
The KPMG 
Culture 
Assessment

People & Change Advisory
____

KPMG Malta 2022



Why People Analytics?

Using People Analytics tools is the difference between an 
organisation making educated guesses and making fact-
based decisions about their people and their 
experience. People Analytics refers to the collection and 
analysis of data gathered from various data points.

Our experience with clients across a variety of 
industries, both locally and internationally, 
demonstrates a movement towards understanding the 
importance of people analytics within an organisation. 

Although historically associated with reporting on attrition 
rates or overhead, we now move into an era where data is 
more focused on understanding more about the employee 
experience. More and more organisations are looking at 
making data-driven decisions that benefit both employer 
and employee.
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Research also supports the importance of People Analytics 
whereby we see that an organisation with a thriving culture 
and overall positive employee experience is:

• 13 times more likely to have highly engaged
employees;

• 3 times less likely for their employees to experience
burnout; and

• 3 times less likely to have layoffs1.

Further to that, organisations that invest in employee 
experience have more than 4 times the average profit. 
They additionally have more than double the average 
revenue compared to those that don’t2. 

It is for this reason that KPMG People & Change Advisory 
sought out to develop People Analytics tools that would 
support organisations in this respect. Our tools focus on 
the employee experience by targeting two important pillars: 
Employee Engagement and Company Culture. 

MEASURE | DEFINE | ACTION
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Our People 

Analytics Tools



8 main organisational 
culture drivers

The KPMG Culture Assessment Survey (1/3)
It is possible for an organisation to evaluate its culture as well as to 
measure the system of values and behaviors throughout the organisation.

This assessment is carried out via a short, online, anonymous survey.

Employee 
Autonomy

Strategic 
Alignment

Customer 
Orientation

Openness 
to change

Senior 
Leadership

Employee 
Development

Rewards and 
Recognition 

Collaboration 
and Inclusion
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The KPMG Culture Assessment also includes an analysis of satisfaction 
with different talent management areas:

Satisfaction with:

Rewards and 
recognition

People 
Management

Collaboration in 
my department

Development 
opportunity

Future career 
opportunity

Work-life balance

Salary and 
benefits

The KPMG Culture Assessment Survey (2/3)
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To provide deep insights into the culture of the organisation, data 
related to the areas below are also collected

Company Values

Employee Qualities

Company Descriptors

Leadership Qualities 

Respondents are given the 
opportunity to express 
what they believe are the 
main values of the 
organisation

Respondents are given the 
opportunity to express 

how they would describe 
the company in three 

words

Respondents are asked 
what they believe are the 
most important qualities 
for the ideal employee of 
the organisation 

Respondents are asked 
what they believe are the 
most important qualities 

for the ideal leaders of the 
organisation 

The KPMG Culture Assessment Survey (3/3)
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Our Approach to 

People Analytics



After collecting data from a people analytics tool, analysis is 
carried out as explained below:

Our Approach to Data Analysis

Results from the quantitative 
data analysis (i.e. quantitative 
questions with a rating scale of 
1-4) are provided and a
comparison analysis of results
per driver and additional
questions between categories
in demographic groups is
provided.

Responses to qualitative 
questions (i.e. open questions 

with write-ins) are analyzed 
individually (per question) using 

thematic analysis which are 
then divided into themes and 

categories, to provide accurate 
and specific results.

This analysis is used to identify 
significant differences between 

demographic groups (i.e. 
ANOVA). In addition, analysis is 

used to identify the most 
critical demographic groups in 

the organisation.

DATADATA
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We use advanced statistical analysis in order to examine significant 
differences between demographic groups. This analysis will allow us to 
identify Critical Demographic Groups in the organisation. These 
identified groups would signify the individuals who have a greater retention 
risk, are more likely to be dissatisfied and are unlikely to promote 
employment at the organisation.  

Once these Critical Demographic Groups are identified a targeted approach 
to transition them out of being Critical Demographic Groups can be 
developed. Similarly, just as Critical Demographic Groups can be identified, 
those groups that may be viewed as more positive can also be identified 
and thus, ambassadors of the organisation will also emerge. 

Outcomes of People Analytics

Our Approach to Advanced Statistical Data Analysis

DATA REVIEW 
(including 

analysis of HR 
data and 
advanced

statistical data 
analysis)

Critical
Departments

Critical Job 
Levels 

Critical Group 
based on Gender

Critical Age 
Groups

Critical Groups 
based on Tenure
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Output of 

People Analytics



Output of People Analytics
Quantitative results focus 

on numerical data and the 
‘WHAT’; Qualitative data 

focus on semantic data and 
the ‘WHY’

Quantitative and Qualitative 
results work together to 
give you a full picture of  
the perceptions of your 

workforce and realities of 
your organisation. 

The results allow 
organisations to make 
targeted people decisions 
that will directly impact  
areas the workforce have 
highlighted as needing 
some improvement. 

Having these results will 
also create a baseline for 
the organisation, with the 
possibility of retesting for 
improvement at a later 
stage.

Comparison 
Analysis 

(department/ age/ 
tenure etc.)
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Sample 

Questionnaire



Sample of Questionnaire 

14



Sample Results



0 to 6 months
3%

1 to 2 
years
10%

2 to 3 
years
35%

3 to 4 
years
15%

4 to 5 
years

9%

5 years or 
more
26%

6 months 
to 1 year

2%

YEARS AT ORGANISATION (N=89)

Sample Results: Descriptive Statistics
The report includes survey results from quantitative data analysis (including descriptive statistics and 
advanced statistical data analysis) and qualitative data analysis. The descriptive statistic analysis includes 
a demographics overview of the survey sample in order to understand if the survey sample sufficiently 
represents the employees in the organisation.

A demographic breakdown of the respondent sample is illustrated in graphical and tabular format
(example below). This includes a demographic overview of the overall survey sample size, the sample size 
per subgroup (i.e. department, location) and demographic characteristics of the sample such as age, 
gender, tenure, etc.

Female
55%

Male
45%

GENDER(N=89)

N.B. please note that fictitious data was used for an explanatory purposes 16



Sample Results: Quantitative Data Analysis
The quantitative part of the report includes the overall organisational survey results per culture driver (i.e. 
eight drivers) and per question (approximately seven questions per driver). The report also includes results 
per driver per department and any other demographic subgroup (e.g. location, tenure in the organisation, age 
group) that the company has opted for. A comparison analysis is also presented, whereby each individual 
demographic factor elements (e.g. different departments, different ages) are evaluated against each other for 
each driver Average scores for each cultural driver are calculated and depicted in graphical formats as 
shown below. 

A ‘traffic-light’ colour system is used to display to clients which drivers are ‘Company strengths’, ‘Areas for 
improvement’, and ‘Areas of critical concern’. 

Only aggregated results are reported to preserve the anonymity of the respondents. 

17N.B. please note that fictitious data was used for an explanatory purposes 



Sample Results: Quantitative Data Analysis
The quantitative part of the report also includes results from respondents on their ratings of: their overall 
job satisfaction, top leadership and employee qualities, and organisational values and company 
descriptors. Respondents can choose employee and leadership qualities from a comprehensive drop down 
menu, whereas organisational values and descriptors are extracted from open ended questions, i.e. 
respondents are free to respond as they wish, whilst satisfaction is rated on a 4-point scale.

Only aggregated results are reported to ensure anonymity of respondents. 

18N.B. please note that fictitious data was used for an explanatory purposes 



Categories including descriptive commentary and % of appearance

19N.B. please note that fictitious data was used for an explanatory purposes 

Sample Results: Qualitative Data
While the results from the quantitative analysis of survey data provide the organisation with an answer on 
‘WHAT', the results from the qualitative analysis provides more insight into the 'WHY’ behind the survey 
results. Qualitative analysis of employee write-ins to the open-ended questions provides an organisation a 
great opportunity to listen to the voice of employees and understand their concerns and areas of 
satisfaction.

The qualitative questions can be customised based on the organisation's needs and requirements (e.g. 
'How satisfied are you with the organisation’s reaction to COVID-19?’ or 'If you could improve three things in 
the organisation, what would you improve?’). 

Write in answers are further analysed using thematic analysis. Main themes and categories are reported 
together with the overall description of comments (i.e. please note that the particular quotes are not reported 
to protect the anonymity of respondents) and the percentage of appearance of each category is also 
displayed. Themes and category findings are further prioritised to offer the organisation a comprehensive 
foundation for creating action plans and implementing further initiatives.

Themes and Categories



The collection of raw quantitative data from the survey allows the use of a 
people analytics approach (i.e. top-down and bottom-up) to dig deeper 
into data and find patterns that might have been overlooked and can 
further lead to creating a foundation of mental and decision tree models. 

The level of advanced statistical analysis can range from comparing the 
results between different groups in order to identify subgroups in the 
organisation that might be a retention risk, measures of connectivity 
between variables to predictive models and forecasting.

The results from advanced statistical analysis are presented clearly and 
easily, which allows leadership to find data-driven answers to people 
related questions, such as ‘which employees are a retention risk’ or ’what 
are the factors that predict high performance and job satisfaction’. These 
findings can be used in the decision-making process of HR, Head of 
Departments and the Leadership Team and can guide data-driven and 
targeted initiatives across the organisation.

Below is an example of the use of Analysis of Variance (ANOVA) in order 
to examine significant differences between different subgroups in culture 
drivers within the organisation (i.e. p-value lower than 0.05 indicates that 
the results are not caused by chance/coincidence). The results allow to 
look for a pattern and identify the subgroup of employees who might be a 
greater retention risk, are more likely to be dissatisfied and are unlikely to 
promote employment at the organisation to others. These results can be 
further used in the designing of a targeted initiative to decrease the 
attrition rate of key talent within the organisation.

Theory

Data

An example of top-down 
and bottom-up approach in 

people analytics

2021
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Sample Result: People Analytics and Advanced 
Statistical Data Analysis

N.B. please note that fictitious data was used for an explanatory purposes 
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