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The ultimate guide to employee satisfaction 
surveys 
Do employees feel supported, fairly compensated, and equipped to do great work? Learn how 
employee satisfaction survey questions reveal the full picture. 

 

Employee satisfaction is a measure of how content employees feel with their job, 
workplace environment, leadership, and day-to-day experience. It’s a core indicator of 
workforce health, and it’s often tracked through an employee satisfaction survey or job 
satisfaction survey to reveal what people need to perform at their best. 

According to our December 2023 Workforce Survey with CNBC, 85% of workers report being 
satisfied with their jobs. Still, high-level satisfaction numbers alone rarely explain the full picture. 

Employee satisfaction sits alongside employee engagement, but they measure different signals. 
This guide clarifies both concepts and fills in what most teams still miss: a practical set of 
employee satisfaction survey questions, a simple way to score results with an Employee 
Satisfaction Index (ESI), and a clear path from survey data to action. 

For a quick start, preview our employee satisfaction survey template or get started with 
SurveyMonkey for free. 

https://www.surveymonkey.com/mp/employee-satisfaction-surveys/
https://www.surveymonkey.com/curiosity/cnbc-workforce-survey-december-2023/
https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/
https://www.surveymonkey.com/sign-up/
https://www.surveymonkey.com/sign-up/


 

What is employee satisfaction? 

Employee satisfaction is how happy an employee feels about their role, managers, work 
environment, and workplace rewards. It’s a snapshot of an employee’s day-to-day 
experience that signals whether they’re content with basics like fair pay, clear expectations, 
psychological safety, and overall growth. 

Employee satisfaction vs. employee engagement 

Employee satisfaction focuses on an employee’s role and tasks, while Employee 
engagement captures the energy, commitment, and discretionary effort a person applies to 
their work. A satisfied employee isn’t always engaged, and an engaged employee isn’t 
necessarily satisfied. Tracking both gives a full view of an employee's relationship with their 
company. 

Employee satisfaction vs. employee engagement examples: 

●​ Satisfaction: “Is my work experience fair, safe, and supportive?” Think about employee 
compensation, workload, respect, and flexibility.​
 

●​ Engagement: “Will I go the extra mile here?” Think about employee purpose, 
recognition, growth, and stake in their work. 

A satisfied but not engaged teammate may be happy with their pay and schedule, but 
unplugged from the company’s mission. An engaged but dissatisfied teammate may be deeply 
committed to the work but frustrated by blockers. You should monitor both, pairing satisfaction 
surveys with pulse surveys and, when useful, Employee Net Promoter Score (eNPS®). 

For additional context, see our explainers on employee satisfaction, job satisfaction, and your 
employee engagement strategy. 

Five elements that shape employee satisfaction 

The five elements of employee satisfaction aren’t new, but they remain relevant because they 
capture both what the job is and the context around particular tasks. 

Meaningful work. When work itself feels significant, people report higher motivation and 
satisfaction. Greg R. Oldham and J. Richard Hackman’s Job Characteristics Model shows that 
task significance at work and employee autonomy are directly tied to workers’ psychological 
state. When employees feel trusted and valued, their internal motivation and satisfaction with 
their work increase. 

https://www.surveymonkey.com/learn/employee-feedback/employee-satisfaction/
https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/
https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/
https://www.surveymonkey.com/mp/employee-pulse-surveys/
https://www.surveymonkey.com/learn/market-research/how-to-use-employee-net-promoter-score/
https://www.surveymonkey.com/learn/employee-feedback/employee-satisfaction/
https://www.surveymonkey.com/mp/job-satisfaction-how-to-track-and-why/
https://www.surveymonkey.com/mp/employee-engagement-strategy/
https://www.surveymonkey.com/mp/employee-engagement-strategy/
https://www.aihr.com/blog/job-characteristics-model/


 

Supportive work environment. The culture at the top levels of a company sets the tone for 
collaboration, respect, and safety among all levels of employees. Kim S. Cameron and Robert 
E. Quinn’s Diagnosing and Changing Organizational Culture shows that supportive and 
engaged company leaders strengthen morale in the workplace and boost job performance 
among employees. 

Fair compensation and benefits. Perceived fairness in pay and benefits is consistently tied to 
satisfaction and retention among employees. In Compensation in Organizations, H.G. Heneman 
III & T.A. Judge emphasize that fair compensation is vital to employee retention and satisfaction. 

Growth and development opportunities. Long-term employee satisfaction almost always 
grows when employees are given clear paths to learn, stretch, and advance at your company. 
Douglas T. Hall’s “protean career” perspective shows that most employees want development 
and mobility at their workplace, and are more satisfied when they’re able to utilize resources like 
skill-sharing sessions and mentorship programs at their jobs. 

Work–life balance. A good work-life balance greatly reduces stress at work and supports 
employee satisfaction over time. Jeffrey H. Greenhaus and Nicholas J. Beutell’s work on conflict 
between work and family roles remains an industry touchstone on this topic, and contemporary 
HR practice builds on these findings by offering flexible schedules and workload design for 
employees. 

Quick employee satisfaction pulse you can run today 

A short pulse survey helps you take a quick read before launching a full employee satisfaction 
survey. Use a five-point Likert scale (1 = strongly disagree, 5 = strongly agree) for each element. 

●​ Meaningful work: “The work I do is meaningful.”​
 

●​ Supportive work environment: “People here are treated with respect.”​
 

●​ Fair compensation and benefits: “My pay and benefits feel fair for my role.”​
 

●​ Growth and development opportunities: “I have opportunities to learn new skills and 
progress in my career.”​
 

●​ Work–life balance: “I can maintain a healthy balance between work and personal life.” 

How to interpret employee satisfaction signals 
Below are a few common survey methods to encourage and missteps to avoid when tracking 
employee satisfaction: 

https://books.google.com/books/about/Diagnosing_and_Changing_Organizational_C.html?id=D6gWTf02RloC&
https://books.google.com/books/about/Diagnosing_and_Changing_Organizational_C.html?id=D6gWTf02RloC&
https://www.scirp.org/reference/referencespapers?referenceid=3377743
https://www.surveymonkey.com/mp/employee-retention/
https://www.sciencedirect.com/topics/psychology/protean-career?utm_source=chatgpt.com
https://www.jstor.org/stable/258214
https://www.surveymonkey.com/mp/likert-scale/


 

●​ Meaningful work​
 Do: Encourage employees to freely share their views on the impact of their work, the 
ownership of their work output, and their perception of overall goals at their job.​
 Don’t: Dismiss employee comments calling out busywork or comments that the purpose 
of their work is unclear. Comments like these often precede drops in employee 
satisfaction.​
 

●​ Supportive work environment​
 Do: Look for evidence of collaboration among employee groups and encourage candid 
feedback on leadership support.​
 Don’t: Overlook concerns about leaders picking “favorite” employees, management 
excluding some groups when making decisions, or evidence that employees fear 
speaking up. These responses often signal a decline in the company culture.​
 

●​ Fair compensation and benefits​
 Do: Encourage direct comments about pay rates. Look for signs that pay raise and 
benefit procedures are clear and accessible to all employees at your company.​
 Don’t: Wave away employees who complain that their pay rate doesn’t align with 
market standards, or employees who call out inconsistent pay levels across similar roles 
in the company.​
 

●​ Growth and development opportunities​
 Do: Look for evidence that employees are engaged and satisfied with stretch work and 
skill-building initiatives at your company.​
 Don’t: Treat complaints of obtuse advancement paths or unhelpful skill development 
initiatives as isolated anecdotes among employees.​
 

●​ Work–life balance​
 Do: Expect employees to request basic necessities for a healthy work-life balance, such 
as a sustainable workload and a predictable work schedule.​
 Don’t: Ignore employees who report unhealthy trends, such as constant after-hours 
work, projects frequently shifting focus, or unmanaged data handoffs. 

Why is employee satisfaction important? 

Healthy satisfaction levels tend to show up in the outcomes leaders care about most. Here’s 
how those links typically play out, with one neutral source for each outcome and a quick way to 
track it. 



 

Improve employee engagement 

Higher employee satisfaction supports stronger engagement and better performance. Research 
consistently shows that managers play a major role in shaping both. 

How to track it 

Track your Employee Satisfaction Index (see below) alongside an engagement index or pulse 
surveys. Watch for gaps by team, level, and location, and set a minimum group size before 
slicing data. 

Boost customer satisfaction 

Service culture and employee experience correlate with customer outcomes. SHRM’s 2024 
coverage of workplace culture highlights strong links between culture quality, motivation, and 
performance. 

How to track it 

Pair your satisfaction survey with customer KPIs such as CSAT or retention, and review 
correlations at the team level. Link out to your company’s CX dashboards or run a companion 
customer satisfaction survey. 

Increase retention and reduce employee churn 

Culture and satisfaction shape an employee’s intent to stay. SHRM’s global culture report 
associates healthier work cultures with stronger employee motivation and staying power. 

How to track it 

Monitor voluntary turnover and regretted loss by team and tenure; overlay satisfaction trends to 
spot leading indicators. Add exit interview survey data for context. 

Improve employee productivity  

Gallup research links higher engagement and satisfaction to better productivity and profitability 
at the employee level. Treat these as directional signals to guide local experiments. 

How to track it 

Track the metrics that matter most to your work, then compare changes after you adjust 
workload, support, or other drivers of satisfaction. 

https://www.surveymonkey.com/mp/employee-pulse-surveys/
https://www.surveymonkey.com/mp/employee-pulse-surveys/
https://www.shrm.org/executive-network/insights/shrm-report-workplace-culture-fosters-employee-retention
https://www.shrm.org/executive-network/insights/shrm-report-workplace-culture-fosters-employee-retention
https://www.surveymonkey.com/learn/customer-feedback/customer-satisfaction-important-focus/
https://www.surveymonkey.com/learn/customer-feedback/customer-satisfaction-important-focus/
https://www.shrm.org/executive-network/insights/shrm-report-workplace-culture-fosters-employee-retention
https://www.surveymonkey.com/templates/exit-interview-survey-template/
https://healthyworkcompany.com/wp-content/uploads/2024/08/state-of-the-global-workplace-2024-key-insights.pdf?


 

How to measure employee satisfaction 

Teams typically combine several inputs and analyze them together: 

Surveys and questionnaires 

Employee satisfaction surveys do the heavy lifting since they can be run at regular intervals and 
segmented responsibly. Start with a tight set of rated items across the five elements of 
employee satisfaction (seen above) and allow at least one open-ended question so respondents 
can surface what you didn’t ask. For faster distribution, send surveys via email campaigns or 
your Microsoft Teams integration. 

One-on-one interviews 

Interviews add nuance to survey patterns. They’re especially helpful after a reorg or policy 
change, when people want to talk through tradeoffs. Keep them structured so responses map 
back to your five elements and KPIs. 

Performance reviews 

Look for growth signals and blockers that echo the survey, like access to feedback, coaching 
quality, and opportunities to try new work. Align cycles so you can compare review outcomes to 
satisfaction measures over time. 

Exit interviews 

Exit data validates what you’re seeing in your survey. Use consistent tags (like workload or 
manager support) so you can compare trends across surveys and understand what’s changing. 
Link to your exit interview survey template. 

KPIs for measuring employee satisfaction 

Track turnover, absenteeism, internal mobility, and ESI together with engagement so you can 
see how each metric supports or challenges overall satisfaction. Each metric gives one angle, 
and together they show the whole picture. 

ESI measurement overview 

Employee Satisfaction Index (ESI) is a common approach that uses three 1–10 questions 
covering overall employee satisfaction, how well work meets expectations, and how close the 
job is to the ideal. These answers are then converted to a 0–100 index. 

https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/
https://www.surveymonkey.com/learn/survey-best-practices/open-ended-questions-get-more-context-to-enrich-your-data/
https://www.surveymonkey.com/product/features/email-campaigns/
https://www.surveymonkey.com/apps/VPV6PDLNXyscoDCcFChh2w_3D_3D/details/
https://www.surveymonkey.com/templates/exit-interview-survey-template/


 

●​ Questions​
 

1.​ “How satisfied are you with your workplace?”​
 

2.​ “How well does your workplace meet your expectations?”​
 

3.​ “How close is your workplace to your ideal job?”​
 

●​ Scoring (0–100)​
 Convert 1–10 responses to an index with:​
 ESI = ((mean of the three items − 1) ÷ 9) × 100.​
 Example: responses of 7, 8, and 9 yield a mean of 8.0 → ((8−1)/9)×100 = 77.8. Different 
versions of the formula exist, but the three-question, 1–10 scale is widely used because 
it stays consistent and easy to compare over time. 

KPI glossary  

Pair ESI with: turnover (voluntary and regretted), absenteeism, satisfaction trends (rolling 
three-survey average), and eNPS® (for advocacy). Use consistent windows and minimum 
group sizes to protect anonymity. 

Anonymity guardrails  

Set a minimum response threshold, often 5–10 responses, before slicing results by team or 
demographic group to protect anonymity and encourage candid feedback. Keep comments 
visible only at safe groupings, and if your group is too small, roll findings up to the next level. 

Accessibility  

Use clear headings, descriptive link text, and plain language so everyone can navigate the 
survey easily and understand what each question is asking. If you publish findings for 
employees, follow SurveyMonkey’s accessibility guidance. 

What are employee satisfaction surveys? 

Employee satisfaction surveys are structured questionnaires that track how people feel 
about their roles, managers, and work environment. They’re valuable because they create 
comparable, repeatable measures that leaders can act on, and they scale—from a 5-question 
pulse to a full baseline survey. 

https://help.surveymonkey.com/en/surveymonkey/create/accessibility/


 

Where they fit in your program 

Most teams run an annual baseline survey to capture the full five-element employee satisfaction 
model, then send shorter quarterly pulses to stay connected to ongoing trends. Ad-hoc surveys 
help after big changes. When slicing results, hold to your anonymity threshold; if a group is too 
small, roll findings up. A fast way to begin is to open the employee satisfaction survey template 
and tailor the wording to your context. 

Why should you use employee satisfaction surveys? 

Employee satisfaction surveys surface the drivers behind engagement, customer outcomes, 
retention, and productivity, giving leaders the insight they need to understand what’s working 
and what needs attention. 

Communicate results 

Close the loop in two passes. Share an all-hands update that names two or three focus areas, 
then prepare a manager brief with talking points and a simple timeline so everyone feels 
equipped to discuss next steps. 

How to create an employee satisfaction survey 
A well-crafted job satisfaction survey will help your team gather important data and start making 
the changes necessary to increase employee retention and productivity. Follow the tips below to 
create an effective survey: 

1.​ Determine the scope and goal of your survey 
●​ Keep the goal specific and plain-language (e.g., “five baseline drivers” or “follow-up on 

workload”), so every question maps cleanly to the outcomes you need.​
 

●​ Edit length to minimize fatigue and protect data quality. Try 20–25 questions for a 
baseline, and 5–10 for a pulse, so respondents can answer confidently and 
anonymously. 

 

2.​ Decide on key performance indicators (KPIs) 
●​ Name the few metrics that matter, such as Employee Satisfaction Index (ESI), voluntary 

turnover, and absenteeism rates. State how they’ll be compared, so analysis isn’t 
guesswork later.​
 

https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/


 

●​ Set minimum group sizes (e.g., 5–10 responses) before slicing by team or demographics 
to uphold anonymity and trust. 

 

3.​ Identify your audience 
●​ First, confirm the range of your survey's audience and the subgroups you will report on. 

Then explain upfront that survey results will not be revealed until a certain number of 
people have answered. This practice maintains anonymity and encourages candid 
responses from your audience.​
 

●​ If you need subgroup comparisons, ensure that the likely response counts will meet the 
threshold you need to collect accurate data. Otherwise, plan to roll results up a level. 

 

4.​ Set a timeline 
●​ Schedule the baseline survey and pulses during calm periods, then repeat them at a 

consistent cadence so trends are comparable and explanations stay clear.​
 

●​ Share the window in advance (open/close dates and expected time to complete) to 
reduce drop-off and uneven response patterns. 

 

5.​ Align stakeholders 
●​ Make sure stakeholders agree on what you’re measuring and how the results of your 

survey will be shared. Clear definitions help managers discuss findings confidently and 
protects anonymity among survey respondents. 

●​ Agree on a short list of follow-up measures you’ll consider for any low-scoring 
satisfaction driver. Alignment on next steps reduces knee-jerk requests from 
stakeholders after your survey results land. 

 

6.​ Choose delivery method 
●​ Meet people where they work by using email campaigns or the Microsoft Teams 

integration. Keep items concise, neutral, and optional to encourage full, honest 
participation.​
 

https://www.surveymonkey.com/product/features/email-campaigns/
https://www.surveymonkey.com/apps/VPV6PDLNXyscoDCcFChh2w_3D_3D/details/
https://www.surveymonkey.com/apps/VPV6PDLNXyscoDCcFChh2w_3D_3D/details/


 

●​ Accessibility note: Use clear headings, descriptive link text, and plain language in the 
survey and any results summaries. Follow SurveyMonkey’s accessibility guidance when 
publishing results. 

Employee satisfaction survey questions 

A strong employee satisfaction survey includes both rating-scale questions for tracking 
trends and open-ended questions for context. The examples below mimic the five-element 
model and can be copied into the employee satisfaction survey template. 

Answer types 

●​ Likert scale questions help you trend changes and compare teams because responses 
use the same range. See our article on what a Likert scale is and when to use it.​
 

●​ Open-ended questions uncover themes and examples you didn’t anticipate. Check out 
our best practices for writing open-ended prompts. 

Questions you can use now to gauge employee satisfaction 

Role & responsibilities 

●​ Likert: “I understand what’s expected of me in this role.”​
 

●​ Likert: “My workload is reasonable for my hours.”​
 

●​ Open-ended: “What would make your day-to-day work more manageable?” 

Work environment & culture 

●​ Likert: “People here are treated with respect.”​
 

●​ Likert: “I feel safe speaking up about problems.”​
 

●​ Open-ended: “What’s one change that would improve our team culture?” 

Management & leadership 

●​ Likert: “My manager gives useful feedback I can act on.”​
 

●​ Likert: “I trust my manager to make fair decisions.”​
 

●​ Open-ended: “What’s one thing your manager could do to better support you?” 

https://help.surveymonkey.com/en/surveymonkey/create/accessibility/
https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/
https://www.surveymonkey.com/mp/likert-scale/
https://www.surveymonkey.com/learn/survey-best-practices/open-ended-questions-get-more-context-to-enrich-your-data/


 

Growth & career 

●​ Likert: “I have opportunities to learn and develop new skills.”​
 

●​ Likert: “I can see a path to advance here.”​
 

●​ Open-ended: “Which skills do you want to build this year?” 

Compensation & benefits 

●​ Likert: “My pay feels fair for my role and market.”​
 

●​ Likert: “Our benefits support my needs.”​
 

●​ Open-ended: “If you could improve one benefit, what would it be?” 

Work-life balance 

●​ Likert: “I can maintain a healthy balance between work and personal life.”​
 

●​ Likert: “My schedule provides enough flexibility for my responsibilities.”​
 

●​ Open-ended: “What would help you balance work and life more effectively?” 

Communication 

●​ Likert: “Company updates are timely and clear.”​
 

●​ Likert: “I have the information I need to do my job well.”​
 

●​ Open-ended: “What information is hard to find or understand?” 

Employee engagement survey best practices 

A consistent employee survey program keeps trust high and results actionable. 

●​ Protect anonymity and trust. Set a minimum response count for any slice and 
communicate how comments will be handled.​
 

●​ Keep employee survey questions clear and concise, so they can answer confidently 
without second-guessing intent.​
 



 

●​ Mix rating-scale and open-ended questions, so you can track trends and hear 
examples directly from employees.​
 

●​ Adjust the length to match the survey type. Use around 20–25 questions for a 
baseline and 5–10 for a quick pulse, so responses stay accurate and fatigue stays low.​
 

●​ Make questions optional and run a small test first to surface confusing wording or 
accessibility issues.​
 

●​ Analyze with filtering and crosstabs. SurveyMonkey’s features make comparisons 
straightforward without exporting data, and you can pair them with your KPI views. See 
our employee feedback templates to accelerate build time. 

Enhance employee satisfaction with SurveyMonkey 

SurveyMonkey combines templates and AI-assisted design to help you move from survey to 
action. Build fast with curated questions, distribute where people work, then analyze with filters 
and crosstabs to spot what matters. When you’re ready, connect results to quick next steps and 
track the impact on your KPIs over time. Explore the employee satisfaction survey template or 
follow our employee engagement strategy guide for a broader program view. 

Net Promoter, Net Promoter Score, and NPS are trademarks of Satmetrix Systems, Inc., Bain & 
Company, Inc., and Fred Reichheld. 

 

https://www.surveymonkey.com/categories/templates/employee-feedback-surveys/
https://www.surveymonkey.com/templates/
https://www.surveymonkey.com/product/features/ai/
https://www.surveymonkey.com/templates/employee-satisfaction-survey-template/
https://www.surveymonkey.com/mp/employee-engagement-strategy/
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