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engaged employees

Employees who are highly involved in and enthusiastic about their work and workplace. 

They are psychological “owners,” drive performance and innovation, and move the 

organization forward.

Employees can become engaged when their basic needs are met and when they have a chance to contribute, a 

sense of belonging, and opportunities to learn and grow.
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An engagement-focused strategy builds a culture of high 

development and produces sustainable high performance.

Engagement and wellbeing are highly additive and reciprocal, 

with each influencing the future state of the other.

Although technology has changed, human nature hasn’t.

Employees still have fundamental psychological needs that must be met to achieve 

and sustain high performance. This is as true for independent, remote workers as it is 

for those who work collaboratively in the office.

W H Y  E N G AG E M E N T ?
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Impact of Engagement: Outcomes of Highly Engaged Business Units and Teams

Gallup’s meta-analyses examine the relationship between engagement and performance. When comparing top-quartile with 

bottom-quartile engagement, Gallup found that business units and teams resulted in median percent differences of:

81% 18% 43% 28% 64% 58% 41% 
in absenteeism in turnover

(for high-turnover 

organizations*)

in turnover

(for low-turnover 

organizations*)

in shrinkage

(theft)

in safety incidents

(accidents)

in patient safety 

incidents

(mortality and falls)

in quality

(defects)

Note: Top-quartile teams on engagement achieved higher performance on positive outcomes and realized fewer negative outcomes. Bottom-quartile teams realized more negative outcomes and achieved lower performance on positive outcomes.

*High-turnover organizations are those with more than 40% annualized turnover. Low-turnover organizations are those with 40% or lower annualized turnover.

Fewer Negative Outcomes

10% 18% 14% 23% 66% 13% 
in customer

loyalty/engagement

in productivity

(sales)

in productivity

(production records 

and evaluations)

in profitability in wellbeing

(net thriving 

employees)

in organizational 

citizenship

(participation)

More Positive Outcomes Greater Organizational Success
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• PHYSICAL

• 0

2

• FINANCIAL

• 0

3

• CAREER

• 0

4

• SOCIAL

• 0

5

• COMMUNITY

Q U I Z

A 3 6 %

B 4 6 %

C 5 6 %

D 6 6 %

Employees are segmented into three fundamental 
psychological conditions of engagement:

1. Engaged
2. Not engaged
3. Actively disengaged 

What percentage of U.S. workers are engaged?
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Engagement Segments Within U.S. Workplaces Today
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Employees can be segmented into three fundamental psychological conditions of engagement that are behaviorally predictive.

71%

B E S T- P R AC T I C E  O R G AN I Z AT I O N S

25% 4%

36%
ENGAGED

Engaged employees are highly 

involved in and enthusiastic about 
their work and workplace. They are 
psychological “owners,” drive 
performance and innovation, and 
move the organization forward.

50%
NOT ENGAGED

Not engaged employees are 
psychologically unattached to their 
work and company. Because their 
engagement needs are not being fully 
met, they’re putting time — but not 
energy or passion — into their work.

14%
ACTIVELY DISENGAGED

Actively disengaged employees aren’t 
just unhappy at work — they are 
resentful that their needs aren’t being 
met and are acting out their 

unhappiness. Every day, these 
workers potentially undermine what 
their engaged coworkers accomplish.

Note: Percentages for U.S. workplaces reflect data from March through November 2020. Percentages for best-practice organizations are average 

percentages of engaged employees across annual Gallup Exceptional Workplace Award winners in 2020.  
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• PHYSICAL

• 0

2

• FINANCIAL

• 0

3

• CAREER

• 0

4

• SOCIAL

• 0

5

• COMMUNITY

P O L L

A H i g h e r  ( a b o v e  3 6 % )

B

L o w e r  ( b e l o w  3 6 % )C

A b o u t  t h e  s a m e  ( ~ 3 6 % )

If you had to estimate, would you say 
your workplace is higher or lower than 
the average rate of engagement?
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C H A T

If you answered higher than 36%, what is 
it about your organization that makes 
people feel engaged in their work and 
workplace?
--Type your answers in chat
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Employee Engagement

Engaged employees: 

• know the scope of their job 

• thrill in the challenge of their work every day

• are in roles that use their talents

• always look for new and different ways of 

achieving the outcomes of their role

Employee engagement is the involvement and 

enthusiasm of employees in their work and 

workplace. Employees can become engaged when 

their basic needs are met and when they have a 

chance to contribute, a sense of belonging, and 

opportunities to learn and grow.

ENGAGEMENT

≠

SATISFACTION

9
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Employee Expectations Are Shifting

10

Today’s workers, especially Millennials and Generation Z, care less about job satisfaction and more about personal growth.

T H E  PAS T O U R  F U T U R E

My Paycheck

My Satisfaction

My Boss

My Annual Review

My Weaknesses

My Job

My Purpose

My Development

My Coach

My Ongoing Conversations 

My Strengths

My Life
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The Engagement Hierarchy: 
Gallup’s Q12® Needs in the Workplace
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The Gallup Q12 items are Gallup proprietary information and are protected by law. 

You may not administer a survey with the Q12 items or reproduce them without written consent from Gallup.

GROWTH

How do I grow?

Q12. This last year, I have had opportunities at work to learn and grow. 

Q11. In the last six months, someone at work has talked to me about my progress.

TEAMWORK

Do I belong?

Q10. I have a best friend at work.

Q09. My associates or fellow employees are committed to doing quality work.

Q08. The mission or purpose of my company makes me feel my job is important.

Q07. At work, my opinions seem to count.

INDIVIDUAL 

CONTRIBUTION

What do I give?

Q06. There is someone at work who encourages my development.

Q05. My supervisor, or someone at work, seems to care about me as a person.

Q04. In the last seven days, I have received recognition or praise for doing good work.

Q03. At work, I have the opportunity to do what I do best every day.

BASIC NEEDS

What do I get? 

Q02. I have the materials and equipment I need to do my work right.

Q01. I know what is expected of me at work.

Twelve elements predict high team performance in critical business outcomes. The best 

managers fully integrate the concepts behind each item into casual conversations, 

meeting agendas, performance evaluations and team goal setting.
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Engagement Is Critical for Overcoming Modern Workplace Challenges
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Today’s workplaces are dramatically different from workplaces of the past. As employee desires and technology continue to 

change, an engagement-focused strategy can help leaders fulfill employee needs despite the challenges around them. 

• navigate a workplace with far more racial, cultural and gender 

diversity than in previous generations

• deal with the changing nature of work as digitization grows

• manage the blur of work and life through mobile technology

• flex to different place, space and work style needs

• lead matrixed teams

• manage through disruptions

AN  E N G AG E M E N T- FO C U S ED  S T R AT E G Y H E L P S  L E AD E R S :  
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PEOPLE WHO STRONGLY AGREE 

TO THESE F IVE ITEMS ARE:

Which Engagement Elements Increase in 
Importance During Tough Times?
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Know what is expected

Materials and equipment

Opportunity to do what I do best

Mission or purpose makes me feel my job 

is important

Coworkers committed to quality

1

2

3

4

31% 
More likely than average to 

say they are always able to 

bounce back from illness or 

hardship

2.5x 
More likely than average 

to strongly agree their 

organization has the right 

mindset to respond quickly 

to business needs

3x
More likely than average 

to strongly agree their 

organization has the right tools 

and processes to respond 

quickly to business needs

5

Copyright © 1993-1998, 2021 Gallup, Inc. All rights reserved. 

The Gallup Q12 items are Gallup proprietary information and are protected by law. 

You may not administer a survey with the Q12 items or reproduce them without written consent from Gallup.
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What Creates Engaging Cultures 

14

Gallup identified the 12 key drivers of engagement from more than 30 years of accumulated quantitative and qualitative 

research. 

Knowing What’s Expected Focus Me

Materials and Equipment Free Me From Unnecessary Stress

Opportunity to Do Best Know Me

Recognition or Praise Help Me See My Value

Someone at Work Cares Care About Me

Someone at Work Encourages Development Help Me Grow

Opinions Count Hear Me

Mission or Purpose Help Me See My Importance

Coworkers Committed to Quality Work Help Me Feel Proud

Best Friend at Work Help Me Build Mutual Trust

Talking About Progress Help Me Review My Contributions

Opportunities to Learn and Grow Challenge Me

G R E AT  M AN AG E M E N T E M O TI ON AL E X P E C TAT I O N S

Copyright © 1993-1998, 2021 Gallup, Inc. All rights reserved. 

The Gallup Q12® items are Gallup proprietary information and are protected by law. 

You may not administer a survey with the Q12 items or reproduce them without written consent from Gallup.

C H A T
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• PHYSICAL

• 0

2

• FINANCIAL

• 0

3

• CAREER

• 0

4

• SOCIAL

• 0

5

• COMMUNITY

Q U I Z

A E x e c u t i v e  l e a d e r s

B M a n a g e r s

C E m p l o y e e s

Who has the most influence on 
engagement?
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The manager or team leader plays the 

most significant role in driving 

employee engagement. 

The manager accounts for 

70%
of the variance in 

team engagement.

Source: It’s the Manager



Copyright © 2020 Gallup, Inc. All rights reserved.

Engagement Is Everyone’s Responsibility
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Everyone in an organization — and, in fact, the organization itself — is responsible for employee engagement. As a wellbeing 

leader, be mindful of those moments when you see individuals and leaders contributing to a culture of engagement.

O R G AN I Z AT I O N

• Provide resources 

— human, 

technical and 

financial.

• Establish a culture 

of engagement 

that promotes a 

thriving people 

strategy 

throughout the 

organization.

L E AD E R S

• Provide overall 

direction and 

vision. 

• Remove barriers.

• Reinforce values 

and direction.

• Prioritize 

engagement as 

a strategic 

advantage.

M AN AG E R S

• Create a local 

environment where 

engagement can 

happen.

• Lead and 

participate in 

action planning.

• Be a conduit for 

leadership and the 

organization.

C H AM P I O N S

• Promote 

engagement.

• Offer advice and 

collect best 

practices.

• Educate leaders, 

managers and 

teams about 

engagement.

T E AM S

• Create an 

engaging culture 

for the team.

• Build and 

implement the 

team’s action plan.

I N D I V I D U AL S

• Take ownership of 

their engagement.

• Participate in and 

help to implement 

team action 

planning.
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Small Shifts in an Employee’s Wellbeing and Engagement Can Make a 
Big Impact on Performance

To create a culture of wellbeing, engagement must be strong. By focusing on and improving employee engagement, 

organizations naturally build a culture where employees can thrive.

High productivity but 

high burnout and 

more likely to leave

Less committed to 

organizational goals but 

more likely to stay

Least contribution 

from employees

Most productive, 

happiest employees

E
N

G
A

G
E

M
E

N
T

W E L LB E I N G
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48%

65%

61%

55%

58%
59%

58%
56%

37%

61%
54%

46%
49% 49%

46%
47%

35%
37%

36%
38%

33%

38%

35%
36%

60%

52% 52%
54%

57% 57%
55%

54%

30%

35%

40%

45%

50%

55%

60%

65%

70%

2019 March April May June July Aug/Sept Oct/Dec

% Stress % Worry % Engaged % Thriving

Engagement and Wellbeing Trends During COVID-19 

All employees September 2019 and COVID-19 data from March to December 2020

19

2020
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Compared with employees who have high engagement but otherwise exhibit low levels of wellbeing, 

those who are engaged and who have high wellbeing in at least four of the five elements are:

30%
more likely to not miss any 

workdays due to poor health 

in any given month

42%
more likely to evaluate 

their overall lives highly

27%
more likely to report 

“excellent” performance 

in their own job at work

27%
more likely to report 

“excellent” performance 

by their organization

45%
more likely to report 

high levels of adaptability

in the presence of change

59%
less likely to look for a job 

with a different organization 

in the next 12 months

18%
less likely to change 

employers in a 

12-month period

19%
more likely to have 

volunteered their time in 

the past month


