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The employee opinion survey is intended to demonstrate to employees that the Council is listening to their opinions and will be taking action as a result. CROS requested and received an Improvement Plan listing management actions to address the issues emerging from the first survey in 2005. The second such survey was conducted in December 2006. 
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Background

The employee opinion survey is intended to demonstrate to employees that the Council is listening to their opinions and will be taking action as a result. The second such survey was conducted in December 2006 approximately one year after the first.

In the interim there has been a restructuring of the Council precluding accurate local comparisons with last year, although comparisons can still be made at a corporate level, and of course analysis is provided on the current directorate data.
CROS requested and received an Improvement Plan listing management actions to address the issues emerging from the first survey. Members last monitored progress with this plan on 7 December 2006. It had been intended that an updated version of this plan would be presented today. 

However, a number of lessons have been identified from trying to use the Improvement Plan and from reflections at SMT following the second survey. As such, it is not the intention of this report to submit an updated plan, but instead to advise Members of:

· The results of the second survey, and

· Changes in the both the style and format of the Improvement Plan so that from hereon it is more focussed and simpler – and incorporates the findings of the latest survey.

Results of second survey

Response rate

Overall, out of a possible 778 employees, 283 responses were received, giving a response rate of 36% which represents an increase on last year’s 34%. The average rate for employee surveys according to MORI is 35% so we should be pleased although not complacent with this response.

Following a low return last year from employees who do not have a computer, questionnaires were sent out in addressed envelopes to around 200 individuals without PC access, and a pre paid envelope was provided. But the response rate for the paper version is still low at 14%. This is only a one percentage point improvement over last year despite extra efforts to ensure that employees without a computer both received the survey and could send it back with a minimum of effort. It is of course conceivable that a few of the employees issued with a paper version actually sent in an electronic reply but regardless we remain concerned as to the extent that the ‘voice’ of the former manual employees is being heard through the medium of a staff survey.

The following shows the response rate from individual directorates:

Directorate
% response rate

Community Services
25.5%  

Legal & Democratic Services
50%

People Policy and Performance
63%

Development Services
41.5%

Corporate Services
46.5%

Data from employees within the Chief Executives Office has been captured but is reported as part of PPP.

Willingness to provide feedback is generally acknowledged as being an indicator of a healthy organisation. Hopefully the response rate will continue to increase over time reflecting a change in culture with a consequential increased readiness to complete the survey. 

Key positive outcomes

· 91% of employees rate the council as a good employer. This is identical to last year 

· 73% feel that the council has a culture of dignity and respect 

· 79% support the Council's overall goals and key priorities and 76% have knowledge of their contribution towards them

· 83% feel that their job offers opportunities to use their own initiative

· 73% are satisfied with internal communications  

· 62% feel motivated by the job that they do whilst another 26% do so sometimes

· 80% feel that the Council delivers good services to the community. 

Changes seen in 12 months

Most results show similar findings to the last survey. Staff satisfaction has not decreased in any of the areas questioned.  

The biggest change is in respect of diversity and equal opportunities issues.  59% thinks the Council is good at encouraging diversity and equal opportunities, which shows a significant increase of at least 8% since the last staff survey.  Staff awareness of the Council’s duties regarding equality and diversity issues has also increased by at least 4% to 95% since the 2005 survey.

77% of employees have had an appraisal in the last 12 months and 14% have not.  This shows the number not having an appraisal has reduced by between 8% and17% since the last survey. 

What hasn’t really changed

Of course the fact that there hasn’t been much change is a significant finding in itself. If an issue was considered a problem 12 months ago and there has been no appreciable improvement since, then presumably it is even more of a problem now. 

Differences between directorates and groups of employees

Whereas this year’s survey may not have revealed much change it has provided us with a much better understanding of our workforce. We have incorporated the findings into the Workforce Development Plan (WDP). These findings (see below) suggest that we still have work to do if we are to succeed in bringing about the changes we desire in the WDP and if we are to hit our Learning City targets. But at least we now know where to concentrate our energies.

By weighting the findings according to age groups; directorates; working status; pay scale; length of service and gender, the results have shown that there are significant differences throughout the council in some areas covered in the questionnaire. Some of the most noticeable differences are:

· 100% of staff in LDS agreed that the Council updates them on changes that affect their working practices compared with 59% in Community Services.

· 88% of staff in LDS and 74% in PPP agreed that their manager gives them recognition for work well done always or most of the time, this compares with 45% of staff in Corporate Services and 50% in Community Services.

· 74% of staff in PPP feel that their skills and experience are valued by the Council.  This compares with 29% of staff in Corporate Services; 38% in Community Services; 43% in Development Services: and 54% in LDS.

· Staff on a PO grade and above are more likely than staff on Scale 1-6 to agree that their line manager encourages them to develop new skills and enhance their career prospects (74% to 47% respectively) 

· Staff on a PO grade and above are more likely than staff on Scale 1-6 or SO1/SO2 to agree that training and development opportunities are brought to their attention (81% compared to 54% and 56% respectively).

· Staff on Scale 1-6 are less likely to have had 5 learning and development days in the last 12 months than staff on SO1/SO2 or PO and above (46% compared to 77% and 74% respectively)

· Employees within LDS are the most satisfied overall.

Areas of concern

Whilst it is probably unhealthy to concentrate too much on the negatives, we need to focus on these if we are to continuously improve.

There are common issues across the authority, and these give particular cause for concern in certain directorates as in the table below. 

Areas of concern
Council
Directorate performing poorly on areas of concern

Line manager provides employees with feedback on their performance
Over a fifth of employees still say rarely or never
Worse in Corporate Services and Community Services

Line manager motivates their employees
Still only 49% of employees say all or most of the time
Corporate Services employees more likely to say ‘rarely’ and Community Services to say ‘never’

Employees attended a TIR
48% of employees have not had a TIR in last 6 months. This is a slight improvement of 2 percentage points but 31% still have not had a TIR 
No noticeable difference across directorates 

Employees who have had a minimum of 5 days learning and development in year
44% of employees say no. Council target is 100%
No significant difference across directorates reported but Corporate Services employees are the least likely to receive the 5 days  

Employees who feel their skills and experience are valued by the Council
19% of employees do not feel valued by the Council (only 11% say the same about their team)
31% in Community Services and 24% in Development Services 

Employees who have an appraisal
14% of employees have not had an appraisal. This is a significant improvement although we have a target that everyone is appraised
No noticeable difference across directorates 

Line manager encourages employees to develop new skills and enhance career prospects
23% of employees still feel that their line manager does not encourage them
Worse in Corporate Services and Community Services

Training and development opportunities that will benefit employees are brought to their attention
22% of employees still say that training and development opportunities are not brought to their attention
29% in Corporate Services

Employees studying for qualifications
13% are studying. WDP requires an increase this year to 18%. And 12% say they would like to study
No noticeable difference across directorates 

Professional employees engaged in CPD
58% said they had not. Council target is 100%. It is however possible that non professional employees answered this question too
Corporate Services employees are the most likely not to engage

Employees feel they have opportunities to develop their career in the council
Still 37% of employees do not feel that they have the opportunity
No noticeable difference across directorates 

Use of Improvement Plan - lessons learnt 

· Practical actions were identified to address the key areas of concern, action was taken, and some progress has been made.

· However, the plan lacked focus and contained duplication, which caused it be large and unmanageable. 

· The presentation and readability should be improved.

· Action was also focused too heavily on corporate issues rather than directorate issues. Action needs to also take place at directorate level to lead to improvement.

Suggestions to improve plan

The key areas of concern from the 2006/7 survey had been raised in a report to SMT.

As a result a management Working Group has been established in order to:

· Simplify the Improvement Plan

· Undertake additional analysis that will assist Corporate Directors to identify areas of concern in their directorate and take action to improve these issues.

This work is currently underway and the next report to CROS will reflect this new approach. 

The updated Plan will be clearer and more focussed and thus made easier both to read and to use as a tool for continuous improvement.

Benchmarking

A number of questions have been included that are also being asked by some other Cumbrian local authorities following collaboration between the officers concerned. Once the results of these other local authorities’ own surveys are known we will benchmark and incorporate such analysis into our feedback.

Investors in People (IiP) Profile

It could be argued that it takes time to bring about change and that the interval between surveys is too short. This may be true but there is a need to look for indications of progress in addressing the identified areas of concern. We also have to obtain the data we need to complete some of the Local Performance Indicators (LPI) as LP73, LP74, LP75, and LP82 all rely upon the survey results for their completion each year.

So we propose to develop a closer alignment between this Plan and our adoption of the Investors in People Profile. We plan to only conduct a mini-survey this year (2007) simply in order to get the data we need for the LPIs. In the meantime we will use our IiP assessment process to gauge employee satisfaction and measure progress with the key areas of concern, before then conducting the full third employee opinion survey in 2008. IiP assessment starts this summer, but will adopt a new approach. Instead of the usual 3-yearly ‘big-bang’ assessments involving over 100 employees there will be a more low-key rolling programme of assessment with the assessors regularly present within the authority talking in a relaxed way to our employees and witnessing our everyday practices. Their feedback will be provided against the stretching ‘profile’ and not just the ‘baseline’ IiP Standard, reflecting our desire to achieve best practice in employee learning and performance.

Communication

The results of the second survey are being reported in the following way:

· Joint SMT/Heads meeting – 6 March 2007

· Management Briefing presentation – 4 April

· CJC (Consultative Joint Committee Trade Unions) – 11 April

· Employees - communication from the Chief Executive in April.

Recommendations

Members to comment upon this report.
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