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State of California 
 

L I T T L E  H O O V E R  C O M M I S S I O N  
 

February 27, 2014 
 
The Honorable Edmund G. Brown Jr. 
Governor of California    
 
The Honorable Darrell Steinberg   The Honorable Robert Huff 
President pro Tempore of the Senate   Senate Minority Leader 
and members of the Senate 
 
The Honorable John A. Pérez   The Honorable Connie Conway 
Speaker of the Assembly   Assembly Minority Leader 
and members of the Assembly 
 
Dear Governor and Members of the Legislature: 
 
Nearly three years ago, California leaders set out to transform the way the state manages its 
workforce.  In May 2011, Governor Brown offered a two-part vision: a reorganization and a 
reinvention.  The Governor proposed creating a California Department of Human Resources, 
under which he would merge many of the state’s existing personnel operations to organize a 
system that had become heavily bifurcated and dysfunctional.  The reorganization plan promised 
increased efficiency and improved customer service to state agencies.  It also promised to enable 
human resource leaders to reform overarching policies and help state agencies ensure a strong 
workforce for the future. 
 
The reorganization plan was implemented in July 2012.  The Department of Personnel 
Administration became the Department of Human Resources (CalHR), and several units of the 
State Personnel Board merged into the new agency.  In November 2013, the Little Hoover 
Commission conducted a hearing to assess the progress of the reorganization.  The Commission 
found, 17 months after implementation of the reorganization plan, CalHR still lacks a department-
wide strategic plan and a sophisticated method for measuring its progress.  The department also 
has been slow or inactive on key components of the reorganization plan, including delegating 
decision-making authority to departments, establishing best practices and setting performance 
measures. 
 
A reorganization is not a small undertaking.  In this case, the logistics included staff relocation, 
construction, merging programs and ensuring a smooth transition for staff who were seeing their 
routines change dramatically.  In addition, soon after the formation of CalHR, the state began 
negotiating labor contracts with employee bargaining groups, an endeavor that consumed much of 
the first several months of the department’s existence.  Additionally, in 2013, CalHR and SPB 
moved under the newly created Government Operations Agency as part of a second reorganization 
plan by the Governor. 
 
The physical reorganization has been a success; however, the job of reinventing how the state 
manages its workforce remains unfinished.  The Commission calls upon CalHR and other state 
human resource organizations to demonstrate ambition and leadership and to finish the reforms 
so that the state can be a more productive employer. 
 
The users of CalHR’s services need to see more from the department’s leadership.  Those in the 
highest levels of management at the department need to have the broad skill set that is needed to 
effectively manage the array of services they provide.  This is particularly true at a time of reform, 
when the department is launching new programs and changing processes and when CalHR’s 
consumers need the guidance of a unifying vision and strong leadership.  Additionally, the hiring 



and management processes that have been in need of updating since before the reorganization in 
many ways remain outdated, confusing and difficult to navigate. 
 
The Commission recommends the department strengthen the role it plays in leading these 
reforms.  This includes demonstrating broader leadership and greater command at the top of the 
organization, as well as completing a strategic plan and performance measures.  In addition, the 
Commission recommends the department improve its communication and customer service to 
client departments, and that it show significant progress on delegating decision-making authority, 
establishing best practices and streamlining the long list of state job classifications.  Finally, the 
Commission calls upon the department to review its online services in concert with stakeholders 
and the public, and make updates as needed to ensure the CalHR website meets the needs of 
departments, employees and job seekers. 
 
The cornerstone of effective public service delivery in California is the state workforce.  Laws 
regulations, policies and procedures mean little in government if the 355,000 Californians serving 
the public are not well-qualified, well-trained and motivated to succeed.  Many of these 
Californians are drawn to public service out of a desire to make a difference in the world.  Finding 
a way in the door to a state job can be complicated and confusing.  Once hired, many are 
confronted with red tape, bureaucratic rules and layers of well-intended compliance measures 
that can prove daunting to even the most dedicated public servants. 
 
A generation ago, a career in civil service was widely regarded as a laudable outgrowth of a sense 
of duty.  Currently, governments nationwide struggle to shed a perception that they are sluggish 
and rigid as employers.  In California, the state’s workforce is aging, with 43 percent of employees 
nearing retirement age.  Without preparation, state agencies stand to lose crucial institutional 
knowledge as these employees leave.  At the same time, state employees seek opportunities to 
enhance their skills and grow in their contributions, and new generations must be recruited 
through a system that is flexible to foster their creativity, technical savvy and drive for fulfilling 
work. 
 
State departments need the mechanisms and incentives of a modern human resources system to 
enable them to maintain a high-quality and motivated workforce for the future.  Californians 
deserve the efficient and effective services that these dedicated workers can provide. 
 
The Commission continues to view the reorganization as a step in the right direction and one that 
shows significant promise for integrating and modernizing the state’s personnel management 
system.  The Commission stands ready to assist in ensuring success in these reforms and looks 
forward to continuing to monitor their progress. 
 
 

Most sincerely, 
 

 
 

Jonathan Shapiro 
Chairman 
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A History that Bred Reform 
 

he state’s management of its civil service system began in 1934, 
when the State Personnel Board (SPB) was created to oversee 
personnel matters and ensure that hiring was based on merit, 

rather than political patronage.  In 1977, during Governor Edmund G. 
Brown Jr.’s first term, the state passed the Ralph C. Dills Act, which 
established certain labor negotiation practices and other civil service 
rights and principles in California. 
 
In 1981, Governor Brown created the Department of Personnel 
Administration (DPA), charging it with representing management in 
collective bargaining as well as administering all salary and non-merit 
aspects of the personnel system.1 
 
In the 30 years that followed, this bifurcated system became problematic 
for its users as well as from the perspective of outside reviewers.  
Decades of piecemeal reforms had created a system that human resource 
managers, state employees and potential job applicants deemed 
convoluted and inefficient.  Processes were bogged down by duplication, 
excessive paperwork and outdated regulations.  At times, human 
resource managers were unclear on which of the two organizations to 
contact for a particular service.  At other times, requests required the 
approval of both organizations.  
 
In light of these inefficiencies and others, prior to the 2011 
reorganization, numerous organizations had recommended the state 
consolidate DPA’s and SPB’s functions.  Those offering the 
recommendations included the Legislative Analyst’s Office, the California 
Research Bureau, the California Performance Review and the Little 
Hoover Commission, which called the system “dysfunctional” and cited 
“calcified personnel practices” and “training and development that are 
afterthoughts.”2 
 

Governor’s Reorganization Plan 
 
In May 2011, Governor Brown and the Legislature, through the 
reorganization process, offered a vision.  Governor Brown proposed a 
reorganization in which DPA would be replaced by a new agency, the 
California Department of Human Resources (CalHR).  The functions of 

T 
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SPB would be streamlined.  SPB’s programs pertaining to appointments, 
career executive assignment position allocation, test development, 
recruitment, examinations, psychological and medical screening, training 
and the Office of Civil Rights would be moved into CalHR.  Also moving 
would be SPB’s internal administrative offices such as accounting, 
budget, business services, human resources, information technology, 
legislative affairs and public information.  The reorganization plan 
preserved SPB’s constitutionally established role as guardian of the merit 
system within state personnel practices.  The board would retain its 
Appeals Division and would gain a Policy Division and Compliance 
Review Division.  According to the plan, the reorganization would create 
a more efficient connection between the role SPB serves and its day-to-
day operations.  The new department, CalHR, would represent an 
expansion from DPA’s role, absorbing some of SPB’s functions and staff 
to become a broader full-service human resources organization. 
 
A second critical step in transforming civil service would shift the new 
CalHR from operating as a “control agency” administering regulations to 
an agency with a focus on customer service.  Many state departments 
and agencies turn to the state’s top human resources department for 
clarification on policies and help navigating evolving processes.  The 
expanded role for CalHR would set the tone and provide strategies for 
more modern workforce management, in addition to serving client 
departments’ human resource needs in a more efficient manner.3 
 
The Governor’s plan stated: “Study after study point out that the state’s 
personnel management system with its redundant responsibilities is 
outmoded, inefficient, unresponsive, and lacks the organizational focus 
necessary for the management of an effective public service.  It wastes 
money and is a bureaucratic impediment to implementing reforms that 
would make all state agencies more effective in serving the public.  The 
State of California can no longer afford disjointed, duplicate, and 
wasteful programs.”4 
 
In proposing the merger, the administration also projected financial 
savings, through increased overall efficiencies and a 15 to 20 percent 
reduction in staff from DPA and SPB.  The plan estimated the staff 
reduction would save approximately $5.8 million per year in salaries and 
benefits.5 
 
A Second Reorganization 
 
The Legislature allowed the reorganization to take effect, and in July 
2012, CalHR began operating.  In between, in March 2012, Governor 
Brown proposed a second reorganization.  This second plan was far more 
sweeping, creating three additional state agencies while reducing the 
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total number of agencies, and consolidating or relocating more than two 
dozen departments and organizations. 
 
As part of the second reorganization, the Governor proposed creating the 
Government Operations Agency, which would oversee CalHR and SPB, as 
well as the Department of General Services, Franchise Tax Board, 
Department of Technology, California Public Employees’ Retirement 
System, California State Teachers’ Retirement System, Victims 
Compensation & Government Claims Board, and Office of Administrative 
Law.  Previously, CalHR and its predecessor, the Department of 
Personnel Administration, had reported directly to the Governor.6 
 
The Legislature allowed the second reorganization to take effect and in 
July 2013, the Government Operations Agency was formed.  The 
agency’s leadership of state personnel processes includes the secretary 
and a deputy secretary for human resources.  Secretary Marybel Batjer, 
appointed to lead the Government Operations Agency in June 2013, told 
the Commission that, once appointed, the deputy secretary for human 
resources will focus on best practices and ways of modernizing 
government processes. 
 

The Commission’s 2013 Review 
 
The Commission supported both the 2011 and 2012 reorganization plans 
and recommended the Legislature allow the plans to go forward. 
 
In its 2011 review of the human resources consolidation, the 
Commission was encouraged that the administration viewed the 
underlying mission of CalHR as a catalyst for the fundamental change 
that needs to occur within state personnel administration.  Additionally, 
as the state was realigning various public safety and health and mental 
health programs and services to the counties in 2011, the Commission 
saw a need for a state workforce with different knowledge, skills and 
abilities, highlighting the importance of training the existing workforce 
and improving the process for recruiting new employees.  The 
Commission also noted that tracking progress on the implementation of 
the reorganization would be critical to holding the organizations 
accountable and making course corrections as needed.  It committed to 
checking back on the progress a year after implementation. 
 
On November 21, 2013, the Commission held a hearing to assess the 
progress of the reorganization.  Hearing witnesses included Secretary 
Batjer of the Government Operations Agency; Dave Rechs, who co-led the 
transition following the reorganization plan’s adoption; officials at CalHR 
and SPB; and users of the human resources system, including state 
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department human resource managers and employee union 
representatives.  The Commission also received public comments from 
representatives from a coalition of state employee advocacy groups and 
organizations.7  A list of witnesses from this hearing is included in 
Appendix A. 
 
The Commission’s hearing provided an opportunity to better understand 
the ways in which the Governor’s office, CalHR and SPB had achieved 
the goals of the reorganization plan and any additional reforms that 
remained.  The Commission also wished to learn whether the outcomes 
sought in the reorganization plan had been achieved, including efficient 
and organized customer service and policy reforms that would modernize 
the system and better equip departments as employers.  The following 
chapters in this report detail the Commission’s findings and 
recommendations. 
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Reinventing the State Workforce 
 
Input from stakeholders indicates that the reorganization transition itself 
was effective.  The process involved physically relocating more than 100 
staff from the State Personnel Board to CalHR, constructing a new 
entrance and examination center for the department’s office building and 
merging programs.  According to Mr. Rechs, a former government 
reorganization specialist for the Office of the Governor, the transition 
team addressed employees’ anxiety about relocating by conducting tours 
of the new offices, providing information through email and an internal 
website and holding regular staff meetings to introduce managers and 
supervisors to employees.8  According to a budget document, the 
reorganization saved the state approximately $8.6 million in total funds 
over three fiscal years ($3.7 million of the General Fund) and resulted in 
a reduction of 60.3 positions.9 
 
As part of the November 21, 2013, hearing and study process, the 
Commission sought information on how the successes, hurdles and 
pitfalls of the reorganization had provided 
lessons in change management that could be 
useful to state leaders in future restructuring 
efforts.  Mr. Rechs told the Commission the 
most important factor in a successful 
reorganization is clear, frequent 
communication with staff and external 
stakeholders about the underlying vision of the 
reforms.  The vision should be communicated 
“and repeated often,” he told the Commission, 
and the strategy should employ all available 
media.10  Other essential factors, he said, 
include securing the full support of an 
organization’s leaders and developing a clear 
strategy to simplify decision-making, motivate 
employees and establish a roadmap.11 
 
Streamlined State Personnel Board.  With SPB’s 
new structure and streamlined operations, 
stakeholders have said the board has focused 
on its core mission and embarked on longer-
term projects under its purview.  The new 
Policy Division has begun reviewing, sorting 

State Personnel Board 
Compliance Review Division 

Following the 2011 reorganization that 
streamlined the State Personnel Board, the board’s 
Compliance Review Division conducts regular 
reviews in four areas – examinations, 
appointments, equal employment opportunity and 
personal service contracts – as well as focused 
investigations of certain departments as directed 
by the board.  Since forming, the division has 
conducted nearly 80 compliance reviews, as well 
as defined the scope of its work based on policies, 
launched an auditing database for use in its 
reviews and for tracking its work, developed 
standardized forms and other documents, created 
an audit schedule and prepared a manual.  In 
addition, at the request of the Legislature, the 
division conducted a special investigation of 
managerial and supervisory employees serving in 
additional rank-and-file appointments at 11 
departments. 

Source: Suzanne Ambrose, Executive Officer, California State 
Personnel Board.  November 21, 2013.  Written testimony to 
the Commission.  Page 2. 
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and analyzing 1,600 policy memoranda that have been issued since 
1960.  The division also convened workgroups of board and department 
staff and employee organization representatives.  The workgroups have 
begun studying five policy areas in which they will make 
recommendations for the board: appointments, classifications, career 
executive assignment positions, examinations and the Limited 
Examination and Appointment Program (LEAP).  Similarly, SPB 
Executive Officer Suzanne Ambrose told the Commission, the Policy 
Division has partnered with department, employee organization and 
employee advocacy group representatives in an effort to reinvent the civil 
service process through, among other activities, increasing the 
effectiveness of the merit-based selection process, addressing outdated 
resource information and creating a new regulatory manual.12 
 
Despite these successes of the reorganization, much work remains in 
defining CalHR as the forward-thinking and customer service-focused 
entity envisioned in the 2011 plan.  The Commission recognizes these 
processes are challenging.  Additionally, the circumstances of the labor 
negotiations and the newness of CalHR Director Julie Chapman’s 
leadership of the organization, as well as moving into the new 
Government Operations Agency, may have added hurdles. 
 
However, the reorganization promised reforms, and when facing the 
question of whether CalHR has taken significant steps toward these 
achievements during the past year and a half, the Commission 
determined the department has fallen short of expectations.  The 
reorganization promised a reinvention of the way the state approaches 
the recruitment, development and retention of its workforce.  The most 
significant outstanding needs as the formation of CalHR continues are in 
the following areas: 

 Leadership; 

 Strengthening the department’s abilities as a full-service human 
resource organization; 

 Empowering departments through delegation of decision-making 
authority; 

 Modernizing processes to improve hiring and workforce 
management. 

 

Leadership and Service 
 
CalHR is still in the process of adopting its role as the state’s primary 
day-to-day full-service human resources organization.  Some of the 
primary goals stated in the reorganization plan have yet to begin, despite 
the fact that the same needs have existed and been well known for years. 
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Over several months in 2013, the department’s leadership prioritized the 
state’s negotiation of new labor contracts with 16 bargaining units.  
While this represents a significant aspect of state workforce 
management, it is only one aspect of a state human resource 
organization.  Additionally, labor relations represents just one of many 
functions the department’s 11 divisions perform.  Further progress must 
be made before CalHR as a whole demonstrates a vigorous, holistic 
agenda for improving the state’s human resources system.  Effective 
leadership at CalHR requires that equal energy be dedicated to every 
aspect of a modern human resources organization.  As CalHR continues 
its transformation toward a full-service department, those in leadership 
positions will require knowledge and skills that are consistent with the 
broader vision and mission of an organization dedicated to managing the 
state workforce. 

Similarly, the department lacks several key guiding statements, 
including a strategic plan, action plans for addressing the remaining 
goals of the reorganization, and sophisticated metrics for measuring 
success in outcomes.  These items represent crucial opportunities in 
leadership.  When completed under the direction of the department’s 
executive office and with input and interest of top managers, these 
documents can serve as a unifying vision and motivational message for 
the department’s employees and the consumers of its services. 
 
The Commission sees significant potential in the guidance afforded by 
the new Government Operations Agency.  Secretary Batjer told the 
Commission that the agency’s leadership of state human resource 
reforms will balance “recognizing the needs of today and planning for the 

Statutory Appeals Labor Relations Personnel 
Management Civil Rights Savings Plus Information 

Technology 

In-Home Supportive 
Services 

Legal Selection Benefits and 
Training Administration 

Executive Office 
Director 

Chief Deputy Director 

Communications 

Legislation 

Equal Employment 
Opportunity Officer 

California Department of Human Resources 

Note: Boxes in lowest two rows are staggered to preserve space, not to indicate hierarchy 

Source: California Department of Human Resources.  August 1. 2013. 
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needs of tomorrow.”  She wrote in her November 21, 2013, testimony to 
the Commission: 

“My focus is to bring efficiencies of process.  This includes 
re-examining classifications so that individuals outside 
public service can more easily align their education and 
skills to what is required for a state position.  In addition, 
we want to focus on retaining our current employees 
through both training and providing opportunities for 
advancement.  California is the birthplace of the Silicon 
Valley and the digital age.  We must harness the greatness 
of this state and make sure state government and its 
workers are not left behind.”13 

 
The Commission sees potential in the position of deputy secretary for 
human resources, within the Government Operations Agency, as it may 
provide expertise and a productive path to additional reforms as needed.  
The Commission looks forward to the appointment of this individual. 
 

Recommendation 1: CalHR and its leaders should have broad experience with best 
practices in human resource management to modernize the system and set and meet 
workforce goals. 

 The department’s leaders must demonstrate an equal focus on a wide 
spectrum of human resource operations.  These should include 
personnel recruitment and management, equal employment 
opportunity programs, benefits administration, workforce planning 
and training, and labor relations. 

 
Recommendation 2: The CalHR director should spearhead an extensive planning process 
that ultimately leads to a forward-thinking strategic plan for the department. 

 The planning process should include active participation by program 
managers and other appropriate state human resource leaders. 

 Ultimately, the goals and principles of this process should be woven 
into a strategic plan and throughout all CalHR programs, with 
concrete metrics for assessing progress. 

 

Delegating Responsibilities and Improving 
Communication with Client Departments 
 
State department personnel officers expressed several concerns during 
the Commission’s review of the progress of the reorganization.  While 
some said CalHR’s and SPB’s response times to client agency inquiries 
had shortened when compared with the bifurcated system and 
communication and training opportunities had increased, these 
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improvements have exceptions.  Others have said CalHR lags behind 
expectations, particularly in expertise on the details of state personnel 
processes and overarching coordination and strategy. 
 
Finally, the 2011 reorganization plan promised that the newly created 
CalHR would “establish performance measures and ‘best practices’ for 
personnel offices and programs in the line agencies, standards for 
delegation of authority to the line agencies, and review departmental 
personnel performance and compliance.”14  Identified as a top priority in 
the reorganization plan, CalHR has yet to implement the delegated 
decision-making which could lead to additional cost savings and more 
importantly, improvements in hiring and retaining qualified employees. 
 
Doris Bloom, chair of the state’s Ad Hoc Committee on Personnel, a 
group of senior personnel managers from some of the state’s largest 
departments, told the Commission that committee members had 
experienced service delays and a lack of depth of knowledge among some 
CalHR and SPB staff.15 
 
Some have said that service and communication on issues related to 
exams, hiring, the exemption process for hiring certain retired 
annuitants and SPB compliance reviews have been inconsistent.  
Additionally, committee members received incorrect information from 
CalHR and requests from CalHR that required short turnaround times, 
both of which were overwhelmingly time-consuming for the client 
departments.  Finally, the Ad Hoc Committee chair said, CalHR and SPB 
had conducted some audits simultaneously and asked for the same 
information as the California State Auditor’s office, requiring 
departments to respond to identical requests multiple times.16 
 
The state has numerous entities with expertise in civil service, including 
not only the Ad Hoc Committee on Personnel, but also a group of 
personnel leaders from small state departments, the Small Personnel 
Offices Information Network, and advocacy groups such as a coalition 
that includes the Association of California State Employees with 
Disabilities and other associations representing employees of various 
ethnicities and employee unions.  Representatives from these 
organizations are ready and willing to help guide CalHR in further 
streamlining the state’s human resource policies and processes.  
Department personnel officers have indicated they are interested in 
seeing improvements in the following areas: 

 Up-to-date information and technical guidance on human 
resource processes; 

 Sharing of best practices among departments; 
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 Frequent and productive communication with departments, an 
expansion of the benefits gained through the existing CalHR 
newsletter; 

 More assertive leadership on issues such as technology; 

 More communication surrounding SPB compliance review billing 
and audit results.17 

 
Additionally, stakeholders represented by the coalition of state employee 
advocacy organizations, the Civil Rights Coalition, told Commission staff 
that CalHR should establish timelines for processing standard requests 
for services and for answering questions from client departments.  The 
coalition also suggested the department develop timelines and 
instructions for departments as it begins delegating decision-making 
authority.18 
 

Recommendation 3: CalHR must prioritize delegation of human resources decision-
making to line agencies, as promised, under a unified system of oversight, transparency 
and accountability.  CalHR also must continue to improve communications with client 
agencies and further streamline services.   

 These steps should be implemented with input and in collaboration 
with members of the Ad Hoc Committee on Personnel, the Small 
Personnel Offices Information Network, employee unions, the 
coalition representing numerous state employee organizations, and 
the public. 

 

Recruiting and Retaining a Qualified Workforce 
 
With or without a reformed personnel system, California state agencies 
perform the services and implement the regulations they are mandated 
to provide to the public.  However, without a qualified and satisfied 
workforce, these programs will not represent the state’s highest levels of 
service – to its citizens or to its employees.  The Commission and other 
organizations for years have called for modernization of the state human 
resources system, both for improved efficiency and service to state 
agencies, and for melding into the system the flexibility needed to build 
and maintain a quality workforce.  Many stakeholders have cited the 
generational changes on the horizon for public employers.  Younger 
generations of employees are motivated by factors that differ from their 
predecessors.  They also are more mobile, knowing they will work in 
multiple careers during their lives.  Yet, the state’s hiring and workforce 
management system historically has been too rigid and complicated to 
provide an environment that appeals to an evolving workforce. 
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Career Planning and Classification System Modernization 
 
When the Governor reorganized the human resources system, he 
proposed the discontinuation of the Human Resources Modernization 
Project (HR Mod), which was created to consolidate classifications, as 
well as improve training and workforce planning, suggesting its goals 
instead be woven into the fabric of CalHR.  Previously, HR Mod had 
represented a policy reform mechanism with SPB and DPA collaborating 
to modernize the state’s human resources system.  The HR Mod team 
had succeeded in expanding online exams to be an option for several 
entry-level, supervisory and legal positions, tripling the number of job 
candidates available for hire in some cases.  The team also had started 
reducing and combining job classifications and promoting additional 
training opportunities.19 
 
In the Commission’s review, CalHR officials said the department has 
endeavored to adopt HR Mod’s goals, such as creating an attractive 
recruitment and expeditious hiring process, simplifying the classification 
system, improving and instilling high performance standards in the 
workplace, ensuring departments and agencies have workforce plans, 
and compensating based on factors including individual self-
development, business needs and competitive market practices.20  CalHR 
Director Chapman told the Commission in November that, in 2013, the 
department worked with the California Association of Professional 
Scientists to consolidate 33 scientist classifications into a single 
environmental scientist label.  The department also was working with the 
California Attorneys, Administrative Law Judges and Hearing Officers in 
State Employment to explore restructuring legal professional 
classifications.  Additionally, she said, the department’s continuation of 
the consortium exams that began as part of the HR Mod process 
represented an adoption of the project’s goals, as did CalHR’s 
continuation of the Exam and Certification Online System (ECOS) project 
and an upgrade to the technology used in the department’s Exams Call 
Center.21 
 
As part of the reorganization, CalHR took over the ECOS project from 
SPB.  The project is designed to integrate seven legacy systems that state 
agencies use to administer state hiring examination and certification 
processes.  Upon taking it over, CalHR conducted an assessment of the 
project and reported to the California Technology Agency the project had 
not been closely monitored and was over budget and unable to meet its 
2015 completion deadline.22  Once complete in 2017, the project is 
expected to combine all of the state’s hiring systems, creating a 
streamlined system for employers and a user-friendly process for 
applicants.23 
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Many stakeholders for years have called for the reduction of the lengthy 
list of state job classifications, and, as previously described, the state has 
begun consolidating like positions.  According to CalHR officials, the 
department has mapped the state’s classifications to the Occupational 
Information Network, a collection of tools for employers, workers and 
researchers that revolves around a database of standardized information 
about occupations.24  The department plans to align the state’s 
classifications to this system, which is used by the federal government, 
state governments, local governments and private organizations, to 
improve search options and enable users to compare occupation 
specifics.25  Department officials told the Commission in November that 
CalHR’s Personnel Management Division had established, revised or 
abolished 89 classifications out of a total of more than 4,000.  According 
to officials, the state’s classifications currently total approximately 3,800. 
 
Despite the intentions cited by CalHR, many of the principles of HR Mod 
have not been visible to onlookers as the new department has begun its 
work.  The goals of HR Mod – sorely needed in the management of the 
state’s workforce and the modernization of its practices – should have an 
obvious presence within CalHR.  These goals do not simply represent 
steps in upgrading processes.  They should be evident across CalHR’s 
programs, a visible and consistent message about the type of human 
resources system the state will operate for the benefit of its client 
agencies and its workforce.  The Commission urges CalHR to accelerate 
its progress in this area. 
 
Salaries 
 
One state human resource official suggested the state also take a fresh 
look at the salaries associated with classifications.  According to Tina 
Campbell, chief of the Human Resource Services Division at the 
Employment Development Department, inconsistent salary increases 
over time have thrown off the alignment between similar classifications.26  
One way in which state employees move into new positions in the state 
system is by transferring across similar classifications.  State rules allow 
employees to move laterally without having to take an exam as long as 
the existing and new classifications are similar in duties, responsibilities 
and salaries.27  Ms. Campbell told the Commission that inconsistent 
changes in salaries may inhibit employees’ opportunities to make these 
transfers.28 
 
In noteworthy achievements, program leaders at CalHR have launched 
two new programs that represent the department’s first steps into the 
much-needed big-picture reforms.  The first new program is a robust and 
user-friendly selection of training opportunities via a redesigned website.  
The second is the department’s Statewide Workforce Planning Unit. 
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Training.  One need that critics had called for was training, arguing it 
would keep existing state employees engaged and provide opportunities 
for them to grow in their contributions to the state.  The CalHR website 
lists more than 195 free training programs to clerical, analytical, 
managerial, executive, information technology and human resource staff.  
Some are offered online through webinars, and some are in person 
through classroom instruction.  In the 2012-13 fiscal year, 18,000 state 
employees participated in the online and in-person training.29 
 
Statewide Workforce Planning.  The CalHR Statewide Workforce Planning 
Unit has begun working with departments to design and implement long-
term workforce plans specific to their needs.  The unit initially formed as 
part of the Department of Personnel Administration, but did not receive 
sufficient resources for operating a statewide program.30  It transitioned 
into the Human Resources Modernization Project (HR Mod), which was 
eliminated in the 2011 reorganization.  When CalHR formed in July 
2012, the Statewide Workforce Planning Unit became part of the new 
department.  Stacie Abbott was hired to lead the unit in April 2013, and 
she hired two additional employees in July 2013.31 
 
Within its first six months, the unit identified departments and 
classifications that are most at risk of losing large percentages of their 
staff to retirement, developed an assessment tool for agencies to use in 
evaluating workforce plans, developed a “Frequently Asked Questions” 
brochure, updated demographic data regarding the state workforce, 
surveyed workforce planning coordinators to determine the status of 
department-specific plans and convened a 
meeting of 40 workforce planning 
professionals from 20 departments.  The unit 
also presented training programs on how to 
use data in recruitment and on “maximizing 
the strengths of a multi-generational 
workplace.”32  The department had plans for 
this year to distribute an anonymous exit 
survey to employees leaving their 
organizations, in an effort to develop staff 
retention strategies, and begin an online 
forum board, among other programs.33 
 
The Commission commends CalHR for its 
progress in training and workforce 
development, but other aspects require 
significant additional efforts. 
 
 
 

Demographics and Trends 

The types of data that the CalHR Statewide 
Workforce Planning Unit discusses with 
departments’ workforce planners include: 

 The age demographics within a 
department’s classifications 

 Vacancies within classifications 

 Whether a department has related 
classifications or apprenticeship programs 
that feed into vacant jobs 

 Industry trends, such as recent graduates 

 Recruitment efforts and exam offerings 

Source: Stacie Abbott, Statewide Workforce Planning 
Coordinator, California Department of Human Resources.  
September 27, 2013.  Communication with Commission staff. 
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Recruitment in the Digital Age 
 
The process of employing the best candidates in available state positions 
historically has been a challenge for state employers and for applicants.  
Similarly, those already employed by the state and wishing to advance 
their careers must navigate a complex, inflexible system of new job 
opportunities.  In the fall of 2013, a review of CalHR’s online services 
produced the following observations: 

 Upon arriving at the department’s website, www.calhr.ca.gov, 
those interested in a position with the state click on a button 
titled “Job Seekers” or a tab titled “Get a State Job.”  Both options 
take site users to a page that outlines two clear steps in the 
process: 1) Take an Exam, and 2) Apply for Job Vacancies.  The 
same website provides an opportunity to search for available 
exams and open positions, but the state’s system for labeling jobs 
with classification titles makes it challenging for newcomers to 
know what key phrases to type into the search box.  Phrases such 
as “policy analyst,” “policy development,” “strategic planning” and 
“website design” produce few or no results.  The same is true for 
searches under the “Career Planning” tab which indicates it 
would offer classification descriptions and minimum 
qualifications. 

 Once a classification is identified, such as associate governmental 
program analyst, the website produces a description that outlines 
a salary range, general description of the work, desired applicant 
characteristics and required education and experience.  The 
description does not, however, despite its being listed under 
“career planning,” offer guidance regarding additional 
classifications that the title typically leads to.  Observers have 
said it is difficult for a newcomer or an existing state employee to 
determine a career path based on the information available via 
these links. 

 Job seekers interested in learning about future openings in a 
particular classification are unable to enroll in an email 
notification system for alerts unless the classification already has 
an opening.  Instead, job seekers must check the website 
frequently to learn of a vacancy, at which point they could enroll 
in the system to be alerted of future openings. 

 
In late December 2013, CalHR began updating its website to implement 
changes that were part of the ECOS project.34  These ECOS updates 
completed in January 2014 did not improve the features described in 
this section, but CalHR’s description of the project indicates the next 

http://www.calhr.ca.gov/
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phase will make changes that will be noticeable to those seeking 
information about career opportunities. 
 
Outdated Exams and Complicated Hiring Rules 
 
Prior to the reorganization, as part of the HR Mod effort, the state 
began offering some online exams, such as for the staff services 
analyst position, the entry-level classification for many college 
graduates.  This online option keeps applicants from having to 
check daily for in-person exam opportunities, as was previously 
required, and offers instant exam results.  The test itself, 
however, remains outdated.  One question asks applicants 
whether they have experience using a modem to connect to the 
Internet.  Another asks applicants about their experience with 
computer languages such as Basic or C, which are not likely to 
be relevant to many applying for staff services analyst jobs.  
Finally, other exam questions do not distinguish between degrees 
of difficulty, such as managing a budget or “using a personal 
computer in an academic or work setting.”35  In reality, these 
questions may not provide significant screening for employers, 
yet being selected – or even considered – for a vacancy requires 
scoring highly on an exam. 
 
Additionally, the Commission heard from one stakeholder that 
the examination process for all entry-level classifications should 
be revised for greater access by job seekers.  Ms. Campbell said 
that, rather than the application filing process for many 
classifications being open just periodically and for short periods of time, 
the tests should be continuous to enable screening of candidates.  As 
positions are open, she suggested, applicants who submit their 
information on time should participate in written or interview-style 
exams.36 
 
State personnel managers may continue to find the current system 
lacking in navigability, efficiency and, at times, effectiveness in 
outcomes.  Following an exam, the highest ranks on a qualifying list can 
be crowded with applicants who in fact are not qualified for a particular 
job opening.  This may be due to applicants embellishing on the exam, 
applicants transferring from classifications that may have technical 
similarities but in reality are not comparable, or an employer being 
required to mail a bulletin regarding a vacancy to members of certain 
eligibility lists.  Crowding among high ranks also may be due to the fact 
that those who have been selected for layoffs in state agencies get priority 
in new vacancies.  Any of those in higher ranks who are not qualified for 
positions or are not interested in applying result in time spent by 
employers who must identify, communicate with and remove them from 

“We have to look at those 
young people in their 20s 
who are going to be 
entering, hopefully, our 
workforce.  They have 
totally grown up the digital 
world.  Then we bring them 
into state government and 
hand them a pencil, hand 
them a piece of paper and 
say, ‘Hey, John, go over and 
sit in that cubicle, that 5-by-
5 cubicle, come in at 
8 o’clock, go home at 5, 
and by the way, here’s your 
career path,’ And it’s all this 
gobbledygook: (staff 
services manager) I, SSM II 
… the nomenclature makes 
no sense.” 
Marybel Batjer, Secretary, 
Government Operations Agency 
January 8, 2014 
The Sacramento Bee 
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consideration.  At times, unqualified applicants obtain positions over 
more qualified applicants, either because of civil service rules or because 
the more qualified people – often those outside of state service who 
struggle to translate private sector knowledge, skills and abilities into the 
nomenclature used on public sector exams – do not score highly enough 
to be considered. 
 
Another challenge for state employers arises when they wish to promote 
staff.  If a promotion occurs within a classification, such as from one 
salary range to another, the process and paperwork are relatively simple. 
 
If a promotion requires moving into a new classification, the organization 
must advertise an opening, even if a vacancy is not present.  This 
process involves many steps for managers and may have the potential to 
mislead job seekers.  In addition, the Commission heard input that the 
state’s hiring rules may affect departments’ efforts to engage in workforce 
planning.  Ms. Bloom, chair of the Ad Hoc Committee on Personnel, told 
the Commission that workforce planning may become complicated when 
state rules prevent agencies from hiring and training replacement staff 
prior to an incumbent’s departure.37 
 

Recommendation 4: CalHR officials and program leaders should publicize a strategy, 
including a timeline, for consolidating a significant number of the state’s approximately 
3,800 job classifications.  The strategy should include measurable landmarks for gauging 
progress and should be monitored regularly by the department director and publicized 
routinely for public awareness. 

State Hiring Process 

Obtaining a state job begins with a qualifying examination.  Some exams are offered online, continuously, and 
others are held in person and are sponsored by agencies or state human resources offices when vacancies 
exist. 

Exam scores place applicants in “ranks” on qualifying lists.  Once on a list, a potential employee may apply for 
a vacant position.  Vacancies are posted on state websites and in printed form in state offices, and some are 
sent by mail to those on a qualifying list.  In order to be considered for a position – dubbed “reachable” – an 
applicant typically must have scored at least 90 to 95 percent on an exam so that he or she is listed within the 
top three ranks.  Military veterans are listed in the top rank automatically. 

Applications for open positions are mailed to the state department advertising the open position and are routed 
to hiring managers, who review them in the same manner that private-sector managers review résumés.  Prior 
to conducting interviews, managers check the applicants’ ranks to determine whether they are reachable. 

Applicants who have been laid off or who have been notified that they will be laid off from state service are 
given top priority and are notified by mail regarding the job opportunity.  Managers are required to hire an 
applicant from either of these lists, regardless of the whether the skill set matches the job duties, although 
managers can request a waiver through CalHR.  If no one from either of these lists applies for the position, the 
hiring manager can then tap into the top three ranks from the exam list and conduct interviews with qualified 
applicants.  Depending upon the position level, the applicants may be interviewed by a panel.  A typical hiring 
process takes approximately two months. 
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Recommendation 5: Human resource leaders at CalHR, SPB and the Government 
Operations Agency, on an ongoing basis, should assess the CalHR website and state 
examination process with a focus on attracting and retaining a qualified and motivated 
workforce.  These leaders should develop, with input from public employees, managers 
and the public, and publish a plan and timeline for improvements to the website and 
exams, including regular updates on progress to state personnel managers and the public. 
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Conclusion 
 

he Little Hoover Commission offers these recommendations while 
urging the state’s human resource leaders to seize the opportunity 
that is before them.  From the Commission’s viewpoint, CalHR 

should have achieved additional modernization goals prior to this review.  
However, the Commission also concluded its November 2013 hearing 
with the perception that momentum is in the state’s favor and an 
opportunity exists to channel it toward additional progress. 
 
Following the 2011 reorganization, the Governor proposed the broader 
2012 reorganization, which among other changes created the 
Government Operations Agency.  At the helm of this new agency, 
Secretary Batjer has publicly embraced the opportunity to modernize the 
state’s management of its workforce.  Heeding this charge, the agency’s 
deputy secretary, SPB and CalHR must work in concert to provide the 
leadership and overarching direction needed to finish designing a system 
that is efficient, customer-service oriented and responsive to the needs of 
the state workforce and California. 
 
In recent years, California civil service has been tarnished by isolated 
high-profile scandals.  State employees have endured furloughs and 
related pay reductions, hiring freezes that stretch the remaining human 
capital and budget cuts that make it difficult to efficiently and effectively 
provide programs and services.  There are 17,000 fewer state employees 
in 2014 than there were in 2011.  This leaner government requires 
smarter hiring practices and an emphasis on leadership and training. 
 
State leaders must recognize they have an opportunity to inspire 
Californians to consider a career in civil service, and they should 
demonstrate a commitment toward creating a human resources system 
to match this important goal.  Civil service should be about service, and 
the state’s personnel system must offer the efficiencies needed to build 
and maintain the state’s talented, lasting and innovative workforce. 
 
  

T 
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Coordinator, California Department of Human 
Resources 

Julie Chapman, Director, California 
Department of Human Resources 

Suzanne Ambrose, Executive Officer, State 
Personnel Board 

Patricia Clarey, President, State Personnel 
Board 

Marybel Batjer, Secretary, California 
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Employees International Union (SEIU) Local 
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Gerald James, Chief Counsel, Professional 
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Tina Campbell, Chief, Human Resource 
Services Division, Employment Development 
Department 
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