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Overview 
 
The County of Orange initiated a first ever county-wide survey of its employees in 
August 2006.  This effort was directed by the Board of Supervisors chairman’s 2006 
goals. MGH CONSULTING, LLC an independent consulting firm, met with the 
County’s strategic planning steering committee to identify the parameters of the survey 
and targeted areas of inquiry.  In addition, several elements of the web based, on-line 
survey system were reviewed to assure optimum confidentiality and integrity of survey 
outcomes.  Additional input from the County’s agency department heads was also 
solicited regarding the survey questions and logistics to enable all 17,398 employees to 
participate to insure that the roughly 3,000 employees who do not have access to email 
were included in the survey outreach efforts.  
 
On July 31st, the County Executive invited employees to participate in the survey by 
directing them to a secure web site and providing each employee a randomly assigned 
user identification and pin.   The survey remained available to employees until August 
31st.  For those who normally would not use a computer as part of their daily work at the 
County, paper copies were made available and included in these tabulations. Paper 
surveys received up to September 7th were included in this survey.   A total of 6,464 
respondents completed the survey on-line or on paper making the overall response rate 
37.2% thus creating a 95% confidence level for results described below.   
 
MGH CONSULTING, LLC wishes to acknowledge the cooperation of the County’s 
Steering Committee and the CEO/IT technical staff who supported this endeavor and 
without which our ability to reach employees would not have been possible.  Under the 
leadership of CEO/IT, a total of 2,000 different inquiries were fielded by the County’s 
help desk and resolved so that those who wanted to complete the survey could do so 
without difficulty.  
 
The following tables summarize the results of the survey regarding key demographic 
information collected.  
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Demographic for All Employee Respondents 
 
Each of the respondents was asked three general background questions about their tenure 
with the County and whether they live within one of the communities served by the 
County.   Table 1 and 2 summarize these responses, respectively.  As can be seen in these 
charts, the majority of survey respondents, 44% have worked with the County between 7 
-20 years and 78% live within the County.  
 
Tenure as County Employee 
 
Table 1: Response to Question 101 How long have you worked within the County? 

  

 

 Note: A vote of “click here” indicates the respondent did NOT answer this survey 
question.  

 
Place of Residence 
 
Table 2 Response to Question 102 Do you live within Orange County? 

  

 
 Group Avg: 0.79 - Voters: 6,502 - Standard Deviation: 0.41   

 
Organizational Level 
In addition to asking for general demographic information, participants were asked to 
indicate their level.   A total of 4,525 non-supervisors, 1,125 supervisors and 754 
managers completed the survey. As a result of using paper surveys, 60 participants did 
not self-identify their level.  
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Survey Question Outcomes 
 
The next portion of the survey focused on 23 broad statements about work life dynamics, 
quality of services for residents of the County, and constituent relations.  Table 3 
summarizes the average respondent’s rating.  For each of the statements 1 through 22, 
respondents were allowed to determine their level of agreement using the following scale 
1-strongly disagree; 2-disagree; 3-neither agree nor disagree; 4-agree; and 5-strongly 
agree. 
 
Table 3  Responses to Questions 1 - 22 
Orange County Employee Survey 
2006 All Managers Supervisor Non Sup 
[1]  I feel valued at my work place for 
my unique skills and talents. 

3.81 4.05 3.84 3.76 

[2]  My workload is manageable. 3.7 3.49 3.63 3.75 

[3]  My co-workers are generally 
positive about work. 

3.55 3.82 3.53 3.5 

[4]  I am empowered to act within the 
scope of my expertise, training, and 
experience. 

3.91 4.04 3.86 3.9 

 [11]    Overall we do a good job of 
serving the residents of County of 
Orange. 

4.22 4.34 4.23 4.2 

[12]    My department collaborates 
effectively with other departments to 
meet County initiatives. 

3.93 4.15 3.87 3.91 

[13]    I am proud of the quality of 
work the County provides our 
communities. 

4.06 4.22 4.09 4.03 

[14]    The County's mission statement 
inspires positive values among all 
employees. 

3.56 3.37 3.52 3.61 

[15]   To continuously improve our 
operations, I am encouraged to both 
question the way we do things and to 
offer constructive suggestions. 

3.45 3.75 3.43 3.4 

[16]    Everyone is encouraged to solve 
problems together. 3.52 3.72 3.52 3.49 

[17]    I receive enough recognition 
and appreciation for the quality of my 
work. 

3.38 3.52 3.38 3.35 

[18]    Managers actively involve staff 
to work together to solve problems. 3.42 3.79 3.4 3.36 
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Table 3 (continued) 
  
Orange County Employee Survey 
2006 All Managers Sup Non Sup 
[19]    I am encouraged to explore 
creative ways to resolve issues. 3.56 3.87 3.6 3.49 

[20]   When mistakes are made, people 
focus on the learning rather than on 
placing blame. 

3.21 3.37 3.18 3.2 

 [21]   Customer service is a clear and 
driving force within the County of 
Orange. 

3.82 3.84 3.79 3.82 

[22]    The public has an accurate and 
unbiased view of our mission and the 
quality of the services we provide. 

2.82 2.4 2.64 2.94 

 
Response to Item 23  
 
The last question in this section of the survey allowed respondents to select from a 
different ranking as follows: 1-Definitely; 2-Most Likely Yes; 3-Not Sure; 4-Most Likely 
No; 5-Definitely Not 
[23]    If you had the chance to remake 
your career plans and choices, would 
you choose a career at the County of 
Orange? 

2.18* 2.17* 2.2* 2.17* 

 
Responses to Questions 1 – 22 suggest that managers in particular have positive 
perceptions about their quality of work life, the services offered to residents of the 
County and the level of collaboration between agencies or departments.  Within all levels 
of respondents there is a strong perception that the quality of services offered to residents 
of the County is high. As seen in the bolded items above, a value of 4 indicates 
agreement with these statements.   
 
Within all levels of employees, there is a consistent perception that the public at large 
does not have an accurate, unbiased view of the services provided by the County of 
Orange. This perception is the strongest among managers.    
 
Finally of special significance, all levels of respondents are most likely to choose a career 
at the County if they had the opportunity to do so again as indicated in the responses to 
question 23.  This speaks positively of the County as an employer of choice in an 
increasingly competitive labor market.   
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The second section of the survey asked employees to review a set of activities considered 
part of the County’s strategic planning process.  Respondents were asked to rank order 
these with a 1 indicating the item was most important, 2 assigned to the second most 
important and so forth until the final item was ranked a 10.   The top three items most 
often given a high priority reflect very positively on the focus of the County’s employees. 
These were:  
 

1. Enhancing or increasing the kinds of services offered to residents. 
2. Clarifying our primary purpose or mission --- why we serve our communities as 

we do 
3. Increasing the level of collaboration between County departments 

 
A full summary of the rankings is shown in Table 4 below.   It is important to note that 
rankings for some of the items have a fairly high Standard Deviation. This statistical 
figure is used to examine the degree to which respondents varied in their answers and 
suggests that rankings varied widely.  For example, “clarifying our vision or direction” 
ranked 6th on the list but it has a standard deviation of roughly 3—suggesting some of the 
respondents ranked it as high as 3rd or as low as 9th.  These results suggest that there are 
widespread views on what the County’s may wish to address during upcoming strategic 
planning efforts.  For subsequent surveys it may be beneficial to collapse the total items 
to be ranked and to reduce the number dedicated to mission, vision and values for the 
County. This would narrow the variance that is occurred.  
 
Table 4: Rank Item by Order of Highest 
Ranking 

Average 
Rank 

Standard 
 Deviation 

Total 
Resp 

Enhancing or increasing the kinds of services 
offered to residents 4.77 2.8 6,145.00

Clarifying our primary purpose or mission --- 
why we serve our communities as we do 4.89 2.96 6,159.00

Increasing the level of collaboration between 
County departments 4.91 2.68 6,102.00

Clarifying and implementing our core values --
what we believe to be important 5.14 2.6 6,091.00

Clarifying our core strategies ---how we get to 
where we want to be 5.16 2.88 6,178.00

Clarifying our vision or direction --where we 
want to go 5.43 3.05 5,959.00

Improving business processes to better serve 
our customers 5.63 2.65 6,162.00

Improving our infrastructure (information 
technology, facilities, or resources) 5.79 2.96 6,076.00

Improving communication between 
management and staff 6.45 2.82 6,136.00

Training and development for employees 6.62 2.53 6,180.00
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Participant Comments 
 
In addition to the survey responses to individual questions, employees had the option to 
make comments about the one suggestion they might make to improve the County. A 
total of 4,135 respondents commented.  Based on the scope of this work, consultants 
randomly selected 1% or 410 of the comments and read each one with the intent of 
categorizing each comment into 9 major themes of recommendations. Each of the 410 
comments was read and categorized within one of these 9 major themes.  Listed below 
are descriptions of the categories, the total number of items that were placed in this 
category (in parenthesis) and examples of themes that emerged from the employees.  
 
Shifting the Organizational Culture of the County (110) 
Comments focused on organizational values, and beliefs as manifested in workplace 
approaches and strategies for conducting County business. 
 
Themes Raised by Respondents 

 The ability to change and be responsive to new demands and expectations within 
County is seen by respondents as needing improvement 

 A concern over duplication of procedures and processes is seen as a barrier to work 
place effectiveness and productivity 

 A desire to see work place communication, collaboration increase and to see this 
rooted in shared standards for quality service 

 Improve the County’s ability to adopt and use new technology and new workplace 
strategies (i.e. flex time, telecommuting, etc) in order to increase employee retention 
and satisfaction is seen as an important undertaking throughout all departments 

 
Improving Pay, Benefits and Incentives (55) 
Comments regarding salary and benefits as well as opportunities for advancement and 
incentives for improving job performance  
 
Themes Raised by Respondents 
 

 Incentives for performance improvement need to be tied to clear performance gains 
made by the individual and less emphasis should be placed on subjective measures 

 Salary and wage scales need to be reviewed in order to determine whether County 
staff are compensated at comparable levels to other staff in other Counties and within 
County departments 

 A consistent sense that higher standards for newly hired employees during 
probationary period need to exist to insure an effective hire is made 

 
Improving Management Performance (53) 
Remarks reflecting on the style of management experienced with immediate supervisor or 
general management approaches experienced in the County.  
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Themes Raised by Respondents 
 

 Managers are seen as responsible for inspiring effective work strategies but managers 
are also seen as needing new leadership strategies that can engage and empower all 
employees  

 Managers are expected to gain strong leadership skills in order to promote effective 
problem solving and decision making that allows for including ideas and suggestions 
from all employees 

 Managers are expected to “cut through the bureaucracy” for the good of the County 
and work more diligently to streamline key operational tasks 

 Managers are expected to adopt and demonstrate values that contribute to a positive 
work environment with special focus on respect, integrity, appreciativeness for work 
well done 

 
Improving Employee Performance (48) 
Observations about staff involvement, professionalism and performance 
 
Themes Raised by Respondents 

 Employees are seen as having a desire to more fully participate in key program 
decisions and have their ideas heard 

 A desire to see more efforts to bring professional accountability to all levels of staff 
and improving the process of evaluating job performance for all  

 Employees who lack commitment to their roles or responsibility need more frequent 
and effective feedback to correct performance in measurable ways.  If necessary, 
reassigning employees who are hindering a project, initiative or work group 
effectiveness must be made possible in shorter time frames than currently allowed.  

 
Program Specific Recommendations (45) 
Comments on how to improve a specific program, department or work group within the 
County 
 
Themes Raised by Respondents 

 A desire to see certain functions centralized for efficiency in order to accelerate 
common activity such as hiring and purchasing 

 A desire for a unified common approach to contracting, hiring, and billing 
 Improved communication between specific departments 

 
No Comment or No Change Suggested (36) 
Participants who entered the words “no comment” or said they have no recommended 
changes. 
 
Improving Resources & Key Practices (30) 
Comments focused on specific gaps in staffing, equipment, funding or training.  This 
category also included remarks about the challenge of obtaining these resources  
 
Examples of  Themes Raised by Respondents 
 

 Observations that hiring new employees seems to take longer than needed 
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 A desire to see physical improvements to aging facilities that reflect negatively on the 
business of the County 

 Providing more current training to bring skills up to date—perhaps using on-line 
training to support professional development and growth through self paced learning 

 
Improving Constituent Relations (15) 
 Reflections on how the County engages with the public and the image of the 
County throughout the communities it serves. 
 

 Respondents would like to see a public relations campaign to better inform residents 
of the services available within the County  

 A wide range of ideas exist about improving communication aimed at reaching key 
resident populations—newsletters, website changes, community meetings and forums 
to reach more community members 

 There is a perception that open conflict or tensions among County leadership—
particularly among the Board of Supervisors-- can send a negative message about the 
quality of work the County performs 

 
Other (18) 
Comments which could not be captured in the aforementioned list.  
 

 Concerns raised regarding the nature of communication by the Board of Supervisors 
and employees indicating that the Board should publicly support the work of staff and 
management and communicate in positive ways 

 There is a general perception that the County has a reputation for being “risk averse”  
 A sense that many work hard at the County with limited resources and achieve 
substantial outcomes in spite of those limited resources—yet there are relatively few 
expressions of appreciation for meeting objectives or fulfilling program requirements  

 A sense that the survey is just the beginning for change at the County and that an 
expectation exists to follow through with fresh ideas, corrective action, and 
responsiveness to staff ideas. 

 
Suggested Next Steps and Recommended Actions 
 
Employee surveys are only useful if they serve as a spring board for reflection and action 
in the spirit of continuous improvement. The County of Orange’ senior leadership may 
wish to reflect positively on the results of this first-ever employee survey and consider 
several actions that employers in both the private and public sector have embraced when 
faced with results like those presented here. Two sets of recommendations are listed 
below.  The first set focuses on celebrating and honoring the successes revealed in the 
survey results and the second set of recommendations focuses on considering ways to 
examine opportunities for change. 
 
Celebrating Positive Outcomes 
 
Employees feel they provide quality services to the residents of the County and would 
like to see residents become more aware of the dedicated hard work that contributes to a 
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high quality of life within the County.  There is also a sense that the County can enhance 
its services to keep pace with changing community needs. 
 
RECOMMENDATION:  Communicate with County residents more frequently about 
the effective work and successful programs offered by the County to support an 
improved community relations strategy.  
  

Suggested Actions:  
[1] The County may wish to form a communications committee comprised of a 

cross section of staff and residents who could review particular County events or program 
achievements to select those that can be featured on a monthly basis in a wide range of 
medium (see item 2)   
 

[2] The County needs to take inventory of the communication media now 
available (i.e. print, website, video, or podcasts) and leverage the strength of each for 
reaching a wide range of diverse audiences seeking more information about the County 

  
[3] Bring together staff who are aware of the positive impact County services are 

making in the community and allow their personal  “success stories” featured in a 
monthly press release. 

 
[4] Form a citizen’s advisory council comprised of a wide range of residents who 

make regular use of County services and who can provide useful comments about how to 
improve programs or enhance service delivery.  Such a council would require careful 
coordination and structure in order to address all the various services offered throughout 
the County.  

 
[5] The County may need to hold an annual “open house” to invite the public to 

special events and informative seminars on how to tap into the many services and 
programs available.  Such an event would also provide opportunities to listen to residents 
about the kind of services they need and how to improve access to those services.  
 
RECOMMENDATION:  Tap into the wisdom and knowledge that rests with the 
many employees who have worked with the County well over 10 – 15 years or who 
have tremendous insight about how to improve the County.  
  

Suggested Actions: 
[1]  Long term employees who have made genuine contributions to the effective 

operation of the County’s programs and services should be identified and recruited to 
form a Mentor Team.   Members of the Mentor Team would participate in employee 
orientations, trainings, or program development discussions so that the institutional 
knowledge of long standing employees is passed along to new hires.  

 
[2]  Establish a formal process for making concrete and specific recommendations 

for change in programs or procedures needs to be developed so that problems and 
concerns can be raised in a safe environment and their merits evaluated for 
implementation. 
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Embracing Opportunities Change 
 
RECOMMENDATION: Increase the level of collaboration between departments by 
recognizing and rewarding efforts to do so.  

 
Suggested Actions:  
[1] Where possible departments should form cross-functional teams comprised of 

staff from various departments that are responsible for service delivery which cuts across 
departments.  These teams would report to their managers with observations on 
opportunities for work place efficiencies, service improvements and identify barriers to 
communication.  
   

[2] Where possible departments need to be encouraged to simplify service 
delivery and create “one stop shops” for residents seeking services that cut across 
multiple departments. Such efforts should be guided by a desire to make it easy to do 
business with the County and to reduce duplication of efforts across departments. 
 

[3] Key staff throughout the County need to be appointed to keep track of the 
“best practices” used through out the County to insure that all departments are 
continuously learning from each other and avoid duplication of efforts to stream line 
services.  This staff must also focus on looking outside the County of Orange for 
innovative approaches to county governments.  
 
RECOMMENDATION:  Reward responsible risk-taking behavior and coordinated 
innovation to support the County’s adoption of state-of-the-art service delivery 
approaches, technology, and professional development strategies.   
 

Suggested Actions:  
[1]  Staff and management must have an accepted vehicle for making suggestions 

for improvement in County services and programs that allows for ideas and concerns to 
be freely discussed and evaluated for implementation.  This can take the form of 
something a simple as a “suggestion box” solely for the County Executive to review or 
forming an “innovation task force” to review ideas and respond regularly. The 
“innovation task force” must be empowered to provide rewards and incentives for 
suggestions that save money, leverage resources, or improve the quality of service 
delivery.  
 

[2] The County should explore the use of an Office of the Ombudsperson 
reporting directly to the County Executive that is charged with hearing employees who 
see or experience poor service delivery and who do not find their immediate supervisor 
responsive to their concerns. The Ombudsperson would be dedicated to provide a non-
threatening, non-labor related process to investigate the concerns and make 
recommendations to the County Executive.    

 
RECOMMENDATION: Develop a coordinated public relations and communications 
strategy that can be adopted by the Board of Supervisors and senior leadership of 
the County to promote a unified message about promoting County services.  
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Suggested Tasks: 
[1] The Board of Supervisors and County Executive should be provided regular 

briefings and [may consider media relations training] on stakeholder and public relations 
strategies for the purpose of promoting a positive image of the County as well as support 
the dedicated staff who manage and deliver services.  

  
[2] The Board of Supervisors internal communications staff need to adopt 

protocols regarding the release of information about any given department or program so 
that internal staff can be prepared to address these issues when they surface publicly.  

  
Conclusion 
 
While Orange County has experienced significant and unique challenges during the past 
10 years, this first-ever employee survey demonstrates that staff and management remain 
confident that they are providing quality services to the residents they serve.  Moreover, 
there is a clear interest in planning for the additional services residents will expect of the 
County in the future and insuring the County remains true to its mission of quality 
services.  The high level of participation in the County’s survey also reflects positively on 
the staff and managements dedication to the County’s success. 
 
The survey has also sheds light on opportunities for change which are thoughtful, 
strategic and worthy of further study.  These ideas merit a careful response to the staff 
and managers who took time to answer the survey.  Management throughout the County 
has an obligation to review the outcomes of this survey and engage in meaningful efforts 
to implement strategies to improve collaboration and communication within their own 
departments as well as across the entire County.  There is clearly a desire to continuously 
improve and a need to find appropriate vehicles to assess how programs and services will 
be changed to improve the quality of a resident’s experience with any given department.   
 
Perhaps the most unique finding in this survey is a desire to see the Board of Supervisors 
communicate more effectively internally and with the public. Staff and management 
would like to see a unified message about programs and services which can support the 
County’s efforts to rebuild public trust.  Despite the important separation of roles 
between elected and appointed leaders within County government, this important finding 
must be explored and addressed by the Board and County Executive.  
 
The future of the County of Orange continues to be one of growth and diversity—it 
remains the second largest County in the state and one of the fastest growing regions with 
particular growth the Latino and Asian populations.  The County’s ability to address the 
economic, cultural, and social changes among the 36 cities it serves rests in the dedicated 
staff who took time to give their impressions and ideas about how to make the County 
governance, services and programs even better.  Their views and ideas, as summarized in 
this report, offer a wealth of wisdom for the County leadership to adopt in a concerted 
manner during its strategic planning process.   
 


