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Three Things You Need to Know About Your
Workforce... And Creative Ways to Measure Them

In a bid to understand the needs of employees
and engage their commitment, companies
around the globe are surveying workforces on
everything from child care availability to coffee
preference. Companies may feel they are drown-
ing in data but still lack actionable information.
As surveys proliferate, it is important to ask,
“What information is crucial to gather? What
really helps us understand the dynamics of reten-
tion, productivity, and discretionary effort?”

Through nearly two decades of research on
work/life issues, WFD has identified a number of
high-impact areas for data gathering that are
rarely included in standard employee surveys.
Beyond merely describing a situation, these areas
of inquiry help define strategic direction and
provide clues for effective action.

1. Why Do People Leave This Company?

Understanding why employees leave is critical in
getting them to stay. “Its not always the lure of
more money or perks that grabs good
employees,” says Jan Civian, a consultant
with broad experience in analyzing the
forces of retention
and turnover. “Theres

For nearly two decades,
WED has developed
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Post—exit interviews are one Of the most €ff€CUV€

ways for identifying the ‘push’ factors that make
people susceptible to other opportunities.
Speaking from her experience in designing post-
exit studies, consultant Amy Richman explains,
“At the time of separation, people may be reluc-
tant to reveal information for fear of burning
bridges. However, if they can be assured of confi-
dentiality, these same people will usually be quite
candid in a post-exit interview — theyre on to
their next thing, and eager to provide information
that will improve the workplace for others.”

tools that enable companies to
understand their workforces,
assess needs, and define the
business impact of programs

and initiatives.

With services in needs
assessment, strategy
development, employee
commitment audits, dependent
Deloitte & Touche has used post-exit interviews
to round out the firm’s knowledge about reten-
tion issues and talent management. Sue Molina,
National Director of the Initiative for Retention
and Advancement of Women, says, “Beyond the
good information we had from surveys and focus
groups, post-exit interviews helped us under-
stand the dynamics of the decision to stay or
leave and provided direction to design effective
actions that keep key talent. For instance, we
know that implementing flexibility saves us $12
million annually in turnover costs.”

care supports, women's
retention and advancement,
workplace flexibility, and
people-focused work redesign,
WED has provided consulting
in more than 20 countries

around the world.

Want to

push and pull,” she
continues.‘Its true that
sometimes life or
new opportunities
unavoidably  pull
someone away. But
its the ‘push’ factors
that are usually
more powerful and
that a company can
influence.”
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Longer Work Hours Indicate Burnout,
Not Greater Commitment
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Learn More?

Visit www.wid.com and
follow the It’s About Time
link to learn more about
measurement and evaluation
and to check out a Q&A
with the experts.

work hours and
commitment levels
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2. What Do Our Managers Think About
Work/Life Issues?

Managers are the human face that either enlivens
or undermines company communications and
policies. Therefore, understanding a manager’s
perspective on business constraints, how they
feel about addressing work/life issues, and what
tools they need to support employees is critical
information for leveraging the company’s invest-
ment in work/life programs.

To get an accurate reading on manager attitudes,
Civian recommends a mix of focus groups and
surveys, including the addition of a special man-
agement section to work/life and employee sur-
veys. She observes, “Often managers experience
work/life programs as ‘one more thing’ they have
to worry about. But when you ask how work/life
issues affect their work group and what help they
need in addressing their employees’ work/life
issues, they begin to see programs like flexibility
as a tool, not a burden.”

As part of its work/life needs assessment, the
pharmaceutical firm Aventis specifically sought
out the opinions of managers through both focus
groups and survey questions. Kathy Mattaliano,
Director of Diversity Staffing and Associate
Relations, observes, “Its very compelling for
decision-makers when you have evidence from
managers about their struggles to provide the
kinds of supports needed by their workforce.”

3. What Wastes People’s Time?

“Low-value work is one of the invisible drains on
employee productivity, energy, and morale,”
explains Richman. “But asking employees to
evaluate their own jobs and to relate honestly

how they think their time can be used more
effectively — and acting upon it — has the
opposite effect. Its a booster.”

By using active data collection methods such as
solution sessions — focus groups where time-
wasters are identified and solutions brain-
stormed — employees gain a sense of control
over their time and embrace change efforts. Until
recently, this kind of data gathering was labor-
intensive and expensive. But WFD’s latest
workplace studies have created efficient data-
gathering tools that streamline the assessment
and solution-design process.

The Marriott Corporation saw almost immediate
improvements in productivity when the follow-
ing question was posed to hotel managers:
“What is it about your job that gets in the way of
achieving your business and personal priorities?”
According to Donna Klein, Vice President of
Diversity and Workforce Effectiveness, “Within
three months, our pilot sites reported a fifty per-
cent reduction in low-value work, as well as
reduced levels of stress and burnout. Simply
asking the question energized managers and
pointed directly to the action steps that would
make a difference for business results and
peoples lives.”
* * *

In approaching workforce surveys, Richman and
Civian caution against two common mistakes:
gathering data that is easy to get rather than what
is most important to get and being satisfied with
describing a situation rather than defining solu-
tions for it. Thanks to innovative research meth-
ods and increasingly sophisticated data analysis,
companies can now avoid both errors.

The Power and Pitfalls of Demographic Data

Demographic data is probably the most prevalent and also the most powerful workforce information that employ-

ers collect. Yet without careful contextual analysis, demographic statistics can lead to the wrong conclusions.

Demographics provide a snapshot of
current needs and issues for the future.
For example, how many employees are
likely to start a family in the next few
years? How many have elderly parents who
will require care in the near future?

Needs of target groups can be profiled.
Through demographic data, a company can
understand how personal life situations of
women or Gen Xers vary so retention or
development programs can be adjusted
accordingly. Are women more likely to be in
dual-earner families, needing flexibility, and
Gen Xers to be childless, valuing leisure time?

But the work environment is a more pow-
erful influence than personal situations.
Research has shown that drawing conclusions
based only on family demographics can

be misleading. For example, a married man in
a non-supportive work team may have more
work/life stress than a single mother.

Focusing only on demographic data can
blind us to the real story behind the
numbers. If women report trouble finding
infant care during the work week, the real
issue may be the long hours they are working,
not the lack of available infant care. And some-
times what appears to be a gender or age issue is
really a factor of job type or earnings status.
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