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Your working worksheet
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Design a useful listening cycle, interpret results carefully and turn employee feedback into
visible action. This practical guide to employee engagement brings together a step-by-step
approach, illustrative examples, a reusable worksheet and answers to common questions.
Start with the section closest to your current challenge, then use the working session to turn
the guidance into a clear next action.

Decide what listening should improve

Employee engagement concerns the relationship people have with their work and
organisation. A survey can help you notice patterns, but the score does not explain every
employee’s experience. Start with decisions you can act on: role clarity, manager support,
workload or confidence that feedback leads to change.

Name the owner of the listening cycle and the people who can remove the likely obstacles.
Avoid inviting feedback on issues nobody is willing or able to discuss. Explain what will happen
after the survey before asking anyone to participate.

Ask questions people can answer

"

Keep wording concrete and use one idea per question. “l understand the priorities for my role
is easier to interpret than a question mixing communication, leadership and wellbeing. Keep a
stable core of questions if you want to compare cycles; changing the question or response
scale changes the meaning of the result.

Add an optional question about the one change that would most improve work. Explain who
can see raw responses, how small groups are protected and when material is deleted. Do not
promise anonymity if administrators or exported comments could identify the author. Provide
an accessible alternative for people who cannot use the survey tool.

Interpret patterns with context

Read response counts alongside results. A higher average after many employees stop
responding does not establish improvement. Compare similar populations and note
reorganisations, seasonal workload and changes to the survey itself.

Discuss themes without trying to identify who wrote a comment. Small-group reporting and
distinctive stories can expose people even after names are removed. Use an agreed minimum
reporting threshold and check comments before circulating them. A threshold alone does not
eliminate identification risk.
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Worked example: workload feedback

Illustrative scenario: a team reports that priorities change too often. The manager initially
proposes resilience training. A facilitated discussion instead reveals three leaders assigning
work independently.

The team agrees one weekly priority list, an owner who resolves competing requests and a
rule that urgent additions identify which work moves. After a month, the follow-up asks
whether employees can name their top priorities and whether conflicting requests are
resolved. The action addresses the working system rather than treating the feedback as an
employee attitude problem.

Listening-to-action worksheet

* Theme: Describe the issue without identifying a respondent.

* Evidence: Record response count, wording and relevant context.

* Question to explore: What explanation needs checking with the team?

e Action: Name one change within the owner’s control.

* Commitment: Assign an owner, support and a completion date.

* Progress signal: What would employees notice if the change worked?

e Update: Where will people see what happened and what remains unresolved?

Choose a small number of actions. A long list with no capacity to deliver weakens trust more
than a candid explanation of constraints.

Close the loop

Share what was heard, what will change and what will not change yet, with reasons. Ask
employees whether the proposed action addresses the original issue. Revisit it during ordinary
team conversations instead of waiting for another annual survey.

Do not use engagement responses to score individual performance. If a comment raises a
grievance or safety concern, provide the appropriate private route and explain the limits of the
survey channel.

Put the guide into practice

Set aside a working session with the people who own this process and one or two people who
experience it. Use a fictional or appropriately authorised case, so the discussion can be specific
without sharing unnecessary personal information. The purpose is to leave with a usable
decision or document, not just agreement that the topic matters.
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Prepare the case

Choose one listening question and define the action it could inform. For example, a question
about role clarity should connect to how priorities are agreed and updated. Identify who could
change that process. Do not ask employees to spend time describing a problem that the
organisation has no route to address.

Write the starting assumptions down before discussing solutions. If the group disagrees on
what happened, identify the information needed to resolve that difference rather than building
a plan on an untested story.

Work through the decision

Review a fictional result with a response count, a score and several comments. Ask the group
to identify what the information supports and what it does not. Look for different experiences
hidden under one label. Draft an action that addresses the working conditions behind the
feedback, then explain how employees will help validate it.

Ask each participant to explain the proposed decision in their own words. Differences in
interpretation often reveal an unclear criterion, a missing responsibility or an instruction that
will be difficult to follow.

Test an exception

Imagine that the smallest team has only a few respondents and a comment describes a
recognisable event. Decide what can be reported safely and what needs a restricted follow-up.
Do not publish the comment simply because its name field is blank. Test whether the proposed
summary still communicates the issue without identifying someone.

Record what changes in this situation and what remains the same. An exception should lead to
a clear next step, with an owner, rather than an informal workaround that nobody can explain
later.

Agree the handoff

Give the action to an owner with authority to change the relevant process. Agree how
employees will hear about progress, including delays. The owner should report what changed
and what evidence will be collected next, not just that a meeting took place or a training
session was scheduled.

Finish by confirming the owner, the next action and the date when the result will be reviewed.
Give the person receiving the work enough context to continue without repeating the whole
discussion.
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Frequently asked questions

How often should we run an engagement survey?

Choose a frequency that matches your ability to understand results and act. Repeating a
survey before employees have seen any follow-through can create fatigue. A broader periodic
survey can be complemented by focused conversations or short checks on a specific change.
Keep comparable questions stable when measuring change, and explain why you are asking
again.

Are anonymous surveys always better?

The right design depends on the purpose and whether anonymity can actually be protected.
Employees need an honest explanation of who sees raw data and how small groups and
comments are handled. An anonymous survey may make follow-up difficult when someone
needs individual support. Provide a separate confidential route for personal concerns and do
not imply the survey can replace it.

What should a manager do with a low score?

Start by understanding the context and listening without defensiveness. Do not ask employees
to justify their ratings publicly or search for the person behind a comment. Identify one or two
issues the team can influence, check the proposed action with employees and communicate
progress. A low score is a prompt to investigate, not proof that a manager or employee has
failed.

Review the first cycle

Check whether the promised action reached the people who raised the issue. Ask employees
what is different in their daily work. Compare results only when the question, population and
conditions make the comparison meaningful. Treat unresolved concerns as work to continue,
not as an inconvenient result to remove from the next report.

Keep a brief record of what was tried, what participants found useful and what needs to
change. Compare the result with the original problem rather than judging success only by
completion. If the process created extra work without improving clarity, quality or support,
simplify it and test again. Share the agreed change with the people who will use it, and name
the person responsible for keeping the guidance current.

About New Dynamics

New Dynamics connects goals, feedback, recognition and reviews around the way
organisations work. This guide is published by the New Dynamics Editorial Team as part of our
practical library for HR leaders, managers and People teams.
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Use the examples and worksheets to structure your own discussions and adapt them to your
organisation. lllustrative scenarios are not customer case studies. Policy and employment
guidance needs appropriate local review before adoption.

For questions about this guide, corrections or a conversation about your performance
management process, email contact@new-dynamics.com. Explore the complete guide library
for related resources.
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Your working worksheet

Use the prompts from this guide to prepare one real conversation or decision. Keep personal or
sensitive information in your organisation’s approved records. This page is for your own
working notes.

Theme: Describe the issue without identifying a respondent.

Evidence: Record response count, wording and relevant context.

Question to explore: What explanation needs checking with the team?

Action: Name one change within the owner’s control.

Commitment: Assign an owner, support and a completion date.

Progress signal: What would employees notice if the change worked?

Update: Where will people see what happened and what remains unresolved?

Discuss your next step with New Dynamics: contact@new-dynamics.com
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