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Governor John A. Love
Members, 48th Colorado General Assembly

Dear Colleagues:

The Committee on Personnel submits herewith its report
in accordance with the directives of House Bill 1246 of the
1971 Session.

House Bill 1246 implemented the provisions of Amend-
ment No. 2 which was approved by the voters at the 1970 gen- -
eral election. The bill also provided for the appointment of
a temporary committee on the personnel system comprised of
four members of the House of Representatives, four members of
the Senate, three members of the executive department and
three representatives of the Colorado Association of Public
Employees. The directive to the Committee from the General
Assembly was extensive: conduct a study of the state's entire
personnel system, including employee motivation, performance
appraisal, compensation and fringe benefits, and the conduct
of the wage survey. By no means have we been able to examine
all subjects in depth; however, we are submitting several
recommendations in a number of vital areas.

Early in its deliberations the Committee decided that
compensation, training, performance evaluation, and classi-
fication were the areas of priority. The report contained
herein certainly reflects this concern.

These recommendations do not offer a panacea, but
their implementation should enable the State to continue to
effect the modern personnel system called for in the passage
of Amendment No. 2. It is the Committee's desire and strong
recommendation that the Committee be re-constituted for the
1972 interim so that the work begun during the 1971 interim

- shall continue.

The Committee wishes to acknowledge the aid and as-
sistance rendered by many individuals, organizations, depart-
ments and agencies of government to the work of the Commit-
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Governor John A. Love
Members, 48th Colorado General Assembly
Page Two

tee, Particular recognition should be given to the staff of
the Department of Personnel and the staff of the Colorado As-
sociation of Public Employees (CAPE). The officers of CAPE,
Mr. Harry Reese and Mr, Jim Gilsdorf in particuylar, and their
colleagues, have made valuable contributions a{ong with Mr.
Rudy Livingston, Mr. Joe Aragon, and Miss Mildred Stier, and
their fellow colleagues on the staff of the Department of
Personnel, and Mr, George Hopfenbeck, Jr., chairman, and Mrs.
Dorothy McRae, member, State Personnel Board.

Kay Johnson was secretary to the Committee and other
staff assistance was provided by Becky Lennahan, Legislative
Drafting Office, and Lyle Kyle and David Hite, Legislative
Council staff., All of these individuals have performed ad-
mirably for the Committee.

Finally, I want to acknowledge the time, advice and
counsel of my colleagues on the Committee whose names appear
on the inside cover of this report. Each has made important
contributions to the total effort of the Committee. It has
been an invaluable experience to work with all the Committee
members and a great learning experience for me to be asso-
ciated with individuals, who, without exception, have broad
experience and working knowledge in personnel matters.

Respectfully submitted,

Chairman
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Summary of
Findings and Recommendations
of the Committee on Personnel

Listed below are the findings and recommendations of
the Committee on Personnel arrived at during the 1971 In-
terim,

Salary System

1) Work has commenced on_ a major re-structuring of
the classification system. The root of many of the difficul-
ties in the Personnel System as it existed prior to the pas-
sage of Amendment No. 2 in 1970 and even as it exists today
is the unwieldy number of classes, over 1,300. A re-struc-
turing of the system will lead to fewer classes, a sounder
basis for comparing salaries for similar duties and respon-
sibilities externally with those in the State service, the
maintenance of more equitable inter-class relationships, and
a basis upon which to more accurately evaluate employee per-
formance. Finally, a classification study will provide a
wealth of previously unknown information about the entire
personnel system. The study will also include an analysis of
the classification of employees within the legislative ser-
vice agencies.

2) Steps have been taken to increase the credibility
of the salary survey. These steps include assuring the max-
imum validity of wage data by (a) providing that data be
collected as close to its effective date as possible; (b) en-
larging the scope of the survey sample; (c¢) making more real-
istic the "key class" concept; (d) providing that all phases
of the collection and tabulation process be discussed in ad-
vance with the State's management and employee representatives;
(e) fully publishing the details, design, methodology and re-
sults of the survey for the benefit of all interested parties.

3) A modification of the pay grid as provided for in
the statutes is recommended. To implement the goal of the
prevailing wage concept and comparability of compensation to
that in the private and other governmental sectors, the Com-
mittee is recommending that the salary grid reflect a 2% per-
cent differential between grades, and that ten new grades be
added to the pay plan with the proposed 2% percent differen-
tial between each of these new grades. Such a change in the
pay plan will (a) allow more flexibility within the pay plan
to respond to the results of the salary survey, and (b) re-
lieve the compression at the top of the present pay grid
which is currently preventing the state, in many cases, from
recruiting, compensating, and retaining for career employment
the kind of qualified personnel needed.
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2) Charge the Department of Personnel with the re-
sponsibility for appropriate service-wide orientation, train-
ing and reference information geared t¢ the needs of employ-
ees and of supervisory staff, and ensure that operating
departments provide orientation appropriate to their own
programs.

3) Charge the Department of Personnel with the de-
velopment of a data bank inventory which would identify key
management and other administrative Jjobs which, when they
become vacant, can be filled by transfer or promotion rather
than appointment from outside the system., Also a complete
inventory of all state employees should be established and
maintained. The state government will thus begin to develop
the needed elements of a true career service.

Performance Evaluation

Regarding the topic of performance evaluation, the
following recommendations are made:

1) The Committee recommends that the Department of
Personnel be given the responsibility for developing and
monitoring a single performance evaluation program for state
employees.

2) A mechanism should be established whereby the
kinds of "standards of performance" called for by present
statute can be developed.

3) A performance evaluation form appropriate for im-

mediate use by the Department of Personnel i$ detailed in
the Committee's report.

Collective Bargaining

In recognition of the trend at the federal, state and
local levels for an accelerated movement of formalized rela-
tions between public employees and their respective public
employers, and, in recognition of legislation currently be-
fore Congress, and being mindful that there is public em-
ployee activity in Colorado at the municipal, school, col-
lege faculty, and State level, the Committee calls for a
Governor's Commission to be formed within the next twelve
months to study the problem of State management, and that
thetCommission study and employ the "meet and confer" con-
cept.

-3 =



Hours of Work

Information was compiled on hours of work for state
employees, After the results of the classification study are
known the Committee will make a recommendation on the stand-
ardization of hours of work.

Employees Outside the Personnel System

The Committee has gained a greater understanding of
how the system works for employees of educational institu-
tions, the courts, and the General Assembly, but no recom-
mendations are included in this report concerning these groups

of employees. Study will continue in this area,

Realignment of the Provisions of Chapter 26

In working with Chapter 26 of the Revised Statutes,
the Committee was faced with (a) antiquated provisions of the
law carried over from the days of the Civil Service System;
(b) a lack of order in the statutes with provisions relating
to single subfect matters spread indiscriminately throughout
the chapter; (c¢) various provisions contained in H.B. 1246
covering the transition from operations under the Civil Ser-
vice Commission to operations under the Personnel Department
which are no longer necessary; and (d) provisions that have
proven unworkable,

With these factors in mind the Committee realigned
Chapter 26 to correct the inadequacies and incorporate the
recommendations resulting from interim activities.




Introduction

In studying Colorado's state personnel system and sub-
mitting this report to the Governor and General Assembly, the
Committee's single goal 1is a personnel system for the state
which ‘will result in attracting and retaining an excellent
work force to carry out the functions of state government. To
achieve such an objective, the Committee advances a number of
substantive recommendations. In doing so the Committee has
sought to continue the impetus for modernization of the sys-
tem initiated in 1970, with voter approval of a constitu-
tional change, and in 1971, with statutory implementation by
the General Assembly. These actions provided for the general
structuring of a more relevant and effective system., The
Committee, through this report, submits recommendations for
the gearing of somewhat more technical, although still fund-
amental, aspects of the system.

In submitting its recommendations, the Committee em-
phasizes that legislative action alone will not accomplish
the task of implementing the objectives incorporated in the
Committee's proposals. The positive and active commitment of
the executive leadership of state government is the other
vital element. Throughout this report, a great deal of em-
phasis is placed upon the need for initiative and commitment
by the Governor and the management team afforded the Governor
with the implementation of Amendments 1 and 2 of 1970. The
Committee is confident that this new management team for Col-
orado state government will produce a responsive and vital
personnel system; implementation of the Committee's recommen-
dations will provide the additional tools to expedite that
task. In addition, and as equally important, is the necessi-
ty for a commitment by the staff of the personnel department
to the personnel system: to uphold the integrity of the sys-
tem, and to carry out the system's objectives as set forth in
statute and personnel board rule.

Early in the Committee's deliberations it became evi-
dent that the Committee had neither the time or adequate re-
sources to examine, to the extent desired, all the elements
of the state personnel system. In addition to this consid-
eration it was concluded that an independent appraisal by an
expert in the areas of concern would provide new insight and
increase the credibility of information presented to the Com-
mittee. With these factors in mind the Committee concluded
it was desirable to hire a consultant as an impartial, objec-
tive advisor who is not an employee of the state and does not
influence the conduct of the state's business in any way.



The broad topics of compensation, performance evalu-
ation, and training were selected for consultant assistance,
since these items are of primary importance in an understand-
ing and strengthening of the personnel system. The Commit-
tee found that all three of these topics were interwoven in
such a manner that a single consulting firm should study all
three subjects. After review of the qualifications of a
dozen nationally recognized firms, Executive Management Ser-
vice, Incorporated, Mr. Merrill J. Collett, President, was
selected for the entire study. Mr. Collett and a staff of a
half dozen began their study on September 9 and concluded
their study with a report to the full Committee on October
13. The complete text of the Executive Management Service,
Inc., study included as Appendix A beginning on page 89 of
this report.



Principles and Objectives of the Committee's Study

The Committee's approach to the issues was formulated
upon certain principles and objectives: '

-- There is a distinct need for greater understanding
and knowledge of the operations of the state personnel system
on the part of the state's employees and members of the Gen-
eral Assembly alike. The unfamiliar leads to doubt and too
often suspicion and sometimes to contempt. There 1is little
contempt for the system; there is a great deal of unfamiliar-
ity and doubt and a measure of suspicion, Thus, it is nec-
essary to build knowledge and, hopefully, confidence in the
new personnel system from all quarters and at all levels,

-- The basic structure of the Personnel System is
sound. The constitutional changes of 1970 establishing the
Department of Personnel; setting up the Personnel Board;
adopting the "rule of three"; proving for "probationary per-
lods"; modifying the provisions of veterans' bonus points;
and other important changes enhance the system. Efforts
should now be directed toward more technical procedures of
the organization and operation of the new system.

-- Although there are many areas of concern in examin-
ing the state's personnel system, four broad topics are of
central importance: compensation, classification, performance
evaluation, and training, with the topic of compensation of
greatest priority.

== The objective of the Personnel System is to execute
the business of State government in the most efficient and
economical manner possible. To meet this objective requires
the recruitment, employment, and retention of people with the
highest competence and dedication. To see that this goal is

achieved requires a system that is responsive to employees and
management alike.

-- The constitutional changes, and the statutes enac-
ted to implement those changes, set forth a new concept in
Colorado state government: a management team headed by the
Governor, and consisting of the Personnel Board, Personnel
Director, and the appointed executive directors of the vari-
ous departments. The Personnel Department serves as the
mechanism to accomplish the desired objectives of <the new
management team, :

== There is need for flexibility in every aspect of
the personnel system -- the kind of flexibility that responds
to change in the employment picture, the objectives of the
management of the state, changing management principles, and
changing economic conditions.

-7-



COMMITTEE FINDINGS AND RECOMMENDATIONS

I. The Salary System

In studying the personnel system the Committee found
that the most critical area of concern to legislators, man-
agement, and employees alike is the salary system in general,.
and specifically, the elements of the system: classification;
the selection and composition of key classes; the annual sal-
ary survey and how it is reported; and the general salary
plan as it now appears in the statutes. The Committee found
that present legislation, procedures and regulations on com-
pensation permit inequities to exist in the compensation of
employees within the personnel system. The present method is
inflexible and thus requires, in some cases, increases too
rapid for certain classes of employees and not rapid enough
for other classes of employees. The result is non-comparable
or non-competitive salaries.

The Committee maintains that it is essential that the
principles of prevailing wage and comparability of compen-
sation to that found in the private and other governmental
sectors not only be maintained but strengthened. To achieve
this goal the Committee concluded that (a) although the pres-
ent method of annual salary surveys should be continued, some
modifications should be made including (1) a method of re-
ducing the time lag between gathering of data and implementa-
tion of recommendations, and, (2) greater participation in
the design of the survey by employee, legislative and exec-
utive leaders; (b) the current method of formalizing the
salary plan restricts flexibility needed to respond accurate-
ly to changes in economic conditions and the labor market;
and (¢) to insure that state employees receive fringe. bene-
fits comparable to those found in the community, a procedure
should be established to determine such levels.

Committee Recommendations. The Committee recommends
the findings ot the consultant’s study regarding the salary
system with the exceptions of those findings regarding remov-
al of the pay grid from the statutes. The Committee's recom-
mendations on that subject are contained in subsequent sec-
tions of this report.

The adopted recommendations of the consultant are sulk-
mgrized below with Committee addItions or substitutions in-
dicated by underscored language and deletions shown by struck-
through language.



Salaries and Position Responsibility

-« The classification of State employees be re-

viewed in their entirety; and that the class
specifications resulting from this review
describe clearly the differences in levels
between classes in the same series and in the
nature of work between series, based upon the
duties performed.

(See page 14 for further comment on a class-
ification study.)

"Key classes", as specified in .Section 26-1-2
(3), (4) and (5), C.R.S. 1963, be-interpreted
de shall include classes at supervisory and/
or top levels of occupational series in addi-
tion to entrance levels; and that "key class"
wage comparisons be based upon individual
ciass rather than group composite descripe
tions.

The annual survey of prevailing rates and
fringe benefits eentinue-te serve as the

asls for determination of salary and fringe
benefit.

The Survey Coverage

The "recruiting area for various key classes"
(26-1-2 (4)) be considered to include locali-
ties throughout the State where State or
interstate employment reeruitment is a factor
in the total emp*oyment market.

The survey sample include both large and
small firms falling within this definition,
at least until the facts have been clearly
established in the minds of State officials
whether rate differences exist between size
categories.

Data Collection and Presentation

(a) The data collected be reported for mini-
mum hiring, lst Quartile, median, 3rd
Quartile, and maximum rates for total
private employments covered as well as
by size grouping, by local public juris-

-10-



(b)

dictions, by other States, and by Feder-
al agencies.

The data be separately presented showing
the total for the State, the Denver
region, and the regions so identified;
and that the State consider the estab-
lishment of pay differentials in such
regions for all classes of positions for
which recruitment is made within the
region and in which employees are not
subject to transfer by their departments.

-~ The State lessen the burden on private em-
ployers imposed by a variety of public salary
surveys and at the same time ensure the con-
sideration of salary data as nearly as pos-
sible to the effective date of salary deci-
sions by:

(a)

(b)

(c)

(d)

(e)

Cooperative arrangements with the Career
Service Authority involving (1) addition
of State Key classes to the Authority's
metropolitan area salary survey in July,
(2) agreement on firms and public agen-
cies to be covered, and (3) State con-
tributions to assist the survey;

Placing raw salary and fringe benefit
data resulting from the survey in the
State's data bank for analysis in Augqust
to indicate general trends for prelimi-
nary estimates of an allowance needed
for salary adjustments (see (e), below)
and decisions later on salary recom-
mendations;

Conducting in December a private salary
study outside the metropolitan area;
and verifying in January, by telephone,
the rates collected in July for metro-
politan firms.

Holding a hearing on recommended revi-
sions the first part of January;

Amending the statutory requirement for
Director of Personnel submission of
salary detemminations (26-1-2 (6)) by
providing for such submission to the
Governor on February 1, an estimated

-11-



*Allowance for Salary Adjustments" hav-
ing been included earlier in the budget

grocess and submitted in the Governor's
udget; , '

(£) Assuring that the Governor transmit to
the Joint Budget Committee, together
with the Personnel Department salary
survey report, the actual appropriation
for Salary Adjustments by mid-February;

(g) Providing that the Joint Budget Commit-

‘ tee include in the Appropriation Act a
single lump sum appropriation to the
Department of Administration,

The Director of Personnel limit the number
of steps within a salary range for classes
of positions involving highly standardized
methods of operation for which growth fac-
tor is limited, such as trades series. and
extend-the-effeetive-appiieable-~-salaries
for-teashing-and-similar-elasses--to--twe
ranges-for-teaching-and-other-elasses-in

- whieh-the-only-other-satary-recognition-for
esuperior-performanece-invelves-tipremotiont
hnto-administrative-worke

The Direetor-of Personnel Board prescribe
eansider, as the annual survey demonstrates
a prevailing practice to exist in industry
and in other States, the-fermulatien-and
recommendation-of -State policies on pay for
shift differentials, holiday and Sundays,
and hazardous (safety or health) working
conditions.

All phases of this collection and tabulation
process be discussed in advance with both the
State's management and employee representa-
tives. The director should publish and make
available complete findings concerning salary
and fringe benefit data and interpretation.

-]12-



Salary Plan

At the present time the compensation plan for the
classified service provides for 42 grades with 5 percent wage
differentials between each grade. Within each grade there
are seven steps with 5 percent increments between each step.
This plan appears in the statutes as Section 26-1-2 (2). As
of July, 1972, the lowest grade utilized in the plan will be
the designated grade 10, therefore some 18,000 employees will
be divided among 36 grades. General provisions for advancing
an employee through the pay grid are also provided in the
statutes (Section 26-1-2 (9)?.

The Committee finds that there are severe limitations
to the present compensation system. These limitations can be
enumerated as follows:

(a) The 42 grade plan forces restrictions at the top
of the salary grid or causes bypassing of the entire system.
The 42 grade grid is forcing compression at the top of the
grid, creating difficult constraints on the hiring and reten-
tion of highly qualified individuals at competitive salaries.
In addition, the current plan is also limited in its ability
to properly differentiate between levels of responsibility.
Thus, there are only one or two grade differences between the
heads of major divisions and their subordinates. To circum-
vent these barriers to a responsive system, the statutory
salary plan is bypassed and contracts for full-tidme employees
are drawn with, as an example, psychiatrists who cannot be

rfcruited or retained because of the present statutory pay
plan.

(b) A pay grid of 5 percent differentials between
grades does not respond to the findings of the salary survey.
Often, the results of the survey indicate a salary increase
is desired for a class but not a 5 percent increase; because
of the rigid salary grid an increase cannot be granted and
thus the standards of prevailing wage and comparability can-
not be achieved.

(¢) Regarding promotions, the statutes provide for
two approaches; both are rigid and unrealistic: automatic 5
percent pay increases or an unsatisfactory rating and subse-
quent dismissal from state service. Such a practice leads to
a distortion of a system which should reward employees on the
basis of longevity and merit based on a meaningful perform-
ance evaluation system,

Committee Recommendations. The Committee recommends
that the following changes be made to the salary plan. Ef-
fective July, 1973, the present salary grid with 5 percent

-13-



differentials between grades should be changed to a grid
with 2% percent differentials between grades. This rec-
ommendation expands the present upper limit of the salary
grid by ten 2)% percent grades and drops those grades pres-
ently in the statutes but not used. Secondly, statutory
language providing for an automatic 5 percent pay increase
or termination from state service should be repealed and au-
thority granted to the Personnel Board to provide standards
for salary increases based on performance evaluation and
length of service.

Considerable Committee discussion favored removal of
the salary grid from the statutes entirely. It was concluded,
however, that until a determination can be made on the char-
acter of the new classification plan and, in turn, its ef-
fect on the pay plan understood, the grid should remain in
the statutes. By providing for 2!% percent increases between
grades and by increasing the number of grades at the top of
the salary grid, the Committee asserts that the salary plan
will be more responsible to the salary survey, the goals of
comparability and prevailing wage, the employment needs of
the State in professional categories, and the standards of a
meaningful employee measurement system,

Classification Study

The Executive Management Service study appended to
this report makes the following observation on the state's
present classification system:

Unexpectedly, an early and unavoidable
conclusion was that the classification plan
upon which State salaries are based raises
questions as to whether actual position al-
locations can reflect differences in level
based upon complexity and responsibility of
work performed, and therefore whether re-
sults of data for "key classes" can in fact
be applied equitably and accurately to re-
flect true inter-class relationships in the
service.

Possibly because of the previous "cer-
tification of one" rule, possibly because of
a woefully inadequate number (3) of central
professional positions, including division
direction, expected to maintain effectively
a current classification plan for 18,000 po-
sitions, a situation has resulted which one
department director indicated as follows:
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"It is becoming more and more obvious that
solutions to problems which concern the In-
terim Personnel Committee cannot be fully
effective until the problem of an unwieldy
and inefficient classification system is
first solved."

The Committee concurs with this appraisal,

Acceptance of the consultant's analysis of the state's
present classification system and an understanding of the sys-
tem based upon the Committee's own study, has led the Commit-
tee to contract with Executive Management Service to conduct a
comprehensive re-structuring of the classification plan based
Uﬂon modernizing the State's position classification philoso-
phy.

Late in the Committee's deliberations the Department
of Administration's Management Services Office presented for
Committee consideration a comprehensive and thought provoking
study for a new classification plan which also encompassed a
salary plan and an emplcyee performance appraisal system. Al-
though there was a compelling interest in this proposal, time
did not allow full understanding of the report itself or con-
sideration of its many ramifications.

As a part of the consultant's task, the Committee has
directed that the Management Services Office classification
plan be reviewed by the consultant.

It is anticipated that the consultant's report will be
submitted not later than October 15, 1972, This single, ex-
haustive project will provide the most comprehensive study of
the Personnel System that has been undertaken in recent mem-
ory and will provide the greatest understanding of the system
possible to date. In addition to the consultant staff, six
personnel from the Department of Personnel and twelve indi-
viduals from other departments will be working full time on
the project. Every job within the classified service will be
examined, new class specifications will be written, and ade-

quate appeal procedures will be provided at each step of the
project.

To facilitate the classification project the Committee
calls for the full cooperation of all employees within the
Personnel System. Resolution of the unwieldy system the state
is now operating under will have important ramifications for
all aspects of the system. The Committee is committed to the
belief that implementation of a re-structured system will
lead to a state employee program that is more responsive to
employee needs, program goals, and broad state objectives.,
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II. Performance Evaluation

The Colorado statutes stipulate that "any employee
whose standards of performance are such as to permit him to
retain job status in the classified service shall be advanced
within the series of steps in his assigned pay grade at requ-
lar increments..." Terms such as "standards of performance® are
not defined in statute or rule. The Committee on Government
Efficiency and Economy indicated that state employees receive
annual increases virtually without regard to performance and
there are no provisions for granting pay increases to reward
outstanding performance. The Stone, Gray Survey of Organiza-
tional Structure and Operating Policies of the Civil Service
Commission outlined the need for a better, "more specific
system" of performance evaluation.

The Committee is well aware of the weaknesses
as well as the strengths of performance evaluation systems.
In making any recommendations on this subject the Committee
is mindful of the fact that few, if any, performance apprai-
sal plans have worked either in the public or private sector.
Nevertheless, the need for a workable system is self-evident;
as the Committee's consultant report noted "the frustration
and exasperation felt by the General Assembly, as it was ex-
posed to the situation the lack of an effective performance
evaluation system/, resulted in passage of Section 26-1-2 (9).
In effect this granted automatic step increases in salary to
employees unless they were so unsatisfactory as to be fired.
Legislative.desire for change is now clear."

Committee Recommendations. With the exception of cer-
tain recommendations regarding salary step procedures, the
Committee endorses the proposals made in the consultant's re-
port regarding performance evaluation, Implementation of the
recommendations will require changes in the rules and regula-
tions of the State Personnel Board, and increased appropria-
tions will be needed to enlarge the staff of the Department
of Personnel in establishing and overseeing implementation of
a system on a state-wide basis.

A separate appraisal and Committee recommendaticon re-
garding salary setting is found on page 13 of this report. In
supporting the other recommendations of the consultant's re-
port regarding performance evaluation, the Committee empha-
sizes the following:

a) the statutes and the Constitution clearly indicate

that employees are to be evaluated against a "standard of
performance";
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b) the Department of Personnel should be given re-

sponsibility by the Governor of developing and monitoring a
single performance evaluation program for state employees;

¢) although there is, to quote the consultant's report,
"nothing magical about any rating form so far devised", it is
important that a single form be used throughout the personnel
system and that it be a relatively unstructured form like the
one suggested in the consultant's report;

d) whatever "standard of performance" is used to evalu-
ate an employee, it should be a standard that has been devel-
oped in a3 manner which allows the employee to participate in
its development and which provides that the evaluator sit
down with the employee before the evaluation period -- when
hired and at intervals before the annual review -- and estab-
lish what is expected of the employee;

e) funds must be appropriated to increase the Depart-
ment of Personnel staff to carry out the overall coordination
-of a system-wide evaluation program.

f) the constraints of the current statuto language
of 26-1-2 (9) do not allow for the development employee
growth based on performance. The Personnel Board should be
given the authority to provide for or deny salary increases
on t?e basis of performance evaluation, as well as length of
service.

The recommendations of the Committee's consultant are
detailed below with Committee additions or substitutions in-
dicated by the underscored language.

Responsibilities and Staffing

-- Top State officials commit themselves to
provide the support, personal review, and
basic training and evaluation without
which no performance evaluation system is
worth the time and money involved.

-= Chapter 5, Article 3 of the Rules and Re?-
ulations be revised to give the Personne
Director authority and responsibility for
establishing a State-wide and uniform sys-
tem of performance evaluation, for ensur-
ing that evaluation of employee perform-
ance is regarded as a significant exercise
of supervisory responsibility at all lev-
els, and for administering the system as
uniformly as is possible.



-- Supervisors be considered as exercising
the same essential management right they
exercise in selecting employees to fill
vacancles.

-« Department heads clearly establish orga-
nizational units for which raters and re-
viewing officers are responsible at each
level, as dictated by the structure and-
operations of their departments, and name
the raters and reviewing officers; and
that they notify the Director of Personnel
of these designations.

-- He /Personnel Director/ be provided funds
to appoint a broad gauge, management-
background professional as division head,
a technician, and two supporting clericai/
stenographic staff.

The System

== The Director of Personnel, meeting with
departmental personnel officers and
through them maintaining liaison with the
line officials involved, use a task group
approach for the several occupational ser-
vices to develop, prior to management-
employee representative conferences, draft
"standards of performance" called for in
C.R.S. 26-1-2 or the "standards of effi-
cilent service" referred to in the recent
constitutional amendment (paragraph 8).

-- State employees, through their designated
organizational representative, prepare
draft "standards of performance" for dis-
cussion at employee-management conferences
at which agreements are reached in tasks
to be evaluated and the standard of per-

. formance for esvaluation purposes.

-- The performance evaluation form prescribed
by the Director of Personnel be the onll
official form to record supervisory deci-
sions and evidence of discussions with em-
ployees, and that if departments desire a
supplemental form to record additional de-
terminations, use of such forms be subject
to approval by the Director of Personnel
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and, if approved, become a part of the of -
ficial record of employee performance eval-

uatign.d The performance evaluation form as
outlined on pages 19-20 of the consuI{ant——
Teport shoulﬁ ge amenaed—fo rovide a place

for the employces assessment of the evalua-

tion of hls work by his super—Isor.

To ensure the standards against which an
‘employee's performance is measured are u un-
aerstooa the supervisors should confer
with their employees before the evaluation
period (l.e., when hired and before each
annual rev1ew) and appraise the establIshed

iandaras of erformance. allowing the em-

ployee to feels the standards -~ are
?a{r. _Hﬁit on, as an accountaEIIIt
tool for management, an informal review of

the supervisor's conduct of performance
appraisal should be initiated.

In July, each rating officer prepare a list
of his employees and by class title, indi-
cate those he considers outstanding, ex-
ceeding the average, average, and below
average; and that he submit the list through

administrative channels to the Personnel Di-
rector.

The provisions of C.R.S. 1963, 26-1-2 (9) be
deleted and a substitute paragraph provide
for granting salary step increases for per-
formance.
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III. Training

Secticn 26-5-19 contains an authorization to the Di-
rector of Personnel to "provide opportunities for training,
which need not be limited to training for specific jobs but
may include training for advancement and for general fitness
for public service.® This broad grant has unfortunately not
led to the development of specifics regarding the scope and
objectives of a training program at the state level. This
does not mean that several departments lack some training
or career development programs; it does mean that the state
has, at best, a fragmented approach to training and career
development. It also means that the state 1s seriously short
in the quality and depth of training programs at all levels

and in particular supervisory and management levels,

As an example of training currently being conducted by
the state, at the level of the Department of Personnel the
only training activities are seven clerical skills improve-
ment classes conducted by an instructor provided at no cost
to the state by Denver Opportunity School. The Public Ser-
vice Careers program, which is totally federally funded, has
been directed to provide as much supervisory skills training
as is possible within the guidelines of that program. It is
estimated by the Department of Personnel that 250-300 first-
line supervisors will receive training under this program,
An effective program should provide 1,500 firstline supervi-
sors with immediate training.

In the long run, the lack of 2 comprehensive and ef-
fective training and career development program for all lev-
els of state employment has cost the state in the retention
and development of productive personnel and the efficient and
economical implementation of state programs. The Committee
submits that this course of action should be reversed.

Committee Recommendations. The Committee supports the
recommendatlons of the consultant's study regarding training
and career development. Implementation of these recommen-
dations will not require major statutory change. Section
26-5-19 of the statutes already authorizes a broad grant of
authority to the Personnel Director in the area of training.
The Committee's recommended bill does specify that the Per-
sonnel Director make an annual assessment of training needs,
and that the Governor provide for training programs in his
annual budget. Implementation will also require modifica-
tions and additions to the Rules and Regulations of the State
Personnel Board, realignment of the function within the De-
partment, and increased appropriaticns to a training division
within the Department of Personnel. Finally, and perhaps
foremost, it is imperative that the management of state gov-
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ernment -- the Governor, the Director of Personnel, the Exec-
utive Director of the Department of Administration and the
other department heads -- make a determination regarding the
direction the state will follow in the area of employee
training and the priority that is to be given to this element
of the personnel system. The Committee recommends the high-
est priority for this item.

In its endorsement of the recommendations of the con-
sultant's report, the Committee places special emphasis on
the following:

a) responsibility for the state's effort in training
should be centered in the Department of Personnel;

b) training must be carried out at all levels of an
organizational structure with special emphasis on training
at the management and supervisory levels;

c) the "buy-back" training approach should be imple-
mented by the Department of Personnel; to start such a pro-
gram it has been suggested that a revolving fund of $50,000
should be initiated and funded by the state or through avail-
able federal funds;

d) a data bank personnel inventory should be used to
identify 1) management positions which will become vacant and
2) potential candidates to fill these positions from within
the state service as part of a career development program,

The recommendations of the Committee's consultant are
detailed below with Committee additions or substitutions in-
dicated by the underscored language. '

Training and Program Effectiveness

-- State executives recognize that effective
delivery of State services depends in large
part upon how fast and how well managers,
supervisors, and employees learn what they
are expected to do and why, at their re-
spective levels in the State service.

-- Executives and managers consider as funda-
mental to effective operations the "on
board" capability of staff to perform at
the level required by the time required.

-- The Governor establish a group within his
office to oversee the Department of Per-
sonnel's monitoring of departmental train-
ing efforts.

-22.




== The Governor focus in the Personnel.Direc-
tor responsibility for:

(a) Defining for his approval the scope
of training to be provided by the
State;

(b) Recommending the best way -- tech-
niques and procedures -- to implement
training objectives;

(c) Serving as a "clearing house" on
training programs and sources, wheth-
er within or outside the State ser-
vice;

(d) Evaluating training and management
development programs within depart-
ments, or developed at their request,
in order to ensure avoidance of dup-
lication and to balance cost against
results in job performance;

(e) Planning and arranging for training
and management development of super-
visors, managers and executives on a
service-wide basis through planned
career assignments and structured
training programs especially tailored
to the iaws, organization, and pro-
cesses of the Colorado State service;
and

(f) Formulating for the Governor's ap-
proval guidelines and standards for
employee participation in educational
training which will improve their
performance in carrying out State pro-
grams.

-- The Rules and Regulatiors contain both a
statement of authority to be exercised by
the Personnel Director and a limitation of
the broad training authorization granted
under C.R.S. 1963, 26-5-19,

-- The Personnel Department review and ap-
prove arrangements with colleges and uni-
versities within the State for structured
training in State departments before con-
tracts are entered into,
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The Personnel Department have it /training/
developed and run through existing resources
(expertise in the departments, colleges,

and universities, Denver Federal Regional
Training Center, jointly with the CitY

and County of Denver), utilizing locally
available consultants for specific pro-
grams,

The Personnel Department employ the "buy
back" principle, similar to that of the
Training Bureau of the U,S. Civil Service
Commission, in which departments are
charged per participant costs on a cost-
recovery basis to the Cemnission,

The Personnel Director be provided funds to
appoint a broad-gauge, management-oriented
professional as division head, a technician,
andftwo supporting clerical/stenographic
staff.

The Personnel Director initiate traihing
programs as follows:

(a) a department director workshop program
of identifying management elements af-
fecting programs which are failing to
meet goals, schedules, cost limitations,
or public requirements of service;

(b) a similar program for division and sec-
tion heads specifically relating budget,
personnel, planning, purchasing, and
systems elements of management to un-
solved program problems; and identify-
ing desirable delegations to first line
supervisors; and

(c) a program for first line supervisors
providing

(1) instruction in critical management
functions such as performance eval-
uation; the creation and classifi-
cation of positions in relation to
basic organization principles, sys-
tem considerations, and employee
morale; handling grievances and
discipline; time and leave approv-
als, control, and reporting, etc.;
and
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Two additional issues which were discussed by the
Personnel Committee are specifically relevant to the general
topic of training. These toplcs concern the recruitment for
and filling of middle and top management positions, and em-
ployee orientation and communication.

Filling Middle and Top Management Positions

Committee Recommendation. The question of how the
State can recrult in a more effective manner to fill middle
and top management positions confronted the Committee through-
out its study. Although no dramatic change 1is recommended
by the Committee as a solution to this issue, the Committee
makes the following observations and recommendations.

The thrust of the state's recrultment effort should be
innovative. Although the Department of Personnel may feel
confined by the system, the demands by other departments for
high level and specially skilled personnel will continue and
probably intensify in the future. Thus, it becomes incumbent
upon the Department to break away from past practices. If
statutory change or increased budgetary expenditures are nec-
essary to meet the demand for innovative programs, it 1is the -
responsibility of the Department of Personnel to call this to
the attention of the General Assembly.

Implementation of specific provisions of the Collett
Report plus the full use of management tools provided by the
Constitutional amendment of 1970 should provide much that is
necessary to revitalize the state's recruitment program.

Comment. Specifically, the new constitutional and
statutory language allows recruitment of personnel residing
outside of Colorado and provides for the rule of three, as
well as implementing a "management team" approach to running
Colorado state government. In addition, the Collett Report
offers several recommendations for strengthening the state's
position in filling middle and top management positions.
Among these proposals are (a) altering the present salary
grid in the statutes which will probably have the effect of
greatly reducing the compression presently realized in the
top grades; (b) implementing effective performance evaluation
and training programs for employees within the Personnel Sys-
tem; and (c) instituting a data bank personnel inventory to
identify key management and other jobs which can be fil{ed by
transfer or promotion rather than appointment from outside
the system.
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The Committee recommends that special emphasis be
placed on the development of a data bank personnel inventory.
Such a recommendation would facilitate the desire for a mean-
ingful career development program, i.e., a program £for the
identifIcation, encouragemeni, and training of executive,
managerial, and other apprepriate personnel.

Career develcpment is a relatively new
program in most ¢rganizations. In such a
program, 2 concerted effort is first made to
identify the positions that lead to a logi-
cal chain of promotion to the higher levels,
and secondly to identify those employees who
may eventually be qualified to move up the
chain to these more senior positions, Spe-
cial efforts, specific personnel, and long-
range training plans are then made to prepare
candidates for promotion. This is done
through training, educational leave, and as-
signments to various jobs that will giv
these candidates necessary experience.l7

Several departments have career development programs
but few of these programs provide for development of junior
professional and managerial employees for promotion across
agency lines. Overall, there is no coordination in this
area.

Recruitment approaches should also be strengthened.
The advantages of state service and the challenges it offers
are two areas that need to be amplified. This can be accom-
plished through increased participation in ctllege recruit-
ment visits, community action center job information meetings,
and the like.

Training, specifically management and supervisory
training, is also an essential element of a career develop-
ment program. Committee recommendations of specific propos-
als of the Collett Report relating to training are essential
parts of a career development program.

1/ Robert Johnson, Career Development, July 9, 1971, page 1.
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Employee Orientation

This subject deals with the introduction of new per-
sonnel into state employment and with efforts to keep em-
ployees aware of what their agency and department are to ac-
complish and the employees' role in achieving these goals.
The Committee regards this subject as a long neglected but
essential aspect of the personnel system. There are no ex-
isting statutes or Personnel Board rules regarding job orien-
tation or formalized communication with employees. Although
some departments have orientation programs, there is no com-
prehensive, or consistent, effort in the state. There is no
doubt that because of this fact the state comes out second
best when compared with the efforts of private industry and
the federal government in the area of employee orientation.

Committee Recommendation. Taking these factors into
account, the Committee recommends that the Department of
Personnel develop a comprehensive program of employee orien-
tation and communication to serve as a model upon which other
departments within the executive branch can pattern a system
for their employees. This recommendation is in line with the
comments of the Collett Report:

That, since many employees and executives enter
the State service from private firms or from
other public jurisdictions which have different
goals, functions, structures, rules, and prac-
tices:

The Department of Personnel arrange for
appropriate Service-wide orientation
training and reference information
geared to the needs of employees and of
supervisory staff, and ensure that de-
partments provide orientation appropri-
ate to their own programs.

Such a program should focus on the employee's role in his
agency and his agency's role in state government, rights and
benefits of employees, and an orientation to the functions of
the personnel system and Colorado's state government. These
specific items can most effectively be presented in an em-
ployee handbook or manual. The Committee recommends that
funds in the amount of $4,000 be appropriated by the General
Assembly to initiate a handbook authored by the Department of
Personnel and supplied to every employee under the personnel
system., The handbook should include an explanation of the
personnel system including fringe benefits, appropriate fis-
cal rules, and explanation of insurance benefits, a listing
of rules regarding days off, vacations, overtime, retirement,
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and the like. In short, the handbook should familiarize an
employee with what he can and cannot do under the personnel
system and where or who to go to on matters regarding his po-
sition as a state employee.

The Committee submits that with an effective orienta-
tion and communication system, employees will have a greater
working knowledge of their job and the role of their agency
and consequently have a greater pride in their work and the
general functioning of state government.
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1V. Other Topics

Fringe Benefits

Committee Recommendation. The Committee recommends
that a survey ot fringe benefits be conducted in conjunction
with the annual salary survey, and that the results be re-
ported to the General Assembly annually. Statutory language
to implement this recommendation is detailed in the bill
contained in this Report,

Comment. Included in the usual list of fringe
benefits are vacations, paid sick leave, holidays, medical-
hospitalization plans, retirement, Social Security and/or
separate plans, unemployment compensation, and life insur-
ance. These benefits are usually paid for in part, or fully,
by the employer. The list can be supplemented by termina-
tion pay allowances, private benefit plans, profit sharing
Ei:ns. bonuses, special awards, educational leaves, and the

e.

It has been asserted that state employees are not
receiving fringe benefits comparable to those found in the .
community. It is reported that as a percentage of wages,
fringe benefits for state employees are below benefits re-
ceived by employees of the city of Denver and additional
percentage points below benefits found in the private and
other governmental sectors. 1In fact, however, the Committee
is uncertain where the state ranks on fringe benefits. The
survey will provide this information. :

The Department of Personnel has computed a fringe
benefit package for state employees, using only benefits
which are likely to be offered by industry. The benefits
calculated as an average percentage value or payroll cost
for a state employee with five years of service are:

Vacation 5.8%
Holidays 4.4
Sick Leave 2.7
Life Insurance 0
Medical/Hospital Ins. 1.0
Retirement
Social Security 0
Supplemental 8.5
Unempioyment Comp. 0
22.4%
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Average fringe benefits for firms and classes surveyed
by the City and County of Denver were 26.4 percent in 1970,
A 1969 U.S. Chamber of Commerce report notes an average of
27.9 percent benefit figure for companies surveyed.

The practice of the Department of Personnel regarding
the treatment of fringe benefits and their relationships to
the annual salary survey and the salary setting procedure is
outlined below along with comments on this method and obser-
vations on other methods by staff of the Personnel Depart-

ment, ‘

As a matter of practical salary setting
procedure, fringe benefits are reviewed as a
separate issue from the analysis of actual
"prevalling rates" compiled as a result of our
annual salary survey. In the first instance,
the actual rates paid for comparable classes
of work can be surveyed, identified, tabulated
and reviewed with some confidence in the re-
sulting recommendations, whereas any study of
fringe benefits or attempts to adjust salaries
by statistically treating fringe benefits has
always been a debatable issue even with the
most sophisticated handling of the data.

Fringe benefits on the other hand can be
reviewed on an overall comparative basis. We
participate in and have access to the results
of a number of current benefit surveys. By
our participation in and review of these sur-
veys and other fringe benefit information we
are able to compare the State of Colorado
generally to other jurisdictions and to the
private sector.

Perhaps more adequate provisions should
be made for reporting deficiencies or overages
in our fringe benefit package, with some as-
surance positive or correcting action would be
taken by the proper authority, usually the
legislature.

Another possible treatment for the evalu-
ation of fringe benefits is the pricing method.
Some jurisdictions, including the City and
County of Denver Career Service Authority, col-
lect fringe benefit data (cost to employer) in
the conduct of their pay surveys. Brifely,
this cost factor is added to the cash rate
data and the value of the jurisdictions own
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fringe benefits are deducted, thereby glving
an adjusted real salary or range of salaries
to which currﬁnt or proposed salary grades can
be ccmpared.gi

Hours of Work

Section 26-3-3 of this present statute provides that
*all offices in the executive and judicial departments of the
state government" shall remain open for business from 8:30
a.m. until 5:00 p.m. The statutes do not, however, specify
the number of hours employees are to work., As the table on
page 34 indicates, there are about an equal number of clas-
sified emplovees working 374 hours and 40 hours. With few
exceptions those working 37% hours per week are employed in
the Capitol Complex, while those working 40 hours per week
are located at state institutional and educational facilities
out-state as well as in the Denver area.

The Committee was confronted with several issues in
discussing the matter of hours of work for state employees.
Should there be a standard number of hours of work designated
for state emplcyees, and if so, should this standard be stat-
utory? How would this standard influence other "fringe bene-
fits"? What effect would a2 change in a standard number of
hours have on the wage survey? What provisions should be
made regarding overtime if a standard is accepted? How will
a standard hours provision affect employees on shifts?

Committee Recommendation. After review of the issues
involved, and with knowledge that a consultant is being em-
ployed by the Committee to accomplish re-structuring of the
classification system, the details of which will influence
employee compensation and fringe benefits as well as duties
and responsibilities, the Committee recommends that further
consideration and final determination of this issue be post-
poned until the classification study has been completed.
Thus the subject of hours of work will appear on the Commit-
tee's agenda for consideration during the 1972 interim. At
that time the issue of hours of work should be integrated in-
to a total plan for classification, pay, and fringe benefits.,

27 "Treatment of Eringe Benefits in the Salary Setting Pro-
cess", Classification and Pay Division, Department of Per-
sonnel, July 9, 1971, pages 5-6.
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SUMMARY OF WORKSHIFTS FOR CLASSIFIED EMPLOYEES

No. of Length
Employees of Shift Lunch Hour
7,455 8% hrs. 1
373 8 hrs %
65 7% hrs %
5,634 9 hrs 1
279 8 hrs lunch on duty
46 104 hrs %
2,806 8% hrs %
4 8 hrs 1
38 8% hrs lunch on duty
154 8 3/4 hrs lunch on duty
76 84 hrs lunch on duty
15 9% hrs 14
183 8 3/4 hrs 3/4

69 8% hrs lunch on duty

32 9 hrs 1

27 9% hrs lunch on duty

43 8 hrs no lunch

52 11 hrs 1

57 9 hrs %

17 16 hrs lunch and/or
breakfast on
duty

17,422
SOURCE:
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Total Workweek

374
374
35
40
40
40 (4 days)
40
40 (5% days)
40
40
40
40
40
44
44 (5% days)
a47Y%
46 (6 day week)
50
59% (7 dey week)
80 (1 weekend day,

1 week day off
each week

Division ot Accounts and Control, Department of Ad-
ministration, December 3, 1971.



Entrance and Promotional Examinations

Comment. The Committee submits that, as a practical
matter, the need for promotional exams is questionable for
personnel filling high level positions within the State ser-
vice. In advancing such a recommendation, the Committee is
aware of legal opinions of the Attorney General that an em-
ployee is required, under the Constitution and the statutes,
to take a competitive examination to retain his position if
that position is reallocated to a different grade.3/

In an effort to provide more flexibility and relevance
for the present examination system, the Committee suggests
that the Department of Personnel strive to develop innova-
tive approaches to entrance and promotional examinations. For
example, in the area of promotional examinations, the Commit~
tee has been briefed on the assessment center approach.

Under this procedure, applicants are brought
in for two or three days and are put into a
variety of situations which are designed to
simulate the job which they are seeking.

After this extensive and intensive review of
the candidates' capabilities, recommendations
are made to the department on who would be
best able to handle the demands of the job
sought and the department wouyld make a deci-
sion from the top eligibles.4 -

See Opinlon No. 70-4451 dated April 21, 1970, to Mr.
Floyd Oliver,

Jerry Davies, "Employee Motivation: The State's Role in
Promoting Job Involvement", July 27, 1971.

NN
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Collective Bargaining

The right of public employees to organize, and to join
or not to join an employee organization of their choice has
become an increasingly acceptable practice in public as well
as private employment. This fact is emphasized by (1) the
President's recognition of the need through Executive Order
11491; (2) the Model Personnel Act promulgated by the National
Civil Service League; and (3) the standards of state and local
government Merit Systems for the receipt of federal grants un-
der HEW, Defense, and Department of Labor programs. Perhaps
of greatest importance is the desirability of having orderly
and locally-oriented labor laws governing formalized negotia-
tions rather than federally imposed laws,

Committee Recommendations. In recognition of the
trend at the federal, state, and local levels for an acceler-
ated movement of formalized relations between public employ-
ees and their respective public employers; and, in recognition
of legislation which has been introduced and considered in the
Congress over the past several years which would impose rigid
and far-reaching federal standards upon the conduct of em-
plozer-employee relations at the State level, comparable to the
National Fair Labor Standards Act; and being mindful that
there 1is public employee activity in Colorado at the munici-
pal, school, college faculty and state levels of government;
the Committee recommends that a Governor's Commission be
formed within the next twelve months to study the problem of
State management, and that the Commission study and employ the
"meet and confer" concept. This recommendation is made in or-
der to gain necessary and valid experience without the threat
of crisis and undue pressures. :
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Committee's Rationale for Not StudEing and Including Educa-
tional, Judicial, and lLegislative Employees in the Personnel
System

Of the 32,000 persons employed full-time by the State -
of Colorado, nearly 15,000 are not included within the per-
sonnel system. Approximately 13,000 of this number are
employed by various educational institutions within the De-
partment of Higher Education; 1,400 are employed within the
Judicial Branch and 175 serve the Legislative Branch on a
full or part-time basis.

Early in the Committee's deliberations it was decided
that time and available resources did not allow for a full
study of positions outside the personnel system. Personnel
directors from three state educational institutions did ap-
pear before the Committee to review the personnel practices
at C.U., C.S.U., and Colorado School of Mines. The personnel
director for the University of Colorado reported that the
school's compensation and classification plan was first es-
tablished in 1957 and its development paralleled that of many
other universities throughout the country. The University
uses over 400 classifications; about 200 of these have coun-
terpart classifications under the personnel system. The
University has about twenty key classifications. The direc-
tors of personnel from the School of Mines and Fort Collins
explained that their systems are similar to C.U.'s. It was
reported to the Committee that non-academic employees of the
School of Mines are already under the personnel system. A
large number of non-academic employees at Colorado State Uni-
versity are also under the personnel system.

In addition, the Committee directed letters to the
Executive Director of the Department of Higher Education and
the Chief Justice of the Colorado Supreme Court asking their
rationale for not including their groups within the system.
Dr. Abbott's response is found below. The rationale for ex-
cluding employees of the legislative and judicial department
is found in the new constitutional language adopted by the
electorate in 1971, Article XII, Section 13 (2) notes that
"the personnel system of the state shall comprise all ap-
pointive public officers and employees of the state, except
the following ... members, officers, and employees of the
legislative and judicial departments of the state, unless
otherwise specifically provided in this constitution.” Arti-
cle XII, Section 13(3) provides that: "Officers and employees
within the judicial department, other than judges and jus-
tices, may be included within the personnel system of the
state upon determination by the supreme court sitting en bang
that such would be in the best interests of the state.”
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It is anticipated that during the 1972 interim the
Committee will reexamine in greater detall the constitution-
al and statutory provisions which now exempt certain state
employees. The Committee has requested an opinion from the
Attorney General regarding under what circumstances employees
of educational institutions can be brought into the personnel
system. It is anticipated that a response will be ready for
the Committee's review during the 1972 interim.

Dr. Abbott's Response., "In studying your question I
have made some assumptions that I hope are warranted. Sec-
tion 13 of Article XII of the Constitution as recently
amended provides for the exclusion from the state personnel
system of "faculty members of educational institutions and
departments not reformatory or charitable in character, and
such administrators thereof as may be exempt by law.* First,
I have assumed that you intend that I should take the recent
constitutional provision as given, and reply on the basis
that the law will conform to this provision without the ef-
fect to provide for further constitutional amendment. I
have, secondly, assumed a certain definition of "educators.”
In the constitutional provision the term "faculty members"
may not be explicitly clear. For example, professional em-
ployees of state departments of education might not be thought
of as "faculty members," but their teacher-like function was
held by the Colorado Supreme Court, in Board of Education v.
Spurlin (141 Colo. 527, 347 P, 2d 357 (I960)) to encompass --
them within the term "officers and teachers" as set forth in
the comparable clause in Section 13 of Article XII before
its recent amendment. It appears that the same ruling would
apply to many of the educational officers enumerated in sub-
paragraphs (1)(a) through (f) in H.B. 1246 (1971) Section 16,
amending 26-5-34 C.R.S. I assume, in any event, that your
reference to "educators" did not mean to include classroom
teachers because of their clear constitutional exemption but
would apply to "such administrators thereof as may be exempt
by law." Though this group of what might be called "exempt
educational administrative personnel* would also seem to in-
clude an undetermined number of constitutionally exempt of-
ficers, I am assuming that it is this group that you have in
mind.

"There seem to me to be two kinds of reasons for the
exemption envisioned constitutionally and provided for by
law -- (1) what might be called "philosophical* and (2) op-
erational or practical. ‘

"The fundamental reason, in my opinion, is rooted in
the nature of the supportive assignment carried out by these
kinds of people within an educational enterprise. Any col-
lege worth its salt builds its program and its staff in rec-
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ognition that only part of its educational impact occurs in
the classroom. There would be broad agreement that the
library should be included as "educational," but there is
less recognition of the educational contribution made by the
counselor, the business manager, the staff in institutional
research and evaluation, the dormitory head resident, the
purchasing agent, the admissions staff which is interested

in identifying students who can really catch on in a specific.
program at a given institution. Any effective president is
deeply interested in employing and inspiring an administra-
tive and support staff that in a genuine sense is "the other
half" of the educational team. Personal and professional
qualities that do not lend themselves well to objective eval-
uation and testing are often more important than qualities
that do. Of course the chief executive of any type of enter-
prise seeks a staff that is effective. My point is that the
head of a college seeks to build a staff that is effective at
education.

"The 'practical' points follow from this goal. There
is and ought to be a considerable flow of people between the
areas of teaching and supportive (or administrative) service.
The interaction between the instructor, student, and the ad-
ministrator is virtually constant, and the effectiveness of
the one depends upon the effectiveness of the other. In many
cases, such administrators teach as well as administer. 1In
others, the officers concerned come out of teaching positions
and very often return to them after a period in administra-
tion. %This is true in our own office, for example, where of
our eleven professional staff members, ten entered CCHE em-
ployment from campus positions and six of the ten entered
administration from teaching.)

"Moreover the colleges (and our type of agency) re-
cruit for administrative as well as for faculty personnel in
a market that is national. Unlike in state service where
there is a fairly standard array of positions and much re-
cruitment even for top-level jobs can come from within the
service, in the colleges there are wide variations in the
responsibilities of positions the titles of which may be
similar, hence of the combinations of professional and per-
sonal qualities sought; and there are insufficient numbers of
qualified people within the state to give assurance of ade-
quate choice. There is, further, an analogous condition as
among teachers. In any teaching field, the qualities of a
given person may properly be assessed by many persons but
assessments by persons within his own profession would be
overlooked at our peril. Such assessments are also highly
relevant in choosing senior administrators, and junior staff
who are on the way to major responsibiiity in professional
slots within higher education.
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"A related practical factor is the need for flexibility
in defining particular tasks and in the assignment of person-
nel, particularly in the smaller institutions. In a sense,
the very objective of a personnel system is to reduce the
'flexibility' the executive has to hire people according to
his own whims., As a student of public administration I appre-
ciate both the theoretical and practical reasons that person-
nel structures and rules were needed in government, and I
recognize also that in the effective personnel system various
means are used to retain as much flexibility as possible.
However in educational administration I believe operating ef-
ficiency depends on the power of the executive to redefine
tasks and to move people among positions according to changing
needs and opportunities -- actions that probably could be en-
compassed within a personnel system but which would be con-
siderably complicated and slowed by such provisions.

"The 'academic marketplace' has its problems as does
any system, but there is a remarkable uniformity of practice
in this country in excepting educational administrative staff
(at elementary-secondary as well as higher levels) from civil
service structures. 'Whatever is' is not necessarily right,
but the almost universal condition invites careful considera-
tion of a change. I think it would be fair to observe that
civil service systems were initiated to overcome excesses of .
political intervention in personnel practices of governmental
units. These excesses did not occur in the colleges, not be-
cause the colleges are "above" excess but because there were
professional safeguards and because the structure of presi-
dential and governing board responsibility made such excesses
very rare indeed. To shift the arrangements for higher edu-
cation would bring to bear entire new conditions the effects
of which are difficult to foretell, and for what purpose?

"If the Committee were to conclude that exempt educa-
tional administrative personnel should be under the Personnel
System, I have no suggestions as to circumstances or methods
for accomplishing this. I do believe that such a step would
jeopardize our ability, and that of the colleges, to recruit
personnel of the quality of present staff.

"I know that a number of persons in the institutions
and governing boards would wish to meet with the Committee if
the Committee does wish to consider changes in the provisions
of HB 1246 affecting these matters."

Further correspondence with the Executive Director of

the Department of Higher Education brought the following re-
sponse:
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"Specifically you asked whether it can be assumed that
'if the provisions of H.B. 1246 were continued and implemented
that this would meet with the approval and support of "Higher
Education" governing boards.' I directed this question, and
a question whether any groups would wish to have an opportun-
ity to be heard by the Committee, to representatives of each
of the governing boards, and an pleased to be able to advise
}hat you can correctly make the assumption indicated in your
etter.

"I should add that the representatives of the boards
with whom I have communicated are all responsible executives
and advisors who are in a position to know the views both of
institution administration and of governing boards, but I
think in no case was it possible for these men to raise the
question formally with their board. Some do plan to do so,
but in any case I feel certain that I can assure you of higher
education's support for the act as it stands and of our sin-
cere desire to work with you in every way possible to meet the
needs of the Personnel System and of higher education. (I
should also add that the University of Colorado comment in re-
sponse to my query indicated that the law had not been exam-
ined in detail because of opinions of the Resident Legal Coun-
sel and of the Attorney General that H.B. 1246 is not appli-
cable to the University's non-faculty staff.)
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Funding the Department of Personnel

Time did not allow the Committee to adeqQuately study
the Department of Personnel's budget request for fiscal year
1973, thus no specific Committee reaction or recommendation
can be made regarding the request. Subsequent to the publi-
cation of this Committee Report a subcommittee will meet with
staff of the Department to review the request before a pre-
sentation is made to the Joint Budget Committee. The budget
will reflect those recommendations made by the Personnel Lom-
mittee which effect the Department's budget.

Implementation of the Committee's recommendations will
require increased appropriations to the Department of Per-
sonnel. This will be necessitated by the realignment and
strengthening of existing programs together with the initia-
tion of new approaches and techniques.

There is no doubt that the Department of Personnel has
been working with an antiquated system. The Committee's rec-
ommendations are directed at making the system relevant and
responsive again., It is doubtful that the restructured sys-
tem can properly be implemented with the present staff of the
Department of Personnel. Those recommendations of the Com-
mittee's consultant accepted by the Committee call for the
addition of a division head, a technician, and two supporting
¢lerical/stenographic staff for the training effort, a divi-
sion head, technician, and two supporting clerical/steno-
graphic staff for the performance evaluation program, and the
8ix new professional positions to the classification function =
of the Department. These additions will meet the minimum re-
quirements of the Committee's recommendations. Implementa-
tion of other Committee recommendations may call for addi-
tional expenditures for personnel in the future.

The most effective implementation will result from a
phase-in of the new and expanded activities involved &in the
Committee's recommendations; it is the Committee's recommen-
dation that the Department of Personnel take such an approach
in presenting its budget to the General Assembly's Joint Bud-
-get Committee.
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Continuation of the Committee

The Committee recommends that the General Assembly
continue the Committee on Personnel as it is presently con-
stituted for the 1972 interim and direct that the Committee
report its findings and recommendations to the;Governor and
the members of the General Assembly prior to the start of the
First Session of the Forty-ninth General Assembly.

This recommendation is made with the knowledge that
although a great deal of progress has been made, the Commit-
tee's task remains unfinished. House Bill 1246, 1971 Session,
provided for the appointment of a temporary committee to con-
duct a study of the entire personnel system. In pursuing the
directive of the General Assembly, the Personnel Committee
met nineteen times during the interim and accomplished many
of its objectives. The Committee, as an essential element of
its study, has contracted for a major re-structuring of the
classification plan for state personnel. This project will
not, however, be complete until October, 1972. The develop-
ment of a new classification plan will influence other areas
of concern to the Committee including the compensation gf
state employees, the decentralization of personnel functions
to the several principal departments within the executive
branch, and the hours of work for those within the system.
The project will also provide a wealth of previously unavail-
able information about the state personnel system, knowledge
of vivhich may provide the Committee with additional study
topics.
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TEXT

(2) Whenever, 1in any 1law of this state relating to
state employees, reference is made to the civil service, the
State civil service, or the classified service, such terms
shall be deemed to vrefer to the state personnel systen.
Yhenever reference is made to the civil service commission
in any law of this state relating to the adainistration of
the state personnel system, such tera shall be deemed to
refer to the state personnel director. Whenever reference
is made to the civil service comaission in any law of this
state relating to rule-making povers, adrinistrative
appeals, or any power vested by the state constitution in
the state personnel board, such term shall be deemed to
refer to the state personnel board.

26—1-2. Department of personnel — state _personnel
director. (1) Pursuant to section 14 of article XII of tae
state constitution, there 1s hereby created the department
of personnel, the head of which shall be the state personnel
director, who shall be appointed by the governor, with the
consent of the senate, and shall serve at the pleasure of
the governor. The state personnel director shall be
responsible for the administration of the state personnel
system in accordance with the provisions of sections 13, 14,
and 15 of article XII of the state constitution, laws
enacted pursuant thereto, and rules adopted thereunder or
under this chapter by the state personnel board. The state
personnel director shall be gqualified by education and
experience in the field of public or private personnel
administration or industrial relations and shall be of known
sympathy with the merit principle.

(2) Subject to the provisions of the state
constitution, the state personnel director shall have those
povwers, duties, and functions prescribed for heads of
principal departments in the "Administrative Organization
Act of 1968n, Any assistants and employees of the
department shall be appointed pursuant to the provisions of
article XII, section 13, of the state constitution.

EXPLANATION

This is necessary language providing for
the transfer from the old civil service
system to the new personnel system. It is
a fefnactment of the present Section 26-5-
1 (2).

Subsection (1) which creates the department
and provides for a director of personnel is
a reenactment of the present 26-5-3 (1). .

Th%s)subsection is a reenactment of 26-5-
3 2 -
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{(3) The state personnel director shall prepare and
transmit annually, in the form and manner prescribed by the
controller pursuant to the provisions of section 3-3-17,
C.R.S. 1963, a report accounting to the governor and the
general assembly for the efficient discharge of all
responsibilities assigned by law or directive to the
department of personnel,

{4) Publications by the state personnel director
circulated in quantity outside the executive branch shall be
issued in accordance witia fiscal rules promulgated by the
controller pursuant to the provisions of section 3-3-17,
C.R.S5. 1963.

26—-1-3. State personnel board. (1) Pursuant to the
provisions of section 14 of article XII of the state
constitution, there 1is hereby created the state personnel
board, referred to in this chapter as the "board”, which
shall consist of five members to be selected in the manner
provided in this section. Three members of the board shall
be appointed by the governor, with the «conseat of the
senate, and two members of the board shall bpe elected by
persons certified to classes and ©fpositions in the state
personnel system in the manner prescribed by subsection (3)
of this section. Each @member of +the board shall be a
gualified elector of the state, but shall not be othervise
an officer or employee of the state or of any state employee
organization, The teras of office of meabers of the board
shall be five years, except that of the members appointed by
the governor to take office on July 1, 1971, one shall be
appointed for a one-—year term, one shall be appointed for a
two-year term, and one shall be appointed for a three-year
term, and of the members elected to take office om July 1,
1971, one shall be elected for a four-year term and one
shall be elected for a five—year term. Members of the board
may succeed themselves in office.

EXPLANATION

This subsection is a reenactment of the
present 26-5-3 (3).

This subsection is a reenactment o5f the
present 26-5-3 (4).

A reenactment of the present 26-5-4 (1),
this subsection provides for a state per-
sonnel board,
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(2) The board shall exercise its powers and perform its
duties and functions under the department of personnel and
the state personnel director as if the same vwere transferred
to the department by a type 1 transfer, as such transfer 1is
defined in the "Administrative Organization Act of 1968",
article 28 of chapter 3, C.R.S. 1963,

{3) (a) In the vyear 1975 and
thereafter, and in the year 1976 and every fifth year
thereafter, an election shall be held for a member of the
board in the manner provided in this subsection ({3).

every fifth year

{by The elected members of the board shall be elected

by persons certified to classes and positions in the state
personnel system. on or before April 1, each individual
seeking election shall be nominated by petition, siganed by

not less than one hundred certified emgployees within the
state personnel system and acknovwledged before a notary
public, which notarized petition shall be submitted by
employees or their representative organizations to the
secretary of state. Petitions shall be accompanied by an
acknowledged statement of the nominee that he is gqualified
and will serve 1if elected. Only the names of qualified
nominees on the first fifteen valid petitions received shall
be placed on the ballot. Not later thanm Hay 1, the
secretary of state shall prepare a ballot to be used in the
election and shall wo0ail one ballot, accoapanied by an
addressed return envelope and voting instructions, to the
last known home address of each certified employee qualified
to vote.

EXPLANATIOR

This subsection is a reenactment of the
present 26-5-4 (2).

This subsection is a reenactment of the
present 26-5-4 (3).

This subsection regarding nominating and
election procedures is a reenactment of
the present Section 26-5-4 (3)(b) with the
exception of, first, a change in the num-
ber of qualified nominees placed on the
ballot for election to the Board. Pres-
ently, the first thirty qualified nominees
are placed on the ballot. Experience with
the first Board election indicates this
figure is too high. The Committee recom-
mends a change to the first fifteen quali-
fied nominees,

Secondly, the bill provides for a change in
the procedure whereby ballots are distrib-
uted to qualified voters. The current pro-
visions specify that the Secretary of State
"provide a sufficient number of ballots and
return envelopes to the various state de-
partments to enable them to send one ballot
...to the...certified employee". This pro-
cedure has proved to be a very poor admin-
istrative approach; thus the section pro-
vides that the Secretary of State mail the
ballots directly to qualified voters.
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(c) Ballots shall be marked by employees and mailed to
the secretary of state for his receipt not later than 5:00
p.2. on June 1. Not later than June 15, the secretary of
state shall cause the ballots to be counted, and the nominee
receiving the greatest number of votes shall be certified by
the secretary of state and declared elected.

(d) The general asseably shall appropriate to the
department of state sufficieat <funds to carry out the
provisions of this subsection (3).

(4) A vacancy in office shall be filled in the manner
used for the selection of the person vacating the office,
and for the unexpired tera. Elected member vacancies shall
be filled within three months after the date of the vacancy,
and in the event of a vacancy for an elected nmenmber
position, the governor shall request a supplemental
appropriation in an amount sufficient to conduct the
election, and the general assembly shall appropriate such
amount for that purpose.

(5) Any member of the ©board may be removed by the
governor for willful misconduct in office, willful failure
or inability to perform his duties, final conviction of a
felony or of any other offense involving moral turpitude, or
by reason of permanent disability interfering with the
performance of his duties. Removal shall be subject to
judicial review.

(6) The ©board shall adopt, and may from time to time
amend or repeal, rules to implement the provisions of
sections 13, 14, and 15 of article XIT of the state
constitution and laws enacted pursuant thereto, including
but not limited to rules concerning standardization of
positions, determination of grades of positions, standards
of efficient and competent service, conduct of competitive
examinations of competence, grievance procedures, appeals

EXPLANATION

This language is a reenactment of 26-5-4
(3)(c) except for the provision that bal-

lots shall be returned by mail to the Sec-
retary of State.

This new subsection specifies that the Gen-
eral Assembly appropriate sufficient funds
to the Secretary of State to conduct per-
sonnel board elections.

New language in this subsection provides

that the Governor shall request a supple-
mental appropriation to cover the cost of
an election to fill the vacancies on the

Board.

Th%s)is a reenactment of the present 26-5-
a4 (5).

This subsection outlining the general pow-
ers and duties of the personnel board is a
r eenactment of the present 26-5-3 (6).
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from actions by appointing authorities, and conduact of
hearings by officers. The board shall also define by rule
any terms which are necessary in the administration of the
state personnel system. '

{7) The board shall employ hearings
full or part time, and such other personneil as may be
necessary for the performance of its duties, including an
aduministrator who shall serve as secretary to the board with
such duties as the board may assign. Funds for this purpose
shall be appropriated by the general assembly.

officers, either

(8) Members of the board shall be compensated at the
rate of one hundred dollars per day for each day 1o which
they are actually engaged 1in the performance of their
duties, plus reimbursement for actual and necessary expenses
incurred in the performance of their duties. The board
shall meet as often as necessary to conduct its business.
The board shall elect a chairman and a vice—-chairman froa
among its members, and meetings shall be called by the
chairman or a majority of the board. All @members of the
board shall be given reasonable notice of all meetings, and
three members of the board shall constitute a quorum for the
transaction of business.

{9) The board and any political subdivision of the
state may contract for the furnishing of personnel services
by the department of personnel to such subdivision.

26—-1-4, Classification and_compensation. (1) Payment
of salaries. The moathly salaries of fositions in the state
personnel systez are fixed as provided in this article and
shall be paid monthly or more often in the discretioa of thne
executive director of the departzent of administration froa

funds made available therefor.

EXPLANATION

This language concerning the funding and
employment of hearing officers and other
personnel necessary for the conduct of the
Board's business is a reenactment of the
present 26-5-3 (7). The personnel direc-
tor currently acts as secretary to the
board.

This is a reenactment of the present 26-5-
3 (8) providing for compensation of Board
members and the internal structure of the
Board.

This is a reenactment of 26-5-3 (9).

Basically the language of the present 26-
1-1, this section allows discretionary au-
thority to pay state employees on a bi-
monthly basis rather than the present
monthly basis.
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(c) Classes of positions shall be grouped and related
to occupational levels of work which can be clearly
distinguished and logically related to the compensation
plan.

(d) The pay grade, salary rate, or salary range for
each occupational level of classes shall be such as to
reflect accurately and clearly the relative level of
difficulties and the differences in duties and
responsibilities of each class and shall be at the current
level of compensation of comparable employments in other
places of public and private employment in appropriate
competitive labor markets.

{e) The classification plan shall be based on sound,
systematic occupational analysis and position evaluation
methods which providae for consistent occupational groupings
of classes and uniforr alignment of classes and salaries
among the various departments, institutions, and agencies.

{f) The state personnel director shall assign and wmay
reassign classes of positions to grades in the pay plan,
suabject to the provisions of this article.

(4) Revision and_maintenance of classification _plan.
(a) The state personnel director shall revise the
classification plan whenever conditions indicate that change
is necessary. Such revision shall be made on the basis of
evidence which clearly indicates the need for change. Such
revision may consist of the addition, abolition,
consolidation, division, or amendment of existing classes,
occupational groupings, and levels.

(b) At the same time the state personnel director
revises the «classification plan, he sball assign the class
to an appropriate pay grade, salary rate, or salary range.

EXPLANATION

In this subsection emphasis is placed upon
relating classes to levels of work which
are clearly distinguished and logically
related to the compensation plan.

This subsection provides that pay accurate-
ly and clearly reflect the level of job
difficulty.

The Personnel Director is given the re-
sponsibility for assignment of classes to
grades and the reclassification procedure.

This subsection allows for revision of the
classification plan by the Personnel Di-
rector with review by the board if evidence
is present which clearly indicates the need
for change; thus the intent is that great
care be taken in altering the classifica-
tion plan.

Currently, under 26-5-6 (3), the Personnel
Board is given authority to revise and main-
tain the plan. The Committee's bill trans-
fers this authority to the Personnel Direc-
tor with provision for Board review,
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(c) The assignment of a class to a pay grade, salary
rate, or salary range shall be effective when approved by
the state personnel director, unless ctherwise provided by
lawv.

(3) The board shall provide by rule for review of such
actions.

(5) Salary _and_ fringe _benefits survey. (a) To
determine comparable rates for salaries and fringe benefits
prevailing in other places of public and private eamployment,
the state personnel director shall annually conduct a salary
and fringe benefit survey. In conducting the survey, the
state personnel director shall select various «xey classes,
including, as applicable, classes at the entrance,
supervisory, and management levels of occupational series
within the <classification plan, ta be used in establishing
prevailing rates for all classes and employees in the state
personnel systenm, The state personnel director shall
determine the relationshios between key classes and all

other classes, and shall publish such relationships. 1In
addition, he shall determine any changes in such
relationships and shall publish such changes whenever they

occur. The board shall provide by rule for review of such

actions.

(b) In order to establish coufidence in the salary and
fringe benefits survey, the state personnel director shaill
confer with employee and management representatives of the
state in the design and methodology of the survey, the
selection and description of the key classes to be used 1in

EXPLANATION

This key provision sets forth the statutory
framework for the conduct and application
of the salary survey and directs that an
annual survey be conducted of fringe bene-
fits. Although retaining some of the broad
objectives of the present law as set out in
26-1-2, this section contains those propos-
als of the consultant adopted by the Com-
mittee or modifications thereof.

Subsection (5)(a) provides for the follow-
ing modification to current procedures as a
means of strengthening the survey and its
application by generally providing more in-
formation to the Personnel Director, Board,
and the General Assembly for decision mak-
ing in their respective areas of authority:
(1 A survey of fringe benefits is pro-
vided for in addition to the present salary
survey; (2) in surveying key classes, en-
trance, supervisory, and management levels
will be surveyed as applicable; (3) full
publication and distribution of the results
of the salary survey and the changes made
pursuant to the survey will be made.

This subsection makes the following modifi-
cations to the present statutory language
and Department of Personnel procedures: (1)
the Personnel Director is directed to con-
fer with employee representatives regarding
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the survey, and the system used in the <collection,
tabulation, and analysis of the survey data. The survey
shall include a fair saaple of public and private

employments in what the state personnel director determines
to be the competitive labor market area for various key
classes. The state personnel director may use the results
of other appropriate surveys conducted by public or private
agencies and may contract with such agencies to conduct the
survey.

(c) The state personnel Jdirector shall use valid
statistical technigques and, after collecting all appropriate
data, shall relate these data to the state pay glan by use
of the following formula: When the data showv that any two
points on the interquartile range for any class are equal to
or greater than one-half the distance to the next higher
grade in the state pay plaa, the class shall be raised in
pay. However, if the weighted average hiring rate 1in the
comrunity, after applying this formula, is still higher than
the starting rate produced by the formula, the pay range
shall be set on the basis of a starting rate which is within
five percent of the weighted starting rate in the community.

(d) The state personnel director shall, by November 15
of each year, submit to the general assembly and the
governor for inclusion in the governor's budget
recommendation a preliminary estimate of the amount needed
to implement salary adjustments in the next fiscal year. No
later than the February 1 next following, the state
personnel director shall report to the governor his final
salary recommendations for the ensuiag fiscal year, which
report shall be published and shall include a detailed
explanation of the methodology and conduct of the survey.
No later than the February 15 next following, the governor
shall transmit the state personnel director's report and the
governor's allovance for salary adjustments tc the joint
budget committee of the general assembly for inclusion as a
separate itea in the general appropriations bill, 1including

EXPLANATION

the elements of the survey; and (2) the
Personnel Director may use other salary
surveys as resources in the compilation
of the survey findings.

A new formula for the application of the
salary survey data is prescribed in this
subsection.

This subsection details a new schedule for
submission of the appropriation request
based on the salary survey results. This
new time schedule will give more validity
to the wage survey data since data will be
collected as close as possible to the date
it is made effective. This makes it pos-
sible to delay final wage data verification
until January, a compression from the pres-
ent September collection time. The new
time schedule will be:

November 15 -- preliminary estimate of
amount needed to implement salary adjust-
ments;
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vith such transmittal all proposed reassignments of classes
to pay grades, salary rates, or salary ranges as submitted
by the state personnel director, which reassignments shall
take effect at the start of the ensuing fiscal year. Any
assignments or reassignments of classes to pay grades,
salary rates, or salary ranges required by the creation of
nev positions or any duly authorized reorganization or
change in work method may be made effective on a date prior
to any July 1 with the approval of the governor.

(e) The state personnel director shall, by November 15
of each year, submit to the general assembly the results of
the survey of fringe benefits, including those benefits
which are granted by statute and those which are prescribed
by rule of the board. The state personnel director shall
also, by VNovember 15 of each year, subumit to the general
assembly and the governor for inclusion in the governor's
budget recommendation a preliminary estimate of the amount
needed to implement any adjustments in fringe benefits
prescribed by statute or by rule which may te recommended
for the next fiscal year. ©No later thanm the February 1 next
following, the state personnel director shall report to the
general assembly and the governor his final recommendations
for fringe benefits for the ensuing <fiscal year, vhich
report shall be published and shall include a detailed
explanation of the methodology and conduct of the survey.
No later than the February 15 next following, the governor
shall transmit his recommendations on fringe benefits to the
joint budget committee of the general assenbly for inclusion
as a separate item in the general appropriations bill. No
change in fringe benefits which are granted by statute shall
take effect until enacted by the general assembly.

(6) Pay_ _plan. There 1is hereby established a basic
plan of pay ranges to which the state personnel director
shall assign and may reassign classaes of positions, subject
to the provisions of this section. The pay ranges and the
salary rates for each step 1in each range shall be as
follows:

EXPLANATION

February 1 -- report to the Governor on
final salary recommendations;

February 15 -- Governor transmits report of
- salary adjustments to the General Assem-
g}leor inclusion in the appropriations

l L]

The procedure for the fringe benefits sur-
vey is detailed in this new subsection,

The time frame is the same as that enumer-
ated for the salary survey: the survey re-
sults are to be presented to the General
Assembly by November 15. Also by this date
the Personnel Director will submit to the
General Assembly and the Governor estimates
of the amount needed for adjustments in
those fringe benefits prescribed by statute
or board rule. Then by February 1 final
recommendations to the Governor and the
General Assembly shall be made, published
and made available to all interested par-
ties. By February 15 the Governor will
transmit to the General Assembly his recom-
mendations on fringe benefits; changes in
statutory fringe benefits shall take effect
only upon action by the General Assembly.

The present pay plan as set forth in 26-1-2
(2) enumerates a 42 grade plan with 5 per-
cent differentials between each grade. In
effect, however, only 36 grades will be used
after July 1 with the bottom six grades
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35
36

37
is

39
40

41
42

43
ug

45
46

47
us

49
50

51
52

200
577

693
711

727
747

764
784

802
823

842
86u

884
907

928
952

975
1000

1023
1050

1075

1103 .

1128
1158

660
677

693
711

727
747

764
784

802
823

842
864

884
907

9238
952

975
1009

1023
1050

1075
1103

11238
1158

1185
1216

693
71

727
747

764
784

802
823
342
864

884
907

928
952

975
1000

1023
1050

1075
1103

1123
1158

1135
1216

1244
1277

727
747

764
784

802
823

8u2
864

884
9C7

928
952

575
1000

1023
1050

1075
1103

1128
1158

1185
1216

1244
1277

1306
1341

764
784

802
823

842
864

884y
907

928
952

975
1000

1023
1050

1075
1103

1128
1158

1185
1216

1244
1277

1306
1341

1372
1408

802
823

842

864

884
907

928
952

975
1000

1023
1050

1075
1103

1128
1158

1185
1216

1244
1277

1306
1341

1372
1408

14490
1478

842
864

884
907

928
952

975
1000

1023
1050

1075
1103

1128
1158

1185
1216

1244
1277

1306
1341

1372
1408

1440
1478

1512
1552

EXPLANATION
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53
54

55
56

57
58

59
60

61
62

63
64

65

66

1185
1216

1244
1277

1306
1341

1372
1408

1440
1478

1512
1552

1588
1630

1667
1712

1750
1798

1837
1888
1929
1982
2025
2081
2126
2185
2232
2294
2348
2409

1244
1277

1306
1341

1372
1408

1440
1478

1512
1552

1538
1630

1667
1712

1750

1798

1837
1888

1929
1982
2025
2081
2126
2185
2232
2294
2344
2409
20461
2529

1306
1341

1372
1408

1440
1478

1512
1552

1588
1630

1667
1712

1750
1798

1837
1888

1929
1982

2025
2081
2126
2185
2232
2294
2344
2409
2461
2529
2584
2655

1372
1408

1440
1478

1512
1552

1588
1630

1667
1712

1750
17498

1837
1888

1929
1982

2025
2081

2126
2185
2232
2294
2344
2409
2461
2529
2584
2655
2713
2788

1440
1478

1512
1552

1588
1630

1667
1712

1750
1798

1837
1888

1929
1982

2025
2081

2126
2185

2232
2294
2344
2409
2461
2529
2584
2655
2713
2788
2849
2927

1512
1552

1588
1630

1667
1712

1750
1798

1837
1888

1929
1982

2025
2081

2126
2185

2232
2294

2344
2409
2461
2529
2584
2655
2713
2788
2849
2927
2991
3073

1588
1630

1667
1712

1750
1798

1837
1888

1929
1982

2025
2081

2126
2185

2232
2294

2344
2409

2461
2529
2584
2655
2713
2788
2849
2927
2991
3073
3141
3227

EXPLANATION
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{(7) Salaries specifiel _in_dollars _per month. All
salaries specified in the state plan of pay ranges shall be
in dollars per month for full-time eagloyment for the Lours
and shifts prescribed. Regular part-time eamployees shall bhe
paid proportionately to tae time actually worked. Persoans
may be employed for periods of not aore than six months to
enjage in special ©projects at salary rates below those

specified in the state pay plan, upon approval of the state
personnel director.
(8) Step for _initial _hiring. Persons initially

appointed into the state persoanel systen shall oormally be
hired at the first step of the salary range for their class,
but on a showing of recruiting difficulty by the state
personnel director or a showing of other unusual conditions
by the head of the principal departazent, the governor or his
designee may authorize the appoiantaent of a person at not to
exceed the third step; except that as to grades forty-one
and above an individual zay be appointed at any step in the
grade upon approval of the Jovernor or his designee.

(%) Lizitation _of _steps. Por classes of positions
deterained by the state personnel director to involve higkly
standardized methols of operation for which the growth
factor 1is liaited, or for which one or two steps constitute
a salary range in industry, the state personnel director may
limit the nuaber of steps to as few as an entrance step and
tvo additional steps as beiny the range for the class.

(10) Salary _increases. f(a) The board shall provide
by rule for salary increases within raanges on the basis of
performance evaluation anl lenjth of service; except that
step 7 shall be achieved by the enployee ugon the compietion
of not less than five years of satisfactory service
following his placemeat in step 6 in any grade or
combination of grai=s. The board may provide Lty rule for
periodic step increases; fcr taoe holding of an eamployee it a
step in his pay range for a period of ore year beyond khis

EXPLANATION

This is essentially the language of 26-1-2
(12) with the addition of a new provision

regarding the employment of special groups
of people for short periods of time ?under
six months).

In substance, this is the language of the
present section 26-1-2 (7) which provides
that the normal hiring rate is the first
step of the salary range for the class ex-
cept, when there are recruiting difficul-
ties, with the Governor's approval, (a) ap-
pointments can be made not exceeding the
third step in the grade, and (b) appoint-
ments to grade forty-one and above can, be
made to any step within the grade.

This Committee recommendation gives the
Personnel Director the flexibility to alter
the pay plan grid for certain established
occupations (for example, trades) by reduc-
ing the number of steps within the salary
grade to which the class is assigned.

Several Committee recommendations are de-
tailed in this subsection: (a) salary in-
creases should be based on performance
evaluation as well as length of service;

(b) as presently provided in 26-1-2 (9),
step seven in a grade should be the stabil-
ity step, promotion to which may be achieved
after five years in step six in any grade

or combination of grades; (c) allow the
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26—-1-5, State personnel systenm - cost of
administration. (1) The cost of administering the state

personnel system as deteramined by annual appropriation shall
be borne proportionately by each principal department of the
executive branch of state qgovernment, as measured by the
ratio of 1its payroll for employees in the state personnel
system to the total payroll for emgloyees 1in the state
personnel system in the preceding fiscal jyear. Such
payments shall be part of the cost of administration of such
principal departments.

{(2) Each
current funds

principal department shall pay from its
its pro rata share, which shall be deposited
to the credit of the general fund. Annual appropriations
shall be made from the general fund to pay the cost of the
state personnel systen.

26—~1-6. Transfer to new _pay plan. All persons under
the state personnel system on June 30, 1972, as set forth in
this chapter shall be transferred to comparable grades and
steps as set forth in section 26-1-4 ({6) on July 1, 1972.
The rights, status, or privileges accrued by an employee
shall not be adversely affected by the enactment of this
chapter, as amended.

26-1-7. Demotion by _classification-action. The board
shall by rule provide that under certain conditions and for
specified periods, the compensation rate of an employee may
be sustained in the event of his position being placed in a
lower pay grade due to a classification study of his
position, an occupational study of all positions in a class,

or a general classification study of the state personnel
systea.
26—1-8. No claim against _state. Yo employee whose

salary may be increased by a reclassification or regrading
of his position to a higher grade shall have any clain
against the state for the difference, if any, betveen the

ATIO

This provision is comparable to the lang.
in the present Section 26-1-7 (1) which di-
rects that the cost of administering the
personnel system shall be shared by the
principal departments.

This section is necessitated by the section

of House Bill 1246, 1971 Session, which pro-

vides that the new personnel system shall

?e operative July 1, 1971 through June 30,
972.

This new language gives the Personnel Board
the responsibility for stipulating under
what conditions and for what periods of
time the compensation of a state employee
shall not be reduced when his position is
assigned to a lower pay grade by a clas-
sification study, or the like.

This is the language of the current Section
26-1-4 with the addition of a new provision-
which stipulates that if a valid reclassi-

fication request is left pending by the De-
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under its o0ld classification and
grade and that which he may receive by reason of a new
classification and grade of the —cpositiomn, but 1if the
reclassification to the higher grade is effective more than
one year from the time the reclassification request is
initiated by the employee or department, the employee shall
réeceive the difference between the salary of the position
under its old grade and that which he receives at the &rnew
grade,

salary of the position

26-1-9, Insufficient funds. Within any fiscal year,
no adjustment shall be made which will require expenditures
greater than those for which appropriations have been made.
Should funds pade available for the payment of salaries be
insufficient for the payment of the employees at the rate to
which they are entitled under this article, thke proper
salary shall nevertheless be paid to all who are employed,
and enployees shall be separated in accordance with such
deficiency. The order of separation due to reduction of
force in accordance with such deficiency shall be based on
quality of service and seniority under a foraula established
by the board.

26—1—10. Budget control — personal services. (1) (a)
In order to provide controls and proper identification of
personal services costs necessary to carry out the policy of
the state regarding compensation of state employees, the
following adainistrative and fiscal procedures shall apply:

(b) Whenever the authorities or responsibilities
within state government are altered by the general assembly,
executive order of the governor, or action of an executive
director of a principal department, or whenever in the
course of administering the state personnel system, the
state personnel director conducts a study of positions or
classes in the state personnel system, the state personnel

EXPLANATION

partment of Personnel for more than one
year from the time the request is initiated,
the employee is entitled to the salary dif-
ference from the date of request to the
time the reclassification is granted. Such
a provision puts the Department of Personnel
on notice to expedite the investigation of
the reclassification request.

With the exception of the first sentence
this is the language of Section 26-1-5 of
the current statute which specifies what
shall be done when there are insufficient
funds to pay employees. The first sentence
underscores the Committee's desire that de-
partments not exceed their budgets and that
requests for supplemental appropriations be
stopped.

This entire section is 26-1-8 as first
enumerated in H.B. 1246, 1971 Session. It
directs the Personnel Director and heads of
the principal departments to project antic-
ipated personnel costs as the result of new
department duties, or position or classs
studies, promotions, and the like.
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director shall estimate the increased «coOsts of personal
services, if any, resulting from such actions and shall
submit such estimated costs to the joint budget committee of
the general assembly and to the executive budget office.

{c) 1In their annual budget requests, the heads of all
principal departments of state government shall set forth
separately the projected costs of personal services arising
frcm anticipated classification reviews, promotions, and
ordinary and accelerated step increases for employees 1in
their departments.

(d) No funds appropriated to any principal department
for purposes other than personal services shall be used for
personal services without the prior approval of the
governor, and each such transfer shall be reported to the
general assembly.

26—1-11. Oorigipnal appointments - promotions__—
competitiye examinations. original appointments and
promotions to vacancies shall be based on nmerit as
determined by competitive examination. Examinations shall

be in such form as will fairly evaluate the abilities and
aptitudes of candidates but may not include any inquiry
into, or in any w~ay be influenced by, the political or
religious affiliations or beliefs or race of any candidate.
No examipation shall involve any discrimination on account
of sex, except as a bona fide job requirement.

26—-1-12. Examipations — when _held - standards -
eligible list. (1) Examinations may be based on the duties,
responsibilities, and requirements of a given class or upon
specific knowvwledges, skills, and abilities coamon to several
classes; in which latter case the state personnel Jdirector
may create eligible lists for a class froa among those who
have established by examination their gqualifications for
special requirements of a class.

EXPLANATION

This limits use of funds to the purposes
for which they were designated by the Gen-
eral Assembly unless otherwise approved by
the Governor. Provision is also made for
the reporting of any approved transfer of
funds to the General Assembly.

This is a reenactment of the present Sec-
tion 26-5-8 with coverage of promotions and
sex discrimination added to the existing
provisions of the section.

This entire section on examinations is a
reenactment of the present Section 26-5-9.
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(2) Any examination may be held at any time that
candidates are available and the needs of the state
personnel system reguire. The normal life of an eligible
list shall be for one year, but it may be extended for an
additional period of one year at the discretion of the state
personnel director. :

(3) The board shall provide by rule, considering the
recommendations of the state personnel director, the
conditions under which applications will be accepted, the
procedures by which tests will be held, the frequency with
wvhich candidates may compete in the same examination, and
the standards by which candidates shall be deemed qualified.

(4) Candidates meeting the established standards for a

‘class shall be ©placed on an eligible list in the order of

their scores on the examination; except that veterans and
their widows shall be given the preference prescribed by the
constitution.

26—~1-13. Promotions. Positions above the entrance
level may be filled by promotion through the <creation of
promotional eligible 1lists resulting from examinations
limited to qualified employees, after determination by the
state personnel director that the needs of the state
personnel system can be fully nmet by such limited
competition.

26—1-14., Temporary appointments — term —_ tenure. m
Pending the availability of an elijible list determined by
the state personnel director to be appropriate for a class,
the appointing authority, with the prior approval of tne
state personnel director, may fill a vacancy for a permanent

EXPLANATION

This is a reenactment of the present Sec-
tion 26-5-10 with two exceptions: (a) the
term Y"qualified employees"” is used rather
than "qualified certified employees”; and
(b) the determination is made by the Per-
sonnel Director, not the Board. The Com-
mittee sees no reason why all employees,
including employees not yet certified,
should not be entitled to take promotional
exams, including employees who are in pro-
bationary, conditional, provisional or
"trial service" status.

This section enumerates the provisions for
appointment of temporary employees. The
provisions parallel those in the current
Section 26-5-11 with the exception of (b)
described below.
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position by temporary appointment of a qualified, certified
eaployee in accordance with the promotional policy
established by the board. In the absence of such an
eligible employee, temporary appointments of gqualified
persons may be made from without the state personnel systea.
Such temporary appointments shall not exceed six wmonths in
length. If the vacancy 1is for a permanent positionmn, an
eligible list shall be established within the six-moath
period following the appointment.

{(2) Upon justification of the aprointing authority, the
state personnel director may also authorize temporary
appointments of persons from outside the state personnel
systenm to positions typically seasonal or nonpermanent in
nature, for a period not to exceed six months im any
tvelve—month periogd.

(3 Temporary appointees froa outside the state
personnel system shall have none of the protection of tenure
afforded by this article to certified employees.

{4) In case of emergency threatening the public health,
welfare, or safety, a temporary agppointment wmay be made
without prior approval of the state perscnnel director; but
such appointment may not continue without such approval for
more than fifteen days.

26-1-15, Employment lists - classifications -
appointments — probationary periods. (1) Ewmplcyment lists

for each class, in the order of their priority, shall be
departmental reeaployment lists, general reemployment lists,
promotional eligible lists, and eligitle lists.

{2) Departmental reemployment lists shall contain tae
nanes of certified employees in a given department laid off
for lack of work, lack of funds, or reorganization, arranged
in order of separation rights, as defined by rule of ‘the
board.

ANATION

This subsection regards the appointment of
people to non-permanent positions; the only
change from the present language is made at
the suggestion of the Attorney General and
The Personnel Board to avoid a possible
consitutional conflict. That change in-
volves substituting "twelve-month period"
for the present "calendar year" at the end
of the sentence.

This entire section -- 26-1-15(1). through
(6) -- is a reenactment of the present sec-
tion 26-5-12 with the following minor ex-
ceptions: (a) "reorganization" is added in
subsections (2) and ?3) as an additional
factor causing the establishment of depart-
mental and general reemployment lists; and
(b) the term "separation rights™ has been
substituted for "seniority rights".
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(3) General reeaployment lists shall contain the names
of all certified employees, rejardless of department, 1laid
off for 1lack of work, 1lack of funds, or reorganization,
arranged in order of separation rights, as defined by rule
of the board.

{(3) Eligible lists and promotional eligible lists shall
be created as provided in sections 26—1-12 and 26—1-13.

(5) The person to be appointed to any position under
the state personnel system shall be one of the three persons
ranking highest on the eligible lists for such position, or
such lesser nuaber as qualify, as determined froa
competitive tests of competence, subject to limitations set
forth in rules of the board applicable to multiple
appointments from any such list.

{6) The board shall establish probationary periods for
all persons 1initially appointed, but not to exceed twelve
months for any class or position. After satisfactory
completion of any such period, the person shall be certified
to such class or position within the state personnel systen,
but unsatisfactory performance shall be grounds for
dismissal by the appointing authority during such period
without right of appeal.

26~1-16. Standards__of performance _and conduct. Each
employee shall perform his duties and conduct himself in
accordance with generally accepted standards and with
specific standards prescribed by law, rule of the board, or
by any appointing authority.

26—1-17. Prohibited _activities of emrloyees. No
employee shall engage in any employment or activity which
creates a conflict of interest with his duties as a state
employee. The board shall promsulgate general rules on
incompatible activities, conflicts of interest, and
employaent outside the normal course of duties of state
enployees.

EXPLANATION

To the present language of 26-5-13, the
phrase "rule of the board" has been added
to allow the Personnel Board to promulgate
rules in this area.

This is a rewrite of the present Section
26-5-14 which requires the Board to promul-
gate "lists" of incompatible employment and
activities. These lists are not entirely
feasible, thus the new language merely re-
quires the Board to adopt general rules on
incompatible activities, conflict of in-
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26—1-18. Service and performance evalpations — system
and use. (1) The state personnel director shall provide a
system for the -evaluvation of employee performance and
conduct, and the service of each eaployee shall be
periodically evaluated under such systenm.

(2) The evaluation of service shall be used in the
panner prescribed by rule of the board as a factor in
compensation, promotions, demotions, removals, reduction of
force, and all other tramsactions in which considerations of
quality of service and conduct are properly a factor.

26—-1-19. Incentive_and recognition_glans. The state
personnel director shall develop and recommend to the board
plans for providing incentives and recognition for
commendable or unusual service.

board shall
of time for
be granted by

26-1-20, Leaves of absence. {1} The
prescribe by rule the conditions and length
vhich 1leaves of absence without ©fpay may
appointing authorities.

(2) Leaves of absence for Jjury duty or to fulfill
military duty may be granted with or without pay as provided
by applicable state law or rule of the board.

(3) The rules of the board shall provide fcr conditions
under which 1leave with full or part pay or without pay may
be granted for educational purposes deemed to benefit the
state as well as the employee, subject to authorization of
funds for the purpose by the general assembly.

Transfer of employees. Pmployees may be
positions in the same class or related
approval of the appointing

26—-1-21.
transferr=ed between
classes on request and with

ANATIO

terest and employment outside the normal
course of duties.

The single change made in this section
(which otherwise is a reenactment of 26-5-
15) occurs in subsection (2) with the ad-
dition of compensation as a factor of em-
ployment which will be affected by a
performance evaluation system. This addi-
tion reflects the Committee's desire to
implement a viable performance evaluation
system which will have impact on every
phase of state employment.

This general statement of intent is a re-
igactment of the present language of 26-5-

This entire section relating to leaves of
absence is a reenactment of the present
language of 26-5-17 with the omission of
subsection (4) which currently stipulates
that the Board shall by rule provide the
conditions of annual vacation and sick
leave subject to any authorization of the
amount of such leave made by the General
Assembly. This language is incorporated
in the new bill proposal as 26-1-4 (12)
found on page 60 of this report.

The second sentence is the only new lan-
guage of substance in this section, It
provides that when an employee is trans-
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authorities concerned. The gaining organizationm shall
assume all liability for the employee's leave accruals, and
the emnployee shall be credited with all leave accruals.

26-1-22. Opportunities for_ _training. The state
personnel director shall annually recommend to the governor
what opportunities for training of state eaployees should be
provided during the ensuing fiscal year, and such
opportunities need not be limited to training for specific
jobs but w@may include training for advancement and for
general fitmess for public service. The governor shall
include in his budget recommendations an amount designated

for training progranms.

26-1-23. Grievances — review. The board shall by rule
adopt a uniform grievance procedure to be used by all
principal departments and agencies for employees in the
state personnel systen, The grievance procedure shall
provide an orderly system of review for all grievances
except those arising under section 26-1-25. The decision of
the appointing authority shall be final but shall be subject
to advisory arbitration.

26-1-24.
employees are

Reduction of employees. (1) #When certified
separated from state service due to lack of
work, lack of funds, or reorganization, they shall be
separated or demoted according to quality of performance
within the <class and seniority within the total state
service, and such employees shall have retention rights
throughout the principal department frca «hich they were
separated.

{(2) Certified employees who are separated shall be
placed on departmental and general reemployment lists for a
period of not less than two years.

EXPLANATION

ferred to another organization within state
government his accrued leave is also trans-
ferred and is assumed by his new employer.

This rewrite of the present section on
training (26-5-19) specifies that (a) the
Personnel Director make an annual assess-
ment of training needs; and (b) the Gover-
nor in his annual budget provide for train-
ing programs. This language reflects the
Committee's desire to give training a high
priority in the new Personnel System.

This section is a reenactment of the pres-
ent 26-5-20,

The Committee's language specifies that
seniority be measured by total state ser-
vice in order to be consistent with the
Constitution and other provisions of the
law. ’

Statutory provisions on the method of com-
puting seniority in layoff situations are
inconsistent with the constitutional provi-
sion on computation of seniority in layoffs
where veterans are concerned. Under Arti-
cle XII, § 15 {3), of the Constitution, if
an employee eligible for veterans' points
is among the employees to be laid off, it
is clear that relative seniority of employ-
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26-1-25, Disciplinarcy pcoceedings —__hearings _—
procedure. (1) A person certified to any class or position

in the state personnel systea may be dismissed, suspended,
or otherwvwise disciplined by the appointing authority upon
written findings of failure to «ccaply with standards of
efficient service or competence, or for willful aisconduct,
willful failure or inability to perfora his duties, or final
conviction of a felony or any other offense which inveclves
moral turpitude, or written charges thereof may be filed by
any person with the appointing authority, which shall be
promptly determined.

(2) Any certified employee disciplined under subsection
(1) of this section shall be notified by the appointing
authority, by certified 1letter, no later than five days
following the effective date of the action, of the action
taken, the specific charges giving rise to such action, and
the employee's right of appeal to the board. A copy of
such notification shall also be sent to the board. Upon
failure of the aprointing authority to so notify the
employee, the employee shall be coampensated in full for the
five—day period and until proper notification is received.

(3) Within ten days after the recelipt of the
notification required by subsection (2) of this section, or
within such additional time as may be peraitted by the board
in unusual cases for good cause shown, the enployee may

ATIO

ees must be measured by total state service
(with the employee entitled to veterans'
points to also have counted, as part of
state service, the military service for
which the points were granted)., The con-
stitutional rule is also embodied in the
present 26-2-2, However, the present 26-5-
22 (1) provides that layoffs should be in
accordance with seniority "within the class
series".

An almost complete reenactment of the pres-
ent language of 26-5-23, this section deals
with disciplinary proceedings., The onl
changes occur in subsections (3) and (5{
and are described below.

Presently an employee is given ten days to
file a notice of appeal. New language is
added in this subsection giving, in the
judgment of the Board, leeway to allow
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petition the board for a hearing upom the action taken.
Upon receipt of such petition, the Dboard shall grant a
hearing to the employee. If the employee fails to petition
the board within ten days, or within such additional tiae
granted by the board, the action of the appointing authority
shall be final and not further reviewvable.

{4) At such hearing, the employee shall be entitled to
representation of his own choosing at his own expense. The
board shall cause a verbatim record of the proceedings to be
taken and shall maintain such record. At the conclusion of
such hearing, the board shall make public findings
affirming, modifying, or reversing the action of the
appointing authority, and the appointing authority shall
thereupon proamptly execute the findings of the board.

(5) In addition, the board shall grant a hearing, upon
request by the employee or his representative, to any
certified employee in the state perscnnel system who
protests any action taken which adversely affects the
emrloyee's pay, status, or tenure. A probationary employee
shall be entitled to all the same rights to a hearing as a
certified eamployee, except that he shall not have the right
to a hearing to review his disamissal for unsatisfactory
pecrformance while a probationary emfployee.

26-1-26, Resiﬁgation — procedure and effecte. (1) An
employee may resign by filing his reasons in writing with
the appointing authority.

(2) Qualified employees who have resigned in good
standing may be reinstated under conditions which the board
shall prescribe by rule.

{3) The board shall by rule prescribe the conditions
under which absence without leave will be construed to be an
automatic resignation.

EXPLANATION

extension for good cause shown.

The words "unsatisfactory performance" are
added to satisfy constitutional objectives.

Only subsection (2) has been altered in
this reenactment of 26-5-24, Subsection
(2) replaces the present 26-5-24 (2) which
provides that an employee who has resigned
in good standing may be reinstated within
one year after the date of his resignation.
Section 26-1-15 sets forth priorities for
use of employment or eligible lists but
fails to refer to reinstatement. A ques-
tion therefore existed as to whether an
appointing authority may reinstate a former
employee if there is an existing eligible
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26—-1-27. Employees! records - state _personnel
director's__duties. The state personnel director shall
maintain full records of the proceedings of the board, the
examination record of every candidate, and the employment
record of every employee. 1In addition, the state personnel
director shall establish and maintain a persoanel data
inventory of all employees in the personnel system, which
inventory shall contain such items as education, training,
skills, and other pertinent data. The state personnel
director shall make available such data to department heads
for the most efficient utilization of the state's @manpower.

26-1-28. Certification reguired before salary paid —
contracts for personal services. (1) No salary shall be
paid to any officer or employee of the state within the
state personnel system as provided by the constitution
unless the state personnel director shall have certified
that the employment is in accordamce with this article.

(2) Contracts for personal services for a term longer
than six months in duration shall be reviewed by the state
personnel director to determine whether such positions
should be brought into the state personnel systenm.

26-1-29. Appointing authority's salary liability. If
any appointment is willfully made contrary to the provisions
of this article, the appointing authority shall be
personally responsible for any salary liability iacurred.

26-1-30. Porm _of _records_ _and__rerorts. The state
personnel director shall prescribe the form c¢f records and
reports required to give effect to this chapter, and all

EXPLANATION

list, The bill provides that the Board be
authorized to determine, by rule, the cir-
cumstances under which a former employee
may be reinstated if there are existing
eligible lists.

This rewrite of the present 26-5-25 adds
language to implement a major Committee
recommendation: the establishment of a
personnel data inventory of all employees
in the system.

Subsection (1) of this section is a reenact-
ment of the present Section 26-5-26.

This new language stipulates that the Per-
sonnel Director review contracts of em-
ployment for six months or longer to fill
positions not presently in the system,

This a reenactment of the present Section
26-5-27,

This is a reenactment of the old language
of 26-5-28,
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appointing authorities shall maintain and submit the reports
and records required. '

26—-1-31. Subpoena _powers. The board, its hearing
officers, and the state personnel director in the
performance of their duties under this <chapter shall have
the power of subpoena over persons and records, and such
powers shall be enforceable by the courts.

26—1-32. Political _considerations __and prohibited
activities. Employees in the state personnel system shall
be selected without regard to political considerations;
shall not use any state facility or —resource or the
authority of any state office in support of any candidate;
and shall not campaign actively for any candidate on state

‘time or in any manner calculated to exert the influence of

state employment.

26-1-33. Subversive__acts _— di§qﬁalification. No
person shall be appointed to or retained in any position in
the state personnel systen vho advocates or knowingly

belongs to any organization that advocates the overthrow of
the government of the United States by force or violence,
with the specific intent of furthering the aims of such
organization.

26—1-34, . Moving and relocation exgense. {1) When an
enployee in the state persomnnel system is required by any
appointing authority, because of a change in assigonment,
promotion, or other reason related to his duties, to change
his place of residence, such eempleoyee shall receive his
actual and necessary moving and relocation expenses incurred
by him both before and after and by reason of such change of
rtesidence, subject to the provisions of this section.

{2) A change in residence is deemed to be required if
it is caused by a promotion offered by any appointing
authority, or if it is caused by a nonpromotional transfer

ANATION

This language adds hearing officers to the
list of persons having subpoena powers un-
der the authority contained in the present
Section 26-5-29,

This is a reenactment of the present Sec-
tion 26-5-31.

The current language of Section 26-5-32 on
disqualification of persons for subversive
activities may not be constitutional; other
language, similar to that adopted in Per-
sonnel Board rules, and enumerated in the
new section, should be proper.

This entire section is a reenactment of the
current Section 26-5-33 (1) - (10) without
change.
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mile for the second one hundred miles, and ten cents per
thousand pounds per mile for all miles over two hundred.

{(6) Mileage allowvance for one personal automobile will
be aunthorized and reimbursed at the current rate.

(7) Reimbursement will be allowed for rental of
trailers or trucks from commercial establishments for
movement of household effects and for charges ky ccomercial
establishments for towing of house trailers containing the
household effects of an employee. 1If such costs exceed one
hundred dollars, ¢the claim must be accoapanied by at least
tvo competitive bids and reimbursement will be made at the
rates proposed in the lowest bid.

(8) An employee may, at his opticn, pack and unpack his
o¥n household effects and move himself by rental trailer or
truck. The employee shall be compensated cne hundred fifty
dollars and reimbursed for the truck or trailer rental as
prescribed in this section.

{(9) The total reimbursement for any move shall not be
alloved in excess of four hundred fifty deollars.

(10) When an enmployee 1is required by any appointing
authority, because of a change in assiganment, promotion, or
other reason related to his duties, to change his place of
residence, such employee shall receive his per dien
allovance up to a maximum of thirty days for actual expenses
incurred vwhile 7locating a permanent residence at the new
location. He may exclude at his opticn interruptions caused
by sick leave, vacation, other authorized leave of absence,
or ordered travel. The rates of reimbursezment under this
section shall not exceed the rates fixed by executive order.

EXPLANATION
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26—1-36. Persons _brought into the state personnel
systen. (1) Whenever persons employed by the state of
Colorado, not within the state personnel system, are brought
into the state personnel system, such persons shall be
granted status in such system equivalent to their former
status and shall be credited with their fcrmer state service
for purposes of accumulated leave, Jleave earning rates,
longevity, and other benefit status afforded enaployees
within the state personnel systen.

(2) Whenever, by reason of constitutional amendment,
legislative enactment, executive order, or by action of an
executive department, functions qutside state government are
assumed by state government, persons performing sSuch
functions shall be granted status 1in the state personnel
system equivalent to that of the former positions and shall
be credited with years of service in their fcrmer positions
for purposes of accmmulated 1leave, leave earning rates,
longevity, and other benefit status afforded employees
within the state personnel systen.

{3) Whenever employces enter the state personnel systen
from political subdivisions of the state with merit systeas
similar to the state personnel system as a result of a
formal arrangement with that merit system, the board shall,
by rule, establish rates and conditions of accumulated leave

carry-over, leave earning rates, longevity, and other
benefit status afforded persons in the state personnel
systen. Such rates and conditions shall be such as to

fairly recognize such employees!'! prior employment apnd to
provide a recruitment incentive to those persons who might
benefit state governeent.

26—1-37. Persons_holding exempted frositions. (1) When
any employee holds a position immediately prior to July 1,
1971, as a member of the state parole toard, or in the
office of the governor or the lieutenant governqor, whose
functions are confined to such offices and whose duties are

EXPLANATION

The language of the present Section 26-5-
36 is reenacted in this section with a
single exception enumerated in subsection
(3) below.

New language is added in this subsection
to specify that any assumption by the per-
sonnel system of employees from another
merit system must result from formal ar-
rangements between the two systems,

This entire section is a reenactment of the
present Section 26-5-37.
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concerned only with the adainistration thereof, ‘which
position is by reason of amendment to the state constitution
made an exempt position on and after such iite, the eaployee
may elect to be arpointed to a position in the state
personnel system which is equivalent to any position which
he held wvith certified status prior to July 1, 1971. If
such position 1is occupied, the emgloyee may exercise
seniority over the incumbent, and if no such position
exists, the governor shall authorize and create such a
position, and the employee shall be certified to that
position.

. (2) When any person holds certified status in the
classified civil service as erxecutive director of a
principal department of state government, which position is
by reason of amendment to the state constituticn made an
exempt position, and who is not subsequently appointed to
the exempt position as executive director of the principal
department, the perscn shall by rule of the board be
certified to any position, or a position egquivalent thereto,
which he held with certified status in the classified civil
service., If such position 1is occupied, the person may
exercise seniority over the incuabent, and if no such
position or equivalent position exists, the governor shall
authorize and create such a position, and the person shall
be certified to that .position.

(3) This -section shall be repealed on the second
Tuesday of January, 1675,

26—-1-38. Effect of transfer _of powers, duties, and
functions. (1) The department of personnel to which powers,
duties, and functions of the civil service coammission are
transferred shall be the successor 1ia every way, with
respect to such powers, duties, and functions, subject to
the provisions of the state constitution. Every act
performed in the exercise of such powers, duties, and
functions by the department of personnel shall be deenmed to

This is a reenactment of the present Sec-
tion 26-5-38.
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have the same force and effect as if performed by the «civil
service commission prior to July 1, 1971, Whenever the
civil service commission is referred to or designated by any
lav, contract, insurance policy, bond, or c¢ther document,
such reference or designation shall be deemed to apply to
the state personnel board or tae state personnel director,
as the case may be, in which the T[fpowers, duties, and
functions of the civil service conmission are vested.

(2) Yo suit, action, or other proceeding, 3judicial or
administrative, lawfully commenced, Lty or against the civil
service commission, or by or against any officer or member
of the civil service coammission, in his official capacity or
in relation to the discharge of his official duties, shall
abate by this article. The court may allow the suit,
action, or other proceeding to be maintained by or against
the state personnel board or the state personnel director,
as the case may be, or any officer affected.

{3) No <criminal action commenced or which could have
been commenced by the state shall abate by the taking effect
of this article.

26—1-39, Hearings officers - duties — qualifications.
The board may authorize hearings officers to conduct
hearings on any matter wvithin the jurisdiction of the board,
upon such conditions and terms as the board may determine,
and subject to tke provisions of article 16, chapter 3,
C.B.S. T1963. Such hearinys ofiicers shall possess the
following qualifications: LL.B. or equivalent degree from
an accredited law school; admission to the btar of the state
of Colorado; and at least five years' experience as a
licensed attorney.

EXPLANATIO

This section is a reenactment of the current
Section 26-5-42,



-6L-

IEXL

ARTICLE 2
EMPLOYEES IN MILITARY SERVICE

26-2-1. Status while in_ military service. Whenever
any officer or eaployee of the state of Colorado in the
state personnel systeam under the provisions of section 13 of
article XII of the constitution of the state of Colorado,
and laws and rules and regulations pursuant thereto, shall
enter active military service with the armed forces of the
United States or other branch of service engaged in the
national defense, such officer or employee shall retain all
state personnel system rights and privileges and shall
retain such status in the state personnel system as held by
him at the time of entering the armed forces, with the
seniority and promotiomal rights and benefits fprovided for
in section 26-2-2.

26-2-2. Rights. M The rights, privileges, and
status retained by such of ficetr or enpployee shall
specifically include the right to reoccupy the place,
employment, or position held by him at the time of entering
the armed forces, upon the expiration of the period of
initial service, plas any period of additicnal service
imposed by law, and for one year thereafter; except that if
such officer or employee served in any branch of the armed
forces of the United States during any period and if he was
separated under honorable conditions, the period of such
service shall be considered as service in the personnel
system of the state of Colorado for the purposes of
seniority and for the purposes of promoticn from one pay
grade tc another as well as movement from cne step of the
pay plan to a higher step in the pay plan, and if the place,
emfrloyment, or class held by such officer or employee at the
time of entering the armed forces has been increased in pay
grade during the time of such service, such officer or
employee shall be entitled to reoccupy such place,
employment, or position at suca increased pay grade.

ATIO

This entire article is a reenactment, with-
out change, of the present provisions of
26-2-1.
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{2) Said rights, privileges, and status retained by
such officer or employee shall also specifically include the
right to remain wupon and hold his place upon any list or
lists of persons certified as eligible for appointment to
places, employment, or positions in the state personnel
systemr at the time of entering the armed forces, during such
period of initial service, plus any period of additiormal
service 1imposed by 1law, and for one year thereafter,
regardless of the expiration date of any such list or 1lists
of certified persons; except that if such officer or
ermployee shall not have acquired a certified state personnel
system status, but shall have been eaployed by the state of
Colorado for a period of ome year or less, such officer or
employee shall have the rigat to reoccupy the place,
employment, or position held by him at the time of entering
the armed forces upon the expiration of the inmitial period
of service, plus any period of additicnal service imposed by
law, and for one year thereafter with the right to hold said
place, employment, or position for the full term of his
probationary period from the date of his reoccupying the
same, or until an examination is held therefor and a person
is duly certified thereto.

26—2-3., Mo _compensation — rights of national _guard.
{1) The provisions of this article shall not be interpreted
as requiring the payment by the state of Colorado.or any of
its degpartments, agencies, or officers of the compensation
of any officer or employee during the period of service as
provided in this article or the period within which such
officer or employee retains his status after such. serwice.

(2) Any officer or employee of the state of Calorado,
who was a umember of the national gquard at the time of
entering into the armed forces of the United States, shall
receive his wusual and regular salary or compensation fron
the state in the year when he first entered the armed forces
for a period of time equivalent to the annual encampment
period, not exceeding fifteen days.

EXPLANATION
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ARTICLE 3
APPOINTMENTS AND OFFPICE HOURS

26-3-1., Office hours of state offices. (1) All
offices in the executive and judicial departments of the
state government shall be and remain open for business
daily, except on Saturdays, Sundays, and 1legal holidays,
from the hour of 8:30 a.m. until the hour cf 5:00 p.m.;
except that nothing 1in this section shall affect the
validity of any act performed by either of said departaments
before or after the hours specified in this section.

(2) Notwithstanding the provisicns of subsection (1) of
this section, when a «city or city and - county and the
suburban area within a ten-mile radius of the boundaries
thereof have a population 1in excess of fifty thousand
inhabitants, the offices of any executive departmeat of the
state governzent located therein may vary its business hours
frce those indicated 1in subsection (1) of this section
vhenever the executive director of the principal department,
vith the approval of the governor, determines that such
adjustment of hours will help alleviate peak traffic
conditions and provide a more even flow cf traffic for the
purpose of creating safer highway conditions.

(3) Written notice of the variance permitted under
subsection (2) of this section shall be given to the local
news media of such cities or cities and counties not less
than two weeks precediny the effective date of such
variance.

26-3-2. Appointment by outyoing officers _prohibited.
No state, county, or «city appointive office, the term of
which expires on or after the time fixed by 1law for tae
qualification of the officer or officers having the
authority to make such appointaent, shall be filled by the
outgoing appointing officer or officers.

EXPLANATION

This entire section is a reenactment of the
current language in 26-3-3.

No changes were made in this reenactment
of the language of the present Section
26-3-4,
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ARTICLE 4
RETIREMENT OF PERSONNEL

26—~U-1., Legislative declaration. It 1is hereby
declared to be the policy of this state to encourage able
and qualified persons to enter the state personnel systean
with a view toward acquiring the experience and 1in-service
training and demonstrating.  the increased capabilities and
responsibility necessary for progressive advancement. The
policy of this state is to hold out to employees, subject to
the provisions of the state constitution and to the rules
and procedures of the state personnel system, the hope and
expectation of being able to earn promotions in accordacnce
with their individual capabilities and performance, and
thereby the state seeks to encourage its more able employees
to make their careers in government service.

26-4-2, Establishment of procedure. In order to
encourage such careers, to attract the best new people and
ideas, to encourage reexamination of existing functions and
methods, and to enhance the tone, vitality, and efficiency
of state operations in the service of the public, the
general assembly in this article establishes a procedure
whereby employees who become superannuated may, without
hardship or prejudice, be replaced by other employees.

26-4-3. Preretirement education_and_ _counseling. The
state personnel director shall provide a continuous
preretirement education and counseling program for employees
in the state personnel system, which prograg 1is to be
carried out at strategic geographic locations throughoat the

state. All employees in the state personnel system may
participate on a voluntary basis; employees with
demonstrable depreciation shall be offered counseling on an
individual basis. Bach appointing authority shall be

responsible for 1implementing the preretirement program in
his organization, in cooperation with the state personnel
director.

EXPLANATION

This is a reenactment of the present lan-
guage of Section 26-4-1,

This is a reenactment of the present lan-
guage -of Section 26-6-2.

This provision is, in substance, a reenact-
ment of the present Section 26-6-3.
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26-4--4, Retirement. (1) On July 1, 1972, and on the
first day of each of the eleven calendar months thereafter,
employees under the state personnel system shall retire, or
be retired, therefroam upon attaining the age of sixty—seven
years, except that the board may, in 1its discretion,
postpone the retirement age in the case of any employee 1if
it deternmines that the state will benefit through continued
employment of*the individual. Such pcstponements shall not
extend nore than one year at a time, and nc more than two
rostponements shall be permitted.

(2) On July 1, 1973, and on the first day of each of
the eleven calendar months thereafter, emplcyees under the
state personnel system shall retire, or te retired,
therefrcm ufpon attaining the age of sixty-six years, except
that the board may, 1in 1its discretion, Ffostgone the
retirement age in the case of any employee if it determines
that the state will benefit through continued employmeant of
the individual. Such postponemrents shall not extend more
than one year at a time, and no more than twc frostponements
shall be permitted.

(3) on July 1, 1974, and on the first day of each
calendar month thereafter, eaployees under the state
personnel system shall retire, or be retired, therefrom upon
attaining the age of sixty-five years, except that the board
may, in 1its discretion, postpone the retirement age in the
case of any employee if it deteramines that the state will
benefit through continued employment of the individual.
Such postponements shall not extend more than one year at a
time, and no more than two postponements shall te permitted.

EXPLANATION

The Committee assumes that legislative pol-
icy is to encourage retirement of employees
at their normal retirement date. To fur-
ther this policy the present Section 26-6-7
which indicates that the Personnel Board
should affirmatively seek to find ways of
utilizing an employee's talents if he has
attained retirement age has been deleted.
In addition, various subsections of the
present 26-6-4 (26-4-4 in the bill) are
amended to provide that the Board "may" in-
stead of "shall" in its discretion postpone
retirement if the Board determines that the
state "will" instead of "may" benefit
through continued employment of the indi-
vidual.

Subsection (2) and (3) reflect the legisla?
ture's desire to lower the retirement age
for state employees in steps to age 65 by
1974,
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4) The appointing authority in the department
eaploying any person attaining retirement age, or any person
who is about to attain retirement age, may file with the
board a request for the retention of such person, stating
the 1length of time, up to omne year, for which such
department head desires such person's services to continue.
The board shall afford the employee an orportunity for a
hearing, and to appear and produce evidence, and shall
determine forthwith whether such person shall continue his
enployment.

26—-4-5, State_ personnel director — notice. Not less
than three months, nor more than six months, before an
employee attains retirement age, the state personnel
director shall notify such eamployee in writing, informing
him that inasmuch as he is approaching tasic retirement age,
his continued employment may be dependent ugpon a finding by
the board that his retirement should be postponed in order
to benefit the state. The notice shall also state that the
individoal is entitled to be heard by the board on the
question and that such a hearing will be arranged upon
receipt of his request prior to his retirement age. A copy
of such notice shall also be sent to the head of the
department employing such person.

26-4-6. Cooperation of public employees' _retirement
association. .The public employees' retirement association
shall cooperate with the state personnel director by
furnishing any requested information regarding the rights
and benefits to which any employee may be entitled.

SECTION 2. 3-1-4 (3), Colorado Bevised Statutes 1963
{1969 Supp.), is amended to read: '

3-1-4. Appointment of officers, _assistants, and
employees. (3) If, after appointments have btean made to any
principal department, the governor shall be of the opinion
that the appointed personnel of any such department is in

EXPLANATION

This is a reenactment of the present Sec-
tion 26-6-6.

This is a reenactment of the present Sec-
tion 26-6-11.

These changes are made so as to be consis-
tent with 26-1-15 (2) and (3).
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excess of its needs, the governor may require the &ismissad
SEPARATION of any of said appointees, if ten days prior
notice of the proposed action be given by the governor to
the head of any such department affected and opportunity
given to such head within said ten day period tc be heard as
to the necessity for the retention of all or any of said
appointees proposed to be disaissed SEPARATED. Aay

i i The decision of the governor
after such hearing shall be final and conclusive.

SECTION 3. Repeal. 3-1-4 (4), Colorado Revised

Statutes 1963, is repealed.

EXPLANATION

The repealed section reads as follows:

(4) Any persons dismissed pursuant to
the authority granted in subsections (2) or
(3) of this section, shall be returned to
the head of the civil service classified
list for such position or similar position
in the order of their respective standings
on any such classified list at the time of
their appointment. If the person so dis-
missed shall be a provisional appointee,
such person shall be given an opportunity
for an examination for qualification for the
position or class of position from which
such person has been dismissed, and shall
be placed upon the classified list after
such examination in accordance with the
grade attained and not otherwise.

Present language in 26-5-12 (2) and (3) (26-
1-15 (2) and (3) in the new bill) provides
that names of employees laid off shall be
placed on re-employment lists "in order of
seniority rights.” On the other hand, 3-l-
4 (4) provides that persons laid off shall
be returned to the "classified list" for
their position "in the order of their re-

-
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SECTION 4, Effective date. This act shall take effect

July 1, 1972.

SECTION Se Safety clause. The general assembly
hereby finds, determines, and declares that this act |is
necessary for the immediate preservation of the public

peace, health, and safety.

EXPLANATION

spective standings on any such classified
list at the time of their appointment.®
Arranging names in order of "standing" on
old eligible lists is not proper since all
employees would have necessarily stood
either one, two or three. Ranking employ-
ees on re-employment lists by former exam-
ination scores is administratively diffi-
cult and, as between employees who took
exams at different times, the exam scaores
would be misleading if there had been
changes in the form of the exam or the
method of scoring. Accordingly the Commit-
tee recommends repeal of 3-1-4 (4) so that
it will not be inconsistent with 26-1-15

(2) and (3).
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EXECUTIVE MANAGEMENT SERVICE, INC.
October 8, 1971

The Honorable John D. Fuhr

Chaiman

Colorado Interim Personnel Committee
State Capitol

Denver, Coloradc 80203

Dear Mr. Chaimman:

We are pleased to submit our report to the Committee on three aspects of person-
nel management in the State of Colorado. They are: the system for making
salary revisions and pay increases, the system for performance evaluation, and
training and career development.

Our study has included analysis of statutes, rules, reports, and forms. We

have interviewed members of the General Assembly, directors of departments,
professional staffs of the General Assembly and of departments, staff of the
Career Service Authority of the City and County of Denver and of the Mountain
States Employers' Council, and, in connection with training, both regional execu-
tives of the Federal govermment and professors of universities which provide
service to the State.

We are grateful for the complete cooperation we have received from everyone we

have contacted. I especially want to express my personal thanks to you, the

staff of the Office of the House Leadership, the Director of the Legislative

ggference Office, and the Research Director and liaison staff of the Legislative
uncil,

We submit this report with the hope that its recommendations, which we believe
to be constructive and practical, may contribute to the continuing reform of
Colorado management practices, in which the Interim Personnel Committee has a
significant role.

Sincerely yours,

% 2 A/%\

Mery#il J. Collett
President

e
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RECOMMENDATIONS

S e Gms e M e e IS G s G Ewee Gams e e

SALARY SYSTEM

Salaries and Position Responsibility

1. That, in order to assure itself of a sound basis for both comparing
salaries for eimilar duties and responsibilities externally with those in the
State service and maintaining equitable inter-class relationships based upon
levels of complexity and responsibility internally, and to make possible eval-
uations of employee performance based upon standards which are similar for work
of similar nature and responsibility throughout the service:

The classification of State employees be reviewed in their
entirety; and that the class specifications resulting from
this review describe clearly the differences in levels be-

tween classee in the same geries and in the nature of work
between series, based upon the duties performed.

(See p. 2 of Supporting Analysis)

2. That, to establish the range of pay for comparative work in induetry
or in other governmental jurisdictions, coneidering requirements not only for
recruitment but for retention of capable State employees:

'"Key classes', as specified in Section 26-1-2 (3), (4) and
(5), C.R.S. 1963, be interpreted to include classes at
supervisory and/or top levels of occupational series in
addition to entrance levels; and that 'key class" wage

comparisons be based upon individual claes rather than
group composite descriptions.

(See p. 4 of Supporting Analysis)
3. That, to guarantee the State's competitive ability to seek and retain
qualified employees in the employment market:

The annual survey of prevailing rates continue to serve
as the basis for determination of salary changes.

EXECUTIVE MANAGEMENT SERVICE, INC.
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The Survey Coverage

personnel system work in the Denver metropolitan area:

in the employment area implies coverage of firms which are quite as truly
competitors for workers in key State classes because of their specialized

operatione or of their relative importance in the employment area as by their

size:

Data Collection and Presentation

That, since less than 48% of the 18,000 State employees under the

The '"recruiting area for various key classes" (26-1-2 (4))

where State recruitment 1s a factor in the total employment

That, since the principle of prevailing rates for comparable work

be coneidered to include localities throughout the State

market.

(See p. 5 of Supporting Analyeis)

The survey sample include both large and emall firms falling
within this definition, at least until the facts have been
clearly establiehed in the minds of State officials whether
rate differences exist between size categories.

(See p. 8 of Supporting Analysis)

significant (in excess of 10% or, in terms of the present Basic Plan of Pay
Ranges, two levels of pay ranges) differencee in rates paid for the same 'key

claeses' in different reporting localities:

That, should comparative wage surveys indicate the existence of

(a) The data collected be reported for minimum, hiring, lst
Quartile, median, 3rd Quartile, and maximum rates for total

private employments covered as well &s by size grouping, by

local public jurisdictions, by other States, end by Federal

agencilee.

(b) The data be separately presented showing the total
for the State, the Denver region, and the regions so
identified; and that the State consider the establishment
of pay differentiale in such regions for all classes of
positions for which recruitment is made within the region
and in which employees are not subject to transfer by
their departments.

(See p. 10 of Supporting Analyeis)
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7.

ment and management is followed must carry pay ranges sufficient to attract
and retain qualified candidates in the area providing the largest and at the

game time competitive employment market:

8.

private industry and the State's fiscal year begins July l:

That, since classes of positions for which statewide employee recruit-

State-wide salary rates be based upon salary survey results
in the industrial and commercial center of the State.

That, since wage settlement dates extend throughout the year in

The State lessen the burden on private employers imposed by

a variety of public salary surveys and at the same time
ensure the consideration of salary data as nearly as pogsible
to the effective date of salary decisions by:

(a) Cooperative arrangements with the Career Service
Authority involving (1) addition of State key claeses to
the Authority's metropolitan area salary survey in July,
(2) agreement on firms and public agencies to be covered,
and (3) State contributions to assist the survey;

(b) Placing raw salary and fringe benefit data resulting
from the survey in the State's data bank for analysis in
August to indicate general trends for preliminary estimates
of an allowance needed for salary adjustments (see (e),
below) and decisions later on salary recommendations;

(c) Conducting in December a private salary study outside
the metropolitan area; and verifying in January, by telephone,
the rates collected in July for metropolitan firms;

(d) Holding a hearing on recommended revisions the first part
of January;

(e) Amending the statutory requirement for Director of
Personnel submission of salary determinations (26-1-2 (6))
by providing for such submission to the Governor on
February 1, an estimated 'Allowance for Salary Adjustments"
having been included earlier in the budget process and
gubmitted in the Governor's budget;

(f) Assuring that the Governor transmit to the Joint Budget
Committee, together with the Personnel Department salary
survey report, the actual appropriation for Salary Adjust-
ments by mid-February;

EXECUTIVE MANAGEMENT SERVICE, INC. ———
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9.

in the State and the provisions for submission of salary revision reports to
the Govermor and the Joint Budget Committee by the Director of Personnel, and
of the need for flexibility in State pay structure to meet changing levels

and characteristics of pay in private industry and in other governmments:

10,

confidence in the fairness and objectivity of the salary survey coverage and

the system used in collecting and tabulating data:

(g) Providing that the Joint Budget Committee include in the
Appropriation Act a single lump sum appropriation to the '
Department of Administration.

(See p. 8 of Supporting Analysis)

That, in view of the newly established personnel management structure

(a) The statutory requirement (26-1-2 (2) and (11) as
related thereto) for a fixed "basic plan of pay ranges"
be deleted and a substitute paragraph provided;

(b) The General Assembly re-assert the State's policy of
determining salaries based upon the prevailing pay for work
of comparable nature, and authorize the Director of Personnel
to revise the basic salary grid when in his opinion State
management requiremente or the annual salary survey indicates
this to be desirable;

(c) The Director of Personnel limit the number of steps
within a salary range for classes of positions involving
highly standardized methods of operation for which growth
factor is limited, such as trades eeries, and extend the
effective applicable salaries for teaching and similar
classes to two ranges for teaching and other classes in
which the only other salary recognition for superior per=-
formance involves "promotion' into administrative workj

(d) The Director of Personnel coneider, as the annual
survey demonstratee a prevalling practice to exist in
industry and in other States, the formulation and recom-
mendation of State policies on pay for shift differentials,
holiday and Sundays, and hazardous (safety or health)
working dition

See p. ‘l‘.i of Supporting Analysis)

That, in order to minimize distrust among employees and establish

All phases of this collection and tabulation process be dis-
cussed in advance with both the State's management and
employee representatives.
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PERFORMANCE EVALUATION

Responsibilities and Staffing

1. That, in determining upon a system of performance evaluation:

Top State officials commit themselves to provide the
support, personal review, and basic training and
evaluation without which no performance evaluation
system is worth the time and money involved.

2. That, in giving recognition to the fundamental management aspect
of performance evaluation:

Chapter 5, Article 3 of the Rules and Regulations be revised
to give the Personnel Director authority and responsibility
for establishing a State-wide and uniform system of perform—
ance evaluation, for ensuring that evaluation of employee
performance is regarded as a significant exercise of supervisory
responsibility at all levels, and for administering the system
as uniformly as is possible.
(See p. 16 of Supporting Analysis)

3. That, in making decisions on employee performance:
Supervisors be considered as exercising the same essential
management right they exercise in selecting employees to fill
vacancies.
(See p.15,170f Supporting Analysis)

4, That, in carrying out their basic responsibility for the adminis-

tration of performance evaluations:

Department heads clearly establish organizational units for which
raters and reviewing officers are responsible at each level, as
dictated by the structure and operations of their departments,
and name the raters and reviewing officers; and that they notify
the Director of Personnel of these designations.
(See p. 16 of Supporting Analysis)

5. That, in order that the Personnel Director may carry out the recom-

mended responsibilities for establishing and overseeing the implementation of
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a gsystem of performance evaluation by management and supervisory personnel on

a State-wide basis:

He be provided funds to appoint a broad gauge, management-back-
ground, professional as division head, a technician, and two
supporting clerical/stenographic staff.

The System
6. That, in order to reach management agreement as to essential tasks
in each class, and to formulate draft specifics as to levels of performance:

The Director of Personnel, meeting with departmental person-
nel officers and through them maintaining liaison with the
line officials involved, use a task group approach for the
several occupational services to develop, prior to management-
employee representative conferences, draft "standards of per-
formance" called for in C.R.S. 26-1-2 or the "standards of
efficient service" referred to in the recent constitutional
amendment (paragraph 8).

(See p. 20 of Supporting Analysis)

7. That, in order to increase employee confidence in the system estab-

lished to measure their performance:

State employees, through their designated organizational
representative, prepare draft "standards of performance"
for discussion at employee-management conferences at which
agreements are reached in tasks to be evaluated and the
standard of performance for evaluation purposes.

(See p. 20 of Supporting Analysis)
8. That, in recording the supervisor's evaluation of the extent to which
an employee has achieved the standard of performance, his strong and weak
points in present job performance, and his growth potential:

The performance evaluation form prescribed by the Director

of Personnel be the only official form to record supervisory
decisions and evidence of discussions with employees, and

that 1f departments desire a supplemental form to record addi-
tional determinations, use of such forms be subject to approval
by the Director of Personnel and, if approved, become a part of
the official record of employee performance evaluation.

(See p. 18 of Supporting Analysis)
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9. That, in order to secure a supplementary and comprehensive review by
rating officers of the performance of all of their employees as of a given date
when budgetary considerations are not involved, and to provide department

directors and the Personnel Director with a reference against which promotions,

anniversary date performance ratings, and reductions-in-force may be checked:

In July, each rating officer prepare a list of his employees
and by class title, indicate those he considers outstanding,
exceeding the average, average, and below average; and that
he submit the list through administrative channels to the
Personnel Director.

Salary Step Increases

10. That, in order to provide incentive for an improved public service
recognition for employees whose performances especially contribute to that

improved service:

The provisions of C.R.S. 1963, 26-1-2 (9) be deleted and a
substitute paragraph provide for granting salary step in-
creases for performance.

On completion of his first year of service, or of such
probationary working test as is involved, an employee should
receive an increase to the next step in the salary range,
Thereafter, increases to the mid-point of the range should

be dependent upon performance at the standard established for
the class, and to succeeding steps only upon demonstrating a
performance which exceeds the standard in several important
areas or as an outstanding employee, or as a ''stability
increase'" in recognition of an employee's contribution to the
stability of the service and his performance for each full
five years of service in the class at a level evaluated as
meeting the standard for the class in which he is working.

Department heads should make, directly or through delegation,
the determination of employees to receive etep increases.
These decisions should be subject only to a limitation for
this purpose based upon a percentage of the department budget
allocated to personal service.

In addition, department heads should have authority to grant
official recognition for outstanding performance in the form

of cash bonuses not exceeding 104 of an employee's annual
salary. This recognition should be subject only to a limita-
tion for this purpose based upon a percentage of the department
budget allocated to personal service,

The department percentage of personal service funds to be avail-
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able for step increases and cash bonuses should be 2% and
1/2%, respectively. These amounts should be included within
the sums appropriated to each department.

TRAINING AND CAREER DEVELOPMENT

Training and Program Effectiveness

1. That, before becoming locked in to discussions of individual
supervisor or employee needs, kind and intensity of effort, responsibility
for planning or implementing, or costs and results of training:

State executives recognize that effective delivery of State
services depends in large part upon how fast and how well
managers, supervisors, and employees learn what they are ex-
pected to do and why, at their respective levels in the State
service.

2. That, when planning programs, scheduling work, estimating require-
ments, revising methods, or securing new equipment:

Executives and managers congider as fundamental to effective
operations the "on board" capability of staff to perform at

the level required by the time required.

Central Program Responsibility

3. That, though department directors are essentially responsible for
developing and maintaining the efficiency of operations, and therefore of
training staff in the specific programs, technologies, and processes involved:

The Governor focus in the Personnel Director responsibility for:

(a) Defining for his approval the scope of training to be pro-
vided by the State;

(b) Recommending the best way--techniques and procedures--to
implement training objectives;

(¢) Serving as a '"clearing house" on training programs and
sources, whether within or outside the State service;

EIXECUTIVE MANAGEMENT SERYICE, INC.
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4.

(d) Evaluating training and management development programs
within departments, or developed at their request, in order

to ensure avoidance of duplication and to balance cost against
results in job performance;

(e) Planning and arranging for training and management develop-
ment of supervisors, managers and executives on a service-wide
basis through planned career assignments and structured train-
ing programs especially tailored to the laws, organization, and
processes of the Colorado State service; and

(f) Formulating for the Governor's approval guidelines and
standards for employee participation in educational training
which will improve their performance in carrying out State
programs.

(See p. 26 of Supporting Analysis)

That, in order to acknowledge acceptance of this responsibility

and to indicate clearly the objectives of State training efforts:

The Rules and Regulations contain both a statement of
authority to be exercised by the Personnel Director and a
limitation of the broad training authorization granted under
C.R.5. 1963 26-5-19.

(See p. 29 of Supporting Analysis)

Operating Method and Staffing

5.

That, to ensure coordination between departments of the State

government:

6.

The Personnel Department review and approve arrangements with
colleges and universities within the State for structured
training in State departments before contracte are entered into.
(See p. 28 of Supporting Analysis)

That, rather than attempting to formulate and conduct centrally

planned and administered training with its own staff:

The Personnel Department have it developed and run through
existing resources (expertise in the departments, colleges,
and universities, Denver Federal Regional Training Center,
jointly with the City and County of Denver), utilizing locally
available consultants for specific programs.

-103-
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7. That, in presenting supervisory, management, or other centrally-

sponsored structured tralning programs:

The Personnel Department employ the "buy back' principle,
similar to that of the Training Bureau of the U. S. Civil
Service Commission, in which departments are charged per
participant costs on a cost-recovery basis to the Commission.

8. That, in order that the Personnel Director may carry out the
recommended responsibilities for planning, arranging for, and coordinating,
and evaluating training and career development on a State-wide basis:

He be provided funds to appoint a broad-gauge management-
oriented professional as division head, a technician, and two

supporting clerical/stenographic staff.
(See p. 33 of Supporting Analysis)

EEﬁgested Programs

9. That, in order to correct a present critical management situatiom,

exemplified by such statements as: ''there is only one level of management
in the department--the top'", "we need supervisory and management training so
supervisors and managers will get results from their units", and '"supervisors
do not feel they supervise; they see themselves as technical doers, not part
of management":

The Personnel Director initiate training programs as follows:

(a) a department director workshop program of identifying

management elements affecting programs which are failing to

meet goals, schedules, cost limitations, or public require-
ments of service;

(b) a similar program for division and section heads speci-
fically relating budget, personnel, planning, purchasing, and
systems elements of management to unsolved program problems; and
identifying desirable delegations to first line supervisors; and

(c) a program for first line supervisors providing
(1) instruction in critical management functioms such

as performance evaluation; the creation and classifi-
cation of positions in relation to basic organization

EXECUTIVE MANAGEMENT BERVICE, INC.
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principles, system considerations, and employee morale;
handling grievances and discipline; time and leave
approvals, control, and reporting, etc.; and

(2) preparation of a simple but clear Statewide manual
getting forth the pragmatic guides and referencee needed
by supervisors in dealing with individual cases,

10. That, since many employees and executives enter the State service
from private firms or from other public jurisdictions which have different
goals, functions, structures, rules, and practices:

The Department of Personnel arrange for appropriate Service-wide
orientation training and reference information geared to the

needs of employees and of supervisory staff, and ensure that de-
partments provide orientation appropriate to their own programs.

1ll. That, in serving as the Governor's principle staff arm in stimu-
lating Career management development:

(a) The Personnel Department, utilizing a data bank personnel
inventory, jointly with other departments, identify key manage-
ment and other administrative jobs which will become vacant end
can be filled by tranasfer or promotion rather than appointment
from outside and initiate identification of ‘potentiale" for

the scheduling and developing of appropriate career ladder
promotional examinations and supplementary training, as necessary,
in order that vacancies at middle management levels can be filled
as an assured part of an employee's career development; and

(b) The Pereonnel Department, cooperatively with the Department
of Administration, evaluate the number and nature of positions
which will be vacant at manager levels and can be filled by
across-department promotions; create a '"trainee' class or
classes of sufficient number of positions to ensure appointment
of persons in the class positions two steps up the promotion
ladder within a minimum-maximum time plan; examine for the class;
and certify names to the Department of Administration, which will
in turn assign, direct, and evaluate the management cadre during
the "trainee" period, after which members will assume the poei-
tions for which they have received this exposure to on-the-job
preparation and instruction under a Department of Administration
supervisor. This supervisor would be either in systems analysis
or in the work of an Administrative Officer, depending upon
expressed department need regarding these programs.

(See p. 30 of Supporting Analysis)
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SYSTEM FOR SALARY DETERMINATIONS

The study has focused on answering one fundamental question:

What is needed to bring the State system for making salary
determinations into line with the new structure and con-
cepts of personnel management, approved in a Comstitutional
amendment and implemented by statute?

We have recognized that some present practices are the result of opera-
ting policies of the previous administrative Civil Service Commission. Others
may have resulted from a mutual distrust between legislators and executives and
professional staff of an agency independent from them yet empowered to fix a
salary level for and fill a vacancy in any given positicn.

This is now changed. The chief personnel administrator of the State
service is appointed by and accountable to the Chief Executive. He directs
the activities of a staff department which serves the Governor and the program
departments, as it also ensures the public that merit will govern decisions
involving opportunities for appointment of individuals to the service and their
changes in status thereafter. This fundamental change in organizational comn=-
cept permits recommendations in the field of salary administration without fear
of subsequent embarrassment to the Governor or Ceneral Assembly from possible
maverick actions of an independent and administrative civil service commission.

The results of our analysis are set forth under the following headings:
salaries and position comparability, the survey coverage, data collection and
presentation, and participation. As a general statement, from after selection
of the survey sample and determination and description of key classes until datﬂ
are finally ready for interpretation and application to wage setting, we found
no reason to question that '"valid statietical techniques' are not being employed

as required by law.
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Salaries and Position Comparability

1. Internal: Unexpectedly, an early and unavoidable conclusion was that
the classification plan upon which State salaries are based ralses questions
as to whether actual position allocations can reflect differences in level
based upon complexity and responsibility of work performed, and therefore
whether results of data for 'key classes'" can in fact be applied equitably and
accurately to reflect true inter-class relationships in the service,

Possibly because ofk;he'pzevioue "certification of one" rule, poasibly
because of a woefully inadequate number (3) of central professionel positions,
including divieion direction, expected to maintain effectively a current class-
ification plan for 18,000 positions, a situation has resulted which one depart-
ment director indicated as follows: '"It is becoming more and more obvious that
solutions to problems which concern the Interim Personnel Committee cannot be
fully effective until the problem of an unwieldy and inefficient classification
system is first solved."

"Unwieldy and inefficient" is a proper designation for a system for
18,000 positions which has over 1300 classes. Possibly some of these classes
represent. the "synthetic'" promotions referred to by a department director, or
to requeste for new classes based upon reviews of '"special requirements"
postulated by departments to 'get around" minimum pay levels. This may account
for the unusually high reclassification actions (about 3500) reported during
the year. Related to this proliferntion of new claesses has been the ‘fairly
common'' practice of authorizing new employment at a salary rate above the min-
imum entrance level which, in theory, is done only when recruitment efforts
fail and subsequent investigation shows the State level is '"out of line' with

salaries paid by competitive firms or other governmental juriedictions. Of
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significance is the fact that when such employment above the minimum is author-
ized, salaries of all persons allocated to the class are revised accordingly.

"Unwieldy and inefficient!” is a classification system with two dis=-
tinctly different sets of specifications defining the differences between
clagses. One set established in 1959 and still representing about two-thirds
of all specifications in being, contains three headings with descriptive para=~
graphs too general to distinguish between any but the most obvious of classes.
The other set has as many as ten headings, with emphasis under these headings
on detailed listings of tasks, of knowledges, skills, and abilities, and of
qualifications.

"nwieldy and inefficient'" applies to a plan which may establish as many
as nine or eleven separate levels of responsibility and complexity above the
professional level, and then base distinguishing differences between them
largely upon experience or training requirements.

A review of the entire classification plan should result in reducing the
number of classes to between 800 and 900. After the revision it is essential,
for effective classification control, to add six new professional positions to
perform the classification function at the level of the Personnel Department
Classification Division. Possibly some of these could be supplied from among
the Personnel Department's generalist positions, on the administrative decision
that classification requests involving reclassifications upward or new classes
would be analyzed by the central classification staff. As in other phases of
management, it is a truism that decentralization results in added coste.

2. Extefnal: All State positions are grouped into twenty '‘relationship"
series (PAT, FS, Eng., Med., and so on), each of which includes several occupa-

tional series,
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In practice this means that though one key class ie roughly equivalent
to each of the "relationship' series, the wide differences in the occupations
contained in some of these '"relationship' series (such as the occupations in
the PAT series) and the changing nature of salaries in some of these occupa-
tions so critical to Colorado State management that it is highly questionable
whether data for a single entrance level key class can serve as a true indica-
tion of competitive pay for internally determined class inter-relationships.
Although data were collected this year for 28 key classes, some ''relationship”
series do not have key classes, the difference in this year's number and the
18 or so last year being accounted for by an expansion of last year's key class
of building trades mechanic into the specific classes of carpenter, plumber,
janitor, and so on.

In several '"relationship" eeries few if any industry counterparts exist.
In such series salaries are fixed by administratively determining relationships
to other series through "indicator classes" and reference to other surveys or
information involving Statee which are recruitment sources.

In order to provide cleaner cut, more accurate, comparisons with salaries
of competitive positions for management decisiones regarding Colorado State
salaries, several changes should be made.

Simple, conciee definitions of each key class should be prepared, and
key classes should include the present indicator claseses.

The key class, as now used, fixes a single point at an entrance leavel,
from which a second point at a minimum level is reached sutomatically by admin-

istrative extrapolation. It would be more satisfactory if each key occupation

for wage determination purposes were representad by a key class at hiring

level, first full supervisory level, and possibly top level. Data for these
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classes would provide management information of value in fixing salaries at
higher levels in an occupational series with full information ae to the com-
petitive rates necessary to retain employees who have worked in the State for
several years. The full range of key classes should be directly compared not
only with firms and public jurisdictions in Colorado but with the rest of the
Western States and with nation-wide State information for those key classes

for which Colorado is recruiting nationally.

The Survey Coverage

l. Geographic: Section 26-1-2 of the Colorado Revised Statutes 1963,
requires the Director of Personnel to "annually review the salaries being paid
by a fair sample of pﬁblic and private employment'" in what the Department
"finds to be the recruiting area for various key classes'" and to assign such
classes to pay ranges taking into account the prevailing rates found to exist.

The recruiting area, for purposes of the current (September) salary
survey, was the Denver metropolitan area for most classes.

| A close look has to be teken at the geographic distribution, and partic-
ularly '"outstate' concentratione, of permanent positions under the Personnel
System. Of the roughly 18,000 jobs, only 8,520 (47.2%) are located in the
Denver metropolitan area. Of the more than half (9,512) outside the area,
major concentrations exist in Pueblo-Ceanon City (3,019), Fort Collins-Loveland
(1,993), Greeley-Longmont (986), Grand Junction (829), and Alamcsa-Monte Vista
(435). Smaller concentrations also exist in other areas, ranging from 86 to
381 jobs. (See Colorado map, following, for geographic distribution of State
employees,)

As business, industry, and employment grows in these 'outstate'' areas,

the number of State employees will tend to increase there also. As a result,
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the question of what the rates of pay are, and the factors affecting those
rates, in the 'outstate" areas will become more and more important. Ase an

estimate sample, we studied the Annual Manpower Planning Report, Fiscal Year

1972 for concentrations of State and private employment in four areas outside
of the Denver metropolitan area., The results were as follows:

- In Greeley-Longmont (Weld-Boulder Counties, State employment

is 3.1% of total non-agricultural employment.

- In Fort Collins-Loveland (Larimer County) it is 6.3%.

- In Grand Junction (Mesa County) it is 4.7%.

-~ In Pueblo-Canon City (Pueblo-Fremont Counties) it is 8%.

Educational institutions in Weld and Larimer Counties affect those per-
centages heavily, and the Pueblo-Canon City percentage is affected to some
extent by comparing aree State employment with only total non-agricultural
employment in Pueblo County.

Considering these data -- that is, the 1971 Colorado Industrial Capabilitﬂ
Register listings by county and the information in the Annual Manpower Planning

Report, there is little doubt that not only doee private employment in numbers

valtd for comparisons exist in '"outstate' areas but that State employments, and

therefore recruiting requirements, exist there. Until these areas are covered

with the same attention to validity as now governs the data collection in the

Denver metropolitan area, all pertiment facts concerning state-wide prevailing

rates are not available for wage determinations. For example, referring to

U. 8. Bureau of Labor Statistics reports, we noted that wages reported for four
classes of work in Colorado Springs in November 1970, were consistently lower
than those reported in Denver in December 1970; but that those reported in
Pueblo in February 1971 were consistently higher than Colorado Springs, and
both above and below those in Denver.

The Director of Personnel should include area data when submitting his
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report of salary determinations to the Governor and the State Budget Committee.

He should include his judgment concerning their relation to State employment

needs and management practices.

2. The Survey Sample: The sample of 27 firms having 74,000 employees

(or 15% of the non-agricultural work force) in the Denver metropolitan area

may be adequate if it is truly representative., We do not believe this is so,

except in terms of size of the sample.

Lack of knowledge about rates paid by smaller specialized firms, research,
engineering, or scientific firms, or other firms which specialize in work for
which State key classes represent scarce employment supply is a lack of informad

tion about a representative portion of the private economy. To avoid them

because their statistical impact may be negligible when included as a part of

all private employments covered denies the importance of menagement knowing

representative salary characteristice before making salary determinations.

Especially is this important in comparing metropolitan Denver and ''outstate
inter-area returns. Surely it would be fallacious to rule out smaller firms,
for example, on the grounds that they tend to assign a broader array of tasks
to an employee in a given class and therefore could not be compared with State
employment. Many organizational sections in the State service, and some Depart+
ments, are little, if any, larger than "smaller" firms. In turn, few State

agencies are as large as the individual Federal agencies which now comprise

the sample.

Date Collection and Presentation

1. Timing. To assure maximum validity of wage data, they should be
collected as close to the date they are made effective as possible, If wage

eettlements were made, in general, during a narrow period of time in industry
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each year, this period would be significant for State timing; but it is our
understanding that settlements are made throughout the year., The real limita-
tion is, of course, the appropriation process in relation to adjournment of
the General Assembly.

The recommended time schedule involves ''last reasonable' dates for the
appropriation process which were cleared with professional staff of the Joint
Budget Committee, the Executive Budget Office, and leaders in both executive

and legislative branches. This timing makes it possible to delay final wage

data verification until January, a compression from the present September data

collection schedule,

Thie change can only be made, in view of the concurrent recommendation
that wage data be collected in '"outstate' areas, if cooperative arrangemente
are resumed with the Career Service Authority of the City and County of Denver.
The two systems of data collection are virtually the same, having the same
source. The firms in the State's survey and the State key classes could, where
different, be added to the Career Service Authority list, and two State pro-
fessionals assigned to participate in the July data collection by the Authority.
Raw data, including fringe benefits, could be then separately fed into the
computers of the two agencies. Each would tabulate and analyze on the base of

such difference in technical processing as may exist. In addition, the

Personnel Department could assist the Executive Budget Office by giving an

informal August estimste of ealary trends, which would permit the Executive

Budget Office to estimate an '"Allowance for Salary Adjustments" for inclusion

in the Governor's budget,

An important by-product: firms in the metropolitan Denver area need only

be contacted for one salary survey by the Personnel Department and the Career
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Service Authority, and need work only with one list of key classes.

2. Data Treatment: Traditionally the controlling bench marks determin-

ing the minima and maxima for the classes included in the State salary survey
have been the lst Quartile, Median, and 3rd Quartile of the array of reported
cases, However, policies of private and other public employers differ widely,
and the distribution of salaries within any one class may not easily be adapted
to a relatively rigid step salary plan, such as that of the State service.

Data received may show substantial deviation from a previous year on one
quartile and little if any on the other two. Occasionally an upward change isa
reported in one quartile and a decrease in another of these three reference

points. Consequently, the State has a long standing policy that the salary

renge will be used in comparison purposes for which two of the three quartile

measures are the closest.

It is our belief that the use of the imter-quartile range, in itself,

cannot be considered to meet the range of 'comparability". It is common survey

practice to eliminate extreme cases on either end of the spectrum as being non-
representative if, in fact, inquiry discloses that they are based on atypical
policies ('"we're a small law firm; we give her a five percent increase each
year, without ceiling'") or the result of an error in sampling. However, the
elimination of one-half of the total reported cases (the one-fourth below the
lst quartile and the one-quarter above the 3rd quartile) from amnalysis appears
excessive.

It may result in establishing an entrance rate too low or too high; it
ensures that the maximum rate is always lower than that paid a very substantial
number of employees working for other employers. This factor has been recog-

nized in the trade claeses, where the actual range has been shortened by setting
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the entrance rate at the 3rd step in the range. In this extreme case, how can
we achieve "comparability' between a salary range of six or seven steps for a
class of work which traditionally, in private employment, has a single or at
most two rates? A

One readily available additional reference point in establishing the

minimum rate for the class is the most usually used '"hiring'" rate. This

information is secured in the State survey, but it is not utilized in final
calculations. It might be a better indicator of what the public entrance
salary level should be than the lst quartile, Granted that the lst quartile
1s a significant measuring point; so is the hiring point. So are the reported

minimum and maximum rates. The technician preparing pay recommendations

cannot afford to ignore any of these measuring devices, and all of these

reference points should be available to officials making salary decisions.

As an example of a summary salary survey presented in tabular rather than
graphic form and including the hiring rate is as follows:

Present Median Recommended

Class Range Min Hiring* Ql Q2 Q3 Max Range

A 130-150 125 140 133 152 “L/SEE0 145-180

*The median hiring rate is suggested rather than the inter-quartile

range of hiring ratee since the number of cases reported is likely

to be relatively small and the median a more reliable indicator,

but either measure can be used,

The tabular form also lends itself to recording separately: (a) the
private survey summary, including separate lines for the analysis of rates by
smaller and larger employers, and by geographic areas; (b) the survey of
other local jurisdictions in Colorado; (c) the survey of other States; and

(d) the Federal comparison. These may be listed, using separate lines, under

each key class title, with each source of data properly identified.
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It may be said that the professional using such tabular presentation

will prepare recommendatione for the key clasees based upon personal judgments,-

This is what he should do rather than be held to inflexible statistical bench

marks, In fact, that is what he now does for those 97% of the classes which

are not designated as key classes, and for which he analyzes levels relation-

ships in setting relative pay rates,

3. The Plan of Salary Ranges: With the Personnel Director a part of the

Governor's cabinet, and with his salary determinations being submitted by
report to the Joint Budget Committee where they are given substance through

appropristion action, continuing to fix the '"Basic Plan of Salary Ranges" in

statutes appears to be highly rigid and undesirable.

The Personnel Director should be responsible for maintaining the basic
pay grid or revising it as called for by the needs of the service. For example,]
he should also be able ﬁo consider the traditions and requirements of certain
established occupations (for example, trades) by reducing to not more than
three steps the range of their salaries within the salary grade to which their
class is assigned. He should be able to provide an end-to-end (double) range
as an incentive to good teachers who wish to remain in the classroom (and make
their maximum contribution there), but who now have no other recourse than to
accept ''promotions'" to administrative positions in order to get salary recogni-
tion. He should be able to drop or add salary grades, or to reduce or add steps

in a grade, if the salary survey or administrative experience convinces him that|
improved administration will result.

Participation

If the proceass of salary adminlstration is to be a positive force in

management improvement and call for a 'plus effort' by supervisors and employees
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they must participate in it. At present, inter-class relationships are nego-
tiated with employee representatives the first week of September, before the
salary survey, and later after salaries are recommended. We suggest that both
management and C.A.P.E, be invited to participate in the selection of key
classes and the firms which will constitute the salary survey, and a hearing
process be limited to when it has meaning -- after all the data are tabulated
and analyzed and after salary revisions based upon that evaluation have been

recommended.
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PERFORMANCE EVALUATION

The Constitution and Colorado Revised Statutes contain ample authorities
for development of a scund performance evaluation system. In fact, references
abound, as follows: ''standards of efficient service' (Paragraph 8 of the
Constitutional Amendment relating to Personnel), 'standards of performance"
(26-1-2 (9) C.R.S. 1963), "standards of performance and conduct" (26-5-13 and
26-5-15 C.R.S. 1963), 'quality of performance within the class series"
(26-5-22 C.R.S. 1963), and ''standards of efficient service or competence"

(26-5-23 C.R.S. 1963).

Current Status

Performance evaluation, as a system which can be used objectively and

uniformly -- a requirement for a ''standard'" -- throughout the State service in

vital decisions affecting both the status of employees and the effectiveness

and quality of service to the public, does not now exist in reality.

A total of twenty different plans have been identified, and the possi-
bility exists that others may have escaped notice during the survey. To the
extent it could be determined, there was no technical review of the various
department performance evaluation plans. Nor was there any statewide training
of supervisors in the use of performance evaluation, not surprising since the
forms used and purposes sought differ with each department. What little train-
ing exists is incidental to technical training programs developed by the
departments.

The frustration and exasperation felt by the General Assembly, as it was

exposed to the situation, resulted in passage of Section 26-1-2 (9) C.R.S.1963,
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In effect this granted automatic step increases in salary to employees unless
they were so unsatisfactory as to be fired. Legislative desire for change is
now clear.

The attitude of employees can be indicated by response to a query con-
cerning the special '"promotability" evaluations. It was alleged that super-
visors sometimes make extraordinarily high or low evaluations, at variance
with their previous formal evaluations, in an attempt to give specific employee%
an advantage in the examination process. The existence of this practice was
confirmed by staff in the Personnel Department.

Employees representatives ask why a regular performance evaluation cannot
be used in the promotional process. This is a fair question. It admits of

only one answer: 1if employees are to be evaluated against a standard of per=

formance, as clearly intended by the Constitution and the statutes, such an

evaluation should relate to all the actions resulting from the exercise of

supervisory judgment. To do this requires a system so constructed and admin-

istered that it discriminates fairly and properly between the performance of

personnel being evaluated.

Assignment of Responsibility

1. The Supervisor: A most important aspect of management is to deter-

mine who is expected to carry, at the lower levels of the organization, respon-
sibility for those tasks commonly included with "supervision'. Nothing can be
more shattering to staff with supervisory titles or responsibilities than to
find they have nct been delegated authority accordingly.

It is a supervisor's responsibility to define objectives, determine
specific tasks to be performed, schedule the work, and deploy the personnel

available to him for the most effective performance of his unit. It then
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follows that he must evaluate the performance of such personnel. Just as the
process of supervision is a continuing one, so must be the process of evalu--
ating performance.

The department director must determine who are his first line eupervisora+
hie initial evaluators of performance. He must make clear to them, by the
reviews given their own work, that evaluation is a constant process. He must
secure adequate training for them to evaluate objectively and with good judg-.
ment.

2. The Department Director: As implied above, the actual value to be

derived from any performance evaluation system reste squarely on him, His is
the decision concerning reviewing officers, whose approach to their function
and whose attitudes and judgments expressed to supervisors will indicate much
more clearly than his words what his real policies are. His is the responei-
bility for seeing to it that meaningful staendards of performence are prepared
within his department, and for seeing to it that the ratings of employees by
raters insures uniform application of those standards.

3. The Personnel Department: At this organizational point, now the chief

staff office to the Governor for service-wide management of the State employees,

clearly rests responsibility for system development and review. This responsi-

bility includes developing, cooperatively through joint efforts of the depart-
ments and employee representatives, the tasks and the standards of performing
them which will apply in each class of position. It involves developing and
executing, in cooperation with operating departments, a program of training
executives and supervisors in the use of performance evaluation forms and
records. It requires maintenance of a continuous auditing function to ensure

that all the components of the system are administered equally throughout the
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State service. Finally, it calls for program review to determine deviations

from the established system.

The Recommended System

If the State wishes to give meaning to statutory intent, it will need to

recognize that evaluation of employees is not a pleasant task; it cannot be

slotted into a brief time set aside once a year; responsibility for success

oxr failure of a system -- any system -- cannot be placed upon a form used in

the process, or upon the Personnel Department. Evaluation of the performance

of staff is but one aspect of an executive's, a manager's, or a supervisor's

basic job. The way he does it is a measure of hie own performance. His is the

responsibility. In a very real sense the evaluation of an employee's perfor-

mance by a supervisor is but a different facet of the same fundamental manage-

ment right: the right to hire. Yet if the positive benefits of that evaluation

are to be gained -- that is, improved performance, the employee must have an

opportunity to participate in and to understand the basic tasks upon which he

is evaluated and the standards against which his performance is measured. He

must also have an opportunity to exercise an option of discussing his evalua-

tion with a higher administrative official.

There are only two alternatives to giving the time, training effort, and
follow~through necessary to a meaningful performance evaluation of employees
based upon the class of position in which they work. First, grant an auto-
matic salary step increase and for all other personnel actions rely upon
separate measures of ranking a evaluating personnel. Second, rely completely
upon the unsupported written recommendation of a supervisor. We believe that

a meaningful system of performance evaluation would be preferable to either

alternative,
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We have set forth in Performance Evaluation Recommendations the legal

and administrative authorizations and processes necessary to establishing

and maintaining what we believe to be a workable system of performance evalu-
ation for the State service, one which implements Constitutional and statutory
intent as we interpret it.

1. The Performance Evaluation Form: There 1s nothing magical about

any rating form so far devised. Forms may vary considerably in appearance,
format, and content, but not one can, by virtue of its clever design, ensure
that the evaluations they record are precise, accurate, and valid. What is

important is the amount of attention paild to the processes of continuously

reviewing employee performance and of communicating with employees about their

work progress or areas of needed improvement.

Basically the recommended form (See page following) 1s unstructured,
tailor-made for each individual class in which yard sticks are established
and by which the employee's performance will be evaluated.

Items 1 ~ 6 are self explanatory.

Standard of Performance is the most lmportant and significant part of

the form. It is the foundation of the entire process of reviewing and report-~
ing evaluations of performance.

This section 1s divided into two principal columns-Tasks, and Standard
of Performance. The “Tasks" column includes the specific tasks of the posi-
tion which generally should be derived from the essential characteristics con-
tained in the class specification. In the "Standard of Performance' column
should be entered, for each task listed, the way in which performance in the
job will be evaluated. The following are presented as illustrative examples

for several classes of positions:
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N

Fbrm No.

State of Colorado
Department of Personnel

PERFORMANCE EVALUATION

1. Name of Employee:

2. Name of Supervisor:

3. Department:

4. Division: 5. Section:

6. Position Title:

a. Classification:

b. Horking:

STANDARD of PERFORMANCE

Tasks

Standard of Performance Comments
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Strong Points Weak Points

LEADERSHIP APPRAISAL

| Attitudes and Abilities

lemonstrated Leadership Traits

Growth Potentials

110. . SUMMARY APPRAISAL

L___IPerformance lﬂ‘j Performance

below standard in | meets standard.
some respects but
some improvement
has been noted.
Recommend review
in 90 days.

\[__] performance

| clearly below the
|desired standard.

{ Recommend separation,

——— -

_r_:l Performance
exceeds standarc
to such an exter
that this must
be considered ai
outstanding
employee. De-
tails covered

in separate
statement.

[::j Performance
exceeds standard
in several

important areas.

1.

EVALUATION OF PROMOTION POTENTIAL

=
!

| | Employee clearly
not qualifiea for
further promotion.

[ ] Employee not yet qualified for
further promotion but shows some
leadership potential. Recommend
review in

__TEmployee fully qualified
for immediate nromotion. DPe-
finitely shows leadership
potential.

12. Supervisor's Certification. I hereby certify that this
objective opinion of the performance

of the employea rated herein. Signature

report is my unbiased,

Date

13. Employee Certification. I certify that I have reviewed
officer and have received a copy.

{1 do [_ ] do not [_] wish to discuss

my rating with the revieuing officer, Signature A

this rating with the rating

___***Datq___*_

14. Reviewing Officer's Commants.

Title Signature_

. T -

N

L
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Tasks Standard of Performance

(Janitor)
Mops and waxes - Mops 700 square feet of tile floor; wax is to
floors, washes be applied uniformly and polished so that all
windows excess wax 1s removed, no smear marks are left,
and the surface presents a uniform clean
appearance
- 26 windows are to be washed; both inside and
outside surfaces are to be cleaned, dried, and
polished so that no smudges can be seen
(Receptionist)
Recelves telephone - Has sufficient knowledge of the operations of
calls made to the the section so that only a small percentage of
section, answers in- inquiries need be referred to other personnel
quiries and directs - Calls referred to other personnel are of suf-
callers to other ficient difficulty and complexity so the recep-
personnel for addi- tionist is almost always correct in making such
tional information referrals

(Mail Clerk)

Delivers maill to ~- Completes delivery of all mail within 45

different sections minutes of the next schedules mail run

of the office - Mail is almost never delivered to an incorrect
addressee

(Typist)

Cuts stencils ~ Averages three (3) legal size stencils per hour
- Stencils so cut reproduce neat and legible
material

- Errors in typing do not exceed five per cent

The column headed "Comments" is usually used to make notes during an
evaluation, and may include comments of the reviewing officer should he send
the form back with suggestions for reconsideration.

Initially the preparation of the "Tasks'" and "Standard of Performance"
columns should be developed by committees of department personnel officers in
conjunction with program managers. These should then be discussed with
employee organization representatives in order to reach agreements as to

standards to govern the rating process.
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Evaluation Summary. While the basic measurement of the employee's con-

tribution to the organization's program objectives should be expressed in
specific terms regarding amount and quality of work performed, there exist
variations between employees in the factors which cause them to reach a
desired level of performance. One employee may be able to make a desired
level of performance because of his capacity for steady, methodical work
habits; another by being capable of short bursts of high productivity which
averages out at the same level over periods of time.

In this section, the supervisor should note those elements of the job
which the employee does exceptionally well and those in which, whether or not
he reaches the minimal standard, his performance can be improved. This infor-
mation would be available both to the employee interested in improving his
performance and to the higher level supervisor responsible for developing a

training program for the organizational unit,

Leadership Appraisal. Ordinarily the section will be applied to employee#
already in supervisory positions. Generally the traits, abilities, and skills
which are related to successful performance in supervisory positions are not
closely identified or evaluated in employees occupying non-supervisory posi-
tions. However, in those instances in which the rater can make an evaluation
of his subordinate's probable success as a supervisor, he should do so. His
judgment will become an important part of the record when the employee may
later be competing for a promotion.

No special format for answers is required in this section; the rater 1is
free to answer in any manner he wishes. The three kev subject headings are

included merely to serve as reminders of factors for which reviewing officers

frequently look.
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Under "Attitudes and Abilities'", the rater is usually interested in:

- What are the employee's reactions toward his supervisory respon-
sibilities, his supervisor, the department, division, or organizational
unit in which he works?

- Does he cooperate with fellow supervisors?

- What 1s his manner toward his work and his subordinates?

— How does he accept supervisory suggestlions for improvement?

- Does he exercise initiative and self-control?

By "Leadership Traits", management 1s interested in such factors as:

- Does he accept responsibility for mistakes, those made by his staff
as well as his own?

- Does he delegate work effectively?

Are his work assignments understood?

~ Does he take care of problems before they become official grievances?
- What are the evidences of his cost consclousness?

— Does he maintain acceptable production standards?

Under "Growth Potential', the rater should consider such factors as:

Evidence of the employee's desire to lead

His short-range and long-range ambitions

His desire for recognition

His reactions to work pressures and challenges

Summary Appraisal. This section permits the rater to assign one of

five possible appraisals--two types of unsatisfactory ratings, an average

rating, and two types of satisfactory ratings. -

The lowest rating is assigned to those persons who have failed to reach

the accepted standards of performance.

The second rating is to be assigned to those persons who have failed to

achieve the accepted standard 1n some respect but whose performance is improv-
ing and beginning to approach it, and who, in general, are considered to be

worth a second chance.

The third and fourth ratings are self explanatory.

The fifth rating should be used very sparingly and only in those in-

stances in which the performance of the employee is so outstanding as to merit

EXECUTIVE MANAGEMENT BERVYICE, INC,

-129-




special recognition. It is highly unlikely that more than ten (10) per cent
of the employees would achieve such a rating. One method to reward employees
recelving such a rating is by awarding them a cash bonus. Used judiciously
and selectively, the use of the incentive bonus is not expensive and the cost
benefit return to the State should exceed by a wide margin the cost of such

bonuses granted.

Evaluation of Promotional Potential. This section will be completed

only for those employees who were rated for Leadership Appraisal. These will
normally include employees eligible for promotion or will acquire eligibility
in a reasonably short period of time.

Supervisor's Certification. This section is self explanatory.

Employee's Certification. In this section the employee certifies that
he has reviewed the rating with his supervisor, and indicates whether or not
he wishes to discuss his rating with the reviewing officer.

Reviewing Officer's Comments. The reviewing officer should be the

person immediately over the rater in the hierarchy of the organization. De-
pending upon the organizational structure of the agency, such reviewing offi-
cer may be one or two levels removed from the rater. However, whenever
possible the reviewing officer should be the same person preparing the rater's
performance evaluation.

The review of performance evaluation forms has basically a three~fold
purpose:

- It permits the reviewing officer to determine whether all units

under his supervision are contributing effectively to the organization's
objectives,
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- It allows the reviewing officer to verify that ratings are

applied fairly and equitably to all employees. It 1is the review-
ing officer's responsibility to see that different yardsticks are
not applied to different employees performing identical functionms.

- It permits the reviewing officer to make judgments with respect
to the ability of the rater to make and record personnel evaluation
judgments.

- It assists the reviewing officer to determine the need for and
areas requiring training programs for employees and/or supervisors.

2. Distribution of Form Copies: The performance evaluation form

should be prepared in an original and three copies. The distribution should

be as follows:
- File copy. As a basic working tool, the file copy of the form
should be retained in the lowest eachelon which permits ready access
to the file copy by the rater.

- Employee copy. Ome copy is retained by the employee.

-~ Departmental copy. One copy is to be retained by the departmental
personnel officer.

-~ Department of Personnel copy. One copy should be forwarded to
the Department of Personnel for use in coordinating and auditing
the performance evaluation system. The copy should be filed in
the office of the chief evaluation technician.

3. Uses of the Performance Evaluation Form: There are various uses

to which the performance evaluation form should be applied. As we have

developed the form, we consider its uses to include:

Use in promotional examinations

- Use as a factor in granting of step increases in salary
Use in the awarding of meritorious bonuses

Use as a factor in reduction in force
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TRAINING AND CAREER DEVELOPMENT

Stimulated, initially, by Federal "merit system'" requirements for
certain grant-in-aid programs administered by the State, training is fortified
by ample statutory authority. Section 26-5-19, C.R.S 1963, contains a very
broad grant of authority to the Personnel Director to "provide opportunities
for training, which need not be limited to training for specific jobs but
may include training for advancement and for general fitness for public serv-
ice." Unfortunately, to date no specification has been prepared for the
scope and objective of State training.

An unusual amount of training effort exists in parts of the State serv-
ice, but it is spotty in substance and organizational location. Most of it
relates specifically to up-grading short-supply staff, meeting Federal skills
standards for grants-in-aid, or providing training which is technical or pro-
cedure oriented.

Supervisors are said to consider themselves ''doers'. Managers are
merely those doers of a few years back who were promoted as a result of exami-
nations and the "rule of one" under the previous administrative Civil Service

Commission, Officials decry the quality and lack of depth in the State's

middle management. At the same time enough smoke has appeared to convince us

that a fire of frustration burns among that same middle management because
"There 1s only one level of management--the top."
Nor is there evidence of a State-wide career development program.

Largely ignored is the identification of key management and administrative

jobs which will become vacant and the preparation of employees in lower jobs
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to fill them. This kind of need has not been understood and supported at

higher levels; in its place is the belief that "training" is limited to
teaching tasks to lower employees. The needs of supervision and of manage-
ment are in limbo.

In view of these conclusions we believe that the thrust of training,

of career and management development through unstructured one-to-one training

on the job or through structured training in a group, must be determined by

the Governor and his newly established staff arm, the Personnel Director,

before the State can begin to approach it with effective planning and imple-

mentation. What is needed is a definition of the scope of training to be

provided and a clearly assigned, centralized, responsibility to determine

the best way to implement--both procedures and techniques--the program. This

same assigned responsibility should include measuring results in order to en-
sure that goals are being accomplished in an economical way. Documentation
should be developed to permit evaluation of whether training has improved job

performance, and, if so, the measure of this improvement in terms of its cost.

Present Organizational Capability

1. Central: Centrally there is no present capability to meet this

responsibility. The Personnel Department lost a training coordinator in the

budget cut, even as it was being reconstituted from the independent, adminis-
trative Civil Service Commission to an executive department. The Department
has grant funds from the U. S. Manpower Administration's Public Service
Career Program to find entry level jobs for "low skill" people, up-grade some
75 employees, and improve the personnel system.

This latter has involved a study of some eighteen para-professional
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classes with 350 to 400 jobs to secure agreement on common titles, accurate
class specifications, proper pay levels, and standards for the use of written
and oral weighted examinations. Nonethelegs, the two technicians have been
able to go beyond this to collecting departmental training officers into an
informal group which has begun to consider broader, more fundamental questions,
such as an outline of a service-wide training program for supervisors.

In addition, the Personnel Department enters into agreements with the
departments to run ''trainee" classes which are related to promotional process.
The Personnel Department spot audits this training.

2. Departmental: Of the 17 State departments with approximately 18,000

employees, seven (with 12,500 employees) have on board one or more substanti-
ally full-time professional training officers for employees in their depart-
ments and, in some instances, for employees (3,000 to 4,000, in the case of
the Social Services Department) of local govermments which carry out program
administration. Ten departments with 5,500 employees have no professional
training staff.

The ratio of department professional tralning staff to total employment

in the department varies from zero at the low end to 1 per 380 at the high

end. The needs within the departments vary with the types of personnel employ-

ed and the types of programs with which they deal. It is obvious that a con-

siderable imbalance exists in the funding and professional staff effort devoted
to training.

Questions naturally occur. Are the departments which have the greatest
training input those which conduct programs of greatest importance to the
Governor and the State of Colorado? 1Is there any correlation between the

staff effort and funds devoted to tralning and conclusions, subjective though
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they may be, as to the relative program effectiveness of the departments?
Does the State have any responsibility, both to its citizens (quality of
service) and to its employeés (improved job performance and career opportunity)
to provide a reasonable balance in training effort among its departments?
"Reasonable balance" connotes the existence of a measure by which it
is determined. This measure cannot be the number of persons processed through
structured training, for this glorifies the numbers game and the simpler skills
involving employees in the mass. Nor can it be number. of employees per
trainer, because some departments rely heavily on outside consultants, or have
wholly-related Training Centers with as many as two full-time and five part-
time consultant staff, such as the Colorado Youth Workers Training Center,
which makes the number of permanent staff meaningless for any ratio comparison.

Any meaningful ratio would have to use man-year of trainer effort, possibly

broken down between training staff time (professional and support) to total

man-years of employment. But without effective central staff responsibility

this, too, would be another numbers game.

In this connection, a review of the distribution of State employees in
the State, the location of public colleges and universities, and the highway
system clearly indicates that every State employee has relatively easy access
to the facilities of a state-supported four-year college or university, or to
a two-year community college. Most departments reported contracts with State
universities or colleges near metropolitan Demver, although one indicated it

had arrangements for its employees with some of the community colleges. This

resource can only be developed fully for the benefit of supervisors and em-

ployees, in the field and in Denver, if the approach is coordinated for the
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State rather than being directly by individual agencies.

Employee-Initiated Training

Some State departments are able to use Federal grants in providing educa-
tional leave with pay and reimbursement of all or part of tuition and living
expenses for employees, or have funds to send employees to professional or
management conferences or workshops.

Our concern is over the employee who initiates and follows through on

training which enables him to perform his present work better or to prepare

him specifically for career improvement, and who may or may not be in one of

‘the more fortunate departments.

Section 26-5-19, C.R.S. 1963, contains a broad grant of authority to

the Personnel Director to '

'provide opportunities for training, which need not
be limited to training for specific jobs but may include training for advance-
ment and for general fitness for public service.'" But the Rules and Regula-

tions contain no positive statement on this subject., We believe the Rules

should state clearly that the State encourages and will provide support for

training which will improve the performance of Career Service trainees and

regular employees in their positions and prepare them for specific career

advancement. Moreover, this pragmatic interpretation of his statutory authori-

ty to "provide opportunities for training . . . for general fitness for public
service" should be stated by the Personnel Director in meeting with department
directors to evaluate needs and formulate a training program for the State.

The Rules contain authorizations for educational leave with full, partial

or no pay for a specified period (Rule 6-3-4) and for administrative leave

with pay to employees ''to attend meetings, conferences, participate in exami-
pay ploy g P P

s
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nations or otherwise engage in activities which the appointing authority
deems within the scope of administrative leave'". Our study indicates that
policies governing these matters vary widely between departments, and that

specific provisions are desirable in the Rules to ensure uniformity in order

that all may know and be governed in advance rather than that employees be

treated on a case-by-case basis.

In strongly suggesting a positive statement of policy regarding en-
couragement of training, we believe this should include the employee who

seeks to better himself. To that end, we also suggest that the Rules set

forth uniform policies governing reimbursement of costs incurred by employees

for off-hours job-related educational training.

An Approach to Training and Career Development

In view of the completely uncoordinated situation today, we have serious
doubts that the State government 1s getting the most out of training money

now spent. Yet effective delivery of public services depends in large part

upon how fast and how well managers, supervisors, and employees learn the

real requirements of their jobs and what those requirements call for. More

than one well-planned and carefully scheduled program has been known to founder

because executives did not assure adequate lead-time for the training of

employees to perform at the level required by the time required,.

The recommendations on "Training and Career Development'" focus on
managers and supervisors because, with the exception of one or two departmental
efforts, this is a forgotten area in the State government. Yet they hold the

key to more effective operations, Thus the critical need with respect to

training in the State service is truly management. This includes a Governor-
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supported central responsibility for evaluating needs and planning activities’
pragmatic in nature and geared to Colorado laws, rules, and practices. More
than this, however, it calls for department director agreement and cooperation,
including support for the application of training in management techniques to
operating problems existing at director, manager, and supervisor levels.

The recommendations for 'Training and Career Development' suggest several
programs as examples of how management training techniques can be applied to
operating problems. These programs recognize the need for lateral commnica-
tion across organizatlion lines, especially in a State service in which many
departments are so new their major segments may be more charted than real parts
of the department. They reflect our conviction that for management training
to have utility in the real world of the State manager or supervisor, it should
either have as its base the unsolved program problems with which he 1s wres-
tling or the State or department laws, regulations, and processes which govern
his day-to-day actions.

In the first instance he identifies the management elements which he may
not heretofom have recognized in program situations, and he participates in
gsolving these problems after examining the management elements conceptually
and then in relation to the situations. In the second instance he learns the
underlying reasons for why his unit functions in the manner it does, and he
examines how he should apply basic regulations and guides. Studies at Lockheed
Aircraft during World War II indicated that morale, as affected by the individ-
ual supervisor, was based more upon fairness and uniformity in the way he acted
toward his subordinates than any other factor.

So many of the actions he takes are, in turn, based upon interpretations

of regulations or procedures known also, or available to, employees that his
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fairness and nniformity will depend upon how well he knows and applies them to
specific situations., For this reason we have suggested the preparation of
practical, clearly written guidelines for supervisors in dealing with day-to-
day employee situations as a part of the basic supervisory training effort.
An example of such a guideline, prepared from the welter of Civil Service
Commission and departmental personnel regulations which is the hallmark of
Federal operations, is the Manpower Administration Supervisors' Information
Guide (MA/SIG).

The need is so great for supervisory training of this kind that the
tendency may be to plunge into a program at this level first, then move upward
to managers, and finally to approach the executive level. We caution against
this. Though it is not necessary to delay training of first-line supervisors
in the basic approaches indicated, any significant training of supervisors and
management in fundamental management techniques should be either pre-viewed in
capsule form or follow previous seminar or workshop treatment of the subject
at the executive level. Shakespeare's observation that "a little knowledge is
a dangerous thing' applies to training first and exclusively at the lower and
middle levels, Nothing will kill all the results of this training faster than
if those who complete the training and try to put it to work have their ideas
rejected summarily by higher authorities, The end result will be lower, not
higher, supervisory morale,

We have suggested inclusion of policy statements on training and on the
Personnel Director's responsibility in the Rules and Regulations. Statements
of written responsibility which are not accompanied by the means to carry them
out may provide a facade that Colorado is on the move. Such a sham would

seriously affect manager and employee morale. Accordingly, we recommend that
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basic staff be provided in the Personnel Department to assist the Personnel
Director. A supporting staff for the Personnel Director of two qualified personsl
one an active, imaginative, management-oriented person and the second a person
of similar personal characteristics but having a technical training background,
can plan, arrange for, and administer significant management training. It
should pose no great budgetary problem because departments now pay for their
training directly. They can 'buy back'" training arranged for by the Personnel
Department, at per participant charges based on cost-recovery to the Personnel
Department just as they pay outside sources at present. I1f the programs are
not worthwhile, these department clients of the Personnel Department will tend
to disappear. The U. S. Civil Service Commission training effort for Federal
departments has had an opposite history.

Our suggested training programs clearly involve fixing in the Personnel
Director central responsibility for coordinating and evaluating training
efforts for the Governor.

If implementation of legislatively authorized training cannot be provided
to function on this minimum basis in a critical, and all too often wasteful,
aspect of the executive function, the Governor would appear to have one other
practicable, but undesirable, alternative. This would be the recourse of
requiring of department directors a ''no program' justification for each train=-
ing program for which State funds are expended, either in preparation,

administration, or attendance.
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APPENDIX B

Questions Most Frequently Asked About the System

As a means of making not only the consultant's study

more relevant, but as a guide to the Committee's deliberations,
a dozen questions were prepared which reflect what legislators
typically ask about the Personnel System in general and, in
particular, the compensation plan. In addition, the state em-
ployee's association was asked to provide a list of questions
employees typically ask about the system in general. The
questions from each group are enumerated below. The Commit-
tee and the consultant to the Committee have sought to frame
their studies with these questions as guideposts,

QUESTIONS THAT MEMBERS OF THE GENERAL ASSEMBLY MOST OFTEN ASK
ABOUT COMPENSATION

Why are there so many requests from employees for reclas-
sification?

Different areas of the state have varying prevailing wages
and living costs. Should the State pay wage differentials?

Within the classified system, why have there been such
variations in salary increases for employees?

Is there any relationship between turnover and wages?
Why do we have to promote or reclassify to a more respon-
sible job to reward good work? How can we establish a
meaningful, workable "merit" bonus for meritorious work?

Chapter 26-1-2 (8) limits pay adjustments to available.
funds; why is this limit apparently being ignored?

Do the results of the wage survey plus the five percent
"merit" increase bring employees above the prevailing
wage?

How can we get away from the inflexibilities of the pres-
ent system?

Who should conduct the wage survey? Should several sur-
veys be conducted?

How can we increase the credibility of the Department of
Personnel staff with the General Assembly?

How can infommation be presented to the legislature in a
more complete and understandable fashion?

How should we value fringe benefits?

-141 -



QUESTIONS THAT EMPLOYEES MOST OFTEN ASK ABOUT COMPENSATION

-- Is it reasonable and feasible for the state to maintain a
policy of comparability with the community in both compen-
sation and fringe benefits for its employees through an
annual wage and benefit survey?

-- If we have a policy of comparability, what recommendations
can you make, for establishing a pay system which assures
the employees of proper implementation of survey findings,
in adjusting both compensation and fringe benefits?

-- What recommendations can you make in developing an offia=
cial group or board to analyze fringe benefits on a regu=-
lar basis and make specific recommendations regarding
fringe benefit areas in which the State appears to be lag-
ging?

-- How do you recommend handling premium pay such as shift
differentials, hazardous duty, Sunday and holiday work
provisions in the salary setting process?

-=- How do you recommend handling overtime in the salary set=-
ting process and is it a factor in detemmining levels of
compensation with relation to community practices?

-- Colorado's classification and pay plan is extremely in-
flexible in that the pay plan is written into the law., Do
you find such rigidity common? And is this desirable?

-- What number of pay grades (levels of compensation) and
steps (increments within the pay range) do you find most
often in government? Are the two related -~ that is few-
er grades, more steps? And is there a relationship to the
job evaluation, (classification) system?

-- Do you think more than one pay plan would better £ill the
needs of the State since there is a great variety in the
types of jobs within the system?

== In your experience, are you familiar with pay plans which
reward superior perfommance through a "bonus" system com-
pletely separated from the pay plan?

-=- From your experience in governmental personnel systems
would you say it is possible to use one employee appraisal
system, for the great variety of occupational groups found
in govermment?
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What approach do you suggest to insure implementation
(executive support and direction) of a comprehensive su-
pervisory training, management development, and employee .
development program?

Whatever the Committee agrees upon, as the projected pro-
gram for employee, supervisory, and management develop-
ment, should priorities for achievement and a potential
time frame for accomplishment be established by top level
management?

What should be the relationship between perfommance eval-
uation system and the pay reward system?

Should authority for reclassification be decentralized to
the operating department? Will decentralization unleash

abuses and up-grading of personnel and provide inconsis-
tencies between departments?

Should govermmental organizations take leadership posi-
tions in developing good management practices or should

they follow proven state-of-the-art developments in pri-
vate industry?
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APPENDIX C

STATE EMPLOYEES WITHIN AND
OUTSIDE THE PERSONNEL SYSTEM
PAID BY STATE FUNDS AS OF NOVEMBER, 1971%

Legislative Branch:

General Assembly
Joint Budget
Legislative Council
Legislative Drafting
State Auditor
Revisor of Statutes

Total Legislative Branch

Judicial Branch:

Judicial

Total Judicial Branch

Executive Branch:

Coord. of Env. Problems
Coord. of Hwy. Safety
Exec. Residence

Office of Governor
Office of Lt. Governor

Total Executive Branch

Dept. of Administration:

Off. of Dept. of Admin.
Central Services
Accounts and Control
Division of A.D.P.
Purchasing

Surplus Property
Public Works

Full Time Part Time
Employees Employees
Outside Eot% In
Per- Per- & OQutside
sonnel sonnel Personnel
System System System
100 10
6 2
20 8
9 2
26 4
26 146 26
1,408 _130
1,408 130
2
6 2
4 1
14
3 . . §
15 14 4
18 1
18
43 1
184
15
16 1
23
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Full Time Part Time

Employees Employees
utside ngﬁ

n
Per- Per- & Outside
sonnel sonnel Personnel
System System System

Dept. of Administration (Cont.)

Capitol Buildings 128 6

Capitol Park. 5

Communications 54 1

Archives & Pub. Records 25

Executive Budget Office 20 2
Total Dept. of Administration 549 1 11
Department of Agriculture:

Administration 305 1 18
Total Dept. of Agriculture 305 1 18
Department of Education:

Office of Department 122 95 14
Total Dept. of Education 122 95 14
Department of Health:

Administration 407 1 29
Total Dept. of Health 407 1 29
Department of Higher Education:

Historical Society 19 18 10

Comm. on Higher Education 7 12 1

Trustees of State Colleges 3 2

Adams State College 89 167 29

Colorado State University 1,645 1,408 1,234

Arts & Humanities Council 2 1 2

Fort Lewis College 75 144

School of Mines 181 174 153

Univ. of Northern Colorado 469 591 538

So., Colo. State College 226 457 425
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Dept. of Higher Education (Cont.)

University of Colorado
Medical Center

Metro State College

Community College of Denver

El Paso Community College

Lamar Community College
Otero Community College
Arapahoe Community College
Trinidad Jr. College
Western State College
Community Colleges

Total Dept. of Higher Educ.

Department of Highways:

Colorado State Patrol
Division of Highways

Total Dept. of Highways

Department of Institutions:

Office of Dept.
Adult Parole
Penitentiary
Reformatory
State Hospital

Ft. Logan Mental Health
Grand Junction Home
Wheatridge Home & Tr.
Lookout Mountain Boys
Mt. View Girls School

Youth Services
Juvenile Parole
Lathrop Park Youth
Golden Gate Youth
Deaf & Blind School

Total Dept. of Institutions

Full Time Par} Time
Employees Employees
Out side Both In
Per- Per- & Outside
sonnel sonnel Personnel
System System System
5,607 392
3,152 975
115 331 171
100 349 183
52 136 89
20 45 13
33 70 12
47 95 108
28 93 13
76 173 2
35 53 8
3,222 13,078 4,358
671
2,854 8 209
3,525 8 209
65 4 7
73 2
470 2
165 3
1,683 17 69
643
444 87
683 23
93 2 1
39 4
74 15
22
17 3
17 3
85 86 19
4,573 111 236

-147-



Dept. of Labor & Employment:

Office of Dept. of Labor
Division of Labor

Comp. Insurance Fund
Division of Employment

Total Dept. of Labor & Employ.

Department of Law:

Legal Rights
Inheritance Tax

Total Department of Law

Department of Local Affairs:

Planning

Local Government

Office of Department
Commerce & Development
Housing Division

Property Tax

Criminal Justice
Comprehensive Health Plan.

Total Dept. of Local Affairs

Department of Military Affairs:

Office of Department
Total Dept. of Military Affairs

Department of Natural Resources:

Administration
Water Resources
Game, Fish & Parks

Total Dept. of Natural Resources

Full Time Part Time
Employees Employees
Outside Both In
Per- Per- & Outside
sonnel sonnel Personnel
System System System
2 1
121 3 4
133 4
851 1 33
1,107 5 41
12 29 3
23 3 58
35 32 61
13 1 2
6
2 1
19 2
5
31
20 2 19
18
4 2
116 6 23
39 2 2
39 2 2
- 109 4 2
110 81
490 72
709 4 155
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Full Time Part Time

Employees Employees
Outside Both I

0 n
Per- Per- & Outside
sonnel sonnel Personnel
System System System

Department of Personnel:

Office of Department 65 1 9

Total Dept. of Personnel 65 1 9

Department of Revenue:

Office of Department 1,210 1 18
Total Dept. of Revenue 1,210 1 18

Dept. of Regulatory Agencies:

Public Utilities Comm, 65 3

Division of Insurance 53

Savings and Loan 7

Division of Banking 29 6
Division of Racing 7 19

Securities

Office of Department
Civil Rights

Board of Accountancy
Exam, of Architects

W =
= O\Vw
ol

Barbers Examiners

Basic Science Exam.

Board of Cosmetology

Dental Examiners

Electrical Board 1

o oM b

Medical Examiners
Board of Nursing
Practical Nursing
Pharmacy Board
Prof. Engineers

QONWODW A_dqrO=W NN

Real Estate Comm.
Collection Agency Board 1
Landscape Architects
Optometric Examiners

—
(0]
QW & =0

Total Dept. of Regulatory Agen. 284 6 68
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Full Time Part Time

__Emp lozaes‘ . Employees
‘ U ¢ ot n
Per- Per- & Outside
sonnel sonnel Pers:nnel
System System System.
Department of Social Services:

Trinidad Nursing Home 95 4 7

State Veteran's Center 46 6

Office of Department 549 1 16

Services for Blind 27 6
Total Dept. of Social Services 690 32 35
Department of State:

Administration 39 2 2
Total Department of State 39 2 2
Department of Treasury:

Treasurer's Office 15 2
Total Dept. of Treasury 15 2
GRAND TOTALS: g

Number of
1 loye
Full Time, Within the Personnel System 17,053
Full Time, Outside the Personnel System 14,9%6
Subtotal, Full Time, Personnel and Non-Personnel 32,009
Part Time, In and Outside the Personnel System 5,449
GRAND TOTAL: 37,458

*This does not include employees of the State paid from other
than State funds.

SOURCE: November, 1971, Payroll Report, Division of Accounts

and Control, Department of Administration.
Computed by the Legislative Council Staff.
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