
Guideline: from Data to 
Interpretation to Action!    
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INTRODUCTION
This guideline is made for all directors, HR professionals and (team) managers  
who use 2DAYSMOOD to give their working climate a sustainable positive boost. 
We provide comprehensive answers to 4 frequently asked questions, with a focus 
on the mood measurement. This way you learn to better understand the strategic 
value of the results and turn data into tangible actions, step by step!

  Take a look at your online dashboard. An example: In your dashboard you see 25% 
stress in your team. You also notice that the satisfaction level about the leadership is 3.8, 
but the importance level scores a 4.5. What do these numbers actually mean? Is 25% 
stress in the team high or low? Does the driver leadership require immediate action?  
Do you have to continue measuring or should you feel satisfied about this result? 

No worries. We will help you to interpret your results and to link them to priorities and  
actions. Ultimately you have the answers to the questions:

1. WHAT DO THE FOUR MOOD QUADRANTS MEAN?
 Stress, Dissatisfaction, Satisfaction, Excitement
2.  HOW SHOULD I INTERPRET THE DATA ABOUT MOODS? 

What are the desired percentages within the mood quadrants? 
What goals can I set to improve my results?

3. WHAT ACTIONS DO I HAVE TO TAKE?
4. HOW CAN I MEASURE WHETHER MY ACTIONS HAVE AN EFFECT?



1.  WHAT DO THE FOUR MOOD  
QUADRANTS MEAN? 

Every week you gain insights into how employees feel. The weekly report shows in  
percentages how often an emotion was measured within your team in the past week. 
In the dashboard with mood results, the emotions are divided into 4 quadrants; stress, 
dissatisfaction, satisfaction and excitement. Here the percentages indicate which moods 
occur to what extent during a (to be selected by you) period. That is why it is smart to 
use the weekly report results for a weekly check-in, and the dashboard to follow the 
change in emotions over time.

STRESS 
This quadrant includes the following emotions: Frustrated, Tense, Distressed,  
Annoyed, Angry, Alarmed and Afraid. 

Stress is characterized as the feeling employees get when there is a presence of work 
pressure or when there is a lack of both work-related energy sources (think of auto-
nomy, social support, feedback, and coaching) and personal energy sources (think of 
optimism, self-worth, stress resistance and self-effectiveness). Light or short-lived work 
stress is normal at the workplace and can even have some positive effects. A small dose 
of stress makes employees more focused, motivated, energetic, alert and ready to take 
on new challenges. However, long-term or excessive amounts of stress can have a  
negative impact on productivity, focus, social relations and the physical and mental  
state of your colleagues. 

DISSATISFACTION
This quadrant includes the following emotions: Tired, Down, Miserable, Bored, 
Droopy, Gloomy, Sad and Depressed. 

Dissatisfaction is characterized by employees who experience a low level of energy  
and joy at work. Unsatisfied employees are for some reason turned off (boredom by  
monotonous work or intense fatigue). A small source of dissatisfaction could precisely  
be the motor behind great improvements.  Nonetheless, if these negative emotions are 
long-term, they may have a negative impact on the engagement, motivation, productivity 
and willingness to change of the employee. Unsatisfied employees score high on sick  
leave, can influence the atmosphere in the team negatively and are perhaps looking for  
a different job.   

if you want to read more about the scientific background of this mood measuring 
method read our whitepaper. (soon available for download on our website)
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SATISFACTION
This quadrant includes the following emotions: At ease, Relaxed,  
Content, Satisfied, Serene, Calm and Sleepy.

Satisfaction can be described as a general feeling of well-being. A satisfied employee is 
generally content when the work and the working environment sufficiently match his  
or her needs and expectations. This quadrant gives an indication of the number of  
employees in your organization that work with pleasure and motivation, but have a 
lower degree of activation than the group of enthusiastic employees. These employees 
quietly hope that things stay the same (as much as possible) and can therefore have a 
conservative, wait-and-see and sometimes defensive attitude.   

EXCITEMENT
This quadrant includes the following emotions: Enthusiastic, Cheerful, Aroused,  
Astonished, Excited, Amused, Delighted, Happy, Glad and Pleased. 

Excitement can be described as the level of enthusiasm that employees feel towards 
their work. It is the combined sum of three factors: bursting of energy, strong involve-
ment with the organization, colleagues and clients, and getting completely engrossed 
in your tasks (flow). An excited employee possesses a most positive attitude and gladly 
takes extra steps to contribute to their work, getting involved with the organization and 
their colleagues, and to further develop their selves. Excited employees work harder, are 
goal oriented, are open to new ideas, are both physically and mentally healthy, and start 
their work day with much energy and joy. In other words, they contribute to the success 
of the team and organization.   
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2.  HOW SHOULD I INTERPRET THE DATA 
ABOUT MOODS? 

You probably wonder if your results are good or bad. What are the desired percentages 
within the mood quadrants? Or what goals can you set to improve my results?  
We provide tips and explanations for each quadrant!

 Attention:  the duration of data collection is essential to provide a reliable and  
representative picture. Measure a few weeks (4-12) and use this  
information to determine what is normal, realistic and desirable. 

 

STRESS PERCENTAGE: ESTIMATE AND MANAGE DESIRED STRESS LEVELS 
When can or should stress be defined as a potential negative influencer of performance?  
When are stress levels (too) high?

Step 1: define an accepted stress value. 
The first step you have to take is to define what you as a team consider your accepted 
stress level – this is your set point. Have a look at the average stress percentage of the last 
4-12 weeks. Let’s say your average stress percentage is 21%. Discuss in the team if you  
experienced the stress as negative or normal? Did the stress negatively impact your 
work-life balance? Or did it help you reach your deadlines and boost the team performan-
ce? Have a look at how stress levels moved over time, what would you as a team consider 
an accepted level of stress? Set one target (e.g. max. 20%) or a range (e.g. between 0-25%) 
for your team. Is it important that you define the goal as concrete as possible. Over time, 
you can always decide to adjust it a bit when you discover that other targets lead to higher 
team happiness. 

Step 2: check for deviations. 
Now that you have your reference/set point, it become quite easy to monitor if there  
are deviations. Stress now deserves attention if the following two scenarios happen:

1.   The stress level in one week is significantly higher than your accepted level.  
For example +20% higher. 

2.  The average weekly stress level is showing an increasing trendline over time and is 
about to or has exceeded your accepted stress level. For example in the last 4 weeks 
stress is increasing without showing a drop. 

Guideline stress percentage:  
ideally 0-20% of the employees belong in this quadrant 



In these scenarios ask yourself the following questions:

     Are these stress levels normal? 
For example, if it is a period in which your team is more stressed due to demands 
from clients, your branch or type of business. 

 
     Are these stress levels desired? 

For example, if important deadlines are approaching, a little stress is helpful  
for employees to be more focused and productive. 

     Are these stress levels temporary? 
For example, if stress is caused by unexpected issues or recently communicated  
organizational changes.

Have you answered ‘no’ to one of the questions above? Then it is time to take action. 

Step 3: throw the topic on the table! 
Gather your team/colleagues and ask: ‘what causes this stress’, ‘what is needed to  
relieve stress?’ and ‘what can we do together to lower the negative feelings of stress?’ 
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DISSATISFACTION PERCENTAGE: KEEP IT AS LOW AS POSSIBLE
The level of dissatisfaction is determined by emotions that can be caused by  
various factors: physical, mental, work-related or private. Although "stress" feels  
urgent, "dissatisfaction" should not be underestimated. Usually the people who leave  
your company or negatively influence the working atmosphere are found in this quadrant.

Step 1: discover the root cause 
In the past 4 weeks, do you see that more than 20% of your employees/colleagues  
belong to this quadrant? Then discuss the mood results in your team or in one-on-one  
conversations. Make it clear that you want to have an open conversation in a safe environ-
ment, so that you can elaborate on the specific emotions that cause dissatisfaction. Fighting 
sadness, for example, requires a more sensitive approach than tiredness or boredom.

step 2: baseline assessment of satisfaction and importance
In addition to the conversations at team level, if you also want an overall picture of (diss)  
satisfaction in the organization, analyze (or reactivate) the baseline measurement to dis-
cover which motivations have a negative influence. The baseline measurement results are 
a blueprint for determining priorities. Highlight the themes that score high on satisfaction, 
and be the first to tackle the themes that score very low. If necessary, also compare the 
results at department or team level for a more specific approach.

  Tip:  in the e-learning environment if you select the ‘dissatisfaction’ tag, you will find  
an learning article ‘How to increase employee satisfaction’ that will support you  
with valuable tips and tricks. 

HAPPINESS PERCENTAGE: SETTING A POSITIVE TREND IN MOTION 
With the 2DAYSMOOD mood question, positive emotions of employees are measured.  
These emotions are subdivided into the "satisfaction" (positive emotions with a lower 
energy level) and "excitement" (with a high energy level) quadrants. It is best to analyze  
these quadrants together as a "happiness percentage." You can follow the happiness  
score of your team or organization as a trendline in the online dashboard. 

Guideline dissatisfaction percentage:  
ideally 0% of the employees belong in this quadrant. 

Guideline happiness percentage: ideally over time  
(e.g. more than 4 weeks) 75-100% of employees are scattered between  
quadrants of satisfaction and excitement. No worries if you see small  
fluctuations in the trend lines, nobody feels happy 100% of the time.  

As long as the positive trend returns. 



SCIENTIFIC BACKGROUND
Happiness in your work means that you experience more often positive emotions  
than negative emotions. When we experience positive emotions, we are more likely  
to be creative, to see more opportunities, to be open to relationships with colleagues,  
and are more flexible and open-minded (Barbara Frederickson, 2009). All contributing to 
better team collaboration and -achievements. Experiencing positive emotions will also help 
people build enduring energy resources and therefore enhance the ability to cope with 
unpleasant events at work (Barbara Fredrickson, 2009). 

Step 1: define your desired positivity ratio
Happiness at work does not mean that everybody is  ONLY experiencing positive emotions 
all the time. This is unrealistic and not even desired. The experience of negative emotion is 
relevant and important in life and facilitates learning, deeper understanding of ourselves or 
initiate great personality traits like modesty, empathy and care. Without downs you cannot 
experience peaks. Research by Frederickson (2009) shows an approximate 3 to 1 ratio of 
positivity as being ideal in terms of high functioning teams, relationships, and marriages. 
Experiencing positive emotions to negative emotions in this approximate ratio leads people 
to achieve optimal levels of well-being and resilience. 

Step 2: not a hard goal but an appropriate balance
Prevent that the happiness percentage becomes a weekly or monthly goal. Feeling sad, 
tired, frustrated or tense is also part of working life. It is more important that people feel 
comfortable enough to show their true mood. So replace "we aim for a happiness score of 
80% every week" with more flexible goals. For example, monitor how the happiness trend 
moves in the online dashboard and determine a desired lower and upper limit. For exam-
ple, also use your positivity ratio for longer periods. Or try to ensure at least one happiness 
peak every month (read tips below on how you can do that). In essence, make sure that 
the total percentage of positive feelings prevails over negative feelings. In essence, the total 
percentage positive feelings should prevail the negative feelings.
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3. WHAT ACTIONS DO I HAVE TO TAKE?

Now that it is clear how the results can be interpreted, it is time to follow up with action! For 
this you use your most recent baseline measurement results. Don't you have those results? 
Then you (or the 2DAYSMOOD contact person within your organization) can first activate a 
new baseline measurement, which is completed within 6 weeks.

step 1: Set priorities 
Not all drivers have the same priority or must be resolved immediately. The more topics you 
want to tackle, the higher the chance that a topic cannot be picked up. This means you lose  
the employees in the process. "You see, you are not taking our feedback seriously again", 
watch out for this! It is a real killer for an employee survey. Establish which bottlenecks should 
be tackled based on the baseline measurement results. Look here at the size of the "GAP" and 
how high the importance score is to discover which issues have the most urgency or where 
the biggest improvement can be achieved. Make a distinction between short- and long-term, 
and organization-wide or department-specific.  

Step 2: Go for focus
In an ideal situation, you would be multitasker who can take on every single problem.  
Unfortunately, it is simply not realistic to solve all 15 drivers for a positive working  
environment at the same time. Based on your priorities, always start with 1 or 2 drivers  
as focus areas for improvement. Tip! Also communicate about a driver which shows high  
satisfaction levels. This positive feedback stresses that certain subjects are already going 
well, promotes proudness and is a good boost for the atmosphere!

Step 3: deep-dive surveys
Do you need more feedback to understand better why a certain score in the baseline 
measurement is low? Set up in-depth surveys to collect more in-depth feedback about  
these focus areas. Select the correct driver in the survey module and choose the state-
ments that apply to your organization or team situation. Try to only select questions that 
you think are needed to gain more insights to take effective action. You can also add a 
question to a driver yourself. Pay attention here: formulate a non-ambiguous question  
and make sure there is a link with your employee engagement strategy! 

Guideline baseline: if your results in the baseline measurement  
(for example in the heatmap) show that the satisfaction level is more  

than 1.5 points lower than the importance level (gap score), then these drivers 
deserve attention. You can quickly analyze this by turning on the red, orange and 

green spotlight. The red scores have the highest priority. Do you see little red? 
 (Nice!) Find the biggest gaps within the orange scores.
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  Pay attention: only measure when necessary!
There is no guideline for the best deep-dive survey length or content. This all depends  
on the information you as director, HR or team leader lack to understand why a certain 
score in the baseline is low. The length of your survey will depend on the number of ques-
tions you select and your frequency. Think strategically, when do you want the survey to be 
ready? How will you present the results to the employees or my team? For example, have a 
look when a team meeting or organization event is planned. Be careful, if you don’t have a 
follow up plan, don’t just run a survey to cover time. Taking breaks in the measuring is also 
perfectly fine, for example during holiday season or to give the participation a new boost.

Step 4: knowledge, tips and exercises for improvement! 
Of course you always start by communicating the results, even if you do not yet have a  
fully devised improvement plan. Sometimes discussing results together already result in  
a huge improvement, solutions can be obvious, or colleagues share good ideas. Which 3 
actions can you take together in your team to turn negative scores into positive ones?

In addition to your own ideas, the 2DAYSMOOD organizational psychologists have also com-
piled numerous knowledge articles, videos and practical exercises in the online E-learning 
omgeving. You can filter by subject to find the right content.  
 
For example on moods (stress, excitement), but also on drivers (internal communication, 
work-life balance), and exercises especially for teams and managers (team exercise,  
manager essentials)

  Tip:  in the e-learning environment filter on ‘guidelines’ to read the 10-step-guideline 
“From baseline measurement to continuous measurement in your organization"

https://2daysmood.eu/app/vue/content_page?desc=emood&content_group=emood
https://2daysmood.eu/app/vue/content_page?desc=emood&content_group=emood
http://


4.  HOW CAN I MEASURE WHETHER  
MY ACTIONS HAVE EFFECT?

You can measure the impact of your efforts, created awareness or concrete  
interventions in different ways. We will explain them one for one. 

eNPS: measure impact on organizational level
Actions and interventions taken on organizational level can be measured via the employee Net 
Promoter Score. (Do you remember? With the eNPS you measure how likely your employee 
would recommend your organization as a good employer to others, on a scale from 1-10). 

The eNPS can be used as KPI for the management board and/or HR department. Because 
the eNPS is internationally recognized and calculated according to the same formula, you 
can compare your score with other organizations for benchmarking. Curious how your 
organization scores in comparison to other organizations in your industry? For example, for 
the Netherlands you can benchmark with research done by Integron (Medewerkersbeleving 
report) or the Happiness Bureau in collaboration with Steda.

Be careful though: to our opinion external benchmarking should never be your one and 
only point of reference. Every industry and organization is unique. Therefore it is wiser and 
more relevant to look at your own culture and people. How are your employees thinking 
about your organization? Therefore, regularly measure your eNPS and track how it changes 
over time. 

   Tip:  Have look at our knowledge article ‘5 tips to take action on your eNPS’ to  
better understand the strategic value of the eNPS. Select the tag ‘eNPS’ in  
our e-learning environment. 

 
15 drivers baseline: measure impact on team- and organizational level 
The impact of actions and interventions on organizational as well as on team level  
can be measured via the 2DAYSMOOD baseline questions. All of the 15 drivers of the  
Employee Happiness Model can be measured at once with the 5-weeks baseline  
assessment or can be measured individually. That way you can choose more in- 
depth and different types of questions. 

Guideline eNPS:  
ideally 0% of your employees are detractors (they give a score between 0-6).

Guideline driver measurement: ideally the satisfaction score 
is higher or equal to the level of importance. 

11



How can you approach this?

  Start with the 5-weeks baseline assessment and repeat this measurement after 6 
months. The results can be broken down to team level. In case of two or multiple 
measurements, place the heatmaps next to each other and compare them. 

  You can also choose to activate 1 or 2 in-depth survey modules after the baseline 
measurement, about drivers that have priority. Make sure that you also select the 
question that was asked in the baseline measurement. 

  For both options you will see a trendline in the dashboard  results  per  
theme (organization, people, job, wellbeing). In the graph shown per driver multiple 
measurement points are automatically visible when you have asked the same  
baseline measurement several times (don’t forget select a broad time period). 

Where to pay attention?
The impact of interventions can be detected through changes in the height of the scores 
and by decreasing differences (the ‘gap’) between the level of satisfaction (current situation) 
and level of importance (desired situation).  

  Tip:  in the online dashboard, via the menu item ‘user support’, you will have access  
to helpful guidelines. Read our Handbook ’15 drivers that impact employee  
happiness’ to get more inspiration and insight into how you can improve the  
engagement and work happiness.  

Mood: measure impact on team level
On team level the impact of actions and interventions can immediately  
(or at least on the short term) be detected in the changes in the mood. 

  Tip:  You can also tackle the impact at team level in a joint and targeted manner! Filter 
on "Infographic" in the E-learning and view the infographic "More energy in your 
team in 6 weeks".
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CONCLUSION

    First, understand the data that has already been collected.

    Secondly, give meaning to the data as a team or team leader.

    Thirdly, follow up on the results by taking action. 

    Fourthly, monitor the impact of your (team) actions and interventions. 

Regardless of which score you use to measure impact, don’t just define a set point/target. 
Have a look at team level, what is a realistic and preferred set point? Stress, happiness  
and drivers of happiness can be (temporarily) influenced by external factors, personality 
traits and work situations, that differ per team. Define your accepted levels or desired set 
point together. 

Robin van der Meulen | Strategic Happiness Expert | 2DAYSMOOD

For more information, tips and support go to
'user assistance' and 'e-learning' in your online dashboard

WWW.2DAYSMOOD.COM

https://2daysmood.com/
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