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Data science meets employee surveys

INNOVATIVE TECHNOLOGY-BASED 
WAYS TO RUN ENGAGEMENT SURVEYS



Businesses are finding numerous issues with the way surveys have traditionally been 
done

1.	 Not frequent enough
2.	 Single scoring leads to issue distortion
3.	 Aggregation reduces meaning
4.	 Does not capture the specifics (context seldom captured)
5.	 Lengthy or poor response planning
6.	 Managers are busy & have no incentive to implement any actions
7.	 Lot of resources & monitoring
8.	 Surveys get old
9.	 Causality not clear

Source: Measuring Employee Engagement: Off the Pedestal and into the Toolbox; Andrew Graham - School of Policy Studies, Queen’s University, Dec 2014

Issues with current engagement surveys



“A new market has emerged: Employee 
feedback apps for the corporate 
marketplace. These tools are powerful 
and disruptive, and they have the 
potential to redefine how we manage our 
organizations.”

Josh Bersin, Forbes, Aug 26 2015

http://www.forbes.com/sites/joshbersin/2015/08/26/employee-feedback-is-the-killer-app-a-new-market-emerges/


Workometry

Our offering in this market:



Several technologies have provided opportunities for engagement research

Technology drivers

User Interface / Mobile

Big Data Technologies

Machine Learning

Automation



Large scale move from traditional survey research to a continual process of customer 
listening called Voice of the Customer (VoC). Data used to improve the customer 

“Successful VoC programs should support a cycle of 
four activities that make up a closed-loop process: 

•	 listen to customer feedback, 
•	 interpret the resulting data, 
•	 react to improve the experience, 
•	 monitor results.”

Source: Forrester

What’s been happening in Customer Research

https://www.forrester.com/Voice-Of-The-Customer-(VOC)


VoC focuses on capturing needs.

A customer need is a description, in the 
customer’s own words, of the benefit to be 
fulfilled by the product or service.
Source: Voice of the Customer, Gaskin, Griffen et al, MIT

Voice of the Customer cont.

http://www.mit.edu/~hauser/Papers/Gaskin_Griffin_Hauser_et_al%20VOC%20Encyclopedia%202011.pdf


Many of the changes that we are seeing in employee research follow parallel changes in 
customer research

1.	 Qualitative research
2.	 Shorter, vertical one-topic surveys
3.	 Segmentation analysis
4.	 Social media
5.	 Pulse surveys
6.	 Collaborative platforms
7.	 Text analytics
8.	 Glassdoor & public data

Source: Measuring Employee Engagement: Off the Pedestal and into the Toolbox; Andrew Graham - School of Policy Studies, Queen’s University, Dec 2014

Key themes of the new employee feedback tools



Several firms are building a more holistic set of employee feedback surveys. Typically 
these approaches combine three elements:

Types of survey

Regular ‘pulse’ 
surveys: quarterly, 

monthly even 

Employee lifecycle 
feedback

Self-service 
feedback, launched 

by manager
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Using technology to improve the survey analytics process

AUTOMATION



Automation

Survey process is too long: automate

Technology / automation makes analysis:
1.	Reproducible
2.	Scalable
3.	Increases quality
4.	Decreases cost
5.	Fast



Automated reporting - dashboards

Image courtesy of CultureAmp

Most providers are using always-on dashboards to communicate results



Large numbers of reports can be created in moments and emailed to the manager 
concerned

Automated print reporting



Example of achieved performance at Orange Switzerland (now Salt.) presented by 
their CHRO at HR Change conference 2014.

Benefits of automation

Measurement / KPI 2013 Target Achieved

Faster report 
production 1 week 1 day 1 hour

Reduced error rate 10 2 / 3 1

Reduced number of 
manager enquiries 10 5 2
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The way we interact with technology has changed. This 
has implications to survey technology.

USER INTERFACE / MOBILE



We’re getting to a stage where the majority of employees take the survey on a mobile 
device.

Mobile interfaces



Body text

In a world of touch interfaces should we still use the same approaches we did in a world 
of pen & paper?

Research on user interfaces has implications to surveys

image taken from Funke & Reips; “Why Semantic Differentials in Web-Based Research Should be Made From Visual Analogue Scales and Not From 5-Point Scales” - 
Field Methods Vol24 No.3 August 2012



Visual analogue scales in practice
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New ways of storing and accessing data is letting us do 
new things with survey data.

BIG DATA TECHNOLOGIES



The gold standard is combining data describing the individual, their behaviours and 
their perceptions.

Combining survey and business data

Strategic 
insight

employee / candidate
details

transaction data

Googlehttp://www.ams.com/experience_survey

Understanding your experience

  Your joining experience

My manager devoted time to my development

My collegues made me feel welcome

I had the technology I needed to do my job

I understood what was expected of me

Voice of the employee surveys



The gold standard is combining data describing the individual, their behaviours and 
their perceptions.

Combining survey and business data

Strategic 
insight

employee / candidate
details

transaction data

Googlehttp://www.ams.com/experience_survey

Understanding your experience

  Your joining experience

My manager devoted time to my development

My collegues made me feel welcome

I had the technology I needed to do my job

I understood what was expected of me

Voice of the employee surveysTransactions can trigger feedback surveys



Comparing questions across time

A simple use case is identifying patterns across different surveys



Highlight text

Body text

Using survey data in HR dashboards

Which group?

Who’s in this 
group?

What are they 
thinking?



Tools such as polinode enable you to understand how people work together.

Network surveys / social network analysis



Tools such as polinode enable you to understand how people work together.

Network surveys / social network analysis



Some examples of where social network analysis has been useful

Network surveys / social network analysis

1.	 Mapping interaction and ‘health’ within small dynamic teams that are 
primarily offsite
2.	 Understanding and optimising communication, particularly cross-functional 
communication
3.	 Uncovering and resolving conflict within teams assembled from multiple 
organisations
4.	 Using network analysis in tandem with traditional engagement surveys
5.	 Mapping relationships between key clients and also individuals in an 
organisation



4

Pattern spotting approaches that change the way we 
interpret survey data

MACHINE LEARNING



Survey data combined with HR and business data can deliver valuable insights.

Uses of Machine Learning with survey data

Pattern spotting: 
identifying complex 

groups

Text analytics: 
making sense of 

open text

People analytics: 
linking to business 

outcomes



Perception data is important in modern analytics

Link: http://www.nytimes.com/2015/05/03/opinion/sunday/how-not-to-drown-in-numbers.html?_r=0



Body text

Text enables you to potentially replace large numbers of scale questions, identify topics 
not previously identified and it provides context, potentially replacing focus groups.

Embracing open text

I haven't had a 
career discussion 
in years

Management only 
communicates that it 
wants us to change

Our coffee machine has been broken for 
ages.  We have to walk 5 minutes to get a 
drink.

Everyone is leaving and getting much higher pay, 
but we are told we are paid at market rate.  I think 

your data is wrong

I don't see any 
change from 
last year

The new intranet is a 
huge improvement



1.	 Pre-processing text for spelling, capitalisation etc.
2.	 Translation to a single language
3.	 Categorising comments to identify key themes or 
topics
4.	 Identifying the context in which the topics are 
discussed
5.	 Scoring for emotions / sentiment
6.	 Automatically routing certain topics for action

Some of the common tasks completed with text analytics

Embracing open text - text analytics



Interactive visualisations let you navigate and make sense of large volumes of open text 
comments.

After text analytics open text can be visualised



Twitter using open text via Kanjoya’s Perception product

Open text in practice

Link: http://www.kanjoya.com/kanjoya-and-twitter-co-present-new-model-of-employee-engagement-an-even-better-workplace-and-a-competitive-advantage/



1.	 Start with the business outcome
2.	 What behaviours drives these outcomes?
3.	 Link attitudes, values, behaviours and outcomes

Most of our work with survey data is based on the following approach.

The People Analytics approach to using survey data



Getting the most from the new tools

FINAL THOUGHTS



•	Make sure you have the right legal & contractual rights to the 
response-level data.

•	Think of these surveys as complementing your existing survey at 
first.

•	Start small - pick a target population.

A few key lessons from our experience

How to get started
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