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HUMAN RESOURCES  
Building and Maintaining a Productive Workforce,  

the Lifeblood of an Organization 
 

 

SUMMARY 

 

The 2019/20 Monterey County Civil Grand Jury elected to investigate what progress 

had been made on implementation of the 2006/07 Civil Grand Jury’s report 

recommendation to re-centralize some of the County’s HR (Human Resources) 

functions in light of a decentralization effort that took place in the early 2000s. Focus 

was placed on the recruitment function because the 2006/07 Final Report 

recommended that the recruitment function be kept in each department. 

 

The 2019/20 Civil Grand Jury found that the recruitment function was not operating at 

an optimal level in either the centralized or decentralized departments. The staff in 

these departments should be assessed for skill level and classification and 

rebalanced among the departments in order to provide optimal recruitment for the 

County. In addition, it may be necessary to add additional personnel positions. The 

Compensation Philosophy used by the County for classification and salary levels, last 

revised in 1989, must be updated in order to keep the County in a competitive 

position in the area of recruitment and retention, especially in the recent pre-covid 19 

environment of low unemployment. In addition, critical employee positions should be 

identified, and hiring and referral bonuses made available. Lastly, a viable Learning 

and Organizational Development Division should be reestablished. 

 

BACKGROUND 

 

Today, Monterey County’s human resource (Human Resources) function is partly 

decentralized. Human Resources staff in 14 departments report directly to the 

Human Resources Department Director. Human Resources staff in the remaining 10 

departments report to their respective department heads, but function under a 1999 
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“Partnership Memorandum of Understanding” between the then-County 

Administrative Officer1 and the departments, detailing duties and responsibilities 

incumbent on those departments under a new “decentralized” human resources 

operation. At that time, the Human Resources decentralization covered all county 

departments, but functionally, this Human Resources decentralization was not all-

inclusive. Only selected Human Resources subject areas were transferred down to 

the individual department level. These included recruitment, skills testing, and 

position classification. Other Human Resources functions were retained by central 

Human Resources. During the mid-2000s a limited re-centralization occurred, which 

resulted in the present hybrid Human Resources landscape. 

 

The distribution of the Human Resources function among the county’s various 

departments is set forth below: 

 

 
DEPARTMENTS/AGENCIES RECEIVING ALL HR SERVICES THROUGH HRD 
 
Administration Office Board of Supervisors Clerk of the Board 
County Counsel Child Support Civil Rights Office 
Cooperative Extension District Attorney Elections 
Human Resources Information Technology Public Defender 
Sheriff-Coroner Monterey County Free Libraries 
Monterey County Water Resources Agency 
 
DEPARTMENTS WITH HR STAFF WHO CARRY OUT SPECIFIC HR FUNCTIONS 
 
Agricultural Commissioner Assessor-Clerk Recorder Auditor / Controller 
Department of Social Services Health Natividad Med. Ctr. 
Probation Emergency Communications / 911 
Treasurer – Tax Collector  Resource Management Agency (RMA) 
 

 

  

 
1 At that time the CAO had responsibility for the county Human Resources function, which 
was then merely a division of the CAO. 
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METHODOLOGY 
 

Selected departments of Monterey County were chosen for review of policies, 

procedures, and practices related to employee services. The departments that were 

analyzed were matched in approximate size and complexity. Half of the departments 

selected provided their own Human Resources services while half utilized the 

services of the Human Resources Department.  

 

The following information was obtained: 1) organizational chart of staff positions 

within the Department; 2) documentation of current budgeted positions; 3) 

documentation of positions by actual working/functional titles; 4) number and chart 

location of positions that have been created, eliminated, vacated and filled within the 

past fiscal year; and, 5) duration of any position vacancies (newly created or 

existing). 

 

The Report issued by the 2006/07 Monterey County Civil Grand Jury also was 

reviewed, as were County budgets. Personnel Policies and Practices were 

researched. Finally, members of the Civil Grand Jury conducted interviews with 

several department heads and were provided with additional data based on the 

interviews. 

 

DISCUSSION 
 

Human Resources – the people – are the lifeblood of an organization. The Human 

Resources Department is the heart that pumps the blood and sustains the life of the 

organization. In general, Human Resources is charged with building and maintaining 

a healthy, viable, and productive workforce. Building the workforce, specifically 

recruitment and hiring, is key for Human Resources. It is foundational. Human 

Resources faces myriad challenges in maintaining today’s workforce, including: 

compliance with laws and mandates, management, leadership, training and 

development, innovation, performance, compensation, and benefits. These 
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challenges take on an even greater scope for a Human Resources charged with 

building, managing, and sustaining the biggest workforce in the County. 

Approximately 5,200 County employees serve 438,000 Monterey County residents, 

as found in the 2017 Budget. 

 

Vacancies 

An example of two departments that have their own Human Resources staff are the 

Department of Social Services and the Health Department. Using data provided by 

each department, the Department of Social Services has 875 full-time-equivalent 

(FTE) employees including 20 Human Resources staff. The ratio of Human 

Resources staff to employees is approximately 1:44. Their vacancy rate in November 

2019 was 8.3%. The Health Department has 1,102 FTE employees including 12 

Human Resources staff. The ratio of Human Resources staff to employees is 

approximately 1:92. Their vacancy rate in November 2019 was 23%. This 

comparison suggests that the total Department staff has an effect on Departmental 

vacancy rates. Through several interviews it is evident that recruitment for both 

County personnel vacancies and rates of hire for positions in centralized or 

decentralized departments has not been occurring at an optimal level. 

 

Training 

The Learning and Organizational Development (LOD) Division of the central Human 

Resources Department was responsible for county workforce training. Due to budget-

cutting measures implemented in the 2018/19 fiscal year, LOD lost all but one of its 

staff, who was reassigned to another Human Resources function. Consequently, the 

ability to deliver quality and effective employee training through its Learning and 

Development Network (LDN) system was eliminated. An exclusively online platform, 

Learning Management System (LMS) was put in place as a substitute. 

 

The Monterey County Health Department participated in a County-wide Employee 

Engagement survey in 2019. A series of questions were posed, covering several 

areas related to workplace environment, including personal relationships, department 
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leadership, and “career development.” In regards to the latter, respondents reported 

a satisfaction rate of slightly more than 60% to the question: “I am satisfied with the 

job-related training Monterey County offers.” This result is not a high level of 

satisfaction as measured by the above-mentioned survey and leaves room for 

improvement. 

 

A robust training program that includes in-person training is critical in recruiting and 

retaining valued employees, especially in a low unemployment environment. The 

investment in the educational advancement and leadership development of the 

County's employees may reduce the high cost of employee turnover over the long 

run.2 

 

Compensation  

The Human Resources Department handles compensation for the entire County 

workforce. In a competitive labor environment it is important for purposes of 

recruitment and retention that an organization carefully considers how it handles 

employment offers, compensation, benefits, promotions, raises, and bonuses. 

 

As a tool to promote a structured approach and uniformity of outcome in the setting of 

employee compensation, Monterey County in the 1980’s adopted what it called a 

“Compensation Philosophy” (Appendix A). According to interviewee accounts, the 

Compensation Philosophy was an effort to use a market value mechanism to set 

wages. The County would look at what selected cities and counties in the state paid 

workers who occupied identical/similar positions to those being filled here. Dollar 

figures would be averaged, and that number would constitute the top of the 

compensation range for that same position in Monterey County. The comparison 

entities would be chosen based on a variety of factors, including similar cost of living 

and relative employer competitiveness. The list of these comparison agencies was 

last revised in 1989 and consists of eight counties and two cities. 

 
2“To Have and To Hold,” https://www.shrm.org/hr-today/news/all-things-work/pages/to-have-
and-to-hold.aspx 
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In human resources terminology, a Compensation Philosophy is a form of a mission 

statement, providing direction regarding an employee compensation budget. The 

Compensation Philosophy is used to develop a compensation policy or plan. This 

could include such items as types of compensation, how those different types will be 

used, and the definition of a market for comparison purposes. The practical use of 

“Compensation Philosophy” wording by Monterey County reflects archaic 

terminology. An example of a contemporary comprehensive Compensation 

Philosophy is presented in Appendix B. 

 

The Civil Grand Jury concluded that the “Compensation Philosophy” described above 

was deficient in the following ways: 1) the 30-year old list of comparison entities is 

both unwieldy and outdated, and 2) the comparison’s use of the average 

compensation rate paid by comparison entities as the top of the Monterey County 

pay scale acts as a disincentive for both current and potential employees. This 

Compensation Philosophy is unlikely to satisfy the County’s need for contemporary 

market analysis in the establishment of competitive employee compensation 

packages. It is, therefore, less than fully effective in furthering the County’s 

recruitment and retention goals. 

 

The Civil Grand Jury noted that the County now recognizes the desirability of 

reviewing its Compensation Philosophy with a view toward possibly undertaking 

revisions, at least with respect to the list of comparison public entities governing 

calculation of the wage scale. An experienced compensation consultant could be of 

critical assistance in the creation of a comprehensive and easily understood 

employee compensation and classification program. 
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Recruitment 

The employee vacancy rate among the various County departments runs from 0%-

30%. As of November 2019, the employee vacancy rate in some areas of the Health 

Department ranged from 20%-30%. The lengthiest vacancies in that department 

were in the categories of Environmental Health Specialist, Psychiatric Social Worker, 

Nurse Practitioner, and Physician. According to witness testimony, there are several 

possible reasons for this vacancy rate, including non-competitive salaries and 

turnover of workers who use employment with Monterey County as a training ground 

for employment elsewhere. 

 

The Health Department is one of the county departments with its own Human 

Resources function, operating under the 1999 “Partnership Memorandum of 

Understanding” with the County Administrative Office. The Employment Engagement 

Survey of 2019 for the Health Department, mentioned above, indicated that 

respondents gave a low score when asked if they are paid fairly for the work they do, 

and gave a low score when asked if the amount of work that they are expected to 

perform is reasonable. Witnesses testified that these low scores reflect the high 

vacancy rate which leads to an overburdened workforce. 

 

The Civil Grand Jury was informed by interviewees that service areas of the Health 

Department’s Public Health Bureau which have seen the highest number of 

vacancies in the last three years are those that are not grant-funded and are primarily 

focused on communicable disease control/prevention. Among the Public Health 

program areas with the highest vacancy rates, communicable disease control/ 

prevention is the most impacted in terms of its ability to deliver services. Specifically, 

the ability to investigate reported incidents of tuberculosis and sexually transmitted 

diseases is adversely impacted. Also impacted are the case management activities of 

Public Health social work staff. 

 

In the event of multiple job vacancies at any particular point in time, Public Health 

Bureau managers currently prioritize recruitment efforts to fill the vacancies. The 
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highest priority usually is given to nurses, according to those interviewed, because 

Health Department Human Resources staff is unable to apply its resources 

effectively to all concurrent Bureau openings. 

 

The Health Department currently does not use monetary bonus incentives to fill 

vacancies. With the exception of physicians and some other hard-to-fill positions, 

relocation expenses are not offered. In addition, performance-based incentives are 

not a component of Monterey County’s personnel policies and practices.  

 

The Monterey County Personnel Policies and Practices Resolution (adopted 9-15-98, 

Updated 7-19-19), which includes the basic salary and benefits, and personnel rules 

and procedures for Monterey County employees generally, contains a section under 

Salary and Benefits section on employee incentive programs. 

 

Section A.49.1 (Employee Bonus Programs, amended 4-29-08) reads in part: 

a) All positions, except those at Natividad Medical Center 

An employment bonus of up to $5,000 may be paid to new, permanent 

employees hired into ‘difficult-to-fill’ positions as determined by the County 

Administrative Officer… 

 

Section A.49.2 (Employee Referral Bonus Program, amended 4-29-08) reads in part: 

a) All positions except those at Natividad Medical Center 

A bonus of up to $2,000 may be paid to permanent employees who refer 

successful candidates hired into ‘difficult-to-fill’ positions as determined by 

the County Administrative Officer… 
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Section A.49.3 (Employee Relocation/Moving Allowance, revised 7-22-08) reads in 

part: 

The County Administrative Officer may approve relocation and/or moving 

expenses for newly hired county employees, except those appointed by the 

Board of Supervisors. The County Administrative Officer may authorize a 

Relocation Moving Allowance of up to $10,000. S/he must request Board of 

Supervisors authorization for Relocation/Moving Allowance in excess of 

$10,000… 

 

The Civil Grand Jury learned that none of these incentives were utilized, except for 

relocation expenses for physicians on a limited basis. 

 

As learned in several interviews, the ability of departments across the County to 

recruit, hire, and retain qualified candidates depends upon a robust recruitment 

function as well as a compensation structure that allows Monterey County to offer 

competitive compensation and benefits in an environment that supports the 

employee’s career aspirations. Successful on-going recruitment of employees to fill 

critical positions prepares the County to provide the services and protections needed 

by residents of Monterey County, even in light of the COVID-19 crisis. 

 

FINDINGS 
 

F1.  As evidenced by interviews, the current level of vacant health care positions 

has a direct and negative impact on the County by reducing the County’s 

ability to deliver community disease control and prevention outreach, and to 

provide adequate Public Health case management activities. This also creates 

an undue burden on the remaining staff that leads to job burnout. 

 

F2. Critical positions such as public health nurse practitioners, psychiatric social 

workers, environmental health specialists, and physicians are not being filled 

in a timely manner. 
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F3. Human Resources staffing levels in some Departments are insufficient to 

maintain optimum staffing levels. 

 

F4. Current County personnel vacancy levels and rates of hire confirm that 

recruitment has not been occurring at an optimal level in either the centralized 

or the decentralized departments. 

 

F5. The compensation plan (currently called “Compensation Philosophy”) in use 

by Monterey County is outdated; the list of public agencies used for “market 

survey” comparison was last updated in 1989, more than 30 years ago. 

 

F6. As discussed in interviews, on-line learning systems may provide critical on-

demand training, but they cannot replace the human interaction that occurs in 

person-to-person training, which supports job satisfaction. 

 

RECOMMENDATIONS 

 

R1. The “Compensation Philosophy” should be updated to reflect appropriate and 

comparable counties and cities for each job classification. This update should 

be completed in six months. 

 

When the 2019/20 Civil Grand Jury began our investigations, COVID-19 had not 

yet become a public health crisis. However, as we conclude our reports, we are 

tasked to specify a time frame within which to address our recommendations. We 

have done so, attempting to allow some extra time given the current situation. We 

ask the County Supervisors, Departments, Cities, and Special Districts 

responsible for enacting our recommendations to do their best to accomplish 

these goals as expeditiously as possible, given the effect of the current pandemic 

crisis on staffing availability. 
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R2. County Human Resources should engage an experienced compensation 

consultant to assist in the creation of a transparent and global compensation 

and classification program. This should be completed in three months. 

 

R3. Budgeted positions should be posted in a timely manner giving priority to 

posting positions that affect the health and safety of County residents. This 

posting should occur within 60 days. 

 

R4. Open positions should be proactively advertised within 30 days of an 

employment vacancy or upon notice of retirement, transfer, or resignation to 

avoid reduction of essential public services, departmental job burnout, and 

overtime or temporary hiring expense. 

 

R5. Each budget cycle should include specific opportunities for department heads 

to identify and justify specific referral and hiring bonuses for their hard-to-fill 

positions. This process should begin within six months of the date of this 

report. 

 

R6. In order to ensure an adequate staffing level for essential County public health 

workers, the County should begin a process to identify supplemental funding 

sources to mitigate un-forecast budget shortfalls in federal and state grants, 

aid, or other direct program funding. This analysis should be completed in 30 

days. 

 

R7. The Learning and Organizational Development Division of the Human 

Resource Department should be restored to include classroom training. This 

should be completed within 18 months. 

 

R8. The County should conduct a review to determine the level of Human 

Resources staffing, both in the departments and in the Human Resources 

Department, that can provide support levels sufficient to achieve the 10% 
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vacancy rate goal as assumed with the County budget. This review is to be 

completed within 15 months. 

 

REQUESTED RESPONSES 

Pursuant to Penal Code sections 933 and 933.05, the Civil Grand Jury requests 

responses to the Findings and Recommendations from the following governing body 

within 90 days: 

 

• Monterey County Board of Supervisors 
Findings: F1 – F6 
Recommendations: R1 – R8 

 

INVITED RESPONSES 

• Director of Human Resources, Monterey County Human Resources 
Department 
Findings: F3, F4, F5, F6 
Recommendations: R1 – R4, R7, and R8 

• Director of Health, Monterey County Health Department 
Findings: F1, F2 
Recommendations: R2, R3 

• County Administrative Officer, Monterey County Administrative Office 
Recommendations: R5, R6 

 

Reports issued by the Civil Grand Jury do not identify individuals interviewed. Penal 
Code §929 requires that reports of the Civil Grand Jury not contain the name of any 
person or facts leading to the identity of any person who provides information to the 
Civil Grand Jury. 

 

APPENDICES 

Appendix A – Monterey County Compensation Philosophy 
https://www.co.monterey.ca.us/government/departments-a-h/human-
resources/human-resources/human-resources-services/compensation-philosophy 

Appendix B – San Mateo County Compensation Philosophy 
https://hr.smcgov.org/sites/hr.smcgov.org/files/documents/files/Classification%20and
%20Compensation%20Guideline.pdf 

https://www.co.monterey.ca.us/government/departments-a-h/human-resources/human-resources/human-resources-services/compensation-philosophy
https://www.co.monterey.ca.us/government/departments-a-h/human-resources/human-resources/human-resources-services/compensation-philosophy
https://hr.smcgov.org/sites/hr.smcgov.org/files/documents/files/Classification%20and%20Compensation%20Guideline.pdf
https://hr.smcgov.org/sites/hr.smcgov.org/files/documents/files/Classification%20and%20Compensation%20Guideline.pdf
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