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Before we begin . . .Why do a survey??

Surveys have advantages over other means of data
collection. They are:

A Anonymous
A Systematic
A Cost Effective
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Before we begin . . .Why do a survey??

Surveys provide an efficient means of examining a broad
range of organizational issues . ..

A Customer Satisfaction
A Satisfaction with products or services

A Organizational Effectiveness
A Effectiveness of broad policies or procedures
A Effectiveness of organization-wide communication

A Organizational Climate
AEmpl oyeesd values, attitudes, pe

A Program Evaluation

A Effectiveness of specific program (e.g.,Recruitment, Selection,
Training)
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Before we begin . . .Why do a survey??

But, they must be used with care!

A Surveys require resources
A Surveys take time to design, administer, and analyze
A Employees complete them on work time

A Surveys raise expectations
A 1s your sponsor committed to action?

ASurveys can be Atoo much of a
A Coordination is critical

2 U.S. Customs and
&Nas”. Border Protection

SL
NN 5%




Give a kid a hammer, and everything becomes a nail . . .

A New Tool . . . 4
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A Avoid the Temptation to Oversurvey!
A Increased cost
A Employee irritation
I Reduced response rate
I Reduced quality of data

A Guidelines

A Limit to 3-5 surveys per employee per year
I Communicate the value of the survey to the organization

A Carefully time surveys
I Avoid overlap in administration
I Avoid peak workload periods, holidays

A Minimize survey length
I 20-40 multiple choice questions, 1-3 open-ended questions
I 30-minute completion time
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What doYOU have Iin your tool kit?

>

A

;/ | U.S.Customs and
i“N\as7.) Border Protection



The Assessment Pr

Experience
A Job Analysis

A Assessment Design
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Tool
A Ability to work with SMEs

A Ability to write clearly &
concisely

A Ability to format a survey

A Knowledge of descriptive
statistics

A Ability to operationally define
constructs

A Ability to develop or select
appropriate measures



The Assessment Pr of es

Experience
A Assessment Development
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A Ability to write directions to
participants

A Ability to write multiple-choice
item stems

A Ability to write multiple-choice
response options

A Ability to sequence
assessment content logically



The Assessment Pr of es

Experience
A Test Validation

A Analyzing Test Results
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A Knowledge of research
design

A Ability to coordinate large-
scale research projects

A Knowledge of sampling
Issues and procedures

A Ability to draw appropriate
conclusions from statistical
data

A Knowledge of descriptive
statistics



The Assessment Pr of es

Experience
A Reporting Test Results

A Any others?
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A Ability to write complex,
technical reports
A Ability to brief higher-level

officials on critical issues or
problems requiring resolution

A Ability to provide constructive
feedback to individuals who
have been assessed



Tests vs. Surveys:
Some subtle differences

Your Role
A Necessary client involvement affects your role

A Expert vs. Internal Consultant
A Director vs. Developer
A Analyst vs. Communicator

A Implications

A Good news: Clients have ownership from the outset

A Bad news: Everyone knows how to ask questions;
therefore, everyone is an expert
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A camel is like a horse deS|gned by a commlttee

A survey is like a test designed by a committee.

If you remain flexible, the end product might not look like what you expected,

but it will do the job! 4

http://camelphotos.com/GraphicsP7/RinglingBros1919.jpg



Tests vs. Surveys:
Some subtle differences

The Stakeholders

A Some stakeholders are the same, but their concerns are not

A External Policy & Decision-makers
A Organizational Trustees
A Government Officials
A Oversight Agencies (e.g., GAO, OPM. OMB)

A Internal Policy & Decision-makers
A Executives, Managers, and Supervisors
A Union(s)
A Respondents
A Applicants
A Current employees
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Tests vs. Surveys:
Some subtle differences

The Stakes

A Tests have high stakes for the individual
A Who gets the job?
A Who gets promoted?

Individuals are highly motivated to complete tests

A Surveys have high stakes for the organization
A What intervention is plausible?
A What gets funded?
A What gets scrutinized?
I Is the agency green, red, or ?
I Did we make the top fold of the Washington Post?

Individuals are less motivated to complete surveys
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Tests vs. Surveys:
Some subtle differences

The Design & Development Process

A Tests
A Determine what to measure
A Select/develop the most appropriate measure
A Evaluate consequences as part of your final validation report

A Surveys
A Determine what your client wants to know
A Consider the consequences of having that information
Al'f you dondot ask, you wonot f
Al'f you do ask, you canodt put
A Select/develop the most appropriate measure
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Tests vs. Surveys:
Some subtle differences

Function and Form

A Test Items
A Address job related abilities and attributes
A There are correct or best answers
A Response options are tailored to each item

A Survey Items
A Address attitudes and preferences
A There are no correct answers
A Response options may use a common scale

1 3 5
Strongly Neither Agree Strongly
Disagree nor Disagree Agree
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Tests vs. Surveys:
Some subtle differences

The Results

A Tests

A Results go to the individual
I Individuals may become sensitive

AfiBad newso becomes personal
A Litigation is possible

A Surveys
A Results go to your sponsor(s)
I Results can be politically sensitive

AYou may have to deliver fdbad new
A Public scrutiny is possible
i The Atop foldo factor: Woul d you

the Washington Post?
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Tests vs. Surveys:
Some subtle differences

Administration

A Security and Confidentiality
A For tests, both security and confidentiality are critical
A For surveys, security is not an issue, but anonymity and
confidentiality of results are critical
A Conditions of Administration

A Surveys can be easily administered over the internet
because compromise is not an issue

A Assessments of ability typically require proctoring or
verification
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Web-based Surveys: Advantages

A Software facilitates survey design

A Libraries provide examples of questions, scales, and
instructions to participants

A Electronic surveys link easily to other databases
A E-mail addresses

A Demographic data
I No need to ask job series, tenure, geographic location

A Questionnaire and questions can be customized
A Survey can be branded for each organizational unit
A Branching questions appear only when relevant

A Publication is automatic
AErrors can be corrected Aon the

Sy
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Web-based Surveys: Advantages

A Electronic distribution and return save time and resources

A Internal e-mail system handles delivery; respondents click
on Asubmito to return surveys
I Use a third-party host to minimize anonymity concerns

A Reminders are easy to send out

~

AResponses can be monitored in dr
A Response rate
A Question functioning

A Data are handled efficiently and with precision
A Responses are automatically collected, scored, and stored
A Survey software analyzes data and generates reports
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Web-based Surveys: Some Cautions

|l t6s not as easy as it | ooks!

A Wetware (Personnel)
A Ability to develop or modify survey software application
A Ability to write/select appropriate survey questions

A Hardware

A Not everyone has access to a computer
i Consider alternate arrangements (hard copy, phone response)

A Multiple hardware configurations abound

A Software
A It must meet your needs
A It must run on your system
ABe prepared for fdAglitcheso
A Data analysis capabilities may be too limited for your needs
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An article by newspaper columnist Dave Barry noted that Kellogg's Strawberry Pop Tarts
(SPTs) could be made to emit flames "like a blow torch" if left in a toaster too long.




Seven Simple Steps for Survey Design

|dentify the Objective

Develop an Action Plan

Design the Data Collection Strategy
Develop the Survey Materials
Conduct the Survey

Analyze the Responses

N o g A~ D E

Report the Results
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1. ldentify the Objective

Why do a survey?
A Pinpoint areas of concern
A Observe long-term trends
A Monitor program impacts
A Gain input for for future decisions
A Add a communications channel
A Strategic communications
A Feedback
A Conduct research on organizational behavior
A Monitor organizational change or improvement

CIARTL
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1. ldentify the Objective

Clearly defined survey objectives will help you determine:

AWho should be on
A Management
A Unions
A External Experts
A In-house Staff

A What will be assessed
A Constructs
A Key indicators

A Who should complete the survey
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1. ldentify the Objective

CIART IS
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A Clarify expectations
A What are the costs and benefits of the survey?
A What will be measured?
A What data will be reported, and to whom?
A How will data be reported?
A How will results be used?
A What is YOUR role?

A Put them in writing
A Prepare a written proposal
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2. Develop an Action Plan

Considerations

A How much information do you have about the issues to
be investigated?

A Who needs to review the plan, the survey, and the
survey results?

A Does your organization have the hardware and
software needed for a web-based survey?

A Who will participate on the survey team?
A Does your staff have all of the required skills?
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2. Develop an Action Plan

Project Steps Timeframe
Develop timeline June 22
|dentify dimensions July 6
|dentify sample for survey July 6
Prepare correspondence to participants July 13
Develop questionnaire July 13
Secure review of survey package July 27

(e.g., management, LER, unions)

Send notice of survey to participants July 30
Launch/conduct survey Aug. 6-24
Prepare data and analyze results Aug. 27- Sept. 14
Report preliminary findings and Sept. 28

s recommendations
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3. Design the Data Collection Strategy

) )
A Who b
A Population/Sample MM% {m

A What
A Survey Dimensions
A Demographic Variables

A When

A Timing of Launch

A Extensions f
A How

A Delivery System
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3. Design the Data Collection Strategy

Census or Sample?

Census
A More resource intensive
A More accurate
A Greater precision; lower

Sample
A Less resource intensive

AAccuracy may questioned
A Judicious sampling

Amar gin of err or 0 overcomes objections

A Risks over-surveying
A Necessary for some purposes

A Organizational
communication

A Feedback to smaller groups

-0-‘}'\‘;
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A Avoids over-surveying
A sufficient for many purposes
A estimating employee
attitudes
A Following up on prior survey
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3. Design the Data Collection Strategy

Selecting the Sample: Some Considerations

A Margin of Error
A Determines sample size for a specified level of precision
A Greater precision requires larger samples

A Level of Confidence
A Likelihood that population value is within the specified margin of error
A Higher confidence levels require larger samples

A Occurrence of the Characteristic or Attitude
A Frequency with which the characteristic (e.g., occupation, gender) is
observed or attitude (e.g., support/disapproval) is expressed

A Uneven splits (e.g., 90/10) are harder to detect and require larger
samples
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3. Design the Data Collection Strategy

Selecting the Sample: Some Considerations

A Stratification

A Specifying subgroups and selecting from them requires
larger samples

A Check for balanced representation if not stratifying

A Population Size
A Larger populations require proportionately smaller samples

A Expected Response Rate
A Higher response rates require smaller samples
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3. Design the Data Collection Strategy

Example of a Sampling Plan

Returns Needed| Number to Send
Original for +/- 3 Assuming 40% |Extra 5% for|Total to
Group Population | Margin of Error | Response Rate |Oversample|be Sent
HQ 1146 560 n/a n/a All
Region 1 12403 980 2450 122 2572
Region 2 24706 1020 2550 128 2678

Simple Webbased sample size calculator:

GRARTIN
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http://www.surveysystem.com/sscalc.htm

3. Design the Data Collection Strategy

Identify the Dimensions to be Measured

A Research the issue
A Consult existing research and best practices
A Collect questionnaires on similar topics

A Propose dimensions

A Coordinate with your sponsor, steering committee

SETART N
S

S8, U.S.Customs and
&Nas”. Border Protection

SL
NN 5%

33



3. Design the Data Collection Strategy

Task: Establish a baseline for a major organizational change

Proposed Dimensions Final Dimensions

A Mission and Strategy A Mission and Goal Clarity
A Leadership

A Change Management

A Information Sharing A Communication of Changes

A Shared Values

A Expertise Retention and A Training and Development
Development

A Commitment to the A Your Job and Career

Organization
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3. Design the Data Collection Strategy

Demographic information is sensitive!

A Plan your final report: Anticipate important breakouts
Or comparisons

Alf you dondt collect it you c

A Only collect information that you plan to use
Alf you dondt need it, donodt c

AWhen possible, rely on the ¢
A More accurate
A Less threatening
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3. Design the Data Collection Strategy

Demographic Information: Some Examples
A Organizational Unit

A Location
A Headquarters vs. Field
A Geographic Region
A Organizational Level
A Executive, Manager, Supervisor, Team Lead

A Occupational Series
A Office Automation Clerk
A Personnel Research Psychologist
A IT Specialist

A Years of Service

2 U.S. Customs and
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3. Design the Data Collection Strategy

(Group Exercise: Evaluate these demographic questions.)

Which of these would you ask?

What is your age”?
What is your gender? A Yes A No

Do you have children living at home? A Yes A No

Do you have elderly parents living at home? A Yes A No
Are you a full-time employee? A Yes A No

How long have you worked for the Federal Government?
How long have you worked for this agency?

How long have you worked in your current position?
What is your marital status? (check one)

A Married/Living with partner A

A Single A

A Separated/Divorced A

A Widow/Widower A

= U.S. Customs and
iNas”. Border Protection
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3. Design the Data Collection Strategy

Determine When to Administer the Survey
A Coordinate survey administration
A Other surveys
A Holidays, seasonal events
I Peak vacation times
A Major organizational changes
I RIFs, reorganizations

A Establish the timeframe
A Initial period
A Extensions
I Reminders increase participation
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4. Develop the Survey Materials

Develop the Survey

A Write or select questions

A Write instructions

A Prepare official correspondence
A Pre-test the survey
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4. Develop the Survey Materials

The Survey Questions

A Write or select the questions

A Sources of survey questions
I Public domain (OPM, GAO, MSPB)
I Software libraries
I Researchers
I Colleagues

A Review the questions
A By assessment staff
A By sponsor
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4. Develop the Survey Materials

Guidelines for Good Survey Questions

A Word items as clearly as possible
A Use simple, direct, familiar language
A Provide a frame of reference
A Use unambiguous terms

A Use negatives sparingly; avoid double negatives
A Keep the questions short

Alf it doesnéditmdybettootomgy one | i ne
A Include only one issue per question

A Tip-offs: and, but, because

AAbsol utel y-baor éde dbileg(@uesidns thah s
address two contradictory issues)

AAvoid filoadedd questions
ADonb6t ask respondents to fitell mo r

2 U.S. Customs and
&) </ Border Protection
Naop e’

—

41



4. Develop the Survey Materials

Guidelines for Good Response Options

A The response should fit the question
A Response options should be on the same continuum

ADondot make it easy to select t
AFor exampl e, begin t heStrongls ponse
Di sagreeo SdatrmengltyhadAmgrieg® o

A Make the most positive or negative response viable

A If possible, avoid universals -- all, always, none, never
AUse fnal most al wayso or Ararely o

A Give respondents an escape hatch
A Does not apply; neither agree nor disagree

A Think carefully about how many options you will include

2 U.S. Customs and
&Nas”. Border Protection
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4. Develop the Survey Materials

Some Examples of Response Scales

Satisfaction Agreement

1. Very dissatisfied 1. Strongly disagree
2. Dissatisfied 2. Disagree

3. Neither satisfied nor dissatisfied 3. Neither agree nor disagree
4. Satisfied 4. Agree

5. Very satisfied 5. Strongly agree
Adequacy Frequency

1. Very poor 1. Very infrequently
2. Poor 2. Infrequently

3. Adequate 3. As often as not

4. Very good 4. Frequently

5. Excellent 5. Very frequently

% U.S. Customs and
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4. Develop the Survey Materials

Some Examples of Response Scales

e Use 0 as the lowest/worst score.
e Use 10 as the highest/best score.
e Select N/Aif a question does not apply

Not at all Neutral Extremely

Not e: Web version had AN/ A0 box to the |

A N\
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4. Develop the Survey Materials

Other Kinds of Questions
A Dichotomous guestions (Yes/No)

A Branching questionsd a special case
| f you answered Ayeso the the previou

If you are a supervisor, ...

A Open-ended questions
A Types
A Specific, targeted questions

What recommendations do you have for improving the quality of future
surveys?
A General questions
Is there anything else that we should know about . . .

A Web facilitates responding and analysis of responses

2 U.S. Customs and
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4. Develop the Survey Materials
(Group Exercisé Evaluate the following 10 sample items.)

Would you include this question on YOUR survey?

1. Work delays are uncommon in this organization.
1) Strongly Disagree
2) Disagree
3) Neither Agree nor Disagree
4) Agree
5) Strongly Agree

~
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

2. Little feedback, mostly negative vs.
Timely feedback, both good and bad.

Now: 1 234567 89 10
Want:1 2 3456 7 8 9 10
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

3. Do you believe that there was fair and open competition
for the vacancies for which you have applied?

1) Always

2) Usually

3) Sometimes

4) Never

5 No recent hires or Dondot Kn
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

4. My work unit has enough resources (people and money)
to accomplish its major tasks.

1) Fully

2) Mostly

3) Somewhat

4) Not at all

5 Dono6t Kknow
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

5. In my agency/department

1) Pl ans i dentify I mprovement priorit.i
that will be relatively difficult to attain; resources are not allocated to
support these objectives

2) Pl ans i dentify 1 mprovement priorit.i
plans aim for higher objectives each year; resources are related to
major goals.

3) Goals identify quality priorities that may or may not be central to
organi zationd6s mission; goals do no

organization.

4) Implementation strategy for introducing TQM in organization is
underway.

5) None of these applies to my agency/organization.
6) Do not know whether or not any of these applies.
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

6. Risk-taking is rewarded in this organization.
1) Strongly Disagree
2) Disagree
3) Undecided
4) Agree
5) Strongly Agree

CIARTL
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

7. Are you free to make decisions about joining or not
joining a labor union without fear of reprisal?
1) Yes
2) No
3) Dono6t Kknow
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

8. Given a choice, | would rather prefer to stay here than
move to a similar job in a different organization.

1) Always
2) Usually
3) Seldom
4) Never
5 Dono6t Know
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

Are you Have you Have you When you Do you have
9. : . .
aware of this | ever needed | ever used requested an interest in
option? this option? | this option? | this option, this option
did manage-
ment give
resistance?
Telecommuting | A Yes A Yes A Yes A Yes A Yes
A No A No A No A No A No
Part-time A Yes A Yes A Yes A Yes A Yes
employment A No A No A No A No A No
Flexible hours | A Yes A Yes A Yes A Yes A Yes
A No A No A No A No A No
Work and A Yes A Yes A Yes A Yes A Yes
family options A No A No A No A No A No

GIARTI
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4. Develop the Survey Materials

Would you include this question on YOUR survey?

10. Over the past year | have experienced health related
Issues as a result of balancing my work and personal life.

1) Strongly Disagree

2) Disagree

3) Canot Deci de
4) Agree

5) Strongly Agree

o T ~
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4. Develop the Survey Materials

Next Steps

A Assemble the Questionnaire
A Instructions
A Questions
A Demographics

A Prepare Correspondence to Respondents
A Announcement
A Invitation
A Reminders

A Pretest the Survey
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4. Develop the Survey Materials

Assemble the Questionnaire

C

A Include a few questions that can be answered positively,
especially if the overall news is not likely to be good

A Sequence the fixed-response guestions

A Sequence the material logically

A Subheadings or lead-in statements help organize the material
for respondents

I The next section will ask you about . . .
A Shorter is better!

e——
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4. Develop the Survey Materials

Assemble the Questionnaire

A Sequence the remaining content

A Instructions
A Provide general instructions for completing the survey
A Provide any special instructions for sections and individual questions

A Open-ended questions
A If relevant to specific section, place at end of section
A Place general questions at the end

A Demographic questions
A Place at end if information is not in your database

A Thank You!
A Always end by thanking the respondents

° U.S. Customs and
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4. Develop the Survey Materials

Prepare Correspondence to Participants

A The Announcement

A The announcement should come from the highest possible
level of management

A The announcement should include:
A The purpose of survey
A The sponsor of the survey
A Who will be asked to participate
A How long it takes to complete the survey
A When the survey will arrive
A Assurance of confidentiality
A How data will be used
@ U.S. Customs and
&Nae7-/ Border Protection
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4. Develop the Survey Materials

Sample Announcement

The Office of Personnel Management (OPM) will soon be conducting a
government-wide survey entitled The Federal Dependent Care Survey: A

Worklife Initiative. Over 40,000 Federal Government employees will be selected

at random to complete the survey, which will examine the child and dependent

adult care services currently utilized by Federal employees, assess how well

these services mesh with employee work schedules, and evaluate the
Government 6s effectiveness in supportin

If you are selected to participate, you are strongly encouraged to complete the
survey, whether or not you have dependents. Those employees who are
contacted will receive an email from WorkLifeSurvey@opm.gov, directing them
to a secure OPM Web site. Once there, employees will be assigned a user name
and password. Please be assured that all responses to the survey will remain
anonymous.

Your input will help to ensure that Federal Government employees continue to
receive optimal dependent care and support.

( ) U.S. Customs and
o S\;A"

@ Border Protection

%

60



4. Develop the Survey Materials

Prepare Correspondence to Participants

A The Invitation

A Reminder about purpose, sponsorship, participants,
participation requirements

A Assurance of anonymity and confidentiality
A How results will be used

A Whether and how feedback will be provided
A General instructions for completing survey
A Open period for completing the survey

A Point of Contact

A Link to survey

SETART N
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4. Develop the Survey Materials

Sample Invitation

Recently, you received a message regarding a confidential survey on [subject of survey]. We
are conducting this survey to [give survey purpose here]. Beginning on [Start Date], employees
within [the Organization] will be chosen at random to participate in the survey.

As an employee of [Organization], you have been randomly selected to participate in this survey.
Be assured that your responses will be completely confidential; [the Originating Office] will
protect your identity and all responses to the survey will be reported in summary form only.

The survey can be accessed in one of the following ways:
1. Using the secure internet site listed at the end of this message, OR
2. By calling the telephone number below and providing identification number below.

We estimate that the survey should take approximately [estimate of completion time] to complete.
The survey will remain open until [Time, Day, Date, Year].

[SURVURL]
[Phone Number: , Survey Identification Number: ]

If you have any questions or technical difficulties with this survey, please contact us at [e-mail
address] or call [phone number].

Thank you in advance for your participation,
Sincerely,
[Name, Title]
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4. Develop the Survey Materials

A The Reminder/Extension
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A Send a reminder notice about 2 weeks after sending the invitation
A If needed, repeat the reminder to sustain the response rate
A If necessary, extend the survey to improve response rate

Recently you were invited to participate in the HR Client Service Questionnaire.
It is important to me and to my staff that we hear from you about how well we are
supporting your mission. Please take a moment to click on the link below and
complete the on-line questionnaire. It is very easy to complete and will only take
3 to 7 minutes of your time. The survey will remain open until June 14, 2006.

Thank you for helping me provide a better a mission-first program.

[Insert link here]

Mike Manager

Director, HRM Client Services
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4. Develop the Survey Materials

The Letter You Never Want to Send (or Receive)

Dear Survey Participant:

Thank you for being so responsive to our recent survey. Now we are asking for your help.
A "glitch" occurred when some surveys were submitted, interfering with data capture. The
problem was identified early on and has now been corrected. However, the responses
submitted by those who took the initiative to respond early may have been compromised.
We have identified your survey as one of the ones potentially affected.

To ensure that important data have not been lost, we are asking you to revisit the first four
sections of the survey (no more than 31 questions). When you go to the website and enter
your passcode, you will see your responses as they were recorded. Items that are blank
show where the problem occurred. THESE ARE THE ONLY ITEMS YOU NEED TO
RESPOND TO. Your responses here will be combined with the unaffected survey
responses that you initially submitted, adding up to one complete survey.

We take full responsibility for this error. We recognize that your time is valuable and are
sincerely sorry for this inconvenience. However, the need to have data that accurately
reflects the opinions of our members makes this step necessary.
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4. Develop the Survey Materials

Web-based Surveys: Design Considerations

A Format counts!

A s it readable?
A Font size
A Line spacing
A Color (font and background)

A Does the screen contain all pertinent information
A The WHOLE question
A All response options

I Beware I f responses are depen
listing the response options

A Pretest your format: Monitors differ!
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