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EXECUTIVE SUMMARY

BACKGROUND

The designers of the current personnel management system in Virginia
viewed the role of a central personnel activity as one of a coordinator, a
facilitator, a providor of services to the operating agencies. The leaders
of the State in the late 1930's and early 1940's soundly rejected the est-
ablishment of a control oriented, watchdog type civil service system for
the Commonwealth.

In 1973, the General Assembly created the Commission on State Govern-
mental Management ''to conduct a thorough reorganization study'. One

of the Commission's areas of in-depth review was the personnel management
system. In a document presented to the Governor and the General Assembly

in December, 1975, titled the '""Sixth Interim Report: Recommendations on

the State's Personnel Process', the Commission expressed the following point
of view regarding the proper role of the central personnel agency: '"The
Division of Personnel is one of the key staff arms assisting the Governor in the
execution of his responsibilities. If the management of the state government is.
to be substantially improved, it is imperative that the Division be strengthened
in its central management role. To become completely effective in its man-
agement role, it will be necessary for the Division to divest itself wherever
possible of all matters that are extraneous to that central role.'.

In the Commission on State Governmental Management's review of the opera-
tion of the State's personnel system, they evaluated its effectiveness and suggest-
ed possible modifications and improvements where appropriate. They rec-
ommended that the General Assembly enact legislation directing the Secretary
of Administration and Finance to conduct a study of the relationships between
the Department of Personnel and Training (DPT) and State agencies and

develop a definitive plan for the delegation of operating personnel functions

to the appropriate levels of management for submission to the Governor and

the General Assembly. This resulted in the enactment of House Joint Resol-
ution 64 which directed a study be conducted and a plan submitted to the
Governor, the President of the Senate and the Speaker of the House of Delegates
not later than December 15, 1976.

As a result of HJIR 64, the Secretary of Administration and Finance appointed

a committee on July 21, 1976 to conduct a study of personnel management

within the Commonwealth. Each member of the Cabinet was asked to designate
two individuals from his secretarial area to serve on this committee. It was
suggested that the individuals be not only familiar with personnel policies and
procedures but, in addition, have experience in personnel management practices.
It was also felt that members should be selected from the involved central
agencies; large, complex operating agencies; and the smaller operating agencies.



The initial meeting of the committee was held on August 11, 1976 at which
time Secretary Maurice B. Rowe emphasized that this was an extremely
challenging and meaningful study that could have far reaching effects on
future personnel nianagement in the Commonwealth. In addition, he stressed
the importance of addressing the provisions of HJR 64 as well as the need to
closely review the contents of the Sixth Interim Report.

From the beginning active and continuous involvement by the Cabinet and
agency personnel was solicited and received. All State agencies were asked
to submit their comments ahd recommendations by their individual Secretaries
and this Committee. Extensive input has been received. This Cormmittee has
visited nurmerous State agencies and talked to employees in an effort to obtain
first hand their comments and suggestions within t}.\é existing time constraints.
A concerted effort was made to obtain the viewpoint of representatives of a
variety of State employee groups during the course of this Committee's work.

The identification of those ""personnel functions not of a policy nature' proved
to be extremely difficult. The Cormnmittee, when discussing personnel functions
not of a policy nature, with DPT and the operating agencies discovered a wide
variance of views. However, with only minor exceptions, the majo:ity of
operating agencies saw not only a need but a real value in DPT establishing
basic personnel policies and monitoring their enforcement. The real issue was
to what extent this delegation should occur.

The identification of personnel management positions currently available in

State government as a whole and in individual agencies was addressed. It was
possible to clearly identify only those positions assigned to a class title relating
to personnel management. Frequently, however, individuals were involved in
personnel management as an additional responsibility. This was especially

true in the smaller operating agencies and in the internal organizational structure
of larger operating agencies. It proved impossible to estimate the personnel
staff resources required at-the several levels of State organization due to the
complexity and diversity of the organizational structure of the agencies within
State government, the time available for this study, and the size of the Committee.
Many of the recommendations of this study will impact the current personnel
management resources throughout State government. Their impact, however,
can only be determined after they have been evaluated and implemented on an
agency by agency basis.

The House Joint Resolution directed that attitudinal changes be considered that
may be required throughout the personnel management system. The Committee
encountered numerous expressions of attitudes both in the written input from
State agencies as well as interviews and discussion with members of several
agencies. DPT is justifiably concerned with its responsibility for the overall
function of State government as it relates to personnel management. This is



viewed as best accomplished through the implementation of policies and
detailed procedures and close and continuous review and approval of State
agency requests and actions. '

The operating agencies, on the other hand, feel DPT is too control oriented.
They do see the need for a strong role in establishing and maintaining uniform
personnel policies and practices on the part of DPT. The operating agencies,
however, feel a more participatory approach on the part of DPT is both
appropriate and needed. They feel many of the present review procedures
performed by DPT could be eliminated and replaced by appropriate post-

audit actions to insure compliance with established personnel policies. The
Committee agrees there is a need for greater decentralization of operating
personnel management programs as opposed to personnel management policies.
This will require some changes in attitude on the part of both DPT and operating
agencies.

Several studies have been conducted over the past few years which have

reviewed Virginia's personnel system. The most recent study was the one
conducted by the Commission on State Governmental Management. An earlier
study was conducted in 1970, '"The Governor's Management Study''. These
studies were conducted by groups of individuals outside the Executive Branch

of government. This Committee on Personnel Management, on the other hand,
brings a different perspective and insight to the challenge of reviewing and
submitting recommendations for the purpose of improving personnel management
within the Commonwealth. This Committee is composed of senior management
personnel from within the Executive Branch who deal with the personnel manage-
ment system on a daily basis. As a result, they have an intimate knowledge

of the personnel management system as it relates to State government and its
strengths and weaknesses. In addition, they have a personal and professional
commitment to the development of sound, pragmatic recommendations to resolve
existing weaknesses in the system as well as the implementation of such
recommendations.



RECOMMENDATIONS

This section contains a summary of the recommendations made by the
Committee in each functional area of personnel management. In the
interest of brevity, this section contains none of the rationale that is

set out in the main body of the report in gsupport of the recommendations.
The reader is referred to the various chapters of the study for that
information.



SUMMARY OF RECOMMENDATIONS
OF THE
COMMITTEE ON PERSONNEL MANAGEMENT

EMPLOYEE DEVELOPMENT

A. Recruitment

ACTION RESPONSIBILITY TARGET DATE

1. Develop plan for transfer of State
Recruitment Section from DPT to VEC. DPT, VEC May 1, 1977

2. Separate State Recruitment Section from
Merit System Section. DPT ASAP

3. Establish position of State Recruitment
Officer to remain in DPT with responsi-
bility for developing and monitoring
State recruitment policy, and for providing
continuing assistance to State agencies in
their recruitment activities. DPT ASAP

4. Expand the use of advertising to include
radio and TV public service announcements,
advertisements in yellow pages of telephone
directories, and extensive use of publications
of the minority population. DPT, VEC &
State agencies ASAP

5. Continuously upgrade the ability to staff
members of Central Recruitment Section
and some operating agencies by: DPT, VEC ASAP
a. developing and implementing
training programs in recruitment
techniques;
b. arranging staff assignments so
that members become specialists
in clearly-defined occupational areas;
c. providing mechanism for ongoing
exchange of information and ideas
between central recruitment staff and
operating aygcncies.



A. Recruitment (continued)
6. Permit State agencies to continue
to pursue and improve their own

recruitment efforts. State agencies

B. Examinations

ACTION RESPONSIBILITY

Ongoing

TARGET DATE

1. Develop plan for transfer of State Merit
System Section, including all examina-
tion and certification activities, from
DPT to VEC DPT, VEC

2. Establish position of State Examination
Officer to remain in DPT with respon-
sibility for developing and monitoring
‘State examination policy, and for providing
continuing assistance to State agencies in
their examination activities. DPT

3. Assign to those State agencies with staff
and facilities to do so the authority to
administer standardized tests developed
by Mecrit System Section. DPT, VEC &

State agencies

4. Increase production in areas of test
development and validation so that present
backlogs can be eliminated and selection
process can be made more meaningful and

effective. DPT, VEC

5. Establish and implement procedures that
will overcome present condition of con-
fusion and delay in testing activities carried
out in local offices by VEC. DPT, VEC
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ASAP

ASAP

ASAP

ASAP



C. Training

ACTION RESPONSIBILITY TARGET DATE

1. Issue policy statements on Training at DPT & State April 1, 1977
State and agency levels, to contain at agencies for DPT;

least the following points: July 1, 1977
a. affirmation of commitment to for State
training; agencies

b. clear statement of role which
training will play in State and
agency operations;

c. directive and guidance for the
development of an effective
training plan in each State agency.

2. Identify training as a separate and distinct
element in the budget of every State agency. DPT & State 1978-80
agencies Biennial Budget

3. Develop training plan in each State agency,

with DPT providing assistance as needed. State agencies
& DPT July 1, 1978
4. Intensify efforts of MDTS in DPT, notably
in the areas of: DPT Ongoing
a. systematic assessment of training
needs;

b. assistance to State agencies in the
training of agency trainers;

c. research into new training techniques
and methods;

d. development of resource aids such as
trainer resource pools and inventories of
training equipment, facilities and programs
that can be shared among State agencies.



D. Carecer Development

ACTION RIESPONSIBILITY TARGET DATE
1. Issue policy statements at the State DPT, State April l, 1977
and agency level in support of a pro- agencies for DPT
gram of career development. July 1, 1977
for State
agencies

2. Review the State's personnel policies
and procedures on a continuous basis
from the standpoint of their relation-
ship to and effect on career develop-
ment opportunities and incentives. DPT Ongoing

3. Assign and develop plan for training
knowledgeable individuals in State
agencies to provide career counseling DPT &
to agency employces. State agencies Ongoing

4. Develop and implement a program to
aquaint employees of carcer opportunitices
in the Commonwealth; to inform them of
the qualifications needed for advancement; and to
advise them of the training programs and
resources available to mect the qualification
requirements. DPT July 1, 1477

5. Establish career development as an integral DPT &
part of the performance appraisal system. State agencies



II. CLASSIFICATION AND WAGE AND SALARY ADMINISTRATION

A. Classification

ACTION RESPONSIBILITY TARGET DATE
1. Develop procedures to effect the DPT, DPB, April 1, 1977
processing of the G.O.Form P-5 MASD, Selected
by DPT and DPB in a maximum State agencies

of two weeks by each agency unless
the operating agency is notified of
necessary delay for such reason as
audit or inadequate information.

2. Revise the G. O. Form P-5 and related DPT, DPB May 1, 1977
instructions.
3. Prepare a detailed plan and written DPT, DHT July 1, 1977

agreement for a pilot project to decentral-
ize specific functions of the classification
process to a selected State agency. This
Committee recommends that the agency

to be selected is the Department of Highways
and Transportation (DHT).

4. Distribute to all State agencies a manual of DPT July 1, 1977
information regarding classification and pay
practices.

5. Amend the Virginia Personnel Act to DPT, General 1978 Session
exclude from its provisions the class Assembly

of positions, Confidential Secretary,
with authority reserved to the Governor
for setting a uniform maximum rate of
pay for the class.

6. Develop and distribute to all State agencies DPT July 1, 1977
policy and procedure statements regarding
the appeal of classification actions.



Wage and Salary Administration

ACTION

Establish policy to require retro-

“ive payment to a State employce,
ithout tiine limitation, of compensa-
r...n withheld because’of administrative

crror,

Gevelop procedures to monitor more
carecfully the use of the G.O. Form
P-14 by State agencics in the payment of
hourly and piecework employees.

Recommend policies to the Governor
and the Secretary of Administration and
Finance in the following roles of
¢ompensation:

a, delegation of authority to State
agencies to make appointments
above the entrance rate without

_ prior approval of DPT;

u. a longevity pay plan;

RESPONSIBILITY TARGET DA'T' i
DPT March 1, 1977
DPT, DPB,

MASD, Selected
State agencies

Committee
on Personnel
Management .

c. granting of additional merit increase

steps to exceptional employees.

. Make analysis and recommendations to

Secretary of Administration & Finance
regarding current ban on appointments
above the entrance ratc and competitive

increases for clerical and related classes of

positions.
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III.

PERFORMANCE APPRAISAL AND STANDARDS OF PERFORMANCE

A. Standards of Performance

o~

ACTION

TARGET DATE

. Disseminate policy statement.

. Begin development or revision of

current position descriptions.

(to be completed)

. Disseminate training and procedural

guide texts to all State agencies.

. Begin formal training programs

in the State agencies.

(to be completed)

. Begiu installation of standards of

performance related to positions

(to be completed)

. Performance Appraisal

ACTION

RESPONSIBILITY

DPT

State agencies

DPT

DPT &
State agencies

State agencies

RESPONSIBILITY

April 1, 1977

March 1, 1977

March 1, 1978
May 1, 1977

July 1, 1977

January 1, 1978

July 1, 1977

January 1, 19580

TARGET DATE

. Disseminate policy restating the

purposes of performance appraisals,
including the assessment of reasonable
levels of accountability for results.

. Change format of G.O. Form P-9 and

issue procedural instructions covering
new approaches which include:

a. expansion of basic factors applicable
to all employees, causing the evalua-
tion of management capabilities of
supervisors;

b. redefinition of rating factors to
improve job relatedness;

-11-

DPT

DPT

March 1, 1977

Marchl, 1977



B. Performance Appraisal (continued)

c.
d.

f.

linear scale rating graph;

new descriptions of form reflecting
the characteristics of different
levels of performance between poor
to excellent;

. narrative explanation of employee

strengths /weaknesses to include
remedial action indicated;
narrative expression of employee
promotability;

mandatory discussion of rating between
employee and supervisor, to include the
signature of employee.

3. Adjust cycles of performance appraisal to
individual basis keyed to employee's

present or last merit consideration DPT
eligibility date. State agencies July 1, 1977
4. Begin installation of standards of perfor-
mance as the basis for performance State agencies &
appraisal. DPT July 1, 1977
(to be completed) January 1, 1980
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Iv.

A.

1.

EMPLOYEE MANAGEMENT RELATIONS

Benefits
ACTION

Make continuing evaluation of the
State employee benefits package.

Submit an annual benefits report
to the Governor

. Assign responsibility to the Governor's

Advisory Committee to surface suggestions
on employee benefits at regular intervals
for consideration by DPT

. Amend Section 51-111. 18 of the Code of

Virginia to provide for appointment of
at least two State agency employees to
the Board of the Virginia Supplemental
Retirement System (VSRS)

Develop a uniform State policy pertaining
to employees taking courses at State
educational institutions on a space
available, no charge basis.

Evaluate feasibility of adopting a
disability income protection group
plan as an optional payroll deduction at
employee's own expense.

13-

RESPONSIBILITY TARGET DATE

State Employee Ongoing
Relations Coordinator

DPT on July 1 on
each year

Governor's March 1, 1977
Advisory Committee
and DPT

VSRS, General
Assembly 1977 Session

Sec. of Education July 1, 1977

DPT July 1, 1977



B. Communications

ACTION

1. Develop a standard employee
handbook for use by State agencies
that are unable to publish one of
their own of equivalent quality.

2. Conduct an annual Statewide ernployee
attitude and information survey as a
basis for identifying and correcting
employee relations problems.

C. Grievances
_ACTION

1. Revise and reissue the policy and
procedural statements of the State
grievance procedure to clarify and
emphasize the following points:

a. agency administrative officials

have a proper role in advising

RESPONSIBILITY TARGET DATE

DPT January 1, 1978

January 1, 1978
DPT & each year
thereafter

RESPONSIBILITY TARGET DATE

panel members on grievance hcaring

procedures, and may be present in

such role during conduct of hearings;

b. the informal nature of the grievance

hearing is more desirable as a means
of allowing all participants to present

information on the issues than is a
formal, legal-type proceedings.

D. Employee Recognition

ACTION

1. Study and make a recommendation to

the Secretary of Administration & Finance

on the benefits and estimated costs of
cstablishing:

a. a suggestion awards program;
b. an incentive awards program.

-14-

DPT January 1, 1978

RESPONSIBILITY TARGET DATE

Committee on
Personnel Man-
agement

July 1, 1977



E. Moving Regulations

ACTIONS RESPONSIBILITY TARGET DATE
1. Update moving and relocation DPT, July 1, 1977
regulations Comptroller
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V. RESEARCH AND DEVELOPMENT, STATISTICS, INFORMATION, RECORDS

A. Research and Development

ACTION

RESPONSIBILITY TARGET DATE

1. Reactivate the Research Section of
DPT, with responsibility assigned
for: DPT
a. obtaining and disseminating in-
formation regarding research
being conducted in the field of
personnel administration in gen-
eral, and in State agencies in
particular;
b. assisting agency personnel officers
with the development and implementation
£ agency level research studies;
c. .originating and conducting Statewide
studies and projects.

B, Statistics_

ACTION

July 1, 1977

RESPONSIBILITY TARGET DATE

1. Proceed as scheduled with development
and implementation of PMIS. DPT, MASD

2. Give priority to the personnel management
subsystem of PMIS over the preemployment
subsystem if the two cannot be implemented
simultaneously. DPT, MASD

w

Evaluate responsibility of PMIS to meet
State and agency needs, and modify as DPT, MASD

August 1, 1977

August 1, 1977

August 1,1978

needed. State agencies & annually
thereafter
C. Information
_ACTION RESPONSIBILITY TARGET DATE

1. Prepare and distribute revision of
the Virginia Personnel Act, Rules
for the Administration of the Act,
and other related memoranda of an
interpretative and explanatory nature. DPT

-16-
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C. Information (continued)

ACTION RESPONSIBILITY TARGET DATE

2. Implement program of issuance of
changes and amendments to the
above documents in a systematic
and orderly manner. DPT Februaryl, 1977

3. Install procedures for an annual
revision of the Rules. DPT February 1,1977

4. Develop a plan for holding regularly
recurring meetings of staff members
of DPT with a representative group of
State agency personnel officers for
purpose of dialogue, coordination and infor-

mation sharing. DPT April 1, 1977
Records
ACTION_ RESPONSIBILITY TARGET DATE

1. Institute a program of visitations and
instruction to agency personnel staffs
in matters related to forms preparation
processing and records keeping. DPFT May 1, 1977

2. Make studics to determine which
personnel transactions can be decentral-
ized to State agencies for final action. DPT June 1, 1977

3. Develop a plan for a pilot project of
decentralization of transaction actions to a
a selccted State agency.in conjunction with DPT July 1, 1977
classification.

4. If pilot project is sucessful, delegate
transaction authority to other agencies. DPT January 1, 1978

5. If transactions authority is delegated,

follow with a program of decentralization
of official employee records. DPT July 1, 1978
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CONCLUSIONS

The effective and efficient utilization of an organization's
.resources - people, dollars, and physical facilities - to a
great degree determine its success or failure. The most im-
portant resource of any organization in meeting its goals is
its people. As an organization grows in size and complexity,
the challenge of creating a meaningful, positive, and rewarding
personnel management system becomes increasingly more critical.
As has been pointed out, the Commonwealth has made a conscious
effort to meet this challenge. There is a continuing need;
however, to assess our accomplishments, to define our goals, and
to develop sound personnel management practices to insure we
meet these goals.

The basic purpose of this Committee was to review and evaluate
the existing personnel management system in Virginia and develop
recommendations which will build on its strengths and minimize
its weaknesses. A personnel management system, by its nature,
is extremely complex. This Committee attempted to define the
basic functions of personnel management; apply them to the
Commonwealth; identify areas requiring improvement; and offer
specific recommendations within the time frame available. Each
basic personnel management function was defined; the current
situation was outlined; observations and problems were identi-
fied; conclusions were discussed; and specific recommendations
were offered. These specific recommendations are shown at the
end of each personnel management function in the main body of
this study.

Any attempt to present broad conclusions runs the risk of over-
simplifying the complex issues associated with Virginia's per-
sonnel management system. With this in mind, this Committee
feels it is still desirable to offer the following general
observations and comments.

1. There is a need for greater decentralization of
on-going personnel management programs to the
operating agencies by the Department of Personnel
and Training (DPT). DPT, however, must continue
to retain' the responsibility for establishing per-
sonnel management policies. Such decentralization
must be accomplished 1in a systematic, defined, art
controlled manner in order to insure continuity of
the personnel management system throughout State
government.

2. Attitudinal problems are evident at each level of
the personnel system. The individual employee feels
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the personnel system all too often is not suppocrtive
of his needs. The operating agencies feel the current
personnel system is too control oriented and there

i3 a need for a greatcr degree of participation on
their part throughout the personnel system. DPT is
justifiably concerned with its responsibility for the
overall function of State government as it relates

to personnel management. These are not irreconci-
lable differences but do require a continued aware-
ness of the attitudes, needs, and capabilities of

each of these groups and a sincere effort on their
part to work as a "team".

One of the most effective means for establishing
this "team" concept is through continuous, meaning-
ful communications. State agencies must provide

for the free and open exchange of information be-
tween their employees, supervisors, management,

and personnel administrators. DPT should immediately
establish a visible, structured, and meaningful
mechanism that permits the free and open exchange
of information, ideas, needs, decisions, and future
plans on a continuous basis between their Department
and State agencies. DPT must reaffirm their role as
a service oriented agency dedicated to providing
counsel, advice, and technical assistance to the
operating agencies. In order to accomplish this

in a meaningful and responsive manner there is a
need to expand the number and types of professional
positions within DPT in such areas as classification,
research, planning, training, testing, and employee
relations. This need has become increasingly more
acute in recent years due to the growth in the size
and complexity of State government.

There is a need to reaffirm the commitment to a
sound, responsive training and career development
program at all levels of State government to include
the Governor, agency heads, managers and supervisors.

There is a need to more effectively utilize the
performance appraisal system and standards of per-
formance as a positive mechanism for meeting the
goals of both the organization and the individual
employee.

The General Assembly has mandated "a system of per-
sonnel management based on merit principles and
objective methods of appointment, promotion, layoff,
rcmoval, discipline, and other incidents for State
employment”. The present lMecrit System is cxpensive
and cumbersome and only applies to a small percent-
agc of State positions. This Committee feels that
the Virginia system of personnel administration is
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no less a protector of the principles »f selection
and service on the basis of merit and fitness than
are the civil service-type merit systems. As a
result, this Committee recommends that the Director
of Personnel and Training pursuc a new and vigorous
inquiry into the possibility of obtaining relief

from the burdensome, costly, and duplicative reeuire-
ment of maintaining the current Merit System in
Virginia.

7. There is a need to provide concise and meaningful
guidance in the form of handy, easily referenced
documents to employees, supervisors, and personnel
administrators throughout State government. It is
recommended that an Employee Handbook, a Supervi-
sor's Manual, and a Personnel Administrator's Manual
be developed and distributed not later than June 30,
1978. DPT should provide the impetus and leadership
in the preparation and distribution of these documents
with the active participation from State agencies.
This Committee feels it would be appropriate to con-
sider contract assistance in this important task.

This Committee has endeavored to make this Study as comprehen-
sive and complete as possible within the time frame available.
However, the number and complexities of the various issues re-
lating to personnel management in the Commonwealth clearly
indicates the need for additional analysis and study on specific
issues on the part of this Committece. As a result this Committee
is submitting this Study as an interim report. It is the intent
of this Committee to complete its analysis and submit specific
recommendations on these issues to the Secretary of Administration
and Finance no later than July 1, 1977. Examples of thouse issues
which require further study by this Committec are Statewide
Incentives Award and Suggestions Award Programs; longevity pay:
permitting State agencies greater latitude in appointing above
the entrance rates; and additional merit incrcases for outstand-
ing emmloyees.
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PREFACE

A BRIEF HISTORY OF PERSONNEL MANAGEMENT IN VIRGINTA

For the first two decades of the twentieth century, personnel
management in Virginia was a disunited affair left to the con-
cepts and desires of the heads of the State agencies, institu-
tions, boards and commissions. Most of the State agencies cf
that period were separately financed from a variety of revenue
sources, and they were essentially autonomous in regard to
personnel policies and practices.

A State Commission on Economy and Efficiency recommended in 1918
the establishment of a central personnel function, and in 1920
the Division of the Budget performed a pay and classification
study involving more than 3000 State positions, but neither the
recommendation nor the study attracted sufficient attention to
bring about any change in the basic system. Autonomy in per-
sonnel administration remained.

In 1920, the Governor, in his presentation to the General Assembly
of the Commonwealth's first executive budget, expressed the fcl-
lowing view of the condition of personnel management in Virgi:nia:
"This lack of uniformity results in much injustice and waste. It
has brought about a general laxity in administration that finds
expression in multiplied employments and over-manned services o¢n
the one hand, and in inefficiency, poor service, wastefulness and
non-performance on the other".

Two years later, the Governor again spoke to the problem. EHe
pointed in his 1922 budget message to the continued power of the
Secretary of the Commonwealth to "employ at his pleasure all
persons necessary to carry on the work of the automobile diviiiion
and pay such salaries as he deems proper and necessary". The
Governor insisted that "In the General Assembly rests the power
and the right to decide in what manner the public funds should

be disbursed. Salaries should be fixed by the General Assembly
in accordance with a general policy adopted for all State
departments".

From 1922 to 1924, a Commission on Simplification and Economy of
State and Local Government studied the matter of personnel admini-
stration, and recommended to the General Assembly the establish-
ment and sugervision of personnel standards under the administra-
tion of a Director of Personnel to be appointed by the Governor.
The General Assembly did not agree, and asked the Commission to
continue its studies.

In 1925, the Commission developed the State's first uniform pro-
gram for the classification of State positions, but the Legisla-~



ture failed to provide a staff for the administration of it. The
General Assembly of 1926 did, however, provide the Governor with
his first real control over agency pay practices by requiring
that all salary changes for employees making more than $1200 per
year be approved by the Governor.

An extensive reorganization of Virginia's governmental structure
took place in 1927 under the leadership of Governor Harry Flood
Byrd. Although several specific recommendations made by the
Governor's Committee on Consolidation and Simplification of the
Organization and Management of the State Covernment regarding
personnel management were not effected by the Legislature, that
body did make two significant changes in the operation of State
government that were to have a bearing on the move toward the
development .of a central personnel system. They required for the
first time the bringing of institutional revenues into the State
treasury, and they established a requirement for the pre-audit of
payrolls by the Office of the Comptroller.

For the next several years, the staff of the Division of the
Budget, in the continuing absence of a State personnel agency,
attempted by various means to acguire the knowledge of agency
personnel activities and costs which were considered essential

to the administration of the State's central budgetary process,
and to the Governor's review of requests for individual salary
adjustments for State employees. It became increasingly apparent
to officials of the executive branch, as they attempted to deal
first with widespread demands for salary increases in 1929, then
with wholesale pay cuts during the depression of the early 1930's,
and once again with the build up of salary demands as the depres-
sion eased, that a clear-cut system of personnel management was
essential to the orderly functioning of the Covernment. The
Governor said in his 1936 budget message: "The salary restora-
tion...should be accompanied, it is believed, by such adjust-
ments of individual salaries as are necessary to provide equal
pay for positions involving equal work and responsibility".

In response to the Governor's wishes, the Commonwealth hired
Griffenhagen and Associates of Chicago, consultants in adminis-
tration and finance. That firm gathered considerable data and
put forth in 1937 classification and compensation plans which
helped bring order in these areas, althoughk their plans had to be
simplified by the Division of the Budget in 1939 because they were
found to be too detailed and awkward to be handled by the limited
staff of that agency. The consultants also drafted and proposed
the adoption in 1937 of a civil service system for the Common-
wealth. But that approach to personnel administration was deemed
inappropriate to the situation in Virginia, which had experienced
little of the spoils system problems that had led to the estab-
lishment of the Federal civil service and similar systems in some
other states, and the Governor rejected the consultants' proposal.

The General Assembly of 1s38 adopted a joint resoluticn which read
in part: "The Virginia Advisory Legislative Council is hereby
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authorized and directed to make a thorough investigation and study
of the advisability of providing for either a merit system or civil
service applicable to persons who may, after the adoption of any
such merit system or civil service, be employed by the Commonwealth
of Vvirginia". The VALC, as was its normal procedure, appointed to
conduct the study a group of prominent citizens of the Commonwealth.

Delegate Francis Pickens Miller of Fairfax was selected as Chair-
man of the Committee on Personnel Administration, and the member-
ship included such notables as Virginius Dabney, then editor of
the Richmond Times-Dispatch, and Judge C. H. Morrissett, State
Tax Commissioner.

At the conclusion of their study, the Committee presented to the
VALC, and the VALC to the Governor, the draft of a bill (to be
known as the Virginia Personnel Act) which provided a basis for
the establishment of a centralized program of personnel manage-=
ment in Virginia. The framers of the bill had not favored a civil
service system, and chose instead an approach that called for
"Appointments, promotions and tenure in classified service based
on merit and fitness." The General Assembly of 1940 rejected this
bill, reportedly because of concern over the limitations which
they felt it placed on agency authority and responsibility. The
matter was referred back to the VALC for further study.

Another event significant to personnel administration in Virginia
was taking place in 1940. As a result of amendments to the Social
Security Act, the Federal Government imposed a requirement on the
states that those programs which received Social Security grants-
in-aid must be operated on a civil service-type merit system basis.
In Virginia, this applied in 1940 to the Department of Health, the
Department of Public Welfare, the Commission for the Blind and the
Unemployment Compensation Commission. The reader is referred to
Enclosure 8 of this study for a more detailed discussion of the
Virginia Merit System.

The VALC once again formed a Committee on Personnel Administra-
tion, made up of most of the same individuals as before, and
that group began to retrace their previous deliberations. They
held a public hearing in 1941 to which were especially invited
the heads of State agencies and institutions. As a result of
their new findings and their further study, the Committee recom-
mended revisions to the rejected 1940 legislation, particularly
in regard to the authority of agency heads. The revised bill
designated the Governor to be the chief personnel officer of the
Commonwealth, but it clearly made each agency head the appointing
authority for his agency, and it prohibited the CGovernor from
interfering with the authority of agency heads "with respect to
the selection or tenure of office of any individual”. This bill
was accepted by the Legislature, and was enacted into law as
Chapter 370 of the Acts of Assembly of 1942. In the same year
that the Act was passed, the Governor established and staffed a
personnel section in his Office, and appointed the Director of
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the Budget to serve also as Director of Personnel. Uniform rules
for the administration of the Act were developed and implemented,
effective January, 1943.

When William M. Tuck became Governor in 1946, he proposed in his
inaugural message a new study of State governmental organization.
The Commission on Reorganization of State Government was appointed,
and the firm of Griffenhagen and Associates was cmployed to assist
them. The Commission made many recommendations for change in the
organization of State government, including the consolidation of
the seventy-odd agencies of that day into fourteen large depart-
ments. Relatively few of their recommendations were adopted by
the General Assembly, although a State Department of Welfare and
Institutions was created by merger of the Departments of Correc-
tions and Welfare. In the area of central personnel administra-
tion, the Commission called for the creation of "a full-fledged
division of equal rank with the Division of the Budget".

The VALC, in a 1947 report, supported the position of this
Commission, and expressed the following view of the Director of
the Budget serving also as Director of Personnel: "It is too
‘much to expect that an untrained man charged with other duties
would also have the capacity to solve the many and varied per-
sonnel problems with which one is faced in the various depart-
ments of the State".

The Governor adopted the recommendation of the Commission on
Reorganization of State Government and established the Division
of Personnel in 1948. He appointed in the same year a full time
Director of Personnel, who was to serve as his deputy personnel
officer, responsible "with full authority, except as otherwise
herein stated, to act for the Governor in every personnel process
requiring action by the Governor". This arrangement was to pre-
vail for the next twenty-seven years.

It is felt that the early designers of the personnel management
system in Virginia viewed the role of a central personnel acti-
vity as one of a coordinator, a facilitator, a provider of serv-~
ices to the operating agencies. The leaders c¢f the State in the
late 1930's and early 1940's soundly rejected the establishment
of a control-based, police-type civil service system for the
Commonwealth. The group which wrote the legislation that

became the Virginia Personnel Act of 1942, in the report for-
warding the draft of their bill to the Governor of that day,
quoted comments from Professor Leonard D. White of the Univer-
sity of Chicago regarding the type of system that Vircinia was
about to adopt. It said, in part: "...it is the primary duty
of a central personnel agency to serve, not to police the opera-
ting agencies. This restores the centre of gravity where it
belongs, in the opera*ing agencies, and recognizes the fact

that personnel work, central purchasing, keeping of accounts,
and budgeting, are all auxiliary agencies designed to facilitate
the major work of government”.
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THE SYSTEM IN THE SEVENTIES

The decade of the 1970's has been one of significant change and
growth for personnel management in Virginia, both in terms of
the complexity of the system and of the numbers and degree of pro-
fessionalism of the individuals involved in it. In 1970, the
Division of Personnel (now the Department of Personnel and
Training (DPT)) had fifty authorized positions. Today it has
one hundred and twenty-six and one-half positions. A 1970
organizational chart of DPT would not have contained the func-
tional areas that are identified on the current chart (see
Enclosure 7) as employee relations, equal employment opportunity,
local governmental assistance, management development and train-
ing, and manpower planning and research. The Classification and
Compensation Program of that day had assigned to it five profes-
sional positions, whereas today it has fourteen positions. The
Central Recruiting Office had four technical and professional
positions then, and now it has nine. The management of the
fiscal affairs of the agency was at that time a collateral duty
of the supervisor of the records processing and maintenance sec-

tion, while now it is the full time responsibility of an Account-
ant C.

This expansion of staff and services of the State central per-
sonnel activity has been matched and in some instances exceeded
in the personnel programs of the operating agencies. Today the
combined total of professional positions assigned to just four

of the larger State agencies exceeds the total professional staff
assigned to DPT. The table titled "Personnel Positions in State
Agencies" (see Enclosure 6) shows those identifiable positions in
operating agencies which are assigned full time personnel man-
agement duties. Many State agencies do not have special class
titles to identify their various personnel specialists as does
DPT, but many have positions which are none the less full time
specialists in such areas as classification and pay, equal em-
ployment opportunity and training. Enclosure 6 does not show
those many positions within the operating agencies that serve as
State agency personnel officers in addition to their other admin-
istrative tasks. In fact, a comprehensive chart of positions in
the Commonwealth that are assigned personnel administration duties
and responsibilities would have to include every managerial and
supervisory position in the State service, for it is those indi-
viduals who are the ultimate practitioners of personnel manage-
ment.

In the opinion of one group of individuals who examined the sys-
tem of personnel management in Virginia in the 1970's, the scr-
vice-oriented approach to personnel administration as originally
envisioned has eroded over the years. In a report to the Governor
in November, 1970, the mcmbers of the Governor's Management Study,
Inc. said of the personnel process: "The system incorporates
duplication of activities. Too much emphasis has been placed on
development and maintenance of central controls to ensure perform-
ance by the agencies in accordande with the Personnel Act...Thus,



the division is conducted as a line personnel organization which
duplicates or supplements to a large degree the line personnel
acctivities of the agencies".

That study group proposed as a remedy for the situation as they
found it a reorientation of emphasis within the central personnel
agency. They presented the following six points as a statement
of what they felt should be the agency's function:

1. "Plan personnel administration objectives,
manpower, and organization.

2. Research and develop uniform personnel
policies, programs, and procedures for
effective implementation.

3. Promulgate new procedures to the agencies
for accomplishment.

4. Coordinate and audit the performance of
state agencies.

5. Provide functional aid, counsel, and advice
to agencies in implementation of programs
and attainment of uniform objectives.

6. Analyze and evaluate results".

The Governor's Management Study went on to make fourteen specific
recommendations regarding the State's personnel activities. Five
of those recommendations were fully implemented, four were par-
tially implemented, and six were not implemented. As a matter

of record, most of the programs that have been established within
the central personnel agency since 1970, viz., employee relations,
local governmental assistance, management development and
training, and manpower planning and research, are by nature

more service than control oriented.

In 1973, the Ceneral Assembly created the Commission on State
Governmental Management "to conduct a thorougn reorganization
study”. One of the Commission's areas of in-depth review has
been the personnel management system. In a document presented
to the Governor and the General Assembly in December, 1975,
titled the "Sixth Interim Report: Recommendations on the State's
Personnel Process", the Commission expressed the following point
ot view regarding the proper role of the central personnel
agency: "The Division of Personnel is one of the key staff

arms assisting the Governor in the execution of his responsibi-
lities. If the management of the state government is to be
substantially improved, it is imperative that the Division be
strengthened in its central management role. To become com-
pletely effective in its management role, it will be necessary
for the Division to divest itself wherever possible of all



matters that are extraneous to that central role". This theme

of decentralization of personnel processes that is expressed

at various points in the report is qualified, however, by concern
for what the Commission feels is the lack of general management
or personnel expertise in most agencies to handle more authority
in personnel matters than they now have.

Legislation proposed by the Commission and passed at the 1975

and 1976 sessions of the General Assembly as amendments to the
Virginia Personnel Act have brought about some noteworthy changes
in the State's personnel management process. Of considerable
significance is a 1975 amendment to the Act which changes the
reporting relationship between the Governor and the Director of
Personnel and Training. This amendment directs that the
Secretary of Administration and Finance, and no longer the
Director of Personnel and Training, is to serve as the Governor's
deputy personnel officer. 1In 1976, amendments were made that
specifically assigned certain powers and duties to the Department
of Personnel and Training, thus changing the original concept of
the system whereby the powers and duties were assigned to the
Governor for his delegation to the Director of Personnel and
Training as he saw fit.

It is still too early to assess the full impact that these

various changes will have on the State's system of personnel
management as it moves through the decade of the seventies.
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A STUDY ON PERSONNEL MANAGEMENT
WITHIN THE COMMONWEALTH OF VIRGINIA

CHAPTER I

INTRODUCTION

General

The growth of the number of employees within the Executive Branch
of Virginia State Government has risen dramatically in the past
ten years. There are approximately 70,000 employees currently
employed in the State who are assigned to positions allocated

to some 2700 different class titles. These employees are widely
dispersed both organizationally and geographically and are dis-
tributed among some 140 agencies. A large per cent of the annual
budget involves personnel costs and related fringe benefits.
Obviously a key element in the effective management of state gov-
ernment is its personnel resources. In order to provide the
necessary services to its citizens and to meaningfully challenge
and motivate its employees, the State must establish a comprehen-
sive and equitable personnel system and related policies and pro-~
cedures. The personnel system is not a static thing but, by its
nature, must be subjected to continuous review, evaluation and
modification. It is with this objective in mind that this study
on "Personnel Management within the Commonwealth of Virginia”

was conducted.

Purpose

The purpose of this study is to review all aspects of personnel
management within the Commonwealth in the time frame allotted.
Emphasis is placed on the relationships between the Department

of Personnel and Training (DPT) and State agencies for the pur-
pose of identifying those personnel functions not of a policy
nature which could be decentralized to the operating agencies.
The intent is to develop specific recommendations which can be
implemented in order to improve personnel management within the
Commonwealth. However, it was recognized from the beginning that
there are many strong points in the present personnel management
system and to implement changes which were not built on the funda-
mental strengths of the existing personnel management structure
would be a mistake.

Background

The Commission on State Governmental Management conducted a review
of the operation of the State's personnel system in order to eval-
uate its effectiveness and suggest possible modifications and im-
provements where appropriate. This resulted in their Sixth Interim



Report: Recommendations on the State's Personnel Process. This
report recommended that the General Assembly enact legislation
directing the Secretary of Administration and Finance to conduct a
study of the relationships between DPT and State agencies and’
develop a definitive plan for the delegation of operating per-
sonnel functions to the appropriate levels of management for
submission to the Governor and the General Assembly. This
resulted in the enactment of House Joint Resolution 64 which
directed a study be conducted and a plan submitted to the
Governor, the President of the Senate, and the Speaker of the
House of Delegates not later than December 15, 1976 (see Enclosure
1).

Several studies have been conducted over the past few years
which have reviewed Virginia's personnel system. The most
recent study was conducted by the Commission on State
Governmental Management in 1975. An earlier study was con-
ducted in 1970, "The Governor's Management Study". These
studies were conducted by a group of individuals outside
the Executive Branch of government.

This Committee on Personnel Management brings a different
perspective and insight to the challenge of reviewing and
submitting recommendations for the purpose of improving
personnel management within the Commonwealth. This
Committee is composed of senior management personnel from
within the Executive Branch who deal with the personnel
management system on a daily basis. As a result, they have
an intimate knowledge of the personnel management system as
it relates to State govermnment and its strengths and weak-
nesses. In addition, they have a personal and professional
commitment to the development of sound, pragmatic recommenda-
tions to resolve existing weaknesses in the system as well
as the implementation of such recommendations.

The Approach

As a result of HJR 64, the Secretary of Administration and Finance
appointed a committee to conduct a study of personnel management
within the Commonwealth on July 21, 1976. Each member of the
Cabinet was asked to designate two individuals from his secre-
tarial area to serve on this committee. It was suggested that
the individuals be not only familiar with personnel policies and
procedures but, in addition, have experience in personnel manage-
ment practices. It was also felt that members should be selected
from the involved central agencies; large, complex operating
agencies; and the smaller operating agencies. This resulted in
the appointment of the committee members shown at Enclosure 2.

The initial meeting of the committee was held on August 11, 1976

at which time Secretary Maurice B. Rowe emphasized that this was

an extremely challenging and meaningful study that could have far
reaching effects on future personnel management in the Commonwealth.



In addition, he stressed the importance of addressing the provisions
of HJR 64 as well as the need to closely review the contents of the
Sixth Interim Report: Recommendations on the State's Personnel
Process.

The basic functions of personnel management were identified by the
Committee and are shown at Enclosure 3. Each function was discussed
in-depth by the Committee in order to identify specific areas of
concern; relate the concept of centralization vs. decentralization
to each function; and place each function in an order of priority.
Following this detailed discussion by the Committee the basic
personnel management functions were modified, grouped together in
a logical manner, and subcommittees were established. !Members
were assigned to each subcommittee (see Enclosure 4) and they

were tasked to review their areas of responsibility in-depth;
define the existing process and current situation; identify exist-
ing problems; and develop specific recommendations for improve-
ment. To accomplish this in a meaningful manner each subcommittee
reviewed the content of the Sixth Interim Report, specific areas
of concern previously developed by the Committee, and areas of
concern expressed by the Cabinet and agencies.

From the beginning active and continuous involvement by the Cabinet
and agency personnel was solicited and received. All State agen-
cies were asked to submit their comments and recommendations by
their individual Secretaries and this Committee. Extensive inymt
has been received. The Cabinet and the individual agencies have
been kept informed on a recurring basis as to the status of the
Committee's efforts and progress. Each subcommittee has visited
numerous State agencies and talked to employees at all levels in
an effort to obtain first hand their comments and suggestions
within the existing time constraints. A concerted effort was

made to obtain the viewpoint of representatives of a variety of
State employee groups during the course of this Committee's work.
The Chairman of the State Equal Employment Opportunity Committece
and the Chairman of this Committee on Personnel Management have
maintained an ongoing exchange of information and ideas on matters
of mutual concern. Selected industrial firms were also visited

in the Richmond area. A summary of those State agencies and local
industrial firms that were contacted is at Enclosure 5.

Limitations

HJR 64 requested that the Secretary of Administration and Finance
conduct a study to develop a definitive plan for the delegation

of those personnel functions not of a policy nature to the appro-
priate levels of management. The identification of those "per-
sonnel functions not of a policy nature" proved to be extremely
difficult. The Committee, when discussing personnel functions

not of a policy natire, with DPT and the operating agencies dis-
covered a wide variance of views. However, with only minor excep-
tions, the majority of operating agencies saw not only a need but
a real value in the establishing basic personnel policies and



monitoring their enforcement. The real issue was to what extent
this delegation should occur. It became obvious early in the
study this issue could not be treated in a uniform manner for all
operc:ting agencies. 1Instead, it appeared there was a need to
develop a set of criteria which would govern the delegation of
each personnel function and which would be applied on an indivi-
dual basis for each operating agency.

The identification of personnel management positions currently
available in State government as a whole and in individual agsncies
was addressed. It was possible to clearly identify only those
positions assigned to a class title relating to personnel manage-
ment. (See Enclosure 6a and 6b.) Frequently, however, individuals
were involved in personnel management as an additional responsi-
bility. This was especially true in the smaller operating agen::ies
and in the internal organizational structure of larger operating
agencies. It proved impossible to estimate the personnel staff
resources required at the several levels of State organization

due to the complexity and diversity of the organizational struc-
ture of the agencies within State government, the time available
for this study, and the size of the Committee. Many of the recom-
mendations of this study will impact the current personnel manage-
ment resources throughout State government. Their impact, however,
can only be determined after they have been evaluated and imple- .
mented on an agency by agency basis.

The House Joint Resolution directed that attitudinal changes be
considered that may be required throughout the personnel manage-
ent system. The Committee encountered numerous expressions of
attitudes both in the written input from agencies as well as inter-
views and discussions with members of several State agencies.

DPT is justifiably concerned with its responsibility for the
overezll function of State government as it relates to personnel
management. This is viewed as best accomplished through the
implementation of policies and detailed procecdures, close and
continuous review and approval of State agency requests and actions.

The operating agencies, on the other hand, feel DPT is too control
oriented. They do see the need for a strong role in establishing
and maintaining uniform personnel policies and practices on the
part of DPT. The operating agencies, however, feel a more parti-
cipatory approach on the part of DPT is both appropriate and needed.
They feel many of the present review procedures pe :formed by

DPT could be eliminated and replaced by appropriate post-audit
actions to insure compliance with established personnel policies.
The Committee agrees there is a need for greater decentralization
of operating personnel management programs as opposed to pcrsonnel
nanagement policies. This will require some changes in attitude
n the part of both DPT and operating agencies. This study will
attempt to identify areas that should impact this attitudinal
problem in a positive manner in the form of specific recommenda-
tions as they relate to the various personnel functions.



CHAPTER II

EMPLOYEE DEVELOPMENT

This Chapter is devoted to Employee Developmert, which includes
the areas of Recruitment, Examination, Training, and Career
Development. The grouping of functions is designed so as to
present those personnel actions that affect an applicant or em-
ployee from the time he considers employment, applies for a
position, is tested (if required), employed, trained, and pre-
pared to achieve his State career ambitions. Advertising State
personnel requirements and encouraging, people to apply for

State employment are the initial and some of the most important
actions in the recruitment process. The success of the recruit-
ment program will depend on the extent of the dissemination of
information pertaining to personnel requirements and the manner
in which the advantages of State employment are presented. Fol-
lowing the action to motivate and encourage people to apply for
State positions is the interviewing, testing, and referring of
qualified applicaants to prospective employers. These procedures
are used in determining the qualifications of the applicant for a
particular position. After an applicant is employed, training
and career development commence. These are the most important
factors in developing the potential of employees and the reten-
tion of career personnel.

Each of these areas was reviewed and researched by studying
Federal and State laws and rules, current procedures, and by
contacting State employees and applicants for State and appli-
cable local positions.

Present procedures were reviewed, and employees solicited for
their opinions concerning problem areas and solutions to those
problems. The conclusions and recommendations were based on
these findings.



RECRUITMENT

The Process

The recruitment process in Virginia is accomplished through
actions by three different type organizations: the State
Recruitment Office of the Department of Personnel and
Training (DPT), the Virginia Employment Commission (VEC),
and the various State agencies. The initial thrust in re-
cruitment is to motivate people to apply for State employ-
ment and employment in local agencies, which include 1local
Welfare Departments and Emergency Services. Special empha-
sis is placed on obtaining applicants for known and antici-
pated needs. Subsequent actions in the process vary
according to type of agency--non-Merit System or Merit
System. (F»>r a more detailed discussion on the Merit Sys-
tem in Virg.nia, see Enclosure No. 8.)

A. Non-Merit System:

Applicants for positions in non-Merit System agencies,
excepting clerical, are not tested by the State Recruit-
Office, except by request of the employing agencies.
Some non-Merit System agencies accomplish some testinag
for selected classes, primarily those in the clerical
field. OQualified applicants who apply for non-Merit
System positions are referred to those prospective
employers who have submitted a "Request for Referral”.
Applications pertaining to those qualified applicants
who are not employed are retained on file for future
consideration. Qualified applicants who apply directly
to a non-Merit System agency may be employed by that
agency to fill authorized positions without further
referrals.

B. Merit System:

All applicants for Merit System positions must be tested.
This is a condition 2of the Federal Government's finan-
cial assistance to State agencies receiving federal funds.
Tests are administered by the State Recruitment Office

of DPT, or by the VEC local offices. If the testing is
done by a VEC local office, the tests are forwarded to
the Merit System Office of DPT for scoring. These tests
are then processed in the same manner as those from
applicants who applied at the State Recruitment Office.
Applicants who meet the minimum standards for a Merit
System position are placed on an appropriate register

or registers, i.e., local, area, State, and total, con-
sistent with their test scores and personal preference
for location of their employment. The person attaining
the highest score is placed at the top of the listing and
other applicants are ranked accordingly. Merit System
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agencies submit requests for certified applicants con-
sistent with their nc¢uods. Certification lists are com-
piled by selecting tie top five applicants from the
register. These cert:ficates are then furnished the
requesting agency for their consideration. The «gency
may select one of those on the certificate or re,cct
the entire list. It cthe list is rejected, a notation
must be made oppositc each name indicating a valid
reason for rejecting the applicant.

Applicants may, by choice, request consideration for non-
Merit System positions, Merit System positions, or they
may be considered for either, based on their qualifications.

The Current Situation

A.

There were z2pproximat-.lv 70,000 classified positions,
of which about 6,800 are Merit System positions,
established in the State as of June 1, 1976. Approxi-
mately 60,060 of these positions were filled. In addi-
tion to the above, there are presently 5,254 local
Merit System positions, of which 4,215 are filled.

The role and responsibilities of the recruiting acti-
vities are:

1. Virginia Employment Commission (VEC):

The VEC is a Stat=-operated, federally funded agency
consisting of a central office located in Richmond
and 50 local offices situated throughout the

State. The missicn of VEC is to facilitate the
employment process sc that the labor force is gain-
fully and productively employed. This means that

in addition to recruitineg personnel for the private
sector, they also recruit for public agencies. The
recruiting process for State employees by VEC is
initiated by DPT and individual agencies based on
requests received from the various agencies. DPT
supplies VEC with a list of personnel actions on a
daily basis, which serves to keep the vacancy list-
ing current. Based on the deletions from and addi-
tions to the State's personnel requirements, VEC
publishes and distributes to all of its local offices
an updated, bi-weekly machine listing of State va-
cancies. Qualified applicants are selected by the
local VEC offices from its job banks and referred
directly te non-HMcrit System agencies. If there are
no suitable applicants available, VEC may elect to
advertise the vacancy. Applicants qualified for
Merit System positions are tested for such positions
and their tests are forwarded to DPT where they are
scored and the applicants' names are placed on appro-



priate registers, provided they pass the examination.
The VEC office attracts applicants by making the
public aware of its services, functions, and pro-
grams, and advertising for selected classes and
specific job openings.

Department of Personnel and Training (DPT):

The State Recruitment Office is a component of the
State Merit System, which is a part of DPT. The
Deputy to the Merit System Supervisor supervises the
State's recruitment program. The recruiting acti-
vity has thirteen positions assigned. However,
other employees assigned to the Merit System are
involved in recruiting activities, so there is no
clear-cut determination as to the exact number of
persons performing recruiting functions. The State
Recruitment Office is located in the State Finance
Building on the Capitol Square grounds, and the
testing facility is located on 8th and Broad Streets,
in the City of Richmond. Approximately two blocks
separate the two activities. The State Recruitment
Office serves as a focal point for State recruiting
activities. State recruiting policies and procedures
pertaining to both Merit System and non-Merit System
activities emanate from that office. Recruiting for
State positions is accomplished by a variety of
methods. These include newspaper advertising,
fliers, posters, and distributing lists of personnel
requirements. Other methods are visits to colleges,
business schools and high schools. One of the pri-
mary sources of applicants is referrals by the VEC.
As far as practical and feasible, vacancies are
filled by promotion of qualified probationary or
permanent employees. Recruiting for these positions
is accomplished essentially by circulating notices
and vacancy lists throughout the State agencies that
are likely to have employees eligible for promotion
to the vacant position. An applicant who applies
directly to the State Recruitment Office for a
position is counseled and requested to complete

an application form. If the position desired is
non-Merit System and the applicant meets the
necessary qualifications, he is referred to a State
agency that has submitted a "Request for Referral"”
for such a class. The employing agency interviews
the applicant, makes a decision concerning his
employment, and returns the referral slip to the
State Recruitment Office, indicating dispesition

of the applicant. ‘'Applicants for Merit System
positions who apply at the State Recruitment Office
are advised concerning vacancies and requus
to complete an application form. The form is eval-
uated, and if the applicant is qualified for a Merit
System position that is vacant, he is tested for that

.tZL.
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position. If the test is passed, the applicant's
name is placed on an appropriate register, accord-
ing to their test score.

The following statistics reflect the magnitude of
the recruiting activities in the State Recruitment

Office:

APPLICANTS INTERVIEWED: TOTAL MONTHLY AVERAGE
FY-73 5,009 417
Fy-74 4,883 407
FY-75 8,887 741
FY-76 9,362 780

APPLICATIONS RECEIVED:

Merit System

FY-73 9,096 758
FY-74 7,087 651
FY-75 8,084 674
FY-76 17,769 1,481

Non-Merit System

Fy-73 7,657 638
FY-74 8,081 674
FY-75 11,438 953
FY-76 9,456 787

3. State Agencies:

Most, if not all, State agencies do some type of
recruiting. The methods are conventional, i.e.,
newspaper advertisements, visits to colleges and
schools, word of mouth, walk-ins, and contacts with
minority organizations and private agencies. Empha-
sis is placed on recruiting from within State agencies,
where practical. Non-Merit System agencies employ
qualified applicants to fill authorized positions at
their discretion. Merit System agencies refer appli-
cants to the State Recruitment Office or to any of
the 50 VEC offices for interviewing, counseling,
testing, and listing on the appropriate register if
the applicant passes the required test.

ITII. Observations and Problems

A. General comments:

Personnel in all State agencies contacted expressed con-
cern regarding the recruiting process. Some believed
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the system to be inadequate, some were concerned with
the qualifications of recruitment personnel, and some
expressed concern on both areas. The recruiting pro-
cess is cumbersome, time consuming, and somewhat com-
plex. The operation of the two systems, non-Merit
System and Merit System, with the inconsistencies in
qualifying applicants for positions, has built-in pro-
blems. The lack of gqualified personnel caused by a
turnover of people in key positions within all functions
of the Merit System appear to add to the problems.
There is also a lack of refined and detailed internal
procedures, which causes administrative problems. Some
of these problems and weaknesses have been recognized
and appropriate action has been taken internally.

Specific observations and problems:

1. Non-Merit System agencies expressed concerns in a
number of areas which included:

a. Location of the State Recruitment Office.

b. A lack of personal interest in applicants by
recruiting personnel.

c. A lack of knowledge concerning job vacancies
by recruiting personnel.

d. Long intervals between the time the awplicant
applies for a position and the time the actual
referral to the appropriate State agency occurs.

e. Little or no public information or public rela-
tions efforts to inform the public on State
opportunities and employment advantages.

f. Pcor calibre of personnel recruited and referred.

g. Poor administrative procedures resulting in loss
of applications, and clerical errors in procc-
dures, i.e., failure to list names properily,
improper certifications, etc.

h. Poor communication between State agencies and
the State Recruitment Office.

2. Merit System agencies expressed more concern about
the recruiting program than non-Merit System agen-
cies. This is because Merit System agencies are
more dependent on the Merit System's recruiting
efforts. Merit System agencies cited the following
difficulties:
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a. Delays in testing applicants resulting in loss
of prospective employees.

b. Delays in adding qualified applicants to appro-
priate registers.

c. Delays in obtaining test scores.

d. Poor administrative practices causing delays in
dispatching certificates to agencies.

e. Applicants receiving notices of referrals to
State agencies before State agencies receive
certificates, resulting in unnecessary efforts
by both the applicant and the State agency.

f. Fallure to coordinate advertising for applicants
with VEC, resulting in applicants responding to
advertisements at VEC offices prior to those
offices being made aware of the vacancies.

Both non-Merit System and Merit System agencies
expressed concerns about:

a. The lack of qualified applicants referred to
their agencies.

b. The loss of prospective employees because of
delays in obtaining certificates and referrals.

c. Complexity of the system.

d. Location and condition of the recruiting and
testing facilities.

e. The lack of public relations efforts to inform
the public on State job opportunities.

f. The lack of personal interest in applicants.

g. The lack of communication between the State Re-
cruitiment Office and the various State agencics.

Applicants for State and local positions are often
frustrated by the difficulties encountered in lo-
cating the proper place to apply for a State or
local position; the inaccessibility of the Recruit-
ment Office; the impersonal attitude of recruitment
personnel; the delays encountered in the testing
process: and the lengthy waiting period before appli
cants are advised of their test scores. These defi-
ciencies have resulted in the loss of many prospec-
tive employees.
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Iv. Conclus ons

A. It st be concluded that the present recruitment system
fali.s to provide the services neceded to mect the manpriwer
nce.is of the various State agencies. The sysicm is
cum.,ersome to operate, and the time lag betwecn the
tim - the applicant applies for a position, either at
the State Recruitment Office or VEC (two weehs tc two
mon ths), 1s so great that many applicants scoit and obtatia
other employment. The image of the State Recruitment
Officc has adversely affected applicants and employces
of :tate agencies, resulting in portrayal of a bureau-
craric, self-serving operation. Administrative errors
occurring in maintaining registers and making referrals
have caused a lack of credibility in the recruitmont
system. A high turnover rate of personnel in the
recruitment offices, at all levels, but particularly
in rey positions, has contributed to the deficiencies
in the system.

B. 1t appears that the following options are reasonable
and practical:

1. Retain the present system as it exists and depend on
the Personnel Management and Information System
(PMIS)1 to imnrrove and expedite the recruiting
process.

2. Separate the State Recruitment Office and the
Merit System; appoint a Supervisor of the State
Recruitment Office to be at the same level as the
Merit System Supervisor; and assign the State
Recruitment Supervisor the responsibility of
directing a Statewide recruitment program for the
purpose of obtaining applicants for State and lecal
positions, testing and referring applicants for
Merit System positions, and referring quuaiified
applicants directly to non-Merit System auancies.

3. Separate the State Recruitment Office and the Merit
System; appoint a Supervisor of State Recruiting ac
a member of the staff of DPT who will be responsible
only for formulating and monitoring all recruiting
policies as they relate to State, local Welfare, ond
Fmergency Services applicants on a continuing basic.
This will result in all recruitment rcsponsibilitics
being assigned to VEC and State agencies.

4. Retain or adept any of the foregoing and operate the
system independently of the Merit System.

1 See Enclosure 10.
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C.

In considering the options, the following factors should
be weighed:

5

The retention of the State Recruitment Office in its
present configuration has the advantage of providing
a focal point to which all applicants for State posi-
tions can be directed. There should be very positive
cooperation between the recruiting and the Merit
System function. For this . reason, a combination

of these two functions should be advantageous. 1In
theory, better and more personalized service should
ke rendered applicants and State agencies because

of common interests and goals. There is also the
advantage of having a recruiting office in the proxi-
mity of the largest concentration of State employees
in the Commonwealth, and one of the best sources of
applicants. On the other hand, the present Merit
System organization is responsible for an extremely
important function. The system is complex and ex-
acting in that it must meet the reguirements of State
and federal regulations. It serves applicants and
State employees and is extremely vulnerable to
criticism from both. This, in itself, may be too
much responsibility for one supervisor regardless of
his dedication and abilities. However, after taking
all of these matters into consideration, the-fact
remains that the present system is not providing the
services expected and required by the State agencies.

The separation of the State Recruitment Office from
the Merit System and the appointment of a State Re-
cruitment Supervisor offers the advantages of re-
lieving the Merit System Supervisor of recruiting
responsibilities and assigning them to a supervisor
whe could direct his undivided attention to recruit-
ing. It would separate two relatively unrelated
activities and permit a more homogeneous organization,
particularly since the Merit System, per se, is only
responsible for less than ten per cent of the total
State positions. The separation would permit the
relocation of the State Recruitment Office to a
better, more accessible location with little dis-
ruption of the activities of either since there
would be two separate organizations. It should be
remem bered that one of the complaints concerns

the inaccessibility of the recruiting office due to
traffic congestion and parking. The State Recruit-
ment Office would have the advantage of a separate
identity which would cause it to be more easily
ijentifiable to applicants and employees. The dis~
advantages are negligible. Additicnal personnel
would not be required, and relocation of either
cffice is not an absolute necessity. However, the
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two activities would have to maintain a very

close working relationship, which may be more
difficult since the person responsible for recruit-
ing would no longer be subordinate to the Merit
System Supervisor.

The advantages of separating the State Recruitment
Office and the Merit System; appointing a Staff
Recruitment Officer who will be responsible for
recruiting policies; and assigning all other re-
cruiting activities to the VEC and State agencies,
offer the advantage of placing the primary responsi-
bility of recruiting with a State agency established
for the purpose of recruiting people on a statewide
basis. The 50 local VEC offices located throughout
the State could provide an excellent source of appli-
cants who possess the varied backgrounds needed by
State agencies. The assignment of the major res-
ponsibility for recruiting State and local employees
to one agency would have the effect of "fixing the
responsibility"”, thus making it easier to determine
and correct deficiencies. It should al:o encourage
and motivate VEC to expend more effort toward re-
cruiting State and local employees. There would be
little change necessary in the present organization
or procedures of VEC since it currently recruits

and tests for State positions. It would also mean
that the VEC would have to expand its recruiting acti-
vities to better meet the needs of State agencies.
However, some of the cost would be offset by funds
received from federal allocations for placement of
applicants who are registered with VEC. Recruitment
spaces and personnel should be transferred from DPT
to VEC in an orderly manner. The recruiting efforts
of the various State agencies should be continued
since it increases the scope of recruiting, and
permits a personalized effort in this area.

The elimination of the Merit System from a role in
the recruiting effort would undoubtedly expedite
the recruiting process by removing some of the
delays in time~consuming restrictions imposed on
applicants and agencies. However, it is question-
able that this option would be acceptable since the
operation of a Mcrit System is in conformity with
Fedecral standards as a condition of Federal funding
for certain agencies, and it does not appear that
the Federal Government will relineuish its interest
in the recruitment and employment practices .. such
agencies.
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V.

Recommendations

A.

It is recommended that:

1.

The State Recruitment Office and the Merit System
be separated; a Staff Recruitment Officer be
appointed in DPT who will be responsible for re-
cruiting policies; and all other recruiting acti-
vities be assigned to the VEC and State agencies.
(DPT and VEC)

The recruiting efforts of the various State agen-
cies be continued since it increases the scope of
recruiting and fosters a personalized recruiting
effort. (State agencies) ,

Positions and personnel currently assigned to DPT
involved in recruitment be transferred to VEC. (DPT
and VEC)

The initial transfer to VEC includes only non-Merit
System recruitment responsibilities. When it is
functioning properly within VEC as a separate organi-
zational element, then transfer responsibility and
related positions for Merit System recruitment.

(DPT and VEC)

The development of the Pre-Employment Sub-System of
the Personnel Management Information System be con-
tinued as currently planned, and that the responsibi-
lities of the System be transferred to VEC only after
the sub-system is operational and after the recruit-
ment function has been transferred as recommended.
(DPT and VEC)

In order to effect a smooth and orderly transfer

of the recruitment function from DPT to VEC, a de-
tailed transfer plan should be developed jointly by
the two agencies and submitted to the Secretary of
Administration and Finance for review and approval
no later than May 1, 1977. (DPT and VEC)

It is recommended that the following actions be accomp-
lished prior to and continued, if appropriate, during
the planning for the reassignment of the recruiting
function:

1.

The State Recruitment Office be separated from the
Merit System and that a Supervisor of the State Re-
cruitment Office be appointed at the same level as
the Merit System Supervisor, and assien the Recruit-
ment Supervisor the responsibility of directing the
Statewide recruitment program. (DPT)
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All personnel recruiters, technicians, interviewers,
and all other personnel who come in contact with
applicants or are involved in recruiting activities,
be provided continued training in recruiting and
interviewing techniques. (DPT and VEC)

The positions in the Recruiting Office be audited
and, if necessary, reallocated so as to provide a
level which would attract qualified and capable
recruitment personnel and provide stability

in the Recruiting Office. (DPT)

All recruiting personnel become more knowledgeable
regarding the agency for which they are recruiting
and the duties and responsibilities of the required
position. (DPT and VEC)

Recruiting personnel be assigned to specific agen-
cies so they can become specialized in their per-
sonnel requirements.

Advertising be expanded and:

a. Local radio and TV be used to run public service
announcements of vacancies and publicize the
attractiveness of State employment. (DPT, VEC
and State agencies)

b. Advertisements in the yellow pages of telephone
directories be used to provide a ready reference
for those applicants who are searching the di-
rectory for employment agencies. (DPT and VEC)

c. Advertising and announcements concerning vacan-
cies should be more extensively publicized
through the minority-oriented news media. (DPT,
VEC and State agencies)

d. Mailing list of minority groups, i.e., R-CAP and
the Urban League, be prepared and used in distri-
buting vacancy lists on a recurring basis. (DPT,
VEC and State agencies)

Frequent personal contacts and visits be encouraged
to create a better understanding of the State agen-
cies and the recruiting offices problems. (DPT,
VEC and State agencies)

A procedure be established in the Recruitment
Office to concentrate on hard-to-fill positions.
(DPT)

Agencies be required to submit their personnel
requirements, including promotional opportunitics,
as quickly as possible after they are known. (DPT,
VEC and State agencies)
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EXAMINATION

The Process

Examination is an inteeral part of the recruitment fuin~
tion. It involves several activities: the development

of each test and its subsequent validation on a recurring
basis; the administering and scoring of the test; the ranl-
ing of those tested based on scores achieved; and tho proe-
paration and distribution of certificates to requesting
agencies seeking to fill vacancies. The process can involwv:
both written tests or the evaluation of an applicant's
training and experience (T&E). Oral tests or competitive
interviews may also be used as a part of thc total test fo
a class or position. The usce of tests to measure the quali
fications of employees and job applicants is recogni-ed as
a valid employment practice under Title VII of the Civil
Rights Act of 1964. It provides an objective, unbiased
method for assessing the qualifications and potential of

an applicant and should be used whenever valid tests are
available. Any professionally developed ability test that
is not designed, intended or used to discriminate againnt
persons in one of the protected groups is authorized.

" Homemade" tests prepared by nonprofessionals have bean
found lacking by the Courts. The professional status of a
test and its use have been brought into question when a
larger percentage of those scoring below the cutoff rmark
beclong to one of the protected groups. Unless the test

can be shown to predict successful performance of the job
for which it seeks to measure qualifications, it must be
abandoned as unlawfully discriminatory. Professionally
developed tests must also be validated as a predictor

of job performance. Further, the Supremoe Coart has o
that if an employer does prove that the t.st 1s related f
job performance, the right to usc it may still be choliera o
on the grounds that there are other tests or sclection Jde-
vices that do not have the undesirable discriminatory etfocts
but which would serve egually well the employer's intceroest
in efficient and valid selection process.

The process is different for non-Merit System and Mo-it
System positions:

.. Non-Mcrit System:

There are no State or federal rules that reguiro ihat
applicants for non-Merit System positions be test~! pri

to employment. Some non-Merit System agencies conduct
tests for applicants who apply for positions within th -
particular agency. Some of these taect:, such st

tor typists, are of the "homemade" variety, wh e »loa-
i1.e., the test for game wardens, are more soph sticatb.
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Merit System:

Applicants for Merit System positions must pass appro-
priate tests prior to being given further consideration
for cmployment in the Merit System position. The Merit
System is responsible for holding open competitive

tests as often as necessary to meet current or anti-
cipated personnel needs of the Merit System agencies.

A written test is included except where qualifications
of a technical, scientific, or professional nature are
such that competition through written tests is not
practical. Under such circumstances, nonroutine tests
are utilized. The Merit System Supervisor must give
public announcements of all competitive tests at least
two weeks in advance of the closing date for receipt of
applicants. He is required to make every reasonable
effort to attract qualified persons to compete in these
tests. This is accomplished by sending notices of test-
ing for posting in information centers throughout the
State, and by using the news media as he deems appro-
priate. The Merit System Supervisor designates monitors
to conduct the tests under conditions prescribed by him,
and he determines a final score for each applicant's
test computed in accordance with the weights announced
for the parts of the test. Oral tests or competitive
interviews may also be used as a part of the total test
for a class or position. When this is the case, the
Merit System Supervisor appoints one or more impartial
interviewing committces, as needed. An interviewing
committee consists of two or more members who are
interested in improvement of public administration

and the selection of efficient government personnel. At
least one of these members must be technically familiar
with the character of the work and the reguirements of
the position for which the applicant is applying. Vet-
erans who served in the Armed Forces of the United States
in World War I or subsequent to December 6, 1941 are
entitled to have their open competitive test grades
augmented by five percent, provided they can praduce
documentary evidence of an other than dishonorable dis-
charge from the Armed Forces, and make at least a pass~-
ing grade on the test. A disabled veteran meeting the
same requirements as above, who has a service-connected
disability for which he is receiving or is eligible to
receive compensation, is allowed a grade augmentation

of ten per cent. Each applicant who successfully passes
a test is notified in writing of his test score by the
Merit System Supervisor. As soon as the processing of
the test has been completéd his name is entered on an
established eligibility register. An applicant who
fails the test will be notified of his failure to
achicve a passing score. After each test, the Merit
System Supervisor prepares new registers or auygments
existing registers with the names of persons who achieve
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passing scores. The names of persons placed on
registers shall be in order of their final test
scorcs, starting with the highest. It is from these
registers that applicants are certified to Merit
System agencies that request certification.

II. The Current Situation

The responsibility for the testing process is assigned to
the Merit System Office in the Department of Personnel and
Training (DPT). The complete testing process is assigned
to several sections within the Merit System. The testing
section consists of an Examination Supervisor, five pro-
fessional personnel who develop and validate tests, and
three clerical personnel who perform necessary clerical
functions. The actual testing of applicants is the joint
responsibility of the Recruitment Section and the Test
Scoring Section. (The procedures for this process are des-
cribed in the Recruitment Section of this report.) The
Testing Section is located in an area adjacent to the

Merit System and is an integral part of that office, which
is located in the Finance Building situated on Capitol
Square. The section develops and validates tests for 525
Merit System classes of positions in the Merit System.
There are approximately 6,800 State and 5,254 local Merit
System positions subject to the testing provisions of the
Merit System rules. Merit System positions are those posi-
tions authorized State agencies which are funded to some
degree by federal funds with the condition that these posi-
tions will be subject to Merit System rules. Testing faci-
lities are located at 8th and Broad Streets in Pichmond,
Virginia, and in the VEC offices throughout the State.

Approximately 62,000 non-Merit System classified positions
are established in the State. These positions are usually
funded from State funds or by federal funds which are
granted without the condition that they be subject to
Merit System rules.

The tests developed by the testing section are designed to
be practical in nature and so constructed as to reveal the
capability, suitability, and qualifications of the appli-

cant for the particular class of position for which he is

applying, as well as his related knowledge and vocational

competence.

III. Observations and Problems

A. General Comments:

The present staff appears to be qualified to perform
their assigned functions. Their goal is to develop
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necessary examinations in a timely fashion and to vali-
date with few exceptions all examinations at least once
during a five-year period. They have not met this goal
due primarily to the volume of work and inadequate
staffing. The Testing Section has no responsibility for
administering tests to applicants. This is accomplished
vy the Recruitment Office in DPT and VEC. The VEC does
approximately scventy-five per cent of all testing
accomplished. The delays in revalidating tests could be
a potential problem. The objective of Congress in the
enactment of Title VII was to establish equality of
employment opportunities and remove balances that have
operated in the past to favor an identified group.

Under the Act, practices, procedures or tests, neutral
on their face, and even neutral in terms of intent,
cannot be maintained if they operate to "frecze" the
status quo or prior discriminatory employment practices.
Consequently, Congress has placed upon the employer

the burden of showing that any given requirement must
have a manifest relationship to the employment in gues-
tion. If tests were inconsistent with this philosophy,
then this could cause a problem. The lack of a testing
requirement or uniform test procedure for use by non-
Mcrit System State agencies may eventually pose a pro-
blem. It is not feasible or advisable to attempt to
test all applicants in non-Merit System positions by
means of a written instrument, but testing applicants
for certain positions, i.e., clerical, data processing
personnel, etc., may provide a more positive reason

for support of employment decisions.

Specific observations and problems:

1. Delays in developing and validating tests. There
have been complaints from some State agencies,
particularly the Welfare Department, that certain
existing tests are not valid.

2. Lack of coordination of actions ketween the Merit
System and VEC, i.e., failurc to keep VEC informed
concerning new qualification standards, changes to
existing standards, VEC supplied with test mater-
ials, and failure to advise the VEC local offices
of referrals for testing, causing confusion for
the applicant and the local office.

3. The possibility that some present tests may not be
constructed in accordance with the Civil Rights Act
of 1964.

4. The lack of uniform testing procedures and guidance
for use by Non-Merit System agencies.

(52}

Split and overlapping responsibilities by the Merit
System and@ VEC. The VEC offices administer tests
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for some Merit System classes, but not for others;
VEC conducts tests, but scoring is accomplished by
the Merit System in Richmond; the VEC develops and
administers tests for the private sector but is not
permitted to develop tests for the State positions.
These inconsistencies in testing procedures and over-
lapping responsibilities between the Merit System
and VEC often leave the applicant in a gquandary as
to where to apply for a State position and who to
contact for information after he has applied for a
position.

IV. Conclusions

A.

It is concluded that the development and validation of
tests is being conducted in a satisfactory manner.
There has been some concern expressed by State agencies
about delays in the development and validation of tests.
These delays could be avoided if additional personnel
are authorized the Testing Section. The lack of
coordination between VEC and the Merit System Office
has caused delays in receiving qualification standards
in a timely manner and scheduling tests for applicants.
VEC has tests on-hand for only 27 different classes.
This means that applicants for positions for which VEC
does not have tests on-hand must wait until the appro-
priate test is obtained from the Merit System Office.
The delay often results in the loss of applicants who
find jobs elsewhere. There is no assurance that all
Merit System tests conform to the requirement of

Title VII, and validation of these tests with this
factor in mind should be conducted as promptly as
possible. The tests adminnistered by the Non-Merit
System agencies may fall short of this requirement,

and a study of this matter should be conducted.

It appears that the following options are reasonable
and practical:

1. Retain the present system as it exists and utilize
additional professional personnel to assist in
developing and validating tests.

2. Expand and improve the testing capability of VEC
by providing them with tests pertaining to all
classes, and permit them to conduct all testing
except training and experience (T&E).

3. Assign the entire testing process including develop-
ment of test, validation of test, administering test,
scoring test, and maintenance of applicant registers
to VEC, but leave the policy-making function in DPT.
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V. Recommendations

A.

It is recommended thatl:

1. The DPT retain the responsibility for developing,
disseminating, and maintaining testing policies
and procedures.

2. A detailed transfer plan be developed jointly
by May 1, 1977 to move procedures related to
testing, i.e., developing, validating, revali-
dating tests, administering tests, scoring tests,
and the maintenance of employment registers to
VEC, concurrently with the assignment of the
recruitment function. (DPT and VEC)

3. All State agencies with a testing capabilitv, con-
sistent with the standards to be established by DPT,
be permitted to test applicants. (State agencies)

It is recommended that an Advisory Board be appointed
by the Secretary of Administration and Finance consist-
ing of the Director of Personnel and Training, the
Commissioner of VEC and the heads of five other State
agencies for the purpose of reviewing State recruit-
ment and testing functions on a continuing basis.
(Secretary of Administration and Finance)

It is recommended that the following actions be accomp-
lished prior to and continued, if appropriate, during
the planning for the reassignment of the recruiting
function:

1. The Testing Section continue to function in its
present configuration, but additional professionn:l
pcrsonnel be added to expedite the development and
validation of tests so that there is better assuc-
ance that tests are in conformity with Title VIL.
(DPT)

2. Testing be continued by the Recruitment Qffice
located at 8th and Broad Streets during this period.
(bPT)

3. VEC be provided with tests for all classes of posi-
tions used by Merit System Agencies. (DPT and VFC)

4. A system be developed whercby testing schcdules be

established that would preclude confusion and delays
in testing applicants by VEC. (DF ... v
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II.

TRAINING

The Process

Training is a process which calls for assessing needs;
prioritizing needs; setting objectives; deciding on re-
sources and methods; assembling and managing resources
and methods; recruiting participants; and evaluating the
effectiveness of training in terms of both objectives
and need.

The process of developing training programs or courses
calls for the analysis of the tasks required by the job:
measuring employee performance; setting course objectives
based on the difference between the employee's performance
and job requirements; developing methods and materials

for transmitting the needed skills; developing instru-
ments or procedures for testing each person's mastery of
skills; using the tests before, during and after training;
and adapting instruction to meet needs revealed by the
testing.

Before implementing a training program, there should be
evidence that a need exists for training. Training
directors and officers, particularly those engaged in
teaching supervisory and management skills, should be able
to analyze the situation and, in cooperation with the linc
organization, determine whether or not training can improve
the situation.

The Current Situation

At the present time, most training of State employees is
left to the individual State agencies, although the
Department of Personnel and Training (DPT), through their
Management Development and Training Service (MDTS), is
becoming increasingly involved in employee training.

Four broad areas of employee training needs have been
identified:

(1) Orientation

(2) Technical/professional
(3) Supervisory/managerial
(4) Clerical

Employee orientation is conducted in a variety of ways.
Some State agencies have employee handbooks. Annual re-
ports of State agencies are sometimes used in conjunction
with employee orientation. Some degree of orientation is
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generally conducted by State agency personnel offices at
the time of appointment. Some State agencies have formal
orientation programs. A systematic two-day course of
orientation to State service has been developed by the

J. Sargeant Reynolds Community College and is being used

by some State agencies. The course is to be expanded into
other community colleges throughout the State if the demand
for it justifies such action. The majority of employee

orientation appears to be left up to the immediate super-
visors.

Most of the training currently conducted falls in the
technical/professional area. It covers such diverse
fields as health inspection, food products inspection,

forest fire fighting, police work, and corrections officer
wOrke.

MDTS, in its needs assessment, found a great need for
supervisory/managerial training but found that little
training was being done in that area. It is in this area,
therefore, that MDTS has defined its principal role, as
its name implies. MDTS provides some services other than
direct training, but in direct training activities, it is
concentrating in the fields of basic supervision and
management training.

Some training in management and supervision is also being
done by the State agencies. Sometimes it is done indepen-
dently of MDTS and other times in conjunction with MDTS or
with materials and programs provided by MDTS. Some State
agencies use management training programs from the American
Management Association or similar sources. MDTS is in
competition with such programs in providing training to the
State agencies. Whether the source is MDTS or some other
source, State agencies participating in these training pro-
grams frequently do so for the purpose of training assigned
personnel to serve as a cadre for expanding their in-house
training programs.

Very little clerical training appears to be carried on.
For most clerical personnel, the job description, supple-
mented at times by a desk manual, appears to be the only
training other than on-the-job instruction from super-
visors and co-workers.

Three general kinds of training programs are available to
State agencies:

(1) In-house State agency programs, conducted with gen-
eral appropriation funds or with grant funds. Most
of the larger State agencies, particularly those with
specialized functions, appear to have programs to train
cmployees in the required job skills. Whenever the
work is such that it is not possible to recruit appli-
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cants already trained to carry out the required tasks,
one can expect to find some form of training being
offered by the State agency.

(2) Contracted training, provided by MDTS or other sources
outside the State agency itself, and paid for by grant
funds, general appropriation funds, or funds received
from the Federal Government under the Intergovernmental
Personnel Act (IPA). Most contracted programs tend to
tie the training closely to the specific demands of
State agency positions. Some of the contracted training,
such as supervision and management training conducted
by MDTS, provides training in general principles or
skills, with the specific applications left up to the
State agency or to the individual trainee.

(3) Educational aid programs, paid for by the agencies
out of general appropriation funds as a rule. The
educational aid programs enable trainees to learn
broadly applicable principles and skills, leaving it
up to the trainee to bridge the gap between theory
and application in his particular job. They provide
flexibility and a range of offerings not otherwise
available to State agencies. To participate, employ-
ees must show that courses are job-related and have
approval prior to enrollment.

Statistics are not readily available to show how many State
employees participate each year in the various training pro-
grams sponsored by State agencies. The majority of individual
State agencies contacted were unable to supply figures for
their agencies. Excellent records are kept by some State
agencies, such as those of MDTS, the State Police Academy,

and the Training Academy of the Department of Corrections.

Individual enrollments in the MDTS programs during the period
from January, 1971, through June, 1976, were as follows:

State agency employees e e 4« « s+ e + « <« « . 5,356
Local government employees . . . « +« « « . . . . 5,842

The count shows enrollments, rather than employees; that is,
some employees may have participated in more than one train-
ing program, and would have been counted once for each en-
rollment.

Agency participation in the MDTS programs during the same
period was as follows:

Organizationally-tailored groups:

State agencies . . . . . . .
Local governments . . . . .



Multiple agency participation groups:

State agencies . . . . . . . . . . 90
Local governments ., . . . . . . . 10¢

In its first 18 months, the J. Sargeant Reynolds orienta=-

tion course for State employees enrolled approximately 900
participants from 79 different State agencies. The course
started in January, 1975.

Training is funded by general appropriation funds, grant
funds and Federal Government funds under the Intergovern-
mental Personnel Act (IPA). MDTS has some general appro-
priation funding, and some IPA funding, as follows:

General Appropriation, FY 1977 . . . . . . . . $271,660
Fy 197¢ . . . . . . . . $274,890

Intergovernmental Personnel Act, per year

Funds available for State

employee training . . . . . . . . . $ 80,000 to
90,000
Funds designated by IPA for training
Local government employees . . . . . . . . £120,000 to
135,000

The MDTS funding for the 1976-78 biennium from the gencral
appropriation is considerably larger than past appropriations.
The 1976-78 Biennial Budget lists very few items specifically
relating to training. Chapter 779 of the Pcts of Assembly,
1976, the Appropriation Act, for the most part does not

break out training expenditures.

Some State agencies have one or more full-time training
officers. 1In other State agencies the functiorn is assigned
on a part-time basis or not at all. Larger agercies have

a training director who is qualified in the training process.
At least one training director has a doctor's degree in
training. Both the MDTS and the State agencies supplement
their training staff by bringing in outside specialists.

The MDTS staff currently is as follows:
Local Government Programs Section--

Chief . . . . « « .+« . . ¢ o001
Professional personnel . . . . . . . 4

State Agency Programs Section--Organizationally
Tailored Programs

Chief . . . . « . « « « o ¢« < o o .1



Professional Personnel . . . . . . . 1

State Agency Programs Section--Individually-
Tailored Programs

Chief . . . . ¢« .« ¢« ¢« « + + o« + + + 1/2 to 3/4

Professional Personnel . . . . . . . 1

Technical Personnel . . . . . . . . . 1
Clerical personnel . . . . « « + « « « o« . 2

No central list of training directors or training personnel
in State agencies was available.

Some State agencies have training facilities, ranging from
a conference room used for occasignal training to residen-
tial facilities devoted exclusively to training. No list
of State agency training facilities was available.

Higher education institutions in the State have been help-
ful in providing training to State employees. The MDTS

has brought together an advisory group from colleges and
universities, which helps MDTS identify experts in special
fields. A file is being built up of such people, which
both MDTS and the State agencies can use in locating faculty
to meet special training needs.

MDTS is the training arm of DPT. It has three elements:

(1) Local Government Section: provides training for employ-
ees of Local governments in Virginia.

(2) State Agency Programs Section--Organizationally
Tailored Programs: developed on request, to fit
needs of specific State agencies (called "family
groups") .

(3) State Agency Programs Section==-Individually-Tailored
Programs: develops and conducts training programs in
supervision and management on a Statewide multiple
agency basis (the so=-called "stranger groups").

MDTS sees its role as assisting State agencies in any way
they request. Services available from MDTS include:

(1) Direct training
(2) Needs assessment
(3) Planning

(4) Consultation in the training process: needs assess-
ment, curriculum development, evaluation, setting
objectives, preparation of materials, etc.

(5) Liaison with the Federal government and outside agencies.
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III.

(6) Development and coordination of resources.

For two ycars MDTS has conducted training needs assessment
in cooperation with State agency personnel. MDTS expects
to continue working with State agencies to identify and
prioritize training needs, and to develop a plan to meet
such needs.

MDTS itself offers common training needed by State agencies.
MDTS also works with State agencies to adapt training to
meet specific agency needs, and will train agency personnel
to conduct in-~house training. As requested, MDTS trains
employees of smaller agencies unable to conduct their own
training. MDTS currently offers more than 30 c¢courses
covering equal employment opportunity requirements, budget-
ing, personnel policies and procedures, grievance handling,
and other subjects.

MDTS is the liaison and coordinating agency for funds re-
ceived through the Intergovernmental Personnel Act. MDTS
has taken the initiative in developing resources such as
the Faculty Pool described elsewhere in this report. MDTS
has also served other leadership functions, such as prepar-
ing an "Issue Analysis" in September, 1975, which presented
issues related to employee training.

Observations and Problems

The current State reorganization process has brought to-
gether units with centralized training responsibilities,
and placed the training function at the departmental level.
The DPT is still defining its training role and relation-
ships in support of State agencies. To perform the func-
tions envisaged in this report, the role of the training
staff within DPT should be expanded.

MDTS personnel say that they do not want to encourage a
"dependency relationship". Instead, their goal is to
assist State agencies in whatever manner the agencies
request, and will assist them in implementing or adapting
courses which MD1S has developed. Developing courscs and
materials for State agency use is one service MDTS can
provide.

DPT needs to placec greater emphasis on its lcadership and
policy-making roles. In this connection, it may need to
look again at how much direct training service it is appro-
priate for MDTS to offer, and whether it should not concen-
trate on assisting State agencies in their conduct of
training, rather than on conducting training for State
agencies.

DPT nceds to prepare proposals to amend legislative, budget-
ary, or policy constraints that may impede the proper conduct
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of training, and assure that the overall environment in
which training operates is conducive to the proper use
of training as a management tool.

The budget is the primary problem reported by State agencies
in connection with training. Some State agencies have no
budgeted dollars whatsoever for training, other than what
comes out of their operating budget for educational assist-
ance.

Conclusions

It can be concluded that a more viable role for employee
training could materially improve State operations, and
probably repay its costs many tihes over from savings
resulting from increased employee productivity and effec-
tiveness.

As to what functions should be centralized, and which
should be decentralized, there are a number of options.

Alternative 1. Complete centralization of all State
employee training in DPT.

Alternative 2. Complete centralization of all State
emplcyee training in an agency indepen-
dent of DPT, such as a Department of
Manpower Planning and Development.

Alternative 3. Complete decentralization of training
activities to State agencies, with dis-
persion of the DPT training staff.

Alternative 4. Continuation of the current pattern of a
combination of centralization and decen-
tralizaticn of training activities.

Alternative 5. A combination of Alternative 4, with a
clear definition of the functions to be
centralized/decentralized, and with more
emphasis within DPT on policy making,
training and guiding State agency train-
ing personnel, impacting non-training
policies and practices that affect train-
ing, and similar leadership functions.

Alternatives 1 and 2 are not feasible. They would require
mammoth administrative machinery and would remove training
too far from the control of the managers who should be
using it as a tool for increasing efficiency and producti-
vity.

Alternative 3 has some merit, although this leaves the State
with no central leadership in support of the important func-
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tion of training; no central point to coordinate policy
matters; no central point to stimulate training in the State
agencies or to monitor their activities; no central point to
develop position papers such as the "Issue Analysis" pre-
pared last year--in summary, no central point to manage the
training function for the state as a whole. Larger State
agencies might be able to function quite well with a fully
decentralized training program; however, training would
suffer badly in the smaller agencies. Even for the larger
agencies, there are many functions which the agencies cannot
effectively perform for themselves, or at best would repre-
sent a considerable amount of duplication of effort, in-
efficiencies, and reduced effectiveness.

Of all the alternatives, Alternative 5 appears to be the
most desirable. It will result in improvements to the
current approach as stated in Alternative 4, with DPT
training staff assuming a more positive leadership role

in working with State agency training officers and admin-
istrators in identifying training needs, assigning responsi-
bilities, and implementing and monitoring effective train-
ing programs.

As part of DPT, the central training activity should be in

a position to assist in integrating the various personnel
functions and policies into a cohesive, mutually supportive
system. However, if the central training activity is to
operate effectively, it will need the full support of DPT
and sufficient status in that agency to function effectively.

The Committee sees a need .for an expansion of the leadership
activities of the DPT training staff in such areas as policy
making; liaison with the General Assembly, Department of
Planning and Budget, and other State, Federal, and private
agencies concerned in varying degrees with training; overall
State planning and budgeting for training; guidance and
training for State agency training personnel; monitoring the
training process in State agencies; establishing qualifica-
tions standards for training personnel and developing an
appropriate career ladder for them; setting training
standards and monitoring adherence to standards, develop-
ing additional resource aids, such as the Faculty Resource
Pool; coordinating training with other functions such as
career development for employees; conducting and stimula-
ting research and special training projects; and similar
activities. DPT's training function will require a gradual
change in emphasis, with increased emphasis on providing
overall policy and guidance, technical assistance, monitor-
ing State agency training programs, and so forth, to coin-
cide with increased emphasis on training programs within
State agencies.

The functions listed as envisioned for DPT are less visible
than a dircct training service and require a higher degrece
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of knowledge of and skill in the training process and
training management. Training opportunities will nced to
be made available for the DPT training staff to increase
skills on a regular basis, and to keep up-to-date witih new
developments in training.

Among the items which should be considered by the training
staff of DPT is the collection of statistical data for pro-
grams monitoring, for sharing among State agencies, and for
use in reporting to the Governor and the General Assembly.
The DPT should also consider assisting agencies in identi-
fying common clusters of job performance requirements, for
which common curricula might be used, and in developing
curricula and curricular materials to aid State agencies

in conducting training programs.

The DPT could very appropriately assist State agencies in
developing a system for evaluating courses from other
agencies for "credit transfers" so that employees might
use such courses in meeting qualification requirements,
and State agencies could minimize duplication of effort.

Recommendations

A. Recommendations That Can be Accomplished in the
Immediate Future

1. This Committee recommends that there be a re-
affirmation of the commitment tc training and a
restatement of the role training is expected to
play in State government and agency operations.
This should be in the form of policy statements
issued by the Governor and agency heads and in-
cluded in policy manuals. The policy statement
for the State should include a requirement that
each State agency develop an effective training
plan and related programs. (Governor and Agency
Heads)

2. This Committee strongly recommends that policies,
rules, and regulations governing training be codi-~
fied and indexed, in line with the recommendation
of the Commission on State Governmental Management
that all personnel policies, rules, and reqgulations
be codified and indexed for easy access and refer-
ence. (DPT)

3. This Committee recommends that the training ele-
ment of DPT be strengthened in its central managoe-
mert role; that it maintain primacy in the area of
policy and regulatory matters; that it stress re-
search into new training techniques and methods;
that it train and guide State agency training
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personnel; and that it establish standards and pro-
cedures for the evaluation of State agency training
programs. (DPT)

This Committee recommends that training programs

be conducted in each State agency, insofar as possi-
ble, with DPT providing leadership, liaison, coordi-
nation, technical training of agency training per-
sonnel, and related services. (State Agencies)

Long Term Recommendations

1.

This Committee recommends that training be identified
as a distinct program in the budget and appropriation
provided each State agency, with each agency's budget
request for training funds supported by an adequate
plan for training. (State Agencies)

This Committee recommends that a training program be
instituted to train trainers and managers in the
training process, including the indentification of
needs; task analysis; curriculum development; writing
objectives in measurable terms; evaluation in terms
of both objectives and need; performance measurement,
including pre-testing and post-testing of trainees,
related to job performance requirements; evaluation
of training programs by participants and their
supervisors, including follow-up surveys; and the
analysis and use of testing and evaluation results

as a means for improving State agency and DPT
training activities. (DPT)

The sophistication of the needs assessment process
should be increased, and efforts made to insure

that all State agency training personnel have an
opportunity to participate. The needs assessment
process used by DPT should present a model of the
process that State agency training personnel can

use in working with managers and employees to assess
training needs within individual State agencies.
(DPT)

DPT should continue and expand its work in the
development of resource aids, such as the file of
faculty members found to be effective in State
employee training (the Faculty Resource Pool); and
in the development of mechanisms such as the advi-
sory committee from the higher education institutions
which has assisted DPT in developing its Faculty
Resource Pool. Among other resource aids that
should be explored for possible implementation are
inventories of major training equipment, facilities,
and programs that can be shared among State agencies.
A Faculty Resource File of State employees with
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special expertise would be as valuable as the
Faculty Resource File of higher cducation per-
sonnel. (DPT)

A training plan should be developed by each

State agency, based on identified training needs.

A copy of each State agency's training plan should
be filed with MDTS of DPT and used in its planning
and in periodic monitoring of State agency training
programs, to find where assistance may be needed.
(State Agencies)

DPT should keep informed as to training activities
of the various State agencies and serve as a clear-
inghouse on information about employee training in
the State. Media for the sharing of information
among State agencies should be explored, so that
training experiences may be shared for the benefit
of all and duplication avoided wherever possible.
(DPT)

It is recommended that State and agency policies,
procedures, and activities not only provide for
equality of opportunity for female and minority
employees to participate in training prougrams, but
that they also provide that employee training be
used as an active tool for preparation and advance-
ment of female and minority employees within State
service until they are represented at all levels of
State service in proportion to their availability
in the Commonwealth labor market. (DPT and State
Agencies)
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II.

CAREER DEVELOPMENT

‘the Process

Career development is the process of defining job sequences
or ladders:; identifying the training or experiences necessary
for movement up career ladders; and assisting employees
through counseling and training to achieve their career
aspirations within the Commonwealth.

Both career ladders and lattices need to be considered.

The career ladder provides for movement to ever higher
levels of competency and responsibility within one occupa-
tional specialty. The career lattice makes it possible to
transfer from one ladder to another without having to start
at the bottom. Developing career lattices requires identi-
fying common elements of two or more carcer ladders, to
enable an employee to move from one to the other, building
on training and experience that have already been acquired,
without having to start from the beginning.

Career development reconciles employee career aspirations
with the Commonwealth's manpower needs, to the benefit of
both, through the application of counseling, training, and
careful job analysis and classification. Career develop-
ment is the long-range aspect of training. Training prepares
an employee for better performance in the job he holds.
Career development prepares an employee for long-term

service and advancement in State service. Training re-

lates to specific job requirements. Career dcvelopment

is related to long-range manpower planning and development.

The Current.Situation

Career ladders have been identified in selected series of
classes of positions, and the training and skills needed
for movement from one rung of the ladder to the next have
been well identified and are known to employees in those
classes of positions. However, in many classes of posi-
tions career ladders are not organized in identifiable,
understood sequential steps which show the employee what
is needed for advancement and to motivate him in acquir-
ing the additional job skills.

Information regarding qualifications required for career
development does not appear to be available to employees,
except as the employees have access to class specifications
and to qualifications statements shown in announcements of
vacancies. Little has been accomplished to identify a
structured approach for movement from one career ladder to
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another, as a means for providing promotional opportunities
for employees and meeting the manpower needs of the Common-
wealth.

Very little career counseling appears to Me done, with the
exception of what is done informally by supervisors, or by
personnel officers at the request of emp.oyees or appli-
cants. The amount of career counseling done by personncl
officers appears to be extremely limited, going little
beyond providing information about vacancies.

Observations and Problems

As noted, some series of classes of positions have well
defined sequences of advancement, based on identified
performance requirements and structured according to diffi-
culty, with promotion based on demonstrated mastery of the
skills required at the next level in the job series. 1In
most series of classes, however, the task requirements at
various levels in the job series are less well defined,

and promotion from one level to the next is based on a much
more subjective criteria than measurable task performance.

It is this latter situation that leads to the finding re-
ported in the Sixth Interim Report of the Commission on
State Governmental Management that one-third of State em-
ployees feel that promotions are not based on merit and
that good performance is not recognized and rewarded.
Employees who have expressed this attitude have little
incentive to work toward their own career development,
even i1if they plan to continue in State service.

Career development, insofar as it occurs formally, is
generally handled by personnel officers and supervisors.

No one is specifically assigned to the function of career
development, although personnel and training officers have
sometimes seen it as an extension of their responsibili-
ties. The Department of Mental Health and Mental Retarda-
tion is experimenting with an approach that ties training
and career development with performance evaluation. The
service rating procedure in that program has been expanded
to include a conference at which the supervisor and employee
jointly agree on the employee's strengths and weaknesses,
and develop a plan for building on strengths and overcoming
weaknesses. The plan covers training and career develop-
ment activities to help the employce improve in the present
job and work toward the job to which he aspires.

There appears to be little information available to State
employees or their supervisors reegarding career opportuni-
ties within the Commonwealth, outside of their immediate
organizational unit. Lists announcing vacancics are dis-
tributed by many State agencies and made available to
employees. They are helpful for short-range career ad-
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vancement, but not for long-range career planning. There
is a need for reference materials to be made available to
employees and supervisors in order to provide information
regarding qualifications required for various types of
classes of positions; the career potential in the various
classes of positions; and the requirements needed to
qualify for positions to which they aspire.

Conclusions

If each State agency and DPT were to assign responsibility
to a staff member or members for providing career counseling,
such persons could develop reference materials, assist
supervisors in their career counseling functions, and

give employees someone to turn to when they need assist-
ance beyond what supervisors can provide.

The alternatives open with regard to centralization or
decentralization of career development appear to be:

Alternative 1. Continue as at present with career
development decentralized to the level
of the individual employees and their
supervisors.

Alternative 2. Centralize responsibility at the State
agency level for policy-making, leader-
ship,guidance, training, counseling serv-
ices, and preparation of reference mater-
ials to aid employees in career planning.

Alternative 3. Centralize all career development res-
ponsibilities in DPT.

Alternative 4. Centralize some career development res-
ponsibilities in DPT, leaving others with
the agencies, and leaving ultimate responsi-
bility with the employees and their super-
visors.

Alternative 5. Coordinate career counseling with training
and performance evaluation.

Alternative 1, now in operation, provides some assistance
and encouragement to employees to improve their skills and
seek careers in State service. It is limited by the amount
of materials available for reference by employees and
supervisors, and by the information at their disposal.

It has the disadvantage that it provides no central point
to be specifically responsible for providing directicon,
assistance, and guidance; for insuring that wage, classifi-
cation, training, and other personnel functions adequately
support career development; and for insuring that the career
development system in turn supports the overall improvenent
of agency and State operations.
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Alternative 2, centralizing functions at State agency level,
provides for some help and guidance to supervisors and
employees. However, activities on which career development
is dependent are carried out at the central agency level.
This alternative places no one at the central agency level
to impact those functions and to provide for policy making
and direction for career development in the State as a whole

Alternative 3, centralization of all career development
responsibilities in DPT, is not desirable or feasible. It
would call for a large organization, and would tend to mini-
mize the required involvement of employees and their super-
visors.

Alternative 4, which centralizes some functions at the State
agency level and others with DPT, appears to be the hest of
the first four alternatives. 1In this alternative, DPT would
be responsible for developing policies applicable on a
Statewide basis; for impacting and coordinating wage,
classification, and other functions performed by DPT

which relate to carcer development; for developing systems
to inform employees of career opportunities on a Statewide
basis; and for providing guidance, training, and direction
to State agency career development personnel. DPT might
also provide some direct assistance to employees in career
development.

Alternative 5, coordinatineg career development activitics
with training and with performance evaluation, merits con-
sideration. Just as training should be closely tied to
job performance requirements, so career development should
be egeared to agency intermediate- and long-term manpower
requirements. Carcer development should be a means for
providing a pool of qualified candidates for future State
agency requirements and anticipated vacancies.

It should be noted that a career development program for
State employees, if properly conducted, will not be in con-
flict with equal cmployment opportunity programs and laws,
and can, in fact, serve as a management tool for affirma-
tive action and complement the performance appraisal system.

Recommendations

A. Short-Ranee Recommendations

1. This Committee rccommends that the Governor and
agency heads issue policy statements emphasizing
support for a career development program as a
means of encouraging employees to find carcers in
Stalte service; motivating employees to improve
their job skills, and insuring employees are being
challenged and their abilities are being fully
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utilized in support of the needs of the Commonwealth.
(Governor and Agency Heads)

2. This Committce recommends that DPT review the
State's personnel policies, practices, and systems
on a continuous basis from the standpoint of their
cffect on career development opportunities and
incentives. The wage and classification structures
nced particular attention. These structures need
to supmport management in selecting career personnel,
providing incentives for their continued growth and
improvement on the job, and retaining in State ser-
vice the best available people. (DPT)

3. 1t is recommended that each State agency assign a
knowledqgeable person(s) to provide career counseling
to agency employees, and inform employees of the
availability of such service. Eventually, career
counselor positions may be added. State agency
career counselors (when established) would perforum
a direct counseling service, but should focus mcr::
on developing training programs and aids to assist
supervisors and employees regarding career develop-
ment. (State Agencies)

4. 1t is recommended that a more structurcd app:oach
be developed to acquaint employees with career
opportunities in the Commonwealth, to inform them
of the qualifications needed for advancement, and
to identify for them the programs and resources

available to meet these qualifications. (DPT)
B. Long-Range Recommendations
1. it is recommended that career planning be an inte-

gral part of the State's personnel management poe-
gram; that career planning be tied to performance
cvaluation, so that employees arc periodically
counseled by their supervisors as to their
<trengths, weaknesses, and carcexr aspirations;
that a career plan be set up with each cmployce,
to help build on strengths and overcois weaknesses
in job performance, and assist the cmpleyee in
achieving a career within State scrvice. ‘the
carcer plans would include individual goals for
ducatien and training, to be funded by the State

s

it the education and training fall within estab-

Lished criteria. (DPT and State Agencies

2. 'uis Committee recommends that supervisors be
the focal point for performance cvaluation and
carcoer courseling of employees. Training pro-

grawms are thereforce recommended to train super-



visors in effective career counseling. The
training should be specific and inform supervisors
on reference materials that are available for

use in career planning and resources and ser-
vices at their disposal. (DPT)

It is recommended that State and agency career
development policies, plans, and procedures
provide for affirmative action to assure pre-
paration and advancement of female and minority
employees until they are represented at all
levels of State service in proportion to their
availability in the Virginia labor market. (DPT
and State Agencies)

It is recommended that the educational aid pro-
gram be expanded to include education and train-
ing required by approved career development plans
of employees. It is recommended that uniform
policies and procedures be developed providing
for equality of opportunity for all State employ-
ees to participate in the program, and for con-
tractual arrangements with employees to protect
the State's investment in the expanded educa-
tional assistance program. (DPT)
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CHAPTER III

CLASSIFICATION AND SALARY AND
WAGE ADMINISTRATION

While Classification and Pay are clearly related personnel
functions, this Committee has chosen to deal with the processes
of each in separate discussions. Classification involves

the assignment of positions to the same or different classes
based upon the nature and difficulty of work assigned and
gualifications required to perform the work. Theoretically,
this can be done in the absence of assigning pay scales or
rates. Salary and wage administration deals with the
assignment of monetary values to positions, or classes, and

the rules and requlations governing the increases and decreases
in rates of pay for employees.

The primary objectives of the classification function are to
provide equal pay for equal work and to distinguish differences
in nature, level and scope of positions by title and pay.

The primary objectives of salary and wage administration

are to insure that pay scales are sufficient to attract

and retain qualified employees and to develop and administer

an equitable system for changing rates of pay by such

actions as promotions and demotions. Although current
processes permit varying degrees of State agency participation,
both functions are highly centralized with nearly all final
decisions being made by the Department of Personnel and
Training (DPT) or the Department of Planning and Budget

(DPB) .
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II.

POSITION CLASSIFICATION

The Process

For the purpose of this report, classification is defined
as the establishment and the maintenance of a plan for
the grouping of positions in classes based upon their
respective duties, authority and responsibilities. The
Virginia Classification Plan, required by Section 2.1-
114.2 of the Code of Virginia and subject to periodic
amendments, is essentially a system of class titles and
class specifications describing the duties and charac-
teristics of classes to which positions are allocated.
The action of allocating and reallocating positions with-
in the Plan constitutes the most time and energy spent

by State agencies and DPT.

The Current Situation

Tasked with the responsibility for administering the
Classification Plan, DPT is commissioned to provide for
the orderly and equitable management of positions by
assigning descriptive titles, by describing the nature
and scope of duties assigned to position(s) in class
specifications, and by ranking (through objective methods
one position to another. It is critical that judgments
be consistent and be based upon the most accurate and
complete information possible. The objective is equal
pay for equal work.

The initiative for classification actions largely
originates in the State agencies. State agency requests
for classification changes are in relatively final form
before DPT becomes involved in its review. While this
is tyvpical, thcere are many variations and exceptions as
to when DPT enters the precess.

DPT rcports that approximately 9,600 requests were
received for action in the 12 months ending September
1976. Including requests originating by other means
(letter, oral requests, or reviews originating in DPT),
1t is estimated that about 10,000 actions are currently
processed yearly. On the basis of estimates from DPT,
it appears that approximatecly 10% of all the requests
are subject to detailed field audit (visitation by DPT
to the State agency to cenduct an on-site audit).
However, all requests are reviewed by an analyst before
approval, and of the 90% that are not audited, some are
changed based upon the analyst's knowledge of the agency
or upon telephonce inguiries.
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DPT retains a staff of trained professional job analysts
and classification specialists who review and take action
on all classification changes. The staff currently
onsists of 13 professionals under the supervision of

the State Personnel Classification Chief. There are

now approximately 2,700 different classes of positions

in the Plan. The authority to allocate (classify) and
reallocate (reclassify) positions is, by law, regulation
and/or practice, centralized in DPT.

The classification staff of DPT is organized by functions
for the purpose of reviewing and acting on classification
requests. This approach is designed to permit job
analysts to become more familiar with the problems of
particular groups of State agencies by working within

the same areas on a continuing basis.

DPT usually receives classification requests on G.O.

Forms P-5. The state job analyst, who has the regpon-
sibility to classify or reclassify positions on the basis
of their comparability to other State positions, considers
the following in making such determinations:

1. supervision given and received;
2. complexity of the work;

3. consequence of errors;

4. conditions of work;

5. qualifications required to perform the duties
and responsibilities;

6. relationship of the position to other positions
in the organization.

Therce are various resources available to the job analyst
to acquire such data. First, the agency normally supplies
some or all of the information needed to reach a decision.
If not, records within DPT may provide some assistance,

or a visit to the State agency may be required to

observe conduct of work and to discuss the duties with
State agency personnel. While routine decisicns require
little or no supportive justification by DPT, more
complex decisions require the analyst to outline

in an audit report the reasons for the request and

the basis for the recommended action.

Subsequent to DPT's approval of the proper classifi-
cation, any form requesting establishment of a new posi-
tion is sent to the Department of Planning and Budget
(DPB) for approval. The data on the form are first
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verified by support staff, and the forr is then forwarded
to the respective budget analyst. DPB is organized by
functions, i.e., Education, Individual and Family Services,
General Government and Transportation, Administration of
Juctice, and Resource and Economic Dev lopment. The

budget analyst reviews the reguest rel. tive to the
justification of need fuv the position and to the ability

of the agency to fund the position. Following are some
Of the considerations madce by the budg t analyst in the
course of his rveviow:

1. If funds are not provided in tte budget
for the requested position, how will it be
funded?

2. If the position is grant fundec, is it
restricted to terminate at the conclusion
of the grant?

3. Is the position to be funded from funding
sources available as a result cf vacant
positions? (This action would establish
a double obligation in the next budget).

4, Is the position consistent with the State
agency's program(s) and with current statute?

5. Is the position required because of work load
increases or is it a result of a new or expanded
service?

DPB's approval of the request is indicated by the siena-
ture of the Director. If the request is disapproved,
DPB returns the reguccst to the Director of Personnel

and Training unsigned, with a letter outlining the
reason for disapproval.

The management analysts now assignod to MASD have, in
the past, participated in a joint review with DPT re-
garding requests for new positions from State agencies.
This joint review has primarily occurred when the
requests for new positions have involved a reorganiza-
tion within the State agcencv such as the Dopartment of
Corrections. DPT is responsible for the functions of
classification and salary administraticn. The manage-
ment analysts have participated in reviewing the pro-
posed organizational structuvre and the justification
for the requestcd positions. This joint effort has
proven to be an effective means for evaluating Woth the
need for new positions as well as their proper classi-
fication and salary.
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III.

In DPT a small group of the job analysts (3) deal with
developing and revising class specilications for State
positions, training new joh analysts, conducting salary
surveys, and reviewing and acting on requests by State
agencies for exceptions to qualification and pay
standards. This group also reviews and acts on piece-
work requests and hourly rates for part-time employees.

Recently, DPT began conducting training sessions for
State agency personnel in classification and salary
administration. Seven sessions have been offered to
date. Each session, covering two days, is designed to
explain the various techniques and gencral principles

of classification, and to acquaint State agency personnel
with the specifics of Virginia's system.

The premaration of class specifications and job descrip-
tions is performed in closc cooperation with the State
agencies, which determine how work shall be organized
and the tasks, duties, and authority to be assigned to
positions. While questions may be raised by DPT, the
above determinations are largely left to State agency
managers. The development of minimum qualification
requirements is accomplished in a similar manner so
long as proposed requirements are consistent with
those for other classes and appear reasonable.
Therefore, in the developmwent of organizations and

in the specific assignment of work therein, State
agencies exercise considerable independence.

There is concern expressed by State agencies that DPT
olten utilizes existing classifications for new
positions which may warrant separate identification.
This point will be addressed in greater detail in a
subsecquant section.

Obcservations and Problems

The problems outlined in this section are a result of
lengthy and detailed discussion among this Committec
and contact, both written and verbal, with various
State agencies of all sizes.

Processing Time

One of the most freqguent complaints expressed by all
State agencies countacted is the length of time involved
in processing a classification action. The following
table reflects the percent of G.0. Forms P-5 processed
by DPT and DPB in the cited time pzriods. It should

be noted thal the table is not cenclucive as there is
no information vegarding causces for delay in processing.



0-15 15-30 30-60 60-over

days days days days
DPT (18 month data) 66% 17% 112 6%
DPB ( 8 month data) 19% 223 41% 18%

Upon rcview this Committee found several possible factors
for delay:

1. Until mid-July, the DPB had assigned only
one support staff individual to verify infor-
mation on the forms. During peak seasons
(usually the start of a fiscal year and espe-
cially the start of a new biennium), it is not
unusual for forms to spend three to four weeks
awaiting verification and distribution to the
budget analyst.

2. There appears to be an extensive number of
amendments made by DPB to the form. A sampling
(129) of forms (G.O. Forms P-5) processed between
May 1976 and October 1976 shows that the DPB
amended 87.6% of the forms, and made a total of
230 amendments. It appears that most of the
amendments are made because of incorrect and/or
incomplete entries, resulting from vague instruc-
tions or lack of concern by State agencies to
provide correct information. While coordination
among agency program managers, personal adminis-
trators, and budget and fiscal managers is
essential, many forms lack evidence of such
coordination.

3. State agencies often fail to submit requests
with a reasonable lead time for processing by
DPB and DPT.

4. The information required and provided on the
form is sometimes inadequate for either the
job analyst or the budget analyst to complete
an evaluation of the request. Such circumstances
require DPT or DPB to detain the from, pending
further information from the agency.

While no review was made concerning the processing
time experienced by State agency personnel offices,
delays at this stage affect the time between the date
the program manager submits the request and the date
he receivces approval.



There is a feeling among State agencies that they should
not be forced to rejustify new positions which have
alrcady been requested and approved in their budgets.

It was stated that the rejustification process is cumber-
some, unnecessary and, at times, redundant. While this
may be true in some cases, this Committee failed to find
a basis for discontinuing review at the time positions
are actually established, whether or not such positions
have been discussed in the budgets. From the time State
agency budgets are in the initial planning phase to the
time they are submitted to the Governor and are sub-
sequently approved by the General Assembly, there are
usually considerable changes.

Some ayencies commented that they did not find
warranted delays by either the DPT or the DPB
unreasonable, but notification of such delays would
be of assistance. This Committee feels this is a
legitimate criticism.

Communications

There are strong indications that insufficient in-
formation is provided to State operating agencies,
especially in regard to changes made to agency recom-
mendations and/or classification actions by DPT.

Many State agencies express the feeling, whether
justified or not, that the DPT does not really

appreciate or understand the problems or the positions
within the operating agencies. This feeling may result
from a lack of communications between the State operating
agency and DPT.

The DPT has developed a manual for classification and
salary administration to aid job analysts in their work.
The contents of this document, in modified form, should
be made available to State agencies. The manual explains
classification policies, procedures, allocating factors
and other criteria to assist in arriving at classif: -
cation decisions which would be of immeasurable assi.-
tance to operating agencies in developing their proposals
for classification requests. This same manual includes
basic guidance on the bases for resolving pay problems
which would be helpful to agency managers in approaching
problems discussed in wage and salary administration.

Centralization Vs. Decentralization

There are mixed feelings as to whether the classifi-
caticn process should continuc to be centralized with
all authority vested in the DPT or whether the State
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agencies should exercise more latitude in the classifi-
caticn of their own positions. As stated earlier, only
about 10% ©if the classification actions require field
audit by the DPT which appears to indicate that much

of the classification process is already decentralized
in a type cf defacto delegation. However, when con-
sidering that most requests are routine and require
little oz no review, the percentage of audits performed
relative to non-routine requests increases substantially.

Many State agencies expressed a feeling of distrust in
the system which allows central agency staff members to
determine tiae classification for requested positions.

It was fe¢lt that in many cases the job analyst departed
from an interview with an operating agency not fully
understanding the duties and responsibilities of the
position audited. Although this-statement may have some
merit, it is apparent that only DPT has the central
perspective necessary to rank all positions within the
Classzification Plan. -

Number of Class Titles

There are conflicting views regarding the appropriate
number of class titles. One opinion expressed is that

the numbers are too great and should be reduced. The

other is that specific classifications with titles
descriptive of particular agency activities are neces-

sary which would result in the expansion of numbers of
classifications. There currently appears to be a

tendency for the DPT to "force" positions into classifi-
cations in order to avoid establishment of new class titles.

Conclusions

Processing Time

1. Wnile it is felt that the problem of time
deiuvs is complex, there are some improve-
uts that can be effected. Generally, this
ittee feels that the procedure for forms
essing can be simplified without jsop-
ardizineg the basic requirements of DPT and the
DPB. There is also need for greater under-
standing by both the central staff agencies
and operating agencies of the requirements and
responsibilities of each other. Specific
recommendations will be cited in a later section.
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2. The review/approval process and the resultant
revisions to the Budget indicate to this
Committee that continued review at the time
of position establishment is warranted. It
is not believed that this process should be
significantly modified.

Communications

1. This Committee feels that there is a need
for greater agency participation in the
classification process. First, however,
State agencies must be more conversant in
the process of classification, the criteria
used and the justification used by DPT in
reaching final decisions.

2. Distribution of such guidance to each State
agency would reduce the current lack of
knowledge within operating agencies and
should improve the understanding among State
agencies and between State agency and DPT.
Training programs mentioned earlier are also
considered a step in the right direction.

Centralization Vs. Decentralization

As classification is a highly specialized process which
requires consistency as its common demoninator, the
Commonwelath should not move in the direction of
decentralization without first evaluating all possible
effects. Consequently, in order to understand better
all the elements in decentralization, this Committee
feels a limited pilot project should be conducted.
Experience of other states where degrees of
decentralization have occured indicate that

operating agencies have not been able to assume

the responsibility without additonal personnel.

It is essential that the gains of decentralization
outweigh the cost. The pilot project should be

a written contract between a selected State agency

and DPT. Criteria should include, but not be limited
to: (1) a requirement that the pilot agency have
adequate and trained staff for classification, (2) a
description of the classification actions to be
affected, (3) a post audit system and (4) commencement
and termination dates.
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Number of Class Titles

A responsible policy in this regard would be to
establish new classes of positions when there is no
existing class to which a requested position can be
appropriately assigned. New classes of positions,
however should not be established simply to pro-
vide for agency unique titles.

Exclusion of Confidential
Secretaries From Virginia Personnel Act

Because the existing Virginia Personnél Act includes
confidential secretaries, agency heads do not have the
desired flexibility to select confidential secretaries
of their choice in many cases. The close working
relationship required by the agency head and the
confidential secretary makes it essential that selec-
tion of the secretary be at the discretion of the agency
head.

Detailed discussion by this Committee resulted in the
conclusion that agency heads should have the authority
to employ confidential secretaries of their choice.

This Committee further concluded that the agency head
should have the authority to pay the confidential
secretary at any desired level up to, and including,

a maximum rate. The desired flexibility can be
obtained by excluding confidential secretaries from
the State Personnel System, provided that the Governor
retains the authority to establish the maximum pay
scale.

Recommendations

1. By July 1, 1977, DPT should distribute to all State
agencies under the Virginia Personnel Act the infor-~
mation relative to classification actions contained
in the Classification and Pay Manual. (DPT)

2. By April 1, 1977, procedures should be developed to
effect the processing of the P-5 form through DPT
and DPB in a maximum of two calendar weeks each
unless .the operating agency is notified that a
delay is required because of an audit, insufficient
information, etc. The Department of Management
Analysis and Systems Development (MASD) will
conduct a detailed analysis of the current pro-
cedures relating to the processing of P-5's
in conjunction with DPT, DPB and selected
operating agencies and develop appropriate
procedurcs to meet this objective.
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By May 1, 1977, DPT and DPB should revise the G.O.
Form P-5 and/or instructions. (DPT and DPB) (It

is expected that this Committee will communicate

its findings regarding the form to the two agencies).

By July 1, 1977, a plan for the conduct of a pilot
project to decentralize selected functions of the
classification process shall be submitted by DPT
and the pilot State agency to the Secretary of
Administration and Finance for approval. This
Committee recommends the pilot State agency be

the Department of Highways ‘-and Transportation

(DPT and Secretary of Administration and Finance).

The Virginia Personnel Act should be amended to
exclude the class title Confidential Secretary,
provided that the Governor retains the authority
to establish a uniform maximum rate of pay.
(General Assembly).

Develop and distribute to all State agencies policy
and procedure statements regarding the appeal of
selected classification actions by July 1, 1977.
Consideration should be given to the appointment

of a committee by the Director of Personnel and
Training which will include the appropriate job
analyst, a representative from the operating agency,
and an individual knowledgeable in the duties
related to the position being appealed. This
Committee should submit their recommendation to

the Director of Personnel and Training for his
review/decision. (DPT)

By June 30, 1978, a Personnel Administrator's manual
shall be developed to include:

- a chapter specifying the information required
by DPT relative to classification actions.

- a chapter specifying the information required
by DPB relative to assessment of need and
funding source.

- a chapter describing an appeal process for
classification actions (Authority: Rule 3.4
of the Rules for the Administration of the
Virginia Personnel Act).

-50-



SALARY AND WAGE ADMINISTRATION

The Process

The establishment and maintenance of the pay plan and

a system of salary administration are key elements in
personnel administration. For purposes of this review,
several major elements of wage and salary administration
will be considered:

1. Adjustment of salary scales for most classes
of positions (regrades).

2. Establishment or revision of pay scales/rates
for individual classes of positions or limited
numbers of position classes.

3. Rates of pay for individuals when placed in
positions by promotion, demotion, or original
appointment.

4. Increases and decreases in pay for employees
within established salary scales.

5. Rates of pay for hourly~piecework employees.

Items one and two are related and impact the Classifi-
cation Plan itself. However, for purposes of clarity,
classification was discussed in the previous section.

Implementation of general regrades does not necessarily
result in uniform changes to all classes of positions.
Competition in the job market results in additional
regrades. Por example, certain professional and
technical classes may command higher salaries in busi-
ness and industry than are provided for by State pay
scales. 1In order to compete, a general State regrade
might provide a larger increase for these professionals
and technical classes than for other State position
classes.

In a similar manner, general State regrade policies
might provide a significantly larger pay increment for
stenographers than other positions because of existing
shortages of potential employees with these skills.
Such action has the effect of altering the classification
plan. The examples noted above emphasize the difficulty
in distinquishing between classification and pay under
certain conditions.
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II.

The Current Situation

1.

A general regrade is an adjustment to salary ranges
for State classified positions. Such general adjust-
ments are frequently referred to as "cost of living"
increases. However, these revisions are not based

on cost of living, or price indices. Pay changes

are determined on the basis of salaries paid by
other employees in competition with the Commonwealth
for similar services.

The General Assembly.of 1976 added an amendment to
the Virginia Personnel Act which provides in part
that: "It is a goal of the Commonwealth that its
employees be compensated at a rate comparable to
the rate of compensation for employees in the
private sector of the Commonwealth in similar
occupations.” As a result, DPT annually collects
salary data from a total of sixty-five participants
in private industry, local governments, and other
State governments. The collected data, along with
recommended adjustments, are presented to the
Governor and the General Assembly in the annual
Compensation Review Report. General regrades are
based largely upon the need for salary increases
and the availability of funds. Final decisions
are made by the Governor and the General Assembly.

In addition to general regrades, it is necessary

to establish pay scales for new classes of positions
and/or to adjust pay scales for existing classes.
While the final decision on such actions is made

by DPT, there is considerable operating agency
involvement in such changes. The bases for estab-
lishing or changing pay scales are largely keyed

to salaries for similar or related positions in

the private sector and other positions within

State service.

Some of the more frequent types of transactions
in ongoing salary administration include rates of
pay for individuals when appointed to a position,
promoted, demoted, or transferred. Present rules
and policy require that original appointments be
made at the entry rate. 1In cases where required
skills are rare, or when competitors are paying
above the State entrance rate, exceptions can be
made with prior approval by DPT. Virtually no
exceptions are made for clerical-secretarial

and related positions. An individual's quali-
fications are rarely the main consideration in
appointment above the entrance step. Pulers for
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pay on promotion, demotion and transfer are well
established and exceptions are infrequent. The
situation described in this paragraph is a highly
centralized process. State agency requests for
exceptions must be approved by DPT.

In addition to the types of actions set forth in
the. above paragraph, there are other causes for
changes in an employee's pay within a particular
position. Recurring satisfactory ratings entitles
an employee to an annual merit increase until the
top step of the scale is attained. The annual
merit increase is equivalent to one step or
approximately 4.5% in most scales. Employees
frequently receive job offers at higher pay

for similar work outside State service. Such
employees, with approval of DPT, may be given

a special salary increase on a competitive

basis., The policy governing such actions is
similar to that for appointments above the
entrance rate. Clerical-secretarial and related
positions are excluded from consideration for
special salary increases. There are other miscel-
laneous pay practices which are used as a basis
for competition. For example, an additional,
flat rate is sometimes permitted for a limited
but specific time period when an employee assumes
additional and/or greater responsibilities (e.g.
take over in supervisor's extended absence).
Shift differentials are paid to certain classes
of positions (e.g. nurses) when such a practice
is followed by outside employers.

The Commonwealth employs thousands of so-called
hourly, or piecework employees to perform pact-
time, temporary, and seasonal work. Such
employees are necessary, but are not required
on a regular schedule. Usually these workers
are paid at an hourly rate. On occasion, pay-
ment may be per unit of production (e.g., a
transcribing typist may be paid per tape).
Authorization to employ such workers must be
approved by DPT and DPB. Requests to employ
persons are submitted by agencies G.0. Forms
P-14 with the proposed rate, working title,

(or a State classification title), reason

for the request, and a description of

required duties. A statement concerning
availability of funds must accompany the
request. The P-14 request is relatively

more informal than that for establishing

or changing a permanent position.
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III.

Observations and Problems

General Comments: A review of the current wage and
salary administration plan with State agencies, through
personal contact and correspondence, generated numerous
suggestions and comments. Establishment of a salary
step at the mid-point of each existing step in the
State salary plan was frequently proposed. The proposed
"hal: step"” would allow agencies to refine the merit
increase process. Each step would contain two (2)
increments (1 and 2) for average and outstanding
employees. TUnder the current plan, any employee
eligible for a merit increase, who has performed
satisfactorily, is eligible for a one-step increase,
regardless of his degree of performance.

Other suggestions included establishing a general

shift differential for employees who are required to
work evenings and nights and establishing longevity
steps as incentives for retention of employees. It

was suggested that longevity steps would also reduce
pressure to reclassify jobs of long term employees
simply to "reward" satisfactory service. Some State
agencies proposed that they be given more authority

to effect routine salary actions without prior approval
from DPT (e.g. original appointments, promotions, and
merit increases). Some respondents proposed that State
agencies be allowed to use regrades as general salary
increases in a manner similar to merit increases. It
was proposed that State agencies be allowed to pay an
individual above the maximum rate to recognize longevity
and outstanding performance. Special types of compen-
sation plans for professional, executive and administra-
tive classes received considerable discussion. The
proposed plan would be handled somewhat differently

from the so-called "rank and file" classifications.

Concern was expressed regarding the current policy on
retroactive actions for make-up pay to employees.

The DPT (with few exceptions) does not allow retro-
active pay beyond sixty (60) days in cases of clerical
and/or administrative error beyond the employee's
control. Many consider the retroactive pay policy
unfair and strongly believe it should be changed.
Likewise, it should be noted that in cases where an
employee has been overpaid, he is required to repay
the overage without regard to time involved.

State agencies expressed the feeling that the present
policy which generally requires the appointment of
individuals at the entrance rate for a particular
classification is not necessarily in the best interest
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Iv.

of the State. Further, the State's entrance rate policy
does not promote efficient delivery of services, nor

is it fair to highly qualified employees. Appointments
are made above the entrance rate if a shortage exists
of qualified employees for a particular category of
positions (clerical and related positions excluded).
Advocates of a more flexible policy contend that while
certain job applicants may meet minimum qualifications,
State agencies, in compliance with current policy, are
required to rule out those who are highly qualified
but are not employable within the salary scale at the
entrance rate. State agencies noted that frequently
job applicants are highly qualified in a particular
area of endeavor, including certain types of secre-
tarial and specialized clerical functions. There was

a consensus among responding State agencies that the
policy regarding employment &t entrance rate .should be
more flexible, giving State agencies greater latitude
in making appointments within the scale for a particu-
lar class of position. )

Hourly and piecework employees are not part of the
classified plan, have no permanent status, and do not
carry the fringe benefits of permanent positions. State
agencies generally agree that the G.0. Form P-14 pro-
vides for needed flexibility in meeting short term
personnel requirements. Thousands of workers each year
are employed by State agencies to perform work of short
duration on a temporary, part-time basis. This is
common to most industries and clearly has its place

in the State compensation and wage plan. Temporary
employment is the least controlled form of State
enmployment relative to determination of precise

rates of pay and maintenance of equitability. This

is not to sy that rates of pay and quality of pay

are not considerations; however, the information
provided to DPT and to DPB on Forms P-~14 is limited.
The current system works, but there should be

closer controls on the process and greater effort on
the part of State agencies to manage such employment
more conscientiously in terms of need and EEO

matters.

Conclusions

There has been considerable progress in recent years in
the refinement of legislated policy for State pay, and
in the salary survey process utilized by DPT. The
General Assembly has expressed the goal of providing
State employees with comparable pay for similar and
related work performed in the private sector. While
the goal has been established, funds have not been
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made available to implement it. The problems of
economy in government are recognized and the policy
might be placed in proper perspective by stating that
implementation depends on available revenue. With
regard to DPT activities, salary surveys have been
expanded and, as earlier indicated, 65 participants
were contacted in preparing the last Compensation
Report. This Committee is of the opinion that while

a fairly large number of classes are covered in the
survey, it is still too limited in scope to determine
fair and equitable pay for all classes of positions in
State government. Specifically, it is this Committee's
feeling that a better mix of classes could be used to
improve the comparisons with the private sector and
other governmental and related jurisdictions.

With regard to both general and specific regrades

for limited number of classes of positions, it is
believed that more State agency participation in

the process would be helpful in establishing
appropriate and equitable pay scales. In the area

of general regrades where State agencies are rarely
consulted, more State agency involvement is required.
There is considerable feeling among State agencies
that they should be permitted more latitude in
determining wages paid to their employees. For
example, more flexibility is clearly desired by

State agencies in original appointments to a

position and the attendant entrance rate and in
actions related to promotion and transfers. As
previously indicated, the rules on promotion,
demotion, and transfers are clearly outlined and,

in most cases, are workable in the view of this
Committee. However, more latitude in these areas
appears desirable. There is a tendcncy for DPT

and DPB to take a so-called "ivory tower" approach

to individual State agency problems. At the same
time, however, there is considerable opportunity

for abuse, intentional or otherwise, if State agencies
are not governed by relatively clear and precise
policies in such matters. It would probably be of
great assistance to State agencies, and of little
danger to the compensation plan, if serious consider-
ation were given to allowing State agencies more
flexibility in these areas. Where flexibility is
allowed, it would appear that State agencies should be
required to clearly document exceptions to established
policies. Nevertheless, State agencies should be
allowed more flexibility in making exceptions where,
in the view of State agency management, it is in the
best interest of the Commonwealth. Some unintentional
abuses arising from too much flexibility would probably
occur through the State agencies lack of experience in
certain types of personnel transactions. This Committee
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believes that responsible agency management would dictate
that greater flexibility would be self regulating to a
large extent if the morale of employees is to be maintained.
Flexibility should be extended to secretarial, clerical,
and related classifications. There is some merit to the
arguments in favor of not allowing the same exceptions for
this latter group as for many other categories.

With regard to proposed changes that effect rates of pay
of employees, the following recommendations appear to
have merit:

1. The proposed additional step within the present
scales for outstanding employees deserves con-
sideration. This would permit agencies to vary
monetary recognition in consonance with levels
of performance.

2. Theve is room for State agency flexibility when
key State employees receive job offers from
sources outside State service. In such cases
special increases on a competitive basis may
be approved by DPT. Consideration should be
given to allowing State agencies to take such
actions without prior approval by the DPT.

Such flexibility could foster abuses unless
criteria are established by DPT and understood
by State agencies.

3. State agencies should not compete with one
another for the same employees within the
same classifications. Specifically, one
State agency should not be permitted the
flexibility of offering a higher pay to an
employee in the same classification at
another State agency. In the opinion of
this Committee, no change should be consid-
ered for increasing a State employee's pay
simply because an opportunity exists in the
same class of position in another State agency.

4, Shift differential considerations should be
made on the same basis as other pay consider-
ations. Specifically, unless shift differ-
entials are customary and generally allowed
for the same type of work performed outside
State employment, they should not be permitted
for State employees. Shift differentials
should be considered only when it is necessary
to compete with outside industry for equitable
compensation. Under the present plan, shift
differentials are paid to a limited numbecr of
classes of positions and are governed by the
factors outlined above.



There are numerous miscellaneous features of

the pay plan, previously mentioned, which effect
employees' pay. For example, when employees assume
additional and greater responsibilities, special
dispensation may be allowed in the form of a
temporary increase in pay, i.e. approved flat rate
or bonus plan.

Such practices listed above are equitable, but all State
agencies are not aware of them. This kind of action,
along with other pay policies, rules, and opportunities
to reward and penalize employees, when appropriate,
should be mpre clearly and frequently communicated

to State agencies. Communication problems exist in

the total area of wage and salary administration

and solutions available to resolve personnel problems
are not understood sufficiently by State agency managers.

Recommendations

1. A policy should be established to permit
retroactive payment to a State employee who,
by administrative error, has not reccived full
compensation. Conversely, the Commonwealth
shall be reimbursed for any overpayment.
Interest shall not be charged in either of
the above instances. (DPT)

2. The Department of Management Analysis and
Systems Development (MASD) should conduct a
complete reviéw of the existing procedures
relating to the hourly piecework employees
and the related G.0. Form P-14. A study will
be: submitted to the Secretary of Administration
and Finance no later than July 1, 1977. (MASD)

3. This Committee should examine in-depth the
following areas and submit specific recom-
mendations to the Secretary of Administration
and Finance no later than July 1, 1977:

a. flexibility of agencies to make appointments
above the entrance rate without prior
approval of DPT

b. 1longevity pay

c. additional merit increase steps for
exceptional employees

d. policy of exzcluding clerical-secretarial
and related positions from competitive
increascs and from appointments above
entrance rates.
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CHAPTER IV

EMPLOYEE PERFORMANCE

Serious concern is increasingly expressed within and without
State government regarding the need to improve management prac-
tices at all levels in order to more effectively and efficiently
improve the delivery of services to its citizens. This concern
involves both the responsibilities of management as well as

the individual employee in terms of improved program results.
Many feel that the performance appraisal system now in use in
the Commonwealth does little to create a positive environment
that makes maximum use of the State's greatest resource - the
individual employee. Many administrators and employees have
expressed the view that the current performance appraisal sys-
tem is more concerned with form than substance.

There is a need to utilize the performance appraisal system as
a positive mechanism for improving employee productivity,
enhancing training, and career development, providing for more
effective counseling, etc. The General Assembly in 1976 recog-
nized this need and mandated that standards of performance be-
come the basis for employee performance appraisals.

There is a direct relationship between standards of performance
and a performance appraisal system. Standards of performance

are statements of the results that are expected or the objectives
to be obtained within a specific time frame. They relate to a
specific position and are developed jointly by the employee
occupying that position and his immediate supervisor. Based

on these identified and understood standards of performance,

the supervisor determines to what degree the employee met these
standards and a performance appraisal is completed by the
supervisor. Developing meaningful and realistic standards of
performance for each employee and using them as the basis for
performance appraisals is a difficult, lengthy, and challenging
process. Once implemented, however, it not only is of tremendous
value to the employee and his supervisor but to the organiza-
tion as well. Standards of performance must relate to specific
programs within an organization and define both the supervisor's
and the employce's responsibilities in support of these programs.
Thus, standards of performance can also be a valid means of
measuring the effectiveness of a supervisor in terms of meeting
the objectives of the organization's programs as well as his
ability to manage those personnel resources assigned to him.
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II.

STANDARDS OF PERFORMANCE

The DProcess

Standards of Performance are oral or written guides which
express "how well" an employee must perform his duties

in order to accomplish them in a satisfactory manner.
They are descriptions of performance expected by manage-
ment for a particular class of position. Standards of
Performance are statements of the results that are ex-
pected or the objectives to be obtained within a speci-
fied period of time. They are "yardsticks" used to
measure an employee's performance.

Standards of Performance, particularly those which are
clearly written, keep both supervisors and employees aware
of how much work each employee should accomplish and the
quality and quantity of effort required for each task.
They should be prepared. through the joint effort o‘ the
supervisor and the employee. The evaluation of emuloyeces
by use of Standards of Performance aids an organization in
obtaining maximum employee development and productivity
when it creates an environment in which the employee
realizes that he has done what has been expected of him
and that he has performed in a commendable manner.

Most, if not all positions, can be measured by Standards
of Performance, provided the standards are prepared for
specific, current, and significant tasks relating to
each job. The essence of Standards of Performance is
that the duties and responsibilities unique to a specific
position are understood by the supervisor and employce,
and that they are expressed in such a manner that an
acceptable level of performance is established for each
employee.

Current Situation

The Virginia Personnel Act was amcnded by the 1976 General
Asscmbly to require that specific standards of performance
be the basis, where practicable, by which the quality

of service rendcred by State employees is evaluated.

This action introduced the term "standards of performance"
to State personnel management.

Except for the efforts of a single agency, the virginia
Employment Commission, there have been no known attempts
to ascribe a systcinatic approach to the development of
performance standards. This responsibility rests with
the Department of Personnel and Training (DPT), although

it is iwmplicit that programs of employee evaluation
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through performance standards are to be accomplished
at the State agency level.

The Virginia Employment Commission has made commendable
progress in implementing standards of performance in its
"Program of Performance Analysis and Counseling of Employees"”
(PACE). Here, the definition of tasks associated with
individual positions and an assessment of standards by

which employee performance is measured constitute the

major thrust of Commission policy for employee service
ratings.

A few other State agencies are beginning to adopt systems
of performance budgeting as a program management technique.
While these systems involve the analysis of tasks involved
in the assignment of positions at’various levels (usually
non-management), they tend to result in only the quanti-
tative measurement of positions. Moreover, the focus of
these programs is usally on the cost effectiveness and
efficiency of the output of organizational units, not of
the individual positions that contribute to that output.

Elsewhere, specific performance criteria related to job
responsibilities could not be found. The appraisal of
employee effectiveness is based, in large measure, on a
concentration of personality traits that tend to reflect
what is thought of the employee rather than what he does.

The Director of Personnel and Training has a staff study
in hand suggesting that a phased approach be followed

in the introduction of performance standards to perfor-
mance appraisal plans now in place in State agencies.
The Director has indicated his willingness to require
that a casual examination of job duties and an informal
resume' of performance standards become subjected to
discussion between employee and supervisor and made a
part of a new employee service rating form he desires

to implement on January 1, 1977 in State agencies now
using the G.0. Form P-9. This form revision is discussed
in greater detail in Section B of this chapter.

III. Observaiion and Problems

The evolution of an effective standards of performance
program represents a challenging undertaking. This Com-
mittee believes the Legislature has set a proper course

in requiring that specific standards become a basis for
the evaluation of employees. It must be pointed out,
however, that any successful, broad-based implementation
of such a program depends on establishing goals and objec-
tives which are supported by detailed plans and objeatives
and timetables by which the application of new procedures
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can be measured. Experience dictates that success in such
an area seldom occurs of its own accord.

A significant educational effort will be required to con-
vey the concept of standards of performance to agency
heads and personnel administrators who are not conversant
with the term or who fail to realize the benefits of
having such a tool for the measurement of individual pro-
ductivity in their organizations. Basic to the purpose
of this education is the identification of respective
roles and responsibilities of the Department of Personnel
and Training (DPT) and of State agencies; together with
the explanation of acceptable methodology, provision of
expert assistance to State agencies where required, and
specification of criteria by which results will be evaluated.

This Committee views standards of performance as one of
central policy, but decentralized practice. The program
will exist for the purpose of serving the individual State
agencies and their employees, although the breadth of its
application will determine the degree to which the effi-
ciency and economy of State government as a whole is
served.

The development of standards of performance, in order to
be fully effective and responsive to State agency needs,
must be a matter handled by the agencies. Although a
definite measure of consistency is desirable, particular-
ly in the interest of evaluating overall results, State
agencies should be subjected only to minimal acceptable
criteria established in the DPT for the conduct of the
program. Beyond this, State agencies should enjoy free
latitude in the development and application of performance
standards. It is key to the total effort that State
agencies be held accountable for compliance with minimal
criteria and this becomes the principal rationale for

the continuous involvement of DPT after the project is
first defined by them.

The greatest barrier to the immediate implementation of
performance standards in the Commonwealth, once the con-
cept is universally understood, is the general absence

of position descriptions reflecting the current duty assign-
ments of individual positions making up broad classes

of positions in the classification plan. Functional des-
criptions which enumerate the duties and responsibilities
unigue to every position in an agency are critical to the
development of standards of performance. Although a
fundamental grasp on the content of jobs is implicit in

the attention all supervisors are expected to give the
operations they are responsible for, many State agcencies
rely on official class specifications as their only written
job descripticns. These usually apply to whole catcgories
of work and scldom change except when the scope of respon-
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sibilities broadly associated with the entire class of
positions has been altered.

State agency administrators often tend to overestimate
the time and effort required of the staff to revise posi-
tion descriptions on a recurring basis and consequently
become skeptical as to the value of the process. Consi-
dering that this project is most meaningful when under-
taken by each employee, with management usually becoming
involved only in a review role, this Committee suggests
that there are minimal costs attributable to this facet
of the program.

The preparation and maintenance of current position des-
criptions, while central to the development of performance
standards, will be beneficial tQ'State agencies in several
other important areas of personnel management. A fun-
damental precept of employee orientation is served by the
presence of current positien descriptions. The descriptions
also aid State agencies in satisfying a requirement of the
Governor's Executive Order Number One that all pos<*-ions in
the classified system be reviewed every two years for the
currency of their allocation. Further, they improve the
capability of State agencics in noting changes which occur
in the nature of job assignments, and thereby facilitate
the preparation of concise, accurate job statements for

use in seeking the reallocation or redescription of posi-
tions in the classification plan.

Standards of performance are viewed by this Committee as
an adjunct to the position description of every pocition.
As such, they do not lend themselves to inclusion in the
specifications of classes of positions. It may be desir-
able, however, that guidelines as to general performance
standards be noted in the class specifications to assist
employees and supervisors in their development of specific
standards of performance to individual positions.

Besides assisting management in defining specific respon-
sibilities and duties for employees, performance standards
aid in the determination of the strengths and weaknesses

of each employee and specific training needed to improve
their current skills and assisting employees in advancing
in State service. By emphasizing the training of employces
in those areas where established standards are not b ing
met, State agencies should avoid excessive costs attribu-
table to indiscriminate training.

Finally, this Committee feels it is of significant impor-
tance to note that performance standards assist agencies in
organization planning, work simplification and budgeting

by providing a basis on which management can establish
anticipated staffing requirements in consideration of
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future work volume. They are also beneficial to the
evaluation of individual program managers and provide
another means for effective planning and measuring the
effectiveness of the programs being managed.

Conclusions

This Committee is strongly of the opinion that performance
standards should be established and implemented to mea-
sure all positions in the classified service of the Common-
wealth. This Committee is cognizant of the impracticality
of achieving this goal on a short-term basis, and con-
cludes that even an aggressive incremental approach may
properly require as long as two to three years for full
implementation.

It is extremely important that the Director of Personnel
and Training accept the full measure of authority con-
ferred on him by the Virginia Personnel Act for the
establishment of a performance evaluation system based
on specific standards of performance. This Committee
feels the Director should proceed, without delay, to
issue policies relating to a plan by which he will hold
State agencies responsible for results.

The Director's policy should contain, as a minimum,
appropriate definitions of the program and its elements;
the goals and objectives sought to be achieved; descrip-
tions of respective levels of responsibility shared by DPT
and State agencies; procedures for implementation; and

a statement of minimum accomplishments to be evaluated

by DPT in ascertaining State agency compliance. The
policy should detail specific required tasks and comple-
tion dates.

The Director should make an extensive commitment of his
Management Development and Training Staff to prepare and
present educational programs relating to the methodology

and procedures to be followed by State agencies in developing

and implementing standards of performance. This activity
should offer experienced personnel from the Director's
staff to serve as consultants in those State agencies
which may require assistance in the installation of this
program. While permitting State agency heads the latitude
of implementing standards of performance in a manner

most suited to the responsiveness and success of the
resulting State agency performance appraisal programs,
the Director should retain that authority necessary to
assure that each State agency meets an acceptable level
of performance, which he will specify, whereby an appro-
priate degrec of performance and consistency can be

maintained among the State agencies.

-64-



State agencies should give immediate attention to the pre-
paration or revision of individual position descriptions
which state the current assignment and tasks of every
position. Standards of performance should be implemented
on the basis of those descriptions as soon as the Director's
educational program for State agencies is completed. The
Director should be aggressive in periodically monitoring
the results achieved in State agencies, in furtherance

of his responsibility to assure consistency in the over-
all Commonwealth program. When necessary, the Director
should cause remedial action to be taken in those State
agencies deemed to be in non-compliance with the purpose
and criteria of the program.

Recommendations

1. A statement of policy on standards of performance
as the basis for performance appraisal should be
prepared and distributed by DPT to all State
agencies as soon as possible, preferably by
April 1, 1977. (DPT)

2. At the same time, all State agencies should be
instructed to begin the development or revision
of descriptions of the duties currently assigned
to all the positions in their agencies, to be
completed in at least one year. (DPT, State
Agencies)

3. 1In preparation for an extensive, system-wide edu-~
cational process on standards of performance, DPT
should develop and distribute to all State agencies
a training and procedural guide by May 1, 1977.
(DPT)

4. Training programs in standards of performance should
begin in the State agencies by July 1, 1977, with
the continuous assistance and guidance of DPT.

(DPT, State Agencies)

5. Installation of a formal program of standards of
performance as the basis for performance appraisal
should begin in the State agencies concurrently
with the training process, with first efforts being
made in those State agencies judged by DPT to be
best prepared to begin the program. Full implementa-
tion of the program will require approximately two
years. (DPT, State Agencies)

-65-



II.

PERFORMANCE APPRAISAL

The Process

Performance appraisal is that subjective judgment a
manager is required to render in evaluating an indivi-
dual's ability to perform. In order to be effective,

its purpose must be well defined and its execution based
on information that is relevant, accurate, and sufficient-
ly complete that no important factor has been overlooked.
It is most likely to be viewed as fair if the employee
knows why he is being appraised, what goes into the
judgment, and how it will be used. It serves primarily
as a guide for the manager's own actions with respect to
the individual he appraises. Over a given period of time
and through effective counseling, however, it becomes a
device for the employee's own appraisal of his level of
performance. It is intended to help the manager and
employee, alike, to do a better job for the organizations
they serve.

More specifically, the process of performance appraisal
is used for the purposes of:

1. Clarification as to what is expected of employees
in the way of their satisfactory performance in the
pursuit of organizational goals.

2. Identification of strong and weak points in individual
performance and providing constructive counseling to
each employee, and

3. LEstablishment of objective bases for personnel actions,
including placement, promotion, training, salary
advancement within a given position, other rewards
and recognition of superior and inferior performance.

Current Situation

The Virginia Personnel Act exists for the purpose of in-
suring "for the Commonwealth a system of personnel admin-
istration based on merit principles and objective methods
of appointment, promotion, transfer, layoff, removal,
discipline and other incidents of State Employment”. The
basis of all employee personnel actions of the Commonwealth
is, in the language of the Code, "merit and fitness as may
be ascertainable by the competitive rating of individual
qualifications" by managers in State agencies.

In furtherance of this legislative mandate, the Governor's
Rules for the Administration of the Personnel Act define an
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employee service rating plan which is generally applicable
to all classes of positions. The stated purpose of this
plan is the positive development of employces within the
various classes of positions, and for promotion from class
to class. The plan is intended to advance employees by
aiding them in all elements in which they show weakness
and encouraging them on thoce elcments giving evidence of
strength. Its chief objectives are to obtain the highest
possible performance in support of State service, and

to provide means for employee career development.

It was recognized at the time the general rating plan

was first installed that further development of a variety
of rating plans might be required for the overall effi-
ciency of the system if it was to be responsive to the
special requirements of many classes of positions. The
Rules authorize the Director of Personnel and Training

to approve other plans if they meet certain basic, but
unspecified, criteria relating to uniformity, job-related-
ness, and employee counseling.

To date, special rating forms have been installed in only
a few State agencies. The overwhelming majority of State
agencies continue to use the format provided for in the
general rating system, the G.O. Form P-9. This is a

short form entailing five adjectival ratings from poor to
excellent in six factors defined as Habits of Work, Amount
of Work, Quality of Work, Cooperation, Intelligence

and Initiative. The Rules give extensive description

of the adjectives as they relate to each of the elements
in this plan. A caveat is offered that the rater secl:

to interpret these expressions in relaticn to the job

or work actually being done in the respective classes

of positions. If either "poor" or "excellent" is checked
in three or more factors, the rater must enter a narra-
tive explanation of his reasons for the exceptional rating.

The Form P-9 was revised in 1970 to require each service
rating be reviewed by the rater's supervisor and a blank
was provided to denote whether or not the rating had

been discussed with the employee. There is no requirement
that the latter step be taken.

Most of the special rating forms now in use by the agencies
amount to adaptations of the P-9 format, although it is
significant that some of them include special "traits"
categories by which management personnel are evaluated

as an adjunct to their appraisal against the work related
elements which are applied to all employees. The PACE
system mentioned earlier in this report is a departure
from the customary approach in that it represents the
first attempt by an agency to formalize performance
criteria bascd on job respoansibilities in all classes of
positions in the agency.
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All State agencies, regardless of the format they follow,
must forward a copy of the rating to DPT. This satisfies
a requirement of the Rules that ratings be continuously
on file in the central personnel records and allows the
review of satisfactory ratings as they become the basis
for employee merit increases. There is no apparent
research or analysis made of the overall service rating
plan and, although satisfactory ratings are required to
obtain a merit increase, there is no obverse requirement
for withholding merit increases. Performance appraisal
can be regarded as a State agency program, and there is
no standard by which the effectiveness of the program
within the State agency is judged externally.

A staff study made within DPT during 1975 supported the
conclusion that some substantive changes should be made
in the P-9 process and form to improve its general effec-
tiveness and job relatedness. The Director of Personnel
and Training now appears prepared to implement a new
service rating form as early as January 1, 1977, which
will provide a better approach to the rating itself,

but not alter the concept by which it is guided. It
retains all present work-related elements, although "job
knowledge” is substituted for "intelligence" and descrip-
tive phrases are included on the face of the form to
guide the rater in delineating levels of achievement.

The attention this form would give standards of perfor-
mance was mentioned earlier.

Observations and Problems

1. General Comments:

The most prevalent observation made by agency heads
and personnel administrators is that the present

P-9 system is ineffective in meeting the objectives
set forth in the Governor's Rules. They point out
that the system is one dedicated to form over sub-
stance. It provides no basis for the establishment

of a meaningful relationship between the job respon-
sibilities of employees and the performance factors
upon which they are judged. Each employee must be
rated once each year. There is little encouragement
that the ratings be handled in any other way than

on a blanket basis to satisfy this requirement for
annual ratings to qualify employees for merit increase
consideration and assure that all employees continuing
in the service are "satisfactory" performers.

The current State service rating plan contains no
formal mechanism by which the potential of an employee
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to move throueh career ladders can be assessed, and
the system directs no recal attention to an employee's
development even at the entrance level of his employ-
ment into State service. Likewise, no statement is
ever made as to the promotability of an employee to
other jobs within or outside his career field.

There is no assessment of the manag:ment capabilities
of employees in supervisory positions in the present
plan, other than through the standard rating elements
relating to habits of work, amount of work, etc.,
intended for use in appraising the performance of

all employees.

In instances where special agency forms have been
approved, few plans are found to involve approaches
or format that represent much more than an extension
of the existing P-9 concept. The most prevalent
deviation to this is in the inclusion in some cases
of managcment-related factors such as leadership,
planning, control, and communication skill for use
in the evaluation of supervisory personnel. Even

in these cases, however, agency administrators often
acknowledge that their rating systems are of question-
able value because of a general lack of focus on

job responsibilities in the appraisal.

Some State agencies, most notably the Virginia FEmploy-
ment Cowmmission, have moved to tie job responsibilities
to the performance appraisal of employees. The PACE
system was commented on earlier.

Specific Observations and Problems

Performance appraisal, as it now exists, is often
applied by supervisors only as a tool of negative
discipline to deny salary adjustments and toc ter-
minate employees whose performance fails to mect
benchmarks set by the performance levels of their
peers. No reasonable evidence is discernable to
indicate that the system is accomplishing the pro-
gressive objectives set forth in the rules when it
was designed.

Although merit increases and salary adjustments for
employees arc keyed to satisfactory service ratings,
the nunmker of adjustments denied on the basis of such
ratings is estimated to be less than one per cent.
This leads to the observation that the system may

not even be effective as a tool of negative
discipline.

Many administrators feel that the performance apprai-
sal system should support a pro#ram of variable merit
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increases keyed to the performance level of employees.
Although complaints are frequently made that the pre-
sent system rewards mediocrity at the same pace as
superior performance, supervisors appear reluctant to
adjust their current practice of doing just that when
only a five per cent pay increase is at stake. On
the other hand, they say they could distinguish pay
progression vis-a-vis the performance levels of
employees if the pay system allowed increments of

as many as two full steps.

The form itself is a major toncern to administrators
and to this Committee. Present format forces equiva-
lent treatment of all categories of employees in the
way appraisal results are reported. Special forms
approved by the DPT for State agency use still require
a conversion of scoring data to the basic elements
required in the P-9 system, so the potential for
State agency success in new approaches to performance
appraisal is diminished.

The present requirement for written narratives in
cases of exceptionally high/low performance is
counterproductive, ironically, to the objectives of
the program. It is demonstrated that supervisors
will purposefully keep their ratings in mid-range
in order to avoid having to give additional comment
that would distinguish certain employees. The
reasons for this phenomenon are often diverse.

Although the discussion of P-9 ratings between super-
visor and employee are encouraged by the Rules, there
is no requirement that this contact occur. Even in
those instances where supervisors do make ratings
available to employees, the contact frequently does
not result in a discussion of the appraisal. Rather,
the rating is simply presented to the employees thus
negating one of the greatest values of a performance
appraisal system, that of meaningful career counseling.

The requirement that all service ratings be accomplished
simultaneously each year causes widespread concern
among administrators. They feel such wholesale appli-
cation of the system is detrimental to any effort State
agencies might wish to make in encouraging employee
counseling, because of the time constraints imposed

on managers to prepare large numbers of ratings for

all employees at the same time. The most frequent
plea is that the ratings be made to coincide with the
dates of employees' eligibility for merit increase
consideration.

DPT has performed one staff study during the past
year concerning a revision of the P-9 format, but
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there is no evidence to suggest that DPT has seen
itself in a leadership role of evaluating the P-9
system against stated objectives or of setting reason-
able criteria by which State agencies can formulate
their own plans to meet the needs they see for improved
job-relatedness in the program.

Educational Institutions

The performance appraisal procedures for faculty members
at the various State supported colleges and universities
in the Commonwcalth were reviewed. The Code of Virginia
explicitly charges the boards of visitors of the state-
supported colleges and universities with responsibility
for the employment of faculty and for the establishment
of terms and conditions of employment.

Faculty performance appraisal procedures in the Common-
wealth do vary from those in the classified service.
Faculty evaluations are performed at each institution in
accordance with established internal procedures. The per-
formance appraisal programs and procedures for educational
institutions are as individually different and unique as
are the individual educational institutions. The exception
to this is the Department of Community Colleges which has
published guidelines for the faculty performance evalua-
tion program for all Community Colleges. It is suggested
that the Boards of visitors and administrators of the

State supported colleges and universities establish, if
they do not already exist, an appropriate standards faculty
performance appraisal system for their institution.

Conclusions

The Committee feels that the present service rating plan
is ineffective because of its lack of orientation to

the job-related considerations found in other systems
which have their basis in productivity measurement and
career counseling. The framework for this approach may
be available in the wording of the present Rules; however,
it is difficult to expect that long established attitudes
regarding the current system can be altered without a
restatement and coincident redirection of the entire
policy.

This Committee has concluded, in Chapter III, that it
should give further study to the question of awarding
variable pay increases keyed to individual performance
levels before submitting a recommendation to the Secretary
of Administration and Finance. Major considerations
effecting the proposal must be the need for revising the
performance appraisal system as well as the application
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of standards of performance. The present system is
found to be significantly lacking in this regard.

It is this Committee's opinion that certain changes in the
P-9 system should be effected on an interim basis to
overcome some of the strong misgivings now shared by the
Director of Personnel and Training and be used to improve
the awareness of raters and employees as to long-range
goals this Committee endorses for performance appraisals
based on standards of performance.

The most outstanding changes believed to require imme-
diate consideration are the following:

1. Implement a separate mechanism apart from traditional
work related activities to be installed to permit a more
effective evaluation of supervisory personnel. This
recommendation endorses the concerns of many adminis-
trators that the present P-9 system needs to be modi-
fied to require the assessment of such factors as
leadership, decision making, planning ability, affir-
mative action, and communication for supervisors as
an adiunct to the traditional work related factors now
covered in rating non-supervisory employees. This
could take the form of separate rating documents for
supervisors and non-supervisors, or a single form
could be designed to cover kuth rating areas for use
in the evaluation of snpervisors.

2. Improve the description of rating factors contained
in the rz.rormance appraisal form. It is suggested
+*at job knowledge be substituted for intelligence
to enhance the relatedness of this element.

3. Adopt a linecar scale of the expression of scores by
raters and reviewers. This will allow greater flexibi-~
lity in the gradation of performance levels available
in each factor.

4. Provide additional phrases on the face of the rating
form to describe the levels of performance between
poor and excellent for each factor. This improves
the ability of supervisors to vicw work performance
in the same light from rating to rating and will
enhance the consistency of the scores.

5. Require that narrative descriptions be provided on
the reverse side of the form to portray the strengths
and weaknesses the employee demonstrates in the conduct
of his work assignments. The narrative should also
include steps the supervisor and employee expect to
take during the ensuing pcriod to overcome any wealinesses
noted. This will replacc the present requircment for
narrative descriptions of exceptionally poor and ex-
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cellent performance, and it is felt to be a more sub-
stantial input to the rating and counseling process.

6. Require that the promotability of employees be expressed

in narrative form. This Committee is cognizant that
the basic expression of promotability might lend it-
self to a linear scale, but it is concerned that a
narrative be provided to convey the conditions (ie:
to what level, what career field, supervisory/non-
supervisory), if there are any, be presented to aid
in counseling the employee and to assist others in
their subsequent use of the performance appraisal
form as a means of screening employees for promotion.

7. Require that raters discuss the complete rating form
with the employee and that the employee indicate this
has been accomplished by entering his signature on
the form.

8. Adjust the rating cycles to immediately precede the
merit increase eligibility dates of employees who
are within the salary scale of any class, or at
twelve-month intervals from the last date of merit
increase eligibility in cases of employees who are
receiving the maximum rate of a class. This will
enable supervisors to address ratings on a more indi-
vidual basis with employees and should enhance the
effectiveness of the program, even in the short~range
absence of standards of performance. The benefits
of this recommendation are felt to far outweigh the
ease of central administration accruing under the
present policy requirements for the blanket rating of
all employees at the same time each year.

By its endorsement of the proposed changes to the present
P-9 form now contemplated by the Director of Personnel and
Training, this Committee does not wish to imply that the
pursuit of standards of performance as the basis for per-
formance appraisal should in any way be curtailed. It is
critical that the new rating form be reassessed in con-
junction with the efforts that are to be undertaken in

the installation of performance standards.

This Committee concludes that the best rating system is a
system designed by the user agency. As with standards
of performance, the uniqueness of every job, if not of
the classes of positions constituting those jobs in
State agencies, is best dealt with by the management of
that agency. Again, it is this Committee's opinion that
DPT should set minimal acceptable standards as to the
form and conduct of any performance appraisal program.
Subject to compliance reviews which must be conducted
by DPT, the State agency should have latitude in deter-
mining the course best suited for them.
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VI. Recommendations

1. A policy statement on performance appraisal should
be prepared and distributed by DPT to all State
agencies as soon as possible, preferably by April
1, 1977, which restates the purposes of performance
appraisal and assesses reasonable levels of account-
ability for results. (DPT)

2. The format of the G. O. Form P-9 should be revised
and the form reissued by March 1, 1977, along with
procedural instructions, the form to contain at
least the following changes:

a. an expansion of basic factors applicable to
all employees, causing the evaluation of
management capabilities of supervisory em-
ployees;

b. a redefinition of rating factors to improve
job relatedness, including the replacement of
the factor presently called "intelligence";

c. use of a linear scale rating graph;

d. new descriptions of form reflecting the
characteristics of different levels of
performance between poor and excellent;

e. a narrative explanation by supervisors of
employee strengths/weaknesses to include
remedial action where indicated;

f. a narrative expression of employee pro-
motability;

g. mandatory discussions of the rating between
the employee and the supervisor, to include
the signature of the employee. (DPT)

3. Cycles of performance appraisal should be adjusted
to an individual basis, effective July 1, 1977,
keyed to the employee's present or last merit
consideration eligibility date. (DPT, State
Agencies)
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CHAPTER V

EMPLOYEE MANAGEMENT RELATIONS

Introductién

Employee relations refers to the working relationship
maintained between the State and its employees. It is
felt that a correlation exists between this relationship
and the degree of success which managers will have in
motivdting employees toward accomplishment of organiza-
tional goals. Accordingly, sound employce relations
practices are desirable, not only as ways of satisfying
ermployee needs, but as ways of better accomplishing
State services.

Many of the factors which bear on employee relations

are covered in other chapters of this report, such as
position classification, compensation, training, employee
development, etc. Major attention in this chapter is
devoted to employec benefits, communications, grievance
procedures, suggestion awards, incentive awards, and
moving regulations.

Increased efforts have already becn made to accomplish
improved employee relations. Examp'es of such efforts
are the recent establishment of a State Employce Re-
lations Coordinator position, in the Department of
Personnel and Training (DI'T), and the variety of em-
plovee recognition techniques established by State
agencies.
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II.

BENEFITS

The Process

The present package of non-cash benefits constitutes a
substantial investment by the Commonwealth in the com-
pensation of its employees. The approximate cost of
all benefits provided is twenty-three percent of the
total payroll. 1In addition,. there are a number of
optional benefits which have been made available to
employees such as family health insurance. Additional
benefits are available in some State agencies such as
long-term disability income protection. ’

The Current Situation

The Committee on Personnel Management received ap-
proximately fifty comments on employee benefits from
State agencies. They covered a wide range of sugges-
tions for changes to the benefit package as well as
suggestions on details of benefits administration.
One of the most repeated comments from State agencies
was that a stronger systematic review of the benefit
package was felt to be needed on a continuing basis,
which would take into consideration ideas of State
agencies and employees.

The Director of Personnel and Training is the chief
decision maker in initiating major additions and
changes to the benefit package. An amendment made
to the Virginia Personnel Act, in the 1976 General
Assembly Session, requires that benefit practices
of other employers be surveyed as part of total
compensation, and the results reported with the
Director of Personnel and Training's annual salary
survey. In view of the large investment which
fringe benefits represent, it is felt that a policy
of comparability with the prevailing benefit offer-
ings of other employers should be maintained as the
criterion in structuring the State benefits package.

The new Employee Relations Coordinator position, in
DPT, will have a responsibility for assisting State
agencies in the administration of employee benefits.
In addition, it will provide systematic analysis of
the benefit package and develop recommended changes.
Accordingly, it appears proper to provide the Employee
Relations Coordinator the detailed benefit administra-

~tion suggestions which this Committee has reccived.
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I1I.

Observations and Problems

It is apparent from the comments received that there
is some misunderstanding of the value to employees
and extensive cost to the State of fringe benefits,
even on the part of State agency administrators and
managers.

Some State agencies have arranged disability income
potection policies with private insurance carriers,
as an optional payroll deduction for their employees.
Such coverage is not available to employees of all
State agencies on an egual basis.

A number of State educatiodnal institutions allow
their employees to take courses, at no charge, on
a space available basis. There is no requirement
that a job related need be established to obtain
this benefit. Other State employees who do not
work at State educational institutions, however,
are not allowed to attend courses on the same
basis. Thus, a substantial disparity in the
availability of this benefit exists.

The Virginia Supplemental Retirement System (VSRS)
administers major elements of the employee benefit
package. It is governed by a board which is em-
powered to promulgate regulations and which serves
as trustee of funds and investments. Although em-
ployees' contributions and future welfare in this
system are great, Section 51-111.18 of the Code of
Virginia only authorizes one State empl. ee to be
appointed to the nine member board.

The committee has received a variety of suggested
additions to the present benefit structure. Many
of these, however, would represent additional cost
to the State. For example, providing dental care
coverage, paying for the family portion of health
insurance, and paying the employee's total contri-
bution to retirement would require substantial
additional funds.

In the study conducted in 1975 for the Commission

on State Governmental Management by the consulting
firm of Executive Management Service, Inc., it was
indicated that there is evidence of abuse in the use
of sick leave. The accumulation of such leave is
allowed without limit at the rate of fifteen days

per year for all employees. A number of State
agencies have suggested, as an incentive for em-
ployees to conserve sick leave, that a portion of
unused sick leave be credited to retirement. Changes
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Iv.

to the retirement system benefit structure, however,
must be actuarially sound. Legislative authorization
is required for adjustment of such benefits. 1In any
event, it is not felt that retirement credit for a
portion of unused sick leave would serve as a sick
leave conservation incentive for the many short-tern
employees who do not anticipate retirement.

Conclusions

Insurance coverage for disability income protection,
as an optional employee payroll deduction, should

be made available for all State employees. Although
group plan coverages are presently available to em-
ployees in some State agencies, at their own expense,
it is felt that coverage at lower cost could probably
be obtained through a Statewide group plan. It is
recommended that the Director of Personnel and Train-
ing explore this type of coverage and obtain bids
from private carriers. Such coverage is récommended
as an optional payroll deduction to be paid for by
the employee.

There are a variety of alternatives which should be
further explored in some detail as possible solutions
to the abuse of sick leave. One option might allow
employees who accrue sick leave beyond a given num-
ber of hours to be paid for a portion of it on
separation or rctirement. Another alternative might
be to allow employees an option of converting a
portion of sick leave to annual leave. An attempt
should be made to price the consequences to the State
of various alternatives as a basis for comparing
various approaches to the present system. No change
in the current sick leave system should be made with-
out an in-depth analysis. Such a study would appear
to be a logical undertaking for the research section
of DPT.

There is no Statewide policy pertaining to the

waiver of fees for State employees to take courses

at State supported colleges and universities on a
space available basis. Consequently, some individual
institutions now permit their employees only to enroll
at no chargye. The denial of this benefit to other
State employees seems detrimental to an overall

State employee relations program. It is recognized
that a policy on how college course space should be
utilized goes well beyond that of the personnel
nanagement system. It impacts on decision-making
latitude of institutional governing lLoards. It is,

. therefore, recomwmended that this problen be referred
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V.

to the Secretary of Education for study and develop-
ment of a Statewide policyv. It is suggested that
such a study take into account the benefits which
may accrue to the State service as a whole, as con-
trasted to individual educational institutions, and
that priorities for the use of excess course space
by all State employees be developed.

Developmernt of a standard Statewide employee hand-
book is planned by the new State Employee Relations
Coordinator. Its use will be optional with larcer
agencies which have developed their own employee
handbooks of equivalent quality. It is £felt that a
section of this handbook should be devoted to high-
lighting the package of Statewide employee benefits.

Assumption of the full cost of retirement contri-
butions by the State was a frequently mentioned
change desired in the fringe benefit package. It
is recommended that the entire package of benefits
which the State purchases for its employees be
maintained under a policy of comparability with

the prevailing practices of other employers. The
Director of Personnel and Training has included
questions on benefits, inclu4ing employer contri-
butions to employee retirement, in this year's
annual salary survey. These survev results

should be the guiding factor in adding any further
benefits to the package. A more systematic vehicle
is needed to insurc communication between State
agencies and DPT in surfacing the variety of ideas
which should be considered by the Director of Per-
sonnel and Training in making decisions on structur-
ing the benefit package.

Recommendations

A. Immediate Future

1. Highlight features of employee benefit
package in standard employee handbook (DI'T).

2. Evaluate feasibility of State assuning em-
ployee retirement contributien costs,
guided by prevailing practices of ether em-
ployers (DPT & VSRS).

3. Reaquest the Governor's Advisory Committee
surface suggestions on benefit plan manage-
ment at regular intervals for consideration

by DPT. (Governor Advisory Committée and DPT)
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4. Develop a uniform Statewide policy per-
taining to employees taking courses at
State educational institutions on space
available, no charge basis (Secretary
of Education).

5. Amend Section 51-111.18 of the Code,
pertaining to the Virginia Supplemental
Retirement System, to provide for ap-
pointment of two State agency employees
on the retirement system board. (VSRS,
General Assembly)

Changes of a Long-Term Nature

1. State Employee Pelations Coordinator conduct a
systematic evaluation of total benefit package
annually (DPT).

2. Evaluate feasibility of Statewide disability
income protection group insurance coverade,
as an optional payroll deduction, at em-
ployee's own expense (DPT).
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COMMUNICATIONS

I. The Process

The practice of employee relations is largely a
State agency responsibility. Formal and informal
communications bear on the working relationships
between employees and their agencies. HMost com-
munications take place between employees and their
immediate -supervisors. Accordingly, uniform and
timely distribution of information to supervisory
levels, for presentation to employees, is essential.

.

II. The Current Situation

Some larger State agencies have developed employee
handbooks and newsletters as mechanisms to keep em-
ployees akreast of matters pertaining to their em-
ployment, including local conditions as well as
Statewide matters. Most of these publications are
of good quality. In addition, thev are used as a
means of employee recognition.

There are a number of bodies to which State em-
ployees have been appointed. The Board of the
Virginia State Retirement System has one State em-
ployce appointed. The Equal Employment Opportunity
Committee as well as the Governor's Employee Advisory
Committee, have State employees appointed. The
latter is a group of fifteen employees who serve

to give the Governor a feel for employee attitudes.

Central staff agencies provide a number of infor-
mation services to employees. DPT issues each
State employee an annual individualized report

of benefits provided (BENEFACTS STATEMENT). The
Virginia Supplemental Retirement System (VSRS)
publishes a newsletter to employees which reviews
information about retirement programs.

III. Observations and Problems

State agencies, particularly the smaller ones,
have indicated they have problems in keeping
abreast of the wide range of subject matter af-
fecting their employees and thus, find it diffi-
cult to keecp them advised. The outdated nature

of personnel instructions contributes to this
difficulty. The Egual Employment Opportunity Com-
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mittee has recently become active after several
years of little activity. The Governor's Employee
Advisory Committee is rarely convened.

Conclusions

DPT has indicated that an updated and numbered set

of personnel rules and related instructions will

be developed and distributed by Februarvy 1, 1977.

Such a step is essential to good employee relations
programs and will be of great value to agencies of all
sizes. In addition to the cataloging of standing per-
sonnel rules, it is recommended that a mechanism be estab-
lished for timely distribution of notices con-

cerning matters of temporary importance and
interpretation of basic policies.

DPT has also indicated that it will develop a

standard employee handbook. This is badly. needed
in smaller agencies which do not have a sufficient
number of employees to warrant local publications.

The practice of employee relations is primarily
an agency-level operating responsibility. It is
suggested that employee attitude and information
surveys be conducted by DPT on a recurring basis
as a means for detecting employee relations pro-
blems and concerns in State agencies.

Recommendations

A. Immediate Future

1. Develop a Statewide employee handbook for
use by State agencies who are unable to
publish their own of equivalent quality
by January 1, 1978. (DPT)

B. Changes of a Long-Term Nature
1. Conduct Statewide employee attitude and
information surveys as a basis of infor-

mation for identifying and correcting em-
ployee relations problems (DPT).

-g2-



II.

GRIEVANCES

The Process

The Virginia Personnel Act requires that DPT pub-
lish an employee grievance procedure as a method

of affording an immediate and fair method fer the
resolution of disputes which arise between State
agencies and their employees. It is not intended
to be a device to challenge management decisions of
a policy nature nor is it intended to be a device
to negotiate wages, salaries, and fringe benefits.
Senate Joint Resolution 12, dated February 8, 1946,
prohibits State officials to recognize or negotiate
with employee unions.

The Current Situation

There were 146 grievances carried to the written
stage throughout State service in a twelve-month
period between July 1, 1975 and June 30, 1976. A
breakdown by subject of grievance (data furnished
by Department of Personnel and Training) is shown
below:

Naturc of Grievance —--- July 1, 1975 - June 30, 1976
Job Performance 41
Promotion 27
Job Assignment 21
Time Off 12
Job Classification 9
Discrimination 9
Working Conditions 5
Salary 5
Personality Conflict 5
Other 12

146

Fifty-one percent of these grievances were settled
in favor of State agencies and fortv-nine percent

in favor of the employecs. Twenty-six grievances

reached a panel stage before settlement.

Since establishment, the grievance procedure has

been modified to allow grievants latitude to selcct
pancl members from the entire State service.
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The training section of DPT has contracted for the
development of a course in "Grievance Eandling."
Experience gained to date with the grievance proce-
dure is being put to use in designing subject matter
for the course.

Observations and Problems

Few significant problems are evident with the
grievance procedure. A few suggestions have been
made to expand the nature of grievable items to
include subjects normally associated with manage-
ment prerogatives. Such suggestions are rejected
by this Committee on the basis that they would
tend to expand the grievance procedure into a
tool for negotiating in areas now reserved for
management decisions.

In some instances, grievances which have gone
to the panel stage have become lengthy and dif-

$G81E£28-BAREY BORATITRLES SRAMREroaREEgTeYS

large numbers of witnesses and large amounts of
evidence, thus compounding the panel chairmen's
difficulty in presiding over the hearings.

Conclusions

Grievance procedure panel hearings are not in-
tended to function as courts of law with rigid
procedures, rules of evidence, etc. They are de-
signed to be less rigid hearings conducted by
peers to resolve individual differen::es between
the employee and the State agency. Panel hear-
ings are not intendcd as mechanisms for challeng-
ing and negotiating areas reserved for managerent
decision making.

Only 26 grievances out of 146 which were filed in
FY 1976 reached the panel hearing stage. DPT has
indicated that since inception of the grievance
procedure, only a few cases have needed to be re-
heard buccause of errors made by the panel. 1In view
of the results which have been oktained, and the
informal nature which should be preserved for panel
hearings, no changes in hearing procedure format
are recommended. Under present procedure, an
agency admiriistrator may be provided to advise the
panel on procedure prior to the hearing, and nay

be made available during the hearing to assist the
panel with procedural difticulties.
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V.

Recommendations

A. Immediate Future

1.

Amend grievance proccdurce panel instructions
to clarify the point that agency administra-
tors have a proper role in advising panel
members on hearing procedures and may be
present in an advisory manner on procedures
during conduct of grievance hearings.

B. Changes of a Long-Term Nature

1.

Preserve the informal nature of grievance
panel hearings, in order to best give op-
portunity for participants to present all
relevant information. The informal nature

of the hearings is felt to be more desirable
than requiring more formal legal-like formats
for the purpose of giving added direction

to the panel.
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III.

EMPLOYEE RECOGNITION

The Process

Employee recognition systems produce two types of
benefits; benefits which accrue from the specific
suggestions and ideas developed by employees for
increased productivity, and benefits of increased
morale resulting from employer recognition for out-
standing performance of duties of their employees.

The Current Situation

There is no monetary Statewide suggestion award
system, nor is there a Statewide incentives awards
program for State employees. It is pointed out,
however, that a variety of employee recognition
techniques exist. A Statewide program was recently
developed to recognize length of service by the
award of certificates and various types of length
of service jewelry. In addition, some individual
State agencies have developed methods of employee
recognition through articles in agency newsletters
and through non-cash awards, such as plaques.

Observations and Problems

The State Comptroller has indicated that proposals
for agency-level monetary award suggestion plans
have been disapproved because they would violate
provisions of the Appropriation Act. The Act
prohibits compensation of all types and from

all sources, except that specifically authorized
by the Governor. In keeping with the spirit of
the Virginia Personnel Act, it is felt that
monetary award systems, as a form of compensation,
should not be considered on an agency-by-agency
basis. Uniformity in approach throughout the
State is felt to be essential.

Separate and distinct from the possible need for

a suggestion award system is the question of need
for methods to recognize outstanding employee per-
formance. The present pay structure does not in-
corporate a mechanism to pay premium rates, or to
make monetary awards, for sustained outstanding
performance. Non-monetary techniques, such as
letters of appreciation, plaques, etc. are made on
an agency-by-agency basis.

-86-



iv.

Conclusions

This Committee has not conducted an in-depth analy-
sis to compare the potential valuc of a monetary
suggestion award system against the additional costs
which would be involved. Accordingly, it does not
recommend the establishment of such programs, or

the expenditure of public funds, unless clear docu-
mentation of the ben:fits can be demonstrated. An
in-depth study is necessary to reach conclusions

and recommendations.

Likewise, forms of employee recognition for

outstanding performance need to be explored
in-depth.

Recommendations

A. Changes of a Long-Term Nature
1. It is recommended that this Committee:

a. Study the benefits, and correspond-
ing costs, relating to a suggestion
award program, and develop specific
recommendations for submission to the
Secretary of Administration and Finance
by July 1, 1977.

b. Study the benefits, and corresponding
costs, relating to establishing a State-
wide incentive awards program for sub-
mission to it.
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1I.

MOVING REGULATIONS

The Process

These regulations directly impact the State's
programs for recruitment and retention of person-
nel. Where reimbursement procedures do not ade-
guately cover relocation costs for transferred em-
ployees nor reasonably conform to private industry
practice in recruitment of new employees, the
State personnel program will suffer.

The Current Situation

The current regulations were issued in 1973 and
répresented the first such formal statement of
policies which had been developed over a period of
years in dealing with individual cases.

Current regulations cover both new and transferred
employees and in general provide for reimbursement
of actual moving costs. A number of restrictions
are established, however, on certain associated
costs:

1. While expenses of the family in traveling
to the new location are fully covered, em-
ployee expenses are limited to seven days
for new employees and thirty days for
transfers where there are delays in moving
the family after the employee takes up his
new duties.

2. While initial interview expenses are
reimbursable, no reimbursement is per-
mitted for a house~hunting trip for
either the employee or spouse.

3. Expenses for additional insurance on
household goods over and above the
liability of the carrier are not covered.
Since the carrier's liability is extremely
limited, additional insurance is customary
and necessary.

4. Regulations reflect the then current 50-mile

rule of the Intcrnal Revenue Service. IRS
regulations now reguire only 35 miles.
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Iv.

Observations and Problems

It would appear that private industry practice is
much more liberal than the current State policy.
Agency and employee comments particularly noted
the failurc to cover the extra insurance costs.

Difficuity and delay in the sale of homes hass been

a recurring problem for both the State and private
industry and represents a major cause for reqguests
for exceptions to the Comptroller. Private industry
is increasingly providing for actual purchase of an
employce's old home at an average appraisal value
and are absorbing realtor and closing feces in order
to expedite transfers.

Conclusions

While current regulations permit the Comptroller

to recognize exceptional circumstances, it is
recommended that the regulations be reviewed with
the Director of Personnel and Training to determine
private industry practice and the impact of. the
regulations on the recruitment and retention of
employees. After such review, thc regulations
should be revised as appropriate and reissued.

Recommendations

A. Immediate Future

1. Update and publish revisecd woving and reloca-
tion regulations no later than lay 1, 1976.
(State Comptroller in coordination with DPT).



CHAPTER VI

RESENRCH, RECORDS AND STATISTICS

The functions covered in this chapter are necessary elements

of any effective personnel manageirent system. Unfortunately,
they are areas which have not received a great deal of
attention within the Virginia State service. This is probably
because they are not areas which stop the wheels of govern-
ment if they are not given top priority. The results of the
lack of attention to these functions, however, often creates
undesirable situations such as low employe¢e morale, needless
duplication of effort, high turnover, and unnecessary conflicts
between management and employees.

It can easily be argued that this entire chapter concerns
itself with information of one form or another. Research in-
volves the creation of information by examining cause and
effect relationships between various personnel activities.

Personnel statistics are merely the compilation and summation
of data regarding individual personnel actions which constitutes
an additional source of information. Information, as defined

in this rcport, is a body of facts needed by management and
employees to accomplish organizational and personal objectives.
Personnel Records are the official documentation of personnel
information and, as such, constitute a visible history of
personnel and related actions.

-90-



II.

III.

RESEARCH AND DEVELOPMENT

The Process

Research is the systematic study and investigation of
personnel programs, procedures and problems. The
objective is to assemble, analyze and evaluate resulting
data and make findings available to State agencies for

the purpose of improving personnel programs and to the
Director of Personnel and Training for the development

of policy. The levels of research vary and may range from
something as irformal and elementary as a supervisor
examining employee attendance records over a period of
time to determine if patterns exist which suggest improper
usage of sick leave, to something as complex as attempting
to measure the effects of supervisory training by
monitoring supervisory performance over an extended period
of time. The ever increasing need to "know" as opposed

to "suspecting" or "feeling" indicates the need for an
active role in the future for research in all aspects

of State personnel functions.

The Current Situation

Unlike other personnel functions which must be conducted
on an ongoing daily basis such as classification and em-
ployment, research is an area that has been dealt with
in the past as time and other resources permit. In
situations where resources and budgets are often strained
to the limit, it is not surprising to find that
relatively little research activity has taken place

to date. Most large State agencies surveyed indicated
they had, at one time or another, conducted employee
turnover studies but no State agency interviewed
conducts even this basic research on a continuing and
current basis. The Department of Personnel and Training
(DPT) has an established position earmarked for research,
but the position has not been filled since June 30, 1974
for budgetary reasons.

Observations and Problems

There is an obvious need within the State service for
greater emphasis on research of two types. First, there
is a need for greater awareness of current practices,
procedures and policies within the field of personnel
management, and secondly, there is a need for a closer
examination of personnel functions within the State
service to determine if situations exist which lend
themselves to statistical and analytical analysis. There
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seems to be little encouragement or motivation at this
time fo: State agency personnel directors to perform
research on their cwn due to limited personnel and
financi:l resources and a lack of appreciation for the
value of the application of research.

Conclus:ions

The current level of activity in the area of research
is inadeguate. Most State agencies are ill-equipped
to independently design and conduct research for
various reasons. Considerable benefits would accrue
from a systematic examination of various personnel
activities and, certainly, State agency personnel
directors would be in a better position to initiate
meaningful research if technical assistance were
readily available. It is unlikely that the level of
activity will change unless there are specific assign-
ments of responsibility, additional allocation of

personnel and financial resources, and technical guidance

and assistance prowvided to State agencies from DPT.

Recommendations

A. Immediate Future

1. Reactivation of the Research Section in DPT.
The incumbent of this position(s) should be
concerned with the following:

a. establishment of a formal vehicle for
the orderly dissemination of research
being conducted in the field of personnecl

administration in general, as well as within

the State service. (DP'T)

b. provide a capability for assisting State
agency personnel directors in designing
research projects as well as serving as a
source for background information on
specific subjects. (DPT)

B. Chianges of a Long Term Nature

1. Provide the Research Section in DPT with
sufficient pevsonnel to allow active partici-
pation in State research projects based on
evaluation of need by the Director of
Personnel and Training and State agency
personnel directors. (DPT)
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III.

PERSONNEL STATISTICS

The Process

A program of personnel statistics involves the orderly
accumulation of quantitative data for the purpose of
preparing prescribed reports, making interagency
comparisons and evaluating personnel programs on an
on-going basis.

The Current Situation

A wide disparity exists among the State agencies, both

in the nature of the statistics produced and the manner
in which they are compiled and interpreted. Some State
agencies have elaborate automated systems which routinely
provide numerous statistical reports to appropriate
management personnel. Other State agencies have no
computer capability other than through DPT which may

or may not be utilized in an effective manner. While

the current personnel information system captures a
significant amount of information, the ability of the
system to deliver information to the State agencies in
the desired format on a timely basis leaves much room for
improvement. Various statistical reports are required by
DPT, the Virginia Employment Commission, (VEC) the
Federal Government, accrediting bodies and professional
associations, depending on the State agency involved.

Observations and Problems

Each State agency deals with its need for statistical
information in its own way depending upon their needs

and their capability to produce the required statistics.
Statistical needs may be met by manual compilations,

but questions of efficiency are raised when compared

with automated compilations produced as a part of a
comprchensive personnel management information

system. State agency personnel directors interviewed
indicate an ever increasing necd for meaningful statistical
information to meet operational and reporting requirements.
Oftentimes, considerable difficulty is encountered in
reconciling composite statistics generated by State
agencies with those produced by central agencies such as
the Department of Planning and Budgct, the Department of
Accounts and DPT.
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Conclusions

The basic need of State agency for statistical inform-
ation are currently being met either by manual or
automated systems. The implementation of the Personnel
Management Information System (PMIS) currently scheduled
for August of 1977 will offer new opportunities for
meeting the needs of DPT and State agencies in a more
meaningful manner.

Recommendations

A. Changes of a Short Term Nature

1. No recommendations are made for change prior
to the installation of PMIS. (See Enclosure 10)
In the event that the sub-systems of PMIS
cannot be implemented simultaneously, it
is recommended that first priority be given
to the personnel management sub-system over
the pre-employment sub-system.

B. Changes of a Long Term Nature

1. A close examination should be made to
determine if State agency statistical needs
are being satisfactorily met after PMIS is
installed. 1If it is determined that needs are
not being met, PMIS should be modified to
meet these needs. (DPT and State agencies)
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II.

III.

INFORMATION

The Process

Personnel information consists of that body of personnel
data required or desired by management and employees

to achieve the objectives defined by State personnel
policies and procedures and State agencies.

The Current Situation

A. Management - information on personnel rules and
procedures is now provided to management with the
publication of "Rules for the Administration of the
Virginia Personnel Act of 1942"., Notification of
amendments are sent from the Director of Personnel and
Training by unnumbered memoranda at infregquent
intervals.

B. Employees - there is no standard method of in-
forming employees of State personnel rules and
regulations. This function is delegated entirely
to the State agencies and the agencies use a variety
of methods to communicate this information to
employees.

Observations and Problems

State agency personnel directors are unanimous in voicing
their dissatisfaction with the current methods used to
dissiminate policy and information by DPT. The principal
irritant seems to be the procedure employed in the
issuance of memoranda to supplement the Rules for the
Administration of the Personnel Act. Uncertainty exists
within the State agencies as to whether a complete sct

of these memoranda exists at all, and agency personnel
directors have no systematic way of knowing that a
memorandum has been issued or that their policy file is
complete.

Oftentimes State agency personnel directors obtain initial
information from other agency personnzl directors becaus:
no effective method exists to secure information firom

DPT unless a specific problem or situation exists. A
consequance is that policy is inconsistently applicd.

Several attempts have been made to form an association
of personnel directors within the State service, but it
is the opinion of State agency personnel directors that
no association has survived principally because DPT
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has not assumed a leadership role in the formation and
maintenance of such an organization. Personnel directors
for institutions of higher learning have formed an
association which meets periodically ‘to discuss matters
of mutual interest and the value of such an organization
to all personnel practitioners is apparent.

Infcrmational needs of some State employees are not being
met under the present system. Most of the larger State
agencies have employee handbooks, and someone is
generally assigned the responsibility of disseminating
information on and coordinating the administration of
employee benefits. Some of .-the larger State agencies
have employee house organs or newsletters which
supplement information received from the State

agency personnel offices. Employces of smaller State
agencies, however, complain that essential information
regarding benefits and other employment related
activities is unavailable in any complete and

organized format.

Conclusions

Informational needs of employees and managers of State
agencies are not being met. The amount of information
flowing from DPT needs to be increased and improved
methods adopted. The recent establishment of an
Employee Relations Section in DPT is expected to impact
the situation positively, but strong backing and th:
active participation of the Director of Fersonnel and
Training will be required if significant progres. is to
be achieved. -

Recomnendations

A. Changes of a Short Term Nature

1. Adoption of an improved method of disseminating
information from DPT which would include:

a. periodic consolidation of memoranda into
the Rules for the Administration of the
Personnel Act at intervals not to excecd
12 months. (DPT)

b. periodic evaluations by DPT to determinc
the effectiveness of the new system. (DPT)

c. development by the Director of Personncl
and Training of a plan for establishing
recurving mectings betwecen DPY and
State agency pecrscr L uwanagers for
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B.

purposes of dialogue, coordination, and
information sharing. Such a plan should
be developed by DPT and forwarded to the
Secretary of Administration and Finance
for review and approval by 1 April, 1977.
(DPT and Secretary of Administration and
Finance).

Changes of a Long Term Nature

1.

Periodic assessments by State agency personnel
directors and employees of attempts by DPT and
State agencies to meet informational needs.
(DPT and State agencies)
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II.

III.

PERSONNEL RECORDS

The Process

Personnel records are those documents which record
job related data and employment histories of current
and former employees. Such records are important

to the administration of a comprehensive personnel
program. They are essential to the initiation and
approval of a variety of personnel transactions
including original appointments, promotions, merit
increases, performance evaluations, reclassification
of positions and other related activities.

The Current Situation

The present system appears to have developed to
accommodate not only the requirements of the Rules

for Administration of the Virginia Personnel Act, but
also to meet the everyday needs of DPT, State operating
agencies and field offices. DPT has from the beginning
of the present system, maintained a comprehensive set

of records including files on current and former employeces,
a position listing, records of all changes in position
status requested, salary information, employment
registers, and numerous other records on State agency
and DPT activities. Many State agencies have duplicated
some of the records, such as the employee file, position
listing, salary data, employment register, and a history
file of requests relative to position changes. Field
offices may also have a duplicate file of one or more

of these records. Not only is there considerable
duplication of personnel records, but there is

also duplication of effort involved in reviewing

the requested action.

The Personnel Management Information System (PMIS)

is currently being developed and is scheduled for
implementation by DPT. It will provide a comprehensive
data base for information related to the current

status of employees and positions.

Observations and Problems

A. General Comments
It is significant to note that there is a lack of

guidance from DPT on the establishment of a
personnel records system at the State auwncy 'ovel.
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It should also be observed that there is considerable
duplication of time and effort related to establish-
ment and maintenance of records. The material
necessary for most records originates at the State
agency level.

Specific Observations and Problems

One reason put forth by DPT for needing complete
employee records is tc facilitate a review of

requests for exceptional actions. Exceptional

actions comprise an estimated three per cent of all
personnel agtions. Of that estimate, only one-~

fourth are altered. Thus, approximately 3/4 of one
per cent of all personnel transactions require
action-different than that requested. To put this
another way, records are maintained on all employees
to assure that the actions on less than one per cent
of them are accurate. This incidence of error is
extremely low. It is recognized that DPT performs

a useful and valuable review function. There is a
need to keep State agency personnel managers and their
subordinates better informed on personnel matters and
given more effective training in carrying out the pro-
cedural aspects of personnel management as required by
DPT. Benefits could be gained by redirecting DPT from
performing operational and control activities to the
development of policies and guidance in their implemen-
tation.

Some State agencies remarked that duplication of
records gives them a feeling of security since there
is a back-up record in case one is lost or destroyed.
There is some value to this statement, although an
individual's employment would not be adversely
affected by such an occurrence. One of the most
significant adverse consequences that could result
is the loss of a performance appraisal reflecting

an employee's poor work performance, which could
prolong the employment of an undesirable individual.
The duplication of personnel records in DPT is not
essential. Such duplication as might be needcd for
administrative purposes could be accomplished at the
State agency level.

DPT representatives feel that centralized records
facilitate the review of information pertinent to
transfer of employees between different agencies
and for Merit System purposes. Responsibility for
coordinating an employee's transfer and the related
exchange of information can be effectively carried
out by the involved State agencies. Those employee
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records necessary for Merit Systcm use include
basically the employce applicetion and test inforrm-
ation. The provision of these can easily be workoed
out between those State agencics affacted and the
Merit System. It is not necessary that a rccord

of employment be kept in DPT Lo mect Merit Syst
requirements. It would not be necessary to keep any
employce records in DPT if authority is delegatod

to State agencies for taking final action on most
personnel transactions eXxcept those involving salary
adjustments and classification of positions.

Conclusiong

There is no compelling reason why DPT ncoeds to maintain

a duplicate of all employee files or to review cach

action to assure accuracy of a small number of reuuests.
Furthernore, the savings in time and manpover which

could result from decentralizing to State agencics the
operational aspect of personnel management relative to
original appointments, promotions, transfers, merit
increascs, and related transactions affecting the
employee, and the concurrent record-keeping responsibility
could offset the disadvantages and may wzll ~ontribute
significantly toward processing personnel actions wore
expeditiously. It is at the State agency level that
operational aspects of personnel adminiscration might Dbe
conducted more effectively, especially if DPT wove to
describs its requirements in sufficient detail to ‘nosure
consisteont application of its policies and guidaliaes.

The altcevnative of keeping the precent system is to supparc
one that dilutes DPT's potential to provide policy
guidance and meaningful service to State opcrating
agencies.

ocommondations:

A. Inmediate Future:

1. Implement a program for State agency pearson:
directors and their subordinates as a mcans
keeping thein informad on perscennzl matters
provide Lraining in carrying out establiched
procedurces of personnel nanagement as they
rclated to the maintenance and use of ewploy=c
record.s. (DPY)

B. Charges of a Long Term jlature:

1. Deternine which transactions can be decent-aiiged
to agencies {or fipal acition and elfect tho

initial deleyation on z ol:ut projock rLoctoed
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to a State agency. If this project proves
successful, then a plan should be developed and
implemented to effect the delegation of
authority to other selected State agencies.
(DPT and Selected State Agency) See also the
recommendations in Chapter III.

Decentralize the responsibility for maintaining
employee records. This means that DPT would

no longer maintain a folder on each employce.
This responsibility would rest with the State
agencies and DPT would provide necessary policies
and guidance. Note: Must follow B.1l. (DPT

and State Agencies)

Determine the extent to which records-keeping
can further be decentralized and effect such

decentralization. (DPT) Note: Must follow

an evaluation of PMIS.
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CHAPTLR VII

SUMMARY

The effective and efficient utilization of an organization's
resources - people, dollars, and physical facilities - to a
great degree determ’ne its success or failure. The most im-
portant resource of any organization in meeting its goals is
its pcople. As an organization grows in size and complexity,
the challenge of creating a meaningful, positive, and rewarding
personnel management systcm becomes increasingly more critical.
As has been pointed out, the Commonwealth has made a conscious
effort to meet this challenge. There is a continuing need;
however, to assess our accomplishments, to define our goals, and
to develop sound personnel management practices to insure we
meet these goals.

The basic purpose of this Committee was to review and evaluate
the existing personnel management system in Virginia and develop
recommendations which will build on its strengths and minimize
its weelnesses. A paersonnel management system, by its nature,
is extremely complex. This Committee attempted to define the
basic functions of personnel management; apply them to the
Commonwealth; identify areas requiring improvement; and offer
specific reccrmendations within the time frame available. FEach
basic personnel manigement function was defined; the curreni
situation was outlined; observations and problems were identi-
fied; conclusions were discussed; and specific recommendations
wcre offered. These specific recommendations are shown at the
end of each personncl management function in the main body of
this study.

Any attempt to present broad conclusions runs the risk of over-
sinplifying the complex issues associated with Virginia's per-
sonnecl management system. With this in mind, this Comunittec
feels it is still desirable to offer the following general
ebscrvations and comments.

1. Therc is a nced for greater decentralization of
on-going personnel management programs to thc
opcrating agencics by the Depariwment of Personucl
aud Training (DPT). DPT, Lowover, nust continuce
to retain tho responsibility for establishing por-
sonnel managoment policics.  Such decontralization
must be accomplished in @ systomatic, defined, and
controlled mauncr in order to incure continuity of
the personnel management systcoin throughout State
governneni:.

2. AttiteTinal problems arve ¢ idont at cach level of
the persoanel system.  The individunl cmployae foesls
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the personnel system all too often is not supportive
of his needs. The operating agencies feel the current
personnel system is too control oriented anc there

is a neced for a greater degree of participation on
their part throughout the personnel system. DPT is
justifiably concerned with its responsibility for the
overall function of State government as it reclates

to personnel management. These are not icreconci-
lable differences but do require a continued aware-
ness of the attitudes, needs, and capabilities of
each of these groups and a sincere effort on their
part to work as a "team".

One of the most effective means for establishing
this "team" concept is through continuous, meaning-
ful communicatiens. State agencies must provide

for the free and open exchange of information be-
tween their employees, supervisors, management,

and personnel administrators. DPT should immediately
establish a visible, structured, and meaningful
mechanism that permits the free and open exchange

of information, ideas, needs, decisions, and future
plans on a continuous basis between their Departmant
and State agencies. DPT must reaffirm their role as
a service oriented agency dedicated to providing
counsel, advice, and technical assistance to the
operating agencies. In order to accomplish this

in a meaningful and responsive manner there is a
need to expand the number and types of professional
positions within DPT in such areas as classification,
research, planning, training, testing, and employec
relations. This need has become increasingly more
acute in reccent years due to the growth in the size
and complexity of State government.

There is a nced to rcaffirm the commitment to a
sound, responsiva training and career developmc:at
program at all levels of State government Lo include
the Governor, agency heads, managers and supsrvisors.

There is a need to more effectively utilize the
performance appraisal system and standards of por-
formance as a pesitive mechanism for meeting the
goals of both the organization and the individual
employee.

The General Assembly has mandated "a system of par-
sonncl managemant based on merit principles and
objcctive methnds of appointiment, promotion, layoff,
removal, discipline, and other incidents for State

ewnployment”. The prescnt Merit System is exponsive
and cumbersom: and only applies to a small perce it—
age of State pousitions. This Comnittee feeles th t
the Virginie cystem of personnel administratic.: s
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no less a protector of the principles of selection
and service on the basis of merit and fitness than
are the civil service-type merit systems. As a
result, this Committee recommends that the Director
of Personnel and Training pursue a new and vigorous
inquiry into the possibility of obtaining relief

from the burdensome, costly, and duplicative require-
ment of maintaining the current Merit System in
Virginia.

7. There is a need to provide concise and meaningful
guidance in the form of handy, easily referenced
documents to employees, supervisors, and personnel
administrators throughout State government. It is
recommended that an Employee Handbook, a Supervi-
sor's Manual, and a Personnel Administrator's Manual
be developed and distributed not later than June 30,
1978. DPT should provide the impetus and leadership
in the preparation and distribution of these documents
with the active participation from State agencies.
This Committee feels it would be appropriate to con-
sider contract assistance in this important task.

This Committee has endeavored to make this Study as comprehen-
sive and complete as possible within the time frame available.
Howeveyr, the number and complexities of the various issues re-
lating to personnel management in the Commonwealth clearly
indicates the need for additional analysis and study on specific
issues on the part of this Committee. As a result this Comnittee
is submitting this Study as an interim report. It is the intent
of this Committee to complete its analysis and submit specific
recommendations on these issues to the Secretary of Administration
and Finance no later than July 1, 1977. Examples of those issues
which require further study by this Committee are Statewide
Incentives Award and Suggestions Award Programs; longevity pay:;
permitting State agencies greater latitude in appointing above
the entrance ratcs; and additional merit increases for outstand-
ing employees.
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Enclosure 1

LD2564
HOUSE JOINT RESOLUTION NO. 64
- Offered February 4, 1976
Requesting the Secretary of Administration and Finance to conduct a study of the
relationships between the Department of Personnel-and Training and State agencies.
Patrons—Pickett, Leafe, Williams, Miller, Lemmon, and Quinn
Referred to the Committee on Appropriations

RESOLVED by the House éf Delegates, the Senate concurring,
That the Secretary of Administration and Finance is requested to
conduct a study of the relationships between the Department of
Personnel and Training and State agencies, and develop a definitive
plan for delegation of those personnel functions not of a policy
nature to the appropriate levels of management; such plan shall be
submitted to the Govemor, the President of the Senate, and the
Speaker of the House of Delegates not later than Decermnber fifteen,
nineteen hundred seventy-six. In furtherance of this Resolution, the
Secretary shall take into consideration the Sixth Interim Report:
*Recommendations on the State’s Personnel Praccess,” of. the
Commission on State Governmental Management and shall
consider what functions may appropriately be delegated by the
Departinent of Personnel and Training to agencies, identify the

personnel resources now available in State government as a whole

and in the individual agencies, estimate the personncl staff
resources required at the several levels of organization, consider
attitudinal changes that may be required throughout the

management system and include a specific plan for implementation.
Official Use by Clerks
- Agreed to By
The House of Delegates - Agreed to By The Senate

with ~with .

without amendment without amendment
Dile: oot e, Date: i
"CICTR of the H ou se BRlegates Clerk of thie Senate
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1.

FUNCTIONS OF PERSONNEL MANAGEMENT

Clagsification

Recruitment

Examinations

Training

Performance Evaluation

Wage and Salary Administration
Employee Benefits

Employec Relations

Carcer Development

Rescarch and Development

Personnel Statistics and Information
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Enclosure 4

A STUDY ON PERSONNEL MANAGEMENT
WITHIN THE COMMONWEALTH OF VIRGINIA

SUBCOMMITTEE ASSIGNMENTS

Development of Policies and Prccedures
(To be studied by the entire committee)

Classification and Wage and Salary Administration

Jerald F. Moore - Chairman
Robert Lockridge
L. T. Overby

Employment Development

a. Recruitment

b. Examination & Testing
c. Training

d. Career Development

Claude Beville - Chairman
Herbert Parr

Performance Evaluation and Productivity Standards

R. J. Boyd, Jr. - Chairman
Albin Butt

Employee Relations, Employee Benefits, Grievances, EEO

Robert D. Craft - Chairman
William Sims

Research and Development, Personnel Statistics and
Information

Frank N. Gay - Chairman
James Bozarth



Enclosurce 5

A SUMMARY OF STATE AGENCIES, PRIVATE DUSINESSES AND
GOVERMENTAL ORGANIZATIONS CONTACTED BY TIHE COMMITTEE

Classificati Employ Employee | Performance | Research &
and Pay Development |Relations | Appraisal | Records

OFFICE OF ADMINISTRATION &k FINANCE -
Degartment of Personnel &k Training

X
X

54 %

X x X

Degartment of Planning & Budget - X X X
Department of MASD X
X

Department of Taxation

Va. Supplemental Retirement System ¢ X

Division of Consolidated Laboratory Services

’ﬂ%

Department of Accounts X

JOFFICE OF COMMERCE & RESOURCES

Pept. of Conservation & E:onorm: Dev.
Division of Iodustrial Development

EE
%

]
%
X

»
»
v

Department of Agriculture & Commerce

OFFICE OF EDUCATION
. Pspertment of Community Colleges

Va. Po hnic Institute & State Universit:

FESH]
o %
i
)

miversity of Virginia

Virgisia Museum of Fine Arts '

T Virginie State College

o4 I m

98¢ Dominion University _

Vigginia Cormunonwealth University-MCV

N
3
b
| %

! artment of Education

OF FTCE OF HUMAN RESOURCES

Department of Welfare

%
%

. of Mental Health & Mental Rehrdahon

ELE]

rtment of Health

ssion_for the Visually Handicapped

LR E]

b

Wgﬂ of Vocational Rehabilitation

- 1nla Employmen: ommission

OFFICE OF "PUBLIC SAFETY .
tment of Corrections

Deparunent uf Alcoholic Boverage Control

L LW E R ]

skl
L L
0 9a X
L L]

Pupartment of State Police

OFI'ICI OF TRANSPORTATION

. _Department of Highways & Transportation

Y
%

X X
X X

Division of Motor Vehicles

o %

Bighway Safety Division

PRIVATE BUSINESS OTHER GOVERNMENT CRGANIZATIONS
Allled Chemical Corporation Local Departments of Welfare
Gensral Electric Corporation State of North Carolina
VEPCO ) . State of Florida
Blue Cross/Blue Shicld of Virginia . Virginia Equal Eymployment Opportunity
Philip Morris Committes
U. S. Department of the Army
U. S. Defense General Supply Center




Enclosure.ba

PERSONNEL POSITIONS IN STATE AGENCIES

Place- | Agency [ Agency | Agency | Agency}l Agency

ment Pers. Pers. Pers. Pers. Pers. TOTAI
Inter- | Supv. Supv. Supv. Prog. Dir.
viewer A B C Mgr.

Department of R
Alcoholic Bev- 1 1 1 3
erage Control

Dcpartment of :
Conimunity 4 2 1 7
Collegcs

Department of 1 2 2 2 1 8
Corrections

Department 1 1 1 1 4
of Health

Department of

Highways & 2 14 12 1 29
Transportation
Department 7 3 6 1 17
of MH & MR 1

i

]
University 7 30 1 2 1 1 : 15

of Virginia \

Virginia

Commonwealth 3 3 4 3 1 1 15
University — . .
VPI & Statie 3 3 4 2 1 1 14
University - .
Deparctment 1 2 2 1 i 6
of Welfare o
All Other 3 15 17 7 1 43
Agencies 6 L I S A IS .
i
TOQTALS 17 42 49 39 4 10 1 101
|

(Hata compiled from repovt prepaced by the Depactmoent of Personnd and Uraining
at the cnd of Fiscal Year 19760)



Enclosure 6-B

POSTITIONS IN THE DEPARTHENT OF PERSONNEL AND TRAINING

Class Title Number of Positions

Classification and Pay

State Personnel Classification Chief
State Classification and Wage Analyst
State Job Analyst G
State Job Analyst B
State Job Analyst A

NP ERR

Computzsr Services

Computer Systems Analyst A
ADP Production Technician A
Data Entry Operator B

e e

. Employee Relations

State Employee Relations Coordinator 1

Bgual Zaployment Opportunity

BEO Program Coordinator
EEO Prougram Assistant
B0 Program Specialist
Research Specialist

o o

Fiscal Services

Accountant C 1
Accountunt A 1

locnl Governmont Assistzance

State Job Analyst B
TFA Local Services Coordinator
B0 Program Assistant

-

Flanagement Development and Training

Finzggemont Developuent and Tralning Coordinator
State Personnel Staff Development Coordinator
Commmity Training Programs Special Assistant

Ooe s
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POSITIONS IN THY DUPARTMEMT OF PERSONNEL AND TRAINING (CONTININD)

Clasn Title Numbher of Positic.s

lianagenent Develovrment and Trainine (continued)

State and Local Training Coordinator B L
3tate and Local Training Coordinator A 2
bangeament Programs Coordinator 1
Conmonwealta Intern 5
rpower Plaonin~ snd Rosearch
State Personnel lanpower Analyst 1
2 )s . 1
puty lierit System Supervisor® 1
State Personnel Examination bup :rvisor 1
State Personn2l Examination Specizlist B 2
5tate Percsonnel Examinatlion Specialist A 3
rerscimal Techaician 2
Informaticn Teenanicizn® 1
State  Tersomel Recou 1
Placnmont interviewer 1
FPositions shared with the Recrultment Section
})' ~ m‘w f
sonccl Teehaieis 1
o senazl R 1
Ifnterviecwoer 5
Persomel Pocoods Superv'ﬁor o1
Personnel Records Acsistent Supervisor 1

'm'ru, 07 POSITIONS ABOVIN - 60
3 - NOI-LERTY SYSTEll - 37

MmN
FE RN O

AGSICY WOIAL - 1206.5



CRGANIZATIONAL CHART-DIEFPARTMENT OF PERSONNEL & TRAINING
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AND FIN/IICE
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UTY DIRECTZCR OF PERSONNEL

AlD

FICORD3 FROCHESSING
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MERIT SYSTEM
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Enclosure 8

MERIT SYSTEM

The Virginia Merit System is a misunderstood and maligned
member of the organizational body of the Department of
Personnel and Training. It is part of the Commonwealth's
program of personnel management because of Federal mandate,
and in form and structure it bears a striking resemblance to
the Federal civil service. The Merit System is a relatively
cxperncive proposition. It provides services to, and controls
over, less than ten per cent of the Commonwealth's employees,
but its operation requires the efforts of almost one-third

of the staff of the Department of Personnel and Training. It
has little involvement in the pay, classification, training,
employee benefits or performance appraisal of the employees
and positions included under its authority, but its current
budget of $437,065, all in special funds, makes up more than
onc-guarter of the total maintenance and operation budget of
the State's central personnel agency.

Historically, the Merit System was imposed on the states on
January 1, 1940, by an amendment to the Federal Social Security
Act. In part, the amendment required that State agencies admin-
istering social security programs "provide such methods of
administration relating to the establishment and maintenance

of personnel standards on a merit basis" as met with the approval
of the Social Security Board. The language of the amendment
actually secmed to contain essentially the same requirement for
opzration on the basis of merit and fitness that came soon
aficerward to be stated in the Virginia Personnel Act of 1942

as the basis for the opcration of the entire system of per-
sonnel administration in Virginia. But the Federal Social
Security Board chose to view its responsibilities in terms of
civil service and police-type activities, and that continues

to this day to be the essential characteristic of the Virginia
Mcrit System. In 1940, the State agencies to which the amend-
ment applied were the Department of Health, the Department of
Public Welfare, the Commission for the Blind and the Unemploy-
ment Compensation Commission. At first, each of these four
agencies had its own Mecrit System Supervisor who answered to
one of four separate Merit System Councils.

In 1943, the four Councils were merged into one Joint Council,
and the Director of Personnel appointed a single Merit System
Supcrvisor. It was at that time that the current practice was
s>cqun of charging each participating agency a proportionate
share of the cost of operating the System.

The number of State agencies having all or a part of their
programs subject to the provisions of the Joint Merit System
ruless has increased over the yecars to the present total of ten.
In addition to the original four agencies (now titled the



Department of Health, the Department of Welfare, the Commission
for the Visually Handicapped and the Virginia Employment
Commission), the coverage of the System extends to all of the
employees of the Office of Emergency Services and the Office on-
Aging. Also covered are some of the employees of the Depart-
ments of Labor and Industry, Mental Health and Mental Retarda-
tion, Purchases and Supply, and Persomnel and Training. There
are now in these agencies a total of approximately 6800 Statc
positions subject to the provisions of the Joint Merit Sy=stem
rules.

The inclusion of just.one of a State agency's positions under
Merit System coverage is sufficient to cause that agency to
become a "participating mewber", and to involve the head of
that State agency as a party on an equal basis with the heads
of the other participating State agencies in the selcction of
the memboers of the Merit Sysicem Council, in the establishment
and amendment of the Joint Merit System rules, and in the
approval of the Merit System budget.

Employees of county and city departments of public welfare,
although they are not State employees, are also subject to
Merit System standards for personnel administration, and have
been since 1943. The City.of Richmond and the County of
Arlington are exceptions to this. A number of years ago, thesc
two jurisdictions requested and were granted permission to
operate under the provisions of the civil service programs of
their local governing bodies. More recently, employees of
local emergency scrvices (civil defense) programs have been
included in Merit System coverage. There are currently about
5200 local government employees covered by programs administered
by the State Merit System.

The Merit System Council is an advisory and review body made

up of three private cilizens who are elected by the heads of

the participating Merit System agencies. Duties of the Council
include such activities as making recommu: :lations on the estab-
lishment and administration of Merit System rules and procedures,
advising on budgetary matters, promoting public understanding

of the Merit System, and hearing and deciding appeals of various
Merit Systecm actions. Members of the Council serve without
salary and normally meet once a month.

The primary activities of the Merit System take place in the
arcas of recruitment, examinations, and certification. Rigid
rules and procedurcs are established and enforced regarding the
admission of applicants to examinations, the testing and evalua-
tion of applicants for positions, the ranking of the toested
applicants on employment lists called registers, the prepara-
tion and distribution of certificates of eligible applicants
from thesc registers, and the monitoring of appointments, pro-
motions, transfers ond demotions of Mevit System employees.
(Readers ave referred to Chapter II of this report for a wmorce
detailed discussion of the Merit System procedures as thoy



relate to the recruitment and examination activitics.) As sug-
gested carlier, the trcatment of employces of positions subjectl
to Juint Merit Systewm rules does not differ at all in most in-
stances from that of employees of State agecncics not bound by
Merit System rules as rcgards the other functioral arcas of
personnel mahagement.

The Merit System has been severely criticized over the years,
with probably the most rccent organized attack coming from

the local departments of welfare. Users of the System chaige
that it moves in an intolerably slow and cumbcrsome manncr;
that it is insensitive to the real needs of the agencies; that
its procedures permit a high level of crror; that it is unres-
ponsive to suggestions for change, and so forth. Managers of
the System countcrx with claims of inadequate staffing levels
and work space, and a lack of user agency cooperation in such
matters as acting on ccrtificates of eligibles in a timely
manner. An obscrver of the operation does not, in fact, have
to look far to find instances of periodic backlogs in the scor-
ing of examinations, substantial delays in the preparation and
issuing of certificategs, and some lack of esprit de corps among
members of the staff.

Therce is considerable c¢vidence, however, that reasonable effouts
arc boing everted on both sides of the issuc to find resolution.
The lMerit System Supervisor mcets on a regular basis now with a
representative group of local welfare officials, and repoirts
that many of the mutual dissatisfactions and misunderstaendings
have boecn overcome. The Director of Personnel and Trainineg
approved on Octoher 1, 1976, a reorganization of the Merit
System staff that he feels will provide for strengthened
lcadership and more «ffective operations. The Personnel Man-
agement Information System, when it is fully operational, will
bring significant reductions in the amount of time it takes

the System to service its members.

But questions continuz to be raised, soime of them less th
friendly ones, roegarding the Merit System. Why, for esxawmpl::,
arc relatively small Federally supported agencices or programs
included in some instonces under Merit System provisions, while
othnrys that receive for greater amounts of Federal aid rainain
iree frowm Mevit System contiyols?  The Departuent of Highways and
Trancportation, for exaumple, sponds millions of dollars ernually
in Ffederal funds, but rone of its positions ace subject to Morit
System rules. One is told that the simple [act in this matt
is that the detormination is madz in Washingion. When the
Federal appropiiation document for the program (or the Fede-
rl togister) contains o slatewent calling for the positions
thet will administer the program at the state level to be sub-
ject to merit regulaticns, the decisicn for inclusion in thoe
Forit Syostoa has Loenr mela.
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System for a small portion of the Commonwcalth's positions,
when the legal requirement is clearly stated in the Virginia
Personnel Act, (Section 2.1-110), that the State conduct for
all its employees "a system of personnel management based on
mexit principles and objective methods (underline added) of
appointment,; promotion, transfer, layoff, removal, discipline,
and other incidents of State employment."?

This is not the first time this basic question has been asked.
The Governor of Virginia in 1937 rejected a recowmendation

made by the consulting firm of Griffenhagan and Associates

that Virginia develop.a restrictive, tightly policed civil
service system of personnel management. The leaders of the
State at that time felt strongly that Virginia was largely

free from the patronage and spoils system problems that had led
to the development earlier of the Federal civil service and

of similar systems in some other states.

Drafters of the legislation which eventually became the Virginia
Personnel Act of 1942 were very careful to draw up a plan which
they hoped would replace the then newly-imposed requirement

that the Social Security grants-in-aid agencies be subject to

a civil service-type merit system control. They expressed

their fear of the concurrent operation of the Merit System in
Virginia in this manner: "Virginia administration would be
divided in the handling of the personnel problem and the
Virginia (Merit System) departments would be abandoned to
administrative dominance by the federal government".

The designers of the Virginia system of personnel administra-
tion received support of their plan from leading authorities
in the field of administration. Professor Leonard D. White of
the University of Chicago, upon reading an early draft of the
bill, said in 1940: "The first half of civil service aistory
was dominated by the policc concept, the idea that it was the
primary duty of an independent, bi-partisan civil service com-
mission to defeat the partisan efforts of mavors and governors
and presidents and politicians generally... Elsewhere this some-
what antagonistic concept has outlived its usefulness, and is
steadily being replaced by the view that it is the primary
duty of a central personnel agency to serve, not to police

the operating agencies...The proposed system of personnel
organization now under discussion for the State of Virginia
represcnts the boldest and most complete acceptance of a new
philosophy, which, it must be added, presupposes well-estab-
lished high standards of official behavior".

In 1962, the Municipal Manpower Commission, a blue ribbon panel
sponsored by the Ford Foundation, stated in the final report of
its extensive, nationwide study, that local government personnel
systcms had among their greatest needs: (1) advancement based
solely on merit; (2) clcar-cut pcrsonnel administration . -responsi-



bility to the chief executive; and (3) abolishment of inde-
pendent civil service boards.

In the present day, the Director of Personnel and Training re-
ports that he has had a number of discussions during his eight-
een-year tenure with officials of the Federal agencies which
inspect and monitor the Virginia Merit System. (This Federal.
revicw is now made by representatives of the U. S. Civil Service
Commission from a regional office in Philadelphia.) He has
discussed with them, and has expressed in speeches, his feel-
ing that the Virginia system of personnel administration is

no less a protector of the principles of selection and service
on the basis of merit and fitness than are the civil service-
type merit systems. He advocates the Virginia method of selec-
tion and advancement by means of a post-certification process
whereby candidates for State jobs are accepted or rejected on
the basis of a clear-cut pass/fail comparison with established
minimum qualification requirements for positions.

One test of the soundness of the Virginia system to which the
Director of Personnel and Training points came in 1970 when the
transition was made for the first time in modern Virginia history
from a Democratic to a Republican Governor. That transition was
accomplished without a single appeal of loss of job on the

basis of political discrimination. The Director has had
computer-based statistical studies made which satisfy him

that the more costly selection of a State employee by use of

the Merit System's pre-certification, rule-of-five selection
procedure offers no greater guarantee of success in State
employment than the State's more widely used post-certifica-
tion method.

In the climate of fiscal restraint which dominates the opera-
tion of Virginia's government today, it is the desire of this
Committee to contribute to ways of managing the Commonwealth's
system of personnel administration in the most cost-effective
manner, without the sacrifice of the high standards of inte-
grity that have been its historic forte. In regard to the
opavation of the Virginia Merit System, this Committee recom-
mends that at the very minimum a clear mandate be given to

the Director of Personnel and Training to pursue a new and
vigorous inquiry into the possibility of obtaining relief from
the burdensome requirement of maintaining and operating this
system.
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Enclosure 10

VIRGINIA'S
PERSONNEL MANAGEMENT INFORMATION SYSTEM

AN CVERVIEW

TINTRODUCTION

The current automated personnel management system has proven
to be inadequate and inefficient in meeting the requirements
of State agencies, members of the General Assembly, study
commissions, and Fecderal grantor and enforcement agencies.

The current manual system for recruiting, testing and refer-
ring or certifying applicants for positions subject to Joint
Merit System Rules and for positions not subject to such Rules
is so time consuming that it loses its effectiveness. These
facts, together with a desire to speed up the processing of
personnel and position transactions clearly demonstrate the
necessity to upgrade and expand the present automated personnel
management system as well as automate the current manual pre-
employment system.



System Objectives

The objective of the Personnel Management Information System
(PMIS) is to provide a manadem:nt infermation system to support
the operational and administrative needs of the Department of
Personael and Training (DPT) and of the Statc agencies in the
Executive Branch of government. The system will provide four
the personncl management information needs of the Governor,

his Secre¢taries and the General Assembly. In addition, PHIS
will serve the recruitment needs of the Statc ayencies of the
wxecutive Branch, local welfare offices and the local emergency
services offices.

The specific objectives to be accomplished are:
1) To maintain a control of the State classified and
faculty established positions.

2) To maintain a record of salaried State cmployees,
classified and faculty.

3) Provide assistance to DPT Clasgification Section
in the administration of the Statewide classifi-
cation plan.

4) To provide the Department of Accounts with data to
pre-audit and/or post-audit payrolls for salaried
employees.

5) To provide State agencies, including the Departmant
of Planning and Budget, and the Legislature with
data relating to salary obligations rcqui-ed for
malking budget requests, recommendations, a.nd appro-
priations.

6) To assist in the auditing ond approval of State
agency actions on employes salaries to insure
equitable administration of the Statevide cowpen-—
sation plan and to provide for paymont of appro-
priate salarics in a timely manner.

L

7) To maintain individual applicant and employce &
and status; to win raw seores roceived on exami-
nations coble; and to establish and wain-
tain rac ers din ordorw to ceriify eligibles for
positions subjcct to the iierit System rules.

8) To asusist in the auditing and approval of appoini-
ments and status changs ol State and local sularied
employecs in posicions subject to the Merit System
rules. .



9) To establish and maintain registers of eligibles
in order to refer eligibles for positions not subject
to the Merit System rules.

10) To provide data and statistics on applicants, em-
ployees and positions as required by Federal agencies
and/or State agencies and officials.

11) To provide recurring and ad hoc reports from the data

base to State agencies having a legitimate need for
the access .to the data.

System Description

The current project will result in the design, development and
implementation of an automated system utilizing Univac Data
Management System (DMS 1100) and Transaction Interface Package
(TIP) technology that will provide for both on-line update and
inquiry as well as batch processing to DPT and State agencies.
This system will replace the current personnel management system
and expand its capabilities by providing additional information

as well as an automated pre-employment function to assist in the
recruiting process. The automated pre-employment function will
support the Merit System activities which is currently a manual
system and is required by Federal law for the several grant-in-~aid
agencies. There are two major functions to be served by the PMIS
system - the personnel administration function and the pre-employ-
ment function. A number of modules have been identified within
each of these two major functions.

Within the Personnel Administration function the modules are
catcgorized into three general processes:

A. Maintenance of the State's classification and com-
pensation plans.

Types of transactions provided:

Establishment of a new class title
Class title change

Class title abolishment

Salary range revision

Salary range creation

Specification creation
Specification study with revision
Specification study without revision

B. Creation and maintenance of data on authorized posi-
tions.

Types of transactions provided:

Position cstablishment
Position reallocation



Position dutics fefined
Positions tvansiorred beiweo: ageacics

.
nenc

Pocition abolis

C. Creation and waincenance of cmple
i

m

Types of transactions

Origival appointmonts
eemployuents

Reinstatenents
Promotions/Nemotions

Inter and intra ageacy transf s
Personnel data changes

Record modification -
Terminations

To support the perscnnel adwinistration funzstion thoe folloviag
modules will be provided:

1) Class Title

2) Position

3) Employee Information

4) Regrade/Marit Incroase

5) Faculty Salary Adjustments

The sccond major function, that of Pra-cmploveent, w
of a single genzral process providing bho Followiy:
transaction.::

Applicant record ciecation
Applicant record naintenaics
Test zrea estoblisnaeat

Test processing

Applicant certifications
Applicant rafecrals

Agency roferral rosponss

The pre-employment function will bo supporiccd by L Followi g
modulos: :

1) Class tiile

2) Pozitinn

3) Euwploveo Information
4)
5)
a) .
7) Applicatio:n:
8) Test maintcnanco

and correszpundonce




In each of these functional arecas State agencies will be allowed
to update only the employee data for their particular agency.
All other updating wi!l be done by DPT with the exception of

the Department of Welfare which will be allowed to update

local welfare class, position and employee data.

Data Base Description

The entire PMIS system will be. supported by a single data base
which will maintain and provide access to eight primary types

of data.

1)

2)

3)

4)

5)

6)

7)

They are:

Personal data

Applicant data

Employee data

Class Title data,

Position data

Faculty data

Agency data

informatior such as name, address,
sex and birth date of employces
and applicants.

information about an applicant for
employment such as classification,
geographic location, preference,
and exam scores.

information describing an employee's
status within a State agency such as
position number, salary, pay schedule,
next merit increase data or part-time/
full-time indicator.

information describing an authorized
personnel classification in the
State such as alphabetic classifi-
cation description, expiration date,
minimum and maximum salary, quali-
fications required to perform the
duties.

information describing positions
authorized in State agencies such
as creation date, review date,
location, funding codes.

information concerning faculty mem-
bers in the State institutions of
higher education such as institu-
tions conferring degrees, tenure
status, contract type and period,
and experience in higher education.

data describing the employing State
agency such as agency merit rating
month, agency name, functional area
and secretarial area.



8) Test data - data describing test characteristics
such as test code, weight, slope,
intercept, critical score, testing
time, and re-test allowed.

PMIS will provide a central repository for personnel data allow-
ing immediate access to the information by State agencies within
established guidelines and restrictions. Additionally, local
welfare and local emergency services employees will be included
in the data base.

Future Enhancements

It is anticipated that PMIS will be implemented on a phased
basis beginning in the second quarter of 1977. Future addi-
tions have already been identified for later inclusion in PMIS
such as including in the data base State employees who are,

by law, excluded from the provisions of the Personnel Act.
Additionally, it is anticipated that PMIS at a future date will
be integrated with the State payroll system.











