
Semcon measures 
its HR processes 

continuously

A business case from Quicksearch



Lately we have noticed that many of our HR customers choose 
to measure processes continuously as a complement to the 
yearly employee survey. In this way, they can focus on conti-
nuous improvements.

A company that has embraced this view is Semcon. With its 2,000 
employees distributed in 8 countries, they currently measure four 
different processes. In this interview, Christian Grönwall goes 
through the insights gained through process measurements and 
shares some tips on how to get started, as well as how to motivate 
both employees and management to participate.

Tell us about Semcon and how you contribute to 
the world? 

We at Semcon aim to benefit our customers’ end users. We do this through 
the development of technical products and product information in various 
forms. We work with everything from cars and nuclear power plants to medical 
equipment and facilities. Our positioning is ”product development based on 
human behavior”. We use User Experience as a starting point for product 
development, i.e. the more we know about people and their behaviors and 
preferences, the better the products and services we offer.

To find out 
more about how Semcon catches 

feedback from their employees, we 
interviewed Christian Grönwall, Head 

of HR & Communications for the 
Product Information business area. 

Christian has been working at 
Semcon’s headquarters in 

Gothenburg since 2010.



How would you describe the HR function within 
your area of responsibility at Semcon? 

HR within the Product Information business area consists of 12 people. Within 
HR there is a strategic group that works with 3-5-year plans that are broken 
down into strategies and annual business plans. The strategic group carries 
out key initiatives for the entire business area, and sometimes for Semcon as 
a whole, as well as supporting HR in the country organizations. Each country 
often has an HR manager and a recruitment function as support. This is more 
or less how it looks in every country. HR has a ”service promise” which is a 
promise to the organization about the value HR will contribute to in all the 
different phases of the employee lifecycle. We have divided the life cycle into 
six phases. Attract, Recruit, Develop, Employee Relations, Exit and Communi-
cations. Each phase has a defined purpose that has been broken down into 
concrete activities. 

In order to streamline this process, we sought a partner that could help us see 
what drives our ability to attract, recruit and retain the right people. Regular 
measurement tools look back on what happened. We wanted instead a sys-
tem that could show us how we can achieve a desired condition for Semcon.  
A regular system was never in question, we requested a partner who could 
provide us with a solution that could continually help us follow up our unique 
HR KPIs. We found it in Quicksearch!

Together we have developed a solution that was able to describe a desired 
state for us. Something we found important was to never put words into the 
mouths of our employees. For example, if we are asking about strengths and 
challenges, employees should not choose from response options that an ex-
ternal company has developed. Benchmarking is valuable of course in some 
key areas, but not at the expense of the voice of the employee.  

What is Semcon’s overall goal? How are these  
anchored in HR work? 

The overall goal for us is profitable growth. For us at HR, this breaks down 
to ensure the right person in the right place at the right time. Since I came 
onboard seven years ago, we have grown by over 70%, when looking at the 
number of employees. Per year this means growth of about 15% -16%. The 
goal is to become the largest company in product information in the world, 
as part of this we will go from 700 to 1000 employees in the near future. This 
is broken down by country to see what it means in China, the UK or Hungary, 
for example.



In what way does Quicksearch help to achieve  
these goals?

Quicksearch has helped us answer the question: ”How can we predict our 
ability to take corrective action?”. We strive to be better at anticipating our 
ability to grow by attracting and retaining our target group. The corrective 
actions need to be done before we stand there and realize that we are not 
able to attract and retain the right people. 

As I mentioned earlier, we were not looking for backwards looking metrics 
and measuring outcomes of things that had already happened, but rather 
establish predictive lead measures to reach the overall goal. To answer 
the question ”What drives our ability to attract, recruit and retain the right  
people?” we set up People Performance Indexes. With the help of Quick- 
search we can now continually follow up several KPIs that become unique to 
us at HR. These are Engagement, eNPS, Leadership Index and Professional 
Development Index as we experience that these drive our ability to attract 
and retain the right people. 

What challenges did you face before you began to 
measure ongoing HR processes?

At the beginning we had a supplier who offered a standard solution that  
asked us largely irrelevant questions. If you cannot act on the answer, it is 
both unnecessary and tactless to ask the employee to answer the question. 
Today, we measure instead the entire life cycle to understand the different 
phases to find strengths and improvement areas to prioritize. The main chal-
lenge for us has been to find the right frequency for the measurements. 
We realized that we measured a bit too often in the beginning and scaled 
down. This was not a big problem, it was easy to adapt. Each survey only 
takes a few minutes to answer, but we are still attentive to the risk of our 
employees feeling ‘survey fatigue’. Feedback is incredibly important to us  
because it helps us to prioritize and focus on the right questions.



What arguments do you think you needed to bring 
the entire company on this journey?

When I ask managers if they can imagine measuring the financial figures 
once a year, they shake their heads, but when I ask about People Performance 
it looks very different. For us at Semcon, the attitude changed when it was  
realized that we actually only measured one process in the form of a large  
annual employee survey, where everyone was able to answer questions 
about everything. 

What’s important is that if you have no ambitions to get better, it does  
not matter how often you measure. If you have an ambition to care about 
relations to your employees, I do not think you should only work with a yearly 
survey. No manager balances the books once a year to be surprised when the 
year is over. You have to find the model that best fits your business needs.

How do you communicate the measurements  
internally?

We communicate before, during and after a measurement with our intranet 
as the primary communication channel. Published on the intranet, among 
other things, are insights before measurements and all the results with an 
accompanying article. Departments and countries also have so-called People 
Groups who work with the results and help set goals for the activities within 
what we call the People dimension, based on the results of the surveys. It en-
gages employees to set goals that actually mean something, and in addition, 
it creates understanding and interest for the business. 

How do you work with the feedback you receive? 
Do you feel that you have been able to use the  
results to improve your daily business? 

The department heads work with the result while HR has a supportive function.
Each group or department reviews the results with the immediate manager 
in a workshop where things are discussed on how to make improvements. 
HR supports activities, best practices, inter-departmental learning, events, 
etc. The goal is to understand what we must do to make an actual difference 
for the company. To build commitment for the surveys we ensure that the 
CEO, Head of Department and country manager comment on the results. 
Everybody should know what the metrics are and where they derive from. 



I take every opportunity I can to draw conclusions, results and insights from 
the system and explain why we should do things differently.

From the end of 2014 we have gone from an eNPS of +5 to +34 at business 
area level. +34 means that almost 50% of all employees answer 9 or 10 and 
act as very strong ambassadors! We have also been able to see that the En-
gagement and Leadership Index has pointed steadily upwards. The system is 
evident and shows where to focus. This makes it easy to talk about the result. 
Employees have such a central role in the organization that our People Per-
formance Index must be part of the KPIs.

Why did you choose Quicksearch as a partner?

We sought a flexible and responsive partner who did not offer a standardi-
zed solution. I appreciate that Quicksearch has great experience and skill but 
at the same time is small enough to be responsive. Finding measuring tools 
is not difficult, but to get a personal and creative partner is not easy. Many 
companies just deliver the system, but the ideas and creative processes are 
left to the customer. 

I have experienced the process to be easy and not as technically intricate as 
I first thought. We’ve even added things step by step to increase complexity. 
One goal we have is to be ”two clicks from action”. We have achieved this with 
Quicksearch! When I recruit within HR and show Quicksearch’s tools, I often 
get the response that I have never seen anything like that.

Before we started working with Quicksearch, I had an idea of what a personal 
relationship with a supplier means. Now this has got a whole new meaning! 
We have got a partner with knowledge in all the areas we need. For example, 
it can occur that influencers at Semcon want to measure certain areas that 
may be interesting to them, but Quicksearch, as consultants and experts, 
can pose the right questions, and get us focused on critical business areas. 
For those who think about getting started and how to measure different pro-
cesses continuously, I recommend asking the question ”What do we want to 
achieve and what should we measure to get there?”. Quicksearch can help 
you with the rest. 

As we try to live as we learn, we must clearly ask our 
favorite question: 

On a scale of 0-10 - How likely is it that you would recommend Quicksearch to a 
friend or colleague?
Answer: 10!
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