
DESIGN AN EMPLOYEE ENGAGEMENT SURVEY 
CHECKLIST
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Engagement is that feeling when work doesn’t 
really feel like work, when we believe in what we 
do and want to go above and beyond to be 
successful. Imagine a company where everyone 
feels like that – with the right direction and 
guidance, a workforce full of engaged employees 
can be unstoppable.

It’s no surprise, therefore, that tracking employee 
engagement has become a corporate priority.  
We recommend an approach that measures:
Discretionary effort
•	 This company motivates me to contribute 

more than is normally required to complete  
my work

Organizational commitment
•	 I would recommend this company to people  

I know as a great place to work. (Advocacy)
•	 I am proud to work for this company. (Pride)
Intent to stay
•	 I rarely think about looking for a new job with 

another company
Work involvement
•	 My work gives me a feeling of personal 

accomplishment

Your Top 10 Checklist

These should be part of a robust engagement 
survey. However, it’s not enough to only measure 
engagement. These “outcome measures”  
are influenced by a number of other factors such  
as benefits, resources, management, and so on. 
These outside influences, or “engagement 
drivers,” will impact outcome measures like  
pride and, ultimately, overall engagement levels. 
They are unique to every organization and should 
also form an integral part of any employee 
engagement survey.

So, how do you get started? Here are  
10 questions to ask yourself when designing  
an effective employee engagement survey, along 
with some useful tips and advice to help you: 
•	 Identify the engagement drivers relevant  

to your company
•	 Structure your survey and ask the right 

questions
•	 Interpret and act on the results
•	 Choose the right survey technology 
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   1. WHO WILL REVIEW AND APPROVE YOUR SURVEY CONTENT? 
Determine who will review and approve the survey content. While people and teams representing all 
parts of the business should review content, avoid having more than two leaders approving content. 
This will help eliminate lengthy sign-off processes once you have a final question set. 

   2. WHAT DOES THE BUSINESS NEED FROM YOUR PEOPLE TO SUCCEED? 
Involve key leaders when prioritizing issues. Solicit opinions and ideas from stakeholders to better 
understand organizational needs, and what business heads really need from their people to be 
successful.

   3. WHAT ARE THE ENGAGEMENT DRIVERS AT YOUR COMPANY?
Every company is unique, and we’ve listed 10 of the most common engagement-driver categories 
(see Figure 1) to get your thought process started. Review and customize the list by removing any  
you don’t think are relevant to your company and adding any new ones you would like to include.

FIGURE 1: ENGAGEMENT DRIVERS  
1.	 Collaboration: Are employees able to easily work with other teams or colleagues without 

barriers?
2.	 Communication: Are they getting enough information from the company about what’s happening?
3.	 Customer focus: Are employees encouraged to focus on the customer?
4.	 Growth and development: Do people feel they have the training they need to do their job?
5.	 Inclusion: Are people with diverse backgrounds and diverse opinions welcome?
6.	 Leadership: Do they believe in and trust their senior leaders?
7.	 Performance and accountability: Are managers supporting their teams to be successful  

(this can also include good performance management) and are people held accountable?
8.	 Strategic alignment: Do they buy into where the company is going or do they even know?
9.	 Survey follow-up: Do employees feel that their feedback is being listened to and acted upon?
10.		Work process: Do they have the right tools (computers systems and so on) to do their job and  

are there enough people on the team for them to achieve a work/life balance?

Your Top 10 Checklist
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   4. HOW SHOULD YOUR SURVEY BE STRUCTURED?
The aim is for as many employees as possible to understand the survey and act on its results. 
Employees will need to understand how to answer the questions and your managers will need to 
understand how to read the report. The survey structure should therefore be simple and intuitive, 
with topic areas clustered into themes (for example, performance management or senior leadership).  
You should include at least three questions per theme and measure different aspects to give you  
a broad spread of responses. 

   5. WHAT QUESTIONS DO YOU NEED TO ASK YOUR EMPLOYEES?  
Now you’ve selected your engagement drivers, you need to review the questions in each category.  
An advantage of designing your own survey is that you can include questions that are 100% relevant 
to your company, which can make the survey shorter and easier to digest.

   6. HOW LONG SHOULD YOUR SURVEY BE?
There is no “ideal” length for an employee survey – it depends on the individual needs of your 
company. The trick is to find a balance between asking enough questions to be  informative, and not 
putting people off by asking too many questions. As a general rule, we would recommend limiting 
your survey to 65–70 questions.

   7. HOW DO YOU DECIDE WHAT QUESTIONS TO INCLUDE?
A good way to potentially “cull” questions is to take a critical view of each and ask yourself:
•	 Are we really prepared to act on this question?
•	 Is this question repeating what is asked in another question in the survey?
•	 Does this question actually tell us something useful rather than just something interesting?
•	 Is this question relevant to all parts of the business?

   8. WILL YOUR RESPONDENTS UNDERSTAND THE TERMINOLOGY?
You should avoid jargon (particularly if it’s specific to a particular part of the business) and use 
common definitions. However, language that is used across the business – perhaps industry-specific 
terms that will be understood by everyone – can actually enhance the survey. To ensure that all 
employees have the same frame of reference when responding, many companies include a definition 
of terms like “Your Manager,” “Your Team,” “Senior Leadership,” and “This Organization.” This can be 
shown at the beginning of the survey or – depending on your survey software – as individuals hover 
over questions.
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   9. SHOULD YOU GET OUTSIDE HELP?
Designing your own employee engagement survey can be daunting, but simple software tools are 
available to help you create and execute your survey. However, the context is important. If your 
employee engagement survey is part of a wider employee experience (EX) strategy, then it makes 
sense to explore a single platform to manage every aspect of the program.

   10. WHAT SHOULD YOU LOOK FOR IN AN EXTERNAL VENDOR?  
Engagement is a part of the overall employee experience. To be truly representative, feedback needs 
to be captured at every step of the employee journey. Look for a vendor that offers solutions at every 
touch point – including onboarding, pulse, exit, 360s, and more – with the flexibility to scale and 
expand as your business changes. Employees want to know their voices are being heard, so your 
vendor should offer real-time reports and dashboards and predictive analytics so you can anticipate 
and prevent any potential issues before they happen.

To explore the range of experience management solutions from SAP, please:

Visit the Web site
Read the brochure
Get the research
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https://www.successfactors.com/products-services/employee-experience-management.html
https://www.successfactors.com/products-services/employee-experience-management.html
https://www.successfactors.com/lp/employee-experience-management-is-the-next-competitive-frontier.html
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No part of this publication may be reproduced or transmitted in any form or for any 
purpose without the express permission of SAP SE or an SAP affiliate company.

The information contained herein may be changed without prior notice. Some 
software products marketed by SAP SE and its distributors contain proprietary 
software components of other software vendors. National product specifications 
may vary.

These materials are provided by SAP SE or an SAP affiliate company for 
informational purposes only, without representation or warranty of any kind, and 
SAP or its affiliated companies shall not be liable for errors or omissions with respect 
to the materials. The only warranties for SAP or SAP affiliate company products and 
services are those that are set forth in the express warranty statements 
accompanying such products and services, if any. Nothing herein should be 
construed as constituting an additional warranty. 

In particular, SAP SE or its affiliated companies have no obligation to pursue any 
course of business outlined in this document or any related presentation, or to 
develop or release any functionality mentioned therein. This document, or any 
related presentation, and SAP SE’s or its affiliated companies’ strategy and possible 
future developments, products, and/or platform directions and functionality are all 
subject to change and may be changed by SAP SE or its affiliated companies at any 
time for any reason without notice. The information in this document is not a 
commitment, promise, or legal obligation to deliver any material, code, or 
functionality. All forward-looking statements are subject to various risks and 
uncertainties that could cause actual results to differ materially from expectations. 
Readers are cautioned not to place undue reliance on these forward-looking 
statements, and they should not be relied upon in making purchasing decisions.

SAP and other SAP products and services mentioned herein as well as their 
respective logos are trademarks or registered trademarks of SAP SE (or an SAP 
affiliate company) in Germany and other countries. All other product and service 
names mentioned are the trademarks of their respective companies. 
 
See http://www.sap.com/corporate-en/legal/copyright/index.epx for additional 
trademark information and notices.
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