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   Chief Client Officer and Managing Partner
   Beyond Feedback

Audience  Moderator – Al Faber
Questions   

Closing  Al Faber Remarks



Using Stakeholder Feedback Surveys
to Drive Performance Excellence



The agenda for today will give you insight on how to measure, 
model, and manage survey feedback from key stakeholders

Survey Design Results 
Deployment Linkage Analytics Action Planning Questions and 

wrap-up

Survey Design Results Deployment Linkage Analytics Action Planning Questions and wrap-up



Survey design best 
practices to generate 
actionable insights
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Leading organizations align feedback data collection points 
across the full lifecycle of stakeholder experiences

ENGAGINGONBOARDING TRANSITIONING AND 
OFFBOARDING

New hire 
onboarding 

(week 1)

Engagement 
survey

Manager 360° 
reviews

Exit interviews

Candidate 
experience

New hire 
onboarding 
(week 13)

Pulse surveys
Department 

transition 
surveys

Employee Experience Example
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Surveys should be structured to achieve a behavioral goal 
and measure the key drivers that enable that outcome

Survey Design Results Deployment Linkage Analytics Action Planning Questions and wrap-up

Employee experiences Employee 
behavior/engagement Operational excellence Customer experiences Customer 

behavior/engagement
Financial performance 

or mission delivery

Examples:
Job/role
  - Training
  - Workload
  - Career oppty
Supervisor
  - Communication
  - Recognition
  - Feedback
Team/Department
Comp/Benefits
Organization

Examples:
Retention
  - Likely to stay
 Advocacy
  - Likely to recommend
  - Proud to work
Expansion
  - Promote to other roles
  - Take on new projects
  - Identify process improvements
Compliance
  - Adopt new policies

Examples:
Sales representative
  - Responsiveness
  - Knowledge
Customer service
  - Wait time
  - Ability to resolve
  - Knowledge
Pricing/billing
Product/service

Examples:
Retention
  - Repurchase/renew contract
 Advocacy
  - Likely to recommend
  - Serve as reference
Expansion
  - Buy new products
  - Buy more in future
Compliance
  - Adopt new policies

What are the key requirements 
that directly or indirectly drive 

their behavior/engagement level?

What are the key requirements 
that directly or indirectly drive 

their behavior/engagement level?



To generate actionable insights, you need to apply these 
key survey design principles

Survey Design Results Deployment Linkage Analytics Action Planning Questions and wrap-up

Relevance

Objectivity

Question
Structure

Look and Feel

Flow

Clarity

Key Principles of Actionable Survey Design List of Top Priorities

• Keep surveys short

• Clean, simple, and organized

• Frame questions personally

• Keep questions MECE

• Use consistent concept abstraction

• Keep rating scales consistent

• Keep rating scale balanced

• Allow ‘Neutral’ and N/A options

• Avoid questions you already know

• Don’t require responses



Deploy survey 
results into the 
organization to 
multiply your impact
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Leading organizations deploy feedback results in easy-to-use 
formats cascaded to different levels of the organization

Executive summary of top 
OFI’s and Strengths

Compare to external 
industry/MBNQA benchmarks

Executive Leaders

Review of their team-
specific scores and 
comment themes

Compare to other 
leaders within org for 
benchmarking

Managers

High-level view of 
total organization

Detailed view of 
team scores

All Employees

Interactive dashboards for
leaders of leaders to drill down 
into their organizations
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Linkage analytics: 
connecting 
stakeholder survey 
feedback to other 
data sets
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There are easy ways to link survey feedback 
data to financial value for the organization

Employee 
experiences

Employee 
engagement

Operational 
excellence

Customer 
experience

Financial 
performance

Likely to stay if offered a similar position elsewhere
- Separation processing costs
- Replacement hiring costs
- Training time and materials costs

Projecting 68 staff members will leave in next two years
Based on an average salary of $45K per year

Projected annual turnover costs are $655K
Including lost productivity, annual costs are $1.35M

Productivity

66.5%

20.3%

Company X

Agree Disagree

Likely to stay if offered a similar position elsewhere

Translate to actual staff counts and 
associated costs
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There are more sophisticated ways to link survey 
feedback data to operational data for the organization
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Healthcare example: 
Linking together patient satisfaction scores and 

staffing levels across multiple facilities to 
optimize patient satisfaction scores

Key steps for this type of analysis:

1. Identify disparate data sets that may create 
unique/informative insights when combined

2. Define the organizational unit of measure 
(department, facility, customer segment, etc.)

3. Use the same unit of measure for both data 
sets (e.g. pull department data in both)

4. Define the time period and use the same time 
period for both data sets

5. Link the two data sets together using common 
data fields and time periods

6. Aggregate the combined data to identify new 
insights and patterns
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Action planning for 
stakeholder survey 
feedback insights
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Leaders that use feedback insights effectively are 
disciplined about what they do and don’t do

• Identify one or two actions you can improve

• Get to the root cause of issues or opportunities

• Set a timeframe for completion and milestones for progress

• Plan through your actions comprehensively

• Communicate, communicate, communicate

To Do List

• Use data only to validate your pre-existing opinions or strategies

• Use phrases that disempower you as a leadership team

• Get defensive about the feedback

• Try to identify who said what in the comments

• Develop a strategy around one comment

• Let criticism go to your heart or praise go to your head

To Not Do List
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Leading organizations structure their feedback action 
planning process from brainstorming to action plan

What are the facts you heard 
from the survey?

What could our team do to improve the results? Team 
_________________

Action # 1 Action # 2 Action # 3

Brief description 
or name of action

Who will lead this 
on our team going 

forward?

What specific 
things will we do 

in the next 30 
days?

What support will 
we need from 
other teams?

What will this look 
like in 6 months?

How will we 
measure or define 

success in this 
area?

Lead your team from brainstorming To… Team-specific action planning
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Organizations that drive performance excellence embed 
stakeholder feedback into their organizational systems

Vision Skills Incentives Resources Action Plan Change

Vision Skills Incentives Resources Action Plan Confusion

Vision Skills Incentives Resources Action Plan Anxiety

Vision Skills Incentives Resources Action Plan Resistance

Vision Skills Incentives Resources Action Plan Frustration

Vision Skills Incentives Resources Action Plan False Starts
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Now what?  What do I do next?

01
Form a Team

Gather a team to adopt these concepts 
and principles within your organization

02
Baldrige Community

Gain expertise from local Baldrige programs, Institute for 
Performance Excellence, and MBNQA leaders

03
Go Beyond Feedback

We’re glad to talk with you, even if there is not a project 
involved – email: george.taylor@beyondfeedback.com

Survey Design Results Deployment Linkage Analytics Action Planning Questions and wrap-up
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