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To Members of  t h e  Forty-ninth Colorado General Assembly: 

I n  accordance w i t h  t h e  p r o v i s k m s  of  Senate  J o i n t  
Resolut ion No, 11, passed by t h e  Second Regular Sess ion  
of t h e  Forty-eighth General  Assembly, t h e  L e g i s l a t i v e  
Council submits t h e  accompanying r e p o r t  r e l a t i n g  t o  t h e  
personnel  system f o r  s t a t e  employees. 

The Committee appointed by t h e  L e g i s l a t i v e  Council 
t o  conduct t h e  s tudy was unable t o  submit i t s  r e p o r t  t o  
t h e  L e g i s l a t i v e  Council i n  t ime f o r  t h e  Counci l ' s  f i n a l  
meeting. However, t h e  Council has  voted t o  approve t h e  
Organiza t ion  Committee's r e p o r t  and al low t h e  Committee 
t o  r e p o r t  d i r e c t l y  t o  t h e  General Assembly, 

Respec t fu l ly  submitted,  

/ S/ 	 Senator  Fay DeBerard 
Vice-chairman 
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Senator  Fay DeBerard 

Vice-chairman 

Colorado L e g i s l a t i v e  Council 
Room 46, S t a t e  Cap i to l  
Denver, Colorado 80203 

Dear M r ,  Vice-chairman: 

Your Committee on Personnel herewith submits i t s  
repor t .  The Committee9 s f i n d i n g s  and recommendation per- 
t a i n  t o  t h e  a r e a s  of s tudy assigned by S. J.H.  No, 11 
which continued, f o r  t h e  1972 i n t e r i m ,  t h e  s tudy of  t h e  
s t a t e  personnel  system commended during t h e  1971 inter im.  

It has  been my p r i v i l e g e  t o  se rve  a s  chairman of  
t h e  Personnel Study Committee f o r  t h e  p a s t  two years ,  
The w r k  o f  t h e  Committee during t h i s  per iod has been 
d i l i g e n t  and t h e i r  recommendations have gained broad 
acceptance. Thus much has been done i n  t h e  s tudy and 
implementation of  a more responsive and modem personnel 
system f o r  t h e  S t a t e  of  Colorado, 

Respect fu l ly  submitted,  

/s/ 	 Representa t ive  John Fuhr 
Chairman 
Committee on Personnel 



As p r e s c r i b e d  by Senate  J o i n t  Resolution No. 11, 1972 
Sess ion ,  t h e  L e g i s l a t i v e  Council appointed t h e  fol lowing 
Committee t o  conduct a s tudy  o f  t h e  s t a t e  personnel system
i n  Colorado: 

Rep. John Fuhr, 
Chai m a n  

Sen, 
Sen. 

William Garnsey 
Ben Klein 

Sen, George Brown, 
Vice Chairman 

Sen. C. K. Enstrom 

Rep. 
Rep, 
Rep. 

S. G.  Arnold 
F o r r e s t  Burns 
J e r r y  Rose 

M r .  Shelby Harper, F inanc ia l  Vfc e  P res iden t  
S e c u r i t y  L i f e  Insurance  Company 

M r .  Arnold YcDermott, D i r e c t o r  
Denver Career  Se rv ice  Author i ty  

M r ,  C. W, Peterson,  S a l a r y  and C l a s s i f i c a t i o n  
Analyst

Colorado Associa t ion  o f  Pub l i c  Employees 

M r .  B, E, Tee ts ,  Executive D i r e c t o r  
Department of  Adraini s t r a t i o n  

M r .  Hugh Weed, Execut ive D i r e c t o r  
Department o f  Local A f f a i r s  

M r ,  Robert Wherry, Execut ive D i r e c t o r  
Department o f  Personnel  

The General  Assembly d i r e c t e d  t h e  Committee on Person- 
n e l  t o  concern i t s e l f  w i t h  a s tudy  of  t h e  c l a s s i f i c a t i o n  and 
pay p l a n s  f o r  s t a t e  employees, a l t e r n a t i v e  methods o f  de te r -  
mining and e s t a b l i s h i n g  salary l e v e l s  f o r  e mRl o y e e s  of t h e  
execu t ive  branch, t h e  j u d i c i a l  branch, and t e l e g i s l a t i v e  
branch who a r e  n o t  w i t h i n  t h e  s t a t e  personnel  system, t h e  pos- 
s i b i l i t y  of  b r ing ing  s t a t e  employees p r e s e n t l y  o u t s i d e  t h e  
personnel  system i n t o  t h e  system, and o t h e r  r e l a t e d  personnel  
i s s u e s .  

The Committee and i t s  s t a f f  e x p r e s s  t h e i r  a p p r e c i a t i o n  
t o  t h e  fol lowing i n d i v i d u a l s  f o r  t h e i r  a s s i s t a n c e  dur ing  t h e  
1972 in te r im:  t h e  s t a f f  of t h e  Department of  Personnel ;  and 
s t a f f  o f  t h e  Colorado Associa t ion  o f  Pub l i c  Employees (CAPE) 

v i i  



and i n  part icular ,  Mr. Harry Reese and Mr. Jim Gilsdaq;:f; >ac" 
members of  the  Personnel Board, chaired t h i s  year b., " -

Laird Campbell. 

Assembling t h i s  report was the  r e s p o n s i b i l i t y  o f  David 
Hite ,  L e g i s l a t i v e  Council S t a f f ,  who was a s s i s t e d  during the  
interim by Larry Thompson. 

January, 1973 Lyle C. Kyle
Director  

v i i i  
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EXECUTIVE MANAGEMENT SERVICE, INC. 
MANAQEMENT CONSULTANTS 

January 5, 1973 


The Honorable John Fuhr 

Chairman 

Legislative Personnel Study Comnittee 

State Capitol 

Denver, Colorado 80203 


Dear Mr. Chairman: 


We are submitting this report on the re-structuring of the position 

classification plan for positions covered by the classified service 

of the State of Colorado in accordance with our contract dated 

January 5, 1972. 


The project manager was Mr. Richard F. Romich, assisted by Messrs. 
Paulionis and Smith. Corporate level field supervision was provided 
by Mr. Thomas J. Brennan, Vice President of M I .  

We wish to express our appreciation to you and the members of the 

Legislative Personnel Study Comnittee for your continued interest 

and your follow-through to ensure that personnel management measures up 

to the increasing program responsibilities expected of the State govern- 

ment by the citizens of Colorado. 


We also extend our appreciation to the employees in the classified 

service, the Colorado Association of Public Employees, and State 

officials for the time and effort put forth toward that same objective. 


Sincerely, 


' 4 

Merrill J. Collett 
president 

SUITE 404/2201 WILSON BOULEVARD/ARLINGTON, VIRGINIA 22201/CABLE ADDRESS EMS1 WASHDc/TELEPHONE (703) 625-8035 
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I .  'RK POSITION CLASSIFICATION SURVEY 

Ob iec tives of the Survev 

A position classification plan is a tool of personnel management as 
basic as the budget is of fiscal management. 

Position classification is a system of identifying and describing the 

different kinds of work in an organization and then grouping similar posi- 

tions together under comnon job titles. The classification plan groups 

together into classes those positions which are basically similar in kind, 

difficulty, and responsibility of work performed, and in training and experi- 

ence requirements, and which may be fairly compensated at the same general 

level of pay. Although mference is made to the similarity of positions in 

the same class, this should not be construed to mean that all positions in 

a class are identical. 


A classification plan serves many useful purposes: 

- It makes possible a caprmon understanding of jobs by department 
heads, supemisors , and employees. 
Simplifies budgetary, program planning, and activities. 

-	 Clarifies recruitment, promotion, transfer, and related personnel 
transactions. 

-	 Establishes the basis for "equal pay for equal work". 

-	 Establishes a basis for a career system. 

Provides a guide for employees in preparing for promotion. 


Thus, the major objective of the survey was to analyze all positions in 

the classified service and to group them into classes on the basis of duties 

and responsibilities. 


IXIring the course of the survey, however, consideration was also given 
to the following as by-products of the major objective: (a) present person- 
nel practices were reviewed; (b) alternative personnel improvement methods 
were evaluated; (c) organizational problems symptomatic of underlying adminis -
trative problems were noted; and (d) implementation problems were noted. 

Survey Methodology 


In re-structuring the classification plan for the state, the following 

major steps were taken: 


-	 Analysis of the work requirements of all positions in the state 

CXCeUTIVc YAWAOCYCNT rnCRVICC. IWC -
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classified service. 


- Establishment of classes of positions, the selection of appropriate 

class titles, and the preparation of written descriptions of the 

nature of work and requirements for each class. 


- Assignment of every position to one of the classes established. 

It should be noted that a classification plan is an inventory of posi- 
tions and not anployees. A position is one cell in the organizational 
structure and it remains as such, barring organizational or assignment 
changes, while employees come and go. An employee is assigned to a class on 
the basis of the position he is occupying and not because of his personal 
howledges, skills, or abilities. The knowledges , skills, or abilities 
possessed by an employee should be considered by managanent when initially 
placing him in a given position. 

To classify the positions properly, it was necessary to obtain canplete 

information regarding the duties and responsibilities of each position. 

Employees were provided questionnaires and asked to describe their jobs in 

their own words. These were reviewed by the imnediate supervisors who were 

required to indicate whether the employeest statements were acarrate and 

complete, add information omitted by employees, and state the experience and 

training believed essential for proper performance of work. The question- 

naires were then submitted to the survey representatives, who reviewed them 

carefully and noted any items requiring further explanation. After this 

preliminary analysis, department heads, supervisors, and individual -10 ees 

were questioned concerning the duties and responsibilities of employees dose 

positions were not clearly understood. Desk audits were conducted for 7,020, 

or approximately 38 per cent, of all positions in the state service. This 

is more than double the normal amount of desk audits conducted in surveys 

of this type. On the basis of the infomation so gathered, the class speci- 

fications, or descriptions, were written, and each position allocated to one 

of the classes. 


Any position which was not comparable to any other position was placed 
in a class by itself; 1,002 classes were established, which is a reduction of 
344, or 25 per cent, from the present number of 1,346 classes. The number of 
single position classes proposed is 227, and includes about 1.2 per cent of 
the total number of employees. This is a rechxtion of 50 fmm the present 
h e r  of 277. Classes with five or less positions allocated to them, and 
excluding single psition classes, include about 5.4 per cent of the total 
nunher of positions. This means a reduction of 70 classes with five or fewer 
positions. The mmaining 17,377 positions were allocated to 369 classes; 
expressed in another way, 93.4 per cent of the State's Classified Service are 
allocated to 369 classes. 

The proposed plan divides the classes in the classified service into 8 

service areas with 62 specialized groups within these service areas. The 

canbined numeric and adjective Zesignations previously used in series of 

classes has been changed to a completely numeric system. This was done to 

eliminate the confusion which existed concerning the number of levels in each 

series. 


CXLCUTIVL YANAOLYLNT acnvIcc. INC. 
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Allocation Factors Used 

Ihe following factors were used in determining the class to which indi- -
positions were allocated: 

Kind and Level of Work, including the presence or 'absence of super- 
visory or administrative responsibilities; extent to which tasks are 
homogenous or  varied and thus make different demands on the knowledge, 
experience, and versat i l i ty  of employees; relative difficulty and 
complexity of the work; length of time needed to learn the work; 
nature and relative complexity of subject matter in  the f ie ld  of work; 
level of non-supervisory duties; whether work i s  beginning-level or  
"journeyman- level ;"whether the work i s  of a recognized profession, 
technical f ie ld ,  or trade. 

Nature and Extent of Guidelines for  Work, including the extent to  
which employees are responsible fo r  making changes in  products af ter  
they receive them; whether employees actually process the work they 
receive or hand it on to someone else af ter  checking it off or per- 
forming some other routine process; extent to which work may be 
described as routine or mechanical; nature and extent of available 
guidelines in  the form of policies, procedures, or  standard trade or 
occupational practices. 

Public Contacts, including responsibility for interpreting programs 
of the jurisdiction to the public; nature of public contact media, 
i .e. ,  whether contacts are face-to-face, by telephone, or through 
correspondence; degree of discretion allowed in interpretation of 
public programs. 

Nature of Supervision Over Others, including size of the organization 
supervised and any special problems caused by the factor of size 
alone; nature of supervisory duties, i.e., to transmit orders only, 
to  oversee work, to check quality and quantity of results ,  to assign 
work and pr ior i t ies ,  or to  plan or participate in planning programs; 
extent to which employees are merely "lead workers" rather than super- 
visors in the f u l l  sense of the tern; relat ive routineness (or cm- 
plexity) of the operation supervised; presence of subordinate super- 
visors through whom other workers are supervised; variety of functions 
supervised and the consequent demands for  broader knowledge of subject 
matter; degree of responsibility for training other employees; 
existence of authority to change procedures when necessary, or only 
to  note needed changes for  action by others; level and kind of work 
performed by the employees supervised. 

Nature of Supervision Received, Independence of Action, including need 
f o r  independence of judgment and action present in the work of the 
class; extent to which, and the purpose for  which, work is reviewed 
by others; responsibility for ?laming programs or work processes 
independently; responsibility for  determining how programs are to be 
implemented independently; f i ca l i t y  of authority and the scope of 
matters on which authority is f inal ;  disposition of the work a f te r  

IXECUTIVE MANAGEMENT SERVICE. INC.  
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employees have made decisions and taken the action they are permitted 

to take; extent of responsibility for establishment or interpretation 

of policies, objectives, and procedures; level and kind of work per- 

formed by the imnediate supervisor; extent to which the imnediate 

supervisor has knowledge of the subject matter field in which em- 

ployees work; availability of the supenrisor to give guidance and 

instruction and to answer questions; whether supenrision is received 

before or after work is performed; purpose of review of work, i.e., 

whether to verify the methods used or the conclusions reached; extent 

to which there is responsibility for devising new methods or deviating 

fran established methods. 


- Knowledges, Skills, and Abilities, including nature and relative dif- 

ficulty of knclwledges and skills involved; scarcity of the knowledges 

and skills involved; necessity for operating specialized machines and 

the training required. 


- Training and Experience Requirements, including level of general edu- 

cation required; nature and level of specialized or professional 

education required; nature and amount of specialized training re- 

quired; nature and length of experience required. 


In applying the allocation factors, certain departures frm present 

practices were adhered to. For example, a position was not considered as 

being supervisory if the elements of supervision consisted only of "super- 

vision in the absences of" the nonnal supervisor, or if a person was acting 

merely as the "senior worker" or "lead worker". In these instances, such 

positions were allocated to the next lower level in the series. In a few 

instances, the "lead worker" element of a class of positions was coupled with 

other stronger job factors and was allowed to tip the scale in favor of 

creating a separate class of positions between the worker and supervisor. 

An example of this is the Custodial Worker I1 class where the element of "lead 

work" coupled with other stronger job duties necessitated the creation of 

two levels of custodial worker rather than one. 


In all cases, the process of applying the allocation factors was dili- 

gently carried out in such a manner as to create classes of positions with 

substantial differences in the level of duties and responsibilities being 

performed. Classes were created which are broad enough to include all those 

positions which are substantially the same while at the same time are narrow 

enough to facilitate efficient personnel administration throughout the state 

service. 


Preparation of Class Specifications 
.-

In p-qaring the class specifications, many modifying adjectives were 
used xs Cscri'sr zhc : vtti of L-ifficilty in auties and responsibilities of 
each :lass. Thes~ ,.,oc.fizrs were used to denote the relative difference in 
diffiait) amc , &ties ani respcrsi'oklities of each class and therefore 
c a n r ~ tbc defi .G in . -r?c - - 2sohtz valces. For example, the modifier 

LXCCUTIVC YANAOCYCNT SERVICE. INC.  



"large" is used to denote the size of an institution such as the State 
Hospital as well as the size of a clerical group being supervised by one 
individual. An exact definition of "large" therefore is not possible and 
should be thought of in relative terms. Any personnel technician reviewing 
the positions allocated to a class in a series where the size of the group 
being supervised is one of the distinguishing features of the work would 
easily discern what "large" meant in this context as opposed to when it was 
used to denote the size of the buildings and grounds contained in a single 
institution. 

In most cases the distinction made between classes involves more than 
just a single modifier. For that reason instructions accompanying all class 
specification manuals clearly advise the reader to look at the individual 
class specification as a whole and not to rely on any one word, phrase, or 
section in determining proper allocations. 

It should be noted that the determination to express qualifications 
in tern of minimum qualifications for each class specification was made 
by the Personnel Department, being the user of the specification in candidate 
evaluations. These minimum qualifications were initially prepared under the 
Department's direction, and cleared prior to finalization by the survey staff. 

Operating Department Review 

Class specii-ication manuals were prepared and, together with lists show- 
ing allocation of positions to proposed classes, distributed to each depart- 
ment and institution for review by operating department management. 

Many cments and suggestions were received during this review process. 
All were seriously considered. A number of additional desk audits were 
completed, and as a result of this reconsideration process several of the 
proposed classes were abolished and others created. Also, a relatively large 
number of changes in allocation of positions was accomplished. All class 
specifications and class concepts were then submitted to detailed evaluation 
by the survey staff in concert with members of the Personnel Department who 
had not been assigned to work on this project in a staff capacity, and also 
with representatives of C.A.P.E. 

The outcome of the above total process was modification of about 560 
class specifications, 80 per cent involving change in the draft m i n i m  
qualifications. Also, 18 additional proposed classes were created, bringing 

, the total number of proposed classes from 984 to 1002. 

A second and final review of class specifications and allocation of 
positions with operating department management was then accanplished. 

The complete listing of all proposed classes of positions appears as an 1 occupational schematic in Volume I of the class specifications. 

I A detailing of the classes in the present plan which are equivalent to 
those ir. the proposed plan was also prepared and submitted separately to the 
Personnel Department. 
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II. PRESENT PERSONNEL PHILOSOPHY AND PRACT ICES 

POSITION CLASSIFICATION FHILOSOiJHY 


A rather marked departure fran the present philosophy underlying position 
classification in the Colorado State Classified Service has been incorporated 
in the proposed plan. 

Presently, position classification is being used extensively as a means 
of determining the pay rates for employees performing various kinds of wrk 
in the state service. What is proposed here and already built into the pro- 
posed classification plan is the use of position classification as a manage- 
ment tool. The concept of individual positions being the smallest units on 
the organizational table has been inculcated throughout the proposed plan. 
The allocation lists for each department showing the position indent's 
name, present title, and proposed title can be thought' of as management's 
inventory of the kinds and levels of work being performed in the organization. 
A review of the list by management should quickly bring to mind questions con- 
cerning reasons for the existence of the number of positions of each kind 
and level and the way in which they are organized into operating units. 

Previous to the re-structuring of the classification plan, management, 

in many instances, did not have an accurate list of the kinds and levels of 

work being performed by the organization. Instead, management' s allocation 

list of employees seemed only to demonstrate differences in pay levels for 

numerous employees who were performing substantially the same kind and level 

of work. The idea is easily demonstrated by the first and second levels of 

many professional types of classification as shown in the present classifica- 

tion plan. 


For example, positions presently allocated to Junior Personnel Technician 

and Assistant Personnel Technician are performing substantially the same 

kind and level of duties and responsibilities. The difference in class 

designation is for the purpose of increasing the salary of new employees at 

the end of their first year of employment. The fact that there is very little 

difference between the kind add level of duties being performed by employees 

allocated to each class is demonstrated by the examination process utilized 

to "promote" such employees. The examination usually consists of the employee 

completing a new application for employment form called a "cutrent applica- 

tion" and the evaluation of an imnediate supervisor. Each usuglly accamts 

for 50 per cent of the employee's final score. 


No other form of examination -- for instance, one design4 to measure an 
anployee's ability to perfom at the higher level - - is used. 

The philosophy of position classification as being merely a tool to set 

salary rates not only governs the present personnel policies and practices 

utilized by the Personnel Department, but also prevails throughout most of 

the state's organization. 
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In discussions with department executive directors and their inanediate' 

subordinate staffs, this underlying philosophy was apparent. In most instances 

departmental personnel contended that they could not agree or disagree with 

proposed allocation of positions to classes without the benefit of the salary 

range to which each proposed class might be assigned. The idea seemed to be 

that knmledge of how much a particular class of positions would be paid would 

be the measure, the prerequisite, for determining whether the level of com- 

plexity of the duties and responsibilities of an individual position met the 

level of the class as defined in the specification. This, of course, is not 

more true than that price rather than a performance measure should determine 

whether an engineering specification is met. The class specification def ins, 

designates, the kind and level of job duties and responsibilities performed 

in the class. 


Further discussions with employees of the Personnel Department and other 

departments served to reinforce the fact that many management level employees 

in the state senrice do not view position classification as a tool to be used 

in administering the programs of the state. Management level employees in 

most cases had a difficult time to separate incumbents from positions. In 

many cases, additional levels of classes were requested solely on the basis 

that additional places to pranote "worthy" employees were needed. Classifica-

tion of positions based upon &ties and responsibilities of the work should 

determine pay. Pay desires should not determine classification. 


The preponderance of this philosophy in and among the state's management 

level employees has far-reaching and deleterious effects on the organization 

and administration of the state's services and programs. These and other 

effects are presented in subsequent sections of this chapter. 


PRESrn PERSONNEL PRACTICES 


Classification and reclassification as presently administered nust be 
viewed with the present classification philosophy in mind. An employee's 

' position classification, and therefore his rate of pay, have often been 
allowed to change with no substantial change in duties and responsibilities. 
In evaluating positions, the ''worth" of the i n d e n t  has often been analyzed 
rather than the change, if any, in position duties and responsibilities. It 
was found that several classes existed merely to accamnodate pay problems. 

Minimum Preparation for Work 

This section of the class specification was initially prepared under the 
direction of the Personnel Department. During this process , it became 
apparent *at this section of the specification is presently being used to 
"block" arlployees from advancing fran one level to another and/or f m n  one 
series of classes to another. Considering the generalized testing program 
which exists, it is understandable that this kind of use is being made of the 
minimum qualifications. 

-
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The minimum qualifications are also being used excessively in establish- 
ing pay levels. For example, a number of management level employees can- 
plained that in order to get a salary rate high encugh to attract persons to 
certain positions they were forced to request that the Personnel Department 
raise the educational level in the minimum qualifications. This action often 
resulted in having the minimum qualifications so hi h that no likely candi- 
dates for the job could qualify for examination. & is was especially true in 
positions requiring a preponderance of technical skills rather than education- 
al attainment. Minimum qualifications should be an outgrowth of job analysis, 
not a function of compensation. 

There is also a tendency in the present system to confuse the concepts 
of the minimum qualification and the desirable qualification. For example, 
the specifications presently in use for Junior Personnel Technician require 
the possession of a bachelor's degree, but these qualifications are not 
adhered to in practice, as persons without a bachelor's degree are recruited, 
tested, and selected for employment. It is reported that the examination 
used to select staff to assist INS1 in the conduct of this survey attracted 
some 800 applicants. Of the 11 persons selected for this purpose, two did 
not possess the required bachelor's degree. This type of practice also has 
the effect of forcing the state to pay more than necessary for personnel in 
the labor market. All other things being equal, when educational qualifi- 
cations are involved, a person without a bachelor's degree can be obtained 
for less compensation than one with the degree. 

The minim qualifications as requested by the Personnel Department 
often have obscured the issue with equivalencies. This practice has result- 
ed in an abomination which may be called "desirable minimum qualifications". 

I Examinat ion Procedures 
There is no question but that the state can and does attract qualified 

or motivated employees. Hawever, conversations with departmental officials 
and others close to or involved with the examination process raise some 
questions as to the methods employed in the examination process. 

A modem and most effective recruitment, testing, and selection program 
is based upon the following: 

- Proper classification of positions together with a correct and 
meticulous detailing of required howledges, skills, abilities, 
training, and experience requirements. 

- Exhaustive job analysis of a representative sampling of positions 
within a class for the purpose of developing an examination plan. 
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- Selection of previously used test items which have demonstrated 
selective potential and, with the writing of new test items to 
improve tests, build an item file, and maintain confidentiality 
of tests . 

- Use of technical experts to assist in checking appropriateness 

and technical correctness of items selected or developed. 


- Use of practical examinations wherever possible. 


- Validation of test items and all parts of the examination through 

the probationary period. 


In the present system: 


It is often difficult to discern a difference between many classes 

within a series of classes; therefore, a detailing of distinct 

knowledges, skills, and abilities which may be of assistance in 

the development of tests of fitness, is difficult or impossible to 

accomplish. 


Exhaustive job analysis of a representative sampling of correctly 

classified positions for test development purposes rarely occurs. 


It is reported that one person in the Personnel Deparbnent has 

been performing the great bulk of test selection and test item 

developnent. It is impossible for one person to develop and main- 

tain an effective item file for a system with 1,346 classes. 


The use of technical experts in the development and checking of 

items is a rarity. 


The use of practical tests of fitness is not done, with the excep- 

tion of some clerical and similar classes. They are not difficult 

to develop, and are extremely effective instments of selection 

where appropriate. 


The validation of test items and tests has not occurred, with the 

exception of that for several clerical classes. 


It is true that tests of fitness such as written and performance are 

given for many classes of positions, but these are accomplished mainly at 

the entry level within a series of classes. Above the entry levels, the use 

of the departmental promotional review (d.p.r.) is prevalent, together with 

the personal interview. This is a device whereby, following the completion 
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of the probationary period and generally in lieu of any written or perform- 

ance test of knowledge, skill, or ability, an incumbent's supervisor or 

superior rates the employee for promotional purposes. This is a questionable 

&vice from a testing standpoint mainly because of the factor of possible 

favoritism. If a real difference exists between two classes of positions 

relative to duties, responsibilities, howledges, skills, and abilities, 

these items may be defined, measured, and tested with some amount of accuracy 

and objectivity by means other than the d.p.r. 


Mention should be made of the extensive use of tests of "intelligence", 

"learning ability", and the like, such as the Amy General Classification 

Test. These are extremely useful in testing that for which they are designed. 

However, they are no substitute for other types of tests which may be tailor- 

made for a class of positions, especially when they have not been validated 

for the class of positions involved, as represented by an exhaustive job 

analysis. 


The use of the personal interview is, of course, excellent, especially 

if standardized. The evaluation of training and experience for higher lwel 

classes, where background has truly been the best test of knowledge, skill, 

and ability, is very useful, especially when conducted according to an object- 

ive and detailed weighting chart. 


An exhaustive analysis of the process and flow of work related to the 

examination system was not within the scope of the survey; however, M I is 

of the opinion that it could benefit by review involving clarification and 

a better definition of lines of responsibility. 


Trainee Classes 


The concept of a "trainee" which has been used in the proposed class 

plan is a departure from the existing concept. Numerous cases of trainee 

classes were found which were merely an additional level in a series. There 

was little or no difference in job duties and responsibilities between a 

trainee and the next higher level. Trainee classes included in the proposed 

plan are for job situations where employees must be trained up to entry lwel, 

and where the training is formalized and lasts for most of the first year of 

employment. 


I Organization and Staffing - Personnel Deparment 

Although an in-depth analysis of the organization and staffing of the 

central Personnel Departmnt was beyond the scope of this survey, certain 

problem areas were observed. These could best be alleviated by having an 

in-depth organizational analysis conducted which would include the review of 

work flow and of f o m  presently in use. 


Presently the Personnel Deparlment's functions are divided into several 

"units", each of which is responsible for examinations, classification, and 
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pay for a specified group of classes. Being organized in this manner thleo-
retically affords the unit team members with a comprehensive picture of the 
personnel process. During the course of the survey, however, it was obs 'erved 
that, as practiced, this organization tended, rather, to diffuse respons ibili-
ty and authority within the organization and therefore accountabilir;~ fq t4eI;. 

performance of essential personnel administrative processes. In additio In to 

the "units", the department has a classification section, a recruiment and 

examinations section, and a pay section. The employees of these section 

responsible for the functions which are performed by the "units" and sup 

vised by the unit supervisors. This arrangement in reality makes the se 

chiefs staff advisors and does not fix responsibility within the organiz 


To correct this undesirable situation, and to fully utilize the tal 
of the employees involved, it is suggested that consideration be given t 
organization based upon the specialist rather than the present generalis 
specialist use of personnel. The specialist organization would dictate 
four major divisions : 

Classification and Pay - responsible for all classification main 
ance and development, salary surveys and grading of classes for 
salary purposes, and the lending of detailed knowledge to the ex 
nations division on duties, functions, howledges , skills, abili 
and other factors pertinent in developnent of sound and valid ex 
nations. 

Recruitment and Testing - responsible for all recruitment, test 
developnent, test monitoring and scoring, production of eligible 
lists, test validation, and related statistics. 

Training - responsible for all coordination and developnent of t 
ing programs to develop the state employee. 

Transaction - responsible for all personnel transactions, employ 
records, and certification and administration of eligible lists. 

With a streamlined organization such as the above, responsibility fi 
action and accomplishment would be clearly fixed, and it could be evalua 
Also, it would make unnecessaly the separately designated position of As 
tant State Personnel Director without a major functional responsibility. 
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111. EVALUATION OF ALTERNATIVE CLPSSIFICATION SYSTEUS 


There are several approaches to the classification of positions, all of 

which are the outgrowth of the Federal governmentts position classification 

survey and installation in the 1920ts, an effort directed by Ismar Baruch, 

who continued as director of the U. S. Civil Service Conmission Classification 

Division until his retirement in the late 1950's. Mr. Baruch developed and 

defined the concepts of what position classification is, controlled their 

application in the Federal government, and was largely instmental for their 

extension throughout mch of the public service. 


Systems of Classification 


. 	Position Classification: Position classification is based upon an 
evaluation of several factors involved in the complexity of duties 
and the resvonsibilitv of work as found in vositions included in the 
plan, and igrouping into separate classes bf positions of those 
positions which are sufficiently similar in the complexity of duties 
-and the responsibilities of work to require the sank! experience and 
education qualifications to perform required duties, and to which 
the same salary range can be applied with equity. This concept, by 
its nature, assumes the possibility of a range of duties and respon- 
sibilities being found in positions within a class. Equally, it 
assumes that levels of complexities and responsibilities are identi- 
fiable and deTK6ie between classes, levels which might not have 
to be considered if only the kind and amount of training and experi- 
ence govern. Finally, this concept assumes that these groupings 
of positions into classes, which may involve several clearly def in- 
able levels in the same occupational series, will be based upon 
whatever duties and responsibilities management has assigned to 
individual positions. The manager orders assignments and determines 
work processes ; the classification analyst evaluates. 

This is the underlying philosophy of the present classification function 

in the State of Colorado, although the basic tenets have not been completely 

adhered to in their application. We believe the basic tenets are sound. We 

further believe that to change to any other basic system at this time would 

magnify rather than diminish the nw-existing problems. 


By "any other basic system", we mean such systems as factor analysis 

(commonly called the "point systemtt), ranking-the-man, or job evaluation. 

Job evaluation may be included as a part of factor analysis or may be 

separately applied. 


b. 	Job Evaluation: Job evaluation essentially separates from one 

another. based u~on the narrowest comon denominator. vos it ions 

based upon the ehstence of distinctly recognized ockuiational 

tasks and preparation. Fc example, it would demand ob titles 
+for positions involving o-.,y typing, as differing from t ose com- 

-
EXECUTIVE MANAGEMENT SERVICE. I N C .  



bining clerical and typing work; only transcription from recorded 
dictation as differing from either typing from handwriting or of 
transcribing from shorthand. It is generally applied in industry 
to plant, trades, office machine, or technical or professional 
positions composed of tasks which are found only in the particular 
trade or profession. We believe its application to the Colorado 
State Service would create more, rather than fewer titles, ImneceF- 
sarily add work load to the examining division, and put a strait 
jacke t on management . 

c. 	Factor Analysis: Factor analysis is essentially geared to a deter- 
mination of the monetary worth of the job based upon all factors 
which affect that job. As such, it combines many of the allocation 
factors of it ion classification with such factors as physical 
working conditions, physical strain, safety, public contacts, living 
conditions, and so on. Each factor is assigned points within a total 
scale, and the evaluator assigns points within these factors as he 
concludes they exist, totaling the points to determine at which pay 
level the position falls. It is frequently used in industry, and 
occasionally within public jurisdictions. The weighting of factors 
in the total scale and the determination by the analyst of points 
to be assigned for each factor to the position under evaluation does 
not, as a process, protect itself from the critical opposition of 
union stewards or representatives who have mastered the "keys" to 
what some consider a scientific process. Finally, inclusion of 
salary with classification factors in initial levels determinations 
tends to cause problems when the competitive employment market is 
considered. 

d. 	Ranking-the-man: This is essentially the system used by the teach- 

ing and other professions when they assign additional pay based 

upon the degrees held, the hours of additional schooling undertaken, 

or the accreditation or diplomas received. We have yet to find a 

direct correlation in any large scale analysis between employee 

preparation and initiative in program developnent, responsibility 

accepted or sought, or effectiveness in program execution. 


Our Amroach 


We have re-structured the State of Colorado system based upon moderniza- 

tion of its position classification philosophy. In our experience, that 

philosophy,as applied through the carefully worked out refinements of 

evaluation standards ccanprised in the tern "duties complexities" and "duties 

responsibilities", focuses on allocation factors basic to the evaluation of 

positions in the state service. We further believe that the written specif i- 

cations for each class found to exist will provide an effective standard 

against which to measure the proper allocation of a individual position to 

a class. 
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Procedural Considerations 

We believe that a sound classification plan is dependent upon these 
procedural steps, which were followed during the course of the survey: 

A complete and frank disclosure to employees, their representatives, 
and the state's managers of the objectives of the re-structuring 
study and the processes which would be followed, and a re-statement 
of these objectives and processes at key points during the work so 
all persons involved would gain confidence in the integrity of the 
analysts actually doing what they have said they would do. 

Preparation by the employees of statements of their duties and 
responsibilities after they review detailed written instructions and 
explanations as to what is to be sought by the analysts, who will 
supplement these written instructions with oral discussions with 
departmental managers and the Colorado Association of Public Employees, 

Review by management of the employee-prepared descriptions, and 
notation of differences as to the duties claimed to be performed or 
the responsib ili ties borne. 

Careful review by the analysts of the questionnaires, with notation 
of conflicting or unclear statements, claimed responsibilities, or 
work processes, and preparation of detailed organization charts 
showing lines of supervisory authority as set forth. 

Conduct of a field review of - all positions. This means exactly what 
it says. This field review involves two actions: 

One is the standard FMSI procedure of reviewing with each respon- 
sible supervisory official (department directors, division chiefs, 
and so on) the positions he has reviewed, verifying current duties 
of incumbents, clarifying discrepancies in statements, discussing 
supervisory cments in relation to specific positions, clarifying 
organizational relationships, and ascertaining organizational and 
functional responsibilities. 

The second, and additional, action is what FMSI terms field audits. 
These involve actual viewing of the work and speaking with incum- 
bents at their work sites. Field audits are conducted of all 
positions about which there are questions and of typical positions 
which establish the range of complexities and responsibilities 
which often exists in large classes of positions. 

As a result of this field review system--that is, both reviews 
with supervisors and field audits, an accurate judgment may be 
ensured of current position content, administrative relationships, 
and responsibilities. 

Determination of a sound grouping of positions into classes based 
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upon functional assignments, administrative processes, supervisory 

authorities, and laws and regulations existing in the Colorado State 

Selvice, and also upon sound selection and evaluation processes 

applied to candidates for filling vacancies; and preparation of 

written specifications defining the classes found to exist. In 

addition to a nature of w r k  section in each specification, there is 

a section on illustrative ex les of work performed in the clbs, 
9
a section setting forth knowle ges, abilities, and skills required 
on entrance to the class, a section on minimum preparation for work, 
including experience and/or educational qualifications deemed neces -
sary to be possessed by candidates before selection, and a section, 
as applicable, listing necessary special requirements, including pro- 
fessional accreditation or diplomas required of candidates before 
selection. 

Submission of the tentative class specifications for the review of 

the Personnel Department's examination division, officials of 

operating departments, and C.A.P.E., and subsequent meetings and 

revisions as necessary to ensure that specifications define clearly 

what is included in and excluded fran the class on the basis of the 

basic allocation factors of complexities and responsibilities of 

work. 


Preparation and discussion of tentative allocation lists with depart- 

ment and division heads or their designated representatives. 'Ihe 

lists contained the employee's name and the present and proposed 

class title for his position. 


Preparation after this preliminary and other necessary review, of 

final allocation lists and class specifications. In this survey 

copies of these items were submitted to the Personnel Department and 

to C.A.P.E. 


Partici~ation and Traininn Considerations 


Under the previous heading, "Procedural Considerations", we have several 
times indicated our practice of explaining fully to management and employees, 
in advance, the steps undertaken and the reasons therefor, just as we have 
indicated specifically the clearance that staff followed with management on 
the class specifications, followed by full disclosure to it of the allocation 
lists. 

However, an understanding of and agreement with objectives and method- 

ology requires more than this. To secure maximum understanding of and parti- 

cipation in the re-structuring process, we built into this project itself the 

active participation of personnel technicians from the operating departments 

and the Personnel Department in all phases of the sunrey. In so doing, we 

not only trained these technicians in a comnon understanding and application 

of the classification factors which govern establishment of classes, written 

definition of classes, and ~llocation of positions to the classes, we ensured 

for the Personnel Deparnrmt a reservoir of persons trained in the classifica- 
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tion techniques being proposed for the state so that as specialists in the 
classification division are promoted within the department or to personnel 
officer or other management positions in the other departments, the depart- 
ment can fill vacancies by pramoting from the reservoir. In the process it 
will give impetus to an active career developnent program. 

hring the conduct of the survey, 20 professional staff assisted MI. 
Their canposition was as follows: 6 assigned fran the Personnel Department, 
3 assigned from operating departments, and 11 newly hired employees, of whan 
4 were subsequently added to the Personnel Department as permanent staff. 

An Alternative Approach 

As directed by the Personnel Conrnittee, in the following paragraphs we 
have discussed cur understanding of the "Recmended Colorado State Personnel 
Systean" prepared by the Management Services Office of the Colorado Department 
of Administration as it relates to major points of agreement and disagreement 
as regards the scope of this survey. 

M I  agrees wholeheartedly with the over-all goals and in the desirabil- 
ity of several concepts as presented in the special report by the Deparment 
of Administration, e.g.: 

Decentralization of personnel administration is a concept which may 
be desirable (pp. 3 - 4)  . 
The present administration of the classification plan is inefficient 
and needs revision (p. 5) . 
A more effective system of employee performance rating is desirable 
(P. 6) 

A coordinated state-wide program for the developnent of employees 
is desirable (p. 7). 

The Department of Personnel should effect, in action, policies such 
as: provide for advancement of the deserving employee, recognize 
that incentives and imagination of employees are important in assess- 
ing fitness for promotion, provide that employees whose performance 
is satisfactory am retained in the state service, effect a continual 
striving to perfect rules and standards to select the best employees, 
and preserve equity in the selection and termination of employees 
(P* 8) 

The practice of creating in organizations one-over-one or one-over- 
two relationships should be given close scrutiny and be discouraged. 
There is too nuch layering and unnecessary multiplicity of classes 
in the present system because of this (pp. 25 - 26) . 
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M I does disagree, in part, with the methods suggested to correct such 

deficiencies and to effect goals, as covered by the scope of this study. 

Primarily our difference involves the point evaluation system and a set 

d e r  of 24 classes and levels of organization recomnended for the Colorado 

State Service. 


We agree that point evaluation is a system of determining classification 

of positions and setting salaries which may give more consistent results than 

a poorly administered position classification system, and that it does not 

take judgment out of the process. However, a well-administered position 

classification system will do the same, with greater clarity of understanding 

by all groups affected--managers, supervisors, and employees--and using less 

sophisticated and complex techniques. We believe it more desirable to im- 

prove, to build upon, what exists than to disrupt state administration to the 

extent the completely different approach would do without a resulting basic 

improvement. 

Point evaluation is not a panacea for problems of administration and 

management in the public service. True, industry has used it, but essentially 

only for pay purposes. Experience in the public sector has demonstrated that 

it is not as effective in classifying a position as is the method which M I 

was retained to bring up to date and to modernize. Nor does it accanplish 

most of the management objectives listed as purposes on page 1 of this report. 


It is used in industry for pay purposes, and has been installed in a 

few public jurisdictions. A prerequisite to such installations is first 

position classification, to which the point evaluation process is then applied, 

It is not a substitute for position classification but an added process to go 

through. In industry it has been turned to, frequently, in the hope that it 

would assist in dealing with unions and other employee groups. Later, manage- 

ment has often realized that it opened the door to those unions and other 

organizations to "nit-pick" and maneuver management to distraction. "Game-


1 	
playing", whether by employees or by management, has no place in the critical 
management processes involved in providing essential services to the citizens 
of Colorado. 

The essential question is not one of the specific system to use, but how 

it is used, by whom, and how motivated. The operating deparbnents and the 

present staff of the Personnel Deparbnent are having difficulty in adminis- 

tering the relatively simple present system. We have seen no professional 

capabilities within the state service for developing, installing, and main- 

taining the mch more sophisticated and complex point evaluation system. If, 

contrary to the intentions of the Deparbnent of Administration, it became 

necessary to seek outside assistance, we are constrained to point out that 

the cost of developing and installing the system would be two to three times 

that of a position classification installation, and that the state might well 

find itself "locked in" to the requirement for periodic technical assistance 

from the same outside source. 


During our reviews with departmental management of the tentative classi- 

fication recomnendations, we frequently discussed the recomnended combining 

of classes which are now "layered" within an occupational series. The 
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reaction was, generally, negative even though the recmendations were backed 
up by facts such as improper assignment of duties and responsibilities by 
management and the unnecessary layering of positions organizationally. We 
would foresee not only strong opposition by managers and employees but almost 
insurmountable management problem arising from an attempt to impose upon the 
state organization a set h e r  of 24 classes and levels of organization, as 
is recommended by the special report. 

The system proposed by the Department of Administration wmld demand as 
a prerequisite a high level of technical knowledge of point evaluation on the 
part of the personnel specialists, operating department managers, and super- 
visors, as well as real motivation on the part not only of these but of 
employees to accept and wark at the goals sought by the new system. On the 
basis of our current study, EMS1 does not believe this to be a practical 
assumption. As we have indicated, the special report prepared by the Depart- 
ment of Administration validly points out many of the management problems in 
the state service. With respect to the recmended point evaluation system 
and a set number of 24 classes and levels of organization, however, we are 
of the opinion that the suggestion could not be implemented, considering the 
present depth of knwledge of the classification specialists, the over-all 
management philosophy extant, and the motivational level of those concerned. 
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IV. IM'I,I~~TATION
OF 	PRL)POSU CLASSIFICATION PLAN 

'Jhc steps to Ilc taken in the installation of the plan are: 

.. 	 Notification to employees in the classified service of the proposed 
new allocation of their positions and the review of employee appeals. 

- Adoption of the plan (titles, descriptions, and allocations) by the 

state as the official classification plan for the employees in the 

classified service. This should be done as soon as possible to 

ensure that all classifications will remain current as day-to-day 

changes occur. Any unnecessary delay in implementation will cause 

numerous administrative problems in implementation. 


- Introduction of official titles in all budget, payroll, and person- 

nel records. 


An allocation list shwing, by organizational unit, each position in the 
classified senrice with its present and proposed title has been submitted to 
the Personnel Department. 

Administration of the Position Classification Plan 


The Personnel Director is responsible for the administration of the posi- 

tion classification and salary plans. To keep the position classification 

plan current, the state should use a procedure of continuing appraisal, review, 

and revision of class specifications, positions, allocations, and policies. 


Ihe following policies for administering the classification plan are 

recmended: 


The classification plan will be maintained so that all positions 

substantially similar with respect to the kind, difficulty, and 

responsibility of work are included in the same class, that the same 

means of selection may be used for filling all positions in a class, 

and that the same schedule of pay may be applied with equity to all 

positions in a class. 


When a new position is to be established or a vacant position is to 

be filled, the operating department will notify the Personnel Depart- 

ment, which will either allocate the new position to its appropriate 

class or create a new class if necessary. 


Whenever a position appears to be improperly allocated, becausd' of 
changes in the organizational structure of a department, in the duties 
of a position, or for some other reason, the Department of Personnel 
will, upon its own initiative or upon the request of a permanent 
mnployee or a department manager, investigate the duties of the 
affected position. Following that investigation, the position may be 
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reallocated to an appropriate class. In making a request for the 
review of a position, the permanent employee or the department 
should indicate (a) changes which have occurred in the particular 
position since the last review or (b) other factors which warrant 
reallocation. If the Department of Personnel makes a reallocation or 
denies an anplicatinn for rpallocatjon, it will notify the deparonent 
and the employee atfected of this action. 

- The Department of Personnel will maintain and plblish a camplete set 

of specifications for all classes in the service. The specifications 

will include a title, a description of the duties and responsibilities 

of the work, and a statement of qualifications which a person should 

possess to enable him to enter upon the duties of a position of the 

class with reasonable prospects of success. The published specifica- 

tions will be revised periodically, and copies of the revision fur- 

nished all who receive the original set. 


The specifications of the classes of positions in the classification plan 

and their various parts will have the following force and effect: 


-	 The definitions are descriptive, not restrictive. They are intended 
to indicate the kinds of positions which are allocated to the several 
classes, as determined by their duties and responsibilities, and 
should not be construed as declaring to any extent what the duties 
or responsibilities shall be, or as limiting or in any way modifying 
the paver of any department manager to assign, direct, and control 
the work of employees under his supervision. The use of a particular 
expression or illustration as to duties shall not be held to exclude 
others not mentioned which are of similar kind or quality. 

- In determining the class to which any position should be allocated, 

the definition of the class will be considered as a whole. Considera-

tion will be given to the general duties, specific tasks, responsi- 

bilities, qualification requirements, and relationships to other 

classes as together affording a picture of the kind of employment 

which the class is intended to embrace. 


- The title of a class will be the official title of every position 
allocated to the class for all purposes having to do with the 
position. It should be used on all payrolls, budget estimates, and 
official records and reports relating to the position, but working 
titles may still be used for internal purposes within a department 
and in the employee's dealings with the prblic. 


Manual of Class S~ecifications 


Class specifications, together with a section titled "Principles and 

Definitions That Apply to Position Classification'; are submitted in two 

separate volumes. 
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"Bumping Policy 

The present policy concerning employee's rights to '%ump" other em-
ployees with less seniority w i l l  have to  be studied and approp~iatel changed 
so as to be equitable for the majority of the s ta te  employees. As t ie policy 
now stands, a chain of successive moves by employees within the s ta te  service 
could be se t  off during the implementation process. To avoid this disruption, 
the policy should be studied and appropriately changed prior to implmenta- 
tion. 

LEGISLATIVE W G E S  

The proposed classification plan w i l l  require certain changes to present 
legislation to become fully operative. Such changes are discussed in the 
following paragraphs. 

Pav Rate Determinations 

Section 1, Chapter 26, Colorado Revised Statutes, which sets  forth the 
legislative policy that, in general, an employee can receive a maxinum in-
crease of 12 -1 /2  per cent in  salary as a result of promotian and dictates 
rates relative to demotion, w i l l  need to be changed to allow an equitable 
implementation of the proposed plan. 

I t  i s  recomnended that employees whose present salary is below the 
m i n i n u n  of the new range assigned to their  new classification be brought to 
the minimum regardless of the percentage increase which may be involved. On 
the other hand, an employee who i s  presently being paid a t  a rate higher 
than the maximum of the new salary range assigned to the new classification 
shall be "red circled", or held a t  that rate unti l  the position (1) becomes 
vacant or the new pay plan catches up with the employee's present rate,  or 
(2) i s  reclassified as a result  of changes in duties and responsibilities. 
Employees whose present salary rates f a l l  within the new range assigned to 
the new classification should receive an increase to  the nearest step in the 
range allowing a one-step increase for employees with two or more years of 
service with the state. 

This recornended method of implementation w i l l  (1) necessitate legis- 
lative policy changes; (2) cause a general increase in costs for  personnel 
services; (3) cause the least  amount of disruption in s ta te  services; and 
(4) be the most equitable to the present s ta te  employees. 
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V. PAY RELATIONSHIP DETERMINATION 

Hefore sala ranges maybe assigned to classes of positions two th i  rigs
must be done: (3th e ideal percentage differentials must be accomplishe d 
between classes, taking into account important organizational relationshi ps ; 
and (2)  a salary survey must be performed and the data applied to the cla s s i -
f ication plan. 

M I ,  together with assigned s ta f f ,  has developed such ideal pay 
relationships between classes. The seven factors used to allocate posi t i  ons 
to classes were also used to determine such pay relationships. Using the se 
factors, classes in a series and in related series were linked to one ano ither. 
Organizational relationships were also considered in developing such tent .at ive 
and ideal relationships. Thus, the class which rated lowest of a l l  in  t he 
proposed classification plan was allocated to a relationship category des ig-
nation of 1, and others were related accordingly on up the l ine,  a t  5 per centt 

differentials,  to a maximum of 45 categories. 

Since no salary data are available a t  the time of preparing this  rep lort , 
these categories can not be related to specific dollar values. They are 
ideal relationships only, should be used only as guides or tentative sugg ;es-
tions, and w i l l  have to be revised when salary data are available. 

These recomnendations, together with the rationale for  such relation L -

ships, have been given to the Personnel Department. 

I t  should be noted that in the present compensation plan there is 
excessive compression of salaries,  especially a t  the upper levels of mana lge-
ment classes. This is a product of having had too few salary grades and/ 'or 
of unwarranted organizational layering of classes. The practice of creat :ing 
additional levels of classes merely to "give employees a place to go" nusit 
cease. I t  means poor classification, creates problems in  salary administ :ra-
tion, and is inequitable to  employees of the s ta te  and taxpayers alike. 
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Organizational analysis, per se,  was not included in the scope of this 
survey. However, cer tain organizational problems became readily apparent 
during the classif icat ion re-structuring process. They are  presented in  the 
several sections of th i s  chapter. 

De~artmental Ornanizational Structure 

In 1968, the State  of Colorado underwent a significant reorganization. 
Over 100 boards, comnissions, and agencies were reorganized into 17 executive 
departments, the heads of which report direct ly t o  the Governor. In 1971 
an 18th department, Personnel, was created. To accomplish th i s  change, 
different  types of organizational transfers were developed. Agencies were 
placed in the organizational structure of one of the departments and, theo- 
re t ica l ly ,  under the jurisdiction of tha t  department 's executive director.  
In f ac t ,  due t o  the type of transfer granted, the agency's personnel may or  
may not report t o  the assigned departmentrs executive director. Of course 
this  arrangement leaves the executive director  w i  thout suff icient  authority 
to  d i rec t  and coordinate a l l  of the ac t iv i t i e s  of h i s  department, o r  to  be 
accamtable fo r  a l l  of i ts  operations. Examples of these kinds of arrange- 
ments can be found i n  the departments of Local Affairs and Regulatory 
Agencies. 

Other organizational problems l i e  i n  the f a c t  that  reorganization in 
t e r n  of the actual integration of operations has not been carried t o  the 
operating levels in  most departments. Although this is not an unusual 
s i tuat ion following a major reorganization, suf f ic ient  time has elapsed where- 
by seriaus questions should be raised as t o  when the process w i l l  be c q l e t e d  

Centralization of s taff  services i s  perhaps the most serious problem i n  
most large departments, and it has yet  t o  be accomplished. 

In many departments the functions of budgeting, accounting, personnel, 
and purchasing are  to  be found scattered throughout the organizational 
structure.  A good example of t h i s  is within the Department of Inst i tut ions 
where there is no strongly organized centralized s t a f f  agency o r  uni t  t o  
coordinate most e f f ic ient ly  a l l  of these s t a f f  functions necessary t o  assist 
i n  the operation of so camplex a department. This kind of administrative 
structure renders the most d i f f i c u l t  planning process fo r  inst i tut ional  care 
i n  the Sta te  of Colorado. The deparbnental executive director  can hardly 
be held accountable f o r  providing an integrated and coordinated system of 
ins t i tu t ional  care throughout the s ta te .  In this part icular  instance, as 
in others, the organizational arrangement is aggravated by the present bud- 
getary process, individual appropriations being presently made t o  each 
inst i tut ion.  I t  would appear tha t  under t h i s  arrangement the only opportun- 
i t y  for  coordination of e f fo r t s  l i e s  w i t h  the analysts i n  the Executive 
Wldget Off ice and the s t a f f  of the Legislative Jo in t  Wldget Comnittee, both 
of which are outside the organizational jurisdiction of Executive Director 
of the Deparbnent of Inst i tut ions.  
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In other departmental organizational structures, as for example the 
Department of Social Sezvices, staff functions are divided among a number of 
high level administrative positions all reporting to the executive director. 
This assignment of duties has naturally affected the classification of 
positions. 

With no one position being designated as manager of all staff operations, 
there are no positions dllocated to the series of "l-kbninistrative Services 
Director". Instead, a series of Administrative Officer was created to accom- 
modate these types of positions. 

Interestingly enough, there were no '%budget officer" type of positions 
found in the departmental organizational structures. The responsibility for 
preparation, presentation, and monitoring of a department's budget was 
generally found to be shared by two or more employees. For this reason, no 
classification of budget officer was created. Instead, positions of this 
type were allocated to a series of "Budget Analysts". The classification of 
"Budget Analyst" typically is used for employees involved more in budget 
monitoring, and in projecting and forecasting activities, and usually report 
to a "budget officer" who in turn reports to an administrative services 
director or a departmental deputy director for administration, depending upon 
the size of the department. It should be noted that no recomnendations con- 
cerning changes in organization structure are being made here as this could 
not be done without considerable, in-depth, organizational analysis of each 
department's organizational structure. Rather, the intent is to point out 
organizational problems which should be the subject of further consideration. 

Departmental Management 

As noted earlier, a departure in personnel classification philosophy has 
been incorporated in the re-structuring of the classification plan. This 
will assist the state's management-level employee in more effectively managing 
the state's most expensive resource--its employees. 

As mentioned previously, many managers presently appear to view the 
classification plan only as a designation of pay levels rather than as a 
management tool. For example, one employee, upon reading the class specifi- 
cation for his position, cmented that the specification on1 described the 
duties and responsibilities which he was perfonning, rather Ti an the duties 
he thought he could perform. This kind of attitude leaves one with the im- 
pression that the organization chain of cornnand and supervisory delegation 
of duties, responsibilities, and authority arc. so weak that the individual 
employee is literally allowed to "make his own job" with no one assessing 
whether or not the management needs of the organization are being met. To a 
large extent, it appears that management and supervisory level employees are 
oriented toward "mothering" the state's employees instead of (a) looking 
after the management requirements of the agency to ensure that it is providing 
the services for which it was originally created, and (b) of exercising 
leadership in seeing to it that staff development programs are geared to those 
requirements. 
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This kind of attitude was evidenced in many ways. As one example orI ~ Y ,
as mentioned previously, during review of class specifications and allocz tio on 
of positions, many top level managers appeared to have given little thou6 :ht 
to the actual assignment of duties and responsibilities to positions for the 
purpose of meeting management requirements of the organization. Instead,, the 
assignment of duties appeared to be done on a personal basis to ensure t.l-le 
promotion of l'worthf' tmployees regardless of the management needs of the ? 

organization. 

The assignment of duties and responsibilities to positions is, of cc urse, 
a management function, and no attempt was made during the course of this 
survey to re-structure the positions. Some re-structuring was being car] ried 
on by supervisory personnel during the course of the survey, and an effo~ rt 
was made to accomnodate these changes in the recomnended plan. In sever: i 1 
instances it became apparent that re-structuring was under way as a resul Lt of 
the survey. Managers suddenly became aware of the importance of the assj ign-
ment of duties and responsibilities to positions, and began making change :s. 
To complete the process, serious consideration should be given to "job 
engineering", or a review of the assignment of duties and responsibilitie :s to 
positions in all agencies of the state. 
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1. INTRODUCTION 

'[his report  is prepared under the terms of n contract with the S ta te  

ol' Colorado entcrcd in to  on October 19, 1972. INS1 undcrtook to :  


- develop an executive pay plan f o r  cer ta in  specified posit ions 

- develop a reconmcnded process f o r  up-dating l eg i s l a t i ve  and 
executive sa l a r i e s  

Basic Considerations 

Government must seek t o  a t t r a c t  and keep the services of competent 
personnel. The increasing complexity of governmental operations resul t ing 
both from an unparalleled growth of technology and changing concepts of the 
role  and function of government i n  today's society  require the employment 
of ta lented and dedicated public servants a t  a l l  levels  of government 
service.  

Personnel qua l i f ied  t o  discharge the respons ib i l i t i es  of key posit ions 
i n  s t a t e  governments a re  not overly p len t i fu l .  Competition f o r  t h e i r  
services,  both from other  governmental organizations a s  well as  from private  
industry, has been and is growing increasingly keen. Yet, paradoxically, 
the question of executive sa l a r i e s  has been largely neglected. The public 
has accepted the theore t ica l  correla t ion between qua l i ty  of service and 
salary leve ls ,  but t h i s  has not been re f lec ted  i n  a salary s t ruc ture  which 
would a t t r a c t  and r e t a in  executive t a l e n t  of high qua l i ty  in s t a t e  govern- 
ments . 

However, the acceptance of the pr inciple  tha t  the s t a t e  should pay 
s a l a r i e s  which would be competitive i n  the market place,  (external ccxnpari- 
sons), w i l l  not ,  in  i t s e l f ,  guarantee the i n t eg r i t y  and soundness of a pay 
plan. Other f ac to r s  must be taken in to  consideration. 

Chief and foremost is the plan 's  in ternal  consistency. I t  would be 
manifestly unfa i r  t o  increase the s a l a r i e s  of those key o f f i c i a l s  who perform 
services  s imi la r  t o  those which a re  found i n  pr iva te  industry and i n  other 
governmental organizations, and f o r  which competition in  terms of sa la ry  
inducements can be ea s i ly  measured, and ignore others which a re  j u s t  as  
d i f f i c u l t  and technically exacting because the eIement of competitiveness 
cannot be measured as  precisely.  I t  is extremely important t o  es tab l i sh  and 
define the in te r - re la t ionsh ips  of the various c lasses ,  within f a i r l y  narrow 
l imi t s ,  in order t h a t  posit ions of l i ke  respons ib i l i t i es  can be paid a t  the 
same r a t e  o r  a t  l e a s t  within the same range of ra tes .  Having once established 
the in te r - re la t ionsh ips ,  it is equally important t o  use such information i n  
making l a t e r  adjustments t o  the plan. 

However, analysis  of da ta  included in  these basic considerations of 
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external comparisons and internal  consistency may indicate confl icts  between 
the two. Competitive salary data obtained f o r  two executive positions which 
appear to  require essent ia l ly  s imilar  s k i l l s  and carry equal weights of 
responsibili ty may vary so widely tha t  the i n i t i a l  judgment of placing these 
in  the same level may be questioned. In such instances the original  judgment 
should be re-examined and the factors  on which the judgment w a s  based reviewed 
to  detennine whether they were c ~ r r e c t l y  applied. This is part icular ly inpc:-
tant where the original  judgments were made by d i f ferent  analysts. This 
interplay, the constant review of judgments on internal relationship and 
the appl ication of data on external salary comparisons, constitutes- a third 
Basic Consideration, tha t  of f l e x i b i l i t y .  

Finally, it is important t o  keep in mind one additional Basic Consider- 
ation, that of reasonableness. Data i n  surveys such as t h i s  one may indicate 
the need fo r  an adjustment. However, in  fixing the specifics of the recom- 
mendation, care must be exercised to keep the judgments within reasonable 
limits. I t  would be of small service to the s t a t e ,  o r  t o  the incmbents of 
positions involved, i f  the recomnendations were beyond the l imits  which the 
s t a t e  could afford t o  pay o r  i f  they were considered so extreme as t o  ensure 
rejection of the plan. 

Methodo logy 

External Comparisons. To secure data on comparative positions, an 
inquiry w a s  made w i t h  respect to  sa l a r i e s  paid fo r  similar positions in  
private industry in the State  of Colorado, i n  other s t a t e s ,  and i n  the 
federal service. 

Data concerning sa lar ies  and pay policies in  private industry were 
secured through personal interviews with representatives of member industries 
of the Colorado Association of Comnerce and Industry who, through the good 
off ices of M r .  Raymond A. Kimball, CACI 's Executive Secretary, agreed t o  
part ic ipate .  Similar data were secured from 17 s t a t e s  which responded t o  
a questionnaire sent them by Governor John Love. Federal data were secured 
through interviews and checks of published materials and other sources. In 
addition, a large volume of recent material published by various associations 
and government agencies was consulted. 

Internal Relationships. To obtain data on which the internal relat ion-  
ships between the various positions were eventually established, E?4SI 
employed a structured interview w i t h  the incumbents, conducted by senior 
EMS1 associates, supplemented by the collection of budget documents, policy 
papers, memoranda, and similar materials relat ing to  the programs of the 
agencies involved. The data thus e l i c i t ed  were used t o  assign rankings to  
the principal executive positions i n  each agency with respect t o  the follow- 
ing factors:  

-	 Mental Demands. Under th i s  major heading were considered such 
factors  as:  
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Depth of technical howledge 

Application of judgment and analytical ability 

Sustained mental concentration 

The extent to which the official can or cannot divest himself 
of administrative, policy, and/or political problem solving to 
analyt I cal and policy-making subordinates. 

- Program Complexity. Consideration of this aspect included: 

Whether program was single or mltiple and the varying levels 
of complexity which do or do not require coordination or 
integration 

The degree to which innovative or novel approaches are required 
to solve program problems 

Composition of the work force, particularly as to whether it 
is characterized by a high proportion of professional and 
technical personnel 

- Managerial Requirements. This element was broken down into the 
m l w i n g  f-actors : 

Size of program as expressed in dollar volume of budget and 
number of personnel 

Skill required to integrate and/or coordinate mltiple programs 

Geographical dispersion of personnel and other resources 

Current level or emphasis on program activity in tern of 
gubernatorial policy, public policy, or over-all importance to 
society 

- Accountability. Under this were included: 

Freedom of action 

Availability of precedent; legal restrictions 

Impact on other state or local program 

Over-all fiscal responsibility 

Consequence of decision or action 

- Responsibility for Public Relations and Relations with Clientele 
Groups. Sub-factors in this category were: 
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Kcquircrncnt to meet with hostile or active clientele groups 

Level of contact with representatives of other government agen- 
cies, civic associations, and other groups 

Responsibility for legislative contacts--federal, state, and 
local 

Membership on state, federal, and local policy boards, or com- 
missions, or similar groups 
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1 11. APPLICATION OF DATA 


'Ihe reports of interviews, together with other organizational supporting 

data, were exnmined with respect to the five factors identified earlier to 

deternine if the positions fell into easily identifiable groups or strata, 

or whether the effect of weighing one factor nullified the effect of other 

factors to such an extmt that a reasonably precise rank order of groups of 

posi tions could not he established. Fortunately, it became apparent that 

there was a good deal of consistency between the requirements involving the 

five factors. 'There were individual differences, to be sure, so that a 

position ranked fairly low in over-all ratings might, on a particular rating 

factor, be rated higher than some position above it. On the whole, however, 

the pattern described below emerged. 


Standards for Allocation to Levels 


Level 1. In terms of mental demands, a position at this level requires 
a camp-ive to expert knowledge ot program operations; an extraordinary 
capacity to analyze problems and apply sound judgment, and continued, sus-
tained mental concentration. The possibility of divesting oneself of problem 
solving to highly qualified subordinates in analytical and policy-making 
positions is usually limited. In those instances where these functions can 
be delegated, this lessened requirement is offset by very high requirements 
on other elements considered in this factor. 

In tens of program complexity, programs are invariably multiple requir- 
ing tight coordination and integration; are challenging, requiring the 
development of innovative or novel approaches in solving program problems; 
and the work force is characterized by a high proportion of professional 
and/or technical personnel to clerical or other sub -professional or adminis -
trative personnel. 

In tens of managerial requirements, the programs administered are among 
the largest in the state, as expressed Cn dollar size of the budget and 
number of personnel supervised. Furthermore, because of geographical dis- 

, 	 persion of personnel, the intrinsic complexity of the programs involved or 
other similar factors, the position requires a high order of skill in integ- 
rating and/or coordinating the programs. In addition, positions at this 
level deal with programs which are highly active and on which there is con- 
siderable current emphasis in tern of gubernatorial or public policy, or 
over-all importance to the state. 

In tern of accountabilit , the executive at this level has a great 
deal of latitude 4ree om o action, and is not bound to any great extent in 
by precedent or legislative restriction. He has a great deal of fiscal 
responsibility and his decision or action may have very serious and far-
reaching consequences. The effect of a decision, in a position at this 
level, or the continuing effect of the program operations which he directs, 
has considerable impact on other state or local programs. 
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In terms of public relat ions and relationships with c l ien te le  groups, 
a position a t  th i s  level invariably requires frequent confrontations with 
host i le  or act ive c l ien te le  groups, very frequent contacts with meher: of 
the s t a t e  legis lature and o f f i c i a l s  of s t a t e  and local  government, and 
frequent and high-level contacts with various levels  of government o f f i c i a l s ,  
civic associations, and other groups. The incumbent of a rositi0.1 t tb;c 
level is required to  devote a great deal of time t o  active- participation In 
s t a t e ,  federal,  or  local policy boards or  comnissions and receives frequent 
assignments t o  serve on special study groups. 

In sumnary, the assignment of a position t o  this level requires tha t  it 
be ranked among the highest of a l l  s t a t e  executive positions in a t  l eas t  
four of the f ive  factors  discussed above and not less  than average i n  the 
remaining, f i f t h ,  factor.  

Level 2 .  Positions a t  level 2 are only s l igh t ly  l e s s  demanding than 
t h o s e m e l  1. A review of the requirements of positions assigned t o  
th is  level indicates tha t ,  i n  general, they r a t e  a t  or  near the highest on 
a t  l eas t  three of the major factors and a t  o r  near the average f o r  a l l  
positions on the remaining two. 

In general, positions i n  level 2 require thorough knowledge of program 
ac t iv i t i e s ,  the sound application of judgment, and good analytical ab i l i ty .  
By and large, i n d e n t s  of these positions can re ly  on subordinates t o  
share i n  policy making and program planning and execution ac t iv i t i e s .  
Programs directed by level 2 executives are  generally multiple rather  than 
single and require considerable ingenuity in developing innovative o r  n w e l  
approaches. The composition of the work force is s t i l l  weighted considerably 
in  favor of professional o r  technical personnel. Programs are large but 
not among the largest  in the s t a t e  e i the r  i n  t e r n  of budget s i ze  o r  number 
of employees. Programs may or may not be geographically dispersed but the 
level of s k i l l  required in  integrating o r  coordinating them is s t i l l  very 
high. They are  highly v is ib le ,  active,  and subject t o  close scrutiny by 
the Governor, the legis lature,  and the public. An i n d e n t  of a level 2 
position has considerable freedom of action, a great deal of f i s c a l  respon- 
s i b i l i t y ,  and the possible consequences of an incorrect action o r  decision 
can be serious. The program has some e f fec t  on other s t a t e  or local pro- 
grams but not to  the extent noted in level 1 positions. There ex i s t  legal 
res t r ic t ions  on positions a t  t h i s  level  but relat ively few guidelines o r  
precedents. In terms of public relat ions and relat ions with c l ien te le  graups 
the level of contacts is about the same as in the highest level;  requirements 
for  active participation i n  the work of boards and comnissions are  somewhat 
lower. 

-Level 3.  The emphasis, i n  positions a t  t h i s  level,  is on administration 
of an on-gong program. While a position i n  this group may be rated very higl 
on some part icular  factor ,  this would be an exception; generally the position: 
are  substantially less  demanding than those a t  levels 1 and 2. 

Where a considerable depth of technical knowledge is required, this 
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usually applies to a single well-defined program; good judgment and analyti- 
cal ability are still required but they generally apply to well established 
programs. In the case of positions directing or managing more than one 
major program, there is an intervening level of subordinates to whom most 
details of operation can be delegated; coordination of such programs is not 
particularly difficult and may be only nominal ; programs follow well estab- 
lished precedents and require little in the way of innovative or novel 
approaches. 

Both in terms of dollar volume and numbers of personnel, programs are 

at or about average for the state; geographical dispersion is not an impor- 

tant element; programs are not highly visible and follow well established 

pol icy. 


Managers of programs at this level have an abundance of precedent as a 

basis for decision and have freedom to act only within well-defined legal 

limits; over-all fiscal responsibility i.s substantially lower than that of 

level 1 and level 2 positions, and the consequences of decisions or actions 

are not as far reaching. 


In general, programs in this category are not subject to pressure by 

hostile clientele groups; program managers must deal with organizations or 

groups of clients who have or believe they have a vested interest in the 

programs, but the relationships with these groups are not inordinately 

difficult and seldom hostile; considerable contact is maintained with repre- 

sentatives of other governmental agencies, usually at the working level; 

participation in the work of inter-departmental boards or cammissions is 

required, but this is not an important element of the position. 


Level 4. Positions at level 4 are still demanding, but the impact of 

each d f f i v e  major factors is relatively small. Programs are well 

defined, there is ample historical and legal precedent for decisions, and the 

latitude for independent power of decision narrowly limited. 


Level 4 positions do not normally require a profound depth of technical 
knowledge, analytical ability , or sustained mental condlentration . A manager 
of a level 4 program seldom has high-ranking technical or policy-making 
subordinates since the program size and complexity do not require this inter- 
vening subordinate level; programs are generally limited to one major acti- 
vity and very seldom require innovative or novel approaches to the solution 
of problems; there is a high proportion of clerical or sub-administrative 
personnel and the total work force may be very small. 

Programs are small both in tern of budgetary and personnel tern and 

require no integration or coordination; geographic dispersion is not a 

factor; programs are of very low visibility, require little attention from 

the Governor's office, and seldom receive it from the public. 


Level 4 executives have very little latitude in terms of freedom of 

action and decisions are invariably made on the basis of well-established 

precedent or a specific legal requirement; they have relatively low impact 
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on other state or local programs, involve relatively limited fiscal responsi- 

bility, and the consequences of incorrect decision or action are not likely 

to be serious. 


'he public relations aspect of positions in this group is n~ininaland 

generally restricted to small special interest groups. 


Assinnrnent of Executive Posit ions to Levels 

Taking into consideration the standards defined above, the 32 positions 

in the study (excluding the administrative and clerical positions in the 

Governor's office and the Lieutenant Governor's office) were tentatively 

assigned to one of the four levels. The external comparison (pay) data were 

then reviewed, and the instances showing conflict between internal and 

external comparisons were meticulously re-examined. Occasionally, initial 

errors in judgment of assigning excessively high or low ratings, as evidenced 

by review of substantiating data, were corrected. Where such discrepancies 

continued to exist, the resolution as to which level a particular position 

should be assigned was made on the basis of internal relationships. 


Assignment of Administrative and Clerical Positions to Levels 


'fie assignment of administrative and clerical positions in the Governor's 

office to proposed salary levels was made on a different basis inasmuch as 

the application of the standards previously described was not feasible. 

Instead, the more conventional approach of position classification, essen-

tially similar to that followed in classifying positions in the classified 

service, was followed. The use of this technique served to define the 

internal relationships between these positions and between them and similar 

positions in the classified service. 


While the use of a conventional classification approach serves admirably 

to define the inter-relationships between the clerical positions in the 

Governor's office, it is not particularly helpful in establishing the 

absolute pay level of those positions. The difference between these and 

similar positions in the classified service is iri the special relationship 

which exists between the former positions and the positions of their super- 

visors. This factor of confidentiality does exist in high-ranking clerical 

and secretarial positions in the classified senvice but it is not as impor- 

tant as that which characterizes the positions on the imnediate staff of the 

Governor and Lieutenant Governor. To reflect this difference, due to the 

higher level of confidentiality and limited ten1lrcb involved, the proposed 

minimum rates should be fixed at a level approximately 15 per cent higher 

than current estimates of comparable minimum rates in the classified service 

when the pay plan for that service is accepted. 


The Levels of the Positions of Governor and Lieutenant Governor 


'fie position of the Governor is unique by definition, and the technique 
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of establishing internal comparisons cannot apply. The factor of external 

comparisons should apply, but, unfortunately, it has not been given much 

consideration in the past. 


The analogy between the position of the Governor and the president of a 

private company or firm is very precise and measurable. We can easily can- 

pare operating budgets, sizes of the work force, canplexity of programs, 

need for managerial know-how, and other similar factors. Furthermore, this 

analogy is well understood both within the govemment and by the public, but 

its application to fix more realistic salaries for chief executives of the 

various states has not been accepted. 


But the Governor is more than an executive, carrying heavy management 
responsibilities. He is a political leader. As such he is accountable to 
an increasingly aware, educated, and participative- -and demanding- -citizenry 
for not only the programs of a state administration but of its relationship 
to and distribution of federal revenues to political subdivisions of the 
state. He not only is the focus of political accountability within the 
state, but he is imnediately accessible to the citizens. In these aspects, 
political accountability and accessibility, he bears a heavier load than a 
cabinet officer in a federal department, whose role is becoming more acbninis- 
trative and correspondingly less involved in the area of policy and political 
accountability. 

The salary problem lies with the constituencies of the various governors, 

While they accept the concept that the position of the guvernor is that of 

an extremely important public servant whose performance is subject to con- 

stant, searching scrutiny, they are less concerned with his pay--other than 

to concede that the job is undoubtedly underpaid while believing that it 

offers non-monetary rewards which make up for the difference. 


In the case of other public employees (due perhaps to their number) 

the concept of equal pay for equal work and comparability of pay with like 

positions has been accepted. The essentially similar, and more provable, 

situation with respect to the Governor either encounters intractable opposi- 

tion or casual indifference. 


It is EMSI's hope that this situation, if placed in pr er perspective, 

may be corrected, and that the public at large will accept 31
e establishment 

of a more realistic and reasonable salary of the state's principal executive. 


The situation is not unique to the State of Colorado. A comparison 
with the salaries of all states which responded to the questionnaire indi- 
cates that Colorado is a bit above average in terms of the Governor's salary. 
If states whose populations are less than half of the population of 
Colorado are excluded fran the canparison, the salary of Colorado's Governor 
is slightly below the average. However, a comparison with private industry 
shows a glaring discrepancy. There are no industries within the State of 
Colorado which can compare, in terms of size, managerial requirements, or 
fiscal responsibility with the state itself. Yet many pay salaries consider- 
ably larger than that recarmended for the Governor. Based on the magnitude 
and complexity of the duties and responsibilities of the Governor, his 
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salary should be established a t  a figure approximating $75,000. However, 
an increase t o  th i s  amount would undoubtedly a t t r a c t  strong opposition and 
might further  delay the ins ta l la t ion  of an equitable executive pay plan. 
Consequently, without prejudice t o  a further  increase a t  a future time, 
the salary for  the Governor which EMS1 reconmends in the pay plan is $60,000, 
or the equivalent of that  enjoyed by a federal cabinet off icer .  

The problem of fixing the salary fo r  the position of Lieutenant Governor 
presents yet  another complication. The specif ic  duties assigned t o  the 
position are  not part icular ly onerous and, in themselves, would not jus t i fy  
a comparison with, l e t  us say, the second ranking position in a large private 
firm. However, these duties are  purely nominal and do not constitute the 
basis of requirements fo r  which the Lieutenant Governor is elected. Rather, 
h i s  position is that  of an understudy who nust be f u l l y  qualified t o  s tep 
into the primary position should the need for  h i s  services ever ar ise.  In 
the meantime, h i s  time is taken up with duties largely i n  the legislat ive 
area, and w i t h  duties of a public relat ions nature which impose a c m i d e r -  
able financial burden. 

Since the pay f o r  th i s  position should not, and admittedly does not, 
depend upon the actual duties performed, but rather on the qualifications 
and a b i l i t y  t o  perform the duties which he might be called upon t o  assume, 
the salary level of h is  position should bear a reasonable relationship to 
the salary of the l a t t e r  position. In the opinion of BGI, t h i s  should be 
in the neighborhood of 60 per cent of tha t  established fo r  the Governor and 
the salary recomnended in the plan i s  based on this percentage. The legis-  
la ture should a lso  take in to  account the f a c t  that  the i n d e n t  of the 
position undertakes heavy expenses in maintaining a second residence in  the 
capitol and is required t o  engage i n  many o f f i c i a l  and semi-official ac t i -  
v i t i e s  of a representational naixre. I t  is not suggested tha t  h i s  salary 
be further  increased to  off s e t  these expenses. Instead, it would appear to  
be only equitable to  provide the Lieutenant Governor with a housing al lwance 
and a reasonable allowance f o r  representational ac t iv i t i e s .  

The proposed salary rates  f o r  Governor and Lieutenant Governor and the 
salary ranges f o r  the positions a t  the executive cabinet level, as well as 
the salary ranges fo r  administrative and c le r i ca l  positions in  the Governor's 
office,  appear in Appendix A of t h i s  report. Pay ranges rather than f l a t  
rates  were recomnended fo r  executive positions to  give the Governor same 
leeway in relat ing qualifications of those he is considering to the positions 
available, and i n  rewarding superior performance during h is  incwnbency. A 
range of approximately 15 per cent to  20 per cent above the m i n i m u m  ra te  is 
considered reasonable t o  apply t h i s  leeway during a four-year term. In the 
case of administrative and c ler ica l  positions, the percentage spread from 
mininun to  maximum rates  which applies t o  comparable classif ied positions 
was  maintained. 

-
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111. MAINTENANCE OF PAY PLAN 

The terms of the agreement for this  study stipulate that EMSI "develop 
a recamnended process for  up-dating legislative and executive salaries". 
This provision recognizes the basic fact  that factors on which a pay plan 
i s  developed are subject to  constant change, making necessary review a t  
fa i r ly  frequent intervals to  maintain the plan's currency. The process pro- 
posed by EMSI includes an annual and a q u a d r e ~ i a l  review, with adjustments 
based on the factors described below. 

Fixed Base 

To calculate an adjustment or variation, it is f i r s t  necessary to 
establish a fixed reference point or base from which the variations or ad- 
justments can be measured. For executive positions, a logical starting 
point is the pay plan here recamnended. 

For consistency, it is also recomnended that  the present salaries paid 
to  manbers of the legislature constitute the base for future adjustments in 
legislative salaries. The situation i s  no different than that found in 
another s ta te  which was the subject of a somewhat more comprehensive pay 
smdy made in recent months. The Comnission charged with the conduct of 
that study stated (with respect to legislative salaries):  

"The American people, including the people of - - - - - - -  , have 
always placed a high value on representative govenunent but a low 
value on their  representatives in government, especially State 
government. Indeed, this disparity between admiration for  the 
institution of representative government and lack of respect for 
those who are responsible for  i ts  working has reached such a high 
level as to seriously jeopardize democratic govement." 

The subject of legislative salaries i s  not within the scope of this  
study. Our concern is that,  as changes are made in the executive pa struc- K -re, the salaries of members of the legislature not f a l l  further be ind. 
In other words, the present legislative salaries are considered as establish- 
ing a base only, with future changes in  compensation tied directly to the 
(percentage) changes calculated for executive positions on a quadrennial 
basis. 

Reference Classes for  Executive Adjustments 

I t  i s  expected that,  i n  general, upward or downward changes in execu- 
tive salaries w i l l  parallel and be roughly equivalent to changes in the 
higher grades of the classified service. However, these l a t t e r  changes are 
not usually uniform throughout the various grades and services, and it was 
thought advisable to se lect  certain specific classes of positions to serve 
as reference classes fo r  future adjustments. These reference classes are 
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idcnt i f icd in Appendix H .  I t  will  be noted that  the clnsst-s of positiolls 
selected, although a t  a lower level ,  bear a very de f in i t e  internal re lat ion-
ship to  marly of the executive posit ions and are  hierarchj ca l ly  srlfi'i cl.ont I:. 
close t o  the l a t t e r  t ha t  the external comparisons found i n  the m u a l  reviews 
made by the Department of Personnel should a l so  be applicable. 

Method of Application - Annual Adjustment 

A t  the time of the annual pay review, the Department of Personnel should 
report  t o  the leg is la ture  the average over-all  increase (or decrease) i n  the 
entrance ra tes  t o  the reference classes  (Appendix B) .  This amount of change, 
rounded off t o  the nearest  percentage point ,  wwld then apply t o  the sa l a r i e s  
of the posit ions cwered i n  this study. (Executive and Acbninistrative and 
Clerical i n  the of f ices  of the Governor and Lieutenant Governor) 

Although the changes in internal  relationships between posit ions (such 
as those determining to  which par t icu lar  level  a posit ion is assigned) 
should not be very great  in any one twelve-month period, they w i l l  occur i n  
some positions and the i r  cumulative e f f ec t  over a two- o r  three-year period 
may be qui te  noticeable. Consequently, it is a lso  suggested tha t  a review 
of both internal  and external factors  be made p r io r  to the adoption of 
annual changes t o  make sure than any possible change in  the basic factors  is 
taken into account. 

Essentially,  the methodology of t h i s  M I  study should be followed, 
including a review of program responsibi l i t ies  and a spot check of pr ivate  
and public salary data. 

Method of Application - Quadrennial Review 

The sa l a r i e s  f o r  the Governor, Lieutenant Governor, and members of the 
legis lature  should be reviewed on a quadrennial basis.  I t  is also recm- 
mended tha t  an in-depth study be made f o r  exeautive posit ions on a quad- 
rennial  basis  a l so  because posit ions a re  not s t a t i c ;  nor a re  the conditions 
which ex i s t  a t  the time a decision is reached with respect t o  a par t icular  
salary level.  Some programs expand rapidly; others may attenuate f o r  a 
var iety of reasons. ?he annual reconnaissance survey reconnnended above may 
recognize only the most obvious s i tuat ion.  From time to  time it is necessary 
to  make an in-depth comprehensive survey, o r  a t  l eas t  as comprehensive as 
the one jus t  made, t o  re-establ ish and re-define the internal  relationship 
between the d i f fe rent  classes and to  accurmlate fresh and complete infor- 
mation on competitive sa l a r i e s  in other branches of the goverhnent, i n  private 
industry, and i n  the federal government. 

The suggested interval  f o r  such in-depth review is four years. The 
f i r s t  and subsequent reviews of t h i s  nature should be made a f t e r  the election 
of the Governor so tha t  h i s  plans and pol icies  with ' respect  t o  the various 
programs can serve as a valuable input in to  the process. 
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Staff required to perform these reviews, particularly the quadrenniz 
reviews, should be selected or assigned by the legislature or the Legislz 
Council. This i s  not a function which should be assigned to an organizal 
canponent of the executive branch. 
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APPENDIX A 


STATE OF COLORADO 

PRDPOSED PAY PLAN FOR SELECTED POSITIONS 

Ti t l e  
Present Rate 

o r  Range 
Proposed Rate 

o r  Range 

A. Executive Positions 

Governor 

Lieutenant Governor 

Level 1 

Executive Director, Department of 
A h i n i s  t r a t  ion 

Executive Director, Social Sem ices 
Executive Director, Deparbwnt of 

Highways 
Executive Director, Department of 

Inst i tut ions 
State  Comnissioner of Education 
Executive Director, Colorado Comnission 

on Higher Education 

Level 2 

Attorney General 
Executive Director, Departmnt of 

Revenue 
Executive Director, Department of 

Labor and Employment 
Executive Director, Department of 

Natural Resources 
Executive Director, Department of 

Health 
Director of Personnel 
Executive Director, Governor's Office 

Level 3 

Adjutant General 
Executive Director, Department of 

Local Affairs 
Executive Director, Department of 

Regulatory Agencies 
Comnission Member, Public Utility 

Conmiss ion 
Comissioner of Agriculture 
Parole Board 
Legal and Legislative Assistant 

(Governor's Office) 



Title 
Present Rate 
or Range 

Proposed Rate 
or Range -

Level 4 

State Treasurer 
Secretary of State 
Commission Member -

Commissioners 
Commission Member -

Commission 

Board of Land 

lndustrial 

B. Administrative and Clerical Positions 

Administrative Assistant (Lieutenant 
Governor's Office) 

Director of Research 
Governor's Personal Secretary 
Press Secretary and Public Relations Aide 
Junior Staff Assistant 
Senior Administrative Secretary (2) 
Lt. Governor's Personal Secretary 
Administrative Secretary (4) 
Secretary 



APPENDIX B 


STATE OF I~OIDRADO 

REFERENCE CLASSES 
USFB IOR 

EXTERNAL COMPARISONS 

A. Reference Classes for  Executive Positions 

Deputy Director, Ikpartment of Revenue 
Deputy Director, I k p a r m n t  of Social Services 
Assistant Personnel Director 
Psychiatric Hospital Director 
Deputy Agricultural Comnissioner 
Director of Pub1 i c  Works 
S ta te  Controller 
Executive Budget Director 
Assistant Director,  Department of Health 
Civil  Defense Special is t  TI 
State  Auditor TV 
Investment and Security Officer 
Administrative Officer I1 
Inheritance Tax Analyst I 1  
Water Conservation Director 
S ta te  Engineer 
Chief Highway Engineer 
Property Tax Administrator 
Insurance Comnissioner 
Banking Comniss ioner 
Director, Division of Employment 

B. Reference Classes f o r  Administrative and Cler ical  Positions 

Administrative Officer IV 

Administrative Officer I1 

Accounting Technician I11 

Public In fona t ion  Spec ia l i s t  1 

Secretary I11 

Secretary I1  

Secretary I 

Clerk Typist I I 
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TEXT-

A BILL KIR AN ACT 


CX)NCERNING THE STATE PERSONNEL SYSTEM. 


Be It  	enac ted  by t h e  General Assembly of t h e  S t a t e  of  Colo- 

-rado : 


SECTION 1. 26-1-1 (1 ) .  Colorado Revised S t a t u t e s  1963, 


a s  amended, 	 is  hereby amended t o  read  as  fo l lows:  

26-1-1. ( 1 )  ( a )  Shor t  t i t l e  - l e s i s l a t i v e  d e c l a r a t i o n  

- tenninolosy.  T h i s  c h a p t e r  s h a l l  be known and may be c i t e d  

a s  t h e  ' S t a t e  Personnel  System Actn.  It i s  t h e  purpose o f  I 
OI 

7 	 t h i s  chap te r  and t h e  personnel  r u l e s  adopted pursuant  t o  t h i s  

c h a p t e r  t o  provide a sound, compkhensive,  and uniform system 

of personnel  admin i s t r a t i on  f o r  t h e  employees w i th in  t h e  

s t a t e  personnel  system a s  de f ined  by t h e  c o n s t i t u t i o n  of t h e  

s t a t e  of  Colorado and laws enac ted  pursuant  t h e r e t o ,  inc lud-

ing  a l l  employees of  t h e  s t a t e  c o l l e g e s  and u n i v e r s i t i e s ,  

INCLUDING THE UNIVERSITY OF CDLORADO, not  o therwise  exempted 

by law. Appointments and promotions t o  o f f i c e s  and employ- 

ments i n  t h e  personnel  system of t h e  s t a t e  s h a l l  be made 

according t o  mer i t  and f i t n e s s ,  t o  be a s c e r t a i n e d  by competi- 

This  l e g i s l a t i v e  d e c l a r a t i o n  s e c t i o n  of  t h e  
Personnel  Act i s  amended t o  s p e c i f i c a l l y  pro- 
v ide  f o r  t h e  i n c l u s i o n  of employees o f  t h e  
U n i v e r s i t y  o f  Zolorado i n  t h e  Personnel  Sys- 
tem. There i s  a consensus t h a t ,  w i th in  t h e  
boundar ies  o f  t h e  c o n s t i t u t i o n a l  p rov i s ion  on 
personnel  ( ~ r t i c l e  XII, S e c t i o n  13) .  t h o s e  
s t a t e  employees n o t  p r e s e n t l y  w i th in  t h e  Per-
sonnel  System should be bmugh t  i n t o  t h e  
system. With r ega rds  t o  employees of  t h e  Un- 
i v e r s i t y  of  Colorado, t h e  Personnel  Committee 
had been advised  by t h e  Attorney General  i n  
March, 1 9 7 2 - t h a t :  1) under  t h e  p r o v i s i o n s  of 
A r t i c l e  X I I ,  Sec t ion  1 3  ( 2 )  of  t h e  Cons t i t u -  
t i o n ,  non-academic employees o f  t h e  U n i v e r s i t y  
were n o t  under  t h e  Personnel  System; and 2) 
n e i t h e r  could t h e s e  employees be brought i n t o  
t h e  system upon r eques t  of  t h e  Un ive r s i t y1  s 
Board o f  Regents. I n  November, 1972, t h e  
e l e c t o r a t e  amended A r t i c l e s  V I I I  and I X  o f t h e  
C o n s t i t u t i o n  by r ea f f i rming  t h e  Regents au-
t h o r i t y  o v e r  t h e  gene ra l  superv is ion  of  t h e  
U n i v e r s i t y ,  except  a s  o t h e d s e  ~ r o v i d e d  by t h e  
l e  i s l a t u r e .  I t  i s  t h i s  expanded l e g i s l a t i v e  
m v e r t h e  a f f a i r s  of  t h e  U n i v e r s i t y  



t i v e  t e s t s  of competence wi thout  regard  t o  r a c e ,  c reed ,  c o l o r ,  

o r  p o l i t i c a l  a f f i l i a t i o n .  

(b) 11; ORDER TO MORE FULLY PROVIDE A SOUND, COMPREHEN-

SIVE AND UNIFOFlM SYSTEM RIR THE EMPLOYEES WITHIN THE STATE 

PERSONNEL SYSTEM, THE GENERAL ASSEMBLY HEREBY PROVIDES THAT 

ALL OFFICERS AND EMPLIOYEES OF THE UNIVERSITY OF COLIORADO, NOT 

OTHERWISE EXEMPTED BY LAW, AfE HEREBY INCLUDED WITHIN THE 

STATE PERSONNEL SYSTEM. 

I SECTION 2. 26-1-4 ( 1 ) .  Colorado Revised S t a t u t e s  1963, 
6 

a s  amended, i s  hereby REPEALED AND REENACTED t o  read  a s  f o l -  

lows: 

26-1-4. C l a s s i f i c a t i o n  and compensation - payment of 

s a l a r i e s  - p a y r o l l  deduction. ( 1 )  ( a )  S a l a r i e s  o f  p o s i t i o n s  

i n  t h e  s t a t e  personnel  system a r e  determined a s  provided i n  

t h i s  a r t i c l e  and, except  f o r  hour ly ,  overt ime,  and supple- 

mental purposes,  s h a l l  be pa id  twelve t imes  p e r  y e a r  on t h e  

l a s t  working day of each month from funds made a v a i l a b l e  

t h e r e f o r .  For t h e  purpose o f  c a l c u l a t i n g  s a l a r i e s  due f o r  

p e r i o d s  o t h e r  t han  monthly, monthly s a l a r i e s  s h a l l  be con-

t h a t  now g i v e s  m e r i t  t o  t h e  Personnel  Commit- 
t e e ' s  ob jec t ive .  

Sec t ion  26-1-4 ( 1 )  p re sen t ly  r eads  a s  f o l -
O W S  : 

The monthly s a l a r i e s  of  p o s i t i o n s  i n  
t h e  s t a t e  personnel  system a r e  f i xed  a s  pro- 
vided i n  t h i s  a r t i c l e  and s h a l l  be pa id  on a 
b a s i s  of  twenty-s ix  s tandard  pay per iods  p e r  
y e a r  from funds made a v a i l a b l e  t h e r e f o r .  

Th i s  p rov i s ion ,  which had an e f f e c t i v e  da t e  
of J u l y  1, 1972, has  not  koen implemented. 
The proposed subsec t ion  ;a )  would r e s t o r e  
t h e  once a  month pay provision t o  t h e  s t a t -
u t e s .  





TEXT-
( c )  Nothing i n  t h i s  subsec t ion  s h a l l  p rec lude  t h e  pay- 

roll  deduct ion f o r  o t h e r  economic b e n e f i t s  reques ted  by an 

employee and approved by t h e  s t a t e  o f f i c i a l  a u t h o r i z e d  t o  

d i s b u r s e  funds  i n  payment o f  t h e  s a l a r y  o r  wages o f  such 

employee. 

SECTION 3. 26-1-4 ( 3 )  ( c ) ,  Colorado Revised S t a t u t e s  

1963, a s  amended, i s  hereby amended t o  read a s  fo l lows:  

26-1-4 ( 3 )  ( c ) .  C l a s s e s  o f  p o s i t i o n s  s h a l l  be grouped 

I and r e l a t e d  t o  occupat iona l  l e v e l s  of  work which can be  
OI 

f 	 c l e a r l y  d i s t i n g u i s h e d  and l o g i c a l l y  r e l a t e d  t o  %heA compen-

s a t i o n  plan.  

The pmposed  language i n  S e c t i o n s  3 and 4 
which changes t h e  word " them t Q  "am imple- 
ments t h e  d e s i r e  t o  remove t h e  PaY p lan  f m m  
t h e  s t a t u t e s  t h u s  g iv ing  t h e  Personnel  D l -
r e c t o r  and t h e  Personnel  Board t h e  needed 
f l e x i b i l i t y  and a u t h o r i t y  f o r  admin i s t r a t i on  
o f  t h e  pay systear. These changes p o t e n t i a l -  
l y  a u t h o r i z e  more t han  one pay p lan  f o r  s t a t e  
employees a s  w e l i  a s  varying ranges of pay t o  
meet t h e  needs o f  a  wide range of s t a t e  oc- 
cupa t ions .  

The Personnel  Board f a v o r s  removal of t h e  pay 
g r i d  fmm t h e  s t a t u t e s ;  t h e  co f l~n l t t ee ' s  con- 
s u l t a n t  a l s o  o f f e r e d  t h e  fol:oQlng recomen-
da t ion .  

*With t h e  Personnel  D i r e c t o r  a  p a r t  o f  
t h e  Governor 's  c a b i n e t ,  and wi th  h i s  s a l a r y  
d e t e m i n a t i o n s  being submi-.ted by r e p o r t  t o  
t h e  J o i n t  Budget Committee whe? they  a r e  
given subs tance  through app rop r l a t l on  a c t i o n ,  
cont inu inq  t o  f i x  t h e  "Bas,c %an of  S a l a r y  

-



EXPLANATION 


Ranges" i n  s t a t u t e s  aDFears t o  be h i 3 n l y  
r i g i d  and u n d e s i r a b l e .  

"The Persan-e l  3 i r e c t o r  shou ld  be r e -
s p o n s i b l e  f o r  n a i n t a i n i n g  t h e  b a s i c  pay 
g r i d  o r  r e v i s i n g  it a s  c a l l e d  f o r  by t h e  
needs  o f  t h e  s e r ~ i z e .  For example,  he 
shou ld  a l s o  be a b l e  t o  c o n s i d e r  t h e  t r a d i -  
t i o n s  and r e q u i r e m e n t s  of c e r t a i n  e s t a b -  
l i s h e d  o c c u p a t i a n s  ( f o r  example, t r a d e s )  by 
reduc ing  to n o t  more t h a n  t h r e e  s t e p s  t h e  
range o f  t h e i r  s a l a r i e s  w i t h i n  t h e  s a l a r y  
g r a d e  t o  which t h e i r  c l a s s  i s  a s s i g n e d .  He 
shou ld  be a b l e  t o  p rov ide  an end-to-end 
( d o u b l e )  range a s  an i n c e n t i v e  t o  good t e a -  
c h e r s  who wish t o  remain i n  t h e  c lassroom 
( a n d  make t h e i r  maximum c o n t r i b u t i o n  t h e r e ) ,  
b u t  who now have no o t h e r  r e c o u r s e  t h a n  t o  
a c c e p t  "p romot ionsm t o  a d m i n i s t r a t i v e  p o s i -  
t i o n s  i n  o r d e r  t o  g e t  s a l a r y  r e c o g n i t i o n .  
H e  shou ld  b e  a b l e  t o  drop o r  add s a l a r y  
g r a d e s ,  o r  t o  reduce o r  add s t e p s  i n  a 
g r a d e ,  i f  t h e  s a l a r y  su rvey  o r  a d m i n i s t r a -
t i v e  e x p e r i e n c e  c o n v i n c e s  him t h a t  improved 
a d m i n i s t r a t i o n  w i l l  r e s u l t . "  

SECTION 4. 26-1-4 (3 )  ( f ) ,  Colorado Fievised S t a t u t e s  

1963, a s  amended, i s  hereby amended a s  f o l l o w s :  

26-1-4 ( 3 )  ( f ) .  The s t a t e  p e r s o n n e l  d i r e c t o r  s h a l l  

a s s i g n  and may r e a s s i g n  c l a s s e s  o f  p o s i t i o n s  t o  g r a d e s ,  RATES 

OR RANGES i n  9ke A pay p l a n ,  s u b j e c t  t o  t h e  p r o v i s i o n s  of 

t h i s  a r t i c l e .  
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t i t i v e  l a b o r  market a rea  f o r  var ious  key c las ses ,  including 

a reas  of  t h e  s t a t e  which a r e  ou t s ide  t h e  Denver metropoli tan 

area,  The s t a t e  personnel d i r e c t o r  may use  t h e  r e s u l t s  of  

o t h e r  appropriate surveys conducted by public  o r  p r i v a t e  agen- 

c i e s  and may con t rac t  wi th  such agencies t o  conduct t h e  sur-

vey. I F  ANY INTERESTED PERSON OBJECTS TO THE ACTIONS OF THE 

DIRECTOR* SJCH OBJECTIONS WILL BE PmMPTLY HEARD AND RESOLVED 

BY THE BOARD. 

fi SECTION 6, 26-1-4 (5) ( c ) ,  Colorado Revised S t a t u t e s  

1963, a s  amended, i s  hereby amended t o  read a s  follows: 

26-1-4 (5) ( c ) ,  The s t a t e  personnel d i r e c t o r  s h a l l  use  

v a l i d  s t a t i s t i c a l  techniques and, a f t e r  co l l ec t ing  a l l  appro- 

p r i a t e  da ta ,  s h a l l  review t h e  d a t a  and s h a l l  determine whether 

it i s  val id ,  Any i n t e r e s t e d  person who o b j e c t s  t o  t h e  d i rec -  

t o r ' s  determination may appeal t o  t h e  board, The board s h a l l  

hold hearings on such da ta ,  and s h a l l  exclude any da ta  which 

it f i n d s  is c l e a r l y  inval id .  d~e-te-9ke-use-e4-&mprepe~-s~a-

~ i 8 t & e a A - t e e h i ~ e s - e r - e e A A e ~ t i e ~ ~ i ~ a p p ~ p a t e - d a t aI n  

such event,  t h e  s t a t e  personnel d i r e c t o r  s h a l l  resurvey a s  

EXPLANATION 


This proposed sec t ion  c a l l s  f o r  t h e  de le t ion  
o f  language i n  the  present  s t a t u t e  which i s  
regarded a s  vague and unnecessary, In  t h e  
second ins tance ,  t h e  Committee recommends 
s t r i k i n g  t h e  c u r r e n t  provision specifying 
a f o m l a  f o r  t h e  appl ica t ion  of sa la ry
data. The law should not  contain t h i s  kind 
o f  t echn ica l  and p rec i se  adminis t ra t ive  pro- 
cedure. Ins tead ,  t h e  s t a t u t e s  should v e s t  
f l e x i b i l i t y  f o r  t h e  appl ica t ion  o f  da ta  i n  
t h e  Personnel Department, 







a4-any-s~ep-in-~he-y~ade-~p.n-ahe-app~vaA-eZ-~he-geve~ei:-e~ 


Me-designee. AT A SALARY I N  THE CLASS HIGHER THAN THE EN-

TRANCE SALARY, 

SECTION 9. 26-1-4 ( l o ) ,  Colorado Revised S t a t u t e s  1963, 

a8 amended, is hereby REPEALED AND REENACTED t o  read  a s  fo l -  

lows: 

26-14 (10) ( a ) ,  S a l a r y  adminis t ra t ion .  The board s h a l l  Th i s  s e c t i o n  re-wri tes  a  s t a t u t e  which was 
implemented i n  1972, but  has not  met t h e  de- 

provide by mle, based upon a system of perfonnance evalua- s i r e d  o b j e c t i v e  which was t o  reward employ- 
ees on t h e  b a s i s  of performance evaluat ion  

Uon ,  f o r  per iodic  s a l a r y  i n c r e a s e s  f o r  s a t i s f a c t o r y  perfor-  and longevity,  The s t a t u t e  pmvided f o r  a  I 
4 two-step inc rease  i n  recognit ion of  out-
7 mance; f o r  t h e  withholding of  such inc reases  f o r  l e s s  than standing performance, but a l s o  spec i f i ed  

t h a t  an employee could not reach t h e  f i n a l  
s a t i s f a c t o r y  performance; and f o r  payment of a cash  bonus i n  s t e p  ( s t e p  7 )  i n  h i s  grade u n t i l  he had com- 

p le ted  f i v e  yea r s  i n  s t e p  6,  An add i t iona l  
recogni t ion  o f  an unusually outstanding perfo-mance by an em- problem: it was found t h a t  two-thirds of  

t h e  s t a t e ' s  employees a r e  i n  s t e p s  5, 6, 
ployee. and 7 and t h u s  i n e l i g i b l r  f o r  t h e  acce l l e r -  

a t ed  s t e p  increase.  Anoxher pmblen:  a 
(b) 	 I n  recognit ion of  an employees con t r ibu t ion  t o  t h e  t m - s t e p  i n c r e a s e  g ives  7 I employee a per- 

manent pay advantage o v e i  h i s  pee r s  while 
s t a b i l i t y  of  s t a t e  se rv ice  and f o r  s a t i s f a c t o r y  performance h i s  p?rfornance may not merit rhis advantage

p a s t  t h e  y e a r  f o r  which the  i x r e a s e  was 
i n  t h e  c l a s s  in which he i s  working, t h e  board s h a l l  pmvide  awarded. 

by m l e  f o r  add i t iona l  compensation f o r  work performed i n  t h e  The proposed language i n  sub: c t ion  ( a )  s i m -
p l i f i e s  t h e  procedure and at i n s  th- de-

c l a s s  beyond t h e  l eng th  of time requi red  t o  a t t a i n  t h e  maxi- s i r e d  objec t i - fe  of  allowing t r t h ~recogni-
t i o n  o f  s a t i s f a c t o r y  o r  outst:.xiin~ 7rvic: 

mum s a l a r y  i n  the  pay plan f o r  h i s  c l a s s ,  e i t h e r  through s a l a r y  inc rec  s a r  -1c .  



TEXT EXPLANATION-

SECTION 10. 26-1-6, Colorado Revised S t a t u t e s  1963, a s  

amended, i s  hereby REPEALED AND REENACTED t o  read a s  follows: 

26-1-6. Transfer  t o  new pay plan. The s a l a r i e s  of per- 

persans under t h e  s t a t e  personnel system on June 30, 1972 

@hallnot  be reduced a s  a  r e s u l t  of  t h e  i n i t i a l  implementa- 

t ion  of 8 now pay p l l n  o r  p lans  by t h e  s t a t e  personnel d i rec -  
8 

t o r  pursuant t o  subsect ion (6) of  sec t ion  (4) of this a r t i c l e .  
I 

SECTION 11. 26-1-9, Colorado Revised S t a t u t e s  1963, a s  

amended, i s  hemby amended t o  read a s  follows: 

26-1-9. I n s u f f i c i e n t  funds. Within any f i s c a l  year ,  no 

adjustment s h a l l  be made which w i l l  requi re  expenditures 

g r e a t e r  than those  f o r  which appropr ia t ions  have been made. 

Should funds made ava i l ab le  f o r  t h e  payment of s a l a r i e s  be 

i n s u f f i c i e n t  f o r  t h e  payment of t h e  employees a t  t h e  r a t e  t o  

which they a re  e n t i t l e d  under t h i s  a r t i c l e ,  t h e  proper s a l a r y  

s h a l l  never the less  be paid  t o  a l l  who a r e  employed, and em- 

bonus. The language of subsect ion (b)  a l -  
lows t h e  Personnel Board t o  respond t o  t h e  
long se rv ice  employee who i s  stuck a t  the  
end of  h i s  pay grade. 

This i s  t h e  necessary conversion language
f o r  t r a n s f e r  t o  a  new pay plan o r  plans. 

The language s t r i c k e n  i n  t h i s  sec t ion  i s  re-
dundant s ince  t h e r e  i s  a lay-off  provision
elsewhere i n  t h e  s t a t u t e s .-





TEXT- EXPLANATION 

a f t a r  d e t e n a i c a t i o n  by t h e  s t a t .  personnel  d i r e c t o r  t h a t  t h e  

needs o f  t h e  s ta te  personnel  system can be f u l l y  met by such 

l i m i t e d  competition. 

SECTION 14. 26-1-22 (b), Colorado Revised S t a t u t e s  1963, 

a s  amended, i s  amended BY THE ADDITION OF A NEW SUBSECTION t o  

read: 

,
4 

26-1-22 (b).  The d i r e c t o r  s h a l l  s u b i t  annua l ly  t o  t h e  

genera l  assembly a budget r eques t  t o  fund a s t a t ewide  t u i t i o n  

a s s i s t a n c e p r o g r a m w h i c h r r i l l p a r t i a l l y r e i m b u r s e  c e r t i f i e d  

T h i s  recommended new subsec t ion  providing 
f o r  a t u i t i o n  a s s i s t a n c e  program a s  p a r t  of  
an emphasis on t r a i n i n g  and c a r e e r  develop- 
ment f o r  s t a t e  employees. 

0 
I s t a t e  employees who s u c c e s s f u l l y  complete approved off -duty  

courses  a t  educa t iona l  i n s t i t u t i o n s  where such courses  enhance 

o t h e r  t y p e s  of  t r a i n i n g  provided by t h e  s t a t e ,  improve job  

performance, and i n c r e a s e  c a r e e r  oppor tun i t i e s .  The d i r e c t o r  

s h a l l  e s t a b l i s h  p o l i c i e s  and procedures  and be respons ib le  

f o r  t h e  admin i s t r a t ion  of  t h i s  program. 

SECTION 15. 26-1-35 (1 )  ( a ) ,  Colorado Revised S t a t u t e s ,  

a s  amended, i s  hereby amended t o  r ead  a s  fol lows:  

2 6 - 1 - 3 5 .  a Exemptions from personnel  sys tea .  Ad-

m i n i s t r a t o r s  s3ployed i n  e c f u ~ a t i o n a l  i n s t i t u t i o n s  and depar t -  

T h i s  i s  a conforming r e f e r e n c e  t o  t h e  f i r s t  
s e c t i o n  o f  t h e  b i l l  r e f e r r i n g  t o  personnel  
a t  t h e  U n i v e r s i t y  of  Colorado. 



EXPLANATION 


Employees no t  wi th in  t h e  Personnel' System 
can be brought i n t o  t h e  system through t h e  
t h r e e  provis ions  enumerated i n  t h i s  sect ion.  
The i n t e n t  o f  t h e  present  s t a t u t e  has been 
t o  c r e d i t  t h e s e  employees f o r  p a s t  se rv ices  
f o r  t h e  purpose of e s t ab l i sh ing  b e n e f i t s  
under t h e  Personnel system, I n  t h e  applica-  
t i o n  o f  t h e  s t a t u t e ,  reference  t o  m s t a t u s m  has 

r e n t s  no t  c h a r i t a b l e  o r  r e f o m a t o r y  i n  charac ter ,  INCLUDING 

THE UNIVERSITY OF ODURADO, s h a l l  inc lude  t h e  following, who 

s h a l l  be exempt from t h e  s t a t e  personnel system: 

SECTION 16. 26-1-36, Colorado Revised S t a t u t e s  1963, a s  

amended, i s  hereby amended a s  follows: 

1 ( 1 .  Persons brouaht i n t o  t h e  s t a t e  personnel 

system, Whenever persons employed by t h e  s t a t e  of Colorado, 

not  wi th in  t h e  s t a t e  personnel system, ENTER OR a r e  brought 

i n t o  t h e  s t a t e  personnel s y s t m ,  such persons .ha&&-be-granted 

~ta~o-ir-~ah-ryst~-e~ivaAent-ae-4kei~-ie~es-ata~ua-and by t h e  Attorney General t o  been ~ 0 n s t ~ e d  re-

s h a l l  be c red i t ed  wi th  t h e i r  foxmer s t a t e  se rv ice  f o r  purposes 

of accumulated leave,  leave  earning r a t e s ,  longevity,  and 

o t h e r  beneCSt-atatus BENEFITS, EXCLUDING RETIREMENT CREDIT, 

afforded employees wi th in  t h e  s t a t e  personnel system, When-

ever,  by reason o f  c o n s t i t u t i o n a l  amendment, l e g i s l a t i v e  en-

actment, executive order ,  o r  by ac t ion  of an executive depart-  

ment, funct ions  o u t s i d e  s t a t e  government a r e  assumed by s t a t e  

government, persons performing such funct ions  rkaU-be-granted 

otatua-&n-tbe-a~ate-~sso~eA-eys~em-e~iva&ent-te-that-oC 


f e r  t o  .paym as one of t h e  benef i t s ,  It was 
no t  t h e  i n t e n t  o f  t h e  s t a t u t e  t h a t  .pap. be 
included, The proposed language ansuers t h a t  
object ion.  I n  addi t ion ,  t h e  proposed language 
excludes ret irement b e n e f i t s  because o f  provi- 
s i o n s  elsewhere i n  the  s t a t u t e s ,  

\ 





TEXT-

t i o n  s h a l l  be repealed on the  second Tuesday of January, 1975. 

(4)  ANY CERTIFIED ENPUYEE O F  ITHE PERSONNEL SYSTEM W K )  

ACCEPTS AN APWINTMENT TO AN EXEMPT POSITION AT THE REWEST 

OF THE O O V W R  OR OTHER ELECTED OR APPOINTED OFFICIALS O F  

THE STATE SHALL BE GRANTED LEAVE WIMOUT PAY F F W  H I S  PERSON-

N U  W T E M  POSITION K)R THE INITIAL PERIOD O F  APPOI- TO 

THE EXEMPT POSITION. UPON TERMINATION O F  THE I N I T I A L  PERIOD 

O F  S U M  APPOINTMENT, S U M  EMPLOYEE SHALL BE REINSTATED TO H I S  

m W E R  POSITION WITH NO LOSS OF ANY RIGHTS OR BENEFITS A m -  -I 
4 

ING TO THAT POSITION I N  HIS ABSENCE WITH MSTORATION OF ALL 

ACCRUED UKJSED LEAVE YlRlIQI HE HAD AT THE TIME O F  ACCEPTANCE 

O F  EXEMPT APPOINTMENT. I N  THE EVENT HIS H)WER POSITION 

ND UNGER EXISTS, THE LAYDFF P#)CEDURE SHALL BE H ) U W E D .  

I F  Sam W Y E E  DOES NOT APPLY TO RETURN TO HIS PERSONNEL 

SYSTEM #)SITION WITHIN A 30 DAY PERIOD O F  HIS TERMINATION 

FElDM THE EXBLPT #)SITION, HE SHALL BE DEEMED TO HAVE RESIGNED. 

SECTION 18. 26-2-1. S t a t u s  while in m i l i t a r y  service.  

Whenever any o f f i c e r  o r  employee of  t h e  s t a t e  o f  Colorado i n  

t h e  s t a t e  personnel system under t h e  provis ions  o f  sec t ion  13 

EXPLANATION 

T h i s  new subsect ion sets f o r t h  the  r i g h t s o f  
a c e r t i f i e d  employee r h o  accepts  an exempt
pos i t ion  and then r e t u r n s  t o  t h e  c l a s s i f i e d  
se rv ice  o f  t h e  s t a t e .  The proposed lan-  
guage provides t h a t ,  i n  essence, he be 
placed on l eave  without pay and re turn  t o  
h i s  o l d  pos i t ion  without los ing  accmed 
b e n e f i t s  and promotions. 

The s p e c i f i c  i n t e n t  of t h e  re-ommer2+d amend- 
ments t o  26-2-1 and 26-2-2 i s  t o  e l  2nd t h e  
same acclued b e n e f i t s  given - a t e r - i t o  
those  r e s e r v i s t s  who a r e  on ac t ive  ~ t yf o r  
t r a i n i n g  purposes. 
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honorable condit ions,  t h e  period of such s e r v i c e  s h a l l  be con- 

s ide red  a s  se rv ice  i n  t h e  personnel system of t h e  s t a t e  of  

Colorado f o r  t h e  prposes of s e n i o r i t y  and f o r  t h e  purposes 

of promotion from one pay grade t o  another  a s  w e l l  a s  movement 

from one s t e p  of t h e  pay plan t o  a h igher  s t e p  i n  t h e  pay plan 

and i f  t h e  place, employment, o r  c l a s s  he ld  by such o f f i c e r  o r  

employee a t  t h e  time of en te r ing  t h e  a m e d  f o r c e s  has been 

increased i n  pay grade during t h e  t i m e  of such service ,  such 

, o f f i c e r  o r  employee s h a l l  be e n t i t l e d  t o  reoccupy such place, 
4 


7 employment, o r  pos i t ion  a t  such increased pay grade. 

SECTION 19, Repeal, 26-1-4 (7) .  ( 9 )  and (11). Colorado 

Revired S t a t u t e s  1963, a s  amended, a r e  repealed, 

26-1-4 (7 )  s p e c i f i e s  t h a t ,  upon approval of 
t h e  Personnel Direc tor ,  persons may be em- 
ployed by t h e  s t a t e  f o r  si  . months o r  l e s s  
a t  s a l a r i e s  below those  spec i f i ed  i n  t h e  
pay plan. It i s  repor ted  -.hat t h e r e  have 
been probleaas with t h e  adm-nis t ra t ion  of 
t h i s  provision. The Personnel Board com-
ments on t h e  sec t ion  a s  fo!lows: 

'This sec t ion  p e r n i t s  t h e  payment of  
lower s a l a r i e s  t o  persons not  f u l l y  qual i -  
f ied .  It i s  t h e  Board's understanding t h a t  
this sec t ion  was passed f o r  two purposes, 
first, t o  penrit t h e  employaent of physical-  
l y  handicapped persons, and sec rnd, t o  al low 
h i r i n g  of  temporary seasonal he' P a t  compet- 
i t i v e  r a t e s  which were then lo?.-r than t h e  



EXPLANATION 


S t a t e ' s  pay plan. The Board i s  i n  sympathy 
w i t h  both  o f  t h e s e  o b j e c t i v e s  b u t  i s  con-
cerned  t h a t  t h e  s t a t u t e  may be mis in t e rp re -  
t ed .  For example, i f  a  p o s i t i o n  r e q u i r e s  a 
degree  i n  engineer ing ,  could a  person w i t h  
two y e a r s  o f  c o l l e g e  demand employment a s  an 
eng inee r  al though n o t  f u l l y  q u a l i f i e d l a  

Removal of t h e  p lan  g r i d  from t h e  s t a t u t e  
would a l s o  make t h e  c u r r e n t  p rov i s ion  unnec- 
essary .  

26-1-4 ( 9 )  now s p e c i f i e s  t h a t  f o r  c l a s s e s  
w i t h  s tandard ized  methods of ope ra t ion  and 
f o r  which growth i s  l i m i t e d ,  t h e  Personnel 
D i r e c t o r  may l i m i t  the maber o f  s t e p s  with- 
i n  t h e  grade. With removal of  t h e  pay plan 
fmm-the s t a t u t e s  this p m v i s i o n  r o u l d  be 
unnecessary. 

26-1-4 (11) r e f e r s  t o  t h e  mechanics o f  pro- 
motions and t h e  subsequent s a l a r y  a d j u s t -  
ments by s t e p  and grade. Once aga in ,  remov-
a l  of t h e  pay plan would alter t h i s .  The 
Committee i s  of  t h e  opinion t h a t  t h e s e  k inds  
o f  mechanical d e t a i l s  should be removed fmm 
t h e  s t a t u t e s .  

SECTION 20. E f f e c t i v e  date .  This  a c t  s h a l l  t a k e  e f f e c t  

J u l y  1, 1973. 

SECTION 2l. S a f e t y  clause.  The g e n e r a l  assembly hereby 

f i n d s ,  determines,  and d e c l a r e s  t h a t  t h i s  a c t  i s  necessary  

f o r  t h e  immediate p re se rva t ion  of t h e  p u b l i c  peace, h e a l t h ,  

and sa fe ty .  



-TEXT MPLANATION 

OONCERNING THE REEMPIDYMENT RIGHTS OF OFFICERS OR EMPLDYEES 

OF THE STATE PERSONNEL SYSTUL ENTERING MILITARY SERVICE 

AFTER AUGUST 5, 1964. 

A r t i c l e  2 of Chapter  26, Colorado Revised S t a t u t e s  1963, 

a s  amended by s e c t i o n  1 of c h a p t e r  38, Sess ion  Laws o f  Colo- 

rado 1972, i s  amended BY THE ADDITION OF A NEW SECTION t o  

read  ; 

26-2-4. Appl i cab i l i ty .  The p rov i s ions  o f  t h i s  a r t i c l e  Under e x i s t i n g  law, v e t e r a n s  r e t u r n i n g  t o  
c i v i l i a n  l i f e  a f t e r  J u l y  1, 1971, have f u l l  

s h a l l  apply  t o  any o f f i c e r  o r  employee of t h e  s t a t e  personnel  re-employment r i g h t s  under  p r o v i s i o n s  of 
I- t h e  Personnel Act. However, t h e  g ran t ing  of  ' system who en te red  t h e  axmed f o r c e s  o f  t h e  United S t a t e s  o r  t h e s e  r i g h t s  i s  no t  r e t r o a c t i v e  and t h u s  

persons  l eav ing  t h e  armed s e r v i c e s  b e f o r s  
o t h e r  branch of  s e r v i c e  engaged i n  n a t i o n a l  defense  on o r  J u l y  1, 1971, do n o t  now enjoy f u l l  --em-

ployment b e n e f i t s .  
a f t e r  August 5, 1964. 

The recoremended language makes re-employment 
r i g h t s  r e t r o a c t i v e  t o  August 5, 1964, t h e  
day t h e  United S t a t e s  Sena te  passed t h e  Gulf 
of  Tonkin Resolut ion au thor iz ing  expanded 
m i l i t a r y  a c t i o n  i n  Vietnam. 


