Content

Preface ..eeeeneennecncnennenneneenesecsnesneseennes cevessneesancees XV
1 Characteristics and Types of Employee Surveys 1
1.1 Current Usage of Employee Surveys in Industry ..........cccoeeevieevciieiniieennenns 1
1.2 Some Typical Cases of Employee Surveys.......ccccceeveevieeciienieniiienieeeeenee, 3
1.3 General Characteristics of Employee Surveys ........ccccoeeveevciienceeinieeeniene 5
1.4 The Purposes of EMployee SUrVeYS ......ccceeviieiieriiiiieniecieee e 6
1.5 Some Basic Types of Employee Survey .......cccccevvieencieeniieeciie e 8
EMPLOYEE POLLS ...ttt ns 8
Benchmarking EMpPlOyee SUIVEYS.......ccceuiriiiiiiriniineieeteeeentestesie et 9
Climate Employee Surveys With Feedback...........cccccuevininininnniiiiiiiinncceeeee 11
Unfreeze-and-Involve Management Programs ...........ccccceverereniieenicneninieneneeeenenieneens 12
Systemic EMPIlOYEE SUIVEYS......coeriiiiiiiiriiniinienieeit ettt 13
Employee Surveys for Measurement and Change ............ccccoceverirereeienenencneneeceiennens 15

1.6  On the Evolution of Employee Survey Types.......ccccceevieviiiiienieniieienne 17
1.7 Potentials and Risks of an Employee Survey........ccoceveveivcieiiieeccieeenen. 19
1.8 Employee Surveys and Naive Models of the Employee ........c..ccccceeeunnee. 21
Five Models about the EMPIOYEE ........coceeiiriiniiniiiniiieicieiccnceeeceteteteie e 21

The Five Employee Models and their Corresponding Employee Surveys ........c..ccccceueeee. 23
Employee Models and EMPloyee SUIVEYS .......ccccouirereeiiieniinininenceeeietenie s 25

2 Positioning an EMPlOYee SUIVEY ......cccvuiicirrinssnnesssancsssanesssanessssnssssssssssssssssasess 27
2.1 Positioning the Employee Survey ........ccceevviieeiiecciieeeeeeecee e 27
Total Package DESIZNS.....ccccuieiiieeiieiiieeiieeieesteesieesiteestteesteeestaeesaeestaeesseesssaesnseesnseesnseeses 27
Stakeholders, Explicit Goals, and Hidden Agendas ...........cccceecieeiiieiiieniieeniienieecieenieeas 30

2.2 The Context of an ES ..o 31
Project Antecedents and Apparent NEeds ........cceecverierierieiieiieieseeeee e 31
Introducing General Information about Employee Surveys ......c..ccccececvevenencneneecceiennens 33
Considering the Benefits of an ES.........ccccooiiiiiiiiiiii e 35

First Thoughts on the Costs of an EMployee SUIrvey........cccevcviervieeniiieniieeniieeieeeiee e 37
Readiness of an Organization for an ES ..........cccciiviiiiiiiiiniiieeeee e 38
Finding the Right Time to Administer the ES .........cccccciiiiiiniiinieeeee e, 41

2.3 Positioning the Employee Survey through Top Management.................... 43
GOALS ..ttt ettt b e e b et 44

Risks and Dealing With RISKS .........cccueiieiiiiiie et 44
Defining Minimal Requirements for Managers and Non-Managers .......c...c.cccoceeveenueenenne 45

Top Management’s Own Public COMMItMENt .........cccveeriiieriireiieeiieeie e eiee e 46

2.4 Further Facets of Positioning an ES .............ccocoiiiiiiiiniiiceeee 47
Content CoNSIAETATIONS........cueruirtiriririeetetetert ettt ettt sttt sttt estesaesae e enes 47
Dissemination 0f ES RESUILS.......cccceiiriiriininininiiiciceenescse ettt 49
Comparing Employee Survey Results across Organizational Units .........c.ccoceeverereeeennenn. 49

2.5 Ethical and Legal Use of Individual Employee Data..........c..ccccvvvenneennee. 51
F N 11011 11111 RO 52
CONTIAENTIALIEY ...ttt ettt et st eae 55
Allowing for Demographic Item Non-ReSponse ...........ccceeceieiirienienieiiiie e 55

Data PrOtECTION ..c..eveiiiiiiiiieriieierte ettt ettt sttt ettt st nens 56

Inadmissible QUESTIONS ........ecuieiieieeiiesiiee ettt ettt ettt eteeeteseaesseesseeseeneeenee e 57



vi Content
2.6 Census and Sample SUIVEYS ......cccviiriuiieriiieiiieeeiee e 57
Statistical CONSIAEIATIONS. .......ceeveiiiiriiiiiriieiee ettt s 57
CoSt CONSIACTALIONS ...ttt sttt s e eae 58
Psychological ConSiderations .........c..eecveeriierieeriienieeniiesteenreesreesreesreessseessseessseessseensns 59
Usability for Organizational Decision Making..........cccccveeveereiieerieeniieenieesieeeieeeieeeeee s 60
3 Coordinating and Planning the ES Project ........cceeeeeevericcvencsssnncsssancsssarcssnanes 61
3.1 ATCRITECTUIE ...oviiiiiiiiieie ettt 61
Architecture of the Coordination Team ..........ccceeeiirierierieieieeeee e 61
Tasks Of ES COOTINAOLS ......ccueeiuieieieieeieeiieeiieitete ettt sttt see e enee e et e seeseeneesneeens 63
Recruitment and Selection of ES Coordinators ..........c.ccccoeeivieieieninieninineeieeeieienns 64
ES Coordinators and ES Consultants.............cccooceiieiinieiiininininiiicecieeneseeeeeeeeienens 66
Time Consumed by Coordinators in an ES Project .........cccccccoevininiiieiininininicicienn 67
3.2 ES Project Plan.......ccoooiiiiiiiiiiiieeceee et 67
The ES MasSter PLAN .....c.coiiiiiieiieiece ettt et 68
Differentiating Roles in the ES Project.......c..coccviiieiiiniiiinininiineecciccsicie e 69
Phases, Activities, and Roles of an ES Project ..........ccccoceeveviiinininiiiiinieninncecee 71
4 Content of QUESHIONNAILE ...ccuvereeruerreessensensressensensnesseesseessessaessessaessassssssessacsas 17
4.1 Approaches for Defining the Content of an ES.............cccoeiiiiiinnennne. 77
Existing Questionnaires and INStIUMENTS.........cocvierieeriieriiieniierie e 78
Interviewing Senior Leaders to Create Survey COntent..........c..ceeeeeeevenenenerenenceeennens 79
An ACE Hierarchy to Guide Questionnaire Construction............cecceccecvervenenereneereeruennens 81
Using ACE to Construct INAICEeS.......cceeveiiriinininininteictetcnesiceeeeeee et 83
From ACE t0 RACER ......oooiiiiie ettt s 84
The Performance-Satisfaction MOtOT..........c.ceouirierieriieieee et 85
Using Company Scorecards to Identify Measurement Fields...........ccccccevenininincnceiennns 88
The Various Functions 0f ES TteMS ........cccouiriiriiiiiiiiiiiieniceeceeee e 89
4.2 Standard ES Questions: The Individual Employee’s Perspective.............. 91
4.3 Extending Standard ES Topics: Performance and Strategy ....................... 95
4.4 Extensions II: Further Psychological Topics.........cccecuvivieniieiieniiiiiee 97
4.5 Topics Not Suited for an ES........cccoooviiiiiiiiie e 100
4.6 Facets Of ES TteMS ...ccuvviiiiiiiciiiccee et e 101
4.7 Importance as a Judgment Crit€rion...........ceeeveeeeuieeeiieeeniieenieeeeee e 103
4.8 Typical Item Compilations.........cccccueeiiieriienieniieieeieesie e 106
4.9  DemographiC ItemS ........ccceeeviiieiiiieiieceeee et 107
5 Item and Questionnaire DesSign .......ccceeveeercercssnrcssnrcssnrcssnercsssencssssscssssecssaeee 109
5.1 Closed Items with Rating Scales ..........ccccoeeuiriieniiiniiniieieeeee e 109
Number of Categories in a Likert Response Scale ...........cocceeeieveecieninineninicnceeeeenenn 111
The Middle Category of a Likert Response Scale ........c.ccocevirereeiiiieninincninicieienene, 111
Using “Don’t Know” Categories and no Middle Categories............cccecvevuenencreneneennenn 113
Numerical Labels for the Categories of the Response Scale ........cccccoceoenininicncecicncnnenn. 114
5.2 Response Criteria in [temS........ccceevviieeriiiiiiieeie e 115
5.3 On the Psychology of Answering Survey Items...........cccocoveriiieniinienncnn. 117
5.4 TItems with Qualitative Response Scales.........ccecveeveiiieniieiniieeeiieecieeee 120
5.5 COMMENTS....uiiiiiiiiiiiiiiiiiieie e 123
5.6  Open-Ended Questions with @ FOCUS ........ccocviveviiiiiiiiniieceecee e 126
5.7 Formulating ES TtemMS........cocviiiiiiiiiiiiiie et 128
5.8 Scales and Single ItemsS ........c.ceevvieeiiiieiieeiecee e 132



Content vii

5.9 TItems in Different Languages ........ccccceeeviieeiiieeiieeeieeeiie e 133
Back-Translations ........c.ccooeeriiiiiiiiiieeier ettt et 133
Further Criteria for Questionnaire Translations.............cccoveiieiiieeeiiiee e 134
The TRAPD APPIOACKH ....oocuiieiiiieeiie ettt sbe e e sebeeenes 134

5.10 Collecting Demographic Information...........cccceeeueevieeiiienieniienieeieeens 135

5.11 The Structure of the QUEStioNNAITe............oeeeiivirieeiiiie e 136
Reasons for a Questionnaire Structured by Content..........c.ccecvveeeeereiieeieeiiienieeseeeieens 137
Criteria for SOTtiNg ItEMS ......c.coiviiiiiiiiiiierrree ettt 138

5.12 Layout of QUEStIONNAITE .........eeererreeiieeeiieeeiieeeieeeeieeeereeeereeesareeseaee e 139
Cover Page and INtrodUCHION ........c.eeiiieeiiieiiieeiie et e 139
Design and Layout of Demographic Items ...........ceccveeriierieeniienieeiieeeiee e svee e 140
Layout of the Blocks of Content [tems ..........c.ceevierieiniienieerieeeie e 141
Alternative Layouts of ES QUeStONNAITres.........ccveerviieiieeiieiiieeiieeieeeiee e eieesieeevee e 141
Total Design MEthod .........coiiiiiieiieieeeeeee ettt seee s e nnees 146

5.13 Prognosis QUESHIONNAITES .......eeeruveeerureeeiieeeiieeeieeesreeesreeesreeesareessneeennns 146

5.14 Electronic QUEStIONNAITES........cccvvieerrieeriiieeiieeeeteeeeieeeereeeereeeeareeeaeee e 148

Processes of Questionnaire Development ........ccccceevveeeccnrcscnicssnescssnnscsanesens 153

6.1 Developing an Early Version of the Questionnaire.............cocceverveneene. 153

6.2 The ES Project Team’s Role in Questionnaire Development................... 155
Coordinating Language Adaptation and Translations ..........ccccecceeeviienieenieeneeenieeereeene, 155
Coordinating the Development of Group-Specific Items .........cccccecvevineninenieniecienenne. 156
Coordinating the Development of Demographic Items ...........ccoceeveeiencnenicninincnicnenne. 158

6.3 Involving Stakeholders into Questionnaire Development........................ 160
Involving Rank-And-File EMPLOYEES.......ccocuveeiiiiiiiiieiie ettt 161
Involving the Organization’s Executive Board...........ccccoovveeviiiiiieeiieiiecie e 161
Involving the Works COUNCIL........c.coiiiiiiiiiiieeiie sttt s 162
Involving Middle Management and ES Advisory Boards ...........cccccvevvvevcieineenciieeieeenne, 163

6.4 Pre-Testing and Pilot-Testing the Questionnaire ............cccecveeeeveeennennee. 163
A Simple Pre-Testing Approach for Employee SUrveys .........ccocceevivevieiiieenieecive e 164
COGNItIVE PTE-TESHNG ...c.uviiiiieiiiieiieeciie ettt ettt aae et e etaeesabeeaneeeaeesneenens 165
HOW Many Pre-TeStS? ......viiiiiieiieiiieeieeiit ettt ettt et seve et e esaaeessbeessaeessseennneenes 166
Pilot-Testing the QUESHIONNAITE ........eeevvieriiieeiieriieeteeriee e et e sreestreesreesrreesaeessaeenaneenes 167

SAMPLUNG ccoverivniiinrniiininicsinninssniesssnessssncssssncsssssessssssssssssssssssssssssssssssssssssssssssssses 109

7.1
7.2

7.3

7.4

The Population............cceeuieeiiiiiiiiiieieee et 169
Non-Random Samples........cceeviiiiriieeiiieeiiecieece e 170
CONVENIENCE SAMPLES .....vvieiiieiieeiieeiie et etteette st e et e st eeteesbeessaeesabeessaeessbeesaeessseenneas 170
Typical Cases, Extreme Cases, EXPEItS.......ccceeiviiiriieriiinieeiie e cieeeieeeieeeieeeveesvee s 171
CUt-Off SAMPIES ....veeiiieiiieeieecieeee ettt e ste e tae e st e e taeessbeeaseessseesneennns 171
SNOW-BAIIINE ...ttt sttt ettt sae e 171
QUOLA SAMPIING ..ottt sttt et sttt na e b e 172
Random Samples......cccveeeiieiiiieiiieecieeee e 173
Simple Random SampPles.......cccueiiiiriiieiiieiieiieece et 174
Systematic Random SampPling.........cccueevvieriiiiiienie ettt 174
Stratified Random SamPIEs ........cocvvieiiiiiiiieiiieieee e 174
CTUSEET SAMPILES ....vveeniiieiieeiie ettt ettt e et e st esaae e sebeestaeesaseesaeessseenseessaeenseas 176
Multi-Stage SAMPIING.....c.ceveriiriiiiririeeteteeree ettt s ae 176
SaMPING EITOTS ....oiiiiiieiiecee e e 177
Sampling Errors in Samples of Different Size.........ccocveeviivviiiniiieniiieniiecieeeeecee e 177

Sampling in Small POPUIAtIONS.......coccvieiiiiiiiieiiieeieecieeeeese e 179



viii Content
Sampling Errors for Means and Other StatiStiCs..........cocevivirererieeeieneneneneseneeeenne 179
Sampling Errors under Different Sampling Methods ........c.ccoccveverieiiiiininnnincnceene 180
7.5 SAMPIE SIZE ..ceviiiiiiiiiiiiiete e 180
7.6 Response Rates and NONTESPONSE .......eeuereiieriieriieiieniieeiieeiie e 183
NONIESPONSE BIAS ...ttt ettt ettt ettt teete s e sneesneesneenseenseenseens 183
Dealing with NONIESPOMNSE.......cveeuiieeieriieiieiieieeie sttt et eee s ee s eseeseeneesneeens 184
TEEIN INONITESPOMISE ..o.vvveeeeeeiie et ette ettt ette et e esateetaeetaeebbeetaeesaeesaeesseensaesssesnseessseesens 186
7.7  Sample Construction in Practice .........cccceevueeiieniienieniieiieeieeiceeee e 187
8 Information Campaign Before the SUrvey .........coeievcveicnveicssencsssnrescercscnnnes 191
8.1 Phases and Steps of an ES Information Campaign ..........c.cccceeevueeneeennenn. 191
8.2 Activities in Phase I of the Information Campaign..........c.cccceeeveeeriennnnne 192
Informing Employees About the SUIVeY .......ccccoccviriiiieiiiniininneececceseseeeeeeeeee 192
Motivating to PartiCIPate .......cceecueeierieiieee ettt 193
Informing About Survey Administration..........cocceeeeerierieninenieneeiencieneee e 198
Bridging the Time of “No Action” After the Survey........cccoevvererieiciinininnecncene 198
8.3  Planning the Information Campaign ..........ccceecuveeriiveerciieenieeeiee e 200
8.3  Style of the Information Campaign ..........ccceevieriieiiieniieieeieeeeeee e 200
8.4 Typical Questions and ANSWETS ........cevvieeriieerieeeiieeniieesieeeeeeeeneeeeeeens 201
9 Data Collection SRR | ¥
9.1 Survey Administration and Survey LOgiStiCS.........ccceevvievieriienienieeaans 207
9.2 Data Collection in Group SESSIONS.......ccueerrureerrrreerirreerirreerieeenreeenreeenns 208
The Polling Station Method.........cccviiiiiiiiiiiieiieece e 208
Organizing a Polling Station Setting ..........cccceeviieiieriieeiieciie et 212
Polling Station Data Collection and Other Group SesSiONnS..........cceveveerveerveeseeerieeesueenns 213
Special Participation Requests for Unavailable Employees ..........cccceeevevviienieiciieeneenne. 214
Monitoring Response Rates and Using Reminders...........coccoevereeieniinieninencnncenneniennenn. 215
9.3 Data Collection by Postal Mail.........c.cccccueiiviiieniiieiiecieeeieeeee e 216
Monitoring Response Rates and Using Reminders............cceevvveriieriieniieeniiienieesieeeeeenns 218
9.4 Online Data ColleCtion .........c.ccocueieiiiiininininieeeeeeeereecee e 220
General Advantages 0f Online SUIVEYS ........ccceveririiienieninenineneeteecee e 220
Challenges of Online EMPlOYee SUIVEYS .....ccereririiieniiniinieniinenceiteectenie st 221
Online Data Collection and ANONYMILY ....c..ccccoerereeienienenenineeeetentene et 221
Monitoring Response Rates and Using Reminders............ccevveerciieniieniieeniienieesieeeieenns 224
Combining Online and Traditional Methods of Data Collection.........cc..cecevvereruenncnnee. 225
9.5 Alternative Methods of Data Collection...........cccccecuevievenieniinenieneenen. 226
9.6 Summary Comparison of Data Collection Methods ...........c.cceeveeennnnnee. 227
9.7 Measures to Increase Response Rates ..........cccoeceeiiiiiniiiiniiiinicinieene, 228
What Response Rates can be Considered High Response Rates? .........cc.ccceeeninencenenne 229
Persuasive POSIHONING ....c..coueririiririeieieiententeste ettt 229
Reducing Anonymity and Confidentiality CONCerns........cc.cocevereriereerienenencneeneneennenne 231
Transparency and VISIDIIIEY .......coeeereeiiiriinininirieeeteteese ettt 231
INCENEIVES ...ttt st 232
Monitoring Response Rates and Reminders ...........cceevveerieeniieniieeniienieesreeeiee e 234
Questionnaire Design and Personal Invitation Letter ...........ccoevveeviiinieenieeniecieeeeeee 236
9.8 Data Entry and Data Coding..........ccceecuveuieniiiiiiniieiieie e 237
0.9 Data CleaniNg ........ccceuveeeiieeeiieeeiieerieeeiveeeiteeerreeeaeeeereessaeeenseesnnaeeennes 238



Content X

10 Standard Data AnalysiS........eeievvicnssncnssnncnssnncsssnncsssncssssecssssecssssessssessssessess 241

10.1 Elementary Analysis of ES Data .........cccoccieviiiiiiiniiiniieieeeeeeeeeeee, 241
Survey Results for Single Ttems.......coooieeriiiiiiiiiinineeeeectcce e 241
Comparisons of the Focal Group with Other Organizational Units..........c.cceceeeeeenenenne. 245
Placing Absolute Scores in the Context of Several Standards..........c.ccccevevencncnencennnn 246
Items, Indices, and INAICALOTS ..........ooeeiueiiieree e e e e e 248
Using Interrelationships among Items to Determine Importance .........c...coceveeveenecnnnne. 251

10.2 Standard ES RePOTTS......ccocuiiriiiiiieiiieiieie ettt 252

10.3 FOCAl REPOTES...ccciiiieiiiieiiieciee ettt e s e 253
The General Introduction of @ Focal RepOrt.........cccueeviiiiiieiiiiieciceieee e 253
Turning to the FOCAl GTOUP ....ccuviviiiiiiiieiieeiece ettt 255
Tables of the FOCAl REPOTT......ccuieiiiiiiiieiiieie et 256
Alternative Ways to Organize the Items in a Focal Report .........cccocvvevieiiieniieeniiennenns 257
Reporting Demographics in a Focal Report..........ccocvviiiierienieicieeeeeee e 258
Appendices of @ FOCal REPOTT........co.eeiiiiiiininiiiiiieiciccenseseeectee e 259

10.4 Cross-Comparison Reports.........ccceeeviieriieeiiieeieeeieeeee e 259
Cross-CompariSOn TabIEs........c.eevciiiiiieeiiieiiieeiie ettt st et eaee e e eaee e 260
Who Should Get Cross-COmPAariSONS? .......cecveeruveerrernieerreerreesreessreesreessreessseesseessseenes 261

10.5 Prognoses REPOTLS .......cevuiiiiiiiiiiiiiiiieeieeeeeeete ettt 262

10.6 Standard Reporting of Answers to Open QUestions..........cccveerveeeruveennne. 263

10.7 First-Results Reports for EMployees.........cccceevieiiiieniiniiiinieiieceeee, 265

10.9 How to Organize Report Ordering .........ccceeeeveeeeveeesieeniieeniieeeiee e 266
Specifying Selection RUIES .........cccviiiiiiiieeiie ettt s 266
Automated Report OTAETING .......eevvieeiiiiiieeieeeieeete ettt sre et sreesteeesaeeseeeesaneenes 268

11 Designing Follow-Up Processes........cooeiercrercssercssercsssnrcsssnssssssssssasssssasssssassons 271

11.1 Basic Components of the Follow-Up Processes..........cccceveerviienienneennen. 271
Actions and BUsy WOTK........cc.coiiiriiiiiiiiinccceee et 271
Monday Morning Actions: Starting Small........c..ccccecveverininininiiienieneesceeeeeeeee 272
Avoiding Unnecessary New Initiatives or New G0als ......c.ccccveeveveeriienieeiieenieenieeseeens 273
Types of Responses t0 ES RESUILS .......eeeuiiiiiiiiiiieiiieciee ettt 274

11.2 Approaches to Designing Follow-Up Processes .........ccccceevevveverieneennene 275
The Top-DOWN APPIOACH.......cc.eiuiiiiiiriintinieetet ettt 275
The Bottom-Up APPIOACH .....co.eiiiiiiiriieiieietctesee ettt 277
The Task-FOrce ApProach .........cocceeveeieiiniinininieeteteee ettt 279
The Big-Bang ApPPIoach........cccuiecieiiiieriieiiienie ettt steesae e sreeseaeesbeesaaeesebeeenes 280
Soft Varieties of the Top-Down ApProach ..........cccceevveerieeniieniieeniienieeniee e 280

11.3 Communicating the Organization’s Official Response to ES Results ..... 282

11.4 Creating Dialogue as a Response to Survey Results..........ccceeeveeennennnee. 284

11.5 Cultivating Individual Responses to Survey Results...........cccceevviennnnnen. 286

11.6 The 7+7 Approach for Rolling-Out the Follow-Up Processes................. 289

11.7 Response Sequences for Individual Managers.........ccccoceeveveevcnienennene 291

11.8 Criteria for Planning and Evaluating Follow-Up Processes..................... 292

12 Nonstandard Data Analysis ......ccccceervercssencssneccssnnnen 295

12.1 Interpreting ES ReSUltS.......cccuiiiiiiiiiiiieiiieieeeee e 295

12.2 Experience-Based Hypotheses and ES Results .........cccccvveeeiieinieeinnnnne, 297

12.3 Benchmarking..........ccooovieiiiiiiiiiiienieeeee et 298
Types of Benchmarks .........cooouiiiiiiiiiee e 298

Benchmarking Single Items and INdiCes........c..coceriririeiiiiininiininiceciccseseeeeeeeene 300



X Content

On the Validity of Benchmarks ..........cccccoeviiininiiiiiiiiiineccccee e 300
Benchmarks from Different COUNtIies.........c.oouerieiierieniee e 301
Benchmarking Against Industry and JOb NOIMS .......cccceceeieniinenininceiiiencncnceeeecene 303
Benchmarking by Cross-Comparisons within the Organization............ccccoceevevereeeenenn 304
Upward and Backward Benchmarking ............ccccveevieriiiinieiiieenie e 305
Benchmarking Against PrOZNOSES ......c.eeecvieiiiieriiiieiiieeiieeite et eriteeiee et saeesiveesene e 306
Benchmarking Correlations and Patterns...........ccveevuieviiieeiieniieeie e 306

12.4 Using Theory to Interpret ES Data........cccccocveviiiiniiininiiniinieeicnieeee 307
12.5 Deep Statistical ANALYSES ....cceeeeeuieieiiiieeiieeieeee e 310
The Psychological Map of the Respondents............ccccuevvueerciieiiiieniieiiieeiie e 310
Dependent Variables within MDS ..........cooiiiiiiiiiiiiiicieececeeee e 312
External Dependent Variables and Linkage Research...........coceceevenininininnienicncnnenn 313
Relating Internal Dependent Variables to Demographic Information ............ccccceevuvneene. 316
Interpretations and the “More is better” Fallacy .........cccocereeieneeiienininieninenceieienecene 317

12.6 Business-Oriented Frameworks for ES Data Interpretation..................... 318
ES Data and the Balanced Scorecard...........cocoeieiiiiiniiniiiniiicieieceneeeceeeeeeeenne 318
SWOT ANALYSIS ..c.eveivieiieiieiieietee ettt s et 319

12.7 Triangulation and Other Views onto the Data..........ccccooevviiniincncninnnen. 321
13 Presenting Survey Results to0 Management ..........cceeveeecsserccsnrcsssesssssesssssscses 323
13.1 Structuring an ES Presentation...........ccccccveevieeeiieeniiieccie e 323
Introduction of an ES Presentation ............ccccoceeieieiiiieniinininineeeeiecene e 323
Facets/Dimensions of the Organization CIImate .............ccccceevueeriieeniieniieenieenie e e 325

The Performance-Satisfaction Network: Core and EXtension ............c.ccccevceeveiecvecncnnnnne. 327

A Simpler Alternative: ACE or RACER Structuring ..........cecceeeeevevenenenenenrceeenneniennen. 327
Further Break-Downs of the StatiStiCS.........ccveririeiiieiieiieeee e 328
Empirical Structure of IeMS.......ccceeiiriiririniniiieieeseereeeeeet e 329
SPECIAL TOPICS. ...ttt ettt ettt sttt st besae b eaeennens 329
BUSINESS PEISPECHIVES .....eeueieiiieiieeiieetieiee ettt ettt et enseensesneesseeees 329
Monday Morning Action PIatforms...........cocveieiieiieiienieee e 330
Summary and RecoOmMMENdationsS .........cccueerveeiiienieeiiieeieeeieeeieeeieeereeebeeeaeeseeeeeee e 330

Still Other Forms of Structuring an ES Presentation ............cccoecveevvieeieeiiieesieeniieeeeeene 331

13.2 The ES Presentation PrOCESS ..........ccceviireiieriininienieieeienieeeseesiee 332
Aligning the Final Presentation with Key Managers..........coccovererereeienienencnenencnenn 332
Global Management Decisions as Input to the Follow-Up Processes ......c..cc.cccceevevennne. 334
Overcoming Typical Psychological Barriers ..........c.cccccvireriririenieneninencneneeeeieneenne 334

13.3 Adding Punch to the Presentation ............cccceevieiiiienieniienieeieeeeeeeee, 336
Positioning the Presentation in the Context of the Follow-Up Processes........c..ccccveuueee. 336
Avoid Wasting Time on Side ISSUES........cceriririririiiiieniineneeeeiteeeene e 336
Av01d OVer-INterPretation .........coereeuieieienientineneeie ettt ne 338

13.4 Motivating Managers t0 ACt......cccueeerieeeiieeeiieeeieeeeieeeereeeereeesveeesanee e 339
Motivating Managers to Get INVOIVEd.........occuiiviiiiiiiiiieiiieeece e 339
Building Platforms for Immediate ACtIONS........ccvverrueeriieriiieriieeiieesieeereesreeeseesveeeaeeens 340

14 Employee Survey Workshops .......eeeeeneensensecnsnenseensnensnccssensnecssessnccsseees 343

14.1

14.2

Foundations of ES Workshops ........ccccoeoiiiiiiiiiiiiiieiicieeeeeee 343
The Basic Goals of an ES Workshop.........cccccvirinininieniiiinincccccnc e 343
Feedback, Discussion, and EXplanations ............ccceeveeeiieiirienienieieeeee e 344
Proposals for SOIULIONS .....cc.eeouiriiririiiiceteece et 345
ALLGNIMENE ...ttt et et e e et e eteeetteestteesaeestseesnessseensneesseenssannns 346
Typical Design of an ES Workshop .........cccoviiiiiniiiiiiniieeee 347

Phase L INtrOAUCTION.........ooiiiiiiiieii ettt e e e e e et e e e e e seeaaaeeeeeesesnnnees 347



Content X1

Phase II: Discussing and Structuring the Results...........ccccocevirieneriencniinininncneceeenn 350

Phase III: Action Fields and Ideal SCenarios ............ccoocvevuieriieiieeienienieseeeee e 354

Phase IV: Outlook on NEXt StEPS .....ccceeueiiriniinininineeteteieenteete ettt 356

Phase V: Wrapping Things up After the Workshop ........ccoccoevieiiiiininiee 356

14.3 The Participants of an ES Workshop.........ccccevieviiiiniininiiniiniccee 357
14.4 The Facilitator of an ES Workshop .......ccccoeevieeiiiiiiiieeee 357
14.5 Organizing and Preparing an ES Workshop.........ccccoceveviiniininncnnnnne 359
Participants, Time, Location, and INVItation.............cceeverieiireienieniereee e 360
ROOIN .ttt et st e st e st e b e s beesaee e 360

1Y TS 4 1 TSP 360
Preparing an ES Workshop: the ES Coordinator’s Role...........cccoecieiiiiiiieniiieeee 361

A Facilitator’s Personal Preparation for the ES Workshop .........cccceevvviiiiiiiinieiee 362

14.6 Discussing ES Results ........ccccooviieiiiiiiiiiiiiicieeeeeeeeeee e 363
Workshop Activities for a Particular Item Block..........cocoecvevininininiiiiininncnceicicen 364

An [ustrative Item BlOCK .......ccoooiiiiiiieeieee e e 364
Another Illustration with [tems on the SUPervisor...........ccoevevveiieiieieeeceeeee e 366

14.7 Tips and Hints for Facilitating an ES Workshops..........ccccecveviveennnnnne. 368
THIMINE c.evieeiiie ettt sttt e st e ettt e st e e et e e sabeeesaeessbeensseesssaesaeeassaensaeesseensneenssennnes 368

Role and Behavior of the Facilitator...........c.coovvieiiiiiiniiiiiiicccccceeee e 369
Presenting the Survey RESUILS........ccuviiiiiiiiiieiieciieceecte e 370
Discussing the ES ReSUILS ....c..ccoiiiiiiiiiiiiniinneecceseseet e 370
Behavior of the Participants in the DiSCUSSIONS.......c..ccuevverininienenieicieneneneneeeeeeeenne 372
Discussing the Items on the Direct SUPErvISOT.......cccuecveviirininienininecieeneneneeeeeeeeene 373
Brainstorming on the Fields of ACtion........c.ccoccviririiiieiiinininncecccscsceee e 374
Behavior of Managers in ES Workshops..........ccccviviririiiiininininicciccncncnceeeecene 375
Giving Feedback to the Supervisor after the ES Workshop ........c.ccoceeevevinininincnnnene. 375

14.8 Variants of the Traditional ES Workshop ..........cccccovvieiiiiiiiniiiiieee, 376
ES Workshops with Managers Only..........ccccociininininieiininenceeeectcesese e 376

ES Workshops under Tight Time CONnStraints ............cccecverererererieneenieneneneneeeeneennenne 377

14.9 Alternatives of the Traditional ES Workshop ..........ccccceceiiiiiniinnnnnne. 378
14.10 Planning Batteries of ES Workshops ........cccccoveviniiniiiininiiiciiccee 382
14.9 Additional Follow-Up Work on ES Workshop Results ..........cc.cccoceeeee. 383
Additional Statistical Analysis of the Survey Data.........ccccceevvieicieiniiinieeiiieeie e 383
Consulting Additional Theory in the Literature...........ccoevvveervieiieeiiie e 384
Understanding OPPOrtUNIties........ccveeeveeruierueerieenieesieeesireesieeeseessseeesseessseessseesssesssseesnns 384
Cause-And-Effect Analyses for Problem Areas .........cccceeeveninencnienicnienenineneeeeeenen 384
Testing the Strategic Value of Possible Areas of ACtion..........cccceceeeveninenincnienceiennenne. 385
Summarizing how Workshop Participants Interrelate the Topics.........c.ccovereeeevenienicnnene 386

15 Action Management 389
15.1 Developing Ideas for ACtIONS........ccccvieeeiieeriieeiee e 389
15.2 Organizing ACLIONS. .......cevueeuierieeieeeieeiteete et e eeeeteesaeebeesteebeesneeeneeas 392
D) I ) e 5 o) o USSP 392

Roles in Action ManagEMENLt ..........cceeruerrierieriiertienieeieeeeeeesieeeeeteesae e sseesseenseensesneeens 393
Selecting Action Directors and Action Team MemDErs ........c.cceverenerenienererieneeniennens 393
Action Management vs. Line Management .............cceeeveeeerierieniieieeiesie e seeeseeeee e 394

The Action MiSSiON CONIACE..........ccuieieeieriieiiete ettt eee et e et eneeeeaeeneennees 395
Defining the Action Director’s ACtiON SPACE........cccveeriieeiieriiieeieeeieeeie e eeeeseeesne e 396

When to Begin Action PIanning ..........ccceccuveviiiriieniieniiesieesieeeieesiee e svee e svee e 397

15.3 Foundations of Action Planning.............cccoeeeeviiiiiiniiniiinieeieeeeeeee, 398
Planning Actions Hierarchically...........ccccocvirininiiiiiniininiincceciccicneeee e 398

The TIMENNE OF AN ACLION . ....uuviiiiiiiiiiieee ettt e et e e e e s e areeeeeesesennnes 399



xii Content
15.4 Simple Action Planning ToOIS.........ccceeviieriiiieriieeeeeee e 399
W ACHON FOTMS ...ttt 400
“W” Action Forms with Status Indicators ...........ccceceverininininiecieieniencececeeeeanen 400
15.5 Planning CompleX ACIONS......cccueeruierieeriieeiieiie e esie ettt 401
Planning MILEStONES. .......cocueeruieiieieeeieeie sttt sttt e eaee s ee st e seenseensesnaesneennes 401
Planning ACHIVITIES.......eeueriereieti ettt ettt eee st st e sttt ettt e saee st et enseenseenseeneenseennas 403
15.6 Controlling Action Implementation ..........c..cceceeverienenienicneenenieneeees 404
Principles of Action Controlling.........cccevverieiierieie et 405
REPOTTIIEZ ...ttt ettt et et et e et e s st et e et e enseenseenseeneesseenns 406
Simple Reporting FOIMS.........coeuieiiiieiieeee et st 406
Reporting in COmMPIEX ACLIONS ......eeureierieiiesiiesieerie ettt ettt e e e e e eeeseeeeneesneeneeenes 406
Adjusting an Action PIAn..........ccoooiiriiiieiieiee e 407
Online Action Planning TOOIS .......c.cccoeviiiiiiiiiiiiiiiicicc e 409
15.7 Soft Factors in Action Management............c.ceeveerueenieeniienieenieesieeeeenenes 409
Selecting the Right PEOPIE.......c.cccueiiiiiriiiiiiiiiicccccece ettt 410
Delegating ACHONS AWAY .....c.ceeieriierieeieeeeetesieesttesteenteeeeeeesseesseeseesesnsesneesseesseesseeseenns 411
Remaining Open to Clarify the Action’s Goals and Conditions..........c.ccoceeervcrereeeenenne 411
Accepting and Endorsing the Action Plan...........coccocveeiiiiiinininininciccincnceeeecene 411
InsSisting 0N DISCIPIINE ....cocvveiieiieieeiieeieie ettt see e e seeneeenees 411
Leading Action Team MEMDETS .........ccceeveuierieiniienieenieenreesieeeseeeieeeseressseeessneeseeesseeenns 412
Planning RealiStICAILY ........ccoiiiriiiiiiiiiecie ettt ettt et s beeeaee e 412
Controlling Action Progress CONStruCtiVELY ......eevvieeieeiiieniieniieeiee et 412
Thinking About the Politics 0f the ACtION ........cceevvviieiiiiiiieeiie e 413
Turning the Action Team iNto @ TEAM.....c.ccccviiriieriiieiie e 413
Keeping Technical Gimmickry Minimal...........cccceeoiiviiiiiiiiiieeiecieeeee e 414
Showing Commitment to the Action and its Tasks.........cocevevererviiieninininninrceeene 414
16 Information Campaign after the SUIVeY .......ccccevvercrrreicrsnicssnnncssercssnressseneses 415
16.1 Information on Results and Management’s Responses..........c.ccccceeuveenee. 415
16.2 Information 0n ACLIONS........cccuerierieniiriiiieieet ettt 416
16.3 Planning and Organizing the Information Campaign..........cccceceveeveennnee 419
Architecture and ROIES .........cccooiiiiiiiiiiiiiicc e 419
Publications and Time LiNe ..........cccceeoieviiiiininiininiiieieieesieeeeereeee e 421
Communication POIITICS. .......cveiiiiiiiiiiiicieccce e 423
16.4 Communication as Part of Planned Change Management ....................... 425
Creating Perceptions of what most People are Doing.........c.cceceeevevicvininienenencecnicnenenne. 425
Communicating what Employees are Ready to Hear .........cc.ccceoevinininincncncncncnene, 426
17 Evaluating Employee Survey Projects ......cccecceeeveeccsrercssnrcssnrcssnnsssssesssnnscses 427
17.1 Project Evaluation and Learning ............ccceeeevveevieeenieeeiieeeieeeee e 427
17.2 Evaluating ES Projects .....c.cooveeiiieniiiiieiieeiieeee ettt 428
Positioning the Evaluation of an ES Project .........ccccocovevirininiiiinininninncecceeeeenne 428
EVAlUAtION CIIEIIA . .euvieeieeieeiietieieeie ettt ste et te et e et e st e et et e enteeseesseeseenseensesneesneennes 429
Objective BUSINESS CTILEIIA ....e.veeueeureuiiieriinienienieeiteit ettt sttt ettt b e s eaeeaeeneen 431
Finding the Right Time for Evaluations ...........ccccceeeiiiiiieniieiiiecieeciceee e 432
17.3 Evaluation Methods...........cccooiiiiiiiiiiiiicececeeeeee 433
Analyzing the Quality of the Survey Data..........oceeiiviiiiinininincicceeecee 433
Studying Documentation Materials ..........c.cceeeveeriirieriniininineeietetee st 434
Collecting Observations on the ES Project.........ccceeivirininininienieiininencneneceeveeenen 435
Interviews to Evaluate the ES Project’s Results and Processes...........c.ccoceeererceieeenenn 436

Surveys to Evaluate the ES Project’s Results and Processes.........coceveverereeievenienennns 439



Content xiil

17.4 The Practice of ES Evaluations ..........ccccccveveiiieeiiieiiiiecieecee e 439
SAMPLE ..ot et ettt e et e et e et e et e et e e beeeaeeenteeenbeeenbeeenraeenes 439
OFZANIZALION ...eieeiieeiieeiieeee et etee et e e tee st e e bt esbeeeabeesabeeesbeesaseeesseesnsaensseesnseensseenssesnnes 440
Items and SUIVEY DESIGN ......eevuiieiieiiieeiie ettt esbeessaeesebeenneas 441
Data Analysis and INterpretation .........c.ceecueeeeuieniienieeniienie et esve e esre e esneesieeeseee e 443

References 447

AUTNOT INAEX c.cerereennneiiereereeeennneescseessereassssssssecssssesssssssssscssssssssssssssscssssssssssssssocsessess 403

Subject IndeX......ueeervercssnicssnrcssnnicssanecsnnecns SRR |11




