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- INTRODUCT I ON

i

The 1973 Legislature established a major breakthrough in' thinking towards
the career public employee. After carefully studying the personnel system for
employees of state, government during the previous interim, the Legislature con~
cluded a new approach was needed for selecting persons to fill the important
supervisory and management positions. in state government, The result was a
package of legislation which - when fully implemented - will represent the most
significant advance in state employee legislation since the creation of the
state civil service system 30 years ago.

But the job has just begun.‘ For the Legislature's actions ‘applied only to
state government employees, not to the thousands of other government employees

in municigal county, and regional bodies throughout the state, where .the need
is every bit as great,

The opportunity now at hand is to extend this thinking to local government,
where, with a few notable exceptions, the approach used to select and develop
employees has undergone virtually no change in 30 years - and to expand upon
the Legislature's action by déveloping a comcept of public service that views
state and local personnel systems as parts of a broader state/local system,

thereby broadening career opportunities for public employees .while at the same
time encouraging governments to consider a wider range of talent when filling
Ley government positions,

What is often not recognized is the importance: of the government employee
in shaping and implementing important public policy issues,  Citizens and gov-
ernment officials alike tend to become interested in resolving the majon social
issues that confront us today, forgetting that it is the public. employee who
will have the greatest impact in thé ultimate success of these efforts. Whe-
ther the issue be transportation, land use, housing, health care, corrections
or whatever, the influence of tlie government employee - whether in drafting:
legislation, presenting information to legislative committees, or simply imple-
menting the policy that is adopted by the legislative body -~ is enormous,

~ Because it is the personnel system that produces the public employee, a
' strong case could be made for considering the quality of the personnel system
in government to be the most important issue facing us today. It is through
the personnel system that public employees are selected. . .and it is the per-
sonnel system that ig responsible for developing the employee so he or she is
able to make wise decisions when, considering questions of public policy.

- With both state and local governments experiencing major changes in res-
ponsibilities and in delivery of services, the forward-looking efforts of the
Legislature must be completed at the state level - and extended to local gow~-
ernment as well, In order for state and local governments to euccessfully
deal with the important issues confronting us today, action is required now,

v



MAJOR [DEAS IN OUR REPORT

In order for local government to respond to the challenges that are being placed
upon it - by the federal government, by state government and by the citizen - it
must be permitted to operate under a personnel system that permits flexibility
and responsiveness., The significant advances in personnel policy recently
enacted at the state level must be matched by a corresponding advancement at the
local government level.

Because it is important to the state that the personnel systems used by local

government permit this same flexibility and responsiveness, the Legislature ;
should assume the responsibility for enacting the changes in policy that are
needed in local governmental personnel systems, With the Legislature turning
increasingly to local government as the vehicle for carrying out - and actually
operating - important state programs, and with a gaining recognition of the
necegsity to expose key public employees to a broad range of work experiences,
preferably with different governmental units, the need to develop a strong per-
sonnel gystem at the local level - one that permits a flow of persomnel. through
the state/local system - becomes extremely important to state government,

Though it is not generally recognized, the professional - or career - employee
in government does have a major impact on public policy. While public policy
may be set by our elected officials, it is certainly shaped to a considerable
extent by the professional employee. The career employee's role in shaping
policy begins with the preparation of legislative proposals and extends to the
actual implementation of the policies that have been adopted by the legislative
body. This policy-shaping role requires that public employees holding key
positions in government be open to new thinking and be able to base decisions
they make on broad inter-departmental and inter—governmental congiderations.

The concept of a public service career in government - state and local - in
Minnesota must be developed., For too long, a career in government has meant a
career with a single department or division in a single governmental unit, A
recent study of state employees who are eligible for career executive status,
and who have served in state government for over 21 years, points out that 84%
of the employees ‘are still working for the same department as when they were
first hired,

Policies that encourage the mcvement of public employees between departments and
governmental jurisdictions are important, not only for government but also for
the government employee, Such policies will serve to broaden career opportuni-
ties for the public employee and will enable the employee to develop a broader

. perspective that will prove to be valuable to both the employee and the employer,

There must be a greater recognition that governments - at all levels - need peo-

ple who can manage., For too long, people have been gelected for managerial-type
positions on the basis of their technical knowledge of a suﬁject rather than on

the basis of their ability to manage an activity, This becomes all too evident

when reviewing job descriptions for managerial positions, where, in nearly all -
ingtances, greater emphasis is placed on educational and work experience in the
specialized area that is under the direction of the manager than on the manager—
“fal skills that will be required. -
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The move toward decentralization of activities by state government places
greater importance on this recognition., The concept of a manager being a per-
son who is results-oriented - one whose responsibility is to see that objec-
tives are accomplished rather than doing a certain activity -~ is extremely
important. Yet, until recently, the term manager was not even recognized in
government terminology. Those persons who clearly hold managerial positioms
have, for‘years, been referred to in government as supervisors.

Restraints that make it difficult to broaden hiring policies in government
should be eliminated or modified. Specifically:

* Restrictive residence requirements should be eliminated;
Examination procedures that permit only employees of a department to apply
for a vacant position should be replaced with policies that open applica-
tions for these pogitions to employees of all governmental units as well
as non-goverumental employees~

*

* Certification rules that limit the number of applicants that may be sub-
mitted to an official when filling a position do not adequately recognize
the importance of allowing the official some discretion when filling these

positions, and should be changed to increase the number of persons certi-
fied;

* Veterans preference laws that grant veterans of past wars - including wars
that terminated more than 25 years ago - absolute preference in hiring for
certain positions should be significantly modified;

Rating systems that are based on the assumption that an employee's super-
visor is in a position to evaluate that employee's potential ability to
perform in some new position should be eliminated or at least modified so
that the supervisor's rating does not influence the employee's examination
score, -

Although Affitﬁative Action programs are important and should be extended to

additional govermmental units, the most effective way to increase 0pportunities/ /

for placing women and minorities in supervisory and managerial positions is to
eliminate the restraints cited above, The restrictions that discourage govern-
ment officials from opening the hiring process to a broader group are the same
restrictions which serve to exclude women and minorities from eligibility for
these positions. Efforts to place greater numbers of women and minorities in
these positions will be largely ineffective until these restraints are elimi-
nated,

l ( . :
The Career Executive Service, authorized by the 1973 Legislature for state gov-
ernment, represents a major new approach to filling key managerial positions in
government and should be extended to local government as well.  The Service, if
fully implemented, combines the stremgths of both the classified and the un-
classified systems and, in addition, has the potential of contributing - in'a
meaningful way - to the movement of public employees between governmental units
if the Legislature does expand the Service to bring in local government,




FINDINGS AND CONCLUS1ONS

" State and local governments are on the threshold of major change. . .ahange in
the distribution of responsibilities between levels of government. . . and change
in the way services are delivered. . -

It is bécoming increasingly clear»that a fundamental realignment of responsibili-
ties is taking shape within the federal system, Until recently, state and local
government could look to the federal government for leadership and for direction -
in the form of categorical grants, for instance - in dealing with the important i
domestic issues. Suddenly, all this has changed. As part of the federal adminis-
tration's efforts to decentralize decision—making, the major responsibility for
developing: and implementing these programs has abruptly shifted to the sﬁate and
local level, .

As the responsibilities of state-and local government have increased, so too has
‘their need increased to have people in the administrative branch of government

who can provide the leadership that is needed to discharge these responsibilities. /

At the same time, fundamental new approaches have been proposed regarding the
manner in which important government services are delivered to ‘the public., These
proposals, as they are accepted and implemented, carry important implications. . e
"in terms of the present structure of state and local government, . .and in terms
of the personnel that must manage the implementation of these programs

Among the examples of change are:

) f, Federal revenue-sharing and the elimination of federally administered programs
impose greater responsibility on state and local government., The responsibi-

lity for determining which services are needed and how these services should

be provided has become, to a far greater extent than ever before, the réspon- -
sibility of state\and local government.

Which services should be continued? Which level of government should be respon-
sible for each of the programs? Are there better ways of delivering these ser-
vices? How should revenue-sharing funds be used? All of these, and more, are

questions that must now be answered by government officials at the state and
local level. \ / . P

{
\

Ak Programs are being decentralized to a regional or area level. Within the State
of Minnesota, a number of state agencies have jalready initiated efforts to de-
centralize, on a regional basis, a significanx portion of the functions of each
agency. These include the Departments of Public Welfare, Natural Resources,
and Highways. Another example, on the local level, is the current proposal of

" the Hennepin County Welfare Department to deliver certain welfare services on
an area level within the county., These afe but examples of a major -trend that
is developing, within both state and local government.

~

% No longer do levela of government have distinct sets of responsibilities., For,
many years, the responsibilities of state and local units of government were
rather clearly defined and remained relatively unchanged from year to year. No
longer is this the case. Not only is the responsibility for a given function
frequently ‘being shifted from one level of government to another, but, more and
more, particular functions are being performed by several levels at the same -
time, N

/



* New concepts in the delivery of services are just beginning to surface, Pro-
, pasals such as the purchase-of-service concept which suggest alternate wethods
P for government to deliver services have only begun to surface. The implica- -
v - tions of these proposals, in terms of governmental structure, are extremely
~ «important, The purchase-of—service proposal,/which suggests that many services
<.~ would be better handled if they are "bought" by government, rather than directly
‘ produced or provided by government, contains particular inplications for the
personnel system in government . — X

N

-

~% . Increased resistance on the pert of taxpsyers to higher government Spenging.
A heightened resistance to increased government spending - and the nearly in- >
evitable increase in taxes that follows - 1is quite obvious when considering, «
for example, the lack of voter support for bond issues. that once were automati- -
.cally approved. This fact practically requires new, and more efficient ways
;\for government to provide basic services, v

2, If government is to successfully respond, and adbpt “to thege deveZopments it -

I must give increased recognition to certain qualities when filling the key leader- ’

ship posztzons. f N J
/ _ ~ \ N s

A

N ' The degree to which’ governments are able to deal with these important developmnnts
PO will be determined - in large measure - by the caliber of people holding leadership’
positions in the administrative branches of state and local government, :
Certainly, these leadership positions include the top elected offices and the
~ department head (commissioner or director) positions. Less visible, but as impor-

. tant to include in this group of leadership positions, -are the top professional
managerial positions in govermment - positions such as assistant commissioner or
\ division director; The manner in which these professionals are selected - and -
developed ‘once selected - will significantly affect the ability of government to .
initiate, or respond to, new approaches to dealing with- public issues

A
\

v

) <‘ In selecting people. to f£ill thése key professional positions, it 1s important that
‘ these points receive increased recanition* o

* “Recogni ze that;government leaders must be able to make decisions on the basis r
. of broad, inter-departmental and inter-governmental considerations. Perhaps,
. at one point, it was sufficient for persons holding leadership positions in
‘ . government to ‘have advanced to those positions from within the confines of a
single  department, / Many successful government officials have done so in the- 1
‘past. ; The’ major developments that are occurring require -in the future, that ) ‘
persons in these. positions have a greater understanding of the inter-relatton— g
ship of their responsibilities and their decisions to the responsihilitiEs of
‘other units of government, |

*! Recoggite that thesé positions have managerial -and policy-shaping resgoggibiliﬁ
\ ‘ties. Particularly as governmental units move out of the direct, operating
~ role, the need for these professionals to be recognized as managers and policy

shapers becomes critical. For too long, government has not acknowledged either
of these functions. , -

\
\

In.terms of the management “responsibility, government has frequently made the
common error of assuming that a good technician will make a good manager. It
has ‘placed too great an emphasis on the technical or functional requiréments -

| o 7 ~ " i
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-previously described changes, other generally recognized factors continue to be

. important in the selection and development of the professional leaders in govern-
.ment, These factors include the follewing: -

Although there ¥s, zncreaszngly, a need in state and local government for able and

,A Personnel policies di ffer significantly between povernmental units., As will be

n’- \ ' o= - i AN ) / ;

of a position and an inadequate emphasis on the management nature of the posi-
tion, Even today, most governmental units either do not have; or have 1nade-
quate, management training programs.

In terms of shaping policy, though it 1s not generally recognized, career em-
ployees in managerial positions do have a significant impact on policy, both
in terms of implementation and in terms of policy development., With regaxrd to
the former, the manner in which a legislative policy is shaped into a tangible
program depends, to a great extent, on the caliber of the professional in gov-
ernment, Regarding the latter, elected officials, including members of legis-
lative bodies, are heavily débendent upon these persons, both for generating
proposals and for reacting to proposals. g
7/

In addition to these factors, which become increasingly important in view of the

* Hire the best person for the position. Although this may appear to be so bhasic
that it doesn't need mentioning, the need to hire outstanding talent-becomes

increasingly important for state and local government as these units of govern-
ment assume increased responsibilities.

/

Provide proper motivation*and incentives to attract and-keep this talent, ‘Ifl
the motivation to do well or the incentives that reward top performance are not
present, it is the outstanding talent that is likely to be attracted to other

opportunities/~ the kind of talent tPe government will increasingly need in the ’
future. ’

i A /(
'Expose government leaders to new thinking and new developments. The need for"
all employees, but: 'particularly the leadership, to be exposed to innovative

~ ideas and concepts is generally recognized, whether this exposure be' through”
training)or other types of educational programs.

Y.
Ve

responsive leadership, certain personnel practzces have made it difficult to secure
this leadership in the profcsszOnaZ supervisory and manggerial positions,

Many policies of local government - and to a lesser extent of state government -/ v
have served to make it difficult 1f not impossible, to attract and select the best
persons for. positions in government Our study of the personnel policies of state
government and of certain local governments - specifically, Hennepin and Ramsey
Counties and the Cities of Minmeapolis and St. Paul - identified several policies
or practices which serve to make this more difficult,

\\ N
N

A

~ spelled out'in detail, there are major differences in philosophy between all.of .

the jurisdictions studied, in terms of the Openness and responsiveness of their
persbnnel systems.

Not only do many policies make it difficult to attract sble and responsive
leadership to government, but the major, differences in approach make it diffi-
cult to view the personnel aspect of government within the framework of the
basic inter-dependence that does exist between these units,

\



-B., Present pnlicies eliminate potentially qualified individuals from receivi_g

; ! consideration for these positions. In’spite of the implied commitment in a
. merit system to select the most qualified person for a position, serious re- -
- straints have been placed in the law which effectively prevent this from “

: \happening in many instances for ciyil serviCe positions, Specifically~ ‘
: N -~ -
X . *® Reuidence requirements serve to disqualify non-residents from seeking posi-
" tions in government. At a time when people move with increasing frequency
- and when a variety of backgrounds, including experience with other gov-
- o - ernmental units, is becoming more recognized as an asset! to government ’
© leaders - restrictians which eliminate all but residents of a community
£rom being considered for a position most definitely serve to limit the
ability of government. to select the best qualified person for a pOSition.
Current residence requirements are as follows: /

- Minneapolis and St, Paul governments both require applicants to be resi-
' dents of the city at the time of applicationm, though this requirement
- may be waived in sPeeial instances. 1
. ) - Neither Hennepin nor Ramsey County has any general residence require—l
T A ment .

-
N

. .. - —= PFor positions in state government the 1973 Legislature abolished resi- ‘
: . dence requirements, Previously,‘an applicant was required to be a resi-
;dent of the state for at least two years at the time of applfcation.
A bill currently before the Legislature it passed wnuld requirezemployees
| of the City of St. Paul and the County of Ramsey to reside in:the city or .
/ v County respectiVely after being hired, rather than just at the time of hir- .
e - ing as is~ the present case with city employees.‘ .- ‘ Vo ,
- 1 ' : 5//
* Laws which prohibit government fromhpaying travel expenses for out-of-towg_ k
‘applicants, who are interviewed, further limit consideration of individuals
living out of the region, Even if the residence requirements are waived,
7 _ or do not apply, government is severely limited in considering potential

oo applicants from out of the region because of prohibitions in state law
which either limit 6r forbid the use of public funds to pay aq applicant'
’ftravel expenses. ‘ - : ) AN

Although qualified applicants can’ usually be found within the community
) - ' for most positions in government, for certain top management and, technical
positions it may be necessary, or desirable, to interview individuals who
i~ L _live outside the region. Because of this prohibition, 1f the expense of )
- traveling to this area is significant, an individual often will refuse the
* opportunity to be interviewed In, particular' .
N ‘
A o Previously, state government was restricted to paying only one-half of
' f‘z / the equivalent rail fare from an applicant's home to st. Paul and return.
(The Highway Departmeént could pay full expenses for persons intetviewed
| ! for technical positions.). Lodging expenses could not be paid by the
P - state. The 1973 Legislature permitted appointing authorities to pay -
o : 'reasonable travel expenses to applicants invited for oral examinations,
S for positions where unusual difficulty in recruiting is being encoun-
tered . 3 -

; ;
4 . ' | ~ v
¢ ] . b
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govérnmental considerations.

, examination process used to fill supervisory and managerial positions in

o= State government, in the past, has used both departmental and statewide

' -- Ramsey Couﬁty, Minneapolis and St. Paul governments all use‘departmental

-- Local governments face a more serious situation because of a provision
in state law that an individual may only receive payment for services
rendered, This law has been interpreted to mean no interview expenses
may be paid by a local government, ' - - :

Promotional examinations severely limit those who are eligible to apply

for positions in government. A further limitation on those who are eli- /

gible for positions in government, '. .beyond the limitation imposed by
residence requirements. . .is che use of the promotional examination,
which limits applicants for a position to current employees of a govern-
mental unit. . .or, more restrictively, to employees of a particular
department within the governmental unit,

(By definition, departmental promotional examinationg are open only to
emyloyees of the department. Statewide, countywide, etc. promotional
examinations are open to all employees of the governmental unit. Open-
competitive examinations are open to non-governmental employees as well.)

Because departmental promotional eXaminations/are open only to current
employees of the department, regular reliance on this type of examination
for filling supervisory and managerial positions increases the likelihood N
that decisions by the department will be based érimarily on narrow depart-
mental considerations rather than broader inter-departmental and inter- \

Nevertheless, the departmental promotional examination has been the primary

all jurisdictions except Hennepin Gounty and, in the future, state govern-
ment,  Specifically:

promotional examinations, in addition to open-competitive examinations.
Between July, 1971, and June, 1972, 467 promotional examinations, and
open-competitive examinations for supervisory and higher level positions
‘were conducted by the State Civil Service Department. These examina-
tions broke down as follows:

Departmental promotional examinations . . . . 4

‘ 20

\
Statewide promotional examinations ., . . . 9 ;
 Open~competitive examinations N | -

. 4

=)
~3

" As a result of action by the 1973 Legislature managerial and profes-
sional positions may no longer be filled through a departmental exam-
ination process. 'They may, however, continue to be filled through a
statewide promotional examination, and all other positions may continue
to be filled using departmental\pfomotional examinations. FE /

— Hennepin County government does not utilize departmental promotional
examinations. It does use countywide promotional examinations in addi-
tion to using open-competitive examinations.

and countywide or citywide promotional examinatioms, in addition to
open-~competitive examinations, In Minmeapolis, 32 examinations were



~
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\ conducted for official and administrator positions in 1972, with 26
. 'being departmental promotional examinations and 6 being open competi-

tive‘ .

The policy in Minneapolis is one instance of where the widespread use
of promotional examinations stems from a provision in the city charter
rather than being the result of action by a board or administrator.

In Minneapolis the charter states: "....the rules shall be framed to
encourage the filling of vacancies by promotion rather than otherwise.”

* Requirements that examination points be granted on the basis of seniorigyx
can prevent the most qualified individual from being selected for a posi-

tion., Assuming an individual meets the residence requirements and quali- .

fies to take a promotional examination, a further requirement that appli-

' cants be awarded examination points on' the basis of seniority can serve to
prevent even the most qualified applicant from being appointed to a posi-
tion.. In particular: :

— Ramsay County, Minneapolis, and St. Paul governments all operate under
_requirements - based on a charter provision in Minneapolis,\otherwise
on law - that grant examination points, generally a maximm of 10 ,

- points, to employees with the number of points awarded Based on length
of service. \ .

- Hennepin"County personnel procedures ‘do not contain any proviéion for
seniority.\ . . ; L ‘

-- For state government, seniority remains a factor on which examination
points are granted for all but managerial positions, The 1923 Legisla-

" ‘ture eliminated tlie use of seniority when filling”menagerial positions,

* Prom%tional ratings permit supervisors' biases £0 influence selection, and
may prevent the most qualified from being certified, On promotional exam-

inations only, a significant portion (up to 40% in state government) of an
applicant s examination score is'based on a\promotional rating which is
completed by the applicant's supervisor at the time of the examination
.\ promotional rating is designed to measure an individual's potential for
\ the posjition for which he is applying. Because supervisors are often not
adequately trained to measure such potential, the accuracy of these rat-
ings is subject to question, Further becauge the rating is given after
an individual has applied for’a position, these ratings can inject a
supervisor's bias in the examination score ‘based on, the supervisor's
interest in seeing the,applicant accepted ‘or rejected for the position,

(

-~ The State Hennepin COUMty, and Minneapolis government inclnde promo—
tional ratings as part of the total examination score on ptnmotional
examinations. . C

[ — Ramsey County and St Paul governments do not use- promotional ratings.

i

i

# Veterans preference legisletion inhibits the selection of the most qnali-
fied person. Assuming an applicant meets the residence requirements, is |
eligible for a promotional examination, and receives sufficient points on
the basis of seniority and his promotional ‘tating - when combined with
his test score - to qualify him for certification, he still may not be

A ’
‘

~

i
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congidered for the position if he is a non-veteran and veterans are 3180 com- )
‘peting for the position, ’

T
A number of administrators and personnel officefs who digcusged the implica-. e
~tions of veterang preference legislation with ‘the committee mentioned imstan-  ° 4
ces where veterans preference laws either forced them to hire a less—qualified
individual for a position or cauged them to leave the position temporarily
unfilled rather than to fill the position with a veteran whom they considered
to be pooriy qualified - /

Although veterans\preference legislétion is designed to assist the veteran who -
has: only recently returned from military duty and has begun to seek a job, it

- applies as well to veterang who Were discharged 25 years ago and have been (o0
employed eﬁet\since discharge. - )

Veterans preference legislation’also discriminates against the hiring of fe-
males. Data from the Legislature's Interim Commission on Persomnel for the
period between July 1969 and June 1972 shows that 54% of the non-veterans
placed on eligible lists/were females while only 3% of the veterans were N
females.

) . - Y

Regarding specific requirements in each jurisdiction.\
1 \ / e .

— For the State of Minnssota- For all open-competitive examinations, veterans |

’ receive an additional 5 points in addition to their examination gcore, Dis- '
‘abled veterans receive an additional 10 po&nts. A disabled veteran is placer
‘at the 'top of ‘the list of names certified to the appointing authority,
though the appointing authority is not required to hire the disabled veter-
an. (Entry-level positions,, for purposes of veterans preference, include
all positions that are filled through/an open-cpmpetitive examinstion - )
including top management positions ) '

)

7 N
For'promotional examinations the same procedures apply, except that the - .
disabled veteran is not automtically placed at the . top of the list -

-~ For all loc&l govertmental units- For open-competitive examinations a
' veteran who passes the examination is placed at the top of the certification
- lis and must be hired. For promotional examinations, a veteran is entitled .

" to uge § points on one promotional examination only. Disabled veterans may . . |

use 10 points, on -one examination oaly, \ \ , . 3
‘ | ,
- By way of compafison the University of Minnegota's civil service rules o

' provide that a veteran be given preference over a non-veteran, unless the
non-veteran is substantially better- qualified for a position,

N :
BBCause veterans preference requirements are less stringent for promotionél / ’
examinations than for open—competitiVe examinations; appointing authorities
often choose to fill positions through a promotional-examination, thereby eli-
minating all non—govevnmental employees from congideration. ,

* Certification rules 1imit the number. of persons whom the anpointing authoritg
may_consider for a position. The official who does the actual hiring is
seriously limjited, in terms of considering different qualities in applicants, \
by restrictions that limit the official to hiring only from the list of cer- .
tified applicants. Particularly for managerial positions, where subjective
qualities are important, ‘these restrictions may serve to prevent him from :
filling therposition with a person he considers to be satisfactor§ ~

Yo
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Because an appointing authority is required to hire one of the persons
certified, or leave the position vacant, these restrictions - which gener-
-ally limit this selection to no more than three persons - are a serious
restraint on government's ability to select the best person for the.- posi-
tion, Specifically. - ~ |

\ K

-~ In Minneapolis, only the person with the top score is certified, . .and .
must be hired, The Minneapolis Charter Commission recently rejected 3 -

~proposal to certify the top three names. ~ ~ ’

-- For Hennepin and, Ramsey Counties and the City of St, Paul, the top three
names are certi fied, -

™=

== In state government following action by the 1973 Legislature, the top ten
names are certified for positions filled through an open-competitive exam-
~ination, For positions filled through promotional examinations, the top
three names, plus anyone else with a score within three points of the top
\ - score, are certified. N

- ‘By comparison, at the Univarsity of Minnesota everyone applying for a civil
‘service position who is - on the basis of previous experience and an inter-
‘view - considered qualified by the personnel department, is certified.

\ — /

C.  Government policies and practices serve to discourage qualified individuals from |
consideri ng or pursuing careers in public service. |

Certain personnel policies or practices seriously inhibit the desire of indivi-

/ duals to begin, or continue, careérs in public service. ' These policies, which

/7 make it more difficult for government to compete for the most qualified indivi-
’ duals, include:

% Salary plans lack incentives for outstanding performance. In practice, most
lassified employees receive comparable salary adjustments regardless of per-
formance. With few exceptions, government employees are not rewarded, finan-
cially, for above-average performance, Instead, individual salaries are
usually increased by roughly the same. amount, regardless of how well, or how
poorly, employees perform their work. For the individual who is\capabld of

Y excellent work, and who expects to be rewarded for his work, the approach used
o by government for setting salaries will likely have little appeal >
B re N / -

Although the term "merit pay" is often used when discussing salary adjustment
‘ plans in government salary adjustments are based primarily on an individual's -
. length of service in a particular job not on performance or "merit". Speci- -
', fically: | ~\ : ’

\

/ -- In Minneapolis, St. Paul, and Ramsey County governments salary adjustments
A are practically automatic and are based solely on an employee s length of
- service in the position, In other words, an average and an outstanding
-~ employee are treated identically in terms of compensation. The only rela-
S ‘tionship to merit is the fact that a few unsatisfactory employees may

receive no increase in salary - a form of. reverse incentive.

/,— o /’

A | ~- In Hennepin County government, nearly all employees receivesthe basic merit
\ increase. A small number receive a greater imcrease, which supposedly is
based on- performance. In some instances, this increase may exceed 10% in a

| ,
! - v S
. .
7 \
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particular year. Hennepin County rules also permit some flexibility in
. terms of the effective date of the increase. 2 S

\\

~
RN

-~ In state government employees in high-paying positions have been eligible
to-apply for assignment in the Career Executive Compensation Schedule, . .
-a compensation schedule that permits department heads to increase the salary
paid these employees over what it ,would otherwise be, The 1973 Legislature
replaced this Schedule with the Career Executive Service. Under the Career |

. Executive Service, an employee's 'salary may be increased or decreaged at 1|

) the discretion of the appointingrauthority, s0 long as the galary remalns: . |

« within the range set by the Legislature. - «

Otherwise, in addition to the normal cost-of-living adjustments, cl&snified
employees in the state service are eligible for an achievement award, which .
amounts to an additional 4% increase in salary. No more than 20% of the
classified employees fre eligible for such an award in any one year, how-
ever., | } | - ) \ -
Although the purpose of the achievement award system is to reward perform-

- ance, the system does have its shortcomings. There is no requirement, for
example, that such awards be directly related to an approved, uniform per-
formance appraisal system.. Departments are required to establish some form

- of a rating system, but, at present, each rating system is strictly the
product of a particular department \ ' . , L

 Another Shortcoming of the state's system is the lack of any flexibility .

- 1in granting an award., Regardless of how well an individual performed, if

o he qualifies for an achievement award the size ‘of the award will be the P
same, y /

* Programs in career planning are not available. We have found that neither the
state nor local governments currently offer any significant programs for career
planning to their employees. Programs which seek to assist employees to deve-
lop career goals, and a plan to achieve those goals, are practically non-
existent, An individual who is considering a particular position in govern- |
ment generally receives very little information regarding the careers which
may be available to him should he choose to accept that position. ; \

nCurrent policies and programs in all governmental jurisdictions are inadequate
to develop any concept of a career in public service on anything other tham a
narrow, vertical basis within a single department. The extensive use of
departmental promotional examinations is a prime example of a policy which
seriously limits any development of career paths on an inter-departmental or
inter-governmental basis. The absence of laws or regulations that permit the r
‘transfer of retirement benefits between governmental jurisdictions also hin-
ders inter-governmental mobility : S g
% 0bjective~settingjprograms ~ which permit employees to relate their perform-
_ance to established objectives - do not exist. Despite general acceptance of
the concept that an employee who understands what is expected of him, and'who
is able to relate his performance to cértain objectives, is likely to perform -
better, none of the jurisdictions studied had any government-wide |
objective-setting progran, with the exception of such a program for supervisorq
and managers in Hennepin County. (Within state government .the State Highway"
Department has an objective-setting program for managerial<level employees of’
that department.) Such programs, we believe, are an 1mportant part of any
effort to improve motivation and performanCe.\ \ ‘ . ;
/ - / o L
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Inadequate training of supervisors leads to poor and ineffective supervision.

A major complaint expressed by public employees deals with the poor quality
of supervision in government. For instance, 32% of the responses to a sur-
vey of state employees conducted by the Legislature s Interim Commission on
Personnel indicated that better supervisory and departmental leadership was
the most important thing that could be done to improve efficiency in state

government ; . . .

A
—~

One reason for opposition to proposals which relate an employee's salary to
a supervisor's assessment of that employee's performance stems. from a‘fEel-
ing that the supervisor is not able to evaluate performance. In the same
survey, 50% of 'the individuals responding indicated their immediate super— R
visors..do not discuss their performance with them. \

N

A significant reason for this stems from the lack of training programs for -

supervisors and managers. Such- programs either have not existed or have
not been required of all supervisors and managers. Recognizing the inade-
quacy of state programs, the 1973 Legislature did act to strengthen the :
supervisory and management training programs for state employees by requir-
ing the commissioner: of personnel to see’ that such programs are established

-, D. Few supervisory and managerial positions are fi11ed by women and members_of

minority groups.

- ¢ Ve

]

~

L

Statistical data presentedito us clearly demonstrates that few supervisory and

managerial positions - in state or local government - are held by either women

or

members of minority groups. Because each governmental unit categorizes

positions differently, the following data is not totally comparable but should

available,

give a sense of the current situation. Specifically-

State government: Although 43% of the work force are women, they hold only

15% of the management positions. The proportion of management positions
held by minorities is even less, at 1.8%. N .

Hennepin County government- 554 of the employees are women, but women hold
only 357 of the management positions. Data on minority employment is not

Ramsey County government: Afositions classified as administrative or techni-
cal make up 12% of the total positions in the county, but only 2.5% of the
women and 2% of the minority employees hold positions in this classification.

Minneapolis city government:chlthough 6.7% of the work force are members of

minority racial groups, they hold only 4.9% of the administrative and pro-

fessional positions, Statistical data is not available on the employment of -

women,

, { ’ . - ,
St. Paul citycgovernment: Women make up 19Z of the work force, though they
- hold 10.9% of the administrative and professicnal positions. Minorities
represeént 4.57% of the total employment, yet hold 3. 42 of the administrative .

-and professional positions. . . y

The establishment of Affirmative Action programs in state and local government
\ jurisdictions is looked to as a vehicle to give greater emphasis to hiring

™~
— . |
~ [
— ~ . N
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women and minorities. The immediate results of these programs, however, will
likely be observed in the entry-level, non-supervisory positions and not at

+ the supervisory and managerial levels. Many of the policies previously iden-
tified increase -the difficulty of non-governmental employees, or employees
with little seniority; to successfully. compete for supervisory and msnagerial
positions. It {is nnlikely that any significant headway will be made in in-
_creasing employment opportunities in these positions as long as these provi-
sions remain or until newly hired’ ‘female and minority employees have developed
e“°“8h seniority and experience to compete for these positions. '

E. §§£l£!§_h§££l§£§_§§iSt which make movement of_governmeng gggloxees betwgen
. governmental its ifficult.

There 1is a sbrious need for the leadership in government to be able to relate
the consequences of certain actions to other agencies. Yet, personnel prac-
tices described earlier in this report discourage the movement of employees
between departments and. jurisdictions at-a time when such movement should be
actively encouraged. ’ 7

-

* H;EELQ_Q*gggggggggtal 1urisdiction, the use of departmental promotienal
. examinations and antmental preference on eligibility lists, and provi-
sions which often prevent employees from transferring vacation benefits.
when transferring between agencies, are serious berriers to mobility.

* Between povernmental 1nrisdictions, the problem becomes more serious. All
 forms of promotional examinations, and prohibitions on transferring some

" retirement benefits, are serious barriers. Although procedures do exist
for employees of local government to transfer to comparable positions. 4n
the state classified service, with the exception of transfers into the Z
Welfare and Highway Departments (for which data was not available) less
than ten such transfers occurred between July, 1971, and June, 1972,

N

4. The 1973 Legislature recagnized that changes were needed in the approach taken by
state government in filling important managerial and supervisory positions - and
enacted a gseries of major changes in state personnel laws. ‘

S

The personnel changes that were adopted by the 1973 Legislature - when viewed in
_terms of their total effect - represent the most significant action by the Minne- .
sota Lagislature. . .in terms of state persomnel. , .since the\establishment of
the first civil service/system in state government in 1939

" Although the Legislatute did not modify existing state policy on a number of prac-

ices that have made the selection of able leadership difficult, the net result of

their action will serve to provide state government the opportumity to signifi-~

cantly strengthen the caliber of personnel in the managerial positions in state -

government. A summery of the changes enected by the Legislature includes. '

* Residence regui;ggggt eliminated. The requirement that a person must have been
a resident of the state’ at least two years at the time of examination was eli-
minated. The state no. longer has any residence requirement as a condition of
employment

s
o

* Pa zgggt of travel expenses modified. In instances where unusual difficulty is
encountered in finding qualified persons for a position, the state is now per-

mitted to pay actual out-of-pocket expenses incurred by persons invited for
oral interviews. ‘ :

v
e
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* Number of applicants certified to hiring authority increased for positions

C ok Additional unclassified ppsitions authorized In an attempt to provide greater

~16-

Departmental promotional examinations eliminated for managerial and professional
ogitions. In the future all managerial and professional positions in the
classified service must be filled either through a statewide promotional exam-
ination process or through an open-competitive examination.

The Legislature did not, however, go so far as to eliminate all forms of promo—
tional examinations for these positions, meaning that individuals not currently
working for state government will not be eligible to compete for positions
‘filled through' the statewide promotional examination process. Nor did the
Legislature eliminate the use of departmental promotional‘examinations for
supervisory positions.

\\

® Seniority eliminated as a factor in filling managerial positions. In filling.

managerial positions, seniority shall no longer be a factor on. which an appli-

cant's score is baged. Seniority will continue to be a factor for all other

positions. P \
. N

filled through open-competitive examinations. In case of positions filled

. through the open-competitive examination process, the names of the first ten
individuals will be certified to the appointing authority. - “For promotional \
‘examinations the number certified continues to be three, plus any others with

a score within three points of the top score. R N

)]
7

% Training_for supervisors and managers required, The Legislature has required the

Commissioner Of Persomnel to either _require or. directly establigh training |

programs for supervisors and managers, J ) “

Flexibility in the filling of the top managerial positions in the major state

departments (specifically divigion directors, or deputy or assistant heads of .
gencies), the Legislature has authorized the Personnel Board acting at the

iequest of the Governor, to either unclassify presently classified positions

or to create new unclassified positions. The number of positions which may be

authorized in a department varies between two and six. ) \

* (Career Executive Service created for state government. In addition to author-

izing the creation of additional unclassified pogitions, the Legislature - in N

, separate legislation - created a Career Executive Seréice and authorized the

Commissioner of Personnel to place the following types of positions in the SN
Service:  "Those with responsibility for high-level management or administration

of a department or major unit, policy determination, leadership, or professional

or scientific competence". It would appear that many of the positions eligible

for placement in the Career Executive Service could be the same positions that

the Legislature made eligible for placement in the unclassified gervice.

The eligibility of an individual for "assignment" to thé Service is to be based
on regulations established by the Commissioner oﬁ Personnel. Eligibility is
limited, however, to employees of the state or its political subdivisions.
Veterans preference is not a factor in determining eligibility for assignment . w
to the Service nor to actual ‘appointment to a position in the Service

\ / -
In filling a position that has been placed in the Service the appointing -
authority shall be 1imited to appointing from the list of persons who have met

e . 1



% ‘Bersonnel Department creatﬂd "The Legislature replaced the existing civil: o

 the supervigory and managerzal leadership that i needed today.

" Department of Personnel for Hemnepin County government, the basic approach toward.

\in setting personnei policy for local government,

{ . / , y
TN ; ‘ “=17-
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the requirements for entry. into the Service - in other words, those who have
been "agsigned" to the Service. Appointments may be terminated by the n
appointing authority at his discretion, except that termination may not be :
based on reasons of politics, religion race, age, sex or disability, No-

person appointed to a position in the Service acquires‘any vested rights to’

such appointment, “

Employees may be reassigned to other Career Executive Service positions at

‘the same or lower level at the discretion of the appointing authority, An -
employee removed from a position in the Service, who was appointed from the -
classified’ service, shall be reinstated to his former grade in the same or N
similar position as when he left the classified gservice.

_The salary paid an employee holding a position in the Service can be at any
point within the range established by the'Legislature, The actual'salary is |
to be determined by the appointing authority and may be changed by the appoint-

ing authority to any other level within the range. o

»

service department with a mew Department of Personnel to be headed by a Com-
- missioner who is directly appointed by the Governor for a ‘term expiring with
the term of the Governor. The present civil service director is appointed
for a six-year term by the civil service board, with members of the board
being appointed by the Governor. )

™ AW
The three-member eivil service board is replaced with a seven-member Personnel
Board. Many of the responsibilities of the civil service board - including -
the authority to establish rules - are transferred to the Commissiomer of Per-
sonnel. The Personnel Board becomes, in essence, a hearing board to congider

end rule on appeals’of suspensions demotions and terminations..

Unlzke state government personnel practzces at the local government level have .
not undérgone the changes that ave needed to enable local govermments to obtain,

With the exception of the action by the Legislature in 1967 establishing 2 new

filling supervisory and managerial positions - as expressed in the personnel
policies and practices of most local units of government - has remained essenti-
ally unchanged from the original civil service law. ,

Efforts to remove many of the barriers identified in this report have been
largely unsuccessful. The recent rejection by the Minneapolis Charter Commis-
sion to modify the certification rule from certifying one to certifying three
is a case in point. X

: /
Though it may be commonly believed that these policies are a local matter to be
dealt with by local govefning bodies, such. has not been ‘the case in the past,
The Minnesota Legislature has been - and continues to be - significantly involved

To cite one current example: The proposal to require all St Paul and Ramsey
County employees to continue to be residents of thein\reSpective jurisdictions



N \ \

— as long as they continue to be so employed by the city or county has been consi-
dered, and recommended to pass, by the Senate Metropolitan and Urban Affairs Com-
mittee this past session. Though the bill clearly sets policy in the area of
personnel for two units of local government it does not contain any provision
that, if adopted by the Legislature, it bec0mes effective only upon approval by

the‘local governing bodies.

- i

The Legislature has escabllshed personnel policy for local government in other
areas, as well - policies that often differ from the policy set by the LegisXlature
for state government, For -instance, the veterans preference laws that apply to
local government are significantly more restrictive than the law that applies to
state government, ’
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On the basis.of these findings and conclusions we recommend:

A

s

For posztzons in the cZassef@ed service, remove those restrwctzons which inhibit
the selection of outstinding individuals for supervisory and memagement positions,
and provzdb zncentzves to make careers in public servzce more attractive.

1. For 1oca1 government, the Legislature should, by law!‘remove the restraints
. which serve to prevent local governments from selecting the best qualified
p~550n ‘for a supervieory or management position.

N

Our study of the selection process identified several instances where laws or
regulations inhibit the selection of the best person for a particular job in
government. } , )

We recommend to the ‘Legislature that legislation be enacted that will eliminate
the use of these restraints by any local government. Because local governments
have not, by and large, undertaken to revise their pexsonnel practices on their
own initiative « + . and because -- for the purpose of encouraging mobility of
public employees between jurisdictions -- there is a need for the

Legislature to enact certain uniform policies for all governmental jurisdiction;

in the state, we believe it is essential that the Legislature take action in
this area in/much the same manner as it acted to modernize state personnel
practices. Uith the exception of municipalities, it should be noted that only
the Legislature has the authority to remove many of these restraints.

Our recommendation is based on the belief that the selection process should be
founded on a commitment to hiring the best person . . . regardless of where

that person works, how long he or she has worked there, where that person lives

or whether he or she has served in the armed forces:. It is also based on the
strong belief that - to increase the possibilities for mobility in these posi-
tions, and thereby open up new opportunities to government employees - these
restraints must be eliminated from all governmental Jurisdictions.

By removing these testraints, the Legislature will also be taking a signifi-
cant step -towards imptoving the opportunities of women and minorities” to com-
pete for supervisory and managerial positions. Because few women or persons
from minority racial groups presently hold jobs in government that place them
~in a position to compete for supervisory or manegerial jobs, efforts to "open”
the. selection process will serve to increase opportunities for women and mi-
norities. = . . _ ’ ‘ \ :
\

Speciffcally: T o -

'

* Eliminate residence requirements. Requirements that restrict applicants

for a position 'Solely to residents of a particular area inhibit the selec~ -

tion of the best person for a position. This was recognized by the 1973
Legislature when it eliminated residence requirements for state employment.

Such residence requirements should be eliminated, particularly at a time
when ‘individuals move with increasing fréquency, and as cooperative efforts
between governmental jurisdictions become more ~common. For supervisory and

Y
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managerial positions, in particular, job mobility is being encouraged to.
a greater degree by persons concerned with management development. Resi-
, dence requirements only serve to inhibit movement of individuals between
‘ gavernmental Jurisdictions. - .

i

% \Paz travel expenses for persons living out of the area who are invited to
be interviewed for a managerial position. Government officials should .

have the authority to pay the actual out-of-pocket travel and lodging ex-
- © penses of a person, living some distance away, who has been invited to
participate in an oral examination for a managerial position..

* Open examinations for supervisory and managerial positions to all appli-
cants, regardless of present employment. Supervisory and managerial posi-
-tions should be filled through examination processes that are open to non-
governrental as well as govermmental employees. Promotional examinations,
-which are open only to employeecs of a particular department or governmental ~
unit, should be eliminated.

We believe this change will serve to improve the caliber of individuals
applying for positions by permitting more individuals to apply.

The elimination of promotional examinations should also eliminate instances
where women or members of minority races are mot eligible to dpply for ¢
particular examination - a situation which presently occurs when an examina-
tion is limited to employees of a single department that does not have any
women or minorities eligible to compete for the position.
\
An elimination of promotional examinations must, however, be accompanied
by a change in veterans preference statutes. One reason promotional exam-
inations are used so frequently is that the veterans preference requiremente
‘are significantly less restrictive for promotional examinations than for
open competitive examinations. (In local government, absolute veterans
preference applies to all open competitive examinations.)
: /

N % Remove geniority as a factor in selecting supervisors and memagers. Al-
_though the experience an individual gains through work should be, and is,
a factor in determining how well he does in an examination process, senior-
ity - length of service in government - should not. We recommend that any
reference to seniority being a consideration in filling theSe/positions be
eliminated.

A system which permits an employee with several years' seniority ~ but a -
lower examination score - to be selected over an employee with only a few
years' seniority - but a higher examination score - is contrary to the
philosophy of a merit system. It does not. take Into account, for instance,
p “experience which may have been gained from working for some other unit of
government or for a private employer. Also, it serves to increase the daif-
ficulty of women and mewbers of minority groups, many of whom have only re-
cently been employed, to compete equally for supervisory and management
positions. / , - )

), % Eliminate promotional ratings. Promotional ratings should be eliminated ;
" as a factor in determining an applicant's score when competing for a super-
. visory or management position. If promotional examinations are
‘ eliminatéed ~ as recommended previously - promotional ratings will also
 be eliminated automatically, since they are used only for that type of
~examination p:.ocess. )
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A promotional rating is the applicant's supervisor's assessment of how
well the applicant will perform in the position,for which he is applying.

It is based on the assumptions that the supervisor understands the require~ -

ments of the new position and that the supervisor is skilled in evaluating
performance. In many instances, neithet 13 the case. -

If 1e 1s felt that some form of supervisor s assessment of an applim’i is
desired, we auggest that - in juriadictiona with a formal perfommb ap-
praisal system - an applicant's most recent perfomancg appraisal be sub-
mitted to the appointing suthority to aid him in evaluating the persoms'
who are certified to him. It should not, however, affect the applicant’s
examination score.

Eliminate veterans _preference for sqgervisog and managerial gosittlona. .
We recognize veterans prefererice as an attempt, on the part of the public,
to compensate a veteran for the time he lost while serving his country -~ -
time which otherwise could have been used to-get a start in his chosen
profession. For this reason we support the use of veterans preference for
basic, beginn:lng—level posit:lons.

-

Currently, state government and local govemmeut operate under sebarata
veterans: preference statutes ~ a situation that 1s inequitable and confus-
ing. We recommend the Legislature adopt-a. ,uniform veterans preference law
for beginning-level positions for use by both state and local government,
patterned generauy along the 11nes of the federal govemment 8 veterans
prefezence law. .

For. ﬂuperv!rsory and’ management positions, we recommend there be no veter~
a8 preference granted. If a veteran considers himself ‘qualified to apply
fbt such a8 pasition, he should be willing to compete onvan equal basis with -
nonuvetatans. ' )

We further recommend that a person be limited in his use of veterans. pre=-
ference to a period of five years following diascharge, but not including
time speat in a hospital recuperating from injuries or time spent pursuing
an undergraduate degree in college. /-

Becauue so few mmen qualify for veterans preference, the modification of
the veterans preference statutes will serve to increase the opportunities
for women to compete for poaitions in govemment.

‘ Increase tbe m: of persons from whom_the_appo inting authority may se-

lect when f£1114 rvisory and managerial positions. -An appointing
authority's-asesssment of an.individual as he interviews that person for

a position should be recognized as a 1agit1mate~ -part of the selection pro-
cess. It should.met replace the examining process for filling supervisory
and management positions, but it should be considered along with the exam-
ination results, \ .

Restrictions which limit the number of persons am appoint;!ng authorifjv may
consider when filling a position to one or three are too restrictive.

/
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We recommend that the names of those persons receiving an examination score -
within 10 points of the top score, up to a maximum of ten persons, be cer-
tified to’an appointing authority. In all 'ingtances, a minimum of three

names should be cetrtified. ' Such a recommendation retains the principle of

merit, yet recognizes ‘that the examining process is not so pérfect that one »
individual receiving a few points more than another will always be the most
qualified person for the position. It further recognizes that the appoint«
ing authority should be entitled to a certain amount of discretion when
filling a position.

_InCreasing the number of persons certified is one further way of creating
’additional opportunities for women and minorities to compete for supervisory
and managerial positions. The present certification rule generally\resulted’
in only male caucasians being certified for positions
N

* Remove names from eligibility lists after cne year, We recommend that pro-
visions in the law which require personnel departments to retain an appli-
cant's name on an eligibility list for up to three years be changed. 1If a -
person has not been hifed for a position within one year of being placed on
the list, his name should be removed.

~

For state government, the Legislature should complete its effcrts to update

he state's personnel system ~ begun by the 1973 Legislature - by eliminating

\:'ﬁhéSe’remaining restraints_that inhibit the hiring of the best qualified person.

' 'Specifically:

The 1973 Legislature did adopt major improvements in the mammer in which state
government goes about hiring persons for supervisory and managerial positions -~
improvements that are described in detail in the Findings and Conclusions sec—
tion of this. report. We recognize the importance of the changes adopted by the
Legislature, and urge further action by the Legislature -to complete the work .
begun in 1973, In some cases, our recommendations are in the nature of ‘further
improving laws that were amended in 1973, 1In other instances, our recommenda-

tions deal with issues that were not acted upon in the past legislative sesglon,

.

N Ap important reason we believe, for urging.further changes in certain state

personnel laws is the need to adOpt uniform policies for state and local gov- .
ernment, If these - and the recommendations pertdining to local government -
are adopted, such will be the case, ‘ -

!

- e
* Eliminate all forms of promotional examinations -for supervisory and mana- .
gerial positions. The Legislature did eliminate the use of departmental
promotional examinations for managerial positions. We recommend the Legis-
lature also eliminate the tse of statewide promotional examinations for ,
managerial positions and extend this policy to include _supervisory positions
as well, Unless all forms of promotional exsminations are eliminated, it
will be}possible ‘to exclude all non-governmental employees from being eli-
gible to even apply for supervisory and managerial positions in state gov-
ernment

. . /
N Y /

% Remove seniority as a factor in selecting supervisors, As a result of
legislative action, seniority will no longer be a factor in determining an
applicant's examination score for managerial positions. We believe this
policy should also cover supervisory as well as managerial positions,

N o
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% Cease using promotional ratings as a factor in determining an applicant's
examination score. The Legislature took no action regarding the use of ‘
promotional ratings. Our recommendation on promotional ratings, as stated ;.
for local government, should apply to state govermment as well,

* Amend vetera reference laws to permit ‘their use only for Begﬁpning-let_é
S Egii}iggg_ ough the veterans preference leWS}that apply to state gov-

: ernment employment are not as restrictive as those which apply to local
government, changes are needed, also, in the law on state personnei The {
omnibus personnel bill that was considered by the 1973 Legislature did ori~ . -
ginally\include\certain modifications in the veterans preference statutesg,

. These amendments did pass 'the House of Representatives but were removed in
the Senate, and, consequently, no action was taken by the Legislature {

Our recommendation for changing the state veterans preference laws is the
- same as for local government. Specifically: We recommend that veterans
preference be granted only for beginning, or en ry—level positions and not’
- for supervisory or managerial positions, regardless of whether those posi-
' tions are filled through an open-competitive or promotional examination;
a person ghould be eligible to use veterans preference for only the first
five years following discharge, exclusive of time spent recuperating from
injuries or time sgpent pursuing an undergraduate college degree; for those
positions for which veterans preference should apply, -a veteran who has
otherwise passed an examination should be limited to receiving an addi-
tional 5 points to be added to the examination score - 10 points if a dis~
abled veteran. , \ . ; A

N N

*g,ggprease/the number of applicants certified to the appointing authority
~ for all supervisory and managerial positions, The Legislature took a sig-
nificant step here by increasing, from three to ten, the number of names
) of applicants ‘that are certified to the appointing authority by the per-
sonnel department for all positions filled through an open-competitive
examination. We believe the number should ‘algo be increased for all pro--
motional examinations -~ at least to the point of certifying, as we recom-
mend for local government, the names of all persons with scores within 10
points of the tap score, with a minimum of three and a maximunm of ten
| nanmes certified - ‘ K

o

s 3. State and local governments should provide further incentives to make careers
in public service more attractive. \

There is a need for state and local government to provide incentjves to
attract outstanding individuals for careers in public service, Specifically,
the Legislature and‘iocal law—making bodies shou1d° ;

% Reward outstandin§~service In government salary adjustments generally
are not used to reward outstanding performance, Annual salary increases :
for outstanding and less-than-average employees often are identical. If p
there is a difference, it generally is not significant. Salary adjust-
ments are more frequently tied to'length of service. . .the only relation-~

 ship to'merit being the rare occasion when an employee is denied an
increase. - at\ best a negative incentive. ‘

p
. / .
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A meaningful reward system for classified employees is needed in 2ll1 of
the jurisdictions studies. 1In developing such a reward system, the follow-
ing principles should be observed: . . ,
/ 4 N I '
--1f salary adjustments are to be used for rewarding. performance, the size *\
of the adjustment should be flexible rather than fixed. For example, '
state government's use of a flat 4% increase for 20% of its employees - .
regardless of the degree of outstanding performance - is, in our view,
not an acceptable reward system.

-—Salary adjustments that,are based on performance\should be based on a

' positive philosophy of rewarding employees for excellent work rather
than a negative approach which penalizes employees for poor performance.
/

A salary schedule is most likely to produce a flexible Salary system if
the “steps” within a salary range are eliminated and an "open range' with
only a minimum and a maximum salary established for the range. Steps, or
fixed increments within a range, serve only to make salary adjustments ' .
more rigid and cause employees to come to expect a particular increase
based on the steps within the range. -

—Serious consideration should be given to rewarding performance through
a form of lump sum payment in place of - or in addition to - a salary ad-
justment. A lump sum system can often better relate reward to performance,
during a particular time period. ‘

A salary adjustment, based on outstanding performance for one year, com-
mits the employer to maintaining that salary adjustment for many years in
the future, regardless of how well the employee might do in,the future,
"Under a lump sum system, an individual receives a "bonus” - which would be
in addition to any across-the-board increase - only in those years when his
performance merited it. Because no future commitment of funds is involved,
the lump sum can be larger than a salary increase yet cost the employer lesf
~~It is essential that a meaningful performance-appraisal and objective-set-
ting system be established, where one does not already exist. A reward -
system can be successful only if the reward is related to performance.
And, an employee's performance can best be measured if a set of realistic
objectives has first been determined for the position.

Aside from its relationship to a reward system, a program which permits
employees to understand what is expected of them, and provides for a regu-/

. lar review of an individual's performance, can have important benefits, in
terms of developing incentives. An individual who knows what 1s expected
of him, who knows what his supervisor thinks of his work, and who has an
opportunity to present his thoughts and concerns, is more likely to be.
satigfied and more likely to have the motivation to improve his performance.

~-0Other forms of incentives besides salary adjustments are important. For
instance, recoghition programs which identify employees who have performed
well can be a real incentive, where the effort is a serious one and not just
a token gesture. ‘ -

-7
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Establish carecer planning programs. Because of the heavy reliance on départ-
mental promotional examinations and the limited movement of employees between -




~

f~~Career planning programs should be es tablished within the personnel de~
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governmental jutisdictions,- from state to county,/from city to state, etc.
= an employee's career in public service is often limited to. one department.
Earlier in this report we recommended steps to broaden promotional opportu~.

. nities: for an employee of government through the elimination of promotional

examinations.

~ But efforts to open the system and to encourage mobility are not enough

Unless an employee 1is aware of these possibilities for advancement, knaws ‘
the requirements he must meet before becoming eligible for a position, and
develops a plan for acquiring these qualifications, it is unlikely many -
employees will take advantage of these opportunities.

1

bartment in each jurisdiction for the purpose of helping employees pre—~

pare and develop a career plan., The purpose of these programs would be’

to advise an employee, on an individual basis, of the career paths, or

career opportunities, that he might be eligible for ~ both within the: -

particular governmental jurisdiction and in surrounding governmental =0
~units as well, ‘

Through such a program, an individual would be advised of the qualifica-
tions that would be required of him before he would receive favorable
consideration for the position. The employee would receive help in de-
veloping a plan of action that would permit him to acquire the necessary
qualifications. - .

/ P

It is important that such programs require the employee;to request car-
eexr planning assistance. It should also be left up to the individual to
pursue ftever plan of action he might have developed. In other words,
a career planning program should not become a substitute for an individu-
al's personal responsibility to prepare himself for a particular career.

~ Rather, it should complement. those efforts by helping the individual be~
come aware of the opportunities and understanding what must be done to
tage advantage of those opportunities. . -

| L ‘
~~Training programs, that are able to develop these qualifications, should
be established and made available to employees who are interested in-fur-
therlng their career opportunities.

hy

--A skillsjinventory,,in the form of a data bank that would contain infor-
mation on the skills and abilities of all employees holding managerial

.. level positions, should be established. As managerial positiomns become
vacant, employees listed in the skills inventory who possess the'required
abilities should be notified of vacancies. Once establiahed considera-

tion should be given to exmending its uge to. include all supervisory-
level positions

4 ; : ’
e ) ' : . , !

' Make salaries for public service‘positions competitive with other govern-

mental units .and with the private sector. Information we have received
regarding the salaries paid to governmental employees is not conclusive
as to whether persons holding management positionsg, or other positions,
in state and local government receive adequate salaries. = / . >,

Evidence points to the fact that, for top management positioms, at least,
salaries are often not competitiVe. To cite but one example, many of the
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salaries currently paid department heads in state government are still -
lower than the salaries recommended by the Hay salary study in 1970, (The
Hay study was a professionally conducted study designed to recommend sala-
ries that would be comparable to other governmental units and to private
industry.) ‘ \ / . [ -
We did not, however, have the opportunity to study this issue in depth and,
consequent;y, are'not\prepared to present any detailed recommendations on .
| the subject, We do believe that the principle of compensating govermment
officials on a comparable basis to private business should be the basis on
which compensation plans are developed.

4, Increase efforts to; B;ace women and‘minorities in supervisory and managerial
positions.,

The elimination of promotional examinations and seniority requirements, and - -
the modification of certification rules and veterans preference legislation -
_recompendations made previously in this report - will all serve to increase

the number of minorities and women who will be eligible to compete for super-
visory and managerial positions. In addition we recommend~ /

* Strengthen educational programs. Within the past year, nearly all large 0
-~ governmental units have established Affirmative Action programs. These ‘ N
programs have developed as essentially educational programs which seek to
make governmental leaders aware of the imbalance in minority and female
hiring and to develop a commitment on their part to taking affirmative
action to eliminate this imbalance., Such programs generally include
recruitment programs which are designed to find qualified minoyities and |
\ females for vacant positions.
e . ~ ;
Such programs should be continued and strengthened. Governmental units
which presently do not have Affirmative Action programs should establish
such programs. : x

For the key managermal positions in government - other than dbpartment head pogi-
tions - the Legislature should broaden. .. .and extend to local government . .the
newly created Career Executive. Service. | , )
} ~ .

Section A of these recommendations proposes changes that will significantly - and’
satisfactorily - improve the hiring process for supervisory and middle managerial
positions .- But, even with these changes, the classified service is not adequate
for the top managerial positions in government -~ positions such as assistant com-
missioners and division directors. For these positions a different approach. ..
one that is more flexible ‘and responsive than the classified service, . .is needed,
We believe the Career Executive Service, with certain modifications meets this - ,
need, (For a description of the Career Executive Service as established by the '
1973 Legislature, see Page 16.)

The Career Executive Service has the potential, we believe, for becoming a8 major

new approach to dealing with the problem of selecting the top career executives

in government. It not only contains features that overcome the limitations of the
classified service, but it also provides advantages that are not totally available
through the unclassified service., In ghort, we believe the Career Executive Ser- T/
vice can offer these benefits:

— | AN
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* Provideg a reservoir of qualified individuals, with a variety of backgrounds
for these top positions. An important - but difficult - aspect of the selec- ~
tion process has to do with the piobiem of &inding qualified people, with the
right kind of background, who might be interested in a position.™ Even 1if the
aPPointing‘authoriQy has the option of hiring whomever he wishes for a posi-

~tion, he will want to be confident'that the people he is considering are the

best prospects available. / L o ‘

”

Adds an inter-governmental dimension to these positions - and increases the o
opportunity for movement of officials between governmental wnits - by estab- '

. lishing a common pool of qualified individuals who are eligible to apply for
. positions in any of the participating units. - The need to have persons in these
" positions with broad backgrounds is increasingly accepted. In view of the
changes occurring in government today, the perspective gained from a variety '
of work experiences - including work in various units of government ~ is ex-
tremely important as government seeks to adapt to these changing conditions.

a N .
Requires a basic competence before becoming eligible to be appointed to a man-
agement position. A serious limitation with the unclassified service is the
lack of any required demonstration of ability on the part of persons selected fo
positions in the unclassified service. Widespread use of unclassified positions
can increase the pressures to appoint persons on the basis of political factors,
Without any sort of standards or criteria, the professional nature of. such posi~-
tions could suffer, : /

N . / - .
ncourages a_career approach to the high~level managerial positions in govern-
ment without providing restrictive ‘tenure provisions. A significant shortcom-
ing of the unclassified service is the widespread feeling that the incumbents in

these positiénswill be removed whenever there is a change in administrations.
This feeling serves to discourage many qualified individuals from considering
such positions, particularly individuals who have chosen to make public service

A Y%

a career. P
\ ‘ i . . < - ‘ -
%' Provides officials with a wider choice of prospects. Eresent laws for the
classified service limit the number of persons the appointing authority may
consider when filling a vacancy . . . Iimitations that are  too restrictive when
filling, top management positions.. “ '

~

% Permits an individual to be replaced at the discretion of the appointing offi-
cial, It 1s essential that persons in top management positions serve only so
long as their performance merits the confidence of the department head,

* Provides adequate incentives to encourage top performaﬁce. Nearly all-salary
~  schedules used by government for classified positions seriously limit -~ if not
" eliminaté - any incentive to perform well. A satisfactory incentive system is

essentlal for any new personnel system.. x ‘ :

Specifically, we recommend: )

i
|

1, The Legislature should make certain adjustments in the law authorizing the" ~

Career Executive Service, : ‘ -

% Open the Career Executive Service to non-governmental as well as goveynmental
 employees, ' As it presently exists, the Career Executive Service, potentially

P
b

N
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at least, represents a step backwards in terms of the openness of the hiring
process. Nearly all of the positions that will be placed in, ‘the Service are’
presently in the classified service where it is possible to fill such posi-
tions in a manner that non-governmental employees are eligible to apply for
those positions - specifically through use of the open-competitive examina-
tion process. Three assistant welfare commissioner positions were filled in
) this manner earlier this year, -~ ~
The Career Executive Service, however, precludes the hiring of any non-gov-
ernmental employee by restricting eligibility to employees of the State of
, Minnesota and its political subdivisions. We recommend that this restric-
tion be eliminated, \ " :

* Provide that the Career Executive Service shall be for top managerjial posi-
tions. The current law provides that - in addition to positions that carry
a responsibility for policy determination and internal management - other
positions, including those carrying a scientific competence, may be eligible
for placement in the Career Executive Service. We believe the Service should
be for positions with management resﬁonsibilities in government and recommend
that, unless positions fall within this category, they not be made eligible
for placement in the Service.

In general, we define managerial positions as those with primary responsibi-
lity for developing and implementing broad policies for a variety of func-
tions. The effective control over financial, as well as personmnel, resources
would be included within the responsibilities for such positionms. K

In actual practice we would expect most of these positions to be division
director or above, depending, of course, on actual managerial resPonsibili;y.
Likewise, we would not expect positions for which the main responsibility is’
to directly supervige the work of employees, and pogitions which have no
reaponsibility for dealing with significant management issues - for example, ﬂ
first and second-line supervisory positions and high-level technical posi- = -
tions -~ to be placed in the Service, :
* Clarify the role of the Career Executive Service in relationship to the J
Legislature's expansion of the unclassified service. 1In addition to creating
. the Career Executive Service, the 1973 Legislature also adopted legislation
that permits the creation'of additional unclassified positions in major state
departments (see Page 16). It seems likely that many of those positions
which ought to be placed in the Career Executive Service are also eligible to
be placed in the unclassified service. We believe the Legislature should .
clarify this situation and recommend that, with the exception of the deputy
- commissioner or deputy director positions, these positions be placed in the
Career Executive Service,

2. The Le _gislature should extend the Career Executive Service to local_government

The Legislature should\provide, by law, that the governmental units of Hennepin
and Ramsey Counties and the Cities of Minneapolis and St. Paul should be made a
part of this Service - unless by resolution of its governing body a governmental
unit chooses not to participate. Other political subdivisions of the state -
including regional agencies - should be authorized to participate in the Service
at their option, . , /
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. Extending the Career Executiﬁé Service to local governmment is important, we

- _believe, for thesé reasons:

F

* Local governments are as much in need of a new approach to filling;top mana-
gerial positions as is state government. Actually, on the basis of current
hiring policies, many appear to be in greater need than the state, We have
grave doubts, however, whether such an approach will ever be implemented by
local governmental units unless the leadership is provided by the Legisla-.
ture. Even if they desired to adopt a Career Executive Service, several
local governmental units - counties, for example - would probably lack the
authority to do so without first receiving,authorization by the Legialature

Mobilitylkon the part Of___p managers, will be enhanced if severa{;gpvern—
mental units are made part of one Service, We are convinced that it ig in
the best interest of the individual and the governmental umit that persons
holding top managerial positions be exposed to the new challenges that a
change in work assignments can bring. It can broaden the individual's per-

spective and offer the governmental agency new insights into dealing with
problems.‘ )

We believe the creatién of a common Career Executive Service for state and -
local govetnment is one important way mobility can be stimulated..

- Any legislation extending the Career Executive Service concept to local govern-
ment should provide that officials of the local governmental units be responsi-
ble for determining which positions in -that unit are to be made a part of the
Service, Local governmental officials ghould also be involved in determining
the process by which individuals who wish to become eligible for assignment.are
~accepted, One way to accomplish this would be through the egtablishmént of an
intergovernmental review commission in the manner described im Point 3 of the
Discussion section (page 32).

Individuals in the Career Executive Service should be congidered when filling
unclassified positions,

~To the extent that certainm top management positions exist in the unclassified
 gervice, a department head - when filling such positions - should have the op-
tion of reviewing the names of persons who have been assigned to the Career
Executive Service. Such an option will increase the opportunities for indi-
viduals in the Service and; at the same time, offer the department head a
broader range of talent than what otherwise might be available to him.

The Legislature should create a management development institute for state and
Jlocal government executives.

/
An essential part of the Career Executive Service act ghould be a requirement .
that an ongoing management development program be established by each person-
nel department, All individuals holding positions in the Career Executive J
Service, or the unclassified service, should be required to regularly partici-
pate in this management training program. ) ‘
One essential element of this management development program should be the
establishment, by the Legislature, of an executive institute patterned along

/
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the lines of the Federal Executive Institute in Charlottesville, Virginia. .
The institute should be operated by the state but should be open to emplayeeo\
of state. and local government alike. '

‘\ﬁhlibe the federal institute, which 1is contained within a set of buildings in
Charlottesville, we envision the Minnesota institute to be an institute
without walls, so to speak, operating in a variety of locations with a tetipor~
ary - rather than permanent - faculty. The institute should\be designed pri-
narily for executives holding positions in the Career’ Exequtive -Service, but
should also be available for employees th might be considered potential mem-
bers of the Service.

/

c. Explore further ways to ewcourage mobility between. governmental units.

| ‘ A central theme of the recommendations contained in this report is that greater
efforts are needed to promote = and in many . instances just to permit - the movement
of employees between governmental units. We believe greater opportunities for mo~-
bility are important for government, as well as for the governmental employee, and
our recommendations concermning a Career Executive Service, elimination of promo~
tional examinations, career planning programs, elimination of residence require-
ments ~are designed to bring this about. ‘ ~

*”Further efforts are needed, however, before these recommendations can be fully
successful. The effective transfer of such benefits as vacation, sick leave and
retirement credits is essential, for instance. We recommend that the Legislature
explore ways in which an individual can be able to transfer such benefits when
accepting employment with a different unit of statevor local government. A
Transferability of retirement benefits is currently offered between certain e~
tirement systems, though this fact is not generally known by employees. This
transferability should be extended to all public retirement programs. Officials

-should make certain that employees are aware of any provisions for transferability.

. : ' !
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Regarding the Career Executive Service, . .
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DISCUSSION OF RECOMMENDATIONS

1. Why did we choose to recommend that the Legislature develop a common ezecu-

tive service by extending the State's Career Executive Service to loeal gov-
ernment as well, rather than gimply urge that local govermments each be
authorized to establish their own separate executive service?

Though there was some feeling within the committee that our recommendation
for a Career Executive Service should be to permit each governmental anit to
establish its own separate service, a majority of the committee felt, quite

strongly, that a common executive service offered several important advanta-
ges. :

1. Most important, a common service could be an important factor in
encouraging the movement of high-level executives between govern-
ments - something that is extremely important today - but some-
thing that is unlikely to occur if every governmental unit were
to have its own executive service,

2, A common executive service will increase the number of persons
who are eligible to apply for positions in the service, thereby
increasing the variety of individuals a department head may con-
sider as he seeks to fill a position,

3. Conversely, a common service can work to the advantage of the
individual by increasing the number of positions - and the vari-
ety of positions - for which he is eligible to apply.

Arguments in favor of establishing separate services in each jurisdiction
were based, essentially, on the feeling that the mechanical problems involved
in establishing a common service might be too complex to be workable, Rather,
some members felt, it would be better to permit each unit to establish its
own service and not require them to wait for a common service to be estab.
lished.

In rejecting this argument, a majority of the committee concluded that these
mechanical problems would not be insurmountable. Instead, by authorizing
this service on an intergovernmental level, this action by the Legislature
could be viewed ag the beginning of a new approach to personnel, ., .an
approach that looks at the personnel needs of state and local government
within the context of a state/local system.

Why recommend that Henmepin and Ramsey Counties, Minneapolis and St. Paul
automatically be placed in the Service unless they make a conscious decision
not to participate?

Ideally, we think every unit of government ought to have a career executive
service, We recognize, however, that it may be impractical to require local
governments with very small employment to join the Service, although all
should be eligible to join at their option.




Upon viewing employment figures for all local governments in the metropolitan
area, it quickly became apparent that those governments with a level of employ~ .
ment high enough to justify their automatic placement in the Service were the
cities of Minneapolis and St. Paul and the counties of Hennepin and Ramsey, 1/
Consequently, we have recommended they be placed in the Service.

Because our recommendation would give all other local governments the option of
deciding whether or not to join the Service, we have also included a similar op-
tion for these four largest local governmental units. . .although in their case -
because we feel the situation justifies their being in the Service - we would
recommend they make an affirmative decision to be excluded from, rather than
included in, the Service. :

How might applicants for a "eommon" state/local Career Executive Service be
ecreened?

There are undoubtedly several ways a joint state/local Career Executive Service
could be established, The format that we tend to favor would provide that a
"review commission" be established by the Legislature for the purpose of review-
ing the qualifications of individuals wishing to become eligible to apply for
pogitions in the Service,

The members of such a review commission should be selected in a manner that per-
mits input from all governmental bodies participating in the Service. Two pos-
sible approaches might be: one, for the personnel directors of all governmental
units in the Service to jointly select the members; two, for the State Personnel
Board to select the members with a majority of the local personnel boards having
the authority to reject any member,

We would suggest the commission consist of between 9 and 15 members, depending
on the number of governmental units in the Service, Members would be citizens,
not presently employed by any of the participating jurisdictions, selected on

the basis of ability and experience in the field of management. They would serve
without compensation but should be entitled to receive per diem expense. Funds
for the operation of the commission should be allocated between the participat-
ing units. ’

Such a commission could be granted the responsibility to establish the general
criteria that must be met by individuals seeking to enter the Service. Because
the purpose of the commission would be to determine whether an applicant possesse:
the basic managerial qualities that are needed by persons responsible for deve-
loping management decisions and for formulating broad departmental policles - in
a variety of jurisdictions -~ the criteria established by the commission should be
general, rather than specific, in nature,

1/ According to the 1971 Salary Study conducted for state and local government
in the metropolitan area by Stanton Associates, Inc., these four units had
between 2,000 and 6,000 employees., The next largest local govermmental
units in the study were Bloomington and Ancka County, both with slightly
over 300 employees.

~.



Certification by the commission would simply make an individual eligible to apply
for positions as they become vacant. The actual decision to hire an individual
should, of course, be the responsibility of the department head.

What kind of criteria might be used when considering applicants who wish to join
the Career Executive Service?

0f all the views that were eXpressed‘to the committee on the subject of what it
takes to be a good manager, the one conclusion that came through the loudest was
that there are very few attributes that everyone considers are essential in a
good manager, Consequently, a review commission - if established - should, just
as most leaders in private industry do when selecting persons for managerial
positions, think in terms of general, rather than specific, characteristics when
deciding whether to accept an individual in the Service.

It should be understood that accepting an individual in the Service only makes
that person eligible to apply for specific positions - it does not mean that the
person should be hired for a particular job,

Because of their expertise, the members of the review commission - or other offi-
cials charged with the responsibility of establishing criteria - will be more
qualified to develop a set of characteristics to be applied when evaluating appli-
cants, than were members of this committee. But, for purposes of establisghing
some general guidelines, we would suggest the following:

* Consider an individual's performance in previous positions, even if they
were non-managerial positions, How well did he perform? How creative was
he? Was he, for instance, interested in finding new and better ways to get
things done? One important characteristic of a good manager is his interest
in looking for better ways -~ by trying new approaches — to do things.

* Does the individual have a grasp of what management is? Does he understand
that a function of a manager is to see that programs are carried out by
others? Or, does he view the position as a sort of super-technician in
which he is actually responsible for doing much of the work himself? Be-
cause his job is to see that the work gets dome, rather than to do the work
himself, a manager really doesn't need to have extensive knowledge of the
technical aspects of the work being performed.

* How does he work with other people? 1Is he a listener, willing to accept new
thoughts from other people? Or, does he have the answer for every problem
and is he interested only in’'having things done his way?

* 1Is he willing and able to delegate important decisions to other workers in
his division? 1Is he able to develop confidence in others and let them assume
responsibilities? 1Is he the type of person who is unwilling to let others
agsume this type of responsibility and become involved in the decision-making
process?
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On what basie might individuals holding positions in the Career Executive
Service be removed from their jobs?

We believe the official who actually appoints an individual to a positiom
should have the authority to remove that individual at his or her discretion.
The law establishing the state's Career Executive Service provides that an
individual may be replaced at any time for any reason other than on the basis
of politics, religion, race, age, sex or disability, While we are opposed,
in principle, to the removal of an individual on the basis of any of these
factors, we felt that other laws sufficiently covered all of the above-men-
tioned factors with the exception of politics and that it would, as a practi-
cal matter, be extremely difficult - if not impossible - to separate those
removals which were based on politics from those which were based on such
factors as incompatibility. We were concerned that, with a reference to
politics in the law, any removal would be subject to challenge on those
grounds and would result in officials retaining an employee in whom they had
lost confidence rather than going through the difficult process of seeking to
have him removed.

B, In general, . .

ln

Why not totally eliminate veterans preference? If veterans preference actu-
ally serves to require govermment officials to hire gomeome other than the
most qualified person, shouldn't it be totally eliminated?

There was some support within the committee to abolish all forms of veterans
preference, If it was simply a question of either supporting an absolute form
of veterans preference -~ as exists in local government in Minnesota - or sup-
porting a total repeal, the committee likely would have favored the latter, ’
An alternative does exist, however - namely the modified form of veterans pre-
ference that applies to entry-level positions in state government, Specifi-
cally, for positions in state government, a veteran is eligible to receive an
additional five points - ten pointg if he is a disabled veteram -~ that are
added to his final score. If those points place the veteran within the top
three persons on the list, his name is certified -~ but the appointing authority
is not required to hire the veteran,

The committee did conclude that a veteran should be entitled to some prefer-~
ence at the time he returns from military service, primarily to compensate for
the time lost which the veteran otherwise might have used to get a start in a
particular career. A majority of the committee felt quite strongly, however,
that veterans preference should not apply to supervisory and managerial posi-
tions, . .positions which can hardly be congidered entry-level and which sel-
dom are the type of positions a veteran would be eligible to compete for upon
return from the service, ,

Why have govermmental agencies relied so heavily on departmental promotional
examinations in the past?



Often because the law encourages it, And, often because absolute veterans pre-

ference laws - which apply to open competitive examinations -~ don't apply to-

promotional examinations. Primarily, though, the heavy use of departmental
promotional examinations is nearly inevitable in any environment in which the
operating department has the prerogative of determining the type of examination
that will be used to fill a position,.

The natural pressures within a department are to restrict applicants to current
employees of the department, And, as one department moves to restricting posi-
tions to department employees, the pressures increase in all other departments

to do likewise. As employees begin to see that they are being excluded from
promotional opportunities in all other departments, they quickly realize that
their only promotional opportunities rest within their present department.
Within this environment, efforts to open examinations in one department to a
broader group are met with resistance by employees of the department and a short-
term, at least, decline in morale in the department,

For this reasom it's nearly imperative that any effort to open examinations to a
broader group must be applied across the board within a governmental unit, More
degirable are provisions that apply across governmental jurisdictions.

Do you mean to suggest, when recommending that residence requirements be elimi-
nated and restrictions against paying travel expenses to persons who are invited
to be interviewed for managerial positions be modified, that local residents are
often unqualified to hold top positions in state and local government and there-
fore government must look elgewhere for qualified persons?

Not at all, Actually, the opposite is the case, in most instances., When com-
pared with other states and cities across the nation, the quality of work by
employees - public and private - in our area is considered exceptional, and we
would expect most positions in state and local government to be filled by employ-
ees within the state,

Nevertheless, there are instances where it may be necessary or desirable to at
least be able to consider individuals from other regions when filling a particu-
lar position. For example, there may be an instance where a new program or a new
technique is being implemented for the first time and where the only knowledge-
able people on the subject are employed in gome other part of the country. In
such instances, government officials shouldn't be prevented from interviewing
persons simply because they are unable to pay the individual's interview expenses.
Such situations should be considered the exception, however, rather than the rule,

Far more common, however, are the problems caused by testrictive residence require-
ments, With the increasing need for govermmental units to be able to draw on indi-
viduals with diverse backgrounds - including experience with other governmental
units - a provision which restricts a municipality to considering only individuals
who actually reside within the limits of that municipality could easily prevent

it from being able to draw on a broad range of talent when filling key positions.
It seems entirely possible, for instance, for an employee of the City of Minneapo-
1lis to be the ideal person to £ill a particular position in St, Paul government
(or vice versa), Yet each city's residence requirements would likely preclude
such an individual from even being considered for the position,




4, In the report you make frequent reference to civil service examinations and
examination scores. Is an applicant'’s examination score based on anything other

than a written examination consisting of questions relating to the job that is

being filled? , “

Yes. An applicant's examination score is based on several other factors besides
his or her score on a written examination, Depending on the type of examination,
an applicant may be entitled to additional points on the basis of seniority, and
on the basis of a rating that is completed by his or her supervisor., If a veteran
he or she may receive additional points through veterans preference legislation.

For instance, a state employee who has taken a promotional examination receives
an examination score based on the following: Assuming a maximum possible score
of 100 points, the actual examination will likely count for 50 points; the super-
visor's rating will probably count 40 points; and seniority, or length of service,
counts for up to 10 points (1 point for each of the first five years of service
plus an additional % point for each additional year to a maximum of fifteen years
or 10 points). If the applicant is a veteran, an additional 5 points (10 points

'if a disabled veteran) are added, and the sum of each becomes the final score.

What is more important to understand, however, is that a civil service examina-
tion doesn't necessarily mean a "written' examination, For managerial and other
high-level positions, examinations are nearly always 'oral" examinations. That
is, instead of being asked to answer a series of questions in writing, an appli-
cant is personally interviewed by one or more interviewers (often a panel of
three) and scored on the basis of his or her answers to questions raised during
the interview, Occasionally, staff from the personnel department serve as
interviewers, but in many cases they are outside experts who have been recruited
specifically to interview applicants for a particular position.

There seems to be a movement towards the greater use of oral examinations for
filling high-level civil service positions, The validity of written examinations
- the degree to which a written examination is able to identify the candidate who
is indeed the most qualified - is being seriously questioned on many fronts today.
Many knowledgeable persons claim there is no such thing as a valid written exami-
nation, at least for supervisory and managerial-type positions, Another contri-
buting factor is the general recognition that written examinations don't provide
for an evaluation of such subjective factors as motivation, disposition, etc., -
factors that are important in any person holding a managerial position.

You recommend that seniority no longer be a factor on which examinalion points
are awarded, Don't you feel that an individual's experience ought to count for
something when he or she competes for another position? \

Yes, we do, but we don't feel that granting points on the basis of seniority is

the way to do it, Actually, if the position being filled is in an entirely dif-
ferent line of work, an individual's experience - having been in a totally dif-

ferent area -~ may actually make him or her less valuable than an applicant with

fewer years' seniority but in a somewhat related field,

The key point to understand, however, is that an individual's experience will be
helpful to the applicant because, on the basis of the knowledge gained through
experience, the individual will be able to answer more questions correctly and
consequently receive a higher score on the examination.
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In the fall of 1972 the Board of Directors of the Citizens League established

~the Filling Supervisory Positions in Public Employment Committee and assigned to it

the following charge:

"The need to attratt high~quality individuals to supervisory positions in
state and local government is increasingly recognized. We would review

- present public personnel policies, including those which concern how
notice is given when vacancies occur, how eligibility for positions is
determined, how specifications are developed whether special preferences
are given persons for reasons other than their qualifications for the
immediate jobs available, including whether fair treatment is accorded
women and minorities, and the ability for personnel to move from one
department to another or from one unit of government to another.”

A total of 22 members actively participated in' the work of the committee. The
chairman of the committee was Leonard F. Ramberg, retired vice\president Northwes tern

National Bank of Minneapolis.

Other members were:

/

Donald H. Anderson

W, William Bedngrezyk -
Earl F. Colbom, Jr,
Sue Cummings

Carlyle Davidgen
James W, Fritze

Glen F. Galles

Robert E, Hannon
John A, Hanson
Ruth L. Hass
James Hawks

Dorothy Lamberton

Rictiard Lamberton

Jerry M. Liefert

Richard L. Manning <
Thomas G. Mortenson ,

Lee Nelson

Jim Newland

David L. Norrgard
Edward J, H. Smith ‘
George A, Warp

The committee was assisted by Glen J, Skovholt -Citizens League Research Agsoci-
ate, and Jean Bosch of the clerical staff,

The committee held 26 meetings, from November 14, 1972, to May 10, 1973 - an

average of one meeting per week.

For the convenience of committee members and re-

source persons, the committee met alternately in St. Paul and Minneapolis,

For the first three months the committee spent practically all of its time in ‘
orientation sessions ~ learning about the problems that affect public employment

within state and local government,

During this period of time, the committee was

forturate to be able to meet with manj excellent resource persons who were extremely
helpful in spotlighting the major problems confronting the personnel gystem in gov~
ernment today, These resource persons included officials from both state and local
government, and persons representing both the administrative and legislative branches

of government,

In addition, the committee was fortumate to meet with other resource

persons who have had extensive experience in the field of personnel in the private

sector,

Detailed minutes were prepared of each meeting, with copies being made available
to members who were not present, and to'a number -of other persons.outside of-the'. .
committee who were interested in the activity of the committee, A limited number of
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coples of minutes are on file at the Citizens League office. A series of background
articles and reports were made available to the committee for review, and these, too,
are available in.limited copies from the Citizens League office.

'Following the completion of the "orientation" portion of the committee's work, .
the committee turned to drafting a set of findings and conclusions in February and
early March, Following general agreement on this document, the committee turned to a
discussion of possible recommendations and spent the greater part of two months in
this stage of the committee's work,

The committee wishes to thank the' following resource persons who met with the
committee on one or more occasions:
\
Donald H, Anderson, personmnel division, MetrOpolitan Council
Winston Borden, Mimmesota State Senator.
Richard Brubacher, State Commissioner of Administration. -
John Cairng, Minneapolis Alderman,
Stanley Cowle, Hennepin County Administrator.
John A, Hanson, Hennepin County Personnel Director.
Herbert Heneman, director, Industrial Relations Center, University of Minnesota,
John Jackson, State Civil Service Director.
Thomas J, Kellez, then Ramsey County Administrator.
. Ray Lappegaard, State Highway Commissionmer,
John Loza, persomnel department, University of Minnesota,
P. J. McInnis, Burnsville Village Manager.
Jerry McNeal, director of employee relations for Dayton's, and chairman of the
personnel task force of the Governor's Loaned Executive Action Program (LEAP)
Don Mead, assistant director,\Ramsey County Personnel Department.
Bob Mezer, assistant area director, American Federation of State, County and -
'~ Municipal Employees, AFL~CIO, )
- Gerry Morse, vice president for employee relations, Honeywell Inc, ‘
‘Harmon T, Ogdahl Minnesota State Senator.
Burke Raymond, Roseville Village Manager,
Joe Robison, executive director, State Employees Union Council #6,
Waverly Smith, president, St. Paul Fire & Marine Ingurance Company.
Eugene Spika, area manager, U. §. Civil Service Commission.
j Esther Wattenberg, Office of Career Development, University of Minnesota.
Harry Wilson, chairman, United Veterans Legislative\Committee.

In addition, the committee staff received additional background materials from
representatives of the following organizations: Minneapolis Givil Service Department;
the State Department of Human Rights; the State Affirmative Action Program; the Joint
Legislative Interim Commission on Civil Service and Unclassified Personnel; and the

State of Minnesota Civil Service Department,
\ .
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