For 

h:\jobs\24436 highland staff.snb\report\2005 employee survey report_final 8 sept.doc

	Employee Survey 2005

	Summary Report

	Research Study Conducted for

The Highland Council

	

	May - June 2005


Contents

1Introduction

Executive Summary
3
Survey Findings
5
Working for the Highland Council
5
Management Style
18
Communications
25
Training and Development
30
Corporate and Service Plans
31
Change at The Highland Council
32
Teachers
34
Conclusions
38

Appendices

Introduction

This report contains the findings from the 2005 Highland Council Employee Survey conducted by MORI Scotland. 
Background and objectives

The purpose of the survey was to identify and explore the issues which are important to staff and the impact of these issues on their working life.  The survey further set out to provide trend data where possible using the results of the previous employee surveys conducted in 2000 and 2002, and to set the findings in the context of other, similar studies conducted by MORI for other local authorities.

Questionnaire design

The main questionnaire was agreed in close consultation with The Highland Council.  As well as exploring issues specific to the Council, the survey draws on many MORI normative questions in order to compare employees’ views against those in other organisations. Throughout this report reference is made, where available, to views expressed by employees across all MORI employee surveys and those in other local authorities. 

The final paper questionnaire was designed by MORI’s in-house Graphics Department and agreed with The Highland Council.  MORI was responsible for the printing and delivery of 12,054 questionnaires to the Highland Council. Survey ‘packs’ containing a questionnaire and a reply-paid envelope addressed to MORI were delivered in bulk to the Council, who was responsible for their distribution to employees.

Methodology

All questionnaires were distributed on 6th May 2005.  Questionnaires were returned directly to MORI using the reply-paid envelop provided.  At no point was anyone within the Council able to view a completed questionnaire.

A total of 4,588 full and valid questionnaires were completed and returned between 6th May and 13th June 2005, representing a response rate of 38%.
Table 1: Survey Response by Service
	
	Out
	Returned
	

	 
	
	Main Q
	Teachers
	Response Rate

	Corporate Services
	242
	139
	
	57%

	Education, Culture & Sport
	7,053
	1,353
	911
	33%

	Finance
	391
	238
	
	61%

	Housing
	374
	186
	
	50%

	Planning & Development
	210
	112
	
	53%

	Property & Architectural Services
	174
	121
	
	70%

	Social Work
	2,305
	778
	
	34%

	Transport, Environmental & Community Services
	1,305
	498
	
	38%

	Chief Executive’s Service
	185
	101
	
	55%

	Total
	12,054
	91*
	60*
	38%


*Respondents did not indicate which Service they work in
This report focussed on the results across The Highland Council as a whole, referring to Service and grade differences, where appropriate.  A set of computer tabulations containing a wider range of sub-group results is available under a separate cover.  However, within this report and computer tables, no sub-group of fewer than ten employees has been detailed separately, to protect anonymity.

Publication of data

As with all our studies, there should be no publication of the data without the prior approval of MORI.  This would only be refused on the basis of inaccuracy and misinterpretation of the results.

Executive Summary
The Highland Council has experienced gradual improvements in many aspects of employee attitude since the first study in 2000.  Responding to changing circumstances and implementing new ways of working with a workforce of over 12,000 spread over a massive geographical area is a demanding task, and there can be some satisfaction in the movement that has been recorded.  There remain areas where further work is required, however.
Overall job satisfaction is relatively high, and compares well to levels expressed by staff in other local authorities.  Staff are also more likely to be satisfied with many specific aspects of their working life than counterparts elsewhere including job security, having interesting work, pay and employment benefits.  In other areas, there have been strong improvements, especially in terms of corporate communications across the Council as a whole and training. 
However, despite positive overall levels of job satisfaction, and a number of significant improvements since previous surveys, relatively few staff rate the Council above average as an employer or say they would speak highly of it to others.  This suggests there are still areas of underlying dissatisfaction.  Most noticeably, few speak positively of morale in their Service, views are relatively critical of Senior Management, communications remain poor between the Services and there is little engagement with the process of change within the Council.

Key Findings

· There are considerable differences in levels of job satisfaction across the Services – ranging from under half (40%) of those in Property and Architectural Services satisfied in their present job to three-quarters (76%) of those in Corporate Services

· For several aspects of working life, levels of satisfaction are above those expressed in other local authorities including having interesting work (80%), job security (70%) and employment benefits (69%)

· Despite high overall job satisfaction, staff are less positive towards some of the common drivers of advocacy including pride, feeling valued and recognised and understanding of the overall objectives of the Council

· Twice as many are critical of morale in their Service than speak highly (41% vs. 19%)

· Staff are largely positive towards their line managers.  For almost all aspects, ratings of Highland Council line managers are on a par with those in other local authorities, reflecting  improvement in aspects of ‘people management’ that were weak in the previous surveys
· Criticism is more common towards Senior Management.  While confidence in Senior Management has improved since 2000, many still feel they do not have a clear vision of where the Council is going

· One of the strongest improvements since 2000 has been in corporate communications across the Council as a whole.  In 2000, the majority felt they received limited information or not much at all about issues affecting the Council.  However, the majority (52%) now feel they are kept informed

· On the whole, communications are also felt to be good within both the Services and Areas.  On the other hand, staff continue to feel it is poor between services and between headquarters and the areas

· Training has clearly improved.  Staff increasingly feel the training they have received has been relevant to their current job (56%), that they are kept informed of training opportunities (49%) and that training sessions are held in convenient locations (48%)

· However, there is low awareness of the Personal Development Plan Process (49%).  Only a third says they have had their training needs assessed (33%) or have a Personal Development Plan (34%)

· Despite the majority understanding the need for change (64%), fewer than half support it (43%), and fewer still feel the reasons for change have been well communicated to them (20%) or than it has been well managed (18%).

· The trend on these issues since the first survey in 2000 has, however, been positive.  More now say they understand and support change, and look forward to it.  Fewer say change causes them worry.  There has also been a gradual improvement in the proportion saying that change is well managed, although this remains a minority view.  Sustaining this trend, along with increasing the profile of Senior Managers ‘on the ground’, is likely to result in staff having a better impression of management.
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Survey Findings
Working for the Highland Council

Job Satisfaction

Since the first employee survey was conducted in 2000, The Highland Council has continued to make steady progress in improving working life.  A clear majority (67%) are satisfied in their present job.  This compares favourably wirh the MORI overall norm (61%) and local authority norm (61%), although it is still a little short of the level of satisfaction among employees at Highlands and Islands Enterprise (70%).
Figure 1: Overall Job Satisfaction
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As in 2002 (see table 2) differences across the Services remain – although they are less marked than in 2002.  Satisfaction levels have improved in many Services, particularly Finance (+20%), Transport, Environmental and Community Services (+14%) and Housing (+11%). However, there has been little progress within Property and Architectural Services, who are still among those least likely to say they are satisfied with their present job.

There has also been a noticeable fall among Chief Executive’s staff (down 9% points) – previously the most likely to be satisfied.
Table 2: Job Satisfaction by Service

	Q1   How satisfied or dissatisfied are you with your present job?

	
	
	% Satisfied

	
	
	2000
	2002
	2005

	
	Base
	%
	%
	%

	All
	4,588
	63
	64
	67

	Corporate Services
	139
	64
	68
	76

	Education, Culture & Sport
	2,265
	-
	72
	72

	Housing
	188
	57
	58
	69

	Social Work
	776
	68
	64
	66

	Chief Executive’s
	100
	74
	75
	66

	Transport, Environmental & Community Services
	499
	-
	45
	59

	Finance
	238
	46
	37
	57

	Planning & Development
	113
	53
	56
	55

	Property & Architectural Services
	120
	43
	39
	40

	Source:  MORI


There is less variation between grades, although there certainly is some.  This suggests that the difference between the views of people in the Services cannot simply be due to the different grade profiles in those services, but is likely to be due to other factors.

Figure 2: Job satisfaction by grade
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We generally find that local authority staff unlikely to rate their council above average as an employer compared with other organisations they know or have heard of, and to be less likely to do so than people working in the private sector.
In The Highland Council, attitudes have been improving in this respect.  While there remains around one in six that consider the council to be below average or one of the worst, one in three considers it to be above average or one of the best.  This is now substantially better than the comparable figures for the local authorities where MORI has asked this question (figure 2).
Figure 3: Rating of The Highland Council as an employer
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Furthermore, most employees are speaking with some experience of having worked elsewhere.  For the first time, we asked how many previous employers they had worked for; across all employees, the mean was 2.8 (in other words, around three other employers).  Just 16% said that they had not worked for any other employers.  The longer people have worked for the council, the fewer other employers they have experienced (ranging from a mean of 3.6 among those with the council for up to 2 years, to 1.6 among those with the council for over 20 years).
Evidence frequently highlights the importance of employee advocacy.  Research shows that among job seekers, knowing someone who works for an organisation is one of the main influences when deciding whether to join.  As the major employer in the region, it is therefore particularly important that Highland Council employees speak well of it to others.  However, in previous years, few employees have said they would speak highly of The Highland Council as an employer to others - those critical have outweighed those that speak highly. 
Just as there has been an improvement in the proportion saying they are satisfied with their job, there has also been an increase in the numbers saying they would speak highly of the Council to others (in other words, act as advocates).  While staff were more likely to be critical than speak highly in 2002, views are reasonably balanced in 2005 – a quarter say they would speak negatively (26%) and around three in ten (29%) say they would speak highly of the council as an employer.
Figure 4: Employer advocacy
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The challenge is to continue this trend, and in particular, to convert some of those who are clearly rather ambivalent about work at the council, since the proportion who are outright critical is quite low.  As illustrated in figure 4, Highland Council staff are still less likely to speak highly of the Council than those in other councils (33%) and far less likely than employees across all organisations (44%).  In contrast, in 2004, 59% of Highland and Islands Enterprise staff agreed that, if asked, they would speak highly of the HIE Network as an employer.

If overall job satisfaction is good at The Highland Council, why do so many not speak highly of the Council as a place to work?  Experience of detailed further analysis has highlighted that overall job satisfaction and advocacy are often driven by different factors.  But we can also look at the open-text responses people gave when asked to say what could be one to improve The Highland Council as an employer.
Employee Recommendations

As well as completing a number of ‘tick-box’ questions, staff were given the opportunity to highlight two suggestions of their own that they thought would improve working at The Highland Council.  Many of the issues raised are also covered in the analysis of other questions in the survey.  Broadly speaking,  the areas staff at The Highland Council most commonly suggest as ones requiring improvements such as staff recognition (25%), communications (23%), management style (23%), pay (17%), staff development (16%) and resources allocation (11%).
Show appreciation of staff – reward those whose absence record is exemplary. If posties can gifts for attendance surely we can get a pat on the back of some kind of recognition

Teacher, Lochaber

Continue valuing staff in every way, for they are the face of The Highland Council and need to be recognised for this

Professional, Skye & Lochalsh

That senior management should listen to employees’ opinions and concerns and take them into account when making decisions. At the moment, employees concerns are usually dismissed without good reason

Administrative/Technical, Inverness

Let staff know what’s happening before members of the public

Nursery/Teaching Assistant, Caithness

Improve communications within and between services so employees are aware of developments and proposals in their own and other services more readily.  Provide more training opportunities which involve more than one service e.g. social work and education

Teacher , Skye & Lochalsh

I feel that a better relationship should be built between the areas and HQ – very much “them and us” situation. Are we not supposed to be working for the same company!

Administrative/Technical, Inverness

Sometimes there isn’t enough communications between learning support assistants and their management team – when we work so closely with the children, we know them better than anyone, this is sometimes overlooked

Nursery/Teaching Assistant, Sutherland

Less reliance on email as a communications medium, where the employee is not an on-line desk worker

Administrative/Technical, Lochaber

Stay in touch with really small fish, as not all information concerning them filters down

Manual worker/Craft grades, Lochaber

I need access to the Intranet to be full ‘included’ in the Council

Administrative/Technical, Caithness

More career opportunities needed for the more ambitious members of staff. PDP’s should involve everyone including all clerical and admin staff. I haven’t had a PDP and I have worked for the Council in a senior clerical role for four years

Administrative/Technical, HQ

More time for training and less taster sessions of courses

Manual worker/Craft grades, Ross & Cromarty

More face-to-face contact with senior management, less hierarchical approach to management. Workers in the field can be disempowered when senior managers take over at crisis point and fail to keep the worker in the loop. Workers are in the best position to assess and should be trusted to make sound judgements.

Professional, Ross & Cromarty

To know who the Councillors were and to have easy access to them.  Perhaps when joining The Highland Council a letter could be sent with the first pay slip with this information

Nursery/Teaching Assistant, Ross & Cromarty

Aspects of Working at The Highland Council
Highland Council staff are very positive about many specific aspects of their jobs.  Indeed, for several of these aspects, levels of satisfaction are above those expressed in other local authorities and above the MORI overall norm which includes private sector employers.  These include having interesting work (80%), job security (70%), employment benefits (69%) and pay (49%).  Other aspects with which the vast majority are satisfied include having supportive colleagues (73%), enjoyment of work (71%), personal safety (68%), feelings of accomplishment (64%) and teamwork (62%).
Table 3: Attitudes to specific aspects of working life
	Q3a Below is a list of things that a job may offer.  First, how satisfied or dissatisfied are you with each of these factors in your job?

	Base:  All (4,588)
	Highland Council

2005
	MORI Overall Norm
	Local Authority Norm

	% Satisfied
	%
	%
	%

	Interesting work
	80
	72
	75

	Working hours
	75
	69
	76

	Supportive colleagues
	73
	-
	-

	Enjoyment of work
	71
	-
	-

	Job security
	70
	56
	58

	Employment benefits
	69
	58
	57

	Personal safety at work
	68
	-
	-

	Feeling have accomplished something worthwhile
	64
	61
	61

	Working as part of a team
	62
	64
	63

	Working environment
	58
	-
	-

	Opportunity to show initiative
	56
	56
	53

	Making use of skills/ ability
	54
	50
	53

	Pay
	49
	42
	46

	Receiving sufficient training
	47
	-
	-

	Receiving guidance and support
	44
	-
	-

	Morale
	43
	-
	-

	Receiving praise for good work
	42
	-
	-

	Sufficient resources
	41
	48
	43

	Working for successful organisation
	41
	50
	39

	Feedback on performance
	39
	40
	39

	Career development
	34
	33
	32

	Source:  MORI


Aspects about which staff are least likely to be satisfied include career development (34%) and feedback on performance (39%).  These are all areas that have seen significant improvement over the years, however, and as issues on which staff tend to be rather dissatisfied, The Highland Council is now much in line with our findings elsewhere.
Table 4: Importance of specific aspects of work and trends in satisfaction
	Q3a  Below is a list of things that a job may offer.  Please can you indicate how satisfied or dissatisfied you are with each of these in YOUR job?

Q3b  Which six are most important to you?

	
	Important
Q3b
	Satisfied
Q3a

	Base:  All (4,588)
	2005
	2000
	2002
	2005

	
	%
	%
	%
	%

	Pay
	58
	42
	48
	49

	Interesting work
	49
	76
	78
	80

	Enjoyment of work
	49
	68
	70
	71

	Job security
	39
	62
	62
	70

	Morale
	34
	38
	41
	43

	Employment benefits
	32
	67
	70
	69

	Supportive colleagues
	30
	70
	72
	73

	Feeling have accomplished something worthwhile
	30
	61
	64
	64

	Working hours
	29
	70
	71
	75

	Working as part of a team
	23
	58
	60
	62

	Making use of skills/ ability
	23
	50
	50
	54

	Sufficient resources
	21
	33
	34
	41

	Career development
	21
	28
	28
	34

	Receiving sufficient training
	19
	37
	40
	47

	Working environment
	14
	56
	58
	58

	Receiving guidance and support
	14
	-
	-
	44

	Opportunity to show initiative
	12
	53
	56
	56

	Receiving praise for good work
	12
	37
	39
	42

	Personal safety at work
	11
	65
	67
	68

	Feedback on performance
	10
	32
	35
	39

	Working for successful organisation
	5
	34
	37
	41

	Source:  MORI


Satisfaction has increased with all aspects of working life since 2000 (see table 4), and in several cases the improvement measured between 2000 and 2002 has been surpassed in 2005.  There have been particular improvements in terms of receiving training (+10%), job security (+8%), having sufficient resources (+8%), feedback on performance and feelings of working for a successful organisation (+7%).
Staff were also asked to say which factors they felt were most important to them in their jobs – also shown in the table above.  Those most commonly considered important include pay (58%), enjoyment of work (49%), interesting work (49%) and job security (49%).   In the chart below we have illustrated the trend in these and other important aspects of work.
Figure 5: Trend in levels of satisfaction with selected factors
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An analysis known as ‘key driver analysis’ can be used to drill down in to the survey data and to discover relationships between different attitudes.  For example, we commonly find that the aspects staff identify as important to them in their jobs are not necessarily those most directly related to overall satisfaction. Increasing satisfaction with these aspects will not necessarily increase overall job satisfaction.
A good example of this is pay.  Understandably, pay is almost always identified as important to staff.  However, key driver analysis rarely identifies a strong link between satisfaction with pay and overall job satisfaction.  This suggests, not that it is unimportant, but that it is perhaps only important up to a certain level after which other aspects are a stronger determinant of satisfaction.  These tend to be ‘softer’ issues around career development, morale and teamwork in the workplace, appraisal and praise for good work.
Morale
Figure 6: Morale at The Highland Council

[image: image6.wmf]Source: MORI

4%

15%

33%

32%

9%

7%

Would be 

neutral

Speak highly without 

being asked

Be critical without 

being asked

Be critical, 

if asked

Speak highly, 

if asked

Base: All respondents (4,588), 6 May 

–

10 June 2005

Q4c   Which of these phrases best describes the way you would sp

eak of The 

Highland Council to people outside the organisation… morale in y

our 

Service?

No opinion/not stated

Trends

Speak

Be

Highly

Critical

%

%

2005

19

41

2002

15

46

2000

15

49


One of the most commonly identified drivers of job satisfaction is morale.  Within The Highland Council, the proportion that say they would speak highly of morale in their workplace has increased, although in absolute terms, it remains low - twice as many say they would be critical of morale at the Council than say they would speak highly, if asked.
We measured perceptions of morale at two points in the questionnaire, including it in the bank of aspects of work that people might be satisfied or dissatisfied with.  Overall, one in three (35%) said they were dissatisfied with morale in their workplace, but this varied substantially across the Services (see figures 6 and 7).
There is no single grade that reflects the level of dissatisfaction with morale expressed in Property and Architectural Services, but certainly Admin/Technical grades are the most dissatisfied in this respect (46%), followed by Residential (42%) Professional (39%) and teachers (38%).

Figure 7:  Satisfaction with morale in the workplace by Service
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Workload and Stress
Figure 8: Workload

[image: image8.wmf]Source: MORI

6%

42%

23%

25%

No opinion  3%

Could do more

Too much

About right

Q5  Generally speaking, how do you feel about the amount of work

you do in your 

normal working week?

Trends

Too much

%

2005

23

2002

26

2000

27

Have a heavy workload, but 

can cope

Base: All respondents (4,588), 6 May 

–

10 June 2005


On the whole, workload appears to be well managed within the Council. Only a quarter (23%) feels they have too much work to do.  A further four in ten (42%) say they have a heavy workload, but can cope.
There are notable differences within the Council.  Across services, concern over workload is highest in the Planning and Development service (36% say that they have too much to do), and is least likely to be a concern in the Housing service (16%).  Across grades, it is highest among promoted teachers (55%) and Senior Management (46%) and lowest among nursery and teaching assistants (10%) and residential staff (11%).
Figure 9: Stress
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Aligned to workload are levels of stress.  While there has been no dramatic change in terms of levels of stress across the Council since 2000, the proportion saying they experience high levels of stress has fallen from 18% to 14%.  Four in ten (42%) continue to say they experience above average or high levels of stress at work, however.  Reflecting workload, stress is highest among promoted teachers (75% high or above average) and Senior Management (69%).
Table 7: Perceived causes of Stress

	Q7 Which of the following, if any, are causes of stress for you?

	Base:
	All
	All experiencing stress

	
	%
	%

	Too much work
	48
	70

	Too much bureaucracy
	46
	58

	General nature of the job
	44
	64

	Lack of resources to do your job
	39
	54

	Colleague’s negative attitudes
	33
	37

	Constant change
	30
	44

	Degree of control you have over your workload
	28
	45

	Management’s negative attitudes
	28
	35

	Unfilled vacancies
	20
	29

	Source:  MORI


Stress is caused by many factors. As well as workload, other causes of stress at The Highland Council include the level of bureaucracy, the general nature of the job, lack of resources, negative attitudes of others and constant change. 
These issues were also mentioned in previous years.  However, since 2002 concern has fallen regarding a lack of resources (-7%), constant change (-7%) and job insecurity (-6%), and it is noticeable that these are also factors on which there have been steady improvements in levels of satisfaction among staff.  These positive trends, therefore, are likely to be making a contribution to improved working life at The Highland Council, not withstanding the fact that they remain sources of stress for some.

Management Style

Line Management
On the whole, employees are positive about their line managers.  For almost all aspects, ratings of Highland Council line managers are on a par with those in other local authorities.  Furthermore, perceptions of line managers have remained remarkably stable over the years, particularly in light of the fact that for several other aspects of work there have been more substantial shifts in opinion.  This highlights the challenges that remain in changing not only behaviours and practices of line managers, but also perceptions of colleagues that could be quite deeply embedded and formed in part by supposition and expectation.  But change is possible, and in some respects, particularly those in which The Highland Council was comparatively weak in the past, there have been notable improvements (see table 7)
Table 8:  Attitudes to Line Management 
	Q8  Listed below are a number of statements that could be used to describe your immediate line manager or supervisor – i.e. the person to whom you report on a day to day basis.  Please indicate the extent to which these apply if at all?

	
	% Always/Usually

	Base:  All (4,588)
	2000
	2002
	2005
	Local Authority Norm

	
	%
	%
	%
	%

	Is approachable
	76
	76
	76
	81

	Knows his/her job
	72
	72
	72
	70

	Is open and honest
	66
	67
	67
	69

	Is available to speak to when I need to
	64
	66
	66
	-

	Makes decisions quickly when needed
	61
	63
	63
	62

	Is committed to the Council
	54
	58
	61
	69

	Makes it clear what is expected of me
	60
	61
	60
	63

	Consults me on matters where I can contribute
	56
	58
	58
	61

	Listens to my ideas/suggestions
	56
	57
	58
	61

	Encourages me to make my own decisions
	55
	57
	58
	-

	Encourages me to work as part of a team
	53
	55
	57
	60

	Is consistent in decision making
	54
	57
	56
	-

	Keeps me in touch with what is going on
	52
	54
	54
	56

	Appreciates the pressure I come under in my job
	51
	54
	54
	55

	Gives me credit if I’ve done a good job
	50
	52
	54
	56

	Explains why tasks are undertaken
	49
	51
	52
	-

	Is consistent in applying personnel policy
	-
	-
	52
	-

	Discusses my training and development needs
	35
	39
	44
	44

	Acts on my ideas/suggestions
	35
	38
	40
	41

	Does something about the pressure I come under in my job
	30
	34
	37
	-

	Source:  MORI


Key strengths continue to include being approachable (76%), knowing their job (72%), being open and honest (67%) and being available to speak to (66%). 

As in previous years, staff are least likely to say their line manager usually or always does something about the pressure they come under in their job (37%), acts on their ideas and suggestions (38%) and discusses their training and development needs (44%).  However, views towards each have improved steadily since 2000 to a point where they are broadly in line with other local authority staff.

There has also been a noticeable improvement in perceptions of line managers’ commitment to the Council, although this remains significantly below the norm in other local authorities.  This feature is interesting, in the light of the apparent reluctance of staff generally to ‘speak highly’ of the council as an employer.  Perhaps this ambivalence still stems from the re-organisation of the council in 1996, and perhaps from the widely dispersed nature of the council.   Either way, it is something that should be tackled to create a stronger sense of corporate identity and common purpose.
Senior Management
Staff in most organisations tend to be more critical of Senior Management than they are of their line managers.  They have a closer working relationship with their line manager, and tend to see them as ‘one of us’.  Senior Management is often seen as more remote, and responsible for all the ‘faults’ of the organisation.  Highland Council staff are no exception, and they too have a more critical perception of the Senior Management of their service.
Table 9: Senior Management 

	Q9 Here are a number of statements about the management of your Service. Please indicate to what extent you agree or disagree with each.

	
	% Agree

	Base:  All (4,588)
	2000
	2002
	2005
	Local Authority Norm

	
	%
	%
	%
	%

	I don’t know anything about what the senior managers in my Service do
	33
	38
	36
	-

	Speaking up on issues where you disagree with Senior Management can damage your career opportunities
	36
	37
	36
	43

	Senior managers in my Services keep employees informed of their views and decisions
	31
	31
	30
	-

	Senior managers in my Services are not interested in listening to staff opinion
	31
	32
	30
	34

	Senior managers in my Service do a good job of adapting policy to suit local circumstances
	26
	25
	25
	-

	Senior managers in my Service have a clear vision of where the Council is going
	19
	23
	24
	43

	Source:  MORI


These figures suggest there is a need to improve communications in particular between staff and Service Senior Management.  As with some aspects of perceptions of line managers, there has been remarkably little change in these figures over the years, while other aspects of employee opinion have clearly moved on.

Fewer than a third of staff feel the Senior Managers in their service keep them informed of their views and decisions (30%) and a similar proportion feel that Senior Managers are not interested in listening to staff opinion (30%).  A third (36%) says they don’t know what the Senior Managers in their Service do and only a quarter (24%) that Senior Managers have a clear vision of where the Council is going.
Comparison with the MORI Normative data from other local authorities paints a mixed picture.  On a positive note, while a third of staff feel that speaking up on issues where they disagree with Senior Management can damage their career opportunities (36%), this is below levels of concerns expressed by staff in other local authorities (43%).  In addition, 30% agree  that Senior Managers in their service are not interested in listening to staff opinion, we have found an average of 34% saying this across other local authorities.

On the  other hand, a quarter of Highland Council staff feel Senior Managers in their service have a clear vision of where the Council is going – well below the average in other local authorities (43%), in spite of some signs of improvement in this measure over the years at The Highland Council.
A combination of improved communications and a higher profile in the workplace should help to tackle these issues.  As shown below, equal proportions agree and disagree they have confidence in the Senior Management of their Service.  This is better than in most local authorities, and much in line with an average across public and private sector organisations for whom MORI has worked.
Figure 10: Confidence in the Senior Management
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Attitudes to Senior Management varies quite considerably across the services, however, with some correlation with overall levels of job satisfaction.  There have also been a number of changes over time, as illustrated in table 10.

Table 10:  Confidence in Senior Managers of the Service

	Q9 Here are a number of statements about the management of your Service. Please indicate to what extent you agree or disagree…..
’I have confidence in the Senior Management of my Service’

	
	
	% Satisfied

	
	
	2000*
	2002
	2005

	
	Base
	%
	%
	%

	All
	4,588
	26
	30
	31

	Corporate Services
	139
	27
	44
	53

	Education, Culture & Sport
	2,265
	28**
	31
	32

	Housing
	188
	31
	38
	38

	Social Work
	776
	26
	31
	31

	Chief Executive’s
	100
	32
	48
	39

	Transport, Environmental & Community Services
	499
	-
	18
	21

	Finance
	238
	16
	12
	28

	Planning & Development
	113
	22
	39
	20

	Property & Architectural Services
	120
	16
	16
	15

	Source:  MORI


* In 2000, asked as ‘Service Management team within this organisation’

** combination of Cultural & Leisure plus Education services
Councillors
Staff working in local government tend to feel distant from the elected representatives.  A significant proportion of Highland Council staff are undecided or unable to give any opinion when asked, although the fact that just 7% agree that councillors get too involved in their day-to-day work is interesting.    The view is most common in Property and Architectural Services (18%), Transport, Environmental and Community Services (17%), in Planning and Development (16%) and in Housing (14%).
Table 11: Views of Councillors

	Q16 Here are some statements about the running of The Highland Council.  How strongly do you agree or disagree with each

	
	% Agree

	Base:  All (4,588)
	2000
	2002
	2005

	
	%
	%
	%

	I feel that Councillors value the work of my Service
	25
	28
	28

	Relationships with Councillors are good
	22
	24
	24

	Councillors get too involved in my day-to-day work
	8
	8
	7

	Source:  MORI


Communications
Figure 11: Provision of information about The Highland Council
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Ratings for the level of information staff receive on developments at the council have shown significant improvements.  From a position where the majority felt they received either limited information or not much at all about issues affecting the whole of the Council in 2000, the majority now feel they are informed.  This is a stronger position than we have found across our average of local authority surveys, and is very similar to the position in the much smaller Highlands & Islands Enterprise network, and across the MORI database of surveys that includes the private sector.
Figure 12: Provision of information about The Highland Council – by Service
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The position is similarly strong across most services, with the exception of Transport, Environmental and Community Services (41% feel informed) and those in Planning and Development (45% informed).
Table 12: Providing different kinds of information to staff 

	Q10 Keeping employees informed about issues affecting the whole of the Council and Service issues is very important.  Which of the following phrases would you say best applies to:

	
	Fully/Fairly well informed

	Base:  All (4,588)
	2000
	2002
	2005

	
	%
	%
	%

	a) The Highland Council as a whole
	38
	48
	52

	b) The Service you work in
	46
	51
	52

	c) The Area you work in
	-
	49
	52

	Source:  MORI


Just over half feel informed in terms of the council as a whole, the service they work in, and the area they work in.  although the relative perspectives of staff in different services changes a little depending on the ‘kind of communications’ being referred to, there are some broad trends that can be discerned.
People in Corporate Services, for example, are rather more positive about the communications they receive regarding the service they are in than the council as a whole.  The same is true of Housing and the Chief Executive’s.  On the other hand, people in Planning and Development, and in Property & Architectural Services are more likely to feel informed regarding the council as the whole.

Cross-service communications appear to be weak.  Only in Corporate Services do more agree (37%) than disagree (35%) that communications between services are good.  Opinion is most critical in this respect in Property and Architectural Services (69% disagree), Finance (65%), and Chief Executive’s (64%).  What is also interesting is that even among Senior Management, there is a consensus that cross Service communications are poor – just 18% agree that they are good and 47% disagree.
Communications can be a two-way process, however, and there are signs that staff perceive some improvements in this respect.  Since the survey in 2000, there has been a ten point drop in the proportion that feels there is insufficient opportunity to let management know how they feel about their work.  The current figure, while higher than one might like (50%) is better than we have found in most other local authorities.  On the other hand, there has been no movement in the extent to which staff feel they are consulted on management decision.
Table 13: Communication within The Highland Council 
	Q11 Here are some statements about communications in The Highland Council. Please write how strongly you agree or disagree with each.

	
	% Agree

	Base:  All (4,588)
	2000
	2002
	2005
	Local Authority Norm

	
	%
	%
	%
	%

	There is not enough opportunity for employees to let management know how  they feel about things that affect them and their work
	60
	53
	50
	55

	Staff are consulted on management decisions which affect them and their work
	21
	21
	22
	21

	Communications are good between Services
	14
	14
	15
	-

	Communications are good between HQ and the Areas
	-
	13
	14
	-

	Source:  MORI


There is a near uniform picture across staff working in different areas across the Highlands.  Around twice as many disagree as agree that communications between HQ and the Areas are good.

Sources of information

By combining the analysis of current sources of information that staff use with sources that they prefer, we can see how information flow may be improved.   Those points on the chart below that are furthest to the right are those that staff are most likely to say are current source of information.  Prominent among these are informal conversations with colleagues (67%) and personal contact with immediate line managers (58%).  These are supplemented by use of a wide variety of other sources including e-mail (48%), Service newsletters (48%), external media (48%), the Intranet (46%) and notice boards (46%).   There have been some significant increases in some of these over the years,  for example meetings with immediate management (up from 35% to 40% since 2000), the intranet (up from 33% to 46%).  The increase in meetings with immediate line managers is significant, as is highlighted by the second aspect of this chart.
Items that appear in the upper part of the chart are those that staff are most likely to say they would like to have as sources of information.  Personal contact with their immediate manager comes highest on this measure.  The horizontal line represents the position that factors would take if staff were equally likely to say a method is one they currently use, and one they would like to.  There are several that lie very close to the line – team briefings, meetings with immediate managers and personal contact with immediate managers.  The fact that informal conversations, and indeed external media, lie in the lower part of this chart indicate that, while they may be common sources of information, these are not ways in which staff would choose to find out about developments at the council. 
Figure 13: Current vs. Preferred sources of information

[image: image13.wmf]Source: MORI

0%

10%

20%

30%

40%

50%

0%

10%

20%

30%

40%

50%

60%

70%

80%

Preferred sources

E

-

mail

Intranet

Informal conversations 

with colleagues

Notice boards

Trade 

union

Service newsletters

Personal contact with 

Immediate Manager

Press / External 

media

Payslips

Meetings with 

Immediate Manager

Memos

Council 

Newsletters

Team 

briefings

Base: All respondents (4,588), 6 May 

–

10 June 2005

Current sources of information


Table 14: Attitudes to specific aspects of working life

	Q12a  Listed below are a number of ways in which you may receive information about the Council.  Which are currently sources of information that you use?

	
	2000
	2002
	2005

	
	%
	%
	%

	 Informal conversation with colleagues
	71
	66
	67

	 Personal contact from Immediate Manager/ Supervisor
	56
	54
	53

	 Press/External media
	58
	52
	48

	 Service newsletters
	41
	49
	48

	 E mail
	35
	47
	48

	 Notice boards
	55
	47
	46

	 Intranet
	33
	43
	46

	 Meetings with Immediate Management
	35
	37
	40

	 Circulars/Internal memos
	56
	46
	39

	 Pay slips
	35
	30
	36

	 Team briefings (face to face)
	26
	28
	33

	 Trade Union
	26
	27
	31

	 Council newsletters (corporate communications)
	33
	30
	27

	 Friends/neighbours/ relatives
	16
	14
	14

	 Through other organisations
	9
	8
	8

	 Councillors
	8
	7
	7


While use of email and the intranet have both increased sharply over the years, there has been a more gradual increase in the proportion saying they get information through team briefings. Meetings with immediate management have increased somewhat, although personal contact (less formal than meetings) have not increased.

Meanwhile, there has been a decline in the use of internal circulars and memos, and of council newsletters as sources of information.
Training and Development
Efforts to improve training are beginning to show rewards.  Although there were few improvements in staff views of training between 2000 and 2002, there has been progress since then.
Around half agree they have received training relevant to their jobs (56%), that they are aware of training opportunities open to them (49%) and believe training sessions are held at convenient locations (48%).  On the other hand, fewer than half (46%) say have received induction training – and only half of those who have joined the Council in the last two years think they have had induction training (51%).  Staff in Planning and Development Services are least likely to say they have had induction training (35%), in stark contrast to Transport, Environmental and Community Services, where the figure is 65%.  As one might anticipate, the issue of the convenience of the location of training varies substantially across the Areas, with staff in Caithness particularly likely to discontent.
A small minority (15%) say that they have not received any training – representing a slight fall since 2002.  This is generally consistent across the Services and Areas – only staff in Planning and Development (19%) and those in Badenoch and Strathspey are marginally more likely to say they have not had the opportunity to attend any training.
Table 14: Training at The Highland Council 

	Q13 Here are some statements about the Council’s policies and initiatives.  To what extent does each apply to you?

	
	% Agree

	Base:  All (4,588)
	2000
	2002
	2005

	
	%
	%
	%

	I have received training that is relevant to my current job
	52
	50
	56

	I am aware of the training opportunities open to me
	44
	44
	49

	Training sessions are held at convenient locations
	44
	44
	48

	I have received induction training
	-
	-
	46

	I have received the right amount of information to do my job well
	31
	33
	38

	I have received training that is relevant to my future career development
	22
	24
	27

	There are not enough places on training courses
	-
	29
	24

	I have not received any training
	18
	17
	15

	Source:  MORI


While it remains an area of relative weakness, more staff now say they are receiving training relevant to their career development, as well as their current jobs.  Thus a quarter (27%) agree that they have received some form of training relevant to their future career development, compared to one in five (22%) five years ago.  The picture is not consistent across Services.  Four in ten (40%) of Corporate Services staff say they have received development training, but only 12% of Planning and Development staff say the same.
Despite improvements in access and perceived relevance of training, there remains a need to effectively assess staff needs and outline plans for their on-going development.  Only around half (49%) say they are aware of the Personal Development Plan Process and only a third believe they have a Personal Development Plan (34%) or have had their training needs assessed (33%). 
There is a striking variation across services on the issue of the PDPs.  As many as 88% of staff in Finance say they have had one, but in Social Work, this falls to just 15%.  Furthermore, while 69% of Senior Managers say they have had one, only 9% of Manual/Craft grade staff say they have.
Table 15: Personal Development 
	Q14 Here are some statements about the Council’s policies and initiatives. Do each of them apply to you, or not?

	Base:  All (4,588)
	2005

	
	%

	I am aware of the Personal Development Plan Process
	49

	I have had my training needs assessed
	33

	I have had a Personal Development Plan
	34

	Source:  MORI


Corporate and Service Plans

On the whole, few staff are aware of plans for the Council as a whole or their Service.  As in 2000, only a minority say they are aware of the Highland Council’s Corporate Plan (30%), their Service’s Service Plan (45%) or their Service’s Operational Plan (32%).
To some extent, overall awareness of the development plans are misleading. Awareness is particularly low among Education, Culture and Sport staff (Corporate Plan – 21%; Service’s Service Plan - 35%; Service’s Operational Plan -25%) and therefore, given the Service’s relative size, overall measures of awareness across the council are also low. 
Awareness of the relevant development plans are generally highest among Corporate Services and Chief Executive staff.  However, Property and Architectural Services staff are clearly very aware of their Service Plans (91%).
Change at The Highland Council
Experience elsewhere shows that even if communications are generally working well within an organisation, there are particular difficulties in ensuring that staff feel well informed about change, and confident in how it is managed.  This is the case at The Highland Council.
The majority feel they understand the need for change (64%), rather more than did in either of the previous staff surveys, but a lower proportion than MORI’s local authority norm (76%).  However, in other respects, staff are less positive about the process of change within The Highland Council.  Fewer than half look forward to it as a challenge (44%) or support it (43%), both well below the MORI norm (see table 14).  Perhaps more worryingly, just one in five feel the reasons for change have been well communicated (20%) and that they receive sufficient training and support when change takes place (20%).  Although both of these represent a slight improvement on 2002, they are still rather low.
Figure 14:  Support for change
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However, although only one in six (18%) agree that change has been well managed, this is something that is commonly criticised, and on this issue the views of staff are similar to what we have found in other local authorities.
Table 16: Attitudes towards Change at The Highland Council
	Q15 Here are some phrases which might be used when talking about recent change at The Highland Council.  How strongly do you agree or disagree with each? 

	
	% Agree

	Base:  All (4,588)
	2000
	2002
	2005
	Local Authority Norm

	
	%
	%
	%
	%

	I understand the need for change
	60
	58
	64
	76

	I look forward to change as a challenge
	41
	39
	44
	57

	I support the need for change
	43
	41
	43
	62

	Change here is too fast
	27
	25
	21
	-

	The reasons for change are well communicated to me
	15
	17
	20
	27

	I receive sufficient training and support when change takes place
	16
	16
	20
	-

	Change here is well managed
	15
	16
	18
	16

	I think that decentralisation is working well
	-
	-
	14
	-

	Source:  MORI


Teachers
The vast majority of teachers and promoted teachers are satisfied in their present job. Very little has changed since 2002, although satisfaction across the Council as a whole is now very similar.
Table 17: Job satisfaction among teachers

	Q1  How satisfied are you with your present job? 

	
	All Highland Staff
	Teachers
	Promoted teachers

	
	2000
%
	2002
%
	2005
%
	2000
%
	2002
%
	2005
%
	2000
%
	2002
%
	2005
%

	Satisfied
	63
	64
	67
	64
	71
	68
	60
	68
	70

	Dissatisfied
	21
	21
	19
	20
	18
	19
	28
	18
	20

	Source:  MORI


Movement in opinion among teachers has differed from that among Highland staff as a whole.  The period 2000 to 2002 saw no change in overall levels of job satisfaction across all staff, but the picture among teachers and Promoted Teachers was dramatically different, with a substantial rise in satisfaction.  It is likely that this was associated with the implementation of McCrone.

Since 2002, however, the view among the teaching profession has levelled off.  On the other hand, in some specific areas, there have been improvements. Examples are perceptions of the range of professional development opportunities (+7%), induction arrangements for new staff (+6%), the availability of professional development opportunities (+5%) and the quality of in-house courses (+5%). This is encouraging, since the provision of professional training opportunities was the main criticisms in 2002.
However, this is balanced by a fall in satisfaction in other areas – most notably, the quality of cleaning services (-8%) and the overall quality of the working environment (-6%). 
Table 18: Satisfaction with aspects of work as a teacher
	QT1 Below is a list of things to do with your job as a teacher. How satisfied or dissatisfied are you with each of these factors in your job? 

	
	% Satisfied

	Base:  All teachers (972)
	2002
%
	2005
%

	Quality of in-house courses
	44
	49

	Overall quality of the environment you work in
	51
	45

	Quality of cleaning services in the school
	52
	44

	Support for children SEN from the ECS service
	42
	41

	Range of professional development opportunities
	29
	36

	Staff development and review
	35
	35

	Availability of professional development opportunities
	29
	34

	Induction arrangements for new staff
	19
	25

	Support in dealing with difficult pupils from the ECS service
	16
	16

	Support in dealing with workload issues from the ECS service
	9
	10

	Source:  MORI


There is a considerable level of dissatisfaction with the level of support teachers feel they get in dealing with difficult pupils and in dealing with workload.  It is interesting to see the difference in opinion between those teachers who, elsewhere in the questionnaire, responded that they suffered low, average or above average levels of stress at work.
Table 19: Satisfaction with aspects of work as a teacher by levels of stress

	QT1 Below is a list of things to do with your job as a teacher. How satisfied or dissatisfied are you with each of these factors in your job? 

	
	Level of stress at work

	% satisfied with each
	None/low
	Average
	High/above average

	Base
	(66)
%
	(252)
%
	(639)
%

	Quality of in-house courses
	55
	54
	46

	Overall quality of the environment you work in
	61
	54
	40

	Quality of cleaning services in the school
	50
	52
	41

	Support for children SEN from the ECS service
	52
	44
	40

	Range of professional development opportunities
	45
	38
	30

	Staff development and review
	47
	40
	31

	Availability of professional development opportunities
	45
	42
	33

	Induction arrangements for new staff
	29
	26
	23

	Support in dealing with difficult pupils from the ECS service
	26
	19
	13

	Support in dealing with workload issues from the ECS service
	32
	15
	6


The aspects of work where the most substantial differences in satisfaction lie between teachers who feel they suffer from stress and those who do not are in the level of support from ECS in dealing with workloads, and the quality of the working environment.  Furthermore, as many as 62% of those who say they suffer from above average or high levels of stress are dissatisfied with the support they get from ECS in dealing with difficult pupils.
Spend more money, time and effort on behaviour management in the classroom

In general, a more strict and consistent manner in dealing with difficult pupils

Stop forcing schools to keep persistently disruptive pupils, or develop an effective deterrent or sanction that actually works
There has been very little change in the way teachers view many aspects of education provision in The Highlands.  For example, as in 2002, two-thirds do not agree that education provision is well funded (67%), and the same proportion (68%) believe standards of achievement could be raised across the ECS service, and fewer than half (47%) feel that the quality of education provided across Highland is excellent. 
In addition, minorities feel lines of communication within the Service work well (22%), that the ECS is well represented in the local community (24%), that the ECS Committee is supportive (24%), that there is effective leadership (24%) and that the Service treats teachers in a professional manner (36%).
Table 20: Views of ECS support and provision

	QT2  Here are a number of statements about education.  Please indicate to what extent you agree or disagree with each. 

	
	% Agree

	
	2002
	2005

	Base:  All teachers (972)
	%
	%

	I believe that standards of achievement can be raised across the ECS service
	66
	68

	The quality of education provided across Highland is excellent
	49
	47

	The ECS service treats teachers in a professional manner
	33
	36

	There is effective leadership within the ECS service
	26
	24

	The ECS Committee is supportive of schools and teachers
	25
	24

	The ECS service is well represented within the local community it serves
	23
	24

	Lines of communications work well within the ECS service
	22
	22

	Education provision is well funded
	10
	12

	Source:  MORI


When they were asked to make their own suggestions for ways to improve ECS, many mentioned the level of paperwork and ‘bureaucracy’ that teachers face (19%), general levels of funding and resources (17%), training (16%) and the problems caused by disruptive children (15%).
Conclusions

Some key messages can be distilled from the study:

· Senior Managers in services are likely to improve their standing if they increase their profile among staff, and play a more active role in directly communicating with colleagues.  This should be a two way process in which the direction and priorities of the Service and of The Highland Council are set out and explained, but also a listening exercise in which staff have the opportunity to describe how they feel services might be improved

· Line Managers should continue to build their management skills, developing greater confidence in the essential components of staff development and performance management

· Mechanisms for greater cross-service communication should be explored in order to foster a greater understanding of the organisation as a whole

· Action planning as a result of this survey should build-in a strategy to emphasise the role of employee input, including the findings of this survey.  This will have the dual benefit of improving morale and the prospect of a better, or at least stable, response rate in future surveys
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