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AUTHORIZATION AND APPOINTMENT

The Improving Government Efficiency and Operations Interim Study
Committee was established by the Legislative Council to "review the possibility of
developing an incentive-motivated management program for state government
which will reduce the cost of government services by rewarding state agencies
which significantly reduce their costs” and to "review the operation and structural
efficiency of state agendies, including the ratio of supervisors to employees and
benefits of early retirement incentives."

Legislative members serving on the Study Committee were:

Senator William Palmer, Co-chairperson
Representative Phil Wise, Co-chairperson
Senator Mary Kramer

Senator Berl Priebe

Senator Harry Slife

Senator Richard Varn

Representative Kenneth De Groot
Representative Deo Koenigs
Representative David Millage
Representative Mike Peterson

Public members serving on the Study Committee were:

Mr. Tom Bedell
Ms. Vicki Brown
Mr. Mike Whalen

COMMITTEE PROCEEDINGS

The Study Committee was granted three meeting days which were held on
Tuesday, October 29, 1991, Monday, December 9, 1991, and Thursday, December
19, 1991. The minutes of the meetings and materials distributed or discussed at the
meetings are on file with the Legislative Service Bureau. A list of materials
distributed at the meetings is attached to this document (see Attachment 1).
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FIRST MEETING - October 29, 1991

The first meeting of the Study Committee was held Tuesday, October 29,
1991, in Senate Committee Room 22 of the Statehouse in Des Moines. During this
meeting, the Study Committee received several presentations.

Mr. Bill Snyder, Legislative Liaison for the Iowa Department of Personnel,
.discussed the concept of "span of control,” relating to the ratio of supervisors to
employees in state government. Mr. Snyder stated that within state government,
unlike the private sector, supervisors do not engage exclusively in supervisory-type
duties, 'noting that research conducted by the Department indicates that
approximately one-third of a supervisor's time is occupied by supervisory duties.
Mr. Snyder informed the Committee that, at the request of the Governor's
Committee on Government Spending Reform, the Iowa Department of Personnel
has developed a methodology to calculate cost savings relating to reduction in the
number of supervisory personnel, using an assumption that supervisory positions
having less than a 1:6 span of control ratio will be evaluated for possible reduction
or other action. Discussion indicated that the Committee favors a higher span of
control, closer to that reportedly found in the private sector, to trigger analysis for
possible reduction. Senator Varn made the point that many supervisory positions
are created to retain good employees. Mr. Snyder explained that new employment
positions are reviewed by Department and usually not approved as supervisory
unless at least three persons report to the new position. Information presented by
the Legislative Service Bureau indicated that the span of control found in state
agencies differs, by department and division. Several committee members
expressed interest in the concept of motivated management to encourage employees
to "own" their jobs and suggested other changes to improve efficiency.

Legislative Fiscal Bureau staff presented information regarding full-time
equivalent (FTE) positions and regents employees for fiscal years 1981 to 1991, and
the percentage increase in regents employees from 1982 to 1991 reflecting the
increase in the number of individuals employed but not the increase in the number
of full-time equivalent positions, and state employee salaries. The Legislative Fiscal
Bureau found that the level of state employment excluding the state Board of
Regents has increased by 14.3 percent (FIEs), while the number of Regents related
employees have increased by approximately 27.8 percent (not FIEs). The
Legislative Fiscal Bureau indicated that average salaries of selected state employees
are higher than those of private sector employees, but comparable to those of state

employees of surrounding states. -

Mr. David Fisher, Chairperson of the Governor's Committee on Government
Spending Reform, provided an overview of the Governor's Committee and the
progress of its task forces. Mr. Fisher stated that the Governor's Committee
believes that the state faces a $300 million deficit which consists of $150 million of
excess spending over revenues, and a one-time cost of $150 million for
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GAAP-related expenditures.  He stated that the Governor's Committee is
developing recommendations which would provide $300 million in savings.

Ms. Gretchen Tegeler, Acting Director of the Iowa Department of
Management, discussed her department's system of departmental progress reviews.
Ms. Tegeler explained that the progress review is not intended to be used for
program evaluation, relating to the program itself and its necessity, but is not
limited to an evaluation of performance objectives. Co-chairperson Wise expressed
the opinion that information collected by the Department of Management and the
Legislative Fiscal Bureau is not aligned in such a way as to make integrated use by
the General Assembly possible. She also discussed the method by which her
department prepares the Futures Agenda for the state.

Mr. Dennis Prouty, Director of the Legislative Fiscal Bureau, discussed the
operations of his bureau, noting that its primary responsibilities include evaluation
and monitoring of programs and departments for the General Assembly, providing
staffing for budget subcommittees, providing expenditure oversight, and monitoring
the fulfillment of legislative intent included in appropriations legislation. Mr.
Prouty commented that the Legislative Fiscal Bureau is not involved in the
Department of Management's progress review process, and that some aspects of the
review reports might coincide with activities of the Bureau. Mr. Prouty also
commented that a program evaluation division existed in the Bureau from 1979 to
1985. e

Mr. Warren Jenkins of the Auditor of State's Office discussed his office's
system of reviewing the fiscal impact of particular programs. Mr. Jenkins pointed
out that currently there is no connection between the processes of the Auditor's
Office, the Department of Management, or the Legislative Fiscal Bureau. He also
expressed the belief that although here is no inherent conflict of interest in an
executive branch agency reviewing another executive branch agency, such a review
might not be viewed as being as independent as a review conducted by an entity
not reporting directly to the Governor.

Ms. Vicki Brown, Study Committee member and American Federation of
State, County, and Municipal Employees (AFSCME) representative, discussed
potenhal recommendations for efficiency in state government which would involve
using energy more efficiently, redesigning jobs, and orgaruzmg the workplace to
allow for greater efficencies.

During the first meeting, the Study Committee also discussed a document
prepared by the House Democratic Research Staff entitled "Suggestions for
Government Efficiencies" (referred to as the Efficencies List), collected from a
variety of sources by Co-chairperson Wise. The Study Committee was requested to
review the document, submit any additional suggestions, and rank order the entire
listing as compiled by the Legislative Fiscal Bureau on behalf of the Committee.
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SECOND MEETING - December 9, 1991

The second meeting of the Study Committee was held Monday, December 9,
1991, in Hearing Room 2 of the Lucas State Office Building in Des Moines.

The Committee received a presentation from Mr. Roy Park of the Applied
Management Company concerning incentive motivated management programs. Mr.
Park expressed support for the total quality management approach to incentive
motivated management, noting that trust is necessary for its implementation, and
that certain disincentives which exist currently, such as the budget process,
compensation structure, and emphasis on paperwork over product, must be
removed. Mr. Park suggested that for ITowa government, layers of supervision and
span of control should be examined.

Mr. John Lawson of Deere & Co. shared the experiences of that company's
recent efforts to reorganize and downsize. Mr. Lawson indicated that most
successful efforts in resizing the company occurred when many individuals were
involved in providing input.

Senator Richard Varn, Study Committee member, discussed information
technology and the potential for its use in state government to increase efficiency.
Senator Varn stressed the need to examine the effect of information technology on
government and private enterprise, pointing out that utilizing technology should
involve providing access points for citizens to government services. Senator Varn
stated that change in the system can begin with a small change, and proposed that
use of a citizen "smart card" to store information for access to government services

would be a starting point for change.

Mr. Dwayne Ferguson of the Legislative Fiscal Bureau and Ms. Patty
Schroeder of the State Auditor's Office gave a joint presentation concerning
program evaluations. Mr. Ferguson and Ms. Schroeder indicated that joint
evaluation of programs could be performed if it were determined that the expertise
of both offices would be beneficial. Co-chairpersons Palmer and Wise expressed
interest in exploring this concept.

Mr. Bill Snyder of the Department of Personnel discussed span of control
issues, including an analysis on the subject prepared by the consultants retained for
the Governor's Committee on Government Spending Reform which recommends
that the number of management layers in state government should be reduced over
the next two years. Ms. Brown expressed disagreement with Mr. Snyder's assertion
made at the first meeting, that supervisors spend only one-third of their time on

supervisory duties.
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Ms. Gretchen Tegeler of the Department of Management discussed the Iowa
total quality management process currently in progress which she explained has the
following goals:

1. To have the people who deal with state government know that they
get value for their investment in government.

2. To improve the efficiency and productivity of state government.

3. To have all state employees know pride in their work.

According to Ms. Tegeler, the goals are achieved through an incremental long term
process involving employee teams to examine and improve work procedures,
improving systems rather than placing blame for poor results, using specific
problem solving tools to analyze work systems, and making improvements which
enhance "customer” service. The process is based upon the work of Dr. Edward
Deming which has been used extensively in the private sector.

Ms. Sue Lerdal of the Legislative Fiscal Bureau discussed documents
presented to the Committee concerning federally funded programs which are
institutionally controlled, employee headcounts, and the tally sheet concerning the
suggestions submitted to the Study Committee for consideration and evaluation.

D - R

The third and final meeting of the Committee was held Thursday, December
19, 1991, in Committee Room 118 of the Statehouse in Des Moines.

At this meeting, the Committee discussed the following subjects: span of
control and layers of management, early retirement, total quality management,
program evaluation, the Efficiencies List, and AFSCME efficiency recommendations
- presented at the meeting by Ms. Vicki Brown and Ms. Teri Rosen. The Committee
received no formal presentations during the meeting but engaged in detailed
discussions regarding the Efficiencies List. = The Committee made several
recommendations after long discussion.

COMMITTEE RECOMMENDATIONS
The Improving Government Efficlency and Operations Interim Study
Committee adopted the following findings and recommendations at its third and

final meeting held on Thursday, December 19, 1991:

1. State government needs to become more accessible to taxpayers, and there
must be a reduction in the bureaucratic red tape that unnecessarily complicates
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citizen dealings with government. State government also needs to be a better,
more efficient place to work, and more responsibility must be given to the workers
to perform their jobs well.

In order to modernize the management structure of state government, and
empower the workers, the Committee recommends the following:

a. Span of Control and Layers of Management. That the Iowa Department of
Personnel (IDOP) be directed to work with agencies to reduce the layers of
management in state government by at least 50 percent by July 1, 1993, and increase
agency-wide supervisor to employee ratios by up to 50 percent by July 1, 1993.
IDOP would present an interim report to the General Assembly on its progress by
January 15, 1993, and would present a final report by April 1, 1993.

b. Job Classification. That IDOP be directed to simplify the state's job
classification system in order to reduce the number of job classifications, provide for
a technical-skill-based career track which does not depend on an employee gaining
supervisory responsibility in order to advance, and provide incentives for employees
to broaden their knowledge and skill base. An interim report would be due to the
General Assembly on January 15, 1993, and a final report would be due January 15,
1994.

c. Total Quality Management. That the General Assembly enthusiastically
support efforts to implement Total Quality Management concepts throughout all
segments of state government.

d. Early Retirement. That in order to ease the transition to broader spans of
control and fewer layers of management in state government, consideration be
given to implementation of an early retirement program.

2. Citizens of Iowa demand excellence in government. In order to improve
state government's ability to ensure that taxpayers' dollars are appropriately,
efficiently, and effectively spent, the Committee recommends the following:

a. That $40,000 be appropriated, and one full-time equivalent employee (FTE)
be authorized to the Legislative Fiscal Bureau (LFB) to allow for more legislative
oversight and evaluation projects. = LFB's current visitation process would be
eliminated in favor of this process. Each appropriations subcommittee would pick a
topic, agency, or program to study each session.

b. That the General Assembly maintain an open line of communication with
the Auditor of State's Office concerning that office's operations audits.
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3. In order to make government more efficient, eliminate duplications in
service, stop funding of outdated programs, and make other efficiencies in state
government, the Committee recommends the following:

That recommendations to reduce state spending developed by the Committee
and recommendations developed by the American Federation of State, County, and
Municipal Employees (AFSCME) be forwarded to the appropriate appropriations
subcommittees for review, debate, and consideration for unplementahon in the fiscal

year beginning July 1, 1992. (A copy of AFSCME's report is attached. See
Attachment 2.)

4. The Committee makes the following specific recommendations which are
included in the document entitled "Suggestions Submitted to the Interim Committee
on Improving Government Efficiency and Operations” containing suggestions
ranked by members of the Committee. (A copy of this document is attached as per
Recommendation 5.)

a. That the General Assembly review all tables of organizations regarding
supervisor to employee ratio.

b. That the General Assembly reduce the funds for dual enrollment whereby
public schools receive reimbursement for students in nonapproved private schools in
nonacademic programs.

c. That the General Assembly eliminate the highway patrol's presentation of
the Drug Abuse Resistance Education (DARE) program.

d. That state employees who suggest efficlencies be rewarded with a
percentage of the savings resulting from implementation of their suggestions.

e. That state government invest in technology for long-term savings.
f. That state government provide for direct access to state services.

5. The Committee recommends that the document entitled "Suggestions
Submitted to the Interim Committee on Improving Government Efficiency and
Operations” (Efficiencies List) containing suggestions ranked by members of the
Committee be forwarded to the appropriate appropnauons subcommittees for
consideration. (A copy of this document, also referenced in Recommendahon 4, is
attached. See Attachment 3.)
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ATTACHMENT I

MATERIALS DISTRIBUTED AT MEETINGS

Materials Distributed at First Meeti

Span of Control - produced by the Department of Personnel at the request
of the consultant for the Governor's Committee on Government Spending
Reform and explained to our Committee by Bill Snyder, Legislative
Liaison, Iowa Department of Personnel.

2. Department of Human Services Supervisor/Employee Ratio.

9,

Outlines of Programs and Services Offered by Executive Branch Agencies
beginning with the Department of Agriculture and Land Stewardship --
outlines prepared using materials sent by departments upon request of a
Committee member detailing programs and services offered.

. Legislative Service Bureau Summary of Information on Impact of Loss of

Personnel on Selected Executive Branch Departments October 1991 --
details by department the impact of the loss of personnel experienced due
to Reductions in Force, 3.25 Across-the-Board Cuts, and General Assembly
action. A chart at the beginning of the document summarizes the effects
by department and division.

. Memo to Sue Lerdal, Legislative Fiscal Bureau, from Fran Fleck,

Department of Economic Development -- regarding economic impacts of
Reductions in Force on the state, distributed by the Legislative Fiscal
Bureau.

FTE Positions and Regents Headcount -- prepared by the Legislative Fiscal
Bureau.

FTE Positions FY 1981-FY 1991 Sufnmary - prepared by the Legislative
Fiscal Bureau.

Analysis of State of Jowa Employment and Salaries — prepared by the
Legislative Fiscal Bureau.

Supplemental Overhead Graphs and Charts - prepared by the Legislative
Fiscal Bureau.

10. Futures Agenda 1990 -- distributed and explained to the Committee by

Gretchen Tegeler, Department of Management, as the Governor's
Strategic Plan for the state.

11. Progress Review -- distributed and explained to the Committee by

Gretchen Tegeler, Department of Management, as an example of the result



of the Department of Management's method of performance evaluation of
departments.

12. Early Retirement Systems Audit - prepared by Warren Jenkins of the
State Auditor's Office.

13. Suggestions for Government Efficiencies - prepared by Co-chairperson
Representative Wise.

14. Phase I and Phase II Layoffs - prepared by Co-chairperson Representative
Wise.
erials Distri d at n in

1. Jowa Department of Personnel's Final Report to the Executive Branch Task
Force of the Governor's Committee.

2. Report of Supervisor "Bumping” prepared by the Iowa Department of
Personnel.

3. Rationale for Supervisor/Employee Ratios — Request and Responses from
Department of Commerce and Department of Human Services and the
Department of Management.

4. Compilation of Selected Departments' Responses to Memo of November
12, 1991, Regarding Authority of Department Directors.

Materials Distributed at Third Meeting
1. Proposed recommendations by Co-chairperson Representative Phil Wise.
2. AFSCME Council 61 - Improving State Government.

3. Memo from Dennis Prouty -- Procedural Alternatives for Legislative
Evaluations of Programs.

4. Memo from Dwayne Ferguson -- Early Retirement Proposals.

5. Memo from Bill Snyder -- Estimated Costs of Revising the Classification
System.

6. Memo from Steve Wall -- Funding for Implementing Total Quality
Management.

7. Statement of the Iowa State Association of Counties.

. Top Suggestions Submitted to the Interim Committee on Improving
Government Efficiency and Operations -- dated 12/9/91.

oo

w

Suggestions Submitted to the Interim Committee on Improving
Government Efficiency and Operations -- dated 12/19/91 (copy attached).

Attachl
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AFSCME REPORT
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-AFSCME COUNCIL 61
IMPROVING STATE GOVERNMENT

AFSCME Council 61, representing lowa State workers, believes that there will be
no meaningful, long-term solution to the problems of the state unless its employees are
part of the process. Only the people who actually do the work know the day-to-day
problems they face trying to do a good job. They see waste, inefficiency and poor
planning everyday on their jobs.

In response to lowa's problems, AFSCME Council 61 called a meeting of activists
from around the state. AFSCME International worked with these activists to begin to
reach out to state workers for their ideas to help lowa. At the meeting, the participants
were introduced to a survey form designed to help state workers look at their jobs and
their work places to |dent|fy the problems they run into trying to work effectively. The
activists were trained in the use of the form and asked to distribute it to their co-workers.
Where possible, they were asked to hold meetings with co-workers to brainstorm about
their work problems and develop possible solutions. In addition, they were given a job
analysis form to use for those workers who might find it helpful in organizing their
thoughts about their jobs. Copies of both forms are included in this report.

After the meeting, the activists returned home to begin a two-week whirlwind of
action contacting and working with their fellow employees to gather their ideas and
observations. AFSCME International organized the results by state agency and by
subject matter. The outcome is this report, in which the employees who work for the
people of lowa tell their side of the story—-what they encounter as they try to provide the
services their fellow lowans require.

The stories lowa employees told provide a common sense basis for attacking the
problems of the state. No amount of "expert" solutions, grandiose schemes or quick
fixes will work uniess some basic issues are addressed. To do otherwise would be like
installing an expensive new floor on a rotten foundation. It may look good at first, but
in a short time the same old problems will surface. ;

Supplies and Equipment

Money spent on supplies and equipment goes right down the drain if the wrong
items are purchased, if time is wasted trying to get to inconveniently located materials
or if perfectly good equipment is allowed to deteriorate. State workers told of numerous
instances in which their work is hampered by the terrible condition of the tools they are
given.



Building Maintenance

lowa employees see state money wasted because basic preventive maintenance
is not done. It is shortsighted to allow buildings to deteriorate until more expensive
repairs or replacements are required. Water damage from leaky roofs or plumbing,
crumbling walls and filthy conditions were all cited. State workers want the state to show
more respect for what is, after all, the taxpayers’ property.

In addition, workers feel that money would be saved on energy costs if buildings
were properly insulated and winterized and heating and cooling systems were
appropriate for the job and kept in good repair. Heaters running in the summer and fans
in the winter are not good uses of precious state resources.

Time and money are wasted and unnecessary errors are made when workers are
untrained or improperly trained. State employees want good initial training and they
want ongoing training to keep up with equipment changes and policy changes. Many
said that computers could help them do their jobs much faster and with fewer errors, but
existing computers are often under-utilized because the workers have not been trained
in their use.

upervisors

lowa employees want their supervisors to be working supervisors who actually
supervise. The state needs more people doing the work and fewer people sitting in
offices divorced from the day-to-day realities of the job. Impractical management
directives and insensitivity to the concerns of the workers result from the current
situation. Workers feel that there are too many supervisors causing duplication of efforts,
conflicting policy decisions and an inflated payroll on the top end. Many employees said
that their lead workers were far more helpful in getting the work done than their
supervisors.

Staffing

Every department reported staffing shortages. In the long run, the state loses
money due to errors, stress-related ilinesses and tasks that never get completed.

More on these and other observations by state workers can be found in the report
which follows along with some ideas for enhancing state revenues.

State employees want to be part of the solution. In fact, without them, there can
be no solution to lowa’s problems. AFSCME Council 61 and AFSCME International will
continue to look for ways state services can be performed more efficiently and state
resources can be better protected and conserved.



AFSCME COUNCIL 61 SURVEY
IMPROVING STATE GOVERNMENT

We need your ideas to give to a state legislative committee which is studying
government efficiency. Have you noticed problems in your work site which are
wasting government money? Is your work place arranged so you can do your job
efficiently? Do you have to fill out unnecessary forms on your job? Please put your
suggestions and comments on this form with as much detail as you can. Use extra
sheets of paper if you wish. RETURN BY NOVEMBER 4, 1991

Your Building or Site - For example, are windows broken? Are faucets leaking?
What do you know about?

Your Work Plag'v'- Do you waste time getting to the things you need to do your job?
What ideas do you have for changing your work place so you can do your job better?

A | (OVER)



emcienuy¢ IS Ume wasiea aue 10 a snorage or tools, forms, or omer nems needed for
your job? Did you get the training you need to do the best job possible? What is it like
where you work?

What are your regular working hours? (8:30-4:30, 9:00-5:00, etc.)

What is your regular work week? (M-F, Tu-Sat, etc.)

What are the operating hours of your workplace?

" If your working hours include weekends, evenings, or nights, please answer the next two
questions. If not, please go to the next page.

Do your duties change depending on the time of day or day of the week? If so,
please describe these changes.

During your work shift, when are you most productive and why?

v (PLEASE GO TO NEXT PAGE)



Your Job - Do you have ideas for eliminating unnecessary or duplicate tasks you do
on your job? Can you think of ways to simplify parts of your job so they can be done
fasteg %xgd with fewer errors letting you concentrate on the more difficult parts of
your job?

DEPT./AGENCY ' JOB TITLE
WORKSITE Local No.

OPTIONAL:

Name Phone Number
Address

Please contact me--1'd like to ﬁelp Yes No

Return to: AFSCME Jowa Council 61
. 4320 N.W. 2nd Avenue
Des Moines, Jowa 50313

by November 4, 1991



AFSCME COUNCIL 61 SURVEY
JOB ANALYSIS CHART

Please fill out the form on the back of this page to help us understand how your job
is organized and how it can be improved. Please return this form to AFSCME
Council 61, 4320 N.W. 2nd Avenue, Des Moines, Iowa 50313, by NOVEMBER 4, 1991.

Instructions:

1. Choose two major tasks you perform to do your job.

_ 2. Think about all the different steps you have to take for each task. Include the

times you have to wait for someone else to do something before you can finish
the task. ' ; :
3. Write a brief description of each step in the tasks you have chosen.
4. Study the explanation of the symbols below.
5. Draw a line through the symbol that best describes each step of your job. (See
6

example below)
If you can, write your estimate of the distance in feet and/or number of minutes

in each step (optional).

EXPLANATION EXAMPLE
OF SYMBOLS G
DIST.

e B sl vé':r -y DESCRIPTION
e iy T Tl e REGLEST 70 CHmer ALIREES
= Tansporiation ::;bi?: iy i 35 | 7 FUES 70 Putl FOLL ER

. ik LE CHpnGE On DATA RECAANG FDRM
Al il ot Al T XF kM T8 DATA RECOR /NG
Sutifaicey, fosm WAITING R PATA INFPUT
o o ot W pan ion OF ALDRESS PUT 11 CoHPIER,
v Storage The item is put away for an ex- oM _WhAITING 70 BE HATTHE M‘“’"-"’
tended lenoth of time. A3 OUTPUT 72 SNERVIDR 70 REVIE W
NAME (Optional) Phone No.
ADDRESS
DEPT./AGENCY LOCAL NO.
WORK SITE JOB TITLE
Please contact me--1'd like to help Yes No

¢ (OVER)



AFSCME COUNCIL 61 JOB ANALYSIS CHART

WORKSITE

DEPARTMENT/AGENCY

~ JOB TITLE

DESCRIPTION

TASK

1
TASK 2

CHART
SYMBOLS

DODDDDDDDDDDDDDDDDDDDDDD

aNaNaYajajajaNajaYaNaNalaNaNaYaNaNaNaNaNaYaYala
0000000000000 000O0OO0O00O0O00O0o

gO0000000000000000000000
DO0O00000000QOO0O0000000000O0

DDDDDDD
oonooooo

0000000

gt000000
0000000

TIME
IN

DIST.

IN
FEET | MINS.
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- AFSCME COUNCIL 61
IMPROVING STATE GOVERNMENT

DEPARTMENT OF EMPLOYMENT SERVICES

lowa Department of Employment Services employees help lowa residents find
employment. They work with federal and local programs to provide this service. They feel
that time and money are wasted due to the lack of proper equipment and training, poor

layout of their offices and unnecessary delays in their interaction with other agencies. Their
main concerns:

= Training

" Lack of proper training sometimes results in expensive equipment sitting idie because

too few employees are trained in its use. Employees expressed frustration and their

. desire to expand their knowledge and better use the tools available to work more
. efficiently.

®  Computers

Employees told us that computers and good programs for them could help them serve
the public better. They had some complaints about poorly designed programs and
about public self-service programs.

B Supplies and Equipment

- Employment Services workers’ problems with the shortage of supplies and equipment
is compounded by the fact that they often have to share facilities with other programs.
Time spent waiting for a phone or machine to be available or looking for necessary
supplies is wasted time.

B Office Layout/Job Design

Employees described office layouts which prevent them from seeing if an applicant is
waiting without leaving their desks, coming to the front and checking. This gives poor
service to applicants who are kept waiting and interrupts the employees’ work. Workers
also feel that they need time to conduct interviews uninterrupted by phone calls.
Several workers expressed their concerns about forms designed by people who never
work with the clients. They also told us that the value of one part of the employment
services program is sometimes undone because of lengthy delays before the next part
of the program is implemented.



Representative comments in lowa State employees’ own words. (Where available, the
job tities of the respondents are shown in parentheses.)

®  Training

* would like training on using the new pieces of equipment in our office. Presently only one
person can use the computer that makes resumes. | watched while she did one, but | need
hands-on training. | would like to be able to use the computer that self-administers a typing
test also. These pieces of equipment take up a lot of space in the office and are not used
but rarely. However, they are a good resource, especially if more of us could help the public
use them.” (Job Service Interviewer)
R

"New employees do not receive the necessary training on the basic duties of their jobs
because the job service does not recognize and utilize lead workers. Lead workers, if used,
could free management from the details of the work so they could focus their attention on
more important things." (Job Service Interviewer)

= --Computers
o X
X

*l don’t believe the JIF form is as efficient as we are told it is. It requires 5 screens to view
an applicant’s qualifications and there is wasted space on each screen." “The computer
requires too many different screens to be used to enter data on applicants and transactions.
The number of screens should be condensed and combined to save time and effort." (Job
‘Service Interviewer)
g

*Our agency, Job Service of lowa, should redirect its automation expenditures towards
computer equipment that is used by its employees rather than directly by the public. For
example: office automation has helped me identify qualified job applicants. | still consume
too much time in clerical work, writing up notices to be sent out to applicants. We need the
hardware to automate the mailing of notices and making phone calls. Automation would
cause faster service to our applicants and also to the employers. The cost of this
automation equipment would, in my opinion, be offset by savings in postage and paper work.
Public use automation, specifically our expenditures for the public to basically make
resumes and conduct typing tests should be put on hold. This money could be better spent
‘upgrading our own computer system. Automation dollars for equipment that spits out
general information like an instant-cash teller machine is simply not cost effective in job
placement.” (Job Service Interviewer)

*| need to use a computer to enter and check data. One is not always available for Promise
Jobs." (Promise Jobs Interviewer)

®  Supplies and Equipment

*| am unable to secure a new local office stamp and therefore must walk from my desk to
the center of the office where one is kept for everyone. This is a distance of 30 feet over
and 30 feet back to my desk, then another 60 feet repeat to return it...issue each person a
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local office stamp device." (Job Service Interviewer)

*"When JTPA, Promlsé” Jobs or Older W6rker Specialists are using our office, we sometimes

have to wait for quite a while for a phone. We could use three telephone lines.” (Job
Service Interviewer)

*We frequently run out of supplies of necessary forms, pencils, correction fluid, etc." (Job
Service Interviewer)

= Office Layout/Job Design

“The open front reception area which allows applicants to walk into the employees’ work area
and interrupt should be more restrictive." (Job Service Interviewer)

"Rearrange the office so as to be able to more easily see if another applicant is waiting.
Takes too much time getting another applicant there to walk up to the front to see if some
one is waiting." (Job Service Interviewer)

"We should take turns answering phones and writing up job orders, etc. There are too many
interruptions while | am interviewing claim problems, etc. It takes time to get back to where

you were interrupted at a certain point in the interview. All the interruptlons make it hard to
be professional * (Job Service Interviewer)

*Eliminate phone calls while intemewmg applicents * (Job Service Interviewer)
#
*We need new forms with input from persons working with them, not just program people
who never fill out a form with a client." (Promise Jobs Interviewer)

*Our forms allow too much time between call-ins. | feel that after my clients have finished
Job Club, Job Services should have the Work Experience part. They are inspired after Job
Club, but must wait 30 days or more until JTPA can do Work Experience. Most need this
due to poor or no work history." (Promise Jobs Interviewer)

®  Miscellaneous

*Don’t close offices or cut hours—-cut management-that'’s where the expense is. One
supervisor can handle 20 people or more—-certainly if a teacher in a classroom can." (Job
Service Interviewer)

*The money spent to have the necessary installations made for piped-in music to our work
area does not seem necessary. The music distracts some workers from their duties and
increases the error rate. The cost of the electricity and the musical equipment could be
better spent elsewhere. Music in the Job Service office is an unnecessary expense." (Job
Service Interviewer)
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DEPARTMENT OF HUMAN SERVICES

By far, the greatest concerns Department of Human Services (DHS) employees
expressed were with the quality and availability of supplies and equipment, short staffing and
the deteriorating state of the buildings they work in and their patients and residents live in.
They believe that state money is wasted because of energy inefficiencies, poor design of
their jobs and their worksites and the lack of proper training. They told us about many
problems:

= - Supplies and Equipment

DHS workers feel they waste an inordinate amount of time and state money because of

shortages of supplies, looking for missing or inconveniently placed supplies, working

with poor quality equipment or having to go through bureaucratic hurdies to get the

tools they need to do their day to day work. They believe that computers could help

them organize and accomplish their work more efficiently, but are frustrated by their
» lack of training, the inaccessibility of computer equipment, and the poor quality of
; programs designed without input from the people who do the work.

B Energy Efficiency/Climate Control/Building Maintenance

-~ State workers told us that money is wasted because of poor or nonexistent maintenance
which causes energy loss and frequent repairs and prevents them from concentrating
on their work. The basic common sense people use in preserving their own property
is neglected when it comes to state property, and the workers feel terribly frustrated by
this.

®  Training

DHS employees want to do a good job for their clients and the people under their care.
Without proper training, they rely on trial and error, which they feel is an inefficient way
of doing business.

&  Shortstaffing

The workers told us how shortstaffing wastes money by causing injuries and iliness and
preventing them from working efficiently.

- rvisors



DHS employees told us about supervisors who do littie to help them get the job done.
* ,Many said that their lead workers helped them far more in their work.

Representative comments in DHS employees’ own words:

(The job tities of the respondents are shown in parentheses when available.)

- “&ggies and Equipment

Shortages

"in my eight years with the department, it seems that every year, somewhere around the
eighth to tenth month into the fiscal year, the district runs out of money in their forms
budget, which means we are not allowed to purchase additional forms until the next fiscal
year. Since we can not perform the necessary operations of the office without these forms,
what usually happens is that individual offices end up copying them, some of them running
as long as 14 pages. Copying these forms has got to be more expensive than buying them
preprinted, when you take into con<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>