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Best Employers know the secret to attracting and retaining top employees around the world. In an attempt to unearth this seemingly

innate knowledge, Hewitt Associates has completed a comprehensive study of Best Employers1 across Asia, Europe, and the Americas.

First, you might ask, what makes a Best Employer?

We’ve found that while many companies offer monetary rewards and

innovative perquisites, such as yoga classes, stock options, and cappuccino

bars, in hopes of acquiring top employees, this isn’t enough to keep these

great people. Best Employers have a commitment to people that is more

substantial than the latest fad in employee benefits. Being a Best Employer

requires a holistic approach to building a work environment in which

employees are constantly engaged and committed to business success. Best

Employers employ leaders who are passionate about people, who are clear

and concise when communicating strategic direction, and who possess a

sound ability to execute on their people practices.

Interestingly, our studies found that the traits of Best Employers are

consistent across national culture, economic conditions, and political

situations. And, while the specific practices and programs of Best

Employers may vary from country to country, at their foundation is a

basic respect for the men and women who come to work every day.

We are certain that tapping into the wealth of practices and lessons

learned from our Best Employers studies will help you ground your 

company’s HR strategies in the principles of Best Employers as well as

hone their execution to fit the local environment. The data and company

stories included in this paper will help you guide your company step

by step toward becoming a Best Employer.

In this report, you’ll find the following three sections: 

1. Five Characteristics of Best Employers
This section will define the five characteristics of Best Employers and
provide examples of innovative practices from Best Employers around
the globe.

2. It Pays to Be a Best Employer
This section will demonstrate the link between being a Best Employer
and achieving sustainable business results.

3. Staying on Course
In this section, we provide a checklist of considerations to think about
as you embark on your journey to becoming a Best Employer.

Five Characteristics of Best Employers
With the struggling economy, recent corporate scandals, and “right-sizing”

dispelling the myth of long-term job security, it’s no surprise that 

many employees have adapted to survive. Most employees, especially

top-notch employees, anticipate change and respond to the uncertainty

in the business environment by continually learning about their industries

and updating their job skills. Rather than seeking security from their

jobs, they focus on remaining marketable in the event of a voluntary or

involuntary job change. Thus, it’s no wonder that when looking for 

a company to work for, employees place high value on intangibles, such as

advancement and learning opportunities, work/life balance, recognition,

and being treated with respect.2

What Makes a Best Employer? 1

1Best Employers were selected by an independent judging panel in the country or region of the companies
being surveyed. Judges considered a wealth of data, looking for organizations that demonstrate a high level
of employee engagement and a strong alignment of people practices and business strategy. 
See Appendix A—Methodology for a discussion of the selection process.

2Hewitt employee surveys; Peter Cappelli, The New Deal at Work: Managing the Market-Driven Workforce (1999).
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Although we found no specific formula, we found that in placing a 

high value on employees’ needs, Best Employers inspire people to do

their best work, motivate them to stay with the company, and cause

them to promote the company to their friends, family, and customers.

Essentially, because Best Employers create an environment in which

employees’ needs are met, employees are more engaged.
3

This is a 

feat to which many companies, especially those that desire to survive

in the long term, aspire. 

What do Best Employers have in common? What distinguishes The Best

from The Rest?
4

We scanned the predominant traits of Best Employers

across the globe. We uncovered five common characteristics of Best

Employers, which are the following: 

1. Inspired Leadership

2. Unique Company Culture

3. Focus on Growing Talent

4. Strong Sense of Accountability

5. Aligned HR Practices and Excellent Execution

2 What Makes a Best Employer?

Hewitt Associates’ knowledge of Best Employers’ practices 
is based on five years of data from companies around the
world. Our Best Employers study participants include more 
than 1,500 companies in Asia, Australia, India, Europe, North
America, and South America. To be named a Best Employer, 
companies must meet base criteria for size and years in operation.
They must then participate in three survey instruments:

1. An Employee Engagement Survey

This survey is designed to gauge the level of employee
engagement and to collect information about employees’ 
perceptions of the work environment. It’s completed by a
random sample of employees (some companies elect to 
survey the entire workforce).

2. A CEO/Leadership Team Survey

This survey is designed to collect the CEO’s or the most 
senior executive’s philosophy and approach to managing 
people. In some countries, the survey is completed by 
the CEO and his or her direct reports.

3. People Practices InventoryTM (PPI)

The PPI is a comprehensive inventory that gathers information
about philosophies, practices, and policies influencing the
management of people in organizations in the following areas:
recruiting/hiring/orientation; development and learning;
work environment; compensation and rewards; health and
well-being; time/work/life; and benefits/financial security.
The PPI is completed by a team of HR professionals.

3See Appendix B for a discussion of the concept of employee engagement and Hewitt’s Engagement Model.
4In conducting the Best Employers studies, Hewitt promised the anonymity of participants. We only name the
companies that make the Best Employers lists; companies that do not make the lists will remain anonymous. 
We will refer to this group of companies as “The Rest.” See Appendix A for a description of our methodology.
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Leadership Commitment to People 
Clarity, Focus, Communication, Culture

Compensation

• Pay-for-performance 

• Incentive plans 

• Ownership programs

Benefits

• Flexible benefits 

• Conveniences

Effective Communication 
Frequent communication of company values, goals, and business results 

Employee feedback and suggestions

• Better name 
   recognition 

• Better financial 
   results

• Lower turnover

• More unsolicited 
   applications

• Higher  
   productivity

Benefits of Being  
a Best Employer

Select for “Fit” 
Better screening and  
expectation  setting

Select for “Fit” 
Better screening and  
expectation  setting

Performance-Oriented  
Culture

High-Potential Identification

A SCHEMATIC DRAWING OF A BEST EMPLOYER

Orientation
• Longer on-boarding 
   program 

• Indoctrinate new hires  
   in company culture  

Employment Experience  
Work processes and procedures

Training and 
Development
• More time and  
   budget 

• Train for “soft”   
   skills in addition  
   to technical skills 

• Provide more  
   access to training 
   opportunities

Performance Management
• Regular feedback

Work/Life  
Balance   

What Makes a Best Employer? 3

The diagram above shows what Best Employers “do” to foster an environment that engages employees and the benefits they receive as a result of being Best Employers. 
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4     What Makes a Best Employer?

The Best            The RestInspired Leadership5

Dedicated to success for all concerned, Best Employers have leadership

teams that set the example for commitment to their companies and

their people. CEOs and senior leaders believe that their most important

asset is people. They are, therefore, personally involved in developing

top talent, interviewing potential employees, and communicating with

employees the direction in which the company is headed. This is a 

difficult task, and the following actions are crucial:

• Maintain Visibility. Leaders of The Best talk to employees an average

of three times more often than the leaders of The Rest. This higher

visibility and accessibility of senior leaders helps to build trust 

among employees. 

• Provide Clarity and Focus. Leaders of The Best are relentless in their

communication with employees about the company's direction, 

business strategy, goals, and progress toward these goals. In doing so,

they provide a clear direction of where the company is headed and

what role employees should play. 

• Encourage Openness and Involvement. The leaders at The Best help

to shape a company culture in which employees are encouraged to give

suggestions and feedback. Under their leadership, these companies use

a consultative approach to problem solving and strategy development.

While encouraging openness, the leaders at these Best Employers

also exhibit closer alignment and consistency in points of view.

They share a common set of values and beliefs, and reinforce 

behaviors that generate success.

People Practices

Average number of times the CEO communicates 
business information to employees per year

Percent of companies that use employee surveys

Percent of companies that have a formal program 
to encourage employee suggestions

Employee Perceptions

I get enough good information about our 
organization’s business results and performance.

I trust senior management to appropriately balance 
employee interests with those of the organization.

I see strong evidence of effective leadership from 
the organization’s senior management.

I feel well consulted when major changes are made 
in this company.

I am inspired to do my best work every day.

23 7 

84%

85%

69%

53%

86% 63%

61% 44%

72% 55%

51% 40%

79% 55%

5Hewitt Associates has conducted extensive research on leadership and the Top Companies for 
Developing Leaders, for example, Leading the Way: Three Truths from the Top Companies for Leaders,
by Robert Gandossy and Marc Effron (New York: John Wiley).

Best Employers data from various studies and countries

BestEmployer  12/17/2004  2:51 PM  Page 6



• Homegrown Talent. To ensure that future leaders at their organizations

continue to promote the same beliefs, Best Employers are more likely to

promote from within, identify high-potential talent, and have leadership

development programs in place and execute them effectively. 

— For example, 29% of the Best Employers in Europe fill job openings
with internal hires as compared to 18% at The Rest. 

The leaders of Best Employers are frequently seen talking with

employees about company values. 

At Western Digital Malaysia, a Best Employer in Malaysia 

and Asia, one of the company values is the emphasis on 

cultural diversity. The company offers a Global Leadership

Training program in which the managing director is also a

co-instructor. The program is designed to raise awareness

and sensitivity of employees in a multiracial country like

Malaysia. With three distinct cultures in Malaysia, and with

racial tension spread throughout the world, an employer

must focus on getting these three races to work effectively

together, without racial bias being felt by the employee.

Direct participation of senior managers in the training gets

the message across: This is very important to us.

What Makes a Best Employer? 5

Unique Company Culture

Best Employers are articulate about their unique organizational culture, 

and they hire people for “culture fit.” Best Employers create a unique

employment experience and emphasize promotion from within, thus

attracting people who see the benefit of furthering the success of the 

company. By harnessing the power of the organizational culture, Best

Employers drive superior performance and business results.

Best Employers embrace a culture of high performance, stress company 

values, and have systems and practices in place to inspire their workforce 

to do their best. Some of the foundations of reinforcing a unique company

culture are:

• Job-Person Fit. Best Employers are more likely than The Rest to recruit

people based on the “right fit”—the people who have the ability, drive,

and mind-set needed to help their Best Employer achieve success. The

Best devote time and effort to articulate their culture and values to

employees. They see the power behind a workforce that’s aligned and

unified under a shared set of values and beliefs. In addition, Best

Employers typically have a longer on-boarding process to help new 

hires assimilate to the company culture. A significant benefit of 

selecting for “fit” is that employees’ values are better aligned with 

the company’s values, and thus, the employees are more likely to

remain at the organization for long periods of time. 
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6 What Makes a Best Employer?

• A Celebration Culture. Best Employers are more likely than 

The Rest to celebrate successes and to recognize employee 

contributions. They bring people together through celebrations 

of achieving project milestones, meeting or exceeding targets, 

and anniversaries. 

— For example, in Australia, on average, 89% of The Best

celebrates anniversaries while only 79% of The Rest does.

Similarly, 63% of the Australian Best celebrates meeting or

exceeding financial targets, as compared to 29% at The Rest.

85% 67%

72% 57%

84% 67%

52% 20%

92% 56%

Focus on Growing Talent

Best Employers provide more opportunities for employees to develop and

grow professionally and personally. They are highly aware of and focused

on the talent pipeline. Best Employers identify high potentials and ensure

that they receive accelerated training and development, as well as frequent

opportunities to meet with senior management.

Because they view talent management as a critical investment, Best

Employers spend more time and money on training, actively developing

high potentials and offering other facets for career development. This

focus is realized through the following:

• Commitment to Training. Best Employers provide access to more 

training channels and programs, put more employees on assignments 

or job rotation programs for developmental purposes, and are more likely

to implement one-on-one mentoring. Training includes leadership and

technical skills, as well as education about company culture and values.

The Best also use more vehicles to deliver their training and development,

such as classroom training, e-platform training, mentoring, coaching, paid

membership in professional organizations, and company libraries.

—Best Employers’ commitment to training and development is appreci-

ated by their employees. On average, more employees at The Best

than The Rest feel they have sufficient opportunities to develop the

skills necessary to take on more responsibilities, 73% versus 51%. 

People Practices

Emphasize recruiting for fit

Emphasize indoctrinating employees 
into the culture during orientation

Keep practices across the organization
mostly consistent

Employee Perceptions

I feel like I fit in well here.

I am driven to go beyond what is required to help
this company succeed.

The Best            The Rest

Best Employers data from various studies and countries
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• Robust Talent Pipeline. Best Employers are more likely to have 

programs in place to help people manage their own careers, including

mentoring plans. Best Employers are more likely to identify high-

potential employees and provide them with accelerated learning

opportunities. In addition, The Best are more likely to tie managers’

compensation to how they manage the talent pipeline and develop

their people. 

—For example, on average, about half (49%) of The Best offers 

special career coaching or mentoring programs for high-potential

talent, versus 43% of The Rest. Consistent with having a focus on

developing high-potential talent, 65% of the Asian Best reported

that developing high potentials has a significant influence on the

bonus of the employee’s manager, versus 24% at The Rest.

People Practices
Percent of companies that offer career 
resource center

Percent of companies that offer mentoring

Percent of companies that offer tuition 
reimbursement

Median hours of training required per year

Employee Perceptions
I have appropriate opportunities for personal and
professional growth.

I have sufficient opportunities to develop skills 
necessary for assuming greater responsibilities.

69% 53%

73% 51%

60% 29%

49% 43%

87% 76%

66 47

Strong Sense of Accountability

Best Employers instill a strong sense of responsibility in their 

employees. Best Employers demonstrate respect for their people 

by holding them accountable for results and recognizing their 

achievements with enthusiasm and celebrations.

Employees have a clear understanding of what is expected of them

because leaders communicate with them frequently about business

direction and company goals. Consequently, employees have a better

understanding of the direction the company is headed and their 

roles. Best Employers are successful in conducting performance 

management, which helps solidify the alignment between employees,

company goals, and performance expectations. 

The Best            The Rest

What Makes a Best Employer? 7

At TNT Express Austria, employee development is part of the

management role. Training doesn’t mean just sending employees

to seminars or classes. It’s not unusual to see a manager set aside 

a few hours to teach an employee how to use software. Last

year, the company focused its attention on work/life balance

by teaching employees to set personal objectives and to plan

their personal life as well as working life. TNT Express Austria

believes that when employees are satisfied and have work/life

balance, they’re better able to provide the fastest and most

reliable service to their customers.

Best Employers data from various studies and countries
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8 What Makes a Best Employer?

• Emphasis on Fair Pay. While The Best do not always pay at the top of

the market, they do emphasize “fair” pay by communicating clearly

with their employees about their compensation and reward programs.

Best Employers tend to use a variety of vehicles to communicate pay

information, such as direct communication from managers or 

supervisors, employee handbooks, and focus group sessions. As a result,

employees at The Best have a better understanding of how they are paid. 

—On average, 69% of the employees at The Best agree that the way

their company rewards and recognizes people helps them to produce

the desired business results.

• Pay-for-Performance and Ownership Opportunities. Best Employers

do not usually apply a universal increase percentage for all employees

across the same role where there are differences in performance. 

Best Employers are not afraid to compensate high-performing

employees differently. They emphasize pay-for-performance, and they

are more likely than The Rest to offer incentive pay and variable pay 

to more employees. In addition, The Best are more likely than 

The Rest to provide employee ownership opportunities to share in

the company’s success. 

— On average, 27% of the Best Employers will provide base pay 

increases greater than three times for high performers in the same 

role, as compared to 15% of The Rest.

Several practices that help create a strong sense of accountability

include the following:

• Setting Clear Expectations. It’s important to ensure that employees 

are clear about the company's goals and what’s expected of them, 

or there will be a misalignment. Frequent communications about

goals and direction from leaders to employees creates a focus and

sense of accountability as each person knows his or her responsibili-

ties. The vigorous performance management program ensures that

employees are on the right track and working toward the company

goals. 

—For example, 88% of employees at Best Employers in Australia

report that they are clear about their goals and expectations, compared

to 79% at The Rest. 

• Rigorous Performance Management Program. On average, Best

Employers conduct more frequent formal performance reviews than 

The Rest. Employees at The Best often have the opportunity to evaluate

their managers and their peers. In addition to the formal performance 

discussions, Best Employers are more likely to build in feedback systems

in day-to-day interactions with employees. Managers give immediate

feedback to employees in recognition of good work or to help improve

performance.
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What Makes a Best Employer? 9

People Practices
Percent of companies that have a variable
compensation program

Percent of companies where base pay is three times
higher for top performers compared to “average”
performers in the same role

Employee Perceptions
I know what is expected of me at work.

Overall, the way we reward and recognize people
in this company helps us produce the business
results we want.

89% 72%

69% 46%

86% 81%

27% 15%

The Best            The Rest

Aligned HR Practices and Excellent Execution

Best Employers do not necessarily have more people programs than other

companies, but the HR programs and practices at The Best are aligned

with business strategies and are executed effectively. Best Employers make

sure that their HR practices and programs are relevant to the business 

and valuable to employees. The Best identify and promote high-value

programs that will drive employee engagement and business success.

In addition, Best Employers demonstrate an ability to execute 

programs effectively. Through careful planning, dedicated resources, 

and communications, Best Employers make sure that programs are 

carried through to a successful implementation.

For instance, among the European Best, 80% of employees say that 

their companies’ HR programs are aligned with business strategy and

performance expectations, compared to 59% at The Rest.

Some examples of The Best’s leading-edge HR programs include the 

following:

• Work Flexibility. In a world in which the boundaries between work

and life are increasingly blurred, companies that provide employees

work/life balance create an environment conducive to long-term 

productivity and retention. Flexible working hours, telecommuting,

and job sharing are effective ways to help employees balance their

work and personal lives. Best Employers offer these programs to a

broad group of employees, whereas The Rest offer these programs

only to some employees.

Having continuous feedback and making improvements based

on that feedback is one reason why many hotels dominate

the Best Employers in Asia list. In the hotel industry, many

employees are frontline workers. They receive continuous

feedback directly from customers—a nod, a smile, or a

frown—as well as from customer evaluation forms. The

managers also frequently interact with employees and 

customers. They, too, receive streams of feedback from

employees and customers. By witnessing firsthand what’s 

happening, managers are in a strong position to give better

feedback to employees. This built-in feedback mechanism

helps to fine-tune employees’ behaviors to meet customers’

needs. It’s a true on-the-job learning process.

Best Employers data from various studies and countries
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10 What Makes a Best Employer?

• Communication Strategy. Best Employers clarify company direction,

goals, policies, and processes, which motivates employees to stay 

on track. Today’s Best Employers leverage technology and other 

mediums to deliver targeted messages to their workforce in a variety

of meaningful ways. The Best also tend to use more channels of 

communication, such as town-hall meetings, employee meetings,

emails from CEOs, newsletters, memos, and an intranet. In addition 

to top-down communication, Best Employers are more likely to have

formal employee suggestion programs and to conduct regular employee

opinion surveys and focus groups. These bottom-up communication

channels give senior management a sense of what’s happening at the

front line, what challenges employees face, and what successes they’ve

accomplished.

People Practices
Percent of companies that share business
goals/objectives with employees at least once 
a month

Percent of companies that offer a telecommuting
option or home office to most or all employees

Employee Perceptions
I get enough good information about our company’s
business results and performance.

I get enough good information about our company’s
policies and procedures.

84% 67%

77% 48%

56% 28%

36% 22%

Intel Malaysia introduced a work/life effectiveness program to

allow employees to have flexible work hours and alternate start

times; e.g., an employee may come in late the next day due to

some late-night conference calls with his or her colleagues in

the United States or other countries in different time zones.

With the help of mobile technology (e.g., laptops and wi-fi),

employees can balance their work and personal commitments

while still being productive and continuing to excel.

The Best            The Rest

In 2003, the Munich-based German subsidiary of Bristol-Myers

Squibb had to let go of 10% of its employees, mainly due to 

a legislative change that would decrease profits of pharmaceutical

companies. The company helped reduce employee anxiety by 

regulary keeping them apprised of the situation and business

issues. The communication channels included meetings, a 

company intranet, and a newsletter. An internal survey showed

that 91% of employees said they had a good understanding of 

the company's goals and objectives during the difficult time.

Best Employers data from various studies and countries
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It Pays to Be a Best Employer

As we’ve discussed, Best Employers hire the right people, provide 

opportunities for training and development, conduct regular 

performance feedback, involve employees in business decisions, 

keep employees informed of company direction and strategies, 

communicate effectively with employees, and align people practices

with business goals. The benefits of such a thorough employee 

strategy are seen at the bottom line. In our research, we found 

the following to be true: 

• Financial Performance. Best Employers consistently outperform 

The Rest in revenue growth, profits, and total shareholder returns. 

• Talent Attraction and Retention. Best Employers receive more 

unsolicited applications and have a higher employee retention rate,

which translates into significant savings, higher productivity, and

knowledge retention for the companies.

• Employee Engagement. Best Employers have a passionate and engaged

workforce that will inevitably further the company’s success. 

The Best             The Rest

Average annual growth rate,
1999-2001

Average revenue growth rate,
2000-2002

Average profit growth rate,
2000-2002

Five-year annualized total
shareholder returns (TSR), 
1997-2001

Five-year annualized TSR in
excess of industry sub-index
1997-2001

21% -12%

4.6% 1.5%

14.9% 10.1%

13% 7%

Country/Region    Financial Measure

11.2% 9.3%

Asia

Australia

Australia

Canada

Canada

What Makes a Best Employer? 11

BC Biomedical Laboratories, a medical testing lab in Canada and 

a Best Employer in Canada two years in a row, offers innovative

programs to allow its mostly female workforce (90% women,

most of whom are parents) to balance work and personal 

commitments. BC Biomedical offers flexible hours and job 

sharing in which, for instance, two people can work out their

own schedules and both can continue to receive benefits.

Financial Performance

Best Employers outperform their peers on a number of common

financial measures. The table below shows that Best Employers 

consistently outperform The Rest across various financial measures.

For example, Australian Best Employers have stronger three-and five-year

growth in revenue and profits than other participants in the study. The

Best Employers in Asia have significantly higher revenue growth than

those companies that did not make the list. Best Employers in Canada

reap significantly higher five-year annualized total shareholder returns

compared to participating companies that didn’t make the list.
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12 What Makes a Best Employer?

Talent Attraction and Retention

Best Employers enjoy a lower employee turnover rate and receive an 

average of twice as many unsolicited applications than The Rest. The lower

turnover rate means more savings for the companies, as we have found the

cost to a company to replace an employee is one to one-and-a-half times

the annual salary. Having more unsolicited applications means that the

company has a wider talent pool to select from, which ensures far greater

possibilities of hiring the best fit for opening positions.

Employee Engagement

Best Employers acknowledge that people are their most important asset

in achieving the business results they need to succeed in the marketplace.

This is why the aim of Best Employers is to build and sustain an engaged

workforce. Acknowledging this link between people practices and busi-

ness results is what puts The Best ahead of The Rest.  

Engagement is a measure of the energy and passion that employees have

for their organizations. Engaged employees are individuals who take

action to improve business results for their organizations. They “stay, 

say, and strive”—stay with and are committed to the organization, say 

positive things about their workplace, and strive to go above and beyond

to deliver extraordinary work. Among Best Employers, leaders have a

clear understanding of what engages their workforce; they strive to align

employee needs with business priorities and in doing so, build a work

environment conducive to success.

Best Employers around the world have highly engaged employees. The

table to the left compares engagement scores at Best Employers to others

on a regional basis. The contrast is glaring: at least 20 percentage-points

better engagement at Best Employers compared to The Rest.

14% 19%

4.4 2.4

1,909 1,669

28:1 19:1

6.7% 9.1%

Asia

Australia

Australia

Canada

Canada

Europe

India

7% 16%

41.8 8.2

The Best         The RestCountry/Region    Financial Measure

Average number of unsolicited
applications

Ratio of job applications/
inquiries received in 2002 per
job opening

Average voluntary employee
turnover rate

Number of applications 
per employee

Average voluntary employee
turnover rate

Percent of employees who left
the company after one year

Average number of formal
applications per employee
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The Best           The Rest

76% 52%

72% 57%

76% 56%

Average Employee Engagement Score

2000

2001

2003

Year                             Australia                                              Canada                                                  Asia                                           Europe

The Best           The Rest

80% 59%

72% 58%

79% 62%

The Best           The Rest

90% 51%

N/A N/A

83% 52%

The Best           The Rest

64% 39%

N/A N/A

N/A N/A

It’s important to note that the specific areas driving engagement vary 

by region and/or country. In Europe, for example, career opportunities 

are the number one driver of engagement, whereas in Canada and the

Philippines, recognition has the strongest impact on worker engagement.

Appendix B provides additional detail about Hewitt’s Engagement Model

and findings from various countries. 

What Makes a Best Employer? 13
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14 What Makes a Best Employer?

Staying on Course

Understanding what drives your people—what attracts them, what

engages them in their work, and what makes them want to stay—will

help you define actions that can lead to sustainable growth and long-

term success.

Yet, becoming—and remaining—a Best Employer is not easy. 

It’s not as simple as having a flashy communications initiative and

some new benefits; the commitment to people must be relentless. 

The companies that have sustained their status as Best Employers for

three or more years running consistently demonstrate the following:

• They have a common focus on the sustainability of people practices.

• They have an unrelenting emphasis on doing a few core things 

very well.

• They have an organizational culture that reinforces adaptability. 

• They have an intense focus on the execution of people practices and

alignment with business strategy.

A Checklist for Being a Best Employer

For a company starting on the path to becoming a Best Employer, the 

first steps are to take stock of current people practices and leadership 

effectiveness and then to evaluate employee engagement at the company.

The questions that follow are a launching point for this self-assessment: 

do your company’s people practices support each of the five traits of 

Best Employers?

Inspired Leadership
• Are your leaders visible and accessible to employees?

• Do they take an active role in identifying and promoting top 

performers?

• Are they evaluated by peers and superiors on an ongoing basis?

• Is there strong alignment among the leadership team?

Unique Company Culture
• Do you have a defined and well-communicated culture for your 

company?

• Does your organization hire for the “right fit”?

Focus on Growing Talent
• Are you actively managing the talent pipeline at your company?

• Do you know who your top performers and high potentials are? 

If yes, have you communicated this to them?

• Do you offer a variety of training programs to accommodate business

and employee needs?

• Do you prioritize a “promote-from-within” environment in which

development, coaching, and training are highly valued?

Strong Sense of Accountability
• Does your company reward performance, 

especially differentiated pay for outstanding performance?

• Do managers and employees adhere to a consistent and rigorous 

performance review process?

• Do employees have a clear understanding of what’s expected of them

and how they are paid?
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Aligned HR Practices and Excellent Execution
• Are your people practices aligned with your business strategy?

• Does your company offer flexible work arrangements to accommodate

different employee needs?

• Do you know which HR programs are of high value to the business?

• Does your organization communicate effectively to the employees?

• What is the engagement level of your workforce; are employees 

committed to “stay, say, and strive”?

• What are the drivers of engagement at your company; where can 

HR programs have the greatest impact?

We recommend sharing the results of your self-assessment with the 

senior leadership of the company. Highlight the key opportunities that

you see, as well as the business case for change. Sharing examples and

data from Hewitt’s Best Employers studies can help frame the issues for

your senior team and can provide the basis for rethinking your HR 

strategy and people practices. There may also be an opportunity for you

to share learnings with different regions of the world. 

Clearly, the road to becoming a Best Employer can’t be traveled

overnight; however, the benefits of making the journey are great for

your employees, your customers, and your shareholders.

What Makes a Best Employer? 15
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16 What Makes a Best Employer?

Study Participation

Best Employers studies are announced in major local newspapers and

business magazines, and on Hewitt’s Best Employers study Web site. 

All companies that meet the eligibility criteria are invited to participate.

Eligibility criteria include the number of years a company is in 

business in the local country and the number of full-time employees.

The eligibility criteria vary by country to better reflect the local 

business environment.

Survey Instruments
The study uses three survey instruments developed by Hewitt:

1. An Employee Engagement Survey. This survey is designed to gauge 

the level of employee engagement and collect information about

employees’ perceptions of the work environment. It’s completed by 

a random sample of employees (some companies elect to survey 

the entire workforce). 

2. A CEO/Leadership Team Survey. This survey is designed to collect 

the CEO or the most senior executive’s philosophy and approach to

managing people. In some countries, the survey is completed by 

the CEO and his or her direct reports.

3. People Practices InventoryTM (PPI). The PPI is a comprehensive 

inventory that gathers information about philosophies, practices, and

policies that influence the management of people in organizations in

the following areas: recruiting/hiring/orientation; development and

learning; work environment; compensation and rewards; health and

well-being; time/work/life; and benefits/financial security. The PPI is 

completed by a team of HR professionals. 

Scoring
Scoring is based on a comprehensive scoring protocol that integrates the

employee engagement score and alignment score, which measures the degree

of alignment between a company’s people practices and business goals. The

Best Employer score is a weighted average of the employee engagement score

and alignment score, which is calculated based on a combination of items

from the employee survey, the PPI, and the CEO survey. 

Selecting the Best Employers
Hewitt collects, cleans, and analyzes the data but is not involved in selecting

the Best Employers. The processed data, without the company names, is

passed on to an independent judging panel in the country or region. In 

countries where there are no judging panels, the editorial staff of our media

partners will consider all the data and decide which companies make the 

list. All judging is “blind” in that each set of organizational data is assigned 

a code and the judges don’t know the company name until after their 

decisions are made.

Essentially, the judges consider a wealth of data that gives them a 360 degree

view of an organization’s employee perspectives, leader perspectives, and HR

practices. Ultimately, they are looking for those organizations that are able to

demonstrate a high level of employee engagement and a strong alignment of

their people practices with their business strategy.

In addition to the quantitative scoring and selection process, Hewitt conducts

onsite audits of 5% to 10% of the short-listed organizations to ensure that

appropriate random samples are selected and accurate data is provided.

In Asia, in addition to the Best lists in each market, the Best Employers of

each maket compete for the regional Asia Best. In Latin America, all compa-

nies compete at the regional level for the Latin America Best Employers list;

there are no individual country Best Employers lists.

A P P E N D I X  A — M E T H O D O L O G Y
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A P P E N D I X  B — E M P L OY E E  E N GAG E M E N T  M O D E L

People
• Senior Leadership
• Managers
• Coworkers
• Customers

Total Rewards
• Pay
• Benefits

Processes 
and Procedures
• Company Policies
• HR Policies/Procedures

Work/Values
• Intrinsic Motivation

and Values
• Influence
• Work Tasks
• Resources

Opportunities
• Career

Opportunities
• Recognition

Quality of Life
• Work/Life Balance
• Physical Work Environment
• Safety

Engagement

Employee engagement is a measure of the emotional and intellectual

commitment of the workforce. Engaged employees go beyond just

being satisfied with their job; they actually want to—and do—improve

business results.

The concept of employee engagement is operationalized by three 

observable behaviors: say, stay, and strive. The element of “Say” indicates

how much an employee speaks positively about the organization to his 

or her coworkers, potential employees, and customers. “Stay” measures

how much an employee wants to be a member of the organization, 

and “Strive” measures how willing an employee is to exert extra effort

and how dedicated he or she is to doing the very best job possible. The

more dedicated the employee is, the greater the contribution he or she

can make to the success of the organization.

Hewitt has completed extensive research on employee engagement data,

and we’ve identified the following engagement drivers that impact

employees’ perceptions of work experience and their engagement levels.

Although each company has unique people issues to address within

todays’ business climate, typically employee engagement is driven by a

combination of six factors, as described below:

• People—this includes the people an employee works with, such as

senior leaders, managers, coworkers, and customers.

• Work/Values—this includes an employee’s intrinsic motivation and

value, availability of resources at work, and the extent to which an

organization values being a good corporate citizen.

• Opportunities—this includes the opportunities for training and 

development and career advancement.

• Processes and Procedures—this includes work processes, work flow, 

and the people practices and programs, e.g., performance management.

• Quality of Life—this includes work/life balance and the physical 

work environment.

• Total Rewards—this includes pay, benefits, and financial and 

non-financial recognition.

It’s possible to model how engagement will change by taking (or not

taking) actions to address the key engagement drivers. The impact that

each factor has on overall engagement differs by company (and often

by demographics and role).

What Makes a Best Employer? 17
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Australia

Canada

China

Europe

Hong Kong

India

Indonesia

Korea

Malaysia

Philippines

Singapore

Taiwan

Thailand

United States

Opportunities

Recognition

Opportunities

Opportunities

Work Tasks

Opportunities

Work Activities

Resources

Recognition

Recognition

Work Tasks

Resources

Policies

Work Tasks

Policies

Policies

Resources

Policies

Resources

Senior Leadership

Value to Society

HR

Opportunities

Pay

Opportunities

Policies

Recognition

Opportunities

Valuing Employees

Opportunities

Benefits

Recognition

Recognition

Work Tasks

Opportunities

Policies

Pay

Opportunities

Recognition

Work Tasks

HR

Senior Leadership

Recognition

Performance Review

Work Tasks

Resources

Policies

Immediate Manager

Senior Leadership

Recognition

Policies

HR

Policies

HR

Benefits

Immediate Manager

Country/Market/Region        Driver 1                                      Driver 2                                     Driver 3                                       Driver 4

Drivers With the Strongest Relationship to Engagement

Engagement is highly correlated to key business measures, including

productivity and retention, customer satisfaction, total shareholder

return (TSR), and sales growth. Organizations that have improved their

engagement level have realized corresponding improvements in their

business success measures.

The table above shows the engagement drivers that have the strongest

influence on employee engagement, by country, market, or region,

based on the most recent study results.
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A P P E N D I X  C — B E S T  E M P L OY E R S  L I S T

1.          BC Biomedical Laboratories Ltd., Surrey BC (3)

2.          Flight Centre North America, Vancouver BC (3) 

3.          Rothmans, Benson & Hedges Inc., Toronto ON (3) 

4.          Cintas Canada Ltd., Mississauga ON 

5.          Hoffmann-La Roche Ltd., Mississauga ON (2) 

6.          EllisDon Corp., London ON (3) 

7.          PCL Construction Group Inc., Edmonton AB (4) 

8.          Chubb Insurance Company of Canada, Toronto ON (4) 

9           Mercedes-Benz Canada Inc., Toronto ON (3) 

10.          L’Union Canadienne, Sillery QC 

11.          Microsoft Canada Co., Mississauga ON (2) 

12.         Edward Jones Canada, Mississauga ON (2) 

13.          Crystal Decisions Corp., Vancouver BC (2) 

14.          Wal-Mart Canada Corp., Mississauga ON (2) 

15.         JTI-Macdonald Corp., Toronto ON (4) 

16.         Enterprise Rent-A-Car, Markham ON (2) 

17.         Golder Associates Ltd., Burnaby BC (3) 

18.         Merck Frosst Canada Ltd., Kirkland QC (3) 

19.          Creo Inc., Burnaby BC 

20.         Maritime Travel Inc., Halifax NS 

21.         Novartis Pharmaceuticals Canada Inc., Dorval QC (3) 

22.         Pfizer Global Pharmaceuticals Canada, Kirkland QC (2) 

23.         Envision Financial, Langley BC (2) 

24.          GlaxoSmithKline Inc., Mississauga ON (3) 

25.         Maritime Life Assurance Company, Halifax NS (5) 

26.        Bennett Jones LLP, Calgary AB (3) 

27.          Dofasco Inc., Hamilton ON (3) 

28.          HEPCOE Credit Union Ltd., Toronto ON 

29.          QLT Inc., Vancouver BC (3) 

30.          Whirlpool Canada Inc., Mississauga ON 

31.          Starwood Hotels & Resorts Worldwide Inc., Toronto ON (3) 

32.          Husky Injection Molding Systems Ltd., Bolton ON (3) 

33.          ACNielsen Company of Canada, Markham ON (3) 

34.          Keg Restaurants Ltd., Richmond BC (2) 

35.          S.C. Johnson & Son, Ltd., Brantford ON (4) 

36.          Eli Lilly Canada Inc., Toronto ON (5) 

37.          Nexen Inc., Calgary AB (3) 

38.          Shell Canada Ltd., Calgary AB (2) 

39.          Ceridian Canada Ltd., Winnipeg MB (2) 

40.          AstraZeneca Canada Inc., Mississauga ON (3) 

41.          DaimlerChrysler Services Canada Inc., Windsor ON 

42.          Carswell, a Division of Thomson Canada Ltd., Toronto ON 

43.          Unilever Canada Inc., Toronto ON (2) 

44.          Xerox Canada Inc., Toronto ON (2) 

45.          The Co-operators, Guelph ON 

46.          Ernst & Young LLP, Toronto ON 

47.          SaskTel, Regina SK (2) 

48.          BTI Canada Inc., Toronto ON 

49.          R.C. Purdy Chocolates Ltd., Vancouver BC (2) 

50.          Farm Credit Canada, Regina SK

Rank         Company

Best Employers in Canada, 2004 

The numbers in parenthesis indicate the number of previous years the organization has appeared on the Best Employers list(s).
For more information, please visit www.hewitt.com/bestcompaniescanada

Rank          Company
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16.          Dix Assistencia Medica Ltda.               Brazil

17.          Laboratorios Suizos                            El Salvador

18.          Cargill Honduras (Alcon)                   Honduras

19.         Casa Cuervo                                       Mexico

20.          Eli Lilly y Cia. De Venezuela, S.A.         Venezuela

21.         Diageo Venezuela                               Venezuela

22.         KRAFT Foods Mexico                        Mexico

23.          ALL-America Latina Logistica 

do Brasil S.A.                                      Brazil

24.          AMIL-Assistencia Medica 

Internacional Ltda.                              Brazil

25.         Copa Airlines                                     Panama

Rank         Company                                   Country

Best Employers in Latin America, 2004 (cont.) 

For more information, please visit www.bestemployerslatinamerica.com

20 What Makes a Best Employer?

Rank        Company                                   Country

Best Employers in Latin America, 2004 

1.          Ritz-Carlton, Cancun                           Mexico

2.          Fedex Express Mexico            Mexico

3.          3M de Chile S.A.                     Chile

4.          Kimberly-Clark Peru S.A.        Peru

5.          American Express Co. Mexico              Mexico

6.          Bristol-Myers Squibb de Mexico           Mexico

7.          Cargill Agricola S.A.                            Brazil

8.          Union de Cervecerias Peruanas 

Backus y Johnston S.A.A.                     Peru

9.          Verizon Dominicana                           Dominican Republic

10.         Microsoft Informatica Ltda.                  Brazil

11.          Femsa (Fomento Económico 

Mexicano S.A. de C.V.)                         Mexico

12.         Atlantica Hotels International              Brazil

13.          S.C. Johnson & Son Chile Ltda.             Chile

14.         WEG Industrias S.A.                            Brazil

15.         AstraZeneca                                      Argentina
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1.        Procter & Gamble India 

2.        American Express (India) Private Limited—(Financial Center East) 

3.        National Thermal Power Corporation Limited 

4.        Johnson & Johnson Limited 

5.        Glaxo SmithKline Consumer Healthcare Limited 

6.        Tata Steel 

7.        Colgate Palmolive India Limited 

8.        Wipro 

9.        Indian Oil Corporation Limited 

10.      Tata Consultancy Services 

11.      MindTree Consulting 

12.      STMicroelectronics 

13.      Philips India Limited 

14.      Bharti Televentures Limited 

15.      Tata Motors 

16.      Microsoft (India Development Center) 

17.      Bharat Petroleum Corporation Limited 

18.      Eureka Forbes Limited 

19.      Wipro Spectramind 

20.      Aditya Birla Group 

21.      E.I. Dupont India Private Limited 

22.      Eli Lilly & Company (India) Private Limited 

23.      Maruti Udyog Limited 

24.      Larsen & Toubro Limited 

25.      Monsanto India Limited 

Rank                                Company

Best Employers in Australia and New Zealand, 2004 

The numbers in parenthesis indicate the number of previous years the organization has
appeared on the Best Employers list(s). An asterisk (*) indicates organizations that reported
data for employees in both Australia and New Zealand.

Rank         Company

Best Employers in India, 2003 

SalesForce* (2)

Bain International Inc. (1)

Cisco Systems* (3)

Flight Centre (2)

SEEK (1)

American Express International Inc. (1)

Dell* 

Diageo Australia (3) 

Golder Associates* (1) 

IGT* 

Johnson & Johnson* (2)

McDonald’s Australia (1) 

MFS Group 

Retailink (1) 

Select Australasia 

STA Travel 

Stockland 

Swiss Re

Winner

Highly Commended

Best Employers

For more information, please visit www.bestemployersanz.com

For more information, please visit www.bestemployersindia.com
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Rank          Company                                   Country

Best Employers in Europe, 2004

1.          TNT Express Worldwide Eesti AS  Estonia

2.          Microsoft Hungary                               Hungary

3.          Real Seguros                                        Portugal

4.          Skandia Versicherung Management &

Service GmbH                                  Germany

5.          National Instruments Europe Ltd            Hungary

6.          TNT Express Austria GmbH                   Austria

7.          Nordea Pank Finland Plc Eesti filiaal       Estonia

8.          Bristol-Myers Squibb GmbH      Germany

9.          Renault España, S.A.                             Spain

10.          AS Narva Elektrivork                             Estonia

11.          Budapest Bank Ltd.                               Hungary

12.          Scala ECE Hungary Ltd.                         Hungary

13.          Abbott Laboratories, S.A.                        Spain

14.          Bristol-Myers Squibb GmbH                  Switzerland

15.           SAP Österreich Gmtt Austria

For more information on the Best Employers in the European Union, Eastern Europe,
and German speaking countries, please visit www.bestemployerseurope.com

Rank         Company                                   Market

Best Employers in Asia, 2003—Regional Best

1.          The Portman Ritz-Carlton, Shanghai       China

2.          The Ritz-Carlton® Millenia Singapore     Singapore

3.          UTStarcom (China) Co., Ltd.                  China

4.          Microsoft (China) Co., Ltd.                     China

5.          Thai Carbon Black Public Co., Ltd.            Thailand

6.          Yuhan-Kimberly                                   Korea

7.          Hsin Chong Real Estate Management Ltd. Hong Kong

8.          Four Seasons Hotel Singapore                 Singapore

9.          Telekom Malaysia Berhad                        Malaysia

10.         United Parcel Service Int’l Inc. 

Taiwan Branch                                       Taiwan

11.         Cathay Life Insurance Co., Ltd.                 Taiwan

12.          The Minor Food Group PCL                    Thailand

13.          The JW Marriott Hotel Bangkok              Thailand

14.          The Ritz-Carlton Hong Kong                   Hong Kong

15.         Yue-Sai Kan Cosmetics Ltd.                    China

16.         Philips Semiconductor 

(Thailand) Co., Ltd. Thailand

17.         Royal Garden Resort PCL                        Thailand

18.         Discovery Suites                                     Philippines

19.          Taiwan Semiconductor 

Manufacturing Company Limited             Taiwan

20.          The Ritz-Carlton Hotel, Kuala Lumpur     Malaysia

For more information, please visit www.bestemployersasia.com
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Biographies

Pi Wen Looi

Pi Wen leads Hewitt’s Best Employers research team. She provides 

consulting to country project managers, facilitates learning across

countries, designs research guidelines, and co-designs scoring 

methodology with Ted Marusarz. Pi Wen is experienced in advanced

statistical analysis and a wide range of research techniques, including

individual interviewing, focus group facilitation, survey design, and

multivariate statistical modeling and analysis. 

She has extensive experience across a diverse range of topics, including

employee engagement, leadership, employers of choice, and employees’

401(k) investing behaviors. Pi Wen was involved in conducting company

research for Leading the Way: Three Truths from the Top Companies for Leaders by

Robert Gandossy and Marc Effron, as well as providing significant 

support for Leadership and Talent in Asia by Mick Bennett and Andrew Bell. 

Pi Wen worked as a systems engineer at NEC Singapore prior to joining

Hewitt. She taught behavioral statistics, research methods, and human

cognition at Ohio University. She has presented several research papers 

in the area of human cognition. Pi Wen earned her BS in mathematics

from the National University of Singapore and her MS and PhD in 

applied quantitative psychology from Ohio University. Her clients include

Deluxe Corporation, Hewlett-Packard, LSG Sky Chefs, Schering-Plough,

and UNICARE.

Ted Z. Marusarz

Ted heads Global Knowledge Management and Operations in Hewitt’s

Employee Listening and Communication Practice. He’s experienced in

product development and a wide range of research methods and

advanced analytic techniques. Ted has been a thought leader in the

development and insights related to employee and executive engage-

ment, human capital measurement, and other areas related to how

organizations and HR assess and demonstrate the impact employee

behaviors have on company performance and how to quantify the return

on investments organizations make in their employees. Ted also leads

the international Consulting Business Support Center (CBSC), which pro-

vides operational support and knowledge management for Hewitt’s con-

sulting business.

Ted has 20 years of experience in consulting, research, and product

development across a wide range of client and business issues in a vari-

ety of industries. His work includes experience in the consumer pack-

aged goods industry, retail, and food service, at market research compa-

nies and at an Internet start-up operation. 

Ted has published several articles and given presentations at various

academic research conferences. Ted earned a BA in psychology from the

University of Illinois and a PhD in psychology, research methods, and

design from DePaul University.
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Biographies (con’t.)

Raymond W. Baumruk

Ray is Hewitt’s Global Employee Listening Practice Leader. He has led the

research and development regarding employee and executive engagement

and Hewitt’s Employee Engagement Model. He is experienced in a wide

range of research techniques, including individual interviewing, focus

group facilitation, survey design, and statistical modeling and analysis. 

Ray has extensive experience in a diverse range of topics, including 

organizational culture, talent management, workforce measurement,

human resource strategy, employee engagement/attitudes, as well as 

benefits, compensation, and work and family.

His experience prior to joining Hewitt includes market research and

strategic market planning with DDB Needham Advertising and Technomic

Consultants International, as well as in industrial engineering with a food

products company. In addition, Ray was the project leader of Hewitt’s

involvement in the FORTUNE magazine list of The 100 Best Companies

to Work For® (as selected by Robert Levering and Milton Moskowitz)

from 1998 to 2000. Ray also has significant involvement in Best Employers

studies in Canada, Europe, and Asia.

Ray is a contributing author to The Compensation Guide and is frequently

quoted in numerous business periodicals, including FORTUNE magazine,

BusinessWeek, The Washington Post, and The Wall Street Journal. In addition,

Ray has appeared on television programs for CNBC, CNN, and Lifetime.

Ray earned a BS in industrial engineering and an MS in marketing and

strategic management from Purdue University.
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Tips and Take-Aways

Build a Business Case

• Conduct cost-benefit analysis and build a business case for being 

a Best Employer.

• Get senior management buy-in.

• Identify key members of the organization who will champion the

journey to becoming a Best Employer.

Assessment

Conduct assessments around the five characteristics of Best Employers:

• Inspired leadership—where leaders are visible throughout the company,

communicate with employees frequently, and are personally involved 

in developing talent.

• Unique company culture—where you create a unique employment 

experience and hire employees based on “culture fit” in addition to 

skills and qualifications.

• Focus on growing talent—where you invest resources in developing

your employees, develop a robust talent pipeline, and hold managers

accountable for developing their employees.

• Strong sense of accountability—where you clearly articulate what you

expect from employees and what they can expect from the company;

through regular performance reviews, pay-for-performance, and an

emphasis on fair pay.

• Aligned HR practices and excellent execution—where your people 

practices are relevant to your business strategies and executed effectively.

Central to this is a communication strategy that communicates the

value of your people programs and practices and a built-in feedback

mechanism allowing you to receive feedback from employees about

your people programs and practices.

Review and Actions

• Review the assessment results and identify areas where you can make

improvements to become a Best Employer.

• Identify team members who will implement the improvements.

• Ensure that your communication strategy includes the new processes

and changes that follow these improvements.

• Identify key outcome measures and milestones that indicate you are

making progress.

• Identify potential pitfalls or barriers that could distract you from

becoming a Best Employer. Build in a feedback loop to review progress

regularly.

Being a Best Employer is not an end state in itself; it is a continuous

journey. The journey to becoming and staying a Best Employer is not

an easy one. However, the results of being a Best Employer—having

consistently better financial performance, attracting quality employees,

and having an engaged workforce—is well worth the effort.

Best Employers enjoy financial success and attract talent to their companies. To begin the journey of becoming a Best Employer, 

we suggest the following:
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