
Staff Valuation at N …….
1998

DYNAMIC SURVEY OF STAFF PERCEPTIONS
Context

The MD commissioned this survey of staff perceptions 

Organisational outcome of the 9 month staff survey intervention

1.
      Staff felt more valued

2. Commitment to developing the leadership and management capacity of the Executive Board and senior managers through bespoke development interventions.

3. Firm decision to separate the business management functions and ownership status to establish the company as an independent commercial concern. A year later N employed a business manager as MD and the family members became non executive shareholders as Chairman and Deputy Chairman on this Non Exec Board. 

Staff survey approach

Two philosophies informed the approach: the principle of co-creation and critical appreciative inquiry.

Methods from systemic organizational practice enabled a process consultation where the client participated in the design, piloting and active implementation of the survey through a design project group. 

From his dynamic core conversations rippled within the organization, the effects of these proved as valuable as the survey itself.

Intervention time span

A 9 month period.

Issues from the organisation’s perspective

Explicit

There were concerns about staff motivation grounded in company personnel data such as turnover rates, exit interviews. A story had developed that staff motivation related to managers’ capacity to manage well.  

Implicit and less publicly shared concerns:

The MD questioned the commitment of senior managers to management development.

The senior managers questioned the commitment of the 2 MD’s to the business. They saw, and appeared frustrated by, a connection between the 2 MDs struggling with their intention to hand over to an executive MD and management team and many strategic objectives being shelved or delayed.

My interpretation of the project purpose:

To reignite and expand the belief in, and commitment to, the company.

My first hypothesis was that it was difficult to have a dissenting voice in the face of uncertainty and insecurity, or to hear a dissenting voice. So the dissenting feelings were pervading the organization at many levels. 

Another hypothesis was that the dissenting feelings were overwhelming the many positive feelings and intentions towards the company. 

I resolved that a voice could be given to all feelings and these could be positively reframed to indicate sound and useful intentions. These intentions would be gems to turn into initial ideas for steps forward.

THE INTERVENTION

please see attached Table 1

Stage 1
Project Group designs process for success

Project group facilitation:

I worked closely with the HR Manager in leading the project group. Her specialism was knowing the people. My specialisms were process consulting, dynamic survey methodologies and systemic conversations with senior managers. 

Survey process:

This included these elements:

•
purpose

•
positioning

•
communication to the organization 

•
choice of technique - questionnaire and pilot

•
logistics – timing and confidentiality

•
questionnaire format and questions

•
data analysis and hypothesizing about results

The group & its formation: 

This evolved in terms of membership and members’ understanding of their role in design. Conversations they had in the departments they were representing brought information about expectations and concerns to the project group which assisted our design and clarified their role. An iterative process.

Network of conversations:

Members were empowered by our project group decisions and subsequent conversations in their departments helped other staff manage their own expectations. Some could voice their dislikes as constructive ideas of what should be done differently. We named this a ‘constructive way of speaking’.

Members became nodal points of influence, within their departments, because staff gravitated towards them for conversations which would help clarify things. Members fed back to staff that their ideas could be heard as suggestions and this made them feel valued and involved. This acted as a catalyst for them to have more realistic expectations for what the survey could achieve.

Critical shared understanding emanated from these conversations about what mattered to staff. 

Anticipation of effect:

Members noticed this survey was raising hopes and expectations and their ‘buzz’ came to sound like complaints. This made the group anxious and, through this, they appreciated some of the senior managers’ concerns. We creatively reframed the ‘buzz’ as, potentially, a valuable source of energy about how the organization would be able to change. We resolved to channel the energy of this ‘buzz’ within the project group and outside.

I had conversations with the MD and senior managers to hear their concerns, to reframe them and to keep them informed.

Crafting of questionnaire items

The questionnaire included 2 types of items:

a) convergent questions  - containing a multiple choice for responses

b) divergent – requiring an open response

The items were grouped into 5 themes:

General perceptions and feelings

Communication

How you are managed

Learning & development

Company Initiatives & benefits

Final suggestions 

Communication to the organisation

Informed by the ‘buzz’ we prepared formal communication to staff and managers about the purpose of the survey and the timing which included a message from the MD. The main message was:

“This survey is about what we do well, about how motivated and energized you feel and what more we need to do. Through our shared and pooled ideas we can all make a difference to how this organization is for us”

 Senior managers were invited to volunteer to pilot the questionnaire along with project group members.

Stage 2: 
Questionnaire completion

Pilot questionnaire

Project group members and a few senior managers responded to the questionnaire and commented on its structure, content and logistics. We did a dummy data analysis. Thus we fine tuned the survey process further. Senior managers becoming involved in this way helped make use of their concerns.

Main questionnaire

The response rate was higher than average for this sort of survey: 75% of completed questionnaires were returned on time, 100% of managers’ completed questionnaires returned on time. 80% of the items were responded to.

Members noticed the ‘constructive way of speaking’ had become a skill which enabled staff to complete the questionnaire with ideas for steps forward. This assisted the data analysis.

Data Analysis method

Data analysis took 2 months to complete. Initially data was analysed for all staff, and then this analysis was broken down to: by department, by status either ‘manager’ or ‘staff’, by length of service. 

Divergent question responses were analysed for themes and, once verbatum statements were grouped into themes, these were analysed for patterns of meaning.

Convergent question responses were analysed by cross correlations across all possible pairings of items.

During this period I was in ongoing conversation with the MD and senior managers about the meaning of the data as it emerged.  

STAGE 3
BOARD PRESENTATION AND DIALOGUE

A report on the survey findings sent ahead of the Board presentation engendered senior managers’ curiosity and so they came with questions. This set the scene for dialogue, hence the presentation itself was brief and interactive. I made 4 key points:

The meaning of motivation at N ……

∞
Expectations – having expectations met and having realistic expectations

∞
Enjoyment and satisfaction


the connection between: satisfaction – motivation – energy

∞
Feeling informed and informing others

∞
Feeling supported and supporting others

∞
Wanting to change things about N ….. 

∞
Benefits perceived to be fair

∞
Pride – being proud to work at N …..

∞
Being managed effectively


at N ……. this is the core which connects with all the other factors above

Please see Table 2

Focus and build on what works well

Perhaps every manager, supervisor and staff member could feel more as Directors and Head of Department do.

This is where there is energy for change – was shown in masses during the process of the survey -  the amazing response of people and the changes that came about .

Inhibiting the creativity and taking energy away from achieving the primary tasks

Because of the unusual nature of N ….’s  products and the complexities of the market a great deal of creativity and innovative thinking is required. Having 34% - a significant proportion - of manager/supervisors and staff dissatisfied and demotivated will be detrimental and costly.
Management development and training is a good place to start 

To bring about sustainable change involves a shift in mind set at senior management level. This would involve the sort of management development that works with culture, treats communication as a central factor and looks at the connection between the individual and the corporate.
DIALOGUE

The remainder of the time we discussed the small changes in their ways of behaving and communicating which will make a big difference in how the culture of the Company happens and is noticed.
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