CIVIL SERVICE COMMISSION
CITY AND COUNTY OF SAN FRANCISCO

Date: August 3, 2020
To: Civil Service Commission
From: Sandra Engeé

Executive Officer

Subject: Year-End Report on the Civil Service Commission’s Activities and
Achievements for Fiscal Year 2019-20

The following is a summary report on the activities of the Civil Service Commission
(Commission or Department) in Fiscal Year 2019-2020 period covering July 1, 2019 through
June 30, 2020. '

Background

In Fiscal Year 2019-20, the Executive Officer promoted to another department on November 4,
2019, the Commission conducted the recruitment for a new Executive Officer in December 2019,
the Coronavirus case first reported in the Bay Area in January 2020, the Mayor declared in
February 2020 an emergency to prepare for response to the Coronavirus pandemic, the
Coronavirus reaches San Francisco, and in March 2020, San Francisco issues a new Health Order
requiring residents to stay at home except for essential needs. During the Shelter Order, policy
bodies could not virtually meet unless there was an essential need and with the approval of the
Board of Supervisors or the Mayor. The Commission was unable to meet again until May 18,
2020 due to the essential need of requests for proposed personal service contracts to be approved
by the Commission. Due to the Mayor’s Order ending in June 2020, the requirement to only
schedule essential items on the agenda ended and the Commission was allowed to scheduled
appeals to be heard on July 6, 2020.

Staffing

Although the department is fully funded for 6 full time employees, the department was
understaffed most of the year due to the promotion of the Executive Officer in November 2019
the delay in the hiring of the new Executive Officer because of the Shelter Order, and the
promotion of the Deputy Director to the Executive Officer position in May 2020. The Acting
Executive Officer has been telecommuting full time since the Shelter Order began on March 17,
2020. The remaining Commission staff began telecommuting as soon as tablets were available
for each person. Although the office was physically closed, Commission staff continued to
respond to voicemail messages, emails, and other written correspondence. Due to limitations on
using a tablet and the necessity to conduct Commission meetings, certain Commission staff
continued to report into the office in preparation for the meetings.
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Budget

The Department’s budget last fiscal year fully funded all six (6) FTE. Our approved overall
budget for Fiscal Year 2019-2020 is 1.38 M. Because the Mayor requested further reductions for
the next two (2) fiscal years, we hope our revised budget request of 1.28M for Fiscal Year 2020-
21 and 1.39M for Fiscal Year 2021-2022 will be approved by the Board of Supervisors.

Appeals and Hearing

The Commission received a total of 63 new appeals and requests for hearings in Fiscal Year
2019-2020, in addition to the 26 active unresolved appeals that were carried over from the
previous fiscal year. The Commission heard and resolved 44 of the 89 pending appeals last fiscal
year, representing 49%, which falls below our target goal of 70%. (Attachment B). It is important
to note that due to the Mayor’s Order, policy bodies could not meet except for essential services
from March 17, 2020 through June 30, 2020. Although the Commission was allowed to conduct
virtual meetings beginning May 18, 2020, the Commission would only hear items concerning
proposed personal service contracts necessary for essential services or for departments to
continue necessary services.

Types of Appeals in Fiscal Year 2019-2020

Position-Based Tests, 3,
3% = Classification, 5, 6%

Future Employment Restrictions, 27, Compensation, 1, 1%

30% W\\

Examination, 31, 34%

EEQ/Discrimination, 23, 26%

Inspection Service Requests

In Fiscal Year 2019-2020, the Commission received a total of 175 Inspection Service Requests
from employees, labor representatives, job applicants/candidates, anonymous individuals, and
members of the public. (Attachment C). In mid-year, there was a triple digit percentage increase
in the number of Inspection Service Requests received. With the Shelter Order, it has calmed
down yet we still ended with an increase over last year. Due to the Shelter Order, many
department offices remained closed unless providing essential services; therefore many inspection
service requests could not be resolved within 60 days. The Commission resolved 67% (118 out of
175) of the Inspection Service Requests within 60 days, which is below our target of 80%.
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Inspection Service Requests
Fiscal Year 2019-2020
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Miscellanous, 35, 2, 1%
20%

Salary Setting , 1, 1%

There continues to be a high number of complaints regarding exempt and permanent civil service
appointments and allegations of departments changing the criteria after the examination process
to select a favored candidate. In Fiscal Year 2019-2020, there appears to be more complaints of
candidates being favored by departments in the following actions: manipulating the de-
identification process, changing minimum qualifications, and falsifying verification of
experience.

Rule Amendments, Policies, and Procedures

Commission staff has been working with the Department of Human Resources (DHR) and the
Municipal Transportation Agency in updating the Civil Service Commission Rules and Policy on
the Civil Service Selection Process to include De-Identification. Due to the high number of
Inspection Service Requests on the criteria utilized in the De-Identification Process, staff is
working closely with DHR to provide guidance to departments on how to use desirable
qualifications to narrow down a large pool of reachable eligible and not create another set of
minimum qualifications.

During the time of the Shelter Order, Commission staff determined that a plan in the form of
proposed Rules or policies must be considered when state of emergencies occur so departments -
may still be able to hire. When the Mayor’s Order allowed departments to override the Charter
and the Rules to hire necessary first responders, many departments understood this to mean no
selection process was necessary to appoint individuals to permanent civil service positions. DHR
quickly clarified this matter with the departments. DHR will be providing a report to the
Commission. Commission staff was also approached about the possibility to extend eligible lists
that are about to expire because departments have been unable to conduct examinations.
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Setting of Salary and Benefits for Elected Officials and the Members of the Board of
Supervisors

The Commission sets the salary and benefits of all Elected Officials, including members of the
Board of Supervisors of the City and County of San Francisco in accordance with the Charter

Section A8,409-1 and Section 2.100.

At the Civil Service Commission Meeting of May 18, 2020, the Commission accepted the
recommendation to delay the determination of any wage increases of the Members of the Board
of Supervisors and the Elected Officials from July 1, 2020 to December 26, 2020. The matter will
be reconsidered by the Commission at the meeting of November 16, 2020.

At this same meeting, the Commission certified the benefits of the Elected Officials, including the
Members of the Board of Supervisors for Fiscal Year 2020-2021 at the same level of benefits as
those provided to covered employees of the Municipal Executives Association effective July 1
2020.

Merit System Audit and Trainings

Commission staff continued with training classes on preparing staff reports in response to appeals
and presenting before the Civil Service Commission. Departments especially enjoyed the role
playing exercises, especially when each team had the opportunity to be the Commission.
Commission staff began a new set of training classes on responding to Inspection Service
Requests. Many of the analysts enjoyed having the opportunity to question the investigators in
our department and listen to the process utilized when conducting investigations.

Commission staff was unable to complete the Merit System Audit and already has a planl'm place
for the new fiscal year. Staff realized the challenge of being unable to visit departments and has a

plan to conduct audits through the use of the HR System and JobAps.

Recommendation: Adopt the report.

~ Attachments:
Attachment A: - Report on the Civil Service Commission Department’s Achievement of
Fiscal Year 2019-2020 Goals and Objectives
Attachment B: Fiscal Year 2019-2020 Appeals Log

Attachment C: Fiscal Year 2019-2020 Inspection Service Requests Log
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Civil Service Commission Goals and Objectives for Fiscal Year 2019-2020

Purpose

The Civil Service Commission (“Commission”) is charged with overseeing,
regulating and serving as final arbiter of the City and County of San Francisco's
civil service merit system. The ultimate goal of the Commission is to provide the
framework of a strong, credible merit system resulting in a City and County
workforce with an inherent pride in providing efficient service for the public.

Mission Statement

The Commission’s mission is to establish, ensure and maintain an equitable and
credible merit system for public service employment for the citizens of San
Francisco. The Commission's goal is to consistently provide the best-qudlified
candidates for public service in a timely and cost-effective manner.

Major Program Areas and Functions

In accomplishing its mission, the Commission administers three (3) programs,
encompassing the essential core functions of its Charter mandates; 1) Appeals
and Requests for Hearings, Rules, Policies, and Administration, 2) Merit System
Review, Inspection Services and Audit, and 3) Employee Relations Ordinance
Administration.

The Commission is required to maintain its objective to modernize and
strengthen the operation of the City and County’s Merit System, consisting of
these important functions:

1) Maintain and administer the regular schedule of meetings and
hearings of the Commission as a policy and appeals body and
‘carrying out the decisions of the Commission:

2) Confinue to work to streamline the Civil Service Commission Rules,
policies and procedures on merit system activities (e.g., recruitment,
examination, certification and appointment) in order to streamline the
examination process, increase permanent civil service hiring and
continue to decrease provisional hiring;

3) Streamline the process for reviewing and resolving appeals and other
disputes; ‘

4) Conduct audits and Inspection Services on the department's
application of the merit system rules, regulations policies and
procedures;

5) Increase the Executive Officer's outreach in offering training and
customer service to departments and employee organizations. This
includes enhancing access to its Rules, activities and actions through



Attachment A - Goals and Cbjectives for Fiscal Year 2019-2020

Page 2

informational bulletins and increased availability of online materials,

and

6) Meet with employees, deparfments and employee organizations fo
review current issues and the effectiveness of the City's merit system

procedures.

Goals, Objectives and Priorities for Fiscal Year 2019-2020

The following five (5) goals are focused on: 1) fulfiling the Commission’s legal
and Charter mandates; 2) supporting the Commission's purpose and mission
through its six major program areas and functions; 3) advancing the
Commission’s obiective to modernize and strengthen the operations of the City
and County of San Francisco’s merit system; and, 4) furthering the Commission’s
policy prioritfies as established in the Fiscal Year 2019-2020 Strategic Pan. The
objectives assist in defining the goals, and the performance measures for each
objective are indicators of service levels and the extent to which Commission
staff is able to achieve those goals within the measurement period (Fiscal Year .

2019-2020).

An additional goal six (6) is being recommended in recognition of the Mayor's
vision for a diverse, equitable and inclusive city.

Goal #1: Increase access to, and utilization of the Commission's information
resources.
Objective Performance Measures Results

Increase the
availability of
information about
the Commission.

Continue to ensure that all
information on the Commission’'s
website is accurate and current.
Continue to seek ways to expand
upon the information available on
the Commission’'s website,
Facebook page and Twitter.
Update the information as needed
throughout the fiscal year.

Ensure compliance with Language
Access ordinance.,

Adopted Rules
were updated
on the website.
Website was
updated to be
more user
friendly.

Ensure that
information on
the Commission’s
website is
intuitive and
easily accessible.

Continue to ensure that the Civil
Service Rules are in a format
conducive to printing (e.g.
consistent font and paragraph
spacing, review for legibility, etc.).
Maintain the posting of official Civil
Service Rules in PDF format.

Rules are posted
on the website
and now also in
PDF format.
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Increase the
availability of
information on
the Commission’s
website.

Conftinue to increase the
availability of information and
documents under the Commission’s
preview on the Commission’s
website (e.g., post established
policies, publications and relevant
historical statistics, documents, staff
reports, etc.).

Continue to investigate options for
language accessibility for all
documents.

Our PowerPoint
presentations

- from training are

now available
on the website.

Ensure that
Commission staff
and the _
Commissioners
have quick,
efficient and
easy access to
the Commission’s
historical
documents and
files for proper
record retention
purposes and
any specific
research needs.

Confinue to expand the use of the
Commission’s webs-based |
document management system
("DocumentMall”):"”

o Expand upon the types of
documents uploaded into
the system (e.g., meeting
material, policies,
communications,
publications and reports).

o Require that all Commission
staff use access and/or
upload documents into
DocumeniMall on a weekly
basis throughout the fiscal
year. '

o Convert paper reports and
other Commission
documents into digital files
on Document Mall, with the
goal of uploading at least
700 pages of documents:
into the system on a weekly
basis.

Continue to review all Commission
hard copy documents and files
throughout the year.

o Continue tfo purge all
duplicative/unnecessary
hard copy documents
(either through proper
destruction procedures or
by sending them to storage

Researched for
a new
document
management
system.
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at the San Francisco Public

Library) and upload all
relevant historical

documents and files into

the system.

o Resolve at least one box (or

the equivalent of
documents/files each
week.

Goal #2:

procedures and communications.

Create greater fransparency and efficiencies in the Commission’s
g p Y

Objective

Performance Measures

Results

Improve
communications
with appellants
so that they
understand the
Civil Service
Commission
Rules, policies
and meeting

Conftinue to provide appeliants
with as much information as
possible so that they
understand meeting and
appeal procedures.

Offer fraining/guidance to
departments on how to
prepare and present staff
reports before the Commission.

Conducted frainings on
preparing and
presenting staff reports
to the Commission
Conducted frainings on
responding to
Inspection Service
Requests .

Due to Shelter Order,

communicafion
with departments
so that they
understand the
need for
transparency
when describing
accurate
information when
requesting the
use of Personal
Service
Coniracts.

clarify services provided when
initiating or modifying Personal
Service Conftracts to include
accurate description of smaller
confracts providing various
services under the one
umbrella for fransparency to
stakeholders.

procedures. Provide Quarterly Training. trainings are on hold.
Conduct Survey for Received feedback for
Satisfaction/Training Topics. future trainings and
Publish Accessible Staff Report more fime for questions
Template and answers.
Confinue to FY 2020-
2021.
Improve Continue to explore ways to e Continued to FY 2020-

2021
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Increase the use
of electronic
communications
| with departments
and appellants
(if requested) in
an effort to
reduce paper
consumption

and staff
resources, create
efficiencies with
Commission
stakeholders.

Throughout the fiscal year, seek
wayys to further expedite and
streamline the Commission's
communications with its
stakeholders, and reduce the
Commission’s paper
consumption and drain on staff
resources.

Due to the Shelter
Order, staff has
learned and hosted
virfual meetings
utilizing MicroSoft
Teams and Cisco
WebEx.

Commission staff
understand and
are focused on
supporling the
Commiission’s
mission, goals
and objectives.

establish all Commission staff
performance plans for the next
performance review period
(Fiscal Year 2019-2020), and
ensure that the plans include
deliverable specifically fied to
the Commission’s Fiscal Year
2019-2020 Goals and

- Objectives.

Issues reports No later than the second e Completed
regarding meeting in August 2019, finalize .
Commission the draft Fiscal Year 2019-2020
deliverables and Annual Report and Year-End
achievements on Report for the Commission’s
a timely basis. review and approval.
No later than the first meeting
in February 2020, report to the
Commission on the status of the | ¢ Completed
Commission’s achievements of
its goals and objectives for the
first half of the Fiscal Year 2019-
2020.
Ensure that No later than August 2019 e Completed

Ensure that the
Commission'’s
internal policies
and

Revisit and update as needed
all Commission internal policies
and standard operating
procedures to ensure

Conftinued to FY 2020-
21
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administrative
procedures are
kept updated
and
documented for
Commission staff.

consistency and facilitate cross
training.

Continue to perform Records o
Management (electronic).
Continue to respond to Public
Records Requests. o

Continued to FY 2020-
21 :

Completed

Goal #3:  Ensure the fimely resolution of appeals so that merit system issues are
addressed efficiently, effectively and fairly.
Objective Performance Measures Results
Resolve appeals | ¢ Process 100% of appeals and ¢ Completed
in a timely requests for hearing within seven (7)

manner to the
extent possible.

days of receipt in Fiscal Year 2019-
2020 (i.e., review for jurisdiction and
fimeliness, record the appeal into the
Commission’s Pending Appeal Log
(PAL) and communication log, send
appellants acknowledgement of
receipt letters, and nofify
departments of the appeal and
targeted hearing date.)

By June 30, 2020, resolve and/or
forward to the Commission for
hearing, at least 70% of the appeals
received in Fiscal Year 2019-2020.

o 49% of the
appeals
resolved

Monitor appeals
and develop
strategies to
improve the
efficiency by
which appeals
are resolved.

Continue to evaluate the
effectiveness of the Commission’s
appeals policies and procedures
(e.g., staff report deadlines, revised
communications to departments,
etc.) based on performance
measure achievements over the past
three fiscal years. By June 30, 2020,
implement any new, or adjust
existing policies and procedures as
appropriate for Fiscal Year 2019-2020.
Issue the Commission’'s Meeting
Schedule and Deadlines for
Calendar Year 2020 no later than
November 2019 to ensure that

e Confinued to FY
2020-21

o Completed
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departments are aware of staff
report submission deadlines.
Regularly update and monitor the
Pending Appeals Log on a bi-weekly
basis, and communicate with
departments as appropriate, to
ensure that staff reports and appeals
are submitted within a reasonable
period of fime.

Convene monthly meetings with the
Department of Human Resources to
review pending or potential complex
issues and work towards resolution in
collaboration.

Obtain advice and guidelines from
the City Aftorney’s Office as needed
on legal issues concerning appeals in
as far advance as possible to avoid
delays and backlogs (e.g., closed
session matters, privacy protections,
Brown Act requirement, efc.)

Continuous

Rescheduled

Continuous

Work
collaboratively
with
departmental
representatives,
the Department
of Human
Resources and
City Aftorney’s

| staff o establish
new or amend
current Rules,
policies and
procedures to
address
changing needs
as appropriate.

Throughout the fiscal year, seek input
from human resources analysts and
managers on the effectiveness of the
merit system and areas needing
improvement.

Convene regular meetings of the
Commission's Committee on Policy
and Rule Revision (COPAR)
throughout the fiscal year to: 1)
discuss and review with
departmental human resources
representatives any new Rules,
policies or procedures, or
needed/requested revisions thereto;
and 2} seek departmental input on
inconsistencies between the Civil
Service Rules and current
departmental practices, to
recommend appropriate action to
the Commission (e.g., consider
proposing a Rule amendment, issue
an Adbviser to clarify Rule
requirements, eic.).

Continuous

Continued to FY
2020-21
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Goal #4: Work to ensure that the Civil Service Commission Rules policies and
procedures are easily understood and known by all stakeholders,
consistent, compliant with the law, and reflective of current and best

practices.

Objective

Performance Measures

Results

Review the Civil Service
Rule series and
recommend
revisions/deletions/
additions fo the Rules
for the Commission’s
consideration as
necessary and
appropriate.

Review one Civil Service Rule series
every other month on average and
recommend when appropriate
revisions/deletions/additions for the
Commission’s consideration.
Revisions will be prioritized as
follows:

Rules or provisions that conflict with,
or that are otherwise inconsistent
with the law.

Rules that are confusing,
inconsistent with other Rules, or
policies, or inconsistently applied by
departments.

Rules or provisions that would
support operational needs.

Rules or provisions no longer
applicable.

Revisions that would consolidate or
stfreamline the Rules. :
Rules needed fo address merit
system issues discovered during the
course of Inspection Service reviews

~or the Audit Program.

Clean-up (e.g., remove Rules that
have expired, efc.)

Continued
to FY 2020-
21

Conduct meet and
discuss and facilitate
meet and confer
negotiations to adopt
new and amended
Rules, policies and/or
procedures when
required under state
law.

As needed during the fiscal year,
conduct meet and discuss sessions
with the City’s labor unions or meet
and confer sessions when
appropriate with City's labor unions
on any new or amended Rules or
policies when required under State
law.

Continued
to FY 2020-
21
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member newsletters upon requests.

Conduct best practice | ¢ Research best practices in the Bay Continued
reviews of merit system Area and/or comparable to FY 2020-
matters in other jurisdictions (e.g., Los Angeles) upon 21
jurisdictions.. request of the Commission during
the fiscal year.
Provide outreach, e Upon requests/as needed during Completed
| tfraining, and support to the fiscal year, develop and and
the Commission’s conduct seminars and trainings on Conftinued
stakeholders regarding the merit system, the Civil Service to FY 2020-
| the Civil Service Rules, Rules, policies dnd procedures and 21
policies and other matters under the jurisdiction
procedures. of the Commission.
e Upon request, give presentations Continued
and updates on merit system issues to FY 2020-
during the Department of Human 21
Resources' Monthly Human
Resources Professional Group
meetings. _
e Provide a presentation on the Merit Continved
System to new human resources to FY 2020-
analysts and managers upon 21
requests.
e Offer to provide other Commission Continued
stakeholders with an overview of to FY 2020
the merit system upon request (e.g.,
union representative/employee
groups, operational managers,
elected officials, Deputy City
Attorney’s, etc.)
e Seek input from the Commission’s Confinuved
stakeholders on common merit to FY 2020-
system areas of confusion and issue 21
publications on Frequently Asked
Questions and develop new
Advisers on reoccurring issues as
needed during the fiscal year.
e Offer to provide labor Confinued
representatives with informational to FY 2020-
articles on the Commission for their 21
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Goal #5:  Strengthen the Commission’s ability to meet its Charter mandates
and oversee the operation of the merit system.
Objective Performance Measures Resulis
Review the e Conduct nine (9) Incomplete;
operations of the departmental audits in Fiscal Conftinued to
merit system in City Year 2019-2020. FY 2020-21
departments. e Resolve/complete within 60 Completed
days, 80% of Inspection 67% of
Service Requests received in " Inspection
Fiscal Year 2019-2010. Service
e Inthe event that Commission Requests

staff determines in the course
of its audits and/or
Inspection Service reviews
that some department
practices conflict with
established Rules or policies,
issue formal clarifying
statements and/or frainings

within 60 days so that all

departments are aware of
an understand applicable
merit system requirements.

within 60 days
Continued to
FY 2020-21

Increase the
Commission’s access
o information
regarding the
operation of the merit
system.

No later than the second
meeting in June 2020, submit
for the Commission’s review
its Calendar of Reports for
Calendar Year 2020 (this
details the reports that City
departments are required to
submit to the Commission
each year). Include for the
Commission’s review a list of
available canned queries,
reports and available
information related to merit
system matiers in the event
that the Commission wishes
to expand upon the
information it currently
receives from Commission
staff and/or City
departments (e.g.. exempt

Calendar of
Reports
submitted at
the meeting
of August 3,
2020.
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appointment justifications,
personal services contracts,
examination plans, etc.,).
By the end of December
2019, issue the final 2020
Calendar of Reports to
departments in advance.
Additionally, issue an
electronic reminder one
month prior to each report’s
due date.

Ensure that
departments are
complying with
Commission’s
requests for reports
and/or additional
information.

When applicable, record
any conditions, restrictions or
reporting requirements that
the Commission places on a
Personal Services Contfract
(PSC). Utilize a "“tickler
system” so that the
Commission is able to ensure
that departments comply
with the Commission's
conditions, restrictions or
reporting requirements for
PSC approvals.

When applicable, record
and create a "tickler system”
for any additional reports
that the Commission requests
throughout the fiscal year.

Continuous

Continuous

Complete/coordinate
all Charter-mandated
wage/benefit surveys
requiring Commission
certification under
the Charter.

By the end of November
2019, develop a work plan
and schedule for achieving
Charter mandated surveys
for the fiscal year.

Utilize a "fickler system™ for
departmental reports to
ensure that Charter-
mandated surveys are timely
submitted (e.g., Office of
Labor Standards and
Enforcement prevailing
wage survey, and
Department of Human

No surveys
were required
for this fiscal
year.

Not
applicable
this fiscal
year.
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Resources survey of nurse
salaries and benefits.)

¢ No later than the second
meeting in May 2020,
complete the salary survey

for the Board of Supervisors in

accordance with Charter

Section 2.100 Compensation

and Salary of Elected
Officials.

o 'Comple’red

Ensure that the
Commission’s budget
in Fiscal Year 2019-
2020 is sufficient so
that it can
adequately carry out
its Charter obligations
to oversee the merit

system.

e Negoftiate with the Mayor's

N~ MAantrallar’e MERA~A~
TGS, CUTTHTUNTT 0 wiliey

and Board of Supervisors to
maintain the Commission’s
budget in Fiscal Year 2019-

2020 at an adequate level to

support ifs operations,
Charter functions and merit

system goals and objectives.

o Completed

Goal #6: Work towards “A diverse, equitable and inclusive city”.
Objective Performance Measures Results
Serve as a e Serve as aresource for o Continuous

| resource center
for interested
Departments,
outside
agencies and
stakeholders in
pursing
employment
opportunities
with the Cityand |
County of San
Francisco.

departments and outside
agencies in strategizing how to
coordinate efforts in assisting
disenfranchised or struggling

individuals find support in securing

sustainable employment
opportunities within the City and
County of san Francisco local
governmental agency.

Offer training on demand in
understanding the Merit System
and the process in seeking
employment opportunities with
the City and County of San
Francisco.

Assist Departments with
developing programs of
opportunity within the guidelines
of the merit system and Charter
provisions.

e Contfinuous

e Continuous
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