How’s Your Pulse? Oil And Water OK?

I went to see my doctor today; she always has this routine – a bit of small talk whilst wrapping the blood pressure sleeve on my arm and the stethoscope on my chest. This action has an analogy to visiting the service station. Remember the good old days before self-service when the attendant always said, “Can I check your oil and water?” These are good examples of quick diagnostic procedures that may flag a pending problem – heart attack or engine seizure – thus alerting us to take preventative intervention. The doctor’s visit reminded me of how we apply these simple routine checks to organisations. 

How often do managers check the “pulse” or “oil level” of their businesses? In other words, how often does management seek feedback from employees, suppliers and customers? One could argue, “management by walking around” will achieve this; it does help, but lacks structure and a measurable result. Some have suggestion boxes. A number of our clients conduct regular organisation-wide Pulse Surveys and individual 360 Feedback Surveys. 

Let’s deal with Pulse Surveys – some call these Climate Surveys. Just like the human body or car engine, these surveys are designed to alert us to any potential situations that need addressing before they end up being problems. At a customised level these Pulse Surveys are also an avenue to measure how employees, suppliers and/or customers will react to future scenarios. An example may be a new computerised ordering system, or a shift of premises etc.

Organisational climate is not the same as culture, although it is a closely related concept. Climate reflects individuals’ reactions to the organisation. Moran & Volkeln (1992) propose that climate emerges out of, or is created from the organisation’s culture. Another simple way to look at organisational climate is the perceptions, feelings, and expectations that people have about their organisation and work environment. 
Organisations have a psychological climate. This has a strong effect on people. Productivity and morale are higher when the psychological climate is positive, much more so than negative psychological climates where much human energy is spent complaining, playing games, spreading rumours, and engaging in other activities that produce “cognitive dissonance” or what is simply known as mental conflict: the conflict between self-worth and organisational worth. Remember that TV series M.A.S.H.? This was a good example of this conflict and the ends people will go to to reduce their dissonance.
Can climate be measured? If so, what constructs would we measure and how could these be applied to improving employee satisfaction, morale and well-being? Here at AssessSystems, we use a very simple, inexpensive tool to measure organisational climate. It measures 12 constructs of organisational climate. These are:

Clarity of Goals – The feeling employees have about how well the organisation’s objectives are understood and accepted
Job Interest and Challenge – How interesting is the work? Are employees committed? Does it matter? Is it challenging?
Reward and Satisfactions – The degree to which employees feel rewarded.
Standards of Excellence – Feeling employees have about management’s emphasis (or lack of it) on doing a quality job.
Responsibility – The feeling employees have about the amount of responsibility and latitude they have.
Personal Development – The feeling employees have about management’s concern for their growth and development.
Working Relationships - The feeling employees have with regard to the amount of trust, cooperation, understanding and warmth amongst and between workers and management.
Advancement/Mobility - The feeling employees have about opportunities to move ahead (promotion).
Job Security – Self-explanatory.
Management’s Credibility - The feeling employees have about how “straight” management is in dealing with them.
Personnel Policies and Procedures – Are our policies administered fairly, do we practice what we preach.
Self-Confidence - The feeling employees have about their own value and mobility in the labour market.
High and low scores on these constructs can reveal a telling story. There are 60 items in the Climate Survey and employees can score anonymously across functions in the organisation, or be open and discuss individual scores between team members in a focus group setting. Either way, this is a very quick, reliable and economical way to get a handle on your climate allowing you to put strategies in place to increase employee motivation.

Another option is to customise your own survey, measuring key elements of job satisfaction, but weaving in questions centred on a specific issue(s). This allows you to measure the success of any interventions when you re-survey at a later date. From an individual perspective many of our clients are having great success in employee development and feedback by using the ASSESS 360 Survey in conjunction with the ASSESS Development report. 

Our Climate (Pulse) and 360 Surveys – customised or off-the-shelf - are all online questionnaires allowing quick implementation and turn-around. Budget around $28 an employee; dependent on whether you want group, or individual feedback, the latter being more expensive and the degree of customisation. ASSESS 360 surveys are $395 a person – depending on numbers and feedback options. There is no limit to the number of respondents and/or raters in either survey.  
Contact Rob McKay for an no obligation quote on rob@assess.co.nz
