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The 1973 Legislature e'stablished a W o r  breakthrough i n  thinking t m t r d 8  
the  career  public employee. After ca re fu l ly  studying the  personnel system fqt 
employees of s t a t e ,  government dur ing the  previous interim, the Legis la turs  c o w  
eluded a new approach was needed fo r  se lec t ing  persons t o  f i l l  the  importarnt 
supervisory and management positions, i n  s t a t e  government. The r e su l t  was a 
package of l eg i s l a t i on  which - when f u l l y  implemented - w i l l  represent the  most 
s ign i f ican t  advance i n  s t g t e  employee leg i s la t ion  s ince the  creat ion of the  
state c i v i l  se rv ice  system 30 years ago. 

But the  job has j u s t  begun, For the  ~ e ~ $ s l a t u r e ' s  actions applied only t o  
s t a t e  government employees, not t o  the  thowands of other  government empl~yeW3 
1__1_ 

i n  municip+l, county, and regional bodies tnroughoue the s t a t e ,  where the need ' 
is every b i t  a s  great .  c 

\ 

The opportunity now a t  hand is t o  extend t h i s  thinking t o  loca l  government, 
where, with a few notable ekceptions, the approach used to  s e l e c t  and develo$ 
employees has undergone v i r t ua l l y  no change i n  30 years - add t o  expand UPPn 
the Legislature 's  action by developing a concept of public se rv ice  t ha t  views 
s t a t e  and l o c a l  personnel systems as pa r t s  of a broader s t a t e l l o c a l  syst-, 
thereby broadening career  opportunit ies forn public.  employees v h i l e  a t  the  same 
t i m e  encouraging governments t o  comider  a wider range of t a l e n t  when f i l l i n g  
key government pos i t  f ons . 

What is of ten not recognized is the importance df the  government employee 
in shaping and implementing important public policy i s s ~ s  . Citizens and gov- 
ernment o f f i c i a l s  a l i k e  tend t o  become in te res ted  in -  r6solving the  maJoq s o c l a l  
i ssues  t h a t  confront us today, forget t ing t h a t  i t  is che public. employee who 
w i l l  have the grea tes t  impact i n  th$ ult imate s u k e s s  of these e f fo r t s .  Whe- A 

ther the i s sue  be transportation,  land use, hbusing, heal th  care,  corrections 
o r  whatever, the  ingluence of the government empldyee - whether i n  d ra f t i ng l  
l eg i s l a t i on ,  presenting information t o  l eg i s l a t i ve  committees, o r  simply imple- 
menting the  policy t ha t  is adopted by the  1egTslative body - is enormous. 

Because i t  is the personnel system tha t  produces the pLblic employee, a f 
s t rong case could be made-,for considering t he  qua l i ty  of the  personnel system 
i n  government t o  be the  moet inportant issue facing us  today. It is through 
the  personnel system t h a t  public employees a r e  selected.  . .and Z t  is the per- 
sonnel system that '  is responsible f o r  developing the  emplayee so he o r  she is 
ab le  t o  make w i s e  decisions Nen considering questions of public policy. 

, With both s t a t e  and loca l  governments experiencing major changes i n  res- 
pons ib i l i t i e s  and i n  d e l i w r y  of services ,  the forward-1ook5ng e f f o r t s  of the  
Legislature m u s t  be completed a t  @he state l eve l  - and extended to loca l  wx- \ 

ernment: a s  wezl, I n  order f o r  s t a t e  and l o c a l  governments t o  successf@ly 
deal  with the important isdues c ~ n f r o n t i n g  us today, ac t ion  is required now. 



MAJOR IDEAS IN OUR REPORT 

Z - 

1. I n  order for  loca l  government t o  respond t o  the  challenges tha t  are being placed 
upon i t  - by the fedeogl govemment, by s t a t e  government and by the  c i t i e e a  - it 
must be permitted t o  operate mder  a personnel system t h a t  permits f l e x i b i l i t y  
and responsiveness. The s ign i f ican t  advances i n  personnel policy recently 
enacted a t  the stst@ level m u g t  be matched by a corresponding advancement a t  the 
loca l  government level. \ 

2. Because i t  is important t o  the  e t a t e  t h a t  the personnel systems used by loca l  
government permit t h i s  same f l e x i b i l i t y  and responsiveness, the  Legislature 
should assume, Che responsibil i ty f o r  enacting the changes i n  policy tha t  a r e  
needed i n  l o e l  governmental personnel systems, With the Legislature turning 
increasingly tu loca l  government a s  the  vehicle for carrying out - and actual ly  
operating - important state programs, and with a gaining recognition of the  
necessity t o  expose key public employees t o  a broad range of work experiences, 
preferably with d i f fe ren t  g o v e ~ t a l  un i t s ,  the need t o  develop a strong per- 
sonnel gystem a t  the loca l  l eve l  - one that permits a flow of personnel through 
the s t a t e / l oca l  system - becomes extremely important t o  state government, 

3, Though i t  is not generally recognized, the professional - o r  career - mtployee 
i n  government: does have a major impact on public policy, While public policy 
may be s e t  by our elected o f f i c i a l s ,  i t  is cer ta in ly  shaped t o  a considerable 
extent by the professional employee. The career  employee's ro le  tn shaping 
p o l 2 ~  begins with the preparation of l e g i s l a t i v e  proposals and extends to the 
ac tua l  implementation of the pol ic ies  that have been adopted by the l eg i s l a t i ve  
body, This policy-shaping ro l e  requires t h a t  public eniployees holding kgr 
posit ions i n  government be open t o  new thinking and be able  to baseqecis ions  
they make on broad inter-departmental and inter-governmental consideratioas, 

4 .  T& concept of a public senrice career  i n  government - state - and loca l  - i n  
Minnesota must be developed, For too long, a career i n  government has meant a 
career  with a s ing le  department o r  divis ion i n  a s ing le  governmenfa1 uni t ,  A 
recent study of s t a t e  employees who a r e  e l i g i b l e  f o r  career  executive s ta tus ,  
and who have served i n  s t a t e  government fo r  over 21 years, points out  tha t  84% 
of the eq loyees  are still working fo r  the  same department a s  when t h q  were 
f i r s t  hired,  

Pol ic ies  t h a t  encourage the mcvwent of public employees between departments and ' governmental j u r i sd i c t iow a r e  important, not only f o r  government but a lso fo r  
the  government employee, Such pol ic ies  w i l l  serve t o  broaden career opportuni- 
ties for the public employee and w i l l  enable the  employee t o  develop a broader 
perspective tha t  w i l l  prove t o  be valuable t o  both the  employee and the  employer. 

5 .  There must be a greater recognition t h a t  governments - a t  a l l  levels - need peo- 
p l e  who can manage. For too long, people have been selected f o r  managerial-type 
poeitions on the basis  of t h e i r  technical  knowledge of a subject ra ther  than on 
the bas i s  of  t h e i r  a b i l i t y  to mnage an a c t i v i t y ,  This becomes a l l  too evident 
when reviewing job descriptions fo r  managerial posit ions,  where, i n  nearly a l l  - 
instances, greater  emphasis is placed on educational .and work experience i n  the 
specialized ares tha t  is under €he direct ion of the manager than on the maneger- 

I \\ha1 s k i l l s  tha t  w i l l  be reqtdbed, 
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I 

The move toward decentralization of a c t i v i t i e s  by state government places 
grea te r  importance on t h i s  r e c o g n i t i ~ n .  The concept of a manager being a per- 
son who is results-oriented - one whose responsibi l i ty  is t o  see  t h a t  objec- 
t i ve s  a r e  accomplished ra ther  than doing a ce r t a in  ac t i v i t y  - is extr-ly 
important. Y e t ,  u n t i l  recently, the germ manager was not even recognized fn 
government terminology. Those persona who c lear ly  hold managerial positiOn3 
have, f o r  years,  been referred t o  i n  government: as suparviaors. 

Restraints t h a t  make i t  d i f f i c u l t  t o  broaden h i r ing  po l ic ies  i n  government 
should be eliminated or modified. Specifically:  

'\ * Restr ic t ive  residence requirements should be eliminated; 
\ 

* Eymination procedures t ha t  permit only employeee of a deparwent t o  apply 
for. a vacant posi t ion should be replaced with po l ic ies  t h a t  0 t h  applica- 
t ions  f o r  these posit ions t o  employees of a l l  govemen ta l ,Un i t s  asi w e l l  
as non-governmental employees; 

* Cer t i f i ca t ion  rules  t h a t  l im i t  the number of applicants t ha t  may be sub- 
mitted t o  an  o f f i c i a l  when f i l l i n g  a posi t ian do no t  adequately recognize 
the  importance of allowirle; the  o f f i c i a l  some discre t ion  when f i l l i n g  these 
posi t ions ,  and should be changed t o  increase the number of persons ce r t i -  
f i ed ;  

1 

, * Veterans preference lave t h a t  grant veterans of past  wars - including war. 
t h a t  terminated more than 25 years ago - absolute preference i n  h i r ing  f o r  
6ertal;n posit ions should be s ign i f l i can t ly  modified ; 

\ * Rating systems t h a t  arep based on the  assumption tha t  an employee's super- 
v i sor  is f n  a posi t ion t o  evaluate t ha t  empleyee's po ten t ia l  a b i l i t y  t o  
per fom i n  some new posi t ion should be eliininated o r  a t  least modified s o  
t h a t  the  supervisor's r a t i ng  does not influence the employeeta exambation 
score. 

Although Af f i r t na t i~e  Action programs a r e  important and should be extended t o  
addi t ional  governmental un i t s ,  the most e f fec t ive  way t o  increase opportunit ies 
fo r  placing women and minorizies i n  supervisory and managerial posit ions is to  , 

eliminate the  r e s t r a i n u  c i t e d  above. The r e s t r i c t i ons  t h a t  discourage govern- 
ment o f f i c i a l s  from opening the  h i r i ng  process t o  a broader group a r e  the  same 
r e s t r i c t i ons  which serve ta exclude women and minorit ies from elig. ibilkty f o r  
these posi t ions ,  Effor ts  t o  place grea te r  numbers of women and minorit ies i n  
these posit ions w i l l  be  largely  inef fec t ive  u n t i l  these rab t ra in t s  a r e  eliml- 
na ted . 

1 ( 

The Career Executive Senrice, authorized by the  1973 Legislature for  s t a t e  gov- 
ernment, represents a major new approach t o  f i l l i n g  key managerial positdons i n  
government and should be extended t o  l oca l  government as w e l l .  The Sendce,  i f  
f u l l y  implemnted, combines the  s t rengths  of both the c l a s s i f i ed  and the un- 
c l a s s i f i e d  systems and, i n  addit ion,  has the poten t ia l  of contributing - i n  a 
ueaningful way - t o  the  movement: of public employees between governmental un i t s  
i f  t he  Legislature does expand the  Service t o  bring i'n local government, 
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FINDtNGS AND CONCLUStONS 1 
- 

a 1. S k t e  and ZocaZ govemzments are on the thres3wM of major change. . .change in 
the distribution of responsibiti t ios between Zeve 2s of government, . .& c-8 
irs the way services are delivered. - 
It is bkcoming i n e r e a s i n g b  c lear  t h a t  a fundamental reallgnmiemt of responsibil i-  
t i e s  i s  taking shape within the federal  system. Until  recent ly ,  s t a t e  and local  
governmentrould look t o  the  federal  government f o r  leadership and fo r  direct* - 
i n  the  form of categorical  grants,  f o r  Jnscaace - i n  dealing with the  important 
domestic issues .  Suddenly, a l l  t h i s  has changed. Aq pa r t  of the federal  adminis-' 
t r a t i oa ' s  e f f o r t s  t o  decentralize decision-makipg, the major responsibilLty f o r  
developir@ and implementing these programs has abtup t l y  sh i f ted  t o  the s t a t e  and 

I local  level .  \ 

F s  the  respons ib i l i t i es  of s t a t e  and loca l  government have increased, so  too has 
their need increased t o  have people i n  the  administrative branch of governmenl 
who can provide the leadership t h a t  i s  needed t o  discharge these respons ib i l i t i es .  

\ A t  the same time, fundamehtal new approaches have bekn proposed regarding the 
manner i n  which important government services are delivered t o  the pub4ic. These 
proposals, cs they a r e  accepted and implemented, carry  importkt implications. . . 

' i n  terms of t&i present s t ruc ture  of s t a t e  and l ~ c a l  government. . .and i n  terms 
of the personnel t h a t  must manage the implementation of these programs. 

I . 
'Among the  examples of chahge are:  

* Federal revenue-shari,ng and the elimination of federal ly  administered programs 
\ impose,'krw$er respomisibility on state .and local. government. The responsibi- 

l i t y  f o r  determining which services  a r e  needed and how these services should 
be provided has become, t o  a f a r  g rea te r  extent than ever before,  the  rdspon- 
s i b i l i t y  of s ta te ,and  loca l  government, 

\ 

Whfch services should be cdntinued? Which l eve l  of governdent should be respon- 
s i b l e  f o r  each of the programs? Are there  b e t t e r  ways of delivering these serA 
vices? How should revenue-sharing funds be used? A l l  of these,  and more, a r e  
questions tha t  must now be answered by government o f f i c i a l s  a t  the s t a t e  and 
loca l  level .  

\ * Programs a r e  being decentralized t o  a regional o r  area  level ,  Within the  S t a t e  
- of Minnesota, a number of s t a t e  agencies have,already i n i t i a t e d  e f f o r t s  t o  de- 

centra l ize ,  on a regional basis ,  a significa* portion of the' functions of each 
agency. These include the  Departments of Public Welfare, Natural ~ e s o u r c e s  , 
and Highwqys. Another example, on the  loca l  l eve l ,  i s  the current proposal of 
the Hennepin County Wqlfare Department t o  del iver  ce r ta in  welfare,serv$ces on 

1 an area  level-within  the county. These a t e  but eqamples of a major trend t h a t  - 
Is developing, within both state,and loca l  government. 

* J o g .  For 
many years, the  rdspons ib i l i t i es  of s t a t e  and local  uni ts  of government were 

C ra ther  c lear ly  defined and remained r e l a t i ve ly  unchanged from year to year. No 
longer i s  t h i s  the  case. Not anly is  the respons'libility f o r  a gtvea function 
frequently being sh i f t ed  from one leve l  of government t o  another, but ,  more and 

' more, pa r t i cu l a r  f a c t i o n s  a r e  being perform&d'by several  l eve l s  a t  the same 



~ * New concepts i n  the de l ivew of services are jus t  b q ~ i n n i q  t o  surface: Pro- 
pssals such as the  purchase-of-service concept which euggest a l te rna te  mthods , 
fo r  government to  del iver  services have only begun t o  surface. The implica- a 
t lons  of these propqsals, i n  terms of governmental s t ructure ,  a re  extremely 
important. The purc4.bass-af-servi$e proposal, which suggests t h a t  many services 

.“ would be be t t e r  handldd i f  they a re  "bought" by governmeqt, ra ther  thad di rec t ly  . 
produced o r  proyfded by govemmnt, contain& par t icu la r  i y l i c a t i o n s  fo r  the  
personnel system' i n  gavernmsnt . 

- * Increased reslstance on the part of taqdtyers t o  highat government spanding. 
A heightened resistance t o  increased governmevt spending - and the nearly in- \ 

evi table  increase ip taxes t h a t  follows - i s  qui te  obvious whw concridering, f 

i 
for  exaplple, the lack of v6ter suppott f o r  bond issues t h a t  odce *re automati- ; 

cql ly  approved. This f a c t  p r a c t i p l l y  require8 new, and mare e f  f i c ihn t ,  ways 
for  governmegt t o  provide basic  senrices.  

2. If governmeh* is to saact!e~s@Zty respovd, and adapt, 'to these dsoezOgmmts, it 
J wt give incwased maogn i t i y  to certa%n quaZi$-ies vhsq fizzing the keg her- 

sWp positions. 
/ r \ \ 

\ I The degree t o  which governmenis a r e  able ti deai with these important developgnts 
r w i l l  be determined - i n  large measuke - biy the  ca l iber  of people holding leade'mhip 

posit ions i n  the  administrative branches of s t a t e  hnd loca l  g o v ~ ~ n t .  
, I " 

Certainly, these leadership posit ions include the top elected of f ices  and the 
depbrtment head (connnissforner o r  director)  p o s i t i m s .  Less vbsible, but a8 impor- 

\ t an t  Po include &n t h i s  group of leadership p o s i t i o ~ s ,  are tke top professional 
managerial posit ions i n  gwernment - posit ions such @s as s i s t an t  comm3.ssioner o r  \ 

diviqion director$ The manner i n  which these professionals a re  selected - and , 
devetoped, once selected - w i l l  s ign i f ican t ly  a f f ec t  the a b i l i t y  o$ govemeQt  to  
ini t ikge,  or res9ond t o ,  new approaches t o  dealing wlthcpublic issuks . 

\ 

I , I n  select ing peopla. t o  g i l l  thsse key prafessional posit ions,  i t  isr important t h a t  
- these\ points receive increased recqgnition: 

< * 'Recognize tha t  government leaders must be able t o  make decisions od, the basis  I 

r 
of broad, inter-depaxtmental end inter-gomrnme~tal  considerat ims : Perhaps, 

\ a t  one ~ & n t ,  it was suf f ic ien t  f o r  persons holding leadership ,po j i t ions  i n  
governinept t o  have advanced t o  those posit ions from within the confines of a 
singlwdepartment. :Many successful government o f f i c i a l s  have done so i n  the 
past .  Thd aaejor developments tha& are  occurring require,  i n  the  future, t h a t  
persons i n  these posit ions have a greqter ,mderstanding of the  inter-relat&on- 
ship of t h e i r  responsibilit ' les and t h e i r  decisions t o  the qesponsibil i t ies - of 
other units  of government. 

> *i Recogn$ze,, t h a t  these posit ions have managerial and polioy-skapins, reeroogsibili- 
ties Par t icu la r ly  as governmental units move out of the  direcg, operat ing -' 
role ,  the need for  these praqessionals t o  be recognized as raanagers and policy 
shapers becomes c r i t i c a l .  For too long, government has not; acksowledged e i t h e r  
of these functions. I 

\ < 

I n  terms of the management msponsibilifiy, gdvernment has frequently ipFade tw 
ccGkon e r r q r  of aisuming t h a t  a good technician w i l l  .make a gwd .managed. It 
has dlacad foo great an emphasis on the ,technical or: dunctional 'requirements 

I 1 
V I 



of a posi t ion and an Ynadequaee emphasis on the  managerrent nature of tka posi- 
t ion.  Even today, most governmental un i t s  e i t h e r  do not have, o r  have inade- 
quate, management t ra in ing  programs. 

I n  terms of shaping policy, though it i s  not generally recognized, f a r e a r  em-' 
. ployees i n  managerial posit ions do have a s ign i f ican t  impact on policy, both 

i n  terms of implementation and i n  terns of policy development. With regard to  
%he former, the  manner i n  which a l eg i s l a t i ve  policy i s  shaped in to  a \ tang ib le  - program depends, t o  a great  extent ,  on the ca l iber  of the professional ia guv- 
ernment . Regarding the l a t t e r ,  e lected o f f i c i a l s  , including members of legis-  
la t ive ,bodies ,  a r e  heavily ddpendent upon these parsons, both f o r  generating , 
proposa$s and fo r  react ing t o  proposals. 

I n  addit ion t o  t;hese fac tors ,  which become increasingly 5mportaht i n  view of the  _ previously described changes, ,other generally recognized factors  continue to be 
important i n  the  select ion and development of the  professional leaders i n  go==- , 

/ mat. These fac tors  include the following: 

H i r e  the  bes t  person f o r  the posit ion.  Although t h i s  may appear t o  be so b m i c  
t ha t  it dgesn t need mentioning, the  seed to  h i r e  outstanding t a l e n t  beconma 
increasingly important f o r  s t a t e  and loca l  government a& these 'uni ts  of gov4srn-i 
ment asSume increased responslbi l i t i e s  . 

I \ * Provide t h i s  t a l en t .  Xf 
the motivation t o  do wel l  o r  the  incentives' t h a t  reward top performance a re  not 
present,  it i s  the outstanding t a l e n t  t h a t  is  l i ke ly  t o  be a t t rac ted  t o  other  , opportunities'-'the kind of t a l e n t  t e government w i l l  increasingly' need i n  the 

/ I' future  . 
/ 

* Exppse jpveznrnent leaders t o  new thinking and new develapmnts. The need f o r .  
a l l  employees, but p a ~ t i c u l a r l y  the leader$hip, t o  be ekposed to  innovative 
ideas and concepts i s  generally recognized, whether t h i s  exposure be' through : 

/ t ra in ing  or o ther  types of educational programs. . / 
/ 

3 .  Ati5hough t b re  is, increasingty, a need inL state and hea t  govsmmsnt fw abte and 
responsive tSa&rship, cerkzin personne2 pract{cos have made i* dciffictlZt to secure 
this Zsackrship i n  the profess&onal supervisory md mwgex%tl positions. 

/ 1 I 

Many pol ic ies  of loca l  government - and t o  a l e s se r  extent of s t a t e  government - '  
have served t o  make i t  d i f f i c u l t ,  i f  not impossible, t o  a t t r a c t  and s e l e c t  the best  
persons $or posit ions i n  gove&ment. Our study of the  personnel pijlicies of s t a t e  
government and of ce r ta in  loca l  governments - spec i f ica l ly ,  ~ e h n e p i n  and Ramsey 
Counties and the Cities of Minneapolis and St .  Paul - iden t i f i ed  several  po l ic tes  
o r  pract ices  which serve t o  make t h i s  more d i f f i c u l t ,  t 

\ I 

A. Parsonnel po l ic ies  d i f f a f  si&ificantly,between governmental unit%. A s  w i l l  be  
spellqd out ' i n  de t a i l ,  thbre a re  major di f  fergncas i n  philosophy between a l l  of 
the jur isdic t ions  studied,  ih t e r m - o f  the openness and respohsivanass of t h e i r  
pe=sbnnel systems . 
Not only do many po l ic ies  d e  Y t  d i f f i c u l t  t o  a t t r a c t  able  and responsive 
leadership t o  government, h u t  the  major differences i n  approach make it d i f  f i -  
c u l t  t o  view the  personnel aspect of government within the  f ranwork of the - bqsi  c inter-dependenda tha t  does e x i s t  b e t h e n  these uni ts .  

/ 



8. Present pq l ic tes  eliminate pptcintially , qual i f ied indiiwiduals from receivina 
cons'fderation f o r  these posft ious.  In' s p i t e  of '  the implied commitment i n  a , merit system to  s e l e c t  the most qua l i f i ed  person f o r  a posit ion,  serious re- 

. s t ra int-s  have been placed i n  the 71aw which e f fec t ive ly  i r e v a t  t h i s  from 
; happening i n  many instances f o r  c i y i l  s en r i t e  posit ions.  5pecrf;fcally: 

\ * Residence requiremerit$ serve t o  disquagify non-res,$dents from seeking posi- 
tiond i n  government. A t  a tfme when people movq %fi t h  increasing frequency 

\ - and when a var ie ty  of backgrounds, , including experiehce w$th ocher gov- 
1 .  ernmental un i t s ,  i s  becolning more recognized a s  an asse t1  t o  government 
, leaders - r e s t r i c t i ons  which eliminate a l l  but residents of a community 
/ from being considered f o r  a posi t ion most @ f i n i t e l y  s e n e  t o  l imi t  the  
,- a b i l i t y  of government t o  qelect  the  besC qua l i f i ed  person f o r  a poaition. 

Current residence requirements a r e  8s fullows: I 

-- Mtnneapolis and S t .  Paul goverqpents bo~th liequire applicants t o  be resi- 
dents 03 the c i t y  a t  phe t i m e  of application,  though t h i s  reguirement 
may be waived i,n spedial  instances. , \ 

I 
-r Neither Hemepin nor Ramsey County has any general residence require- 

r ment. 
\ 

\ 

\ -- For posgtions i d  s t a t e  government, t he  1973 Legislature abolished res i -  
dence ~equi redents  .  revi id us ly,' an applicant i a s  required t o  be a ,resi- 
dent of the  s t a t e  f o r  a t  lkast  two years a t  the time of appldeati&. 

i 

A b i l l  currently b e f ~ r e  the Legislature,  i f  passed, would require 4mphyeed 
of the  City of S t .  Paul and the County of Ramsey to  reside i n b  the  ,ci ty o r  

I I c o w p  resp$ctibely a f t e r  being hired,  pa ther  than ju s t  a t  the ti& of h i r -  , 
,' - Ing +s i s  the present case with c i t y  elliiployees. 

I f * Laws which prohibi t  government from ,payio;~ t r ave l  expemses gopi out -of - tqq  ) 

1 applkc&ts,, who Are iatervieyed,  fu r ther  limit c ~ n s t d e r a t i m  of individ&ls 
l iv ing  out. of the reaim. Even i f  the residence reguirem~nts a& waiveTd, 

; o r  do not apply, *overnment i s  severely l imited i n  considering po ten t ia l  
/ applicants from out of the  region because of prohibiti-8 i n  s t a t e  l aw 

which Bither l i m i t  o r  forbid the  use of p u b l i ~  fmds  t o  pay 9 appl icaqt ts  
' t r ave l  expens,es. , \ 

Although qual i f ied applicants can usually be found y i  th in  , the1 community 
J f o r  most p o s ~ t i o n s  i n  government, f o r  cpr ta ib  top manapmmt and technical  

' 

posit ions i t  may be necessary, o r  desi rable ,  t o  interview ind iddua l s  who 
-A l i v e  out5ide the  region. Because of t h i s  prohibit ion,  i f  the  qxpensa of 

t ravel ing t o  t h i s  area i s  significant, ,  an individual of ten w i l l  refuse th$ 
! opportunity t o  be inte-lviewed. 1 n  par t icular : '  

I \ 
1 

4 -- Previously, s t a t e  government was reeostricted t o  paying only one-half of ; 
i ,' the equivalent, rat1 fa re  fkom an applicant's home t o  St .  Paul and return.  

(The Hqghway Departdint could pay f u l l  expenses f o r  persons interviqwed 
I f o r  technical  paaE~ions.)- Lodging expenses could not be paid by the 

1 s ta td .  The 1973 Legislature permitted apFointing au thor i t i es  t o  pay - 
lreasonable t r ave l  expenses t o  applicants invi ted f o r  o r a l  examinations, 

' \ -  f g r  posit ions where unusual d i f f i cu l ty  i n  recrui t ing is  being eneoun- 
tered. / 

/ / 

1 
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-- Local governments face a more serious s i t ua t i on  becaum oP a provisigh 
i n  state law tha t  an individual may only recei,ve payment f o r  services  
rendered., This law has been interpreted t o  mean no interview expenses 
may be paid by a l oca l  government. i_ 

/ . * Promotional examllnatiob saverely limit those who a r e  e l i g i b u  t o  ap& 
fo r  posit ions i n  gove$xmtenr, A fu r ther  limitation on those whd are? e t l -  I 

gible  f o r  posit ions i n  goverameht, . .beyond the  l imita t ion imposed by - 
residence requi,rements . . .is rhe use of the promotional, examination, 
which l imi t s  applicants f o r  a posi t ion t o  cutrent  egployees of a govern- 
mental un i t .  . .or ,  more rqs f r ic t ive ly ;  t o  employees of a par t i cu la r  
department within the  governmental uni t .  

1 / 

(By def in i t ion ,  qepartmental promotional examinations a re  open only to  
enployees of $he department. statewide, countywide, e t c .  promotional 
examinations are open t o  all employees of the  governmental uni t .  Open.. 
competitive examinations a r e  open t o  non-governmental employees a s  well, ) 

/ 

Because departmental promotional examinations ' are  open only t o  curmot  / 

employees of the  department, regular re l iance on t h i s  type of examinatibn 
for  f i l l i n g  supervisory and managerial posi t ions  increases the l ikel ihood 1 

t ha t  decisions by the department w i l l  be based 6rimarily on narrow depart- 
mental considerations ra ther  than broader inter-departmental and inter-  \, 

I godmmeatal  consider'attans . 
- 

Nevertheless, the  departmental promotional examination has been the primary 
examination process used t o  fill supervisory and managerial posit ions i n  
a l l  jur isdic t ions  except Hennepin Gounty and, i n  the future,  s t a t e  govern- 
ment. Specif ical ly:  

1 -- Sta t e  government, i n  the past ,  has used both departmental and statewide 
promot~onal examinations, i n  addit ion t o  open-competitive examinations. 
Between July,  1971, and June, 1972, 467 promotional eiaminafions, and 
open-competitive examinations f o r  supervisory and higher level  posit ions 

(were conducted by the  S t a t e  C i v i l  Service Department. These examina- 
t ions broke down as  follows: 

I \ Oepartnmental p romt iona l  examinations . . , . 420 
Statewide promotional exa&nations . , . . 9 

\ Open-competi t i ve  examinations , , .\. , , . . 38 
46 7 

As a r e su l t  of action by the 1973 Legislature, managerial and profes- 
s idna l  posit ions may no longer be Billed through a de,part'mental e- 
inat ion process. They may, however, continue t o  be f i l l e d  through a 
statewide promotional examination, and a t 1  other  posit ions may continue 
t o  be f i l l e d  using departmental~ptomotfonal examinations. I i 

I -- Hennepin County government does not  uti i l ize departmental promotianal , 
exawinations . It does use countywide,promotional examinations i n  addi- 
t ion  t o  using open-competitive examinations, 

/ 
e I -- Ramsey Comty, M&aneapolis and S t .  Paul governments a l l  use departmental 

and countywide o t  citywide promotional elsamiaatiohs, i n  addhtion t o  
open-competltf vq examinations , I n  Minneapolis, 32 examinatdons were 

1 - i 



j conducted fo r  b f f i c i a l  and administrator posit ions i n  1972, with 26 
\being departmental promotional examinations and 6 being open competi- L, 

t ive  , 5 \ . 
The pol&cy i n  Minneapolis is one instance of where the widespread use 
of pdomotional examinations stems from a provision in the  c i t y  chartext - 
\rather than being the  result of action by a board q r  administrator. 
I n  Minneapolis the char ter  s t a t e s  : ",\. . .the rules  sha l l  be framed t o  
encouraBe the f i l l i n g  of vacancies by promotion ra ther  than o t p e s q i ~ e . ~ ~  

* Requirements tha t  examination paints be p ranted on $he basis of senior i tyl  
-t 

cqa prevent' the  most q t p l i f i c d  individual frw being selected for  a posi- 
t ion.  Assuming an fi;ldiv$dual meets the res&dence r e q k i r e v t s  and quali- , - 

I 

\ f i e s  t o  take a prorooti~nal examination, a fur ther  requirement that q p l i -  
cants be awarded examination points on the basis  a f  sen ior i ty  can & e m  t o  

, prevent even the most qual i f ied a p p l i c a ~ r  from b e i q ~  appointed t o  a posi- 
t ion.  I n  par t icular :  I 

-- Ramsey County, 14inneaPlis, and S t .  Paul governments 'BU operate under 
j requirements - based on a char ter  provision i n  Minneapolis,/othemiee 

x on law - tha t  grant e+minat$on points,  generally a maximum of 10 
points,  t o  employees with the number: of points awardeQ baseu on lengtd 
of service.  \ 

\ , 

-- Hennepin County personnel proccidures do not contain any i r q v i ~ i o n  f o r  
senior i ty .  

r - I -- For s t a t e  government, sen ior i ty  remains a factor  on wwch $xa,rni&tion 
points- a r e  granted f o r  a l l  bur managerial posi  t ioas .  The 19?'3 LegiBb- 

I tuse eliadnated tkie use of sen ior i ty  when f i l l i n g  managerial posttione. 

* ~rombtional  ra t ings  permit supervisors1 biases t o  influence seleqtion,  an$ 
may prevent the wst qual i f ied from being ce r t i f i ed& On promotional exam- 
inations only, a s ign i f ican t  por t ion (up t o  40% i n  s t a t e  government) of an 
applicant 's  examination score is 'based on a, promotional ra t ing  which is 
compieted by the applicant 's  supervisor a t  the time of the examinati~n. 

\ 1 
\ / A 

A promotional ra t ing  is desigrred t o  measure an individual ls  potentiax f o r  
I 

f 
( -  

: the  pos$tion fo r  whiah he is applying. Because supervisors a re  &ten not 
adequately trained t o  beasure such potentgal, the eccuracy of t hese  rar- 

1 I I ings i s  subject  t o  <q&stion. Further, becauge the r a t i ng  is given a f t e r  
an individual has applied f o r f a  posit ion,  these rat ings  cap dnject  a 

1 / supervisor's bias  i n  the  examiat ion score based on the supervfsorlo 
l h t e r e s t  i n  seeing t h e  applicant accepted, o r  rejected,  for  the  posi t iuu,  

r 
/ 

/i ( -- Ihe stake,  HennepYn C a ~ t y ,  and Minneqpolis governmen6 ieclude prome 
clonal r a t i n g s  as pa r t  of the t o t a l  examination score on promotional 

_ examinations. 
I \ .  2 \ -- Ramsey County and S t .  Paul  governmeats do not use promotional ra t ings .  

4 
I / / - 

I 

/ 
* Veterans preference L e ~ i r ~ l a t i o n  inh$bit% the sq las t ion  of the  mast qqdi-  

f led  petson. Asstmulng kn applicant me&ts the  reeiqence requirments,  is ; 
I el ig ible  fg r  a aromotional eltamination; and receives su f f i c i en t  points on - 

theVbwil of sen ior i ty  gpd h i s  promotional gatink - when combined with 
hds test score - to  qual i fy  h;Lm for certi ,f ication,  he s t i l l  may hot be 

i 
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considered f o r  the pos$tion bf he is a non-ve&m and veterans aria &is0 cbo- 
pe t ing  fo r  t h e  posf t ion.  

A nudber of admin i s t r ah r s  and personnel of f i c e t s  who i s e u s p d  the i~li-1 
Pions of veterans pre2qrence leg is la t ion  with the aomm'kttee mentioned in s  tand \ 

ces where vetwans preference l a w s  e i t h e r  forced them t o  h i r e  a.less-qualifie8 
individual f o r  a pbsi t ian o r  caused them t o  leave the posit ion temporarily 
- f i l led r a the r  than t o  fill ,  the poej,tion with a veteran whom they c ~ ~ i & r @ d  
,to be $ ~ o r i y  q u a l i f h d .  J 

/ 

Although veterans greferance le i is la t ' ion is designed t o  a s d i s t  the  veteran who 
has only recently returned from mil i tary d u t ~  and has begun t b  seek a job, it 
appl ies  a s  w e l l ,  t o  veteran8 wtra yere discharged 25 yeays a@ and hdve beeh i 

employed' s ince discharge. \, 
, 

\ 

Veterans p~e fe rence  l eg i s l a t i on  also digcriminates against  the hi r ing  of fe- 
males. Data from the I+gislaturevs Ioterim ~omonission on Personnel fo r  the 
period between JuQ 1969 and. .Tune 1972 shows tha t  54% of the non-veterans 
placed on q l i g i b l e  lists ,were females while only 3% of the veterans were \ , 
femalqs . , \ 

b & r d i n g  spec i f ic  requirements i n  each jur isdict ion:  , 
1 \ / 

-c For,the S t a t e  of Minnesota: For a l l  open-compgtitiue dxamin~tiods, Veterans , ' receive an addi t ional  5 points i n  addit ion t o  t h e i r  examination score. D i s -  
abled veterans receive an rddit&cmal 10 pdints. A disabled veteran is placer 
a t  the top of the liat of names ce r t i f i ed  t o  thd appointing authority,  
though the appointing. au-rity is not *quizad t o  h i r e  t he  d i s a b k ~ d  vetor- 
an. ( E ~ t r y - l e w k  posit ions,  f o r  purposes of veterans preference, inqlude 
a l l  posit ions t h a t  are f i l l e d  through-an open-cpmpetitive e x ~ m i ~ t i o n  - 
ineluding top management posi  r i6ns . ) I 

/ 

For promotional e%aminations, the  same ~ rpcedu te s  apply, pxcept tha t  the 
disabled veterap is not aufomat$oaUy placed a t  the  top of the  list. -- - For a l l  lock1 goverrunental units:  For ~pen-cometi t i t re  examinations, a 
veteran who pasaes the examination is placed a t  the t w o f  the ce r t i f i ca t ion  
l i s t j a n d  must be hired.  F6p promotidnal kt-nations, a veteran is en t i t l ed  
t o  us& 5 points on one p r q t i o q a l  exadnat ion  only. ~ i s h l e d  veterans may 
use 10 points on one eItaminatioq only. i 

I -- By way of cornpaf ison, the University of Minnesota's c i v i l  service  d& 
provide tha t  a veteran be given prefergnce over o non-veteran, unless the  1 

non-veteran is substant ia l ly  b e t t e r  qua l i f ied  fo r  a posit ion,  

BeCause veterahs preference raqufremeuts a r e  less s t r ingent  fo r  promotiondl /' 
examinations than for  ope&-competi tiire examinaaioner, appointing ay thor i t i es  
of ten choose to f i l l  posit ions through a promotiolral examfaation, thereby eli- 
minatizig a l l  non-gowspmental employees from consideration, 

, 

ce r t i f i ca t ion  rules kfnait tde nuaiber of p e r s o d  bhom the appointing authori ty  
may &usicier for a posit&on. The o f f i c i a l  who does the  ac tua l  h i r ing  i s  I 

ser iously l ih$ted,  i n  terms of considering: d i f f e r en t  qua l i t i e s  i n  applicants, 
\ 

by r e s t r i c t i ons  t h a t  lwt the o f f i c i a l  to hrr ing only from the l i e  t of cer- 
t i f  i e d  applicants. ~ar%3cularl~ fo r  managerial posit ions,  where ettbjec t%tm 
qua l i t i e s  a r e  important, t~eee ' res t r ic t \ forur  may se- t o  prevent him from 
filling t h e  posit ion w'ith a persbn he considers t o  be satisfactoz$. 

I 
\ w 



/ 

Because an appointing autholtfty is requited t o  h i r e  one of the  persons 
\ c e r t i f i e d ,  o r  leave the  posi t ion hacant, these r e s t r i c t i ons  - which gener- 

a l l y  l imi t  t h i s  se lec t ian  t o  no more than three  persons '- are' a serious 
\ 

r e s t r a i n t  on goveramentvs a b i l i t y  t o  s e l e c t  the best  person f o r  the,posi- 
t ion.  Specifically: \ 

/ 
\ -- I n  Minneapolis, only the  person with the top score is ce r t i f i ed ,  . .and- 

must be hired.  The Minneapolis Charter Commission recently rejected a 
proposal t o  c e r t i f y  the m p  three names. \ , 

\ \  1 1 -- For Hennepin &nd Ramsey Counties and the  City of S t ,  Paul, the to$ thzee 
names a r e  c e r t i f i e d ,  - 

i -- In  s t a t e  government, following act ion by the  1973 LegLslature, the top, ten 
names a r e  c e r t l f l e d  f o r  posit ions f i l l e d  through an open-compe4i~ve exam- 
inat ion,  For posi t i ans  f i  l l e d  qhrough promotional examinatfoks , 'the top 
three names, plus anyone e l s e  with a sscoe within three points of the top 
score,  a re  cer t i5 ied.  

- \ 
\ -- By Comparison, at the  University of Minnesota everyone applying f o r  a c i v i l  

I service  posit ion who i s  - on the has i s  of previous experfence and an fn te r -  
view - considered qual i f ied by the pe~sonne l  department, is  c e r ~ i f i e d .  , 

\ ' \ 
\ / 

C. ' Government vo l i c i  es and pract ices  serve t o  d i s  c o u r a ~ w  qua l i f i ed  fndividuals f r,om 
considerina o r  pursuing careers i n  public se'rvice, I. 

Certain personnel po l ic ies  o r  pract ices  ser iovsly  inhibdt the  desi re  of indivi- 
i duals tof begin, or continue, care& i n  p?iblic service.  These po l ic ies ,  which 
f make i t  more d i f f i c u l t  f o r  government t o  compete f o r  the  most quimlgfud indivi-  

duals, include: 
/ 

, , SaZar~l plada lack incentives f a r  o~tstqdin~'~e.rformance.  In  practice,  ms t 
, a a s s i f i e d l  employees receive comparable sa la ry  adtustments regardless of per- 
formance. Nith few exceptions, government etnployees a r e  not rewarded, finan- 
c i a l l y ,  f o r  above-perage performance. Inatead, individual s a l a r i e s  a re  
usually kncieased by roughly the  same amount, regardless of how well, o r  ha t  
poorly, employees perform t h e i r  work. For the  individual who is  capabld of 

/ excel lent  work, and who expects t o  be rowarded fo r  h i s  work, the  approach used 
by governm~nt 'for s e t t i n g  sa laq ies  w i l l  l i ke ly  have l i t t l e  appeal. \ 

, 
I / i I 

Although the term "merit p d t t  i s  of ten used when discussing sa la ry  adjustment 
pqans ingovernment, sa la ry  adjustments a re  based primarity on an individual 's  
length of service  i n  a pa r t i cu l a r  job, not on performance o r  "*rit". Speci- - 

,' f i c a l l y  : \ - -- In  I%inneapolis, S t  . Paul., and Rmsey ~ounky governments, sa la ry  adjustaents 
, are  p r a c t i c a l b  autQmatic and are  based so le ly  on an e q l o y e e v s  length of 

sesvice i n  the posit.ion. In  other words, an average and an outstanding - 
) 

employe& are  t rczted iden t ica l ly  kn tern of compensation. The only rela-  
\ \ t ionship t o  merit is  the f a c t  t ha t  a few unsatisfactory employees u x ? ~  

receiTle no incrqase i n  sa lary - a form of ,reverse incentive. I 
J 1 

\ -- In Hennepin County government, nearly all es~pzoyees receive the  bas ic  merit 
- 

,' i n c ~ q a s e .  A small ntamber receive a greater  increase,  which supposedly i s  
based OIL performance. I n  some instances,  t h i s  increase may exceed 10% i n  a ,. 
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pa r t i cu l a r  year. Hennepin Coudty rules  a l so  pe&it some f l e x i b i l t t y  i n  
. terms of the  e f fec t ive  date  of the increase. \ , 

' 
\ ' 2 In  $rate government, ek loyees  i n  high-paying posit ions have bean e l i g i b l e  

tolapply f o r  assignment bn the  Career Executive Compensation Schedde. . . 
a compensation schedule t h a t  permits department heads t o  increase the sa la ry  
paig  these employees over what it, would otherwise be. The 1973 Legfslature 
r e p k e d  qhis Schedule with, the Career Executive Service. Under the Career \ 

, Executive Senrlce, an employee's salaky may be increased o r  decreased a t  1 

, the'discretion of tWe appointing authority,  so lonb as the  sa la ry  remafns I 

withih the  range set by the Legislature. / 

/ 

OtheMse ,  i n  addit ion t o  the oonnal cost -of- l ihng adjustments, c l a s s i f i ed  , employees i n  the  s t a t e  service  a re  e l i g i b l e  fo r  an .whiewms!nt wa rd ,  which 
amounts t o  aq a d d i ~ i o n a l  4% increase i n  sala*. No more than 20X of the 
c l a s s i f i ed  employees are  e l i g i b l e  f 9 r  such an award i n  any ode year, hwa4 
ever. I i , 

1 I 
, 

Although the purpose of the  achievement award system is t o  reward pe r fop -  
ance, the system does have i ts  shortcomings. There is  no requirement, f o r  \ 

€!xample, t ha t  such awards, be d i rec t ly  re la ted  t o  an approved, uniform per- 
formance appraisal  sys tern. ppat tments  a re  requtred t o  es tablLsh sonre/ f o m  
of a r a t i ng  syktem, byt,  a t  present, each Eating system $s s t r i c t l y  the  ' 

\ product of a pa r t i cu l a r  department. i 
L 

I 

Pnother s ~ o r t c o d n ~  of the  s t a t e ' s  system i s  the  lack of any f l e x i b i l i t y  , 

i n  granting an award. Regardless of how we31 an individual performed, i f  I 

I he qua l i f i e s  fo r  an achievement w a r d  t he  sizeJof t he  award w i l l  be the 
same. 

\ - , 
'* Programs i n  career planning are not  avai lable .  We have found tha t  ne i ther  the  

state nor looal  governments currently o f f e r  any s ign i f ican t  programs f o r  career 
planning t o  t h e i r  employees. Programs which seek t o  a s s i s t  employees t o  deve- . / lq career  goalas,, and al;plan t o  achieve those goals, a r e  p rac t ica l ly  non- 

I exis tent :  An i n d i d d u a l  who i s  considering a pa r t i cu l a r  posit ion i n  govern- 
ment generally r e c e i h s  very l i t t l e  i n f o m t i m  regarding the  careers which 
may be avai lable  t o  him should he choose t o  accept t ha t  posit ion.  

CurlPnt po l ic ies  and &opram. i n  a l l  governmental j u r i s  d ic t idns  are inadequdte 
\ tq  develop any concept of a ca reer  i n  public service  on anything other  than a 

-? 

narrow, ve r t i ca l  Basis within a d n g l e  departrent. The Bxtens%v@ use of 
departmental promotional axaminations i s  a prime example of a policy which 
ser iously  limits any developdnt  of career paths on an linter-debartmcdtal o r  
inter-governmental basis .  The absence of laws o r  regulations t h a t  perrnit the r 

/ t ranafer  of retirement beneffts  between governmental jur isdic t ions  a l so  bin- 
ders inter-governmental mobility. ( I 

A * Objective-setting ~a-ograw'  -,which p e m t  employees t o  re la te ,  t he f r  perform- 
a n c e  t e  established objectides - do not ex i s t .  Despite gfneral  acceptance ~f 
the  concept that an eniqJoyee who wderstands what is  expedted of him, and-\who 
i s  able  t o  r e l a t e  h i s  per&manca t o  cer ta in  objectives; i s  l i ke ly  t o  pe r fo rg  - 

.bet ter ,  none of the  jurisdict$one studied hadany  gover&nt-uide / 

objective-sett ing prograa, with the exception og such a program f q r  S U ~ E ~ V ~ S O ~ S  
< and managerq in1 Hennepin County. (Within s t a t e  government. t he  S tatq'Highway " 

Department has an obj.ective;settfng program ,for itaaagezfal'ilevql empJsoyees o f '  
that depaktment .& Such programs, w e  believe, are an importaat p a r t  of any 
/effort  t o  improvk motivation and performance. 



* Inadequate t ra in ing  of supervisors leads t o  poor and ine f f ec t i ve  supem-tsion. , 
A major complaint expressed by public employees deals with the poor qua l i ty  
of supervision i n  government, For inrrtance, 32% of the responses t o  a sur- 
vey of s t a t e  empldyees cdnducted by the  Legislature 's  Interim C o d s s i m  on 
Personnel indicated tha t  b e t t e r  supervisory and departmental leadership was 
the most important thing Ghat could be done to improve eff ic iency i n  d t a t e  
government . , 

,- 

Oye teason f o r  opposition t o  proposals which r e l a t e  an employee's salary t o  
a supervbor 's  assessment of t ha t  employee's performance stems from a feel- 
ing  t h a t  the s u p d s o r  i s  not able t o  e y l u a t e  I n  the  seole 

.. survey, 50% of ' the  individuals responding inpidated t h e i r  immediate duper- 
Visors ;do not d t s m s s  t h e i r  perfomance with them. 

A s ign i f ican t  reason f o r  t h i s  stems from the lack of t ra in& programs fOr 
supervisors and managers. Such programs e i t h e r  have n0.t ex i s ted  o r  have 
not been required of a l l  supervisors and managers. Reqognizing the $-he- 
quacy of state programs, the  1973 Legislature did a c t  t o  strengthel? the 
supenrfs?ry 8nd mnagenent t ra in ing  programs fo r  s t a t e  employees by requir- 
i!ig the  co.mmfss$oaet ::of personnel t o  seef that such programs are establ ished,  

\ 

Fen supervisory and managerial posit ions a re  f i t l e d  bv women apd *&erg of 
mirnority groups. 

I 
i/ 

S t a r i s t i c a l  data presented 'to us c lear ly  demonstfates t h a t  few supervisory and 
managerial posit ions - i n  s t a t e  o r  rocak government - a re  held by e i t h e r  women 
d r  mmbers of minority groups. Because each governaeanta& wit categorizes 
posit ions d i f fe ren t ly ,  the following data i s  aot t o t a l l y  comparable but ghould 

/ 
give a sense of the  current s i tua t ion ,  Specifically:  

-- Sta t e  govemmeht: ~ lkhougb  43% of the  work force a re  women, they hold only \ 
15% of the management posit ions.  The proportion of management posit ions 
held by minorit ies is even less, a t  1.8%. , 

-- Hennepin Couuty gove&taent: 55% of the employees a p  woman, but  women hold 
/ only 35% of the  maaagemeht p/ositions. Data on minorOty employment is not  

avai lable  . 
- -- Ramey County government: Posit ions c l a s s i f i ed  a s  adm&&istrative o r  techni- 

c a l  piake up 12% of the  t o t a l  posit ions i n  the  county, but only 2.9% of the  
\ 

, /' 
women and 2$ of the minority employees hold po9itions i n  t h i s  c lass i f ica t ion .  

-- MknneapolJs c i t y  government: Although 6.7% of the work force a t e  member8 of 
udnority r a c i a l  groups, they hold only 4.9% of the  administrative and pro- 
fess ional  posit ions.  S t a t i s t i c a l  data  is  not  m a i l a b l e  on the  employment of 
women. 

\ -- S t .  Paul c i t y  g o v e h t :  Women make up 19X of the  work force; though they 
-, hold 10.9% of the  administrative and professional pos$tioas, Minorities 

/ 
repres in t  4.572 of tfie t o t a l  employment, ye t  hold 3.4X of the  administrative 

\i and professiunal posit ions.  ,, 
\ k 

The establishment of Affirmative Action programs i n  s t a t e  and loca l  government 
jurrtsdictions iti looked t o  as a vehicle t o  give greater  emphasis t o  h i r ing  

\ - 
\ I ,- , 
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7 women and minorities. Thq i-diate r e su l t s  of these progrci@s, hawever, w i z l  
l i ke ly  be o b s e m d  i n  the entry-level, non-supervSsory positio- and got  at 
the supervisory and managergal levels.  Many 09 the pol ic ies  p r e d o u s l ~  iden- 

• tif ied  indrease the d i f f i cu l ty  of non-governmental employees, o r  emplogesQs9 i 

with l i t t le  senior i ty ,  t o  successfullyv compete f o r  supervisory and mauagesfa 
posit ions.  It is  y~tnlikely t ha t  any s ign i f ican t  headway w i l l  be ma* I& in- f 
creasing employment opportunit ies @ these positqons as  long these P m -  
siods =main o r  u n t i l  newly hired female and mfnorLty employees ham -1-d 
enough sen ior i ty  and expetience t o  compete f o r  thesg positions. r 

E . serious ba r r i e r s  e x i s t  'khich make movement of ~ o v ~ m m n t  t3m~lo9ees bem-= 
governmental wits, d i f f f cu l t ,  , 

There is a sbrious need f a r  +he leadership t n  government t o  be able  to r e l a t e  
the consequences of cer ta in  actions t o  other  agencies. Y e t ,  persome1 Plat- 
t i e s  described eary ie r  i n  t h i s  report  discourage the  movement ,of e@loYees 

1 between departments and jurisdictf-  a t  a t ime when such movedent should be 
act ively encouraged. I 

* Within a .n o wi!q&ntsl turfsdict ion,  the use of deparr~lental  promeionel 
pr am in at ions and V w n t a l  preference on e l i g i b i l i t y  lists, and pmd- , 
s i ~ n s  which often prevent emplayees from t'ransferring vacation benefits 
whed t r ans fev ing  between agencies , a re  serious bqr r ie rs  t o  laobi f iW.  

I 

I * Efst~gen aovemmental S u r l s d i ~ t i o n s ,  the problem b6comes more serious. A l l  
forms of proaobtlbnal examinations, and pmhibi t ioag on t ransferr ing some 

. ,- retirement bensf i t s ,  a re  serious ba r r i e r s ,  A 1  though procedures do efis t 
f o r  employees of lacal government t o  t ran6fer  t o  comparable posit tons i n  , 
the s t a t e  c l a s s i f i ed  servi~e, with the exception of t ransfers  i n t a  the / 

( Welfare and Highway Departments ( for  which data was not available) less 
thgn ten s k h  t ransfers  occurred between Jclly, 1971, m d  June, 1972. 

. 
4. Thd 1973 Legiskture rqzogn.tzsd that c?a&ges were needed Cn the approach taken by 

s t a t e  g o v e m f l t  .in f i z z i n g  3mportcznt managsl.iaZ and supsrtrisory p m 3 . t . i ~  - and 
enacted a series o ~ ?  m$or charrges i n  state personnsZ Zm. 

\ 

) The pt?ts.ob.~el c$tanges t ha t  were adopted by the 1973 Legislature - when viewed i n  
terms of t h e i r  t o t a l  e f f e c t  - represent the most s ign i f ican t  action by the M ~ ~ L w -  
so t a  Lzglslature. . . in terms of s t a t e  personnel. . .since the\es tablIahmnt  of 
the f i r s t ;  c i v i l  service system i n  state government i n  1939. 

, 

AAthough the Le~egisleture did no@ modify &xist ing s t a t e  policy a n  a number of prac- 
t i c e s  t h a t  have made the select ion of able leadership d i f f i c u l t ,  the ne t  r e su l t  of 
t h e i r  action w i l l  s e m  t o  provide s t a t e  government the opportunity t o  s ign i f i -  
cantly strangthen the ca l ibe r  of personnel i n  the  managerial posftions i n  state 
government. A summary of the changes enrzcted by the  Legislature Includes: I 
* bs tdeac*  requirement eliminated.' The raquirement t h a t  a person must have b h n  

B resident of the statie a t  least two years at the t i m e  of examination was eli-  
minated. The state no longer has any resldence requirement as  a condition of , employment . 

\ b * Pa-t of \ t rave l  expensee modified. In  ipstances where ususual d i f f i cu l ty  Is 
encowntared l n  finding qua l i f ied  persona fo r  a posit ion,  thk strfe ,is n6w per- 
mitted to p y  actual  out-of-pocket expenses iqcurred by persons invi ted fox I 

oral interviews. \ 

I 

I 



* %artmental pr&not+onal examinations eliminaeed f o r  managerial and professional 
os;lt$.ons. ' I n  the future ,  a l l  managerial and professional posit ions i n  the 

:lassif ied service  must' be f i l l e d  e i t he r  through a statewide promot5onal exam- 
inat ion process o r  through an open-competitive examinaFion. 

/ 
I 

The Legislature did  not, however, go 80 f a r  as t o  el iminate a l l  forms of pxomo- 
t iona l  examinations f o r  these posi t ions ,  meaning tha t  individuals not! c u r m f . l y  
working f o r  s t a t e  government w i l l  not be e l i g i b l e  t o  compete fo r  posi6&ons 

, f i l l e d  through the  statewide promotional examination process. NOL did the 
Legislature el iminate the use of departmental pwmotional examinations f o r  
supemrisory posit ions.  \ 

* Seniori ty eliminated a s  a fac tor  i n  f i l l i n g  managerial posit ions.  In  f i l U n g  
managerial posi t ions ,  s e n i ~ t i t y  s h a l l  no Longer be a fac tor  on which an appli-  
cant's score is based. Seniori ty w i l l  continue t o  be a fac tor  for  a l l  crther 
posit ions.  1 

\ 
\ * Number of appl icants  ce r t i f i ed  t o  h i r i ng  author i ty  increased f o r  dositionst 

I f i l l e d  through open-competitive examinations. I n  case of posit ions f i l l e d  . through the open-competitive exhrnination process, tbe names of the f i  r a t  ten 
\ indfvaduals w i l l  be c e r t i f i e d  t o  the  gppoinOing author i ty .  For promotional 

, examinations the  number c e r t i f i e d  continues t o  be three, plus any others r f t h  
a score within three  points of the  top score. / 

* ~ k a i n i n ~  f o r  supervisors and managers required. The Legislature has required the  
Cosmissioner of Personnel to e i t h e r  requ&re or  d i r ec t l y  es tab l i sh  t ra ining 
programs f o r  supervisors and managers, 

, * Additional unclassified posit ions autho#ized. I* an  attempt t o  provlde grqater ' 
r l e x i b i l i t y  in the  f i l l i n g  of the  tbp mandgerial posi t ions  i n  the  major state 
departyents ( spec i f ica l ly  divis ion d i rec tors ,  o r  deputy o r  a s s i s t an t  heads of 

i gencies), the  Legislature has guthorized the  personnel Board, ac t ing  at the  
$equest of the  Governor, t o  e i t h e r  unclassify presently c l a s s i f i ed  pOSiti0- 
or to  c rea te  new unclassified p ~ ~ i t i o l l g .  The number of posit ions which may be 
a'uthorized i n  a department varies between two and six. I 

* Career Executive Service created for  state government. Sn addi t ion to author- 
i z ing  the  creat ion of addi t ional  unclass i f ied posi&ions, the  Legislature - i n  

, separate  l eg i s l a t i on  - created a Career Executive serbice,  and ausborized the 
Commissioner of Personnel t o  place t h e  following types of position$ i n  the 
Service: ''Those v i t h  responsibi l i ty  f o r  high-level management o r  admias t r a t i on  
of a department o r  major un i t ,  policy determination, leadership, br professional 
o r  s c i e n t f f i e  competence*'. It would appear that many uf the  posit ions e l i g i b l e  
kor placement i n  the  Career Executive ServSce could be the same pusiUons t ha t  
the  k g i s l a t u r e  made e l i g i b l e  f o r  placement i n  the  unclassified gervice. 

The e l i g i b i l i t y  of afi individual fo r  "assignment" t o  the  Service is t o  be based 
on regulations established by the Commissioner ag Personpel. E l i g i b i l i t y  is 

/ 
I l imited,  however, t o  employees of the s t a t b  o r  fts p o l i t i c a l  subdivisioas, 

Veterans preference is not o fac tor  i n  determining eligkbiJ-ity f o r  assignmaat 
1 t o  the  Service, nor t o  ac tua l  appointment t o  a popition i n  the Service. 

I / 

In f i l l i n g  a posi t ion tha t  has been placed i n  the  Service, the appointing ' author i ty  s h a l l  be l imited t o  appointing from the  l ist  of persons who hatle met 
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I 
I the requirements f o r  gntry i n t &  the  Service - i n  othdr wbrda, those who have 

i/ been ttassigned" t o  the Service. Appointments may be terminated by the 3 

appointing author i ty  a t  h i s  discret ion,  except t h a t  termination may not 9 
based on reasons of po l i t i c s ,  re l ig ion,  racre, age, sex or disab'ility , ' No ' , 

P 

person appointed t o  a posi t ion i n  the 'Service acquires bny vested r i gh t s  t o  ' 
/ such appointment, \ 

Employees may be reassigned t o  o t h e ~  Career Executive Service positiCJ@W at 
the same o r  lower1 l eve l  a t  the  discret ion of the appointing authori(ty, i- 

employee removed from a posi t ion i n  the Service, who WAS appointed from the 
c l a s s i f i ed  serv4c8, s h a l l  be re ins ta ted  t o  h i s  former grade i n  the  8- or ' 
s imi la r  pasi t ioh as when he  l e f t  the c l a s s i f i ed  service.  

L 

\ The sale* paid an employee holding a posi t ion i n  the Service can be a t  any 
point  within the yange es tabl ished by thelLegis la ture .  The ac tua l  salaq is I, 

t o  be determined by the appointing author i ty  and may be changed by the apboint- 
-> i ng  author i ty  t o  any other  l eve l  with'Pn the range. - 

> 

gersonnei Department created. The  ~ = ~ i s l a t u r e  replaced the  exis t i n& civil  --! 

servtce department wYth a new Dei>artment of Personnel to  be headed by a Corn- 
missioner who is d i r ec t l y  appointed by the  Coverno?. f o r  a term eypiriog with I 

$he term,of the  Governor. The present c i & l  service  d i rec tor  is appoisted 
f o r  a six-year term by the  c iv i l  service  board, w i t h  members of the ,board 
being appoiated bi the Governor, \ \\ 

I x 

The threemember c i v i l  s e m c e  board is replaced with a seven-qmber Personnel 
Board. Many of ,the respons ib i l i t i es  of the civil  service  boara - 5ncluding / 

the  author i ty  t o  es thb l i sh  rules - a r e  transferred t o  the  Copllalssioner of Per- 
sonnel. The Personnel Board b e ~ o m s ,  i n  essence, a bearing board t o  consider 
and ru l e  on a p p e a b o f  susp-ons, demotions and tetminations. . 

I , I 
5 .  Unlike state gousmmnt, personnel p~actice8 a t  the toccrrt go-nt kvs2 ham . 

not undergone t h e  changes that c z m  me&d to  enable Zocal govemunents to obtu5n 
the supsmvisory and rnQnage~iLa2 Zeade~ehip that is nesdsd WdQy. 

/ \ 

With the exception of the  ac t i op  by the Legis la tme f n  b 6 7  establ ishing a ne* 
Department of Personnel fog Hqnnepin County 'government, the  basic  approdch toward 
f i l l i n g  supervisory and managerial posi t ions  - as expressed i n  the  personnel 
po l ic ies  and pract ices  of most l oca l  un i t s  of government - has remained essenti,- 
a l l y  unchanged from the  o r ig ina l  c i v i l  service  l a w .  

Effor ts  t o  remove many of th* ba r r i e r s  Iden t i f i ed  i n  thls report  haV@ bqen 
largely  unsucceis f u l  . Thq recent re jec t ion  by the Minneapolis Chazter .Commiar 
$ion t o  modify the c e r t i f i c a t i o n  rule from cer t i fy ing  one t o  cer t i fy ing  three 
is a case i n  point .  

1 

Though it may be cormonly believed thq these po l ic ies  are a loca l  matter to  be 
dea l t  with by l oca l  govehing bodies, such has not been the case i n  the  past. 
&?he Minnesota Legislature has been - and continues t o  be - significa 'qtly involved 

I i n  s e t t i n g  pereonnei policy f o r  l oca l  government. 
. 

To cite one current  example: The proposal t o  require a11 St. Paul and b e y  
County employees to continue to  be res idents  of theiq, respective j u r i sd i c  tione 

2 
J 
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\ , 
-- as long as they continue t o  be so employed by the  city or ' cowty  has been caasi- 

dered, and recommended to  pass, by the  Seaate Metropofitao and U r b a a  Affairs  Com- 
mittee th i s  pas t  session. Though fhe b i l l  c lear ly  sets policy i n  the  area of C 

personnel f o r  two uni ts  of loca l  government, &t does not contain any provision 
t ha t ,  i f  adopted by &he Legislature, it becomes e f fec t ive  only upon approval by 
t h e  l oca l  governing bodies. 

- 
The Legislature has established personnel, policy f o r  local  g o v e ~ n t  i n  other  
areas, as w e l l  - pol ic ies  tha t  of ten d i f f e r  from the policy s e t  by ttie, Legislature 
f o r  s t a t e  government. For instance, the veterans preference laws t h a t  apply t o  
l oca l  government a m  s ign i f ican t ly  more r e s t r i c t i v e  than the  l a w  t h a t  applies t o  
state government. 

\ 
i' 

/ 
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On the bas i s  of these f i n d b g s  and conclusions we recolllmend: 

A. For positions i n  the ctwsified service, pamva those restrictions ldhick i*Et 
the seilsction of outsttinding in&v&hZs for supervisory and mamgement poh.tions,, 
and provide incentives to rrsake careers i n  public servioe more atWactive. 

1. For loca l  government, the Legislature should, by law, , remove the reseraints  
'\ which serve to  prevent loca l  goverpmenrd from selext inb the best  qual i f ied 

person f o r  a supervisory o r  manakement posStioq. 
r 

Our study of the select ion process iden t i f ied  several, instances where laws o r  
r eg9a t ions  i nh ib i t  the select ion of tiie b a t  person f o r  a par t icu la r  50b i n  \ 

government. . 
Me redommend t o  the Legislature t ha t  l eg is la t i -  be enacted that  w i l l  eliminate 
the use of these r e s t r a i n t s  by any local, government. Becausa loca l  governments 
have not, by and large,  undertaken to  revise  t h e i r  perrbonnql practices on t h e i r  , 
aJn h$ti/ative . . . and because -- f o r  the purpose of encoura~ing mobility of 
public employees between jur isdict ions  -- there  is a need for  ,the 
Legislature t o  enact c e y t e n  miform pol ie iee  f o r  dl govarnmental ju r i sd lc t  ion. 
i n  the s l a t e ,  Wo belleve i t  i s  e s sen t i a l  tha t  the Legislature take actiol) in 
t h i s  area  id much the same manner as i t  acted t o  modernize s t a t e ,  pe r%~nne l  
practices. lJith the exception of municipalities, i t  should be noted tha t  only - 
the Legislature has the authority t o  remove many of these res t ra in t s .  

01.14 recommendation is baaed on the be l ie f  tha t  the select ion should be 
founded on a commitment t o  hir ing the be8 t -pereon . . . regardless of where 
tha t  person works, how long he o r  she has worked there, where that  person l i ves  

. o r  whether he o r  she has served i n  the armed forces. It is a l so  based on the 
strong bel ief  that - t o  increase the poss ib i l i t i e s  f o r  mobility i n  these pod-  
t ions ,  and thereby open up new opportunit ies t o  government employees - these 
r e s t r a in t s  must be eliminatedfrom a l l  governmental jurisd3ctions. 

I 

Ify removing these zes t ra in t s ,  the Legislature w i l l  ' a lso  be taking a s+gnifi-  
cant s tep -towards impyoving . the  opportunit ies of women and m i o o r i t i e s t o  corn- 
Pete f o r  supervisory ruzd,manggerial positions. Bqcause few women o r  p 6 r ~ m s  
from minority racial '  groups pyesently hold job@ i n  government that place them 
i n  a posit ion t o  c o y e t e  for  $upervisory o r  managerial jobs, e f f o r t s  t o  "open" 
the select ion process w i l l  serve t o  increase opportunities f o r  woen  a ~ d  mi- 
nor i  ties,. - 

\ 

Specifically: I 

, 
Bliminate (residence kquirements. Requirements t h a t  res  tdst  applicants 
f u r  a position %olely t o  residents of a particular area inh ib i t  the selec- , 
t ion of the bes t  f o r  a position. - This was recognized by &he 1973 
Legislature when i t  eliminated residence requirements fo r  state 'emplopnt -  

Such residence requirements should be eliminated, par t icu la r ly  a t  a time 
when individuals move with increasing f rdquency , and as cooperative ef f o t t e  
between govemubental jur isdict ions  become more common. For supervisory and 



managerial positions, i n  par t icular ,  job mobility i's being encouraged to ,  
a greatkr degree by persons concerned with management development. Resi- 
dence reqvireraents only serve to  inh ib i t  movement of individuals bemeen 

i 
gwernmentdl jurisdictions.  ' • 

* p\ay t ravel  expenses f o r  persons l i v ing  out of the area who are  invi ted t~ 
)e inkerviewed fo r  a managerial position. Government o f f i c i a l s  should 
have the author$ty to pay the actual  out-of-pocket t ravel  and lodging ex- 
penses of a person, l iv ing  some distance away, who has been invi ted to  
par t ic ipate  Itn en o r a l  examination f o r  a managerial position.. 

* Open examinntfons f o r  superv%sory and managerial, posit ions t o  all appli- 
cants, regardless of presentj employment. supervisory and managerial posi- 
t ions  should be f i l l e d  through examination processes tha t  are open t o  non- 
govstnnien t a l  as w e l l  as  governmental employees. Prow t ion& examinations , 
which are  open only to employeee of a par t icu lar  department o r  governmental 
uni t ,  should be eliminated. 

We believe th i s  change w i l l  seme t o  improve the cal iber  of individuals 
applying f o t  posit ions by permitting more individuals t o  apply. - 
The elimination of promotional examinations should a l so  eliminate instances 
where women o r  members of m i n o r i w a c e s  a t e  not e l ig ib l e  k~ apply fo r  t 
par t icu lar  examination - a s i tua t ion  which presently occurs when an examina- 
t ion is l imited to  employees of a s ingle  -department t ha t  does not have any 
women o r  minorities e l ig ib l e  to  compete f o r  the position. , 

\ 

An elimination of prontotional e x a d n a t ~ n s  must, hawever, be accompanied 
by a change i n  veterans preference s ta tu tes .  One reason promotional exam- 
inatloxis are used so frequently i s  t h a t  the veterans preference requiremento 
are s ignif icant ly  l e s s  r e s t r i c t ive  fo r  promotional examinations than fo r  
open competitive examinations. (In loca l  government, absolute veterans 
preference applies t o  a l l  open competitive examinations.) 

I 
/ 

, * Remove senior i ty  a s  a factor  i n  seleqt ing supervisors and managers. A l -  
thou* the experience an individual gains through work should be, and is, 
a factor  i n  de t e rdn ing  hod w e l l  he does i n  an examination process, senior- 
i t y  - length of service i n  government - should not. We recommend that  any 
reference t o  senior i ty  being a consideration i n  f i l l i n g  these positions be 
elipinated.  

A system which permits an employee with several  years' senior i ty  - but a , 
lower examination score - t o  be selected over an employee with only a few 
years' senior i ty  - but a higher examination score - is contrary t o  the 
philosophy of a merit system. It does nob take  in to  account, fo r  instance, 
experience which may have been gained from working fo r  some other un i t  of 
government o r  fo r  a pr ivate  employer. Also, i t  sptves t o  hc reaae  the dif-  
f i cu l ty  of wodDen and members of minodty groups, many of whom have only re- 
cently been employed, t o  compete squally f o r  supervisory and management, 

\ positions. / 

) * eliminate promotional ratings. 'Promotional ratings should be eliminated - 
as  a factor  i n  determining an applicant 's  score when qompeting f o r  a super- 
visory o r  managenment position. If promoeional examinations are 
elSIllinated - as  recommended previouaky. - prowt&onal ra t fngs w i l l  dlao 
be eliminated autqmatically, since they a re  wed only for  tha t  type of 
examination p :.ocess. ) \ 



A promtlonrl  rating is the applicantlB ettpemisor's assessment of bow 
*ell the applbcant will b t f o r m  i n  the posi t i0rk.d~-,  ~ W c b  he i e  applying. 
It is bmed on the aesritaptions ,that the eupeswt~ox~mdemtads  tha 
msnts .of the qew position and tkt  the wpemlsor  is ski l led  in  ~ ? ~ d l # t i n g  
performance. In many instances, neither Is the case. 

If it i e  f e l t  that some f o m  of eupetv%sor's aesesmenJ of an appftcW%t'is 
desired, we suggest that  - in  jurisdictions with a formal perfom=.b W- 
praiaal system - an applican$'s most recent perfoman9 app3aisgl bs a d *  
@?Xed t o  the appointing authority t o  aid him i n  e v a l t p ~ g :  th'e ~e+wn@' 
who are certifged t o  him. f t should not, bowever, af feat: the a ~ ! l g c m t '  6 
extWnation score. 

- I 
Eliminate ve k r a s  preference for supervimry and. managerial , pos iam@ 
We recognize veteran? pret'ekdce' ae an a t t e ~ b '  on the part  of P ~ ~ C S  

oampensate a veteran for  the t i m e  he .lost: while d n g  his c o W W  - 
t i m a  which otherwise could h a s  been used 9 .ge!t a start in his  chosen 
profession, For th i s  reason we @upport the use of veterans prefrsreaa for 
&sic, beginning-level positions. 

/ 

Currently, state government and local  ggve~5~3ment operate mder seh@tat@ 
veterans .preference s ta tu tes  - a s i tua t l&w that is inequitable and 
ing. We Y X L C Q ~ ~ ~ I ~ F L ~  the b g i e l a t u t e  a d ~ p t ~ a . ~ q n I f o r m  veterans p te fg ten~e  l a ~ p  
f o r  beginniig-level posi t img for u$e by both stake and l=al wvern=nt, 
patu-d general& aloog the ]lines of the federal governmnt1s veteftma 
prefelrence la. 

Fos &rv-&sorl, and management positions, we ncu-nd t h e n  be no -term 
prefw%mce granted. Tf a vacerezr considere hf.p~~elf q - l l f h d  t o  apply 

f b ~  wick s 'pdrifion, he e b u l d  be w$AUng g 6  compete owan equel basla with 
non-va&mrm. I , I 

we further recommend that a pemm be lindted in his use of veterans pm- 
f~retrce ta 8 perlod of f ive years follqwing diecharge, but not ba*g 
t i m a  spent in a hospital  recuperating li- injuries o r  tima spent pursuing an wde-reduate degree i n  college. 

Btectiw sg few b m n  qualify for veteranil preference, the modiffcation of 
the veter- preference Btatutes w i l l  serve f0 increase the opportmitiea 
for  women t o  ,compete for  positiane i n  goveznpenx. 

* 
that peram for  

a poslfion should be aeeowsed  as a legitimate1 part  oE the selection pro- 
cess. f &  r s h o u W t  repla* the examining process f o r  f i l l i n g  supervlsorg 
aud management positions, but it should be conaidered along with the excrla- 
instion results. I 

Restdctions which l i m i t  the number of parewas an appointing authority map 
m e i d e f  when f i l l i n g  a posiUon t o  one or  three are too reetrictive. 
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i 
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\ 

We recommend t h a t  the  name8 of those persons t e c e i d n g  an examination score 
within 10 points of the top score, up to  a max;tmum of ten persons, be-cer- 
t i f i e d  t o  :an appointing authority.  IQ a l l  , i ~ t a n c e s ,  a minimum of three 
names should be ceetifie'd. ' Such a rec?mmendafioy) p e a i n s  the  pr inciple  of 
merit, ye t  recognizes t h a t  the examining process is hot s o  perfect  t ha t  one 
individual receiving a few points more than another w i l l  always be the  most 
qual i f ied person f o r  the posit ion.  It fur ther  recognizes t ha t  the  appointi 
ing  author i ty  shoqld be e n t i t l e d  t o  a ce r t a in  anhount pf discret ion when - f i l l i n g  a posit ion.  

i 
.$ , I n t r e a s q g  the number of persons c e r t i f i e d  is  one fur ther  way of creat ing 

addi t ional  opportunit ies fo r  womq and minorit ies t o  compete fo r  supervisory 
and managerial posi  t ions  . The present ce r t i f i c a t i on  ru l e  generally \~eeul t%d 
i n  only male caucasians being c e r t i f i e d  f o r  posit ions.  

\ \ * Remove names from p l i g i b i l i t y  lists a f t e r  one year ,  We recommend tha t  pro- 
v i s ions ' in  the  law'which require personnel departmente t o  recain an appli- 
cent ' s  name on an e l i g i b i l i t y  list f o r  up t o  three  years be changed. I f  a 
person has not been hgred fo r  a p o s i t i m  *thin one year of being placed on 
the l ist ,  h i s  name should be removed. - 

2. For s t a t e  government, the Legislature should conplete its e f f o r t s  t o  update 

1 The 1973 Legislature did  adopt major improvemepts i n  the manner i n  which s t a t e  ~ government goes about h i r i ng  persons f o r  supervisory and managerial posi t ions  - 
inlprovelllents t ha t  are described i n  d e t a i l  i n  the  Findings and Conclusions Bec- 

., - t i o n  of t h i s  r epo r t ,  W e  recognize the  importance of the  changes adopted,by the 
Legislature, and urge fur ther  ac t ion  by the ~ e g i s l a t r i r e  t o  compleb2 the work - begun i n  1973. I n  some cases, our recommendations a t e  i n  the nature of fur ther  

I -il 
tmproving l a w s  t h a t  were amended i n  1973., I n  other  instances,  our secommenda- 

' t ions  dea l  with i ssues  t ha t  were not acted upon i n  the  pas t  l eg i s l a t i ve  sesGion. 
4 

I Ap important reason, we Believe, for urging, fu r ther  changes i n  c r e~ ta in  state 
I personnel laws i6 the need t o  adopt uniform pol ic ies  f o r  s t a t e  and l o c a l  gov- 

ernment. I f  these - and the recotmendations pertaining t o  l oca l  government - ~ a r e  adopted, such w i l l  be the case.  
I l 

\ 
/ 

2 Spbcif i c a l l y  : 
1 

/- 

* Eliminate a l l  f o r m m o g  and man~ ' 
erfal posit ions.  The Legislature did  eliminate the use of depaflmental 

$romotional. examinatioas f o r  managerial posit ions.  We recornend the Legis- 
i a t u r e  a l e0  eliminate thd we of s ta tewid i  promotional examinations f o r  

/ 

, + managerial posit ions and -end t h i s  policy .to include supervisory posit ions 
as w e l l .  U n l e s s  a l l  forms of promotional examinations a r e  eliminated, i t  

I 

, w i l l  b e  possible t o  exclude a l l  non-governmental employees from being eli- 
g ib le  %o even apply for supervisory gnd managerial position8 i n  state gov- 

. '3 
ernment . 

1 

I * ~e,&ve sen ior i ty  as a fac tor  i n  s e l ec t i ng  supervisors,  A s  a r e s u l t  of 
- i eg i s l a t i ve  act ion,  sen ior i ty  w i l l  no longer be a f ac to r  i n  determining an 

- 

\- applicant 's  examination score for  managerial posit ions.  W e  believe t h i s  
policy should a l so  cover s q e r v i s o r y  a s  w e l l  as managerial posi t ions ,  



/ \ 
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\ 

f 

' r \  * Cease using promotional ra t ings  as a factor  i n  'hetermining an appl icant ' s  
emmination score.  The Legislature took no ac t ion  regardsng the  use of 
promotioql  ra t ings .  Our recommendation on promotional ra t ings ,  as s t a t ad  1 
for  l o c a l  government, should apply t o  s t a t e  government as weik. 

< * +end veterang preference laws t o  permit t h e i r  use only f o r  beginning-revek 
pOsi t i o m  . ' Though the  veterans preference laws; t h a t  apply ' t o  s t a t e  gW- 
ernment employment a r e  not a s  r a t r i d t i v e  a s  those which apply to  l oca l  
gwernment, changes are needed, a l so ,  i n  the  l a w  on s t a t e  The 

7 o m n i b  personnel b i l l  t h a t  was considered by the 1973 Legis la twe  did o r i -  
ginally. include\ ce r t a in  modifications i n  the ve t q a n s   reference s t a tu t e s  , 
These amendments did pass ' the House of Representatives but were removed 5.n 
the Senate, and, consequently, no act ion was taken by the  Leg i sb tu re .  - \ 

,- 
t .  

our &comuSdation f o r  changing the  a t a t e  k e t e r a w  preference h w s  is the 
s a p  as for  l o c a l  goveznmeqt . Specif ical ly  : ' W recommend _that veteraas 
preference be granted only f o r  beginning, o r  en ! ry-level posit ions and n(lt' 
f o r  supervisory o r  managerial.,positions , regardless of whether those posi- 
t ions  a r e  f i l l e d  through an open-competitive o r  proano~ionalexamination; 
a person should be e l i g i b l e  t o  we veterans preference for  only the-  f i r s t  
f i v e  years f ollswing,discharge, exclusive of time spent recuperating from 
ifl juries o r  t i m e  spent pursuins aq undergraduade college degree; fo r  those 
positio'ns f o r  which veterans preference should apply, a veteran who has 
otherwise passed a n  examination should be J3mited t o  receiving an add&- 

c t i ona l  5 points t o  be added t o  the examination score - 10 points i f  a dis-  
abled veteran. 

\ \ 

*, Inprease the  n~mber  of applicants c e r t i f i e d  t o  t h e  appointing authority 
,for a l l  supervisory and manager,j.al positions. The Legislature took a s ig -  
nLficant s t ep  here  by increasing, from three  to  ten,  the  number of namas 
of applicants t ha t  are c e r t i f i e d  t o  the appointing author i ty  by the per- 
sonnel department f o r  a l l  position9 f i l l e d  thraugh an  opea-compe t i t i v e  
examination. We believe t he  number shoGld aI'so be iqcreased f o r  a l l  pro- 
motional examinations -- at l e a s t  to the point  of ce r t i fy ing ,  as w e  recomd 
mend fo r  l oca l  government, the names of a l l  persons with scores within 10 
points of the, top score, with a m i n i m  of three and a m a x i m u .  of ten I 

\ names ce r t i f i ed .  \ 

1 

, 3. Sta t e  and loca l  governments shpuld provide fur ther  incentives t o  n ~ k e  careers 
in public se rv ice  more a t t r ac t i ve .  

There is a need f o r  state and loca l  government t o  provide incentives t o  
a t t r a c t  outs tanding individuals fo r  careers i n  public service.  Specif ical ly  , 
t he  Legislature a d  bocal law-making bodies should: 

* Reward outsf anding skru;ice. I n  government, s a l a ry  adjustments generally 
a r e  not used t o  reward outstanding performance. Annual sa la ry  increases 
for  outstanding and less-than-averake employees of ten a r e  ident ical .  If 
there is a d i f f e r e n c e , i t  generally is not s ign i f ican t .  Salary a d j w t -  
ments are more f r eGen t ly  t i e d  t o  'lengtn of service. . .the only ra la t ion-  ' ship t o  merit being the  r a r e  occasion when an employee 1s den ieaan  
increase - at, bes t a negative incentf've. 



A meaningful reward system f o r  c lass i f ied  employees is ngeded i n  a l l  of 
/ 

the jur isdic t ions  studies.  dn developing such a reward system, the follow- 
ing principles  should be observed: 

/ I . 
--If sa la ry  a d j u s t e n t s  are t o  be used f o r  rewarding performance, the s i z e  , 

of the adjustment shquld be f l ex ib l e  ra ther  than fixed. For example, 
s t a t e  government's use of a f l a t  4Z increase f o r  20% of its employem - 
regardless of the degree of outstawding performance - is, i n  our view, 
not an acceptable reward system. 

--Salary adjustments-that  a r e  based on performance bhould be based on a 
I posi t ive  philosophy of -Lewarding employees f o r  excellent  work ra ther  

than a negative appraach which penalizes employees f o r  poor p e r f m m c e -  

--A sa la ry  schedule is most l i ke ly  t o  produce a f l ex ib l e  salary system i f  
, the "stepsl' within a sa la ry  range r e  eliminated and an "opeh range" with 

only a minfmum and a maximum sa la ry  es tabl ished f o r  the range. Steps, o r  
f ixed hcrements within a range, serve only t o  make sa la ry  adjustments 
more r i g i d  and cause employees to  come to expect a par t i cu la r  increase 
based on the  s teps  witkin the range. 

/ - 

--Serious consideratton should be given to  rewarding performance tFrough 
a form of lump sum payment i n  place of - q r  i n  addit ion t o  - a sa la ry  ad- 
justment. A lump sum system can of ten b e i t e r  r e l a t e  reward to  performance, 

/ durine a pa r t i cu l a r  t i m e  period, 

A sa la ry  adjustlment, baskd on outstanding performance f o r  one year, com- 
mits the employer t o  maintainine t h a t  sa la ry  adjustnetit f o r  many years i n  
the future,  regardless of how well  the employee might do i n  the future. 
Under a lump sum system, an individual receives a "bonusq' - which would be 
in addit ion t o  any across-the-board increase - only i n  those. yeare when his, 
performance merited it. Because no future  qommitment of funds is  involved, 
the lump sum ean be la rger  than a sa la ry  iacreaase y e t  cos t  the  employer l e s s  

I 
\ 

--It is e s sen t i a l  t ha t  a meaningful performance-appraisal and objective-set- 
t i ng  system be established,  where one does not already ex is t .  A reward 
system can be successful  only i f  the reward i s  re la ted  t o  performance. 
And, an employee's performance can bes t  be measdred i f  a s e t  of r e a l i s t i c  
objectives has f i r s t  been determined fo r  the position. 

\ h i d e  frbm i ts  relaGionship t o  a reward system, a program which permits 
employees t o  undetstand what is expected of them, and providep f o r  a regu-' 
l a r  r e v i e w  of an individual 's  performance, can have important benefits ,  i n  
terms of devqloping Incentives. An Individual who knows what is expected 
of him, who knows what h i s  supervisor thinks, of h i s  work, and who has an 
opportunity t o  present h i s  thoughts and concerns, is more l i k e l y  t o  be 
s a t i s f t e d  and more l i ke ly  t o  have the  motivation t o  improve h i s  performance. 

--Other forms of incentives besides sa la ry  adjustments are important. For 
instance, recoghition programs which iden t i fy  employees who have performed 
well  can be a r e a l  incentive, where the e f f o r t  is  a ser ious  one and not just 
a token gesture. 
/ / 

* Establish career planning programs. Because o\f the heavy re l iance on ddpart- , 
mental promotional exanrlnations and the l imited movement of employees between - 



govarnmental judisdictions - ftom s t a t e  t o  mmt&,/from c i t y  t o  s t a t e ,  eke- 
, - an employee' s career i n  public s e h c e  is of t en  l im i t ed  t o  o m  depihrtmnt. 
Ear l ier ,  %n + t h i s  report  we recommended step$ t o  broaden promotional opportu- 1 

n i t i e s  f o r  an employee of government through the  elimination of pronotioh'al 
examinations. 

But e f f o r t s  t o  open the system and t o  encourage nobi l i ty  a r e  not enough. 
Unless an mplwyee is aware d these p o s s i b i l i t i e s  f o r  advancement, ~ W S  
the requirements he must m e e t  before becoming e l i g i b l e  f o r  a p o s i t i ~ n ,  and 
develops a j p h  f o r  acquiring these qual i f icat ions ,  i t  is u n l i h l ~  W Y  
employees w i l l  take advantage of these opportunities. 

< 
--Caree~ planning programs should be establ ished within the personnel de- 

garment.  i n  each j u d s d i c t i o n  fo-r the purpose of .helpling employees pre- 
pare and develop ' a career, plm. The purpose ' of these  programs would be 
to  advise an eaployee, on an individual basis ,  of the career paths9 or 
career oppoktunitiea, t ha t  he might be e l sg ib le  f o r  - both within the  i 

p a r t i i u l a r  governmental jur isdic t ion and i n  surrounding g o v ' r n a n t a  ' 
uni t s  a s  well. 

Th~ough such a program, an individual would be advised of the q ~ l i f f c a -  
t ions  t h a t  would be required of him before he d u l d  receive favorable 
consideration f o r  the  p ~ s i t f o n .  The employee would tece ive  help i n  da- 
veloping a plan of act ion t h a t  would permit him t o  acquire the  necessarg 
qualif ications.  y 

/ 

It is important t h a t  such prosrams require the employee t o  req-st car- 
eer planning assistance.  It should a l so  be l e f t  up .to the individual t o  
pursue wh tever  plan of act ion he might have developed. In other  word@, 7 a career  p l h n i n g  program should not become a subs t i tu te  f o r  an indiGidu- 
a l r s  personal r e s p ~ n s i b i l i t y  t o  prepare _himself f o r  a pa r t i cu l a r  career. 
Rother, i t  @hould complexcent those e f f o r t s  by helping the i n d i d d u a l  be- 
come aware (of the opportunitzies arjd undekstanding what must be done to  
t q e  advantage of those opportunities. 

- -Ttainin~ Droarams, t h a t '  are  able  t o  develop these qual i f icat ions ,  should 
be established and made avai lable  t o  employees who a r e  in te res ted  i n .  fur- -- 
thering t h e i r  career oppoatunities . 

\ 

--A s k i l l s  inventory, i n  the form ~f a data  bank that-would contain infor-  
wition on the sk ik l s  md a b i l i t i e s  of a l l  employees ho2ding managerfa1 

t. l eve l  ppsit ions,  should be established,  & lpetnagekial p d p i t M  bee- 
vacant, enplyees l i s t e d  i n  the skills inventory. who posr~ess .the'repuired 
ab i l f  t%es' s h ~ a l d  be not i f igd of vacaneiea . Once es tablj-, considkra- 
t i on  should be given m emending i ts  we to. include d l  supervisory- 
l e v e l   position^; 

/ ! 

* !lake s a l a r i e s  f o r  gub,lic .service posi t ions  competitive with) othqr govern- 
mental un i t s  andwi th  the  pr ivate  sector.  ' Information we have received 
regardiyg the  galarieei paid t p  governmental employees is not &hclusive 
as  t o  whether persons holding management positiong, o r  other  posit ions,  
i n  s t a t e  and l o c a l  government receive adequate sa la r ies .  / 

evidence points t o  the f a c t  tha t ,  f o r  top management posit ions,  at  Least, 
s a l a r i e s  are of ten not competitive. To c i t e  but m e  examppe, many of the 



qala r ies  currently paid department heads i n  s t a t e  government a r e  s a i l 1  
lower than the s a l a r i e s  recommended by the Hay sa la ry  study i n  1970. (The 
Hay study was a professioml.ly conducted study designed t o  reconnnend sala- 

/ ries that  would e comparable t o  other  governmental units and to pr iva te  
i ndw try.)  ? I 

, We-did not,  however, have t he  opportunity to study th i s  issue i n  depth and, 
consequentJy, are'not\prepared to present any deta i led recomendatiohs on * 

the subjedt.  We do believe tha t  the pr inciple  of compensating government 
o f f i c i a l s  on a comparable bas i s  t o  pr ivate  business should be the  basis on 

\ which compensatiw plans are developed. 

4 .  Increase e f f o r t s  t o  place women and" minoritfes i n  supervisoB and managerial 
positions . 

I , 
The e l i m i  ria t ion of p romt iona l  examinations and sen ior i ty  requirements, and . 
the modif iea t i o p  of c e r t i f i c a t i o n  ru les  and veterans preferencd legis la t i on  - 
recommendations made previously i n  t h i s  repor t  - w i l l  a l l  serve t o  increaab 
the  number of minorit ies and women who w i l l  be e l i g i b l e  t o  compete fo r  super- 
visory and managerial posit ions.  In  addi t ion w e  recommend: 

* Strengthen educational programs, Within the  past  year, n w r l y  a l l  large - governmental un i t s  have established Affirmative Action programs. m e s e  
programs have developed a s  essen t ia l ly  educational programs which seek / to  

\ make governmental leaderg aware of the  imbalance i n  minority and fensale 
h i r i ng  and to  develop a commitment on t h e i r  p a r t  t o  taking affirmative 
act ion t o  el iminate t h i s  imbalance, Such programs generally include 
re6ra tment  programs which a r e  designed to  f ind  qual i f ied minorit ies and 

/ \ females f o r  vacant posit ions.  
\\ 

Such programs should be continued and strengthehed. Governmental un i t s  
which presehtly do not have Affirmative Action.programs should es tab l i sh  
such programs. 

B. F o r  the key mmuxgeriaZ positions i n  government - other than dep .knen t  head posi- 
t iom - the fRgisZaCure should brazdsn. ,. .and exfend t o  ZocaZ gowmment. . .the 
newtg mectted Career Executive SezFice, \ / 

I 

/ Section A of these recommendations proposes changes,that  w i l l  s ignifScantly - and 
s a t ~ s f a c t o r i l y  -. improve the  h i r i ng  process fo r  supemisory and middle managerial 
positions.< But, even with these changes, the c l a s s i f i ed  se rv ice  is not adequate 
f o r  the top managerial posit ions i n  government - posit ions such as as s i s t an t  cam- 
missioners and division directors .  For these posit ions a d i f fe ren t  approach. . . 
one tha t  is more f l ex ib l e  'and responsive than the  c l a s s i f i ed  service  i . .* needed. 

, We believe the  Career Executive Service, with cer ta in  modifications, beets t h i s  
need, (For a description of the  Career Executive Service, as' es tabl ished by the 
1973 Legislature,  see Page 16 .) 

The Career Executive Service has the  po ten t ia l ,  w e  believe, f o r  becoming a major 
new approach to  dqaling with the  problem of se lec t ing  t he  top career executives 
i n  government. It nor only contains features  t ha t  overcome the l imita t ions  of the  
c l a s s i f i e d  service, pu t  it a l so  provides advantages t h a t  a r e  not t o t aUy  avai lable  
through the  unclassified service.  In  shor t ,  w e  Believe the Career ~ x e c u t i v e  Ser- - 1 

vice can o f f e r  these benefits: 



* Provides a reservo'ir: of q u a i f i e d  individuals, with a var ie ty  of baclc~rounds 
f o r  these top positions. An important - but d i f f i c u l t  - aspec t  of the selec- , 
t ion process has t o  d& with the pmblem of kinding qual i f ied people, W i t h  the 
r i gh t  kind of background, who might be interested in  a position*' Even if the - 
appointing authoriqy has the option of h i r ing  whomever he wishes fo r  a posi- 
t ion,  he w i l l  want t o  be confident t ha t  the people he is considering are the 
bes t  prospects Lavailalqle. , 

* Adds an inter-governmental dimension t o  these posit ions - and increases 
opportunfty f o r  movement bf o f f i c i a l s  between governmentd un i t s  - by esmb- 7 

l i sh ina  4 common pool o f '  qual i f ied individuals who a re  eiirsible t o  fo r  
posi t ions  i n  any of the participatSng units. The need to  have persons in these 

/ posit ions wSth broad backgrounds i s  increasingly accepted. Xn view of the 
changes occurring i n  government koday, the perspect5ve gaived from a var ie ty  
of work experiences - in'cludina work i n  various unirs of g ~ v e ~ k e n t  - is ex- 
tremely important as  government seeks t o  adapt t o  thebe changing condit$ons- 

/ * Requires a basic  competence before becomin~ e l i g i b l e  t o  be appointed to  tr @an- 
agemqnt posit ioa.  A sserioue' l imita t ion iji th t h e  unclassified service is the 
lack of any required demoustration of a b i l i t y  on the pa r t  Qf persons selected 50 
p o s i t i m s  the unclassified service. Widespread use of unclaserif i@d posit ions 
can increase the pressurns t o  appoint persons on the bas i s  of p o l i t i c a l  factors ,  
Without any s o r t  of gtandards o r  cr iyer ia ,  the professional nature of such p o d -  
t ions  could s u f f e r  , 

t 
\ 2 

a $ncourapes a career approach t~ the high-level managerial positicms i n  govenr- 
Grit without providing res t rgct ive 'tenure provisions. A '  s ign i f ican t  shortcam- 
v l i ~ c l a a s i f i e d  that  the hethebents i n  
these pbs$ tdbna will be remded whenever there is a change i n  administrations. 
This feeLing serves to  discourage naaay qual i f ied ipdividuals from considering 

\, such positions, par t icu la r ly  individuals who have chosen t o  make publia service  
a career. I I  , t '  

, a '  Provides.officials wizh a wider choice of prospects. Present laws f o r  the 
c'lbssified iiervice l i m i t  the n d e r  of persons the appointing authori ty  may 
consider when f i l l$ng  a vacancy . . . ~imi t a&ions  tha t  a t e  too r e s t r i c t i v e  when 
fi ; l l ing top management positions. 

\ 

Permits an individiral t o  be replaced a t  the discret ion of the appoht ing  o f f i -  - 
c i a l .  It is e s sen t i a l  t ha t  persons in top management position$ serve only so - 
long as t h e i r  performance merits the confidence of the department head, 

* Pmvides adequate incentives t o  encourage top p e r f o d c e .  Nearly all' salary 
sc'nedules used by'govqrnmsnt f o r  c lass i f ied  gosi t ions  seriously l i l a i t  - i f  no t  

e ~ i m i n e t d  - any incentive to  perfore  well. A sa t i s t a r to ry  incentive system is 
eesen i a l  f b r  any new personnel system, f 

1. The Legislature should make cer ta in  adjustments i n  the law authorizing the 
Career Executive Service. 

* Open the Career Ege-cutive Sentice t~ non-governmental as w e l l  a s  governmental_ 
emplopeea. A s  i t  presently ex is t s ,  the Career Exekutive Service, potent ia l ly  



a t  l e a s t ,  represents a s t ep  backwards i n  terms of the  openness of the h i r ing  
process. Nearly a l l  of the  posit ions t h a t  w i l l  be placed in the  Service a r e  

I presently I n  the c l a s s i f i ed  service  where i t  is possible t o  f i l l  s@ posi- 
t ions  i n  a manqer t h a t  non-governmental employees a r e  e l i g i b l e  to apply fo r  

/ those posit ions - spec i f ica l ly  through use of the  o p e n - c q e t i t i v e  e~cadna- 
t i on  process. Three a s s i ~ t a n t  welfare commissi~ner posi t ions  were f i J led  i n  
t h i s  manner e a r l i e r  thks year. , 

The Career Executive Service, however, precludes the  h i r i ng  of any non-gov- 
ernmental employee by r e s t r i c t i n g  e l fg ib i l k ty  t o  employees of the Sta t e  of 

, Minnesota and its p o l i t i c a l  subdivisions. We recommend t h a t  t h i s  resQric- 
t ion  be eliminated. 

I * Provide t h a t  the  Career Executive Service s h a l l  be f o r  top managerial posi- 
t ions .  The current l a w  provides t h a t  - i n  addit ion t o  posit ions t h a t  carry  - 
a responsibi l i ty  fo r  policy determination and in t e rna l  management - other  
posit ions,  including those carrying a s c i e n t i f i c  competence, may bq e l i g i b l e  
f o r  placement i n  the  eareer  Executive Service. We believe the  Service should 

1 \ be fo r  posi t ions  with management resbns i b i l i  ties i n  government and recotarmend 
tha t ,  bless posit ions f a l l  within t h i s  category, they not be made e l i g f i l e  
fo r  placement i n  the Service. 

I n  general, w e  define managerial posit ions a s  those with primary responsibi- 
l i t y  f o r  developing and implementing broad po l i c i e s  f o r  a var ie ty  of func- 
t ions .  The e f f ec t i ve  control  over f inancial ,  a s  w e l l  a s  ~ e r s o n n e l ,  resources 
would be included within the respons ib i l i t i es  fo r  such posit ions.  \ 

I n  ac tua l  pract ice  we  would expect,most of these posit ions to  be divisi'on 
director  o r  above, depending, of course, on ac tua l  managerial responsibiliFy. 
Likewise, w e  &uld not expect posi t ions  f o r  which the  main responsibi l i ty  2s 
t o  d i r e c t l y  supervise the work of employees, and posit ions which hawe no 
reeponsibi l i ty  f o r  dealing with s ign i f ican t  management issues  - f o r  example, 
f i r s t  and second-line supervisory posi t ions  and high-level technical  posi- - / 

t ions  - t o  be placed i n  the  Service. 
I * Clar i fy  the  ro l e  of the Career Executive Service i n  re la t ionship t o  t h e  

Legislature 's  expansion o f t h e  unclass i f ied service .  I n  addit ion to creat ing 
the  Career Executive Service, the 1973 Legislature1 a l s o  adoptbd l eg i e l a t i on  
t h a t  permits the  creat ion of addi t ional  unclass i f ied posi t ions  in  major state 
departments (see Page /16). It seems l i k e l y  t h a t  many of those posit ions 
which ought t o  be placed i n  the Career Executive Service a r e  a l so  e l i g i b l e  t o  
be placed i n  the unclass i f ied service. We believe the Legislature should , 
c l a r i f y  tBis s i t ua t i on  and recommend tha t ,  with the exception 05 t he  deputy 
commissioner o r  deputy d i rec tor  posit ions,  these posit ions be placed i n  the  
Career Execubive Service. 

\The Legfslature should extend the  Career Executive Servide t o  l oca l  government. 

The Legislature shouldproyide,  by law, t h a t  the  governmental un i t s  of Wennepin 
and Rsmsey/Counties and the  Cities of Minneapolis and St .  Paul should be made a 
pa r t  of t h i s  Service - unless by resolution of its governing body a g o v e ~ n t a l  
un i t  chobses not t o  par t i c ipa te .  Other po l i t f ca l  subdivisions of the  s t a t e  - 
including regional agencies - should be authorized t o  pa r t i c ipa t e  i n  the Service 
a t  theik  option. 

1C 

/ 



Extending the  Career Executiv@ S e n i c e  t o  l oca l  government is important, , 
believe,  f o r  these reasons: 

* Local governments are a s  much i n  need of a new approach to  f i l l i n g  thp maria-+ 
g e r i a l  posi t ions  a s  is s t a t e  government. Actually, oq the bas i s  of current 
h i r i ng  po l ic ies ,  mny appear t o  be i n  'greater need than the state. We have 
grave doubts, however, whether such an-approach w i l l  ever be implew-d by 
loca l  governmental un i t s  unless the leadership 'is provided by the Legfala- 
mre. Even i f  they desired t o  adopt a,Career Executive Service, sev~xf~l 
loca l  governmental un i t s  - counties, f o r  example - would probably the ~ author i ty  t o  do so  wifhout first receiving authorization by the Legiea ture .  

- * Mobility, on the  part of top managers, w i l l  be enhanced i f  several  gbV@rQ- 
msntal units a r e  made p a r t  of one Service. We a r e  convinced t h a t  i t  fa i n  - 
the best  i n t e r e s t  of the  individual and the  governmental un-ft t h a t  Perso- 
holding top managerial posit ions be exposed t o  rtle new challenges t h a t  a 
change i n  york assignments can bring. ~t can broaden the  individual 's  per- 
spective! and o f f e r  the  governmental agency new ineights  i n t o  dealing with 
problems. 

We bel ieve the creat ihn of a common Career Executive Service f o r  stam and 
loca l  goveznment is one important way mobility can be stimu$ated. 

- 
l eg i s l a t i on  extending the  Career Execut$ve Service concept t o  l oca l  govern- 4 

Dent should provide t h a t  o f f i c i a l s  of the  l oca l  governmental un i t s  be reeponsi- 
b l e  fo r  determining which posi t ions  i n  *hat un i t  are t o  be made a par t  of the  
Service. Local governmental o f f i c i a l s  should Also B e  involved i n  determining 
the process by which individuals who wish t o  become e l i g i b l e  f o r  assignuent-are 
accepted, One way t o  accomplish t h i s  would be through the  e s t ab l i shwn t  of an 
intergovernmehtal review commission i n  the  manner described i n  Poiht 3 of the 
Mscussioo sect ion (page 32). 

/ 
,To the extent  t h a t  c e r t a in  top management posi t ions  e x i s t  in  the w c b s s i f i e d  

service ,  a department head - when f i l l i n g  such posi t ions  - should have the  op- 
*ion of reviewing the names of peksons who have beeh assigned t o  the Career 
Executive Sefvice. Such a n  option w i l l  increase the  opportunit ies f o r  indi-  
viduals i n  the Service and, a t  the same time, o f f e r  the  department head a 
broader range of t a l e n t  than what otherwise might be avai lable  t o  him. 

3. 

The Legislature should c r ea t e  a management development i n s t i t u t e  for state and' 
l oca l  'government executives . - 

Individuals i n  the Carebr Executive Service should be considered when fill in^ 
unclass i f ied posit ions.  

An e s sen t i a l  pa r t  & the Career Executive Servrlce a c t  should be a requitement 
t h a t  an ongoing management development program be es tabl ished by each person- 
n e l  department. All individuals holding posi t ions  i n  the  Career Executive , 
Service, o r  t he  unclassified service, should be requi red- to  regularly par t i c i -  
pate  i n  this management t ra in ing  program. 

One e s sen t i a l  e l w e n t  of t h i s  management development program should be the 
establishmeat, by the Legislature, of an executive i n s t i t u t e  patter* along 
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the l i n e s  of the Federal Executive In s t i t u t e  i n  Charla t tesvi l la ,  ~ i r g i d a )  
The i n s t i t u t e  should be operated by the s t a r e  but should be open t o  employees I \ 

of s t a t e  and loca l  government alike.  

a l i k e  tho federal  i n s t i t u t e ,  which is  contained within a set of builhings i n  r - 
Charlottesvil le,  we envision the EUnneaota i n s t f t u t e  t o  be an i n s t i t u t e  
without w a l l s ,  so  t o  speak, operating i n  a var ie ty  of locatione with a tedpor- 

/ 

ary - ra ther  than permanent - faculty. The i n s t i t u t e  should) be designed pri-  
marily fo r  executives holding posi t ions  i n  the Career Exequtive; Service, /but 
should a l so  be available f o r  employees whq night be considerad potentfa1 mem- 
bers 06 the Service. \ 

\ 

C. E ~ Z O F Q  further zjarys t o  sacourage mob3Zitg beiaeen,govemrnentaZ units. 
) 

, 
A central  theme of the remmmendations contained i n  t h i s  report  is tha t  greater  / 

e f f o r t s  a re  needed to  promote I- and in, miny instances j u s t  t o  permit - the mvement 
o f  employees between governmental units .  We believe greater opportuniries f o r  moo 
b i l i t y  a re  important for  government, ae well  as f o r  the governmental employee, and 

/ our recommendations concerning a Career Executive Service, elimination of promo- , \ 

t iona l  examinations, career planning programs, elimination of residence require- 
ments a r e  designed to bri&g t h i s  about. , 

F u r t h ~  e f f o r t s  are needed, hobewr, before these reoonrmendptions can be fu l ly  
successful. The e f fec t ive  t ransfer  of such benef i ts  ap vacatbon, s ick  leave and 
retirement c red i t s  is essen t ia l ,  for  instance. W e  redommend that  the Legislature 
explore ways i n  which an individual can be able to  t ransfer  such benef i t s  when 
accepting employment with a d i f fe ren t  un i t  of s t a t e  o r  local  government. \ 

Transserqbility of retirement benef i ts  is  currently offered between cer ta in  re- 
tirement systems, though t h i s  fac t  i s  not generally known by employees. This 
transf e r a b i l i t p  should be extended to  a l l  p'ublic retirement prsgranls . Off ic ia l s  
should make cer ta in  that  employees a r e  aware of any provisions $or t ransferabi l i ty .  \ 

f 
\ / 

\ 
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D t SCUSS l OR OF RECOWNDAT l WS 

I. A. Regarding the  Career Executive Service, . , 
1, Wky did we choose t o  recomnd that the Legis tatme develop a c o m n  eaecu- 

t i v e  service by extending the Sta ters  Career Executive Semtice t o  zmuz gov- 
ernment as mlZ, rather thun simply urge tb t  local governments each b 
authoAzed t o  establish the ir  am separate ezecutive service? 

Though there  was some fee l ing  within the committee tha t  our recommwrd&iEion 
fo r  a Career Executive Service should be t o  permit each governmental unit t o  
es tab l i sh  its own separate service,  a majority of the committee f e l t ,  qu i te  
strongly,  t h a t  a cormnon executive service  offered severa l  important advanta- 
ges. 

1. Most important, a common service  could be an important fac tor  i n  
encouraging the  movement of high-level executives between govern- 
ments - something t h a t  i s  extremely important today - but some- 
thing t h a t  is unlikely t o  occur i f  every governmental uni t  were 
t o  have its own executive se rv ice .  

2 .  A common executive service  w i l l  increase the number of persons 
who a r e  e l i g i b l e  t o  apply fo r  posit ions i n  the service ,  thereby 
qncreasing the  var ie ty  of individuals a department head may con- 
s ide r  as he seeks t o  f i l l  a posit ion.  

3 .  Conversely, a common service can work t o  the advantage of the  
fndividual by increasing the  number of posit ions - and the vari-  
e t y  of posit ions - f o r  which he is e l i g i b l e  t o  apply. 

Arguments i n  favor of es tabl ishing separate services  i n  each ju r i sd ic t ion  
were based, essen t ia l ly ,  on t he  feel ing t h a t  the mechanical problems involved 
i n  es tabl ishing a common serv ice  might be too complex t o  be workable. Rather, 
some members f e l t ,  i t  would be be t t e r  t o  permit each un i t  t o  es tab l i sh  its 
own service  and not require them t o  wait  f o r  a common service  t o  be estab- . 
l ished . 
In  re jec t ing  t h i s  argument, a majority of the  committee concluded that these 
mechanical problems would not be insurmountable. Instead, by authorizing 
t h i s  service  on an intergovernmental l eve l ,  t h i s  ac t ion  by the  Legislature 
could be vieted a s  the  beginning of a new approach to  personnel. , .an 
approach t h a t  looks a t  the  personnel needs of state and loca l  government 
within the context of a s t a t e / l o c a l  system. 

2 . Why recornend that Hennepin and Ramsey Counties, Minneapolis and S t .  PauZ 
automztimlly be pkced i n  the Service m t s s s  they ma& a conscious decision 
n ~ t  to partscipate? 

Ideal ly ,  we think every unit of government ought t o  have a career executive 
service.  We recognize, however, t ha t  i t  may be impractical t o  require l oca l  
governrnente with vexy small employment t o  jo ln  the  Service, although a l l  
should be e l i g i b l e  t o  join at  t h e i r  option. 



Upon viewing employment f igures f o r  a l l  l o c a l  governments i n  the metropolitan 
area ,  i t  quickly became apparent tha t  thase governments with a l e v e l  of employ- 
ment high enough to  j u s t i f y  t h e i r  automatic placement i n  the Service were the 

1/ c i t i e s  of Minneapolis and S t .  Paul and the  counties of llennepin and Ramsey. - 
Consequently, we have recommended they be placed i n  the  Service, .I 

l Because our recommendation would give a l l  other l o c a l  governments the option-of 
deciding whether o r  not t o  jo in  the Service, w e  have a lso included a s imi la r  op- - 
t ion f o r  these four l a rges t  l oca l  governmental uni ts .  . ,although i n  t h e i r  case - 
because we f e e l  the  s i t ua t i on  j u s t i f i e s  t h e i r  being i n  the Service - w e  would 
re~atmend they make an affirmative decision t o  be excluded from, ra ther  than 
included in ,  the Senrice. 

3 .  Bow might appZicants for a %corrnrl state/LoeaZ Career Emcutive Sertriic@ be 
screened? 

There a r e  undoubtedly several  ways a j o i n t  s t a t e / l o c a l  Career Executive Service 
could be established.  The format t h a t  w e  tend t o  favor wauld provide t h a t  a 
"review coimnission" be established by the Legislature f o r  the purpose 6f review- 
ing  the qual i f icat ions  of individuals wishing t o  became e l i g i b l e  to  apply for  
posit ions i n  the Sentice. 

The members of such a review commission should be selected in a manner t h a t  per- 
m i t s  input from a l l  governmental bodies par t i c ipa t ing  i n  the  Service. Two pos- 
s i b l e  approaches might be: one, f o r  the personnel di rector8 of a l l  governmental 
un i t s  i n  the Service t o  jo in t ly  s e l e c t  the members; two, for  the S t a t e  Personnel 
b a r d  t o  select the  members with a majority of the  l oca l  personnel boards having 
the  author i ty  t o  r e j ec t  any member, 

We would suggest the cornmission consis t  of between 9 and 15 members, depending 
on the number of governmental un i t s  i n  the  Service. Members would be c i t izqns ,  
not presently employed by any of the  par t i c ipa t ing  jur isdic t ions  , selected on 
the  bas i s  of a b i l i t y  and experience i n  the  f i e l d  of management. They would serve 
without compensation but should be e n t i t l e d  t o  receive per diem expense. Funds 
f o r  the  operation of the  commis~$on should be a l located between the par t ic ipat-  
ing uni ts .  

Such a commission could be granted the  responsibi l i ty  t o  es tab l i sh  the  general 
c r i t e r i a  t h a t  must be m e t  by individuals seeking t o  en te r  the  Service. Because 
the purpose of the  Commission would be t o  determine whether an applicant possesset 
the  -- bas ic  managerial qua l i t i e s  t h a t  a r e  needed by persons responsible fo r  deve- 
loping management decisions and for formulating broad departmental po l ic ies  - f n  
a var ie ty  of ju r i sd ic t ions  - the c r i t e r i a  established by the commission should be 
general, r a ther  than spec i f ic ,  i n  nature. 

--  

According t o  t he  1971 Salary Study conducted fo r  s t a t e  and loca l  government 
i n  the metropolitan area by Stanton Associates, Inc., these four uni te  had 
between 2i000 and 6,000 employees. The next l a rges t  l o c a l  governmental 
un i t s  i n  the study were Bloomington and Anoka County, both with s l i g h t l y  
over 300 employees. 



Cer t i f i ca t ion  by the  conrmiesiom would simply make an individual e l i g i b l e  to  apply 
f o r  posi t ions  a s  they become vacant. The ac tua l  decision t o  h i r e  an individual 
should, of course, be the  responsibi l i ty  of the department head. 

What kind of eriter~ia might be used when considering appZicmts w h a  uisk t o  ioCn 
the Caree~ Executive Se~tviee? 

Of a l l  the  views t h a t  were expressed t o  t he  c o d t t e e  on the subject  of &at i t  
takes t o  be a good manager, the one conclusion t h a t  came through the loudaet w a s  
t ha t  there a r e  very few a t t r i b u t e s  t ha t  everyone considers a r e  e s sen t i a l  in a 
good manager, Consequently, a review co.mmission - i f  established - should, j u s t  
a s  most leaders i n  p r iva t a indus t ry  do when se lec t ing  persons fo r  naanagerPa1 
posi t ions ,  think i n  terms of general, r a ther  than spec i f ic ,  cha rac t e r i s t i c s  when 
deciding whether t o  accept an individual i n  the Service. 

It should be understood tha t  accepting an individual i n  the  Service only f&es 
tha t  person e l i g i b l e  t o  apply f o r  spec i f i c  posi t ions  - i t  does not mean Phat the 
person should be h i red  f o r  a par t i cu la r  job, 

Because of t h e i r  exper t ise ,  the members of the  review commission - or  other o f f i -  
c i a l s  charged with the respons ib i l i ty  of es tabl ishing c r i t e r i a  - w i l l  be more 
qual i f ied t o  develop a set of charac te r i s t i cs  t o  be applied when evaluating appli- 
cants ,  than were naembers af t h i s  committee. But, f o r  purposes of es tabl ishing 
some general guidelines, we  would suggest the  following: 

* Consider an individual 's  performance i n  previous posi t ions ,  even i f  they 
were non-managerial posit ions.  How w e l l  d id  he perform? Haw creative was 
he? Wae he, f o r  instance, in te res ted  i n  f inding new and be t t e r  ways t o  g e t  
things done? One important cha rac t e r i s t i c  of a good manager is  h i s  i n t e r e s t  
i n  looking for  b e t t e r  ways - by t rying new approaches - t o  do things. 

* Does the  individual have a grasp of what management i s ?  Does he understand 
tha t  a function of a manager is t o  see tha t  programs a r e  car r ied  out by 
others? O r ,  does he view the posi t ion a s  a s o r t  of super-technician i n  
which he is ac tua l ly  responsible fo r  doing much of the work himself? Be- 
cause h i s  job is t o  see t h a t  the  work ge t s  done, ra ther  than t o  do the  work 
himself, a manager r ea l l y  doesn't need t o  have extensive knowledge of the 
technical  aspects of the  work being performed. 

* How does he uork with other people? Is he a l i s t ene r ,  wi l l ing  t o  accept new 
thoughts from other people? O r ,  does he have the answer fo r  every problem 
and is he interes ted only i n  having things done h i s  way? 

* IS he wil l ing and ab le  t o  delegate important decisions t o  other  workers i n  
h i s  division? Is he able  t o  develop confidence i n  others  and let them assume 
respons ib i l i t i es?  Xs he the type of person who is unwilling t o  let others  
assume t h i s  type of responsibi l i ty  and became involved i n  the  decision-making 
process? 



5 .  On what  basis ,might individuals holding positions i n  the Career Execut-iw a 

Semrioe be removed from theCr jobs? 

We believe the o f f i c i a l  who actual ly  appoints an individual t o  a,position 
should have the  authority Yo remove t h a t  individual a t  h i s  o r  her discret ion.  
The law establ ishing the  state's Career Executive Service provides t ha t  an 
individual m y  be replaced a t  any time fo r  any reason other than on the basis  
of p o l i t i c s ,  re l ig ion,  race,  age, sex o r  d i s ab i l i t y .  While w e  a r e  opposed, 
i n  pr inciple ,  t o  the  removal of an individual on the basis of any of these 
factors ,  we f e l t  t h a t  o ther  laws su f f i c i en t ly  covered a l l  of the above-men- 
tioned fac tors  with the  exception of p o l i t i c s  and tha t  i t  would, as a pract i -  
c a l  matter, be extremely d i f f i c u l t  - i f  not  impossible - t o  separate those 
removals which were based on p o l i t i c s  from those which were based on such 
fac tors  as incompatibility. We were concerned tha t ,  with a reference to 
p o l i t i c s  i n  the law, any removal would be subject  t o  challenge on those 
grounds and would r e su l t  i n  o f f i c i a l s  re ta ining an  employee i n  whom they had 
l o s t  confidence ra ther  than going through the d i f f i c u l t  process of seeking t o  
have him removed. 

B, I n  general. . . 
1. Why not totaZZy et<minate veterans preference? I f  veterans preference actu- 

aZZy serves to requsre government of f ic ia ls  to  hire someone other thun &he 
mst quatgfied person, skouZdn 't it be totaZZy e Umimted? 

There was some support within the committee tb abolish a l l  forms of veterans 
preference, I f  it w a s  simply a question of e i t h e r  supporting an absolute form 
of veterans preference - a s  e x i s t s  i n  l o c a l  government i n  Minnesota - o r  gup- 
porting a t o t a l  repeal ,  the  committee l ike ly  would have favored the l a t t e r .  
An a l t e rna t ive  does e x i s t ,  however - namely the  modffied form of veterans pre- 
ference t h a t  appl ies  t o  entry-level posit ions i n  s t a t e  government. Specifi- 
ca l ly ,  f o r  posit ions i n  state government, a veteran is e l i g i b l e  t o  receive an 
addi t ional  f i v e  points - t en  points i f  he is a disabled veteran - tha t  a r e  
added t o  h i s  f i n a l  score. I f  those points place the veteran within the top 
three  persons on the list, h i s  name is c e r t i f i e d  - but the appointing authorit)  
is not required t o  h i r e  the veteran. 

The comm t t e e  did  conolude t h a t  a veteran should be e n t i t l e d  t o  some prefer-  t ence a t  he time he re turns  from mi l i t a ry  service ,  primarily to  compensate f o r  
the time l o s t  which t he  veteran otherwise might have used t o  ge t  a s t a r t  i n  a 
pa r t i cu l a r  career.  A majority of the  committee f e l t  qui te  strongly,  however, 
tha t  veterans preference should not apply to  supervisory and managerial posi- 
t ions .  . .positions which can hardly be considered entry-level and which sel- 
dom are the  type of posit ions a veteran would be e l i g i b l e  to  compete f o r  upon 
re turn  from the  service.  

2 .  Why have governmentul ageneies rel ied so hsavity on departmental promotional 
examinations i n  the past? - 



Often because the law encourages i t .  And, of ten because absolute veterans pre- 
ferertce laws - which apply t o  open competitive examinations - don ' t apply t o  
pronot ional  examinations. Primarily, though, the heavy we of departmental 

L promotional examinations is nearly inevi table  i n  any environment i n  which the 
operating department has the  prerogative of determining the  type of examination 
t h a t  w i l l  be used to  f i l l  a posit ion.  

The na tura l  pressures within a department a r e  t o  restrict applicants t o  current 
employees of the department. And, a s  one department moves t o  r e s t r i c t i n g  posi- 
t ions  t o  department employees, the pressures increase i n  a l l  o ther  departments 
t o  do likewise. As employees begin t o  see tha t  they a r e  being excluded from 
promotional opportunit ies i n  a l l  other departments, they quickly r ea l i ze  t h a t  
t h e i r  only promotional opportunit ies r e a t  wi thin  t h e i r  present department. 
Within t h i s  environment, e f f o r t s  t o  open examinations i n  one department t o  a 
broader group a r e  met with res is tance by employees of the  department and a short- 
term, a t  l e a s t ,  decline i n  morale i n  the department. 

For t h i s  reason i t 's  nearly imperative tha t  any e f f o r t  t o  open examina t io~?~ t o  a 
broader group must be applied across the  board within a governmental unit. More 
desi rable  a r e  provisions tha t  apply across governmental jur isdic t ions .  

Do you mean to  suggest, when recommending that residknos requimenta be eEimi- 
nated and restrictions ugainst paying t m e  2 expenses to persons who are invited 
to  be intemiewed for mapwsgeriat posit$ons ba nwd<fied, that tooat residents m s  
often unquuZified t o  hoM t ~ p  posi t iom i n  s ta te  and b e a t  government and there- 
fors gavemanent must took etsewhers for qwztified persons? 

Not a t  a l l .  Actually, the opposite is the  case, i n  most instances.  When com- 
pared with other  s t a t e s  and c i t i e s  across the  nation,  the qual i ty  Of work by 
employees - public and pr ivate  - i n  our area  is considered exceptional, and w e  
would expect most posit ions i n  s t a t e  and l o c a l  government t o  be f i l l e d  by employ- 
ees within the s t a t e .  

Nevertheless, there a r e  instances where i t  may be necessary o r  desi rable  to  a t  
l e a s t  be able  t o  consider ihdividuals from other regions when f i l l i n g  a part icu- 
l a r  posit ion.  For example, there may be an instance where a new program o r  a new 
technique is being implemented f o r  the f i r s t  time and where the  only knowledge- 
able  people on the  sub j ac t  a r e  employed i n  some other par t  of the country. I n  
such instances,  government o f f i c i a l s  shouldn't be prevented from interviewing 
persons simply because they a r e  unable t o  pay the  individual 's  interview expenses. 
Such s i tua t ions  should be considered the  exception, howwer, ra ther  than the ru le .  

Far more common, however, a r e  the problems caused by r ek t r i c t i ve  residence require- 
ments. With the  increasing need fo r  governmental un i t s  t o  be able  t o  draw on indi-  
viduals with diverse backgrounds - including experieqce with other  governmental 
units - a provision which r e s t r i c t s  a municipality t o  considering only individuals 
who actual ly  res ide within the  l i m i t s  of t h a t  municipality could ea s i l y  prevent 
i t  from being ab le  t o  draw on a broad range of t a l e n t  when f i l l i n g  key posit ions.  
It seems en t i r e ly  possible, f o r  instance, for  an employee of the  City 6f Minneapo- 
l is  $0 be the i d e a l  person to  f i l l  a par t i cu la r  posi t ion i n  St .  Paul government 
(o r  vice  versa) . Y e t  each c i t y  ' s residence requirements would l ike ly  preclude 
such an individual from even being considered for  the  posit ion.  



In the report you mke f~equent referenos t o  civiZ service e&mtions d 
exmination scorns, 18 an appZicantps emmination soore based on anything other 
than a written e x d n a t i o n  consisting of questions r e k t i n g  to  the job that i s  
being f i  2 led? d 

Yes. An applicant 's  examination score is based on severa l  o ther  fac tors  besides 
h i s  o r  her  score on a wr i t t en  examination. Depending on the type of examination, ' 

an appl icant  may be e n t i t l e d  t o  addi t ional  points  on the basis  of sen ior i ty ,  and 
on the basis  of a r a t i ng  t h a t  is completed by h i s  o r  her  supervisor,  I f  a veteran 
he or  she may receive addi t ional  points through veterans preference leg i s la t ion .  

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 ac tua l  examination w i l l  l i ke ly  count fo r  50 points;  the  super- 
v i so r , ' ~  r a t i ng  w i l l  probably count 40 points;  and sen ior i ty ,  o r  length of service, 
counts for  up t o  10 points ( 1  point  f o r  each of the  f i r s t  f i ve  years of service  
plus an addi t ional  % point  fo r  each addi t ional  year t o  a maximum of f i f t e e n  years 
o r  10 points) .  I f  the appl icant  is a veteran, an addi t ional  5 points (10 points  
' i f  a disabled veteran) a r e  added, and the sum of each becomes the  f i n a l  score. 

What is more important t o  understand, however, is t h a t  a c i v i l  service  examina- 
t ion  doesn' t necessari ly mean a "written" examination, For managerial and other  
high-level posit ions,  examinations a r e  nearly always "oral" examinations. That 
is, ins tead of being asked t o  answer a series of question$ i n  wri t ing,  an appli-  
cant is personally interviewed by one o r  more interviewers (often a panel of 
three) and scored on the  basis  of h i s  o r  her  answers t o  questions ra i sed  during 
the interview. Occasionally, s t a f f  from the personnel department serve as 
interviewers, but i n  many cases they are outside experts who have been recrui ted 
spec i f i ca l l y  t o  interview applicants f o r  a par t i cu la r  posit ion.  

There seems t o  be a movement towards the greater  use of o r a l  examinations f o r  
f i l l i n g  high-level c i v i l  service  posit ions.  The va l id i ty  of wr i t t en  examinations - the degree t o  which a wri t ten  examination is able  t o  ident i fy  the candidate who 
is indeed the most qual i f i ed  - is being seriously questioned on many f ron ts  today. 
Many knowledgeable persons claim there  is no such thing as a va l id  wr i t t en  exami- 
nation, a t  l e a s t  f o r  supervisory and manageri81-type posit ions.  Another contri-  
buting fac tor  is the general recognition tha t  wr i t t en  examinations don't provide 
for an evaluation of such subjective fac tors  a s  motivation, d isposi t ion,  etc. - 
fac tors  t h a t  are important i n  any person -holding a managerial posit ion.  

You reconmend that seniority no Zonger be a factor on which examination poZnh 
m e  m r d e d .  B n r t  you fee2 that an indiuidtfat 's e3:pAence o m t  t o  oount far 
something when he m she competes for another position? 

Y e s ,  we do, but  we don't f e e l  t h a t  granting points on the bas i s  of sen ior i ty  is 
the way to do it. Actually, i f  the posi t ion being f i l l e d  is i n  an en t i r e ly  dif -  
fe ren t  l i n e  of work, an individual 's  experience - having been i n  a t o t a l l y  di f -  
fe ren t  area  - may ac tua l ly  d e  him o r  her l e s s  valuable than an applicant with 
fewer years'  sen ior i ty  but i n  a somewhat re la ted  f i e l d ,  

The key point t o  understand, hawever, is t h a t  an fndividual 's  experience w i l l  be 
he lpfu l  t o  the applicant because, on the bas i s  of the knowledge gained through 
experience, the individual w l l l  be able  t o  answer more questions correct ly  and 
consequently receive a bigher score on the  examination. 



WORK OF THE COlvrMlTTEE 

1 
b In the f a l l  of 1972 the Board of Directors of the Citizens League established 

the F i l l i n g  Supervisory Positions i n  Public Employment Committee and assigned k, it 
the following charge: 

Z 
\ 

"The need t o  a t t r a k t  high-quality individuals t o  supervisory posit ions hi 
state and loca l  government is increasingly recognized. hk would review 
present public personnel po l ic ies ,  including those which concern how 
not ice  is given when vacancies occur, how e l i g i b i l i t y  f o r  posit ions is 
determined, how specifications are developed, whether spec ia l  preferences 
a r e  givenl persons fo r  reasons other than t h e i r  qual i f icat ions  f o r  the 
immediate jobs avai lable ,  including whether f a i r  treatment is accorded 
women and minorit ies,  and the a b i l i t y  f o r  personnel t o  move from one 
department t o  another or from one unit  of government t o  another ." 

I 
\ 

A t o t a l  of 22 members act ively par t ic ipated i n  the work of the ~ommitte@. The 
chairman of the commit tee w a s  Leonard F , Ramberg, redtired vice, president, N ~ r t h m e  tern 
tlatiofial Bank of Minneapolis. Other member$ were: ( 

Donald H. Anderson 
W. Wil l iam Bedngrczyk 
Earl F. Colborn, Jr. 
Sue Ctmrmings 
Carlyle Ilaviiasen 
James W. F r i t ze  
Glen F. Galles 
Robert E, Handon 
John A. &inson \ 

Ruth L. Mass , 
James Hawks 

/ 

Dorothy Lambertan 
Richard Lamber Eon 
Jer ry  M. Ldefert 
Richard L. Manning 
Tho~raas G. Mortenson 
Lee Nelson 
J i m  Newland 
David L. Norrgard . 
Edward J. B, Smith 
George A. Warp 

The committee was ass i s ted  b; Glen J. Skovholt, /Citizens League Research k s o c i -  
a t e ,  and Jean Basch of the c l e r i c a l  s t a f f .  

The committee held 26 rueekqngs , f m m  November 14, 1972, to May 10, 1973 - an 
average of otle meeting per week. For the  conveniencet of comralttee members and re- 
source persons, the committee met a l te rna te ly  i n  S t .  Paul and Minneapolis. t 

I > 
For the f i r s t  three months the committee spent p rac t ica l ly  a l l  of its t i m e  in 

I 

orientat ion sessions - learning about the problems tha t  a f f e c t  public employment 
within s t a t e  and loca l  government. During t h i s  period of t ime ,  the committee was 

/ fortunate t o  be able  t o  meet with many excellent resource persons who were extremely 
helpful  i n  spot l ight ing the m a j o ~  problems confronting the personnel system i n  gov- 
ernment today. These resource persons included o f f i c i a l s  from both s t a t e  and loca l  
government, BRd persons representing both the administrative and l eg i s l a t i ve  branches 
of government. I n  addit ion,  the committee was fortunate t o  meet with other resource , 
persons who haw had extensive experience i n  the f i e l d  of personnel i n  the pr ivate  
sector .  

Detailed minutes were prepared of each meeting, with copies being made available 
t o  members who were not p rwent ,  and t o  a number.of.other p e r ~ o n s ~ a u t s i d e  o f - t h e '  . cnmudttee who were in te res ted  in  the a c t i v i t y  of the committee. A limited number of 

A /J 
\ 



copies of minutes a re  on f i l e  a t  the  Citizens League of f ice .  A series of background 
a r t i c l e s  and reports  were made avai lable  t o  the committee f o r  review, and these, too, 
are a v 4 l a b l e  i n  - l imited copies from the Citizens League off  i ce .  

i 
\ Following the completion of the "orientation" portion of the  c o m i  ttee '8 work, d 

t h e  committee turned to  d ra f t ing  a set of f indings and conclusions i n  February and 
ear ly  March. Following general agreement on t h i s  document, the  committee turned t o  a 
discussion of possible recommendations and spent qhe greater  pa r t  of two months i n  
t h i s  s tage  of the committee's work. 

The committee wishes t o  thank the following resource persons who met with the 
committee on One o r  more occasions: 

\ 

~ o n a l d  H, Anderson, personnel d iv i s ion ,  Metropolitan Council. 
Winsfon Borden, Minnesota S t a t e  Senator. 

\ 

Richard Brubacher, S t a t e  Commissioner of Administration. / 

J J  Minneapolis Alderman. 
Stanley Cawle, Hennepin County Administrator. 
John A. Hanson, Hennepin County Pereonnel Director. 

\ tferbert Heneman, d i rec tor ,  Industrial: Relations Center, University of Minnesota. 
John Jackson, S t a t e  CiviJ Service Director. 
Thorns J, Kelley, then Ramsey County Administrator. 
Ray Lappegaard, S t a t e  Highway Commissioner. /' John Loza ersonnel department, Unimrsi  t y  of Minnesota. -, P P. J. Mcfnnis, Burnsville Village Manager. 
J e r ry  McMeal, d i rec tor  of employee re la t ions  for  Dayton's, and chairman of the  

personnel task force of the Governor's Loaned Executive Action Program (LW). 
D m  mad, as s i s t an t  d i r e c t o ~ ,  Ramsey County PersonneJ Department, 
Bob, a s s i s t a n t  a rea  director ,  American Federation of S ta te ,  County a d  

Municipal Employees, AFL-CIO. 
Gerry Morse, vice president f o r  employee re la t ions ,  Honeywell, Inc. 
kernnon T. Ogdahl, Minnesota S t a t e  Senator. 
Burke Raymond, Roseville Village Manager. 
Joe Robison, executivg d i rec tor ,  S t a t e  Employees Union Council #6. 
Waverly Smith, president, St .  Paul F i r e  & Marine Insurance Company. 
Eugene Spika, area  manager, U . S . Civ i l  service  Commission. 
E ~ t h e r ~ W a t t e n b e r ~ ,  Office of Career Development, University of Minne~ota. 
HArry Wilson, chairman, United Veterans ~ e ~ i s l a t i v e . ; ~ o w i t t e e . '  

I n  addit ion,  the  committee s t a f f  received addi t ional  background materials  from 
representatives of the following organizations: Minneapolis C i v i l  Service Department; 
the  S t a t e  Department of Human Rights; the S t a t e  Affirmative Action Program; the Jo in t  
Legis la t ive  Inperim Commission on C i v i l  Service and Unclassified Personnel; and the  
S t a t e  of Minnesota C iv i l  Service Department. 

/ 1 

\ 



ABOUT THE CITIZENS LEAGUE . . . 
* .) 

The Ci t lzens League, founded In  1952, I s  an independent, non-partlsan educa- 
t iona l  organization i n  the Twln C i t i e s  area, w i th  some 3,600 members, spec ia l lz lng . In questions of government p l ann i ng, finance and organ i zation. 

C i t izens League reports, which provi de ass l stance to  pub1 i c o f f  i c i a  I s  and 
w others i n  f ind ing so lu t ions t o  complex problems o f  local government, are developed 

by volunteer research committees, supported by a f u l  l t ime professional s ta f f .  

Membership i s  open t o  the publ lc.  The ~eague's annual budget i s  financed by 
annual dues o f  $15 ($25 f o r  family memberships) and contr ibut ions f r o m  more than 500 
businesses, foundations, and o ther  organi zations. 
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