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ABSTRACT OF THE THESIS

An Analysis of Client Satisfaction and Company Efficiency 
at Tri Lake Consultants

by

Christopher Nathan Sunde

Master of Business Administration, Graduate Program in Management
University of California, Riverside, June 2012

Dr. Kathleen Montgomery, Chairperson

Tri Lake Consultants is a 24-year-old Civil Engineering company of 14 

employees which specializes in municipal engineering – acting as the City Engineering 

Department for several cities in Riverside County, California.  The company earns 

revenue at hourly billing rates for its engineers, inspectors, and principal/City 

Engineer/owner.  This study sought to identify means for increasing profitability for Tri 

Lake via written surveys completed by the company's clients and its own employees. 

The primary avenues of increasing profitability for the company are determined to be 

increasing billing rates and adding to its repertoire of services it offers to its clients. 

Clients were polled on their current level of satisfaction with Tri Lake's performance and 

quality of service via 13 difference metrics.  Simultaneously, Tri Lake employees were 

polled on 15 different metrics designed to analyze their opinions of Tri Lake's 
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performance and their own engagement and satisfaction as employees.  Over 30 surveys 

were gathered from Tri Lake's two largest clients, the Cities of Perris and San Jacinto, 

and from Tri Lake's own employees.  Analysis helped identify that while the two largest 

clients are generally more than satisfied with Tri Lake's performance and quality of 

service, there are specific areas where Tri Lake can improve.  While these improvements 

are not necessary for company survival, they could help the company justify future rate 

increases.  The primary area of improvement identified by clients was communication 

with the client staff and residents.  The employee survey responses helped identify 

solutions to this issue.  Several recommendations were offered including emphasizing the 

need for communication, a weekly company newsletter sent to clients, and enabling 

employees to better communicate with clients primarily via internet access and company-

supplied computers.

The impact of these recommendations is neither immediate nor readily 

identifiable without further action on Tri Lake's part.  It is inferred that Tri Lake must 

seek raises in billing rates at a time the company owner deems appropriate, and it is 

recommended that further study be undertaken including in-depth interviews with client 

management as well as completion of a second round of the surveys generated in this 

study in a few years to assess the effects of enacting the study's recommendations.
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Background

Tri  Lake  Consultants  (Tri  Lake  for  short)  is  a  small,  privately  owned,  municipal  

engineering company owned by Habib Motlagh.  In essence the business is crafted to take the 

place of an in-house City Engineering department.  There are numerous engineering companies in 

Southern California, both large and small.  Most of these companies take contracts within the 

public sector and private sector, alike.  Tri Lake Consultants has never worked in the private 

sector,  rather,  its  client  base  is  solely  public  agencies.   The  major  departments  of  a  local  

government  such  as  a  city  typically  include  a  City  Manager,  Public  Works  (which  often 

encompasses the City Engineer and Maintenance), Planning and Building, Human Resources, 

Finance, Parks and Recreation, and City Clerk, all overseen by an elected City Council.  All cities 

also have a City Attorney who is often under contract, as well.  Usually, the larger a city is, the  

larger each of its departments is.  In Riverside County, Southern California, city sizes range from 

a few thousand people to several hundred thousand people.  Four cities in Riverside County – the 

Cities of Perris, San Jacinto, Canyon Lake, and Menifee – and two public agencies – Riverside  

County Transportation Department and the March Joint Powers Authority – all have one thing in 

common: they are all clients of Tri Lake Consultants.  

Tri  Lake  employs  eight  engineers  with  varying  levels  of  experience  (City  Engineer, 

Principal Engineer, Senior Engineer, Engineer and Engineer-in-Training), three CAD designers, 

three  public  works  inspectors,  an  engineering  technician,  an  office  manager,  and  one 

administrative assistant.  Tri Lake staff work out of two offices – the main office located in Perris, 

CA and another location in San Jacinto, CA.  I, myself, am employed as a Senior Engineer for Tri  

Lake Consultants.  I base the following company analysis on the knowledge I have acquired over  

my four years of employment and on the preliminary interview I conducted with Mr. Motlagh at  
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the outset of my thesis. This interview is discussed in more detail later.  The relationship Tri Lake  

Consultants has with each of its clients is described below:

City of Perris

The City of Perris was the first client of Tri Lake Consultants in 1989.  Today, as in 1989, 

Tri Lake is the City Engineering department of this 70,000-person city.  Perris has a staff of about  

50-75 employees that make up the departments I listed above.  The city has contracts for City 

Attorney, City Engineer and management of its small water department.  Tri Lake owner, Habib 

Motlagh, is sworn in as the official City Engineer.  Duties of Tri Lake for the city include the 

following:

• Development,  design  and  administration  of  Capital  Improvement  Projects  (CIPs  – 

construction of roads, storm drainage, water and sewer lines, etc), 

• Construction management and inspection of CIPs, 

• Applying for and obtaining grants and miscellaneous funding for CIPs

•  “Plan check” of plans for development submitted to the city by developers

• Maintenance of public records such as tract plans and “as-built” plans showing existing 

improvements (roads, storm drainage, sewer, water, etc), flood plain data within the city 

boundary and providing these records to the public

• Attendance of Council, Planning Commission, staff, and miscellaneous meetings at the 

city

• Representing  the  city  on  regional  funding  committees  and on  regional  projects  with 

agencies  such  as  the County  of  Riverside,  Caltrans,  Riverside County  Transportation 

Commission (RCTC), and Western Riverside Council of Governments (WRCOG)

• Providing additional Engineering-related services as needed
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Additionally, Mr. Motlagh is often involved in policy making decisions at the highest  

levels  within  the  city  (i.e.  City  Manager,  City  Council).   While  a  typical  City  Engineering 

department would pay each employee on a salary or hourly basis, the city pays Tri Lake at hourly  

rates tiered according to type and level of employee.  The contract with the city can be revoked by 

City Council at any time.  The city makes no management decisions for Tri Lake and does not 

directly pay or provide benefits to Tri Lake employees.  While nearly all Tri Lake employees 

participate in work related to Perris, only a few staff members have daily contact with city staff.  

City of San Jacinto

San  Jacinto,  CA was  Tri  Lake’s  second  client,  acquired  in  1996.   This  city,  with  a 

population of 40,000, has entered a similar contact with Tri Lake Consultants as Perris has.  Tri  

Lake offers the following services to San Jacinto:

• Development,  design  and  administration  of  Capital  Improvement  Projects  (CIPs  – 

construction of roads, storm drainage, water and sewer lines, etc), 

• Construction management and inspection of CIPs, 

• Applying for and obtaining grants and miscellaneous funding for CIPs

•  “Plan check” of plans for development submitted to the city by developers

• Maintenance of public records such as tract plans and “as-built” plans showing existing 

improvements (roads, storm drainage, sewer, water, etc), flood plain data within the city 

boundary and providing these records to the public

• Attendance of Council, Planning Commission, staff, and miscellaneous meetings at the 

city
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• Representing  the  city  on  regional  funding  committees  and on  regional  projects  with 

agencies  such  as  the County  of  Riverside,  Caltrans,  Riverside County  Transportation 

Commission (RCTC), and Western Riverside Council of Governments (WRCOG)

• Providing additional Engineering-related services as needed

City of Canyon Lake

The City of Canyon Lake is essentially a gated community of 11,000 people with one 

public road running through it.  Mr. Motlagh is the official City Engineer of Canyon Lake and Tri 

Lake consultants offers many of the services to Canyon Lake but on a much smaller scale than 

San Jacinto and Perris.  Tri Lake’s services for Canyon Lake are similar to the other two cities  

however it  is less involved.   Primary functions include delivering CIPs and representation at  

regional committee meetings.  Essentially, the majority of Tri Lake’s work within Canyon Lake 

revolves around the main public road.  Tri Lake is not involved in development or improvement 

projects within the gated community.

City of Menifee

Tri Lake Consultants is on an individual contract basis with Menifee for each project,  

service,  or  item of  work  assigned by  the  city.   To date,  Tri  Lake  has  performed  review  of 

development reimbursement documents for the city.  This work could be considered very minor 

compared to the other three client cities.  Tri Lake is paid on an hourly basis for each contract,  

similar to the other three cities.

March Joint Powers Authority

March Joint Powers Authority (March JPA) is the area surrounding the former March Air 

Reserve Base in Riverside County.  Since this air base was decommissioned, March JPA was 

formed to  guide  the  development  of  the  land  around  the  base  into  non-military  uses.   It  is 
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overseen by an appointed council made up of elected officials from the surrounding Cities of  

Moreno Valley, Riverside, and Perris and the County of Riverside.  March JPA has no official 

population because the land is actually owned by the agencies that make up the JPA, but it does 

oversee and manage the development and maintenance of the land within its jurisdiction – about 

the size of a small city.  Tri Lake Consultants performs similar functions for March JPA as it does 

for Perris and San Jacinto including some CIP design and management, plan check, inspection, 

and representation at regional committee meetings.

County of Riverside

In  the  past,  Tri  Lake  provided  public  works  inspectors  on  contract  to  the  Riverside 

County Transportation Department (RCTD).  This contract is currently inactive.

Research Question and Rationale

To  aid  in  establishing  the  research  question  to  answer  in  this  thesis,  a  preliminary 

interview was held with company owner Habib Motlagh.  Mr. Motlagh explained that he has 

operated his business over the last 24 years with relative success.  Mr. Motlagh has attempted, at  

times,  to branch into other  services beyond those described above such as  soils  engineering,  

building and planning services, and overall public works services.  The City of Perris was his first  

client and, today, is his largest and most involved client.  Today, Perris management staff even  

involves Mr. Motlagh in policy-level decisions related to development.  He believes his clients 

are satisfied with his services, attributing this to his 24 years in business.  He thinks the services  

offered by Tri Lake have been the deciding factor for Cities to continue to contract with him, but 

says his low cost has also helped.  He notes that the few qualms from his clients have all been  

about  cost,  rather  than  services  or  performance of  those services.   He  also  notes  that  being  

involved in the community such as taking part in local fundraisers as well as remaining visible to 
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his clients with frequent visits to City Hall are key parts to maintaining a positive relationship  

with them.  Mr. Motlagh believes few engineering companies offer the services Tri Lake does, 

which are designed to meet small cities’ needs while maintaining very little conflict of interest  

due to only contracting with municipalities versus developers or other private sector clients.  

Tri Lake’s relationship with its clients is rather unique.  Most cities have an in-house 

engineering department as part of its overall public works department.  Tri Lake Consultants acts  

directly as a client city’s engineering department, with Mr. Motlagh sworn in as the acting City 

Engineer.  Capital improvement projects, budgeting, and development-related decisions are some 

of the many tasks that fall within the realm of a city engineering department.  Tri Lake’s main 

competition has always been in-house engineering departments, according to Motlagh.  At any 

time, Tri Lake’s contract with a city can be revoked and replaced by a City Engineer who is part  

of  city staff  with a department of engineers,  CAD technicians,  and administration staff.   Mr. 

Motlagh  has  often  found  himself  defending  the  efficiency,  low  cost  and  less  management 

responsibility related to a consultant engineering department compared to an in-house counterpart 

to his clients.  Mr. Motlagh also points out that Tri Lake’s hourly rates for all clients are well  

below industry average for an engineering firm.  I asked Mr. Motlagh whether he was open to 

raising the company’s rates to its clients to which he replied that while a business owner prefers  

to raise rates, the state of the economy makes the present time sub-optimal for doing so.

From speaking with Mr. Motlagh, his goal for the company is to optimize profit.  With 

Tri  Lake’s  simple structure,  there  are only four ways to increase profit:  (1)  increase services  

offered and thereby increasing total business, (2) increasing billing rates, (3) decreasing expenses, 

or (4) increasing the number of clients.  Below I address each of these methods individually to 

determine which offer potential to increase company profit.
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Increasing clients while  maintaining Tri  Lake’s  business  model  of  only working for 

public agencies means there are no more than 20 potential new clients in the entire County of  

Riverside.  This is a small pool of potential clients and it is even smaller if Tri Lake desires to be 

in close proximity to clients where the City Engineer can show up at city hall at a moment’s  

notice.   It  has taken Mr.  Motlagh 25 years to establish a customer base of only six because  

outsourcing an entire city department means relieving several employees of their jobs and causing 

a major disruption to city functions.  This is also contrary to the compact business structure of Tri  

Lake.  The company would need to hire new, unproven employees to meet the demand of new 

clients and possibly open satellite offices.  For all of these reasons, increasing clients is not an 

immediate option for increasing Tri Lake profitability.  

Decreasing expenses can be done by decreasing insurance, rent, supplies, and other bills 

or by decreasing employee salary and/or benefits.   The largest cost for most service-oriented 

companies is typically the cost of human resources, as is the case for Tri Lake.  With its low 

overhead,  Tri  Lake already pays its  employees at  or  below average for the industry and has 

reduced vacation time and other expenses due to the current economic state.  For this reason, Tri 

Lake has little room to further decrease pay, especially if more appealing options for improving 

profitability exist.

Increasing  the  cost of  a  good  or  service  is  typically  a  dangerous  proposition  for  a 

company.  When a company increases its prices without offering incentives for its customers to  

pay the increased prices, a backlash from disgruntled customers dropping the company’s good or 

service is a serious risk that  can severely affect the company, as evidenced most recently by  

Netflix’s price increases in 2011.  This phenomenon can be mitigated by adding value to the good 

or service in conjunction with raising the price.  This presents potential  for Tri Lake.  If the 

7



company can increase the quantity or quality of its  services,  it  may be able to justify a rate 

increase, since the company becomes more competitive.  

The goal of a company in competitive capitalism is to produce a product or service in a 

quantity or quality at a particular price that, in a combination, surpasses the competition; but,  

also, the company must make the customer aware that the company offers the best combination of 

quantity, quality and price.  Since increasing quantity of a service such as plan check or design 

directly  implies  an  increase  in  hours  worked,  an  increase  in  cost  would  be  negated  by  the  

additional  salary  that  would  be  paid  for  those  hours  worked –  unless,  of  course,  wages  are  

decreased, which is again not an option.  This leaves an increase in quality of service as the only 

justification for increasing rates charged to Tri Lake’s clients; therefore, quality of service is an 

issue that should be studied further.  

To identify possible areas of improvement with respect to quality of service, we need to  

create a profile of the current client satisfaction levels tied to Tri Lake’s repertoire of services.  

Also, what possible causes are there for shortfalls or surpluses of quality in particular areas? 

There are myriad causes, however only a few that Tri Lake can control.  Tri Lake cannot control  

its clients nor any other externalities that affect quality.  Tri Lake can control itself – employees, 

technology, communication, the way services are presented to the client, among other things.  It is 

necessary to determine exactly what methods Tri Lake can potentially use to increase the quality  

of services it offers.  Ideally, causes should be sought out only after the effects or “symptoms” are 

determined in order to minimize the number of “false starts” or “dead ends” encountered and 

provide direction for identifying the cause behind service quality issues.  However, in the essence 

of  time,  causes  were  analyzed  simultaneously  with  the effects  in  this  study.   That  is,  while  
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assessing client satisfaction (effects), I have also identified quality issues from within Tri Lake  

Consultants (potential causes) and correlated the causes and effects against each other.

Increasing the number or scope of services offered by a company implies an increased 

workload.   Tri  Lake  could  potentially  increase  its  scope  of  services  offered  to  its  clients  to 

increase  the  total  workload.   In  order  to  manage  an  increase  in  workload,  either  current  

employees must increase their workload or new employees must be hired.  This raises a number 

of  questions.   Are  the  current  employees  ready,  willing,  and  able  to  perform the  additional 

services?  Would hiring a new employee specifically for the new services be more efficient than  

adding to the workload of existing employees?  What additional services should be offered?  The 

latter question must be answered before any new work can be assigned to anyone.  A study of the 

additional services Tri Lake could offer is therefore included in this thesis by conducting a survey 

to determine the current and potential needs of Tri Lake’s clients.  Tri Lake’s employees can be 

used as an avenue to identify causes for lacking areas of client satisfaction, potential areas to  

increase  client  satisfaction,  the  potential  to  better  meet  current  needs  of  the  client,  and  the 

potential to meet currently un-met needs of the client in the future.  The employee surveys aid in 

determining the degree to which employees are currently “in tune” with the services Tri Lake 

provides  and the needs  of  its  clients  that  are  being satisfied.   The ability  and inclination  of  

existing employees to perform new services requested by the client can be determined at a later  

date by the company by interviewing relevantly-experienced employees and therefore is not a  

part of this study.

Countless studies spanning decades have supported a well-known fact that affecting an 

organization's human resources management is one of the quickest ways to improve company 

performance as measured by productivity and further by profitability.  In fact, one such study 
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entitled  “Impact  of  People  Management  Practices  on  Business  Performance”  by  Malcolm G 

Patterson, et. al. goes as far as saying their research “underline[s] the general message that it is  

how companies manage their employees that is crucial to business success” (Patterson vii 1997). 

This  message  has  been spreading  from industry to  industry,  worldwide.   The  popular  TED 

(Technology,  Entertainment,  Design)  Talks,  an  annual  speaking  event  that  often  addresses 

business and social issues and has featured reputable speakers including Bill Clinton, Al Gore, 

and Bill and Melinda Gates, often resonate the idea that satisfied employees are the foundation 

for  a  profitable  company.   Daniel  Pink,  one  such  TED  Talks  speaker,  in  his  speech,  “The 

Surprising  Science  of  Motivation”,  emphasizes  that  “management  works  great  if  you  want 

compliance, but if you want engagement, self-direction works better” (Pink 2009).  A company's 

goal for management should be to find ways to motivate the company's employees to individually 

micromanage their jobs to achieve the company's goals. While important, employee engagement 

and organizational culture do not comprise the entire picture at Tri Lake Consultants.  Companies 

well-known for their superb human resources management such as Google, Apple, Patagonia, and 

SAS are  not  successful  only  because  their  employees  are  satisfied  but  their  main  source  of  

success is their product – the services and products they offer and the needs of their customers  

that they meet.  

This brings us back to the full scope and intent of this study.  This thesis studies the two  

areas mentioned above that are identified as the most likely to improve productivity and profit at  

Tri  Lake  Consultants.   In  summary,  these  areas  are  (1)  client  satisfaction with  the  goal  of 

identifying  any  potential  to  increase  quality  of  services  offered  to  further  justify  future  rate  

increases, and (2) current and future client needs with the goal of identifying potential additional 

services that Tri Lake could offer.  
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Data Collection

Sample

Staffing in Tri Lake’s client cities is organized into tiers below the elected body of City 

Council and the Council-appointed body of Planning Commission.  Employee tiers are composed 

of  executive  level  (City  Manager,  Assistant  City  Manager,  Deputy  City  Manager),  middle 

management (Planning Manager, Economic Development Manager, Public Works Manager, City 

Engineer, etc.), supervisors and finally departmental staff.  Tri Lake currently has contracts with  

the Cities of Perris, San Jacinto, Canyon Lake, Menifee, and the County of Riverside.  From my 

meeting with the company owner, the primary clients with regards to staff time, revenue, and 

sheer number of services provided by Tri Lake are the Cities of Perris and San Jacinto.  It stands 

to reason that the Cities on which Tri Lake focuses most of its resources represent the best chance 

of most dramatically improving customer satisfaction.  Therefore, the focus of this thesis is on  

these two cities.  

In essence, Tri Lake’s “stakeholders” include the entire population and staff of the Cities  

for  which  it  works,  Tri  Lake  Consultants  employees,  and  other  consultants  and  contract 

employees that work for or with the city.  It  is infeasible and inappropriate to include in the  

survey any individual that has any  sort of tenuous connection to Tri Lake as this could number in  

the hundreds of thousands, so the members of the stakeholder group who I have determined are 

key “decision makers” – those that have frequent direct contact with Tri Lake or are impacted by  

Tri Lake’s work and that have a reasonable influence on the continuation of Tri Lake’s contract –  

constitute the respondents to the survey.  The following lists all stakeholders of Tri Lake and  

explains how the decision makers are identified from the aggregate list of stakeholders:
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City residents/businesses –  There are  100,000 residents  combined in Perris  and San 

Jacinto.   While  these  are  the  beneficiaries  of  Tri  Lake’s  work,  they  generally  have  little 

knowledge of the functions of the City Engineering department.  However, some data on resident 

satisfaction was obtained from a survey conducted by BW Research Partnership on behalf of the  

City of San Jacinto in 2009.  According to the survey of the 402 residents that responded, 77.4% 

were satisfied or very satisfied with “manag[ing] traffic congestion on city streets”, and 62.9% 

were satisfied or very satisfied with “repair[ing] and maintain[ing] local streets and roads”, which 

are  responsibilities  of  Tri  Lake for the city.   Of  these same residents,  97.7% responded that 

“repair[ing]  and  maintain[ing]  local  streets  and  roads”  was  either  extremely  important  or 

important.  “Manag[ing] traffic congestion on city streets” was not of high enough significance to 

receive mention in the survey results.   Finally,  when asked to give the “number one way to  

increase the quality of life in San Jacinto,” the second-most chosen response was “improve the 

quality of roads and other infrastructure” at  11.7%.  Overall,  the survey says that  “77.0% of 

residents are either very (31%) or somewhat satisfied (46%) with the job the city is doing to  

provide services.”  While this survey gives virtually no insight  into the details  of  Tri  Lake’s 

service quality, it does point to the fact that Tri Lake’s work is relatively important to the residents 

of San Jacinto and is on average very close to the performance of the city overall in the opinion of 

the residents.  I am unaware of any such survey conducted in Perris at this time.  While residents’  

opinions are of high importance, the vast majority does not deal with Tri Lake Consultants on a  

daily basis and also has little influence when it comes to contractual issues between Tri Lake and 

the cities.  For these reasons, city residents and businesses are not considered decision makers to 

be included in the survey for this study.
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City Council – Each city has five City Council members who are required by law to reside in the 

city and are elected by their fellow residents.  City Council members make decisions on behalf of 

the residents and hold the ultimate responsibility of entering, continuing or ending a contract with 

Tri Lake Consultants.  Since Council members are also residents who have a more proximal and 

frequent interaction with Tri Lake, they serve as excellent proxies to represent city residents in the 

survey.  This is said with one caveat.  The Council Members in San Jacinto have been in position 

for  no more  than 1.5 years  and have  had little  interaction  with or  observation  of  Tri  Lake's  

performance.  For these reasons, City Council members in Perris are considered decision makers,  

thus it is very important to include them in the survey; however City Council members in San 

Jacinto are not included in the survey.  

Planning Commission – Five to six Planning Commission members are appointed by the City 

Council and, like the Council, are required to reside within the city to be considered for their  

position.   Planning  Commission  members,  however,  only  interact  with  the City  Engineer  or 

possibly one designee of the City Engineer, at most.  This interaction generally takes place once a 

month at Planning Commission meetings which focus on only one subject: development issues.  

Since Planning Commission members do not have normal interaction and have limited interaction 

with a  narrow scope,  they  are  not  considered  decision makers  necessary of  including in  the 

survey.

City  management-level  employees –  Perris  has  roughly  15-20  management-tier-and-above 

employees while San Jacinto has only 5-10.  These employees generally interact with Tri Lake 

the most of any other stakeholders.  Management-level employees also have a significant level of 

knowledge  and  influence  over  Tri  Lake’s  contract.   In  consideration  of  these  reasons,  these 

employees  are  considered  decision  makers  necessary  of  including  in  the  survey.   These 
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employees generally attend the bi-weekly staff meeting on behalf of their department and were 

present when the surveys were introduced and distributed.  Included in Appendices A and B are 

the organizational charts showing the departmental managers for each city.  City staff, if they 

were included on the chart, would be listed below each departmental manager. 

City Staff – City staff includes all city employees below management level.  Roughly 80 staff 

members  serve  Perris  and  roughly  50  staff  members  serve  San  Jacinto.   These  employees  

typically  have  varying  levels  of  interaction  with  Tri  Lake  but  in  general,  less  so  than  

management-level  employees.   Compared  to  the  other  stakeholders,  city  staff  have  enough 

interaction and influence over Tri Lake’s contractual relationship with the cities that they should  

be considered decision makers to be included in the survey.  Their participation in the survey,  

while important, is not as meaningful as that of the management level employees.  City staff as a  

whole rarely meet in the same location at the same time and are therefore difficult to contact in 

person to distribute surveys.  For this reason, city staff are included in the survey but received  

blank surveys from their managers rather than myself meeting them in person.  City staff and  

managers both submitted surveys in the same location as the other decision makers.

Habib Motlagh – Mr. Motlagh, being the company owner and City Engineer of the cities, has  

been interviewed in person once.  This interview was used to establish the scope of the study. 

Since Mr. Motlagh is the company owner, he was not included in either the client surveys or the  

employee surveys.  Surveys were provided to Mr. Motlagh prior to distributing to the clients to 

receive  his  agreement  that  the  surveys  are  in  no  way damaging or  counterproductive  to  the 

company’s operations.

Tri Lake Consultants employees – Employees of the company are the company.  They provide 

the services and the service quality.  There are roughly 15 full time and part time employees of Tri 
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Lake, all of whom deal with most or all clients to varying degrees.  It is critical that their input on 

the quality of service, the needs of the clients, and the services of the company be analyzed to 

ascertain how well  their  responses  correlate  to the responses  of the clients.   For example,  if 

negative or no correlation exists between what the clients identify as their primary needs and 

what the employees believe are  the needs they are meeting,  then corrective measures can be 

recommended to ensure the employees understand the needs of their clients.  This same reasoning 

applies  to  quality  of  service  and  the  actual  services  themselves.   Tri  Lake  employees  are 

considered decision makers and were included in the employee survey.

Potential Clients – Due to the difficulty to establish new clientele for Tri Lake and the difficulty 

of extracting relevant information from potential clients, they are not considered decision makers  

to be included in the surveys.

Fire Department – The Fire Department is contracted to the cities by the Department of Fish and 

Wildlife.  The Fire Department does not often directly work with Tri Lake consultants and is 

infrequently impacted by Tri Lake’s work.  In light of this, the Fire Department personnel were 

not  originally  considered  decision  makers  to  be  included  in  the  surveys;  however,  the  Fire 

Department in San Jacinto was included  at the request of the City Manager of San Jacinto.

Police Department – Similar to the Fire Department, the Police Department is a contract entity, 

contracted by the Riverside County Sheriff Department.  The low level of interaction and impact  

between Tri Lake and the Police Departments of the Cities originally did not qualify the Police 

Department personnel  as decision makers  to be included in the surveys;  however,  the Police 

Departments of both Cities were included at the request of the City Managers of each city.

City Attorneys – Similar to Tri Lake Consultants,  the City Attorneys of both Perris and San 

Jacinto  are  privately-contracted  firms  who  have  little  influence  over  Tri  Lake’s  contractual  
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relationship with the city and relatively infrequent interaction with Tri Lake.  For these reasons,  

the City Attorneys were not originally considered decision makers to be included in the surveys; 

however, the City Attorney in Perris was included at the request of the City Manager of Perris.

Schools – Schools are outside entities, similar to a neighboring city or a developer in the city but 

the students and their parents are typically residents of the city.  Their opinions relating to Tri  

Lake and their interaction with Tri Lake are on the level of city residents in terms of impact on Tri 

Lake’s  contractual  relationship  with  the  city.   For  these  reasons,  schools  are  not  considered 

decision makers to be included in the surveys.

Water Department – The water department in Perris is outsourced to a private company similar 

to Tri  Lake.   For this reason,  they are  not considered decision makers to be included in the 

surveys.  In San Jacinto, the water department is housed in the Public Works department.  These 

employees are included in the decision maker category and received client surveys along with  

city staff.

Survey Procedures

Data collection involved completion of both an internal Tri Lake employee survey and a 

client satisfaction and needs survey.  In order to maintain anonymity the surveys were distributed 

to  respondents  in  a  written  format.   Participants  were  not  asked  to  reveal  their  identity.  In 

preliminary discussions with the clients, this had been voiced as the preferred method in order to 

encourage robust and truthful responses.  In order to maintain continuity between responses of all 

types of participants, a written format was used for all participants including Tri Lake employees.  

Both the client satisfaction and needs survey and the employee survey are included in Appendices  

L and M, respectively.
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The  client survey serves as an initial  needs assessment  of the functions of Tri  Lake 

Consultants and the associated impact on client satisfaction.  It contains 13 questions that use a  

Likert scale of “Satisfaction” to allow participants to rate key performance aspects of Tri Lake for 

an objective, quantitative response and 6 open-ended “free answer” questions to allow for the 

collection  of  qualitative  data  to  supplement  and  expand  on  the  Likert  scale  responses  (See 

Appendix A for a copy of the Client Satisfaction Survey).  The 13-question satisfaction section in 

Part II also records the level of importance that the individual places on each item.  This uses a 

modified Likert scale of 0 to 5 for “no importance” to “highly important”, respectively.  Surveys 

were completed anonymously and survey forms were not revealed to anyone after  they were 

submitted to minimize the risk of handwriting being recognized by a third party.   Because I 

collected responses from Perris and San Jacinto separately, I separated and tracked the city in 

which  the survey  was  completed.   Because  Tri  Lake  has  different  types  and  frequencies  of  

interaction  with different  departments  at  each  city,  it  would  have been  helpful  to  attribute  a 

specific survey to the individual who completed it.  This would have allowed me to track the 

department and the job title of the individual to place their response into that context; however, in 

order to keep the surveys anonymous, I refrained from requiring names.  I have formatted two 

questions on the client  survey to gather  some relevant  data  about  the level  of  interaction an  

individual has with Tri Lake by asking the individual how frequently he/she interacts with Tri  

Lake and how much of an impact Tri Lake’s work has on the individual’s job in his/her opinion.  

If an individual provided comments specific to his/her department and desired to attribute their 

comments to the department without divulging his/her identity, an optional line is provided at the 

end of the survey to write in the individual’s department.  Every question was carefully crafted 

because Tri Lake performs several different types of work with several different departments. 
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Asking all  the other departments to rate Tri Lake’s work that  only relates to one department  

would yield inaccurate results that are not useful.  So, the questions in Part II are crafted to apply 

to all city departments equally.

While some may argue that Part I of the client survey is subjective and that “very little”, 

for instance, has different meanings to different employees, I argue that this is exactly what is 

desired.  The goal is to gauge the client’s opinion of how much Tri Lake affects them in their job.  

While Part Ib is admittedly subjective, Part Ia objectively asks clients for an estimated frequency 

with which they interact with Tri Lake.  Taken together, the collection of client responses in this  

section gives a general idea of how much of an effect Tri Lake has on its clients overall in their  

opinion.  This helps give answers to the question “if Tri Lake modifies a service, how much will 

its clients notice?”

The format for the survey for Tri Lake Consultants employees follows the client survey 

format with a Likert scale – however the employees rate “Agreement” rather than “Satisfaction” – 

and open-ended questions for a written response. The quantitative items in Part II of the survey 

are derived from the well-known Gallup Q12 Employee Engagement survey (See Appendix B for 

a copy of the Tri Lake Quality Survey); however, the survey has been modified to meet the needs  

of this study. The qualitative responses to most of the questions in Part II are included in Part II,  

with short  answer responses  from expanded versions of the employee survey questions.  This  

survey was administered to every individual that works in the company, including myself.  The 

company owner was not asked to complete an employee survey.  Employees were given two 

weeks to complete the survey.  Because of my close proximity to employees, I regularly checked 

on the status of completed surveys and offered informal reminders to all employees to ensure all  

surveys are completed.  Surveys were completed anonymously and I have not revealed survey 
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forms to anyone after they were submitted so that handwriting cannot be distinguished.  Because 

the surveys are anonymous, Part I asks the employee to give an average amount of time he/she  

spends interacting with Tri Lake’s clients.  Part II uses 15 statements to cover work efficiency,  

employee engagement, and quality of service issues.  Employees are asked to give one of five  

responses ranging from “Strongly Agree” to “Strongly Disagree” and rate the importance they 

think each statement has to the efficiency with which they complete their jobs.  The qualitative 

section includes 11 short answer questions to probe deeper into employee responses on Part II as 

well as elicit employees’ knowledge of client needs and the services Tri Lake provides.

Survey Administration

Staff meetings at each city are held on Wednesdays.  Surveys were announced to the 

clients at a Wednesday staff meeting and departmental managers were provided with a total of 50 

surveys in San Jacinto and 55 surveys in Perris for their staff and themselves to complete along 

with  an  envelope  in  which  to  submit  the  survey  forms.   The  script  that  I  followed  when 

announcing the surveys to clients, the directions that accompany the survey, and a copy of the  

survey are included in the appendix.  Envelopes were located in Tri Lake’s mailbox at both City  

Halls for respondents to submit completed client surveys.   

Employees were each hand-delivered a hard copy of the survey.  Separate “all hands” 

meetings were held at the Perris and San Jacinto offices to distribute the employee surveys.  The 

script  that  was  followed  while  distributing  the  surveys  to  employees,  the  directions  that 

accompany the survey, and the survey are included in the appendix.

All clients and employees were provided an electronic copy of the survey in Microsoft 

Word format so answers could be typed and printed rather than filled out by hand.  This was done 

via  email.   Clients  and  employees  were  notified  that  they  had  one  week to submit  surveys. 
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Survey collection was expected to be completed within two weeks.  Two emails were sent, each,  

to  clients  and employees  separately,  to  remind both employees  and clients  to  complete  their 

surveys at days six and ten.  I acknowledge that not all client members or employees can be  

reached by email but I believe this was the most efficient way to reach the largest number of  

respondents.  I do not have regular interaction on a daily basis with the majority of clients.

One  envelope was placed outside my office door  in  the Perris  office  and one at  the 

secretary's desk in the San Jacinto office for Tri Lake employees to submit completed surveys. 

Because  I  have  constant  interaction  with  Tri  Lake  employees,  verbal  reminders  were  issued 

intermittently to employees during the two-week collection period. 

Analysis Procedures

Once  collected,  the  data  from  all  surveys  was  compiled  into  three  separate  Excel 

spreadsheets, one for each client city and for employees to be used for analysis.  The city and  

department  (if  entered)  was  recorded  for  each  client  survey.   This  raw  data  is  included  in  

Appendices I, J and K.  The data was analyzed in several ways for each client city and the Tri  

Lake employees separately.

First, all possible satisfaction level responses in Part II of the client survey from Very 

Satisfied to Very Unsatisfied were assigned a numeric value between 0 and 4, respectively.  These 

values were then applied to the actual responses received.  This allowed tabulation of average  

responses for each question across all respondents as well as ranking of survey questions and of  

individual  responses  according  to  the  highest  and  lowest  response  values  in  satisfaction  and 

importance for each question.  A “Percent of maximum 4” and “percent of maximum 5” was then 

calculated by dividing the average client  response for a particular  question by the maximum 

numeric answer.  The highest satisfaction rating of “very satisfied” equates to a 4 and the highest  
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importance rating is a 5.  The calculation of a percentage of the maximum possible response 

allows satisfaction to be directly compared to importance.  These results are shown in Appendices 

C and D.  Additionally, average overall response per respondent was also tabulated and displayed 

in Appendices F and G for clients.  The same procedures were used for Part II of the employee  

surveys that rated the respondent's level of “agreement” rather than “satisfaction”.  The employee 

results are shown in Appendices E and H.

A second analysis of the client surveys used frequency and level of interaction with Tri 

Lake (Part I on the survey) as weighting factors for the quantitative section (Part II).  That is, the  

numeric responses in Part I were added together to give a fuller picture of both the impact Tri  

Lake has on the respondent and the frequency of interaction with him/her.  Survey responses were 

then analyzed considering the “total impact” Tri Lake has on those responses.  A maximum score 

of 10 means an individual responded with a 5 for both of the questions in Part I and is therefore  

highly involved with Tri Lake.  Lower scores signify lower levels of interaction and involvement 

with Tri Lake.  Client responses were also sorted in descending order of frequency of interaction 

with  Tri  Lake  to  determine  any  trends  related  to  high  and  low average  satisfaction  scores.  

Likewise,  a similar  analysis was conducted on the Tri  Lake employee surveys,  although this  

survey only has one gauge of interaction, and that is frequency.

Two similar analyses were conducted using part Ia and Part Ib separately as weighting 

factors.   The importance scale of 0-5 required two separate versions of each of the analyses 

mentioned above.  First, an average level of importance for each question can be readily tabulated 

for the total, for each city, and for “total impact”.  

For the qualitative sections in both surveys, (Part III) the coding format of this study was 

anticipated to  utilize  pattern codes as  defined  by  Miles  and Huberman in  Qualitative  Data 
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Analysis, (Miles 57 1994) to more easily identify similar response trends among clients.  Due to 

the sparse number of qualitative responses, pattern codes are deemed unnecessary to tabulate 

frequency of responses.  Qualitative responses were grouped according to similarity and then 

counted.  Due to the low number of responses, any comments that were repeated by two or more 

respondents were deemed noteworthy for the purposes of this study. 

Results

Response Rate

The Results  section explains  and summarizes  the results  derived from the client  and 

employee surveys.  A total of 55 hard copy surveys were distributed in Perris, 50 in San Jacinto,  

and 14 to Tri Lake Employees in addition to an electronic copy of the survey that was distributed 

to all the same individuals that received the hard copy.  At the completion of the survey period, 16 

surveys were completed by Perris,  7 by San Jacinto, and 13 by Tri Lake Consultants,  which 

represents a 29%, 14%, and 93% response rate respectively.  A summary of results is provided 

below.  

Clients

The client survey results are summarized in Appendices C, D, F and G and recorded in 

full raw format in Appendices I and J.  Key observations are also discussed below.

• Average Perris overall satisfaction of Tri Lake's service is 3.4/4 or 86%. (See Appendix 

C)

• Average  San  Jacinto  overall  satisfaction  of  Tri  Lake's  service  is  3.8/4  or  94%.  (See 

Appendix D)

• San Jacinto is more satisfied than Perris, on average. (See Appendices C and D )
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• On average in Perris, the more involved with Tri Lake, the more satisfied the respondents 

were. (See Appendix C)

• Perris  was  less  involved with Tri  Lake than  San Jacinto,  on  average,  based  on both 

frequency of interaction and impact on job (the first two questions on the survey). (See  

Appendices F and G)

• In Perris, generally the least satisfied also had the lowest level of interaction, which is 

measured by frequency and impact. (See Appendix C)

• Perris rated a slightly higher average importance factor than average satisfaction. (See 

Appendix F)

• San Jacinto rated higher satisfaction than importance on average. (See Appendix G)

• Several client responses mentioned a desire for better response time from Tri Lake to 

inquiries from clients. (See Appendices L and M)

• Several client comments referenced a need to increase Tri Lake’s presence at City Hall. 

(See Appendices L and M)

• Several  client  and  employee  surveys  recommended  better  and  more  frequent 

communication with clients. (See Appendices L and M)

• Several client respondents mentioned traffic control as an area of needed improvement at  

Tri Lake. (See Appendices L and M)

• Interestingly,  most  clients  and  employees  listed  capital  improvement  project  (CIP) 

delivery as a primary function of Tri Lake and employees will attest to this being the 

primary focus within Tri Lake; however, several client surveys indicated that they do not 

think this is as important as many other functions of Tri Lake. (See Appendices L and M) 
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Tri Lake Consultants Employees

The employee survey results are summarized in Appendices E and H and recorded in full  

raw format in Appendix K.  Key observations are also discussed below.  The Results discussion 

for  the  Tri  Lake  employees  has  been  grouped  into  the  two categories  of  Human  Resources  

Management and Company Performance.

• Average employee opinion of overall  client  satisfaction of  Tri  Lake's  service and Tri 

Lake's ability to meet client needs is above 3.7/4 or 93%. (See Appendix E)

• Similar to the clients, Tri Lake employee responses with the highest importance factors 

also had higher, if not the highest, agreement ratings. (See Appendix E)

• The survey question asking employees how important the employee's job is to Tri Lake's 

mission and the questions  asking how important  the employee's  job is  to the clients' 

mission were determined to be less useful data because their relevance was determined 

by  the  corresponding  response  to  the  previous  two  questions  asking  how  well  the 

employee understands Tri Lake's mission and how well the employee understands the 

clients' mission.  (See Appendix E)

• Despite the previous observation, it should still be noted that employees overall thought 

understanding Tri Lake's and its clients' missions were among the two most important 

questions on the survey and most thought their jobs were important to these missions; 

however the two questions asking how well the employee understands Tri Lake's mission 

and  how  well  the  employee  understands  the  clients'  mission  ranked  6
th

 and  8
th

, 

respectively, out of 15 in agreement level. (See Appendix E)

• Most employees rated a higher average importance level than average agreement level 

overall. (See Appendix H)
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• The most frequent request for materials and equipment at Tri Lake was a computer with 

internet. (See Appendix K) 

• Other items requested by employees were updated manuals and standards and a plan 

scanner. (See Appendix K) 

• Several  employees  desired  to  know how to  move  up  in  the  company  (ie  education, 

experience  requirements)  while  others  requested  a  defined  path  for  promotion  at  Tri 

Lake. (See Appendix K)

• Many employees want written job descriptions and regular performance evaluations. (See 

Appendix K)

• While no two answers were the same when employees were asked what makes them feel 

respected  and disrespected  at  work,  employees  consistently  provided answers  to  this 

question. (See Appendix K)

Discussion

Recommendations and discussion of the implications of the results are discussed in this 

section.  Again, the purpose of this study is to analyze and recommend ways to improve (1) client 

satisfaction  to ultimately justify rate increases and (2) identify new or unmet client needs to  

increase  the  number  of  services  Tri  Lake  provides,  thereby  increasing  business.  While  the 

Results section was separated into Client and Employee responses, the Discussion section deals 

with analyzing the results and providing recommendations.  Ultimately, Tri Lake has no ability to 

directly modify the behavior of its clients, so its only source of change comes from within – the  

employees.  Therefore, this section focuses solely on the employees.  The section has further been 

organized into “human resources” issues and “company performance” issues.  

25



First  and  foremost  it  should  be  stated  that  the  results  of  the  study  are  overall  very 

positive.  San Jacinto's average satisfaction is higher than the importance it places on Tri Lake.  

Perris is near even between satisfaction and importance.  When all the results are considered, it is 

quite clear that Tri Lake Consultants could continue the status quo and continue to be a successful 

company.  However,  the  purpose  of  this  study  is  to  analyze  ways  Tri  Lake  can  improve  its 

performance  so as  to  provide  opportunity  for  increasing billing rates  in  the future.   As was 

mentioned earlier, the most intuitive avenue for improving Tri Lake's performance is through its  

employees.   With that  being said,  Tri  Lake's  employees had the largest  gap between the two  

survey metrics – for the employees those are agreement on the low end and importance on the 

high end.  This shows encouraging room for improvement within Tri Lake.  In other words, if Tri 

Lake  is  satisfying  its  clients  with  average  to  below  average  employee  engagement  and 

satisfaction, then the theory is that any improvements made to the employee metrics will only 

increase the satisfaction metrics of the clients.  Based on the analyses conducted and the results 

observed, the following recommendations have been generated for Tri Lake Consultants.

Company Performance

This section has a broader view of the company as a whole, how it is viewed from the  

client's side as determined by employee survey responses.

• The first item that should be addressed by Tri Lake is the communication with the client.  

This question on the client survey consistently rated lower in percent satisfaction than 

percent  importance.   Additionally,  several  (4  or  more)  client  and  employee  surveys 

recommended better  and more frequent communication with clients in the qualitative  

section.  To address this shortcoming, Tri Lake should consider distributing a regular, 

monthly newsletter to clients providing updates on projects, development, work, and light 
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personal  information  (birthdays,  employee  anniversaries  working  for  Tri  Lake,  etc.) 

regarding the Tri Lake “family” of employees.

• The most frequent request for materials and equipment at Tri Lake was a computer with 

internet.  Several  client  surveys  mentioned  the  need  for  online  services,  plans,  and 

standards.  Some of the qualitative responses from employees also mentioned the need 

for updated standards  and manuals.   Providing updated computers  and internet  has  a 

multitude of benefits.   Tri Lake staff can more easily stay in contact with clients via  

email.  Tri Lake staff can also more easily access standard plans and manuals that are 

routinely  updated  online.   Tri  Lake  staff  can  more  easily  use  current  web-based 

technology to  collaborate  with  one  another.   In  consideration  of  these  benefits,  it  is 

recommended  that  Tri  Lake  develop  a  plan  (as  determined  feasible)  to  provide  all 

employees with a computer with internet capabilities.  This recommendation will have 

the most immediate impact of any other recommendation because it automatically allows 

employees to interact with clients an a more expeditious basis.

• Because several client and employee surveys mentioned the need to improve response 

time on client requests,  Tri Lake should initiate a “24-hour minimum” response time. 

That is, all client-initiated requests must be responded to by Tri Lake within 24 hours. 

Employees  could  carbon  copy  Mr.  Motlagh  or  his  designee  on  emails  to  document 

compliance with this rule.

• Due to the diametric employee responses to importance (high) and agreement (moderate) 

in  the  questions  dealing  with  their  knowledge  of  Tri  Lake  and  client  goals  in  the 

employee survey, it is evident that employees realize a need to understand the mission 

statements  of  Tri  Lake  and  its  client  cities.   It  is  important  that  all  members  of  an  
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organization understand the underlying mission of the organization.  The mission then 

becomes something that congeals the individual members into a single unit, a team that 

overlooks day-to-day differences and optimally runs in the same direction to achieve that  

mission.  Tri Lake employees should be educated on each client’s mission statement as  

well as Tri Lake’s own mission statement.  This could be done in a written memorandum 

to all employees that briefly explains the need and importance for Tri Lake to be in sync 

with its clients and then states each client’s mission statement.  The memorandum should 

also explain how these statements correspond with Tri Lake’s mission statement, at which 

point Tri Lake’s mission statement should also be written and explained.

• Several client comments referenced a need to increase Tri Lake’s presence at City Hall. 

The most imminent competition of Tri Lake is the internal City Engineering department,  

which would presumably be located in City Hall.  It is Tri Lake’s duty to fulfill the role of 

the typical in-house Engineering Department and as such, a concerted effort at Tri Lake 

should be undertaken to meet the clients' desire in that regard.  

• Since  higher  interaction  and  involvement  with  client  staff  generally  yielded  higher 

satisfaction  results,  it  stands  to  reason that  Tri  Lake  should make  a  general  point  to 

involve itself more with all client staff and make a conscious effort to update clients on 

the activities of the Engineering Department to allow client staff to feel more involved 

and impacted by Tri Lake.

• Tri Lake should update its webpage within each client city's website to provide links to 

the  frequently-used  standards  and  manuals  for  greater  dissemination  to  clients  and 

developers, as was specifically requested in some client qualitative responses.
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Human Resources Management

This section deals with issues and recommendations that specifically address conditions 

working within Tri Lake.

• Tri Lake should perform at least semi-annual performance reviews with each employee. 

The more frequent the formal reviews, the more benefit Tri Lake will realize from more 

informed  and  self-aware  employees  regarding  their  performance  and  the  company's 

expectations of them.  Since Tri Lake has a relatively flat structure and few employees,  

these reviews should be conducted privately, face-to-face, by the company owner.  The 

benefit of this is that employees are routinely updated on their performance and a routine 

dialogue between Tri Lake and its employees can help manage inefficiencies and correct  

lingering problems that have no other mode of being addressed currently.

• Several employees expressed a desire to receive verbal feedback on their work.  While 

negative feedback should always be handled privately and often in a face-to-face format, 

there are a multitude of ways to provide positive feedback.  The following is a suggestion 

rather  than  a  recommendation:  The  company  owner  can  issue  personalized  cards  at 

certain times of the year, such as Christmas, which point out specific incidents in which 

that  employee exceeded expectations  during the previous time period.   Something in 

writing can always be viewed at  a later  date,  so it  adds value compared to a verbal  

comment.

• Supervisors and/or project leaders need to make a concerted effort to recognize excellent  

work by employees.  This can be done on an informal basis, verbally.

• Another  option  for  positive  feedback  would  be  during  a  suggested  post-project 

debriefing.  Currently no such meeting exists, but in order to assess the weaknesses and  
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strengths experienced during a particular project, a debriefing meeting with all project 

team members should be held.  The project manager should take particular care to give 

positive feedback to each team member during this meeting.  The meeting will also serve 

to create a more cohesive unit where team members understand each other and how to  

work together more efficiently on future projects.

• Employees responded consistently to the qualitative question on what makes them feel 

respected and disrespected at work.  While answers varied and no single answer was 

mentioned by two or more employees, the answers can be generalized by the statement 

“courteousness  constitutes  respect,  discourteousness  constitutes  disrespect.”   It  is 

suggested that the quantitative results of the employee survey be posted where employees 

can view them and a list of the specific  employee responses for “respect” be included 

with the results.  The point of this is positive reinforcement – employees will see their 

own answers have been recorded,  signifying acknowledgement of their  response,  and 

they will view what other employees view as demonstrating respect.  This exercise is less 

important for the “disrespect” responses – as this may alienate those who did not want  

their  negative responses to be shared with others.   While employee responses do not 

express a dire need to overhaul the professional etiquette within Tri Lake, a memorandum 

entitled “The Rules of Workplace Etiquette” could be distributed to all employees that 

addresses  the negative  “disrespect”  responses.   Employees  could  have  the  chance  to 

comment on this memorandum, at which point a final memorandum revised according to 

employee comments would be distributed and entitled “Tri Lake’s  Rules of Workplace 

Etiquette”.
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• Tri  Lake  should  provide  a  list  of  standard  job  titles  and  the  associated  minimum 

requirements to employees.  Because this action would be retroactive, employees should 

be  engaged  in  creating  the  definition  of  their  jobs.   This  creates  acceptance  and 

commitment to that job description that they, themselves, helped define.

• Several (4 or more) employee surveys mentioned the need for monetary compensation 

and  rewards  for  above-average  work.   While  this  type  of  answer  can  typically  be 

expected to a certain extent, the frequency was high for this response.  This issue requires 

a further in-depth study within Tri Lake to determine whether increased pay will increase 

performance.

Conclusion

Limitations of the Study

While the surveys generally yielded extremely useful results, some improvements could 

be made to the format and methods of both client and employee surveys.  The following is a 

discussion of the improvements that have been noted.

• The low response rate from the clients causes a low confidence level in the results being 

an accurate representation of the total client population.  Additionally, the low number of 

completed surveys in San Jacinto may affect the overall results because it may be too 

small of a sample size to fully represent the San Jacinto staff population.

• Some surveys were turned in incomplete or incorrectly completed.  Due to the relatively 

low response rate overall, no surveys could be thrown out as may be done with larger 

survey samples.  So, a method for analyzing and categorically including or excluding 

quantitative “non responses” was necessary.  To reduce the effect of a non response, non 

responses were simply excluded in the calculation of averages.
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• The surveys could be considered biased because only clients who were happy with Tri 

Lake may have seen fit to respond.

• Police and Fire Departments staff at both client Cities as well as the City Attorney for 

Perris  participated  in  the  survey  although  they  are  not  directly  clients  of  Tri  Lake 

Consultants.

Value of the Study

The immediate value of this study is in the assessment that was done of current client 

satisfaction which shows that Tri Lake's largest two clients are generally more than satisfied with 

the company's ability to meet their needs.  The ultimate value will be determined by Tri Lake's 

ability to make changes within to justify increases in billing rates in the future.   The value is 

admittedly rather intangible.  Tri Lake may very well be able to increase rates under the current  

status quo.  However, on a broader level these recommendations will ultimately make Tri Lake a 

better company.  A company where, ideally, clients are so pleased with Tri Lake's performance 

that they recommend Tri Lake to new clients and do not hesitate to approve a reasonable request 

to increase billing rates, where employees are so pleased with their jobs that Tri Lake receives  

resumes from top-notch talent in its industry, and where management consists of little more than 

providing a vision and employees have the motivation to achieve that vision.  This study provides  

recommendations but it implies a new state of mind for Tri Lake where its constant effort to  

provide quality service does not stop at the conclusion of this study.

Future Research

The survey study conducted and explained above yielded much in the way of conclusive,  

useful results.  Many insightful responses were given by both client and employee respondents. 

Several recommendations to the company, Tri Lake Consultants, were derived from the results  
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and the intent was to provide a deeper understanding of the client as well as the company, itself. 

However,  it  is  duly noted  that  there  is  room for further  in-depth  study to provide a  farther-

reaching understanding of the individual departments both at the client cities and within Tri Lake 

Consultants.  

Since the client surveys were anonymous, written, and half quantitative, a more in-depth 

exercise  could  be  performed.   This  could  possibly  take  the  form  of  in-person  individual 

interviews  or  a  focus  group.   Specific  topics  could  include  elaborating  on  most  frequent 

complaints or responses received from client surveys, among other topics.  The more in-depth 

format of a face-to-face interview could yield very useful and specific results, not to mention the 

fact that attributing a response to a specific individual adds valuable context to the responses. 

Finally, a similar set of surveys as were conducted in this study should also be completed in a few 

years as an assessment of Tri Lake after implementing the recommendations of this study.  Any 

reassessment could warrant further changes in service quality which would then warrant another 

post-change set of surveys.  The premise being that a company must constantly assess itself to 

continually succeed.
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Appendix B City of San Jacinto Organizational Chart
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Appendix C: Perris

Average Satisfaction vs Average Importance per Survey Question

Question Satis Rank Satisfaction Imp Rank Importance

1 3.813 95.3% 6 4.600 92.0%

2 3.688 92.2% 5 4.667 93.3%

3 3.563 89.1% 2 4.733 94.7%

4 3.500 87.5% 6 4.600 92.0%

4 3.500 87.5% 1 4.800 96.0%

6 3.400 85.0% 8 4.467 89.3%

7 3.375 84.4% 2 4.733 94.7%

7 3.375 84.4% 12 4.067 81.3%

7 3.375 84.4% 2 4.733 94.7%

Making your job easier 7 3.375 84.4% 12 4.067 81.3%

11 3.313 82.8% 11 4.200 84.0%

Delivering CIP projects 12 3.200 80.0% 10 4.333 86.7%

13 3.188 79.7% 9 4.357 87.1%

Averages: 3.436 85.9% 4.489 89.8%

Notes: 

1. Grading Scale for Satisfaction: 4 = Very Satisfied

3 = Satisfied

2 = Neutral

1 = Dissatisfied

0 = Very Dissatisfied

As a % of 

max. 4

As a % of 

max. 5
Being pleasant to interact with and work 

with 

Upholding the goals and mission of the 

City

Representing the City positively to 

the public
Being receptive and adaptable in 

working with your department

Performing the services overall of a 

City Engineering Dept.

Providing Engineering perspective to 

City issues

Providing timely responses to your 

questions/problems/needs
Contacting you and showing our faces 

around City Hall

Meeting the Engineering Dept. needs 

of City residents and businesses

Applying the appropriate technology in 

our work with you 

Keeping City staff and residents 

updated on Engineering Dept. work

2. “As a % of max...” is used to put both Satisfaction and Importance in terms of the total possible for each, i.e. % of 4 for 

Satisfaction and % of 5 for Importance.  This allows both metrics to be compared to one another.

improvement.
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Appendix D: San Jacinto

Average Satisfaction vs Average Importance per Survey Question

Question Satis Rank Satisfaction Imp Rank Importance

1 4.000 100.0% 1 5.000 100.0%

1 4.000 100.0% 1 5.000 100.0%

3 3.857 96.4% 7 4.500 90.0%

3 3.857 96.4% 1 5.000 100.0%

3 3.857 96.4% 4 4.833 96.7%

3 3.857 96.4% 4 4.833 96.7%

3 3.857 96.4% 6 4.667 93.3%

Making your job easier 3 3.857 96.4% 10 3.833 76.7%

9 3.714 92.9% 7 4.500 90.0%

Delivering CIP projects 10 3.571 89.3% 12 3.000 60.0%

10 3.571 89.3% 10 3.833 76.7%

10 3.571 89.3% 9 4.333 86.7%

10 3.571 89.3% 9 4.333 86.7%

Averages: 3.780 94.5% 4.436 88.7%

Notes: 

1. Grading Scale for Satisfaction: 4 = Very Satisfied

3 = Satisfied

2 = Neutral

1 = Dissatisfied

0 = Very Dissatisfied

As a % of 

max. 4

As a % of 

max. 5
Being pleasant to interact with and work 

with 

Being receptive and adaptable in 

working with your department

Providing Engineering perspective to 

City issues

Providing timely responses to your 

questions/ problems/needs

Representing the City positively to the 

public

Upholding the goals and mission of the 

City

Performing the services overall of a 

City Engineering Dept.

Meeting the Engineering Dept. needs of 

City residents and businesses

Contacting you and showing our faces 

around City Hall

Applying the appropriate technology in 

our work with you 

Keeping City staff and residents 

updated on Engineering Dept. work

2. “As a % of max...” is used to put both Satisfaction and Importance in terms of the total possible for each, i.e. % of 4 for 

Satisfaction and % of 5 for Importance.  This allows both metrics to be compared to one another.

improvement.
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Appendix E: Tri Lake Consultants Employees

Average Agreement vs Average Importance per Survey Question

Question Agree Rank Agreement Imp Rank Importance

1 3.727 93.2% N/A N/A N/A

1 3.727 93.2% N/A N/A N/A

3 3.538 88.5% 3 4.769 95.4%

3 3.538 88.5% 1 4.846 96.9%

3 3.538 88.5% 6 4.692 93.8%

6 3.385 84.6% 1 4.846 96.9%

7 3.273 81.8% 5 4.750 95.0%

8 3.231 80.8% 8 4.462 89.2%

8 3.231 80.8% 3 4.769 95.4%

10 3.077 76.9% 10 4.308 86.2%

11 3.000 75.0% 9 4.385 87.7%

11 3.000 75.0% 7 4.583 91.7%

13 2.538 63.5% 12 4.000 80.0%

14 2.462 61.5% 10 4.308 86.2%

15 2.308 57.7% 13 3.923 78.5%

Averages: 3.172 79.3% 4.511 90.2%

Notes: 

1. Grading Scale for Agreement: 4 = Strongly Agree

3 = Agree

2 = Neutral

1 = Disagree

0 = Strongly Disagree

As a % of 

max. 4

As a % of 

max. 5

Tri Lake delivers an appropriate level of 

service quality to its clients overall

Overall, Tri Lake meets its clients’ 

needs for a City Engineering dept.

I understand my job duties/tasks and 

what is expected of me at work

My work is important to Tri Lake’s 

mission

My work is important to our clients’ 

mission

I understand Tri Lake’s mission and 

goals

My fellow employees are committed 

to doing high quality work.

At work, I have the opportunity to do 

what I do best every day

I understand our clients’ mission and 

goals

At work, my opinions seem to count    

     

My professional development is 

appropriately encouraged at work

I feel respected at work                         

      

I receive appropriate feedback on my 

work and/or my progress at work

I have the materials and equipment I 

need to do my work efficiently

I receive recognition at work for a job 

well done

2. “As a % of max...” is used to put both Agreement and Importance in terms of the total possible for each, i.e. % of 4 for 

Satisfaction and % of 5 for Importance.  This allows both metrics to be compared to one another.

3. RED font indicates % Agreement that is lower than % Importance.  Items in red are considered areas in need of 

improvement.
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Appendix F: Perris

Frequency and Impact vs Average Satisfaction and Importance per Survey Response
Respondent ID #: 3 5 10 8 13 1 16 2 9 14 12 6 7 4 11 15 Avg Comments

4.000 4.000 4.000 3.923 3.769 3.692 3.615 3.462 3.462 3.462 3.385 3.308 3.091 3.000 2.462 2.308 3.434

1 1 1 4 5 6 7 8 8 8 11 12 13 14 15 16

5.000 5.000 4.538 4.846 5.000 5.000 NR 3.769 4.769 4.846 5.000 4.154 4.333 3.769 3.000 4.308 4.489

1 1 9 6 1 1 16 13 8 6 1 12 10 13 15 11

4 2 2 3 3 5 NR 1 NR 1 3 4 4 2 2 1 2.643

3 5 3 3 4 4 NR 3 NR 3 3 5 3 3 2 3 3.357

7 7 5 6 7 9 NR 4 NR 4 6 9 7 5 4 4 6.000

Avg. Satisfaction 

Response

Avg. Satisfaction 

Ranking

Avg. Importance 

Response

Avg. Importance 

Ranking

Frequency of Interac-

tion with Tri Lake

Closer to Weekly than 

Monthly

Tri Lake's Impact on 

Your Job

Closer to Some Effect than 

Much Effect

Sum of Impact and 

Frequency
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Appendix G: San Jacinto

Respondent ID #: 5 6 3 4 2 1 7 Avg Comments

4.000 4.000 3.923 3.923 3.846 3.692 3.077 3.780

1 1 3 3 5 6 7

4.231 4.538 4.769 NR 4.769 4.000 4.385 4.449

5 3 1 7 1 6 4

4 3 NR 4 4 NR 4 3.800

3 3 NR 4 4 NR 5 3.800

7 6 NR 8 8 NR 9 7.6

Frequency and Impact vs Average Satisfaction and Importance per Survey 
Response

Avg. Satisfaction 
Response

Avg. Satisfaction 
Ranking

Avg. Importance 
Response

Avg. Importance 
Ranking

Frequency of Interac-
tion with Tri Lake

Closer to Several Times per 

Week than Weekly

Tri Lake's Impact on 
Your Job

Closer to Much Effect than 

Some Effect

Sum of Impact and 
Frequency
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Appendix H: Tri Lake Consultants Employees

Frequency of Client Interaction vs Average Agreement and Importance per Survey Response
Respondent ID #: 6 7 4 12 3 1 10 2 13 5 9 11 8 Avg Comments

3.667 3.462 3.385 3.385 3.308 3.231 3.231 3.091 3.077 3.000 3.000 2.385 1.923 3.088

1 2 3 3 5 6 6 8 9 10 10 12 13

4.692 4.154 4.769 4.154 4.692 4.923 4.154 4.091 4.846 4.769 4.000 5.000 4.308 4.504

6 9 4 9 6 2 9 12 3 4 13 1 8

5 5 4 NR 4 2 3 5 NR NR NR 5 1 3.778

Avg. Agreement 
Response

Avg. Agreement 
Ranking

Avg. Importance 
Response

Avg. Importance 
Ranking

Frequency of Interac-
tion with Clients

Closer to Daily than Several 

Times per Week
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Appendix L

Client Survey and Introductory Script
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Appendix M

Tri Lake Consultants Employee Survey and 

Introductory Script
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