
Sunset Review: Department of State Civil Service 
Exhibit 8 Comparison of Louisiana Civil Service Systems for Fiscal Year 1995 iJl i State Civil Municipal Fire I State Police Service and Police Commissioll Number of employees covered 66,382 7,200 779 Number of staff 103 15 Ratio of staff to employees in system 1:644 1:480 1:260 Cost per employee in system $76.49 $87.04 $294.91 Source: Prepared by legislative auditor's staff using data obtained from tile Executive Budget and officials at State Civil Service. 

Objective Two: Assist the Office of State Police in recruiting and retaining qualified officers. 
]'erfonllail~c hldiealor Aclual Existing }l.et~Olll 111 t~l| dt'{] (Iver/(Under) 1993-1994 1994 1995 1995-1996 Exisling Number of job applicants 1,700 500 1,50(I 1,000 

Number of tests conducted (test sessions) 4 I 4 3 Number of certificates issued 3 3 3 0 
Average length of lime to issue certificate (in days) 1 1 1 0 
Average nunlber of days from receipt of exam request to date of exam 90 90 90 0 
Average number of calendar days to process grades 30 30 30 0 
Number of of lice personllel 2 3 3 Ratio of canal|dales examined to offit~ personnel 240:1 25:1" 500:1 0* *As il appears in the 1995-1996 Executive Budget 
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The fiscal year 1996 Executive Budget lists a quality indicator which states dlat tile Managenlent Information Section developed and implemented several automated systems in fiscal year 1995. In addition, the indicator states that these systems provided benefits to internal users and external users (hunlan resource offices statewide). However, none of the indicators measure the satisfaction of the users of these new and enhanced systems. Measuring user satisfaction would help the MIS staff to be sure these new systems are easy to use, provide the services needed, and could identify those systems and services that are no longer needed. 
Staffing and Financial Information. Thirty-nine persons staffed the Administration program in late fiscal year 1995. Since fiscal year 1991, the staff size has reduced an average of 2 percent annually while the expenditures have increased at about the same rate. Total program expenditures over the past five fiscal years are as follows: 

Source: Prepared by legislative auditor's staff from unaudited financial statements 
man Resource Manaeement Proera 
Mission. The mission of the Human Resource Management program is expressed through its divisions and is aligned with legal mandates. The divisions and their related missions are: Personnel Management Division: to promote effective personnel management practices throughout state government, check and enforce compliance with civil service rules, and provide assistance with federal and state laws as appropriate or designated. 
Classification and Pay Division: to maintain an equitable and uniform job evaluation and pay system for classified employees Examining Division: to enable agencies to meet their staffing needs in a timely fashion by hiring and promoting the best qualified applicants. 



Sunse~ Review: Department of State Civil Service 
Executive Section The Executive Section of the Administration program provides administrative support functions to the agency. These functions include legal, accounting, purchasing, mail, and property control. No performance indicators exist for this section. According to the executive budget, the performance of this section is reflected in the performance of the other sections for which it provides finatlcial and managerial control. 

Objective One: Appeals Section Through the Appeals Section, hear and decide all appeals filed within six months of receipt. 

These indicators are appropriate for measuring timeliness of hearing and deciding appeals. However, the indicators show that the Appeals Section is not meeting its objective of hearing and deciding appeals wifllin six months. At the same time, the average time to hear and decide appeals is double file time set forth in the section's objective. In addition, the backlog indicator is constantly increasing. The department should determine if its objective of six months is realistic or it should address the circumstances that are causing the increasing backlog. 



Sunset Review: Department of State Civil Service 

Article X, Section 1 of the state constitution establishes the state civil service, which covers all persons holding offices and positions of trust or employment in the state. As of May 31, 1996, 66,931 classified state employees were covered by the state civil service. Members of the state police service and persons holding offices and positions of any municipal board of health or local governmental subdivision are excluded from the state civil service. 
Article X, Section 3 of the constitution establishes the State Civil Service Commission. The commission has broad rule-making powers for the administration and regulation of the classified civil service system for state employees. The constitution provides that the duties of the commission include: Adopting rules for regulating employment, promotion, demotion, suspension, reduction in pay, removal, certification, qualifications political activities, employment conditions, compensation and disbursements to employees and other personnel matters and Iransactions 
~ Adopting a uniform classification and pay plan ~ Imposing penalties for violation of the commission's rules ~ Hearing and deciding all removal and disciplinary cases 
The State Civil Service Commission is made up of seven members. One member is elected by the classified employees of the state. The remaining six are appointed by the governor from among three nominations received from each of the presidents of the following colleges and universities: 
~ Centenary College at Shreveport ~ Dillard University at New Orleans 
~ Louisiana College at Pineville ~ Loyola University at New Orleans 
~ Tulane University of Louisiana at New Orleans ~ Xavier University at New Orleans 



Sunset Review: Department of Slate Civil Service 
Execntive: to carry out the administrative support functions of the agency. Appeals: to maintain an appeals process to hear employees' complaints and provide decisions consistent with the basic tenants of the merit system, civil service rules, and existing jurisprudence. Management Information Section: to operate an accurate and effective tnanagemeut information system. As shown in Exhibit 3 below, the Administration program spent $2.5 million during fiscal year 1995. The Executive section, which represented 59 percent of the Adtninistration program's expenditures, had 26 percent of the program's staff. The department charges its operating services costs such as insurance, printing, and office supplies to the Executive section. 

Exhibit 3 State Civil Service Commission Administration Program Spending and Staffing Fiscal Year 1995 Expenditures Full-time Staff Percent Perceut Sections Dollars of Total _Employees of Total Executive $1,484,607 59 % 10 26% Appeals 240,461 10 5 13 Management hfformation 774,981 31 2_44 61 Total $2,500,049 100% 39 100% Source: Prepared by legislative auditor's staff from the fiscal year 1995 FACS cost center respousibility report aud Budget Request f(mn BR 9B for fiscal year 1995. 
Program Objectives. The objectives of this program are aligned with the responsibilities mandated by the constitution. The objectives and performance indicators used to measure achievement of the objectives are discussed on the following pages. 



Suusct Review: Department of State Civil Service According to the constitution, the State Civil Service Commission appoints the director of the Department of State Civil Service. 111 turn, lhe director appoints personnel and exercises powers and duties to the extent prescribed by the commission. 
Exhibit 2 below shows that expenditures have grown slightly from $4.8 million in fiscal year 1991 to $5.1 million in fiscal year 1995. For fiscal year 1995, 94 percent of the State Civil Service Commission's funding came from tile general fund and 6 percent from self-generated revenue. The Stale Civil Service Commission employed 103 full-time employees (including the director) at the end of fiscal year 1995. 

Exhibit 2 State Civil Service Commission Expenditures for Fiscal Years 1991-1995 Miffions of dollals $6.0 $5.0 $4.0 

I $3.0 $2.O $1.0 $0.0 
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Exhibit 1 Department of State Civil Service Organization Chart Number of Employees and Salaries Fiscal Year 1995 
Depadment o1 State Civil Service Total Employees (137) Total Salaries $4,433,114 I I I I StaleiCiviriService Commissiol '~teP~'~eci~rsC~vil 3Service (15) State P~i;e Cornmissio~ C~r~ssbn m Ethics lor I~1~c Er~oyee! $3,510,338 $463,387 Board o E h cs o~ Elected Ofhl~ als I I Administrative (10) Adn~nistrative (5) Administrative (3) Administrative (16) $454,365 $185,603 $07,385 $354,004 

Personnel Man;~gement (9) Personnel Management $30fi,504 and Classification (2) $49,408 Examining (35) Examining (8) $1,1011608 $228,376 
Classification and Pay (20} $553,520 
Man agemel~ Info!matio~ (24) $673,502 
Appeals (5) 

Source: Prepared by legislative auditor's staff from information provided by each entity within the Department of State Civil Service. 
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Appendix A lists the professional services contracts for eacb entity for fiscal years 1995 and 1996. 111 addition, Appendix B describes the boards and commissions associated with each entity. 
For each of the entities within the Department of State Civil Service, we reviewed the performance measures as listed in the executive budget. Performance measures, or indicators, are tools used to measure the performance of a program and to help determine if a program's objectives are being achieved. There are different types of performance indicators, some of which are more important than others. 
~ Input indicators measure resource allocation and demand for service Output indicators measure the amount of products or services provided or number of customers served. Outcome indicators measure results and assess program impact and effectiveness. Outcome indicators are the most important performance measures because they show whether or not a program is achieving the expected results. 
~ Efficiency indicators measure the cost of providing services or achieving results. 
The entities within the Department of State Civil Service use mostly nput and output indicators, which are the least important types of performance nd icators. 



Department of State Civil Service 
Louisiana Revised Statute (LSA-R.S,) 49:190 et seq. provides for termination and legislative re-creation of statutory entities under departments or agencies. 111 addition, these laws offer the legislature a process (through standing committees) to regularly evaluate state agencies and programs for effectiveness, efficiency, and duplication of services. To facilitate its review of the Department of State Civil Service, the [louse and Governmental Affairs Committee, on March 13, 1996, requested the Legislative Auditor to provide information relating to this Dep7artment. 

The Department of State Civil Service is a collection of entities that primarily provide services to state employees and local public safety employees These services include: 
~ Hiring and recruiting ~ Job classification and compensation * Disciplinary appeals process handling 
The Department of State Civil Service is composed of three autonomous civil service systems and the administrative staff of the Ethics Administration. The department has no distinct agency head. Instead, separate administrators manage each of the four entities. As illustrated in Exhibit 1 on page 3, the four entities are State Civil Service Commission; Office of State Examiner, Municipal Fire and Police Civil Service; State Police Commission; and Ethics Administraliou. 
LSA-R.S. 36:53 transferred the Office of State Examiner, Municipal Fire and Police Civil Service to the Department of State Civil Service on June 22, 1977. Later amendments to the statute added file Board of Eflfics for Elected Officials and the Commission on Ethics for Public Employees on August 2, 1982, and the State Police Commission on June 26, 1991. Each entity has its own staff and serves different types of public employees. 
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Sunset Review: Department of State Civil Service 
Objective Two 

Management Information Section 
Through its Management Information Section, process all personnel actions received within an average of 21 days of receipt. Objective Three: Through its Management Information Section, provide reports as needed on the work force. 

One performance indicator measures the timeliness of processing personnel actions by the Management Information Section (MIS). This indicator shows that the section has met and exceeded its objective to process personnel actions within 21 days. Therefore, this objective should be revised. The performance indicator for special reporting is simply an activity indicator, which tells the number of reports prepared. Other indicators would measure the efficiency of the MIS in generating the special reports, such as the average nmnber of days to prepare special reports or the costs of preparing each report. In addition, the section could survey its report users to determine their satisfaction with timeliness and accuracy of the reports. 
Objective Four: Through its Management Information Section, provide for the ongoing automation of department operations. 



Sunset Review: Departn~ent of State Civil Service 
The Ethics Administration provides administrative support to tile Commission on Ethics for Public Employees (Commission) and the Board of Ethics for Elected Officials (Board). The duties of the Commission and Board include: ~ Authorizing investigations of unethical conduct ~ Issuing advisory opinions ~ Serving as judges in public hearings ~ Conducting public and private hearings ~ Serving as supervisory committee on Campaign Finance Disclosure ~ Enforcing the Lobbyist Disclosure laws 
To assist the Board and Commission, the staff of tile Ethics Administration: 
(1) Conducts all investigations authorized by the Board and Commission: (2) Processes requests for advisory opinions 
(3) Publishes and distributes advisory opinions issued by tile Board and Commission: (4) Disseminates information regarding tile Code of Governmenta Ethics (Code) and the Campaign Finance Disclosure Act; 
(5) Presents evidence to the Commission and Board in public hearings to determine whether violations of the Code have occurred: (6) Represents the interests of the Commission and Board in litigation in Louisiana courts; 
(7) Monitors compliance with the Campaign Finance Disclosure Act and (8) Serves as a depository for campaign finance disclosure reports 
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Appendix B 
Department of State Civil Service Boards and Commissions 



Appendix A: Dcparlmenl of Slate Civil Service Page A.3 
State Police Commission i iiiiEi!iiiEi!iiiEiii~iEiiiiiEiii~iEiii~iEi~i~iEi!i~i~i~iEi~i!iii~i!i!i~i!i~i~i~i~i~i~i~i~i~i~i~i~i~i~i~i~i~iiiiiiiiiiiiiiiiii! iiiiiiiiiiiiiiiiiiii~~t~~li ii i iiiiii/i!iiiiiiiii~~~~i~i~iii iiiiiii iiiii iiiiiiiiiiiiiiiiiiii~iiiiiiiiiiiiiiiii 

Cooperative Personnel Entry-level and $10,183 $13,252 Services, Inc. promotional exams 191 Lathrop Way Suite A Sacramento, CA 95815 Michael L. Turney Professional transcription $864 304 Parklan services Baker, LA 70714-3744 William A. Norfolk Professional legal services $906 P.O. Box 2471 Baton Rouge, LA 70821 Norman W. Ershler Professional legal services $30,050 $27,550 8060-C Pennth Avenue Baton Rouge, LA 70809 Bobcat Computers Professional computer $15,750 1038 Main Street programming Baton Rouge, LA 70802 Source: Developed by legislative auditor's slaff from professional services eontracl information provided by the State Civil Service, Ethics Administralion, and State Police Commission 
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i!iii~@iii~iiiiiiiii i!iillii!iiii!~i~~i~~~@iIiiliiii ii~i~i~i~,~,~,iiiiiiiiiiiiiiii i i!~iiiiii!! i~iiiiiiiiiiiiiiiiiii!iil !~i~iii~ii~iii~i~i~i~iiiii~i~iiiii~iiii~ i~iiiii~ii~i~iii~i~i!i~i~iiiiiii Sylvia Pastrano, Inc. Provide transcripts of $1,060 4902 Canal St., sound recordings of Suite No. 303 proceedings held before New Orleans, LA the State Civil Service 70119 Commission and the Civil Service Commission referees Sign Language Services $140 International, Inc. 15744 Marjorie Dr. Baton Rouge, LA 70819 Deaf Action Center Perform sign language $78 Associated Catholic interpretation services Charity 1231 Prytania Street New Orleans, LA 70130 Ethics Administration Baton Rouge Court Record and transcribe $3,075 $1,100 Reporters hearings for Board and 11832 Newcastle Commission Baton Rouge, LA 70816 Excel Software Develop database $20,000 Professionals, Ltd. management system for 8231 Summa Avenue IBM AS 400 System for Suite B Ethics Administration Baton Rouge, LA program 70809 



State Civil Service iiliiiiiiii!iiiiiliiiiiiiiiliiiiliiiiiiiiiiiiiiiiiiiiiiililiiliiiiiiiilii iiiliiiiiiliiiliiiiiiilli1!iililiiiiiiii iTiiNNii~iiiiiiii!i iiiiNiiiiNiiiii iiiiil!!il!iiillitllli!~ii!ili!iiiiiiiiill iiiiiiiiiiiii!NN~iiN!!iiiii!iiiiii iiiii!!illiiliii~N~ii!iiiii!liiiii ili iiii!iii!ii~Nliiii!iiiii!Iiii !iiiiiiiiiiiiiiiili~i~!t~!iiliI i!iiiiiiiiiii~t!i ~!l!iiiiiil iilii1~i illli Nil Automated Typing Provide transcripts of $5,634 $5,871 Services, lnc. sound recordings of 6676 Landmor Dr. proceedings held before Greenwell Springs, LA the State Civil Service 70739 Commission and the Civil Secvice Commission Referees Davis Consulting Evaluate information $2,025 $4,725 2007 N. Collins Blvd. and render opinion in Suile No. 503 the matter entitled Richardson, TX 75080 Odilon Marceaux, et al vs. State of Louisiana, etal Kaufinan and Associates Court reporting $1,201 $117 P.O. Box 91134 services Lafayette, LA 70509 McCalla, Thompson, Represent the $3,269 $2,395 Pyburn, Hymowitz, Department of State and Shapiro Civil Service regarding Attorneys at Law the investigation by the 650 Poydras St., U.S. Department of Suite No. 2800 Justice of employment New Orleans, LA 70130 practices of the Louisiana State Police Janet L. Parker and Court reporting $89 Associates services Court Reporters P.O. Box 3321 Baton Rouge, LA 70821 
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Department of State Civil Service Professional Services Contracts Fiscal Years 1995 and 1996 
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In comparison to other states we contacted, Louisiana's civil service system appears to be more centralized in terms of individual agency involvement. State personnel systems in Florida, Virginia, and Texas are decentralized and each agency performs such functions as hiring and recruiting. Officials from these states said they have no centralized agency for hiring and recruiting. In addition, none of these states had examination requirements for hiring. In Florida and Virginia, personnel functions for the local municipalities are handled by local administrator. 



Sunset Review: Department of State Civil Service Fragmentation 
Other functions relating to personnel management in Louisiana are spread throughout state government. Employee benefits are handled by Ole Treasury and various boards. Training is handled through the Division of Administration. Worker's compensation and safety training are handled by the Office of Risk Management. The Department of Health and Hospitals, Office of Alcohol and Drug Abuse handles the employee assistance program 
The Select Council on Revenues and Expenditures in Louisiana's Future (SECURE) recommended that the state of Louisiana create a Department of Human Resource Management that will perform the following functions: ~ Strategic planning for human resources ~ Job classification and compensation for classified and unclassified employees ~ Hiring and recruiting classified and unclassified employees ~ Employee appeals (for classified employees) and grievances and dispute resolution (for all state employees) ~ Training and employee development ~ Performance appraisal ~ Employee benefits 
The structure of the personnel system in Louisiana is very similar to the previous structure of the Department of Persomlel in New Jersey. In New Jersey's 1993 state audit report, the department was found to have fragmented human resources policy and strategy. According to the report, programs were spread among the Department of Personnel, Office of Management and Budgeting, Division of Pensions and the Office of Employee Relations. 
According to New Jersey Department of Personnel officials, the department is currently undergoing restructuring. Divisions that previously administered persomlel functions to state and local government employees separately have been merged. In addition, New Jersey officials say the department is being organized by the functions performed (such as appeals and training) rather than the type of employee served (such as state or local). 



Sunset Review: Department of State Civil Service 
Ethics Administration officials say the new legislation will affect the current administration. New responsibilities will include: ~ Administration of lobbyist disclosures ~ Gaming groups ~ Computer database development ~ Electronic filing system for Campaign Finance Disclosures ~ Expanded educational and informational responsibilities 
Furthermore, to perform its new responsibilities, the E0~ics Administration has been awarded eight new positions for fiscal year 1996-1997 

Duplication 
Article X, Sections 10 (A)(I) and 48 (A)(I) of the constitution grant the State Civil Service Commission and the State Police Commission identical powers to adopt rules and take actions necessary to regulate certain classes of public employees. Both systems perform basically the same functions, only for different populations. Furthermore, the State Police Commission has not adopted rules flint directly relate to addressing the unique needs of commissioned law enforcement officers. An Inspector General's report dated December 1991 contained this same finding. The Commission is currently operating under rules that were taken directly from State Civil Service rules. For example, Chapter 3, Part C of the State Police Commission rules establishes that the director will: 
maintain a roster of all employees who are in the Classified Civil Service of the State. (Emphasis added) In addition, the three civil service systems all provide testing functions and classification plans, but for different populations of public employees. The testing functions include developing, administering, scoring, and providing test results. 



Sunset Review: Department of State Civil Service 

Most of the Ethics Administration's indicators identify the work being done by the department in terms of the number of hearings held, opinions rendered, and investigations completed. There are 11o measures to show how efficient the Ethics Administration has been in meeting the needs of the boards However, the outcome indicator for Objective Two (a recent decline in the number of civil suits filed) shows the Ethics Administration's effectiveness in assisting the Board's deterrence of violations of the Louisiana Elections Code. 
Staffing and Financial lnfolanation. At June 30, 1995, there were 16 classified employees within the Ethics Administration program. Total salaries for fiscal year 1995 were $354,004. According to staff officials, the staff was reduced to 12 as of April 18, 1996. 
New Legislation. The legislature enacted Act 64 during the First Extraordinary Session of 1996. This law amends LSA-R.S. 42:1102 et seq, and consolidates the Board and Commission into a single board. The consolidation will occur on January 1, 1997. The new board, in brief, provides for the following: 
Membership: Eleven members--seven appointed by the governor and confirmed by the Senate with at least one gubernatorial appointee from each congressional district; two appointed by the House; and two appointed by the Senate. 
Jnrlsdiction: to include public employees and elected officials for ethics, campaign finance, and elections integrity provisions of the law. 
Investigatory authority: The new Board will be able to investigate any official by a two-thirds vote of its membership or in response to a signed, sworn complaint from any elector. 



Sunset Review: Department of State Civil Service 
Objective Two: Support the Board in its efforts to (1) serve as a deterrent to intentional violations of the provisions of the Louisiana Elections Code; and (2) restore confidence in the integrity and even-handedness of Louisiana elections by disclosing campaign finance information and providing a realistic remedy for redressing meritorious complaints concerning Louisiana elections. 

Oil|COllie Indicator: A rez~nl decline ill the number of civil suits filed is a direct result of an increased efl~rt to educate candidates and provide reminders on filin~ deadlines. In the 1991 general eleclion, 214 suits were filed, colnpared to an average of 35 suils for the following three years. 
Objective Three: Continue to support the Board of Ethics for Elected Officials in its efforts to enable the public to identify persons who are compensated for attempting to influence legislative actions; to provide disclosure of certain expenditures made by those identified persons. 
Objective Four: Serve as the enforcement vehicle for alleged violations of the Lobbyist Disclosure Act. 
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Article X, Section 41 of the state constitution establishes the State Police Service. 111 addition, Article X, Section 48 authorizes the State Police Commission to administer the laws relating to the classified state police service. State law empowers the commission to appoint a director and personnel necessary to carry out the duties of the commission. These duties include regulating employment and adopting a uniform pay and classification plan for the classified state police service. The State Police Commission serves basically the same fnnction as State Civil Service Commission. Members of the State Police Commission are selected in the same fashion as those for the State Civil Service Commission, as discussed on page 4 The State Police Commission became effective January 1, 1991. During fiscal year 1991, the legislature appropriated $75,000 to the Department of Public Safety and Corrections for the operation of the commission. Beginning in fisca year 1992, the commission had a separate budget. Exhibit 7 below shows that expenditures have grown from $167,567 in fiscal year 1992 to $223,940 in fiscal year 1995. 

Exhibit 7 State Police Commission Expenditures for Fiscal Years 1992-1995 

$146 

993 1994 Source: Prepared by legislative auditor's staff from ulmudited financial statements. 
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Exhibit 9 below shows that the program's expenditures have grown slightly from $555,962 in fiscal year 1991 to $587,244 in fiscal year 1995. For fiscal year 1995, 91 percent of funding came from the general fund and 9 percent from self-generated revenue. Self-generated revenues are derived from political committees' filing fees [LSA-R.S. 18:1491. I(E)] and copying charges. 

Exhibit 9 Ethics Administration Expenditures for Fiscal Years 1991-1995 Tho dollars $700 $600 $500 $400 $300 .k $200 $100 $0 
Source: Prepared by legislative auditor's staff from mtaudited finatlcial statements. 
Mission and Objectives. In accordance with LSA-R.S. 42:1101, 42:1131, 42:1132, 42:1134, and the Campaign Finance Disclosure Act, the Ethics Administration provides staff and support services, as well as general assistance, for the Board and the Commission. The Ethics Administration objectives are aligned with the responsibilities mandated by statutes. The objectives and performance indicators used to measure achievement of the objectives are as follows: 

Objective One: Attempt to deter unethical conduct and conflicts of interest by elected officials and public employees by continuing to assist the Commission and the Board in their efforts to assure compliance with the provisions of the Code of Governmental Ethics. 
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As shown in Exhibit 4 below, the Human Resource Management program spent more than $2.5 million during fiscal year 1995. 

Exhibit 4 State Civil Service Commission Hnman Resource Management Program Spending and Staffing Fiscal Year 1995 
Expenditures Full-time Staff Percent Percent Divisions Dollars of Total Employees .of Total Examining $1,377,767 54% 35 55 % Classification and Pay 745,352 29 20 31 Personnel Management 438,849 1_7_7 14 Total $2,561,968 100% 64 100% Source: Prepared by legislative auditor's staff from the fiscal year 1995 FACS cost center responsibility report and budget request fonu BR 9B for fiscal year 1995. 

Program Objectives. The objectives of this program are aligned with the responsibilities mandated by the constitution. The objectives and performance indicators used to measure achievement of the objectives are as follows: 
Objective One: Personnel Management Division Conduct investigations, layoffs, and contract reviews without delay. Objective Two: Issue general circulars as required Objective Three: Conduct automated and on-site compliance audits 
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According to the director of the State Police Commission, her duties do not include recruiting or retainiug qualified officers. She stated that one functiou of the commission is to test candidates for employment and provide lists of eligible candidates to the Office of State Police. Actual recruitment, employment, and retention decisions and actions are the responsibility of the Office of State Police. 

Objective Three: Maintain a disciplinary and appeals process that allows timely response to personnel problems. 
P(~J-fOrlllallCe lildicalor Acloal Existing Recommended Over/(Under) 1993-1994 1994-1995 1995-1996 Existing Number of appeals received 12 9 9 0 Number of appeals resolved/disposed 8 None Unknown Unknown 

Average length of time to hear and decide appeal (in months) 4 None 4 0 
The performance indicators for Objective Three include an efficiency indicator that measures the average length of time to hear and decide an appeal The commission should establish a benchmark for the length of time needed to perform this process. The commission could then compare its present performance to the benchmark to determine if its current four month period to hear and decide an appeal is satisfactory. 
Staffing. The State Police Commission administrative staff consists of three unclassified employees: a director, a deputy director, and an executive secretary. Their salaries totaled $117,328 for fiscal year 1995. 
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The performance indicators listed previously primarily measure the activity of the Examining Division. One indicator measures the efficiency of issuing certificates although its related objective, Objective Three, does not include a time frame. There are 11o indicators that measure the quality of the tests currently being given. 
Staffing and Financial Information. As of June 30, 1995, there were 64 full-time employees in the Human Resource Management program, and tota annual salaries amounted to $2,191,683. From fiscal years 1991 to 1995, the Human Resource Management program reduced its staff size from 79 to 64 employees, or an average of 5 percent annually. According to State Civil Service officials, the staff reduction has resulted in a change in the methods used to achieve the departlnent's objectives. For example, the Classification and Pay Division is traveling less to perform desk audits and relying more on documents that are already on hand to make classification and compensation decisions. 
Total program expenditures for the Human Resource Management program for the past four fiscal years are as follows: 

Source: Prepared by legislative auditor's staff from utmudited financial statements 

Article X, Section 16 of the constitution creates and establishes the Municipal Fire and Police Civil Service. This civil service system covers firefighters and police officers of all municipalities having a population greater than 13,000 and operating a regularly paid fire and municipal police department. This system also covers all parishes and fire protection districts operating a regularly paid fire department. ]n addition, LSA-R.S. 33:2531, et ~, added to this civil service system municipalities having a population not less than 7,000. 
LSA-R.S. 33:2536 and 33:2476 require a fire and police civil service board in each municipality, parish or fire protection district that has a classified civil service system. Article 10, Section 17 of the Louisiana Constitution provides that appointments and promotions in the fire and police civil service shall be made only after certification by the applicable civil service board. 



Sunset Review: Department of State Civil Service 
Mission and Objectives. According to tile executive budget, tile State Police Commission's mission is to provide a separate personnel system for the commissioned officers of the Louisiana State Police. The system provides essentially the same services for state police as State Civil Service provides for other state employees. The objectives of the commission are aligned with the responsibilities mandated by the constitution. The objectives and performance indicators used to measure achievement of these objectives are as follows: Objective One Administer a personnel system that will address unique problems of State Police. 
Performance Indicator Aclllal Existing Recommended Over/(Under) 
Number of employees covered by Comlnission 690 779 939 160 Nulnber of COlllmlssioll staff 2 3 3 0 
Ratio of c(unn'~ission stall" Io employees 53 per ill systelll 1:345 1:260 1:313 Stall" l]lelnber 
Cost per emph~yee in system $218.26 $294.91 $257.72 ($37.19) Average processing time fi~r personnel action, s (it1 days) 1 1 ! 0 Number of investigations oc)nducled 0 3 3 0 
Number of general circulars issued 12 2 5 3 
Number of ~x)inmissioll ilenls 77 29 50 0* *As it appears in tile 1995-1996 ltxecutivc Budget 
Most of the performance indicators are input and output type indicators. The other civil service systems (state employees and municipal public safety employees) have almost identical indicators. The cost per employee indicator is useful to compare to the other civil service systems within the Department of State Civil Service. 
Exhibit 8 on page 23 shows that the State Police Commission is nearly four times more expensive to operate than the State Civil Service and nearly three and a half times more than Municipal Fire and Police Civil Service. 
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OFFICE OF LEGISLATIVE AUDITOR STATE OF LOUISIANA BATON ROUGE. LOUISIANA 70804-9397 
November 14, 1996 

The Honorable Charles D. Lancaster, Jr., Chairman The Honorable John I.. Dardenne, Jr., Chairman and Members of the House and Senate Govermnental Affairs Committees 
Dear Legislators 

1600 NORTn 13nRI) S'I~I!I!'I" POST OIIlIlCE IIOX 94397 TI,;IJ,;PnONI,~: (504) 339-3800 FACSIMII,E: (504) 339 3870 

This is our report oll the Department of State Civil Service for the purpose of sunset review, as provided by Louisiana Revised Statute 49:190 et seq. 
1 hope this informatiou will be of help to you in your review of that department 

DGK/jl ]CIVIL SERVICEI 

Sincerely, 
Daniel G. Kyle, CPA, CFE Legislative Auditor 



Sunset Review: Department of State Civil Service 
For Objectives One and Two, ratios are given to show the relationship of both the jurisdictions and candidates examined to the number of office personnel. Although Office of the State Examiner officials say that all personnel have an integral part in administering the civil service system for local boards, the ratio is misleading because it assumes that all personnel perform equal amounts of work relating to the jurisdictions and candidates. As a result, the ratios, which are efficiency indicators, do not appropriately measure if there is efficient use of staff to perform the functions of tile Office of the State Examiner. In addition, there is no benchmark for comparison to determine an efficient staff size for this function. 

Objective Three Continue to provide an orderly system of personnel management for each fire and police department covered by the provisions of tile Municipal Fire and Police Civil Service Law. Specifically, the Office of the State Examiner, will provide each local civil service board a classification plan appropriate for that jurisdiction to facilitate the proper allocation of each position within the classified service, as well as review that they are within tile framework of the law. 

Tile performance indicators for the classification of jobs are input and output type i~dicators. They only measure activities of this section. The objective is result-oriented; however, there are no performance indicators that measure efficiency. Surveying the satisfaction of the jurisdictions served could give this system a way to gauge its performance. 



Sunset Review: Department of State Civil Service 
The performance indicators relate to the objective of providing for the overall administration of this civil service system. One performance indicator details what the system costs per employee served. Another indicator shows the ratio of jurisdictions to office personnel. These types of indicators are decision- making tools that Call aid in improving the quality of services provided. I lowever, the system has not established benchmarks (limits) for these indicators to show whether these are indicators of good or poor performance. 

Objective Two Continue to provide a testing function. Specifically, tile Office of State Examiner, Municipal Fire and Police C~vi Service will prepare and adlninister validated tests of fitness for original entrance and promotion to applicants for positions in the municipalities or fire protection districts; score the tests and then furnish the results to the local civil service board for which the tests are given within a reasonable time frame; and make appropriate testing accommodations under the Americans with Disabilities Act. 



Sunset Review: Department of State Civil Service 
Mission. Tile Office of the State Examiner consists of the Administration, Examining, and Personnel Management and Classification sections. In accordance with state law, the mission of this civil service system is to provide an effective, cost-efficient general personnel system for local public safety entities that is consistent with tile law and professional standards, and based on merit, efficiency, fitness, and length of service. Program Objectives. Tile objectives of this system are aligned with tile responsibilities mandated by statutes and are as follows: 

Objective One: Provide for overall administration of the civil service system. Specifically, the Office of the State Examiner, Municipal Fire and Police Civil Service will respond to requests and provide advice and guidance as necessary to the 98 local boards, appointing authorities, departmental chiefs, governing bodies and employees within the system. (According to department officials, there are 90 boards.) 



Page 16 Sunset Review: Department of State Civil Service 
According to department officials, there are 90 of these boards. State law mandates llaat lhe boards perform certain duties which include, but are not limited to, file following: ~ represent the public interest in matters of personnel administration ~ advise and assist employees in the classified service with reference to the maintenance and administration of personnel matters ~ conduct investigations concerning administration of personnel, or concerning complaints by or against any officer or employee in the classified service ~ make, alter, amend and promulgate rules necessary to carry out its duties adopt and maintain a classification plan 
The State Examiner heads the Municipal Fire and Police Civil Service. The Office of the State Examiner administers civil service programs and provides the following services to local civil service boards, and city and other govermnental officials: ~ assist the various boards, departments, officers, classified employees and others in an advisory capacity 
~ prepare and submit a classification plan to each board for their approval 
~ prepare and administer tests of fitness for original entry and promotion, score the tests, and furnish the results to the board ~ maintain a roster of all fire and police civil service employees 



Page 14 Sunset Review: Department of Slate Civil Service 
Objective Five Assure compliance with laws and jurisprudence affecting compensation. 
No performance indicators listed in the executive budget directly relate to Objective Five. This objective is not easily measured. However, the department should develop indicators that show how it assures legal compliance 

Objective One: 
Objective Two: 

Examining Division 
Continue to recruit the numbers and types of applicants needed to fill positions in state government. Administer valid testing procedures to job applicants to identify the best applicants available for employment. 

Objective Three: Certify applicants (send lists) to state agencies for use in filling vacant positions. 

Objective One for the Examining Division does not address recruiting the "most qualified" applicants. Performance indicators could be developed that show the following: I. The number of persons scoring in the top five percent who subsequently accept positions within state civil service 
2. The percentage of supervisors who report satisfaction with candidates who are selected through the civil service examining process 
Supervisors who report that new hires lack certain skills could provide this information to the department, which could, in turn, modify its tests or procedures to ensure that future applicants are tested for these skills. 



Sunset Review: Department of State Civil Service 
Objective One: 
Objective Two: 

Classification and Pay Division 
Provide a method of job evaluation and position allocation that guarantees equity for all positions in the civil service system. Maintain salary rates that are competitive with their specified public and private market. Objective Three: Provide a salary structure and policies that assure incentives for promotion and a vehicle for the application of a pay for performance system. Objective Four: Maintain a salary structure and related policies that provide the necessary controls for good fiscal management of budgeted salary funds. 

As met~tioned on page 11, objectives should be specific and measurable targets for accomplishnlent. The objectives for this division only restate the mission of the Classification and Pay division. Ti~ese objectives should be revised. Once file objectives are revised, the performance indicators can be developed to measure efficiency and effectiveness. 



Sunset Review: Department of State Civil Service 
Objective l~ve: Keep state agencies aware of additions and changes to federal regulations on a timely basis. Objective Six: Interpret and keep rules updated and pertinent Objective Seven: Staff requests to the director and Civil Service Commission fully and in a timely fashion. Objective Eight: Conduct and respond to pertinent surveys aud provide reports to the legislature. 

Objectives Five and Seven do not define timeliness. Furthermore, there are no performance measures that directly relate to the accomplishment of this objective. We recommend the addition of a specific time frame for notification to state agencies. In addition, a performance measure such as the number of updates given to state agencies within the time frame specified would be a good indication of the accomplishment of the objective. As mentioned earlier, objectives should be specific and measurable targets for accomplishment. Objectives Six through Eight are functions of the division. In their present form, the objectives do not set any standards that would allow the division, in turn, to create appropriate performance measures The indicators associated with Objectives Five through Eight are activity indicators. While these indicators are important for resource allocation decisions, they have limited use because they do not indicate whether the program's objectives have been met. Furthermore, the figures used in these indicators have remained the same for the fiscal years shown, which may mean the agency is not updating this information. 



Sunset Review: Department of State Civil Service 

The indicators relating to these three objectives are output type indicators. In addition, these indicators do not appear to be realistic. For example, the number of investigations conducted has not changed since fiscal year 1994. The number of contracts reviewed has also remained the same. The time element (without delay) in Objective One is vague. Furthermore, 11o performance indicator is listed to show if investigations, layoffs, and contract reviews are conducted "without delay." Objective Four: Maintain the state personnel manua 

Objective Four is more of a goal than an objective, because there is no outcome. According to Manageware, a publication issued by the Office of Planning and Budget, goals are broad, general statements and objectives are specific, quantified, and time-bound statements of accomplishment or outcome Objective Four should be modified to include a time frame or time period for making revisions to the personnel manual. For example, the department could revise tile slate personnel manual annually. In addition, performance measures for this objective could include the number of staff hours per revision and the results of a survey to determine user satisfaction with the timeliness and accuracy of personnel manual revisions. 



Sunset Review: Department of State Civil Service 

Qu'dlily Indicator: 'llle percenlage of l~oard and ColnI'oission decisions Ihat are upheld by Ihe c,aurls is 90 percent 
According to OPB's Manageware, objectives should be specific and measurable targets for accomplishment. However, Objective One is not specific nor does it appear to be measurable. The ]2 performance indicalors listed previously are a mix of input and output type indicators. While these indicators clearly identify the activities of the Ethics Administration program, there are no indicators that measure the efficiency or effectiveness of the staff in performing the functions listed on page 25. 



Sunset Review: Department of State Civil Service Exhibit 6 below shows the fiscal year 1995 expenditures and staffing levels by section. The Office of State Examiner charges its operating services costs such as insurance, printiug, and office supplies to the Administration section. 
Exhibit 5 Office of the State Examiner Municipal Fire and Police Civil Service Expenditures for Fiscal Years 1991-1995 Thousands of dollal~ 

$585 

Source: Prepared by legislative auditor's staff from mutudited filmncial statements. 
Exhibit 6 Office of the State Examiner Municipal Fire and Police Civil Service Spending and Staffing Fiscal Year 1995 
Expenditures Full-time Staff Percent Percent Sections Dollars of Total Employees of Total Administration $306,283 48 % 5 33% Examining 277,807 43 8 53 Personnel Management and Classification 59,260 9 ~_2 14 Total $643,350 100% 15 100% Source: Prepared by legislative auditor's staff fi'om fiscal year 1995 cost center responsibility reports provided by file Municipal Fire and Police Civil Service. 


