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AF Climate Survey Results and Feedback
The AF Climate Survey is an excellent tool for leaders.  First, it provides information about how members perceive the unit.  Second, it is a mechanism for leaders to engage in conversations with unit members.  Third, it can be used as a tool to improve the unit.  The figure below depicts these three major stages in the cycle of continuous improvement:  analysis, feedback, and action planning.  Information from the climate survey report is analyzed to understand how members think about the unit.  Sharing the results during feedback sessions increases a leader’s understanding about the unit and its members.  It is also a way leaders can create action and improve unit climate and performance.  As the unit makes progress on the action plan, the cycle of continuous improvement begins again.

This workbook is divided into the three sections – Survey Analysis, Feedback, and Action.  A commander can use this workbook as one tool to interpret the results, develop a feedback session, and create an action plan for their climate survey results.

Organizational Climate Feedback Cycle
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I.  Interpret Big Picture Results
Review your Climate Report using the questions below:

1.  What are the three highest scoring areas?

2.  Why are these areas higher (what do we want to continue to do)?

3.  What results are most surprising to you and why?

4.  How do we compare to or parent/comparison group?  Do we know why we are higher or lower in any area?

5.  What are our three lowest scoring areas?

6.  What are possible reasons for these results (Explore with unit members).

7.  Prioritize these from lowest scoring factor (l) to the highest (3).  (Enter on next page “Interpret Big Picture Results: Focus”.

8.  What is within our control to affect change?

9.  Are there any significant changes from 1997?  1999?  2002?  2003?  What could have caused these changes?

10.  Review the comments.  Are there specific problems and ideas for improvement mentioned, especially in the lower scoring areas?

Interpret Big Picture Results:  Focus
Realistically, one can only address a few issues for improvement at any one time.  This means that you have to make choices as to what factors to consider first.  Answer the following questions and then examine the specific factors you’ve chosen in more detail in Step 2 – Select Factors on which to Focus. 

A.  Based on the previous page, the factors that we see as areas for improvement are: 

1.

2.

3.

B.  The following are possible factors for improvement but require additional information or resources:

1.

2.

The 2 or 3 factors on which we should focus are:

1.

2.

3.

II.  Select Factors on which to Focus

Analyzing the big picture is the first step to interpreting the climate report results.  The next step is to understand the two or three factors you’ve chosen in more depth. 

This section of the workbook presents (1) more detailed information about each of the factors and (2) questions to begin an analysis of how to improve the unit.

Choose the appropriate pages in this next section related to the factor(s) identified in the previous step:

Job Characteristics
Core Values

Resources

Unit Chain of Command
Supervision

Teamwork

Participation and Involvement

Recognition

Training and Development

Unit Flexibility

General Satisfaction

Unit Performance Outcome

Job Enhancement
Job Characteristics
When we view our job as motivating, challenging, and important to others, we typically do better on our work-related tasks.  Bottom line…when we have a job we feel is significant and provides an opportunity to use our skills we are more willing to devote time and energy to ensuring we produce a good product.  Air Force leaders need to foster a climate in which workers are able to see and to understand how their daily work activities fit into the unit, wing, major command (MAJCOM), and Air Force missions.  Operational assignments often provide an easy understanding of the ‘big picture.”  However, officers, enlisted, and civilian personnel in support positions sometimes find it hard to identify how their jobs ultimately contribute to the Air Force mission.

5 Dimensions of Job Characteristics:

Skill Variety:  Assesses workers’ perceptions regarding the different activities and skills they use to complete their work.

Task Significance:  Assesses workers’ perceptions about the degree to which their job impacts the lives of others in the work or surrounding environments (other units/customers/suppliers).

Autonomy:  Assesses workers’ perceptions about the amount of freedom and independence they have to schedule their work and to make decisions about the procedures to be used in completing their jobs.

Task Feedback:  Assesses whether work tasks required by the job allow workers to identify their effectiveness.

Task Identity:  Assesses workers’ perceptions about their ability to complete whole projects versus pieces of work.


Consider the following questions about the characteristics of the jobs in your unit, needed to produce and maintain a high performing unit, from the perspective of your unit members:

1. How much autonomy do you need?  In what areas could your freedom be increased? 

2. Do you understand how your job/work impacts others?

3. Is there enough variety in the types of activities you do?  How could this be increased?

4. Do you get useful feedback on how you are performing in your job?  What kind of feedback do you want?

Core Values

Core Values was included as a climate dimension because of the recent emphasis placed upon: “Integrity First”, “Service Before Self”, and “Excellence in All We Do.” Four questions were written to provide commanders with information about workers’ perceptions regarding how well the Core Values are practiced on a daily basis.  Besides the three values themselves, the survey also addressed whether people were held accountable when they did not uphold these values.  

POTENTIAL QUESTIONS COMMANDERS CAN USE DURING THE 


Consider the following questions about the core values from the perspective of your unit members:

1. What barriers are in place that inhibit you from acting according to the Air Force core values?

2. What are some ways we can hold people accountable for acting contrary to the Air Force core values?

3. How can we let people know that core values are important?

Resources

Prior to deciding how much energy to invest in a particular task, most of us attempt to evaluate 1) what’s in it for me? 2) how much effort must I exert to accomplish the objective? and 3) if I do exert the effort, can I perform well enough to receive the desired reward?  Perceptions about available resources significantly affect how individuals/teams evaluate these issues.  When workers perceive that they have enough time, personnel, and equipment, they are more likely to provide high quality output.  If many of the prerequisites are in place, motivation should be high. Conversely, motivation to produce high quality and quantity outputs can be significantly deterred when the unit does not provide enough time, personnel or equipment to complete tasks. 


Consider the following questions about the resources in your unit from the perspective of your unit members:

1.  What resources do we have control over?   

2.  What can we do as a unit to increase efficiency so you have more time to do your job?

3.  What available resource may have been overlooked or can be better utilized?

4.  Are there other resources out there that we are not taking advantage of? 

5.  How can we organize our work to make better use of our resources?

6.  Do we need the MO office to help with our process improvement efforts or with a Management Advisory Study?

Unit Chain of Command
Leadership is a complex topic but researchers usually attempt to understand it by studying one of two things: what leaders do (behaviors) or what they are like (traits).  In terms of what leaders do, military leaders have long understood that they perform two basic functions.  They take care of the mission and they take care of their people.  The survey measured perceptions of leadership within the chain of command within the unit.  The following are some of the things effective leaders do or that leaders can do to make their unit more effective:

1. Provide Vision – Leadership vision focuses effort

2. Establish Goals – Goals motivate and guide the efforts of unit members

3. Motivate – Motivation provides energy, intensity, and persistence to work behavior

4. Establish Trust – It is no accident that Integrity is the primary AF core value; above all else, leaders must be trusted

5. Provide Inspiration – Followers look to their leaders for inspiration

6. Instill Pride - Some leaders are admired, others are not.  Followers are proud of those leaders who are honest, forward-looking, inspiring, competent and fair

7. Upward Communication – Unit leaders should attempt to create downward and lateral communication avenues that facilitate information flowing back to the top of the unit

8. Leaders’ Availability – Most unit members want to know they can successfully access their superiors when the need arises


Consider the following questions about unit chain of command from the perspective of your unit members:

1. To which level of leadership were you referring? 

2. How can we improve our unit’s goals so that they are challenging and realistic? 

3. How can we better communicate our vision?

4. What could leadership do that would motivate the unit to perform at a higher level or to reach higher goals?

Supervision

Supervision is related to the respondent’s immediate supervisor as opposed to the general leadership of the unit.  Supervisors are typically evaluated on two primary dimensions:

1. Managing resources to get work accomplished

2. Taking care of their people


Consider the following questions about the supervision in your unit from the perspective of your unit members:

1. If you were a supervisor, what would you do to take care of your people?

2. If you were a supervisor, how would you manage your resources to get the mission accomplished?

3. Is there a better way for us to plan daily tasks so you know what is expected?

4. What are we doing that is preventing the squadron from achieving its goals?

5. What ideas do you have about correcting poor performance?

Teamwork

Commanders wanting the highest possible performance from the teams they lead must foster the knowledge, skills, and attitudes (both task work and team work related) that lead to high performance.  The AF climate survey teamwork factor assesses the following aspects of teamwork:

Information Sharing:  Assesses whether work group members willingly share the information needed for the team to work well together.  This includes sharing basic task information as well as monitoring and providing feedback on other team members’ performance.  Effective teams are characterized by trust and openly shared information.

Cooperation:  Assesses whether work group members and work groups cooperate to get the job done.  Without careful attention to teamwork the natural tendency is for mistrust and dislike to develop.  Increased contact through shift change meetings and activities that bring the shift members together increase trust and teamwork.


Interpersonal Relations:  Assesses whether work group members respect each other and can resolve their differences.  Conflict among team members is not always bad nor should it always be avoided.  In fact, some research indicates stronger and more effective teams experience as much or more conflict than other teams.  However, better teams resolve their conflicts productively and in a way that allows team members to work together after the conflict.


Consider the following questions about the teamwork from the perspective of your unit members:

1. What does cooperation among work groups or within work groups mean to you?

2. What should be done to improve cooperation and by whom?

3. How can communication among workgroups be improved?

Participation and Involvement

Management research over the last 20 years indicates there are two important reasons for allowing workers to participate in some decisions.  Participation in decision making leads to “ownership” by unit members that participate.  Worker participation has positive effects on job commitment, job satisfaction, and overall performance.  The contemporary workforce is far more skilled than any time in history.  Effectively capturing and using information from diverse knowledge sets can make the difference between successful and unsuccessful organizations.  The Participation/Involvement scale was designed to capture unit members’ perceptions about their ability to make recommendations regarding what work gets done and how it is accomplished. Three key characteristics of unit participation/involvement are:

1. Does the unit membership feel comfortable making suggestions?

2. Are members encouraged to make contributions to work-related decisions?

3. Is there any evidence that workers’ suggestions are actually implemented into the daily work regime?


Consider the following questions about participation in your unit from the perspective of your unit members:

1. How have effective supervisors responded to suggestions in the past?

2. How can we give you feedback on how your ideas have been considered or used? 

3. What are we doing that gives the impression that we are not interested in your ideas? 

4. As a leader, how would you solicit members’ suggestions for improvement and how should they be considered/evaluated?

Recognition

Most workers evaluate whether they are rewarded equitably (based on merit accomplishments) for the effort they exert.  When workers’ perceptions are positive, they are more willing to extend effort to accomplish the task they are to perform.  Conversely, when workers feel as though the unit is not rewarding them appropriately for their work, they may choose to not work as hard, or in extreme cases, seek to leave the unit to which they are assigned.  Recognition has two key components:

1. Procedural justice which addresses the perceived fairness of the rules by which recognition decisions are made.

2. Distributive justice which assesses the perceived fairness of the rewards given.


Consider the following questions about how unit members want to be recognized from the perspective of your unit members:

1. How would unit members like to be recognized?

2. What rewards would be important to you? 

3. Are there enough rewards for the squadron?

4. What can we do to improve equity in the reward process?

Training and Development

The Training and Development climate indicator provides valuable information about distinct dimensions of training and development.  The questions are designed to establish whether leadership sets a tone that fosters a learning environment and whether members are supported by their leaders/supervisors when training events are available.  The questions are designed to establish whether:

1. Workers have the necessary skills to perform their jobs (“as-is-state”).

2. Leadership sets a tone that fosters a learning environment.

3. Members are supported by their leaders/supervisors when training events are available.


Consider the following questions about training in your unit from the perspective of your unit members:

1. How can we improve training opportunities for everyone?

2. Do we have a process to identify training needs?

3. What opportunities can we provide that would better prepare you to do your job?

Unit Flexibility

Air Force leaders can challenge traditional ways of doing business and encourage members to attempt new and sometimes risky techniques.  Increased competition and attempts to find cost savings are two significant drivers for increased unit flexibility.  Three key characteristics of unit flexibility are:

1. Speed at which unit responds to change.

2. The degree to which the unit fosters an attitude that it’s OK to take acceptable risks.

3. The degree to which the unit looks for and implements newer, supposedly better ways of working.


Consider the following questions about flexibility from the perspective of your unit members:

1. What things are we doing that are keeping us from changing/adapting to new ideas?

2. How do we respond to people who take risks?

3. How can we encourage out of the box thinking?

4. What barriers to flexibility exist in this unit?

General Satisfaction

Satisfaction is defined as, “A sense of accomplishment and personal fulfillment you receive from the work you do and from the environment that surrounds you.”  Individuals’ job satisfaction has a very strong effect on intentions to change jobs, missing work, sick days, health, life expectancy etc.  (Robbins, 1991).  Moreover, when personnel report high job satisfaction, the unit’s organizational climate should show a similarly high value.  


Consider the following questions about satisfaction in your unit from the perspective of your unit members:

1. What can we do to make people feel like a valued member of the organization?

2. How can we help you be proud of your work?

3. Is there anything we can do to make the job more meaningful?

4. What do effective leaders do to make jobs more meaningful?

5. What do you like/dislike about your job? 

Unit Performance Outcomes

Since there is no convenient method to tie survey results directly to performance data, the next best method is to capture perceptions about a unit’s performance.  Management research indicates that workers are generally able to provide accurate information regarding the output of their organization/unit.


Consider the following questions about performance issues in your unit from the perspective of unit members:

1. Is it our quality or quantity of work that is low? 

2. What parts of our mission are not getting done?  

3. What’s keeping us from getting the job done?

4. What can we do to improve the morale of this unit?

Job Enhancement 

(Conscientiousness/Helping Behaviors)

Clearly, the specific tasks and responsibilities associated with a job are a strong determinant in the performance of the task.  However, in recent years there has been increasing interest in the importance of nontask behaviors that are associated with the work context.  One group of these nontask or extra role behaviors has been labeled citizenship behaviors or job enhancement behaviors.  Job Enhancement focuses on extra role behaviors, such as conscientiousness and Job Enhancement.  Conscientiousness includes discretionary behaviors that go beyond minimum role requirements of the organization.  Job Enhancement includes those discretionary behaviors that help others with organizationally relevant tasks or problems.  Ideally the context in the organization and the relationship between the employee and the organization encourages these types of behaviors.


Consider the following questions about how unit members help each other from the perspective of your unit members:

1. What barriers do we have that prevent unit members from helping each other?

2. What things have effective supervisors done in the past to increase member’s willingness to go above and beyond their job descriptions?

3. What can we do differently to encourage sharing of information and expertise among our members?




III.  Conduct a Feedback Session
Unit members took the time to share their perceptions about the unit, now it is time to share the results of their effort.  When you ask for input, you should always share the results.  It is a simple way for leaders to tell their people that they are important.  It is also an excellent way to get more insights into the climate results and how to improve the work unit climate.

There is no “one right way” to organize a feedback session.  The important thing is sharing the results with unit members and listening to them as they give you insights into the meaning of the data.  The following outline is one possible way to organize a feedback session.

· Thank them for their input

· Tell them one to two things that you learned from the feedback

· Ask them for any clarification in interpreting the feedback

· Tell them what you plan to do to improve

· Ask them for other improvement options

· Ask for their support

· Tell them specifically what type of support you would find especially helpful

In summary, what does a feedback session look like?
	What it is…

· demonstrate willingness to share all results

· uncover the nature of employee concerns

· demonstrate concern and responsiveness to member opinions


	What it is not…

· lecture forum where one tries to convince the audience that they’re right

· “press conference” where one has to answer tough questions from the audience



Conduct a Feedback Session:  Questions to Organize the Data
The following questions can be used to help prepare for a feedback session.  You will recognize some of these questions from the first part of the workbook when you were asked to analyze your unit results.  These questions provide a starting point for a discussion with your unit as you begin a continuous improvement process.

What are the three highest scoring areas?

Why are the perceptions for these factors higher (what do we want to continue to do?)

How do we compare to or parent/comparison group?  Do we know why we are higher or lower in any area?

What are our three lowest scoring areas?

What is within our control to affect change?

Do you know what was done as a result of the last survey data?  e.g., If our unit was focusing on a particular areas, how did we change?

Are there any significant changes from 1997?  1999?  What could have caused these changes?

Are there significant differences among demographic groups?  Is there a logical/reasonable explanation for these differences?

What was the response rate for the unit?  (If it is low, is there an explanation for why it was low and could that impact the data?)

Is there a large difference in percent agreement across the factors:  If yes, why might one factor be so much stronger than the others?  Prioritize problem areas and brainstorm for possible solutions for the taking action process.  (Started in the Interpret Big Picture section.)

Are any of these survey factors roadblocks to accomplishing the mission?

What can we take action on immediately and what things need a longer term focus?

What in this feedback is surprising to you (positive or negative) and why?

Do you think this feedback will surprise anyone in the squadron?

What would be the ideal climate for this squadron? 

IV.  Integrate Feedback Session & Climate Report
The comments and suggestions from the Feedback Session should provide additional insight about the climate report results. 

As appropriate, modify your understanding of the issues based on unit members’ feedback:

· What insights did you learn from unit members?

· Did unit members’ comments help you understand the results better?

In addition, their comments can help improve the unit action plan.  Consider the following questions about unit members’ feedback:

· How do unit members’ suggestions help improve the unit?

· Did unit members provide suggestions that you can quickly or easily implement?

· What suggestions do you want to incorporate into your action plan?




V.  Develop and Share Action Plan 

Good intentions alone will not lead to true and effective changes in the workplace climate.  However, there are useful principles that can make the action planning process more effective. 

Action Planning Principles

· What are opportunities and goals for immediate improvement

· What obstacles to effective implementation exist? What strategies can we use to overcome obstacles:

· What problems can we anticipate as we implement our changes? 

Share the Action Plan

It is just as important to build in a mechanism for letting unit members know what changes are due to the action plan and what progress is being made on action items.

· Brief unit members on action item progress regularly

· Tell unit members if a new policy or procedure is a direct result of the action plan

· When an action plan goal is met, publicize the outcome to unit members.

VI.  Track Action Plan

Now that you have created an action plan, you need to follow through on its progress.  Each item in the action plan needs to be tracked.  Here are some questions to monitor action plan success.

1.
What data can you collect (formal, informal) that tells you whether progress is or is not being made in improving the climate of the work unit?

2.
How often does the action planning group plan on meeting to discuss progress?

3.
How will the action planning group report on its progress – and to whom?

Finally:  Remember to periodically share information about your climate and your progress towards improvement with unit members.  Feedback is a continuous cycle.

This workbook is designed to help you work through your climate survey results and plan a feedback session with your unit.
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The first step after receiving the survey data is to understand the results and what they may mean.  The exercises in this section focus on identifying key issues, prioritizing these issues, and selecting specific items to focus on for the next section.








Feedback is essential to impact leadership.  Leaders who brief their unit on the survey results are perceived more positively than leaders who don’t feedback the results.


The feedback session is a leader’s opportunity to hear what members think about the survey results and to better understand the issues in the unit.





The final step is taking action based on the survey results and feedback sessions.  The goals in this section are to develop an action plan, share the plan with unit members, implement the action items, and track your progress.








