
Guide 6: Data Decisions

Pulsely Implementation Guides     In this step, we ask that you and your internal team discuss what you hope to 
determine with this survey and whether the open-end and demographic questions 
included will provide the insights you need.

This tool will guide you through your decisions and their impacts so that you are confident the 
survey meets your organizational needs. Review this guide with your team to discuss the 
following decisions

 If the standard open-end question is sufficient for capturing the actionable employee input 
you need

 Which inclusions hypotheses do you want to evaluate with survey results
 Which demographic questions need to be asked to ensure you have the data necessary to 

evaluate inclusion among your employee population and answer the questions you and 
your leadership team want to address;

 Whether you need to customize the demographic categories to align with your employee 
segments.


When you are ready to finalize your decisions, schedule a meeting with your Pulsely Advisor. 
Your Pulsely Advisor will meet with you to discuss your needs and clarify whether any 
customization is needed for your survey. Your Advisor will also discuss the reporting and cost 
implications for any customization requests.

Our goal is to provide you with the context to: 
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Once your decisions have been incorporated into the survey, Pulsely will provide you with a link for 
pre-testing your survey.

I. Approve Open-End Question for Employee Input II. Capture Relevant Hypotheses
At Pulsely, we believe in the power of collective intelligence to identify challenges and propose solutions. For that reason, we 
ask your employees to share their input on a very specific question to solicit their point of view on inclusion in the workplace.

While the workplace should be a level playing field, the reality is that unconscious 
bias impacts us all. This bias results in a system that unintentionally advantages 
some groups and disadvantages others. Your Pulsely report will analyze differences 
in demographic segments to shed light on where inequity may exist.


You want to carefully choose which demographic information to collect in your 
survey so that you can answer your organization’s hypotheses about inclusion. For 
example, if leaders believe that women are not moving up because they haven’t 
demonstrated the commitment, it is important to assess whether other factors are 
at play (such as access to influential networks that provide career growth 
opportunities). It is important to consider in-group and out-group dynamics that can 
result in systemic advantages and disadvantages. 


Whether you meet with leaders or your internal project team, please capture their 
hypotheses here to review with your Pulsely Advisor:

Standard

The open text question we include in the Pulsely survey is:


“What is the one most important thing your company should do to 
make the workplace more fair and inclusive?”


Using natural language processing, we can identify themes that 
correlate with our Pillars of Inclusion  as well as capture any 
additional themes. This overall snapshot enables you to measure the 
pulse of your employees’ top of mind concerns. We can also surface 
the specific themes of the at-risk groups you may want to address 
with your action plan or strategy.


This question allows you to collect the type of insights that are 
usually captured with more expensive and time-consuming focus 
groups. Additionally, this methodology allows you to make 
comparisons among groups that would be very expensive to 
evaluate with focus groups.

Customized

At an additional cost, we can add other more specific 
questions, such as

 Describe any experiences or observations about 
what inclusion and exclusion look like at this 
company

 Why do you think people choose to leave this 
company

 What recommendation do you have to increase 
diversity in the company’s leadership pipeline?

Dominant/Non-Dominant Group Dynamics

Ex. Most of our executives 
have Masters degree.

Ex. Senior managers seem 
to have stay-at-home 
spouses.

Ex. Our first leadership 
team all had MBAs and 
this is a legacy criteria 
rather than necessary.

Ex. The travel demands of 
the role made it too 
demanding to have 
caregiving responsibilities.

Ex. If you don’t have a 
masters degree, even if 
you have the necessary 
competencies, you are not 
given opportunity or 
support to develop.

Ex. If you have daily 
caregiving responsibilities 
you cannot talk about 
your challenges because 
you might be seen as less 
committed. 

Ex.

Level

Tenure

Education Level

Ex.

Gender

Marital Status

Caregiving responsibilities

Level

Reflection


What is the history behind 
this?

Hypotheses


How are non-dominant 
groups impacted?

Data Needed


Which data cuts do we 
need to understand 

inclusion in our 
organization?

Observation


Who are the dominant 
groups in your 
organization?
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III. Data Decisions on Demographics

Assess Required Demographics

In designing your survey, a key point to consider is whether you are asking "nice to know" or "need to know" questions. There are three con-
siderations when deciding which demographic categories to measure with your survey

 Avoid data overload: It is much better to have focused, actionable information than lots of data that may highlight interesting findings, 
but not ones that you have the ability or resources to address with action

 Monitor employee expectations: If you ask for your employees' demographic identifiers, you are setting the expectation that you are 
going to take action on them all. If they don't see action or progress as a result or sharing personal information with you, they may doubt 
your commitment which could impact their trust and willingness to participate in the future

 Consider legal implications: To ensure the legal compliance of data processing to monitor equity and equal opportunity, employers must 
also be able to justify that the data they are gathering is necessary. For example, keeping track of religious beliefs, even if done in good 
faith with the intent to help the employee, may not be lawful unless the organization has legitimate organizational reasons to monitor 
and address any underrepresentation.

In short, if an employer is not ready to act on the data, they should not collect it.

In the following sections you can find the

 Demographics - Diversity Analysis (section a): this section describes how we are 
going to report on the chosen demographic groups and segments to shed light on 
demographic representation in your company

 Recommended Demographics (section b): these are the baseline demographics 
that we consider as a good starting point for a DEI diagnostic assessment in order 
to build a robust action plan;

 Additional Demographics (section c): some additional demographics that you can 
consider collecting in case it makes sense according to the hypotheses you 
formulate in point 2 “Capture Relevant Hypothesis” (previous page)

 Custom Demographic Questions (section d): It is possible to add fully customized 
demographic questions in case you need to capture something that is completely 
unique to your organization.
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a) Demographics: Diversity Analysis

Choose which demographic questions to include in your survey. To respect your 
employee’s willingness to share personal information, we encourage you to collect only 
the data you are planning to act on. 


When you receive your final report, you can expect to receive charts listing all answer 
categories to each of your chosen questions. (Exception: if there are fewer than five 
LGBTQ+ or non-binary responses, their numbers will be grouped with “other” or 
“prefer not to say” responses to protect privacy).

Examples:

Race

65% White

10% Asian

8% Two or more races

7% Black/African/Caribbean

3% Hispanic/Latinx

2% Other

5% Prefer not to say

Gender

46% Men

43% Women

7% Other

4% Prefer not to say

LGBTQ+ 
Community

55% No, but ally *

31% No

7% Yes, LGBTQ+ 

4% Other

2% Prefer not to say

Survey Preparation Tasks: 

In your Project Plan, make sure the demographic labels in the survey questions align with the categories and 
terminology used in your organization: 


 Select Demographic Questions: Choose the demographic categories of greatest importance to your 
organization looking at the Recommended, Additional and Custom option in the following sections. Make sure 
your questions are reflected in the Project Plan (Columns B and C “DEMO Qs” spreadsheet in your Project Plan).


 Choose Source of Data: Identify which demographics need to be asked in the survey and which data can be 
uploaded from your HR data. 


Approve demographic segment labels for report (Column “Diversity Analysis (Detailed Segments and Labels)” 
in “DEMO Qs”  tab in your Project Plan).

1.

2.

3. 

Consider

Are there demographic questions that will help you to understand the demographic composition of your 
workforce? What are the dominant/non-dominant group dynamics in your organization? Which demographic 
should you analyze to shed light on these experiences?  Which of those demographics identifiers can you 
gather from your HR data and which need to be asked in the survey?
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b) Recommended Demographics

Pulsely’s standard report includes five personal demographics and 
three organizational demographics, as described in the next section. 
Taking the pulse of each of these groups will offer sufficient guidance 
for most organizations.

Recommended Personal Demographics

Are the recommended Pulsely demographics and reporting catego-
ries sufficient to understand what is happening in your organization? 
Review the standard report demographics beginning on the right.

Personal Demographics

 Gende

 Race/Ethnicity: General and/or Specifi

 Sexual Orientation/Gender Identit

 Abilit

 Caregiving Responsibility

Gender
Which of the following best describes your gender

 Woma

 Ma

 Non-binar

 I use another term (specify)

Race/Ethnicity: General
In the country where your job is located do you belong to a racial or ethnic minority

 Ye

 No

Specific Race/Ethnicity

Important note: There is no universally accepted classification of “race”. 


Another fact: Over 5,000 ethnic groups exist in the world.

Race and ethnicity are different yet inextricably intertwined. This statement creates a  paradoxical situation, and there are 
frequently concerns about the wording of the “racial demographic” question on the survey - particularly for organizations 
who have not asked this question of their employees before. Natural concerns arise:


My background isn't reflected in these choices. How can I just choose one option if I identify with various diverse 
characteristics (i.e, bi-racial, ethnic religion & ethnic backgrounds)?


We've created the default question using the current and most commonly used racial categories in different global regions, 
and we’ve added an option for self-identification, for those who identify with multiple or other categories. 

Which of the following best describes you? (can be edited for country-specific compliance/relevance)

Organizational Demographics

For these organizational identifiers, answer 
categories can be customized

 Job Leve

 Tenur

 Location
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UK
 Asian/Asian British

 Black/African/Caribbean/Black Britis

 Mixed/Multiple Ethnic Group

 Whit

 Other (Specify)

Non-UK
 Arab

 Asia

 Black/ Black African/Caribbean

 Hispanic/Latinx

 White (not Hispanic

 Two or more Ethnic Group

 Other (specify)

US - EEO Compliant
 Asia

 American Indian or Alaska Nativ

 Black or African America

 Hispanic or Latin

 Native Hawaiian or Other Pacific Islande

 White (Not Hispanic or Latinx

 Two or more races (Not Hispanic or Latinx

 Other (specify)

LGBTQ+ Community
Do you consider yourself a member of the LGBTQ+ community

 N

 No, but I consider myself an Ally (personal supporter) of my LGBTQ+ 
colleague

 Ye

 Prefer not to say
Job Level
What is your role in the organization?

 Administrative Suppor

 Entry-Leve

 Individual Contributo

 Mid-level Manager (manager of employees

 Senior Level Manager (manager of managers

 Top Management/Executive

Tenure
How many years have you worked at this company (or a company that has been acquired 
by or merged with this company)

 <1 Yea

 1-2 Year

 3-5 Year

 6-10 Year

 11-20 Year

 +20 Years

Location
When not working from home, which is your primary office location?

 Location 

 Location 

 Location C

Ability
Do you have any of the following ongoing (diagnosed or not) disabilities

 I do not have any disabilitie

 Blindness or vision los

 Deaf or hearing los

 Mobility disorder/limited mobility (e.g., wheelchair bound

 Chronic illness or pai

 Mental health conditio

 Neurodiversity (ADHD, dyslexia, autism-spectrum, etc.

 Multiple (specify

 Other (specify)

Caregiving Responsibilities
Within your family, do you provide 50% or more of the caregiving hours for 
any of these dependents

 I am not a primary caregive

 Child(ren) under 5 years ol

 Child(ren) 5-18 years ol

 Adult family or relativ

 More than one of the above (specify

 Other (specify)

Recommended Organizational Demographics

Pulsely’s standard report includes five personal demographics and three organizational 
demographics, as described in the next section. Taking the pulse of each of these 
groups will offer sufficient guidance for most organizations.
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c) Additional Demographics

If you are more advanced in your DEI strategy, you may be ready to add additional demographic groups or layers of analysis. Some 
industries or locations may also have specific groups they need to monitor.


Furthermore, certain diversity factors may be more relevant to different companies and industries. We encourage you to carefully consider 
the value of this additional data collection and whether it is critical to the decisions you need to make this year.

 Ag

 Generatio

 Marital Statu

 Educatio

 Socioeconomic Mobilit

 Socioeconomic Backgroun

 Religio

 Veteran Statu

 Nationalit

 Language: one or two official 
languages

 Asian Heritage

For these organizational identifiers, 
answer categories can be customi-
zed

 Business Uni

 Functio

 Career Progression

Personal Demographics

Organizational Demographics

Additional Personal Demographics

Age
Which is your age group? (can also be uploaded 
in HR data)

 <2

 25-3

 35-4

 45-5

 55+

Generation
Which generation do you belong to

 Baby Boomer

 Generation 

 Millennials (Gen Y

 Generation 

 Other

Marital status
What is your marital status

 Singl

 Married/Long-term Partnershi

 Divorced/Separate

 Widowed

Socioeconomic Mobility (education follow-up)
If the answer to education question is Bachelor or higher:


Were you among the first generation in your family to graduate from 
university

 Ye

 N

 Not Sure

Socioeconomic Background
What was your family’s economic situation growing up

 My family had to rely on government subsidies or charitable 
support in order to provide for me

 My family was able to provide for most/all of my basic needs

 My family had enough money to ensure our position in the 
middle class

 My family could offer financial support whenever I needed it.

Education
What is the highest education degree you have 
completed?

UK Standar

 Less than A-level, High 
School or NVQs 
(National Vocational 
Qualification

 A-level, High School, or 
NVQs equivalen

 Bachelor's degre

 Master's degree or 
Professional degre

 Doctoral degre

 Other

US Standar

 High School or 
equivalen

 Vocational 
Certificatio

 Associates Degre

 Bachelor's degre

 Master's degree or 
Professional 
degre

 Doctoral degre

 Other
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Religion
What is your present religion, if any? (Answer choices can be edited for 
country-specific compliance/relevance

 Atheis

 Buddhis

 Catholi

 Hind

 Jewis

 Musli

 Protestant/Other Christian religio

 Nothing in particular/Agnosti

 Something else (Specify)

Language
One Official Language


Are you a native (official organizational language. Ex: “English”) speaker

 Ye

 No

Two Official Languages


Most of the time, I can understand and converse in meetings in the following languages

 Converse in both (name the two languages

 Converse in main language and understand secondary languag

 Converse in main language and do not understand secondary languag

 Converse in secondary language and understand main languag

 Converse in secondary language and do not understand main language

Veteran Status
(US Standard) Have you ever served on active duty in the U.S. Armed 
Forces, military Reserves, or National Guard

 Ye

 No

Asian Heritage (Ethnicity follow-up)
Companies with a significant Asian employee population may decide to evaluate 
employee experiences at a more granular level. If Asian is checked in demographic 
questions, the follow up question is asked:  What is your Asian heritage

 Central Asian (including Tajikistan, Uzbekistan, Kazakhstan, Turkmenistan, and 
Kyrgyzstan

 East Asian (including China, Japan, Korea, Mongolia, Taiwan and Macau

 South Asian (including Sri Lanka, Bangladesh, India, Nepal, Pakistan, Afghanistan, 
Bhutan, Iran and Maldives

 Southeast Asian (including Brunei, Cambodia, Indonesia, Laos, Malaysia, Myanmar, 
Philippines, Singapore, Thailand, Timor Leste and Vietnam

 Western Asia/Middle East (including Georgia, Armenia, Azerbaijan, Turkey, Cyprus, 
Syria, Lebanon, Israel, Palestine, Jordan, Iraq, Oman, Yemen, Kuwait, Bahrain, Qatar 
and Saudi Arabia

 Mixed/Multiple groups

Nationality
What do you consider to be your primary nationality

 Eastern Europ

 Western Europ

 North Americ

 Central/South Americ

 Asia/Asia Pacifi

 Middle East/North Afric

 West/ East/ South Afric

 Other
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Additional Personal Demographics

Will you need to cut the data by business unit or function? An important consideration here is the 
number of employees in your organization. You will need at least 15 responses per department to draw 
a comparison. If you have a department smaller than that, you will need to combine it with another 
department that makes logical sense (Example: combine accounting with finance).


Additionally, if you want to analyze (cross-tabulate) departments by specific demographic groups, you 
will need to make the segments even larger. (Example: You have 20 people in a department, and 20% of 
them are women. Even if 100% participated in the survey, you would only have 4 women respondents 
and that is not large enough to ensure anonymity of their answers).

Additional questions can be customized at an additional fee. See example below.


Please consider these questions

 Is your organization currently addressing any additional demographic groups? Will you need to 
collect data on those

 Are there hypotheses you need to evaluate about significant barriers to inclusion in your 
organization (See section II “Capture Relevant Hypothesis” on page 4)? Which demographic categories 
give you the answers you need?

Example: 


If you currently capture data on the gender and race of your leaders, we can examine the patterns of 
experiences by demographic pairings between Managers and employees (such as women employees 
with managers who are men or black employees with white managers).

Business Unit
In which business unit do you currently work

 Business Unit 

 Business Unit 

 Business Unit 

 Business Unit D

Career Progression
While working at this company, have you received a 
promotion to a more senior position in the last 3 
years

 Ye

 N

 No, but I have not yet worked for this company 
for more than 3 years

Function
What function do you currently work in? (May need to 
further customize

 Customer Service/Support

 Finance/Accounting/Human Resource

 I

 Legal Manufacturing/Production Operation

 Research and Development

 Sales and Marketing

 Service Deliver

 Other (specify)

Example Report Analysis Categories (combined 
based on responses for your company

 Support: (Finance, Accounting, HR, IT, Legal, 
Customer Service

 Line: (Operations, Manufacturing/Production, 
Service Delivery

 Sales/Marketin

 Research & Development

d) Custom Demographics


