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Engaged Employees   
Satisfied Court Customers?
Eric Brown Chief Human Resources Officer, Colorado Judicial Department 
Mindy Masias Chief of Staff, Colorado Judicial Department

The combination of employee happiness and motivation produces engagement—an  
important, if elusive, workplace attribute. Employee engagement has a significant impact  
on the public’s experience with the courts, and this article focuses on how to assess and  
improve your employees’ level of engagement to improve the court user experience.

Are Your Employees Happy, Motivated, 
Engaged, or None of the Above?

How do happiness and motivation impact how employees  
do their jobs? Appreciating the connection between 
customer satisfaction and employee engagement requires 
a more thorough understanding of the somewhat elusive 
concept of employee engagement.  

Most employees can recollect a work environment where  
leaving their employment was a more significant work-day 
focus than the work at hand. Is providing a latte machine, 
access to a gym, or free lunch once a week likely to address  
the issues that lead employees to find other jobs? Many 
managers believe pay increases and free lattes will motivate.  

Engaged Employees = Satisfied Court Customers?
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But even after perks are given, employees are 
not necessarily motivated, let alone engaged. 
Lattes will not garner an employee’s emotional 
connection to their coworkers or the goals 
of the organization. For organizations 
working toward engagement, gym passes, 
flex schedules, and even pay increases are 
management techniques akin to applying  
a Band-Aid to a broken arm. Simply put, 
pay raises only solve one management 
problem: complaints about pay.  

In a 2013 Gallup study, author Susan 
Sorenson warned, “Gallup recently studied 
employees’ engagement and well-being 
and found that indulging employees is no 
substitute for engaging them.” Managers 
often mistakenly assume that happy 
employees are also engaged employees.

Because the community’s positive  
experience with the court hinges on an 
engaged staff, it is critical for leaders to 
know what makes for engaged employees. 
Herzberg’s Two-Factor Theory on  
workplace engagement differentiates 
between factors that cause job satisfaction 
and factors that cause job dissatisfaction.

According to his theory, an employer’s 
ability to satisfy an employee’s motivation 
(internal) needs, such as achievement,  
recognition, responsibility, advancement, 
and natural connection to the nature of 
the work itself, leads to job satisfaction. 
Addressing a second set of factors, hygiene 
(external) needs, such as pay, fringe benefits, 
and a friendly work environment, reduces 
job dissatisfaction. Internal and external 
factors are independent of each other. But 
taken together, they contribute to employee 
engagement (Mind Tools Content Team, n.d.).

While material benefits might help employers  
address external “hygiene factors,” material 
benefits do not capture employee loyalty, 
connect personal interest and work, or inspire  

an employee to exert effort in their service, 
which are elements essential to inspiring 
engagement. In short, material benefits 
by themselves do not engage employees. 
Controlling external factors may produce 
happy but not necessarily motivated 
employees. Happy employees might find  
the workplace enjoyable or entertaining 
or be satisfied that the work provides the 
necessary means to make a living.

Many employee-satisfaction initiatives  
fail to adequately assess Herzberg’s second 
critical factor: internal motivation. As a 
result, many courts may have staff who get 
the work done, but who also have a lot of 
complaints—and that will negatively impact 
the public’s experience with the courts.

Addressing the nuances of motivation is far  
more complex than controlling external 
factors (what Herzberg dubbed “hygiene”). 
Court leaders must take the time to understand  
each employee’s internal motivations and 
channel those motivations to benefit both the  
employee and the court’s clients. For instance,  
an employee who is motivated to create 
positive relationships can be leveraged to 
improve team dynamics. An employee who  
invests personal time in serving youth through  
sports, Scouting, or other activities might be 
best assigned to work on juvenile dockets. 

Employees reveal their engagement in subtle 
ways, such as arriving early, contributing 
constructive thoughts in open meetings,  
and volunteering for projects that contribute 
to the overall mission of the court.

There are varying degrees of engagement. 
Managers must talk to their employees,  
ask questions, and demonstrate care for 
engagement. According to Herzberg’s 
Two-Factor Theory (Hartzell, n.d.),  
there are four possible combinations of 
motivations (internal motivations) and 
hygiene factors (external factors).

Engaged Employees = Satisfied Court Customers?

“If you’re engaged, 
you know what’s 
expected of you 
at work, you feel 

connected to  
people you work 

with, and you want 
to be there. You feel 
a part of something 

significant, so 
you’re more likely to 
want to be part of a 
solution, to be part 

of a bigger tribe.  
All that has positive 
performance conse-
quences for teams 
and organizations.”  

~ Jim Harter, 
Ph.D., Gallup’s 
Chief Scientist 
of Workplace 
Management  

and Well-Being
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Think about your own experience. Have you had a job 
where you never looked at the clock, enjoyed the work 
environment, felt respected, and knew your efforts 
were needed to achieve organizational goals? Engaged 
employees know what is expected of them, are connected 
to the people with whom they work, and believe they are 
a part of something significant.

To help individual employees better understand their 
own workplace values and indicators of engagement, 
Kevin Kruse, author of Employee Engagement for Everyone  
(2013), created a self-assessment to assist employees with 
self-reflection on their own employment experience. 
Responses assess areas of individual engagement. 
Through self-reflection and understanding of their own 
engagement, managers can better understand employee 
engagement. A quick three-minute “pulse” survey is 
available online at http://www.kevinkruse.com/profile/.  
A variety of reputable organizations offer ongoing 
subscription-based pulse surveys, or managers can design 
their own using Survey Monkey’s Employee Engagement 
Survey Template (http://tinyurl.com/y428rdo3).

Impacting Engagement

The Society for Human Resources Management 
(SHRM) conducted an extensive survey of American 
workers, seeking to identify where the largest impact can 
be made to engagement (HR and Employee Engagement 
Community, 2016). The findings are extremely 
enlightening and actionable.  

Ninety-six percent of American workers reported that 
“being able to apply personal interests in the workplace 
would make them happier in general.” 

Additionally, 68 percent of employees reported they 
would be willing to take a cut in pay to work at a job 
that would better allow them to apply personal interests 
in the workplace.  

These are great examples of “motivation” factors as 
defined by Herzberg’s theory, which employees naturally 
bring to the workplace. Effective court leaders use those 
factors to benefit both the court and the employee. 

Engaged Employees = Satisfied Court Customers?

Low Hygiene + High Motivation

Employees are motivated
but have a lot of complaints.

A situation where the job is exciting
and challenging but salaries and
work conditions are not up to par.

High Hygiene + High Motivation

The ideal situation.
Employees are highly motivated

and have few complaints.
A fully engaged employee.

Low Hygiene + Low Motivation

The lowest possible engagement.
Employees are not motivated
and have many complaints.  

High Hygiene + Low Motivation

Employees have few complaints 
but are not highly motivated. 

The job is viewed as a paycheck.

M
OT

IV
AT

IO
N

Internal Factors:
• Achievement
• Responsibility

HYGIENE
External Factors:
• Pay
• Work Conditions
• Company Policies

Herzberg’s Two-Factor Theory
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Hiring employees who have a personal interest  
connected to court business is beneficial. 

SHRM identifies three areas for managers  
to consider: 

• conditions for engagement

• engagement opinions

• employee behaviors

Once again, employees rank personal 
interests/meaningfulness of work among 
the top three drivers of conditions necessary 
for engagement. SHRM’s new data also 
demonstrate that if managers focus on  
hiring employees who have personal interests 
that connect to the work, engagement is 
easier to achieve. For courts, individuals 
with a personal interest in serving the 
community, a desire to provide service  
to vulnerable populations, etc., would  
be well suited to the work of the courts. 

According to Herzberg’s theory, these 
connections are “motivators.” Therefore, 
managers must be adept at identifying the 
interests of candidates and employees and 
recognizing how those interests can be 
leveraged for the betterment of the court. 
Managers must also be good coaches to help 
staff make the connection between personal 
interests and work.

It is worth noting that courts must also be  
careful to ensure employees’ personal interests  
are compatible with the core principles of 
courts, maintaining a neutral and unbiased 
environment. Leaders must draw clear 
boundaries with employees that support  
the court’s core principles.

Knowing the difference between happy or  
motivated employees and engaged employees  
is critical to improving the public’s 
experience with the courts. Concrete data 
are necessary to quantify both employee 
engagement and court user perceptions.  

Engaged Employees = Satisfied Court Customers?

96% of working 
Americans agree 
that being able 

to apply personal 
interests in their 

career would make  
them happier.

Source: SHRM

77% Relationships with 
co-workers.

77% Opportunities to use 
skills and abilities.

76% Meaningfulness 
of their job.

Conditions for Engagement Engagement Opinions
70% In my organization, employees 

are encouraged to take action when 
they  see a problem or opportunity.

65% My colleagues quickly adapt to 
challenging or crisis situations.

64% The people in my work group 
never give up despite 
difficulties.

Employee Behaviors

89% I am confident I can 
meet my work goals.

86% I am determined to 
accomplish my work goals.

77% I have a clear understanding 
of my organization's 
vision/mission.

Hygiene
External factors 

such as good 
office camaraderie.  

Motivation
Individual needs for 

achievement, connection 
to personal values.  

Engagement



18

T R E N D S  I N  S T A T E  C O U R T S

Assessing Employee Engagement  
and Customer Satisfaction

A one-time assessment of engagement can be useful for 
leaders to better understand how to manage resources, 
but managers must continuously assess engagement.  
The National Center for State Courts has developed  
a set of surveys called CourTools that assess a  
variety of court processes (www.courtools.org). 

CourTools Trial Court Performance Measurement 
#9, Employee Satisfaction Survey, assesses employee 
engagement. Among other important work environment 
indicators, CourTools explores whether employees  
have enough challenge in their work assignments,  
are acknowledged by management for their work,  
feel respected, and understand the connection  
between their work and the goals of the organization.

Engaged Employees = Satisfied Court Customers?
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Step 3: Gather Needed Materials
The size of the team to hand out surveys and facilitate completion and 
return will vary according to the maximum number of individuals exiting 
the courthouse during any hour of the day.  Tables and chairs should be
placed around the exits of the courthouse to accommodate the maximum
number of survey respondents filling out questionnaires at the peak of 
courthouse use. Signs posted conspicuously around the entrances to the 
facility announcing the survey (e.g., “Your Opinion Counts: Tell Us How 
We Are Doing”) and similar preparations do much to increase survey 
participation.  

When there are multiple court sites for a jurisdiction, a court may wish to
include each site in the survey.  The sites need not all be surveyed on the 
same day, as long as the days chosen are typical for each site.  

Step 4: Assemble and Train Survey Team
Survey success depends to a large degree on the skills and demeanor of the
staff members assembled to administer the survey and on the care taken with
preparations. Criteria for staff selection might include friendliness, bilingual
skills, and poise. An orientation session and walk-through of arrangements
should precede the data collection. Arrangements should be made to rotate
staff through the assignment in staggered intervals to avoid fatigue while 
maintaining continuity.

Step 5: Administer Survey  
The survey should be administered to enhance participation by the greatest
number of potential respondents.  Factors that may inhibit response rates
include fears about anonymity and confidentiality, apathy, and skepticism 
that the court will follow through on improvements.  A well-trained survey
team and appropriate survey procedures (e.g., to ensure anonymity, 
respondents place completed questionnaires in a sealed drop box) help
increase participation.  Remember, given the focus on court customers, 
no surveys should be given to court employees or judges.

No information is requested that allows the court to identify the respondent (e.g., name, case number, etc.); 
thus, responses cannot influence the outcome of a respondent's legal matter and confidentiality is preserved.

Access and Fairness SurveyDefinition: Ratings of court users on the court's accessibility and its treatment 
of customers in terms of fairness, equality, and respect. 

Purpose: Many assume that "winning" or "losing" is what matters most to citizens
when dealing with the courts.  However, research consistently shows that
positive perceptions of court experience are shaped more by court users'
perceptions of how they are treated in court, and whether the court's
process of making decisions seems fair. This measure provides a tool 
for surveying all court users about their experience in the courthouse.
Comparison of results by location, division, type of customer, and 
across courts can inform and improve court management practices.

Method: Everyone in the court on a “typical” day is asked to fill out a brief 
self-administered survey as he or she exits the courthouse.  People are
asked to rate their level of agreement with each item, using a 1-5 scale.
The survey should be conducted on a periodic basis, for example, 
annually.  The individuals surveyed would include litigants and their 
families and friends, victims and witnesses, attorneys, law enforcement
officers, representatives of social service agencies, and individuals 
doing record searches or having other business at the clerk's office,
among others. Because the survey is designed to assess the views of 
the court's customers, judges and court staff are excluded.

Step 1: Prepare Survey 
The survey asks questions on access and fairness, along with background 
information about the respondent.  The survey questions are concise and 
clear statements that get right to the point, producing actionable data. 
They require only seconds to understand and rate, so the survey may 
be completed in 5 minutes or less. The goal is to provide the court with 
the information needed to make informed decisions, and do so in the 
shortest amount of time possible.

An open-ended question or two may prove beneficial for some courts, to 
give customers the opportunity to address their own particular concerns.  
The data can be used to verify findings and improve future surveys.

Recommendations
• Use the questions as worded in this survey.

• Adopt a standard survey to make reliable comparisons across 

locations, divisions, and courts. 

• Limit demographic questions to those that will actually be of use.

• Keep the survey short and focused.

Step 2:  Choose a “Typical” Day
The questionnaire is given to all the individuals who use the court (i.e., are 
physically in the courthouse) on a typical day.  If the day is typical of most days 
at the courthouse then it can be assumed that responses will be received from 
a broad cross-section of those using the court. Common survey problems related
to adequacy of response rate and representativeness of the sample are avoided
with this method.

Which Questions
Should Respondents
Answer?

Section 1:  
Access to the Court - 10 questions

Section 2:  
Fairness - 5 questions

Section 3:  
Background Information – 5 questions

Section I:  Access to the Court 
Circle the Number.
1. Finding the courthouse was easy.
2. The forms I needed were clear and easy to understand.
3. I felt safe in the courthouse.
4. The court makes reasonable efforts to remove physical and language barriers to service.
5. I was able to get my court business done in a reasonable amount of time.
6. Court staff paid attention to my needs.
7. I was treated with courtesy and respect.
8. I easily found the courtroom or office I needed.
9. The court’s Web site was useful.

10. The court’s hours of operation made it easy for me to do my business.

Section II:  Fairness 

11. The way my case was handled was fair.
12. The judge listened to my side of the story before he or she made a decision.
13. The judge had the information necessary to make good decisions about my case.
14. I was treated the same as everyone else.
15. As I leave the court, I know what to do next about my case.

Section III:  Background Information

What did you do at the court today?
(Check all that apply)

___ Search court records/obtain documents
___ File papers
___ Make a payment
___ Get information
___ Appear as a witness
___ Attorney representing a client
___ Jury duty
___ Attend a hearing or trial
___ Law enforcement/probation/social services staff
___ Party to a legal matter

How often are you typically in this courthouse? 
(Choose the closest estimate)

___ First time in this courthouse
___ Once a year or less
___ Several times a year
___  Regularly

1 2    3    4    5 n/a

1    2    3     4     5 n/a
1    2    3     4     5 n/a

1    2    3     4     5 n/a
1    2    3     4     5 n/a

1    2    3     4     5 n/a
1    2    3     4     5 n/a

1    2    3     4     5 n/a
1    2    3     4     5 n/a
1    2    3     4     5 n/a
1    2    3     4     5 n/a

1    2    3     4     5 n/a
1    2    3     4     5 n/a
1    2    3     4     5 n/a
1    2    3     4     5 n/a
1    2    3     4     5 n/a
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What type of case brought you to
the courthouse today?  

___ Traffic
___ Criminal
___ Civil matter
___ Divorce, child custody or support
___ Juvenile matter
___ Probate
___ Small Claims
___ Other:___________________

What is your gender? 

___ Male
___ Female

How do you identify yourself?  

___ American Indian or Alaska Native
___ Asian
___ Black or African American
___ Hispanic or Latino
___ Native Hawaiian or 

Other Pacific Islander
___ White
___ Mixed Race
___ Other:___________________

Did you appear
before a judge?

Yes No

© 2005 National Center for State Courts

If you are a party to a legal matter and appeared before a judicial officer today, complete questions 11-15:

Appellate Court Performance Measures

Step 3: Administer the Survey
Most organizations that survey their 
employees do so once a year. Surveying 
all employees during the same time 
period provides a snapshot of the 
entire organization, creating the 
potential for meaningful comparisons 
of the results. 

The survey should be distributed in a 
format that maximizes participation. 
Web-based surveys will require that 
employees have Internet access. Two 
weeks is usually a sufficient timeframe 
for respondents to complete the 
survey. Sending a reminder in the 
middle of the response period can 
boost participation but the court can 
evaluate response rates and extend the 
time if needed.

ANALYSIS AND 
INTERPRETATION

The results of the survey can be 
analyzed in several ways, each of 
which lends itself to different kinds of 
interpretation and insight. The first 
level of analysis is to compute and 
examine the average (mean) scores on 
all the individual items.

When using a five-point scale of 
responses, the higher the score, the 
more positive the respondent’s view 
and thus, the more positively the 
court is perceived as doing with 
respect to that item. Item scores can 
be evaluated at the court-wide level or 
by work unit or location. In addition, 
scores can be sorted to see which 
items score highest and lowest.

1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

21.

22.

23.

24.

25.

26.

27.

28.

29.

30.

31.

My work unit looks for ways to improve 
processes and procedures.

I am kept informed about matters that affect 
me in my workplace.

As I gain experience, I am given responsibility for new 
and exciting challenges at work.

The court is respected in the community.

The people I work with can be relied upon when 
I need help.

I have an opportunity to develop my own special abilities.

I understand how my job contributes to the overall 
mission of the court.

I am treated with respect.

When I do my job well, I am likely to be recognized and 
thanked by my supervisor.

My working conditions and environment enable me to do 
my job well.

I feel valued by my supervisor based on my knowledge and 
contribution to my department, unit, or division.

My court's leaders communicate important information to 
me in a timely manner.

I enjoy coming to work.

The people I work with take a personal interest in me.

Managers and supervisors follow up on employee suggestions 
for improvements in services and work processes.

My meetings with my supervisor are useful and 
meaningful.

When appropriate, I am encouraged to use my own 
judgment in getting the job done.

I have the resources (materials, equipment, supplies, etc.) 
necessary to do my job well.

On my job, I know exactly what is expected of me.

I am proud that I work in the court.

The court uses my time and talent well.

I get the training I need to do the job well.

I know what it means for me to be successful on the job.

My supervisor is available when I have questions 
or need help.

Communication within my division is good.

My co-workers work well together.

I have opportunities to express my opinion about how 
things are done in my division.

In the last 6 months, a supervisor/manager has talked 
with me about my performance/career development.

The court and its leaders are dedicated to 
continuous improvement.

I am treated with respect by the public.

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

Strongly 
Disagree Disagree Neutral Agree

Strongly
AgreeEmployee Satisfaction Survey 

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

1 2 3 4 5

a. In which Court Division do you work? (check one)
          District 1      District 2     District 3

b. How long have you been employed by the Court:
          < 1 year          11–20 years
          1–5 years        > 20 years
           6–10 years
                   

Background Information
c. I am planning on working for the Court another:
          1–2 years       11–20 years
          3–5 years        > 20 years
          6–10 years
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CourTools Trial Court Performance 
Measurement #1, Access and Fairness, 
provides the court with necessary insight 
into the court customer experience. 
Court leaders can use the survey to gain 
information about court users’ perceptions 
of the service provided by court staff and 
the fairness of the process, as well as the 
way they were treated by judicial officers. 
Gathering and reviewing this information 
allows for targeted improvement.  

Court leaders should not expect that court 
users are only satisfied if they prevail in their 
case. Statistics show that positive opinions  
of their court experience are shaped more  
by court users’ perceptions about how they  
were treated than whether they won or lost  
their case (see https://tinyurl.com/y355v6z5). 

Shifting the focus from “winning” or “losing”  
to “service” places new responsibility on court  
leaders. Assessing court user perceptions can 
help court managers determine if those who 
provide services have the information, tools, 
training, resources, and proper discretion  
to do their best work every day. 

Research indicates private-sector employers 
have found a direct correlation between 
employee engagement and customer 
satisfaction (Harter, 2018). A recent Gallup 
story suggests a positive correlation between 
“employee engagement, productivity, 
retention, safety, and profitability in 
high-performance organizations.” 

While the courts do not measure success  
through profits, courts do have accountability.  

They serve the public and must obtain 
support from funding bodies. Public trust 
and confidence are placed at risk when 
the court’s workforce lacks engagement, 
resulting in failure to provide the quality  
of service the public expects.

To establish a direct correlation between  
employee satisfaction and court user 
satisfaction, three elements must exist:

1. Employees who respond to the 
employee-satisfaction survey must 
be the employees who provided 
service during the administration 
of access and fairness surveys. 

2. Surveys should be administered  
at an unadvertised time; knowing  
an access and fairness survey is  
being administered can skew results. 

3. Organizations must ask the  
same questions of employees  
and customers for each survey  
to track progress over time.

Many employers are now seeking feedback 
from employees and customers through what  
are referred to as “pulse surveys.” A pulse 
survey consists of one to five questions and 
should take the respondent less than one 
minute to answer. Frequent pulse surveys give  
court leaders a consistent source of feedback 
throughout the year to keep a “pulse” on 
perceptions. Perceptions are often reality! 
Conducting surveys can be a challenge for  
court managers. SHRM provides an overview  

of employee engagement platforms. Using independent 
resources to conduct the studies can reduce the time 
required of court managers to gather that information.

Engaged Employees = Satisfied Court Customers?

[Business units] 
in the top quartile 

of [employee] 
engagement realize 

substantially  
better customer 

engagement, 
higher productivity, 

better retention,  
fewer accidents, 
and 21% higher 

profitability.  
~ Harter, 2018
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What’s Next?  

Court leaders must maintain an accurate picture of the 
perceptions of employees and customers alike. Engaging 
employees and meeting customer expectations should 
rank as a top priority for court leaders.

Historically, most court leaders may not have considered 
the benefit of engaging human resources when working 
to improve client satisfaction. The National Center 
for State Courts and the Conference of State Court 
Administrators have partnered for the last four years 
to create a Human Resources Summit, an opportunity 
for court human resources staff throughout the nation 
and territories to gather for learning and collaboration. 
The HR Summit provides education on cutting-edge 
employment practices and an opportunity to share  
ideas and resources that creates a network of court  
HR professionals. Employee engagement has been a  
topic of discussion at the previous three HR Summits 
and will be again in 2019. The critical impact of an 
engaged workforce has significant ramifications for  
court organizations; leaders, managers, and HR  
must all be engaged in helping improve employee 
engagement to achieve customer satisfaction goals.  

The CourTools Employee 
Satisfaction question #8  
asks employees, “I am 
treated with respect.” 
CourTools Access and 
Fairness asks court users,  
“I was treated with courtesy 
and respect.” Is there any 
doubt that the way court 
staff are treated will impact 
the way they treat the public?  

Courts that are ready to 
conduct a full-fledged  
study on the connection 
between customer satisfaction  
and employee engagement 
will reap many benefits and 
can use the information in  
the education and coaching 
of court leaders for many 
years. At a minimum, a study  
between “being treated with 
respect” by both employees 
and customers is worthy  
of closer inspection.
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