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An employee attitude survey was
used by the city of Phoenix to
obtain employee feedback and
stimul ate organization change. The
city conducted a survey among its
employees to learn what they
thought about working for the
city, their attitudes toward their
jobs, supervision, physical work-
ing conditions and other work en-
vironment factors. The data re-
ceived was used to generate over
400 organizational changes and to
increase personal development of
over 200 employees. This survey
was one of several processes used
in an ongoing organizational devel-
opment (OD) effortinthe city. The
intervention began by contracting
a private consultant firmto design
a guestionnaire, tabulate the re-
sponses, and make recommenda-
tions based on the results.
Data Distribution

While the consultant was de-
signing the survey instrument, the
city was developing processes to
use the data toward organization
improvement. Despite the risk of

lessthan favorableresults, the city
manager decided early in the
process to make a wide distribu-
tion of information collected. He
believed that maximum benefits
could be obtained if results were
made public and employees were
encouraged to analyze the data. He
feltit wasimportant that the infor-
mation gained from the survey be
distributed to all city employees,
the mayor, the city council and the
citizens of Phoenix.

In December 1978, the final re-
sults of the survey were received
from the consultant in the form of
two reports (see summary on page
42). The first, a comprehensive re-
port, covered in detail the ration-
ale behind the survey, the design
of the survey instrument, the sur-
vey methodology and a profile of
the respondents. This report also
contained in detail city-wide find-
ings and each department's re-
sponses to the survey questions.
The second report, an executive
summary, included a condensation
of the rationale and the city-wide
findings.

Within one day of receipt of the
reports, copies were distributed to
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executives, middle management,
the mayor, city council and the
press. Special printings of the
executive summary were made
with the department's responses
to 10 key issues printed on the
back cover. Within one month of
the city receiving the survey data,
each employee was provided with
a copy of the report designed for
his or her department.

Data Analysis

The questionnaire used in the
survey had been designed specifi-
cally for the city, therefore norms
or standards were not available to
use in analyzing the results. The
planning process used consisted of
five distinct steps:

1. Establish agreed upon accep-

table response targets.

2. Comparethe actual responses
to these targets.

3. Set goals.

4. Design action plans.

5. Implement these plans while
critiquing them against the
established goals.

The responsibility for analyzing

the city-wide data was assigned to
a city-wide OD steering com-



mittee while departmental data
was assigned to individual depart-
ment OD planning teams.

The steering committee is com-
prised of executives, middle man-
agers and supervisors represent-
ing many city departments. The
committee makes its recommenda-
tionsto the city manager. Depart-
ment OD teams vary in size from
six to 20 members, including man-
agement and supervisory levels,
Larger departments have several
teams. While some of these teams
were newly appointed, otherswere
currently active groups which had
been established ayear earlier. »

Preparation of the analysis
teams had begun several months
before the survey data became
available. Each team had been in-
volved in training sessions de-
signed to improve interpersonal
relations and establish group pro-
cess standards. Their past efforts
were critiqued, work procedures
established and deadlines defined.

The analysis process began with
eseh team member individuaiy
setting optimum and acceptable
targets for their department's
survey response to each question.
Thenworking as ateam, individual
acceptable targets were discussed
and departmental targets estab-
lished. The variances between the
actual survey responsesand agreed
upon acceptable targets were com-
puted. These variances were used
to prioritize issues raised by the
survey. It should be noted here
that the teams set higher levels of
acceptable response from their
employees than anyone anticipat-
ed. Thisisindicative of the strong
commitment made by these teams
to improve the city employment
situation.

Each issue was studied by these
OD teams through a variety of
processes to better identify rea-
sons for the response received and
to plan action to improve the situa-
tions. Additional questionnaires,
personal interviews, brainstorm-
ing and conflict resolution became
commonplace with these teams
until over 400 improvement ac-
tions were identified.

Changes which affected al city
employees included the develop-
ment of an audio-visual process to

alow the city manager to address
al the employees on the subject of
the impending changes. Other
changes included were improved
supervisory training, increased in-
formation on pay and fringe bene-
fitsas compared to other loca em-
ployees, the development of an
employee newsletter and wide-
spread distribution of information
on the promotional practices of the
city.

The departmental changes were
too numerous to provide a total
description. The following pro-
vides some broad information on
the action steps taken:

. Training — Thirty-five action
d-ePswere developed which relate
1o t"e training of employees. They
jnciucle 1dentifying training needs,
developing in-house training on
sPecjfic subjects, informing em-
PioYees of available training, job
rolation, cross training and safety
training. In addition, several de-
Partments have developed skills
inventories or interest banks to
battar utilize the exieting or ex-
panding competencies of employ-

ees:-

» Communications — Thirty-two

action steps were developed to un-
proVe communications with em-
ployees. They include the use of
staff meetings to discuss employee
perceived problems, the develop-
ment of inexpensive departmental
newsletters or information book-
iets, improved methods of using
employee information in decision
making and goal setting, improved
method of informing employees of
departmental goals and the use of
suggestion boxes. They have aso
developed improved methods of
employee orientation, methods for
informing employees about the re-
sponsibilities of different depart-
mental work groups, and improved
methods of supporting and rein-
forcing supervisors who provide
employeeswith counseling or clear,
concise instructions on perform-
ance o their tasks.

* Career Counseling— Five de-

partments have developed pro-
cesses for defining career ladders
°" career counseling to assis
employees in defining ways ol
maintaining viable careers wit
the city.

The #/
training course
in electricity...
IS now
even better!

BASIC ELECTRICITY
Revised Edition

by Van Valkenburgh,
Nooger & Neville, Inc.

Electricity

REVISED EDITION

VAN VALKENBURGH,
NOOGER & NEVILLE, INC.

VOL1

Based on the famous COMMON-
CORE* course in electricity used
to train over 100,000 naval
technicians in record time! This
thoroughly revised 5-volume series
offers comprehensive coverage of
how electricity is produced, why it
behaves in certain ways in circuits,
and how it is measured, controlled,
and used. Available in one
clothbound edition, a 5-volume
paperbound set, or in individual
volumes. Examinations are

also available.

And coming later this year...

BASIC SOLID STATE
ELECTRONICS

by Van Valkenburgh,
Nooger & Neville, Inc.

For more information, write to:
HAYDEN BOOK COMPMAY, INC., Dept. #117
50 Essex Street, Rochelle Park, NJ 07662

Circle No. 150 on Reader Service Card

Training and Development Journal, September 1979 — 41



e Productivity — Six depart-
ments have found ways to use the
city's productivity program to
solve problems and have assigned
productivity teams to develop fur-
ther improvements.

» Employee Recognition — Five
departments have developed ways
to encourage supervisors to pro-
vide employees with recognition
for work well done.

» Team Building — Four depart-
ments have embarked on a con-
certed effort to establish a team
approach to handling department
responsibilities.

e Task Forces — Forty task
forces have been established to
look at specific situations and rec-
ommend improvements over the
long run. One of these task forces
will be working with the energy
administrator to find ways to con-
serve energy while improving
working conditions.

About 100 other actions are
being planned which relate to very
specific circumstances such as call
in processes, furniture arrange-
ment, modifications in work pro-
cesses and how job assignments
are given. Another 100 or so items
are not directly related to the
attitude survey. Discussion of the
data collected in the attitude
survey has frequently surfaced
other areas for improvement.

Implementation Process

After city-wide issues were an-
ayzed by the OD steering com-
mittee, the actions for improve-
ment that surfaced were incorpor-
ated into the City Organization
Development Plan. Key personnel
were assigned the responsibility to
see that each action step was
carried out in accordance with an
established timetable.

Departmental issues that sur-
faced in the survey were imple-
mented at the discretion of each
department head. For those issues
that were within the current
budget, plans were initiated and
coordinated through the OD ad-
ministrator. Budget requests for
the next fiscal year were prepared
for those issues that could not be
accomplished within the current,
budget. An Organization Develop-
ment Plan was used in each de-
partment to implement the ap-

proved actions.

As a result of an action step
created by the OD steering com-
mittee, the city manager develop-
ed an audio-visual response, to al
employees of actions taken or
planned to improve the work en-
vironment. Department heads
transmitted to employees their re-
sponses to departmental issues
and presented the city manager's
response to city-wide issues.

Through this process, OD plan-
ning team members were involved
in a series of personal learning
experiences as they worked to-
gether to maximize the use of
attitude survey data in developing
new and improved management
practices. They worked on improv-
ing interpersonal relations, in ex-
changing ideas on management
and supervision, and experiment-
ing with group work processes.
The planning teams also experi-
mented with different group pro-
cesscritiques, i.e., learning how to
glean the best of past efforts, how
to best work together and de-
termining the proper directions for
further concentration. This survey
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analysis and planning process be-
came a unigue learning experience
to improve the managerial ability
of the team members.

This extensive effort utilizing
employee feedback to improve city
government resulted in actions
already taken or planned to be
taken which will significantly alter
past practices. Significant changes
were planned for supervisory
training, communications, career
pathing, productivity, employee
relations and management's credi-
bility with employees. In addition,
the more than 200 supervisors,
managers and executives involved
in the OD planning teams made
great strides in their personal
development.
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