Employee Recognition
as anlIntegrated
Program

Why engagement fails without a
feedbackloop, and how listening,
analytics, and actiontransforma
platforminto a program
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SECTION1

APlatform|s NotaProgram

Most organizations don’t struggle with recognition because they lack a platform. They struggle
because aplatformisn’'taprogram.

Recognition platforms are often managed as if they were programs: launchit, drive adoption,
track participation, refresh the catalog, runa campaign, repeat next year.

It'snotwrong. Butit'sincomplete, because a true recognition programis so much more.
It's anintentional, orchestrated approach thatintegrates multiple elements — platform,
awards, listening, analytics, and wellness — all working continuously

toward target outcomes.

Recognition without listening and analytics risks becoming
stale, and stale recognition programs quickly stop
producing meaningful employee engagement.

In particular, programs that combine robust recognition

tools with listening and analytics avoid this common pitfall.

Recognition without listening
operates on assumptions.

Problems arise whenrecognitionis maintained primarily on assumptions

about fairness, impact, and employee experience, without a mechanism to validate and act
onthose assumptions continuously. Employee feedback — combined with analytics —
provides that mechanism. Together, they close the loop between what the program delivers
and what employees actually experience.

Without that two-way conversation, a predictable pattern emerges: recognition activity
remains visible, even as employee engagement erodes underneathit.
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THE FEEDBACK GAP
RECOGNITION PLATFORMS
FAILTO BRIDGE

Recognition programs spur
behavior. But they also generate
signals. Every recognition
moment communicates:

« Whatworkthe
organizationvalues

« Whoisseen
e Whoisrewarded

« What“good performance”
looks like

« Whichteamsandroles
matter most

In a healthy program, those signals
alignwith organizational culture
and people strategies.

When a program works solely on
assumptions, recognition risks
becoming a distorted mirror that
reflectslimited visibility, bias, or
managerial inconsistency more
than actual contribution.

WHY DISTORTION PERSISTS

Onereasonrecognition programs candriftis
that most organizations measure in ways that
aren’t sufficiently diagnostic. They focus on
activity metrics —logins, recognition volume,
redemptions, and social engagement, such
as likesand comments — andrisk treating
those transactional statistics as evidence of
employee engagement.

But activity andimpact are different things. A
program can be active and still fail to improve
equity, build trust, reduce turnover,
strengthen manager effectiveness, or
supportemployee wellness.

Without a listening mechanism, leaders often
don’t see those failures until they show up in
turnover, burnout, declining performance, or
collapsing survey sentiment.

Listening changes that timeline — and
analytics help translate what listening reveals
into meaningful action.
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SECTION 2

A Scientific Method for
Bullding Workplace
Community & Culture

A platform delivers tools. Acampaign generates moments. But arecognition programis
something more:it’samanaged, evolving operating model designed to produce target
outcomes andimprove over time. When you integrate listening and analytics, you enable
something closer to the scientific method:

C] FORM AHYPOTHESIS
<2 IMPLEMENT AN ACTION
<3 MEASURE RESPONSE

C4 INTERPRET PATTERNS

(5 ADAPT

<6 REPEAT

This operating model changes how
organizations design and run their
recognition program. It replaces
“We launched aplatform” with
“We're continuously learning
what's happeninginside our
culture andrespondingtoit.”
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PITFALLS

What Annual Surveys Miss

Recognitionis dynamic, and annual measurement just can’t keep pace with awell-run,
responsive program. Annual surveys provide a static snapshot at arelatively infrequent
cadence. Theirinsights are retrospective, like looking in the rearview mirror. They're not
designedtohelpyou:

o Calibrate and adjust throughout the year
o Detectinequity early

« Monitormanager behavior patterns

« |dentify emerging burnout risks

o Testwhetherrecognitionreachesless
visible, deskless, or shift-based employees

They're also oftentimed around holidays

orannual gatherings when sentiment runs
high, orwhen employees are too busy to

respond thoughtfully.

WHAT CONTINUOUS LISTENING MEANS

Continuous listening doesn’t mean constant surveying; it means creating the right cadence of
surveys, pulses, and feedback mechanisms to measure the impact of the actions you take.

Too-frequent surveys canlose meaning.
Too little action can make surveys meaningless.

Ascientifically literate listening strategy has a defined cadence, a stable set of repeatable
questions, room between surveys to implement changes, and afocus on trend interpretation
rather than one-off reaction.

In otherwords, listening should produce actionable signals about the impact of recognition on
the team — notnoise.
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Trust Is a Prerequisite for
Valid Listening Data

Organizations oftentreat trustasa
nice-to-have cultural goal.Ina
listening-enabledrecognition program, it’s a
measurement requirement. Without it, a
program simply can’t produce valid insight.

When employees don't trust survey
anonymity, participation falls, people
self-censor, responses are vague, and
results skew toward employees with low fear
and high confidence.

That's why anonymity safeguards matter —
like headcount thresholds and delaying
visibility into results until a survey closes. If
employees fearleadership willgo looking
for,and be able to find, “who said what,”
honest participation becomesimpossible.

When surveys compromise
psychological safety, they corrupt
their own measurements.

WHY TRUST MATTERS FOR YOUR
RECOGNITION PROGRAM

If employees don’t trust the listening layer,
they won't be candid about whether:

« Recognitionfeelsfair

» Managersare consistent

o Certaingroupsare being overlooked

« Therightbehaviors are beingrewarded

e Recognitionis masking deeper problems

If you can’t measure those conditions
accurately, you can’'timprove them.
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SECTION 3

A Guide to What You'll
Discover and Need

The scientific method approach works in principle. What organizations actually encounter when
they startlisteningis often more complicated — and more revealing.

What follows is a map of what the data surfaces whenrecognition, analytics, and listening are
integrated — signals a platform alone can’'t generate, and decisions it can't make. These patterns
only become visible when listening and recognition operate as one system.

“More Recognition” Isn’t Always the Answer

When listening data arrives, the temptationis
to conclude: recognize more. Sometimes
that'sright. But volumeisn’t the primary
indicator of program health.

THE SURPRISING SIGNAL:
OVER-RECOGNITION CAN INDICATE RISK

Integrated data oftensurfacesa
counterintuitive pattern: the most recognized
employees aren’t always the most engaged. In

many organizations, those employees are also:

e Overloaded

e Leanedondisproportionately

o Operatinginconstantheromode
o Athigherrisk of burnout

o Criticaldependencies the organization
cannotaffordtolose

Without listening, leaders misread platform
statistics. Praise can mask overload.

But when connected with listening and
analytics, recognition becomes a diagnostic
toolratherthanjust areward.

LET RECOGNITION & FEEDBACK DATA
DRIVE OPERATIONAL CHANGE

Listening-informed action oftenincludes
adjustmentsinprogram structures:

« Howrecognitionbudgets are distributed

« Whohaspowertorecognize andreward

o Whetherrecognitionis peer-driven or
top-down

o How quickly new hires are included

o Whetherand how managers are coached
and supported

One of the highest-impact shifts: moving from
nomination-only campaigns to real-time peer
recognition with meaningful value attached. It
redistributes recognition power — and that
changes culture.
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Inconsistent Manager Behavior
Can StallaProgram

Recognition programs stall not because employees resist
appreciation, but because managers are inconsistent —
and listeningis usually what revealsiit.

Acrossindustries, a persistent gapinemployee
experience is the difference between what employees
expect frommanagers and what they actually receive.
When asked, most employees say theirmanagers should
acknowledge good workregularly. Yet far fewer feel
adequately recognized by theirmanager. Thatindicates a
behavior gap more than a technology gap — and it shows up
clearlyinlistening data whenyou know what to look for.

The Trap: Asking Managers to
Do More Without Making it Easier

The predictableresponse — training, reminders, talking points — often fails because managers
are already overloaded.

Whenrecognition adds yet anothertask to analready long to-dolist, it gets deprioritized. A
mature program treats managerrecognition as aleadership behavior that’s supported, not
merely mandated. That support can take several forms:

o Dashboardsthat show managers « Nudgesthatreduce cognitive
where recognitionis slipping load without turning recognition
« Simple visibility into which direct Into automation
reports have gone toolong « Promptsthattierecognitionto
without acknowledgment organizational values, making it

more specific and meaningful

The goalistoreduce the friction between managers’ workloads and recognition consistency.
Analytics make that goal measurable — andlistening reveals whetherinterventions are
actually working.
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ggeing and Addressing
At-Risk Groups

Recognition programs are vulnerable to bias — not always intentional, but structural.
Connectedlistening and analytics make it visible.

In many organizations, recognition naturally flows toward employees who are:

« Highlyvisible e Quicktospeakupinmeetings
o Socially fluentinworkplace norms o Closesttoleadership
« Comfortable self-advocating » Perceivedas “culture carriers”

WHO’S GETTING MISSED?

When recognition programs run onvisibility alone,
they tend to under-recognize:

» Introvertedhighperformers

« Employeesintechnicalor
behind-the-scenesroles

o Desklessemployeeswithlimited access

« Neurodivergentemployeeswhose
strengths don’t map neatly to
social performance

« Employeeswhose contributions
are steady rather than flashy

Recognition activity canlook healthyin
aggregate while hiding serious inequities.
Correlating listening data with recognition
patterns exposes bias that activity metrics
alone willnever surface — and gives the program
alegitimate basis for corrective action.
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Deskless Employees: Where Recognition
Can Break Without Intentional Design

Mostrecognition programs are built for desk workers by default —
corporate email, single sign-on, easy platformaccess.

Deskless employees often have none of that. They may be
onthe floor, inthe field, on shift, without corporate email,
orwithout regular computeraccess. The impact

of that exclusionisreal: When deskless employees are
under-recognized or left out of listening, they become
culturally invisible. Andinvisibility is one of the fastest paths
to disengagement.

It's also worth naming a subtler dimension: Deskless employees
aren’tjust excluded fromreceiving recognition. They're often
isolated from the entire recognition cycle — beingrecognized, seeing
recognition happen, participatinginlistening, and hearing about what
changedas aresult. Fullinclusion means designing theminto every layer
of the program.

THE PROGRAM ANSWER: HYBRID RECOGNITION

Recognition that works for deskless populations often combines:

« Mobile access o Localrituals andtangible, symbolic
elements that don’trely ondigital
participation

o« QR-basedentrypoints
o Printed materials that keep
recognitionvisible in physical spaces

These tools stillneed to be part of a tracked program in order to measure distribution,
equity, orimpact across the full workforce.
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SECTIONS

Buildingand Defining a
Successful Recognition Program

Onthe surface, participationlooks like success. But a program can show high activity while failing
to deliver equity, reduce retentionrisk, or strengthen manager effectiveness. Amature program
measures differently.

Awell-integrated program tracks three distinct dimensions:

@ ACTIVITY

« Volume and frequency of recognition WHY LISTENING AND ANALYTICS
o Participation patterns by role, team, andlocation NEED TO WORK TOGETHER

¢ Managerconsistency overtime . . L
9 y When listening and recognition

analyticswork together, patterns

@ EQUITY surfaceinsights:

« Who's being recognized (and whoisn't) o Alowscoreonfairnesscanbetested

againstrecognition distribution
o Whichteams orshifts are under-recognized ° o

« Awellness decline canbe compared
torecognition concentrationand
workload signals

» Whetherrecognitionis distributed across
demographic segmentsin meaningful ways

» Whetherrecognitionis concentrated around a

. o Aleadership problemcanbe
few visible roles

examined through manager

behavior patterns
() meacr |
o« Ateam’ssentimentcanbe
Relationships betweenrecognition patterns analyzed alongside recognition
and outcomes such as: visibility and participation

« Employee Net Promoter Score (eNPS) This is where the feedbackloop

« Retentionandtenure becomes more than a philosophy. It

o Leadership effectiveness becomes the engine of amature,

o Burnoutindicators adaptive program.

« Engagement sentiment shifts overtime
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Why Your First Survey Is Often
the Most Uncomfortable

When organizations start listening seriously, the first results can be
startling. What can feellike failure is actually a clear snapshot of the
reality employees are experiencing — often the first time they believe
they cantell the truth.

And the longer an organization has gone without listening, the more

untold truth has accumulated. But the discomfort can be productive
whenyoutreat alow starting sentiment as a baseline rather than a final
verdict. It gives you something most programs never have:

« Ameasurable starting point

e Aclearsetof priorities

« Awaytotrackwhetherchangesare working

Improvementin mature programsis typically incremental — a series
of small, deliberate adjustmentsinformed by what the datareveals over

time. Perfectionisn’t the goal. Progressis. Design your program to adapt and
improve itself over time.

WHAT ADAPTATION LOOKS LIKE IN PRACTICE

Over12-36 months, adaptation oftenincludes:

« Adjustingrecognition criteria « Changingcadenceto prevent
and workflows survey fatigue

« Shiftingbudgetstoincrease equity « Segmentinglistening more intelligently
and participation as trust grows

« Rebalancingrecognitionfocus « Evolvingasworkforce expectations
toward overlookedroles and business priorities change

o Updatingmanager enablement
and training

Listeningreveals when and how to adjust yourrecognition program to make it more responsive
— and analytics tellyou whether those adjustments are working.
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The Real Value of Recognition
Is What You Learn From It

Recognitionfails whenitis treated as a series
of discrete moments. It succeedswhenit’s

managed as anintegrated, adaptive program.

Thatrequires:

o Continuouslistening
o Trustworthy measurement

o Analyticsthattranslate signals
into decisions

« Actionthat changesbehaviorand design

» Integratedinterpretation of sentiment
andrecognition patterns

e |terationovertime
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Connect Recognition, Analytics & Listening

These conditions are what integrated listening
and analytics make possible. The goalisn’t
boosting recognitionvolume;it’slearning
what that recognitionreveals. A mature,
connected program helps organizations:

o Detectinequity early

o Revealbiasandinvisibility

o Identify burnoutrisk

o Surface managerinconsistency
o Reinforcevalues more precisely

e Improve continuously through a
feedbackloop

Organizations that maintain thisloop make
recognition apermanent feature of how
they operate — not a platformthey
launched, but a program they run.

READY TO CONNECT RECOGNITION, ANA-
LYTICS, AND LISTENING TO STRENGTHEN
YOUR ORGANIZATION?

If yourrecognition programruns on platform
dataand assumptionsratherthan honest
employee feedback, talkto a Terryberry
representative about building a listening-
enabled, integrated program that’s backed
by a scientific approach.
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