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CITY OF SANTA MONICA
REGULAR MEETING OF THE AUDIT SUBCOMMITTEE
VIA TELECONFERENCE PURSUANT TO
EXECUTIVE ORDER N-29-20 ISSUED BY
GOVERNER GAVIN NEWSOM
TUESDAY, NOVEMBER 17, 2020
MEETING BEGINS AT 6:00 PM
NOTICE IS HEREBY GIVEN that a regular meeting of the Audit Subcommittee will be held at 6:00
PM
on
Tuesday,
NOVEMBER
17
and
can
be
live
streamed
at
https://primetime.bluejeans.com/a2m/live-event/fqapxxbh. To listen to the Audit
Subcommittee meeting through your telephone, the Attendee Dial-In number is: (415) 466-7000 /
PIN 5489777.
Public Comment: If a member of the public would like to speak during the public comment,
please press the hand icon on the right side of the screen to “request to interact live.”
(Please note that Agenda Items may be reordered during the meeting at the discretion of the
body.

1.

Call to order and Roll Call

2.

Public Comment (Public comment is permitted on items not on the agenda that are within
the subject matter jurisdiction of the body.)

3.

Ethics Hotline Update (Presentation by Lori Gentles, Chief People Officer)

4.

Presentation of Reports
a. Human Resources Department Organizational Assessment (Moss Adams and Lori
Gentle, Chief People Officer)

5.

Internal Audit Status Report (Moss Adams)

6.

Audit Findings Validation (Moss Adams and City Staff)

7.

Progress Report on all Findings and Observations (Presentation by Gigi Decavalles-Hughes,
Director of Finance)

8.

Adjournment
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STANDARDS OF BEHAVIOR THAT PROMOTE CIVILITY AT ALL PUBLIC MEETINGS:
• Treat everyone courteously;
• Give open-minded consideration to all viewpoints;
• Listen to others respectfully;

• Focus on the issues and avoid personalizing debate;

• Exercise self-control;

• Embrace respectful disagreement and dissent as
democratic rights, inherent components of an inclusive
public process, and tools for forging sound decisions

This agenda is available in alternate format upon request. If you require any special disability
related accommodations (i.e. sign language interpreting, access to an amplified sound system,
etc.), please contact the Finance Department at (310) 458-8281 or Finance.Mailbox@smgov.net
at least 2 days prior to the scheduled meeting.
This agenda is subject to change up to 72 hours prior to the meeting. Please check the agenda
prior to the meeting for changes.
Finance Department
1685 Main Street, Mail Stop 09
Santa Monica CA 90401
(310) 458-8281
Finance.Mailbox@smgov.net
finance.smgov.net
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Human Resources Department Organizational Assessment Report

EXECUTIVE SUMMARY
The mission of the City of Santa Monica’s (the City) Human Resources (HR) Department
(Department) is to attract and retain the next generation of leaders; cultivate a culture of
accountability, empowerment, and leadership; and reinforce a civil and equitable workplace. With 22
staff members, the Department provides full-service human resources support to more than 2,400
employees across the City.
The working environment of the Department has presented major challenges to efficient operations—
including lack of standardized policies and procedures, limited technological support, leadership
turnover, and, more recently, elimination of positions due to restructuring caused by declining City
revenues during the COVID-19 pandemic. Taken as a whole, there is an increased need for the City’s
HR Department’s core services to be functioning as efficiently and effectively as possible. Within this
context, the City engaged its internal auditors, Moss Adams LLP, to conduct an organizational
assessment of the HR function.
This organizational assessment was designed to identify opportunities to increase the efficiency and
effectiveness of the HR Department’s operations with the goal of improving the quality of human
resource services across the City. The analysis was informed by employee interviews, customer
department focus groups, document reviews, and research into best practices for similarly situated
cities across the country. The study was conducted between February and August 2020 and
consisted of four major phases: project initiation and management, fact-finding, analysis, and
reporting.

Several major themes rose to the surface during this assessment.
Provide clear direction and change management for HR staff.
The City needs to fundamentally rethink the role of the HR Department to ensure it can be a strong
business partner for all departments. This work will require strong leadership and strong staff
competencies, clear direction, and focused prioritization of work to help HR staff navigate this
change—especially in light of the reduced staff capacity and organizational disruption due to the
recent restructuring efforts. Recommendations that address these issues include:
•

Recommendation 10: Leadership

•

Recommendation 11: Organizational Structure

•

Recommendation 12: Roles and Responsibilities

Create efficiencies through redesigned processes and systems.
The Department needs process redesign and related systems support in order to move from a
primarily manual and highly transactional paper-based work environment to one that meets modern
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business needs. Processes should be documented in policies and procedures to support consistent,
efficient operations. Recommendations that address these issues include:
•

Recommendations 1 through 7 in the Processes Section

•

Recommendation 8 and 9 in the Systems Section

•

Recommendation 16: Employee Self-Service Options

Modernize and stabilize HR service delivery to ensure HR is a reliable partner for departments
across the City.
There are opportunities to improve the relationship between HR and various customer departments
across the City to support better mutual understanding of operations. In tandem with modernizing HR
processes, the HR Department can further strengthen cross-departmental relationships by clarifying
roles and increasing proactive communication. Recommendations that address these issues include:
•

Recommendation 12: Roles and Responsibilities

•

Recommendation 14: Customer Engagement and Education

•

Recommendation 15: Service Standards Definition

•

Recommendation 17: City Employee Growth and Development

Findings and recommendations were grouped into four sections—People, Processes, Systems, and
Service Delivery.

OBSERVATIONS AND RECOMMENDATIONS
Processes
Observation

1.
Recommendation

Civil Service Rules, which are in both the City Charter and Municipal Code,
present significant barriers to efficient operations in the Department,
resulting in delays for customer departments.
A. In the short term, work with the City Attorney’s Office to reinterpret the
application of civil service rules to streamline processes where
possible.
B. In the long term, complete civil service reform through a ballot measure
and labor negotiations to simplify and modernize the City’s civil service
rules to remain a competitive employer.

Observation

The City’s current classification structure is overly complex and has
historically been designed based on individual employees rather than a
city-wide system.

Recommendation

Complete a classification study to streamline the City’s current
classification structure and revise job descriptions to create clearer career
paths and provide greater equity across departments.

2.
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OBSERVATIONS AND RECOMMENDATIONS
Observation

Although recent improvements have been made, there are additional
opportunities to increase the transparency and perceived fairness of
compensation decisions.
A. Continue to refine the compensation philosophy/policy and work with
customer departments to identify comparable agencies for
compensation studies if not already defined.

3.
Recommendation

B. Streamline the compensation study process to reduce the number of
individual interactions required to conduct and complete each study.
C. Establish clear policies and standardized documentation for
compensation revisions to increase transparency, consistency, and
preserve historical records.

Observation

Employee orientation and offboarding processes are currently performed in
person and therefore do not efficiently utilize HR staff.
A. Transition routine components of employee orientation to an online
platform and leverage online new hire paperwork in order to utilize staff
time more effectively.

4.
Recommendation

B. Standardize and streamline the employee offboarding process to
ensure all necessary departments are aware of employee separations
and complete the tasks necessary to protect City assets.
C. Consider transitioning retirement planning discussions from individual
consultations to monthly group meetings.

Observation

Customers report delays and inconsistencies related to employee
investigations and disciplinary actions, resulting in significant financial and
morale costs to their departments.
A. In collaboration with the CAO, define when an external investigator can
and should be used to conduct an employee investigation, to ensure
more timely investigations.

5.
Recommendation

B. In collaboration with the CAO, develop standardized policies and
procedures to provides a basis for consistent decision-making and
expedite the employee investigation process.
C. Increase manager support during the investigative process through
enhanced communication.
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OBSERVATIONS AND RECOMMENDATIONS
Observation

The Department is reliant on manual processes, including paper forms,
routine data entry, and double entry into systems.
A. In collaboration with ISD, transition processes from manual to
automated to increase operational efficiencies.

6.
Recommendation

B. Attend performance improvement trainings and develop a crossfunctional performance improvement task force to champion
efficiencies in departmental processes.

Observation

Many policies and procedures are not documented and/or consistently
followed, resulting in staff confusion, challenges in enforcing accountability,
and inconsistent service delivery.

Recommendation

Document policies and procedures, including a standard Department HR
Manual, to provide consistent guidance for HR staff and customer
departments.

7.

Systems

Observation

The Department is currently working with a patchwork of systems that are
not interoperable and do not fully address the Department’s or City’s
current needs. Insufficient systems dramatically impacts the Department’s
timeliness, efficiency, and effectiveness.

Recommendation

In partnership with ISD, evaluate and determine cost-effective, automated
system solutions to address significant gaps and reduce manual
processes.

Observation

The Department is not utilizing the full range of available functionality within
the NeoGov system, including automated application screening and
recruitment lifecycle tracking.

Recommendation

In partnership with ISD, the Department should review current system
functionality to optimize the utilization of NeoGov and reduce related staff
workloads.

8.

9.

People
Observation

The Department’s last three years have been marked by organizational
instability and high-visibility issues.

Recommendation

To increase employee trust and engagement, the Department’s leadership
team should increase its focus on clear communication and intentional
change management.

10.
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OBSERVATIONS AND RECOMMENDATIONS
Observation

The current Department organizational structure presents opportunities for
increased efficiency and effectiveness through realignment and potential
outsourcing.
A. Consider increasing third-party benefits administration to improve
operational efficiencies.

11.
Recommendation

B. Evaluate options for filling functional gaps in the areas of diversity,
equity, and inclusion; employee performance management; and
employee training as resources allow.

Observation

Some roles and responsibilities within the Department have become
blurred over time, leading to staff confusion and a perceived lack of
accountability.

Recommendation

Perform a function inventory to clarify and/or restructure roles and
responsibilities for each position, assessing staff capacity at each level, and
pushing work down to the appropriate level and classification.

Observation

Historically, employee development within the Department has been
limited.

12.

A. Identify and prioritize strategic external training opportunities for staff.
13.
Recommendation

B. Ensure all staff receive consistent performance evaluations that
provide meaningful feedback and establish clear goals, and that
supervisors receive regular performance management training.
C. Establish career growth and development plans, enabled by clear
career paths in the classification structure, for each staff member.
Service Delivery

Observation

Customer departments report a lack of proactive engagement,
communication, and education of HR processes.
A. Develop written guidance specific to customer departments in order to
support transparency and understanding of HR policies and processes.

14.
Recommendation

B. Engage customers during the change management process, from the
development of change to implementation. As part of this process, reestablish regular one-on-one meetings with department leadership.
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OBSERVATIONS AND RECOMMENDATIONS
Observation

Customers reported challenges in working with the HR Department in part
due to a lack of understanding of its role and inconsistent communication
practices.

Recommendation

Redefine the role of the HR Department as a business partner and develop
service level standards to communicate responsiveness expectations to
customer departments.

Observation

Until recently, the City primarily used paper forms routed through intraoffice
mail to process transactions, resulting in additional manual labor, delays,
and sometimes confusion.

Recommendation

Continue to develop self-service options on a revised intranet site to enable
employees to initiate and submit requests electronically to enhance
customer service and improve efficiency.

Observation

The City lacks a robust performance management system to support
employee growth and development, and the Organizational Development
division was eliminated due to restructuring.

15.

16.

17.
Recommendation

A. Develop a robust performance management system that is designed to
benefit employees through self-evaluations, calibration sessions,
additional contributor feedback mechanisms, goal-setting, and growth
and development plans.
B. Enhance existing course content to incorporate modern materials
related to diversity and inclusion, overall workforce development, and
succession planning.
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INTRODUCTION
The mission of the HR Department is to attract and retain the next generation of leaders, cultivate a
culture of accountability, empowerment and leadership, and reinforce a civil and equitable workplace.
At the onset of this assessment, the Department included 27 full-time regular staff members who
provided full-service human resources support to more than 2,400 employees across the City. The
Department is divided into three functional divisions: Administration/Special Projects, Labor and
Employee Relations, and Benefits, Employment, and Classification.
The working environment of the Department has presented challenges to efficient and effective
operations. Most prominently, standard processes and procedures have not been optimized and the
technological support systems for the Department are not adequate to meet current demands. In
addition, starting in late 2018, the Department experienced a major shift in leadership as all four of
the primary management positions left the City. It is also important to note that much of the work
performed by the Department, including policies, compensation and classification, and employee
relations, may be subject to provisions in the City’s labor agreements. To fully implement the
recommendations in this report, the City’s labor groups and the Department must collaborate on
mutually agreeable solutions that more effectively support employees and operational effectiveness.
During the course of this assessment, the City began experiencing the impacts of the COVID-19
crisis, including estimated budget shortfalls of $48 million in fiscal year (FY) 2019-2020, $102 million
in FY 2020-2021, and $74 million in FY 2021-2020. In response to these budget shortfalls, the City
underwent a significant restructuring process and recommended the elimination of 427.1 FTEs, which
included 304.7 FTE permanent positions and 122.4 FTE as-needed positions. This represents the
first time in recent history, including the Great Recession, that the City has experienced a reduction in
force, thereby reinforcing the need for optimal efficiency and effectiveness in operational processes.
As a result of downsizing efforts, the Department reduced its staffing levels by 6.2 FTE, most directly
related to training and benefits administration. Staffing cuts included the following positions, as well
as a 0.2 FTE Management Fellow:
•

1.0 FTE Organizational Development and Training Administrator

•

1.0 FTE Organizational Development and Training Coordinator

•

2.0 FTE Senior Human Resources Analyst

•

1.0 FTE Human Resources Analyst

•

1.0 FTE Staff Assistant III

In order to more effectively serve the City, the Department has in the past year begun placing a
greater emphasis on modernizing HR practices related to training, onboarding, performance
management, talent acquisition, employee relations, benefits administration, and information
systems/data management support to streamline processes and enable enhanced employee selfservice. The recommendations included in this report reflect these needs and provide guidance to
support changes designed to increase efficiency and improve customer service.
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This organizational assessment was designed to identify opportunities to increase the efficiency and
effectiveness of the HR Department’s operations with the goal of improving the quality and customer
service of human resource services across the City.
The analysis was informed by employee interviews, customer department focus groups, document
reviews, and research into best practices for similarly situated cities across the country. The study
was conducted between February 2020 and August 2020, and consisted of four major phases:
1. Project Initiation and Management: This phase concentrated on comprehensive planning and
project management, including identifying employees to interview, identifying documents to
review, communicating results, and establishing regular reports on project status.
2. Fact Finding: This phase included interviews, focus groups, document review, and best practice
research. We worked with department staff to obtain the most currently available information and
insights.
○

Interviews: We conducted interviews with all HR employees and several representatives from
the City Attorney’s Office (CAO).

○

Focus groups: We held a series of focus groups with all City department heads and a set of
department middle managers.

○

Document review: We reviewed documents including policies, procedures, organization
charts, budgets, and planning documents.

○

Best practice research: Based on the opportunities for improvement identified, we conducted
research to ascertain best practices found in other HR departments and governmental
agencies.

3. Analysis: This phase served as the assessment portion of the project where, based on
information gathered, we evaluated the importance, impact, and scope of our observations in
order to develop recommended efficiency and effectiveness changes.
4. Reporting: This phase concluded the project by reviewing draft observations and
recommendations with the Department’s leadership team and City Manager’s Office to validate
facts and confirm the practicality of recommendations.
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OBSERVATIONS AND RECOMMENDATIONS

1.

Observation

Civil Service Rules, which are in both the City Charter and Municipal
Code, present significant barriers to efficient operations in the
Department, resulting in delays for customer departments.

Recommendation

A. In the short term, work with the City Attorney’s Office to reinterpret
the application of civil service rules to streamline processes where
possible.
B. In the long term, complete civil service reform through a ballot
measure and labor negotiations to simplify and modernize the City’s
civil service rules to remain a competitive employer.

The City’s civil service rules are established in the City Charter and Chapter 2.04 of the Municipal
Code. On a national level, the civil service system was first established by the federal government in
1871 to ensure employees were placed into positions based on merit rather than other factors such
as political party affiliation or family relationships. Most state and local government organizations
have civil service systems that are modeled on the federal system in varying degrees. As the
employment landscape has changed over time, there have been recent efforts across the nation,
including by the State of California in 2013, to revise civil service systems in order to modernize
practices and reinforce government organizations’ positions as competitive employers. As the
Department operates with fewer staff, recruitment and selection will remain a high-priority task to fill
vacant positions. Therefore, it is imperative that the Department consider opportunities to increase
efficiency in the short and long term to streamline processes and ensure appropriate use of valuable
and limited staff time.
Potential inefficiencies resulting from the City’s civil service rules, and the historical interpretation of
them, include the following:
•

Promotional lists (commonly referred to as the “Rule of Three”): According to Section 1108 of the
City Charter and Municipal Code section 2.04.240, the City must use a promotional list to fill a
vacancy before going outside of the organization to fill the position. However, if there are fewer
than three eligible employees on the promotional list, the hiring department may seek external
candidates. Additionally, in practice, external recruitments have reverted to a promotional list if
three employees successfully complete the examination process, which restricts the pool of
candidates for a vacant position. Subsection b within the Municipal Code states that the
appointing authority can decide to do an open list without a promotional list if it is in the best
interests of the City; although this requires approval from the Personnel Board and is an
infrequently used option.

•

Background checks and fingerprinting: Section 2.04.160 of the Municipal Code states that the
City must obtain conviction records and fingerprints for all new employees. In interviews, staff
noted that the Department currently requires new employees to be fingerprinted by the Santa
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Monica Police Department, which can pose challenges for non-local applicants. In one case, an
applicant had to take two flights from their hometown to the City in order to be fingerprinted due to
an issue with the first round. Neither the Charter nor the Code state that the fingerprints must be
routed through the City’s Police Department; in fact, Section 1113 of the Charter states that the
City Council may contract with the governing body of any other city, county, or state to perform
personnel administration services. Due to restructuring, the Santa Monica Police Department no
longer has sufficient capacity to run fingerprinting checks; therefore, the Department will need to
secure a contract to provide this service, which ideally will have locations widely available.
Therefore, the City should potentially reconsider whether or not fingerprints are necessary for the
nature of the position for new employees, especially if candidates are required to pay for their
own fingerprinting in the future. For example, fingerprinting may still be best practice for those
serving in a public safety role or working with vulnerable populations, but not analysts or laborers.
•

Examinations: The current structure of civil service examinations presents significant challenges
to Department operating efficiency and accessibility for candidates. Both the City Charter (Section
1105) and Municipal Code (Section 2.04.080) require examinations as a component of the hiring
process. Section 2.04.080 of the Municipal Code allows examination to incorporate qualifying
information such as “education, experience, knowledge, skill, special aptitude, general
adaptability, physical or psychological fitness [as applicable], and other” factors as necessary.
This section also states that “examinations may consist of written tests, performance tests,
evaluation of qualifications, or oral tests, or any combination of these.” Finally, Section 2.04.060
of the Municipal Code allows the Department to limit the number of candidates selected for
testing as a result of operational constraints, thereby allowing only the most qualified candidates
to take the examination. Despite the options presented in the Municipal Code, the City has
historically often relied on standardized tests for applicants who meet minimum qualifications in
order to make hiring and promotional decisions.
○

•

Examinations are currently conducted in-person with HR Analysts proctoring, typically on
paper. Applicants complete tests on scantrons, which are either graded by hand or sent to a
company with a scantron reader if there are enough tests. While the City offers some
computer-based testing, it currently only has 10 licenses for the program; therefore,
applicants are tested 10 at a time, with an analyst proctoring. Tests are only completed
during business hours, which can present scheduling challenges for potential applicants.
Additionally, significant research demonstrates that the nature of standardized, multiplechoice tests presents bias in favor of white males; 1 therefore, this form of testing may not be
appropriate in the modern environment, particularly given the City’s desire to increase
diversity and inclusion efforts. In the short term, the City should reconsider its examination
environment in favor of more flexible testing and potentially greater reliance on applicant
screening and oral examination (interview) practices. This aligns with the Department’s
restructuring plan and current activities, which include implementation of online interview
processes and web-based testing platforms as areas of necessary focus to streamline
operations. Over the long term, the City should reconsider how it chooses to leverage
examinations during the hiring process in order to promote equity, accessibility, and overall
modernization.

Performance evaluations for probationary employees: Section 2.04.150 of the Municipal Code
requires a 12-month probationary period for all new employees. While the employee is on
probation, their manager is required to perform quarterly performance evaluations (Municipal
Code 2.04.280), which some staff reported can be very challenging to keep up. While routine

FairTest: Multiple Choice Tests https://www.fairtest.org/multiple-choice-tests; NEA: The Racist Beginnings of Standardized
Testing http://www.nea.org/home/73288.htm
1
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documented check-ins are a best practice for new employees, the City may consider revising this
requirement to be more flexible for managers, either in terms of frequency or the level of
documentation. Additionally, Section 2.04.170 of the Code states that employees on probation
have an at-will employment status can be terminated for any reason, even without “good cause,”
with City Manager approval. However, customers reported that this was not the current practice
of the Department and expressed confusion about the treatment of probationary employees
relative to permanent employees. Therefore, the Department should clarify this requirement,
identify opportunities for flexibility, and provide guidance to customers as appropriate.
Because these areas impact the operational efficiency of the Department, and thus their ability to
serve customer departments, the Department should work with the City Attorney’s Office to make
short and long-term changes to the application and language of the civil service rules. In the shortterm, the Department should work with the City Attorney’s Office to reinterpret the application of civil
service rules in operational practices and ensure they are applied consistently. Several examples of
possible reinterpretations are included above, including flexible fingerprinting arrangements and
examination processes. As needed, the Department should meet and confer with bargaining units to
implement changes to historical practices. Many of these changes are likely to be short-term while
civil service reform activities are pending the appropriate approvals; therefore, there should be
significant communication regarding these changes and their temporary status to customers.
Additional information on customer education and engagement can be found in Section D – Service
Delivery.
Prior to the COVID-19 pandemic, the Department planned to embark on a Civil Service Reform
process that included a wholesale relocation of the Civil Service language (Article XI) to the City’s
Municipal Code. The Department reevaluated this approach due to the current realities and brought
forth Civil Service reform that was narrower in scope. The Department received City Council approval
for a ballot measure to amend Section 1107 and eliminate Section 1108. These sections relate to the
City’s recruitment and promotional processes. If approved by the voters in November, the Department
will begin working with bargaining units to identify Municipal Code modifications to allow for more
modern recruitment practices to better conform to a modern government agency.
A full civil service reform effort will likely take three to five years in order to complete. Overall, the goal
of the reform should be to simplify processes, increase flexibility and equity, and modernize personnel
practices at the City to benefit applicants and employees while also streamlining processes for the
Department.

2.

Observation

The City’s current classification structure is overly complex and has
historically been designed based on individual employees rather than a
city-wide system.

Recommendation

Complete a classification study to streamline the City’s current
classification structure and revise job descriptions to create clearer
career paths and provide greater equity across departments.
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The City categorizes positions into classifications, in accordance with existing civil service rules,
which is intended to provide internal equity. At the onset of this assessment, the City had 656
classifications for approximately 2,400 total employees, resulting in a complex structure that has
reportedly been designed based on individualistic rather than broad classification changes. For
example, many administrative and analyst positions were unique for each department (i.e.,
Administrative Assistant – Finance, Administrative Assistant – Library), which has contributed to an
ever-expanding number of unique classifications for individual employees.
By historically using an individual, piecemeal approach to classifications over a strategic system-wide
approach, the City’s job classifications were permitted to balloon over time. Classifications drive
compensation, career paths, and management succession; support pay equity; and create simple,
clear career paths for employees both within and across departments. Similar jobs should be grouped
together, ensuring that employees are paid fairly for similar work that requires similar backgrounds,
education, and expertise. However, under the current classification structure, jobs requiring
comparable qualifications with equivalent responsibilities are not always compensated at similar
levels. Some job descriptions for an individual classification have irrelevant certification requirements
because the position was originally designed with a specific employee in mind, and some
classifications are redundant. The City should work to reorganize its classifications to streamline
groupings as appropriate for departmental operational needs
The Department previously initiated work to review its classification structure with an external
consultant, but had to put the project on hold due to significant staffing changes. The City’s recent
restructuring and layoffs, which initiated a bumping process, resulted in some individuals moving
across classifications, which department directors report has caused issues in certain roles as skills
may not be comparable between roles. As the Department stabilizes its management structure and
resumes normal operations, it should consider returning to this work to reduce the complexity
inherent in the City’s current classification system, in particular given the recent restructuring efforts.
Fully implementing this recommendation will require partnering with the City’s labor groups to adopt
new classification structures and may require a Municipal Code revision.
The classification study should review the City’s positions to determine the proper grouping of
positions into each classification, including recommendations for each position to be reclassified or
changed, develop new classifications if applicable, eliminate outdated classifications, and collapse
classifications within similar functional areas as appropriate. An appropriate classification system is
vital to ensure an integrated organizational structure that allows for internal equity, employee growth,
and effective service delivery. This is a major step forward to rationalize, professionalize, and
streamline a key personnel process.
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3.

Observation

Although recent improvements have been made, there are additional
opportunities to increase the transparency and perceived fairness of
compensation decisions.

Recommendation

A. Continue to refine the compensation philosophy/policy and work
with customer departments to identify comparable agencies for
compensation studies if not already defined.
B. Streamline the compensation study process to reduce the number of
individual interactions required to conduct and complete each study.
C. Establish clear policies and standardized documentation for
compensation revisions to increase transparency, consistency, and
preserve historical records.

The City recently developed a compensation philosophy that guides how compensation decisions are
made and helps set expectations for employees. While the philosophy provides a good starting point
for increasing transparency related to compensation decisions, there may be opportunities to further
refine the philosophy and related policy. For example, a significant concern for customer
departments, especially those with unique operations, is the list of cities used as compensation
benchmarks. Comparable cities are specified in some labor agreements, based on factors including
population, operating budget, number of employees, and services; however, customer departments
reported the perception that the Department judgmentally selects the comparable cities to provide an
outcome that is favorable to maintaining current compensation levels. This reflects a lack of
understanding among customer departments of how compensation is established. Additionally, some
customer departments reported a lack of support from HR in adjusting compensation after losing
multiple employees in relatively difficult-to-fill positions because another nearby city or other
organization was paying significantly more for the position.
In order to address these concerns and provide additional transparency for customers and
employees, the Department should consider working with customer departments to determine what
group of peer cities or agencies are most appropriate for departments or divisions for comparative
purposes, if not already defined in a labor agreement. Recently, the Department has begun using
additional cities at the request of customer departments for individual recruitments. Some unique
departments and functions, such as Big Blue Bus, may require comparables that operate in another
type of governmental organization such as a county or district.
Because of the City’s convoluted classification system, compensation studies can be challenging to
conduct in a fair and consistent manner. According to labor agreements, any employee can request a
compensation study to review for equity purposes. As a result of these requests, in addition to
individualistic classifications, compensation can progressively increase as employees compare
salaries to one another in a complex system.
In the current compensation study process, an HR Analyst meets with the employee, manager, and
department director individually twice during the process: once at the beginning of the study and once
at the end to communicate findings. HR Analysts may also conduct a desk audit to verify the
information submitted to support a compensation increase. This presents significant additional work
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for the HR Employment and Classification Division and does not contribute to the overall decisionmaking process. The Department should identify opportunities to streamline this work, such as
combining the manager and department head meetings to increase efficiency and consider
transitioning the follow-up meeting to a phone call that includes the appropriate individuals.
Finally, documentation of compensation decisions has also presented concerns for both the
Department and customer departments seeking explanations for historical changes. In order to
preserve the rationale and context behind compensation decisions, the Department should create a
process to systematically store the documentation for compensation studies, whether or not they
result in a compensation adjustment. This allows the Department to reference historical information
when making compensation-related decisions.
Overall, the City should develop a robust policy related to compensation decision-making by
classification group and clarify the process with all impacted departments. City policies should ensure
that salary decisions are consistent and reproducible. The policy should be equitably applied to all
City employees and the Department should determine processes to ensure that compensation
decisions are well-documented.

4.

Observation

Employee orientation and offboarding processes are currently performed
in person and therefore do not efficiently utilize HR staff.

Recommendation

A. Transition routine components of employee orientation to an online
platform and leverage online new hire paperwork in order to utilize
staff time more effectively.
B. Standardize and streamline the employee offboarding process to
ensure all necessary departments are aware of employee separations
and complete the tasks necessary to protect City assets.
C. Consider transitioning retirement planning discussions from
individual consultations to monthly group meetings.

According to staff, there are opportunities to streamline processes related to how employees enter
and exit the organization, including paperwork, in-person meetings, manual data entry and
information routing. Given the high frequency of this work, implementing process improvements by
transitioning the delivery of routine information to an online platform will reduce staff workloads,
enabling staff to work on other tasks.

Employee Orientation
The employee orientation process is currently being transitioned to an online platform as a result of
the COVID-19 pandemic. Prior to the pandemic, the employee orientation process involved two inperson sessions:
•

An orientation session to review and complete necessary paperwork, which takes approximately
three hours and is offered for groups of new employees every two weeks. Between two and four
HR employees facilitate this session, depending on the number of new employees in the group.
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•

An all-day introduction to the City as a whole, which involves HR and representatives from City
leadership. This session lasts eight hours and involves at least two HR employees.

Although the orientation process is thorough and provides a significant amount of in-person
assistance, it requires a minimum of 28 staff hours to administer each month. When operations return
to in-person work, the Department should consider the following:
•

Reduce in-person content: The Department should identify what aspects of orientation—
especially content that is focused on compliance or routine information—can continue to be
shared virtually. By transitioning from in-person to digital orientation sessions, the Department
can shorten the overall length of the orientation and significantly reduce the amount of staff time
dedicated to facilitating these sessions on an ongoing basis. Because of the time commitment
required to complete orientations, the Department has limited new hire start dates to twice per
month. As the Department transitions to online orientation sessions, it should consider
reevaluating whether or not there can be additional flexibility in employee start dates to better
serve customer departments. Additionally, the Department may reconsider the length of the
monthly orientation session to reduce workloads across the City. While it is important to provide
cross-functional information to new employees, the introduction to the City could likely be
shortened to focus on the most important elements of onboarding.

•

Reduce HR staff hours for orientation: If the above process efficiencies are implemented, the
ultimate result would be a reduction in the overall number of HR staff hours that are required to
manage new employee orientation. This time can then be used to facilitate other aspects of
recruitment and hiring processes, which are a higher priority of the City.

•

Solicit feedback: In order to evaluate the efficacy and usefulness of its online content, the
Department should establish an automatic survey to receive feedback from new employees after
completion of the orientation process. This practice should be used to guide future improvements
to the orientation process, such as including additional information or providing supplemental
guidance to correctly and completely fill out new hire paperwork.

Although the development of online orientation sessions requires up-front time and resources, the
ongoing benefits will result in a significant return on investment by reducing the staff time dedicated to
this process. In order to maintain a human touch to orientation, employees should also be welcomed
by their respective departments and the Department should consider reaching out during the
employee’s first month at the City to check in and help answer any questions.

Employee Offboarding and Retirement
Employee offboarding pertains to employees that are separated from the City voluntarily,
involuntarily, or due to retirement. Currently, there is no standardized process for employee
offboarding, which involves a number of different divisions and departments across the City. For
example, the employee’s access card and system access need to be deactivated after separation to
ensure the safety of City assets and information. Similarly, benefits must be turned off and deduction
payments manually validated for payroll purposes. If the employee was assigned a purchase card,
the appropriate approvals for purchases must be made and the card physically returned to the
appropriate department. Because of the cross-functional nature of employee offboarding, there is an
increased need for a standardized process to ensure each department (“home” department, HR, IT,
and Finance) complete the necessary employee separation tasks. Several software systems have
this capability and can easily send out notifications to other designated individuals that a task needs
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to be complete and track completion of the task. The Department should identify potential software
solutions to streamline the offboarding process and better protect City assets.
For employees who are considering retirement, Department staff meet individually to discuss options.
This results in a large investment of time for HR staff on this single task. To align with common
industry practice, the Department should consider establishing a monthly meeting where employees
can sign up to learn about retirement information. While some individual meetings may still be
required for staff with unique situations, the monthly group meeting should provide sufficient
information for most staff.

5.

Observation

Customers report delays and inconsistencies related to employee
investigations and disciplinary actions, resulting in significant financial
and morale costs to their departments.

Recommendation

A. In collaboration with the CAO, define when an external investigator
can and should be used to conduct an employee investigation, to
ensure more timely investigations.
B. In collaboration with the CAO, develop standardized policies and
procedures to provides a basis for consistent decision-making and
expedite the employee investigation process.
C. Increase manager support during the investigative process through
enhanced communication.

At the onset of this assessment, the Department had two Senior Analysts who conducted
investigations for the City’s 2,400 employees. The City’s unique operating culture results in a high
level of engagement with the Labor and Employee Relations Division, historically resulting in delays
and backlogs related to disciplinary investigations and resolutions. Some investigations are
completed internally, while others are referred to the City Attorney’s Office and investigated by
external attorneys. The length of investigations varies widely based on the specific incident being
investigated, the individuals involved, the use of outside investigators, and other factors. Customers
reported a lack of understanding of the investigation process and that some investigations
experienced significant delays. Lengthy investigations result in higher overall costs to the City
because employees undergoing investigation are often placed on paid administrative leave.
In early 2019, it was reported that the average time to complete an investigation was estimated to be
approximately a year. The Labor and Employee Relations Division implemented a manual tracking
system in 2019 to gather reliable data on the length of time required for each investigation. The
Department reports that significant improvements to timeliness have been made recently; however,
there are remaining opportunities to further streamline and expedite the investigation process.
When investigations are not processed in a timely manner, it negatively impacts staff, their
department, and the City as a whole. Delays in disciplinary action may enable poor behavior to
persist, either from the subject employee and their colleagues who witness the event and are
unaware of any disciplinary actions. The passage of time can also affect the quality of investigations,
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since they are reliant on witness accounts of events. Therefore, employees should be interviewed
immediately after an incident to serve as reliable witnesses, since the most accurate, detailed
information is typically provided shortly after the event occurs. Delays in investigations and
disciplinary actions also result in colleague and manager frustration. Complainants are eager to see
disciplinary action take effect, complaint subjects are eager to know the results of the investigation,
and union representatives are eager for case resolution.
Considering the high volume of investigations and HR’s limited capacity post-restructuring, the City
should consider establishing a pre-qualified list of investigators that can be engaged by the
Department directly, rather than through the CAO only, in specific cases. This aligns with standard
industry practice, as many high-performing Employee Relations functions choose to augment existing
staff with outsourced services or temporary staff during times of peak workloads. While several firms
conduct these activities for local governments, they typically require elevated costs, which can be
prohibitive. However, there are situations in which an external investigator should be used. For
example, the City, like many organizations, outsources any investigation in which the subject of the
complaint is a department director or elected official. In these cases, it is imperative that the
investigation remain completely independent, and therefore utilization of an external party should be
considered. The Department should expand the definition of when external investigations can and
should be used in a policy to ensure independence in investigations and provide the Labor and
Employee Relations staff with sufficient support to conduct investigations in a timely manner.
In addition to timeliness concerns, Department staff and customers reported concerns regarding
consistency of information tracking, investigation reports, and recommended disciplinary action:
•

Information tracking: The Labor and Employee Relations Division implemented improvements to
its overall information tracking system by leveraging an internal network drive to upload
complaints and final reports, copies of each are made and placed in the appropriate employee
files. However, Department staff report that use of this system is inconsistent due to high
workloads and the confidential nature of complaints. Ideally, the Labor and Employee Relations
Division would have a case management system that integrates with a Human Resources
Information System (HRIS) to consistently track information and provide the appropriate level of
transparency with department managers, which currently does not exist (see Recommendation 8
for more details).

•

Investigation reports: Deliverables resulting from investigations, whether reports or memos, have
not been standardized across the different investigators and are inconsistent in quality. The
Division should work together with the City Attorney’s Office to create a standardized template for
deliverables that can be modified as needed for each unique investigative procedure.
Expectations for how information is presented should also be defined to expedite the City
Attorney’s Office review, resulting in overall more timely completion of investigations.

•

Recommended disciplinary actions: Customers reported the perception of inconsistent
disciplinary actions for similar transgressions and situations, which resulted in confusion for staff
and managers. Some managers and department leadership also reported that they received
different advice depending on which HR employee they were speaking with. Therefore,
disciplinary actions should also be standardized and established in policy to provide enhanced
consistency as well as transparency with managers and employees across the City. This
guidance may also expedite the decision-making process and timeline for completion of
investigations in addition to supporting customer service with departments.
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Given the labor environment at the City, in which nearly everyone except department directors are
represented, there are sometimes differing procedures for the management of each grievance and
investigation depending on the employee’s union membership. Currently, departments manage the
grievance process up until the third step of the grievance process, at which point the Labor and
Employee Relations division within the HR Department is engaged. Some managers reported feeling
unsupported due to the way grievances and investigations are handled by the HR team, which can
feel combative rather than supportive and objective. For example, managers who have a grievance
filed against them by an employee receive a letter stating that they are being investigated and do not
have the chance to discuss their perspective on the issue with the HR team outside of the
investigative process. The process is not explained to them and overall communication suffers,
resulting in apprehension over the process despite the manager’s best intentions. The Labor and
Employee Relations Division should consider how it can better communicate with managers
undergoing investigation to better support their understanding and needs, while also remaining
independent as required to fulfill their responsibilities. In order to better understand managers’
communication needs, HR leadership should convene focus groups to solicit feedback and
incorporate this information into the development of policies and procedures.

6.

Observation

The Department is reliant on manual processes, including paper forms,
routine data entry, and double entry into systems.

Recommendation

A. In collaboration with ISD, transition processes from manual to
automated to increase operational efficiencies.
B. Attend performance improvement trainings and develop a crossfunctional performance improvement task force to champion
efficiencies in departmental processes.

The Department is heavily reliant on manual, paper-based processes in order to complete functions
including screening applications, conducting hiring processes such as interviews and testing,
onboarding/orientation, administering employee benefits, and managing personnel concerns such as
classification and compensation studies, investigations, and the performance management process.
Overall, nearly every process the Department uses is manual for both customer departments and its
internal staff. This results in numerous inefficient processes that require employees to complete paper
forms that are routed to the appropriate parties for wet signatures and manual entry of the information
into systems.
Although the Department has strived to improve some of its manual processes, this work is difficult to
prioritize when workloads are consistently very high as a result of inefficient processes and increasing
demands. For example, some of the required forms for employee benefits were digitized by a
member of the Benefits team; however, while this presents a potential efficiency for City employees,
HR employees are still required to manually enter the information on the forms into PlanSource.
Therefore, the digitization of forms does not present significant efficiencies in the absence of
appropriate system integration (see Section B – Systems for additional information on systems).
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The table below presents manual processes, including the examples above, identified during
employee interviews. Potential solutions by leveraging appropriate systems or modifying the process
are also noted for each process in the inventory. Given the recent restructuring at the City, the
Department should prioritize and implement solutions to automate manual processes in a timely
manner to free up staff time. As each process is revisited, especially for those processes that are
cross-functional, the Department should assess what function should be responsible for the process.
This will enhance operational efficiencies and enable manageable workloads for the reduced number
of HR employees.
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PROCESS

DESCRIPTION

SYSTEM SOLUTION

PEOPLE SOLUTION

Benefits
New employee benefit
enrollment tracking

Employees have 30 days after their hire date to enroll in
benefits. This is manually tracked by a Benefits Specialist,
who follows up with employees that have not yet signed
up.

PlanSource automated emails

Benefit enrollment and
changes

After employees enroll in benefits, employees in the
Benefits Division take the completed paper forms and
manually enter information into PlanSource. Similarly, if
employees make changes to their benefits, such as during
open enrollment, the employee must complete a paper
form and a member of the benefits team must manually
make the changes in PlanSource.

Enable employee self-service on
PlanSource to make benefits
changes and implement a system
for benefits employees to approve
the changes or enrollment
information to ensure accuracy.

Transition the role of Benefits
Specialists from data entry to
data review for accuracy and
completeness through the
automated process.

Retroactive benefits
tracking

If a new employee has not yet signed up for benefits or if
an employee was promoted retroactively, the benefits
team manually tracks employer and employee deductions
that apply retroactively. The benefits team also manually
verifies that every deduction is correct by auditing their
work.

Explore system capabilities to
identify and address exceptions.

Work with ISD to develop
customized reporting that
provides easier, quicker
reconciliation of information.

Employees report life events (retirements, medical plan
changes, promotions, etc.) to benefits staff, who manually
enter the information into PlanSource and Peoplesoft
(soon Tyler Munis).

Process life events through a
system that requires supervisor
and HR approval to be
automatically entered in the
system and/or integrate
PlanSource with Tyler Munis to
eliminate duplicative entry.

Entry of life events

Consider more utilization of the
third-party benefits administrator
or outsourcing benefits
administration.
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PROCESS

DESCRIPTION

SYSTEM SOLUTION

Terminated employee
benefits close

After an employee has been terminated in Tyler, the
Benefits Specialist has to complete a change in
PlanSource to cancel their benefits. Depending on the
date the employee leaves employment with the City,
benefits may be maintained through the end of the month,
which requires a deduction to take place. This deduction is
manually calculated and applied.

Automate the offboarding process
to notify the benefits team of
separations.

Retirement benefit
reconciliations

Every two weeks, benefits staff pull data from Tyler Munis
and PlanSource to ensure information matches.

Work with ISD to develop
customized reporting that
provides easier, quicker
reconciliation of information.

PlanSource does not integrate with CalPERS; therefore, a
Benefits Specialist must have physical forms to enter
information into PlanSource.

Medical benefit
reconciliations

PEOPLE SOLUTION

Consider outsourcing benefits
administration.

Pull data from PlanSource and match to bills from medical
plan bills that come in.

Work with ISD to develop a
customized report that provides
easier, quicker reconciliation of
information.
Consider outsourcing benefits
administration.

Retiree health benefit
changes

The City has a Third Party Administrator (TPA) that
administers COBRA and retiree health plans, but has not
given them access to PlanSource. As a result, the TPA
sends a benefits specialist an email of what changes need
to be made and the Benefits Specialist manually enters it
into the system.

Increased vendor utilization for
routine benefits administration,
either throughout granting the
TPA system access or fully
outsourcing the function.

Life insurance

If an employee elects over a specified amount of life
insurance, they must submit evidence of insurability. In this
event, a Benefits Specialist fills out, scans, and emails the
appropriate form to the employee with a description of the
process.

Have the form and process
automatically sent to the
employee from the system and
send it directly to the insurer to
remove the involvement of HR
staff.

Develop a template of
information to send to employees
who opt for this level of life
insurance.
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PROCESS
Benefits administration for
employees on leave

DESCRIPTION

SYSTEM SOLUTION

An HR Analyst in the Labor and Employee Relations team
informs a Benefits Specialist of an employee going on
leave or returning from leave. The Benefits Specialist
manually turns benefits on and off in PlanSource.

Incorporate leaves into the HRIS
or offboarding system to automate
the process.

PEOPLE SOLUTION

Labor and Employee Relations
LER tracking

All investigations and complaints are manually tracked on
a spreadsheet.

Implement a case management
system that employees can enter
complaints into and use the
system to process and track
complaints and investigations.

Performance evaluations

Performance evaluations are manually tracked on an
anniversary basis. Managers and staff complete and sign
paper evaluation forms, then send them to the HR
Department for inclusion in the employee’s paper file.

Implement a performance
management system to provide
automated reminders as well as
complete and store evaluations
electronically.

Ensure employees use the
system consistently.

Employee Screening and Hiring
Recruitment screening

Each employment application is manually reviewed to
determine whether applicants meet minimum qualifications
in the job description.

Use the current NeoGov system
capacity to screen applicants that
do not meet minimum
qualifications out of the pool of
applicants reviewed by the HR
Analysts.

Civil service testing
administration

Analysts currently schedule and proctor civil service
exams, some of which are graded manually.

Develop online capacity for civil
service testing and reconsider the
civil service testing environment
(see Recommendation 1).
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Given the high volume of manual processes involved in employee benefits administration, the
Department may also consider increasing utilization of the third-party benefits administrator or
outsourcing the entire function. While outsourcing requires a third party to have increased access to
sensitive employee information, it is likely to present cost savings in the long-term for the Department.
Additional information related to benefits outsourcing is included in Recommendation 11.
Many of these solutions require appropriate systems to be implemented in order to support
efficiencies. However, there are additional improvements that could likely be made with existing
systems. As noted in Section B, the Department should collaborate with the Information Services
Department (ISD) in order to enhance the current suite of systems currently used. Due to high
workloads, staff have been unable to dedicate sufficient time to process improvement. However, as
evidenced by this inventory, many processes are in need of significant revisions. As the City explores
potential revisions and business process reengineering, it should also evaluate the roles and
responsibilities of users, HR staff, and other parties involved in processing the transaction for
appropriateness.

7.

Observation

Many policies and procedures are not documented and/or consistently
followed, resulting in staff confusion, challenges in enforcing
accountability, and inconsistent service delivery.

Recommendation

Document policies and procedures, including a standard Department HR
Manual, to provide consistent guidance for HR staff and customer
departments.

As a result of high workloads, policy and procedure documentation has not been a priority within the
Department. According to Department staff, many policies and procedures do not exist or are out of
date. For example, there are insufficient policies and procedures related to employee investigations,
resulting in inconsistent results, deliverables, and disciplinary actions. Similarly, customers report
changes in the hiring process, but there is no documented policy or procedure to provide them with
guidance on the updated process. Where procedures are documented, staff report that there is not
sufficient communication, oversight, or training regarding these procedures to ensure consistent
application. Due to the lack of documented and consistent policies, departments will regularly elevate
personnel issues to the City Manager’s Office because they are unhappy with or do not understand a
decision. This undermines the Department’s authority and weakens the relationship between the
Department and its customers.
The lack of documented policies and procedures, and consistent application of informal or outdated
policy, was of particular concern during the City’s restructuring and layoff process. Department
directors reported inconsistent and confusing information that impacted morale and trust during a
highly challenging time. Since many HR employees have been with the City for a long time and
worked in multiple divisions, they may provide incorrect information to another City employee on how
to handle a task because they do not have up-to-date information on that particular area.
Limited clarity and documentation of policies and procedures present significant challenges related to:
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•

Efficiency: When processes are unclear or inconsistent, it can reduce staff efficiency and cause
rework for HR and customer employees. It is also difficult to optimize processes that are not
documented, as there is no standard baseline procedure to improve upon.

•

Customer Service: Limited policy and procedure documentation can result in communication and
customer service issues due to a lack of clearly defined service standards. Multiple customer
departments noted that decision-making within the Department appears to be inconsistent and
there is a lack of context to explain why different choices are made.

•

Roles and Responsibilities: A lack of clarity around responsibilities and decision-making authority
can impact employee morale and team relations (see Recommendation 12).

•

Knowledge Transfer: When knowledge is primarily oral, it can be difficult for new staff to efficiently
learn operational processes and procedures. Likewise, when long-tenured staff leave the
Department, there are increased risks of losing institutional knowledge.

•

Risk: The Department can create issues related to compliance and risk management if sensitive
processes like staff discipline, investigations, or other employee relations issues are not handled
consistently.

The Department should create a cross-functional team or hire an outside consultant to inventory
policies and procedures, determine what additional policies and procedures need to be created, and
create a prioritized schedule for policy and procedure development and updates. For procedures,
which are much more operational than policies, the Department should develop a step-by-step guide
to ensure processes are performed appropriately, consistently, and in a timely manner. This work can
also be an opportunity to identify areas where processes should be improved or streamlined. In
addition, policy and procedure development should be performed in tandem with the work to clarify
roles and responsibilities (Recommendation 12). In particular, as part of improving the engagement
and education of customer departments (Recommendation 14), the Department should develop a
standard HR Manual for managers within customer departments that outlines information related to
the most common HR policies and procedures. This should be a clear starting point for any new
supervisors and a reference guide for all staff.
Once policies and procedures are updated, they should be available in a centralized location, such as
an intranet, for employees to easily reference. As policies and procedures are often stored in many
dispersed places, the team should develop an organized, easy-to-navigate repository. Department
leadership should ensure HR staff are sufficiently trained on any major changes and are held
accountable for implementation them. In addition, customer departments should receive
communication and education on any policy or procedure change that impacts their workflow. If
policies are reasonable, understood, and consistently applied, the practice of elevating issues outside
of the Department should cease. Due to the insufficiency of current guidelines, there is elevated need
for training and expectation-setting for the adoption of guidelines.
Well-developed and properly applied policies and procedures will help increase employee
accountability, smooth employee transitions, and ultimately improve the Department’s ability to work
in productive partnership with customer departments.
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8.

Observation

The Department is currently working with a patchwork of systems that
are not interoperable and do not fully address the Department’s or City’s
current needs. Insufficient systems dramatically impacts the
Department’s timeliness, efficiency, and effectiveness.

Recommendation

In partnership with ISD, evaluate and determine cost-effective, automated
system solutions to address significant gaps and reduce manual
processes.

In tandem with process improvement, proper systems can significantly increase the Department’s
efficiency, effectiveness, and quality of service. However, due to a historical lack of leadership buy-in,
budget limitations, and staff bandwidth issues, the Department has not actively pursued a fully
integrated set of systems to support the HR function. As a result, the Department currently works with
a patchwork of systems that are not interoperable and do not fully address the Department’s or City’s
current needs. Limited system capacity is dramatically impacting the Department’s efficiency and
effectiveness and results in perpetual reliance on manual processes.
The Department’s primary systems include:

SYSTEM NAME

APPLICATION

CornerStone/MySMI

Learning management system

Kronos

Time entry

NeoGov

Recruitment and application screening

PlanSource

Benefits administration

Sharepoint Cloud

Document management

Tyler Munis

ERP with functions related to payroll, time entry, and
employee record tracking

The City recently implemented Tyler Munis as their new Enterprise Resource Management (ERP)
system. While there are likely to be process improvements for some employee-facing HR functions,
Tyler Munis is not designed to support back office HR functions and may not address some of the
Department’s largest system gaps.
Ideally, the Department would adopt an HRIS that fully integrates with Tyler Munis and other City
systems. A complete HRIS links all human resources data from the time professionals enter pre‐
service training until they leave the workforce. An HRIS can be a single system or an integration of
several systems that typically include comprehensive employee records and staff directory, applicant
tracking and resume management, benefits administration, employee performance management,
training records, time and attendance, time-off balances and requests, succession planning and/or
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career growth documentation, case management for labor and employee relations, and either payroll
or integration with payroll. 2
While the City is unlikely to use a single HRIS system (given that their new ERP cannot serve this
function), the Department should actively work towards ensuring that the systems that support the HR
function can adequately integrate with each other to support efficient customer service. In addition,
the set of systems should address the most notable gaps in the current structure:
•

Comprehensive digital employee files

•

Employee performance management

•

Labor and employee relations case management

•

Digital service requests and automated workflows

Digital Employee Files
The largest technological gap for the Department is a lack of a comprehensive, digital employee
master file that can contain information related to all HR-related functions of the employee—including
their work history, pay, performance evaluations, disciplinary cases, benefits, and other information.
While some aspects of employee files have been scanned or otherwise digitized by the Department,
the primary employee files are still all kept on paper. Having physical employee files is out of line with
best practices and presents significant challenges and risks to the City:
•

Department staff must spend a significant amount of time filing.

•

Physical files can easily go missing or be misplaced (either temporarily or permanently). Files are
shared among multiple staff members, and processes to determine who has a file at any given
time are ambiguous.

•

Files are not consistently maintained because staff workloads result in filing backlogs.

•

Managers across the City cannot easily access full employee records, especially records related
to past disciplinary situations.

•

It is difficult to maintain adequate record retention tracking as the entire process is manual.

•

Paper files do not align with the City’s move toward flexible and remote work or continuity of
operations in an emergency. During the recent COVID-19 crisis, staff had to put on protective
gear and physically enter the building in order to scan HR documentation needed to continue
operations.

In addition, some customer departments also retain HR-related documents for their personnel (which
is common for certification-driven work in areas like Public Works, Police, and Fire). This can create
challenges related to internal coordination and communication since different types of employee
information is stored in different locations. In addition, this can present a large liability for the City if,
during a public records request, the City is not able to adequately track the location or presence of
HR-related documentation.

2

Designing and Managing a Human Resource Information System https://www.shrm.org/resourcesandtools/tools-andsamples/toolkits/pages/managingahumanresourceinformationsystem.aspx
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Employee Performance Management
Employee performance management processes are not supported by any specific system. Managers
receive email reminders when it is time to fill out performance appraisal forms for individual
employees. The managers and employees collaborate to complete a fillable PDF form, which is
emailed or delivered back to the HR Department where it is reviewed and added to the physical
employee file. Given the burdensome nature of this process, it is unsurprising that performance
evaluations are not consistently completed for employees across the City. Staff report that hundreds
of performance appraisals are overdue (see Recommendation 17 for more details). Performance
appraisals support employee career development and individual accountability; therefore, the
implementation of a system solution can serve to increase employee engagement with the process.
Previously, the Department did begin the process of acquiring the performance evaluation module
within NeoGov to support this work. However, this project was not done in coordination with ISD and
was subsequently halted as the City began the Tyler Munis implementation. The Department should
collaborate with ISD to identify options to streamline and digitize performance evaluations.

Labor and Employee Relations Case Management
The Department lacks a cohesive case management system to capture, share, and retain
documentation related to investigations and disciplinary actions. The Department recently moved to
using SharePoint cloud storage for their tracking spreadsheets and files. In the absence of a case
management system, the Department struggles with several key issues:
•

The team’s reliance on fragmented, manual processes is not efficient, creating unnecessarily high
workloads, delays in processing cases, and inaccurate case monitoring.

•

Because the Department does not have a comprehensive employee record, it is challenging to
track employee disciplinary histories. While some information must remain confidential, it is
important that department managers have adequate information to determine the appropriate
course of action according to the memoranda of understanding (MOUs).

•

Staff knowledge of cases is not consistently or transparently documented. As a result, if a staff
member is absent or leaves the City, vital institutional knowledge and working knowledge of an
employee’s disciplinary history is lost.

Given the nature of labor and employee relations cases, the City faces liabilities if processes are
followed inconsistently and documentation is not adequately produced and stored. In addition to
standardizing the templates and information to be included in the investigation reports, utilizing an
appropriate case management system can greatly reduce risk for the City and streamline workloads
for the Department.

Service Request Tracking and Automated Workflows
All incoming requests to the Department—whether for information or to initiate actions—are
performed via email, phone, or in-person meetings. The majority of Departmental processes are
manual (Recommendation 6), and the Department does not utilize any systems to standardize work
ticketing or automate workflows. For example, when an employee leaves the City, Department staff
receive notification (usually through email or receipt of a Form 100) and then must manually turn off
benefits for that employee.
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By adopting a ticketing system that would enable both tracking of incoming requests and the
establishment of standard automated workflows, the Department may be able to improve the
consistency of processes, track turnaround times, as well as reduce the overall staff workload.
To address these system gaps, the Department should work with ISD to identify functional
requirements and explore system options. This requirements list should be developed for each of the
functional areas discussed in this section to serve as a scorecard for evaluating system options,
including minimum expectations. Options to fill these needs should include some combination of
currently owned systems (like Tyler Munis, NeoGov, Cornerstone, or Service Now) or new systems if
necessary. However, system integration must be a key criterion. Based on this assessment, efforts to
address the gaps should be prioritized in the following order:
1. Digital employee files
2. Labor and employee relations case management
3. Employee performance management
4. Service request tracking and automated workflows
By modernizing the Department’s system environment, the City can take a significant step toward
increasing efficiency, reducing risks, and improving the overall experience for staff across the
organization.

9.

Observation

The Department is not utilizing the full range of available functionality
within the NeoGov system, including automated application screening
and recruitment lifecycle tracking.

Recommendation

In partnership with ISD, the Department should review current system
functionality to optimize the utilization of NeoGov and reduce related
staff workloads.

As previously noted, the Department utilized the NeoGov system to manage the application and
recruitment process. This software is commonly used across public agencies and staff report that it is
adequate to meet current needs. However, there are opportunities to improve efficiency by fully
utilizing the functionality available in NeoGov. For example, staff report that the screening to check
whether each applicant meets the minimum qualifications for a given position is performed manually,
which presents significant work since many positions receive hundreds of applications. However,
NeoGov has an automated function that allows users to only review applicants who meet the
qualifications based on set objective criteria (for example, level of education or years of experience).
NeoGov may also be able to provide online onboarding functions to reduce paper processing of new
employee information.
In addition, standard processes within the system are not being consistently followed, resulting in
poor data quality. For instance, staff report that there are often hundreds of open requisitions in the
NeoGov system because employees are not closing the requisition once the hiring process is
complete. As a result, it is impossible to track the time required to fill positions and which positions
have or have not been filled within the system.
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The Department should review the NeoGov system for opportunities to optimize its use and decrease
related staff workloads. Once functionality and process improvements have been identified and
adopted, regular data checks should be performed to ensure that efficiencies are retained over time.

10. Observation
Recommendation

The Department’s last three years have been marked by organizational
instability and high-visibility issues.
To increase employee trust and engagement, the Department’s
leadership team should increase its focus on clear communication and
intentional change management.

The City’s HR Department has undergone a major shift in leadership over the past year and a half.
Since late 2018, all four of the primary leadership positions have turned over.

TITLE

JOINED DEPARTMENT

Chief People Officer

December 2018

Deputy Director of Special Projects

February 2020

Human Resources Manager
(Labor & Employee Relations)

November 2018

Human Resources Manager
(Benefits, Employment, and Classification)

January 2020

The leadership transition has brought opportunities to re-envision the culture and processes of the
Department. However, as with any major staffing change, there is a necessary learning curve as the
new leadership team becomes familiar with the Department’s employees, processes, and work
environment. In turn, Department staff must learn their new manager’s style and potentially adjust to
changes in multiple areas of their work.
In addition, the City has had a number of high-priority projects and issues within the past year that
have required involvement from the Department, including labor negotiations that led to worker
protests, the recent implementation of Tyler Munis, and drastic restructuring in response to the
COVID-19 pandemic. As a result, the Chief People Officer (CPO) has had limited time to focus on the
internal development of the Department. Within this context, some staff report that the Department is
currently lacking a strong team culture or sense of shared mission. Some employees also expressed
concerns around low morale and an aversion to adopting new changes.
As the leadership team works to build trust and cohesion within the Department, interviewed staff
noted two areas that are especially critical for success: 1) clear communication and 2) an increased
focused on robust change management practices.
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Communication
Multiple staff noted a desire for more clear communication and concrete vision/direction from the
leadership team. While the CPO was specifically hired to provide strategic vision, some staff report
struggling to bridge the gap between the big-picture directives and the tangible operational details to
pursue those directives. Staff also reported confusion about the alignment between high-level
messaging and some of the Department’s daily activities. For example, while building a 21st century
workplace is of high value to the City, the team has been asked to use tools and follow processes that
are out of sync with this directive (for example, utilizing a whiteboard check-in system to know the
location of employees rather than using a shared calendar system, or having Department-specific
restrictions on telecommuting).
To build trust and engagement, it is critical that the leadership team works together to ensure that
messaging is clear, consistent, and aligned with the Department and City values.

Change Management
While members of the leadership team are relatively new, there are many employees with significant
tenure working within the Department. Given the combination of the long tenures, high workloads,
and relatively reactive culture, it may be challenging to effectively encourage the adoption of new
changes to systems, processes, and team dynamics. Within this context, it is common for staff to
retreat into silos and be wary of embracing change, which can ultimately render many initiatives
unsustainable. Following staffing reductions as a result of restructuring, staff workloads are likely to
increase further and contribute to renewed resistance to change. However, changes designed to
improve efficiencies should still be pursued to right-size staff workloads.
Given that change is continuous and that multiple recommendations within this report will require
substantial shifts in daily operations (in particular, alterations to roles and responsibilities, revisions to
operating processes, and transforming customer service standards), change management will be
critical to smooth transitions. Without staff buy-in, commitment, mitigated resistance, and consistent
adoption across the team, the Department will not realize the full benefit of changes designed to help
better serve the City and its stakeholders.
To improve implementation, adoption, and buy-in, the Department leadership team should establish a
basic change management process to develop and implement changes. Wherever possible,
employees should be engaged prior to announcing new changes in order to provide input on potential
concerns and suggestions to improve implementation. Often, employees facing change experience
fear; therefore, a robust change management approach should emphasize the human side of change
to promote employee adoption. By acknowledging their feelings and concerns, leadership can
demonstrate its support of employees, which improves overall change management.
The following are key elements for implementing successful change management.
•

Communicate the need for change: Excellent communication is critical to change management.
Impacted employees need to be aware of the context and the organizational need for change in
order to buy into potential solutions. A commonly reported issue from interviewed staff was a lack
of understanding or transparency around how or why decisions were made within the
Department. In the new operating environment of the Department, changes should stress
improved operational efficiencies and a reduction in staff workloads to gain buy-in.
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•

Plan for and understand the ramifications of the change: Clearly define what is changing, how it is
changing, who will be affected, how users will be affected, and when the change will occur.
Change should occur in a multi-step, well-communicated process that includes ample training
and no surprises to staff or customers, if applicable.

•

Consider and design a method for staff education: Throughout implementation, build staff
knowledge and abilities through training opportunities. Following implementation, provide
reinforcement and allow employees to provide feedback on the change and change process.
Ensure consolidation by providing policies and procedures that reflect the change and can serve
as staff resources.

While robust change management plans are likely not necessary for most of the Department’s work,
simple tools like a change management checklist may be useful to increase the leadership team’s
consistent use of these practices. These practices can also be applied to leading broader
organizational change across the City as a whole.

11. Observation

Recommendation

The current Department organizational structure presents opportunities
for increased efficiency and effectiveness through realignment and
potential outsourcing.
A. Consider increasing third-party benefits administration to improve
operational efficiencies.
B. Evaluate options for filling functional gaps in the areas of diversity,
equity, and inclusion; employee performance management; and
employee training as resources allow.

The Department has recently restructured as a result of layoffs and City-wide restructuring. A current
organizational chart is included below.
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Chief People
Officer

EAA

HR Manager

Deputy Director
- Special
Projects

Labor & Employee
Relations Division

Administrative
Division

Senior HR
Analyst

HR Analyst

Senior HR
Analyst

HR Analyst

HR Manager

Recruitment &
Selection Division

Benefits Division

HR Analyst

HR Analyst

Fiscal
Technician

HR Analyst

Benefits
Specialist

Information
Systems Analyst

HR Analyst

Benefits
Specialist

HR Technician

HR Analyst

Staff Assistant
III

HR Technician

HR Technician

Senior HR
Analyst

HR Technician

Benefits Administration
The Department may wish to consider increasing utilization of the third-party benefits administrator or
outsourcing its benefits administration to improve efficiencies. As a function that is highly
transactional in nature, benefits administration is commonly outsourced, partly or fully, by other local
government agencies. Outsourcing this function can provide access to specialized HR expertise and
systems, assist in ensuring regulatory compliance, and increase the timeliness of transactional
functions such as benefits enrollment. 3 Most organizations that outsource benefits see cost savings in

Outsourcing the HR Function: https://www.shrm.org/ResourcesAndTools/tools-andsamples/toolkits/Pages/outsourcingthehrfunction.aspx
3
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personnel reductions, improved accountability to benefit plans and absence management, and
potentially the ability to leverage economies of scale through a large provider. 4 Additionally, the
vendor is likely to have access to more sophisticated technology solutions that address the manual
processes identified in Recommendation 6. While the Department will need to retain one employee in
its benefits section to manage the vendor, outsourcing can enable the repurposing of three FTEs to
other areas in the department to support more strategic functions.

Functional Gaps
Although the Department experienced staffing reductions and is unlikely to increase staffing levels in
the near future, the Department has several functional gaps in key areas that impact operational
efficiencies and the quality of the service provided to City employees. Functional gaps include:
•

Diversity, Equity, and Inclusion (DEI): The City has recently added DEI duties to two staff
members outside of HR, in the City Manager’s Office and Public Works. It is becoming
increasingly common to elevate opportunities related to diversity, equity, and inclusion by
incorporating DEI into elements of each HR employee’s work. The City may also consider
embedding a DEI expert into the HR team, to ensure progress toward building a more equitable
work environment through policy review and development, equity assessments, and training.
Ultimately, DEI should be embedded within all HR employees’ work to support and operationalize
these values.

•

Employee performance management: Currently, employee performance management tasks are
performed in a decentralized manner, with most of the routine tasks being carried out by
managers within the individual City departments with minimal guidance. Within the HR
Department, various supporting tasks are handled by staff in several divisions (for example,
Senior HR Analysts in Labor and Employee Relations division perform QA for all low rated
appraisals). However, the Department has not historically had a dedicated position in charge of
ensuring that employee performance management is being utilized strategically across the City.
As such, employee performance management has not been optimized to best support the City or
its employees.

•

Organizational development and training: This function was eliminated during the City’s
restructuring. As noted in Recommendation 17, there are opportunities to improve training and
professional development for City employees.

To improve the quality of service provided to the City, the Department should evaluate options for
addressing these functional gaps—whether through training or reassignment of staff as efficiencies
are gained.

Benefits Outsourcing is Up, Driven by Costs, Compliance: https://www.shrm.org/resourcesandtools/hrtopics/benefits/pages/benefits-outsourcing-up.aspx
4
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12. Observation

Recommendation

Some roles and responsibilities within the Department have become
blurred over time, leading to staff confusion and a perceived lack of
accountability.
Perform a function inventory to clarify and/or restructure roles and
responsibilities for each position, assessing staff capacity at each level,
and pushing work down to the appropriate level and classification.

Staff and customers report that roles and responsibilities within the Department are sometimes
unclear. For example, since many of the longer tenured employees have held multiple roles across
the Department, there can be a confusion regarding which team members know the “correct” process
or information. This is particularly challenging when a customer department reaches out for
assistance and either cannot get a hold of their designated HR contact or dislikes the answer they
receive from their HR contact, and subsequently reaches out to a different staff member within the
team who they perceive to be more available and/or knowledgeable. This commonly occurring
scenario creates confusion for staff, contributes to inefficient operations, and can lead to the
perception of a lack of accountability among HR staff.
To address this issue, Department leadership should begin by inventorying all functions carried out by
each position within the group. Based on the inventory, roles and responsibilities may need to be
clarified or restructured entirely. This work will also be impacted by the recent restructuring at the
City, staffing reductions, and changes to policies and procedure documentation (see
Recommendation 7). As part of the function inventory, it may be helpful for the Department to
consider the following issue areas.
•

A. Ensure functions are carried out at an appropriate level

•

B. Ensure functions are carried out within the appropriate division

•

C. Identify sole contributors

•

D. Define decision-making authority

•

E. Take the opportunity to clarify specific functions

•

F. Clearly communicate changes to Department staff and customers

A. Ensure functions are carried out at an appropriate level
Currently, staff at all levels throughout the Department are carrying out administrative and routine
tasks. One goal for the function inventory should be to determine where routine tasks can be
delegated down to front line employees, allowing highly trained staff and managers to focus on more
strategic work.
For example, HR Analysts reportedly spend a large amount of time proctoring tests. This function
would ideally occur online and not require supervision or, if the City continues to require in-person
testing, should be carried out by an HR Technician. This small adjustment would free up a significant
portion of the HR Analysts’ time so they can perform the work of being a true business partner for
their customer departments. Strategic, relational work will become more necessary in order to serve
customers as departments across the City struggle with lower staffing levels to perform work.
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A functional analysis may indicate that the Department composition is top heavy in relation to the type
of work that is currently required to maintain daily operations. However, as business processes are
streamlined and routine work is automated, the Department can anticipate an overall reduction in
transactional work. As such, the process of ensuring functions are carried out at the most appropriate
level may be ongoing and revised over time. In addition, the analysis may also highlight opportunities
to bring on short-term staff to work through backlogs of routine tasks (for instance, filing or
implementing employee digital files).

B. Ensure functions are carried out within the appropriate division
Prior to restructuring, major functions appeared to be appropriately aligned between divisions, with
some exceptions. As a result of restructuring and the need for process improvement, the Department
should assess process ownership and identify the appropriate owner.

C. Identify sole contributors
The Department’s staffing structure is well-designed to reduce risks related to sole contributors as
most positions have at least one back-up or parallel role. However, within that structure some
functions are still managed by a single staff member, and some may have been impacted by
restructuring. For example, only one staff member is currently fully trained to administer employee ID
cards.

D. Define decision-making authority
Some staff noted that decision-making authority is sometimes unclear—especially when it comes to
processes and policy interpretation. Under prior leadership, the Department Director and Assistant
City Manager were regularly engaged in day-to-day decision-making and staff felt disempowered to
make decisions. As a result of leadership turnover, the decisions often fall to staff members with the
longest tenure and/or decisions can be delayed until the individual deemed with the appropriate
authority is consulted. In turn, this can cause old rules to be replicated without critical analysis of
whether or not they are applicable or necessary in the new situation. Clarified decision-making
authority and comprehensive policies and procedures will help support employee ownership and
accountability.

E. Take the opportunity to clarify specific functions
During interviews with HR and customer departments, staff reported that the recruitment function
could benefit from additional clarity in terms of its goal, scope, and intention.
The recruitment function is carried out as a joint effort between HR and customer departments.
However, specific roles and responsibilities are reportedly unclear. Currently, the HR staff who
manage recruitment tasks appear to perform a primarily transactional role, often with a focus on
compliance rather than strategic advising. There is a perception that the Department’s primary
recruitment role is rule enforcement. In combination with the high workloads within the Department, it
appears that proactive, creative, and modern recruitment efforts are often not pursued. Customer
departments reported feeling under-supported and have the real or perceived belief that they must
take on managing the majority of the recruitment efforts. The Department should continue to use
external recruiters for hard-to-fill and specialized positions. While leveraging external recruiters for
highly technical positions can be beneficial under certain circumstances, the Department should have
the internal resources, knowledge, and capacity to manage the vast majority of recruitments
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F. Clearly communicate changes to Department staff and customers
Once specific roles and responsibilities are redefined, the Department will need to provide initial
training and communication to both the HR team members and the customer departments. In
particular, the Department should discuss strategies for how to effectively divert incoming requests
and answer shopping to the correct staff member. For additional information related to customer
communication, please see Recommendation 14.

13. Observation
Recommendation

Historically, employee development within the Department has been
limited.
A. Identify and prioritize strategic external training opportunities for
staff.
B. Ensure all staff receive consistent performance evaluations that
provide meaningful feedback and establish clear goals, and that
supervisors receive regular performance management training.
C. Establish career growth and development plans, enabled by clear
career paths in the classification structure, for each staff member.

In the past, there has been limited focus on proactive employee development opportunities within the
Department. Staff report that the previous Department leadership team did not prioritize external
trainings, formal performance management tools like evaluations and career growth plans, or clarity
on potential development opportunities.
First, staff noted that external training opportunities have historically been highly restricted. As a
result, staff with long tenure in the Department have not necessarily had adequate exposure to HR
practices beyond the City—including changing trends across the public sector, industry innovations,
and alternative practices used by other HR departments in other cities. While individual staff
members have worked to stay up-to-date on the latest trends, it historically has been challenging to
accomplish without leadership support.
The new leadership team should work to identify and prioritize appropriate external training
opportunities and resources to expand the knowledge base of the Department staff. As part of this
work, the Department should develop a standard process by which staff can request external
trainings and a clear set of criteria by which related decisions are made to ensure equitable allocation
of resources, strategic use of Department funds, and transparency for all staff, in particular given the
funding constraints currently faced by the City. In addition, staff should have access to industry best
practice resources like the Society for Human Resource Management or other similar memberships.
These memberships provide opportunities to conduct research and self-teach new skills and are
easily shared, making them a cost-effective solution for potential trainings.
Second, as with almost all City staff, formal performance evaluations have been conducted
inconsistently within the Department. Some staff noted that they had worked for multiple years
without receiving any kind of documented feedback. Even when performance evaluations are
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completed, due to the current format of the appraisal form, this process is not utilized to establish
clear goals, expectations, or target workload metrics against which staff can measure their progress.
The Department should work to ensure that all staff receive meaningful performance evaluations on a
consistent basis. Performance appraisals provide management and staff the opportunity to reflect on
areas of strength and opportunities for further development. Through this process, employees receive
recognition for their achievements and managers have an opportunity to demonstrate support for their
continued growth and development, helping transition organizational culture by holding all employees
accountable.
Finally, the Department has not established a practice of creating career growth and development
plans for each staff member. This lack of proactive career development can demoralize staff and lead
to disengagement over time—especially for staff members who are hardworking and motivated to
expand their careers. Multiple interviewed staff noted that, especially for employees within the
Department who are more recent additions to the team, there is a lack of transparency and direction
for how to grow their careers. Without appropriate guidance, staff can spend time and resources
attempting to learn new skills or push for changes that are ultimately not aligned with the strategic
needs of the Department.
The Department should establish career growth and development plans for each staff member.
Ideally, this should be a collaborative process between employees and their managers, to promote
alignment of staff goals with Department and City-wide goals. This is also a chance for managers to
transparently communicate and set expectations around career advancement opportunities, including
trainings, stretch assignments, and promotions.
By investing in high-quality professional development, the Department can ensure staff are equipped
to perform their roles and increase employee engagement and morale.

14. Observation
Recommendation

Customer departments report a lack of proactive engagement,
communication, and education of HR processes.
A. Develop written guidance specific to customer departments in order
to support transparency and understanding of HR policies and
processes.
B. Engage customers during the change management process, from the
development of change to implementation. As part of this process,
re-establish regular one-on-one meetings with department
leadership.

Across the City, customer departments reported a lack of communication regarding overall HR
processes and process changes, which contributed to frustration, confusion, and distrust. This was
particularly challenging during restructuring, layoff noticing, and bumping processes, which were a
high source of confusion for customer departments. Some customers reported “answer shopping”
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across the Department due to a lack of consistency across individual employees based on their
experience (see Recommendation 12). Customers also said that they were often unaware of who to
reach out to for different types of questions or each employee’s decision-making authority. This
inconsistency may stem from a lack of standardized policies and procedures (see Recommendation
7) as well as high workloads across the Department. However, it is imperative that customers
understand how, when, and why they should work with specific members of the HR team.
The Department should consider developing a customer-specific section in its policy and procedure
manual to help educate customers on their role in each process. Rather than requiring customers to
reach out to a specific member of the HR team, the Department could also consider developing
separate inboxes for each type of inquiry (i.e., recruitment, applicants, grievances, leave/benefits,
retirement) to eliminate confusion over which employee is the correct employee to contact for a
specific matter. The inbox can then be filtered by any member of the appropriate HR team to answer
questions and receive consistent answers as a result of improved standardized policies. Alternatively,
the Department could use the Service Now platform to enter and track inquiries that come through the
system in the form of tickets. By providing a shared services approach, reliance on one individual
employee can be reduced, and therefore, departments can receive more timely responses to their
questions. Finally, the Department should provide applicable staff with training to review these
processes and ensure a comprehensive understanding of how to use the new systems.
As a result of the HR Transformation initiative, processes are likely to change on an ongoing basis.
For example, in accordance with Recommendation 1, the Department is likely to reinterpret some civil
service rules, which will result in significant modifications to hiring processes. Currently, customers
report that communication of changes has felt rushed or included a significant amount of information
that was difficult to digest, rather than an opportunity to discuss the change. Communication venues
are reported to be primarily via email, rather than meetings between HR and customer departments
either 1:1 or during department head meetings.
Customers also reported a desire for greater HR understanding of the operations, staffing, and
priorities of departments. It was reported that people strategy is rarely discussed at department head
meetings, and the prior practice of monthly one-on-one meetings with departments to discuss people
needs, recruitments, and emerging issues ceased in recent years, with departments reporting limited
proactive interaction with HR. The lack of two-way knowledge was particularly prominent during the
City-wide restructuring, layoff, and bumping processes, during which departments developed their
own restructuring strategies and reported frustration with the level of knowledge HR had of
department-specific needs related to staffing requirements and service delivery.
To improve communication and collaboration during future process changes and initiatives,
Department leadership should engage all or a subset of primary users during the development
process to gain their perspective on what changes would benefit them and explain the rationale
behind the proposed changes. These discussions could be held during regular department-head
meetings or regularly scheduled one-on-one meetings between HR and each customer department to
support engagement and reinforce the position of HR as a supportive service department. Once the
process change has been finalized, the Department needs to provide sufficient training and written
guidance to affected users in advance of implementation. While this may present a small delay in
implementation, it will result in increased user adoption and better support customers. The
Department should offer both training opportunities that can be held in-person or over video and
support the training with written guidance to customers. To best support customers, the Department
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may also consider evaluating the impact of the change several months after its implementation to
identify issues, areas that require further clarification, and ongoing opportunities for improvement.

15. Observation

Recommendation

Customers reported challenges in working with the HR Department in
part due to a lack of understanding of its role and inconsistent
communication practices.
Redefine the role of the HR Department as a business partner and
develop service level standards to communicate responsiveness
expectations to customer departments.

The HR Department serves the other departments across the City in order to support a broad array of
personnel needs. Customers reported some challenges in working with the Department related to
service delivery. One of the primary challenges was related to communication and transparency on
processes. Based on interactions with HR employees, there was reported confusion related to the
overall role of the Department, whether it strived to support departments needs or enforce civil
service rules, for example. Customers reported the following as their current needs from the HR
Department, which should be incorporated into the service philosophy:
•

Interdepartmental planning to coordinate short- and long-term personnel needs

•

Proactive support of department needs

•

Understanding of each department’s unique business needs

•

Increased timeliness and responsiveness

•

Clarity around roles, responsibilities, and expectations

•

Open and transparent communication (see Recommendation 14)

This reframing of the HR Department’s role is a key component of the overall HR Transformation
vision and will require changes on both the Department and customers’ roles and interactions. Ideally,
the Department should serve as a business partner for customer departments and balance their
needs with the current policy environment and resource constraints. Over the past several years, the
Department has experienced a change in leadership and staffing, presenting an opportunity to
redefine its role and how it serves customer departments by leveraging automated processes to free
up staff time to focus on strategic customer service. In order to move from an administrative,
transactional department to a business partner that supports customers in meeting their personnel
needs, the Department should consider developing a service philosophy and standards definitions.
Strategic human resource management requires future-oriented development and implementation of
HR programs and initiatives to address current and anticipated objectives.
Service standards help provide transparency related to the timelines and processes customer
departments can expect to experience. Defining these standards also presents the opportunity to
redefine the Department’s overall service philosophy to better define its role and support
transformation by developing something akin to a mission statement. Many high-performing HR
departments have developed mission statements that define the department’s role and function in
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serving their city overall. 5 Using this mission statement and customer needs as a framework, the
Department should develop correlating service standards. Examples of service standards include:
•

Response to inquiries within 48 hours

•

Turnaround time for qualified applicants during the hiring process

•

Overall reductions in the time required to hire applicants

•

Leadership 1:1 or group meetings with HR to gain a better understanding of department needs

•

Target timeline for employee investigations (tiered approach depending on the nature of the
investigation)

•

Training opportunities

By defining service level expectations, customers can adjust their needs accordingly and Department
employees are better able to prioritize requests. Given the high workloads that currently exist at the
Department, these definitions should be manageable for HR staff, but also reasonable for customers.

16. Observation

Recommendation

Until recently, the City primarily used paper forms routed through
intraoffice mail to process transactions, resulting in additional manual
labor, delays, and sometimes confusion.
Continue to develop self-service options on a revised intranet site to
enable employees to initiate and submit requests electronically to
enhance customer service and improve efficiency.

As noted in Recommendation 6 and Recommendation 8, the City typically relied on employees to
complete mostly paper forms and send them to the Department for processing prior to the COVID-19
pandemic. This resulted in additional work on the part of both the employee and the Department.
Forms are currently available in a list format on the City’s intranet, but employees must be familiar
with the name of the form required to complete the task, print it off, complete the form, and then send
it physically to the HR Department. Without context for what form manages what services or changes,
employees are largely unable to self-serve without the involvement of an HR employee or a manager
who routinely uses HR forms. Forms are now routed via email, but the work done short-term to
accommodate a remote workforce should be built upon to create a sustainable self-service
environment.
Best practices suggest that HR departments are adopting employee self-service (ESS) and manager
self-service (MSS) to improve service, reduce costs, and shift the responsibilities for handling routine
transactions from the HR Department to employees and managers. 6 Benefits to employees include
improved speed and access to information. For example, employees can access information on their

Mission Statement Samples; https://www.shrm.org/resourcesandtools/tools-andsamples/policies/pages/missionstatementhr.aspx
5

Self-Service Technology Brings Benefits and Concerns; https://www.shrm.org/resourcesandtools/hrtopics/technology/pages/self-service-technology-brings-benefits-and-concerns.aspx
6
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vacation balances and make changes during open enrollment without requiring assistance from
someone else. The HR Department is then able to focus on higher level strategic issues.
In order to implement self-service options, the Department should revise its intranet site to include
self-service options in tandem with the system implementations noted in Recommendation 8. To be
user-friendly, forms and links should be named in a way that is understandable for employees and
managers. On the website, service portal should include context explaining what changes can be
made, why that change would be made (i.e., “Use this portal to: update dependents, change your
address, change your name”), and directions for how the system should be routed. Ideally, the portal
would automatically submit the information into the system and send an automated message to the
appropriate team within the Department. Following completion of the task, HR should inform the
submitter that action was taken so that they are aware of the status. If implemented correctly, selfservice options can free up staff time and provide enhanced service to customers. To be effective,
self-service should integrate with system implementation to enable employees to directly make
changes to key attributes and require HR review sign-off rather than manual entry, review, and signoff.
However, in implementing self-service options, it is imperative that the City provide sufficient training
and written guidance to employees to support them in using the systems appropriately. During rollout,
the Department may consider requiring approval from an HR employee before the change is officially
made in the system to ensure accuracy. Transitioning to a preference of self-service options
represents a significant change for employees across the City, and therefore the process will need to
reflect appropriate change management and encourage the use of the new system.

17. Observation

Recommendations

The City lacks a robust performance management system to support
employee growth and development, and the Organizational
Development division was eliminated due to restructuring.
A. Develop a robust performance management system that is designed
to benefit employees through self-evaluations, calibration sessions,
additional contributor feedback mechanisms, goal-setting, and
growth and development plans.
B. Enhance existing course content to incorporate modern materials
related to diversity and inclusion, overall workforce development,
and succession planning.

A key component of a strategic HR department is support for employee growth and development,
which has two primary components: employee performance management and training programs. As
noted previously, the City lacks a robust performance management process and system. The City’s
Organizational Development division, which led City-wide training programs and the Santa Monica
Institute (SMI), was eliminated during restructuring. The City is currently working to identify how to
deliver required training as well as professional development without dedicated Department
resources. In addition to these courses, the City also utilizes its Learning Management System (LMS)
and LinkedIn Learning for free online trainings available to all employees.
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Employee Performance Management
Employee performance management is a critical component of supporting employee growth and
development as well as overall City objectives and performance. Currently, the City lacks a
comprehensive performance management system and therefore faces barriers to adequately support
the retention, growth, and development of its employees (see Recommendation 6). Ideally,
performance reviews would be used by management to support decisions related to compensation,
promotions, performance issues, and training and career development. As the Department refines
employee performance management across the City, it should consider the following design elements
of a high-performing process:
•

Improve performance evaluation tracking: Managers often struggle to track and complete
performance evaluations that are hosted on an anniversary date basis. In order to support timely
completion of performance evaluations, the City should explore opportunities to automate
anniversary date reminders to employees and managers. HR should also play a role in following
up to ensure compliance with performance evaluation completion in accordance with labor
agreement requirements.

•

Employee goal setting: Employees, in collaboration with their managers, should establish three to
five goals each year. Ideally, goals should be aligned to departmental and overall City goals and
be SMART (Specific, Measurable, Attainable, Relevant, and Time-Bound). Employees goals
establish the criteria that they will be evaluated against and may align with their job description,
projects, behaviors, or career development.

•

Developing competency frameworks for positions: The City currently lacks competency
frameworks that define expected knowledge, skills, and abilities at each layer of employment.
Instead, employees currently rely on job descriptions to seek promotion opportunities. To better
support career development within positions, the City should consider developing competency
frameworks to demonstrate the progression of employees through career ladders.

•

Evaluation process development: The City currently has a basic process in place that is managerdriven. To make the process more meaningful for both employees and managers, the
Department should work with customer departments to develop an evaluation process that
includes timelines and key steps such as employee self-evaluation, manager evaluation,
calibration, HR review, final approval of performance rating, discussion between employee and
manager, goal-setting, and growth and development plans.

•

Additional contributor feedback: The City should establish a process to identify additional
employees across the City that have insight into a particular employee’s performance. For
example, some employees work cross-functionally on specific projects or serve other teams
outside of their normal chain of command, such as internal service departments. Similarly, there
should be a process for direct reports to provide feedback on their manager in a confidential
manner when there are three or more employees reporting to the same person. These
opportunities to provide additional feedback provide a more comprehensive view of the
employee’s overall performance.

•

Rating scale development and consistent application: Although the City currently has a defined
rating scale, it should determine whether or not the scale is effective for the organization. A
common concern across large organizations such as the City is the consistency of rating scale
application depending on the manager (i.e., the perception that someone is an “easy” or “hard”
grader). This can be reduced by conducting department-level calibration sessions to ensure every
supervisor is using a consistent basis in their application of the rating scale.

•

Growth and development plans: Following the completion of the performance evaluation process,
employees should also work with their managers to develop growth and development plans. By
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collaborating on this process, it promotes alignment of employee goals with departmental and
City-wide goals. Managers are also aware of potential training opportunities or stretch
assignments that they can provide to employees and arrange their schedule and overall budget
accordingly to support employees in their career development.
In order to modify the process to be more robust and better serve employees, the Department
requires senior management support. The proposed changes above are likely to increase the amount
of time supervisors currently spend with their employees on performance reviews; therefore,
messaging should reinforce that the enhanced support that employees receive is a valuable use of
time. To secure this organizational commitment, the Department should work with a subset of
interested customers across the City and across management levels, including some front-line staff,
to understand what would benefit them the most and support buy-in.
Given the significant amount of change that will likely occur in this area, the Department should
practice proactive, ongoing communication. Training should be provided to all employees on the
revised process, system, expectations, and benefits to employees and managers. This information
should be reinforced by written guidance that employees and managers can refer to throughout the
process.

Training Programs
SMI was developed in 2013 by the HR Department. In FY 2019, the City Manager’s Office reallocated
approximately $300,000 to modernize SMI and improve its content to support employee growth and
development and increase their competitiveness for promotional opportunities. Staff reported that
although about one-third of these funds were expended in March 2020, the remainder of the funds
were returned to the General Fund to balance the City’s budget. As of July 2020, these programs
were reduced as a result of restructuring. Both HR positions that managed employee training and
development were eliminated as part of the City’s COVID-19 restructuring.
The City also offers online trainings through its LMS and LinkedIn Learning. As a result of
restructuring and limited City resources, online options should be utilized as much as possible for
employee development and training, as it is low-cost and self-service. However, as the LMS is
currently designed, each employee must receive supervisory approval prior to taking a course, even
though it may be provided at no cost. This was designed as a management control to ensure training
fits within day-to-day work; however, employees perceive this control as a deterrent to pursuing
training. City leadership, led by the HR Department, should reconsider whether this is the appropriate
approach to support employee growth and development, especially as employees are currently
mostly working remotely and training resources are limited.
Customer departments noted several training needs in discussions. While training resources are
limited, these training needs should be considered as the City reimagines training in a postrestructuring environment:
•

Diversity and inclusion training: As the City strives to improve its overall diversity and inclusion
efforts, staff require training to understand unconscious biases and how processes may
negatively impact these efforts. A popular training program for local governments expanding their
diversity and inclusion is offered through the Government Alliance for Racial Equity (GARE).
GARE provides numerous whitepaper best practices and case studies demonstrating the impact
of other cities’ efforts to improve access to diverse customers and applicants to city services and
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employment. The Department should work with GARE to develop a robust diversity and inclusion
training program, in particular for managers and above in the City.
•

Overall workforce development: SMI offered several academies that supported leadership
development, such as the supervisor academy and manager academy. However, staff reported
that some of the content provided in these trainings is outdated or could be enhanced to support
hands-on involvement. Additionally, the use of other City employees to provide the trainings
without significant guidance on the curriculum for each course results in inconsistent experiences
for some employees. As training programs are modified to fit the City’s new operating
environment, the City should re-evaluate its curriculum and actively engage customer
departments and the SMI Advisory Board to redesign aspects of the academy and develop robust
curricular materials to ensure a consistent experience for all employees. During this process, the
City should consider whether or not the subject matter discussed requires an external trainer or if
there are sufficient skills within the current workforce.

•

Identify training gaps: Using the employee growth and development plans, the HR Department
should analyze what trainings are common across employees within a specific department or
employee type (i.e., front-line staff, supervisor, manager) to identify potential training gaps. This
process should occur on an ongoing basis to understand training needs across the City and
develop curriculum as needed to address those needs. As the Department implements
transformative processes, it should consider adding trainings specific to the HR process,
including managing grievances, conducting performance evaluations, goal setting, difficult
conversations, and others.

•

Succession planning: With the upcoming wave of anticipated retirements across the City,
succession planning is a significant concern for many customer departments. Leadership should
receive not only training related to succession planning best practices, but should also work with
HR employees to support targeted employee growth and development that will groom upcoming
leaders to replace those who are likely to leave the City over the next three to five years. This
effort should align with revising the classification structure, which should support career paths and
management succession planning (see Recommendation 2). HR should support this work and
serve as a partner in identifying employees with upcoming retirement eligibility to support overall
continuity across the City and prepare departments for staffing transitions.

Human Resources Department Organizational Assessment Report

|

44

Human Resources Department Memorandum
To:

Audit Subcommittee

From: Lori Gentles, Chief People Officer – HR
Michael Arnoldus, Human Resources Manger
Shawn Weiske, Human Resources Manager
Ericka Reinke, Senior Human Resources Analyst
Mark Brower, Deputy Director
Date:

November 9, 2020

Subject: Moss Adams Human Resources Assessment: Next Steps and Workplan

Colleagues, it is rare that a department eagerly and purposefully requests a comprehensive assessment
of its operation. However, as part of our strategy to reinforce a proactive, efficient “brand” of HR that
leverages people, policy and technology to enhance our quality of services, HR did just that. We needed
the insight and validation of a neutral third party (Moss Adams) to ensure our limited resources are
focused on the right things at the right time.
The Moss Adams HR study began in February 2020, pre-COVID and pre organizational restructuring;
both events were of an unprecedented magnitude and impact. The study identified areas of
improvement that, in many cases, the talented HR team had already begun to address such as
modernizing the Civil Service rules, improving documentation of policies and procedures, modernizing
technology, deploying self-service options, and improving customer communication. There were no
surprises with regard to the findings. The findings are in support of the HR ARC Mission statement
implemented in February 2019.

Attract and Retain the Next Generation of Leaders
Reinforce a Civil and Equitable Workplace
Cultivate a Culture of Accountability, Empowerment and Leadership
The assessment findings will guide HR’s work for the next several years. A list of HR initiatives and the
associated timeline is attached to this memo and includes comments in response to the
recommendations outlined in the Moss Adams report dated September 24, 2020. The timeline reflects
the reality of working:
•
•
•

in a COVID world;
with reduced HR staff; and
dependency on supporting departments that also have reduced staff.

The timeline also incorporates contingency for the “lived” experience of unanticipated work disruptions
or new initiatives bound to further tax staff bandwidth and focus. Strategically, we organized the
timeline in a manner that would have the greatest near-term impact, while simultaneously creating staff

capacity. Progress toward the high impact goals will allow us to redeploy staff to customer centric,
strategic activities and minimize inefficient manual transactional activities.
Our comprehensive workplan prioritizes the following projects for the next 18 months: Leadership and
Customer Engagement, Organizational Structure, Policies and Procedures, Modernizing Civil Service
Rules, and Modernizing the Employee Onboarding Process. The other important and critical
recommendations are sequenced accordingly.
I am very proud of the Human Resources team for all they have accomplished so far in this tumultuous
time. Not only was the HR team impacted directly by the reduction in staff capacity equivalent of 6.2 FTE
or 20% of the department, but they were also impacted both mentally and emotionally as a result of
having executed a significant reduction in force with uncommonly used civil service and MOU rules
which resulted in HR employees bearing the brunt of employee grievances and frustrations. Because of
the multiplicative roles the HR team has, including de facto caretaker, they are truly unsung heroes.
The Human Resources team wishes to thank everyone who participated in the study and the Audit
Subcommittee for supporting this study as we look forward to systematic, data driven transformation.

Human Resources Workplan for Moss Adams Recommendations
Prepared by: Lori Gentles, Mark Brower, Shawn Weiske, Michael Arnoldus and Ericka Reinke

Recommendation Number

Recommendation

Management Agreement

Meet & Confer Required

Funding Needed

Status (% Complete)

*Due Date

Action Items / Milestones

Primary Owner

Partner with CAO to review options to streamline processes.
Due 1/1/21

1A

Civil Service Rule Application and Reform: In the short term, work with the City
Attorney’s Office to reinterpret the application of civil service rules to streamline
processes where possible.

Management agrees with this recommendation.

No

No

100%

1/1/2021

A comprehensive review of existing polices in comparison to the
City's Charter and Municipal code was completed. The utilization
of the temporary appointment provision within the Municipal Code
is now being utilized. This provides the City another avenue to
quickly fill temporary positions. The implementation of this is in
process. Internal stakeholders are being consulted to refine the
City's approach. Once completed, the City departments will be
educated on the staffing options.

Michael

Non-substantive changes to existing classifications are no longer
taken to the Personnel Board for review and approval.

1B

2

Civil Service Rule Application and Reform: In the long term, complete civil
service reform through a ballot measure and labor negotiations to simplify and
modernize the City’s civil service rules to remain a competitive employer.

Classifications: Complete a classification study to streamline the City’s current
classification structure and revise job descriptions to create clearer career paths and
provide greater equity across departments.

Relocation of Civil Service language to the City's Municipal Code
was submitted to the voters for approval.
Due 11/3/20 (Approved by Voters)
Management agrees with this recommendation.

Yes

TBD

10%

1/1/2024
With the approval of the measure on November 3rd, Staff will
develop a comprehensive project plan to simplify and modernize
the City's civil service rules.

Management agrees with this recommendation.

Yes

Yes

10%

1/1/2025

Reengage the previously identified vendor to finalize the first tier
scope of work and devise strategy to accomplish departmental
goals.
Due: 1/1/2025

Shawn
(Michael &
Mark)

Michael

Collect existing documentation (policies, MOU requirements,
Municipal Code, City Charter, etc.) as a starting point.
Due 12/31/23

3A

Compensation Studies: Continue to refine the compensation philosophy/policy and
work with customer departments to identify comparable agencies for compensation
studies if not already defined.

Management agrees with this recommendation.

No

No

0%

1/1/2024

Survey other cities to collect examples of their compensation
revision process.
Due 12/31/23

Michael

Develop communication plan and timeline for the roll-out of the
refined compensation philosophy and policy.
Due 12/31/23

3B

Management will further explore this recommendation.
There are instances where multiple conversations are
Compensation Studies: Streamline the compensation study process to reduce the required to fully understand the market for a position.
In certain cases, spending the time upfront to capture
number of individual interactions required to conduct and complete each study.
all available information will be a prudent investment,
even at the expense of a slightly longer process.

Collect existing documentation (policies, MOU requirements,
Municipal Code, City Charter, etc.) as a starting point.
Due 12/31/23

No

No

0%

1/1/2024

Survey other cities to collect examples of their compensation
revision process.
Due 12/31/23

Michael

Develop communication plan and timeline for the roll-out of the
refined compensation philosophy and policy.
Due 12/31/23
Collect existing documentation (policies, MOU requirements,
Municipal Code, City Charter, etc.) as a starting point.
Due 12/31/23

3C

Compensation Studies: Establish clear policies and standardized documentation
for compensation revisions to increase transparency, consistency, and preserve
historical records.

Management agrees with this recommendation.

No

No

0%

1/1/2024

Survey other cities to collect examples of their compensation
revision process.
Due 12/31/23
Develop communication plan and timeline for the roll-out of the
refined compensation philosophy and policy.
Due 12/31/23

Michael
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Recommendation Number

Recommendation

Management Agreement

Meet & Confer Required

Funding Needed

Status (% Complete)

*Due Date

Action Items / Milestones

Primary Owner

Collaborate with ISD to identify software that can support this
change.
Due 12/21/20 (Done)
Develop work plan in collaboration with ISD to install and
configure the software.
Due 12/31/20

4A

Employee Onboarding and Offboarding: Transition routine components of
employee orientation to an online platform and leverage online new hire paperwork
in order to utilize staff time more effectively.

Management agrees with this recommendation.

No

Yes

20%

6/30/2021

Develop current and desired workflow and customer experience
to be programmed into the new software system.
Due 1/1/21

Michael

Program the HR forms and test the user and front end
experience.
Due 3/30/21
Pilot the first draft of the new systems with an isolated group of
new hires to hone the information presented and make
adjustments as needed in preparation for full 7/1//21 launch.
Due 4/1/21 - 6/30/21

Collaborate with ISD to identify software that can support this
change.
Due 12/21/20 (Done)
Develop work plan in collaboration with ISD to install and
configure the software.
Due 12/31/21

4B

Employee Orientation and Offboarding: Standardize and streamline the
employee offboarding process to ensure all necessary departments are aware of
employee separations and complete the tasks necessary to protect City assets.

Management agrees with this recommendation.

No

Yes

10%

12/31/2022

Develop current and desired workflow and customer experience
to be programmed into the new software system.
Due 7/1/22

Michael

Program the HR forms and test the user and front end
experience.
Due 9/30/22
Pilot the first draft of the new systems with an isolated group of
employee separations to hone the information presented and
make adjustments as needed in preparation for full 12/31/22
launch.
Due 10/1/22 - 12/31/22

HR seeks to hold monthly meetings (possible have a recorded
meeting available on SMi) as well as hold individual 1:1 meetings
to assist staff with this critical transition point in their career.
Develop an agenda and hold a recorded training.
Due 9/1/22
4C

Employee Orientation and Offboarding: Consider transitioning retirement
planning discussions from individual consultations to monthly group meetings.

Management agrees with this recommendation.

No

No

10%

1/1/2023

Post the training online (internal site/SMi/eDesk) to help answer
FAQ's.
Due 10/1/22

Michael

Advertise this resources to Staff on a monthly basis via email /
include in the CM message to all Staff.
Due 12/31/22
Consult with CAO regarding when investigators should be
included based on past experience.
Due 1/31/21

5A

Employee Discipline: In collaboration with the CAO, define when an external
investigator can and should be used to conduct an employee investigation, to ensure
more timely investigations.

Management agrees with this recommendation.

No

No

15%

6/30/2021

In consult with CAO, draft internal guidelines for circumstances in
which an outside investigator is utilized.
Due 4/30/21
Identify and contact with outside investigators to be used as
needed.
6/30/21

Shawn
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Recommendation Number

5B

5C

6A

6B

Recommendation

Management Agreement

Meet & Confer Required

Management agrees with this in concept - but the
unique circumstances of each scenario don't lend
themselves to a matrix. Also, HR is an advisor in the
disciplinary role - the appointing authority is the
Employee Discipline: In collaboration with CAO, develop standardized policies and
decision maker. Based on the feedback included in the
procedures to provide a basis for consistent decision-making and expedite the
report, there is a perception that the process isn't
employee investigation process.
consistent as a result. We are committed to sharing as
much information as possible to the hiring authority to
clarify the process based on the unique circumstances
to improve consistency in decision making.

No

Employee Discipline: Increase manager support during the investigative process
through enhanced communication.

No

Manual Process Inventory: In collaboration with ISD, transition processes from
manual to automated to increase operational efficiencies.

Manual Process Inventory: Attend performance improvement trainings and
develop a cross-functional performance improvement task force to champion
efficiencies in departmental processes.

Management agrees with this recommendation.

Funding Needed

No

Status (% Complete)

15%

*Due Date

1/1/2021

Action Items / Milestones

Review and share with appointing authority the historical
disciplinary determinations taken for similar actions to ensure
consistency.
Due 12/31/20

Primary Owner

Shawn

Ensure all questions about the process or where someone is in
the process are directed to the investigation point of contact.
Due 12/31/20

No

0%

7/1/2021

In consultation with CAO revise the investigation notice letter to
include more information and improved tone.
Due 7/1/21

Shawn

Conduct a process inventory and detail the related software
systems if they exist
Due 9/1/21
Management agrees with this recommendation.

No

TBD

10%

Mark

1/1/2022
In partnership with ISD, review inventory and develop a priority list
for additional exploration.
Due 12/31/21

Management agrees with this recommendation.

No

No

20%

1/1/2022

Begin weekly departmentwide operational meetings to discuss
projects, priorities, performance improvement and improve
communication channels.
Due 12/1/20 (Done)

Mark

Identify training opportunities for staff to develop functional
expertise and cross-functional proficiency.
Due 1/1/22 and Ongoing
Compile existing policies and procedures and save in a shared
file location.
Due 12/31/20 (Done)
Compare and contrast all existing documents to identify outdated
and/or redundant information.
Due 3/1/21

7

Policies and Procedures: Document policies and procedures, including a standard
Department HR Manual, to provide consistent guidance for HR staff and customer
departments.

Management agrees with this recommendation.

No

No

20%

1/1/2022

Prioritize areas in which to review and update policies and
procedures based on current operating practices and
update/modernize as appropriate.
Due 3/1/21

Mark

Complete a policy and procedure handbook for Human
Resources operations and policies.
Due 12/31/2021
Communicate the customer facing policies to customer
departments.
12/31/2021

8

9

Conduct a process inventory and detail the related software
systems if they exist
Due 9/1/21

System Gaps: In partnership with ISD, evaluate and determine cost-effective,
automated system solutions to address significant gaps and reduce manual
processes.

Management agrees with this recommendation.

Application System Functionality: In partnership with ISD, the Department should
review current system functionality to optimize the utilization of NeoGov and reduce
related staff workloads.

Management agrees with this recommendation.

No

Yes

15%

Mark

1/1/2022
In partnership with ISD, review inventory and develop a priority list
for additional exploration.
Due 12/31/21

No

No

15%

1/1/2022

Contract with NeoGOV to analyze how we are currently
completing our work and train us to better utilize the system.
Due 1/2022

Michael

Engage stakeholders early in the process to influence the final
shape of ideas.
Due: Ongoing.

10

Leadership: To increase employee trust and engagement, the Department’s
leadership team should increase its focus on clear communication and intentional
change management.

Management agrees with this recommendation.

No

No

20%

6/30/21
(Ongoing)

Set-up monthly meetings with Departments to review operational
needs and improve communication.
Due 11/1/20 (Done)
Develop a survey monkey and send to departments to track
progress.
Due 6/30/21

Lori/Mark
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Recommendation Number

11 A

11 B

12

Recommendation

Management Agreement

Management agrees with the concept of using a 3rd
party administrator. We do not agree with the
Organizational Structure: Consider increasing third-party benefits administration to elimination of any additional HR positions. We are
improve operational efficiencies.
focused on identifying ways to fully leverage our
vendors and to use software systems to make our
processes more efficient. The efficiencies gains will be
reinvested into HR operations to move forward
strategic priorities that aren't currently funded or
staffed.
Organizational Structure: Evaluate options for filling functional gaps in the areas of
diversity, equity, and inclusion; employee performance management; and employee
training as resources allow.

Roles and Responsibilities: Perform a function inventory to clarify and/or
restructure roles and responsibilities for each position, assessing staff capacity at
each level, and pushing work down to the appropriate level and classification.

Management agrees with this recommendation.

Management agrees with this recommendation.

Meet & Confer Required

Funding Needed

Status (% Complete)

*Due Date

Action Items / Milestones

Primary Owner

Conduct RFP to identify long-term strategic partner to provide
benefit administration.
Due 2/1/21

TBD

TBD

20%

12/31/2021

Based on the results of the RFP, develop an implementation
plan.
Due 4/1/21

Michael

Begin implementation and change management process.
Due 10/30/21

No

TBD

Yes

No

100%

0%

1/1/2021

1/1/2022

The City's EIO process was developed and has begun. This work
is being led out of the City Manager's office with current
Executive sponsorship from ISD and HR.
Build out list of tasks and responsibilities to include all divisions
and the owners of each area.
Due 3/1/21
Review each item with the HR team during the weekly operational
meeting for alignment.
Due 6/1/21

Lori

Mark

Identify functional back-ups for all areas and conduct crosstraining as needed.
Due 12/31/21

13 A

Departmental Employee Development: Identify and prioritize strategic external
training opportunities for staff.

Management agrees with this recommendation.

No

Yes

0%

1/1/2021

As part of the annual performance evaluation process identify
strategic training opportunities that are of interest to each
member of the HR team.
Due 1/1/21 and ongoing

Michael/Mark/
Shawn

Develop a monthly report that is sent to City managers that detail
staff performance evaluation due dates.
Due 1/1/21

13 B

Departmental Employee Development: Ensure all staff receive consistent
performance evaluations that provide meaningful feedback and establish clear
goals, and that supervisors receive regular performance management training.

Management agrees with this recommendation.

Yes

No

40%

1/1/2022

Revise current performance evaluation training and convert it to a
virtual training that is recorded.
Due 1/1/2022

Shawn
(Mark)

Working with Bargaining Units to update the form used.
Due TBD based on bargaining unit discussions.

13 C

Departmental Employee Development: Establish career growth and development
plans, enabled by clear career paths in the classification structure, for each staff
member.

14A

Customer Engagement and Education: Develop written guidance specific to
customer departments in order to support transparency and understanding of HR
policies and processes.

14B

Customer Engagement and Education: Engage customers during the change
management process, from the development of change to implementation. As part
of this process, re-establish regular one-on-one meetings with department
leadership.

Management agrees with this recommendation.

Management agrees with this recommendation.

Management agrees with this recommendation.

No

No

100%

1/1/2021

No

No

20%

1/1/2022

No

No

35%

1/1/2021

Include professional development action items into the annual
performance evaluations for HR Staff that align with the
employee's desired career (SMART) goals.
Due 1/1/2021
This recommendation will be completed with the completion of
recommendation 7, listed above.
Due 1/1/22
Schedule 1:1 meetings with customer departments.
Due 12/31/20 (Done)
Involve customer departments in sounding board meetings to
help provide critical feedback and shape the final outcome
change initiatives.
Due Ongoing

Shawn

Mark

Lori

Selection team to participate in targeted training to enhance
business partnerships with customer departments.
Due 6/30/21
15

Service Standard Definition: Redefine the role of the HR Department as a
business partner and develop service level standards to communicate
responsiveness expectations to customer departments.

Management agrees with this recommendation.

No

No

10%

12/31/2021

Develop a service level baseline using a survey monkey tool.
Due 6/30/21

Lori
(Michael &
Mark)

Based on the results of the first survey, identify service level goals
and training opportunities.
Due 12/31/21

16

17A

Employee Self-Service Options: Continue to develop self-service options on a
revised intranet site to enable employees to initiate and submit requests
electronically to enhance customer service and improve efficiency.

Management agrees with this recommendation.

No

No

10%

1/1/2024

City Employee Growth and Development: Develop a robust performance
management system that is designed to benefit employees through self-evaluations,
calibration sessions, additional contributor feedback mechanisms, goal-setting, and
growth and development plans.

Management agrees with this recommendation.

No

Yes

10%

1/1/2024

Many functions are currently available online. This will continue as
we are able to implement supporting software solutions. The
specific due dates are identified above within the specific
recommendations.
Explore what systems will help accomplish this next phase in the
performance development process.
Due 6/30/22
Based on the research findings, explore the RFP process to
select a vendor as needed.
Due 1/1/23
Implementation of new system begins.
Due 6/1/23

Mark

Shawn
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Recommendation Number
17B

Recommendation
City Employee Growth and Development: Enhance existing course content to
incorporate modern materials related to diversity and inclusion, overall workforce
development, and succession planning.

Management Agreement

Management agrees with this recommendation.

Meet & Confer Required

No

Funding Needed

Yes

Status (% Complete)

10%

*Due Date

1/1/2022

Action Items / Milestones
Develop a plan to provide critical training and development
opportunities to staff with the existing limited budget and no
dedicated staff.
Due 1/1/2022

*Due dates are based on current staff levels and existing projects. Based on unforeseen circumstances these deadlines will be adjusted as necessary. The Department is committed to completing all the recommendations by the deadline, if not earlier if at possible.

Primary Owner

Shawn

Date:

November 17, 2020

To:

City of Santa Monica Audit Subcommittee

From:
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Subject:

Internal Audit Status Report August 16, 2020 through November 15, 2020

Human Resources Performance Study (Human Resources Department)
• Objective: Identify opportunities for efficiency and/or effectiveness gains
relative to hiring policies, practices, laws, classification, etc.
• Schedule: December 2019 through August 2020
• Activities for This Period: Prepared and finalized report.
• Activities for Next Period: none
• Issues: none
Construction Audit (Public Works Department)
• Objective: Perform initial, mid-point, and/or closeout audits of major city
construction projects to ensure contract compliance
• Schedule: February 2020 through November 2020
• Activities for This Period: Completed analysis and prepared draft report.
• Activities for Next Period: Finalize report.
• Issues: Delayed due to COVID-19.
Validation (Various Departments)
• Objective: Evaluate City progress implementing internal audit reports by
validating management responses to selected findings.
• Schedule: Ongoing
• Activities for This Period: Validated findings the City reported as completed.
• Activities for Next Period: Continue to validate findings the City reports as
completed.
• Issues: none
Community Development Permitting Efficiency Study (Community Development Dept)
• Objective: Assess the economy, efficiency, and effectiveness of the City’s
permitting process, led by the planning and building and safety functions; and
enhance the ability to meet the needs of the community in a reduced resource
environment.
• Schedule: December 2020 through April 2021
• Activities for This Period: Finalized work plan.
• Activities for Next Period: Conduct kickoff meeting, gather information,
performance analysis, and prepare report.
• Issues: none
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City of Santa Monica Internal Audit Findings and Recommendations
Comprehensive listing-Highlighted rows indicate change since 8/18/2020 meeting.

AUDIT REPORT NAME

FINDING/OBSERVATION

RECOMMENDATION

RESPONSE/ACTION

STATUS

PROPOSED FOR
VALIDATION

DATE VALIDATED

VALIDATION NOTES

Big Blue Bus Overtime

BBB’s overtime expenditures increased from $6.5 million in FY Continue to evaluate overtime expenditures and implement programs to cost2015 to $7.7 million in FY 2018, with a peak of $8.4 million in effectively reduce overtime expenditures.  
FY 2017. Between FY 2017 and FY 2018, overtime expenditures
fell 8.7% due to Department interventions  

While department overtime actuals as of the second quarter are trending slightly above budget due to
recent retirements and natural attrition, ytd actuals continue to trend less than the prior year. The
reduction in staff has resulted in less labor expenditures which offsets the overtime that is reflected during
the second quarter. As previously noted, the department will have nine MCO recruitment and training
classes in calendar year 2020. Department recruiting classes were suspended between March 17, 2020 and
September 2020 due to COVID. Classes resumed Setember 2020 with one more class starting in October
2020. 7 classes planned for calendar year 2021.

Completed

2020 Q4

10/23/2020 Reviewed year over year overtime comparison report trending use of
overtime.

Big Blue Bus Overtime

MCO absences were the largest driver of unscheduled
overtime, with 16-18% of the workforce being absent
throughout FY 2015 and FY 2018.  

Develop a comprehensive attendance management program to reduce absences
and associated overtime.  

BBB negotiated a comprehensive attendance management program in SMART M.O.U  (Exhibit
C) and IBT M.O.U.

Completed

2020 Q4

Big Blue Bus Overtime

FMLA absences are the largest form of absences contributing
to MCO unscheduled overtime costs. BBB management lacks a
mechanism to efficiently and effectively monitor and enforce
FMLA requirements.  
Not all fee adjustments are access-limited or monitored to
ensure appropriateness.

Work with the City’s HR Department to establish regular reporting that enables
management and supervisors to monitor and enforce FMLA OR Consider
outsourcing FMLA administration and management to a third
party administrator.  
Limit the ability to perform fee adjustments and overrides.

Program implementation is in process and the department has seen a decrease in overtime.  
The Hartford (Third Party Administrator) was brought on to manage the Department's FMLA requests in
January 2020.

10/23/2020 Reviewed attendance program in the SMART-TD MOU, which outline
uncounted absences (planned vacation, hospital stays, etc.) as well as
standardized consequences for each unexpected absence.

Completed

2020 Q4

10/23/2020 Reviewed Services Agreement with selected TPA (the Hartford) to outsource
FMLA administration.

Section 3b of the Billing and Collections Administrative Instructions states the following:

Completed

2020 Q4

Completed

2020 Q4

10/23/2020 According to updated policies and procedures for Billing and Collections for
QuickBooks and Other Processes document, the QuickBooks Online Plus
system maintains an audit trail of all changes in the system by User ID. The
policies state that the audit log is reviewed by the Billing and Collections
Administrator on a quarterly basis. Responsibilities within the system have
been assigned according to position. We reviewed evidence of the audit logs
being reviewed by the Billing and Collections Administrator for six months.

11/3/2020 The Billing and Collections Administrative Instruction was published
5/23/2019 and the Billing and Collections policies and procedures were
updated in late 2019. The Billing and Collections Unit reports that it is
collaborating with impacted divisions to produce policies and procedures to
improve controls and monitoring of billing activities, which is substantially
complete.
2/10/2020 The Billing and Collections Administrative Instruction (effective 5/23/2019)
provides departments with the responsibilities to monitor third-party vendor
billing activities. The AI also includes provisions for the Revenue Division to
perform scheduled and non-scheduled audits to monitor third party vendors'
billing activities.
10/23/2020 Reviewed Continuity of Operations Plan, which defined tasks, assigned priority
levels, and primary and secondary employee to perform each task.

Billing and Accounts Receivable

Fees: Departments shall program fee schedules into the billing system. If fee schedules cannot be
programmed, the Department should work with the Finance Revenue Division to implement controls that
help ensure the Department bills authorized fees only and that all fees are calculated accurately.
Departments may only charge fees that the City Council or other legal entities authorize, and must monitor
fee accuracy on a regular basis.

11/3/2020 Reviewed the Billing and Collections Administrative Instruction (effective
5/23/2019), which states that system administrators and functional managers
must use system controls to ensure appropriate access and segregation of
duties. The Billing and Collections Unit worked with Divisions to limit fee
adjustment access and is substantially complete.

The Billing and Collections Unit of the Finance Revenues Division manages the Northstar and Tyler AR/GB
systems, and fee schedules and complies with the audit recommendation. Departments that manage their
own specific billing systems have been given guidance through the AI as noted above. The Billing and
Collections unit has had its staffing reduced as part of the City’s restructuring, and while is available for
consultation with departments if requested, does not have the resources to audit all billing systems in the
City for compliance.
Billing and Accounts Receivable

Not all billing systems have audit trails.

Document regular reviews of audit trails & assignment of responsibility.  

The Billing & Collections Administrative Instruction was published in May 2019 providing departments with
guidance in Section V.B on A/R Aging Review.
Tyler ARGB was launched on September 2020 with reporting and A/R Aging to enable monitoring
outstanding balances.

Billing and Accounts Receivable

No citywide guidance exists to guide the entire billing process. Develop written, holistic guidance for the entire billing process.

The Billing & Collections Administrative Instruction was published in May 2019. Some of the third parties
have been audited separately by Moss Adams.

Completed

2020 Q4

Billing and Accounts Receivable

The City’s policies & procedures do not address billing activities Incorporate guidance about the oversight of third-party vendors’ billing activities
performed by third parties.
into the Administrative Instruction.

The Billing & Collections Administrative Instruction was published in May 2019. Completed. Some of the
third parties have been audited separately by Moss Adams.

Completed

2020 Q4

Fire Department Administration Review Despite operational siloes, members of the Department’s
administrative team lack clearly defined roles and
responsibilities to understand their scope of work and related
authority.
Fire Department Administration Review The Department’s current structure limits its ability to identify
and develop potential successors for key administrative
positions.
Human Resources Benefits Billing
Issues with name and Social Security discrepancies & a variety
of other reasons lead to exceptions in the administration of HR
Benefits coverage.

Define and prioritize administrative tasks to support departmental efficiency and
effectiveness.

The team is now meeting on a regular basis and have defined roles and responsibilities.

Completed

2020 Q4

Develop a strategy to address workforce planning for key positions to support
operational continuity.

The department has currently identified a primary and secondary staff member for administrative roles and
responsibilities.

Completed

2020 Q4

10/23/2020 Reviewed Continuity of Operations Plan, which defined tasks, assigned priority
levels, and primary and secondary employee to perform each task.

The HR Benefits Division should improve its reconciliation practices to identify and Performed manual audit of employee benefit records. Employees in the findings have been removed and/or
detect: Eligible employees with deductions without coverage; coverage that does corrected in the system. A full reconciliation was performed upon department staff changes.
not match Payroll deductions; or enrolled in multiple plans for the same benefit.

Completed

2020 Q4

10/23/2020 According to SOPs and a review of recent reconciliations, each invoice is
compared to the plan source data and a monthly reconcilation occurs to catch
errors such as deduction differences or enrollment in multiple plans.

Human Resources Benefits Billing

Develop & maintain a comprehensive list to map the codes used by the City in its
HR/Payroll system to the plan names & codes used by the benefits vendors in
preparation of technology support.
Develop a process for reviewing benefits deductions in comparison to benefits
coverage, secondary reviews.

Expanded list of codes was programmed into Tyler Munis to improve data validation.

Completed

2020 Q4

10/23/2020 The HR Department maintains a master file of all of benefit codes to make the
validation of data more accurate. Reviewed this file to determine accuracy.

Benefits and Enrollment Reports have been developed in the City’s Personnel/Payroll System and the
Benefits Administration System. The HR Fiscal Technician reconciles these two reports monthly, effectively
auditing benefits deductions to benefits coverage.

Completed

2020 Q4

10/23/2020 Reviewed two months' worth of reconciliations between the benefits and
enrollment reports. The reconciliations audit benefits deducations to benefits
coverage and results are reported to HR leadership.

Human Resources Benefits Billing

Obstacles exist that impede the City’s ability to
efficiently & effectively perform reconciliations of HR Benefits
billings.
Challenges exist in City processes to ensure reconciliation
between benefit selections and Payroll deductions &
coordination of administering changes in coverage.
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AUDIT REPORT NAME

FINDING/OBSERVATION
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PROPOSED FOR
VALIDATION

DATE VALIDATED

VALIDATION NOTES

Human Resources Benefits Billing

There are challenges in tracking employees on leave of absence In collaboration with the Payroll Division, HR should explore opportunities to
and appropriately administering benefits for these employees, improve communication & monitoring relating to leaves of absence.
particularly when there are gaps in communication from
departments.

During COVID this process has been suspended - however a report has been developed in the City’s
Personnel System listing all employees on any type of Leave and number of days absent. This is reconciled
monthly to the Absent Without Pay and Arrears reports generated by payroll. HR staff follows up on any
discrepancies to ensure all employees on the AWP/Arrears reports are placed on Leave in the HR System,
when applicable. However, this is a time intensive manual process. For example, the payroll system does not
have a payroll code for FMLA/CFRA usage. To track these leaves, staff rely on reports from the various City
departments and track such leave in a separate Excel spreadsheet, a highly inefficient process.

Completed

2020 Q4

10/27/2020 The City developed a payroll report to to identify staff who have been AWP for
30+ days, which is then reconciled with monthly benefits reports. We
reviewed two months of the payroll and reconciliations reports for December
2019 and Janaury 2020. With CARES and HEREOS act the suspension of
benefits has been temporarily halted to meet the needs to the current
emergency.

Human Resources Benefits Billing

There are challenges in tracking employees on leave of absence In collaboration with the Payroll Division, HR should explore opportunities to
and appropriately administering benefits for these employees, improve communication & monitoring relating to leaves of absence.
particularly when there are gaps in communication from
departments.

The pilot program highlighted the opportunity to configure existing systems to accommodate this need and
determine when someone exhausts leave balances and potentially end city provided benefits. The key is to
have clean data. This is supported first by knowing who went on leave and on what day, and in real time.
Systems are being evaluated to determine the appropriate next steps.

Completed

2020 Q4

10/27/2020 The City developed a payroll report to to identify staff who have been AWP for
30+ days, which is then reconciled with monthly benefits reports. We
reviewed two months of the payroll and reconciliations reports for December
2019 and Janaury 2020. With CARES and HEREOS act the suspension of
benefits has been temporarily halted to meet the needs to the current
emergency.

Human Resources Benefits Billing

Employment termination information may not be provided in a The HR Benefits Division should establish formal policies & procedures guiding the Benefits staff follow a detailed Termination Process document biweekly, including a termination process for
timely manner.
retirees.
administration of benefits following termination.

Completed

2020 Q4

10/27/2020 With the implementation of Tyler, the Department enters termination PAFs
(formerly Form-100) into Tyler, which is then routed through the automated
workflow which can can routefor action or notification. This provides timely
access to termination information and ensure the appropriate individuals are
notified. Reviewed the SOP and recent termination lists to verify.

Parking Contract

Conduent manually produces invoices, which creates the
potential for error.

Continue checking line item amounts monthly & begin building a historical file for City staff reconciles the monthly Conduent invoices to e-Tims systems reports on a monthly basis.
trend analysis.

Completed

2020 Q4

Increase oversight of the contractor’s performance.

There have been significant improvements since the audit was conducted such as improved controls,
processes, and reduction in variances.   

Completed

2020 Q4

Training provided.

Completed

2020 Q4

2/10/2020 The City reconciles the Conduent's invoice with the eTIMS system (the Citation
and Permit management system) and System Class (the City's POS system) to
ensure its accuracy.
10/26/2020 Based on the results of the 2020 Moss Adams Parking Contract Review,
oversight of the contractor's performance was noted to be noticeably
improved. In particular, communication and coordination between the City
and Contractor has increased significantly.
11/3/2020 Reviewed training materials, AI, and p-card agreement that users are required
to sign acknowledging their review of these materiaols.

Billing and Accounts Receivable-Parking The City may not have adequate assurance that its parking
contract is being performed in the most effective manner.

Purchase Card Internal Controls Testing Library computers and associated equipment were divided into Provide P-Card refresher training on procurement requirements.
multiple purchases rather than procured in accordance with
the City’s requirements for purchases that exceed $10,000.
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