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HOW TO SURVEY STAFF

3.1 STEPS TO SURVEYING STAFF

	STEPS TO SURVEYING STAFF
	√

	1. Determine need for a survey; establish objectives

Discuss the key issues that should be addressed in the survey – ask key staff for input and ensure that realistic expectations are established. The objectives which are set for the survey should be clearly related to possible action once the results are in.
	

	2. Prepare and publicise survey

A survey should be designed around groups of items which relate to the same objective. This makes it much easier to notice any topic that may have been missed out and also easier to draw conclusions from the results (see Writing survey Questions). 

The time taken to complete the survey should be no longer than 15-20 minutes; 50-70 questions are the optimal number. If the survey is longer than this, the results may be affected.

Publicity for the survey involves ensuring that everyone who is to be surveyed understands its importance, aims and procedures. These may be conveyed by noticeboard, email, individual letter and/or by supervisors, employee representatives, and management.
	

	3. Conduct pilot survey

One way to do this is to survey a small percentage of the workforce beforehand. Another is to hold small peer group sessions with a representative sampling of the employee population. 
	

	4. Administer survey

The following are some typical ways of administering surveys: 

· by mail to individual participants within the organisation (but not to home addresses, as experience shows that this produces a low response rate); 

·  at survey sessions where an internal or external facilitator hands out the survey and explains its purpose and the arrangements for maintaining confidentiality; or 

·  posting an electronic version of the survey on each PC. Employees can access it using a unique access code and, when it is completed, can submit it to an external website of the third-party consultant. Alternatively, the survey can be available from the organisation's intranet. The results are collated on a special file and sent by the IT department to an external consultant for analysis. This approach results in cost savings for printing booklets, envelopes and reply-paid stamps. The one-off program-writing cost can sometimes be amortised within the administration of the first survey.

· The most effective way is to personally distribute and collect the surveys (confidentiality can be ensured by inserting the surveys into a sealed box in front of the respondent). Other ways of increasing employee participation are as follows: 

· if the survey is conducted by post, supply postage-paid envelopes; 

· conduct the survey during working hours; 

· keep the survey short; and 

· preview the survey with management and supervisors and provide training for them in how to give and receive feedback. If they feel secure in knowing what is expected of them, then they will feel more comfortable in encouraging their subordinates to respond.
	

	5. Gather and analyse results

It is vital that the method of data analysis is considered when the survey is being put together in the first place. Generally, a fairly simple method of data analysis should be sufficient, such as any of the following methods: 
· frequencies: tabulations of the percentage of each of the answers to a particular question; 

· cross-tabulations: tabulations of the responses to one question compared to responses to another question, e.g. compare attitudes to the company's EEO program with the gender of the respondents; 

· means and standard deviations: these are useful for questions which are based on rating scales. The mean is the average point on the rating scale and standard deviation measures the difference between the rest of the responses to the question and the mean.

Technology can offer some time-saving options, e.g. computer scanning of response sheets, or the entering of answers by respondents directly into the computer. 

Usually three kinds of issues arise from organisational attitude surveys: 

· policy issues, which only senior management can address; 

· departmental, work group or supervisory issues, which must be resolved at these levels; and 

·  inter-departmental issues, requiring an interdepartmental taskforce to resolve.

If possible, survey data should be grouped to reflect these different levels of issues when compiling a summary of findings. Alternatively, groups of items on particular issues should be reported together, e.g. items concerning pay satisfaction. 
	

	6. Report back to Employees

The optimal period of time to provide feedback is 30 to 60 days. Waiting longer than 90 days has a negative effect on future surveys. Feedback should first be presented to those who are overseeing the survey project, i.e. to senior management or to the survey committee (with management and employee representatives) if one has been set up for this purpose. Once the results have been accepted by the committee or management, they should then be fed back to all employees. 

The way in which feedback is presented depends on the size, structure and resources of the organisation. Survey feedback sessions should be organised through the department/branch/business unit structure, with line managers taking responsibility. Whatever approach is chosen, employees should have the opportunity to ask questions and ensure that they understand the findings. 

Management should give employees a clear indication that the next stage is to implement the results wherever possible. It also is preferable to give some indication of the time frame within which action will be taken. Commitment to follow up the survey results will indicate that management is committed to organisational improvement. 
	

	7. Diagnose problems and review plans

Once decisions have been made about implementing survey findings, then their connection with the survey should receive wide publicity, even if it is some time afterwards. 

Managers should not feel that they have an obligation to say ``yes” to all of the issues which arise from the attitude survey. If there is an issue about which it is impossible to take action, then managers need to frankly discuss with employees why this is so. 

Information from attitude surveys can be vitally important in long-term planning. Information can be incorporated into strategic planning, which in turn can be incorporated into the performance appraisal system. This provides performance standards and allows monitoring of the goals which have been set.
	

	8. Take necessary action and evaluate results. 

Once action plans have been finalised and communicated to staff, implementation should commence immediately. Two ways of evaluating the results of these actions are as follows: 

· ensure that measurable indicators of change are used and; 

· re-administer the survey after changes have been in place for some time and measure whether the changes are successful.

Regular surveys will provide an effective barometer of the success or otherwise of change. 
	


3.2 WRITING SURVEY QUESTIONS

	Sub-topics
	Break down topics into separate questions on each sub-topic, e.g. if asking about employee benefits, specify each one, such as child-care, loans, superannuation, etc.

	Multiple questions for important variables.
	For important issues, it is a good idea to ask variations on the same question. This improves reliability. For example, as well as asking ``How satisfied are you with your progression in this company?”, also ask a question such as ``How well has the company done in providing a career path for you?”

	Match the format to the objectives
	Use open-ended fact questions to assess employees' understanding of facts, e.g. ``What percentage of your salary does the company pay in compulsory superannuation?” 

Use open-ended opinion questions to get suggestions or to find out why employees hold the attitudes that they do, e.g. “What changes would you like to see designed into your new work station?” 

Use agree/disagree ratings with statements about feelings and perceptions. For example, to the statement “Women employees are being given unfair advantages because of the EEO program” typical answers might be ``strongly disagree”, “disagree”, “neither agree nor disagree”, ``agree” or ``strongly agree”. The advantage of this type of question is that it is easy both to answer and to tabulate. 

When devising questions, be careful not to include more than one item within a question, e.g. ``I find my work to be difficult and challenging”.

	Yes/no items
	Straightforward information can be obtained best by a straightforward yes or no question, e.g. ``Does your supervisor review your performance every six months?”

	Other rating scales.
	Scales can assess frequency (never, sometimes, always) or comparisons (“do we offer less than, the same as, or more than someone else?”)

	Selecting several items.
	Respondents can be asked to select several items, eg ``Select three packages that meet your training needs”. A maximum of three rating scales is recommended, as using too many scales will cause confusion.


3.3   EXAMPLE - EMPLOYEE MOTIVATION SURVEY 

Please answer every item, even if you do not have direct experience of the specific behaviour. It's better to make an informed guess than to leave an item blank. Please allow approximately 15-20 minutes to complete the survey.  
A. Current Work Situation
	Satisfaction with Supervision 


	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	My manager has time for me  
	
	
	
	

	My manager sets reasonable goals  
	
	
	
	

	My manager praises me for a job well done
	
	
	
	

	My manager clearly communicates what is expected of me
	
	
	
	

	My manager demonstrates trust and confidence in his/her team
	
	
	
	

	My manager inspires me to achieve my performance and development goals  
	
	
	
	

	My manager provides me with effective feedback and coaching
	
	
	
	

	I respect my manager
	
	
	
	


	Satisfaction with Leadership


	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	The CEO has presented a clear vision and strategy for the business 
	
	
	
	

	The CEO upholds our core values
	
	
	
	

	The CEO has a genuine concern for staff development
	
	
	
	

	I respect the CEO
	
	
	
	


	Satisfaction with Work


	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I find my work challenging
	
	
	
	

	I enjoy the variety in my work
	
	
	
	

	I feel able to call on my fellow employees to help me when I have a work-related problem
	
	
	
	

	I am encouraged to work with employees from other groups to solve problems as they arise
	
	
	
	

	I am clear about how my job performance will be evaluated
	
	
	
	


	Planning and Development 
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	The organisation is well managed
	
	
	
	

	The organisation recruits the right people
	
	
	
	

	The organisation performs effective inductions with new staff to make transition into the team as smooth as possible
	
	
	
	

	Staff in my work group are continuously trying to improve our work processes and procedures
	
	
	
	

	The organisation is continuously trying to improve the quality of the products and services we provide to both internal and external customers
	
	
	
	


	Trust 
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I trust my co-workers
	
	
	
	

	I trust the partners I work with
	
	
	
	


	Morale
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I enjoy working in my team
	
	
	
	

	Most staff in my team are happy with their work life  
	
	
	
	


	Commitment
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I like being a part of the direction  the organisation is going in
	
	
	
	

	I like being a part of the solution for our clients
	
	
	
	

	I am committed to the core values of the organisation  
	
	
	
	

	As a organisation we act with integrity and uphold our professional ethics in all our dealings
	
	
	
	


	Communication
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	People communicate comfortably with one another in this organisation regardless of their position
	
	
	
	

	My manager is available when I need to talk
	
	
	
	

	I am satisfied with the quality and frequency of information from management
	
	
	
	

	I know where to go to get the information I need to effectively perform my job
	
	
	
	

	I feel out of the loop when it comes to communications from senior management
	
	
	
	

	I would be comfortable approaching either senior management or HR regarding an unresolved issue in my team
	
	
	
	


	Teamwork
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I feel part of a team
	
	
	
	

	Most of my work colleagues can be relied upon to do as they say they will do
	
	
	
	

	Most of my co-workers would get on with the job even if managers were not around
	
	
	
	


	Work Autonomy
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I am given the opportunity to be involved in decisions that directly affect my job
	
	
	
	

	I am given the opportunity to expand my job tasks
	
	
	
	


	Stress/Workload
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	The workload placed on me is fair
	
	
	
	

	There is never enough time to get all the work required done properly
	
	
	
	

	I often feel stressed at work  
	
	
	
	

	The inefficiencies of some staff, are too often, carried by other staff
	
	
	
	

	I find it difficult to balance my home life and work
	
	
	
	


	Strategy
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	The organisation’s vision, strategy and values have been clearly articulated and communicated
	
	
	
	

	As a organisation  we embrace change to realise opportunities for ourselves and our clients
	
	
	
	

	I am optimistic about the future of the organisation
	
	
	
	


	Clients
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	I feel our clients believe we provide value for money
	
	
	
	

	I feel our clients are satisfied with and value the service we provide
	
	
	
	

	I feel our clients are aware of the range of services we can provide
	
	
	
	


	Overall
	Strongly Disagree
	Disagree
	Agree
	Strongly Agree

	Overall, I have pride in working for this organisation       
	
	
	
	

	Overall, I am happy with the level of teamwork and support at this organisation 
	
	
	
	

	Overall, I think this organisation is a good business to work for 
	
	
	
	


Comment 1. What are our organisation's strengths? 

Comment 2. What are the limitations facing our organisation’s? 

Comment 3. What things have improved at the organisation over the last year? 

Comment 4. If you have any other comments please make them here. 

B. Application Stage
For those staff who joined us in the last 4 years, please rate the following aspects in terms of their importance to you when you were applying for a job with our organisation(i.e., before you started working here):

	Overall
	Definitely not important
	Not really important
	Moderately important
	Very important

	Size of the organisation       
	
	
	
	

	Actual role you applied for  
	
	
	
	

	Culture of organisation 
	
	
	
	

	Employees/people
	
	
	
	

	Work environment
	
	
	
	

	Location
	
	
	
	

	Opportunities
	
	
	
	

	Other – Specify
	
	
	
	


C. Career Plan
 What is your career plan?    Please make selection.

· Stay with the organisation short term (0-2 years) 

· Stay with the organisation long term (2 + years) 

· Move to a larger organisation

· Move to a smaller organisation

· Move to commerce Leave to travel

· Move to commence Further Study

· Not Sure

For this question, please rank the items from the list below in the order which you feel are most important in motivating you to stay with the organisation:

   Please enter a rank from 1 to 10 (where 1 = most important)   

· i 
Enjoying your job       

· ii 
Flexibility in hours       

· iii 
Co-workers are good       

· iv 
Challenging work       

· v 
Having a manager who I respect       

· vi 
Salary       

· vii 
Good working conditions/facilities       

· viii 
Feel appreciated       

· ix 
Knowing what is going on in the organisation       

· x 
Sociable workplace
Summary:


How can you be sure of how many levels of connection your staff have? You need to gather information from employees about how they see your business overall.


A climate/culture survey can be defined as a tool for collecting the opinions of a number of people towards specific issues. Employees are asked for their opinion on specific aspects of their jobs and work environment, such as job content, remuneration, working conditions, supervision, career development, commitment, service quality, information and customer service. 


As there may be a strong connection between the level of job satisfaction and the extent of labour problems such as turnover, absenteeism, accident rates and productivity levels, an attitude survey is seen as a means of measuring the level of job satisfaction, as well as the success or otherwise of various human resources management strategies.


Business’s that seek participation and feedback from their staff about the business receive high levels of buy in and respect from Employees – not only necessary to understand and effect the needs of the business but also as an effective strategy for receiving Company connection with your staff.








