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Introduction 
 
Most organizations, regardless of industry, spend a great deal of time and effort optimizing processes, 
systems, products and protocols. In health care, this work is essential to ensure the delivery of safe, 
reliable, high quality care for every patient, every time. What can be overlooked is that every element of 
the care experience is delivered to the patient through your workforce. Investing in building an engaged, 
high-performing culture is essential to the delivery of high-caliber care and facilitates optimizing other key 
performance metrics across experience, quality and finance.  

When patient stories reflecting exemplary experiences of care are shared in huddles and in the industry’s 
media, they are never the product of the latest piece of health care technology or fabulous waiting room 
décor. Those defining moments and pivotal experiences are created through human interactions. The 
quality of those interactions is the direct result of your organizational culture and talent strategy.  

To create a patient experience that differentiates your organization from the competition and earns patient 
loyalty, defining your optimal patient experience is key. Once that optimal experience has been defined 
and envisioned, it should be used to select, reward, and retain talent that have the right qualities to create 
that experience. Those carefully chosen individuals should then be enabled with the tools, resources, and 
policies that support and sustain that experience. Press Ganey’s approach to engagement is a 
continuous process to align a culture and talent strategy to organizational goals with the intent of 
accelerating performance across the board. 

 

Step 1: Understand Your Current State 
 
As with any performance improvement initiative, the process begins with an assessment of current state, 
change readiness, key stakeholders and accountability structures. 

Current State 
C-suite level leaders are responsible for examining the current talent strategy for the organization. The 
goal of this examination is to align cultural strategy to business strategy, understand the effectiveness of 
current programs and the owners of these programs.  

A cultural assessment will define and prioritize the objectives for your engagement strategy, based on 
current talent challenges from senior management’s perspective. Consider how these challenges impact 
or are impacted by other organizational issues you have identified. For example, accelerated RN turnover 
may not be a cultural or leadership issue, but rather the direct result of operational and staffing processes 
that are ineffective and unsustainable. This helps establish strategic intent and clear objectives by which 
success can be measured. 

Change Readiness 
The cultural assessment should address the organization’s readiness and capacity for change.  If you 
discover your change capability is unfavorable, start there. Building organizational agility will not just 
support engagement efforts, but will also position you more strategically as the health care industry 
evolves and people evolve alongside it. 
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Questions to ask when assessing readiness for change: 

 Are your senior leaders prepared to invest their time and energy to 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?  

 Are managers, teams and individual caregivers enabled to act autonomously in pursuit of 
your mission?  

 What is the past experience of the organization with implementing large-scale change, and 
how may those previous experiences impact this initiative? 
 

Stakeholders & Accountability Structure 
Each and every individual in the organization is responsible for supporting cultural change, but best 
practices exist around key roles and responsibilities. Clear support from the board and involvement at all 
levels of leadership is required. There should be an individual (or small group) that act as the primary 
project team, responsible for coordinating activities around timeline, project details, communication, 
survey design and data rollout.  

While a smaller group is needed to guide the work and monitor the implementation plan, every leader 
should be accountable for supporting and enabling engagement and talent strategies. In the long term, 
the aim is for engagement conversations to become a natural part of the way managers operate. In the 
short term, consider incremental goals to encourage the behaviors and practices that support 
engagement. Goals can be centered on metrics such as Engagement Score, Action Planning Readiness 
Score and workgroup Tier Designation. They can also be based on a more behaviorally-based index. 
Either way, they should be both measurable and realistically achievable in the specified timeframe.  

Best practice organizations align manager goals to the actual management behaviors that drive 
performance focused on engagement improvement, not score achievement. Incentivizing leaders on 
engagement score achievement is subject to various confounding factors outside the leader’s control. 
Leaders should be expected to share the data, review and discuss the data, and seek team feedback. 
That feedback can be used to form and execute an action plan, communicating progress and adjusting as 
needed based on ongoing dialogue with the team. For instance, you may include an index of items on 
your engagement or pulse survey such as “my manager shared the results of the last engagement survey 
with me;” “my manager makes sincere efforts to improve our working environment;” or “my manager 
engages with our team to help improve our culture.” Responses to these questions provide insight into 
the presence or absence of management behaviors that drive engagement. Incenting these behaviors 
should reinforce and encourage them. You may also consider including behavioral anchors to your 
organization’s management competencies as a custom index that can be associated with survey goals. 

Many organizations are tempted to build motivation and reinforce these concepts by providing monetary 
incentives to improve engagement scores. However, careful consideration should be made before 
incorporating these metrics into a monetary incentive plan. Your advisor can help you decide the best 
way to move forward with goals and incentives based on your unique situation. 
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Step 2: Get the Appropriate Tools and Methodologies in Place 
 
The activities in step 1 will inform the appropriate tools and methodologies. Best practice organizations 
employ a comprehensive, continuous approach. It is critical to consider the unique aspects of certain 
segments of the workforce, along with organizational priorities and challenges identified in early discovery 
processes.  

Employee engagement, nurse engagement, physician engagement and safety culture are common 
strategic priorities and organizational challenges. A benefit of working with Press Ganey is our ability to 
effectively address these unique segments in one survey administration. 

Employee Engagement 
People are our greatest resource in health care as they are on the frontlines every day driving encounters 
that influence the patient experience. It is important to have a clear understanding of key drivers that 
impact your employees’ work environment, including their relationships with their managers, access to 
necessary tools and resources to perform their job functions at the highest level and a feeling that the 
organization is investing in their personal development. Ensuring our employees’ needs are met is 
foundational to establishing a culture of engagement where employees are co-owners of their 
development, where they exert more discretionary effort and where they commit to improve. 

Registered Nurse Engagement 
Being “at the sharp end” of care, the RN population is often given special consideration with regard to 
survey design. The impacts of nurse disengagement on patient safety and patient experience are direct 
and costly. In addition, nurse retention is top of mind as organizations seek to maintain institutional 
knowledge, ensure consistency in care delivery and promote patient experience and loyalty. For these 
reasons, we recommend the inclusion of a nursing-specific index or module on the survey. For example, 
the Press Ganey Engagement Solutions Nurse Survey module was designed to help organizations drive 
nurse engagement, improve performance and facilitate the complex Magnet Recognition Program® 
application process. The insights gathered from the segmentation of RN scores can have implications not 
just for nurse engagement and retention, but for interventions to drive safety, patient experience and 
reputation. 

Physician Engagement & Alignment 
Within the evolving landscape of health care, an environment with increasing demand for coordinated 
care, new organizational structures and value-based payment models, building strong physician relations 
is pivotal to achieving success. 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. Organizations that meaningfully engage and collaborate with physicians and physician 
leadership are on the most direct path to deliver exceptional patient experiences and outcomes. For these 
reasons, Press Ganey recommends a slightly different model and survey design for the physician 
population. The physician items weigh less heavily on the relationships with direct managers and more 
heavily on the perceptions physicians have of their partnership and alignment with administration. For 
physicians, more focus can be placed on the effectiveness of support staff and resources as well as 
overall quality, commitment and pride. 
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You may also consider segmenting employed and contracted physicians for more targeted items. For 
instance, you may find value in discovering the most common reasons contracted physicians admit or 
refer to your facilities versus your competitors in the local market. You may also want to compare 
employed and contracted physicians’ perspectives on image and reputation to help you from a branding 
and community perception perspective. Assessing the nature and strength of the relationship physicians 
and advanced practice providers have with the organization and its leadership can assist in moving closer 
to true partnership and alignment based on shared vision, values and goals. Achieving this alignment 
supports and informs business strategy, driving value for the patient and growth for the organization. 

Safety Culture 
Organizations that build a culture and adopt processes that focus on safety are best positioned to develop 
a high-performing workforce dedicated to delivering exceptional patient experiences. The culture of a 
health care organization is the product of individual and group values, attitudes, perceptions and patterns 
of behavior. 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. The Press Ganey Safety Culture survey measures the relevant issues 
and workplace activities that define an organization’s focus on safety. 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. These 
items can be incorporated into your existing survey design, creating a seamless user experience for your 
caregivers, while allowing you to gather rich insights into your organization’s safety culture. 

Resilience 
When we think about reducing patient suffering, we identify sources of unavoidable suffering (inherent in 
diagnosis or treatment) and seek to manage those through comfort measure. We then identify sources of 
avoidable suffering (long wait times, anxiety driven by lack of communication, etc.) and seek to eliminate 
those through process improvement and care delivery standards. The same framework applies in the 
context of the health care workforce. To minimize burnout and build caregiver resilience, we must identify 
sources of avoidable stresses and distress by ensuring the workforce has the resources and support 
needed to deliver the safest, highest quality care. We must also ensure caregivers are operating in an 
environment that can sustain high performance – one where they are inspired, energized and cared for as 
individuals. In addition to this, we should also consider the mental, emotional and physical burdens that 
are inherent in health care delivery. It is to be expected that caregivers will internalize at least some of the 
heartbreak, loss and pain they observe in their day-to-day work. The way caregivers respond to and 
manage their experiences and emotions will naturally impact their ability to continue to perform at an 
optimal level, as well as their ability to maintain their own health and wellbeing. For this reason, we 
suggest including a measure of caregiver resilience on the survey to assess opportunities to address 
unavoidable caregiver suffering in various caregiver groups. 
 
The instrument used to measure and benchmark engagement and related concepts should have a firm 
theoretical and empirical basis. Press Ganey has leveraged the largest collection of caregiver experience 
data in the industry to conduct an aggregate analysis of engagement drivers across health care. The 
results of this analysis form the foundation of the core engagement survey which captures an outcome-
based engagement metric, a work unit segmentation metric telling you which units need the most 
intervention and a management metric that tells you which managers are in need of assistance or 
coaching in order to effectively drive improvement for their teams. 
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Beyond the Press Ganey core, there is capacity for additional items of interest to your organization. The 
takeaways from the initial conversations around “current state” should help inform the best way to use this 
space. Consideration should also be given to other organizational priorities (and realities) that have a 
workforce component, such as safety culture, as well as unique clinical segments of your staff, 
specifically, nurses and physicians. 

Survey Instrument Design 
When designing the survey instrument, it is important to consider not just what you will ask, but why you 
are asking it. Every item on the survey should have a purpose. Items which you are unwilling or 
unprepared to take action on should be carefully considered before being included. Consideration should 
be given to the relevancy of each item given the purpose of the survey and how it fits in with your unique 
strategic business and workforce goals. Your answers to the following questions will help guide you 
toward content with the greatest value and utility for your organization: 

 Will this item enable me to capture or benchmark against a valuable workforce metric (like 
Press Ganey’s Engagement Indicator, Tier Designation, or Action Planning Readiness 
Score)? 

 Will the response to this item help us better understand the human element of organizational 
challenges we have been experiencing (ex. post-merger integration, diversity & inclusion)? 

 Will gaining a better understanding of employee perceptions around this topic help us drive 
key organizational outcomes like safety, quality, and patient experience? 

 Will asking this question to help define or refine our employer brand strategy? 
 If scores for this item are low and qualitative follow-up indicates action is needed, are we 

willing and prepared to act? 
 
Survey Cadence 
The right amount of data to collect, and the frequency with which to collect it, will be primarily determined 
by your organization’s capability and willingness to act upon the insights it provides. Best practice 
organizations, and standard Press Ganey recommendation is a full census survey every 12 months, with 
an interim pulse survey approximately halfway between surveys. The content for the pulse survey should 
include direct measures of action planning effectiveness (ex. “this organization has made positive 
changes as a result of the feedback from the engagement survey”) as well items related to topics 
important to organizational action planning. 

As health care has evolved to collect and analyze increasing amounts of data, many organizations have 
developed an appetite for more frequent surveying, with some seeking daily employee feedback. Seeking 
daily or weekly feedback that you are not prepared to process and internalize is not just a waste of time 
and money, but also potentially a detractor from engagement, as employees could sense many surveys 
are yielding little to no improvement.  

We also caution against surveying too infrequently. For a small organization, even the high end of the 
guideline may be too long at 18 months. For nearly any organization, collecting data even less frequently 
degrades the value of trending analysis, especially when there is high turnover or frequent changes to 
workflow that impact priorities and the overall work environment. If your organization is ready for it, 
consider real-time employee feedback methods like internal message boards or custom applications that 
can be modified to meet your specific needs. 
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Step 3: Establish a Deliberate, Comprehensive, Consistent Communication Plan 
 
Best practice organizations commit to a defined, focused rollout plan with specific tactics and milestones 
to effectively administer the survey, encourage participation and support ongoing accountability.  

Before the Survey  
Build awareness and support through a series of targeted communications. At all levels of the 
organization, this conversation should begin with a compelling “why” that creates context, establishes 
practical relevancy and creates a desire to act. Without this critical step, it is difficult to gain the necessary 
momentum to sustain this work beyond the action planning phase. 

It is also useful to create excitement and energy around the survey by developing a survey “brand” or 
logo to use on survey communications that can be carried forward throughout the process and become 
associated with the survey. Consider how these communications compliment your external marketing 
message and your employer brand. The concepts of mission, values and concern for the well-being of 
employees and the patients they serve will likely find a place in these communications. Again, the aim is 
to integrate a talent strategy with your business and marketing strategy. 

To create sustainable change, each level of the organization needs to understand the reasons for 
engaging in this effort, how it supports the mission and strategy of the organization (and their 
department), what their role will be, and how they will benefit. This can be done by appealing to what is 
most important to each stakeholder group.  

 At the board and executive level of leadership, these conversations tend to focus on driving 
financial performance and the broader business strategy. 

 For middle managers in clinical areas, you may emphasize the way caring for the caregiver 
helps us provide safer and higher quality care for patients. For operations leaders, the focus 
may be on how engagement can drive efficiency, reduce waste, and increase the speed of 
change adoption. 

 With frontline supervisors, the value, in addition to everything mentioned above, is that higher 
engagement makes the work of managing people easier. Engaged employees require less 
“management” because they are more aligned with the objectives of the organization and are 
typically more inclined to follow their manager’s lead. 

 With staff (and everyone else for that matter), the value lies in creating a more positive and 
productive work environment, providing the best possible care for patients and reducing 
unnecessary suffering 

 For all survey participants, an initial announcement from the CEO and/or a senior member of 
the leadership team to all staff, whether an in-person town hall or a written email or letter, 
should emphasize the organization’s commitment to being a best place to work and a best 
place to receive care. The survey should be positioned as a tool that will allow the leadership 
team to better understand what is on the minds and hearts of their caregivers, so appropriate 
interventions and improvements can take place. The process should be seen as collaborative 
and mutually beneficial. It is also important to emphasize that the survey is confidential and 
that participation is entirely voluntary. 

Once the value has been established and there is a general understanding of the overall concept, the 
next step is to share the survey implementation plan with the management team, including detail on 
administration dates, target participation rate and expectations of leaders. Leaders should be expected to 
announce the survey to their staff, encourage their participation and reinforce the measures in place to 



           

© 2017 Press Ganey Associates, Inc.               

ensure confidentiality. To support this, there should be education for managers on engagement concepts 
such as culture, coaching and inclusion/facilitation techniques. This will enable them to speak confidently 
with their staff and clearly articulate the purpose and goals of the survey. Frontline managers have the 
power to make or break your culture through communication and interaction with their teams. Managers 
are stakeholders, but they are also your partners. Don’t leave the messaging up to chance. Take the 
opportunity to educate and prepare your leaders not just with talking points, but with a solid foundation of 
knowledge and skill around engagement concepts and their practical applications. 

During the Survey 
During administration, the focus of communications is to reinforce the value, reassure confidentiality and 
create excitement to drive high participation rates. Best practice tactics to employ include:  

 Talking Points  
 Survey Ambassadors 
 Visual Reminders  
 Senior Leader Rounding  
 Incentives 

 
Talking points can be used by managers during huddles, in emails and on rounds to keep their teams 
informed and excited to participate in the survey process. These talking points can include information on 
the technical aspects of the survey, confidentiality and next steps following administration. When 
employees know that their leader is ready and willing to receive and act on feedback received through the 
employee survey process, they are more likely to participate.  

Survey Ambassadors are selected to champion the cause and encourage participation among their 
peers. They are often frontline staff members, specially trained to promote and discuss the survey 
internally.  

Senior Leader Rounding can be an effective place to include key messages around survey participation. 
We recommend leaders take this time to sincerely ask staff members for their feedback, discuss the 
motivations behind the survey, and answer any lingering questions employees may have regarding 
confidentiality or how the results will be used. At this stage, authenticity is important. Simply by “showing 
up” and expressing a sincere desire to learn about the employee experience and how the organization 
can improve, senior leaders reinforce that the survey is not an event, but rather a vehicle for 
communication between those making business decisions and those doing the work. This shift creates 
value, and the perception of value drives participation. While formal communications from the executive 
team are good, there is no substitute for face-to-face communication if the goal is to build relationships 
and make genuine connections. 

Incentives can be an effective means of driving survey participation when properly employed.  Raffle 
entries or prizes upon completion of the survey or upon reaching a department or organization-based 
response rate goal tend to be the most popular. Most of the time, these programs are effective in 
improving response rates and generating fun (and healthy competition) into the process. The best use of 
incentives is one that builds on, rather than replaces, the value proposition established in the previous 
sections of this paper.  
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The survey is a communication tool, and providing feedback is voluntary. The “purpose” for participating 
should be to share opinions and feedback. The “reward” should be the knowledge that the survey results 
will be reviewed, acknowledged, and acted upon to create a better environment in which to work and 
receive care. An incentive plan layered on top of that foundation can be highly effective without 
compromising data integrity. Without this foundation, however, a well-intentioned incentive plan carries 
the risk of becoming viewed with a “check the box” mentality. Consider how someone might respond 
differently to the survey if they are motivated by a desire to contribute or by a desire to obtain a material 
reward. With that comparison, it becomes clear that incentives should be used purposefully and in 
harmony with the overall communication plan. 

After the Survey 
Immediately following the close of the survey, a communication should be sent from the CEO and their 
executive team to all staff, expressing sincere gratitude to every participating team member for taking the 
time to share their experiences and feedback in the spirit of improvement. This communication should 
also share a preview of next steps: when the results will be shared, what will be done with the results, and 
what follow-up activities can be expected. This message should end by reinforcing the “why”, 
emphasizing the organization’s intent to become the best place to work and to receive care, and restating 
the executive team’s commitment to creating positive change based on the results. 

Enterprise Level  
At the enterprise level, the initial results review is typically conducted between Press Ganey and the 
organization’s primary point of contact. “Super user” training on the features and functionality of the 
Engagement Portal is also provided at this time. During the initial results review, the Press Ganey advisor 
guides a discussion around themes and trends and help to tease out the story behind the data. This data 
story, taken in the broader organizational context, becomes the basis for the initial report shared with the 
executive leadership team. This results review most often takes the form of a formal presentation 
conducted by the Press Ganey advisor – perhaps in tandem with the organization’s primary project lead.  
The content is designed to highlight strengths and opportunities for improvement based upon historical 
trends and comparisons to relevant national benchmarks, as well as key demographic trends. This results 
review will likely have immediate implications for targeted action planning and intervention. The ideal 
outcome of the executive presentation of results is: 

 Clear agreement on top priorities for exploration and global improvement 
 Initial discussion on potential root cause 
 Agreement on expectations of the broader leadership group 

 
The conversation on global opportunities for improvement, such as compensation, benefits or staffing, 
should be discussed further and validated with other data streams. The executive team should prepare to 
report to the management team and all staff how they intend to use the results to drive improvement at 
the executive level. This message will be carried forward into the next phase when results are shared with 
all management. 

Following the executive report-out, another message from the CEO and executive team should be sent to 
all staff and include an initial results briefing, citing the high level strengths and concerns, as well as any 
global action planning activities that are or will soon be underway. The “why” should again be reinforced, 
emphasizing how areas that have been identified for improving the employee experience will also 
positively impact other indicators such as safety, efficiency, and patient experience. It is important that 
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this communication demonstrates humility, authenticity, and self-reflection. Be transparent about the 
organization’s year-over-year trending and ranking in the national database. Whether you are in the 5th or 
95th percentile, the message is that the organization aspires to do better and is asking for the 
collaboration of the staff in doing so. At this point in the process, the organization’s stated commitment to 
acting on the results should start to translate into observable actions. The communication piece should 
tell employees to expect an invitation to a department-level results review by their manager and should 
also encourage participation in qualitative follow-up and action step brainstorming.  

Manager Level 
Next, presentations should be scheduled to review results with all managers. The content will be similar 
to the executive presentation, in that it will tell the story behind the numbers and focus on notable trends. 
In addition to this content, the global priorities agreed upon by the executive team should be shared, 
along with any pending actions or follow-up activities that are in progress. The goal is to demonstrate 
ownership at the highest level of leadership while also creating momentum toward a common goal. Each 
manager should be encouraged to include the global priorities in discussions with their staff to assure 
they are part of the department’s improvement strategy. In addition, managers should be briefed on next 
steps and key dates that can be communicated to their staff. These include when results will be shared, 
what follow-up activities will be expected, when action plans will be due, and when the next survey 
measurement will be taken.  

To support the successful execution of data rollout and follow-up, managers should also receive training 
on the Engagement Portal as well as training on best practices for facilitating a post-survey debrief and 
feedback session with their staff to create an effective action plan. This training should be practical and 
relevant with a clear set of expectations and definition of success. This is also a good time to reinforce the 
“why,” as it is easy for leaders to get overwhelmed at this stage. Remind managers that acting on their 
results starts with a simple conversation with their team about what could improve and how to improve it. 
The message is that higher engagement will make their jobs as managers easier and will support their 
departmental goals. It is important to have executive involvement in this session to show commitment at 
the highest levels of the organization and establish engagement as key strategic initiative that has board 
level oversight (which it hopefully does). If possible, have the CEO or another member of the executive 
team open and close the session, focusing on the “why” and communicating the expectation that every 
manager will help drive forward. The executive representative should also clearly explain how they plan to 
track progress. This can be done through regular (generally quarterly) reviews of action plan activity in the 
Engagement Portal, rounding on manager and staff to ask for updates, and inclusion of engagement 
updates on town hall agendas. 

Employee Level 
The next step is for managers to share work unit results with their employees and move into the 
qualitative follow-up phase. At the work unit level, the key metrics of Engagement, Tier Distribution and 
Action Planning Readiness should be used in tandem to determine the best path forward for each 
manager. Press Ganey has prepared a decision tree designed to assist in segmenting and advising work 
units based on these criteria. Typically, action planning activities will follow the traditional path of sharing 
results, soliciting feedback and creating an improvement strategy. In some cases, it makes more sense 
for managers to focus on building relationships within their team, improving Action Planning Readiness 
and creating a more positive departmental culture that will sustain engagement in the future. In other 
cases, action planning activities are focused more on the concept of building resilience and mitigating the 
ill effects of burnout on engagement, motivation and performance. In still other cases, based on poor 
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performance on key engagement metrics, it is recommended that managers receive assistance from the 
HR/OD team, another internal coach, or an external consultant in order to effectively drive the discovery 
and improvement process. Your Press Ganey advisor will assist you in segmenting work units and work 
unit managers and guide them toward the most effective path given their unique circumstances.  

Ongoing Communication & Accountability 
Managers should be expected to meet with their employees regularly to discuss progress in achieving 
their goals. The simplest way to do this is to set aside time during team, staff and one-on-one meetings to 
provide updates and seek feedback on engagement topics. These efforts should be a regular part of the 
management routine rather than “additional tasks” related to the survey project. To reinforce the 
importance of promoting engagement as a critical aspect of workforce leadership, consider incorporating 
“talent engagement” into job descriptions for management roles. Again, the goal is to build and sustain a 
culture of engagement, not a one-time engagement survey “initiative.” 

Managers who have achieved outstanding performance or who have shown significant progress on their 
workforce goals should be recognized and asked to coach others that are struggling. If resources allow, 
plan to provide one-on-one coaching and guidance for managers that are failing to meet the expectations 
that have been set. In some cases, there is a larger conversation to be had that has implications for a 
more focused leadership development plan. 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. 

As part of the overall communication plan, regular communications should be sent directly from the CEO 
and executive team to all members of the staff. At a minimum, this should include a letter or email on a 
quarterly basis that includes updates on what progress has been made on large-scale action plans and 
items that are still under review or in the planning phase. This is also a great opportunity to highlight the 
work a single department or leader has done to drive engagement on their team. A spotlight on their 
success serves as recognition for that group, inspiration for their peers and evidence for employees that 
positive change is occurring. If possible, supplement written communications with formal (e.g. town halls) 
and informal (e.g. executive rounding) face-to-face communications. This provides the added benefit for 
being a two-way exchange of ideas about what is working and what plans may need to be adjusted. 
Keeping communications going throughout the entire year supports the idea that engagement is not a 
moment-in-time measurement, but part of a larger strategy to improve caregiver and patient experiences.  

Leaders of managers should be expected to incorporate engagement into their regular coaching 
conversations. This helps reinforce accountability, as leaders will be asking for updates, challenges and 
successes from their direct report managers. In addition, it provides their direct report managers with a 
resource to help drive improvement and provides a regular opportunity to align their efforts on workforce-
related goals with their other management objectives. 

Pulse measures can also be used to instill accountability, demonstrate commitment and assess progress 
at regular intervals. As discussed in this paper, your organization should ensure it is prepared to act on a 
steady flow of data before engaging in ongoing pulse surveys. An intermediate solution is to implement a 
single midyear pulse to assess progress halfway between full survey administrations. This provides an 
opportunity for managers to get feedback on how well their efforts are being received and either choose 
to stay the course or refocus and start down a different path. This also provides another data point that 
can be used to fuel coaching conversations and incorporated into scorecards alongside other 
performance indicators. 
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Step 4: Leverage Data to Inform and Align Talent Strategies 
 
In addition to the immediate implications for the initial results review discussed in the previous section, 
undertaking the strategic approach to survey design recommended in this paper will also have utility for 
other elements of your talent strategy. Strategic decisions regarding recruiting, onboarding, professional 
development, recognition/rewards and succession management may be shaped or influenced by 
engagement data insights from groups such as: 

 New Hires: Assess gaps in perceptions of new hires (less than one year of employment) as 
opposed to more tenured employees. A gap analysis can identify potential reasons for first 
year turnover or inform improvements to the pre-hire process. For example, if scores show 
that new hires score lower on measures of job fit, it can indicate a need to assess whether 
you are providing a realistic and accurate picture of what the job will be like during the pre-
hire stage. 

 Demographic Segments: These can be used to identify gaps in scores for either 
engagement or other key topics (such as Diversity & Inclusion, work-life balance, growth & 
development, recognition) among demographic groups of interest. For example, as part of a 
diversity and inclusion strategy, they can help identify engagement trends and perceptions of 
inclusiveness and opportunity across the organization and highlight high priority areas for 
intervention.  

 Hard-to-Fill or High-Value Roles: Positions that are identified as high value at the present 
moment, or are projected to become vital to future success and growth, can be segmented to 
identify trends that may inform a rewards strategy or development plan to retain individuals in 
key roles. These data can also help identify if and when the organization should alter their 
recruiting methods. For example, for a hard-to-fill position that is projected to be of high value 
in the future may require a more aggressive strategy, such as actively recruiting from the 
competition. 

 Leadership/Management: While we tend to focus primarily on engaging frontline caregivers, 
it is critically important to assess and monitor the engagement of your leaders. If gaps are 
discovered in the engagement levels of senior versus middle managers or management 
versus staff, further evaluation is warranted to determine if there are pervasive concerns 
regarding trust or missed opportunities for meaningful communication and alignment of the 
entire leadership team. It may be determined that action planning should begin by creating 
cohesion and shared ownership among the management team before driving plans down to 
the work unit level. 

 Talent Leaders: The survey data may help provide insights into key management behaviors 
that drive engagement, retention and performance. Scores for items related to specific leader 
actions or attributes in highly engaged or high-performing work units can help determine the 
specific leadership competencies that matter most in your organization. These can then be 
calibrated against other talent management tools like the performance evaluation and 
development program curricula. With this level of insight, you may also find there are 
implications for the attributes that are screened and selected for when evaluating candidates 
for management roles. 

 High Performers: Discovery of lower engagement or specific response patterns among 
groups of employees classified as high performers may warrant targeted retention strategies 
to ensure top performing individuals are challenged, coached and developed. You may also 
identify a need to drive work unit level accountability to ensure strong performers are not 
systematically overburdened with counteracting the shortcomings of others on their teams.  

 Internal Customer Service: Among teams or job functions that need to collaborate 
effectively in order to deliver safe and high quality care, survey data can serve as an early 
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warning to identify potential for conflict or miscommunication. In these instances, it can be 
helpful to facilitate focus groups to further understand the story behind the data, provide 
insight into the root cause of concerns and offer thoughtful solutions for improving 
communication, partnership and service. The data may also reveal a need for training on 
skills such as active listening or conflict resolution as part of the talent development plan for 
these groups. If there are attributes regularly found among individuals exemplifying 
exceptional internal service and collaboration that are materially different from their less 
successful counterparts, there may be implications for the screening and hiring process for 
these job functions. These alterations may improve the quality of hire and teamwork in these 
areas. 

 
Again, the goal is to integrate your talent strategy in order to support your overall business strategy. From 
a return on investment perspective, this is where the value is realized. The next step is to quantify the 
impacts of culture, leadership and employee engagement on your safety, patient experience and financial 
metrics. 

 

Step 5: Track Integrated Metrics and Quantify Return on Investment (ROI) 
 
Many organizations fixate on the engagement indicator score as the sole measure of the effectiveness of 
the survey and action planning process. While the engagement indicator score is a valuable metric for 
inclusion on board scorecards and KPI sheets, it has little functional utility on its own. When thinking 
about ROI, revisit the initial intention for beginning this method of assessment. If the engagement strategy 
is working, then improvements in engagement scores should bring related improvements in workforce 
metrics like retention and productivity as well as outcome metrics like safety, patient experience and 
financial performance. The way you quantify and track the progress and measure success of your 
engagement strategy will be influenced by your initial objectives. The best way to do this is to develop a 
micro-scorecard that includes clear criteria by which success can be measured. The criteria you include 
will be dependent upon your objectives and action items. 

If the goal was to develop leadership competency, create a management behaviors scorecard that 
includes criteria that impact employee engagement, such as inclusion, respect, trust, coaching and 
recognition. You can quantify investments in leadership such as training time and materials, executive 
coaching and assessments against the realized improvements in employees’ ratings of their managers on 
the competencies you have chosen. You may also be able to quantify financial impacts downstream, 
such as improved frontline retention rates and reduced costs associated with recruiting/training new 
talent. These should improve with the additional investment in professional development.  

If the goal is to affect patient experience and loyalty outcomes, an assessment of how these metrics align 
will illuminate units where changes are taking hold and units where additional work is needed. By aligning 
work unit level data across measures of employee engagement and patient experience, Press Ganey’s 
Critical Metrics Map enables you to visually assess the organization and its work units on an array of 
current and historical metrics related to employee engagement and patient experience. By incorporating 
vital 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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If the goal is to work toward a culture of safety, a scorecard may include cultural antecedents like trust, 
psychological safety, accountability and learning culture. Action planning on these topics should impact 
engagement, but should also lead to greater frequency of error reporting, more frequent accountability 
behaviors that prevent errors and ultimately fewer serious safety events (SSE). Realized reductions in 
safety events can be measured against improvements on these critical elements of safety culture. 

If the goal was to positively influence workforce metrics and their related financial indicators, an impact 
analysis would be appropriate. For a system, a facility-level analysis can tie engagement metrics directly 
to financial performance metrics such as operating margin and revenue growth. Common workforce 
metrics can also be translated into financial terms such that they can be assessed for impact (e.g. cost of 
absenteeism per employee turnover/average cost of hire, etc.) If related metrics are not trending in the 
expected direction, it is wise to ask things like: 

 Are there persistent operational issues stalling your progress? 
 Is there a need for more targeted work around broader cultural transformation? 
 Are there management-level deficiencies preventing action plans from gaining momentum? 
 Are there external forces masking improvements? Are you swimming against the tide? 

 

Conclusion 
 
Achieving high performance in engagement requires a comprehensive strategy. Engagement should be a 
continuous and ongoing cycle. The outline presented here is designed for the organization that is just 
beginning, as well as for the organization that wishes to reflect and reevaluate the effectiveness of their 
current approach.  

The workplace of the future will be a dynamic one, where the most successful leaders and caregivers are 
ones that can respond with agility and grace to changing work environments, patient and family needs, 
regulatory changes and emerging technologies. The most successful organizations will be the ones that 
are self-aware during thorough systematic evaluation and thoughtful collaboration across the business. 
The foundation for success is a culture that engages caregivers by giving them a voice through which 
they can impact their environment. In doing so, they can become inspired to conquer the challenges 
before them; utilizing the tools, resources and support they need to deliver patient-centered care. 

Forward-thinking organizations will also invest heavily in building the capabilities and alignment of their 
leadership team. The workplace and the role of leadership will continue to evolve. Leaders that are 
collaborative, inclusive and adept at building trusting relationships and navigating change will get the 
most from their people, as measured by efficiency, accuracy and loyalty. Efforts to understand and, where 
necessary, reshape the culture of an organization is an investment not only in human capital, but also in 
the execution of strategy. 
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