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Touche Boss & Co.

September 21, 1979

Hon. Dianne Feinstein

Mayor
City and County of San Francisco

City Hall

San Francisco, California 94102

Dear Mayor Feinstein:

Attached is our final report and recommendations for the Senior

Executive Service project. The report has been reviewed extensively by an
advisory committee chaired by Rudy Nothenberg of your office and John Jacobs,

Executive Director of SPUR. In addition, it has been modified in response to

comments from Department heads who would be affected if the recommendations
are implemented.

As you know, a Charter amendment authorizing the Civil Service

Commission to establish a Senior Executive Service will appear on this November's
ballot (Proposition B). This measure will permit the detailed regulations and
procedures for SES to be established by rule, after full public hearings and "meet
and confer" sessions with the appropriate employee organizations.

Our report outlines a comprehensive system of Civil Service rules and
classifications for the City's top management positions. It is more than a simple

reclassification of existing jobs. Fundamental changes are proposed in every aspect
of personnel management including eligibility, selection, performance standards
and evaluation, promotion, compensation, consequences of poor performance and
career development.

As Mayor, you realize that the demand for city services can only be
met by increasing expenditures or improving management. Since the former seems
unlikely, it is imperative that the City deal forcefully with the need for better

management.

At the first meeting of the SES Advisory Committee, we agreed on an
overall objective for the project: "appoint competent top managers, give them the

authority to do their jobs, develop standards of measuring their performance,
reward them if they meet the standards and fire them if they don't." The Senior

Executive Service is designed to provide a framework for achieving this objective

in San Francisco.

ALCOA BUILDING - SUITE 1900 - ONE MARITIME PLAZA - SAN FRANCISCO, CALIFORNIA 94111 - (415) 781-9570 -TELEX 034374

Very truly yours,

2 50354 SFPL: ECONO JRS
58 SFPL 05/07/04 39
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SUPERIOR

PERFORMANCE
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Decentralized

Personnel

Management.

All

decisions

regarding

non-exempt

management

POSITIONS

ARE

MADE

CENTRALLY,

BY

THE

ClTY

ClVIL

SERVICE

COMMISSION,

LIMITING

THE

CONTROL

EXERCISED

BY

TOP

MANAGERS

OVER

THEIR

OWN

DEPARTMENTS





DEVELOPMENT

OF

THIS

PROPOSAL

O

5 3
LU Q_

ix o co ~

W 3 «

«“• CO LU
00 « s:
co s: z h—~ 2 o trS co o —

• <S ft u w Q.O O CO LU
C_) CO CO —

. Qc=3 2 ex

^ — -JQ-
lu > -< s: ^o cc I- o O' < 2:— LU — (_J> < C' 02> 0_ _l CL. —

i

(X 3 — LU _l LL_
LU CO H- U oe <
CO =3 — Q_ CO

LL. > Z »
—1 o o q: o u cc—• « LU —• —

. O> Q Joo h z >—• 02 CQ < ZD <
OZC_> < Z3_| LU 51 21O Q- —

i 02OOC- -n ,CQ
<c q: co z
C_D LU O > 02 c_D

OQ ' S UJ <
> Z CO O Z -J -V >(OUJfl5JZ^I>-<IO<LUVOCOOo 1- o co m _j _i

CQ O < Q < _1
rtZ D -J UJ 02 S <

02 LU CO < S
LU > Z 02 ~ X 200X02=30X210ZD0<0—.QO
02 02 “) Q —I 02 -j (-

xx LU 1*2 J

I I I I I I I I I I I

Vince

Courtney,

Local

400

Dennis
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Professional

Engineers

Pat

Jackson,

Charter

Revision

Commission

James

Lazarus,

City

Attorney's

Office

Roberta

Borgonovo,

League

of

Women

Voters





AS

THE

FIRST

STEP

IN

THE
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OF
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ClVIL

SERVICE
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WILL
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GUIDELINES
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MANAGEMENT
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BINDING

UPON

BOTH

PARTIES.
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Managers

who

join

the

SES

and

perform

below

minimum

standards

for

two

consecutive

YEARS
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The

lower-level

SES

positions

are

grouped

into

seven

functional

areas:
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The

preliminary

designation

of

SES

levels

and

functional

groups

for

senior

manage-
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MADE
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Police,
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and
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of
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College

District

and

Board

of

Education

were

excluded

because

they

operate

as

INDEPENDENT

ENTITIES

FROM

THE

ClTY.
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Executive

Service

will

be

governed

by
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POLICY

The

pool

of

candidates

should

be

as

broad

as

possible;

barriers

to

the

advancement

of

existing

City

employees

should

be

eliminated

wherever

feasible,
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POLICY

Selection:

Procedures

should

be

designed

to

produce

the

dest

qualified

candidates.
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COMPENSATION

(cont

/
d)

KEY

PRINCIPLES

Salary

Recommendation:

Department

Heads

should

determine

salary

increases

(including

A

ZERO

INCREASE)

FOR

MANAGERS

BASED

ON

ANNUAL

PERFORMANCE

EVALUATIONS,

EXCEPT

THAT

A

MANAGER*

S

SALARY

SHOULD

NOT

BE

REDUCED

FROM

THE

PRECEDING
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POLICY

Advancement

within

the

Senior

Executive

Service

should

be

based

on

performance,

not

TIME-

IN

-GRADE.
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POLICY

Failure

to

meet

goals

and

objectives

should

result

in

penalties

for

management

PERSONNEL

AND,,

IF

NECESSARY,

DEMOTION

OR

DISMISSAL.
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STRICTLY

LIMITED

TO

CONSIDERATION

OF

THE

FACTS

USED

IN

THE

EVALUATIONS

THAT

RESULTED

IN

DEMOTION.

DISMISSALS

SHOULD

BE

SUBJECT

TO

THE

SAME

APPEAL

PROCEDURES

CURRENTLY

APPLICABLE

TO

DISMISSALS

OF

PERMENENT

EMPLOYEES.





POLICY

A

CLEAR

CAREER

PATH

FROM

MANAGEMENT

TRAINEE

TO

SE.ilOR

EXECUTIVE

SERVICE

POSITIONS

SHOULD

BE

ESTABLISHED

WITHIN

ClVIL

SERVICE.
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Profile

of

the

City's

Top

Managers
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SENIOR

MANAGERS

AND

POSITIONS

INCLUDING:

Are

paid

about

$36,000

per

year

(maximum

for

Hr

1978-79)

Have

received

salary

increases

averaging

about

5%

per

year





SUMMARY

OF

CITY'S

TOP

MANAGERS
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Same

Department
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Career





Most

of

the

City's

top

positions

are

exempt

from

Civil

Service





SUMMARY

OF

CITY'S

TOP

POSITIONS
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There

exists

a

definite

trend

toward

establishing

separate

compensation

policies

for

MANAGEMENT

PERSONNEL

IN

LOCAL

GOVERNMENT

-

PARTICULARLY

IN

CALIFORNIA.

SINCE

ADOPTION

OF

THE

NEYER-Ml

LIAS-BROWN

ACT

IN

1968

APPROXIMATELY

13

Q

CITIES

IN

CALIFORNIA

HAVE

qq
o

QQ H- L-0—3
h- 3 uO LlJ

LU X X
CL < UJ
CO 3z < Q

<
UJ oo z qq

Z O CQ— Q

3 < -J
OQ I Ul

CO co o3 CO o<

«- I-< 2
cq uj

cd qq f— co
z o < <
<—« u_ —1 _J
j— uj cdu 5 q:
uj o UJ
_l _J Q CL
UJ —I z >-
CO < < (—

I

z I— Q 00— CO UJ LU
o uj 00

>- oq
o cq— UJ

_J - > 3— co a: o
cq qq o _i— uj _J
x cd o <

— O co

o UJ
u. > Q
QQ < LU

CO CQ QQ
cd uj o_ <Z — —I—

> o z
I- Z UJ CO

Q O Z
< lu — oOl— CD —
QQ < — CO
CQ Z —I CQ— LU UJ
CO Q CQ >

O Q
< z
CQ <

LU LU
N <-D— <

21 UJ CO «

— CD CLX — o

H- O Q H-z — z
LU I— CO <

3 LU Z 3
O X O f-

< OQ —

Q CQ Z -

— 3
<
I- Z

UJ LU
> a
< zX 3
CO SI
LU LU— X

CD —
< Hz << X

O LU CO I—

O O < <

CQ QQ 21 —

>- LU CO
I— CD CO —
I Z 3 Q

GO — < I

— — — OO — O

3 CO J

UJ Q
CD LU< Z

CD QQ CD

21 CO
O CO
OO <

QQ — O CD

X — LU 3Hh 2 (O

LU — LL O
CD CO O QQ
< CO CL

I— 21 X 00
CO CO CD <
o —« — —

I- CL
< 21
X o

CD CO
z <
o cc

CO LU
LU >— QQ
h- UJ— CO
_l— o

CO

i_n
1

REMOVAL

FOR

POOR

PERFORMANCE.





1

1

II

if
‘

pii
1

I 1 II li! 111 iiiii

II
s.:i

fsrir

manager

levels

NO NO NO

I

f 1 1 1

1

1 1

1 n !
! li IS ll

ll 1 li i! Hi
.

i II! tt iliMM iiJli

III 1 i ! Ms !

Is! ;! il i « i





PRESENT

CIVIL

SERVICE

RULES

AND

PROCEDURES
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• O CURRENT

LIST

OF

ELIGIBLES.

Subject

to

a

probationary

period

varying

from

six

months

to

two

years,





Permanent

Appointment

Procedures
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PRESENT

CIVIL

SERVICE

SYSTEM

(continued)
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In

all

cases,

good

cause

for

termination

or

dismissal

must

be

substantiated

by

THE

APPOINTING

OFFICER.





PRESENT

CIVIL

SERVICE

SYSTEM

(continued)

Permanent

employees

•t

Charges

must

be

heard

before

a

hearing

officer.

••

If

the

charges

are

found

to

be

valid,

then

the

incumbent

is

dismissed.
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RESTRICT

FURTHER

PARTICIPATION

IN

EXAMINATIONS,

OR

DENY

THE

TERMINATION

AND

REINSTATE

THE

APPOINTEE.

•t

If

the

employee

has

permanent

Civil

Service

status

in

another

classification,

he

may

BE

RETURNED

TO

THAT

CLASSIFICATION.





DESCRIPTION

OF

SES

CLASSIFICATIONS
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Note:

See

footnotes

at

the

end

of

this

appendix.





DESCRIPTION

OF

SES

CLASSIFICATIONS

(Continued)
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DESCRIPTION

OF

SES

CLASSIFICATIONS

(Continued)

~ I- >

uj yjo
2 go
UJ LU

uj ce —

•

o Q
•— UJO M
z •—
3 co
u_

2;

I- 3
2 —
< Q

—
> Od

— CO <

CC I-.

X

A-13





DESCRIPTION

OF

SES

CLASSIFICATIONS

(Continued)
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Head

of

a

large

department

or

deputy

director
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CHARTER AMENDMENT

PROPOSITION B

Describing and setting forth a proposal to the qualified electors
of the City and County of San Francisco to amend the charter of said
city and county by amending Section 3.661 by adding subsection (d)

thereto, relating to the establishment of a Senior Executive Service
in the civil service system of the city and county.

The Board of Supervisors of the City and County of San Francisco
hereby submits to the qualified electors of said city and county at
an election to be held therein on November 6, 1979, a proposal to
amend the charter of said city and county by amending Section 3.661
by adding subsection (d) thereto, to read as follows:

NOTE: Additions or substitutions are indicated by
bold-face type ; deletions are indicated by
( (double parentheses)

)

.

3.661 General Powers and Duties

(d) The civil service commission shall establish a Senior
Executive Service for the purpose of providing the flexibility
needed by departments to recruit and retain highly competent and
qualified managers to provide more effective management of
departments and their functions and more expeditious administration
of the public business of the city and county .

Notwithstanding any other provisions of this charter except
the retirement system and health service system provisions of
the charter and those provisions which exempt positions from the
civil service provisions of the charter, the civil service
commission shall adopt rules and regulations to implement and
administer said Senior Executive Service including but not limited
to the designation and inclusion of positions in the Service, provided
however that not more than 750 positions shall be so designated,
eligibility, selection, performance evaluation, compensation,
promotion, demotion, suspension and dismissal provided however
that the salaries, wages and rates of compensation of every kind
and nature for the classifications within the Senior Executive
Service shall be recommended by the civil service commission
subject to the approval or rejection of the Board of Supervisors .

on or before April 1 of each year.

No elected official shall interfere in the appointment, promotion,
demotion, suspension or dismissal by a department head of any employee
of the Service.
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ARGUMENT IN FAVOR OF PROPOSITION B

The Senior Executive Service is a new system of Civil
Service rules and classifications for San Francisco's top
management positions. Proposition B will authorize the Civil
Service Commission to adopt rules and procedures that will:

Require open competition for all management positions

Tie compensation and promotions for managers directly
to performance

Enhance flexibility in the selection, transfer, promo-
tion, compensation and termination of management personnel

Streamline existing classifications for senior executive
positions

Encourage the decentralization of personnel decisions
affecting management personnel

Total spending for management salaries will not go up as a
result of the SES program. Rather, the Senior Executive Service
will change how salary increases are distributed so that superior
managers are paid more than mediocre ones.

Superior performance will lead to rapid advancement under the
Senior Executive Service, allowing the City to recruit and retain
experienced, qualified managers. SES employees who fail to meet
minimum performance standards will be demoted or dismissed.

This proposal will bring accountability to City government.
Department heads will have the flexibility to build effective manage-
ment teams under the Senior Executive Service. It will no longer
be possible to blame the civil service system for ineffective manage-
ment of City programs.

The Senior Executive Service will strengthen the merit system.
The Civil Service Commission will continue to supervise the selection
of management employees, and elected officials will be prohibited
from interfering in the personnel decisions of the Commission or a
Department head.

Adopt this amendment for more effective and efficient management
of City government.

VOTE YES ON PROPOSITION B
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Submitted by:

Supervisor Louise H. Renne

Endorsed by:

Supervisor Don Horanzy

Supervisor John L. Molinari

Supervisor Carol Ruth Silver

Supervisor Harry G. Britt

Supervisor Ronald Pelosi

Wilson Chang

Pat Schultz

Supervisor Gordon J. Lau

Supervisor Ella Hill Hutch

Roberta Borgonova , President, S.F. League of Women Voters

George Newkirk

Debbie Petrie, National Women's Political Caucus
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ARGUMENT IN FAVOR OF PROPOSITION B

Vote Yes on Proposition B.

The Senior Executive Service (SES) encourages good management.
It contains provisions for very strict controls over both salaries
and selection of Senior Executive Service employees.

Some city bureaucrats oppose it. They believe it will jeopardize
their right to top jobs in the City.

They argue it will mean political partonage, cost more money,
and open the floodgates to destroy civil service. Nothing can be
further from the truth.

The fact is that the Board of Supervisors would continue to set
limits on management salaries. Boards, commissions, the Mayor, and
department heads could not pay excessive salaries to Senior Executive
Service employees. SES will not increase the number of management
employees, or the total cost of management employees.

Selection of SES employees will be rigidly controlled through
competitive examinations and performance evaluations. To argue that
"as many as 750 top jobs" would become "patronage positions" without
salary controls, is nonsense. It is untrue.

The City Charter says elected officials are prohibited from
interfering with the appointment, demotion, suspension, or dismissal
of any SES employees.

Proposition B makes it mandatory for the Civil Service Commission
to adopt the rules necessary to implement the Senior Executive Service.
It is designed to encourage public involvement.

Anybody in private industry will affirm that a prime problem of
the City's bureaucracy is the lack of discretion in hiring the best
qualified people for top jobs. People who can get these jobs done.
Proposition B is an opportunity for excellence in management. It
means the City can run its business on a businesslike basis.

Vote Yes on Proposition B.

Dianne Feinstein John H. Jacobs
Mayor

Roger Boas
Chief Administrative Officer

Leonard H. Kingslev
President, SPUR

Allen Haile
Commissioner
Civil Service Commission

Richard Sklar
General Manager
Public Utilities Commission

Gregory P. Hurst
Chamber of Commerce

Dennis P. Bouey
Business Manager
Professional & Technical Employees
Local #21
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ARGUMENT IN FAVOR OF PROPOSITION B

Vote Yes on Proposition "B".

Proposition "B" is badly needed to help bring modern management
to San Francisco city government at the senior executive levels.
This measure is long overdue, and should have been submitted to the
voters long ago.

The 1980's will be troubled times for San Francisco. A budget
deficit of $117,000,000 has been projected for the coming fiscal
year.

Curtailment of many City services may become a reality, following
the obscene tax reduction that large downtown property owners received
following the passage of Proposition 12 in June, 1978.

The Senior Executive Service will help solve these problems.

DAVID SCOTT
Mayoral Candidate
(Former President of San Francisco Board of Permit Appeals)
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ARGUMENT AGAINST PROPOSITION B

Proposition B should be defeated for the following reasons

:

1. It asks the voters to approve a program which has yet
to be designed.

2. It asks the voters to sign a blank check for executive
salaries

.

3. It asks the voters to approve a program developed in
haste without public hearings or input of any kind.

A new executive service is vitally needed, but the voters should
be assured of the details of the program and should have a chance
to study and comment upon it before they vote on it. If and when
the public has the details of the program, this measure can again
be returned to the ballot.

This ballot argument is presented by the Municipal Executives
Association of the City and County of San Francisco, founded in
1943, to foster professionalism among the City's top management.

MUNICIPAL EXECUTIVES ASSOCIATION

Rino Bei , President
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ARGUMENT AGAINST PROPOSITION B

Theoretically, under this amendment, the Commissioners of the
Civil Service Commission could award the Manager of the Street
Cleaning Department a $100,000 salary as a reward for the immaculate
condition of the streets.

And the voters could do nothing about it.

VOTE NO ON PROPOSITION B

Although well intended, this hastily drafted measure grants to
the Commissioners of the Civil Service Commission a virtual blank
check. It would allow future Commissioners to convert as many as
750 top jobs into pure patronage positions, if they so wished. It
would permit the payment of uncontrolled executive salaries to City
employees far exceeding prevailing rates in private industry. And
it could expose the management positions of the Police Department
and the Fire Department to future political influences.

VOTE NO ON PROPOSITION B

Most senior management positions are already exempt from the
civil service provisions of the Charter. The effect of this measure
would be to expand those exemptions massively to 750 additional jobs.

It is not wise to confer such powers upon part-time commissioners
who cannot be removed by the voters. A carefully constructed Senior
Executive Service is indeed in the public interest. But such a plan
should be spelled out fully and presented for voter approval, so
that taxpayers can know the costs and the electorate can weigh the
relative risks involved to the preservation of the merit system.

DARRELL J. SALOMON
President
Civil Service Commission
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VOTE "NO" ON PROPOSITION "B"

Proposition "B" is designed to open loopholes for certain high
salaries City employees to obtain even higher salaries, and for
members of the Board of Supervisors--indirectly— to interfere in
promotions and similar benefits for pet executives.

The City Attorney has stated this is an unnecessary Charter
amendment because a Senior Executive Service classification can
be established by an ordinary Civil Service Commission rule for
top management positions. This proposal, however, goes much farther,
which is why they put it on the ballot.

According to the Mayor's Deputy for Budget Affairs, in a
statement before the Board of Supervisors on August 13, 1979, the
Board of Supervisors will be able to decide whether a City depart-
ment has met its "goals and objectives." That means Board of
Supervisors' interference in who gets promoted or a higher salary.

Total spending for fat in the City budget will rise if this
amendment is passed because salaries for this new class will be
set differently than for other City employees, and Board of Super-
visors ' opinions will indirectly be used in promotions and pay
raises for certain selected individuals.

That is unfair. That will be costly. It will result in
dictating by the Board of Supervisors on promotions and compensa-
tion for top management positions. The Civil Service Commission
could establish this or any other new class without this amend-
ment, but any new class would be subject to the same Charter pro-
visions and Civil Service regulations governing all other City
employees

.

VOTE "NO" ON PROPOSITION "B"

The real intent of this proposal is to take the fat cat
"senior executives" out of the salary limits for other City
employees and to get the Board of Supervisors into promotion and
compensation procedures. It would do by indirection what our
Charter has prohibited for over 45 years. We need less fat cats,
not more.

Submitted by:

Supervisor Quentin L. Kopp

Endorsed by:

Supervisor Lee S. Dolson
Supervisor Robert E. Gonzales
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