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ABSTRACT

In this chapter, we introduce the organisationalthemodel as a framework for
investigating the role of climate within healthtseds. The collection of data via climate
surveys is an important step in the managemeriegiyave advocate. A key component in
our approach is the use of a tailor-made dataltedestores survey data and has a graphical
interface that allows managers with minimal statatskills to conduct further analyses and
prepare reports on the status of various psychalsfadtors within the organisation. We have
found this approach to be very effective and dis¢umw it can be used to improve the

efficiency of organizational surveys.

The correct APA citation for this chapter is:
Fogarty, G. J., & Machin, M. (2013). Combining thegosurvey methodology, and databasge

technologies in organizational climate researciR.lhacey (Ed.)Advances in

Organisational Research Methods and Analysis 86-98. New York: Chamber & Row.
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Introduction

The practice of using surveys to collect data amous aspects of organisational
functioning is widespread. Indeed, the practiceuisently so widespread that one may be
forgiven for thinking of it as yet another manageitfad, something that appears on the
scene, mushrooms, and then disappears. A reat thriree long-term use of surveys is that
they are seen as requiring so much expertisehbgtare usually outsourced and are likely to
be the first things to go when budgets start tigimg. The main purpose of this chapter is to
describe a database application that will helpft@itganizational surveys above the level of
a “fad” and to place them among the tools that garsmaunderstand and can access on a
regular and ongoing basis. We begin by outlininmesof the more general pitfalls that have
always plagued organisational surveys. We drawetkgamples from our own extensive
experience conducting surveys in private and publianisations.

In our experience, the main challenges facing asgdional surveys are as follows:

* The request for a survey is not driven by a clead@hof how the findings can improve

organisational outcomes.

* The resulting questionnaire is too-often a onesaffvey that lacks established
psychometric properties, benchmarks, and an eskedalipattern for communicating
results to staff and making use of findings in migational improvement initiatives

and strategic planning.

* Interpretation of survey findings remains the egnta province of experts, without

whose help, little can be done by the organisatsmif.

These problems — and a great many others - arg bduiressed through books such
as Kraut's (2006%etting Action from Organizational Surveys: New Capts, Technologies,
and Applicationsa publication that emerged as part of the J-BPSRDofessional Practice
Series. Interestingly, among the 24 chapters otiksadited volume, there are only two that
deal with computer software and they both concatime surveys. There are none that deal
with the third dot point listed above. We beliehiattthis is a much-neglected area in

organizational psychology.

In the following pages, we present a brief overvaa case study involving an
organisational improvement initiative which we heelgo promote and develop within a large
Australian organisation. The case study illustrat@sy practices that are directly applicable
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to any organizational setting and introduces thetkeme of this chapter: developing tools

that assist organizations to analyse and manageothie survey data.

CASE STUDY

This case study will outline the way in which wevbaddressed the annual
organisational climate survey requirements of Qskeral Health, beginning in 1998. We
will give an anecdotal account of the programmenfits very beginnings to enable the
reader to understand why it evolved in the way itha@s and how we have been able to bring
the organization itself into the data analysis dath management aspect of their regular

climate surveys.
Beginnings

The programme began in 1998 when we were requéstazhduct an organisational
climate survey of staff employed by a local heditrict. We were fortunate in that the
survey was requested by the Organisational Imprewnetdnit of Queensland Health and the
people involved had already paid for the develograed validation of an organisational
climate survey that they intended to use right stbis very large organisation. Our clients

also had some ideas about how the survey findirmygdibe used.

Our first hint of a problem occurred after we hadlgsed the survey data using the
Statistical Package for Social Scienti€®°SS) and had written a major report for the
organisation. The report was well-received and weawequested to prepare feedback
reports for sub-districts. There were only sixtwdde, but we could already see that there
would be problems down the track if we were askeddrk across the whole organisation
and to prepare reports for the large number ofdistricts. The second concern for us was
that as the managers read the contents of thetsepiuey kept coming back to us with further
guestions, most of which they could have answdrethselves had they been able to analyse
their own data.

The Programme Matures

As the client base broadened and we came into ciontdn managers who were less
familiar with the potential benefits of organisat#b climate research, we embedded our
survey work within a broader model of organisatidoactioning. We began by identifying
the goals of the programme, the focus of the progra, and the assumptions upon which the
underlying organizational health model is based.
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* Goals of Programme:
o lIdentify the key aspects of organisational climatguiring improvement.
o Apply appropriate benchmark data to assess ovsedibrmance.

o Plan an organisational improvement strategy usatg dollected from an

employee survey.

o Involve the senior leadership in strategic planriméacilitate change.

» Focus of Programme:
o What are the critical factors that drive performehc
o How do we measure them?

0 How can the organisation use this information tpriove performance?

» Assumptions About Healthier Workplaces:
o Healthier workplaces have a better organisatiolvalate.
o0 Healthier workplaces lead to increased productiaity fewer errors.
o Healthier workplaces have a better work-life batanc
o Healthier workplaces offer opportunities for grovatid development.
0 Healthier workplaces value health and safety.
o Healthier workplaces offer recognition.

o Healthier workplaces encourage and support emplioyedvement.

This simple theoretical framework proved to beparceptable to managers and
easily assimilated into their strategic plannirigs la framework that is also highly

transportable across industries and sectors, imgudilitary settings, as we shall shortly see.

Developing a Standard Methodology

For many years, our standard methodology consigtee following steps:

« Participation in the organisational planning anchownication processes that precede

survey administration.

» Use of surveys, administered via the Web whereussiple.
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Measuring the same set of core constructs acrgssisations and repeatedly within

organisations.

Preparing individualised reports and briefingsdections within organisations.

Holding face-to-face meetings with all levels ofmagement and including our own
team leaders and technical staff in these meetings.

Regular follow up and review.

Once the model and the methodology were refinedfoind ourselves in a situation
where we had a strong client base committed tasieeof organisational climate surveys and
accepting of the constraints that benchmarking sepoWe were making progress on the
technical front too, but here the gains were muohendifficult to come by, as we now

explain.

Development of the Total-Ideas Database for use by Managers.

Our link with QLD Health has now extended beyondyg&&rs. We have developed
our own organizational climate survey and our ¢ligase has extended to include other
public sector organisations. Along the way, we haveountered some major hurdles. The
one that forms the central theme of this chaptdradarge number of post-survey requests
we receive to conduct further simple statisticallgses, usually with a view to making
comparisons between groups or between years.drga brganization, such as Queensland
Health, the number of potential groups is daunéing it is not possible to specify all the
comparisons of interest in advance. The need fmiescomparisons emerges only when
results are examined at a local level.

In order to improve the quality of benchmark-drivaatision making within our
client organization and, equally importantly, theee the need for all follow-up analyses to
be conducted by our team, we developed an intgeadaitabase that we call&€dtal-ldeas
This database enables managers to produce grappcatentations of the psychological
outcomes as well as the organisational climatealaées for subgroups within the sample
down to as few as 10 respondents (for confidehtiadiasons, group size cannot be smaller
than 10). This process allows managers to identifgk areas that are reporting better (or
poorer) psychological outcomes and to compare tg@nisational climate variables for those
areas with other areas. It is also possible to @epurrent and past results. The features of

this database are as follows:
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» The database sits on an SPSS or Excel file.
* It now contains responses from over 50,000 empkyee

* It allows for many comparisons, limited only by th&ture of the demographic data

collected.
* It protects confidentiality of respondents.
* It is updated regularly by our team.
* The database can be operated by organizationgusitlh small amount of training.

» The statistical experts are no longer the only s®wof follow-up analyses and reports.

A Glimpse at the Total-Ideas Interactive Database

The demographics section of each survey is alwagremely important and the
source of much discussion in the planning stagedl olur projects. From our point of view,
we would like this section to be as stable as péssiecause the information captured here
forms the basis of between-group comparisons witienorganisation and across
organisations. A key requirement of the interactiagabase is that it would allow
simultaneous comparisons between up to 10 grogp<#m be identified on the basis of
demographics.

The screen shown in Figure 1 is the key to theactevity that is built into the
database. The data are already stored in an SPE&elrfile — the research consultancy
team is still needed for that step. The client tbleooses the comparisons to be made from
this screen by the simple process of pointing dicing. In the example shown in Figure 1,
there is to be a two-group comparison. The datatoagbe first group is then selected and
the elements of that group are chosen by clickamipus levels of the demographic variables.
If the whole group is to be used, and not particalaments of it, then there is no need to tick
any of the boxes. The default selection is ALL.

The process is repeated for the second group, tiegimvith the data set from which
that group will be drawn. The analysis could bmsething as simple as 2005 data versus
2007 data, or it may be 31-50 yr old male respotsd@ho have a degree (as depicted in
Figure 1) versus some other configuration thapecgied in the “Define Group 2” screen.
[One popular comparison is results for the curyesar versus results for the previous survey

administration for a particular work location.]
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Having defined the groups or datasets to be cordparthis fashion, clients then
click on the “Criteria Selected” button at the tefi of the screen to choose the variables or

groups of variables (in the present case) to blysed

SEIE

actions Edt Graph Tools Help

bt 6%
,J thy 723
Define Groups | Critetia Selected
Clear Page Expand Page Save Selection <
2005 Data ~ Defauit Court Nurber of groups |2 3.
Clear Al Collapse page Load Selection
Define Group 1 |Define aroup 2

Gender
v Male I~ Female

?

Age Group
T Under 21 ¥ 31-40 I~ 51-60 ™ Over 60
[ 21-30 ¥ 41-50

Length of time in current role

Length of time in Drganisation

Type of position

Supervisory or management responsibilities

Current classification

tional study
I~ Post Graduate Diploma I~ Masters I~ oOther
| Degres I~ Phd ™ A

[~ Graduate Diploma

Study undertaken in last five years

Currently studying

Currently studying supported by SARAS

Member of an EEO group

EEO group membership

[Dlick on Title Bar to display fhide options Min. Group Size : 10

Figure 1. Interactive database showing set-up f@mugp comparisons.

It is then a relatively simple matter to selectvheables on which comparisons are to
be made. Once these variables have been chosdnwalltappear for that variable or cluster
of variables. Clicking on the lightning bolt at ttap of the screen triggers the analyses.

Obviously there is a lot of behind-the-scenes vibet has to be done by the
technical/statistical team before such a simplerfate can produce the analyses the client
wants. The importance of getting the demographigt rs also evident when you consider
that this screen covers all the possible breakdoWms different levels of the demographic
variables only become evident when a particulaiabée is selected. In Figure 1, “Highest
level of vocational study” has been selected anda#ean exploded view of its various

levels, only one of which has been ticked. Using tbchnique, a large number of
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demographic variables can be represented on a&sogten, reinforcing the simplicity of the
interface.
Once the variables and their desired levels haee bieked, the client can produce

graphical representations of group differencesh siscthe one shown in Figure 2.

=lelxl

Graph Tools Help
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I K2 Yol |§.
‘

Define Growps | Griteria Selected | Psychological Outcomes and Ciimate | Addiional Organisalional Climate Scale | Gommiment o Organisational Values

)
%

10%

[m2005 0ot 1 w0 T o % i 3005 i oAt i e |
[Footspataz] — seaw % [ sm % [ ma % [ e I 1957 |

F [Min. Group Size : 10

Figure 2. Interactive database showing group corgmars in graphic form.

Some of the output featuresDdtal-ldeascan be seen in Figure 2. Line graphs are
used here but histograms are another option. Tie & the bottom of the figure contains the
statistics that form the anchor points for thedise that the reader does not have to refer to
the axes to know their precise value. Graphic sr&tions for other variables can be
obtained by clicking the tabs at the top of theesar These graphs and tables can then be
copied and pasted into Word documents or Powergbadgs.

Figure 3 shows some of the versatile featuresetititabase. Instead of showing the

mean scores, frequency counts are displayed fartecplar scale.
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Figure 3. A different view from the interactive aadse.

Implementing Rasch-based Measurement

The interactive database has been popular witlkelaants who appreciate the
opportunity to compare their own statistics witmttemarks and the opportunity to explore
the database without coming back to us all the.tkvie have also continued to improve the
database. One major improvement involved switchioign comparisons based on raw scores
to Rasch-based analyses. We made this change bdbaysroblem with benchmarking is
that differences between scores mean differengshidepending on their whereabouts on the
distribution of scores. Thus, an improvement oéfpercentage points in the vicinity of the
mean is likely to represent a substantial leappéréinkings because approximately 68% of
the scores will fall within one standard deviatafrthe mean. An improvement by the same
margin towards the edges of the distribution walt have the same relative impact.

Rasch modelling has its roots in the pioneeringsueament works of Guttman
(1944) and Thurstone (1928). Accounts of its ugé waititudinal data can be found in
Andrich (1981) or Tenenbaum and Fogarty (1997). Rasch method yields person
measures and item values that are independentbfather. Both represent points on linear
continuums and both rely on measurement unitsctc#igits that have a true zero point with
eqgual units of measurement extending in eitheictdor. The benefit of incorporating Rasch

measurement into our interactive database is thatam track change more reliably. Thus, a
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change of two logits from one year to the nextthassame meaning, wherever on the scale
the logits appear.

The noteworthy feature of the Rasch analysis inTatal-ldeasdatabase is that it all
happens behind the scenes. There is no need tonagfand transport the data to another
platform, such as a dedicated Rasch analysis pacKéag client continues to use the same
software interface with mathematical routines i database converting raw scores to logits.
The other features of the interface remain the séimis minimising training requirements
even when such fundamental changes are made toggurement operations.

How it All Works in Practice

What we have described above is clearly a matweareh programme, with the
longevity (15 years) of the researcher-client parthip testifying to the client’s satisfaction
with the database technology. What remains to Ine dothis chapter is to describe the
implementation process itself so that the readeljudge whether or not the development of
such a database is within reach.

The first point we would make is that the datalj@eeluces descriptive statistics only.
It is not a substitute for a statistical packagehsas SPSS. We did things this way because
our experience writing survey reports for busingssrs has convinced us that the primary
data-analytic requirement is a package that pradbiggh quality graphs that depict
frequency counts and group means. We thereforelasidhe trap of making too many
features available with consequent steep (and pgeld) learning curves for staff in the
organization. [The original training manual fbotal-ldeaswas just four pages long]. The
sophisticated elements of the software — for exantpe Rasch analyses - have minimal
impact on the user interface. It remains a simpdé fior producing a wide variety of graphs
and tables for insertion into reports.

The second point is that the resource requirenfentbe development of the package
were not excessive. Once we had tested the fagsiithe concept, significant amounts of
programming time were needed to build the interi&wal and the various templates.
Considerable input was also required from the rebei@am and the clients. Once these
initial goals were achieved, we had a software pgekhat could be adapted to suit almost
any survey format. These adaptations are requlnedsa every time we run a survey but they
are relatively minor and are charged to the client.

Total-ldeasis located on a secure server. Clients who wiskseoit for follow-up

analyses need web access. They download a sneait elpplication that runs on their
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desktop computers. Organization-specific logonsasswords are supplied to clients who
request access to the database and they then grimcpeduce all the graphs, tables, and
reports that they need. Not all clients requestttibty to conduct their own analyses, in
which case the research team produces the managerperts and handles follow-up
gueries.Total-ldeasis still very helpful in this situation becaustaege number of graphs can
be produced very quickly by the research conswtéeam. Much more quickly than with
SPSS, Excel, or other popular packages.

If higher level analyses are required - for examihlere may be a need for statistical
modelling - the research team takes over againusedatal-ldeasis not capable of
performing this work. We use dedicated packagek aaSPSS, AMOS, or MPLUS for this

level of work.

Summary

The innovative aspect of this database is thah judt a small amount of training,
clients can produce most of the graphs and tabswant using the measurement
techniques that underpin Rasch analysis. The catibmof survey methodology and
database reporting technology has worked well $onuhe public sector where there is a
strong demand for measures of organisational ciraatl a commitment to obtaining
maximum benefit from these measures.

Since we started work oFotal-ldeas some commercial web-based tools have
appeared on the scer@urveyMonkeys one of the best-known examples. There is nddou
that much can be accomplished with these applieatioo but we see them as general
purpose, do-it-yourself tools that will suit an anjzation that wants to run one-off surveys
where the data storage requirements are sirmplal-ldeasis better suited to situations
where there is collaboration between an in-housen teith sufficient expertise to use the
application long after the survey has been comglatel a research consultancy team that
can make changes to the software (if such chanmgeseaded) and to update and maintain
the stored data so that comparisons can be madedrecurrent and past surveys. The skills
required for this last task are rarely found in4®and are not part of commercial online
survey applications. In fact, although we havewdtten about it here, the most time-
consuming and difficult element of the whole pracks us is the background data
management, establishing comparability between-evanging work locations and

occupational groupings. Although data managemeaniscessary task regardless of the
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statistical package used for graphs and tablese thao doubt that a good part of the success

of Total-ldeascan be attributed to the quality of the underlyitaga management.

Conclusion

It is clear from publications such as the one baK(2006) that organizational
psychologists find themselves in a period wher@awoizations are making wide use of survey
methodology to assist in managing human resoulcissdifficult for personnel with
expertise in survey methodology to keep up withdémand, especially when dealing with
large organisations that require tailored repaitsstib-sections of the organisation. Our
message in this chapter is that part of the soldiés in the introduction of database
technology to assist with data analysis and rgmeparation. If all requests for analysis have
to go to a central point, that central point willickly become a bottleneck and the impact of
the survey will be lost. The role of organizatiopal/chologists is to communicate with
managers to help build the strategic framework®fganisational surveys. We need to make
better use of technology to help with the more naunedtasks of data analysis and reporting
so that as much as possible of this work can be daictkly and efficiently within the

organization itself.
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