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Addendum: Consciousness Survey of Government Employees in Each Country

(1)  The USA

A.  Overview of the Survey

In the USA, the Federal Employee Viewpoint Survey, for which the Office of Personnel Management 

(OPM) is responsible, is conducted by each federal agency every year, targeting federal government employees. 

The purpose of the survey is to conduct research into employees’ levels of satisfaction with their working 

environment, organization and immediate superiors; to measure employee engagement (which is defi ned by OPM 

as an employee’s sense of purpose that is evident in their display of dedication, persistence and effort in their work 

or overall attachment to their organization and its mission, while engagement is feeling involved in and enthusiastic 

about work, and connected with coworkers and superiors) based on the survey results; and to improve the 

performance of the entire organization and provide the public with the best service.

Since 1979, when the employees’ viewpoint survey was conducted for the fi rst time, the survey has been 

conducted with similar content, though the name and the interval of implementation were slightly changed over 

time. In 2004, the survey became statutory, requiring each department or agency to implement it once a year. In 

2010, the name was changed to the current one, “Federal Employee Viewpoint Survey.” 

The questionnaire of the survey in 2016 was made up of six items, namely 1) my work experience, 2) my 

agency, 3) my superior, 4) leadership, 5) my satisfaction (with duty, organization, payment and workplace 

environment), 6) work/life programs, comprised of 84 questions. Among them, 45 questions were the statutory 

questions that should be asked every year and the remaining 39 questions were made by the team which was 

responsible for the survey at OPM.

407,789 employees responded to the survey out of the 889,590 to whom it was sent, for a response rate of 

45.8%. By organization size, the average response rate of the agencies with more than 75,000 employees was 

44.1%, which was below the average, while that with less than 75,000 employees was higher than 60%. 

The OPM provided a guide book describing the purpose, signifi cance and methodology of the survey to 

raise awareness among employees through the responsible offi cers in each agency. In addition to this, the OPM 

made an effort to increase the response rate by issuing a message before starting the survey, seeking understanding 

and cooperation from all employees and employee unions. Furthermore, the OPM is considering a substantial 

reduction in the number of the statutory questions from the current 45 in order to reduce the burden on the 

employees responding to the survey. 

B.  Analysis of Survey Results

The survey in 2016 found that 65% of employees had high employee engagement in the organization 

(employee engagement score) and that smaller organizations showed higher scores.

According to the OPM, major factors infl uencing employee engagement include timely and constructive 

feedback, communication at the workplace, opportunities for capacity building, fair and highly transparent 

management and measures for work-life balance, all of which are common to employees in general irrespective of 

            



― 67 ―

their age, job category and position level. 

OPM provides the results of the survey to each agency. Each agency decides to what level, such as bureau, 

department, section or team, the results are fed back, depending on its policy. In each agency, the officers 

responsible for the survey arrange opportunities to discuss the issues in the areas showing lower scores and draw 

up improvement plans cooperating with the human resource bureau and executive officials. They also have 

dialogues between executive offi cials and employees on a regular basis.

Accordingly, if organizations prioritize the results of employees’ viewpoint surveys and actively make 

efforts to improve the situation, that can help employees recognize that their opinions indicated in the survey are 

highly regarded. This will increase employees’ trust for their organization, and consequently, employee engagement 

is expected to improve. As for executive offi cials, the performance of their own section, whether good or bad, 

affects their performance evaluation. Therefore, this helps to increase executive offi cials’ intention to understand 

subordinates’ viewpoints and needs based on the survey results and to improve the working environment also for 

the purpose of maximizing subordinates’ motivation and abilities.

Each department or agency is taking various measures utilizing the survey results, which also signifi es that 

the usability of the survey is widely acknowledged. On the other hand, the departments with a response rate below 

50% have some negative views towards fully refl ecting the survey results on the department’s measures, citing their 

low response rates. In addition, the whole process from the feedback of the survey results, to the development/

implementation of action plans for improvement and the evaluation of implementation results requires a certain 

amount of time. Therefore, there are some who are of the opinion that it would be effective to carry out the survey 

every three years or so instead of once a year.

C.  Usage of Survey Results

Recruitment/securing of excellent employees, who can contribute to the improvement of an organization’s 

performance, is an urgent issue for the federal government as a whole. Each department or agency needs to provide 

a working environment that enables competent employees with high-level engagement (engaged workforce) to 

fulfi ll their abilities to the fullest, with the aim of retaining such employees in the organization for a long time. 

Thus, efforts to understand how many competent employees are working in the organization and to create an 

attractive workplace to increase the proportion of such employees are deemed to be effective, including the 

purpose of recruiting and securing competent human resources.

Executive offi cials and senior-level managers (Senior Executive Service) are expected to be responsible for 

improving employee engagement in organizations, which is also included in the performance evaluation items. 

These senior leaders are required to create a workplace culture that enhances employee engagement, and actively 

develop improvement plans for the areas showing low employee engagement scores.

In collaboration with the Offi ce of Management and the Budget and the Presidential Personnel Offi ce, the 

OPM has been making efforts to promote the engagement improvement strategy of each agency through inviting 

representatives from these agencies to the White House to provide them with an opportunity to share best practices.
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Based on the survey results, the Department of State is working hard on measures for work-life balance, 

which are likely to signifi cantly infl uence the employee engagement score, the enhancement of opportunities for 

capacity building and the securing of transparent performance evaluation. With regard to measures for work-life 

balance, the department improved the care service program for sudden injuries or illnesses to employees’ 

dependents; developed new breast-feeding rooms; and launched a voluntary system, which each department and 

agency can choose to establish, into which employees can donate annual paid leave (paid leave bank). Additionally, 

ensuring transparency in performance evaluation and building employees’ trust in executive officials are also 

effective for the improvement of employee engagement. Therefore, the Department of State pays attention to this, 

for instance through arranging meetings with superiors at the next level above employees’ immediate superiors in 

addition to those with their immediate superiors.

Following an analysis of the survey results, the Department of Commerce and the Department of Interior 

develop action plans over one or two years and implement improvement plans mainly in the areas showing lower 

employee engagement scores. The Department of Commerce designates five core values, namely leadership, 

integrity, teamwork, expertise and work-life balance, and sets a goal for each value, as well as formulating concrete 

measures to attain the goals. Based on the survey results, the Department of Interior designates at least three areas 

to reinforce employee engagement and creates evaluation indicators and incorporates them into the performance 

goals of executive offi cials and Senior Executive Service. The progress of the action plan is reported to executive 

offi cials once a quarter. 

(2)  The United Kingdom

A.  Overview of the Survey

Every year since 2009 in the United Kingdom, the Civil Service People Survey has been conducted, which 

is a standardized employees’ consciousness survey targeting all departments and agencies, with the aim of 

improving organizational performance and staff well-being by measuring employee engagement (to see if 

employees are committing to their organization’s goals and fi nd their work challenging and rewarding) and taking 

actions based on the results. 

In the survey conducted in 2016, 98 institutions participated. Among the survey target of 431,706 persons 

(covering 99% of civil servants), 279,708 persons responded to the survey, and this was an overall response rate of 

65%.

The questionnaire for the 2016 survey included 17 items and 73 questions, such as 1) My work, 2) 

Organizational objectives and purpose, 3) My manager, 4) My team, 5) Learning and development, 6) Inclusion 

and fair treatment, 7) Resources and workload, 8) Pay and benefi ts, 9) Leadership and managing change, and 10) 

Engagement. In addition to them, the questions relating to employees’ levels of well-being constituted the 

questionnaire. Since the start of this survey in 2009, no signifi cant change has been made in the core questionnaire. 

Meanwhile, the survey in 2017 is expected to see change in the question items with a view of coping with the 

changes in the Civil Service and needs for duties as well as streamlining the questionnaire. 
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B.  Analysis of Survey Results

On the government website, the Cabinet Offi ce, which coordinates the survey, posts the survey results of 

the civil service as a whole and summary scores of all participating organizations along with the analysis of 

correlation between employees’ attributes etc. and the employee engagement scores.

The employee engagement score of all civil servants computed from the survey results in 2016 was 59%. 

The highest score was 74% in Her Majesty's Treasury, and the lowest score was 45% in the Department of Health.

The Cabinet Office conducts interviews with the teams which continuously maintain high employee 

engagement scores and with the teams that remarkably improved the scores in order to understand and analyze the 

actions taken in such teams to generate engagement. According to the Cabinet Offi ce, the teams showing high 

scores have eight points in common: 1) Leaders who welcome feedback, 2) Prioritise feedback, involvement and 

consultation, 3) Encourage creativity and innovation, 4) Make time for frontline exposure, 5) Challenge negative 

behaviours, 6) Support fl exible working approaches, 7) Create time for people to talk, and 8) Take action on survey 

results. The Cabinet Offi ce posts these eight points as well as the actions taken in the teams on the government 

website to help managers and leaders at each workplace in the Civil Service to get a hint for improving employee 

engagement. 

The merits of implementing the survey in the standardized procedures for all ministries include that the 

cost can be cut more substantially than implementing surveys by individual organizations. Additionally, data, 

which can be used for cross-departmental comparison and chronological comparison, can be obtained for the 

purpose of improving organizational performance.

C.  Usage of Survey Results

The survey results are used for examining personnel policies, such as the strategy to promote diversity and 

inclusion as well as the personnel policy measures against discrimination, bullying and harassment. For instance, 

comments fi lled in the free-answer box by employees with disabilities were provided to the division in charge of 

the measures for persons with disabilities and used for the consideration of their policy.

Moreover, in the fi eld of personnel management, the performance evaluation sheet of Senior Civil Service 

(executive civil servants at the section chief level and above of each department/agency totaling approximately 

5,000 persons) should contain the latest employee engagement score of the team which they are supervising. In 

addition, the results are often used as a measurement indicator to evaluate performance of Permanent Secretaries.

Furthermore, some departments used the results for the reference materials to study the ideal state of 

personnel evaluation system, to consider training programs for managerial personnel and to examine 

countermeasures against harassment/discrimination in their departments.

Since the results of individual teams in the workplace, such as a section, are fed back to each team 

(approximately 10,000 teams in total), employees at all levels, not managerial personnel alone, are starting to make 

efforts to improve their employee engagement scores. Senior Civil Servants, in particular, are aware of the survey 

implementation status and often feel considerable pressure because the survey results of their teams which they 
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manage may affect their performance evaluation.

(3)  Germany

A.  Overview of the Survey

The federal government of Germany does not implement a standardized employees’ consciousness survey 

targeting all ministries. However, as part of the measures responding to a demographic change in the entire society, 

efforts are also being made to enhance attractiveness of the workplace in public service with the aim to secure and 

retain excellent human resources and to maintain employees’ ability to perform duties. Defining the attractive 

workplace as a place where employees can engage in challenging and rewarding work with insight into capacity 

building in accordance with a life stage and they can realize work-life balance, the government is promoting 

measures related to employees’ health management, maintenance/improvement of expertise and motivation, and 

improvement of working conditions.

It is encouraged to conduct an employees’ consciousness survey (Mitarbeiterbefragung) as an approach to 

analyze current situations prior to taking concrete measures for health management. In fact, however, improvement 

measures for organization/personnel administrations are formulated and implemented in accordance with the 

circumstances of each ministry. Therefore, everything including whether or not to implement an employees’ 

consciousness survey and the content as well as the target of the survey, is left to the judgement of each ministry.

For instance, the Federal Ministry of the Interior conducted a survey in 2014 targeting all employees with a 

view of managing employees’ health and enhancing employees’ satisfaction levels and motivation, and 64% of the 

employees responded to the survey. The Federal Ministry for Food, Agriculture and Forestry (the Ministry of Food, 

Agriculture and Consumer Protection at that time) carried out a survey in 2009 targeting all employees focusing on 

mental health, and roughly 60% of the employees participated in the survey. Later, the same survey was conducted 

in 2012 as well. 

A certain period of time is required for a series of processes from survey planning and implementation, and 

evaluation/analysis of survey results to development/implementation of the measures. Therefore, the Federal 

Ministry of the Interior, which is responsible for the public employee system, encourages each ministry to conduct 

the survey at least once every four years. 

B.  Analysis of Survey Results

Based on the survey results, the Federal Ministry of the Interior and the Federal Ministry for Food and 

Agriculture identify the areas where measures should be taken and then conduct a meeting to discuss the measures, 

if necessary, for the purpose of performing a deeper analysis. 

The Federal Ministry of the Interior, for example, found it necessary to take measures for communication, 

such as instruction from managerial personnel, health management, assigning tasks/organization management and 

work-life balance. Then, the ministry organized two types of task forces highlighting responsible duty performance 

and work-life balance. If a need for addressing issues is identifi ed separately in a specifi c bureau, the relevant 
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bureau is to take the measures.

Meanwhile, the Federal Ministry for Food and Agriculture identifi ed health management, instruction from 

superiors, work-life balance, capacity building and organization management as the fi ve important areas where 

measures need to be taken. Then, a workshop took place concerning instruction from superiors. For the remaining 

four areas, a meeting for each area was held by the employees to discuss the measures.

C.  Usage of Survey Results

The survey results and their analysis are utilized as the foundation for developing concrete measures as 

follows.

The Federal Ministry of the Interior provided managerial personnel of all sections with either feedback on 

the survey results or team coaching as the measure to improve communication. Besides, the ministry decided to 

give more consideration to duty allocation so that employees at each position level are assigned with demanding 

and challenging duties in accordance with their abilities or qualifi cations to enable them to accumulate various 

experiences. In addition, the ministry expanded opportunities for promotion and training for the employees at the 

unit chief level. With regard to work-life balance, the ministry encourages employees to use the supportive measure 

for balancing work and family life, and at the same time, conducts discussions within a team and interviews with 

employees in each bureau, aiming at gaining understanding of the employees who do not utilize the measure.

The Federal Ministry for Food and Agriculture took measures, including implementation of the executive 

meeting focusing on instructions from managerial personnel and capacity building, revision of the personnel 

evaluation guidelines to expand the evaluation of managerial personnel’s social ability and management ability, 

implementation of the seminar for managerial personnel with the theme reflecting the survey results in detail, 

identifying and expansion of training demand; and establishment of a childcare center at the HQ in Berlin.

(4)  France

In France, an employees’ consciousness survey is not conducted by the personnel authorities as is done in 

the USA, UK and Germany. 

In France, labor unions mainly play a role to express opinions on behalf of employees. If employees are not 

satisfi ed with their working conditions or management, their opinions are conveyed to the authorities concerned 

through the labor union. Therefore, the necessity of carrying out the survey is not recognized in the country. 

The survey is not implemented partly because there is a concern that the union representativeness would be 

questioned and furthermore the raison d'etre of labor unions itself may be called into question if the personnel 

authorities conduct a survey of all employees.

(5)   Report of the Organisation for Economic Co-operation and Development (OECD)

A.  Background of the Report

The OECD overviewed the human resource management (HRM) cost-cutting measures in OECD countries 
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and its implication on work intensity, stress, behavior and attitudes of public employees. In addition, the 

organization compared and analyzed the employees’ consciousness surveys conducted in OECD countries and 

compiled the results in a report “Engaging Public Employees for a High-Performing Civil Service,” which was 

unveiled in 2016. The report pointed out that performance, motivation and securing of long-term labor forces of 

public employees might be infl uenced by the HRM cost-cutting measures taken in the OECD countries in the wake 

of the 2008 global financial crisis. Under such circumstances, many countries are making efforts to improve 

organization’s performance, leadership and quality of the workplace from the employees’ viewpoint through 

conducting an employees’ consciousness survey. 

B.  Implementation Status of the Employees’ Consciousness Survey in OECD Countries

The OECD gained an understanding of the status of employees’ consciousness surveys in member countries 

through “Survey on Strategic Human Resource Management in Central/Federal Governments of OECD Countries,” 

which was conducted in 2016. As a result, the OECD found that 32 among 39 countries (regions) of the survey 

target were conducting the employees’ consciousness survey, and 21 among them were implementing the 

standardized survey common targeting all ministries and offi ces.

C.  Items Common to All Countries (Regions)

The major factors of the employees’ consciousness survey, which are common in many countries (regions), 

include the following.

The survey is regularly conducted online aiming at strengthening the culture of leadership and 

collaboration, which is required to foster performance at an individual level as well as an organizational level, and 

for an attractive and competitive employer. The survey results are used to reinforce responsibility and capacity at 

the management level in addition to the management of diversifying employees.

D.  Usage for Securing Human Resources

The OECD countries are expected to deliver citizen-oriented administrative service effectively and 

effi ciently. On the other hand, as stated before, these countries cut personnel expenses and face problems, such as 

organizational downsizing and remuneration gap with the private sector. Under such circumstances, it has become 

more important for the public service to attract and recruit appropriate personnel.

Particularly the newest generation of employees has a clear vision and targets for their professional career 

and the willingness to work hard, but emphasizes work-life balance, some autonomy in their working life, and 

results of their work. 

In the light of these circumstances in the countries, the OECD recognizes that by improving engagement 

through better leadership and management, and a more fl exible and individualized HRM, public organizations can 

create the conditions to attract and retain human resources to build the public workforce needed in the future. 
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E.   Usage of the Results of Employees’ Consciousness Survey for Enhancement of Employee 

Engagement

Employees’ engagement can be measured and defi ned in very different ways among countries. Common 

practices can be observed, such as regular implementation of the employees’ survey, feedback of survey results to 

managers, and follow-up processes owned by the individual managers, with some specialist support. In addition, 

the measures taken in the cases showing improvement in engagement include clear commitment from the top of 

the organization, improved communication between employees and managers, introduction of the processes that 

enable employees to actively contribute ideas to the improvement of their workplaces, organizational supports for 

follow-up by managers, and holistic and forward looking HRM policies.

            




