
The Road to 
Real-time
Your ambitious but wholly achievable plan to go from annual 

surveys to continous listening in a single year – and the 

business-changing results you’ll see in return.

A Peakon Whitepaper
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Introduction 

The ineffectiveness of annual engagement surveys has meant 

that for some, employee engagement has become a stubborn 

and unforgiving measure of their efforts as a leader. Thankfully 

a new analytics-driven approach to connecting with 

employees, and a new understanding of what’s been called the 

“employee experience”, has shown that employee engagement 

is far from the detached metric it had sometimes appeared.

At Peakon, the partnerships we develop with our customers 

often focus on creating a culture of engagement amongst an 

organisation’s management and leadership – demonstrating 

how engagement is the force behind motivation and loyalty 

from employees. On an HR level we frequently hear about the 

need to unlock the potential of engagement to curb attrition 

(a highly engaged employee is 87% less likely to quit their job). 

The foundation for addressing all of these challenges – the 

need to make data-driven decisions, take a holistic view 

of how people experience working at a company, increase 

performance and retention – is to create a culture of 

continuous listening, with frequent feedback from employees.

Peakon customer Alastair Brown, CEO of financial services 

firm Lombard Risk, summarised his company’s new reliance 

on feedback saying “our business in a year’s time will be 

completely different from our business today. Therefore 

feedback we get from staff, how they’re feeling, what they’re 

doing at the moment – it has to be timely and relevant. The 

toolset of Peakon gives us a real advantage in actually being 

that agile with our people.”

“How” and “when” an organisation can begin to leverage 

continuous feedback, has indeed, overtaken the “why” some 

were asking in years past. But concerns about buy-in from 

managers, communication, and action planning processes, 

can mean HR leaders are cautious to embark on what we 

could call the “road to real-time”. A clear, proven plan that goes 

beyond technology implementation is needed. With this white 

paper, that’s exactly what I am going to provide. 

MICHAEL DEAN 

Customer Success, Peakon

https://www.stcloudstate.edu/humanresources/_files/documents/supv-brown-bag/employee-engagement.pdf
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Getting Into a   
Rhythm

Judging whether your organisation is ready to harness 

continuous feedback can be done by considering the 

cadences of similar processes throughout your business. Do 

you have company-wide or departmental “all hands” meetings 

every week or two? Do teams conduct daily “stand-ups” to 

discuss progress on their work? Are teams working towards 

short-term goals, perhaps in two week “sprints”, or are plans 

only made on a quarterly or yearly basis? 

What’s important here is not the trendy terminology, rather 

that these are signs that people are used to frequent 

communication, feedback cycles, and perhaps most 

importantly, incremental problem solving. In short, these are a 

sign of how agile an organisation may be.

In businesses that already have a culture of iterative changes, 

measuring their effectiveness, continuing or adapting, a 

continuous feedback approach using weekly pulse surveys 

will be an instant fit – something that we’ve seen again and 

again at Peakon. Equally, we partner with organisations where 

significant changes are needed in order to benefit from 

continuous feedback. Below we’ll cover our best advice on 

how to make these changes, and the range of Peakon features 

that support this transition.

Completing a full quarterly survey with 46 questions 

takes an average 15 minutes. On average respondents 

provide a comment with one in four questions. Peakon’s 

text analytics will group comments into topics and 

provides an executive summary for each, making it 

possible to instantly understand the key ideas and 

concerns from potentially thousands of employees.
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engagement when focused on – the opposite to the reactive 

action planning associated with annual surveys. 

Not dwelling on scores and instead focusing on what should 

be improved is something that we always emphasise, as does 

the design of the platform. Moving to a quarterly schedule also 

inherently promotes this outlook, as it’s simply more likely that 

you will see your efforts reflected back to you with improved results.

Employee comments often tell the stories behind the scores 

and provide ideas of what to stop or start doing immediately 

without any considerable investments. Just the act of seeing 

a small issue you’ve raised being acted upon can boost 

engagement as feeling listened to is a foundation for any 

emotional tie.

A manager’s dashboard provides an overview of what 

and where to focus on. They can then dive in to view 

related feedback, management tutorial content, and 

suggested actions to take. 

Quarterly

The most popular first step on the Road to Real-time is 

to replace the annual survey with a quarterly approach. In 

doing so, three surveys over the course of six months will 

mean trends become visible to a degree that would have 

previously taken two years. However, in this case the change 

in frequency often comes second in importance to depth of 

insight Peakon provides and the change this facilitates in the 

action planning process.

By providing leaders with an interactive dashboard, rather than 

dishing out reports, it’s often the first time that line managers 

in particular will get dedicated insights on their team and 

gain visibility to the comments employees share with their 

quantitative survey answers. This leads to the first major 

change in how to act on the survey.   

In the three months between surveys we advise that leaders 

balance a proactivity strategy based on the strengths and 

priorities identified by Peakon, with addressing the “easy 

wins” that are evident through their employees’ comments. 

Strengths and priorities are designed to be forward-

facing – meaning Peakon’s predictive analysis engine has 

modeled which activities will have the greatest influence on 
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Team leaders can begin to talk about the priorities they’re 

working on with their teams, which will often prompt further 

and more constructive feedback as people realise that 

changes are now being made.

Monthly 

We recommend running on a quarterly frequency for six 

months in order to reach the three data points that make 

trends visible. Our aim for this period is to build confidence 

with managers, so they see that taking action will deliver 

improvements on their dashboards.

Once this has been accomplished we can move to a much 

shorter monthly survey, and begin to leverage one of Peakon’s 

most helpful features – the “question rotation algorithm”. 

Consider how the full set of 46 questions is asked in a 

quarterly survey. When running on a monthly frequency, this 

total is spread over the three surveys, making for around 

16 per survey (this takes an average of only five minutes to 

complete).

The real value of the algorithm is however, that it will distribute 

the questions across employee populations – meaning every 

question is being answered every month in order to provide 

a continuous stream of data. The trend lines on a manager’s 

dashboard then really start to come to life, further reinforcing 

the notion that making changes will be recognised and rewarded.

Now we’re at a stage where trends are quickly reflected back 

on the dashboard, the action planning process begins to 

change again. While quarterly surveys meant building three 

or six-month strategies and addressing quick wins in parallel, 

with monthly data we can start to take a more agile approach.

Priorities and strengths are still the foundation for 

understanding where to focus, but now managers should 

think of what could be done over one or two months, before 

gauging an initial response and deciding whether to proceed. 

At a higher level, viewing trends will also enable you to trial 

new initiatives in certain teams before deciding whether to roll 

them out to the wider business. This is another agile principle 

designed to reduce the cost of change by testing ideas before 

making larger investments.

This more interactive approach puts a new premium on 

communicating with employees. 
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Enabling Areas of  
Your Organisation To 
Forge Ahead 

While we can share a Peakon recommended approach based 

on the successes we’ve seen, every company is different. 

Therefore learning what works in your business can further 

speed your transition to continuous feedback. We often hear 

that after an organisation has run their first quarterly survey 

with Peakon that certain departments want to jump straight to 

adopting a pulse survey approach.

For this reason, Peakon enables you to run different survey 

frequencies in different areas of your organisation. Business 

leaders who wish to forge ahead with their adoption of 

continuous feedback can move to shorter pulse surveys, and 

share their learning with the wider organisation.

Areas of your organisation can use “segment-specific 

schedules” to choose the ideal survey frequency, as well 

as custom email branding and messaging.
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Peakon pulses feature dynamic questioning. Should 

someone give a score that’s wildly different to their 

team’s average, Peakon will automatically insert a more 

detailed question into the survey to learn more and 

immediately deliver a deeper insight to leaders.

Over the six monthly surveys, managers will have become well 

versed in understanding how trends and scores are relayed on 

their dashboards, and the more agile action planning process 

this facilitates. From the perspective of employees, the survey 

starts to become less of a survey and more a way to provide 

feedback on recent experiences. This transition reaches 

its conclusion with weekly pulses containing around five 

questions and taking only a couple of minutes to complete. 

What was once a major company event is now just an integral 

part of the work week.

Peakon customer, marketing agency Text100, found this 

change in mindset around the survey improved the quality 

of the feedback they received. “The type of comments and 

feedback that we’re getting – the actual feedback we’re 

getting from employees – is getting more sophisticated and 

more specific as well” explained James Beechinor-Collins, 

the company’s chief digital officer. “They’re getting a better 

understanding that this is now a feedback cycle, they’re saying 

something, we’re responding to it, and they’re building on it 

again, and that’s really really powerful.”

We sometimes hear concerns around whether the 

participation rate of a pulse can match that of a quarterly or 

annual survey. In fact, we see that on average, organisations 

running pulses have higher participation. Rather than 

frequency, levels of communication and visible change play 

a far greater role in encouraging everyone to have their say. 

Frequent mentions of what’s being worked on as a result of 

employees’ feedback really is essential.

Poor communication can over time lead the respondence 

to appear polarised between disgruntled or very happy 

employees. The middle ground of opinion that feels like it’s 

not being listened to can quieten down, creating a distorted 

picture for managers. In an era of political populism, you can 

draw a parallel here with moderate voters feeling ignored, 

leading to a more fractious political environment.

The reason then that continuous feedback does see greater 

participation is through leaders reiterating the “you said, we 

did” mantra. Another popular Peakon feature that supports 

Real-time               
Continuous Listening
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Contact Us

takes this further, prompting employees to start understanding 

their culture and providing feedback with the intention of 

helping to solve issues.  At Peakon we see that the step from 

a good to great workplace is taken when people feel they’re 

listened to on a level that they in return take on a commitment 

to creating the workplace they want – by definition, this is 

employee engagement in action.

This “shareable dashboard” shows how with weekly 

pulses, trends lines become a real-time reflection of 

engagement.

peakon.com

+44 20 3176 6853 

support@peakon.com

communication is the sharable dashboard. This slimmed down 

version of the dashboard that a manager would rely on, shows 

just the high level trends, and is designed to be displayed on 

screens in the office or emailed to employees.

You’ll have noticed how much of the Road to Real-time 

concerns managers buying into engagement analytics as an 

accurate reflection of their efforts. The shareable dashboard 


