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The HR Guide to Employee Pulse Surveys 
Everything you need to know about when and why to use pulse surveys
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ANNUAL SURVEYS ARE NO LONGER ENOUGH
As the pace of change accelerates, organizations need a new way to keep up with employee opinions.

When companies first began collecting data on the employee experience, a

norm quickly emerged: HR would create a lengthy survey, send it out to all

employees, analyze the responses, and share key findings with senior

leaders. And that was it—until the next year, when the same process would

unfold again.

Things like introducing a new product line to better address the needs of

customers, bringing in a CEO known for his or her innovative leadership, or

altering the structure of a department to streamline workflow are changes

a savvy organization might make over the course of the year.

The problem is, an annual engagement survey won’t help you troubleshoot

in real time. By the time you ask employees for their feedback using this

approach, the new product line may have already crashed and burned, the

CEO may have axed a deeply-valued benefits program, and the new

departmental structure may have had the opposite of the desired effect,

adding cumbersome red tape to employees’ daily workflow. It’s possible

your most talented people are long gone, happily employed by a more

responsive organization. With so many changes happening all the time,

leaders began to realize they couldn’t wait a year or two to ask for feedback

anymore.

“Employers began to realize that this 
approach was no longer enough to monitor 

employee engagement.”

But over time, employers began to realize that this approach was no longer

enough to monitor employee engagement. In today’s world, the most

successful organizations are those that are nimble and agile, able to adapt

to an ever-changing landscape.
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SHORTER, MORE FREQUENT CHECK-INS
A valuable tool to bring the voice of employees into business decisions more regularly.

How often is too often to
survey employees?

What’s the sweet spot?

The answer, as you probably
guessed is, it depends.

and as fewer people voice their opinions, the

less meaningful the data becomes.

At Newmeasures, we often hear clients asking,

“How often is too often to survey employees?

What’s the sweet spot?” The answer, as you

probably guessed, is it depends.

But what exactly does it depend on? Here are

three things to consider.

PULSE SURVEYS

The “pulse survey” addresses this exact

problem. These surveys are designed to be

convenient to complete: two to five questions

that take just a minute of employees’ time and

gather data on a few specific areas of interest.

With surveys this quick and easy, leaders could

get employee feedback every day if they wanted

to.

But just because you can get daily feedback

doesn’t mean that you should. Many employers

have experienced the very real phenomenon of

survey fatigue, wherein the participation rate in

surveys begins to decrease as the frequency of

surveys increases—

Major company events

Capacity for action

Dive deeper
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MAJOR COMPANY EVENTS
Track the impact of events or announcements on employee morale.

Short pulse surveys are particularly useful 
when they are tied to big events or changes 
that are happening within the company. 

Maybe there’s been a recent merger that drastically impacted the company

brand. Maybe a new senior leader has stepped in and announced sweeping

changes in the way resources will be allocated throughout the company.

Whatever the event may be, if it’s catalyzing broad change within the

organization, chances are your employees have opinions. Getting a read on

how they perceive these changes early on, before they have a chance to

spiral out of control, allows the organization to pivot and manage the

change more effectively. And by tying your pulse surveys to major

corporate events, you also signal to your employees that you recognize that

these shifts are likely to affect them, and that you care enough to listen.

Our Office in New Jersey 
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CAPACITY FOR ACTION
Can your organization take action on the feedback given?

However, listening is not enough in and of itself. Before you spend a bunch

of time developing and implementing employee pulse surveys, you need to

honestly assess the organization’s ability and capacity to take action on

pain points and opportunities illuminated by the feedback.

Survey fatigue is not just the result of people becoming tired of filling out

cumbersome surveys; a one or two question survey shouldn’t be that much

of a burden. Survey fatigue is also a product of people feeling like, “What’s

the point? I’m going to spend five minutes of my time trying to make myself

heard—yet again—and the execs aren’t even going to look at what I have to

say or do anything about it.”

The lesson from this is that your organization should only be surveying

employees—whether through a full-length traditional survey or a quick

pulse—if it has the means to address concerns, take action, and

communicate to employees how their data is meaningfully contributing to

the decision-making process.

Our Office in New Jersey 
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DIVE DEEPER
Consider going deeper on an important topic.

Instead of focusing on survey frequency, leaders would do well to consider

diversity of survey content. In other words, doing just one type of survey is

probably not going to give you the insight you need to improve employee

engagement or significantly contribute to your bottom line. Having a

regular survey that dives deep into the employee experience every year or

two in conjunction with shorter pulse surveys throughout the year

(designed to get feedback on major organizational changes or to monitor

how well an intervention is working to address a common employee

concern) is likely to be your best bet in improving the retention and

engagement of your most talented people.

In conclusion, “how often should we survey employees?” is really the

wrong question to be asking. Instead, you should be taking a hard look at

major shifts within your organization, assessing the extent to which you

have the resources to implement a change based on feedback, and moving

forward with a multi-faceted approach geared toward insight and action.

Our Office in New Jersey 
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EFFECTIVE WAYS TO USE PULSE SURVEYS
Pulse surveys can be incredibly powerful in proactively understanding what it is happening now in your organization.

A quick pulse survey can help ensure that employees know what

is happening with their feedback from a baseline engagement

survey.

DRIVE ACCOUNTABILITY
01

For example, use a pulse survey to uncover specifics about the

type of development opportunities that are of most interest to

employees (is it promotion? training? mentoring?).

DIG DEEPER ON KEY TOPICS
02

A pulse survey targeted just to these employees can help leaders

further understand key issues and determine if progress is being

made.

CHECK-IN ON KEY EMPLOYEE SEGMENTS
04

Checking in after change initiatives are underway can help make

sure that you are on the right path and allow you to course

correct as needed.

ASSESS THE IMPACT OF FOLLOW-UP ACTIONS
03

With a baseline established, 2 – 4 pulse surveys a year can help make sure

leaders stay in-tune with employee sentiment. Here are a few effective ways

our clients are using pulse surveys.



PULSE SURVEYS ARE A GREAT TACTIC, BUT ONLY REACH 
THEIR  FULL POTENTIAL WHEN PART OF A LARGER 

LISTENING STRATEGY.

DO YOU HAVE A WHOLISTIC & COORDINATED APPROACH 
TO  EMPLOYEE LISTENING? 

NEWMEASURES CAN HELP YOU 
EVOLVE YOUR APPROACH. 



THE EMPLOYEE 
EXPERIENCE HAS 

CHANGED, 
BUT MOST 

ORGANIZATIONS 
HAVE NOT EVOLVED 

HOW THEY LISTEN

Common flaws with organizational listening:

§ Listening is organization-centric

§ It is haphazard, uncoordinated, and rarely strategic

§ The cadence of listening doesn’t match the pace of 
organizational change

§ It doesn’t match employee expectations 

§ It doesn’t close the loop

§ It’s siloed and disconnected from organizational outcomes



STRATEGIC EMPLOYEE LISTENING BRIDGES THE GAP 
SO EMPLOYEES FEEL HEARD, LIFE-CYCLE 

EXPERIENCES ARE MAXIMIZED, & LEADERS HAVE 
THE INSIGHTS THEY NEED TO MAKE PREDICTIONS

AND INFORMED DECISIONS
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YOUR PARTNER IN STRATEGIC EMPLOYEE LISTENING
Strategic employee listening is ongoing, aligned with the goals of the organization, and uses the right methods to check in at the right times so employees feel 
heard, life-cycle experiences are maximized, and leaders have the insights they need to make predictions and informed decisions.

TOPIC-DRIVENALWAYS-ON
EMPLOYEE 

ENGAGEMENT

PULSE MONITOR EXPERIENCE-
DRIVEN

Open forum for employees to 
share ideas and concerns at 

anytime

Monitor employee 
commitment and 

motivation 

Short and frequent 
survey to monitor 

morale

Deep dive into a 
specific topic

Check in on the 
moments that matter

THE COMPONENTS OF STRATEGIC LISTENING
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ABOUT US

Based in Colorado, Newmeasures is a boutique firm of
Industrial & Organizational Psychologists that believes
that listening to employees provides organizations with
insights that allow them to thrive.

Our expertise is in designing and executing employee
listening strategies via the following services:

• Design of employee listening programs connected to strategic
goals

• Validated surveys and customization

• Benchmark data

• Survey and reporting implementation services

• Post survey analysis and consultation

We are passionate about providing white-glove service to our
customers because we believe in the importance and pay-off of
exceptional employee experiences.

We look forward to partnering with you on the listening journey!

Our Office in New Jersey 

OUR MISSION IS TO PROVIDE 
ORGANIZATIONS WITH INSIGHTS THAT 
CONTRIBUTE TO AN EXCEPTIONAL 
WORKFORCE
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SOME OF OUR AWESOME CLIENTS
Newmeasures’ clients span across sizes, geographies and industries. If your organization is serious about improving the employee experience, we can help.



CONTACT US

Let Newmeasures Consultants help you design the perfect employee listening strategy.

linkedin.com/company/newmeasures-inc

Follow us on:

1035 Pearl St, #322 Boulder, CO 80302

1-877-888-3817

info@newmeasures.com

Contact us:

https://www.linkedin.com/company/newmeasures-inc

