
Employee Pulse Survey 
HR Playbook



Employee surveys can reveal important insight 
into how employee engagement impacts 
business outcomes and what the path to 
improvement might look like. Yet,  many 
organisations fail to take effective action on the 
results. 

It’s important to measure engagement from 
onboarding all the way through to exit. This 
gives you a holistic view of engagement 
throughout the employee lifecycle. 

About this Playbook

In turn, this will improve key business 
outcomes like productivity, customer 
satisfaction, and revenue growth.

This guide will give you an insightful and 
actionable approach, including a framework 
for designing and implementing pulse 
programmes in your organisation.

 79% 
of companies surveyed still 

measure employee engagement 
only once a year

https://www2.deloitte.com/us/en/insights/focus/human-capital-trends/2017/improving-the-employee-experience-culture-engagement.html
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Organisations today 
need to keep pace 

with employee needs. 

Employees don’t see 
themselves as talent needing 

to be managed. They see 
themselves as individuals 

seeking growth & purpose.

We live in a real-time 
world. Change happens 

daily. 

 HR programmes need to include 
real-time feedback to be effective. 
This empowers managers to have 

more frequent, high-quality 
conversations with their teams.

Pulse surveys help HR 
make continuous 

improvements. 

Engagement is dynamic — 
if you don’t measure it 
regularly, and act upon 

findings promptly, it’s hard 
to have an influence.

 

Real-Time Feedback is Key



Align to the Business

 Your ultimate goal is to make 
your pulse program a natural 

part of your business cycle, and 
a catalyst for continuous 

improvement at your 
organisation. 

Timing is Key

By timing pulses to align with your 
organisation’s regular business 

cadence and centering questions 
on your company’s objectives and 

values, you will create a more 
business-aligned approach.

Pulse Surveys

Short and Frequent

Pulse Surveys are short and 
frequent with a cadence and 

focus that aligns to the 
business. People success is 

as critical to business 
success as other Key 

Performance Indicators.



Collecting data more frequently allows 

organisations to take advantage of analytical 

tools, like predictive modeling and machine 

learning. These can predict employee 

turnover on an even more granular level.

More Data = More Insights



Short and Easy

Create a short and 
easy user experience 
to drive and sustain 
high participation 
rates and prevent 
“survey fatigue.” The 
typical quarterly 
pulse is 15 - 25 
questions. 

Consistency is Key

Ask a consistent set of 
questions across Pulses 
to make sure you track 
trends in key areas over 
time, and rotate a 
subset of questions to 
stay relevant to current 
topics and goals. 

Best Practices for Pulse Surveys

 

Sentiment Analysis

Include comment field 
free text questions so 
that employees’ 
verbatim answers can 
be captured and run 
through a sentiment 
analyser, to identify key 
themes. 



Impact of Pulse Surveys

For 
Managers

Managers get team-specific 
engagement insights from HR  

in real time, so they can 
immediately begin to have 
more focused, meaningful 

conversations with their teams. 

For HR 
teams

 The role of HR shifts from 
compliance officer and 

administrator to facilitator of 
behavior change. They share 

results with managers who are 
empowered to make changes 

based on real-time insights.



Impact of Pulse Surveys

For 
Employees

Employees feel heard and they 
trust senior leaders and managers 
to take action in response to their 
feedback. They feel empowered to

actively participate in
and influence change - not just 

once a year. 

For Senior 
Leadership

Senior Leaders become transparent 
about company results and

commit to action. They become role 
models of communication,

accountability, and feedback.



Shifting from an annual to a more frequent 
pulse-style process requires new roles and 
responsibilities for HR teams, leaders, and 
managers. 

In the annual process, much of the activity is 
run by the HR team. They analyse the data, 
derive and communicate insights, and 
prescribe the most impactful actions to 
leaders and managers. 

Results are shared with senior leadership, and 
it either stops there, or it is cascaded by level 
(often slowly) to managers. 

Watch the webinar “Is the Engagement 
Survey Dead?”

New Roles for Pulse Surveys 

Engagement Surveys

In an effective pulse program, HR becomes 
the facilitator of change, while managers 
are able to take the reins to drive 
engagement on their teams. 

HR can support managers by creating 
opportunities for peer-to-peer sharing of 
pulse experiences. Regular meetings allow 
managers to share ideas, troubleshoot 
problems, and uncover surprising or 
common themes across teams.

Pulse can turn managers into better 
leaders, as they come to see engagement as 
integral to achieving business goals.

Read “ The Value of Employee Pulse During 
Covid-19.”

Pulse Surveys

https://talivest.com/talivestwebinars/employee-engagement-survey-dead-webinar/
https://talivest.com/talivestwebinars/employee-engagement-survey-dead-webinar/
https://talivest.com/blog/value-employee-pulse-surveys-crisis/
https://talivest.com/blog/value-employee-pulse-surveys-crisis/


Transitioning HR: Give Managers the Keys to Engagement 

STEP 1

Provide 
managers with 

tools and 
resources to help 

them identify 
issues and 

opportunities, 
predict trends, 
and determine 

the most 
effective actions 

to improve 
engagement.

STEP 2

Train managers 
to own the 

process, so they 
can interpret the 
results, facilitate 
conversations, 

and understand 
the impact on 

team and 
company goals

STEP 3

Coach managers 
to create a 

positive 
environment 

that encourages 
open discussion 
with their teams. 
Help them learn 
to transparently 

share survey 
results and 

effectively lead 
change.

STEP 4

Help senior 
leaders reinforce 

the value of 
engagement to 

business success. 
Coach them to 

model 
accountability, 

personalise 
communications 

and focus on 
behaviours that 

drive trust.



HR teams can help managers focus on the right area 
for improvement by encouraging them to ask 

themselves the following questions:

 1. What’s most important? What must we achieve 
over the next 3 to 6 months to be successful in the 

long run?

 2. How are we doing? What do the pulse results say 
about our ability to do those things? 

3. What is our top improvement priority? What is 
the most important thing for us to work on as a team?

Guiding Questions for Managers  

Interpreting Results

Post-pulse, a plethora of issues 
compete for a manager’s attention. 
When ideas for improvement start 
to flow, the list can quickly become 
long — and everything feels equally 
important.

Ideally, managers narrow their 
focus to one area that represents a 
systemic issue across their team e.g. 
the lowest scoring engagement 
pillar. 

They choose to work on an issue 
that has the greatest impact on 
their team’s engagement and 
business goals.

For more Managers resources, get 
the free “Covid19 New Ways of 
Working Manager How-To Guide” 

https://talivest.com/talivestguides/covid-19-remote-working-manager-guide/
https://talivest.com/talivestguides/covid-19-remote-working-manager-guide/


Which of your top or bottom scoring areas 
has the greatest energy (i.e., highest volume 
of comments)? What themes appear the 
most? Are they positively or negatively 
discussed? Comments can surface root 
causes around low scores, as well as clarify 
what to keep doing to maintain high scores.

Tips for Interpreting Comments

Identify themes in 
comments to clarify why a 

score is high or low.

Employees often leave suggestions for 
improvement in survey comments. They’re 
making your job easier by telling you how to 
fix things. Take advantage of this feedback 
and share proposed solutions with the team 
to validate them, then follow through with 
the right leaders who can take action.

Surface prescriptive 
comments and follow 
through with action. 

Read the Blog:  The Beginner’s Guide to HR Analytics & 
Why You Need Predictive Analytics Tools for HR

https://talivest.com/blog/beginners-guide-hr-analytics/
https://talivest.com/blog/predictive-analytics-tools-for-hr/


HR can support managers by steering them 
away from common pitfalls, including:

● Rushing to action without checking in 
with the team 

● Taking results personally 

● Getting lost in the negative

● Failing to celebrate the positive or explore 
the neutral

● Trying to identify who said what

● Discounting low scores due to situational 
factors

How HR Can Support Managers with Pulse

 
HR can also offer a framework for 

working sessions that
managers can use with teams. 

A solid framework includes:
team brainstorming, impact and 

actionability assessment
of improvement ideas, 

assignments of accountability, 
and next steps for 
communication



Which of your top or bottom scoring areas 
have the greatest energy (i.e., highest 
volume of comments)? What themes 
appear the most? Are they positively or 
negatively discussed? Comments can 
surface root causes around low scores, as 
well as clarify what to keep doing to 
maintain high scores.

5 Ways to Put Engagement on the Agenda
1. Champion engagement as a critical element of strategy execution and team performance. 

Show the correlation between engagement and business outcomes. 

2. Integrate ongoing employee feedback into business cycle, leadership practices, and as an 
ongoing agenda item in meetings. Report on people metrics along with business metrics. 

3. Celebrate achievements and prioritize engagement improvement areas in the same way 
you celebrate goal achievement and prioritize strategic business initiatives. 

4. Foster ongoing dialogue with individual team members about what matters to them 
and where and how to improve. 

5. Regularly discuss results and progress to ensure improvements are being made and 
progress is evident to employees.

Get the Whitepaper:  Is the Employee Engagement Survey Dead?

https://talivest.com/talivestguides/employee-engagement-whitepaper/


“Talivest gave us 
baseline data and acts 
as an easy-to-use, agile 
listening channel.” 

Maura Winston
Director, People & Organisation, Cairn

Read the CASE STUDY to Learn How Our Customer Cairn Plc:

● Increased Engagement Pulse Survey Response Rate to 93% using Talivest
● Achieved a 1.6X Higher Response Rate than Average
● Gathered Real-Time Feedback from 9/10 of their Workforce

Competition
LEARN 

https://talivest.com/talivestcasestudies/cairn-employee-engagement-survey-case-study/
https://www.cairnhomes.com/


Talivest is an Employee Insights 
Platform that allows you to measure 
engagement through best-in-class 
surveys in a single dashboard. 

• Onboarding Survey
• Pulse & Engagement Survey
• Exit Survey
• Remote Working Survey 

Talivest gives you a continuous evaluation of 
engagement across your organisation 

TRY FOR FREE

https://talivest.com/free-remote-working-survey/


Manage surveys and feedback all in one platform. No 

need for spreadsheets, separate emails or additional 

reports. Our intuitive dashboards give instant and 

up-to-date insights and feedback at any time. 

● Short and easy to complete on all devices

● Real-time data to create actionable insights

● Strategic action plan recommendations 

● Standardised, benchmarked questions

● Automatic Pulse survey scheduling 

TALIVEST INSIGHTS

REQUEST A DEMO

https://talivest.com/request-a-demo/


https://talivest.com/
https://talivest.com/

