
Employee  
Engagement:  
A View from  
the Top

Benefitfocus and the NASCA Research Committee 
surveyed 20 state Chief Administrative Officers 
(CAOs) on the concepts and their individual state 
experiences of employee engagement. The survey 
examined the definition of employee engagement 
and three phases of an employee’s life cycle: 
recruitment, ongoing employment and exiting 
state service. 

Here’s a summary of the results and some 
recommendations to consider when developing 
engagement strategies.

https://www.benefitfocus.com/
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Defining Employee Engagement
When asked about their understanding of employee engagement, the majority of CAOs (60 percent) 
selected a definition that included “emotional attachment/commitment”. This indicates that employee 
engagement is less about the development of process and policy and more about employee perception of 
process and policy.

Recruitment
Overall, the majority of states report positive engagement during the recruitment process:

• 60 percent of state CAOs surveyed believe their state does well at recruiting talented state employees. 

• All states leverage multiple outlets for recruiting efforts, such as state websites, LinkedIn, recruiters, etc. 

• All states reported taking at least 30 days to recruit a candidate, and 65 percent of respondents 
reported their time to recruit was at least 60 days or longer. 

• When it comes to possessing the appropriate tools to recruit talented employees, state CAOs were 
more divergent in their responses. 

States vary on the programs and services they provide to recruit talented employees:

85%
of states offer an Employee 
Assistance Program (EAP)

45%
offer a Financial 
Health Program

30%
offer a College Savings Plan

45%
offer a dedicated 
Behavioral Health Program

45%
offer Tuition 
Reimbursement Program

20%
offer Other Benefits (not 
represented above)

40%
offer Total 
Compensation Reporting

30%
offer Voluntary Benefits
(like ID Theft Protection, Pet 
Insurance, Legal Assistance)

https://www.benefitfocus.com/
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Ongoing Employee Engagement
Although recruitment efforts are reportedly positive, engagement drops dramatically once employees are 
hired for many states. 

Engagement at Exit
While 85 percent of states conduct some type of outgoing engagement (i.e. exit interviews, surveys, etc.), 
only 20 percent actually apply learnings to refine recruitment efforts or are even able to report on the 
information collected.  

A Closer Look at Employee Turnover
Only 20 percent of states agree they do well with minimizing employee turnover. When looking at those 
who reported minimizing turnover, each reported consistent actions: 

• Positive recruiting efforts

• Investment in employee programs and services

• Positive onboarding efforts 

• Developing an environment for employee feedback

<1/2 
of surveyed CAOs agreed 
their state did a good job 
onboarding and preparing
state employees for new
roles and responsibilities.

35%
say employees are often
not provided opportunities
to participate in duty and 
assignment development. 

40%
of respondents say that state 
service is not always reinforced, 
and employee accountability 
is not always consistent or tied 
to something measurable 
and meaningful. 

https://www.benefitfocus.com/
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Recommendations
These recommendations should minimize 
turnover, showcase value to your employees, 
assist in recruitment and retention of talent,
and provide transparent reportable data to 
revise and optimize employee engagement 
as new information surfaces. 

Bottom line: People are a state’s most 
valuable asset, and there needs to be 
focused efforts on communicating that 
to the employees of the state. 

For full details about the survey, download 
the full report on the NASCA website or the 
Benefitfocus website.

Explore and implement additional tools and 
technology to support recruitment efforts, while 
reducing the recruitment and onboarding time 
frame as much as possible to shift state 
employment from employer of last resort to 
employer of choice.

Continue to look for innovative programs and 
services to showcase ongoing appreciation for 
your workforce and improve retention, such as 
total compensation reporting, flexible working 
hours, and expanded health, financial wellness 
and lifestyle benefits. 

Prioritize collecting and analyzing data 
throughout the employee lifecycle to empower 
decision-making and improve engagement at 
every stage – from recruitment and onboarding, 
through ongoing employment and termination.

Give your employees the opportunity to 
provide constant feedback and include them in 
the development of goals, objectives, evaluative 
criteria and working condition decisions. 

Develop transparent, consistent and defensible 
performance management metrics tied to 
compensation/merit increases to hold employees 
accountable and incentivize behavior. Best 
practices allow for co-development with employees.

https://www.benefitfocus.com/
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