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Key Principles for Successful Employee
Survey Programs

Tailored to organization’s issues

Normative comparisons (internal/external)
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Output is understandable and actionable at relevant organizational levels

Focused on key set of priorities




Overview

SacKground:
Performance

Case Study: A Government Agency

Steps in the Analysis

Selected Results
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Building High - Performance Organizations

Define and Assess Qutcomes

Improve Outcomes




Linking Employee Perceptions to
Organizational Performance

—Purpose: YK survey

of performance.

0 “Identify those elements - as described by employees- that correlate,

or link, to critically important organizational outcomes such as

Using the linkages: Prioritizing organizational issues and
focusing action planning.







Balanced Scorecard Model
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objective performance measures
Time lagged r's (over 4 quarters)
support causal interpretation of

employee survey / org.
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Ford Motor Credit company
Allstate Insurance Company

(Schneider, B., Et. Al., 1996)
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Demonstrating Employee Survey — Performance
Relationships in Government Settings:

onsistent wi best practices i arvev developme

(traditional “attitudes” swrategically linked to mission,
goals, objectives)

Allows for taraeting intet imoproveme ied to expected

gains in performance

Valuable in responding to Government Performance and
Results Act (GPRA) and National Performance Review
(NPR) in tracking and improving performance
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Traditional Items

How satisfied are you with the
training you received for your

Strategically Linked Items

Employees receive training and guidance
to develop the knowledge and skills ‘

present job?

necessary to perform other jobs or to
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How satisfied are you with the
service that you provide to your
customers?

Employees use suggestions from their
customers to improve the quality of
products and services

| am satisfied with: My physical
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Feelings and Attitudes

Perceptions and Observations




Case Study: A Government Agency

Project purpose: Explore relatic IpS between em
survey results and key aspects of performance
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Employee Survey
Results
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High-performance dimensions Customer Service Surveys




Organizational Assessment Survey (OAS)
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Innovation Use of resources

Serving the public and Work environment/quality
mission objectives of worklife
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.. Teamwork
Training/career

development Job security/commitment
to workforce

others Performance measures

Communication Diversity

Employee involvement Supervision




Organizational Assessment Survey (OAS)

AC | ered to workKtorce in Aprii-vMay, 1990

Surveys received from 8,388 employees (4,426 analyzed at
the targeted organizational level)




Selected Performance Measures

\i[e V dala avaiiaplie 1or 42 orge ational U

October 1994 through December 1996

Use data reported between October 1995 through
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11 measures selected covering core processes of:

Compliance

Customer Processing
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Financial Management




Selected Performance Measures

Workload

Total number transactions per employee
(Type 1)
Total number transactions per employee
(Type 2)

C \V

ompliance Rate (%

Efficiency
Non - Compliance Rate (%)

Customer Service




Selected Performance Measures (continued)

Workload

Customer
Processing

Total number customers processed per
employee

Efficiency

Regulation

Number of violations per investigation (%)
(Type 2)

Efficiency
Number of violations per investigation (%)

(Tvyna 2

tHYype3)

Number of violations per In

(Type 4)




Selected Performance Measures (continued)

Financial Customer Service
Management Total number outstanding invoices >45 days
per # total invoices




Steps in the Analysis
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0 Aggregate and match data using 42 organizational units
as unit of analysis

Step 3: Examine OAS-performance measure relationships
0 Scatter plot diagrams
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Selected Results: OAS Descriptive
Statistics (42 Organizational Units)

Serving the Public and Mission Objectives

Strategic Direction

Rewards & Recognition

raining and Career Development

Fairness & Treatment of Others

Employee Involvement

Use of Resources

Work Environment/Quality of Worklife

Work & Family/Personal Life

Teamwork

Job Security/Commitment to Workforce
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Diversity

Supervision




Selected Results: Performance Measures
Descriptive Statistics

Total number customers processed per employee : 10939.00
Number of violations per investigation (%) (Type 1) : 1.45
Number of violations per investigation (%) (Type 2) : : 0.53

Number of violations per investigation (%) (Type 3)
Number of violations per investigation (%) (Type 4)

Total number outstanding invoices >45 days
per # total invoices




Selected Results: Correlations of Performance
Measures with OAS Dimensions

Compliance Rate (%)

Work Environment/Quality of Work Life




Selected Results: Correlations of Performance
Measures with OAS Dimensions

Non-Compliance Rate (%)
7

3.0 3.5

Work Environment/Quality of Work Life




Selected Results: Correlations of Performance
Measures with OAS Dimensions

Ratio of unresolved camplaints (more than
1 year) to total | complaints filed
Ratio of unresolved complaints (more than
1 year) to total| complaints filed

Fairness & Treatment of Others Teamwork
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Selected Results: Correlations of Performance
Measures with OAS Dimensions

employee

—
(D)
o

e
(D)
0
2]
(D)
(&)
[©)
o
W
o >
=)
2 e
O
S o
(&)
—
Q

o]
=
>
=

©
=
o

|_

Total number customers processed per

Serving the Public and Mission Work Environment / Quality
Objectives of Work Life
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Serving the Public/Mission/Objectives
Training and Career Development
Work-Environment/Quality-of Worklife
Job Security/Commitment to Workforce

Innovation

Strateqgic Direction
Rewards & Recognition
Fairness & Treatment
Communication

Employee Involvement
Use of Resources

Work & Family/Personal Life
Teamwork

Performance Measures
Diversity

Supervision

Job Satisfaction
Organizational Satisfaction
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Summary of Results
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organizational performance

0 # of significant correlations is relatively few, but
natte of relatic 0 re consiste

Lower workload, better customer service, and
greater financial controls




Summary of Results (continued)

\i[® aliel urvey dime
concerned with:

0 Work Environment/ Quality of Worklife
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0 Serving the Public/Mission Objectives

Evidence to support use of dimension-linked item content




Summary of Results (continued)

Relatic ip pattet between employee pe
performance measures are logical:

1 Workload related to: Serving the Public/Mission
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0 Customer Service related to: Fairness and Treatment of
Others, and Teamwork




Using Results to Support Decision-
Making

dentify survey issues with potential for greate
iImproving specific area of performance

1 Focus on making improvements at level of individual
survey items
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units to share “best practices”

Track mcremental |mprovement In performance made from




Using Results to Support Decision-Making:
Example of focusing on individual items
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1 Performance Measure: Ratio of unresolved complaints
(more than 1 year) to total complaints filed

Disciplinary actions are applied fairly to employees
(r =-.37)




Further Research

specific models linking employee
perceptions to organizational performance

1 Less exploratory and more confirmatory approaches
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Interpretations (inputs, processes, outputs, and outcomes)

Build databases containing employee perceptions and
organizational performance measures (meta-analysis)

viore researcn Hnking-matviaual, group,ana organtzationa

measures of performance




Linkage Research Model

Leadership Practices

Customer orientation
Quality emphasis
Employee training

Involvement/Empowerment

Business Performance

Sales growth

Market share
Productivity
Long-term profitability

Emploflee Results

Information/knowledge
Teamwork/cooperation
Overall satisfaction
Employee retention

Customer Results

Responsive service
Product quality

Overall satisfaction
Customer retention




Conclusion

“What employees observe and perceive
about their work climate can be
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organization.”




