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Reorganization In Executive Branch Agencies - Departments Of
General Services And Personnel
ISSUE
A review of organizational changes in 2 Executive Branch departments and the effects on
State government.
AFFECTED AGENCIES
Department of General Services (DGS) and the Personnel Division of the Department of
Personnel (IDOP), not including the IPERs Division
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Chapter 1220, Section 3, 1992 Iowa Acts
BACKGROUND
In July 1991, the Governor appointed the Committee on Government Spending Reform to
examine efficiency in State government. A report was issued in December 1991,
recommending efficiencies including a restructuring of State agencies. Components of the
restructuring included an increase in the span of control, a reduction of layers of middle
management, a simplification of the job classification system, and an implementation of a
management incentive program in all Executive Branch agencies. During the 1991
Legislative Interim, the Improving Government Efficiency and Operations Interim Study
Committee met. The Committee recommended an increase in span of control and a
decrease in layers of management which was adopted during the 1992 Legislative Session,
House File 2454 (Chapter 1220, Section 3, 1992 Iowa Acts - see Attachment A). During
Summer 1992, the IDOP, along with other Executive Branch agencies, developed the
"Blueprint for Organizational Change " (Attachment B). This overall plan provided a method
for departments to evaluate management structures including the ability to support customer
needs. The 2 agencies used as examples in this Issue Review were chosen because both
are central service agencies that have similar departmental goals. Both will be making
extensive structural changes, with the new structures being dissimilar to each other.
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CURRENT SITUATION
DGS - The DGS is moving from an organizational structure of 7 divisions to 10 teams (Attachment
C). Although the total number of FTE positions in the DGS will not change, flattening the structure
will modify the composition of the workforce.
•

The number of supervisory personnel has decreased from 59 to 35 (40.7%).

•

Average layers of management have been reduced from 3.86 to 2.80 (27.5%).
Calculations were made using the formulas and definitions distributed by the IDOP
(Attachment D).

•

Most of the new teams are subdivisions of former divisions or may be a combination of
several sections from various divisions (Attachment E). The former Information Services
Division has elements in 4 of the newly created teams.

•

Two of the teams have only the team leader as a supervisor. They are the Design and
Support Team and the Applications Support Team.

IDOP - The management structure of the Personnel Division of the IDOP (formerly the General
Division) will change from 13 bureau chiefs and supervisors to a structure with 3 facilitators
(Attachments E and F). The IPERs Division is in the process of reorganization.
•

The number of supervisory personnel has decreased from 13 to 4, which includes 3
facilitators and the director (69.2%).

•

Average layers of management have been reduced from 3 to 2 (33.3%).

•

The span of control will be increased in the Personnel Division from 1:6.5 to 1:21.3
(227.7%)

The objective of these 2 agencies was not only to reorganize to achieve the goals set forth in HF
2454 regarding span of control and layers of management, but to offer better service to customers.
Both Departments utilized a similar process to determine the departments' customer base, the
services offered and then ascertain the most effective organizational structure to provide the
services. The processes used by the DGS and the IDOP utilized the Total Quality Management
(TQM) approach as well as input from customer agencies. The DGS termed the reorganization
steps as the first steps in re-engineering workflow to become more customer oriented. The
workflow, according to the IDOP, will be improved and new technologies will be applied allowing the
Departments to be more efficient and responsive to customers. Both Departments indicated that
organizational changes would have been made without passage of HF 2454, and that the
"Blueprint for Organizational Change" (Attachment B) provided the framework for the changes
undertaken in the change to customer service orientation. The IDOP indicated that HF 2454 did
provide an impetus for expediency.
CHANGES NEEDED IN STATE GOVERNMENT
Both departments indicated the following issues resulting from changes in the workforce will need
to be addressed by State government:
•

Current employee skills and abilities not fitting new assigned tasks. New systems for
employee skill assessment, training and retraining, and greater flexibility by both employers
and employees is needed, according to the DGS. The IDOP indicated a commitment to
investing time and money in the training that will be necessary to provide staff with new
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skills needed to be successful in the new organization. These skills include: TQM,
problem solving, conflict resolution communications, team work, and team building.
•

Cultural or work expectations need to be changed. According to the DGS, in the past,
State government's work culture has had an expectation that supervisors were to perform
technical functions in addition to supervisory responsibilities. With increased spans of
control and responsibilities, supervisors will need to be responsible for coaching employees
and to promote the removal of barriers to efficiency, not technical work. The IDOP is in the
process of developing new job classifications which allow for technical or skill-based career
paths not requiring advancement through a supervisory career path. With its new
structure, the IDOP has stated that employees will have more responsibilities for decision
making.

•

Old systems are not meeting today's needs. According to the DGS, the current
performance evaluation system does not meet the feedback requirements of new
organizational structures. It is perceived as a negative rather than a positive feedback tool.
A new evaluation system needs to be developed to treat employees in a positive manner.
It needs to be easy to complete and understand, and identify skill deficits and training
needs in an ever changing workplace. The IDOP will be pilot testing such a system in a
few departments starting later this summer.

BUDGET IMPACT
DGS - Changes will be required for the FY 1995 budget to provide financial tracking for the new
team structure (Attachment G). The changes in budget units will result in the DGS requesting
different appropriations for FY 1996. The specific changes to be requested are unknown at this
time. Currently the DGS General Fund operating budget is divided into 7 appropriation units:
Administration, Communications, Information Services, Property Management, Printing/Mail,
Terrace Hill Quarters, and Utilities. According to the DGS, initial analysis would indicate that
appropriations to each division or 1 appropriation would not be best for the management of the
Department. A grouping of divisions performing similar functions may work best for the
Department. According to the DGS, such changes will have to be negotiated with each team, the
Legislative Fiscal Bureau, the Department of Management, the Governor's Office and the
Legislature so effective management can be achieved with appropriate accountability.
IDOP - Currently, IDOP's General Fund operating budget is divided into 4 appropriations units:
Administration, Field Services, Employment and Training, and Compensation, Benefits and
Worker's Compensation. The new structure has 3 organizational units and a small
Director's staff.
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