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Format for the session

A blend of presented material and interactive discussion split into three parts:

1 – The Future of Work research: reflections on how it feels to be in HR right now

2 – Meaningful employee listening cycles – moving away from survey fatigue and asking 
better questions to get more meaningful insight

3 – Enabling leaders to create visibility, trust, and connection – with an introduction to 
Dialogue 



Future of Work research
 
The HR practitioner perspective



Top priorities for 2026

Position Theme % 
selected YoY change

1 Employee Well-being 44% ▪ No change

2 Employee Engagement / Experience 35% ▪ No change

3 Performance and Productivity 30% 4 places

4 Organisational Change 26% 6 places

5 Culture 26% ▪ No change

6 Attracting Talent 24% 3 places

7 Leadership Capability 23% 1 place

8 Retention 22% 1 place

9 Learning and Development 21% 1 place

10 Equity, Diversity, Inclusion, and 
Belonging (EDIB) 19% 6 places

11 Adopting AI 15% NEW

12 Recognition and Rewards 8% ▪ No change

13 Internal Communications 5% 3 places
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58% 27% 12% 3%33% 47% 16% 5%

Got better Stayed the same Got worse I don't know

2024 2025

Levels of engagement are stagnating
During the past year, at your organisation, has employee engagement:
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49% 25% 19% 7%

Stayed the same Got better Got worse I don't know

Wellbeing clearly linked to engagement; with workload 
and constant change as main barriers
During the past year, at your organisation, has wellbeing:

67% 25% 5%
9% 41% 46%

Got better Stayed the same Got worse

Wellbeing has 
improved over the 
past year

Wellbeing has 
declined over the 
past year

During the past year, at your organisation, has 
employee engagement:

60%

34%

34%

30%

25%

Unsustainable workload or
expectations

Difficulty adapting to constant
change

Poor manager capability

Reduced personal resilience or
energy levels

Leadership behaviours

What are the biggest barriers to employee wellbeing?
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HR practitioners are facing a wellbeing crisis

51% 33% 15%

Stayed the same Got worse Got better

And compared to last year, has your 
level of strain:

What are the main reasons you have felt under constant 
strain at work? Select up to 3 which most apply

65%

60%

25%

71%

33%

33%

I have too much to do

There are not enough people in my
team to do the required work

Budgets cuts have limited my
capacity to deliver impact

HR Professionals

Exec/Leaders/Managers

53% 24% 23%

In the past 6 months, I have felt under constant strain at work

37% 24% 39%

HR Professionals

Director/Leader/ 
Executive



And with HR teams getting smaller it could get worse

What are the main reasons you have felt under constant strain at work? Select up to 3 which most apply

35%

25%

10%

5%

10%

28%

19%

15%

Lack of support/service from other people/teams/departments

Inefficient processes and systems

Budgets cuts have limited my capacity to deliver impact

I have too much to do

Teams Getting
Larger

Teams Shrinking

Shrinking HR functions are making levels of strain increase

And compared to last year, has your level of strain

Got Better

Got Worse

22% 13% 12%27% 32% 37%

Getting Larger Stayed the same Shrinking

11%

45%

43%

Got bigger Stayed the same

Got smaller

Based on what you know, over the past 
12 months, are in-house HR teams:



The importance of alignment between HR and Exec Team

35% 48% 13%9% 36% 48%

Got better Stayed the same Got worse

HR – Exec alignment on priorities is having an impact on the direction of HR functions

Alignment 
between HR and 
Executive Team 

Misalignment 
between HR and 
Executive Team

75% 16% 9%

In your organisation, HR and the executive team are well aligned on people priorities:

12%

7%

3%

40%

38%

58%

48%

55%

39%

Aligned​

Neutral​

Not aligned​

Getting larger​ Getting smaller​ About the same as they were​

During the past year, has employee engagement in your organisation:



Communicating and managing change are critical 
leadership skills, especially given the rise of AI

64% 21% 15%

Your organisation's senior leaders are capable of leading today's workforce effectively:

What leaders need to do more of:

Agree Neutral Disagree

70%77% 64%66% 60%

Being a role model on 
expected behaviours, 
ethics and integrity

Recognising colleagues 
for positive performance 

or behaviour

Regularly communicating 
the strategy, future 

direction and performance

Doing what they 
say they will

Communicating 
and managing 

change effectively

+46pts vs those 
confident in leaders

+32pts vs those 
confident in leaders

+36pts vs those 
confident in leaders

+40pts vs those 
confident in leaders

+32pts vs those 
confident in leaders



Communication continues to be essential to building 
confidence in leadership

50% 29% 20%

Internal communication in your organisation is effective at aligning people around strategy and culture

86%

5%

28%

48%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Confident in leadership Not confident in leadership

Internal comms is effective Internal comms is not effective

Agree

High levels of confidence in leadership where internal communication is effective:

58pt gap



HR slower and less proactively involved in AI adoption
How involved is HR in 
shaping AI adoption across 
your organisation? 

HR more proactively involved where HR and the Exec 
Team are aligned on priorities

0%

5%

10%

15%

20%

25%

30%

35%

40%

45%

HR/Exec aligned HR/Exec not aligned

26pt 
gap

21pt 
gap

19%

36% 37%

0%
5%

10%
15%

20%
25%
30%
35%
40%

Faster About the same Slower

At what pace do HR professionals believe they are 
moving with AI compared with other departments?

6%

36%

17%

25%

11%
5%

Leading the charge Collaborating with other functions

Providing support only Minimally involved

Not involved at all Not sure / Don’t know



How AI is being used in HR and employee listening
For your employee survey, what problems are you 
using AI to solve?

45%

23%

22%

14%

14%

12%

10%

None yet – We’re not currently 
using AI in our employee survey 

process

Analysing comments and detecting
underlying employee sentiment

Spotting emerging trends and
patterns across departments or

demographics

Action planning assistance – 
Generating smart suggestions for 

next steps based on results

Providing personalised insights for
managers

Not sure / Don’t know

Predictive analytics – Forecasting 
attrition, burnout, or engagement

24%

28%

25%

25%

38%

22%

11%

Employee engagement Learning & Development

None yet HR Service delivery

Recruitment & Talent acquisition Workforce planning & analytics

Performance Management

Across HR, where are you currently using AI?

AI not being used highest where:

Where HR don’t hold most influence over EX 32%

Where HR and Exec teams aren’t aligned 37%



Roundtable Discussion
 
When you hear this research, what 
feels most true for your organisation 
right now?



Meaningful employee 
listening



The listening life-cycle

Employee Listening 
Life-Cycle 3. Turn data into insight

Utilise data visualisation and powerful 
storytelling to bring data to life and 
answer the “So what?” for senior 
leaders and key stakeholders 

4. Define actions that deliver change

Create a focus around a small number of 
actions that will make the biggest 
difference; both at the strategic and 
local level.

1. Set the listening strategy

Understand and define people & culture 
goals, business strategy, existing and 
emerging priorities, to explore how 
employee insight can best be used to 
inform and guide an organisation to 
achieve success.

2. Craft the survey(s)

Design survey question sets to answer 
the most pressing questions, and deep 
dive into priority themes and areas. 

For every business, anywhere in the world, these are the four key stages of the employee listening life-cycle. 
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The factors underpinning how successful that listening 
cycle will be

➢ Strategy & Alignment – how well-connected employee listening is to the wider business strategy; how 
clear colleagues are on why engagement and culture matters 

➢ Leadership Buy-in – the role leaders are playing in proactively driving and championing employee 
listening / engagement / culture

➢ Manager Capability – the confidence and competence of managers when it comes to utilising feedback to 
drive improvements in their teams/areas

➢ Employee Perception – the extent to which colleagues believe in the value of providing feedback, and any 
barriers to participation in surveys/listening activity

➢ Driving Action – proficiency of delivering actions and change with consistency, based on feedback from 
employee listening channels 
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Category 1. Exploratory 2. Developing 3. Established 4. Leading

Strategy & Alignment

No defined engagement goals; 
people data ignored in decision-
making; widespread ignorance of 
engagement's importance

Some surveying, but with limited 
strategic connection; vague objectives 
like "be more inclusive"; inconsistent 
stakeholder buy-in

Regular listening with clear goals 
aligned to business strategy; 
established people metrics linked to 
engagement

Continuous listening deeply 
embedded in operations; colleagues 
at all levels understand its value; 
goals integrated with business 
strategy

Leadership Buy-in
Leaders resistant to surveys; view 
engagement as HR's job; rarely 
discuss at board level

Leaders show interest but remain 
passive; limited appreciation of 
engagement's business impact; 
inconsistent board-level attention

Leaders understand their influence 
on engagement; committed to 
initiatives; regularly discuss survey 
insights

Leaders proactively champion 
engagement; prioritise it equally with 
other KPIs; take full ownership of 
survey activities

Manager Capability
Managers see no value in surveys; 
poor communication of results; no 
action planning

Some managers value feedback; 
inconsistent communication and 
follow-up; basic action plans often not 
completed

Managers appetite for feedback; 
follow structured processes; create 
action plans but with varying 
success

Managers confidently interpret 
results; drive activities within teams; 
consistent high-standard action 
planning across organisation

Employee Perception

Likely lower participation; scepticism 
about confidentiality; reluctance to 
engage in follow-up; no confidence in 
action

Likely average levels of participation 
that requires a strong push; doubts 
about impact; limited involvement in 
follow-up, perpetuating frustration

Consistently strong participation; 
reasonable confidence in action; 
involved in post-survey activities 
and action planning

Eager participation across channels; 
high confidence in confidentiality 
and action; heavily involved in post-
survey activities

Driving Action 
Feedback quickly forgotten; no action 
planning; results not communicated; 
HR drives all activity

Headline results communicated 
slowly; HR-driven action planning; 
limited connection to business goals

Quick communication of high-level 
results; leader-owned action 
planning; progress reviewed and 
connected to performance metrics

Clear, consistent timelines for 
insights and actions; survey cadence 
aligned with action capability; 
tailored approaches based on 
insights and performance

Maturity Model Overview
Less mature More mature
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Benchmark from current clients

0

1

2

3

4

Strategy &
Alignment

Leadership
Buy-in

Manager
Capability

Employee
Perception

Driving Action

Headlines

➢ Majority of organisations still struggling to 
properly embed employee listening

➢ Perception is that leaders are bought in to 
this – but is that the reality?

➢ Manager capability and driving action the 
lowest – how much pressure is this putting 
on HR teams?
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12% 17% 21% 17% 23% 6% 5%0% 7% 21% 20% 33% 10% 8%

At least once a week At least once a month At least once a quarter At least once every six
months

At least once every
year

Less frequently than
once a year

No regular surveys/I
don't know

2024 2025

Businesses moving back to less frequent surveying

How often does your organisation run employee surveys?

27%

19%

16%

Driving participation

Building trust (in confidentiality and
action being taken)

Managers / leaders taking ownership
and acting on their feedback

With your employee engagement survey, what’s the 
biggest challenge you face? (Select one)
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But listening matters – we just need to do it properly!

5%

35%

47%

13%

Selective hearing

- Does not welcome 
feedback

- Shows how it is used

Closing the loop

- Welcomes feedback
- Shows how it is used

- Does not welcome feedback
- Does not show how it is used

Completely disinterested

- Welcomes feedback
- Doesn’t show how it is used

All talk and no action

My organisation welcomes open and honest feedback on them as an employer
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60%

23% 63%

90%

Adapted from the IC Index 2025 – Ipsos Karian & Box and the Institute of Internal Communication



Core pillars that 
will be key to 
success   

Outcomes/KPIs
we’re focused on 
achieving & 
measuring   

Primary 
objectives 
driving colleague 
listening

 

Recommended 
actions that will 
drive us forward 
and make progress 
this year

 

Creating a proper listening strategy
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Reducing the cost of sickness absence

Colleague engagement 

79

16

5 17.3

13.3

10.6

Avg. number of sick days 
(annual)

Assuming the cost of each sick day 
to be €200:

Moving 50% of colleagues from 
disengaged to neutral, and 50% of 
neutral colleagues to engaged, will 
save the business a total of 4,035 
days of sickness absence and a cost 

saving of €807,000 per year.
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Culture is always the hero or the villain

WE STAY OUT 
OF TROUBLE

DRIVEN BY 
BEHAVIOURS

WE ACHIEVE 
GREAT THINGS
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The ‘lived culture’
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Culture at a glance

37%

63%

Positive experiences Negative experiences

Top 20 negative words selected

33% Long Hours 12% Disinterested

28% Bureaucratic 11% Ignored

24% Hierarchical 10% Complacent

21% Demanding 10% Short sighted

20% Favouritism 9% Controlling

20% Inefficient 7% Secretive

17% Demoralised 7% Indecisive

17% Chaotic 7% Vague

15% Blame​ culture 7% Non-
collaborative

13% Confused 6% Uninspiring

Top 20 positive words selected

41% Caring 21% Positive

38% Teamwork 20% High 
expectations

36% Flexible 20% Accountable

32% Customer 
satisfaction 19% Inclusive

28% Supportive 18% Honest

27% Collaborative 18% Open 
communications

24% Ambitious 17% Listening

24% Respectful 12% Inspiring

23% Future looking 12% Results 
orientated

23% Fast Paced 12% Fair

Of words 
selected were 

positive

Of words selected 
were negative

Key:

30%+ a core element of the
organisation’s culture

20-30% an aspect of culture that is
either less impactful, or only prevalent
in particular regions or businesses

<20% generally not a widespread
aspect of culture, other than in very
specific areas
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Get a better idea of what is really happening

Team F – 29% Engaged Team G – 28% Team H – 27% Team I – 27% Team J – 23%
91% Demanding 35% Demanding 67% Demanding 82% Demanding 67% Long Hours
83% Long Hours 35% Inefficient 67% Long Hours 82% Chaotic 67% High expectations
61% Chaotic 35% Demoralised 58% Teamwork 73% Long Hours 50% Demanding
48% Indecisive 26% Confused 58% Chaotic 64% Demoralised 50% Fast Paced
43% High expectations 26% Negative 42% Inefficient 55% Vague 42% Blame​ culture
43% Confused 26% Ignored 42% Demoralised 45% High expectations 33% Chaotic
39% Fast Paced 26% Flexible 42% Negative 45% Confused 33% Confused
39% Inefficient 22% Fast Paced 42% Ambitious 36% Inefficient 33% Negative
39% Demoralised 22% Teamwork 42% High expectations 36% Negative 33% Teamwork
35% Vague 22% Secretive 33% Confused 36% Fast Paced 33% Inspiring

Team K – 100% Engaged Team L – 99% Team M – 98% Team N – 97% Team O – 97%
89% Positive 81% Positive 82% Positive 90% Positive 79% Positive
56% Genuine 72% Valued 58% Valued 67% Valued 70% Teamwork
52% Open communications 64% Rewarding 55% Customer focused 53% Rewarding 61% Fair
48% Rewarding 64% Trustworthy 52% Fair 49% Fun 55% Valued
48% Valued 61% Honest 48% Fun 41% Open communications 48% Fun
44% Fun 58% Inclusive 48% Teamwork 39% Teamwork 45% Rewarding
44% Teamwork 50% Fun 45% Genuine 39% Flexible 42% Trustworthy
41% Honest 47% Loyal 36% Honest 37% Honest 39% Customer focused
41% Customer focused 44% Energised 33% Trustworthy 37% Trustworthy 36% Flexible
41% Close-knit / family 42% Fair 33% Flexible 35% Customer focused 33% Supportive
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The power of connection
Have you had a meaningful conversation with your 

line-manager in the past 4 weeks?

Have had a conversation
81% of words selected 

were positive

Have not had a conversation

44% of words selected 
were negative

From those who…

Top 20 words selected

72%

23%

5%

Yes No We have one
scheduled

Yes No We have one scheduled

= -3 +2

81%

19%

56%
44%

From those who
have had a conversation

58% Customer 
focused 23% Consistent

56% Friendly 23% Efficient / 
Working smarter

55%
Collaborative/ 

Teamwork 
focused

22% Empowering

49%
Always looking to 
improve / future 

focused
21% Enabling healthy 

work-life balance

42% Caring 18% Appreciated

37% Agile / adaptable 18%
Transparency / 

Open with 
information

29% Respectful 16%
Committed to 

learning/ 
developing

29% Supportive / 
Team focused 15% Inconsistent

25% Empathetic 14% Learns from 
mistakes

24% Inclusive 14% Reliable

From those who
have not had a conversation

48% Customer 
focused 19% Supportive / 

Team focused

43% Friendly 19% Isolated / 
Disconnected

34%
Collaborative/ 

Teamwork 
focused

18% Disorganised

32%
Always looking to 
improve / future 

focused
17% Under 

appreciated

28% Inconsistent 16% Slow or resistant 
to change

27% Favouritism 16%
Not considering 

each other's 
feelings

25% Caring 16% Efficient / 
Working smarter

24% Hierarchical 15% Long Hours / 
Overworked

21% Agile / adaptable 15%
Competitive 
against each 

other

20% Respectful 15% Uncaring
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Exploring role-modelling
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77%

81%

62%

82%

72%

77%
47%

35%

40%

62%

50%

39%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

Creating a positive and supportive culture in
our team

Taking the time to get to know me as a person

Communicating openly and honestly

Encouraging people to come up with better
ways of doing things

Providing me with recognition or praise

Trusting people to do their job

Better help managers to understand the role they play

More engaged teams

Less engaged teams

The % of employees that believe 
managers already do this well
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And identify where managers need more support

Locations with high scores on support 
& training

Locations with low scores on support & 
training

DifferenceManager is great at Manager is great at 

Taking responsibility to use their behaviour 
and/or performance to empower others 63% 22% -41%

Encouraging people to come up with better 
ways of doing things 69% 29% -40%

Taking time to get to know me as a person 76% 37% -39%

Trusting people to do their job 72% 35% -37%

Challenging and stretching me as part of my 
development 73% 40% -33%

Communicating with our team openly and 
honestly 84% 52% -32%



Roundtable Discussion
 
Where do you feel your current listening 
approaches are working well — and 
where are they not giving you the depth 
you need?



Enabling leaders to create 
visibility, trust, and 
connection 
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Impact of internal comms on trust and engagement
88%

80%
76%

62%

28%
26%

34%

6% 6%

Excellent (7-10) Good (4-6) Very poor (0-3)

I trust my direct manager I trust my organisation's leadership team I trust my organisation's CEO/most senior leader

50pt gap52pt gap

26pt gap

Adapted from the IC Index 2024 – Ipsos Karian & Box and the Institute of Internal Communication
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What makes a great internal comms experience?

93%

93%

72%

50%

58%

88%

45%

47%

44%

22%

30%

71%

0% 20% 40% 60% 80% 100%

Feel that leaders understand the
challenges employees face

Feel their organisation is good at showing
how colleague feedback is used to help

inform decisions and actions

Hear from their CEO/most senior leader at
least every few weeks

Hear from their departmental/senior
leader every few days

Receive communications about business
priorities from their CEO/most senior

leader

Feel the volume of communication is just
right

Employees who rate IC 10/10 Other employees

45%

30%

40%

30%

33%

24%

10%

24%

16%

19%

0% 10% 20% 30% 40% 50%

Openly tells it as it is

Inspiring

Clear

Authentic

Approachable

Employees who rate IC 10/10 Other employees

Describe communications from the CEO/most senior leader in 
the following ways:

Adapted from the IC Index 2025 – Ipsos Karian & Box and the Institute of Internal Communication
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19%

24%

29%

23%

29%

22%

27%

22%

40%

57%

42%

45%

43%

38%

36%

33%

31%

31%

28%

28%

26%

25%

24%

22%

Involving colleagues in decision making and shaping the future of the business
where applicable

Communicating and managing change effectively

Being open to colleague ideas, feedback, and/or suggestions

Being available to colleagues when needed

Recognising colleagues for positive performance or behaviour

Doing what they say they will

Being a role model on expected behaviours, ethics and integrity

Holding colleagues accountable for their performance

Making the right decisions for the business

Regularly communicating the strategy, future direction and performance
against targets

Sharing their thoughts around our challenges

Trusting colleagues to get on with their role and make an impact

Already do
a great job
of this

Want
them to
do more of
this

Our data consistently shows leaders need to listen more
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Leaders need to re-evaluate how they communicate

Adapted from the IC Index 2024 – Ipsos Karian & Box and the Institute of Internal Communication



Leadership has never 
been more challenging

Too many people. Too many places. Too 
many conversations.

All with different needs and 
expectations spanning 6 generations.

The result? Brilliant ideas get lost. 
Course corrections come too late. And 
people feel undervalued and 
disconnected from their leaders



A new era of 
employee listening…

Era 1: Annual 
Engagement Surveys

Valuable cultural insights but:
• Retrospective 
• Slow
• Leadership reports rather 

than positive change

Era 2: The Pulse Survey 
Platforms

• Survey-based
• HR-owned
• Data sits in dashboards
• Disconnected from 

operational decision-
making

Era 3: Operational 
Listening 

• Real-time frontline insights
• Bitesize AI summaries and 

digestible ‘stories’
• Entirely new forms of 

listening, including video 
and voice

HR measurement → 
Leadership decision-making



Operational listening Surface frontline 
insights in real time

Course correct 
sooner

Crowdsource ideas 
from employees 
closest to the work

Connect employee 
voice to business 
outcomes

Make employees 
feel heard

Instead of treating listening as a periodic HR 
exercise, connect employee voice directly to 
how work gets done.

Transform listening from:

Retrospective reporting → Real-time 
organisational intelligence



Dialogue provides 
unfiltered feedback at 
scale, helping you 
create engagement 
and course correct 
sooner.
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Dialogue enables you to course correct at pace

Record a video and 
share a ‘Loop’  with 
those you want to 

hear from.

Responders can choose the most 
convenient way to reply. 

  
You choose whether to allow anonymity.

Watch an AI-enabled 
video summary and topic 
analysis within minutes of 

your Loop closing.

Close the loop back 
to your team within 

minutes / hours



Trust Connection Action



Hospitality
Servant Leadership:
• What can I or head office do, to make the 

biggest difference to you right now?
• If you were in my role for a day, what would you focus on 

first?

Customers & Everyday Service:
• What part of the visit runs smoothly? 
• How can we encourage more repeat visits?
• How can we encourage more 5 Star Google / Tripadvisor 

Reviews? 
• Where are we making guests wait or ask twice? How would 

you remove that friction?  

Operations, Systems & Processes:
• What part of service feels most chaotic? 
• What process works really well today? 
• How is our delivery / pick up process working with 

couriers?  What could we improve? 
• Which menu item sells less than expected—guest 

feedback says why? 
• What prep or station change would raise speed of service 

without hurting quality? 
• What local partnership or community event brought in 

the best traffic? 

New Products & Menu Changes:
• Last week we changed the menu—what’s working and what’s 

not? 
• How are guests reacting to new menu items? 
• Where are we running out of popular items? 
• What items slow down service? 
• What would help new launches run more smoothly?

Marketing Campaigns & Promotions:
• What brand signals (greeting, plating, uniforms) feel dated—

what would feel fresher? 
• Which guest complaints tell us the brand promise and reality are 

misaligned? 
Commercial Focus & Targets:
• Which prep or station setup will cut ticket times by 30 

seconds this week? 
• What guest complaints are trending—what’s your corrective 

action today? 

Change Management:
• How did the recent restaurant / café / hotel opening 

/refurbishment go and what could we improve next 
time? 

People & Engagement:
• What’s the hardest skill for new hires to learn on the floor—

how should we teach it? 
• What info would help you anticipate peak demand better? 
• What’s the fastest way to reach you mid-shift for critical 

updates? 
• What are the most important things you need to hear 

regularly—from leadership and your local manager? 



Roundtable Discussion
 
How could you see Dialogue 
being used inside your 
organisation?



Thank you – and stay in touch

Ryan Tahmassebi 

Ryan.Tahmassebi@workbuzz.com
Logo LinkedIn – Logos PNG

Dawn Smedley

Dawn.Smedley@workbuzz.com
Logo LinkedIn – Logos PNG

mailto:Ryan.Tahmassebi@workbuzz.com
https://www.linkedin.com/in/ryantahmassebi1986/
mailto:Dawn.Smedley@workbuzz.com
https://www.linkedin.com/in/dawnsmedley/
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