
OFFICE OF LAURA N. CHICK 200 N. MAIN STREET 

CONTROLLER ROOM 300
CONTROLLER 

LOS ANGELES 90012 

(213) 978-7200 

April 13, 2009 

The Honorable Antonio Villaraigosa 
The Honorable Rockard J. Delgadillo 
The Honorable Members of the City Council 

The City of Los Angeles is one of the largest employers in the Staie of California with 
over 50,000 people in its workforce. My audit found that the City's Personnel 
Department, given their existing limitations, is doing a stellar job in the hiring of those 
public servants. However, if we are to meet the challenges of a growing population, the 
evolving needs of the public, and the complex delivery of services, the City must have a 
strategic approach to whom and how it hires .. No such strategy exists. 

The City is not aggressive or proactive in identifying and reaching out to those 
individuals who are the best and most qualified. Further, many officials are concerned 
that giving extra credit to applicants who have served the City the longest, skews score 
rankings so the best candidates cannot necessarily be hired. 

For many years the City's leadership has not prioritized giving the up-dated systems ana. 
resources the Personnel Department needs to be truly effective. For example, both the 
recruitment of candidates and processing of applications are antiquated, time consuming 
and predominantly manual. 

My report shows that there is very little opportunity for City employees to acquire the 
skills they lack and to develop professionally including the acquisition of management 
and leadership abilities. The City should explore the possibi lities of partnering with local 
community colleges and state universities to provide city employees with the additional 
education and training they need. 

Instead of planning now for near and long-term future needs, the City is reactionary, 
concentrating only on filling current openings. There is no succession plan to deal with 
retirements from a workforce that is older than the national average. 
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I am painfully aware that some of the recommendations in my report require additional 
dollars that are not available during this City's current budget crisis. However, there are 
many recommendations that do not require significant funding and could be implemented 
expeditiously. Of course, that will require the leadership of the Mayor and Council to 
push for these needed changes. Even in good times, how can the City of Los Angeles 
meet the needs of the people if department managers are constantly lacking the workers 
they need and are scrambling to find them? 

Sincerely, 

~}f~ 
LAURA N. CHICK
 
City Controller
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April 13, 2009 

Ms. Margaret Whelan, General Manager 
Personnel Department 
700 E. Temple 
Los Angeles, CA 90012 

Dear Ms. Whelan: 

Enclosed is a report entitled "L.A. City Hiring Process Performance Audit." A draft of 
this report was provided to your Department on March 16, 2009. Comments provided 
by your Department at the exit conference held on March 25, 2009, were evaluated and 
considered prior to finalizing the report. 

Please review the final report and advise the Controller's Office by May 13, 2009, of 
actions taken to implement the recommendations. If you have any questions or 
comments, please contact me at (213) 978-7392. 

;~/# 
FARID SAFFAR, CPA 
Director of Auditing 

Enclosure 

cc:	 Robin Kramer, Chief of Staff, Office of the Mayor 
Jimmy Blackman, Deputy Chief of Staff, Office of the Mayor 
Raymond P. Ciranna, Interim City Administrative Officer 
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Margaret Whelan, General Manager 
April 13, 2009 
Page 2 of 2 

Karen E. Kalfayan, Interim City Clerk 
Gerry F. Miller, Chief Legislative Analyst 
Civil Service Commission 
Independent City Auditors 
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March 30, 2009

Laura Chick, Controller
Office of the Controller, City of Los Angeles
200 N. Main Street, Room 300
Los Angeles, CA 90012

Dear Ms. Chick:

Enclosed is our report entitled "L.A. City Hiring Process Performance Audit." This
report was prepared on behalf of the Los Angeles City Controller by Sjoberg Evashenk
Consulting, and includes our analysis and recotnmendations. A draft report was
discussed with the Personnel Department prior to completion of our audit fieldwork.
Management comments received at an exit conference held on March 25, 2009 were
considered in drafting the report.

Sjoberg Evashenk Consulting was pleased to work with the City Controller's Office on
this important project, and appreciate the cooperation we received from Personnel
Department management and staff.

Respectfully submitted,

~~
Chairman

THE EQUATION FOR EXCELLENCE
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It is also important to note that non-continuous processes related to classifications with 
numerous applicants may be at risk of exceeding the goal due to the paper-driven nature of 
the current process.  It can be difficult to manage workload when all applications have to be 
manually reviewed to determine if applicants meet minimum requirements.  A perfect 
example of this is the Clerk Typist exam which received approximately 11,500 applicants 
and took Personnel 42 days to determine the applicants’ qualifications. 
 
Of the 12 individuals tested as part of the continuous hiring process, only two individuals 
were not deemed qualified within 15 days—Systems Analyst (39 days) and Workers’ 
Compensation Analyst (67 days).  As previously mentioned, Personnel may take longer than 
15 days to process applications because the exam might not be scheduled for another three or 
more months.  This especially applies to continuous examinations since they are not 
administered on a regular basis, but rather intermittently.  In the case of the Systems Analyst 
and Workers’ Compensation Analyst, these applications were not priority since their 
examinations were scheduled further out and thus, went beyond 15 days. 
 
Determination of applicants’ qualifications to examination—15 days 
Of the 14 hiring processes with non-continuous examinations, four fell outside of the 15-day 
goal.  Specifically, the process for Auditor, Communications Engineer, Director of Field 
Operations, and Machinist Supervisor took 22, 28, 28, and 90 days, respectively.  The 
longest, Machinist Supervisor at 90 days, was an interview-only exam and it took Personnel 
two months to find outside raters to conduct interviews which were then not scheduled for 
another month out due to availability of raters. 
 
While non-continuous hiring processes have a goal of 15 days from determination of 
applicants qualifications to examination, continuous hiring processes do not have a similar 
specific goal.  This is because while applicants apply and have their qualifications 
determined continuously, applicants are examined intermittently in groups.  For example, 
while one applicant may apply in early January and another in mid-February, both could be 
examined in late February.  As a result, Personnel does not have goals related to the number 
of days between the determination of applicants’ qualifications to examination for continuous 
hiring processes.  For the 12 individuals that we tested, the number of days it took to qualify 
the applicants for examination ranged from 21 to 160 days.  
 
Examination to creation of eligibility list—70 days 
Of the 14 hiring processes with non-continuous examinations, only three processes fell 
outside of the 70-day goal of creating an eligibility list after the examination—taking 
between 114 to 150 days.  The three processes that fell outside of Personnel’s goals include 
Auditor, Management Analyst, and Procurement Analyst—each being a multi-part 
examination.  Reasons these fell outside the goal include, respectively, a lengthy resolution to 
a protest, 365 essays and interviews requiring review and scoring, and a lengthy decision-
making process on the pass point.  For the 12 individuals tested as part of the continuous 
hiring processes, all were added to the eligibility list within 70 days of examination.   
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Appendix D: Findings Summary with Ranked Recommendations 

Section 
Number Summary Description of Findings Ranking 

Code Recommendation 

For the City to ensure that it can respond to the challenges of changes in its workforce and accomplish its 
mission, goals, and objectives: 

1. U 

1. The Mayor and City Council should commit the 
necessary resources to allow Personnel and city 
departments to work together to develop, implement, 
and maintain workforce and succession planning 
strategies and activities, including identifying critical 
skills needed presently, conducting analyses, surveys 
and research needed to project future requirements, and 
anticipating gaps in leadership. 

1. 

The City Does Not Actively Engage in 
Workforce or Succession Planning Despite an 
Aging Workforce, Changing Competency 
Needs, or Challenges Caused by Mobility 
within the City’s Workforce 

U 
2. Personnel should develop, as part of succession planning 

efforts, training and mentoring programs to transfer 
institutional knowledge, critical skills, and expertise 
from retiring workers to new leaders and managers. 

1. 

The City Lacks the Resources to Strategically 
Plan its Changing Workforce though 
Retirement Data is Available from the Three 
Retirement Systems U 

3. Personnel should work with the City’s retirement 
systems to receive information and reports by 
classification and department on a regular basis related 
to projections of future retirements and ensure the 
information is analyzed and utilized within strategic 
planning efforts. 

1. 

The City has a Decentralized Approach to 
Tracking Vacancies Due to a Lack of 
Centralized Information Systems, but a 
Position Control Module was Recently 
Developed in PaySR 

U 

4. Personnel should develop regular and on-going 
processes to receive vacancy information, by 
classification and department, generated from the new 
position control module within PaySR and ensure the 
information is analyzed and utilized within strategic 
planning efforts. 

1. 

The City Lacks the Resources to Strategically 
Plan its Changing Workforce 

U 

5. Personnel should proactively and regularly work with 
client departments to identify current and future needs 
related to vacancies, transfers, retirements, and changing 
business needs and ensure the information is analyzed 
and utilized within strategic planning efforts.  Personnel 
should continue its related efforts to develop and 
implement a “Competency Model” program. 

For the City to further improve the timeliness and reduce the resource requirements of the citywide hiring 
process, we recommend Personnel: 

2. N 

6. Work with the Mayor to re-evaluate the need to examine 
every applicant.  At a minimum, consider instituting 
some form of web-based preliminary examination to be 
made available to all minimally qualified candidates.  
Those scoring at the top of the web-based examination 
would then be examined in a traditional fashion.    

2. 

Civil Service Mandates Allow Little 
Administrative Flexibility 

N 
7. Work with the Mayor to re-evaluate the need to examine 

every position, particularly for positions that require 
certifications obtained through examination processes of 
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accredited institutions, such as certain State boards.  For 
classifications approved by the Civil Service 
Commission, consider allowing candidates with relevant 
licenses and/or certifications from approved institutions 
to bypass the City’s examination process and be 
automatically placed on an eligible list to be considered 
for positions, as appropriate and compliant with 
minimum qualification requirements.  

2. N 

8. Continue current efforts to implement automated 
application processing (i.e. NEOGOV) as well as 
continue efforts and initiatives to implement computer-
based examination processes in the future.  Given the 
budget issues facing the City, as an alternative to the 
budget request for 125 computers, consider exploring 
the feasibility to utilize existing computer resources in 
which to conduct computerized examinations, such as 
those located in libraries or other public facilities.   

2. 

Given the Antiquated Systems in Place 
and Civil Service Process Requirements, 
Timeliness of Hiring Processes Appear 
Reasonable 

N 

9. In conjunction with implementing automated 
examination processes, determine the feasibility of 
offering examinations for additional classifications on a 
continual basis as part of an overall workforce planning 
strategy.  

For the City to ensure only the most qualified candidates are at the top of the eligibility list and reachable: 

3. 
City Polices and Practices May Not Ensure 
the Most Qualified Candidates are Reachable N 

10. Personnel should continue its efforts to regularly 
evaluate classification requirements and testing 
methodologies to ensure the most appropriate and up-to-
date information is relied upon.    

3. N 

11. Personnel should work with the Mayor to develop and 
implement a performance evaluation system and 
requiring supervisors and managers to provide 
performance evaluations for all employees at least 
annually.   

3. 

Absence of Employee Performance 
Consideration Exacerbates Inability to 
“Reach” Top Qualified Candidates 

N 

12. In-lieu of requiring full performance evaluations for all 
employees given the current lack of a citywide 
performance evaluation system, one approach Personnel 
should propose to the Mayor involves creating 
performance readiness self-assessment examinations that 
would require the participation of employees, 
supervisors, and managers.   

3. 

Credits Added to Examination Scores Provide 
Undue Advantage and Increase Potential that 
Most Qualified Candidates Are Not 
“Reachable” 

N 

13. The City should reconsider its policy of providing 
unlimited seniority credits when employees compete for 
promotional examinations and Personnel should either: 

a. Work with the Mayor to being process to eliminate 
seniority credits and incorporate performance readiness 
examinations, job performance evaluations, and/or 
additional training and certifications employees earn 
within the analysis to rank candidates on an eligible list.  
This will ensure that promotions are based on job related 
qualifications and demonstrated performance and ability 
rather than simply based solely on the amount of time a 
candidate has spent in city employment (Requires a 
change to the City Charter); or 
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b. Work with the Mayor and Civil Service Commission to 
cap the seniority credits for non-management employees 
as they did with management employees (1 point cap). 
(Requires a change to the Civil Service Rules).   

For the City to ensure its employees are professionally developed and trained as well as to comply with 
Administrative Code, we recommend Personnel: 

4. D 
14. Work with the Mayor to prioritize the development and 

implementation of citywide training and development 
needs.    

4. D 

15. Continue developing its “Competency Model” to 
identify skills and competencies required by city 
departments and compare them to the actual 
competencies of the workforce as part of a holistic and 
strategic workforce plan.  

4. D 

16. Work with the Mayor to expand on current professional 
employee development offerings.  Consider creating a 
professional development program with local schools 
and colleges and work with city departments to identify 
skills that are lacking.  Develop corresponding training 
and development programs that target those areas and 
provide upward mobility at the same time.   

4. 

Budgetary Constraints Cause Lack of 
Employee Development and Training 
Programs 

D 

17. Work with the Mayor to develop incentives, such as 
awarding points towards promotional final examination 
scores, for employees to seek training and development 
opportunities on their own.  Consider providing 
employees with incentives, such as minor pay grade/step 
increases or automatically meeting minimum 
qualifications for completing a designated program or 
course at their own cost. 

U - Urgent = The recommendation pertains to a serious or materially significant audit finding 
or control weakness.  Due to the seriousness or significance of the matter, immediate 
management attention and appropriate corrective action is warranted. 
 
N - Necessary = The recommendation pertains to a moderately significant or potentially 
serious audit finding or control weakness.  Reasonably prompt corrective action should be 
taken by management to address the matter.   Recommendation should be implemented no 
later than six months. 

D - Desirable = The recommendation pertains to an audit finding or control weakness of 
relatively minor significance or concern.  The timing of any corrective action is left to 
management's discretion. 




