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Introduction
1. Overview
This analysis indicates the key results from the 2010 staff survey and the immediate actions identified by the Scottish Court Service in response. 
The survey ran for three weeks from Thursday 28 September – Thursday 19 October 2010 and was part of the UK Cabinet Office civil service staff survey
In total, 1,216 staff completed the survey, out of a potential 1,654. This equated to 74% of SCS staff taking part. 
2. Demographic Overview

Annex A provides a breakdown of the different demographic groups that participated in the survey. 

In summary, 60% of respondents came from female employees and 34% from males. The bulk of responses were from staff aged 40-59 (52%) and over half of the responses came from staff in AO (30%) and EO (25%) graded posts. 

The fact that all responses came from employees with a white background would suggest that the results are not fully representative of the workforce. However this question was non mandatory on the survey, so it is possible that other ethnic groups are represented by the 56 people (5%) who chose not to provide an answer for this.  
The responses received for the disability, sexuality, religion questions do seem to reflect the SCS workforce; as did the length of service question which revealed 56% of respondents had worked for the SCS for 5 or more years. 
The vast majority of responses were from full time employees (83%) with part time/job share workers making up the rest.
3. Statistical significance explained: 
The survey results tell us the opinions of those who responded to the survey. With the response rates achieved we can be confident that the results are accurate estimates of opinion across the organisation. However, unless 100% of people respond to the survey they are not “perfect” measures of opinion because we do not know the opinions of those that did not respond. 
This margin of error is particularly important when comparing results between groups or over time, if the margins of error overlap then we cannot be confident that the difference between
the two figures is a “real” difference of opinion. 

‘Statistical significance’ was used by ORC (the survey provider) to show whether the differences between a unit and comparisons were noteworthy. The reports that have been provided by them show all differences, but for differences that are statistically significant the result is flagged with a diamond symbol ()
Engagement

4. Engagement Segmentation

The diagram below (Fig. 1) provides a breakdown of the different segments of employee engagement within SCS compared to the average for the Civil Service. The majority of employees (75%) fit into the ‘engaged’, ‘moderately engaged’ and ‘uncertain’ segments. The largest engagement segment is ‘uncertain’ (26%- 310 people) and could be attributed to the anxiety that some staff have towards the challenges the organisation will face going forward with a reduced budget. Without previous survey benchmarks to compare against, it is not possible to confirm this with any certainty. The overall picture for the SCS looks fairly positive with nearly half the organisation (49%) either ‘engaged’ or ‘moderately engaged’, compared to the Civil Service median of 37%. 
The key driver analysis which follows in Point 7 help to identify the key action areas, which if focussed on for action planning can have the greatest impact on improving engagement levels in the organisation. 
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Figure 1. SCS engagement segmentation 

5. Engagement Index (EI)
The Scottish Court Service (SCS) received an engagement index score of 57%. The EI score shows the average level of engagement in SCS (out of a possible score of 100%) and is calculated from participant responses to the three engagement elements of the survey which were ‘Say; Stay; Strive’. The 5 questions listed below (Fig. 2) are those which make up the engagement index, however the engagement index score is not simply an average of these 5 questions; further explanation is provided in engagement methodology section (point 6).
To provide some initial context to the EI score, the median engagement score for the civil service was 56% (a 2% decrease from the 2009 Civil Service People Survey (CSPS)) and the SCS EI score is 5% less than the surveys highest performers.
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Figure 2. SCS engagement index
6. Engagement Methodology

The core measure for the survey is an engagement index that is focussed on organisational engagement based on a “say-stay-strive” framework. The index reflects the emotional and intellectual commitment that the SCS expects from its employees. 

Like all of the attitudinal questions in the survey, each of the engagement questions is asked using a five-point agreement scale. For each response an engagement score is calculated as the average score across the five questions where strongly disagree is equivalent to 0, disagree is equivalent to 25, neither agree nor disagree is equivalent to 50, agree is equivalent to 75 and strongly agree is equivalent to 100. 
The engagement index is then calculated as the average engagement score in the organisation, or selected sub-group. This approach means that a score of 100 is equivalent to all respondents in the organisation saying strongly agree to all five engagement questions, while a score 0 is equivalent to all respondents in the organisation saying strongly disagree to all five engagement questions.
7. Key Drivers for engagement
While the engagement index tells us how engaged our staff are, it does not tell us how to improve or maintain that level of engagement. To do this key driver analysis allows us to explore the relationships between engagement and the themes in the survey. 

In 2008 the top 3 areas for action were identified as:

· Benefits, Terms and conditions, Salary & appraisals 

· Communications and consultations

· Training and Development 

Employee engagement is shaped by experiences at work, which is measured by nine themes in the survey. The table below (Fig. 3) shows the survey’s nine themes and how SCS performed on each of them, ranked by their strength of association with engagement. A statistical technique, ‘stepwise regression’, was used by ORC to identify the extent to which each of these themes had an association with engagement. The themes which have the strongest association to engagement are called the ‘Key Drivers of engagement’. 
The strength of association with engagement varies by theme and is illustrated by a 4-bar  ([image: image5.emf]). Themes with a full icon have the strongest association with engagement and should be the focus for action planning. 
At an organisational level, the survey identified the key drivers for engagement to be:

· Leadership and managing change 
· My work 

· My Line manager 

· Pay and benefits  
[image: image6.emf]
Figure 3. SCS Key drivers for engagement
Due to the geographically dispersed nature of the organisation, a one size fits all approach to engagement would not be appropriate; each Sheriffdom will have its own Key drivers for engagement which will most likely differ from the overall SCS picture due to local issues. The key to improving engagement therefore lies with local action planning and focussing on the specific key drivers for engagement at a local level.
It is difficult to make direct comparisons with the 2008 and the 2010 staff survey as the questions, style and methodology used are significantly different. This being said, loose correlations by comparing similarly phrased questions and comparable sections suggests that the percentage positive responses for leadership & managing change, my line manager, pay and benefits,  Learning and development plus inclusion and fair treatment have all declined. In contrast, my work, resources and workload, organisational objectives and purpose, plus my team have all improved. 
8. Engagement ranking by theme

This year’s survey has, for the first time, allowed the SCS to benchmark its results against other civil service organisations. The SCS received an engagement score for all 9 themes and each question was ranked compared to all participating civil service organisations, of which there were 103. Below is a summary of where SCS ranked for each theme out of 103 organisations (including SCS) that took part in this year’s survey. The organisation which ranked 103rd had the lowest engagement and the organisation ranked 1st had the highest.
	THEME
	RANKING (Out of 103)
	% Difference from Civil Service median

	Leadership and managing change  
	66
	4% Lower

	My work  
	58
	2% Lower

	My line manager  
	90
	8% Lower

	Pay and benefits  
	91
	12% Lower

	Resources and workload  
	23
	4% Higher

	Learning and development  
	21
	7% Higher

	Organisational objectives and purpose  
	19
	7% Higher

	My team  
	97
	9% Lower

	Inclusion and fair treatment  
	80
	5% Lower


To provide some context to the theme rankings in the above table, section 9 and 10 details the questions that SCS were ranked in the top and bottom 25 organisations.  When considering the rankings it needs to be considered that some organisations that took part will have been significantly smaller and less geographically dispersed than SCS. The highlighted questions are therefore those which SCS received a percentage difference of +/- 5% compared to other organisation of a similar size (1,000 - 2,499 employees). The percentage difference is calculated from the difference between the positive responses received. 
9. Questions which SCS were ranked in the Top 25 organisations
The statements below are those which the SCS was ranked in the top 25 for. Next to each statement is the SCS ranking along with the percentage difference compared to the average positive engagement percentage for organisations of a similar size to SCS.
	THEME
	QUESTION
	RANKING
	Difference from Civil Service median 

	Organisational objectives and purpose
	B06. I have a clear understanding of the Scottish Court Service's purpose
	Ranked 13th
	SCS 10% Higher

	
	B07. I have a clear understanding of the Scottish Court Service's objectives
	Ranked 22nd
	SCS 10% Higher

	
	B08. I understand how my work contributes to the Scottish Court Service's objectives
	Ranked 20th
	SCS 10% Higher

	Learning and development
	B24. There are opportunities for me to develop my career in the Scottish Court Service
	Ranked 6th
	SCS 16% Higher

	
	B22. I am able to access the right learning and development opportunities when I need to
	Ranked 20th
	SCS 12% Higher

	Resources and workload
	B30. In my job, I am clear what is expected of me
	Ranked 8th
	SCS 9% Higher

	
	B32. I have clear work objectives
	Ranked 16th
	SCS 8% Higher

	
	B33. I have the skills I need to do my job effectively
	Ranked 19th
	

	My Work
	B01. I am interested in my work
	Ranked 18th
	


The following statements did not appear in the top 25 but did receive a positive percentage difference of +5% compared to organisations of a similar size to SCS:

	THEME
	QUESTION
	Difference from Civil Service median (if statistically significant 

	My Work
	B03. My work gives me a sense of personal accomplishment
	(SCS 5% higher)


	Resources and Workload 
	B31. I get the information I need to do my job well
	(SCS 5% higher)

	Leadership and Change 
	B45. I feel that change is managed well in the Scottish Court Service
	(SCS 8% Higher)

	Engagement 
	B50. I am proud when I tell others I am part of the Scottish Court Service
	(SCS 10% Higher)

	
	B52. I feel a strong personal attachment to the Scottish Court Service
	(SCS 6% Higher)


10. Questions which SCS were ranked in the bottom 25 organisations (Areas for improvement) 

Below are the statements which the SCS ranked in the bottom 25 organisations. 

	THEME
	QUESTION
	RANKING
	Difference from Civil Service median (if statistically significant 

	Leadership and managing change
	B41. Senior Managers in the Scottish Court Service are sufficiently visible
	Ranked 77th
	

	
	B48. I have the opportunity to contribute my views before decisions are made that affect me
	Ranked 80th
	

	
	B49. I think it is safe to challenge the way things are done in the Scottish Court Service
	Ranked 84th
	SCS 6% Lower

	My line manager
	B09. My manager motivates me to be more effective in my job
	Ranked 87th
	SCS 7% Lower

	
	B10. My manager is considerate of my life outside work
	Ranked 87th
	SCS 10% Lower  

	
	B11. My manager is open to my ideas
	Ranked 92nd
	SCS 10% Lower

	
	B12. My manager helps me to understand how I contribute to the Scottish Court Service's objectives
	Ranked 88th
	SCS 6% Lower

	
	B13. Overall, I have confidence in the decisions made by my manager
	Ranked 86th
	SCS 6% Lower

	
	B14. My manager recognises when I have done my job well
	Ranked 91st
	SCS 10% Lower

	
	B15. I receive regular feedback on my performance
	Ranked 95th
	SCS 11% Lower

	
	B16. The feedback I receive helps me to improve my performance
	Ranked 88th
	SCS 9% Lower

	
	B18. Poor performance is dealt with effectively in my team
	Ranked 86th
	SCS 5% Lower

	Pay and benefits
	B37. I feel that my pay adequately reflects my performance
	Ranked 96th
	

	
	B38. I am satisfied with the total benefits package
	Ranked 83rd
	

	
	B39. Compared to people doing a similar job in other organisations I feel my pay is reasonable
	Ranked 94th
	

	My team

	B19. The people in my team can be relied upon to help when things get difficult in my job
	Ranked 99th
	SCS 6% Lower

	
	B20. The people in my team work together to find ways to improve the service we provide
	Ranked 98th
	SCS 8% Lower  

	
	B21. The people in my team are encouraged to come up with new and better ways of doing things
	Ranked 94th
	SCS 11% Lower

	Inclusion and fair treatment

	B27. I am treated with respect by the people I work with
	Ranked 93rd
	SCS 6% Lower

	
	B28. I feel valued for the work I do
	Ranked 78th
	SCS 6% Lower


The following statements did not appear in the bottom 25 but did receive a negative percentage difference of -5% compared to other organisations of a similar size to SCS:

	THEME
	QUESTION
	Difference from Civil Service median (if statistically significant 

	My work 

	B05. I have a choice in deciding how I do my work
	(SCS 6% Lower)

	Pay and benefits

	B37. I feel that my pay adequately reflects my performance
	(SCS 13% Lower)

	
	B38. I am satisfied with the total benefits package
	(SCS 9% Lower)

	
	B39. Compared to people doing a similar job in other organisations I feel my pay is reasonable
	(SCS 9% Lower)


	Taking Action 
	B56. I believe that managers where I work will take action on the results from this survey
	(SCS 11% Lower)


	Discrimination, harassment and bullying**
	F03. During the past 12 months have you personally experienced bullying or harassment at work?
	(SCS 6% Lower)



**- Although 75% of staff have not personally experienced discrimination at work, 15% (182 out of 1210 responses) of staff specified that they had, with a further 10% (121) preferring not to say. The most common grounds for discrimination were cited as ‘on other grounds’ (57 people), Grade, Pay band or responsibility level (53 people) and working pattern (45 people). 

Additionally, 15% of staff specified that they had personally experienced bullying or harassment (181 from 1205 responses) with a further 8% (96 from 1205 responses) preferring not to say. The highest origin of bully and harassment seems to be ‘your manager’ (68 people) followed by ‘a colleague’ (48 people) and ‘Another manager in your part of the Scottish Court Service’ (34 people). 

It is of course likely that one individual’s perception of discrimination, bullying and harassment may defer from the next, for example was it a one of instance or a reoccurring issue? Additionally, it may be possible that this rise is attributed to the roll out of the dignity at work policy, which has subsequently raised staff awareness of such issues. Either way, this issue requires further investigation and has been prioritised in the action plan. 
Summary
11. Summary

The summary below is split into 2 parts; it seeks to identify what we do well and what we need to improve on. 
Things we do well:
· Work gives staff a sense of personal accomplishment 
· Staff generally have the resources they need to do the job well, have a clear understanding about what is expected of them and have clear objectives set. However from the ‘my line manager’ results these objectives do not seem to be reviewed and regular performance feedback is not widely received by staff.  

· Staff have a clear understanding of the organisations purpose and objectives, including how their work contributes to the organisation meeting these objectives. 

· Staff feel that change is generally managed well 

· Staff are proud to work for the Scottish Court Service 

· Staff are able to access the right learning and development opportunities when needed and there are opportunities for career progression 

Things we need to improve on:

· We need to involve staff in decisions that affect their work. 
· More visibility/communication is required to ensure staff can recognise action which results from their participation in the survey. 
· The fact that potentially 25% of staff have experienced discrimination and a potential 23% of staff have experienced bullying and harassment is unacceptable. The Scottish Court Service takes claims of Bullying and Harassment very seriously; we will investigate this further and seek to establish where the issues are. There are policies in place which protect staff against unacceptable behaviour but we need to further highlight the support available to staff if they experience such problems.
· Pay and benefits remain an issue and in particular staff feel that their pay does not reflect their performance.
· We need to reassure staff that it is safe to challenge the way things are done in the Scottish Court Service
· There needs to be a clear improvement in line manager performance and capability, this is the area which received the highest number of significant negative responses and accounts for the issues of not receiving regular performance feedback and not feeling involved with decisions that affect their role. 
· There are concerns that certain individuals within teams do not ‘pull their weight’ and cannot be relied upon to offer assistance when required or offer improved ways of working. 
· Staff feel somewhat undervalued and unrespected by the people they work with. 
12. Action Plan 
At a corporate level, the SCS action plan will focus on three significant areas:  

· pay and benefits 

· bullying and harassment 

· line manager and team relationships 

At a business unit level, each Sheriffdom and business unit will review their own highlight report to establish the key drivers for engagement in their area and develop actions plans around them, involving their staff.  

Annex A- Demographic Profile of participants 

Please note that some percentages have been rounded to the nearest % so the total may not equate to 100%. Additionally, some of these questions were non mandatory, so not all participants will have given a response. 
Gender
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