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ABSTRACT

Human capitd isthe mogt critical asset in determining the success of an organization.

Therefore, it isimportant to address issues that adversely affect the contributions that human capitd can
make. Thisideaaccounts for why organizations have become more interested in assessing their own
hedth or dimate. It isno longer enough to Smply conduct employee satisfaction surveys. Itis
important to the organization’s bottom line to know how the organization is doing in many areas and to
continually work toward improvement.

The generd god of this sudy was to examine organizationd issues that affect employee
motivation and retention. To obtain information about these issues that could be quditatively anayzed
and compared from state to Sate, we conducted face-to-face interviews with two or three individuas
a the Minnesota, lowa, North Dakota, South Dakota, Nebraska, Wyoming, and Montana DOTSs.
The results of the first phase of this study were primarily used as background information for the next
phase of the study, which focused on organizationd hedlth in the North Dakota DOT.

The second phase of the study included organi zation-wide surveys of managers and employees,
and focus group discussions to follow up on the survey results. Survey results suggested that
employees had pogitive opinions about the work environment, but more negative opinions concerning
some of the palicies surrounding pay and performance management. The focus group discussons
served to darify some information from the surveys and to suggest possible improvements for the

organization.






STRATEGIESFOR ADDRESSING NDDOT EMPLOYEE
RETENTION AND MOTIVATION

CHAPTER ONE: INTRODUCTION

Recent research has shown that organizationd climate or hedth isrelated to the organization’'s
human resources practices and to specific organizationa outcomes, such as customer satifaction.” An
earlier sudy aso showed that employee atitudes about various work environment issues were related
to the organizations level of employee turnover, financia performance, and customer satisfaction.?
Researchers have made the link between certain types of socidization programs for new hires and the
retention rate of those newcomers to the organization.® In addition, Griffeth and Hom, expertsin the
area of employee retention, compiled information from many studies showing that job enrichment and
supportive supervision are rlated to reductions in the amount of unwanted employee turnover.* These
findings account for why organizations have become more interested in ng their own hedlth or
climate. Itisnolonger enough to just conduct employee satisfaction surveys. It isimportant to the
organization’ s bottom line to know how the organization is doing in many areas and to continualy work

toward improvement.

'Rogga, K., Schmidt, D., Shull, C., & Schmitt, N. (2001). Human resource practices,
organizationa climate, and customer satisfaction. Journal of Management.

2Ryan, A. M., Schmit, M. J.,, & Johnson, R. (1996). Attitudes and effectiveness: examining
relations at an organizationa level. Personnel Psychology, 49, 853-882.

3Ashforth, B. & Saks, A. (1996). Socialization tactics: longitudinal effects on newcomer
adjustment. Academy of Management Journal, 39, 149-178.

Griffeth, R. & Hom, P. (2001). Retaining Vaued Employees. Thousand Oaks, CA: Sage
Publications.




Asareault, this study was designed to ultimately provide information aboout the organizationd
hedlth of the North Dakota Department of Transportation (NDDOT). Specific objectives for the study
included the following.

. Quantify and qudify the scope and seriousness of the problem of voluntary turnover
and employee motivation issues on aregiond basis.

. Assess perceptions of NDDOT employees and managers regarding organizational
hedlth factors that can influence employee mativation and retention.

. Identify and evauate suggestions for potentialy improving retention and motivation
among NDDOT employees.

The first step in the process was to collect background information and benchmarking data
from other state departments of trangportation (DOTS) in the Mountain Plainsregion. Thiswas
accomplished by conducting interviews with individuals from seven stlate DOTs. Once that information
had been collected, the second phase of the project involved the development, distribution, and andysis
of surveys completed by NDDOT employees and managers. Thefind step in the project was to gather
more specific information about some issues highlighted in the surveys through focus group discussions.
Each of the phases of the project will be described in greater detail in subsequent sections of this
report.

The following sections of this report will describe the generd methods and procedures utilized
throughout the project, the specific data gathering techniques and results for each phase of the project,
and the resulting summarized conclusions and recommendations for the NDDOT. Each of the specific
phases of the project will be outlined separately in order to maintain the relatively independent nature of

each of these stepsin the process of completing this study.



CHAPTER TWO: GENERAL METHODOLOGY

A technica advisory committee was created to provide guidance and technica assistance with
the design and implementation of the gudy. The committee included nine individuds from the Federd
Highway Adminigtration, Eno Transportation Foundation, the NDDOT, and the New Mexico State
Highway and Transportation Department.

The genera methods used to accomplish the god's of this study were quite varied. Both
quditative and quantitative data-gathering techniques were employed. The specific methods utilized
included individud interviews, organizationd surveys, and focus group discussons.

The overdl god of the study was to examine organizationa issues that affect employee
motivation and retention. To obtain information about these issues that could be quditatively anayzed
and compared from State to state, we conducted face-to-face interviews with two or three individuals
a the Minnesota, lowa, North Dakota, South Dakota, Nebraska, Wyoming, and Montana DOTSs.
The reaults of these interviews were primarily used as background information for the subsequent steps
of the study, which focused on organizationd hedlth in the NDDOT.

The second and third parts of the study included organization-wide surveys of managers and
employees, and focus group discussionsto follow up on the survey results. Surveys were developed to
address generd issues affecting motivation and retention, in addition to issues that were specific to the
NDDOT. All NDDOT employees and managers were given surveys to complete in order to dlow
every NDDOT employee to express his or her opinions. Alternatively, the focus group discussons
were designed to dlow small groups of NDDOT employees and managers to clarify some information

from the surveys and to suggest possible improvements for the organization.






CHAPTER THREE: REGIONAL INTERVIEWS
Resear ch M ethodology

In July and August 2001, face-to-face interviews focused on employee retention and motivation
were conducted with two or three employees from each of the seven DOTsincluded in the first phase
of thisregiona study. The seven states that participated were North Dakota, South Dakota,
Minnesota, lowa, Nebraska, Wyoming, and Montana. These states were chosen for their geographic
proximity to one another and for other smilarities, incdluding financia Stuations and externd
environments.

In each state, the predetermined questions were asked of one Human Resources (HR)
representative and one or two other employees from the DOT. Three interviewers, two from Upper
Great Plains Trangportation Ingtitute and one from the NDDOT, participated in al but the NDDOT
interviews. The interviews conssted of severd items assessing generd organizationd issues such as
communication, technology, and structure and many items focusing specificaly on employee retention
and motivation. Interviews lasted from 30 minutes to two hours, depending on the knowledge level and
the willingness of the interviewee. All questions were not asked of every employee. Questions that
focused specifically on the technica aspects of HR policies and practices only were asked of the HR
representative at each DOT. The specific questions asked and the full summary of results from these

interviews are included in Appendix A. However, severd key points are outlined below.



Interview Highlights

Through the interview process, we were made aware of severd innovative practices or

programs that certain states had implemented or were in the process of implementing. Although some of

these best practices are not specificaly in the areas of employee retention and motivation, each of them

contributes to the environment of the organization, which affects employee morae, motivation, and

retention. The following list outlines best practices and programs dong with the Sate or states that have

implemented them.

Formad succession planning is done in the Minnesota DOT at the highest levels. They currently
are working to include other levels of employeesin this program. This planning helps
management develop a pool of employees who could potentidly move to other positionsin the
organizetion.

Mentoring programs are used for the development of employees in the Minnesota and the
Wyoming DOTs. Although this mentoring may not be used with every employee, the beginning
of thistype of forma program in each of these organizations was seen as a strength.

Sdf-directed work teams have been developed and used in lowa and Wyoming to alow more
gart-to-finish work in some of the technica positionsin the organization. lowa's program is
well-established and ongoing.

Strong leadership in Nebraska has made the powerful vision of the director known to
employees throughout the organization.

An organizationd hedlth study has been conducted in South Dakota by its well-respected
research divison. The study was designed to assess many organizationd factors that directly
influence the behavior of employees, including staff competency, communication, work
environment, and training and development. The research divison has aready conducted a
follow up of itsorigind study to determine whether desired changes have taken place.

Rotation programs for new engineers are being used in Minnesota and Montana. These
programs currently alow new engineers to rotate through different areas in the organization for
aspecified period of time.



Montanais developing performance plans that will lead to changesin pay. Ther god isto
move toward paying for performance and competencies rather than for seniority.

An annud termination report which includes turnover by job title, location, and reason for
leaving, is completed by the NDDOT. The report alows management to see where and why
employees are leaving the organization.

There also were some areas where dl of the DOTs that we interviewed could make

improvements. The most consstent areas for improvement are listed below.

DQOTs should make better use of the information they obtain from thar exit interviews. This
was an areain which dl seven DOTswere weak. Thisexit interview information could be used
to determine trends in voluntary terminations, including why people are leaving, what jobs or
other opportunities they may have had in hand, and what the DOT could have doneto retain
them.

Workforce devel opment should continue to be agod for the DOTs. None of the DOTswe
spoke with use individudized training or development plans, nor did they have various career
ladders that alow employees to choose between technical and management career options.

Rewarding high performing employees should continue to be a high priority. Many interviewees
reported that there are few, if any, rewards for high performers. Although monetary rewards
may not always be feasible, employees can sometimes be rewarded in other ways. Recognition
and praise, aswell as, new and chalenging projects or assgnments can be effective. Also,
many of the employeesindicated a desre to have flexibility in their work and working hours.
Such perks could serve as rewards for high performing employees aswell.

The interviews conducted for phase one of the Strategies for Addressng DOT Employee

Retention and Mativation study contained a great dedl of interesting and useful informetion (see

Appendix A). The specific information reported by employees of the NDDOT indicated afew areas of

concern that needed to be addressed in the second phase of the study. The issues that were noted in

the NDDOT interviews included the following:

There was some concern about micro-management and determining who has the respongbility
and authority for making certain decisons.



. There was dso a concern that without rewards for good performers, every oneis trested the
same, making it difficult to keegp good employees motivated.

. Some of the employees reported frustration about dow deployment of new technology.
To dlow dl employees and managersin the NDDOT to have a chance to expresstheir

opinions on issues highlighted in the interviews, survey questions were designed to specificaly address
the areas of technology, accountability and decision making, and performance management. In
addition, many other issues affecting organizationa hedth dso were included as part of the surveysin

the second phase of this project.



CHAPTER FOUR: ORGANIZATIONAL HEALTH SURVEYS
Resear ch M ethodology

The first step in this phase of the project was to conduct an organization-wide survey to assess
employees attitudes and perceptions about organizationa issues. Two surveys were devel oped; one
for managers (see Appendix B) and the second was for dl other employees (see Appendix C). The
management and employee surveys contained the same types of questions, athough they were worded
dightly different, with some questions in the employee survey being focused specificdly on the
individud’sjob.

Both surveysincluded two main sections. The first section contained questions assessing
generd organizationa issues, including structure, climate, supervision, innovation, human resource
development (HRD), performance management, accountability, technology, communication, and
motivation and retention. Some of these issues or dimensions were included to gain more information
on topics that seemed to stand out in the interviews we conducted in Phase 1; others were included to
asess generd organizationa hedlth, in accordance with standardized instruments, such as the Survey of
Organizations.®> The second section of the survey contained questions that focused more specificaly
on issues related to employee motivation and retention, including job characteristics, organizationd
commitment, career development, and compensation.

The surveys were comprised of severd different items. Various statements requiring ratings,

open-ended questions, and demographic items dl were included in the surveys. Ratings of statements

STaylor, J. & Bowers, D. (1972). Survey of organizations: a machine scored standardized
questionnaire instrument. Ann Arbor: Institute for Social Research, University of Michigan.

9



were based on aone to five scale, with arating of one representing strongly disagree and arating of five
representing strongly agree. All statements were written in the positive frame of reference to avoid
confusion about the statements meaning. Open-ended questions asked for respondents opinions
about how to dedl with motivation and retention issues. Responses to these questions were categorized
and summarized to protect the confidentidity of the respondents. The demographic itemsincluded in
the survey assessed whether the employee was located in the Field or Central Office, the tenure asa
NDDOT employee, gender, age, level of education, and functiona job category.

Once an initid draft of the survey was completed, it was sent to every member of the technical
advisory committee for their review and input. Some members of the committee gave constructive
feedback for changing the survey in various ways. Suggested changes were made before the find draft
of the survey was sent to the management team at the NDDOT for approval.

Surveys, which were accompanied by aletter from the NDDOT Director encouraging
participation, were distributed to every employee a the NDDOT in January 2002. Employeesinitidly
were given one week to return the surveys in the business reply envelopes to the Upper Greet Plains
Trangportation Ingtitute. However, the response rate in the first week was less than originally
predicted. To increase thefind return rate, employees were given two extra weeks to return their
surveys. Fifty-two management and 968 employee surveys were origindly distributed. Of those
surveys, 39 manager and 672 employee surveys were completed and returned, giving an overall return

rate of 70 percent.

10



Survey Results: Demogr aphics

Although much care was taken to limit the amount of demographic information that was
requested on the survey, many people left severd items, or the entire section, blank. The god wasto
get enough information that important comparisons could be made, but to avoid specific requests for
information that could identify a certain individua or smdl groups of individuds. Despite the effort to
protect anonymity of respondents, the results indicated that between 4 percent and 7 percent of the
demographic information was missing or blank. The demographic information avallable from the
completed management and employee surveysis displayed in Appendices B and C, respectively. A
brief examination of the demographics of the survey respondents showed that they matched those of the
population of NDDOT employees asawhole. Asaresult, it is reasonable to generdize the survey
results to the entire population of the NDDOT.

Survey Results: Section 1

Responses on the first section of the survey were averaged across dl respondents. Responses
on the questions for each dimension dso were averaged to obtain overdl ratings. As aresult, the mean
or average response was obtained for each of the dimensions measured in Section 1. Analyses were
conducted to ensure rdiability of each of the dimensons. These anayses were calculated to show that
al questions assessing adimension were strongly related to one another. Results indicated that each of
the dimengons had an acceptable leve of consgstency or rdiability among the questions making up the
dimension. The following table displays the mean responses (from ratings on the 1 to 5 scale) of

employees and managers on each of these dimensions.

11



Dimension Employees Managers
Organizationd Structure 3.13 3.37
Organizationd Climate 3.36 3.74
Supervison 3.31 3.71
Innovation 3.05 3.26
Human Resource Deve op. 2.73 3.35
Performance Management 2.74 2.71
Accountability 2.80 2.94
Technology 3.21 3.30
Communication 3.02 3.48
Motivetion/Retention 2.83 331

By looking at the meansin the table, one can see that there were areas in which the organization

was doing well. These organizationd strengths dl had means over 3.2 on the 1-5 scale. For

employees, the areas of srength in the organization were climate, supervison, and technology. Inthis
project, organization climate referred to work environment and co-workers. The supervison dimension
was assessed by whether supervisors encouraged and provided help and training to employees for the
purpose of improving their performance. The technology questions focused on the level and timeliness
of individua support. Managers dso thought that organizationa climate and supervison were srengths,
but instead of technology, saw communication as an additiond strength. Communi cation was assessed
by questions about the access to other employees, voicing opinions, dedling with conflicts, and generaly

being informed. The actua number of employees who gave each response for every question in the

12




communication and other dimensions are displayed in Appendix C. The management responses are
documented in Appendix B.

There ds0 were some dimengons that were rated more negatively, having means under 3.0 on
the 1-5 scde. The dimengons having the lowest ratings for employees were human resource
development, performance management, and accountability. Human resource development questions
in the survey assessed the recruiting, hiring, developing, and promoting of employees. The performance
management dimension included items assessing whether there was an appropriate difference between
pay to high performing and average employees, whether the performance assessment system was
perceived asfair and met the NDDOT’ s needs, whether rewards and recognition were prevaent, and
whether performance standards were clear. Accountability questions focused on forma authority and
decison making, rewards for good performance, and reprimands for poor performance. The lowest
rated dimensions by managers were performance management and accountability, aswell. However,
managers rated HRD relatively pogtively, showing alarge discrepancy between manager and employee

ratings.

Section 1: Different Results Based upon Demographic I nformation
Andyses were conducted to look at potentid differences among the job categoriesincluded in
the survey: adminigtrative, engineering, information technology, maintenance, driver and vehicle services,
and congruction. Results showed that there were differences among the groups in the organizationa
climate, supervison, HRD, performance management, accountability, communication, and motivation

and retention. 1n most cases, responses by the maintenance group were more negetive than those in the

13



other job categories. However, in the HRD, motivation and retention, and accountability dimensons,
the responses by those in construction aso were more negative than those from other job groups. In
the survey, motivation and retention was assessed by questions focused on the morae and motivation of
employees, in addition to whether the NDDOT is able to retain qudified workers.

Anadyses dso were conducted to examine differences between the job locations (Centra Office
or the Field) and the gender of respondents. Those in the Field gave responses that were more
negative than in Centra Office on the organizationd dimate, supervison, innovation, HRD,
communication, and motivation and retention dimensons. In addition, males were more negative about
HRD than were femdes, even when the length of tenure was taken into account. However, tenure of
employees was found to be related to the responses given on many dimensions. Results showed that
the longer the employees had been with the DOT, the more negative they were about structure, climate,
supervison, HRD, performance management, accountability, and communication. Organizationd
structure was assessed by questions concerning employee and group roles, structure of jobs, and the

hierarchy.

Survey Results: Section 2
Asinthefirg section of the survey, andyses were conducted to determine whether the
questions associated with each dimension were consgtent or reliable. Again, for each of the dimensions
listed above, the andyses showed acceptable riability among the questions assessing a particular

category.

14



The survey results of Section 2 were positive overdl. The following table displays the mean

responses (from ratings on the 1 to 5 scale) of employeesand managers on each of the dimensions

measured in Section 2 of the survey.

Dimension Employees Managers
Job Characteristics 3.52 3.46
Organizationa Commitment 3.45 3.35
Career Development 311 3.55
Compensation 2.55 2.46

Both employee and manager results showed that responses concerning characteristics of the

job (variety of tasks, autonomy, feedback, etc.), commitment to the organization, and career

development (learning, training, and advancement opportunities) were favorable. All of these

dimensions had means gregater than 3.1 on the 1-5 scale. In addition, employees reported high levels of
job satisfaction a the NDDOT, with amean of 3.5. Alternatively, the mean ratings associated with the

compensation dimension were below 2.6 for managers and employees.

Survey respondents also were asked to prioritize 18 issuesin terms of how well they motivate

employees. Employees and managers ranked compensation as the highest priority. Other issues rated

highly by employees were benefits and job security. This result was surprising sSince surveys conducted

in other organizations typicaly show that employees are most motivated by career growth and

opportunities. Managers were more congstent with the typical findings, in that they ranked

opportunities for growth and advancement and rewards for performance as the next highest priorities

15




following compensation. Employees and managers rated formaized rules and procedures asthe issue
of leadt priority in terms of mativation. All of the employee ratings are disolayed in Appendix C;
management ratings are shown in Appendix B.

Managers adso were asked to mark which of the 18 potentially motivating aspects of the job
and organization would require additiona funding. Only four of the issues were reported as needing
additiond funds by a subgtantid number of managers. The largest percentage of managers indicated
that compensation needed additional funding (69 percent), followed by benefits (59 percent), new
equipment and technology (54 percent), and rewards for good performance (46 percent).
Unfortunately, two aspects of the job and organization that employees rated as having the highest
priority also are the two aspects that the mgority of managers reported as needing extrafunding. This
finding suggests that funding will continue to need condderation in the development of any plans focused

on enhancing employee mativation.

Section 2: Different Results Based on Demogr aphic Information
Aswas done for the Section 1 results, andyses were conducted to examine differencesin the
ratings of dimensions among job categories. Results showed that for the job characteristics, career
development, and compensation dimensions, responses given by those in maintenance were more
negative than other job categories. Congtruction aso was lower than other job groups on the job
characteristics dimengon. Even though there were differences on many of these dimensions, there were
no differences in job satisfaction among respondentsin various job categories. Employees generaly

were stisfied with their jobs at the NDDOT.
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There dso were differences in regponses based on the respondents’ job location, gender, and
tenure. Ratings given by those in the Fidld were more negative than in Centrd Office on the job
characterigtics, organizationd commitment, career development, and compensation dimensions. Also,
males were more negative than femaes on questions assessing job characteristics and career
development. Tenure of employees aso was found to be related to the responses given on one
dimenson. Results showed that the longer the employees had been with the NDDOT, the more

negative they were about career development opportunities.

Survey Results: Open-Ended Questions

In addition to having respondents rate various statements throughout the survey, open-ended
guestions were used to obtain opinions about how to ded with retention and motivation issues a the
NDDOT. Employeeswere asked to report aspects of the job and organization that kept them working
for the NDDOT. The most common responses were the benefits (272 people) and the actua work
duties and tasks (234 people). However, 136 people also cited coworkers as another reason they
have continued to work for the NDDOT. Employees also were asked what could be done to retain
qudified employees a the NDDOT. The most common responses to this question were:
. to increase pay (381 people)
. to treat employees well and with respect (33 people)
. to improve benefits (49 people)
Using a pay-for-performance plan a so was suggested by 29 respondents.

Managers were asked for their opinions regarding motivation and retention, aswell. In

response to a question asking for aredigtic gpproach for deding with NDDOT employee motivation

17



and retention, the most common response was to improve pay and/or benefits. The managers made
this suggestion. Other common answers to the question were:

. to chalenge employees (five people)

. to offer rewards or incentives (four people)
. to ded with negative or poor performing employees (four people)
. to encourage less micro-management (four people)

The numbers of people who gave each response were smal because suggestions from managers varied
widdly on this question. These findings indicate that there is not a consensus about the best way of

dedling with employee retention and motivation issues.

Current Survey Results Compared to Previous

To determine whether there have been any changes in perceptions of employees over the last
few years, the current survey results were compared with those that were obtained from an employee
survey conducted in 1999. Because the surveys measured some different dimensions and included
different questions, only genera comparisons could be made.

Results from the earlier survey showed that employees rated the categories of equa
opportunity, working conditions, and supervison most postively. These results are Smilar to findings
obtained in the current survey, which indicated that employees were most positive about the work
environment and supervision, aswell. However, equal opportunity was not specifically measured in the
current survey, instead, technologica resources and support received high ratings in this most recent

survey.

18



Similar findings were evident in the areas where employees had more negetive perceptions. In
both surveys, compensation was rated most negetively. In the earlier survey, professond ethics and
training aso were rated more negatively. Although the current survey did not have those exact same
categories, the HRD and performance management dimensions that were rated more negatively did
include some of the sameissues. For example, the HRD dimengion in the current survey did have one
question specificaly addressing training opportunities a the NDDOT. However, it may be that training
isan areathat has improved over the three years Snce the last survey was conducted. By examining
responses given to the question assessing training (displayed in Appendix C), it seemsthat training was
rated more pogitively than other issuesincluded in the HRD dimension, thus supporting the idea that

perceptions of training have improved.

19
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CHAPTER FIVE: FOCUS GROUP DISCUSSIONS
Resear ch M ethodology

Focus group discussions were conducted with five groups of NDDOT employeesin July 2002.
The god of the discussons was to further explore certain issues that had been raised in the
organization-wide survey and to come up with some suggestions for possible improvements. The five
groups that participated in the discussions included workers of mixed occupations from the eastern
digtrict; workers of mixed occupations from the western digtrict; Central Office employees with over
five years experience; Centra Office employees with less than five years experience; and managers.

The number of people in each group ranged from seven to nine, with atotal of 41 individuas
participating. People were dlowed to volunteer to be part of the pool from which focus groups were
assembled. Other participants were chosen randomly in the congtraints listed above for each group.
Each of the sessonslagted 2.5 hours. Two individuas from the UGPTI took part in al of the sessons.
This dlowed one person to facilitate discussion, while the other kept detailed notes. Group members
were led through questionsin each of four areas that had been highlighted by the earlier survey results.
These areas were:

» work environment

* performance management
* human resource development

e compensation
Focus group participants for each of these areas were asked:
* What isNDDOT doing well?

* What are the problems?
» What can redigticaly be done to make postive changes?

21



Information from dl five focus groupsis summarized on the following pages. 1t is organized into
the four generd areas that were addressed during the discussions. For each area, the positive aspects
are ligted firgt, concerns next, and suggestions for improvements are listed at the end of the section.
Suggestions are broken down into specific categories. For example, the human resource devel opment
suggestions are broken down into the following categories:

* recruitment, hiring, and promotion

* training and development

* other HR-related issues

All information from the focus groups was summarized by using as much of the origind wording

as possible to maintain the integrity of the participants ideas. The number of groups that discussed

each item is noted in parentheses following the item.

Summary of Focus Group Information
Work Environment
What isNDDOT doing well in this area?

. good co-workers and employees/longevity (three groups)

. flexibility in time—flexible schedules; can take one-hour increments of time off (al groups)
. good benefits (three groups)

. good, improved equipment (two groups)

. job security (four groups)

. good facility; ar conditioning (one group)

. resource people to help with benefits and questions (one group)

. socid times together with co-workers-cookouts, pizza parties, Christmas party (one group)
. communication isimproving; upper management group is more open (three groups)

. some money spent to help enforce speed limits in work zones (one group)

. abig improvement in working and sharing information with other didtricts (one group)

. good relationships with supervisors (two groups)

22



. diversty of jobsin the department—can try different postions; laterd moves (two groups, not a

consensus)
. DOT gays aware of family issues, concerns, and events (one group)
. new employee manual is a good reference (one group)
. training opportunities (one group)
. wel coming atmaosphere to new hires (one group)
. some employees experience good public perception of the organization (one group)

What are some concerns?

. micro-management (one group)

. nothing changes, gather data, but no action after concerns are expressed (one group)

. morale issues—compensation (one group)

. Centrd Office does not regard local employees postively (one group)

. maintenance and construction are important when needed, but are the least regarded of
working groups; the jobs are the most risky and hazardous (two groups)

. trust of management is not there (one group)

. no feding of teamwork (one group)

. poor communication from management, epecidly on projects a the organizationd leve; need
more follow up information (two groups)

. shouldn’t have to use vacation and/or sick days when you are hurt on the job (one group)

. lack of windows; enclosed work spaces (one group)

. concern about asbestosin Centrd Office (two groups)

. lack of parking for visitors and employees, employee parking lot is confusing (two groups)

. negative public perception of DOT employees (one group)

. traffic is hazardous in highway maintenance; public needs to be patient with delays (one group)
. some buildings are old and outdated (two groups)

. crowded work stations; lack of privacy; limited space (two groups)

. office furnishings are old and outdated (two groups)

. few opportunities in the digtricts for job changes/promotions without relocating (one group)

. motor vehicle located in the auditorium—very crowded and inefficiently arranged (one group)

. poor ar quaity and ar handling systems in the buildings (two groups)

. increased security after 9/11 did not last; is now much more relaxed (one group)

. need software, technology, and equipment upgrades (one group)

. long-term employees are resstant to change, especidly when implementing a new process or
re-introducing an idea (one group)

. thereis alack of repercussons when ajob isn’t done by aworker (one group)

. giving too much work to consultants (one group)
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Suggestions for this area:

Work atmosphere/communication

. take action on employee suggestions (one group)

. give good direct communications, don't withhold information from employees (two groups)
. need more cohesiveness with bigger group—department-wide meetings (one group)

. more socid opportunities/fun competition (one group)

. could use memos to give information about the budget and progress of projectsin relaion to

other organizationd issues; could aso be addressed in division saff meetings (one group)

Physica working conditions

. need to enforce speed limitsin work zones, especiadly with temporary (smaller) jobs, like
patching, etc. (one group)
. lobby for new legidation for mandatory speed limitsin work zones (one group)

Performance Management

What isthe NDDOT doing well in this area?

. employees are dlowed to cash overtime hours into comp time (one group)

. some feedback for performance is given (one group)

. self-evauation part of appraisa is good (three groups—ot a consensus)

. during flood duty—some small rewards and thank yous were given (one group)

. organization is trying to improve on evauation process and forms—-new process has good

potentia (three groups)

. updating of PIQs, work elements are related to the PIQ-the effort is good (two groups)

. basic management structure is good-supervisors have open door (three groups), but dependent
on the immediate supervisor-some are not effective (one group)

. day-to-day, workers who have been with the organization know what is expected of them (two
groups)

. gppreciate the more frequent (quarterly) feedback (two groups)

. more training opportunities available (one group)

. current merit raises and discretionary money (one group—not a consensus)

. praise and recognition are sometimes put in the “Grapeving’ (one group)

. job standards are written (one group)

. can get rid of poor performersif necessary, but it is along, complicated process (one group)
. good to have division heads as a check on supervisor ratings (one group)
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What are some concerns?

aways“sandard’ or “satisfactory” on the performance eva uations; the steps above and below
average are huge; no explanations are given with “average’ ratings (four groups)

employees are not given respect—only intermittent verba or written praise (one group)

some managers have difficulty dedling with problem employees; poor performers affect public
perception (three groups)

employees have more than one supervisor; support level above immediate supervisor is
questionable (three groups)

some managers have good technical skills, but not good people skills (in supervisory
positions—ole has been forced on them); training can't dways help this (one group)

employees close to retirement are dways rated standard; get smaller raises (one group)
questions of how performance eva uation ties in with compensation; unsure of how management
comes to decisions on merit raises, raises are basicaly equa (four groups)

inconsistent use of evauation process by supervisors (three groups)

evauation form is changed too often—expectations differ from yeer to year; glitches with this
trangtion (two groups)

“be happy you have ajob” atitude, at times (one group)

new hires do not necessarily know what is expected of them; job standards may be too generd
or may not reflect the job accurately (three groups)

difficult for employees to move upward (one group)

no incentive to work hard; no distinction of harder workers from the rest (two groups)

merit raises are discounted by “catch up” or equity raises-where poor performers are
rewarded (two groups)

new hires may be making as much as someone who has been in the organization for 15 years
(with step raises); the ranges overlap too much (one group)

PIQs are outdated (one group)

evauations are based on most recent month’s performance-employee works more
productively in that last month (one group)

appears that some people who do more “ specia projects’ get more recognition (one group)

Suggestions for this area:

Performance eval uations, two-way communication, and feedback

evauate for the job the person is doing, not just what the job is supposed to be (two groups)
supervisors need to praise and punish; put notes of praisein the employee file and examples of
work behaviors on the evauations (three groups)

supervisors need to look beyond the form and give good, regular feedback to employees on
job performance, not just formal feedback (one group)

implement bottom-up eva uations; so that supervisors can improve/devel op (two groups)
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train supervisors in evaduating and giving feedback, dso in decison making (one group)
develop a system to measure performance at the individua, group, and organizationd levels
(one group)

clarify information on the evauations (sdlf-eva uation part) to eiminate confuson (one group)
have upper management come around more often so they can see what’ s going on (one group)
listen to employees on how to cut waste and work more efficiently; change attitude that those
without four-year degree don’t have vauable input (one group)

employees should be able to give input; involve employees in decison making (two groups)

Raises and pay for performance

compensate for added responsibilities or use of specid skills (two groups)

implement policy as stated rather than “to the discretion of district supervisor”—should be the
same across the state (one group)

more money for merit raises (subgtantia, not minima) (two groups)

have open communication about available funding and possible raises (one group)

let employees know at what level a decison was made (one group)

raises should be based on performance of job, not who you are or department where you
work—some are not regarded as vauable as others (two groups)

treat al employees, especialy those close to retirement, with respect (one group)

revamp pay ranges, alow more employees to be above average (one group)

give hazard pay for time on the road; note it separately from regular pay (one group)
identify work behaviors with employees, communicate what leads to merit raises (one group)
give higher entry-level sdaries, but also avoid wage compression (one group)

Work expectations and development

have more specific mandatory training for everybody (interpersond skills, working with others,
etc.) (one group)

duties should be spelled out better—more specific for new hires (one group)

update PIQs and classfications of workers (two groups)

implement forma mentoring (one group)

alow training and practice of different procedures (one group)

Rewards

bonuses—give one time monetary rewards for extrawork or projects (one group)
have more socid events—izza parties, softball, bowling teams (one group)
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Human Resource Development

What isthe NDDOT doing well in this area?

in Fargo didrict, they do promote from within (one group)

many good training opportunities are provided—40 hourslyear, training library, and other
resources (five groups); employees can aso request what training they want (two groups)
good internd job announcement system (one group)

tuition reimbursement (two groups)

employee orientation (recent program) is good (three groups)

mentoring to new employees-working toward aformal program (two groups)

bonuses (especidly for years of service) are good (one group)

Unisys training was good (one group)

ablero recruit with higher sdaries and sign-on bonuses (one group)

job descriptions, PIQs, and eva uation forms are online (one group)

HRD is doing the best they can with available resources (one group)

employee handbook is a good reference for employees; everything is spdled out (one group)

What are some concernsin this area?

limited promotion opportunities; dow advancement first 10 years, promotion “pesks’ with
many years |eft to work (two groups)

no lateral moves; locked into positions (one group)

ND pays less than MN (one group)

training is determined/directed by supervisors, not employees (one group)

ROADEQO training should be restructured-f using it for training, don’'t dso evauate or use
points (one group)

sometimes older workers are hired to avoid paying more for retirement (one group)
sometimes people with less experience are hired in order to avoid paying more (one group)
top management usudly is made up of engineers who aren’t necessarily “ people” people (one
group)

some hiring/promoations are palitical; people are moved without jobs being posted; harder for
women to get promotions—obs are filled before others are aware of openings (one group)
fedling that some jobs are mysterioudy designed for some employees (three groups)

some employees are groomed for specific promotions; some favoritism at lower levels (one
group)

changing minimum standards for jobs; can change a will of management (one group)
financid congraints on some training; certain groups (I'T, mechanics) could use more
opportunities (three groups)

sometimes wrong people or not enough people are sent for specific training (two groups)

not compensated for additiona/extra responsbilitiesfor example, training others (one group)

27



. may not be hiring the best person—pay scales are alimitation; difficult to recruit; when
advertising jobs, whole sdary rangeis given, but actud pay is mid-range (three groups)

. legidature gave 2% raises to public employees and 13% to lawmakers (one group)

. interview questions for hiring are too general, not related to job (one group)

. other employees have to pick up the dack for those who are going to schoal or training (one
group)

. it sadow process when changes are made in positions (PIQs); some paperwork sits on desks
too long (one group)

. Job Service does a poor job of screening candidates before forwarding them on (one group)

. DOT isseen as a“ stepping stone” for new people (one group)

. HRD istoo conservative—process for terminating a poor employee is too lengthy (one group)

. there will be alarge number of retirements in management in the near future; not enough
preparation to fill those postions (two groups)

. thereisalot of repetition in training sessions that are offered (one group)

. other experience and training is often not valued as much as experience with the State (one
group)

. some employees are not treated well once they give notice of retirement (one group)

Suggestions for this area:

Recruitment, hiring, and promotion

. pay competitively in order to recruit; pay for vauable experience, but dso make sure that new
employees aren’t making more than vaued long-term employees (three groups)

. when hiring, budget for the high end of the sdary range, not the midpoint (one group)

. let section supervisor have more say in hiring process (one group)

. do not lower qudificationsto fill pogtions (one group)

. have Job Service send al gpplications to HRD office so that they can weed out unqualified
applicants (one group)

. HRD office needs more staff (one group)

. need more complete interview process-include a bigger pool of people, not just one (one
group)

. improve interview guidelines—use more specific (job related) questions (one group)

. HRD should assist in writing PIQs (one group)

. re-classfy working groups (i.e. mechanics) to help make pay more competitive; work for
quicker results on this, set time limits (Sx months-one year) (one group)

. let perspective employees live where they want and see if they can get to work easily (10 mile

or 20 minute rule); use common sense, not an absolute rule, follow the same policy everywhere
throughout the state (one group)

. some positions should not require an engineering degree (one group)

. training or on-the-job experience could be used to quaify people for certain jobs (one group)
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reward years of service and additiond responghbilities such astraining others (two groups)
alow employees to test for promotions; then they know what to work toward; employees need
to know guiddines for promotions (one group)

need “ promotion goas’ (one group)

Training and deve opment

restructure the ROADEO training (one group)

larger training budget; need more comprehensive training in specific areas (I'T, maintenance,
motor vehicle) and more variety in training thet is offered (three groups)

have a date-levd fidd training officer—one person in the state for maintenance equipment and
procedures to mentor new employees and chalenge experienced workers (one group)
congder dua career track models (one group)

help congtruction managers in process of getting their EIT and PE (one group)

further develop forma mentoring program; use mentoring to transfer job knowledge from long-
term employees to others (two groups)

implement succession planning (Specific skills and training needed) (one group)

better follow up (quicker gpprova) from HRD on specific training opportunities (one group)
plan for the large number of retirements in some departments; need to increase the number of
middle range employees (one group)

keep dl employeesinvolved as key players, including those giving their notice and those
heading toward retirement (one group)

use cross-training to secure job knowledge among employees (one group)

Other HR-related issues

give hazard pay for hazardous conditions (one group)

utilize retirees asamode for other employment—work from home/telecommuting (one group)
HR office needs to show direct support to employees,; explain why decisons are made, and
give attention to employees when they bring concerns (one group)

develop a*“sick bank” of donated sick time to avoid abuses and so that unused daysthat are
donated can go back to a pool to be used by someone else who needs it (one group)
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Compensation
What isthe NDDOT doing well in this area?

. benefits are good-hed th insurance (five groups)

. sdaries have improved for newer employees and hard to fill positions (two groups)

. annua and sck leaves are good (four groups)

. merit raises used right can improve workers' productivity (two groups)

. annud raises (two groups)

. bonuses-sign-on and others; would like more (two groups)

. retirement multiplier increased to 2% is good; continue to raise it in the future (2 group)

. can be paid 100% of unused leave at retirement; should be a higher percentage (one group)
. pay checks are on time (one group)

. direct deposit feature is good (one group)

. being a sate employee is very compatible with a military career (one group)

. good work hours (one group)
. holidays (one group)

What are the concerns?

. not enough compensation; legidature not committing money; North Dakota cost of living is not
that low; compensation not keeping up with cost of living or market (four groups)

. step increases and equity raises invaidate merit raises (three groups)

. those close to retirement are less likely to receive merit raises (two groups)

. sdariestend to hover a mid-range; hard to get above mid-point, except for hard to fill positions
(three groups)

. favoritism is a problem (one group)

. dua employment—no compensation for spouses both having insurance through state (one group)

. inthe 70's, medica coverage was given in lieu of raises-employees haven't forgotten (one
group)

. lack of equity in managers dispersng raises (one group)

. one classification gets raises, and others don't (one group)

. too much money spent on consultants that could be spent on employees (three groups)

. wage compression (two groups)

. there are fill low entry level sdaries in some areas (equipment operators) (one group)

. incorrect public perception of what DOT employees earn and what they do (one group)

. hard to control abuses of sck leave (one group)

. full-time, long-term temporary employees do not get benefits (one group)

. problems with hedth pla-BCBS has coverage restrictions (one group)

. those that work 10 hour days in the summer are only paid for 8-hour holidays (one group)
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Suggestionsin this area:

Benefits
. vigon insurance (three groups)
. denta—expand plan (four groups)
. increase percentage of unused sick leave paid out at retirement or 10 years (one group)
. increase the $4.50 amount to cover hedlth insurance in retirement (one group)
. give double time pay for working holidays (one group)
. more clothing alowances—for good boots, gloves, etc. (two groups)
. pay for tools required/used on the job; al districts should be reimbursed the same for tools

purchased for work (make sure policy is consstently implemented) (one group)
. give back the extra 2 hours of holiday pay that used to be given to those employees on the four
ten-hour day schedule in the summer (one group)

Sdary and compensation policies

. step raises should be given annudly (one group)

. when budget is submitted to legidature, ask for more compensation for employees—put together
upper management and employee groups to lobby the legidature (three groups)

. have same percentage raise for management as for other employees (one group)

. give sameraisein dollar amount (not percentage) to everyone (one group)

. cost of living raise needed (two groups)

. more bonuses needed, based on performance (one group)

. to stop losing people to Minnesota, need to be competitive in pay (one group)
. need to see positive movement in the future; not there yet (one group)

. pay employees two times amonth, not just once (one group)

. compensate for training (one group)

. pay should be based on what you do—ob performance, not length of time with the organization;
spread out pay scales, move people to top of pay scaefor job performance (don't lump group
together); re-assess what skills are required and pay accordingly (one group)

. compare apples to applesin wage comparisons-include al important skills (one group)

. give sgnificant merit increases periodicaly (otherwise the smal percentages above legidated
raises are not very motivating); maintain the merit pay and differences that result throughout
employees careers, don't give merit raises unless they are deserved (two groups)

. look into step increases for al areas (one group)

. quantify or spell out path to compensation, such as merit increases (one group)
. money spent on consultants could be shared with more employees (one group)
. compensate for overseeing and correcting work of consultants (one group)
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Other rewards or options (non-compensation)

supportive letters to the editor from the DOT Commissioner help employees fed supported and
appreciated (one group)

less red tape to get new equipment; get money where it needs to go-ess re-routing of funds
(one group)

better laterd movement for employees with experience and qudifications; allow employeesto
test for other jobs (one group)

show employees you are ligening to them (one group)

other rewards for good work, such asahalf or whole day off (not counted against vacation
time) (one group)

persona touch—email from Director at holidays (one group)

promote more teamwork; al work together on job (one group)

Public relations—making a case for better compensation

publish sdary info for public vs. private organizations and compare internd to externa costs for
ajob or project (two groups)

PR needs to improve for state employees; give information to public about what employees are
doing—products and efficiency provided, compare productivity with other state DOTS, publish
accomplishments (two groups)
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CHAPTER SIX: DISCUSSION AND CONCLUSIONS

Many concerns were identified for each area addressed in the surveys and focus group
discussions. The biggest area of concern was compensation, as it was in the last survey, conducted
three years ago. Unfortunately, concerns about compensation may have overridden other concerns that
could have been addressed more easily. With the many condiraints the organization facesin the area of
compensation, it probably isthe most difficult issue to address. However, knowing that NDDOT
employees are concerned about compensation probably explains why they reported compensation,
benefits, and job security as the most motivating aspects of their jobs, even though these answers
typicaly are not found as top mativators in smilar surveys conducted in other organizations.
Nonethdless, overdl the current survey results were quite postive. They showed that employees
generdly are happy with their work environment, especidly with their co-workers, and that employees
typicdly like the work and tasks they perform.

Although overdl results from the surveys were favorable, there were many instances where
employees of different work groups or locations had conflicting opinions. The groups that tended to be
more negative were maintenance and congtruction employees and those who have been with the
NDDOT for alonger period of time. Information from the focus group discussions aso suggested
some differences among the groups that participated. Again, the groups made up of Fidd employees
and those with longer tenure tended to be dightly more negative. This may be due to their longer
histories and negative experiencesin the past. The group of managers dso differed from the other
groupsin thet their opinions were more often split, with some group members expressng more negative

opinions about various issues and other members expressing support for those same issues. What
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resulted was a more thorough discussion of the pros and cons of each issue mentioned.  Despite their
differences, dl the groups seemed to be gppreciative of the chance to give their opinions and to try to
come up with some possible ways for the organization to improve.

It dso was evident from the focus groups that employees believed there were areas where the
organization was doing well or at least had begun to make improvements. For example, compensation,
which was rated negatively in the organizationa hedlth survey, was an area for which each focus group
reported recent improvements. In addition, communication was another issue that, dthough we did not
specificdly address it during the discussons, employees reported as having changed in a podtive way.
Still, employees reported that they see much of this improvement as a good first step and look forward
to more beneficid changesin the future. Comments from the surveys and focus group discussons
suggested that employees are optimidtic regarding possibilities for the organization as aresult of having a
new, more open group of top managers.

All of the focus groups provided good suggestions for possible improvementsin the areas of
work environment, performance management, human resource devel opment, and compensation.
Although many of the suggestions reflected ideas Smilar to those obtained from the surveys, the focus
group participants spent alot of time and effort trying to devel op crestive recommendations for
improvements. One interesting point isthat many of the suggestions made by the focus group
participants are addressed by specific objectives for the new drategic plan. One exampleisthe
suggestion to develop, “a system to measure performance a the individua, group, and organizationa

levels” Thisrecommendation isreflected in objective (3.1) to “develop a strategic performance



measurement system.” Another clear example of the match between the focus group information and

objectives from the strategic plan is the desire for a successon planning program.

Summarized Recommendations
It is clear that employees care about what is happening in the organization and that thelr
perceptions affect the overall hedlth and climate of the NDDOT. Focus group participants noted that
even asmadl group of negative people can affect the morde of the entire organization. Therefore,
consdering Al of the information and suggestions that were obtained during this study, the authors have
summarized severd recommendations that will lead to continued improvements in the hedth of the
NDDOT.

Continue to take advantage of opportunities for involving employees in the planning and
implementation of new processes or programs.

In the focus groups and employee comments from the survey, many employees indicated that
they would like to have more say in the development of new plans or processes. They dso
indicated that long-tenured employees are often more resistant to possible changes because
they have had negative experiences in the past. One of the key ways to decrease employees
resstance to change is to have them participate in planning and alowing them to voice their
concerns.

Update the PIQs and classification of workers to reflect the tasks that employees are actually
doing.

Employees expressed concern about being evauated on the performance of only parts of their
jobs. They bdieve they should be compensated for additiona responsbilities and the use of
specid Kills.

Continue to enhance safety for NDDOT employees.
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Field employees that participated in the focus groups expressed aneed for new legidation for
mandatory speed limitsin work zones. In addition, many employees aso were concerned
about the condition of buildings (air qudity, ventilation, etc.) in which they work.

Develop a plan to prepare for future retirements.

To trandfer job knowledge from long-term employees to othersin the organization, employees
suggested keeping al employeesinvolved as key players by further developing aformd
mentoring program. They aso suggested the creetion of aforma succession planning process
to ensure that gaps left by retirements will befilled expeditioudy.

Re-examine salary and merit raise policies, and work to improve overall compensation levels.

Employees are concerned about competitive pay for recruiting qudified employees and wage
compression. They believe that pay ranges should be revamped to dlow more employees to
earn more than the midpoaint of the pay range. Employees participating in the focus groups
indicated they would like to see more money put toward merit raises and would like to have
raises based on job performance rather than on how difficult certain positions areto fill. They
a 50 suggested improving the public perception of state employeesin an effort to justify
increasesin overal compensation for NDDOT employees.

Continue to recognize and reward employees, even when financial rewards are not possible.
Employees appreciated the support shown by the NDDOT Director in letters to the editor of
the newspaper. They also expressed a desire to have other rewards for good performance,
such as a day off, when money was not a possibility.

Ensure that policies are implemented in the same way throughout the entire organization.
Some of the conflicting findings from the employee surveys may have resulted from differences
in the way particular policies are implemented in different areas of the organization. Concerns
about these differences were dso expressed in the focus group discussions.

Improve the hiring and promotion processes.

Employees responded negatively to some of the questions surrounding these processes. They
felt that the interview process could be improved with better guidelines and alarger pool of

candidates. They aso suggested dlowing employees to test for certain promotions, thereby
clarifying the qualifications needed for specific jobs.
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Foster the family-like atmosphere with more social events.

Employees have stayed with the NDDOT because they believe they are part of the
organizationd family. Thisfeding isone that can best be maintained by dlowing employeesto
have informd time together in non-threstening Stuations.

Ensure that all supervisors receive training that emphasi zes leader ship and interpersonal skills.

The training must include the skills for evaluaing and providing feedback to employees about
their work performance and dedling with conflict. In the survey and the focus groups, there
was disagreement about how employees perceived their supervisors. Some employees
indicated that their immediate supervisors were supportive and easy to work for, while others
fdlt that their supervisors lacked the gppropriate interpersona skills to manage effectively.
Some employees suggested that the NDDOT implement bottom-up evauations for supervisors
for developmentd purposes.

Develop a system to measure performance at the individual, group, and organizational level.

Employees suggested that thisinformation would be useful in dedling with the public. It would
dlow the NDDQOT to compare productivity with other state DOTs and to provide the public
with information about accomplishments and efficiency.

Expand employee benefits package.

Although employees generdly are satisfied with their benefits, they indicated that they would
like to have expanded vision and denta coverage.

Continue to focus on training and development opportunities for all employees.

Employeesin the focus groups indicated that alarger training budget is needed to creaste more
comprehengve training in some areas. They aso were interested in the possbility of a dud
career track model that would alow employees to progress on either atechnica or a
management career path.

Communicate frequently with employees about organizational issues.

Make sure that employees out in the didricts are kept informed in atimely manner. Another
common request from employees was for management to explain what actions will result from
the findings of this Sudy.

Continue to survey employees every two years with a modified version of the instrument
developed for this study.
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Thiswill dlow top management to assess changes and determine whether improvements have
had the desired effects.

Next Steps

It isimportant to maintain the momentum of the current Stuation, which includes the completion
of this study and the development of the new drategic plan. Employees are committed to the
organization, and they want to see progress in the future. To kegp moving forward, the organization
will need to use dl of itsinternd and externa resources. Interndly, the NDDOT has a great group of
employees that are willing to share their good ideas and strategies for improvements. The organization
can benefit from the expertise and knowledge of its long-tenured workforce. Externdly, there are many
examples of best practices and other resources at the federd level and at other state DOTs that may

serveto assg in the implementation of the strategic plan’s objectives.
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APPENDIX A

General Organizational Questions

The questions are written in the boxes, while the summaries of the these answers are written in bold type below the
questions.

Does your DOT have an organizational strategic plan and associated planning process?

Each of the states either hasa strategic plan or isin the process of developing one; however, they differ in the
extent to which thereisan associated planning process that accompaniesthe strategy and in how current the
strategic plan is.

Have the vision, mission, goals, objectives, strategies, etc. been effectively communicated to employees and
integrated into your strategic and tactical operations?

In all but one case, the employees have been kept well informed; in the case wher e these have not been
communicated, they are still being developed.

Have employees expressed positive or negative reactions to these efforts?

Thereactions have been mixed both within and between states. There hasbeen alot of positivereaction from
employees, but also some hesitation and resistance in some cases.

To what extent are employees’ roles and responsibilitiesin the organization clear?

Every state claimed that the rolesand responsibilities are clear, and this was corroborated by the employees we
spoke with from each state. However, it was also mentioned that some employees might not see how their roles fit
into the big picture of the or ganization.

|How clear are the expectations of employees?
Every person interviewed reported that expectations of employees are clear, or in some cases, very clear.

|To what extent are employees held accountable for their work (decisions and performance)?

Although thisvaried somewhat, the majority of interviewees indicated that employees are held accountable. Some
of the employees with less tenure suggested that although they are held accountable, decisions ar e often made by
the supervisor.

\What does the DOT do to ensure that the right people are placed in the appropriate positions throughout the
organization? How isthe “fit” determined?

Most peopleinterviewed feel that their DOTsdo afairly good job of fitting people with jobs; however, many indicated
that thereisstill a problem with promoting people who have excellent technical skills but lack interpersonal skills
into management. Something that was very apparent wasthat little focus has been placed on formal succession
planning. At least one stateisdoing formal succession planning at higher levels. Many of the states use a team
approach for hiring employeesinto specific departments.
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How are performance appraisals used in the organization?

It varies—-some states believe that their performance appraisal is good and useful, while othersbelievethat it is
useless.

How frequently are employees given formal and informal feedback about performance?

Formal performance appraisals are only done once a year, but in at least one state, supervisors are encouraged to
do them at least twice a year in order to give their employeesfeedback. The majority of the employees we
interviewed indicated that informal feedback is more frequent.

Are employees encouraged to be innovative?

Themajority of statesindicated that employees are encour aged to be innovative; however, ther e wer e two states that
reported less of a focus on innovation and creativity.

Are standards for performance known to employees?

Overall, theresponses seemed to show that employees are awar e of the standards for performance. They may know
about them through their performance appraisals or from other peoplein the Department.

How is good performance rewarded?

In most cases, good performanceisrewarded non-monetarily. Still, some states are allowed to give some bonuses,
but none of the states have been ableto implement merit pay. Other rewardsinclude praise, more challenging and
interesting assignments, and recognition and rewards.

How does the DOT deal with those employees who are not meeting performance or behavior standards?

Thereistypically adisciplinary process; however, because this process usually involves a lot of effort on the part of
supervisors, performance problems ar e often overlooked.

How does the DOT provide for the development and learning needs of the employees?

Theseven statesvary in the availability of technical and soft skill training, in addition to whether the employees are
ableto attend conferences and wor kshops (especially out of the state). None of the states has a formal process for
creating individualized development plansfor employees, although a few states have training and/or development
plansfor certain jobs. Leadership trainingisavailablein some states, but it has often been given asa one-time
event.

To what extent are advancement opportunities available to employees? I

Thisseemstoreally vary both within and between the states. In certain areaswithin the DOTSs, there areless
opportunitiesthan others. In addition, advancement opportunities also depend upon the number of retirements and
expected retirements. Employees seem to feel that there are more opportunitiesfor them personally if therearea
number of individualswho are closeto retirement age in their area.
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Does the organization make use of mentoring for employees? |

At least two states have some sort of mentoring program (Wyoming has some mentoring for those who want it;
Minnesota hasit for high potential people), but most of the interviewees believe even though they do not have a
formal mentoring program, informal mentoring takes place.

|How does the mentoring work? I

It may bein theform of OTJ training or coaching from a supervisor or another per son who has similar interests.

|Isthe organization taking full advantage of technological advances? I

Technology is definitely used at all of the DOTSs, throughout their entire organization. However, the answer to this
question varies from state to state, and it varies based on what area the personisin. In some cases, HR
representativesindicated that the organization is making the most of technology, while employeesin the technical
areasindicated that it could useimprovement. Thismay result from the fact that employeesin different areas have
different technological needs, making it difficult to deter mine exactly how well the organization isdoing from a
technological standpoint.

I's the technology support that is provided adequate and timely?

All states except for oneindicated that technology support isgood. The one state wherethiswas an issue was
concer ned about getting new softwarein atimely manner. In addition, all but one state indicated good accessto
support staff for solving problems.

How would you describe the IT organization; isit flexible, rigid, supportive, responsive, etc.?

Themajority of the statesresponded that the | T organization is supportive and/or responsive; however, there were
two statesthat described I T asbeing inflexible or rigid in some ar eas, even though the day-to-day response may be
good.

How would you characterize the communication throughout the organization?

Themajority of interviewees responded that the communication is either good or at least decent, and some
indicated that the communication is getting better by becoming more open. There were employeesin two of the
states that voiced specific concer ns, but in most cases, communication did not seem to be a problem.

|D0 employees have easy access to others in the organization with whom they must work?

All but one person indicated that accessto other peoplein the organization is good—especially with email.

|To what extent do employees participate in decision making?

Theanswersto this question varied substantially from little participation or influence to a great amount of
participation in decision making. Thismay haveresulted from interviewing people at different levels of tenure and
responsibility, in addition to the confusion that may have been caused by not specifically asking about decision
making at a certain level.
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[To what extent are employees informed about the decisions made in the organization?

There were some mixed feelings about this question. Some employeesfeel that they are kept informed, but others
donot. It may depend on theissue. Also, one state pointed out that even though the information is disseminated (via
intranet, email, etc.), some peoplejust do not get it.

How are disagreements and conflicts between employees handled at the DOT? How are disagreements/conflicts

between employees and their supervisors handled?

None of the states seemed to think that disagreementsand conflicts are a big issue for them. Some states have a
structured approach for dealing with these situations when they arise; however, the success of the approach is not
necessarily documented.

To what extent do supervisors treat employeesin afair and ethical manner? I

Everyone seemed to report that supervisorstreat employeesfairly, or that thetreatment isat least improving.
However, a couple of interviewees suggested that there are still some supervisorswho may need additional or better
training in the area of inter personal skills.

Describe the organization’s approach to managing diversity.

All of the states seemed to bein the same place on thisquestion. Theregion’slack of diversity makesit difficult to
focus on a diver se wor kfor ce; however, most of the states aretrying to increase the recruiting, hiring, and
promoting of women and minorities.

How would you rate the DOT’ s working environment for a diverse workforce?

Themajority of employeesresponded that the environment isgood for a diver se wor kfor ce, but in some cases, the
intervieweesindicated that the environment could be better.

Has the DOT considered the development and use of self-directed work teams? I

A lot of the states have adopted a teamwork environment, but only a few have used work teamsthat operated more
like a consulting firm working on a project from start to finish (Iowa and Wyoming wer e best examples).

\What are the main strengths of the organization?

Theanswersto thisquestion varied widely, but one recurring theme focused on the hard-working, dedicated
employees of each of the DOTs. Other strengthsreported includethevision and leader ship of the Director, being
ableto seethedirect results of efforts, employee benefits, a cutting edge resear ch division, a new progressive
organization, stability and flexibility, change management, allowing employees to deal with personal/family
matters, employeesthat like their work, open communication, | T support, national recognition in a specific area, a
large amount of available resour ces, rotation program for new engineers, and innovativeness.
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\What are the main problems or weaknesses in the organization?

Theanswersto thisquestion also varied widely; however, therewas alot of concern about the lack of incentives and
rewardsfor high performing employees (merit raises and bonuses wer e specifically mentioned). Another
weakness that was noted by mor e than one state was a problem with slow deployment or adoption of new technology.

|What do you see as the main challenges for the organization in the next two to three years? |

A trend in responsesindicatesthat statesworry about doing more work with less people (engineer s wer e a specific
concern). Thisresponseincludes concernsabout retention of quality workers, losing workersto retirements, and
possible future RIFs. Another challenge that was noted will be keeping up with technology.

|What things seem to be most in need of change in the organization? I

Although there were many different answersto this question, onethat wasraised for many stateswasthe need for a
different salary structure and for rewarding high performing employees. However, another two issuesthat were
noted wer e the need for workfor ce development and for a dual career track (technical ver sus management).

\What opportunities are on the horizon that could most positively impact the organization?

Again, therewaswide variation in the answersto this question. However, opportunitiesthat were mentioned
included the possibility of increased Federal funding, workfor ce development, keeping up with technological
advances, and competency-based pay.

Retention and Motivation Questions

How are jobs at the DOT designed? Do they allow for adequate variety in the work? Are people able to work
autonomously (with little supervision)? Arethe jobs challenging? Do they allow employees to develop or produce
an entire piece of work?

Theanswersto these questions varied based on the actual job, but in general, the jobs at each of the state DOTs
have at least some of these motivating characteristics.

Are DOT employees given an appropriate amount of work?

In general, the responses showed that the interviewees believe that the amount of work isabout right. However,
there were a few people who suggested that thereis morework than needed right now, and there was one person
who said that there can be periods of “down time” resulting from “too many cooksin the kitchen.”

How is this monitored? I

None of the states has a formal processfor monitoring this, but many indicated that it isthe responsibility of
supervisorsto ensure that everyone hasthe right amount of work.
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How satisfied are DOT employees with their compensation?

Themajority of theintervieweesindicated that the pay was not great, but about average. However, two states

seemed to have someissueswith pay. One of those statesis planning to move toward competency-based pay. In
addition, another state claimed that even though employees may not be extremely happy about their pay, they at least
know how it is determined and what it is based on.

How satisfied are the employees with their benefits?

Most of the interviewees indicated that they are satisfied with their benefits, but two individuals said they were very
satisfied. A couple of other individuals said that the benefits are not as good as they once wer e-because of
increasing insurance costs.

\What aspects of the job and the organization do you believe are most motivating for employees of the DOT?
(Compensation, recognition, feedback, job security, relationship with supervisor, flexible work arrangements etc.)
Theresponsesthat wer e given most often were the work itself (challenging, interesting, and producesvisible
outcomes) and coworkers. Other aspectsthat were mentioned often included flexibility in work and in hours.

|What aspects do you believe keep employees working for the DOT? |

Besidesthe work itself, the other aspect that the majority of interviewees believe keep people working for the DOT
isthe environment, which includes the cowor ker s and the family-friendly policies that allow people to work flexible
hours. It was also suggested that accessto advanced technology isimportant to some employees.

\What positions are having the highest degree of turnover?

Theresponses were: entry-level technicians, designers, clerical, I T, accountants/auditors, civil engineers, land
surveyors, and equipment operators.

|For what level of employees (in terms of tenure) is retention a problem? I
Entry level for somejobs, but lessthan five yearsfor most of the jobs.

|Is low motivation an issue with your professional employees? I

Three of the seven statesindicated that they may have some sort of motivation issueswith professional employees.
Another state noted some moraleissues resulting from pay dissatisfaction, but did not believe it experienced any
negative consequences as a result of those issues.

|If yes, what consequences has the organi zation experienced as a result of the motivation problems? I

Two of the three states suggested that productivity may have been affected by motivation issues, but the other state
reported more of a consequencein terms of morale rather than productivity.

|What positions are associated with the highest degree of employee motivation problems? |

For thethree states that answered above, the responses were: entry-level fiscal, administration, and cross-
functional.

To what type of employers do you lose the greatest number of employees? I
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Consulting firmswas the most frequent answer; however, other employers mentioned included coal mines,
contractors, other state agencies, cities and counties.

As far as you know, what incentives do they offer?
In almost all cases, the answer was money, but some people also cited different opportunities/projects.

Does your organization compl ete a periodic termination study that indicates turnover by title, location, and/or
reason for leaving? If yes, would it be possible to get a copy?

Only two states currently collect and organize thisinformation into areport. However, all seven states conduct
some sort of exit interviewsto determine why people areleaving. Thetwo statesthat complete the termination
report do not, however, compile those data from the exit interview.

\What programs has the DOT consider ed implementing to retain valued employees? I

Most of theintervieweesdid not really distinguish this question from the following one. Thosethat did answer the
question reported consideration of pay for performance, variable pay programs, and succession planning.

\What programs has the DOT implemented to retain valued employees?

Theresponsesincluded working on salary issues (paying to Market, salary studies, giving increases, retention
bonus plan), allowing peopleto work wherethey choose, conducting an organizational health study, giving
challenging assignments, providing new technology, enhancing retirement benefits program, providing flexible
work hours, expanding moving allowances, having career ladders, providing training opportunities, doing
succession planning, providing educational assistance, accommodating employee needs by allowing relocation to
other partsof the state, and using recognition programs.
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INSTRUCTIONS

1. On the following pages, you will find severa different kinds of questions about the nature of your organization,
especially regarding retention and motivation issues. Specific instructions are given at the start of each section.
Please read carefully, and move through the questionnaire quickly.

2. DO NOT put your name on this survey to ensure confidentiality.

3. When you have finished, place this survey in the Business-Reply envelope (no postage is required).

4. Please return this survey as soon as possible.

5. Feel free to use the back of the survey, as well as any white space, for any comments you may have.

ALL RESPONSES AND COMMENTS ARE CONFIDENTIAL

THANK YOU FOR YOUR PARTICIPATION.

This survey is being conducted by the Upper Great Plains Transportation Institute at North Dakota State University
in cooperation with the North Dakota DOT. If you have any questions or concerns regarding this survey, please
contact Lynn Kanbach at (262) 376-9835.







General Organizational Questions

Section 1. This section of the questionnaire asks you to describe the DOT organization (as awhole€) as objectively as
you can. Read through each statement and circle the number (1-5) that best represents the extent to which you agree or
disagree with each item. Try to make your descriptions as accurate as possible.

Per centages and M eans

10.

11.

12.

13.

14.

15.

16.

Strongly Strongly Mean
Disagree Agree
1 2 3 4 5
Red tapeis kept to a minimum in this organization. 51 17.9 61.5 154 0 2.87
Jobsin the DOT are well defined and logically 0 128 208 513 51 3.49
structured.
Most of the DOT employees share a clear understanding
of where the organization is going and what it is trying 2.6 17.9 35.9 41 2.6 3.23
to achieve.
The DOT creates avery friendly atmosphere for 26 26 205 56.4 179 385
employees.
Employees of the DOT generally support each other 0 26 308 538 128 377
well.
Thg organization has a relaxed, easy-going working 0 51 48.7 a1 51 3.46
environment.
In geqerall, the DOT is a caring and cooperative 0 77 179 513 231 3.90
organization.
Supervisors encourage their employeesto give their best 0 26 359 46.2 15.4 374
effort at work.
DOT supervisors prgw de help, t.ra| ning, and guidance so 0 77 231 641 51 367
that employees can improve their performance.
Employee roles within the organization are clearly
h . . 2. 7.7 . 7 1 A

defined, yet flexible enough to adapt to changing needs. 6 3.9 48 5 346
The organization’s work groups make good decisions 0 128 205 59 77 362
and solve problems well.
The DOT iswilling to take a chance on an innovative 51 8.2 308 231 128 310
idea.
The grganlzatlon supports employees' creative work 0 256 308 35.9 77 326
solutions.
The rlght.pegple are placed in the appropriate jobs in 26 179 256 46.2 77 338
the organization.
The DOT is successful in devel oping people from
within for advanced jobs. 26 7'7 4 4 7'7 344
The performance appraisal system meets organizational 231 333 359 51 26 231

needs.
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17.

18.

19.

20.

21.

22.

23.

24,

25.

26.

27.

28.

29.

30.

31.

32.

33.

35.

The organization’s performance appraisal system leads
to fair evaluations of employees' work on their jobs.

The most qualified employees are hired and are
promoted within the organization.

The organization provides for the training and
development needs of the employees.

High performing employeesin the DOT are rewarded
appropriately.

In the DOT, rewards and recognition are more prevaent
than negativity and criticism.

When employees do not meet performance standards,
they are reprimanded or punished.

Thereis an appropriate difference between the pay
awarded to high performers and average employees.

Overall, the organization’s level of technical resourcesis
appropriate to carry out its functions.

In general, DOT employees have good access to
technology support staff for solving problems.

The technology support that is provided to employees
is adequate and timely.

Organizational plans, policies, and procedures are
generally followed by employees.

Organizational plans do provide adequate direction to
the employees.

In the organization, it is clear who has the formal
authority to make decisions.

In the organization, decisions are made in atimely
manner.

Employeesin the organization feel that thereis
adequate, ongoing communication about the
organization’s activities.

Employees are kept informed about significant issuesin
the organization as awhole.

The information given to employees by management is
accurate.

People have easy accessto those in the organization
with whom they must work.

The organization’s policy for dealing with conflicts or
disagreements among employeesis effective.

Strongly Strongly Mean
Disagree Agree

12.8 33.3 28.2 20.5 2.6 2.66
0 154 333 46.2 51 341
0 7.7 25.6 56.4 10.3 3.69
7.7 333 385 205 0 2.72
2.6 51 43.6 43.6 51 3.44
154 43.6 359 51 0 231
25.6 61.5 7.7 51 0 1.92
0 154 359 41 7.7 341
2.6 7.7 35.9 48.7 2.6 3.42
7.7 17.9 359 333 2.6 3.05
0 51 30.8 56.4 7.7 3.67
51 154 30.8 46.2 2.6 3.26
7.7 10.3 7.7 51.3 231 3.72
154 17.9 30.8 231 12.8 3.00
0 25.6 38.5 28.2 7.7 3.18
0 282 231 46.2 2.6 3.23
51 10.3 12.8 56.4 154 3.67
0 0 10.3 66.7 231 4.13
51 12.8 35.9 41 51 3.28
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36.

37.

38.

39.

40.

41.

42.

43.

The organization is supportive of employees voicing
their opinions even though conflicts or disagreements
may result.

The organization has ongoing partnerships with external
organizations that bring in new ideas.

Employees are provided with specific information about
what level of work performance is expected of them.

Specific goals have been set for each department within
the organization.

The organization is able to recruit highly qualified
employees.

The organization is able to retain qualified workers.
Among the DOT employees, moraleis high.

In general, DOT employees are highly motivated to do a
good job.

The DOT is effective in getting employees to meet the
organization’s needs and contribute to its effectiveness.

Strongly Strongly Mean

Disagree Agree
2.6 154 30.8 41 10.3 341
5.1 12.8 28.2 43.6 10.3 3.41
2.6 17.9 43.6 35.9 0 3.13
10.3 23.1 30.8 35.9 0 2.92
10.3 25.6 35.9 28.2 0 2.82
5.1 35.9 30.8 28.2 0 2.82
51 20.5 33.3 41 0 3.10
5.1 7.7 20.5 46.2 20.5 3.69
2.6 10.3 17.9 61.5 7.7 3.62
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Section 2. Listed below are several statements that are more specifically focused on retention and motivation. Indicate
whether you agree or disagree with each statement in regard to professional jobs at the DOT. Pleasetry to be as
objective as you can. (circle number)

Per centages and M eans

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

DOT jobsinvolve production of a“whole” or substantial part of a
product or service.

Thejobs at the DOT are challenging.
The jobs at the DOT have a great deal of variety.

At the DOT, there are opportunities for employees to work
independently.

The jobs at the DOT have clear goals and objectives.

Jobs at the DOT are designed so that employees can tell from the
work itself how well they are doing.

Employees at the DOT feel a strong sense of belonging to the
organization.

At the DOT, there are opportunities for advancement.
At the DOT, there are opportunities for learning.
DOT employees have adequate technical training.

DOT employees have access to adequate soft skill/supervisory
training.

At the DOT, employeesfeel like part of the family.

DOT employees are given an appropriate amount of work.
DOT employees are loyal to the organization.

The DOT provides fair pay.

The DOT provides fair benefits.

Considering the work of DOT employees, present compensation
levels are satisfactory.

At the DOT, participation isinvited and encouraged in matters that
affect the employees.

Employees are given explanations for the reasons decisions or
requests are made (people are told “why”).

Employees are emotionally attached to the organization.
Periodic meetings are held to review individua performance.

Periodic meetings are held to review team or unit performance.
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Strongly Strongly Mean
Disagree Agree
1 2 3 4 5
0 5.1 308 513 103 3.68
0 26 154 69.2 103 3.89
0 7.7 154 436 308 4.00
0 5.1 179 615 128 3.84
0 103 436 385 51 3.39
0 179 462 333 0 3.16
0 179 359 359 7.7 334
26 128 256 513 5.1 3.45
0 0 23.1 59 154 3.92
26 7.7 308 487 1.7 3.53
51 128 333 41 51 3.29
26 154 385 41 0 321
0 10.3 41 46.2 0 3.37
0 51 333 462 128 3.68
179 282 359 154 0 2.50
26 5.1 179 462 256 3.89
128 462 256 103 2.6 242
51 256 205 46.2 0 311
128 179 128 487 51 3.16
26 154 462 3038 26 3.16
2.6 205 436 231 7.7 3.13
51 256 359 282 26 297



23. Informal feedback about individual performance is constructive and

2.6 179 462 282 2.6 311
frequent.




For the following questions, please writein your brief answers.

24.1n avery limited sample of employees interviewed at the NDDOT, findings indicated that employees with three to five
years of experience are having the highest degree of voluntary turnover. What do you think the DOT can do to retain
those people?

Answers contained in a separate document.

25.Findings from those interviews also suggested that many employees leave the DOT to go to other state agencies,
cities and counties, and consulting engineering firms. What do you think the DOT should do to prevent losses of
qualified employees to these other organizations?

Answers contained in a separate document.

26.1n the interviews with NDDOT employees, it was &l so suggested that there may be low motivation among some of the
professional employees, which could lead to negative organizational consequences. What do you think the DOT
should do with employees who are having motivational problems?

Answers contained in a separate document.

27.What do you see as arealistic approach for dealing with DOT employee motivation and retention?

Answers contained in a separate document.
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For each of the following items, please indicate to what extent you believe (1-5) theissue listed ismotivating to the
employees of the DOT. Inthe“Priority” column, please assign arating from 1 to 18 to represent what you believe the
priority of issuelisted is. Givetherating of 1totheissuethat you believeisthe highest priority and therating of 18 to
thelowest priority. Inthelast column, mark thoseissuesthat will require additional funding with an X. For those
issuesthat do not require additional funding, leave the spacein thelast column blank.

Per centages and M eans

ToaVery ToaVery Reg. Add.
I ssue motivates DOT employees: Small Extent Large Extent Priority Funds
1 2 3 4 5 g'af;”g % of Yes
28. Compensation 0 2.6 12.8 41 35.9 3.67 69.2
29.  Recognition 0 26 35.9 35.9 17.9 8.94 12.8
30. Autonomy or independence 0 7.7 35.9 41 7.7 11.61 2.6
31. Responsibility for work and/or outcomes 0 51 154 48.7 231 9.39 2.6
32.  Feedback about work performance 0 26 41 41 7.7 11.61 2.6
33.  Variety in work tasks 0 12.8 231 51.3 51 11.45 2.6
34.  Benefits 2.6 0 231 43.6 231 6.36 59.0
3. JFC')EXS'E:; :éort';z;qngnﬂ:; (eg.fledime, o 77 308 308 205 | 1000 5.1
36. Relationships with coworkers 0 0 333 43.6 154 9.06 51
37 ;%T:’;:rz;:‘e organization or work 0 179 179 308 256 | 1106 5.1
38.  Significance or importance of work 0 0 154 56.4 205 8.45 26
3. ijna;g‘j“ ps with supervisors of 0 0 308 487 128 8.91 26
40.  New equipment or technology 0 51 28.2 43.6 154 9.58 53.8
AL ;ﬂgﬁ:;:giffor growth and 0 26 26 487 385 6.0 17.9
42.  Communication in the organization 51 26 35.9 385 10.3 10.27 51
43.  Rewardsfor good performance 0 26 154 385 35.9 6.15 46.2
44.  Job security 0 51 25.6 41 20.5 8.61 2.6
45.  Formalized rules and procedures 17.9 20.5 46.2 7.7 0 16.15 51
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Section 3. Demographic Questions

Please check the appropriate response.

Thenumberslisted in bold indicate the number of respondents who gave each answer.

1. Where are you located in the NDDOT? Centrd Office: 19 Field: 18

2. How long have you been aNDDOT employee?

Lessthan ayear: 0 1-2years: 1 3-5years: 1
6-10 years: 4 More than 10 years: 31
3. Sex Made 35 Female: 2
4. Age Under age 25: 0 31-40: 9 51-60: 17
25-30: 0 41-50: 10 Over age 60: 1

5. What isthe highest level of education you have achieved?

Less than high school: 0 High school diplomaor equivaent: 0
Technica schooal: 0 Some college: 6
College degree: 23 Graduate school: 8

6. Inwhich of the following functional categorieswould your job be classified?
Administrative and Clerical: 21 Engineering and Related: 11

Information Technology: 1 Maintenance: 1
Driver and Vehicle Services. 2 Construction: 1
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Please use this space for any additional comments
or recommendations you wish to make

THANK YOU!
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INSTRUCTIONS

1. On the following pages, you will find severa different kinds of questions about the nature of your organization,
especially regarding retention and motivation issues. Specific instructions are given at the start of each section.
Please read carefully, and move through the questionnaire quickly.

2. DO NOT put your name on this survey to ensure confidentiality.

3. When you have finished, place this survey in the Business-Reply envelope (no postage is required).

4. Please return this survey as soon as possible.

5. Feel free to use the back of the survey, as well as any white space, for any comments you may have.

ALL RESPONSES AND COMMENTS ARE CONFIDENTIAL

THANK YOU FOR YOUR PARTICIPATION.

This survey is being conducted by the Upper Great Plains Transportation Institute at North Dakota State University
in cooperation with the North Dakota DOT. If you have any questions or concerns regarding this survey, please
contact Lynn Kanbach at (262) 376-9835.







General Organizational Questions

Section 1. This section of the questionnaire asks you to describe the DOT organization (as awhole€) as objectively as
you can. Read through each statement and circle the number (1-5) that best represents the extent to which you agree or
disagree with each item. Try to make your descriptions as accurate as possible.

Per centages
Strongly Strongly Means
Disagree Agree
1 2 3 4 5

1. Red tape is kept to a minimum in this organization. 8.9 23.7 48.4 12.1 2.7 2.75

2. Jobsin the DOT are well defined and logically structured. 55 20 39.3 289 59 3.10

3. Most of the DOT employees share a clear understanding of
where the organization is going and what it is trying to 6.7 19.1 335 33.6 7 3.15
achieve.

4, The DOT creates avery friendly atmosphere for 6.2 124 21 345 144 338
employees.

5. Employees of the DOT generally support each other well. 53 13 28.6 41.8 111 3.40

6. Thg organization has arelaxed, easy-going working 6.2 154 313 376 93 328
environment.

7. In ger?era.l, the DOT is a caring and cooperéative 46 142 332 378 101 335
organization.

8. Supervisors encourage their employees to give their best 6.8 11 28.9 409 121 341
effort at work.

9. DOT supervisors pr_owde help, t.ral ning, and guidance so 8.7 163 296 341 108 322
that employees can improve their performance.

10. Employee roles within the organization are clearly defined,
yet flexible enough to adapt to changing needs. 37 141 %85 313 59 3.28

11. The organization’s work groups make good decisions and 65 201 443 249 31 208
solve problems well.

12. The DOT iswilling to take a chance on an innovative idea. 6.7 219 38.2 28.3 34 3.00

13. The (_Jrganlzartlon supports employees' creative work 56 19 .8 8.1 44 307
solutions.

14. The rl.ght. people are placed in the appropriate jobs in the 196 293 317 16 3 253
organization.

15. The DOT is s_uccessful in developing people from within 11 201 138 281 5.2 206
for advanced jobs.

16. The performance appraisal system meets organizational 29 5 35 139 37 253
needs.

17. The organization’ s performance appraisal system leadsto 218 277 314 149 36 250

fair evaluations of employees work on their jobs.
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18.

19.

20.

21.

22.

23.

24.

25.

26.

217.

28.

29.

30.

31.

32.

33.

35.

36.

37.

The most qualified employees are hired and are promoted
within the organization.

The organization provides for the training and development
needs of the employees.

High performing employeesin the DOT are rewarded
appropriately.

In the DOT, rewards and recognition are more prevaent
than negativity and criticism.

When employees do not meet performance standards, they
are reprimanded or punished.

Thereis an appropriate difference between the pay
awarded to high performers and average employees.

Overall, the organization’s level of technical resourcesis
appropriate to carry out its functions.

In general, DOT employees have good access to technology
support staff for solving problems.

The technology support that is provided to employeesis
adequate and timely.

Organizational plans, policies, and procedures are generally
followed by employees.

Organizational plans do provide adequate direction to the
employees.

In the organization, it is clear who has the formal authority
to make decisions.

In the organization, decisions are made in atimely manner.

Employeesin the organization feel that there is adequate,
ongoing communication about the organization’s activities.

Employees are kept informed about significant issuesin the
organization as awhole.

The information given to employees by management is
accurate.

People have easy access to those in the organization with
whom they must work.

The organization’s policy for dealing with conflicts or
disagreements among employeesiis effective.

The organization is supportive of employees voicing their
opinions even though conflicts or disagreements may
result.

The organization has ongoing partnerships with external
organizations that bring in new idess.

Strongly Strongly Means
Disagree Agree

21 26.1 32.3 16.6 31 254
5.8 19 379 286 8.3 3.15
225 29.5 30.4 14.2 22 243
116 233 388 213 4.3 2.83
175 34.5 32.7 9.5 31 245
321 308 219 7.4 5.3 221
21 129 45 333 5.9 3.28

4 16 388 327 7.7 3.24
43 18.2 45.5 25.3 52 3.09
33 8.4 354 443 8.1 3.46
33 12.6 44.3 33.8 44 3.24
4.9 14.7 241 38.7 17.2 3.49
101 25.3 35.9 231 4.7 2.87
117 265 372 206 2.8 2.76
114 234 32.7 27.3 44 2.90
6.7 157 388 313 6.7 3.16
16 55 311 47.1 13.9 3.67
135 185 348 247 5.6 2.90
16 23 338 218 3.6 2.73
3.6 142 502 228 3 3.08
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38.

39.

40.

41.

42.

43.

Employees are provided with specific information about
what level of work performance is expected of them.

Specific goals have been set for each department within the
organization.

The organization is able to recruit highly qualified
employees.

The organization is able to retain qualified workers.
Among the DOT employees, moraleis high.

In general, DOT employees are highly motivated to do a
good job.

The DOT is effective in getting employees to meet the
organization’s needs and contribute to its effectiveness.

Strongly Strongly Means
Disagree Agree
4.6 17 39 32 7 3.20
145 436 29 6.2 3.19
216 30.8 30.2 13.6 2.7 244
20.4 347 295 12.3 2.8 242
17.2 277 34.7 16.6 34 2.61
7.1 17 35.7 32 8 3.17
3.6 16.4 46.5 28.1 4.7 3.15

64



Section 2. On this page, there are several statements that are specifically focused on your job within the DOT. Indicate
whether you agree or disagree with each statement in regard to your own job at the DOT. Please try to be as objective
asyou can. (circle number)

Per centages
Strongly Strongly
Disagree Agree

1 2 3 4 5 Mean
T e apoda e 143 M a1 m2 aw
2. My jab at the DOT is challenging. 3 5.6 215 413 279 3.86
3. My job at the DOT has a great deal of variety. 21 5 18.8 43 30.2 3.95
4, At the DOT, | have opportunities to work independently. 21 47 193 434 295 3.94
5 My job at the DOT has clear goals and objectives. 3.7 8.6 31 404 154 3.56
6. ,I\tllséﬁz\?vt \t,c;[i(z; Eo?rigned so that | can tell from the work 24 71 8.9 3 179 367
7. | feel astrong sense of belonging to the organization. 61 121 311 323 175 343
8. At the DOT, there are opportunities for advancement. 19 239 302 179 8.3 273
9. At the DOT, there are opportunities for learning. 4 104 323 381 145 3.49
10. | have adequate technical training at the DOT. 7.6 154 339 323 9.9 3.22
11. | have access to adequate soft skill/supervisory training. 116 182 351 249 9 3.02
12. At the DOT, | feel like part of the family. 9.8 142 324 30.7 12 321
13. | am given an appropriate amount of work. 34 7.1 246 434 204 3.71
14. | am loya to the organization. 16 16 136 375 447 4.23
15. The DOT provides fair pay. 241 265 271 166 4.4 2.50
16. The DOT provides fair benefits. 31 7.7 164 409 305 3.89
17. l(;?lr;lsige;:gsf t:; (\)/\r/)cl).rk | do at the DOT, my present compensation 179 287 304 176 43 261
18. Q;r;?fzc?; 5artici pation isinvited and encouraged in matters 74 17 381 29 71 312
19. Imz;?eg;\t/?eeé% T{:I 2:: tfcc))lrdthv rhe;,s;ns decisions or requests are 13 212 366 o1 7 288
20. | am emotionally attached to the organization. 121 193 367 234 7.1 294
21. Periodic meetings are held to review my individua performance. 102 188 332 273 9.2 3.06
22. Periodic meetings are held to review my team or unit performance. 145 253 361 176 5.6 2.74
23, Lf:;ﬁ;j:d::g';r:ﬂ;?y indiividual performance is 135 206 339 228 8 291
24, | am satisfied with my job at the DOT 37 105 308 361 179 355
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For thetwo questions listed below, please writein your brief answers.

25.What aspects of the job and the organization keep you working for the DOT?

Responses contained in a separate document.

26.1t had been suggested that many employees leave the DOT to go to other state agencies, cities and counties, and
consulting engineering firms. What do you think the DOT should do to prevent losses of qualified employeesto

these other organizations?

Responses contained in a separate document.
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For each of the following itemson this page, please indicate to what extent you believe (1-5) theissue listed motivates
you asa DOT employee. Inthe“Priority” column, please assign arating from 1to 18 to represent what you believe the
priority of issuelisted is. Givetherating of 1totheissuethat you believeisthe highest priority and therating of 18 to
thelowest priority.

Per centages
I ssue motivates me: ToaVery ToaVery Priority
Small Extent Large Extent
1 2 3 4 5 g'afﬁ]”g
27. Compensation 18 6.7 224 31.6 31.6 4.22
28.  Recognition 4.3 11.9 344 29.3 14.2 9.65
29.  Autonomy or independence 12 6.2 354 379 13.2 10.09
30. Responsibility for work and/or outcomes .6 21 219 47.4 21.8 8.28
31. Feedback about work performance 4 114 32.6 341 12 11.40
32.  Variety in work tasks 13 37 221 44.9 21.9 9.43
33.  Benefits 18 24 111 329 46.2 4.36
34 Z'q:?:;igltiﬂ?:ﬂ;ﬂs (eg. fleime,job 8 261 298 25 10.17
35.  Relationships with coworkers 1 39 222 441 23 8.09
36. ;‘&t;‘;ﬁn‘q’;{'e organization or work 24 108 419 295 95 1333
37.  Significance or importance of work A4 34 239 455 212 8.79
38.  Relationships with supervisors or managers 4.1 7.1 24.7 35 233 9.69
39. New equipment or technology 3 11 28.3 35.9 16.4 11.46
40.  Opportunities for growth and advancement 5.8 11.3 219 317 231 8.99
41.  Communication in the organization 55 12.6 354 28.6 11.9 12.02
42.  Rewardsfor good performance 7.3 11.6 20 31 239 8.94
43.  Job security 7 24 154 33.8 41.8 6.19
44,  Formalized rules and procedures 7.4 14.8 40.3 23.6 8 14.72
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Section 3. Demographic Questions

Please check the appropriate response.

Thenumberslisted in bold indicate the number of respondents who gave each answer.

1. Where are you located in the NDDOT? Centra Office: 213

2. How long have you been aNDDOT employee?

Lessthan ayear: 35 1-2 years: 63 3-5years: 89
6-10 years: 91 More than 10 years: 368
3. Sex Male 481 Female: 156
4, Age Under age25: 17 31-40: 118 51-60: 186
25-30: 48 41-50: 233 Over age 60: 37

5. What isthe highest level of education you have achieved?

Less than high schoal: 6 High school diplomaor equivaent: 159
Technica school: 107 Some college: 165
College degree: 185 Graduate school: 24

6. Inwhich of the following functional categorieswould your job be classified?
Administrative and Clerical: 69 Engineering and Related: 145

Information Technology: 27 Maintenance: 263
Driver and Vehicle Services. 54 Construction: 72
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Field: 432



Please use this space for any additional comments
or recommendations you wish to make

THANK YOU!
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