,000 organizations. 

when evaluating what makes the most impact on engagement, we analyze two different levels: 

The Survey

teamwork
manager effectiveness
trust in senior Leaders
trust with coworkers
retention
Alignment with goals
feeling valued
Individual contribution
Job satisfaction
Benefits

10 Areas of engagement

37 Individual 
survey Items

1

2
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Among the 37 survey items, six are what we call engagement anchors, and the other 31 are what we call engagement drivers. 
Engagement anchors are diagnostic. they measure what an organization’s employee engagement level is, but they do not 
provide insight on what action can be taken to improve engagement. these anchors are further divided into three categories: 
advocacy, discretionary effort, and intent to stay. this is Quantum workplace’s model for successful employee engagement. 

discretionary
effort

Advocacy
Intent to

stay
engagement

•	 Advocacy: Identifies the level at which employees 
serve as advocates for the organization  

•	 Discretionary Effort: Identifies the level at which 
employees report spending their time to put 
forth extra effort to enhance the organization  

•	 Intent to Stay: Identifies employees’ reported 
interest in staying at the organization 

unlike engagement anchors, engagement drivers are actionable. while all engagement drivers impact engagement anchors, and 
therefore the level of overall engagement, some drivers have more of an impact than others. 

this analysis examines the data collected through Best places to work over the course of the past six years, as well as a smaller data 
set of organizations that didn’t participate in Best places to work, to provide insight on trends and what they mean for 2013. the 
report provides an overview of how engagement is trending in general, as well as an in-depth look at the individual areas and items 
examined in the survey. Armed with this information, you should be able to determine where to place your greatest efforts to improve 
engagement in 2013. 

http://www.quantumworkplace.com/
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ThE STaTE Of ENgagEmENT
Today’s Workforce: Hostile or Engaged? 
engagement continues to climb back to the level found prior to the late-2008 recession. In 
2007, 70.6 percent of employees participating in Best places to work ranked as engaged. 
engagement among these organizations hit its lowest point in 2010 with only 66.7 percent of 
employees ranked as engaged. however, since then engagement has slowly been making a 
come back. from 2011 to 2012, engagement increased by .6 percent.

In our analysis, employees responded to an engagement survey using a 6-point Likert scale. 
Based on an average of their answers, without factoring in skipped questions, they placed in 
one of four groups: engaged, contributing, Disengaged, and hostile.

67.7% 
of employees ranked 
as engaged in 2012.

enGAGed
Average score: 5-6
highly favorable
Advocates
Intend to stay
Lead with discretionary effort

ConTrIBuTInG
Average score: 4-4.9
moderately favorable
something holds them back
opportunity for increased 
performance

dIsenGAGed
Average score: 3-3.9
Indifferent 
Lack motivation
At-risk for retention 

HosTILe
Average score: 1-2.9
negative 
Lack commitment
Impact productivity of others

http://www.quantumworkplace.com/
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Year Over Year Changes
the chart on the right illustrates the distribution among 
the four employee profiles of Best places to work 
participants over the last six years.

Looking at how these engagement profiles have 
fluctuated, it is apparent that as you move from hostile 
to engaged, the amount of variance increases. for 
example, over the past six years, the highest level of 
hostile employees was 3.5 percent in 2010, and the 
lowest was 2.8 percent in 2009. this represents a .7 
percentage point change, whereas the engaged profile 
experienced a 3.9 percentage point change during 
the past six years. combining the middle profiles, 
contributing and disengaged, delivers a 3.5 percentage 
point change.

so what does this mean? An extremely negative 
perception is not likely to change. It is very difficult 
to change the minds of people whose minds are 
already made up. Also, keep in mind that perception 
of excellence is more likely to shift to the middle, even 
over something small or based on how someone is 
feeling that specific day. organizations should spend 
their efforts on those who are still in the middle and 
haven’t made up their minds. this is where engagement 
strategies can have the most impact. once you shift 
your middle-ground employees to engaged employees, 
it’ll be easier to bring those hostile employees around 
because you’ll have the rest of your employees on 
board to influence perception.

2.9%3.3%3.5%2.8%2.9%3.2%
6.9%7.1%7.3%6.4%6.6%6.1%

67.7%67.1%66.7%
68.8%68.1%

70.6%

22.5%22.5%22.4%
22.0%22.4%20.2%

2007 2008 2009 2010 2011 2012

engAgeD

contrIButIng hostILe

DIsengAgeD
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Is Engagement Really This High Nationwide? Maybe Not.
keep in mind this data is collected from employees whose organizations 
voluntarily participate in Quantum workplace’s Best places to work survey. 
what kind of organization participates in Best places to work? Likely, an 
organization that believes it is among the best of the best in terms of employee 
engagement. organizations with incredibly low employee engagement 
probably do not opt to participate in an employer of choice contest. 

this year, in addition to our analysis of Best places to work participants, 
we’ve decided to take a look at a sample of nearly 100,000 employees from 
organizations that did not participate in Best places to work. the organizations 
in this sample recognize a need to commit to employee engagement and have 
taken action by deciding to survey their employees. 

Among the sample of organizations that did not participate in Best places to 
work, 37.2 percent of employees ranked as engaged. that is 30.5 percentage 
points below the organizations that participated in Best places to work. the 
chart to the right illustrates the difference between the two different data sets.

In many cases, organizations in the smaller sample are motivated to survey 
in order to solve organizational issues rather than a desire to win a contest; 
therefore, it is no surprise that engagement among employees in this sample 
is lower. In reality, the national average of engaged employees is likely 
somewhere between the Best places to work participants, who already know 
they excel at corporate culture, and the smaller sample of non-participating 
organizations, who recognize the need to improve and monitor corporate 
culture. 

2.9%
6.9%

4.6%

16.3%

41.9%

37.2%

67.7%

22.5%

participants nonparticipants

engAgeD

contrIButIng hostILe

DIsengAgeD
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Position Level and Engagement 
engagement varies depending on an employee’s position level 
within the organization. In our analysis of the 2012 Best places to 
work survey responses, we examined the following five position 
levels: executive Level, manager Level, salaried professional/
technical roles, other salaried employees, and employees paid 
hourly. 

As mentioned earlier, survey responders rated each item on a 
6-point scale with six being most favorable. the first chart on the 
right shows how often each position level responded favorably 
to the survey. As exhibited in the chart, frequency of favorable 
response increased as position level within the organization 
increased. executives responded favorably to survey items 93.4 
percent of the time, whereas employees paid hourly responded 
favorably 75.5 percent of the time. 

Looking back over the past three years, all but one of the position 
levels has trended more favorably over the years. executives 
reported a very small decline in favorability at a .02 percent 
decrease. professional/technical employees have experienced the 
greatest improvement in favorability from 2010 to 2012 with a 1.3 
percent increase in the number responding favorably.

favorability by position Level

change in favorability, 2010 to 2012

salaried professional/technical roles

salaried professional/technical roles

other salaried roles

other salaried roles

hourly employees

hourly employees

executive Level

executive Level

manager Level

manager Level

93.4%

-0.02%

85.5%

0.30%

80.1%

1.30%

78.5%

0.90%

75.5%

0.60%
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the difference between improving and 
declining was four times worse than the 
difference between improving and staying 
the same. 

ROI: ThE ValuE Of ENgagEmENT
As a part of the Best places to work 
contest, each organization’s main contact 
was asked to report on key business 
performance indicators, including 
employee turnover, profit, and sales. on 
each item, they reported whether their 
organization increased, stayed the same, 
or decreased over the past three years.

Retention and Engagement
organizations that experienced 
improvements in retention over the 
last three years had significantly more 
employees engaged than at organizations 
where retention declined. to the right, you 
can see the differences among companies 
where retention declined, stayed the same, 
and improved by engagement profile.

employees responded considerably more 
favorably than those at companies that 
reported retention staying the same or 
decreasing in the same time period. the 
average difference in favorability between 
organizations with increases in retention 
and those with decreases in retention was 
8.2 percent, while the difference between 
those with increases and those that stayed 
the same was 2.1 percent. this means that 

retention and engagement

when looking at the 10 areas of 
engagement, the only area that didn’t 
show a significant difference between 
those companies with an improvement 
in retention versus those with a decline 
in retention was benefits. Alignment with 
goals, trust in senior leaders, and feeling 
valued were the areas of engagement that 
saw the biggest difference in favorability 
between those that reported improved 
retention and those that reported 
decreased retention. 

It is clear that organizations with higher 
levels of engagement are more likely to 
retain employees. organizations suffering 
from high turnover are likely to find that 
employees don’t feel valued, don’t trust 
senior leaders, and don’t understand 
the organization’s goals and how they 
contribute to meeting those goals.  

Declined stayed the same Improved

engAgeD

contrIButIng hostILe

DIsengAgeD

2.5%3.2%3.9%
6.0%7.1%9.7%

70.5%67.2%

56.6%

20.9%22.5%

29.9%
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.......................................................................................................

Profit and Engagement 
when asked about changes in profit, 
organizations with higher levels of 
engagement were more likely to report 
increases. the average difference in 
favorability between organizations 
with increases in profit and those with 
decreases was 3.4 percent. Interestingly, 
organizations reporting stagnant profits 
experienced the same level of engagement 
as those that reported decreasing profits. 
the same areas that suffered the most 
when retention was low also suffered 
the most when profits were stagnant or 
decreasing: alignment with goals, trust in 
senior leaders, and feeling valued. 

on the right, you can see the differences 
among companies where profits declined, 
stayed the same, and improved by 
engagement profile. 

The same areas that 
suffered the most when 
retention was low also 
suffered the most when 
profits were stagnant 
or decreasing:

Alignment With Goals

Trust in Senior Leaders

Feeling Valued

profit and engagement

Declined stayed the same Improved

engAgeD

contrIButIng hostILe

DIsengAgeD

2.6%3.8%3.9%
6.2%

8.0%7.4%

70.1%
64.4%64.1%

21.1%
23.8%25.4%
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Sales and Engagement
reported change in sales is one area that 
didn’t follow the predicted pattern. unlike 
retention and profit, stagnation in sales 
actually correlated with a more negative 
level of engagement than a decline in 
sales. this is similar to some of our past 
findings on the relationship between the 
stock market and engagement. when 
business begins to decline, engagement 
increases at first as people band together 
to overcome tough times. however, 
as business becomes stagnant, it feels 
negative. 

to the right, you can see the differences 
among companies where sales declined, 
stayed the same, and improved by 
engagement profile. 

sales and engagement

Declined stayed the same Improved

engAgeD

contrIButIng hostILe

DIsengAgeD

2.7%3.7%2.8%
6.2%8.1%7.2%

69.9%
64.1%65.1%

21.2%24.2%

24.9%
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REgIONal ENgagEmENT TRENdS
cities across the united states compete for recruiting top talent, but which cities offer the most when it comes to an engaged work 
environment? this section will examine engagement in the cities surveyed in 2012. workplace perceptions varied among the cities; 
some experienced improvements in engagement, and some experienced declines. 

the following cities ranked highest 
and lowest by percent engaged 
employees:

Top Five Cities
1. charlotte, 70.7%
2. Denver, 70.7%
3. sacramento, 70.7%
4. san Antonio, 70.1%
5. washington D.c., 69.4%

Bottom Five Cities
1. cincinnati, 53.2% 
2. omaha, 54.8% 
3. Las vegas, 58.3% 
4. Albuquerque, 59.4% 
5. kansas city, 59.4%

http://www.quantumworkplace.com/
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.......................................................................................................

these cities experienced the biggest improvements and declines in engaged employees 
between 2011 and 2012:

Top Five Most Improved Cities
1. Baltimore, +11.5%
2. phoenix, +8.4%
3. Las vegas, +7.7% 
4. Dallas, +4.5%
5. omaha, +3.8%

Bottom Five Most Declined Cities
1. huntsville, -6.3%
2. cincinnati, -3.6%
3. Albuquerque, -3.5%
4. houston, -3.4%
5. nashville, -3.3%

Looking back over the past four years, a few trends stand out: 

•	 only Denver and charlotte have shown consistent and significant increases in 
engagement since 2009. All other cities have shown increases, as well as declines, 
over the same period.  

•	 more than two-thirds of the cities exhibited declining perceptions in the areas of 
job satisfaction, retention, and benefits.  

•	 since 2009, 14 cities have increased favorability in manager effectiveness, which 
was only ranked eighth out of the 10 areas of engagement.  

•	 fourteen cities also increased favorability in trust in senior leaders, which ranked 
fifth out of the 10 areas of engagement. 

http://www.quantumworkplace.com/
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LAs VeGAs
Increased 10.7% in 
trust in senior leaders

TAMpA
experienced consistent decrease 
in overall engagement, trust with 
coworkers, and job satisfaction 
over the past three years

oMAHA
Increased 7.4% in 

the area of benefits

sACrAMenTo
performed best in 
trust with coworkers

BuFFALo
experienced consistent increase in 
team effectiveness, alignment with 
goals, and manager effectiveness 

over the past three years

sT. LouIs
experienced consistent decrease in trust 
with coworkers over the past three years

sAn AnTonIo
93.2% feel loyal to their 

immediate team or work group

BIrMInGHAM
Decreased 7.8% in 

the area of benefits

pHoenIx
Increased 8.2% in 

feeling valued and 
trust in senior leaders

pHILAdeLpHIA
88.6% would like to 
be working at their 
organization one 
year from today

puGeT sound
92.7% are always thinking of 
ways to do their jobs better

dAyTon
Decreased 20.9% in 
the area of retention, 
yet increased 11.6% in 
trust in senior leaders
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INduSTRy ENgagEmENT TRENdS 
the diverse industries surveyed in 2012 demonstrated great variance in employee engagement. 
A distinctive difference exists between the most highly engaged industries and the lowest. 
organizations in industries experiencing low levels of engagement would be wise to look outside 
their industry peers and instead gain ideas from organizations in high-performing industries.

the following industries were represented in the analysis:

the top three performing industries had an average of 74.6 percent engaged employees, 
which is nearly seven percentage points higher than the national average. the top performing 
industries were:

•	 real estate  
•	 Accommodation and food services 
•	 construction 

these have been the top three performing industries the past two years. however, in 2011 
real estate ranked third. In 2012, engagement increased in the real estate industry, while it 
decreased in construction and accommodation and food services. 

Accommodation and food services
Arts and entertainment
construction
education 
finance and Insurance
healthcare
manufacturing
nonprofit 

other services
real estate
professional services
public Administration
retail
technology
utilities
wholesale trade

75% 
of employees 
were engaged in 
top performing 
industries.

Want to dig deeper 
into your industry’s 
engagement trends? 
Contact us for a 
free consultation.
info@quantumworkplace.com

http://www.quantumworkplace.com/
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unfortunately, not all industries experience such a high level of 
engagement. the three lowest performing industries had an average 
of 57.9 percent engaged employees. the industries with the lowest 
level of engagement were: 

•	 education
•	 manufacturing 
•	 utilities

when looking at the number of hostile employees across industries, 
two industries stood out as having the greatest percentage of hostile 
employees: 

•	 healthcare, 4.4%
•	 education, 4.3%

four industries had less than two percent hostile employees:

•	 construction, 1.2%
•	 real estate, 1.6%
•	 professional services, 1.7%
•	 wholesale trade, 1.8%

Real Estate

Accommodation and Food Services 

Construction 

Technology

Professional Services 

Other Services 

Finance and Insurance 

Wholesale Trade

Retail  

Arts and Entertainment

Healthcare

Nonprofit

Education

Manufacturing 

Utilities 

Public Administration

INduSTRIES: 
ThE mOST TO lEaST ENgagEd
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our analysis also evaluated how perceptions changed in industries from 2011 to 2012. some industries remained constant, while 
others became drastically more positive or negative. the chart below displays the percent change in the engaged profile. the outlook 
in industries on the left became drastically more positive. outlook in industries on the right became more negative. 

professional services 
(+0.9%)

Technology (+0.6%)

Healthcare (-0.7%)

nonprofit (-0.9%)

utilities (-1.3%)

Construction (-1.9%)

Accommodation and 
Food services (-2.1%)

Note: In 2012, none of 
the industries analyzed 
experienced a drastic 
decline. 

Manufacturing 
(+2.2%)

Finance and 
Insurance (+2.1%)

other services 
(+2.0%)

real estate (+1.2%)

Arts and 
entertainment 
(+8.2%)

education (+7.5%)

retail (+7.4%)

Wholesale Trade 
(+4.9%)
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I am always thinking about 
ways to do my job better. 

We have benefits not typically 
available at other organizations. 

I understand how my job helps 
the organization achieve success. 

Considering the value I bring to the 
organization, I feel I am paid fairly. 

I feel loyal to my immediate team 
or work group.

I see professional growth and career 
development opportunities for 
myself in this organization. 

Top THree rATed ITeMs BoTToM THree rATed ITeMs

1 35

2 36

3 37

aNalySIS Of ThE 37 SuRVEy ITEmS
now that we’ve looked at how engagement is trending at a high level, let’s take a closer look. when analyzing each of the 37 
survey items, we examined which items rated the highest and lowest, differences between Best places to work participants and 
nonparticipants, which items had the greatest amount of uncertainty, how uncertainty varied among different position levels, and 
which engagement drivers had the biggest affect on overall engagement.

Highest and Lowest Rated Items by Favorability 
when analyzed separately, the Best places to work participants and the sample of nonparticipants rated the same items as highest 
and lowest. the top three rated items in 2012 were the same items rated in the top three in 2011. however, the three lowest rated 
items changed slightly from 2011 to 2012. 
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Best Places to Work Participants vs. Nonparticipants
recall from earlier that Best places to work participants exhibited a higher level of engagement than nonparticipants. this held true 
across all items; Best places to work participants rated every item more favorable when compared to nonparticipants. In fact, 31 of 
the 37 items differed by 10 percent or more favorability. the five items that exhibited the greatest differences between the data sets 
centered on themes of recognition and leadership. Differences in favorability are illustrated in the chart below. 
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Areas of Uncertainty
on the survey’s 6-point Likert scale, choices range from strongly 
disagree to strongly agree. those answering somewhat disagree 
(3) or somewhat agree (4) are considered uncertain. In this 
section, we’ll examine where the greatest amount of uncertainty 
lies in organizations. 

similar to the findings on the highest and lowest rated items, 
the Best places to work participants and the sample of 
nonparticipants also rated the same items as having the highest 
amount of uncertainty. two of these items were also among the 
three lowest rated items. 

We have benefits not typically 
available at other organizations. 
(31% uncertainty)

Considering the value I bring to the 
organization, I feel I am paid fairly. 
(26.2% uncertainty)

I know how I fit into the 
organization’s future plans. 
(24.6% uncertainty)

MosT unCerTAIn ITeMs

1

2

3

position Level and uncertainty
the level of uncertainty measured on survey items increased 
as level of position within the organization decreased. so, 
executive level employees experienced the least amount of 
uncertainty while hourly employees experienced the greatest 
amount of uncertainty. In addition, the results showed both 
similarities and differences between the survey items that 
higher-level positions experienced uncertainty and lower-level 
positions experienced uncertainty. 

Across the five position levels (executives, managers, salaried 
professional/technical roles, other salaried employees, and 
hourly employees), three items were among each level’s top 
five most uncertain items: 

•	 we have benefits not typically available at other 
organizations. 

•	 considering the value I bring to the organization, I feel I 
am paid fairly. 

•	 there is open and honest communication between 
employees and managers.

http://www.quantumworkplace.com/
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of the executive employees, 21.4 percent were uncertain about the survey item, “we have benefits 
not typically available at other organizations,” compared to 32.5 percent of professional/technical 
employees, who experienced the greatest amount of uncertainty on this item. this was the only 
survey item on which more than 20 percent of executives showed uncertainty. 

two survey items were among executives’ top five most uncertain items that didn’t even appear in 
the top 10 of the most uncertainly rated items for other salaried employees or hourly employees. 
these were: 

•	 my immediate supervisor regularly gives me constructive feedback on my job performance. 

•	 my benefits meet my (and my family’s) needs well.

only two survey items were rated with uncertainty by 20 percent or more of managers:  

•	 we have benefits not typically available at other organizations. 

•	 considering the value I bring to the organization, I feel I am paid fairly.

two survey items were among the top 10 most uncertain items for all position levels except 
executives and managers: 

•	 my team effectively collaborates leveraging individual strengths. 

•	 this job is in alignment with my career goals.

Areas of uncertainty represent areas of opportunity. If your goal is to raise favorable workplace 
perceptions, it’s often best to focus on areas of high uncertainty. why? Because the most 
unfavorable attitudes are typically the hardest to change. such employees have their minds made 
up. Luckily, they tend to represent the minority opinion. your best bet is to identify areas of high 
uncertainty and offer clarity to those who have retained an open mind. this can be done through 
measured, structured communication strategies.
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http://www.quantumworkplace.com/


Make work awesome.
quantumworkplace.com | info@quantumworkplace.com | 1.888.415.8302 

272013 Employee Engagement Trends Report

.......................................................................................................

The top three 
engagement 
drivers have 
been constant 
for the past  
six years.

discretionary
effort

Advocacy Intent to stay engagement

Top Engagement Drivers: What’s Driving Engagement?
As mentioned earlier, the survey contained six engagement anchors that measure what an 
organization’s employee engagement level is based on employees’ advocacy, discretionary effort, 
and intent to stay. the other 31 items in the survey are called engagement drivers. employees’ 
perceptions on these items affect, or drive, their overall engagement level. while all items have an 
impact on the overall level of engagement in organizations, as stated before, some have a greater 
effect than others.

over the past six years, the same three items have risen to the top as having the greatest impact on 
the six anchors of engagement. these top three drivers are: 

1.  the leaders of this organization are committed to making it a great place to work. 
2.  I trust the leaders of this organization to set the right course. 
3.  I believe this organization will be successful in the future. 

http://www.quantumworkplace.com/
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universally, the top three drivers impact engagement in all organizations. If you’re performing well on 
these three items, it is highly likely you have a high level of overall engagement. 

In 2012, the next three items driving overall engagement were: 

4.  the leaders of the organization value people as their most important resource.
5.  I know how I fit into the organization’s future plans.
6.  I see professional growth and career development opportunities for myself in this organization.

these items have varied slightly from year to year. the fourth and sixth drivers increased in 
importance in 2012, while the fifth driver dropped one position. your 2013 strategies can affect 
change on these items, positive or negative. focusing on tactics to improve perceptions of these top 
engagement drivers will be a successful strategy for 2013. for ideas on how to take action on these 
drivers, check out Quantum workplace’s additional free resources on quantumworkplace.com that 
offer ideas and other insight on these topics, including: 

•	 The Six Forces Driving Engagement: A whitepaper giving tactical next steps geared toward 
impacting the six top engagement drivers 

•	 How to Be a Great Leader: A whitepaper detailing the qualities of the most effective leaders 

•	 Can You Bring Your Workplace Zombies Back to Life?: A whitepaper discussing how to save 
(or let go) your disengaged employees 

•	 Fun and Work Can Coexist: A quick webisode video featuring a Best places to work recipient 

•	 The Leader-Follower Paradox: A webinar on using employee feedback effectively

for more insight and best practices, visit: 
quantumworkplace.com/resources

http://www.quantumworkplace.com/
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aNalySIS Of ThE aREaS Of ENgagEmENT

teamwork
manager effectiveness
trust in senior Leaders
trust with coworkers
retention
Alignment with goals
feeling valued
Individual contribution
Job satisfaction
Benefits

Areas of engagement10

now, let’s take a look at the individual areas of organizational culture.
 
employees’ perceptions in all 10 areas have an impact on the level 
of their overall engagement. naturally, some organizations rate 
certain areas of their culture more favorably than others. high-scoring 
as well as low-scoring organizations have need to identify what 
drives engagement for them. And what drives engagement for any 
organization likely changes over time.

from a normative standpoint, some items tend to be among key 
drivers more frequently than others. for example, perceptions of 
recognition tend to drive engagement more frequently in organizations 
than perceptions of compensation. But we have found through this 
study that the higher employees rate a particular item, the less likely 
that item is to be a key driver of engagement for that company.
 
so the questions we want to ask are: 

•	 what do organizations that received the highest ratings have in 
common?  

•	 what do the most engaged organizations rate more favorably:  
manager effectiveness or trust in senior leaders? how about 
teamwork versus feeling valued?  

•	 what about organizations with the lowest overall ratings? what 
is their most favorably rated category?

 

http://www.quantumworkplace.com/
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to study these questions, we 
calculated each organization’s 
overall rating — that is, we 
gave it a score. then we 
calculated scores for each 
organization’s 10 areas of 
engagement. we sorted the 
areas from highest to lowest 
to see what, if any, patterns 
emerged.
 
the goal was to identify 
patterns among the highest 
and the lowest performing 
organizations.  our research 
shows that high-performing 
organizations’ most favorable 
scores are in different areas 
than those of low-performing 
organizations.

Both in 2011 and 2012, the 
areas of engagement that 
had the strongest association 
with overall engagement were 
feeling valued and trust in 
senior leaders.
 
yet, less than one percent of 
companies surveyed actually 
performed best in the area of 
feeling valued, and only one in 

five companies performed best 
in the area of trust in senior 
leaders. It is very likely that 
organizations performing best 
in the areas of feeling valued 
and trust in senior leaders, 
compared to the other areas 
of engagement, also have 
a very high level of overall 
engagement.
 

they tended to have the 
highest engagement overall. 
these trends in the areas of 
engagement have remained 
constant for the past two years.
 
of the remaining organizations 
surveyed, 50 percent scored 
the highest on items related 
to trust with coworkers. 
however, this group’s average 
engagement score was the 
lowest compared to other 
company groups that saw 
one of the other nine areas 
of engagement rated more 
favorably by their employees. 
therefore, it can be concluded 
that when trust with coworkers 
is a company’s highest rated 
category, its relative overall 
engagement level will tend to 
be lower than competitors who 
excel in feeling valued, trust in 
leaders and retention.

the same can be said about 
the category job satisfaction. 
Again, if current job roles were 
found to be an organization’s 
most favorably rated area of 
engagement, then its overall 

engagement scores tended to 
be among the lowest scoring 
companies overall.
 

perceptions of retention, 
including the perception of 
professional development and 
career growth, fit this pattern 
as well. said another way, 
when employees rated their 
organization most favorably 
in the area of retention, 

The most engaged 
organizations ranked 
feeling valued, trust 
in senior leaders, 
and retention the 
most favorably.

The least engaged 
organizations ranked 
trust with coworkers 
and job satisfaction 
the most favorably.
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to the right, you can compare highly engaged organizations 
versus lower-performing organizations. the most favorable 
areas of engagement for lower-performing organizations, 
trust with coworkers and job satisfaction, share a common 
theme: self-interest. these employees are thinking 
about themselves and their friends at work. In contrast, 
organizations with the highest levels of engagement scored 
most favorably in trust in senior leadership, feeling valued, 
and retention. these employees are thinking about the 
leadership team and their vision, the recognition of other 
employees’ contributions, and professional development 
opportunities. the common theme is organization-interest. 
these employees are thinking about how they can better the 
organization’s future. 

what about the remaining areas of engagement? high 
alignment with goals ratings tended to be associated with 
higher scores overall. high individual contribution and 
teamwork ratings tended to be associated with lower overall 
ratings, but correlations between these categories and overall 
engagement scores were small.
 
Both perception of manager effectiveness, as well as 
perception of benefits, were not significantly associated with 
whether an organization earned a high overall engagement 
score. that is not to say that such perceptions are 
unimportant; it only means that whether they ranked high or 
low, it did little to predict an organization’s overall score.

THe MosT FAVorABLe 
AreAs oF enGAGeMenT

MosT enGAGed 
orGAnIzATIons

Trust in Senior 
Leaders 

Feeling Valued

Retention

Trust With 
Coworkers

Job Satisfaction

LeAsT enGAGed 
orGAnIzATIons
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RECOgNITION: WhaT dO 
EmplOyEES WaNT? 
knowing that feeling valued and being recognized for good work are key ingredients to an 
engaged workforce, two questions were added to the Best places to work survey for the second 
year in a row to find out more on the topic of recognition. 

the research sought to discover what types of recognition employees value the most and their 
perception of its frequency (was it too much or not enough?). the survey examined 11 types of 
recognition:

•	 granted time off
•	 granted more flexibility/autonomy 
•	 Additional job responsibility
•	 A personalized gift (plaque or company merchandise) 
•	 Access to new learning/training opportunities 
•	 team celebration
•	 praise from direct manager
•	 praise from senior leadership 
•	 A promotion
•	 pay increase
•	 spontaneous cash bonus

http://www.quantumworkplace.com/
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rather than look at overall perception, let’s look at how perceptions varied among the engagement profiles discussed 
earlier. the diagram below shows how each engagement profile ranked their top six preferred forms of recognition.

enGAGed
1. pay increase
2. Access to new learning/

training opportunities
3. granted more flexibility/

autonomy 
4. praise from senior leadership
5. spontaneous cash bonuses
6. praise from direct manager

ConTrIBuTInG
1. pay increase
2. spontaneous cash bonuses
3. Access to new learning/

training opportunities
4. granted time off
5. A promotion
6. granted more flexibility/

autonomy 

dIsenGAGed
1. pay increase
2. spontaneous cash bonuses
3. A promotion
4. granted time off
5. Access to new learning/

training opportunities
6. granted more flexibility/

autonomy 

HosTILe
1. pay increase
2. spontaneous cash bonuses
3. A promotion
4. granted time off
5. Access to new learning/

training opportunities
6. granted more flexibility/

autonomy 

.......................................

.......................................

.......................................

6
Recognize Us! 
Employees’ Top
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What’s the Most Important Form of Recognition?
for the second year in a row, a 
pay increase ranked first across 
all engagement profiles, and a 
spontaneous cash bonus ranked 
second among every engagement 
profile except engaged employees, 
who preferred having access to new 
learning or training opportunities. As 
engagement rose, the importance of 
having access to learning or training 
opportunities increased.

As hostility rose, the desire for a promotion and 
more time off became increasingly important. 
 

•	 employees with an engaged profile ranked 
a promotion tenth, falling one spot in rank 
from 2011. 
 

•	 hostile and disengaged employees were 
nearly twice as likely as engaged employees 
to rank promotions as an important form of 
recognition.  

•	 employees with an engaged profile ranked 
more time off seventh in importance out of 
the 11 types of recognition.  

•	 hostile employees were 1.5 times as likely 
as engaged employees to rank time off as 
an important form of recognition. 

whether engaged or not, all employees ranked a 
personalized gift as the least important. 

As engagement declined, 
the desire for promotions 
and more time off 
became more important.

Engaged employees 
would rather receive 
training opportunities 
than a spontaneous 
cash bonus.
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Engaged vs. Hostile: The Biggest Differences in Recognition Preferences

ENgagEd EmplOyEES
were nearly twice as 
likely to rank praise 
from senior leadership 
as important.

the greatest differences between engaged 
and hostile employees were in the areas of 
team celebration, additional job responsibility, 
and praise from senior leadership.

Although ranked lower across all engagement 
profiles, team celebration showed the greatest 
variance among employees’ perceptions. As 
employees became more engaged, desire 
for a team celebration increased. engaged 
employees were 2.4 times more likely to see a 
team celebration as important when compared 
to hostile employees. 

All engagement profiles ranked additional job 
responsibility low compared to other forms of 
recognition. however, engaged employees 
were nearly twice as likely to rank it important 
compared to hostile employees. 

praise from senior leadership is another area 
where engaged employees’ opinions were 
remarkably different from the rest. engaged 
employees were nearly twice as likely to rank 
praise from senior leadership as important, 
and they were the only engagement profile 
to rank praise from senior leadership as more 
important than praise from direct managers.
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praise from  
senior 
leadership 
isn’t awarded 
frequently 
enough.

Frequency of Recognition
As employees’ level of engagement increased, they were more likely to report the frequency of 
recognition as just right. hostile employees were more likely to report that recognition was awarded 
too infrequently. 

Across all engagement profiles, promotions, pay increases, and spontaneous cash bonuses were the 
top three recognition types reported as given too infrequently. the difference between engaged 
and hostile employees was significant. for example, 90 percent of hostile employees reported a 
pay increase as too infrequent, whereas only 37.9 percent of engaged employees reported it as too 
infrequent. 

following these compensation-based forms of recognition, praise from senior leadership was the 
next form of recognition too infrequently awarded for each profile except engaged employees, who 
reported a personalized gift as the next recognition type given too little, followed by praise from 
senior leadership. 

for hostile employees, praise from direct manager was ranked fifth in terms of being awarded too 
little. for all other engagement profiles, it ranked eighth or ninth. 

Being given additional job responsibilities was the top form of recognition reported to occur too 
frequently across all types of employees. 19.2 percent of engaged employees and 39.9 percent of 
hostile employees said it was awarded too often. 

granted time off and more flexibility and autonomy were most often reported as being just right in 
terms of frequency. the biggest difference between engaged and hostile employees’ perceptions of 
recognition frequency was in the areas of praise from direct managers an senior leadership. of the 
engaged employees, 82.2 percent said praise from direct managers was just right, compared to only 
18 percent of hostile employees. that’s a 64.2 percentage point difference. when looking at praise 
from senior leadership, 75.4 percent of engaged employees reported it being just right, compared 
to only 11.8 percent of hostile employees, a 63.6 percentage point difference. 
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1. A pay increase
2. praise from senior 

leadership
3. granted more 

flexibility autonomy
4. Additional job 

responsibility
5. Access to new 

learning training 
opportunities 

1. A pay increase
2. praise from senior 

leadership
3. granted more 

flexibility autonomy
4. A spontaneous cash 

bonus
5. Access to new 

learning training 
opportunities 

1. A pay increase
2. Access to new 

learning training 
opportunities

3. granted more 
flexibility autonomy

4. A spontaneous cash 
bonus

5. granted time off 

1. A pay increase
2. A spontaneous cash 

bonus
3. Access to new 

learning training 
opportunities

4. granted more 
flexibility autonomy

5. granted time off 

1. A pay increase
2. Access to new 

learning training 
opportunities

3. A spontaneous cash 
bonus

4. granted time off
5. praise from direct 

manager 

Position Level and Recognition 
this year we were also curious to see how preferences for recognition differed among different levels within organizations. 
we compared the following types of employees and how they ranked their preferred forms of recognition:

exeCuTIVe LeVeL MAnAGer LeVeL proFessIonAL/TeCH oTHer sALArIed HourLy
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executives were the only position level that ranked additional job responsibility in its top five forms 
of preferred recognition. other position levels ranked it much further down, eighth, ninth, or tenth 
out of 11. executives were also the only position level to not rank a spontaneous cash bonus in its 
top five, ranking it seventh instead. 

executives and managers ranked praise from senior leadership more important than praise from 
direct manager. for all other position levels, this was reversed.  

the only forms of recognition listed in every position level’s top five were a pay increase and access 
to new learning or training opportunities. 

In terms of perceived frequency, executives were significantly more likely than managers to report 
“just right” ratings for each recognition opportunity. 

managers were most likely to report too much additional job responsibility, even among the most 
engaged managers. other than a pay increase, managers were more likely to report too little in the 
way of promotions and praise from senior leadership.

Executives were the 
only position level 
that ranked additional 
job responsibility in 
its top five forms of 
preferred recognition.
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gO maKE WORK aWESOmE!
you’ve taken the first step. 
By reading this report, you’ve already demonstrated your commitment to 
creating an awesome workplace with engaged employees. so what’s next? 

analyze.

act.

this report gave you insight to how organizations are doing as a whole, but 
what’s the level of engagement in your organization? understanding where you 
stand is essential to understanding where you need to go. start by listening to 
your employees. Discover what aspects of your culture promote or detract from 
their engagement. 

Administering an engagement survey will allow you to examine where you’re 
succeeding and where you’re struggling. what sort of story does the data tell? 
how are you comparing to organizations similar to yours? Are some areas of 
your organization more engaged than others? what are they doing right? 

...........................................................................................................

...........................................................................................................

...........................................................................................................
now that you analyzed your organization’s engagement data, prioritize where 
you’re going to focus your efforts to make the biggest impact and then create a 
plan. empower your managers with the data on their departments, so they can 
make an impact as well. Is it time to implement new strategies? Do you need to 
put an end to practices that aren’t working? what needs to be enhanced? 

Survey.
About Quantum Workplace
Quantum workplace delivers 
smart tools for achieving 
and recognizing workplace 
awesomeness. when work 
is awesome, employees are 
engaged, clients are loyal, and 
business is good. founded in 
2002, Quantum workplace makes 
complex data understandable, 
so it’s easy for organizations to 
take action. Quantum workplace 
serves more than 5,000 
organizations annually through 
employee engagement surveys, 
action-planning tools, leadership 
assessment, and employer of 
choice recognition. 

For more information:
www.quantumworkplace.com 
info@quantumworkplace.com
402.884.7721
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you may have a lot to work on, maybe not. But you’ve taken the appropriate 
steps to ensure you have an engaged workforce. you have a strategic action 
plan based on your findings, so you can rest at ease knowing you are doing 
the right thing. 

Repeat.

Need help?

...........................................................................................................

...........................................................................................................

...........................................................................................................

Relax.

Are your new strategies working? Did you take the right course of action? only 
time will tell. the most successful companies repeat this process annually to 
ensure they’re on the right track and continuing an ongoing conversation with 
their employees. 

Quantum workplace offers teampulse, Leadergrade, wyygo, and Best places 
to work to help organizations nationwide achieve high levels of employee 
engagement by following the process outlined above. It’s our mission to help 
you make work awesome. give us a buzz. 
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