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REVIEW ARTICLE

Relevance of the Employee’s Experience in
the Achievement of Organizational Goals

ABSTRACT

The aim of this article is to examine six models of employee experience as
proposed by various authors and members of world-renowned consulting
agencies, to specify the dimensions and practices related to each model
as part of human resource management, and to find their relevance for

the achievement of organizational objectives. The results of the literature

review, carried out by searching for scientific papers on Scopus, revealed ..
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which models are most commonly referenced by other researchers, and
made it possible to study the schemes proposed in more detail, as well

as finding out the relevance of employee experience in the improvement ORCID: https://orcid.org/0000-
of key indicators such as commitment, innovation, and performance. The 0002-7768-3087
study concluded that organizations need to create a more empathic and Universidad Nacional Mayor de
significant connection with their employees, in such a way that the effort San Marcos, Facultad de Ciencias
and investment made is not only focused on their clients’ desires, expec- Administrativas. Lima, Pert

tations and needs, but also on the employees’, to design an organization
based on experience and generate strong employee involvement in the
achievement of organizational objectives.
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INTRODUCTION

In the last few years, organizations have real-
ized that it is necessary to reconsider how they
relate to their workers because the traditional
model, which was focused on generating re-
sults through classical strategies only based
on compensation or training schemes, needs
to be adapted due to the increase in the mul-
ti-generational population currently employed
in organizations. It is therefore necessary to
increase workers’ involvement and co-design
experience that add value and meaning to the
work they perform.

Employee experience has emerged as a
need and a response to this organizational
change dating from the last few years, where
workers’ voices have gained greater relevance
and impact, requiring a work environment
that addresses their individual requirements.
For thisreason, several authorsand consulting
agencies have developed their own experien-
tial models, considering dimensions and prac-
tices that project what is known as employee
experience; this is to say, the realization that
employee expectations, desires and needs
should be addressed through the actions and
strategies used by the organization. All of this
is part of an orientation to design and build
an experiential organization focused on goal
achievement thanks to its employees as a key
element. In organizations which have previ-
ously adopted this approach, the results of de-
signing a coherent and significant employee
experience have been favorable according to
various studies. Not only have there been im-
provements in job satisfaction, commitment
and well-being, but client satisfaction, ser-
vice quality, innovation, market positioning,
profitability and other aspects have also ex-
perienced improvements. These aspects are
closely related to achieving organizational
objectives.

This article, apart from bridging the gap
in the information currently available in Span-
ish about employee experience, also intends to
call for researchers to review and analyze more
recent schemes and/or models, and evaluate
the importance of experiential practices in the
achievement of organizational objectives in lo-
cal and international companies.

PURPOSE

The aim of this review article is to introduce
the main employee experience models proposed
by members of consulting agencies, such as Ma-
zor et al. (2017) from Deloitte; Nelson and Do-
man (2017) from Kennedy Fitch; and Liley et
al. (2017) from Accenture Strategy, apart from
the authors of reports and books on employee
experience such as Lesser et al. (2016); Maylett
and Write (2017), and Morgan (2017), aimed
at better understanding this experiential ap-
proach which places the employee at the center,
as well as learning relevant practices which
positively influence the improvement of certain
key indicators which finally lead to the achieve-
ment of organizational objectives.

ARGUMENTATIVE REVIEW

To prepare this article, which deals with the
importance of employee experience to achieve
organizational objectives, it is useful to review
models which continue to be investigated in
several studies and reference the organizations
which decide to apply them.

The authors who have approached em-
ployee experience from various viewpoints
and compositions agree that these experienc-
es designed and focused on employees do not
only generate an impact at the individual level
by providing them with a greater sense of be-
longing, commitment, identity, well-being and
others, but they also generate an impact at a
macro level because they foster a workplace
environment where employees and the organi-
zation are in complete harmony and agreement
due to the fact that employee expectations coin-
cide with their actual experience at work, espe-
cially when experiences are co-designed. When
this continuous and growing link between both
parties is demonstrated, the achievement of
goals and objectives is only the result of apply-
ing this approach.

The definitions of employee experience co-
incide in that it is the sum of experiences of an
employee throughout their working term at the
organization, starting from the first contact, in-
duction and even off-boarding (Wride, 2016;
Bersin et al, 2017; Plaskoff, 2017; Raia, 2017;
Ludike, 2018). Both the organization and its em-
ployees must work together to create customized

Gestion en el Tercer Milenio 26(51)



Relevance of the Employee’s Experience in the Achievement of Organizational Goals

and unique experiences that are significant and
favor individual, team and organizational per-
formance (Dhingra et al. 2018). It is also neces-
sary that these experiences happen more than
once, and that they are improved over time
through feedback and continuous monitoring
(Bersin et al. 2017).

For this review article, six model and/
or scheme proposals on employee experience
have been selected and analyzed. These mod-
els are not necessarily dimensioned and struc-
tured in a similar way. However, they have been
referenced in various international articles,
following the results obtained from searching
employee experience as a key word on the Scop-
us database.

Firstly, the work of Mazor et al. (2017) is
considered, based on the Simply Irresistible
Organization model proposed years before by
Bersin (2015), from the same consulting agen-
cy. They identified that the employee experience,
which offers moments that matter through the
interactions between employees and the organ-
ization, includes the following components:

e Meaningful Work. This requires work to
fit the individual selected for a task, a sense
of relevance in the activities performed,
and having the necessary tools, autonomy
and empowerment through small teams,
allowing decision-making. This dimension
even includes time to slack in order to pre-
vent burnout syndrome and promote a cer-
tain degree of individual freedom.

e Support Management. It involves the
management practices of leaders to guide,
support, and direct their teams, determin-
ing and communicating clear and transpar-
ent goals, training teams through coaching,
and investing in the development of manag-
ers, leading to an agile performance man-
agement of their teams.

e Positive Work Environment. This means
that the workplace is not only flexible, but
also humanistic, and a place where employ-
ees are thanked and congratulated. This is
accompanied by actions that create a cul-
ture of recognition and promote a fair, inclu-
sive and diverse work environment which is

replicated by all levels of the organization,
from the leadership to first-line employees.

¢ Growth Opportunity. It involves training
and support on the job, as well as talent mo-
bility, which makes it possible to generate dy-
namic, self-directed learning environments.
Such opportunities encourage a high-impact
learning culture where employees feel satis-
fied and rewarded for their growth and pro-
gress within the organization.

¢ Trust in leadership. It conveys the mes-
sage that leaders should communicate the
organization’s purpose strongly, be trans-
parent and open, demonstrate continuous
investment in their team members, and
inspire them through their words and ac-
tions. These actions generate a sense of
identity, trust, and commitment among
employees toward their leaders and the
organization.

The authors recommend that, apart from
considering the above-mentioned dimensions,
it is necessary to first gather employees’ com-
ments and sentiments in order to design and/
or adjust the department practices and, subse-
quently, according to this feedback, identify the
factors that hinder the successful application of
an employee experience strategy so that these
can be addressed more closely.

Secondly, the model proposed by Nelson
and Doman (2017) states that, even though
many organizations claim that employee expe-
rience is important, only 6% reported signs of
significant progress. Even so, the organizations
interviewed stated that it was important for
them to build an employee experience strate-
gy because they believed that it would lead to
higher commitment, innovation and produc-
tivity levels that, in turn, would translate into
the creation of a competitive advantage, larger
growth, and a greater business profitability.
Therefore, the authors believe that, to create
an employee-centered organization through
design thinking, apart from a mindset change,
active listening and insight analysis, it is neces-
sary to follow the steps below:

¢ Using multi-channel listening. It means
to pay attention and observe employees
through different means, including sur-
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veys, focus groups, hackathons or inter-
views, simultaneously and using digital
tools to map the largest number of activ-
ities and interactions between employees
and the organization.

e Identifying holistic journeys. They are
the key moments identified by the organ-
ization when the employee experiences a
journey on the job; reports are created de-
tailing these events throughout the employ-
ee’s journey.

e Listening for emotion. This involves learn-
ing about the employees’ satisfaction or dis-
satisfaction at the touchpoints in order to
understand the emotions, and strengthen
or eliminate experiences as required.

e C(Creating personae. It is a technique com-
monly used in marketing which helps or-
ganizations represent their target audienc-
es, in this case their employees, through
fictional personae and thus learn about
their concerns, needs, desires, motivations,
among others.

e Designing experiences. While defining
the personae, the journey experiences are
designed in accordance with the informa-
tion gathered, thereby creating ideal and
meaningful experiences.

e Testing and prototyping. Based on leader-
ship support, it is advisable to identify areas
where it is possible to apply and test the ex-
periential model in order to obtain feedback
and continue improving and developing it.

¢ Launch the digital people strategy. Ex-
perts recommend linking the employee
experience model to digital tools in order
to improve, customize and automatize the
experience.

For Nelson and Doman (2017), the em-
ployee experience is a design process with
predefined steps which should be followed
and adapted in accordance with the interests
and needs of each organization. Conversely,
Mazor et al. (2017) and Bersin (2015) do de-
fine a more solid experiential model, including
specific and mutually aligned dimensions and
specific practices.

Thirdly, the work of Liley et al. (2017) is
considered. They claim that there is parallelism
between customer experience and employee
experience because both are focused on retain-
ing, generating loyalty, and creating an impact
on the business results. To create an employ-
ee experience that inspires employees to per-
form at the best of their ability, there are three
requirements. First is hyperpersonalization,
which should become a distinctive element of
the strategy and helps segment employees ac-
cording to specific experiences. The second is
investing in technology to generate the desired
experiences through simple, easy and intuitive
processes. The third is placing emphasis on the
moments that matter, as Mazor et al. (2017)
sustained, because these moments do not al-
ways occur at certain milestones of the work
cycle; instead, they vary and are affected by
both internal and external factors.

The new employee experience paradigm,
apart from considering the above-mentioned
aspects, comprises three dimensions: physical
experiences, related to the work environment;
human experiences, linked to interactions with
fellow employees; and digital experiences,
linked to the way in which employees carry out
their work. In addition, the authors confirm the
advantages of co-creating and designing the
experiences, not supposing and/or generaliz-
ing, and staying in contact with employees to
reinvent the employee experience. All of this, in
addition to the customer experience strategies,
translates into higher return on investment
(ROI) levels.

The fourth proposal to consider is that
of Lesser et al. (2016), members of the IBM
Institute for Business Value. They argue that
employee’s experiences result from a close
connection involving three main spheres: the
social sphere, which includes the interactions
between employees within the work setting;
the physical sphere, which refers to the interac-
tions between employees and the tangible envi-
ronment; and the work sphere, which consists
of the interactions between employees and
their assigned tasks. The interaction between
the three spheres results in the six facets of em-
ployee experience:
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e Community. Related to the interaction be-
tween employees and other members of the
organization, considering that individuals
are social beings and their perceptions of
the organization can be influenced to some
extent.

e Physical workspace. It involves designing
and furnishing both individual and group
workspaces, in such a way that these spaces
provide flexibility and tranquility to favor
concentration and innovation.

e Environment. Apart from the design and
furniture configuration for workspaces, it
is necessary to also consider environmental
factors such as temperature, noise, lighting
and ventilation because it has been found
that these factors affect employee produc-
tivity.

e Tools. Due to the advancement of technol-
ogy and its integration into the work envi-
ronment, several tools have been developed
and designed to adapt to the organization’s
changes and needs, and to facilitate the in-
clusion of employees with auditory, visual
or mobility impairments.

e Activities. It focuses on purpose, where
there is a relationship between the position,
department and organization objectives.
In this structure, where activities fit with
a higher purpose, employees find greater
meaning in their work.

e Social platforms. These are particularly
linked to the internal platforms that con-
nect employees and help share relevant and
clear information on various issues rele-
vant to the organization.

In addition, the authors state that there is
a battle for conquering the hearts and minds of
employees through the experiences they live
within the organization. For this reason, they
argue that experiences should not only be per-
sonalized, more transparent and simpler, but
also authentic and memorable, so that they en-
joy the employee experience in relation to com-
mitment, potential development, and individu-
al and collective productivity.

The fifth proposal to consider is that of
Maylett and Wride (2017), who claim that

companies such as Airbnb—one of the first to
create the position of Global Head of Employee
Experience—validate the importance of this
issue in the business context, because they
believe that the employee experience can in-
spire people to do great things. This is similar
to what Liley et al. (2017) mention: employees
will provide clients with an experience that
matches their own experience in the organiza-
tion, so these should be congruent. According
to the authors, there are three contracts inher-
ent to the employee experience, which deter-
mine its quality:

¢ Brand Contract. This is how the organiza-
tion is viewed publicly, and consists of the
promises that the brand identity makes to
other people about what it represents and
its Employee Value Proposition (EVP). This
contract plays a key role because it deter-
mines the capacity to attract talent to the
organization by influencing the expecta-
tions of individuals even before they join.
It can also strengthen commitment, loyalty,
and corporate reputation.

¢ Transactional Contract. It defines the
basic terms of a mutually accepted, recip-
rocal and clear agreement between two or
more parties. In other words, this contract
provides a structure that regulates the ex-
pectations of employees and aligns them to
what was previously defined between the
organization and the employee as being
part of their work.

¢ Psychological Contract. It is the set of
implicit and unwritten expectations that
greatly determine the terms of exchange
in a work relationship, and define the lev-
el of employee commitment depending on
whether they comply with and respect it.

In addition, the authors stress that these
contracts are put to the test in the moments of
truth (MOT)—whether predictable or not—be-
cause, if they support and reinforce what is es-
tablished in these contracts, it means that there
is alignment between employee expectations
and the image projected by the organization.
Otherwise, there is a violation of trust, and it
is advisable to admit the mistake, offer apolo-
gies, and seek an immediate solution. For the
authors, employee experience not only favors
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employee retention and satisfaction, but also
influences the profitability and growth of the
organization, and a factor that they consider
vital for the success and sustainability of the
company: commitment.

Finally, the sixth proposal examined is
that of Morgan (2017), one of the main refer-
ence authors on the topic, states that employee
experience focuses on culture, technology, and
space because employees believe that their own
experience is what working in the organization
actually involves. If the employee’s experience
matches their expectations, employee experi-
ence comes to happen. To define the employee
experience model, the author interviewed over
150 leaders from organizations around the
world, and reviewed more than 150 research
articles on the topic, apart from reports, pub-
lications, rankings, and other relevant docu-
ments which helped consolidate one of the most
commonly studied models of employee experi-
ence. This model, like that of Lesser et al. (2016),
comprises three environments:

e Physical Environment. It includes the
space where employees work, and the tools
and furniture they have at their disposal.
According to the author, the physical en-
vironment should offer flexibility, reflect
the organization’s values, leverage multiple
workspace options, and provide the oppor-
tunity to bring in friends or visitors to work.
These characteristics are known as COOL,
and are aligned to the idea that, if the work-
space meets those requirements, employ-
ees will feel proud, excited, and connected
with their workplace. For this reason, they
will want to share it and show it to others.

e Technological Environment. It involves
regarding technology not as threat, but as a
tool that makes it possible to communicate,
collaborate, and perform work-related ac-
tivities more easily, quickly, and efficiently.
This environment should ensure that tech-
nology is available to everyone, is able to
shift from enterprise grade technology to
consumer grade technology, and align the
needs of employees with those of the organ-
ization—this is to say, to reach a consensus
between what is requested by the talent
management department and the proposals

of the IT department. These characteristics
are what the author refers to as ACE.

e Cultural Environment. It involves some-
thing different from the two previous en-
vironments because culture cannot be
touched or seen, but it can be felt. Culture
determines how employees are treated, the
creation of products and services, and even
how the work is done. According to the au-
thor, ten attributes make up a CELEBRATED
culture, which means the following: the or-
ganization is viewed positively; employees
feel valued; there is a purpose and a sense
of being part of a team; diversity, inclusion
and fair treatment are encouraged; there is
constant learning; training and growth are
encouraged; and health and well-being are
prioritized.

This model is one of the most widely stud-
ied ones because of the importance of its com-
ponents and attributes to constitute what the
author calls experiential organizations: those
which have undergone redesign to provide ex-
periences through the three environments. In
his book, the author does not aim to provide all
the answers, but he does believe that he gath-
ered valuable ideas on what employee experi-
ence is, why it is crucial to implement it, and
how to design experiences to build an organi-
zation where individuals want to be.

Based on the proposals presented above,
one can note that experience design involves ef-
forts to align, motivate, and accompany employ-
ees during the work cycle. Indeed, to achieve
employee engagement and real participation, it
is necessary to know their expectations, design
moments that truly matter, and test these expe-
riences to finally achieve their implementation
across the organization.

CONCLUSIONS

This review article described and analyzed six
models and/or schemes devised by various au-
thors in regard to employee experience, leading
to the realization that the experience should
not only focus on the external client but also on
the internal client: employees. Therefore, it is
vital to learn their expectations, needs and de-
sires before implementing an experiential ap-
proach that considers the option of co-creating
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and co-designing these experiences to improve
employee engagement and participation.

Firstly, we can conclude that, on the basis
of the results and according to research by the
MIT Sloan School of Management on the design
of a coherent and meaningful employee expe-
rience, there have been positive results in the
organizations which have already opted for this
approach, regardless of the model adopted: im-
provements in job satisfaction, innovation, and
commitment. There are also improvements in
customer satisfaction, service quality, market
positioning, and profitability—aspects which
are strongly linked to the achievement of or-
ganizational objectives (Mason and Sardone
2020).

Secondly, it can be inferred that digital
transformation should be oriented not only to
digitalizing processes and reducing times and
costs, but also to helping build more human,
transparent, and real connections where the
company mission, vision, and values are no-
ticeable in the behavior of leaders and their
teams; to providing support to employees
when they need it; to clearly communicating
the importance of each employee role; and
other actions that help see employees as hu-
man beings who have a purpose, learn, and ex-
periment on a daily basis.

Finally, it can be inferred that talent man-
agement professionals need to understand the
importance of employee experience at organ-
izational level, and consider employee view-
points so that, in collaboration with the lead-
ers, they design experiences aligned with the
organizational strategy and the construction of
an experiential organization; these experiences
should be enriching, welcoming and empathic
with employees by means of practices aimed at
promoting professional development, recogni-
tion, life-work balance, the sense of belonging,
among others.
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