The needs analysis aims to identify employees' needs in terms of energy at work. Below
you will find an overview of the different
methods and tips on how to get started.

NEEDS ANALYSIS

FOCUS GROUPS = Use a guideline to ask targeted questions to a group of employees
about their needs
Advantage: Discussion is possible, less timeconsuming than interviews
Disadvantage: Potential influence of other
participants, dominance of some participants in the discussion

INTERVIEWS = Use an interview guideline to
ask targeted questions to individual employees about their needs
Advantage: Rich data, no influence from other
participants
Disadvantage: Selection of employees, timeconsuming
GO TO

GO TO

OPEN-ENDED QUESTIONS = Use a written questionnaire (for example with Google Forms) to assess the needs of individual employees
Advantage: Rich data, no influence from other participants
Disadvantage: No opportunity to follow up on certain answers with more questions
GO TO

CULTURAL PROBES = Playful way to obtain information from employees with exercises, reflection questions, etc.
Advantage: All employees can be surveyed
Disadvantage: Time-consuming, more difficult
to analyse

QUESTIONNAIRE SURVEY = Collect quantitative data on certain topic on the basis of a
standardized questionnaire
Advantage: All employees can be surveyed
Disadvantage: Data is less rich and no explanation of answers

GO TO

GO TO
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INTERVIEWS, FOCUS GROUPS AND OPEN-ENDED QUESTIONS
The choice of interviews, focus groups or open-ended questions depends on various factors.

Interviews are preferred when:
• It is difficult to gather all participants together at one time
• You do not want participants to
influence each other's opinions
• You want an equal contribution
from all participants

Focus groups are preferred when:
• You want to collect information from various sources in
a short period
• You also want to study interactions and discussions between
participants
• You want to explore exchanges or comparisons between participants about their
experiences with specific
themes

Open-ended questions can be used
when you want to gather information quickly and interviews or focus groups with participants are difficult. This type of question can be
asked anonymously (if participants
do not make themselves known in
their story).
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How do you select your participants?

Are your questions addressed to the entire organisation or a selection of employees?
In large organisations, it is often not possible to ask everyone questions, unless you use openended questions or a survey. Consequently, a sample of employees is often used.
In the case of a sample: Do you make an open call or does your organisation select the participants itself?
Advantages of an open call:
•
•
•
•

Everyone is informed about the project
Everyone has the opportunity to contribute, and everyone feels engaged
Voluntary participation ensures commitment and motivation
=> Greater chance of support base in the organisation

Disadvantages of an open call:
•
•

You will only attract the profiles that are already interested in the topic. This can make the
exercise a little one-sided
Too many or not enough participants
o If there are too many participants, you can still change the method if necessary
o If there are not enough participants, you can recruit more yourself

Advantages of own selection:
•
•

Conscious selection of different profiles
All votes are included in the exercise

Disadvantages of own selection:
•
•
•

Not everyone has the opportunity to contribute
Not all selected people will be motivated to participate
=> This can be a threat to the support base within the organisation

How many participants are necessary?
Try to select participants with different perspectives. This will make the collected data
richer and give you a better understanding of the various employee profiles at the organisation. Use at least 6 different perspectives or employee profiles.
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INTERVIEW GUIDELINE
•
•

•

RECORDINGS
•

Make an interview guideline to cover all
the themes you want to discuss
Ideally, the guideline should consist of no
more than 10 main questions with possibly
a few sub-questions
At the end, add an open-ended question to
see whether the interviewee would like to
discuss or report anything else that has not
yet been covered

•

•

Ask the participants' permission to make
an audio recording. You can then capture
everything that is said and listen to it again
later
If you are unable or not allowed to make
an audio recording, make sure someone
takes notes during the conversations
It is not advisable to have the moderator
take notes as well

TIME AND SPACE
•
•
•
•

Allow sufficient time for your interview and add some
buffer time as well
Ideally, an interview should take 60 to 90 minutes. A focus group should last around 2 hours
Schedule the interviews and focus groups within office
hours and ensure they are counted as hours worked
Provide a quiet location that is easily accessible and
where you are not disturbed
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MODERATE A FOCUS
GROUP
When you moderate a focus
group, make sure you give all
participants the opportunity
to share their opinion. Specifically, give them the opportunity to do this and actively
address them.

Some example questions:
•

Which factors energise you most at work? Why?

•

Which factors drain your energy the most at work? Why?

•

What are you already doing to keep your energy levels high or to increase them
while you are working?

•

Which measures could your employer take to improve your energy levels at
work?

•

Which measures would help your team maintain high energy levels at work?

•

Which measures could you take / would you want to take yourself to keep your
energy levels high at work?

Always keep asking further questions so that you get concrete examples. This will
make things easier for you later on in the process.

ANALYSE THE COLLECTED DATA
•
•
•

Organise your notes immediately after the interviews or focus groups
When all the interviews and focus groups have taken place and have been documented, bring everything together and look for common themes. Use the working group for this purpose
The covered themes will reveal the needs and will serve as a guide for actions to be taken
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CULTURAL PROBES

A cultural probe is a creative and motivating technique
to collect inspiring data from people's lives about what
they think, feel and do. It is usually a small DIY package
with some kind of artefact (such as a diary or camera)
and a number of tasks and questions that give a better
insight into certain events or interactions.

Formulate a research question
Start by formulating a research question. This research question will shape
both your research and the cultural probe. For example, which factors affect employees' energy levels at work and outside work?

Select your participants
Read about which participants you should select here. It is important to select employees who are motivated to use this less obvious method.

Design activities to explore the research question
These activities aim to give you a better understanding of the theme of energy
at work. For example, ask participants to keep a sleep diary. You can also ask
participants to take a picture of the things that energise them (for example a cup
of coffee, a break, a walk, or a chat with a colleague) and that drains their energy
(for example an inbox full of unread e-mails or an alarm clock), or you can ask
participants to write or draw something or find a photo about something that
energised them that day. Combine different tasks and assignments within one
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cultural probe.

Provide the materials to the participants
Give or send the material to the participants so they can get started at their
own pace. Give them enough time to complete the tasks and assignments.
Make clear arrangements about when and how they can return the materials.

Provide the materials to the participants
Give or send the material to the participants so they can get started at their
own pace. Give them enough time to complete the tasks and assignments.
Make clear arrangements about when and how they can return the materials.

Collect the completed cultural probes and analyse the results
• Write down the different ideas that emerge from the cultural probes
on different post-its (one post-it note per theme)
• If possible, ask the participants to clarify if anything is unclear
• Cluster the ideas into common themes
• If necessary, do this in several rounds until no new themes emerge
• The identified themes can be used as input for the next step: thinking
about and planning concrete action
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QUESTIONNAIRE SURVEY

How to set up a questionnaire in your organisation
•

•

You can organise the survey yourself
o You can use tools such as Google Forms or Survey Monkey
o Make sure that employees can complete the questionnaire
anonymously!
You can also have an external partner organise the survey
o Find a trusted external partner who already has experience
with the theme

Do you only want to
include energy-related themes, or do
you want to make
the survey more
comprehensive?

SOME TIPS
•
•

•

•
•
•

Clearly communicate to the employees what the survey's purpose is
and what the results will be used for
Explain all steps in the process (such as the completion of the questionnaire, the analysis, the feedback on results, the creation of an action plan and communication about the action plan) to the employees
with a clear timeframe
Clearly state how the data will be collected and analysed. Also tell employees how their anonymity is guaranteed (particularly if you are collecting the data yourself)
Use scientifically validated scales
Make sure the questionnaire is not too long
Organise the survey by department or service or add a question in this
regard so that the results can be broken down by department or service. Break the participants into groups that are most interesting for
your organisation. Make sure that there are enough large groups so
that employees can remain anonymous
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QUICK SCAN FOR ENERGY MANAGEMENT STRATEGIES

This quick scan examines which energy management strategies
your organisation's employees are using. This questionnaire
measures each energy management strategy with 3 questions.
The insights from this questionnaire can be used to determine
which energy types the organisation should focus on most.
Source: Zhang, Q., Tong, J., & Huo, D. (2018). Development of the Energy Management Scale. Social Behavior and Personality, 46, 2081-2096.

Dimension

Item

Answer scale: 1 = Never -> 7 = Always
1

Physical energy

I pay attention to nutritional replenishment when choosing food and
drink to have for my meals.

2

Physical energy

I autonomously take regular breaks during my workday to renew
and recharge.

3

Physical energy

I get physical exercise at designated times.

4

Emotional energy

I quickly overcome the impact of negative emotions at work.

5

Emotional energy

I appropriately control my emotions at work.

6

Emotional energy

I try to take a new perspective when I have troubles at work.

7

Spiritual energy

I do what I enjoy at work.

8

Spiritual energy

I allocate my time and energy at work to doing the most important
things.

9

Spiritual energy

I act according to my core values (i.e., what I value the most) at
work.

10

Mental energy

When I am interrupted during work, I quickly switch my attention
back to the task at hand.

11

Mental energy

I do something else to refresh my mind when I find myself working
inefficiently.

12

Mental energy

I arrange my most efficient hours to do the most important work.
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QUESTIONNAIRE ON ENERGY AT WORK: THEMES AND SCALES

Energy at work
This is about whether
people feel energetic
during their work.

A healthy lifestyle
This involves factors
such as sleep, healthy
eating habits and sufficient physical activity.
These have an impact on
performance.

Why is this relevant?
Your organisation can
work on energy at
work by helping to recharge the various
batteries.

Chronotype
Chronotype is the natural inclination of a
person to be most active and energetic in
the morning, in the
evening or sometime
in between.

Why is this relevant?
Your organisation can,
for example, organise
shift work based on
people's chronotype
or offer flexible hours
to achieve a better
chronotype fit.

Why is this relevant?
One of the benefits of
encouraging a healthy
lifestyle is that it reduces employee absences.

Work-life balance
This is about the perceived work-life balance. A poor work-life
balance can have a
negative impact on a
person's professional
and private life.

Why is this relevant?
Your organisation can
offer tools and resources to improve
the employees' worklife balance, which can
benefit all your employees.

Relational needs
This is about the need
for people to feel connected to others.
Good social relationships at work promote
people's well-being.

Why is this relevant?
Supporting good social relationships at
work benefits people's well-being and
productivity.

Job crafting
Job crafting is about
making changes to your
job to make it meet your
own needs and interests
more. This results in
more job satisfaction.
10

Sleeping problems
Sleeping problems can
have a negative impact
on people's daily performance.

Why is this relevant?
Your organisation can
help employees sleep
better by reducing
stress, offering psychoeducation
on
sleep and so on.

Value fit
This examines whether
what employees do at
work matches their values and goals.

Why is this relevant?
Your organisation can
gauge its employees'
interests and passions
in order to achieve a
good value fit.

Why is this relevant?
Your organisation can
encourage job crafting to create a win-win
situation for the employee, the team and
the organisation.

Below you can find the scales related to energy at work. In the next table we suggest some outcomes variables that can also be included in
the survey.
Scales and questions

Possible answers

Process

Reference

ENERGY AT WORK

The answer scale has been adjusted
from a visual analogue scale to an 11point Likert type scale.

The authors do not suggest any cut-off
score. The scale's midpoint (5) can be
used to make a distinction between
employees with higher and lower energy levels.

Lee, K. A., Hicks, G., & Nino-Murcia, G.
(1991). Validity and reliability of a scale
to assess fatigue. Psychiatry Research,
36, 291-298.

Chronotype = Evening score (2) –
Morning score (1)

Ottoni, G.L., Antoniolli, E., & Lara, D.R.
(2011). The Circadian Energy Scale
(CIRENS): Two Simple Questions for a
Reliable Chronotype Measurement
Based on Energy. Chronobiology International, 28, 229-337.

We are interested in your energy levels at work in the past 4 weeks. For
each of the adjectives below, please
indicate how you felt at work during
the past 4 weeks:
1.
2.
3.
4.
5.

[0] Not at all [adjective] ->
[10] Extremely so [adjective]

Energetic
Active
Vigorous
Efficient
Lively

NOTE: The introduction of the scale
has been adjusted slightly.
CHRONOTYPE
Generally speaking, how are your energy levels...
1. In the morning?
2. In the evening?
SLEEPING PROBLEMS
1. In the past month, have you had
trouble falling asleep when you
went to bed at night?

[1] Very low
[2] Low
[3] Moderate
[4] High
[5] Very high

-4 to -2 = Morning type
-1 to 1 = Intermediate type
2 to 4 = Evening type

[0] Not at all
[1] A little
[2] Quite a bit
[3] A lot

The authors suggest 7 as a cut-off
score between good and bad sleepers.
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Marinus, J., Visser, M., van Hilten, J. J.,
Lammers, G. J., & Stiggelbout, A. M.
(2003). Assessment of sleep and sleepiness in Parkinson disease. Sleep, 26,
1049-1054.

2. In the past month, to what extent
do you feel that you have woken
too often?
3. In the past month, to what extent
do you feel that you have been lying awake for too long at night?
4. In the past month, to what extent
do you feel that you have woken
up too early in the morning?
5. In the past month, to what extent
do you feel you have had too little
sleep at night?
6. Overall, how well have you slept at
night during the past month?

For items 1 – 5

HEALTHY LIFESTYLE – Food and exercise

[0] Strongly disagree ->
[6] Strongly agree

The authors do not suggest any cut-off
score. The scale's midpoint (3) can be
used to make a distinction between
employees with a healthy lifestyle and
one that is less healthy.

Winwood, P.C., Colon, R., & McEwen,
K. (2013). A practical measure of workplace resilience: Developing the Resilience at Work Scale. Journal of Occupational and Environmental Medicine, 55,
1205-1212.

[1] (Almost) never
[2] Rarely
[3] Sometimes
[4] Regularly
[5] (Almost) always

The authors do not suggest any cut-off
score. The scale's midpoint (3) can be
used to make a distinction between
employees with a good life-work balance and one that is not so good.

Carlson, D. S., & Frone, M. R. (2003).
Relation of behavioral and psychological involvement to a new four-factor
conceptualization of work-family interference. Journal of Business and Psychology, 17, 515-535.

I have a good level of physical fitness.
2. I am careful about eating well and
healthily.
WORK-LIFE BALANCE

[0] Very well
[1] Well
[2] Rather well
[3] Not well but not badly
[4] Rather badly
[5] Badly
[6] Very badly

1.

1. How often does your job or career
interfere with your home life?
2. How often does your home life interfere with your job or career?
3. When you are at home, how often
do you think about things you
need to accomplish at work?
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4. When you are at work, how often
do you think about things you
need to accomplish at work?
VALUE FIT
1. The work that I do helps to fulfill
my sense of purpose in life.
2. My workplace is somewhere
where I feel that I belong.
3. The work that I do fits well with
my personal values and beliefs.
4. Generally I appreciate what I have
in my work environment.
RELATIONAL NEEDS
1. I don’t really feel connected with
other people at my job.
2. At work, I feel part of a group.
3. I don’t really mix with other people at my job.
4. At work, I can talk with people
about things that really matter to
me
5. I often feel alone when I am with
my colleagues.
6. Some people I work with are close
friends of mine
JOB CRAFTING
1. I make changes to my job to feel
better.

[0] Strongly disagree ->
[6] Strongly agree

The authors do not suggest any cut-off
score. The scale's midpoint (3) is used
to make a distinction between employees whose values fit is lower or
higher.

Winwood, P.C., Colon, R., & McEwen,
K. (2013). A practical measure of workplace resilience: Developing the Resilience at Work Scale. Journal of Occupational and Environmental Medicine, 55,
1205-1212.

[1] Strongly disagree ->
[5] Strongly agree

The authors do not suggest any cut-off
score. The scale's midpoint (3) is used
to make a distinction between employees with lower or higher relational
needs.

Van den Broeck, A., Vansteenkiste, M.,
De Witte, H., Soenens, B., & Lens, W.
(2010). Capturing autonomy, competence, and relatedness at work: Construction and validation of the Workrelated Basic Need Satisfaction scale.
Journal of Occupational and Organizational Psychology, 83, 981-1002.

The authors do not suggest any cut-off
score. The scale's midpoint (4) can be
used to make a distinction between

Vanbelle, E., De Witte, H., Van den
Broeck, A. (2017). Job crafting: an overarching approach. Doctoral thesis. KU
Leuven, Faculty of Psychology and Educational Sciences.

Items 2, 4 and 6 must be rescored.

[1] Never or seldom
[2] A few times a year or less
[3] Once a month or less
[4] Several times a month
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2. I change my job so it would better
for with who I am.
3. I make changes in my job to perform better.
4. I change my job so it would better
fit with what I think is important.

[5] Once a week
[6] Several times a week
[7] Daily

employees who engage in job crafting
more or less frequently.

The following table shows a number of result variables you can also include in the questionnaire.
Scales and questions

Possible answers

Process

Reference

ABSENCE DUE TO ILLNESS

Number of days

Number of days of absence due to
work-related factors

European Working Conditions Survey,
6th edition (2015).

[1] Very satisfied
[2] Satisfied
[3] Not very satisfied
[4] Not at all satisfied

Employee satisfaction with a score of 1
or 2

European Working Conditions Survey,
6th edition (2015).

1. Over the past 12 months how many
days in total were you absent from
work due to sick leave or health-related leave?
2. How many of these days of absence resulted from health problems caused or made worse by
your work (excluding accidents)?
JOB SATISFACTION
1. On the whole, are you very satisfied, satisfied, not very satisfied or
not at all satisfiedwith working
conditions in your main paid job?
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ENGAGEMENT
The following statements are about
how you feel about your job. For each
statement, please indicate how often
you feel this way.
1. At my work I feel full of energy.
2. I am enthusiastic about my
job.
3. Time flies when I am working.
BURNOUT SYMPTOMS
The following statements are about
how you feel about your job. For each
statement, please indicate how often
you feel this way.
1. I feel exhausted at the end of
the working day.
2. I doubt the importance of my
work.
3. In my opinion, I am good at
my job.

[1] Always
[2] Most of the time
[3] Sometimes
[4] Rarely
[5] Never

The authors do not suggest any cut-off
score. The scale's midpoint (3) can be
used to make a distinction between
employees with more or less engagement.

European Working Conditions Survey,
6th edition (2015).

[1] Always
[2] Most of the time
[3] Sometimes
[4] Rarely
[5] Never

The authors do not suggest any cut-off
score. The scale's midpoint (3) can be
used to make a distinction between
employees with few or more burnout
symptoms.

European Working Conditions Survey,
6th edition (2015).
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QUESTIONNAIRE SURVEY DATA ANALYSIS

You can start the analysis once all the data have been collected.
• Unless otherwise specified (in case of chronotype or sleeping problems, for example), calculate scale averages by adding up the scores
for all questions with a scale and dividing the total by the number of
questions. When you do this, consider any questions that may need to
be rescored (see questions about relational needs, for example).
• Study the scale averages or create a cut-off score (see suggestions in
the table) and see what percentage of the employees are above or
below the cut-off score.
• The scales with low employee scores in terms of the desired outcomes
or high scores in terms of the undesirable outcomes deserve your extra attention. It is also important to keep focusing on what is already
going well.
• If you added any subdivisions (such as by department or service), you
can compare the results of the various departments or services.
• Calculate correlations between factors to do with energy at work and
outcome variables. Higher correlations indicate a stronger relationship between energy-related factors and outcome variables. The relationship can be positive or parallel (the higher the score on one variable, the higher the score on the other), or negative or inverse (the
higher the score on one variable, the lower the score on the other).
The strongest connections are the most interesting ones to investigate further and link possible actions to.
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