
 
 
 
 
 
 
 

 
I. General Functions: 
 

A. Call To Order 
B. Roll Call 
C. Pledge Of Allegiance 
D. Motion To Approve Agenda 
E. Public Comments 

 



SANTA MONICA-MALIBU UNIFIED SCHOOL DISTRICT 
PERSONNEL COMMISSION 

District Office Testing Room 
1651 Sixteenth Street, Santa Monica CA  90404 

 
AGENDA 

 
PERSONNEL COMMISSION RETREAT 

   SEIU & District staff representatives invited to participate 
April 17, 2012 @ 2:00 p.m. - 4:45 p.m. 

District Office Testing Room 
 

Electronically Recorded 
 

 
PERSONNEL COMMISSIONERS:  Mrs. Barbara Inatsugu, Mr. Michael Sidley, and Mr. Shane 
McLoud 
 
 
I. General Functions: 
 

A. Call to Order: 
 

B. Roll Call: 
 

C. Pledge of Allegiance: 
 

D. Motion to Approve Agenda: 
 

Motion by: _____________________ 
Seconded by: _____________________ 
Vote:  _____________________ 

 
E. Public Comments: Public Comments is the time when members of the audience 

may address the Personnel Commission on items scheduled and also not scheduled on 
the meeting’s agenda.  All speakers are limited to three (3) minutes.  When there is a 
large number of speakers, the Personnel Commission may reduce the allotted time to 
two (2) minutes per speaker.  The Brown Act (Government Code) states that 
Personnel Commission members may not engage in discussion of issues raised during 
“Public Comments” except to ask clarifying questions, make a brief announcement, 
make a brief report on his or her own activities, or to refer the matter to staff. 

   
1. Request to Speak on Agenda Items 
2. Request to Speak on Non-agenda Items  

 
 
II. Mission of Personnel Commissioners: (Mr. Cole: 1 hour and 45 minutes) 
 The merit system is a method of personnel management which is designed to promote the 

efficiency and economy of the workforce and the good of the public by providing for the 
selection and retention of employees, promotional opportunities, in-service training, and other 
related matters, on the basis of merit, fitness and the principle of “like pay for like work.” 
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A. Roles and Responsibilities 

 Board and Personnel Commission 
 Director and Superintendent 
 

B. The Role of the Director 
 
  Presented by George Cole, Executive Director of California Schools Personnel 
  Commission Association 
 
 
III. The Brown Act: Open Meetings for Local Legislative Bodies: (Dr. Young: 25 minutes) 
   

A. Overview 
 
 
IV. Personnel Commission’s Guiding Principles and Transparency: (Dr. Young: 5 minutes) 
 

A. Guiding Principles: Ensures the District’s merit system is performed as well as 
possible, that it supports the mission of the School District, and it is done in a manner 
that is highly transparent and user friendly for all employees and the public. 
Advocates that the Employee Performance Evaluations are consistently done on an 
annual basis, that they are designed to measure the effectiveness of each employee’s 
performance, that they are valued by both management and employees as a tool to 
improve the effectiveness of the District, and that the results are used to support the 
professional development of all employees. 
 

 
B. Transparency: characterized by visibility or ability to access information especially 

concerning business practices.  It may include open meetings, financial disclosure 
statements, the freedom of information legislation, budgetary reviews, audits, etc. 

 The Personnel Commission’s intention is to create a safe environment to be able to 
 ask unpopular questions.  The Personnel Commission is committed to accomplish its 
 work in a transparent  manner. 

 
 
V. Overview of the District Strategic Plan 2012: (Dr. Young: 5 minutes) 
 

A. Strengthen Talent at Every Level 
 
 
VI. Strategic Mission Planning and Goals Setting for the Personnel Commission: 
 (Dr. Young: 20 minutes) 
  

A. Review of the 2011-12 Personnel Commission Strategic Goals 
 
 Communication: 

 Provide two way communication structure with all constituent groups.  
 Coordinate with Human resource department on a comprehensive 

procedure manual conducting trainings with each constituent group. 
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 Regularly visit and communicate with sites and departments. 

Governance Management: 
 Meet core budgetary responsibilities and demands. 
 Provide meaningful opportunities for commissioners training and 

development.  
  
 Merit Rules: 

 Collaborate with District and SEIU to implement a 3-year 

maintenance plan for auditing classification specifications by job 
families. 

 Continue timely review and updating of Personnel Commission Rules. 
 
Classified Staffing Management: 

 Be pro-active in classified recruitment and testing. 
 Communicate and publicize a recruiting system which provides hiring 
 management a list of qualified applicants in a timely manner.  
 Provide the Commissioners and department  with internal and external 
 comparable merit data to enhance recruitment techniques to identify 
 areas of best practices and improvement 

 
   Employee Satisfaction: 

 Continue  a professional skills development plan for each staff 
member in the classified commission personnel office and complete 
annual employee evaluations in a timely manner 

 
 
VII. Robert’s Rules - Parliamentary Procedure Cheat Sheet: (Dr. Young: 5 minutes) 
 
 
VIII. Adjournment:   

There being no further business to come before the Personnel Commission, it is 
recommended that the meeting be adjourned. 

 
 

Motion by: _____________________ 
Seconded by: _____________________ 
Vote:  _____________________ 

 
 
   TIME ADJOURNED:  _____________ 
 
 
 
 

Submitted by:  _____________________ 
    Wilbert Young, Ph.D. 
    Secretary to the Personnel Commission 
    Director, Classified Personnel 

 



 

 
II. Mission of Personnel Commissioners: 

 
 

 Mission of Personnel Commissioners: (Mr. Cole: 1 hour and 45 
minutes) 

 The merit system is a method of personnel management which is designed 
to promote the efficiency and economy of the workforce and the good of the 
public by providing for the selection and retention of employees, 
promotional opportunities, in-service training, and other related matters, on 
the basis of merit, fitness and the principle of “like pay for like work.” 
 
 
A. Roles and Responsibilities 

 Board and Personnel Commission 
 Director and Superintendent 
 
 

B. The Role of the Director 
 
  Presented by George Cole, Executive Director of California Schools 
  Personnel Commission Association 

 



ROLES and RESPONSIBILITIES
BOARD AND PERSONNEL COMMISSION

DIRECTOR AND SUPERINTENDENT

CSPCA Merit System Academy



Board Responsibility

 The Board is an administrative 
agency, created by statute and 
vested with the powers expressly 
conferred by the Legislature



The Board is vested to

 Prescribe the duties to be performed by 
all persons in the classified service except 
those assigned to the commission (§
45109), 

 Prescribe and order paid the 
compensation of classified employees (§§
45267, 45268),

 Employ, pay, and otherwise control the 
services of such employees (§ 45241), 
and 

 Suspend or dismiss such employees (§
45304).



How Does It All Fit ???

 The Board runs the school district 
and employs the staff.

 Commission is an independent body 
that is charged with administering 
the human resources function for 
classified employees 

 So …..



Essentials

 Board determines:
 what work is to be done
 how many people are needed to do it
 the organizational structure for those 

people who are doing the work
 the hours per day and days per year of 

employees
 Establishing benefits
 Who is finally hired to do the work



Essentials (cont‘d)

 The Commission:
 Determines what the minimum 

requirements are for the employees 
who will be doing the work

 Establishes classifications and allocates 
to salary schedules

 Recruits for and tests employees
 Certifies enough candidates to fill all 

the jobs created by the board



Some Important Questions

 Can the Commission hire employees?
 Can the Board classify positions?
 Who makes the rules?
 Who is responsible for discipline?
 Who decides how many employees are 

needed?
 Who sets compensation levels?
 Who maintains personnel files?
 Who does what?



Commission Functions
and Board Functions

 Ed Code divisions
 Different organizational structures
 “2–hat” vs. separated offices
 Director‘s role
 Collective Bargaining
 Allegiance/loyalty of the Director



Major Commission Roles

CLASSIFICATION
Establish and maintain classification

plan
Conduct Job Audits
Classify positions
Assign titles
Establish minimum qualifications



Major Commission Roles (cont’d)

 CLASSIFICATION (cont’d.)
 Define/establish occupational 

hierarchies (families)
 Establish and maintain internal 

alignment
 Allocate classes to salary ranges



Major Commission Roles (cont’d)

 Approval of assignments

 Transfers?
 Promotions?
 Leaves of Absence?
 Resignations?
 Dismissals? 



Major Commission Roles (cont’d)

 Establish and maintain rules and 
procedures

 Hear disciplinary appeals
 Promote and support the mission of 

the District
 Provide counsel for District 

administrators
 Staff development



Major Board Roles

• Determine the organizational 
structure of district

• Determine the work that needs to 
be done

• Determine which jobs will be 
assigned specific duties

• Determine who will supervise other 
employees



Major Board Roles (cont’d.)

• Determine the number of 
employees needed

• Conduct negotiations with 
Association

• Provide for employee benefits
• Orient new employees
• Evaluate employees
• Maintain files



The Organization

 The Board and Commission are parts 
of the whole

 The Superintendent and the Director 
of Classified HR work together

 PCRR’s support the District’s mission 
and maintain precepts of Merit System





The Commission and 
Collective Bargaining

 Yet another set of relationships
 What is the Commission's role in 

bargaining
 The employee’s representative
 Protection of merit principles
 The Contract and Rules
 Application of the Rules



The Balancing Act

 Director and Cabinet
 Director and Board
 Director and Superintendent
 Director and Assistant Supt,. HR
 Director and Negotiations
 Director and Labor
 Director and Management
 Director and Discipline



The Commission’s Director

 Hired by the Commission
 Evaluation
 Discipline/Dismissal
 Manages Commission staff
 Secretary to Commission
 Interprets rules/hears appeals
 Contract interpretation/application



The Commission’s Director (contd.)

 Advises management staff
 District policy and Direction
 Facilitator/mediator
 District committees
 Spokesperson for Commission
 Role in Disciplinary process



In Summary

 Both the Commission and the 
Board/District Administration have 
specific roles and responsibilities

 It is important that both work 
collaboratively, respecting each 
other’s role and responsibilities.



The Role of the Director



How Important is the Director?
 The role of the Director can affect 

the employees, union leadership, 
board, commission, and the 
administration. 

 The perception of the Merit System 
in an organization is largely 
dependent on the Director.



Personnel Director Overview

 Appointed, supervised, and evaluated by 
the Commission (§ 45264)

 Secretary to the Commission (§ 45266)
 Manages/supervises Commission staff
 Responsible for carrying out procedures 

and rules of the Commission
 Certifies classified payroll (§ 45310)



Guidance from the Ed Code?

 E. C. 45266. (a) The personnel director shall be 
responsible to the commission for carrying out all 
procedures in the administration of the classified personnel 
in conformity with this article and the rules of the 
commission, and shall be free of prejudgment or bias 
in order to ensure the impartiality of the commission.
He or she shall also act as secretary of the commission and 
shall prepare, or cause to be prepared, an annual report 
which shall be sent by the commission to the governing 
board. (b) A personnel director shall not advise or make 
recommendations to the commission regarding any 
disciplinary action appealed to the commission under 
Section 45305, if the personnel director is the party who 
brought the action against the employee.



Merit vs. Non-Merit

 The role of the Director can be a significant 
benefit to having a Merit System.

 Having an unbiased Director responsible for 
running a classified personnel system on a 
day-to-day basis is a fundamental 
difference between Merit and Non-Merit 
Systems.

 Non-Merit Directors are a representative of 
the District, COE or Community College



Discussion of Director’s Role

 What is your Director’s role in these areas:
 Core Merit System Areas: Recruitment, Testing, 

Selection, Job Analysis, Classification, 
Compensation, Eligibility Lists

 Layoff
 Collective Bargaining
 Discipline
 Contract Administration
 Administrative Coordination (Operations, 

Workers Comp, Subs, Volunteers, etc.



The Times We Live in…

 These are very difficult financial times for 
California COE’s, community college 
districts, and K-12 school districts

 The employees and the COE’s/ districts 
need a fully functioning Director

 The Personnel Commission is paying for a 
professional; it does not make sense to 
limit the duties of the Director any more 
than necessary

 We recognize that many Directors wear 
multiple hats.



State-wide Merit System issues…
 “A large percentage of the conflicts that 

occur in Merit Systems throughout the 
State revolve around the role of the 
Director.”



HR ANALYST DUTIES (based on 
core Commission responsibilities)

 Test development and analysis
 Classification and Reclassification
 Job Analysis



TYPICAL DISTRICT FUNCTIONS 
PERFORMED BY PC STAFF

 Layoff 
 Maintaining seniority lists.
 Maintaining 39 month remployment

lists
 Maintenance of Classified Personnel 

Files
 In processing of new employees



PC OFFICE STAFFING as of 
03/31/10

 Based on statewide surveys for PC 
staffing.

 200 – 300 Classified staff – Dir. 
AND 1 FTE (HR Technician)

 300 – 600 – Dir. and two FTE (1 
Tech. and 1 Asst.)

 600 - 800 – Dir. and 2.5 FTE ( 1 
Analyst , 1 Tech 1 Asst.)



PC STAFFING CONT.

 1000 + Dir. and four FTE (1 Admin 
Support. 1 Analyst, 1 Tech. 1 Asst.)

 The average staffing includes the 
District functions listed above, since 
most Personnel  Commissions 
perform the listed District functions.



PC BUDGET

 The Ed Code specifically established 
an independent budget for the 
Personnel Commission (Ed Code 
45253)

 Lynwood Personnel Commission v. 
Lynwood Board of Education.

 The Ed Code holds the PC 
accountable in the way it spends its 
funds.



PC BUDGET (CONT)

 Training for Commissioners and 
staff. (Ed Code 45255)



RESOLUTION

 PC Director and Superintendent 
meet on a regular basis.

 Involve Director as part of cabinet 
and other District functions.

 Personnel Commission and Board 
meet on a  scheduled basis.

 The Board, PC, Superintendent, 
Director and union needs to be part 
of one team 



Questions?



Hood vs. Compton Comm. College

 Who is the employer?
 Who is the supervisor?
 Who evaluates?
 Who disciplines?



Overview

 Merit vs. Non Merit Directors
 Core Merit System role
 Two headed Directors
 Where is the line on administrative 

duties?   
 Funding allocation for the Director’s 

position



Merit 
Duties
100%

Classified Personnel Director-Old 
School

Merit 
Duties
20%Other HRM 

Functions
80%

Classified Personnel Director-New 
World

Evolving Role of the Director



Defining the Line!

 Two headed Directors have varied responsibilities
 The next few slides show you how one district defined the 

maximum role of the Director 
 The role of the Director in your organization is a local 

decision
 We will discuss the maximum use of the Director up to the 

point of potential conflict of interest
 While it is important to define the line for the role of the 

Director…don’t fix it if it works in your district, COE, or 
community college



Collective Bargaining
 The Director may play an active role in classified negotiations including: 

researching district and employee proposals, facilitating and suggesting 
solutions, analyzing and reporting the implications of negotiable issues, 
drafting contract language for consideration by the parties. 

 The Director’s function is one of a resource to both the DISTRICT and the 
Exclusive Representative (hereafter, “REPRESENTATIVE”) of the bargaining 
unit.  The Director shall not serve as the DISTRICT’S spokesperson and 
shall be free to point out areas to both parties where negotiations may be 
in conflict with Merit System laws.

 The Director may caucus with the DISTRICT or the REPRESENTATIVE if 
requested, and if appropriate.  The Director may facilitate, problem solve, 
analyze, or suggest alternatives.  However, the Director will not pressure 
either party to reach agreement through the use of a mediation role. 

 The Director will advise both the DISTRICT or the REPRESENTATIVE if 
proposal conflicts with the Merit System



Discipline
 The Director can advise both the DISTRICT and the REPRESENTATIVE/ 

employee on disciplinary procedures, determine facts but not consequences, 
and help develop individualized employee training programs to address 
performance needs.

 The Director is the COMMISSION’S representative in the disciplinary process; 
no duties shall be performed that conflict with this primary role.  The Director 
must be free to be an impartial procedural advisor and resource to the 
DISTRICT, the REPRESENTATIVE, and employees.  Impartial must not be 
confused with uninvolved; a Director may be very involve and still be 
impartial.

 The Director’s participation at different levels of the disciplinary process 
should promote fairness, consistency, and due process compliance.  The 
Director will not be the DISTRICT’S spokesperson; the decision as to the 
specific disciplinary action necessary in due process/progressive discipline 
will be determined by the supervisor and/or Associate Superintendent--not 
the Director.

 In some cases it is not appropriate for Director to make a recommendation to 
the Personnel Commission on a disciplinary action.



Contract Administration
 The Director will help with administering the contract language as 

agreed to by the parties.  In the event of a grievance, the Director 
can research factual background information for the parties, act as 
a facilitator, coordinate procedural issues, and propose 
solutions/resolutions of alleged violations of the contract. 

 The Director will not be the DISTRICT’S representative authorized 
to determine the DISTRICT’S official response to a grievance.  The 
DISTRICT’S response to a grievance is the responsibility of the 
DISTRICT administrator designated at the appropriate level.  



Administrative Coordination

 Other miscellaneous duties:

 Classified staffing levels 
 Layoff processing
 New classification duty statements 
 Job duty assignment clarification
 Objective troubleshooter
 Questions…



Funding

 Funding the Director 100% from the
Personnel Commission budget recognizes
and is consistent with the impartial role
required in the Education Code



Conclusion: Defining the Line Can 
Help Your Merit System!

 Understanding the maximum recommended role of 
the Director will help you recognize and prevent 
conflicts which may affect your Merit System

 The Director must demonstrate the highest ethical 
standards

 Discussions with the District and Representative 
regarding the role of the Director are necessary to 
prevent misunderstandings

 Feedback and comments  



 

 
III. The Brown Act: Open Meetings for Local 

Legislative Bodies: 
 

 
A. Overview 

 































 

 
IV. Personnel Commission’s Guiding Principles and 

Transparency: 
 

 
A. Guiding Principles: Ensures the District’s merit system is performed as 

well as possible, that it supports the mission of the School District, and it 
is done in a manner that is highly transparent and user friendly for all 
employees and the public. 
Advocates that the Employee Performance Evaluations are consistently 
done on an annual basis, that they are designed to measure the 
effectiveness of each employee’s performance, that they are valued by 
both management and employees as a tool to improve the effectiveness 
of the District, and that the results are used to support the professional 
development of all employees. 
 

 
B. Transparency: characterized by visibility or ability to access 

information especially concerning business practices.  It may include 
open meetings, financial disclosure statements, the freedom of 
information legislation, budgetary reviews, audits, etc. 

 The Personnel Commission’s intention is to create a safe environment to 
 be able to ask unpopular questions.  The Personnel Commission is 
 committed to accomplish its work in a transparent manner. 

 



 

 
V. Overview of the District Strategic Plan 2012: 
 

 
A. Strengthen Talent at Every Level 

 



STRENGTHEN 
TALENT 

AT EVERY LEVEL
Strategy: Recruit, develop, and retain 
outstanding and motivated staff who share the 
values of SMMUSD and meet the needs of the 
diverse students we serve

ENSURE DISTRICT 
RESOURCES

Strategy:  Exercise effective 
oversight of the district’s resources 
and assets to support fiscal stability 
and equitability in the allocation of 
resources.  

NURTURE 
COLLABORATIVE

PARTNERSHIPS
Strategy: Strengthen partnerships  
to support student success

Initiatives:
•	Build new and enhance existing 

connections among students, families, 
and schools

•	Expand partnerships with businesses and 
the cities of Santa Monica & Malibu

•	Coordinate efforts with institutions of 
higher learning and agencies that support 
our youth

•	Participate in civic life, exercising their rights and responsibilities 
of citizenship.

•	Have a deep understanding of and respect for diversity 
that enables them to live and lead in a multicultural and 
multi-abled world.

•	Elaborate, refine, analyze, and evaluate ideas in 
order to think and work creatively.

•	Demonstrate functional and critical thinking 
skills, including those related to media and 
technological information.

•	Make judgments and decisions by 
effectively analyzing and evaluating 
evidence, arguments, claims, and beliefs.

•	Master verbal and written 
communications in English and 
proficiency in multiple languages.

•	Are successfully 
prepared for college, 
career, and life.

•	Are flexible, 
adaptive, and 
have a passion 
for life-long 
learning.

MISSION
Extraordinary achievement for all students while simultaneously closing the achievement gap

Initiatives:
•	Exercise effective oversight of the 

district’s resources and assets to 
support fiscal stability and equitability 
in the allocation of resources.  

•	Develop additional sources of funding
•	Support, maintain, and enhance 

learning environments

PROMOTE EXCELLENCE AND EQUITY
Strategy:  
Prepare all students to have the knowledge, skills, and confidence to 
excel in postsecondary education and the workplace as productive 
participatory global citizens.

Initiatives:
•	Provide all students with rigorous / relevant curriculum and effective instruction
•	Integrate technology into teaching and learning
•	Develop students’ local & global civic literacy

Initiatives:
•	Maintain student-centered learning environments that are physically and emotionally safe
•	Nurture the development of personal and interpersonal skills in students that equip them to live 

healthy, productive lifestyles 
•	Support students’ creativity and development of talents and interests

Strategy:  
Develop in all students the knowledge, skills, and attitudes that contribute to living a 
healthy, balanced life

Initiatives:
•	Seek out and hire talented candidates
•	Foster continuous improvement and 

leadership throughout the district
•	Incorporate best practices to enhance staff 

effectiveness

SA
N

TA
 M

O
N

IC
A

-M
A

LI
BU

 U
SD

 G
RA

D
U

A
TE

S:

CO
RE

 G
O

A
L

SU
PP

O
RT

IN
G

 G
O

A
LS

STRATEGIC PLAN 2011-2016



 

 
VI. Strategic Mission Planning and Goals Setting for 
 the Personnel Commission: 

 
 

A. Review of the 2011-12 Personnel Commission Strategic Goals 
 
 Communication: 

 Provide two way communication structure with all 
constituent groups.  

 Coordinate with Human resource department on a 
comprehensive procedure manual conducting trainings 
with each constituent group. 
 

 Regularly visit and communicate with sites and 
departments. 

Governance Management: 
 Meet core budgetary responsibilities and demands. 
 Provide meaningful opportunities for commissioners 

training and development.  
  
 Merit Rules: 

 Collaborate with District and SEIU to implement a 3-
year maintenance plan for auditing classification 
specifications by job families. 

 Continue timely review and updating of Personnel 
Commission Rules. 

 
Classified Staffing Management: 

 Be pro-active in classified recruitment and testing. 
 Communicate and publicize a recruiting system which 
provides hiring  management a list of qualified 
applicants in a timely manner.  
 Provide the Commissioners and department  with 
internal and external  comparable merit data to enhance 
recruitment techniques to identify  areas of best practices 
and improvement 

 
   Employee Satisfaction: 

 Continue  a professional skills development plan for 
each staff member in the classified commission 
personnel office and complete annual employee 
evaluations in a timely manner 



 

 
VII. Robert’s Rules - Parliamentary Procedure Cheat 
 Sheet: 

 
 

 









 
 
VIII.  Adjournment: 
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