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Standard 5C 

The provider monitors employee 
satisfaction and turnover.

> Essential Practice 5C.1 The provider analyzes employee satisfaction.

> Essential Practice 5C.2 The provider monitors the rate of employee turnover and understands 
the reasons for employee exit.

> Essential Practice 5C.3 The provider takes action to correct institutional problems leading to 
employee turnover and dissatisfaction.



[     190     ]

STANDARD 

5C.1 UNDERSTAND EMPLOYEE SATISFACTION

Your institution should regularly analyze employee satisfaction. Your institution 
may choose either to conduct time-bound employee satisfaction research (e.g., a 
two-week review each year), or to collect satisfaction information on a continual 
basis. Regardless of the method used, your institution should aim to collect 
employee satisfaction data on at least a representative sample of employees—
covering all types of employees, including those with disabilities—at least annually.

Using a formal method, such as interviews, written surveys, and/or focus groups, 
ask employees to comment on satisfaction with factors such as:

• Employment terms, including contract duration and remuneration
• Workload
• Employee training 
• Career advancement opportunities 
• Physical resources/infrastructure/equipment 
• Communication, participation, and leadership from supervisors
• Communication and teamwork from peers
• Conflict resolution practices
• Human Resources support services

To protect employees who may negatively critique the institution, give employees 
the option to respond anonymously to the satisfaction survey. Finally, when 
analyzing and reporting the results of satisfaction surveys, segment data by 
different employee characteristics, including gender, level (management/staff), 
and location (HQ/branch). Report results not only to management, but also to 
employees at all levels.

THE PROVIDER MONITORS EMPLOYEE SATISFACTION AND TURNOVERSTANDARD 5C

The SPTF’s Staff Satisfaction Survey Example Questions provides a list of 
questions you can choose from (and adapt) for your staff satisfaction survey. 

Both VisionFund Cambodia and ESAF (India) closely monitor employee 
satisfaction and turnover. VisionFund Cambodia collects data in three 
different ways: 1) an annual employee satisfaction survey; 2) an employee 
exit survey; and 3) monthly monitoring of the staff turnover rate. ESAF 
conducts an employee satisfaction survey at all employee levels at least 
once every other year. Members of upper management then review all data 
collected in order to assess whether employees are happy with the FSP and 
to understand the reasons why employees leave.

Studying employee satisfaction and reasons for exit can prove beneficial not 
only to the work environment but also to an FSP’s financial performance. 
For example, ESAF developed a successful new loan product—the vehicle 
loan for employees—after employees expressed the need for assistance in 
purchasing vehicles. Additionally, ESAF was able to reduce staff turnover 
after it increased the days off in a work week from only Sundays to also 
the second and fourth Saturdays of each month. ESAF made this change 
after learning that its employees, the majority of whom are women, 
were dissatisfied because they felt unable to attend to household matters 
adequately with only one day off per week.

FIELD EXAMPLE 53. VISIONFUND AND ESAF 
MONITOR EMPLOYEE SATISFACTION AND 
UNDERSTAND REASONS FOR STAFF EXIT

https://sptf.info/images/RC-5c-Staff-Satisfaction-Survey-Example-Questions-Sept2016.pdf
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5C.2 UNDERSTAND EMPLOYEE EXIT

Your institution’s employee turnover rate is one indication of 
employee satisfaction. When analyzed alongside employee exit 
survey/interview responses, the turnover rate provides actionable 
information about your institution’s relationship with employees. 
Table 31 provides a list of turnover rates that you should monitor.

Track your employee turnover rates by different types of 
employees, including gender, level, and location. In addition, 
ask all exiting employees to voluntarily share information about 
their reasons for leaving through a survey form, in-person 
interview, or other similar mechanism. Ask about their reason(s) 
for leaving the institution, as well as questions about their 
experience while employed with the institution.

In addition to exit interviews, consider “stay interviews”—
conversations with employees who have long tenures with your 
organization. Such interviews can answer the question—what 
keeps an employee satisfied and loyal? 

STANDARD THE PROVIDER MONITORS EMPLOYEE SATISFACTION AND TURNOVERSTANDARD 5C

Turnover 
Rate Description Formula What it measures Target 

Ranges120

Annual 
and 
monthly 
turnover 
rate

• Calculation of 
the number of 
employees who 
have left the 
company in a 
period of time

• Expressed as a % 
of  total number of 
employees

(No. of exit employees in      

a time period) x 100
=  _______________ 
(Average no. of  employees 

during the same time 

period)

• Effectiveness of HR and 
personnel management 
processes

• Employee satisfaction 

• Quality of the 
recruitment, selection, 
and on-boarding 
processes

• Yearly total 
employees: 
15%-25%

• Yearly loan 
officers: 25% 
- 40%

• Employees 
between 
1 and 6 
months of 
employment: 
less than 10%

First year 
turnover 
rate121

• Calculation of 
employees who 
have left the 
company after less 
than one year.

• Expressed as a % of 
the total number 
of employees that 
leave the company 
in the same period.

(Number of employees who 
left after 12 or fewer months 

of employment) x 100
=  _______________

(No. of total exit employees 
during the same time 

period)

• Quality of the 
recruitment, selection, 
and onboarding 
processes (after the first 
year of employment, 
other factors play a 
more important role 
in the termination 
or resignation of an 
employee).

• Less than 20%

120 Although there is little benchmarking information available for HR indicators, these ranges were developed based on global experience, including the 
experience of Accion’s Training and Capacity Building program.

121 When turnover rates before one year of employment are high, it is recommended to measure both the first year turnover rate and the monthly turn-
over rate, as the latter reveals a more precise time period during which employees exit in the first year. 

5C.3 CORRECT INSTITUTIONAL PROBLEMS LEADING TO 
EMPLOYEE TURNOVER AND DISSATISFACTION

Report to the board and senior management both the employee 
turnover data and qualitative information on the reasons for 
employee exit.122  This group should review the information on 
a regular basis (at least annually, but quarterly is better for risk 
management purposes) and actively engage with employees to 
determine how the institution can improve employee satisfaction 

122 The guidance for standard 2b and standard 2c discusses management/board review 
of social performance data.

TABLE 31. TURNOVER RATE FORMULAS
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and retention. Special attention should be given to turnover/
retention in critical roles, meaning those staff positions that are 
difficult to recruit or attract, involve high investment/time in training 
and/or have a significant impact on business results and in client 
satisfaction.

Additionally, management should establish a level of employee 
turnover that it considers “unacceptable”—a level that prompts 
further action, such as targeted interviews with employees about 
specific issues, adjustments to working conditions, or increased 
support services to employees. Some reasons for employee exit 
are out of management’s direct control, but many issues can 
be addressed by offering additional professional development 
opportunities, improving HR policies, and/or improving workplace 
conditions. When turnover rates exceed the market or the 
expectations of your institution, conduct a segmented analysis by 
position, branch, and other relevant characteristics, to determine 
the causes of the problem more precisely.

Regardless of your institution’s turnover rate and the results of staff 
satisfaction surveys, senior management should regularly check 
compliance between HR policies and actual working conditions. 
Such audits can be conducted by the HR or Risk Management 
departments, and they should be cross-checked with results from 
employee satisfaction surveys, client satisfaction surveys, turnover 
rates and exit/stay interview reports. When discrepancies exist 
between policies and real working conditions, you should develop 
and execute an improvement plan.  Some organizations have found 
success in assigning oversight of the plan to an “HR Committee” at 
the board or senior management level, with quarterly monitoring. 

NRSP (Pakistan) responds to employee grievances using formal channels. These channels 
include a designated email address that is directed to the institution’s General Manager. This 
channel allows the employee to circumvent his/her manager when this person is implicated in 
the complaint. Secondly, the employee has the right to contact his/her immediate supervisor 
or anyone else above that person—including the CEO. The policy applies to all employees 
(including consultants, interns, probationers, and volunteers) and board members.

To encourage employees to use these mechanisms, NRSP:

• Addresses problems quickly. Management discusses problems during weekly and 
monthly staff meetings, and they include the employee in the resolution, when 
appropriate.

• Analyzes complaints over time and makes changes to improve employee satisfaction. 
For example, as result of complaints about workload, NRSP studied employee workloads 
and found that most employees were working several extra days per month and were 
not being paid overtime for this work. NRSP revised its policy on overtime pay and 
introduced additional bonuses and incentives for taking on overtime work.

• Does not punish the employee for raising the issue. Employees feel comfortable raising 
issues because they do not suffer negative consequences for doing so.

• Publicizes the mechanism widely. All employees are briefed on the policy during 
orientation, policy modifications are discussed in monthly staff meetings, and the 
complaints email address is displayed in all offices. 

NRSP reports that in addition to boosting employee satisfaction, the complaints mechanism 
helps build the FSP’s reputation as a good place to work, mitigates risks such as employee 
fraud, workplace harassment, and employee turnover, and gives NRSP valuable ideas for 
operational changes that will improve the functioning of the FSP.

FIELD EXAMPLE 54. NRSP RESPONDS TO EMPLOYEE GRIEVANCES


