
 

 

 

Layers Of Management - Update 

ISSUE 

An update of the progress of the Department of Personnel (IDOP) in conjunction with the 
Executive Branch agencies in reducing the layers of management and increasing the  
number of employees per supervisor as well as the IDOP's progress in evaluating the State's 
job classification system. 

AFFECTED AGENCIES 

All Executive Branch departments and agencies. 

According to the IDOP, the Board of Regents and Offices of the Elected Officials chose to not 
respond to the initial request for information.  Subsequently, these entities were not included 
in the review.  The IDOP has indicated that authority over the human resource management 
subject with the Board of Regents has been limited.  The enabling chapter for the IDOP 
(Chapter 19A, Code of Iowa) has never included the Board of Regents to the extent it does 
other Executive Branch departments.  The Board of Regents made an initial report to the 
Legislative Council's Fiscal Committee in December 1993.  An update regarding the changes 
in spans of control and layers of management in the organizations of the institutions of the 
Board of Regents is scheduled to be presented to the Board of Regents in December 1994.   

Information from the Offices of Elected Officials regarding changes in spans of control and 
layers of management was requested and received by the Legislative Fiscal Bureau 
(Attachment A).     

CODE AUTHORITY 

Chapter 1220, Section 3, 1992 Iowa Acts 

STATED REQUIREMENTS 

Chapter 1220, Section 3, 1992 Iowa Acts (HF 2454 - The Governmental Efficiency Bill) 
required the IDOP to work with the Department of Management (DOM) and Executive Branch 
agencies to reduce the aggregate layers of management by at least 50.0% by July 1, 1994, 
and to increase the aggregate span of control up to 50.0% by July 1, 1993 (Attachment B).  
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An interim report to the General Assembly was required by April 1, 1993, and a final report by April 
1, 1994.  All reports required from the IDOP were received.   

The IDOP was also to simplify the job classification system.  House File 2454 specifies that 
agencies are to notify the Legislative Fiscal Committee before implementing any reduction in layers 
of management including: 

• A description of the proposed reduction. 

• A list of the positions and responsibilities to be reduced. 

• A list of the activities to be eliminated or reduced. 

• An estimate of the savings due to the reduction in layers.  

COMPLIANCE WITH HF 2454 

ATTACHMENT C includes definitions and formulas given to Executive Branch departments and set 
by the IDOP in determining spans of control and layers of management. 

Span of Control  

A department-by-department comparison of spans of control and layers of management from July 
1991 to July 1994, is provided in Attachment D.  House File 2454 requires the "aggregate" span of 
control be increased up to 50.0% by July 1993.  The departments met this requirement.  In the 
November 1993 Issue Review dealing with this topic, it was determined that "aggregate" could be 
defined two ways: as the "average" span of control, calculated by department; or "in the entirety" 
comparing the total supervisory employees with the total non-supervisory employees in the 
Executive Branch departments. 

Attachment D indicates that the average span of control for Executive Branch departments 
increased by 12.2%.  Table 1 shows the changes span of control in the entirety between July 1991 
and July 1994.  The Span of Control increased by 5.4% between July 1991 and July 1993 and 
increased a total of 25.7% by July 1994. 

Table 1 
Change of Span of Control in the Entirety 

 

  
July 1991 July 1992 July 1993 July 1994  

Diff. 
1991-94  % Change

          
Number of Employees  20,924 19,386 18,743 18,759  -2,165  -10.3%
Number of Supervisors  2,830 2,580 2,405 2,025  -805   -28.4%
Non-supervisory Employees  18,094 16,806 16,338 16,734  -1,360     -7.5%
Span of Control     1:7.4   1:7.5   1:7.8   1:9.3  1.5    25.7%

 

It should be noted that the span of control of 12 departments did not increase up to 50.0% by July 
1993.    

• 1 agency did not report. 

• 3 agencies had no change. 
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• 6 agencies decreased the span of control instead of increasing it. 

• 2 agencies increased span of control more than 50.0%. 

Although it doesn't affect compliance with HF 2454, 4 of the 12 agencies listed above did, as of 
July 1994, increase span of control up to 50.0%.   

Layers of Management 

The Executive Branch departments did not comply with the requirement of decreasing the layers of 
management in the aggregate by at least 50.0% as required in HF 2454  (ATTACHMENT D).  As of 
July 1991, the average layers of management were 3.5 and were reduced to 2.7 (20.7%) as of July 
1994.  Weighting the average by number of total employees in the departments in the aggregate, 
the layers of management have decreased from 4.67 in July 1991 to 3.64 in July 1994 (-22.1%). 

Of the 28 departments included in Attachment D: 

• 1 did not respond.  

• 2 reduced layers of management by at least 50.0%.  

• 5 decreased layers of management by at least 30.0%.  

• 6 decreased layers of management between 20.0% and 30.0%. 

• 6 decreased layers of management between 10.0% and 20.0%. 

• 2 decreased layers of management less than 10.0%. 

• 6 had no changes in layers of management: 
• 2 agencies have 1 layer of management. 

• 3 agencies have 2 layers of management. 

• 1 agency has 3 layers of management. 

Job Classifications 

The following job classification review projects will meet the goals described in HF 2454 when 
completed.  The first 2 items have been completed and the remainder are in progress.  It is 
anticipated the project will result in further classification consolidations and the development of 
additional non-supervisory technical career paths (Table 2). 

• Consolidate 9 current supervisor job classes into a 3-level Public Service Supervisor class 
series. 

• Review individual positions in Executive Branch departments to determine the appropriate 
classification of positions where supervisory responsibilities are removed as a result of 
reorganization. 

• Work with Executive Branch departments during reorganization implementation to identify 
opportunities for additional class consolidations and the need to develop higher level 
technical non-supervisory job classes in specific areas. 

• Develop and revise pre-employment examinations for consolidated and new job 
classifications. 
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• Continue to work with the American Federation of State, County, and Municipal Employees 
(AFSCME) in an effort to further reduce the number of job classes covered in the labor 
agreement. 

• Review and improve the job classification system on an ongoing basis to meet the needs of 
the departments and their employees. 

Table 2 
Changes in Number of Job Classifications 

 
July 1986 1,301
July 1991 1,026
July 1993 942
July 1994     889
   Total Reduced 412 (31.7%) 

 

Reports to the Fiscal Committee by Agencies 

As of June 28, 1994, only 3 changes in layers of management had been received for review by the 
Legislative Fiscal Committee.  These were from the Departments of Cultural Affairs and Natural 
Resources, and the Civil Rights Commission.  The IDOP advised the Legislative Fiscal Bureau staff 
that 1 additional agency had complied but the IDOP did not forward the change.  The remaining 
agencies misunderstood that information given to the IDOP satisfied the requirements in HF 2454.   
The remainder of the departments responded after the IDOP made a follow-up request for 
information.  A summary of that information is included in ATTACHMENT E.  A copy of each 
department's response is available upon request. 

Summary 

The Executive Branch departments were in partial compliance with HF 2454.   

• The IDOP is in the process of simplifying the Job Classification System and higher level 
nonsupervisory positions are being developed.   

• The Executive Branch departments complied with HF 2454 by increasing the span of 
control of the aggregate up to 50.0% by July 1993.  In the entirety, the span of control of 
the aggregate was increased by 5.4% and as an average the span of control increased by 
12.2%, complying with HF 2454. 

• The Executive Branch departments did not comply with HF 2454 by not decreasing the 
layers of management of the aggregate by at least 50.0% by July 1994.  As an average, 
the layers of management were reduced by 20.7% and as a weighted average by 22.1%. 

Even though the Executive Branch departments did not meet the layers of management 
requirement in HF 2454, progress was made to reduce the layers of management.  The Governor's 
Committee on Government Spending Reform (Fisher Committee) Report released in 1992 
specifies that changing the organizational structure itself is a way to increase the focus on 
customers and to increase productivity by making sure that decisions are made at the lowest 
possible level in the organization.  Customer satisfaction is a goal for agencies in the Blueprint for 
Organizational Change for the Executive Branch, issued in December 1992.  Total Quality 
Management (TQM) as well as changes in organizational structure are both a part of the Blueprint. 
The TQM approach stresses customer orientation and involvement of employees at all levels in the 
organization to identify how improvement can be made in processes to yield better results.   
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Dr. Paul Light, a professor at the Humphrey Institute of Public Affairs at the University of Minnesota 
and an expert in institutional organization in the public sector, stated that requiring governmental 
agencies to examine their spans of control and organizational structure is mandatory if the total 
quality management (TQM) philosophy is going to be successful.  Dr. Light added that structures 
need to be broader rather than wider to compliment the TQM philosophy and the distance between 
the decision maker and the employee carrying out the decision needs to be as short as possible for 
customer orientation.   

BUDGET IMPACT 

From those agencies sending information to the IDOP for the Legislative Fiscal Committee, there 
will be a savings of $5.3 million in State funds and $1.0 million of savings from other sources.  The 
Department of Human Services alone estimates savings of $4.0 million in State funds. The elected 
officials have indicated a savings of $611,000.  
 
 
 
STAFF CONTACT:  Tami Fujinaka  (Ext. 14613) 
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