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Introduction
To the Citizens of the Commonwealth:
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In many ways, the Massachusetts economic success story is a national model. One
important part of this story deserves more attention: the improved management,
of our state government.
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Over the past three years, all state managers, under the Governor 's leadership, have
made a determined effort to use the state's resources wisely and carefully, to deliver
services more efficiently, and to pursue new and innovative ways to meet public .
needs. As a result, we have saved money, improved services, and increased pro-,
ductivity. Because of these efforts, we have generated more than$3 50 million in
additional resources-through savings and the more aggressive collection of
federal reimbursements-which have made it possible for us to provide both better
services and tax relief. For example:
• By making the most of the opportunity presented by the deregulated
telephone industry, Massachusetts has both gained better telephone service
and saved more than $3 million annually;
• By remembering the lessons of the energy crises of the 1970s and planning
more energy efficient operations, the state has saved more than $7.6 million
annually;
• By increasing the number of businesses bidding on state jobs and acting as a
more attractive client for contractors to do business with, the state created a
more competitive purchasing environment and saved more than$ 26 million
since 1983; and
• By demonstrating that services the state provides to human service clients are,
eligible for federal reimbursements, the state has increased revenues by nearly 1
$170 million since 1983.
These are only a few of the Massachusetts managerial successes that are part of our
larger effort to create opportunity for every citizen in the Commonwealth. We in
state government are proud of these efforts; they are an important yardstick of how1
well we are doing the job of delivering quality, cost-effective services.
There is clearly more that can be done. We will continue to be challenged by the
scale and complexity of Massachusetts state government, an enterprise that in-1
eludes over 200 agencies that spend over $9 billion annually in the delivery oft
public services ranging from day care for children and home care for the elderly
ii
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to the enforcement of drunk driving laws and the disposal of hazardous wastes.
Despite the work that we still need to do, it is nonetheless valuable to pause and
measure our progress. Therefore, we have prepared this set of reports to document
our success to date and specify where we plan to make further improvements in
the management of state government.
Those who take the time to read these reports will find much useful information,
much to be proud of , and much to praise. For all that remains to be done,
Massachusetts is today at the vanguard of the nation in innovative management.
The men and women who have done such an outstanding job of meeting the day
to-day responsibility of delivering timely, efficient, effective, and compassionate
services deserve the continued encouragement of all the people of Massachusetts.
State government's strides are due to them; the progress that will come in the years
ahead will be the result of their continued efforts. Together we are building a Com
monwealth where there truly is opportunity for all.

Frank T. Keefe, Secretary
Executive Office for
Administration and Finance
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Executive
Summary
With more than 73,000 people on its payroll, the Commonwealth is the largest
employer in Massachusetts. Each year, employee wages exceed $1. 75 billion, or
nearly 20% of the state's operating budget. The Commonwealth is also the largest
unionized employer in New England, with more than 90% of its work force
represented by unions chosen by the employees through elections.
Within the Executive Office for Administration and Finance, several agencies most notably the Department of Personnel Administration (DPA) and the Office
of Employee Relations (OER) - develop and administer the state's human resource
management policies. Since 1983, these agencies have focused on strengthening
cooperative initiatives between labor and management and providing supportive
human resource management programs to state agencies. Their achievements,
summarized here, have increased employee motivation and productivity and pro
vided managers with the tools required to deliver public services effectively.
Performance Recognition Programs: To encourage and reward superior
employee performance, the Commonwealth awards citations and bonuses to
outstanding individuals and groups.
Performance Evaluation Systems: A process for both establishing clear perfor
mance objectives for managers and evaluating their performance in achieving these
goals has been introduced in most state agencies. Another program to evaluate the
performance of unionized employees is now being developed. These programs
clarify employees' responsibilities, promote their professional development, and
increase productivity, all of which serve to improve agency performance.
Responsive Employm ent Practices: The Commonwealth, working with
representatives of labor, has introduced programs - such as alternative work
schedules and on-site child care - that give employees greater control over their,
work lives. These programs enable working parents to meet their dual respon
sibilities and improve their morale and productivity.
Employee Standards of Behavior: The Commonwealth and unions represen
ting state employees have jointly negotiated employee performance and accoun
tability standards. Innovations include employee codes of conduct, a progressive
discipline policy, and controls to reduce employee sick-leave abuse.
Successful Automation in th e Workplace: Steps to ensure the effective in
troduction of automation in state agencies have been initiated. In addition, passage
and implementation of the Governor 's Technical Pay Law have allowed the state
to raise the salaries paid to data-processing professionals. The state has also in
creased technical training for data-processing professionals to ensure that their
skills remain current.

1
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Performance Recognition Programs
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Training and Development: A number of employee training programs have been
developed for state government workers. The programs have equipped employees
with skills and education necessar y to enhance their professional effectiveness.
Quality of Work Life Program: The state has initiated a Quality of Work Life program that gives employees the responsibility for solving procedural problems on
the job. The result has been improved problem solving and employee productivity.
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Performance
Recognition Programs
Busy public managers may sometimes overlook the daily efforts of employees that I
make a department or an agency's achievements possible. To recognize the talented
and committed individuals working for the Commonwealth, the state has in- I
troduced several performance recognition and merit programs.

State Action
In 1984, Governor Dukakis introduced the Massachusetts Performance
Recognition Program to encourage and reward exemplary performance
by state employees. The Department of Personnel Administration (DPA) manages
the program.
Each year, the state singles out employees for the Commonwealth Citation for
Outstanding Performance. Up to ten of these recipients are then selected to receive,
the Manuel Carballo Governor's Award for Excellence in Public Service. The Gover-. 0
nor presents these citations and awards at a dinner honoring award recipients. Citations signed by the agency head and Governor are distributed to recipients of the
Commonwealth Citations. A $1,000 cash award, a plaque, and an award citation f
signed by the Governor are awarded to recipients of the Manuel Carballo Gover- I
nor's Award.
I

Recipients of the Carballo Award have included the Greenfield Community College maintenance crew, which is responsible for both ongoing and preventive'
buildings and grounds maintenance at the school; the administrator of the state's.
innovative Employment and Training Choices program, which is designed to move
public assistance recipients off welfare and into meaningful, well paying jobs; and'�
the chairperson of the English as a Second Language program at Bunker Hill Community College.
1
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In addition, the Office of Employee Relations (OER) has negotiated a Merit
Bonus Program with NAGE , the state's second largest union (10,000
members). Under the program, cash bonuses are awarded to exceptional
employees selected by a joint labor-management committee in each agency. The
committee considers employees productivity, attendance, and overall contribu
tions. In 1984, during the program's first year, the Governor awarded certificates
and bonuses averaging $250 to more than 500 employees. The program has served
as a model for union employees, and it will cover 80 % of all union employees in
FY 1987.

In addition, individual agencies, including the Department of Public Welfare and
the Division of Employment Security, have created merit recognition awards for
their employees. These programs reward employees for superior service to clients,
excellence in accomplishing local office service goals, and special contributions
that improve agency efficiency. The programs have boosted employee morale and
contributed to agency success in meeting performance targets.

Contact
For more information on the Performance Recognition Program, contactJames
J. Hartnett,Jr., Deputy Commissioner for Management Services, Department of
Personnel Administration (617)727-2715.
For more information on the Merit Bonus Program, contact DanielJ. Sullivan,
Director, Office of Employee Relations (617) 727-5403.

Performance
Evaluation Systems
Productivity goes up when employees understand how their work helps the
organization achieve its mission. A performance evaluation system enables
employees and their supervisors to define job responsibilities and to establish per
formance objectives. Until 1984, the state had no comprehensive system for
evaluating employee performance. Some agencies had implemented their own
systems, but these were invariably rating schemes that resulted either in "rate in
flation," with everyone doing superb work, or opportunities for supervisors to
settle scores arbitrarily with their subordinates.

:State Action
In FY 1984, DPA, with help from the Massachusetts Business Roundtable, be
gan developing a comprehensive Performance Management System (PMS)
to evaluate the job performance of managers in state agencies annually.
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DPA sought to evaluate the systems and implementation techniques of other,
organizations that had successfully instituted evaluation programs. At that time,
however, few successful public-sector models existed, either inside or outside',
Massachusetts. In the private sector, on the other hand, many organizations had'
developed successful evaluation systems. DPA therefore drew on the experience'
I
of private-sector managers in designing its performance evaluation system.

1
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Under the leadership of the Massachusetts Business Roundtable's Management
Assistance Committee and DPA's Bureau of Planning and Research, public- and '1
private-sector representatives sought to create an evaluation system that would:!
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1. Emphasize results rather than process.
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2. Evaluate performance in terms of clear and jointly established performance
measures.

I" .�

3. Encourage clear, candid, and calm communication between supervising/
managers and managers.
4. Enable supervising manager� and managers to plan jointly what the manager
is expected to accomplish.
5. Recognize exceptional performance.
6. Promote educational and training opportunities.
7. Provide a model for nonmanagement employees covered by collective bargaining.,

The group developed an evaluation system consisting of four major phases,•'�
detailed in the boxed insert.

PMS Cycle
Phase One: Agency Mission, Goal, and Objective Setting-The agency
head establishes or updates the agency's statement of mission and goals, sets its
objectives for the year, and communicates these to agency managers.
Phase Two: Performance Planning-The manager and supervising manager
jointly establish performance objectives, determine the key factors against
which performance will be measured, and prepare a performance plan.
Phase Three: Monitor and Review Progress-The manager and supervis
ing manager monitor and review performance. One formal progress review
meeting, midway through the performance period, is required. The supervis
ing manager and the manager are encouraged to schedule periodic progress ,
reviews throughout the year.

I•

Phase Four: Annual Review and Professional Development Plan-The
manager and the supervising manager discuss, sum up, and document the results
achieved during the period. The supervising manager evaluates the accomplish·
ment of each objective detailed in the performance plan. In addition, the
manager's professional development is considered, and a plan is established foi
career growth and, where necessary, performance improvement.
1ji1

jl

----------------------------------------------

4

---

-

�

- -

- - ---

--

- -- --

-

-

-

Implementation of PMS in all state agencies will take three years. The system was
introduced in nine pilot agencies with 600 managers during FY 1985. During FY
1986, DPA implemented PMS at 30 agencies with 1,200 managers. The balance of
state agencies will implement PMS during FY 1987. As implementation progresses,
DPA is providing extensive training and assistance to agencies, adapted to fit' their
individual needs.
In FY 1986, the OER and five bargaining units covering 80% of state
employees reached an agreement to establish a statewide evaluation
system for union employees. Under the system, each employee's performance
will be evaluated at least once a year. The results of the evaluation will be entered
into the employee's permanent personnel file and may be used as the basis for deci
sions about promotion, discipline, and training. The system also includes an
employee appeal mechanism that provides for an impartial decision on employee
grievances concerning their personnel records.

The state will use the results of these evaluations to recognize and award merit
bonuses to state employees. This system will be implemented jointly by OER and
the union and with assistance from DPA. Implementation is scheduled for FY 1987.
Negotiations with state unions representing the balance of state employees are now
in progress.

1 _,,ontact
For more information on the Performance Management System, contact Mary
Cronin, Director, PMS Project, Department of Personnel Administration (617)
727-8097.
For more information on Performance Evaluation for union employees, contact
John R . McKeon, Deputy Director, Office of Employee Relations (617) 727-5403.
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Responsive Employment
Practices
Economic and social changes during the past decade have significantly altered the I
composition of the work force. Increasing numbers of women, students, the elderly, an� disabled persons n�w work outside the ho�e. One important trend is the Ir
growing number of working parents of young children.
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These changes have challenged employers to rethink traditional conceptions about
work. The state, in its ongoing effort to introduce innovative and responsive 1
I
employment practices, has worked with employees' representatives to identify·
measures that will meet the needs of its changing work population. The measures·
provide opportunities for the employees and improve their job performance for
the Commonwealth.
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State Action
Child Care: A vexing problem for many working parents is the dearth of reliable,
high-quality child care. The lack of adequate services jeopardizes children's health
and welfare, undermines the ability of working parents to meet the dual demands
of child rearing and employment, and ultimately limits the ability of employers
to attract and retain qualified employees.
The Commonwealth has embarked on a multifaceted effort to develop high
quality, affordable child care programs. The state is seeking both to meet the
child care needs of its employees and to develop and demonstrate
employer-sponsored day care models for the Massachusetts business:
community. Six day care centers, serving more than 200 children of state
employees, currently operate in state office and hospital buildings. The
newest of these centers, located in the State Transportation Building in Boston, 1
opened its doors to children and their parents inJune 1986. In addition, more than
20 child care centers operate on college campuses across the state. These facilities
mainly serve the children of students attending college or graduate school;
however, children of state employees are also eligible to enroll. At present, more
than 750 children are enrolled in these centers.
Children of any state employee working at or near the facility where the center is
housed are eligible for enrollment. Admission is determined largely on a first-come
basis, but every effort is made to accommodate siblings of enrolled children. The
centers are run by nonprofit corporations that are in turn managed by a board of
directors elected by the parents of children enrolled in the centers.
Tuitions fund the centers' operating budgets. However, the state may charge 1
only a nominal rent for use of its space or employ other cost-control measures to I
reduce operating budgets. To supplement tuition payments, fundraising efforts,
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vouchers, and subsidies support scholarships or sliding-fee programs to make the
centers financially accessible to lower- and middle-income parents.
In addition, the Commonwealth is developing a program to make child care
services available to a larger number of state workers. An analysis of 1980
census data conducted by the University of Massachusetts-Boston estimated that
approximately 11 % of state employees have children under six years old. Yet only
2 % of this group has access to on-site child care.
To address this deficiency, in 1985 Governor Dukakis appointed an in
teragency task force to identify appropriate sites for child care centers.
The task force - composed of representatives from the Governor's office, several
state agencies, and state employee unions - was charged with surveying all poten
tial sites in the state, developing and applying screening criteria, and recommen
ding three to five sites.
Since 1985, this task force has:
1. Reviewed and screened all prospective sites. The task force favored areas
having high concentrations of state employees. Other criteria concerned space
availability and geographic and institutional diversity.
2. Selected sites for further analysis and reviewed final candidates. Task
force participants visited sites to meet with facility managers, evaluate proposed
space, gather information on employee needs, and develop cost estimates for
converting the space for child care use.
3. Recommended three categories of sites. The task force recommended three
fast-track projects to be completed within one year. In addition, it recom
mended four intermediate-term, middle range cost projects for further
study and completion within one to three years. Funds for this study have been
requested in the FY 1987 capital budget. Finally, the task force identified four
long-term, high-cost projects for further study and funding. No deadline was
tied to these projects.
The state expects to expand or construct additional space at three sites during FY
1987, as recommended by the task force. In addition, the state and the unions have
agreed in recent contract negotiations to examine the feasibility of payroll deduc
tions for child care and the gathering and dissemination of information on existing
child care opportunities. The state has set aside nearly $200,000 to fund a joint
labor-management committee to help establish or operate child care centers for
employees.

7
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Alternative Work Schedules: Many employees are unable or unwilling to worki
(
a standard nine to five workday, Monday through Friday. DPA and OER have,
therefore, worked extensively with employee groups to develop alter-.
native work schedules. By offering flexible work schedules, the state can attract ·
and retain a large pool of capable, creative employees. It now offers several options,
described in the boxed insert.

0
.

Alternative Work Schedules

0

Part-time: Part-timers work at least half the scheduled hours of a full-timer.
They receive the same health and life insurance benefits as full-time employees
and pro-rated vacation, sick, and personal leave days.
Job Sharing: Two or more workers divide the duties of one job.
Flextime: The number of hours are fixed, but arrival and departure times vary.
Four-Day Week: Employees work a full week but complete the required hours
in four days.
Staggered Hours: Arrival and departure times are set but occur at nontraditional hours.
Intermittent and Seasonal: Intermittent employees work less than 50% of
a full calendar year's hours. Seasonal employees are hired for a designated
period of time, on either a full- or part-time basis.
Alternating Weekends Off: This option is available in facilities that operate
on a 24-hour, seven-day schedule, such as prisons or hospitals. Employees con
struct (with union and management approval) a work schedule that ensures
all employees at least one day off on alternating weekends.

Benefits

I I
l

I

The state's efforts to help parents secure quality day care and to develop flex
ible schedules have given state employees greater control over their profes
sional and personal time. Both efforts benefit the Commonwealth.
First , research shows that the availability of reliable, high-quality day care and
alternative work schedules increase the morale and job performance of work
ing parents and reduces absenteeism, tardiness, and turnover. In addition, alter
native work schedules enable the state to cut down on the use of expensive
private-sector temporary agencies. Finally, these schedules give the public bet
ter access to state agencies since staff is available to work evening hours.
I
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Contact
For more information on child care at state work sites, contact Amy Schectman,
Director of Capital Outlay, Division of Capital Planning and Operations (617)
727-4019 or Valian Norris, Management Chair of the Labor-Management Commit
tee, Office of Employee Relations (617) 727-5403.
For more information on alternative work options, contact Nicole Payne, Manager
of Alternative Work Options, Department of Personnel Administration (617)
727-8097 or John R. McKeon, Deputy Director, Office of Employee Relations (617)
727-5403.

Employee Standards
of Behavior
Without formal systems for developing and fostering standards of employee con
duct, work performance will ultimately vary according to the skill and commit
ment of managers and employees. While the Commonwealth has in the past
benefited from the high standards its employees have typically maintained, until
recently it lacked systems for formalizing the standards.

tate Action
Through a series of labor and management initiatives, the state and
employee unions have developed or formalized systems for achieving
high standards of accountability in the state's work force.
Code of Conduct: In 1985, OER and unions representing employees in
professional and administrative jobs negotiated the first statewide code
of conduct. The code:

1. Establishes restrictions on certain kinds of outside employment.
2. Prohibits employees from accepting favors or gifts from persons doing business
with state agencies.
3. Requires employees to respond promptly and fully to administrative inquiries
and to report any attempts to influence their official actions improperly.
A more stringent version of the code was instituted for Department of Revenue
employees, because they are in sensitive positions involved in the administration
of the state's tax laws.
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The code covers approximately 25% of the state employees. OER and unions I
representing the balance of the state's employees are now conducting negotiations
to extend the code.
Employee Discipline: OER has conducted extensive training for more than
4,000 supervisors and managers on how to deal with employees who per
form below their agency's standards.
In addition, it has created a statewide progressive discipline policy. OER reviews
disciplinary actions taken by state agencies against unionized employees. If OER
determines that the action taken was fair and in compliance with the employees'
union contract, OER's legal staff represents the state before an impartial arbitrator.
As a result of the OER training programs and discipline policy, managers have the
confidence to address performance problems and the skills to initiate and sustain
discipline. Employees who work for trained managers gain a clear sense of the
state's expectation of them and of the consequences of meeting or not meeting
those expectations.
Sick Leave Control: As recently as FY 1982, state employees used an average of
more than 12 paid sick days each year. As a result, productivity declined and over
time costs increased. In early 1983, the Secretary of Administration and Finance
therefore instructed DPA and OER to take action to reduce excessive absenteeism.
Because the rules governing the accumulation and use of sick leave were part of
existing contracts that would not expire until 1986, OER developed an interim plan
to address the issue of absenteeism. Provisions of the plan, which was adopted and
implemented inJuly 1983, are detailed in the boxed insert.

Absenteeism Control
I. State agencies were required to report their progress in reducing sick
leave consumption.

'

2. OER trained managers and supervisors to better control sick leave.
3. OER conducted regular, mandatory reviews of each agency's progress in
reducing sick leave. It took the agency's progress into consideration
when analyzing agency budget requests.
During FY 1984, the use of paid sick leave decreased by more than 13 % . This
enabled the state to save more than $5.5 million. By FY 1985, savings had reach
ed more than $11 million. In two years, the Commonwealth had gained more than
170,000 days of work from state employees.

Contact
For more information on codes of conduct or employee discipline and sick-leave
control, contact Daniel J. Sullivan, Director, Office of Employee Relations
(617) 727-54 03.
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Successful Automation
in the Workplace
In recent years, several state-of-the-art computer systems have replaced antiquated
computer or manual systems in various state agencies. These automation projects
- such as the Medicaid Management Information System and the Personnel
Management Information System - have greatly increased agency efficiency. In
addition, many state agencies have introduced computers to automate specific
operations or to enhance employees' productivity or analytic capacity.

State Action
Trained personnel are essential to the success of any automation project . Since
1983, state managers have taken steps to ensure that employees par
ticipate in the automation process and that data-processing professionals
are available to train and assist them.

The efforts have fostered mutual trust between labor and management concern
ing automation. First, the state has committed itself to bargaining with state
unions over the impact of technological change on the work force. The
state has emphasized that the systems are designed to enhance productivity and
efficiency, not to replace employees. No state employee has been laid off as the
result of the introduction of computer equipment.
Second, the state has solicited employee input in developing guidelines for
the purchase of computer equipment. The purpose of doing so is to ensure
that the users of the equipment are satisfied with its health and safety features, that
the equipment is comfortable to work with, and that it is effective in doing the job
for which it is being purchased.
Third, the state has negotiated with unions to establish health and safety
standards for the use and maintenance of video display terminal equip
ment. Under these agreements, employees will take mandatory breaks from their

workstations and pregnant employees will have the option of being reassigned
elsewhere.
Fourth, both OER and DPA have reviewed job classifications within depart
ments that have recently automated. In many cases, these reviews have led to
upgradings for employees whose duties and skills have become more complex and
valuable as a result of automation.
And finally, DPA has developed a number of training programs for
employees on computer uses and applications. These classes are designed
both to assist supervisors and managers on how and where a computer might aid
them in their work and to provide instruction in the use of various software
packages. These efforts together are intended to encourage state employees' ac
ceptance of and commitment to the implementation of new office technologies.
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To◄ a tt ra ct data-pro ces s g profes sio nals a highl y co m pe titive e co n o y,
in
the state has had t o crease the salaries a nd educatio nal be nefits it offers
them. In early 1983, state data-processing professionals earned only 70% of what ir
their counterparts in the private sector earned. In addition, they received less than ,ffi
one day of technical training per person per year, or less than 20% of the annual !
training offered in the private sector. Because the computer industry is character- . '
ized by rapid technical changes, training and staff development are critical to en- r
suring that employees ' professional skills remain current .
fi
To address these deficiencies, in 1984 Governor Dukakis introduced the Technical
Pay Law (TPL), which was subsequently passed and signed into law. T he TPL affects both compensation and technical training for data-processing professionals.
It allows data-processing professionals to be paid more competitively. In addition,
the state established a n o bje ctive of pro viding eight days of training per
data-pro cessing professio nal per year. During the first year of the law 's im
plementation, these employees in fact received an average of 8.15 days of technical
training.

I
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Implementation of TPL has required management to institute a formal perfor- I
mance appraisal procedure for all data-processing professionals. T his is intended 1'.
to support organizational development in the information-processing area. Before
raising any employee's salary, managers must conduct a performance review. T hen
within the relevant compensation range, the size of the employee's salary increase �
depends on the individual performance and management priorities for the total r
funds available.

Contact

l

�
For more information on negotiating the introduction of automation, contact :
DanielJ. Sullivan, Director, Office of Employee Relations (617) 727-5403.
I
I<

For more information on the TechnicalPay Legislation, contact Mark Greeley, Personnel Manager, Office of Management Information Systems (617) 973-0714.
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Training and
Development
The state is committed to introducing and expanding employee education, train
ing, and development programs. Such programs equip employees with the skills
and education necessary to enhance their professional effectiveness and provide
them with a network of professional contacts.
T he Commonwealth's primary educational offering, negotiated by OER
in 1983, is a tuition remission program available to state employees. All
employees have the opportunity to obtain an undergraduate or graduate degree
in the area of their choice at a reduced cost from any state college or university.
The state may cover as much as 100% of an employee's tuition for courses taken
at any of the nine state colleges, fifteen community colleges, the University of
Lowell, Southeastern Massachusetts University, or the University of Massachusetts.
To help employees interested in using this benefit, DPA and the University of
Massachusetts offer a Back to College Seminar. This is a series of eight two-hour
sessions on how to plan for college course work, meet admission requirements,
and balance the demands of school and job. In addition, to encourage employee
enrollment in college courses, DPA and the University of Massachusetts-Boston
have arranged for ten courses to be offered in Government Center offices after
work hours on weeknights. Approximately 300 state employees take advantage
of this tuition remission program each year.
DPA also administers a four-tiered Management Development and Training
Program that provides state managers with systematic training oppor
tunities tailored to their level and scope of responsibilities. The program
also enables managers to develop a network of colleagues among peers within state
government.
The concept of segmenting state managers into four tiers for education and
management development purposes was first introduced in the early 1980s. Issues
covered in the four tiers of the program are detailed in the boxed insert.

Management Development and Training Program
Tier I - Management Skills for Massachusetts Supervisors Program Instructor Training
State agency personnel and training staff are trained to teach basic management
skills to agency supervisors. The program consists of five days of instructor
training and five days of supervisory skills training conducted over a six-week
period.

13

Training and Development

Tier II - State Agency Management Development Program
Newly-promoted managers receive instruction in basic management theory{
and techniques. Students complete nearly 170 hours of classwork over a 1
17-week period.
Tier III - State Agency Advanced Management Development Program
Senior managers involved in policy, fiscal, and administrative decisions receive
advanced management training. This tier provides up to 75 hours of instruc- it
tion in areas such as economic forecasting and public-sector productivity.

Tier IV - Executive Development Program
The fourth tier, for senior decision makers, is a one-week residential program
at Harvard University's Kennedy School of Government. The program is con
ilL
ducted over five consecutive days and relies heavily on casework. Participants • include cabinet secretaries, undersecretaries, assistant secretaries, agency I
heads, and deputies who have primary responsibility for policy development
and expenditures.
Since 1984, DPA has expanded the program's curriculum to includ1
seminars and round table discussions that follow-up during subsequen
sessions on general topics addressed in formal classroom training. Thes,
training seminars and discussions examine specific public-sector managemen
issues - such as legislative relationships, press relations, and balancing the objec
tives of political appointees and career managers. The seminars and discussion pro
grams also give managers the chance to work with their counterparts in other agen
cies and to help each other solve common intra-agency problems at the same timf,1
During FY 1986, over 700 state managers enrolled in one of these managemen r
development programs.
I
I
11
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In addition to introducing programs for managers, DPA has developed a numbe
of new training seminars for the state's supervisory and professional personnel am!
for clerical and support employees that focus on introducing or strengthenini:1
specific skills The boxed insert gives a sampling of seminars available
-
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Training Seminars
Supervisory and Professional
Clear Writing
Labor Relations
Personnel Productivity
Team Building
Stress Awareness
Public Speaking

Clerical and Support
Communication Skills
Telephone Techniques
Written Communications
Time Management
Supervisory Skills
Secretarial Seminar

.,
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All training programs are managed by DPA staff and developed by human resources
professionals both inside and outside of state government. During FY 1986, the
first year these programs were offered, more than 1100 state employees enrolled
in more than 40 training seminars. The training seminars are monitored and
evaluated by DPA staff, and curriculums are being constantly adjusted to respond
to any weaknesses identified by program participants.
Finally, DPA has developed a preretirement counseling program to assist
state employees who are contemplating retirement within five years. The
program covers issues such as sources of income, health and safety, resources, life
planning, and role adjustment.

For more information about Training and Development Programs, contact James
J. Hartnett,Jr., Deputy Commissioner, Division of Management Services, Depart
ment of Personnel Administration (617) 727-2715.

Quality of
Work Life Program
Experienced employees often have the best ideas for improving work procedures
and solving problems. Yet, in developing strategies to improve agency perform
ance, state government has in the past failed to make effective use of their problem
solving skills.

To reach this resource pool, OER has developed Qualit y of Work Life
(QWL) programs in several state agencies. QWL programs recognize that
employees are an organization's most vital resource. These programs increase
employee participation in the problem-solving and decision-making processes and
open lines of communication between managers and employees. The QWL pro
cess, as developed by labor and management, includes three tiers of participants,
as shown in the boxed insert.
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Quality of Work Life Program

QWL Structure Components
Statewide Labor-Management Committee: This committee is composed
of eight to ten members representing unions and management equally. It
develops program goals, selects pilot sites for program implementation,
develops training guidelines, evaluates progress in implementation of QWL
projects, and approves expenditures.

,I

Agency or Department Steering Committee: This group, composed of six
to eight members representing unions and management equally, implements
QWL programs at the agency level. Responsibilities include working with the
statewide committees, managing program introduction at pilot sites, and fun
neling information between the statewide committee and work teams.
Problem-Solving Work Teams: The group, composed of eight to fourteen
volunteer employees, is responsible for problem solving and decision making
concerning changes in work procedures. Responsibilities include identifying
and analyzing work problems, developing recommendations for changes to
work process, and implementing solutions.
To date, OER and the Statewide Management Committee have assisted four agen;
cies - the Department of Revenue, the Massachusetts Commission for the Blindi
the Department of Public Works' Wellesley Depot, and the Lemuel Shattud
Hospital - to introduce QWL programs. The agencies range in size from a facili!'
ty of about 75 people to a multiregional agency with more than 2,000 employees
Each program is unique because its structure and process are designed to fit tht,
needs of the agency. Each program includes orientation programs and training ses- 1,
sions, both of which are essential to a successful QWL program. By introducinf!
agency staff to the QWL program concepts, the orientation programs help agen:
cies decide whether they wish to pursue the process. Once an agency decides tc
proceed, participants need to develop a deeper understanding and knowledge ol
the process. They also need to review or develop the skills necessary for theiJ:
participation.
OER has developed training programs to help agencies design QWL programs. Ad·
ditionally, it has developed a pool of experienced facilitators to assist the agencier
in initiating such programs. To date, more than 700 employees in four agencies have:.
been introduced to group problem-solving techniques through orientation pro·
grams and training activities. Many employees are also receiving more advanced:
training in problem-solving and group-dynamics skills.
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enefits
Each QWL program is in a different stage of development. Some agencies are ac
tively involved in problem solving, while others are still training employees. Par
ticipants are addressing problems ranging from facility environmental issues to
agency-wide policy and procedural issues.
One QWL group in the Department of Public Works is currently investigating ven
tilation problems in its diesel truck repair facility. A major overhaul or replacement
of the entire ventilation system, costing between $7 million and $10 million, was
thought to be necessary. Following extensive testing, investigation, and analysis
by the QWL group, it became clear that such an overhaul would not be as exten
sive as contemplated. The group identified several alternative system modifica
tions, and savings from the original estimate are expected to be between $3 million
and $5 million.
One of the Department of Revenue's QWL problem-solving groups has developed
and written a manual that describes for the first time how work is to be performed
within the unit. The manual will allow supervisors to plan unit goals more effec
tively and will give employees a clearer idea of what is expected of them . This in
turn will minimize confusion in the unit and reduce its high turnover rate. Finally,
it will enable the unit to improve the delivery of services to the citizens it serves.
These are only a few examples of the kinds of issues the groups are involved in
analyzing. Other issues being addressed include preparing an agency for a move
to new facilities, selecting office automation equipment, revising office procedure
forms, and developing a departmental performance recognition program. As the
groups become more experienced, they will take on more complex issues.

Contact
For more information on QWL programs, contact Susan Levine, Coordinator of
Quality of Work Life Programs, Office of Employee Relations (617) 727-5403.

17

I"'

Publication of this document approved by Daniel D. Carter State Purchasing Agent.
1M6-86810501
Estimated cost per copy $.57

