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Overview

In October 2000, the Space and Missile Systems Center (SMC) embarked on an important program of organizational assessment and improvement.  This comprehensive process involved several components, including administering the Organizational Assessment Survey (OAS) to SMC employees, gathering further information during employee focus groups, conducting functional analysis of human resources processes in major Directorates, and other OPM guided initiatives to drive a program of organizational change.  

While there are opportunities for improvement in a number of areas, the survey results provide a firm foundation on which SMC can begin to build.  They validate the sincere commitment by employees at all levels to make SMC an excellent place to work and an organization that is well equipped for accomplishing its vital mission.

Background

Accurate information about an organization’s relative strengths and challenges is essential to making it the employer of choice for its workforce and the service provider of choice for its customers.  An organizational assessment of employee perceptions on major climate dimensions related to high organizational performance is an effective way to obtain this information.

SMC asked the U.S. Office of Personnel Management’s (OPM) San Francisco Service Center to assist in conducting many activities aimed at targeting the organization’s recruitment and retention issues.  One of several initiatives was the administration of a climate assessment of their organization.  The assessment would allow SMC to compare itself to certain organizations in the public and private sector, while providing the basis for future action planning and change implementation.

Although originally intended to be administered to the civilian population, further discussion between OPM and SMC leadership led to the survey being administered to both civilian and military employees.  The purpose of this full survey was to capture and compare the experiences of military and civilian employees.  SMC understands that to accomplish its mission and goals, involvement, support and commitment by both civilian and military employees is essential.  All employees were given the opportunity to complete the OPM-developed OAS in February and March of 2001.  The OAS consists of a set of core items designed by OPM to measure aspects of organizational climate related to high performance.  The survey design allows comparisons to be made to the evaluation criteria for the Presidential Quality Award (PQA) and to previous administrations of the survey to other governmental agencies.  The SMC version of the survey also contains items from the Government-wide National Partnership for Reinventing Government survey, allowing for comparisons with that data.  This report contains an analysis of survey data for dimension-related items, personal experience, job satisfaction, and benchmark comparisons.  In addition, at the request of the Unions, space was left for employees to record their comments about the survey and SMC, in general.

To supplement the survey results, OPM conducted eight qualitative focus groups with a sample of SMC supervisory and non-supervisory employees.  In addition, at the request of SMC, one focus group was conducted to capture the opinions, ideas, and recommendations of the Executive Leadership of the organization.  Information from these groups is reviewed briefly in this Executive Summary and discussed in detail within the main body of the report.  The quantitative data from the survey, the qualitative data from the focus groups, the employee comments, and the information gathered from functional analyses should be considered together when recommendations are made for potential courses of action.  The functional analysis involved the examination of human resource processes in selected LAAFB organizations – Contracting (PK), Financial Management (FM), Civilian Personnel (DPC), Systems Acquisition (AX) and Security Forces (SF).  A summary of base-wide issues related to this analysis can be found in Appendix I.

Summary of Major Findings from the OAS
A total of 1341 SMC employees completed the survey using a pencil and paper 

(mail-in survey) administration process.  These returns yielded a response rate of 47.9%, a slightly better than average response rate for surveys of this type.  The survey respondent sample was also fairly representative of the demographic makeup of SMC.

Major findings are summarized below under the following headings: (1) Dimension Strengths and Areas for Improvement, (2) Item Strengths and Challenges, (3) Personal Experiences and Job Satisfaction, (4) Internal and External Normative Comparisons and Benchmarking, and (5) Qualitative Group Results.  Each is discussed in greater detail in the body of this report.

Dimension Strengths and Areas for Improvement.  The survey assessed employee perceptions across 17 dimensions that are related to sustained, high-level organizational performance (see Appendix A for dimension definitions).  Based on decision rules established by OPM, 11 dimensions emerged as areas of relative strength (percentage favorable is 50% or greater), two dimensions were areas of relative challenge (percentage unfavorable is 35% or greater), and four emerged as neutral dimensions (neither “strength” nor “challenge” criteria is met) in the 2001 OAS results.
  These results indicate that there are several possible areas of improvement for SMC to develop. 

Survey Dimensions Ranked by Percentage Favorable Responses

SMC 2001 Organizational Assessment Survey

	Dimensions
	Percent Favorable
	Percent Unfavorable

	

	Dimensions of Strength:
	
	

	
Diversity 
	69%
	13%

	            Supervision
	62%
	21%

	            Teamwork
	62%
	21%

	            Customer Orientation
	59%
	19%

	            Communication 
	58%
	25%

	            Work and Family/Personal Life
	57%
	22%

	            Work Environment/Quality of Worklife
	56%
	28%

	            Employee Involvement
	56%
	24%

	            Fairness and Treatment of Others
	53%
	29%

	            Training/Career Development
	51%
	29%

	            Leadership and Quality
	51%
	27%

	

	Neutral Dimensions:
	
	

	
Innovation
	46%
	29%

	
Strategic Planning
	45%
	28%

	            Job Security/Commitment to Workforce
	44%
	24%

	            Performance Measures
	44%
	28%

	

	Dimensions of Relative Challenge:
	
	

	             Use of Resources
	46%
	35%

	             Rewards/Recognition
	46%
	36%


Item Strengths and Challenges.  Although each OAS dimension is classified as either a strength or an opportunity for improvement, further analysis shows that each dimension had associated strengths and challenges at the item level.  Out of 100 dimension-related items in the SMC survey, 15 items were favorable, and 18 items were unfavorable; the remaining 67 items were neutral.
  Again, these results show that there are several areas for improvement that SMC can explore.

Personal Experiences and Job Satisfaction.  The personal experience items paint a somewhat positive picture, especially in regard to how employees cooperate with each other to get the job done.  Data also show that employees generally felt that the organization’s customers are satisfied with the products and services it provides.

Internal and External Normative Comparisons and Benchmarking.  Demographic comparisons were made for subgroups internal to SMC.  Additionally, comparisons were made to the highest and lowest performing Performance America Affiliates.  Externally, comparisons were made to the PQA criteria and to private sector data on the personal experience and job satisfaction items.

· Internal Normative Comparisons.  Overall SMC survey results were compared to various subgroups from the SMC 2001 OAS administration.  Notable differences were found across organizational subgroups.  All supervisory level employee results were notably more favorable than non-supervisory employees for 14 out of 17 dimensions (i.e., ( 5% difference).  Also, Los Angeles Air Force Base (LAAFB) military employees were more favorable in their responses than LAAFB civilians for 9 out of 17 dimensions. 

· Benchmark Comparisons.  When comparing SMC results to Performance America Affiliate data, SMC set the benchmark as the highest performing affiliate for two out of 17 dimensions: Diversity, and Fairness and Treatment of Others.  SMC either matched or scored very close to the top benchmark (within 5%) for four other dimensions: Innovation, Communication, Employee Involvement, and Supervision.

· External Normative Comparisons.  Results were compared to the PQA criteria, as well as to data from private sector organizations.  SMC scored favorably on five of the six PQA criteria evaluated by OPM – Leadership, Strategic Planning, Human Resource Focus, Process Management, and Customer Focus.  SMC was rated less favorably than the private sector on 12 of 13 of personal experience items and on six out of seven of the job satisfaction items. 

Qualitative Group Results.  Although quantitative survey data are valuable, they may leave important questions unanswered.  That is, while quantitative data can identify the “what” of organizational culture, they are not able to provide a clear picture of “why” employees feel as they do about a particular issue.  Qualitative groups (i.e., focus groups) provide the opportunity to gather this information, along with specific recommendations to address the issues of concern that have been identified.  Separate focus groups were held for employees and supervisors as well as one Executive Leadership focus group.  The groups were designed to be broadly representative across the organization. 
Groups identified a number of areas where improvements could be made.  The primary areas were Training/Career Development, Communication, Use of Resources, Leadership and Quality, Supervision, Work and Family/Personal Life, and Fairness and Treatment of Others.  Group members offered suggestions when discussing some of these topics and also described the positive aspects of working at SMC.
Recommendations Based on OAS and Other Diagnostic Processes

The purpose of our recommendations is to build a roadmap for SMC to improve employee satisfaction that is directly tied to recruitment and retention.   We encourage SMC to fully review the recommendations section (see Section 3, Part VII, page 52) which describes specific short and long-term strategies for making changes to the following nine challenging dimensions.  These dimensions were selected based on OAS results (at the SMC-wide and sub-group levels), focus group input (non-supervisors, supervisors, Executive Leadership), OAS comments, and the functional analysis of human resource processes in selected LAAFB organizations.

· Use of Resources

· Training/Career Development

· Fairness and Treatment of Others

· Work Environment/Quality of Worklife

· Rewards and Recognition

· Communication

· Leadership and Quality

· Work/Family and Personal Life

· Supervision

As a result of the quantitative and qualitative data gathered by OPM, we recommend that representative teams of supervisors and non-supervisors be formed throughout SMC to examine survey data, and focus group information, and employee comments more closely and make appropriate action plans to facilitate improvement efforts throughout the agency.  In particular, we suggest that such change management teams do the following:

· Examine the nine dimensions listed above, as well as the individual items associated with each dimension.  By taking a closer look at employee responses to each item, it may be easier to define current problems, identify potential remedies, and assess the viability of suggested alternatives.

· Examine the 10 most challenging items and employee responses to those items.  In some cases there may be patterns of responses that can help change management teams design various actions plans.  For example, in the case of SMC, it is important to note that three of the 10 most challenging items on the survey relate to Rewards/Recognition and two are from the Use of Resources dimension.

· Examine the comments and recommendations from the non-supervisory, supervisory, and Executive Leadership focus groups.  In many cases, this information can provide valuable insight on understanding current problems, while also suggesting courses of action grounded in the perspective of agency personnel.  For example, SMC focus group results highlighted concerns in several areas, including Training/Career Development, Communication, and Use of Resources.

· Examine the employee comments.  It is important to review the perceptions of employees.  We encourage SMC to understand that although somewhat negative, the comments can provide management with insight into employee perceptions, working conditions, and concerns.

We recommend that SMC use the data received from all sources to track change and drive action planning.  In doing so, bear in mind the following:

· Permanent change is a long-term process.  It can take up to three-to-five years for culture change to become embedded in the organization.  While SMC should give priority to areas where improvement is needed (based on the OAS results, the focus group information, employee comments, and the functional analysis), the agency should also build upon its strengths.

· Effective communication is essential.  The process must always be an open one at all levels, with everyone having access to data and information about how the process is proceeding.

· Credibility depends on visible, ongoing, top-level support from the Commander, Vice-Commander, Executive Director, and the entire management team.  Employees will only care if they are able to see/perceive that top leadership cares.  Since SMC has taken the time to collect quality information about the culture of the agency, it is important for management to actively encourage and support improvement efforts based on that information.

· Gathering data to track organizational change over time is essential.  It may not be necessary to readminister the full survey every two years.  An alternative would be to readminister a shortened version of the survey, or targeted items, to SMC personnel more frequently (e.g., every six months).  These data could be supplemented by facilitated groups, as needed.

· Linkage of improvements to OAS or other data sources.  Successful organizations that implement change as a result of the OAS data and related information ensure that specific actions that are taken are clearly communicated to employees.  For example, we encourage SMC when making improvements to clearly link the improvements with OAS findings, focus group information, and recommendations.  The purpose of this linkage is to build an SMC staff awareness that leadership is using the information and thus, staff time taken to complete the survey and participate in focus groups was appreciated and valued.

OPM is fully engaged and prepared to continue its partnership with SMC.  OPM would appreciate the opportunity to work with SMC to bring the recommendations to actual actions and to embark on a change management strategy. 

Conclusion


Survey results and related information support the conclusion that SMC has varied organizational obstacles that need to be addressed in an effort to make SMC an excellent place to work where employees can be proud of their accomplishments.  It is also important to note that despite the roadblocks to optimal performance, 45% of employees are not considering leaving SMC.  While this is not the most encouraging statistic, it may speak to the level of commitment and optimism.  If management can work with its employees to best use the combination of OAS results, focus group information, employee comments, and information from the functional analyses, SMC can provide valuable insight on ways in which the agency can be enhanced.  By working with this information, management and staff have the opportunity to address identified problems, build on organizational strengths, and support SMC’s ability to accomplish its primary mission.

Human resources are a strategic asset in SMC’s organization.  Through people, mission success is attained.  To properly lay the foundation for change, to do business in a different way, and to think outside current philosophies will require top level support, buy-in and modeling.  Human capital (employees) must be viewed as a strategic investment in mission success.  Until there is an equal commitment to people success, SMC will not further mission success.  Organizations must position themselves to take full opportunity of the human capital they possess.  Investment in human capital in this new era must be recognized and accepted as a legitimate “cost of doing business.”  Increased cost is rarely viewed in a favorable light until it is put into perspective and the cost to the organization of “not doing it right” is fully understood and acknowledged.  

�The decision rules for classifying dimensions (and items) as to strength, challenge, or neutrality are discussed in the body of this report.


2  The decision rules for classifying items are different from those for classifying dimensions.  Specific rules are discussed in the body of the report.
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