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Step Six: Delivering the Findings

It shall be a vexation only to understand the report.
Isaiah

magine the following scene. You are at work one day, and you are

called in to a meeting that your manager feels will be useful and
informative to you. So you put aside whatever “mission critical”
work you are engaged in and head off for the meeting. Realizing that
the meeting is just about to start, you gingerly walk down the hall,
open the large oak door, and enter the cavernous board room. The
myriad of armchairs are arranged in a crescent shape around a deep-
mahogany-colored table. You take a seat on the left-hand side of
the table near the front.

During the next five minutes or so, several people (some you
know, some from a consulting firm) shuffle into the room and take
their seats as well. A professional-looking individual enters the
room, goes to the front of the table, pulls out a large report, and
| starts speaking in a language you have never heard before. You do
not know what this person is saying. After the first few minutes of
the presentation, you begin to vacillate between feeling bored and
uninterested in what is being presented because you cannot under-
stand it anyway, and experiencing anxiety every time the others in
the room nod their heads in understanding and astonishment at the

| 201




202 DESIGNING AND USING ORGANIZATIONAL SURVEYS

speaker’s comments. You then ask yourself, What does this have to
do with me and my job anyway? Why am I wasting my time here
when I could be doing something important? And why are these
consultants getting paid big bucks for this nonsense?

This is an exaggerated version of what can and often does hap-
pen during the presentation of a complex or extended set of survey
results when the delivery process has not been well managed. Peo-
ple in the audience can easily get confused, overloaded, or lost in
their own issues and anxieties, resulting in your message not being
heard at all. Keep in mind that the fundamental purpose of any sur-
vey report is to provide a clear, accurate, and appropriately detailed
picture of the organization that will allow others to plan for action.
In other words, although complex conceptual models, interpreta-
tions, and causal relationships are useful additions to a survey re-
port and well worth pursuing, they should not be considered the
defiitive word or the end result of a survey feedback effort. Rather,
these analyses and interpretations should help the end user under-
stand and make use of the larger dataset collected. It is probably not
possible to ensure that all aspects of a presentation of survey find-
ings will be crystal clear and easily understood by everyone on the
receiving end, but an effective survey presentation and accompa-
nying report can have a significant impact on the perceived success
or failure of the assessment effort, regardless of the nature of the ac-
tual results obtained. The purpose of this step, then, is to discuss the
issues, options, and applications of presenting and delivering to a

variety of audiences the survey results and findings obtained.
However, we would point out that despite our use of the term de-

livery in connection with survey feedback, it is often good practice

(particularly at higher levels of management) to approach a results-

oriented presentation from a more facilitative than expert perspec-

tive, that is, as a working session wherein the results are presented
to a group of end users and then a diagnosis and series of recom-
mendations are created jointly through discussion and debate of the
issues raised. This more action-research-related approach is often
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useful for building enhanced levels of commitment and support be-
hind whatever action plans may result from a survey effort. This
method of delivering feedback, however, also means that the survey
results themselves need to be highly accessible and easily understood.

Understanding the Roll-Out Process

Perhaps the first and most important element to understand when be-
ginning work on the first survey report or presentation is the roll-out
process, that is, the method and sequence by which the results are to
be presented to all those involved, and the role and expectations re-
garding this initial set of findings. This, of course, takes us back to
many of the issues discussed in the first few steps on the subject of sur-
vey planning and objectives. What were the primary objectives of the
survey? Who will be receiving exactly which results and under what
timeframe? How is the information to be used? Because the delivery
of each survey report itself is in some ways the second half of the anal-
ysis process, the answers to all these questions have a significant im-
pact on the nature of the first and all subsequent reports generated.

In organizations where a survey effort has been initiated in re-
sponse to some large-scale change effort or new strategic directive,
the results are usually intended to be used at several different levels,
starting with a global picture of the main trends and themes to se-
nior management. This is often followed by more specific regional,
directorate, departmental, or functional reports for various layers of
middle and front-line management. In addition, a pared-down ver-
sion of the results describing the overall findings, along with com-
mentary or a discussion of intended responses from senior leadership,
is often issued to all employees via a corporate newsletter, special
publication, video, or other means within a short period as well.
Table 6.1 provides an overview of the components and issues of a
roll-out plan of this nature.

This same type of roll-out process is often followed by institu-
tionalized survey systems as well, particularly when they are intended

203
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Table 6.1. Sample Survey Roll-Out Plan.

Timeframe
from Close of
Target Group  Administration Objectives and Issues Involved

Survey 1-2 weeks Present initial findings, including raw

sponsor data, trends, conceptual variables, key
relationships; adjust highlights and areas
for emphasis before moving to more for-
mal presentation

Executive 3-4 weeks  Formal presentation of key findings,

committee themes, and interpretations; focus on
conveying information in a short period
of time (15 minutes to 1 hour)

Senior 4-6 weeks  Formal presentation to all of upper man-

management agement (for example, top 200 execu-
tives) group to convey key messages and
gain commitment to and support of
changes that may result; focus on revised
version of main issues and interpretations
presented to Executive Committee; tim-
ing (1 hour versus 1 day) and format
(large group all at once versus small
groups at different times) used for deliv-
ery may vary considerably

Middle 4-8 weeks  Specific reports of findings based on in-

management dividual actionable units, departments
or functions, or managers; results must be
provided with attention to existing time-
frames to be used for planning and objec-
tive-setting purposes; may or may not
contain extensive interpretation or cus-
tomized conceptual modeling, or other
types of advanced analysis for their par-
ticular set of responses
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Table 6.1. Sample Survey Roll-Out Plan. (continued)

Timeframe
from Close of
Target Group Administration Objectives and Issues Involved
All 4-16 weeks  General messages regarding survey
employees objectives and highlights of findings;

somne organizations provide all item-level
responses at this stage, whereas others
prefer to provide summary-level data
only; senior-level commentary or
response to results is recommended but
not always available; timing can affect
acceptance and credibility of results
presented (that is, the sooner the better)

to be used for performance management and objective-setting pro-
cesses. Typically, top-level reports regarding the state of the organi-
zation for senior leadership, specific actionable reports for managers
to use in their planning process, and a comprehensive message for
employees are provided during the roll-out process. In a large-scale
organizational survey of this type, it is possible to provide not only
reports for every department based on average ratings by its mem-
bers but one that compares how several different departments rate
one another in a variety of areas such as cooperation, integration,
communication, and internal service quality. Figure 6.1 illustrates
this cascading approach to survey feedback delivery.

In comparison other types of survey efforts may be more limited
to a top-level report only by design (for example, by including very
limited demographic questions in the instrument). In these situa-
tions, unlike in the top-down approach, it is probably best to be as
comprehensive as possible regarding the results and interpretation
presented to end users. These assessment applications are typically
aimed at gathering information relating to a specific topic (for ex-
ample, effectiveness of communication systems, use of performance
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Figure 6.1. Cascading Survey Feedback Delivery Process.
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appraisal systems, general morale and satisfaction) for consideration
by some action-oriented group or task force.

The final point here concerns the issue of timing. As we stated in
Step Five, most people’s interest in seeing the results of the survey start
to rise from the moment they complete and return their questionnaire
until after about two months, when it begins to decline sharply. As
with the data analysis stage, timing is very important during the re-
port preparation and delivery stage. What can be considered an ac-
ceptable timeframe varies from one organization and its particular
culture to another and from one individual to another, based on such
variables as relevance and importance at the time of the survey and
perceived ability for change on the part of management. However,
the level of interest, commitment, and value associated with the sur-
vey results obtained does tend to follow this pattern most of the time.
Although some organizations have closed the delivery gap to a mat-
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ter of days, this is not typical and can be problematic in settings where
messages will require cascading (for example, in conjunction with a
diagnostic effort where senior management’s response to the major
issues raised is likely to be incorporated into the report in some man-
ner). In our experience, a few weeks lead time is an appropriate and
acceptable window for the majority of survey situations.

Regardless of what we feel is appropriate, it is important that the
practitioner or survey team involved take enough time in the anal-
ysis and reporting stages to provide a clear set of messages in an ac-
cessible medium for the intended audiences. Whatever the time
required for the report delivery and roll-out process, this informa-
tion should be clearly communicated to all potential end users (in-
cluding employees) so that people know when they can expect to
receive some feedback. As we emphasized in Step Three, commu-

nication is very important during this portion of the process as well.

Preparing the Survey Report

The objectives, timing, and audience of a survey report have a sig-
nificant impact on the format and contents of the materials ultimately
generated. But a number of standard elements are part and parcel of
almost any type of survey report; these are listed next and described
in detail in the sections to follow.

. Cover page

. Executive summary

. Introduction to the study

. Review of preliminary research
. Method of research

. Survey results

. Conclusions and recommendations

© =N O W A W

Appendix
Source: List adapted and expanded from Rea and Parker, 1992.
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Although this next section is based on the assumption that a
paper or an overhead-based (for example, PowerPoint or Excel) sur-
vey report will be provided, most of the concepts inherent in good
reporting apply equally well to on-line or Web-based documents.
Our bias, however, is to provide individuals with hard copies of
some form. Based on our experience, we believe that people need
to touch, feel, respond to, and make notes on their survey results in
order to personalize them and take ownership of the findings.

Cover Page

The first and probably most obvious element of any survey report is
the cover page. It does not have to be overly complicated, but it
does have to convey the key information necessary to differentiate
it from the myriad of other reports, studies, handbooks, manuals,
and other assorted papers that are typically generated by and for or-
ganizations. Even if the information contained within is highly in-
tuitive, a report without a cover is often seen as just another pile of
paper waiting to be thrown out. Unlike the old adage, a book is
often judged by its cover and, therefore, the way this report looks
and feels is important. If time and budget allow, it is often useful to
consult someone with expertise in designing cover graphics to help
you put together a look that is both easy to read and user friendly.
In terms of content, the minimum items to include here are

® A title that is both clear and succinct and that identi-
fies the subject or content area of the study

* The names, affiliations, and complete contact informa-
tion for each of the principal authors

¢ The date and status of the report delivered, that is,
the initial draft, revised report, final version for the
management committee, or senior management,
and so on
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Executive Summary

The next element, which is the first content-related section of the

report, is the executive summary. The purpose of this section is to

provide a short and concise summary of the main findings, themes,

relationships, and issues identified in the data analysis and inter-

pretation phase. Often somewhere between three to six pages in

length, this section is designed to convey the most important mes-

sages to the reader in a quick and easily digestible manner. It should

be thorough enough so those who have time to read only the sum-

mary will still be relatively well informed about the main findings.

Even if the report will not be presented to executives, this con-
densed version of the findings is useful to have available to anyone
picking up the report. Thus, as might be expected, this section is
one of the most challenging and time-consuming elements of a re-
port to prepare, particularly if done well. To this end, the executive
summary is usually based on an item-level analysis such as the high-
est and lowest questions, with some elements of conceptual or trend
analyses woven in. Sometimes this is done solely through the use of
explanatory text, as in the following example:

Employees were less positive about the organization’s
communication of strategic plans, plans for growth, and
success, and how their organization differs from others
with the same services.

Also, employees expressed concerns about the orga-
nization’s interest in employees in terms of their welfare
and people’s attitudes toward their work. Employees do
not experience open communication in the workplace.
Specifically, they do not feel comfortable expressing their
thoughts and opinions openly and do not see knowledge
being transferred throughout the organization in a timely

manner.

209




Figure 6.2. Sample Executive Summary.

Productivity
+ improving slowly
customer satisfactio:
agging behind comp

Knowledge, Skills,

and Abilities Energy for Change Tools
but wary — fear of unkno
ious need ~ distrust of chan;

optimism for future - not ready to change
— lack of inspirational

Business Objectives
be aligned with direction — work overload alrea

elevant to all employees — competitors already the

+ specific, challenging, measurable — lack of funds for implemer
Company Direction
+ clear picture of where we are going ~ — lack of means to get there
+ employee commitment to direction - seem distant and unattainable
+ related to business performance ~ systems not in place to support direction
Leadership
. + inspires and motivates employees —acts as a unified force
+ sets a positive example . — treats people fairly

+ follows through on commitments — is visible to people at all levels
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Regarding leadership, employees expressed little trust
in senior management. They do not see senior manage-
ment as inspirational or in touch with employees at their
level.

Finally, organizational members gave the lowest rat-
ings on items concerning restructuring and reorganiza-
tion. Employees do not think that the rationale behind
structural changes and reorganization has been effec-
tively communicated (lowest-rated item 2.9). They also
do not believe that structural changes have been effec-
tively managed.

In other cases a graphic or model might be used to help sum-
marize the issues (see Figure 6.2 for an example of the latter). The
executive summary usually ends with an overview of the details to
follow in the rest of the report. In some instances, when the audi-
ence might be in need of a bit more direction, it may be appropri-
ate to include some additional interpretive elements and possible
recommendations as well. As we noted earlier, however, this type
of highly directive information is less likely to encourage active par-
ticipation and internalization on the part of the recipient, resulting
in a potentially weakened impact of the results.

Introduction to the Study

The third main section in a survey report is the formal introduction
to the study. This is where the relevant and important background
information is presented. It should be written with the assumption
that this section is the true entry point to the rest of the document
(in case the executive summary is removed). To this end, topics to
be described here include

¢ Who participated in the study (for example, the charac-
teristics of the survey respondents, including the rate of

return, some detail regarding background information,

,-
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whether the survey was a census or a sample
[see Figure 6.3])

® Why the survey was conducted (provide the problem
statement or issues that led to the use of a survey,
as well as the specific survey objectives)

® When the survey was conducted (the total length
of time made available for responses, including the
open and close dates; be sure to note the use of initial
communications and follow-up reminders during
administration)

e How the survey was conducted (give some detail on
the method(s) of administration chosen and why)

Note that this section is not meant to provide a complete list-
ing of all the details of the survey process. This will be done later in
the report. Rather, enough specific information should be provided
in a relatively short series of pages so that the validity and credibil-
ity of the assessment process, and therefore the findings obtained,
are readily demonstrated to the reader.

Figure 6.3. Survey Response Rate Information.

Nonrespons
40%
Completed
Returns
57%

Unusable

Returns 3%
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Review of Preliminary Research

With the introduction complete, it is now appropriate to provide
significantly more detail regarding the level of preliminary work that
was conducted and used to design and develop the current instru-
ment (and conceptual model if appropriate). Because this section
is often used more as a reference tool than a main source of infor-
mation regarding the survey results per se, it should contain as much
detail as is available and relevant. Elements that would be relevant

here include

e Supporting information available on the nature of the
specific problems facing the organization that prompted

the survey effort

e Relevant background information relating to other
organizational change efforts, strategic initiatives, re-
structuring, financial performance, and cultural issues

e Summaries of prior surveys, research studies conducted,
consulting projects, or other types of written reports
related to this initiative

e An overview of the methodology and results highlights
of any focus groups, interviews, or related preliminary
data collection

e Information on any pilot surveys conducted, test cases,
and associated refinement efforts used to finalize the

instrument

e Source information and descriptions of any key articles,
books, guides, or other external references used; the
nature of the role of any related professional expertise
or other types of outside sources consulted

e Information regarding main areas of consensus and
conflict regarding key issues and decisions made

213
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Method of Research

The purpose of this section is to move the discussion forward by de-
scribing the survey administration process and subsequent analysis
plan in significant detail. Once again, because this section is more
likely to be used to answer specific questions than to provide results,
it should be as complete and informative as possible. Mirroring what
was covered briefly in the introduction to the study, information
provided here should include a detailed outline of the administra-
tion methods:

B s - et S

* Who was involved in the design of the instrument and
what their roles were

® Who administered the instrument (internal staff, ex-
ternal consultants)

P A N L e,

* How employees received the instrument (describe all
methods if more than one was used)

* When and what types of presurvey communication
efforts were used

* When and what types of follow-up measures were
employed i

® Who was involved in crafting the communications

* How the sample was selected and verified as being
appropriate and accurate

* How names and contact information for the sample or
| census were identified and adjusted when necessary

® How returns were tracked and processed

Also relevant is an overview and definition for each of the sta-
tistics and approaches used during the data analysis and interpreta-
tion stage. Of course, if any write-in questions are to be reported,
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this section would also include an overview of the process by which
the comments were content analyzed (and integrated into the find-
ings or analyzed separately) as well.

Detailed Survey Results

After all the background, supporting documentation, and details on
administration, it is time to present the detailed survey findings to
the end user. As one might expect, this section is the longest in any
survey feedback report. It usually contains the following elements:

e Summary scores for all grouping variables used
(based on the organization’s core values, management
competencies, strategic objectives, or some set of key
conceptual variables based on an organizational model,
framework, or the results of a complex statistical
analysis)

e Means or percentages for each item included in the
survey (including the specific wording of each item is
highly recommended)

e Comparison values or delta (change) scores if relevant
(for example, between a prior survey and the present
one, or between the larger organizational norm and the
current one for some business unit, region, function, or
department)

e Content analysis of focus group findings (including
themes, frequencies, and sample quotes for each)

A subsection containing the complete responses to all
descriptive or background items

Approaches to how the information is presented in this section
may vary considerably, given the myriad of graphic and reporting
software available today (some practitioners prefer using frequency
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tables or presenting data displaying percentages of favorable re-
sponses as described in Step Five), but the basic idea is to provide
all the information in a comprehensive but user-friendly manner.
This means displaying the data using a combination of formats such
as tables, bar charts, pie charts, line graphs, 2 X 2 matrices, and even
model-related graphics.

Our preference with regard to reporting detailed survey results
of this nature is to provide mean scores in the form of bar charts,
grouped by specific content areas. Aside from the bar itself, these
charts will always contain at least (1) the end points of the rating
scale used, (2) the specific wording of the question and its item
number on the instrument, and (3) a numerical form of the mean
score. Other options include a comparison point (such as the prior
year’s score, or the norm for the larger organization when using
lower-level reports, or perhaps even an external benchmark score if
particularly relevant and meaningful), as well as some indication of
the total range of responses obtained (for example, using a line or

providing a percentile score, or listing the highest and lowest scores
for a given area). Figures 6.4 through 6.6 provide sample charts de-
picting these basic types of displays.

Figure 6.4. Sample Bar Chart with Summary Scores for Main
Content Areas.

Internal Service Quality
Corporate Initiatives

Managerial Support

Interdepartmental [,
Cooperation

Information Systems

Morale and Satisfaction

Very Neutral Very
Dissatisfied Satisfied
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Figure 6.5. Sample Item-Level Chart with Comparative Data Provided.

1997 1998
; £81. Colleagues cooperate in W1998 | 3.35 3.24
S accomplishing work B1997
‘ 2. Colleagues give each other 3 336
T‘ recognition for good work
ko
| SB3. There is trust and respect 348 351
‘ q among staff
:L{ Staff feel a common bond 313 401
‘ 5. Decisions are based on 2.87 2.65
: open discussion and debate
5
5 To a very To a very
i3 small extent great extent

igure 6.6. Sample Chart Comparing Responses for Two Specific Groups.

i The appraisal accurately

p reflected the work performed.
| G-
?%e discussion of career

f development needs was useful.

B “.
The paperwork covered the
 relevant area for assessment.

G -
K The objectives set for the next
/' year are realistic and achievable.

&
k. The objectives set for the next
Biyear are challenging.

j:‘ It was clear how these objectives

M Appraiser
(n=165)
E& Appraisee
(n=927)

i fit within the department.

To a very
small extent

To a very
great extent
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In reviewing these examples, it is useful to note that the anchors
depicted for the lower end of the extent scales are slightly different
from those described in Table 2.4. We used “To a very small extent”
for scale point 1 here, as opposed to the previous example of “To no
extent”). Although either form is an acceptable response option, we
prefer the less extreme option in practice because it tends to yield
greater variability in responses. Some people find it more difficult to
select response options with absolutes in them such as “never” and
“always.”

The best approach to providing detailed findings is to present the
primary results obtained, with only one or two other types of com-
parative data points included if absolutely necessary. Because the pti-
mary objective of most survey reports is to convey information rather
than specify a complete solution, it is often better to keep interpre-
tation to a minimum. Too much data or too much interpretation in
this section can make the results less clear and subsequently diffuse
their impact. Although these points have already been made in the
data analysis and interpretation process in Step Five, it is worth re-
peating them here; they can also affect the overall delivery of the sur-
vey findings. Similarly, although at times it may be tempting to
display all the responses obtained using a series of cuts by important
demographic variables such as region, gender, function, or ethnicity,
the survey practitioner is required to take a stand here and concen-
trate on the results as much as possible. Focusing on these types of
detailed cuts too early in the process presents two problems: (1) po-
tential isolationistic and subsequent dismissal of various sets of find-
ings if they tend to hold for only certain groups, and (2) data
overload and disengagement with the main findings. If the objectives
of the survey are to assess the impact of some set of interventions on
several different groups, then this type of approach is probably war-
ranted. For the sample data displayed in Figure 6.6, for example, it is
preferable to provide the average responses from both the appraisee
and appraiser perspectives in order to highlight the clear differences
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in perspectives on the usefulness of the appraisal process between the
two groups of users.

Because the purpose of the survey effort in Figure 6.6 was to as-
sess and respond to these discrepancies, providing a total summary
score of both sets of responses would probably have obscured these
results (particularly given the differences in sample sizes). In most
cases, however, this level of comparative information is best left to
future analyses and then as a summary of general trends only; at the
least it should be a low-key listing in the appendix so that the over-
all findings and trends can be fully examined, understood, and acted
on before people move into the more detailed and complex data.

In some cases, however, such as with items of varying degrees of
nonresponse or when working with an organization whose culture
is steeped in data analysis, it may be necessary to err on the side of
providing more rather than less information. Figure 6.7 provides an
example of this type of approach based on a satisfaction survey con-
ducted for an executive leadership program.

This format emphasizes direct comparisons among response per-
centages for various categories rather than on mean scores as in Figure
6.5 and 6.6. Although only two groups are shown here side-by-side
(workshop “A” and “B”), this format can accommodate multiple sub-
groups of this nature. In the end, the choice of the appropriate chart
type depends on (1) the type of data being presented, (2) the nature
of the key findings, (3) the ease of interpretation of these findings,
(4) the client’s or the survey consultant’s familiarity with a specific
format, and (5) personal appeal.

Conclusions and Recommendations

Now that the data have been described in great detail, the end user
is ready to consider your insightful interpretive comments, conclu-
sions, and any potential recommendations for action you might
have. This is the place to highlight the main themes, trends, and
relationships that resulted from the data analysis stage.
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Examples of this type of information might look something like
this:

Summary of differences—direct customer contact versus internal staff:

¢ Employees with direct customer contact indicated greater un-
derstanding of the mission and goals of the change effort. They also
rated senior leadership more positively.

e However, these employees rated the company’s structure, em-
ployee support systems, and their managers’ behavior more negatively.

Summary of differences—length of service:

¢ Employees who have been working in the company for two
years or less are far more likely to be optimistic about positive change
occurring as a result of the organization survey. Employees working
five years or more are more likely to be pessimistic.

¢ Although all three categories of leadership (senior management
team, region-division senior management, and area directors) are
rated highly by new employees, a clear difference in the ratings given
to area directors and other senior management develops quickly after
that and persists throughout each length-of-service category. Ratings
of leadership are lowest among employees who have worked in the
company for a longer period of time (three years or more).

¢ Employee morale and feelings of empowerment and satisfac-
tion decline as length of service increases. Ratings of the job itself
remain relatively consistent, however, lending weight to the valid-
ity of external causes for the drop in satisfaction.

Besides highlighting key trends, conceptual models and advanced
statistics often influence the contents of this section as well, although
this may or may not be made apparent to the reader. Figure 6.8 and
Table 6.2 provide examples of how one of these more complex analy-
ses based on the results of a multiple regression procedure can be
used to describe key levers for change in a report. As you will see,
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‘ / the numerics involved in this analysis are not presented (compare
this presentation, for example, to the more complete but perhaps less

’ easily understood model detailed in Figure 5.5).

| Regardless of the level of complexity used in the analysis pro-

! ; cess, however, this section also provides the survey team (and ulti-

mately the sponsor as well) with the opportunity to recommend
i “ various alternative courses of action as a result of the issues identi-
I fied. There is often some repetition of highest and lowest ratings—
| “ areas that were mentioned most often or most aggressively in the
} write-in responses or those pertaining to specific content areas of
| interest. The only other main elements that might be included in
this section are some additional information regarding future roll-

“ i out plans for lower levels in the organization as well as possible op-
! portunities for future research or study. ;

e o

T e e am

Here are some sample recommendations that can be included
N in this type of report:

Structure: implement a series of devices to enhance marketing and
sales integration:

® Integrate annual business plans so that there are over-
lapping objectives.

* Involve marketing in the sales planning process.

Figure 6.8. Key Levers for Change.

System and Outcomes Relating
Structure Levers to Motivation

Morale

Workload

Empowered to Act

Structure Job Satisfaction
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Table 6.2. Key Levers for Change:
Individual Performance and Motivation.

Because the motivation section of the survey contains a number of dif-
ferent questions pertaining to various aspects such as morale and feelings
of empowerment, these specific items were examined independently to
identify key levers for change. The following graphics represent the pri-
mary levers (that is, the single most important predictors) for enhancing
each aspect of employee motivation.

Workload
Q1.

Structure

Branches have sufficient staff  (Q48. Structure is decentralized;

support during peak periods.
(92. Information gets to the right
people at the right time.
(Q93. People are rewarded for serv-
ing their customers to a very
great extent.
(98. 1 do far less paperwork than [
used to 12 months ago.
99. Formal systems and processes
enhance our ability to work

effectively.

Q49.

50.

Q51.

people are encouraged to
take initiative and have
authority to act.

Structure helps business
performance.

The current organizational
structure helps different
departments cooperate and
work together effectively.
Employees have the
authority and latitude they
need to serve their

customers.

Source: Adapted from Rea and Parker, 1992.

® Negotiate quarterly the objectives and priorities of the

functions together.

* [nstitute and promote joint training and development

workshops.

e Involve sales staff more in key marketing processes

(for example, product brainstorming, marketing strate-

gies, quarterly merchandise planning).

¢ Periodically conduct cross-functional team-building

exercises.
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* Use temporary or permanent marketing and sales task
forces to get work done.

* Reinforce marketing and sales integration whenever
possible and reflect it in criteria for succession planning.

Of all the sections in a survey report, however, the recommen-
dations probably change the most depending on when it occurs in
the roll-out process and to whom the results are being presented. The
first preliminary sharing of the results with the survey sponsor, for
example, probably provides for the most open and uninhibited se-
ries of conversations regarding the results. But when presenting
a set of survey findings to senior management for the first time, it
is often prudent to avoid overemphasizing this section because this
group often wants to think about and reflect on the implications
and recommendation of the results themselves. The conclusions and
recommendations presented to this group are likely to be very differ-
ent in tone (and perhaps even in content) from what this group might
want communicated to all employees in some type of corporatewide
document. Similarly, in many individual reporting situations such as
departmental or functional groupings, the purpose of a feedback pre-
sentation may be to develop a series of recommendations and action
planning steps based on a joint discussion and interpretation of the
data displayed in the detailed survey results section. However, we have
seen departments in some organizations take a completely analyzed
and fully interpreted set of survey results for their specific area, and
create a totally independent communication piece with their own

conclusions and recommendations for distribution to their people.

Appendix

The final element to a standard survey report is the appendix (or if

more than one, the appendixes). The appendix is probably the eas-
iest section to write (after the cover page), and it is likely to be
large. This is where the practitioner provides any and all additional
materials that might be relevant to the survey effort. The appendix
usually contains the following kinds of items:
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e A sample copy of the survey instrument used (if no
hard copy was used, then a listing of the specific items
and associated scales would be substituted)

e Copies of all important communications (for example,
cover letter mailed with survey, reminder and follow-up
letters, e-mails, postcards, print screens of Web pages,
information sheets provided, and on-line instructions)

e List of key contributors to various stages of the process
(for example, task force members, survey sponsor and
team members, or participants in the item-design focus
group or interviews)

e Content analysis information about write-in comments
(if not included in the detailed survey results section or
if more detail is warranted)

e Any other supplementary documents such as additional
listings of numbers by specific groups

Balancing Expectations and Reality

The presentation and delivery of feedback results is in and of itself
a relatively straightforward process. Assuming that most of the issues
and components described are adequately addressed, one more set
of issues needs to be discussed. These pertain primarily to the ethics
and responsibilities inherent in the survey feedback process itself.
First, survey practitioners and the survey team should realize that
any data collection process, regardless of the content to which it is
directed, has the potential to raise anxiety and fear on the part of re-
spondents and end users, and even the survey sponsor. Between the
formal costs and resources associated with the conduct of a survey
effort and the emotional energy and heightened awareness and ex-
pectations of a response to organizational concerns among respon-
dents, it is very likely that the results will be met with some resistance
and anxiety when presented and even further on in the process. For
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example, most individuals go through a four-stage process commonly

known as S-A-R-A when receiving any kind of feedback. Based
loosely on the well-known writings of Elisabeth Kiibler-Ross (1970)
regarding the grieving process, in survey work S-A-R-A is meant to
represent the four stages of Shock, Anger, Rejection (or Resistance),
and Acceptance. (Some practitioners also include an H in the model
for Hope.) Presenting survey recipients with this simple framework
at the outset of a feedback delivery meeting often helps them through
the initial stages of the process by showing them that their initial re-
actions are normal. To this end the survey practitioner needs to help

manage and work the client, sponsor, or end users through these con-
cerns in a productive manner. This means Creating survey reports
that temper negative findings and areas for change with positives and

strengths, even when there may appear to be few or none. It also
means preparing the client for difficult ratings and helping the client
accept the results for what they are rather than allowing them to de-
fensively dismiss the ratings as being invalid, unimportant, or beyond
management’s ability to respond.

A second issue here regarding professional conduct concerns the
extent to which the survey practitioner maintains his or her integ-
rity in the delivery process regarding (1) the reality and validity of
the interpretation of the data obtained and (2) adherence to the orig-
inal contract regarding the confidentiality of responses. It should be
clear from the discussion here and in Step Five that there is never a

perfectly correct interpretation for any given set of survey data (you're
trying to communicate a compelling story after all), but it is possible
for people to completely misinterpret, intentionally obscure, and
even falsify certain types of findings and outcomes based on their own
idiosyncratic view of the results. The latter is probably not too com-

mon in practice, nevertheless people often put their own spin on a
set of survey results when preparing to convey them to others in the
organization, particularly in situations where a powerful group other
than the survey team (or practitioner) takes control of the commu-
nication and action planning process. In these situations, the onus
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is on the survey professional to ensure that end users and employees
receive an appropriate set of findings and interpretation that accu-
rately reflect the data obtained, at least on some level. It is only fair
that everyone who participated should receive some acknowledg-
ment and feedback for their efforts and that the feedback should be
accurate, meaningful, and easy to understand.

Similarly, it is the ethical responsibility of the survey practitioner
to protect the level of confidentiality of the individual responses ob-
tained, regardless of the pressures placed on them by the client or
other powerful groups interested in exploiting the survey results. For
example, if respondents were promised confidentiality at the level
of a twenty-person minimum per individual report, then all requests
exceeding this limit (for example, for a department with eleven re-
sponses) from the client, survey sponsor, or even senior management
should be rejected. The only solution here would be to provide the
data in question, combined with some other smaller set to reach the
minimum allowed. Once again, this is one of the benefits of using
an external agent to collect and analyze the survey responses be-
cause it provides a buffer between senior management and the data
protection mechanisms. For many external survey experts, the only
way their raw survey data may be obtained is through a successful
legal action.

Checklist for Step Six

1. Determine the roll-out process; decide on the method and
sequence by which the results are to be presented to all those
involved (see Table 6.1 for a sample survey roll-out plan).
Usually rolling-out results include some kind of cascading
process. At a minimum, however, the following elements
should be considered in any roll-out plan:

e  What target group will receive the survey results?
e What is the timeframe from the close of administration to

reporting?
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What are the objectives and issues involved in rolling-out
survey results?

2. Prepare the survey report. A completed survey report should

contain each of the following elements:

Cover page: name of survey, date of survey, creator(s)
of survey

Executive summary: brief narrative of findings in sum-
mary form

Introduction to the study: who participated, when and
why the survey was conducted

Review of preliminary research: background information,
methods overview, research

Method of research: how the survey was designed and
how the results were collected

Detailed survey results: exact findings of survey, usually
by item or summary dimension

Conclusions and recommendations: recommended
actions based on findings

Appendix: cover letters, the survey instrument itself,
list of contributors

3. Balance expectations and reality.

Always remember that any data collection process has the
potential to raise anxiety and fear on the part of respon-
dents, end users, and even the survey sponsor.

Maintain your integrity in the delivery process regarding
(1) the reality and validity of the interpretation of the
data obtained and (2) adherence to the original contract
concerning the confidentiality of responses.

Protect the confidentiality of the individual responses
obtained, regardless of the pressures by the client or other
powerful groups interested in exploiting the survey results.




