DENR Managers’ Forum

“Let’s Discuss Results”

Employee Satisfaction Survey

January 26, 2005

Rita Richardson introduced the forum topic.  The Managers’ Forum Work Group members introduced themselves.  Rita asked for a show of hands of people who had never attended a forum before this one.  About 14 people raised their hands, and five Division Directors were in attendance.  

Nolan Newton, the current chair of the Managers’ Forum Work Group, discussed the Work Group’s charge and work and invited new members to join the Work Group.  The next meeting is 9am Thursday, February 3, 2005 on the 14th floor of the Archdale Building.  Rita went over housekeeping issues and the agenda, and introduced Harlan Frye, DENR Human Resources Director.

Harlan began by asked, “What do you enjoy about your job?”  He said there are three areas Managers/Supervisors are responsible for providing to their employees:

1. Direction

2. Resources

3. Motivation

Click here to view Harlan’s PowerPoint slides. 

Several items highlighted in the presentation are described below.

The 2004 DENR survey response rate was 48%.  Harlan asked if that number was good or bad.  The average response rate for an on-line survey is 33%.  The 2000 survey was done via hand delivery and had a 56% response rate. “Neutral” was defined in the survey as “not enough information.”  One strength identified in the survey is that we have effectively communicated to our employees where we fit in the division objectives.  One work plan reality is that people compare what they do to each other, not what is in their work plan. What can you do to influence how people are reaching their potential?  Currently benefit packages are calculated at 28% of the salary rate. Do you know what your employees enjoy about their job?  DENR will continue to conduct the survey.

Initial Questions before the break

Q.  Do other Depts. use this survey?  How do DENR’s results compare?

A.  Other Depts. also use the survey.  You may see special things relevant to our Dept. in the results.

Q.  Do we have the Manager/Line Staff breakdown for the 2000 survey?

A.  Yes. The difference with this survey is that DENR Human Resources will stay involved this time.

Q.  Did some divisions respond more than others?

A.  Yes. Didn’t look Division by Division yet.  Divisions need to incorporate into their strategic plans what they need to do.  (HR will be setting up discussions with each Division to go over the Division results.)

Q.  Salary compensation – some things have been proposed but we’ve been not allowed to do.  Ex: 4 hrs. time off.  How is the Dept. going to facilitate us doing some things we may propose?

A. There are ways to help employee satisfaction beyond salary and benefits. Pilot programs are going forward in some agencies.  The results are being forwarded to the Office of State Personnel.  Once OSP approves them, other departments can do these things.  It all takes time.  The Division of Air Quality was a pilot in the telework state committee.  There’s a program in DOT that gives incentives for getting the job done on time and within budget.

Q.  Some agencies compenstate for professional degrees, example is DOT.  Can we do this? DOT gives $4,400 increase when an employee gets registered as a Professional Engineer.

A.  You should bring that up when we break into small group discussions.

Comment:  There is a concern about maintaining anonymity with on-line surveys.  Some people did not do the survey because of this.

Response:  We acknowledge some people had concerns.  Which is worse, hand delivering or computers?  We need to consider those concerns next time.  Reports will be available showing results based on years of service.  (In smaller divisions, this concern could be a problem.)  The results will be posted on the web site.  Ann Waddle and Rita Richardson will be getting with the Division Directors to discuss the Division’s results and talk about how to get data to staff.

Break

Question from Harlan:  What are the messages for DENR?
Audience responses:  

We would like to see DENR put emphasis on compensation and benefits, not just salary.

Put emphasis on 1) pay equity and 2) pay progression (two separate items).

Communication is a concern based on the size of the “neutral” group.

Survey Questions 55 and 60 have a large neutral response; this is a concern.

Survey Question 60 has a low agreement response; this is a concern.

Individual Small Group Discussion Reports

· Use email and web sites for communication.  Benefits can include increased travel, training, and mileage reimbursement.  Engineers go to more conferences than administrative staff.  Employees could sit on work groups and bring back information.  Work plans should be taken seriously; some people use a numbering system to evaluate.  All employees should be trained on the use of work plans – not just supervisors.  Career advancement opportunities are needed.

· How is the emotional satisfaction – are they happy?  Employees feel out of the loop.  Flexible management is needed.  Everyone wants to feel their job is important and that they make a difference to the citizens of NC.  A refresher course for managers/supervisors to present new information on management.  Evaluations tend to concentrate on numbers.  How the work was done is not a priority.  Email can be detrimental because there are no nonverbal cues.  Personal contact makes people feel important.  DENR needs to act on the survey and give the results.  A mentoring program for managers is recommended.

· Dialog, Accountability, Communication – Benefits include a flexible work schedule.  There is a need for one-on-one career development discussions.  There is the discussion about the haves and the have-nots because of federal grants.  Supervisors should use transparent management – let staff know how and why you make decisions.  There is the problem with recruitment and core applicant pools that don’t have applicable experience or skills.  Look at the classification requirements – there may be a need for change.  The job posting form needs updating to make it more informative and attractive to potential applicants.  The administrative programs need to be receptive to change and process improvements.

· Identify personal goals and cultivate the atmosphere to achieve these goals.  Focus on the areas identified on page 5 of the survey (Questions 25-30).  There is the problem of employees getting to “dead end” positions.

· To address the charge of what can we do:  Address poor performance and be consistent.  Encourage professional memberships.  Address career development – training, trips, travel and be consistent.  Address communication – have staff meetings to discuss what is available, what they can do, what they ought to do.  Need pay incentives – should reward.  Ask for in range adjustments.  Provide resources and tools.  (Shouldn’t have a desk on cinder blocks.)  Recognition – do it anyway, even if there is no budget for it.  What can we start?  What can we ask for?

· Communications – high volume – need to filter.  Work plans – document poor performance and address the issues.  Salary/benefits/flexibility – treat people equally.  Need DENR organizational/classification study.  Need career path/ employee potential evaluations.

· Need consistency and communication at different levels.  DENR wants to be the employer of choice.  Address funding inequities.  Do employee recognition – use the green pads.  Address accessibility to employees.  Emphasize more team effort.  May need to create positions so jumps are not so big.  Provide expectations and measures. 

Where do we go from here?

· In two weeks, the results will be sent out to all employees, including the information to the division directors.

· 2005/2006 Strategic Plans – Put action items in the plans tied to survey results.

· “You thought you heard about safety…you’re going to hear about this (survey results).”

· DENR Human Resources is working on developing Employee Forums.

· Project 2010 – DENR wants to be the “Employer of Choice” among state agencies by then.  There will be criteria by the end of March about the 2010 plan.

· We are all in this together.

Harlan’s Challenge

· By 2/28/05, ask yourself what have you done to make each of your employees successful.  (You can’t do all the work yourself.)

· Take one process and walk it through – see all the things that happen and you can communicate to employees (what’s involved).

· It is not Employee Relations, it is Relating to Employees.

· If it is a good idea, it will happen.  It just doesn’t happen when we want it to.

· Just listen to your employees – you might find one thing that could make a big difference.

A special thank you to Rita Richards, Ann Waddle, David Vogt (DENR Statistician), and all the Human Resources staff who helped make the Forum happen.  

Small Group Discussion Flip Charts - (Issues & Actions)

Dollar Work Group:

1. Filtering communications – which are abundant

2. Managers need to do a better job of documenting poor performance in the work plan (lack of dealing with these employees leads to negative response).

3. Salary/Benefits/Flexibility:  Mandate that division directors/section chiefs do in-range adjustments, etc. to make sure that we have salary equity.

4. DENR:  Do a department-wide organization/classification study.

5. Employee potential

DENR Work Group:


“C” – Consistency


Employee treatment


Supervisor - 
State vs. Federal money




Recognition




Accessibility




Support


Within Division -
salary





career opportunities


Within Agency – common expectation and measurement

Sun Work Group:

· Addressing poor performance (consistency)

· Professional membership association – payment of …

· Career Development / Training / Development of Employees

· Communication  (where – policies & procedures) (Dept., Division, Sections, Managers & Employees)
· Pay incentives (P & E)
Day off

Tools such as IRA’s, re-allocations

· Resources & Tools
· Recognition
CPU Work Group: 

· Communication (all areas)

· more email (current info.)

· web sites (internal - updated)

· Benefits

· increase travel, training, reimburse for 

· travel cost, conf., etc.

· Survey group with low scores, i.e. HR, Purchasing & Services

· Controllers Office.

· have employees on workgroup to learn processes and 

· convey back to Div.

· Deal with poor performance

· take MQP, WPPR, etc. serious

· train All on process

· Career Development

· allow employees to go to training, conferences,

· etc.

People figure Work Group:

· Identify employee’s personal goals & cultivate an atmosphere to help

them achieve those goals.

· Assess where employees are in their professional development.

Must find mechanism to motivate new employees as well as those close

to retirement.

· Identify & Develop internal employees with potential and promote from within.

Ruler Work Group: 

· Shorten time to get contracts in place

· Set up discussion in Divisions with Contract staff to see what’s wrong and i.d. improvements.  Focus on accountability, Standards, and Communication.

· Benefits

· Divisions can implement flexible work schedules and telework.

· Support training opportunities and discuss career development ideas with all staff.

· Radiation Protection has a compensation team looking at equity vs. non-govt.

· Funding Resources Inequity – those without Federal grants

· acknowledge problem (transparent management)

· evaluate how govt works – look for allowed changes

· Recruitment (poor applicant pools without experience)

· Change mindset on recruiting.

· Use equity info. to evaluate job classifications requirements.  Ex: do jobs really require “x” number of  years experience.  Some schools are training on state of the art equipment and new hires may have more training than current staff.

· Job Posting form is “blah…” – need to revitalize it to promote jobs better.

· Performance Workplan

· ran out of time - other works groups addressed this-

· Admin. Programs being receptive to change

· honest dialog between Divisions/Dept. on process improvements.

Memo Work Group:

1. Flexible management – don’t deal with all staff the same (age, personalities).

2. Make each person feel (know) their job is important.

3. Refresher training for supervisors.

4. Focus on Larger goal vs. daily tasks.

5. Besides electronic communication, need personal contact.

6. Employees want survey to be acted upon.

7. Mentoring program for managers.

Issues identified on the Parking Lot flip chart:

· Less “top down” decision making
· More employee involvement in decision making will instill a feeling of ownership and loyalty to the “system”
· A change imposed, is a change opposed
