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EXECUTIVE SUMMARY 

BACKGROUND 

The designers of the current personnel ma.na.gement system in Virginia. 
viewed the role of a. centra.l personnel a.ctivity a.s one of a. coordina.tor, a. 
fa.cilita.tor, a. provider of services to the opera.ting a.gencies, The lea.ders 
of the Sta.te in the la.te 1930's a.nd ea.rly l940's soundly rejected the est
a.blishment of a. control oriented, wa.tchdog type civil service system for 
the Commonwea.lth. 

In 1973, the Genera.l Assembly crea.ted the Commission on Sta.te Govern
menta.l Ma.na.gement "to conduct a. thorough reorga.niza.tion study", One 
of the Commission's a.reas of in-depth review wa.s the personnel management 
system. In a. document presented to the Governor and the General Assembly 
in December, 1975, titled the "Sixth Interim Report: Recommenda.tions on 
the Sta.te's Personnel Process", the Commission expressed the following p.oint 
of view regarding the proper role of the central personnel agency: "The 
Division of Personnel is one of the key sta.ff arms assisting the Governor in the 
execution of his responsibilities. If the ma.na.gement of the sta.te government is. 
to be substantia.lly improved, it is impera.tive tha.t the Division be strengthened 
in its centra.l mana.gement role. To become completely effective in its man
a.gement role, it will be necessary for the Division to divest itself wherever 
possible of a.11 ma.tters tha.t a.re extra.neous to that centra.l role.''. 

In the Commission on State Governmenta.l Management's review of the opera.-
tion of the Sta.te' s personnel system, they eva.lua.ted its effectiveness a.nd suggest
ed possible modifica.tions and improvements where a.ppropria.te. They rec
ommended tha.t the Genera.I Assembly ena.ct legisla.tion directing the Secreta.ry 
of Administra.tion a.nd Fina.nee to conduct a. study of the rela.tionships between 
the Depa.rtment of Personnel a.nd Tra.ining (DPT) a.nd Sta.te a.gencies a.nd 
develop a. definitive pla.n for the delega.tion of opera.ting personnel functions 
to the a.ppropria.te levels of ma.na.gement for submission to the Governor a.nd 
the Genera.l Assembly. This resulted in the enactment of House Joint Resol
ution 64 which directed a study be conducted a.nd a. pla.n submitted to the 
Governor, the President of the Sena.te a.nd the Spea.ker of the House of Delega.tes 
not la.ter tha.n December 15, 1976. 

As a. result of HJR 64, the Secreta.ry of Administra.tion a.nd Fina.nee a.ppointed 
a. committee on July 21, 1976 to conduct a study of personnel ma.na.gement
within the Commonwea.lth. Ea.ch member of the Ca.binet wa.s a.sked to designa.te
two individua.ls from his secreta.rial a.rea. to serve on this committee. It was
suggested tha.t the individuals be not only fa.milia.r with personnel policies a.nd
procedures but, in a.ddition, ha.ve experience in personnel ma.na.gement pra.ctices.
It wa.s a.lso felt tha.t members should be selected from the involved centra.l
a.gencies; la.rge, complex operating a.gencies; a.nd the sma.ller opera.ting a.gencies.
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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 n1anagement 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 and recommendations by their individual Secretaries 
and this Committee. Extensive input has been received. This Committee has 
visited numerous State agencies and talked to employees in an effort to obtain 
first hand their comments and suggestions within the existing time constraints. 
A concerted effort was made to obtain the viewpoin°t 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 Committee, 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 s.aw not only a need but a real value in DPT establishing 
basic personnel policies and monitoring their enforcement. The real is sue w«s 
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 
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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 

subrnitting 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 

commibnent to the development of sound, pragmatic recommendations to resolve 

existing weaknesses in the system as well as the implementation of such 

recommendations. 
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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 ,support of the recommendations-. 
The reader is referred to the various chapters of the study for that 
information. 
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SUMMARY OF RECOMMENDATIONS 

OF THE 

COMMITTEE ON PERSONNEL MANAGEMENT 

I. EMPLOYEE DEVELOPMENT

A. Recruitment

ACTION RESPONSIBILITY TARGET DATE 

1. Develop plan for transfer of State

Recruitment Section from DPT to VEC. DPT, VEC 

2. Separate State Recruitment Section from 

Merit System Section. DPT 

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 

4. Expand the use of advertising to include

radio and TV public service announcements,

advertisements in yellow pages of telephone

directories, and extensi:ve use of publications

of the minority population. DPT, VEC &: 

5. Continuously upgrade the ability to staff

members of Central Recruitment Section

State agencies 

and some operating agencies by: DPT, VEC 

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 ag,mcies.
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A. Recruitment (continued) 

6. Permit State agencies to continue 
to pursue and improve their own 
recruitment efforts. 

B. Examinations 

State agencies Ongoing 

ACTION :£\ESPONSIBILITY 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 Merit System Section. 

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. 

5. Establish and implement procedures that 
will overcome present condition of con
fusion and delay in testing activities carried 

DPT, VEC & 
State agencies 

DPT,VEC 

out in local offices by VEC. DPT, VEC 
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C. Training 

ACTION RESPONSIBILITY TARGET DATE 

1. Is sue policy statements on Training at 
State and agency levels, to contain at
least the following points:

a. affirmation of commitment to 
training;

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.

3. Develop training plan in each State agency,
with DPT providing assistance as needed.

4. Intensify efforts of MDTS in DPT, notably
in the areas of: 

a. systernatic assessment of training 
needs; 

b. as�istance to State agencies in the 
training of agency trainers; 

c. research into new training techniques
and methods;

DPT & State 
agencies 

DPT &: State 
agencies 

State agencies 
&: DPT 

DPT 

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,
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D. Career Development

ACTION RESPONSIIlILITY TARGET DATE 

1. Issue policy state1nents at the State
and agency 1':vel in _support of a pro
gram of car·eer dcveloprnent. 

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·.

3. Assign and develop plan for training
knowledgeable individuals in State 
agencies to provide career counseling 
to agen,y employees. 

4. Develop and implement a program to 
aquaint employees of career opportunities
in the Cornmonwealth; to inform them of

DPT, State 
a�encies 

DPT 

DPT & 
State agencies 

the qualifications needed for advancement; and to 
advise thcrn of the training programs and
resources available to meet the qualification
requirements. DPT 

5. Establish career development as an integral DPT & 
part of the perforn1ance appraisal system. State agencies 

··R·

April 1, 1')77 
for DPT 
July 1, 1')77 
for State 
agencies 

Ongoing 

Ongoing 

July l, l'J77 



II. CLASSIFICATION AND WAGE AND SALARY ADMINISTRATION

A. Classification

ACTION RESPONSIBILITY TARGET DATE 

1. Develop procedures to effect the
processing of the G. 0. Form P-5
by DPT and DPB in a maximum
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. 0. Form P-5 and related
instructions.

DPT, DPB, 
MASD, Selected 
State agencies 

DPT, DPB 

3. Prepare a detailed plan and written DPT, DHT 
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 Deparhnent of Highways
and Transportation (DHT). 

4. Distribute to all State ag_encies a manual of DPT 
information regarding classification and pay 
practices. 

5. Amend the Virginia Personnel Act to
exclude from its provisions the class 
of positions, Confidential Secretary,
with authority reserved to the Governor
for setting a uniform maxim.um rate of
pay for the class. 

6. Develop and distribute to all State agencies 
policy and procedure statements regarding 
the appeal of classification actions. 
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B. Wage and Salary Ad_!ll inistration 

RESPONSIBILITY TARl;ET DA'J' ;: 

Cstab)ish policy to require retro
.: ••c pii;, 111ent to a State ernplt,), ('e, 
: :hout time limitation, of compiansa

;1 ,,ithheld because'c,f adn1inistrative 

�. D�,velop procedures to monitor n10re 
carefully the use of the G, 0. Form 
P-14 by State agencies in the payment of 
hourly and piecework employees. 

3, Recommend policies to the Governor 
and the Secretary of Administration and 
Finance in the following roles of 

tompensation: 
a, de legation of authority to State 

agencies to make appointments 
above the entrance rate without 
prior approval of DPT; 

u. a longevity pay plan; 
c. granting of additional merit increase 

steps to exceptional employees. 

4. Make analysis and recommendations to 
Secretary of Administration & Finance 
regarding current ban c,n appointn1ents 
above the entrance rate an<l competitive 
increases for clerical and related classes of 

DPT 

DPT, DPB, 
MASD, Selected 
State agencies 

Committee 
on Personnel 
Management. 

positions. DPT 
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III. PERFORMANCE APPRAISAL AND STANDARDS OF PERFORMANCE 

A. Standards of Performance 

ACTION RESPONSIBILITY TARGET DATE 

1. Disseminate policy statement. 

2. Begin development or revision of
current position descriptions. 

(to be completed)

3. Disseminate training and procedural
guide texts to all State agencies.

4. Begin formal training programs
in the State agencies.

(to be completed)

5. Begin installation of standards of
performance related to positions

(to be completed)

B. Performance Appraisal

DPT 

State agencies 

DPT 

DPT & 
State agencies 

State agencies 

April l, 1977 

March l, 1977 

March 1, 1978 

May 1, 1977 

July 1, 1977 

January l, 1978 

July l, 1977 

January 1, 19ci0 

ACTION RESPONSIBILITY TARGET DATE 
----

l. Disseminate policy restating the
purposes of performance appraisals, 
including the assessment of reasonable 
levels of accountability for results. 

2. Change format of G. 0. 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 ratinr: factors to 
improve job relatedness;
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B. Performance Appraisal (continued) 

c. linear scale rating graph; 
d. new descriptions of form reflecting 

the characteristics of different 
levels of perfor1nance between poor 

to excellent; 
e. narrative explanation of employee 

strengths/weaknesses to include 
remedial action indicated; 

f. narrative expression of employee 
promotability; 

g. 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 
eligibility date, 

4. Begin installation of standards of perfor
mance as the basis for performance 
appraisal. 

(to be completed) 
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IV. EMPLOYEE MANAGEMENT RELATIONS

A. Benefits

ACTION 

1. Make continuing evaluation of the

State employee benefits package.

2. Submit an annual benefits report

to the Governor

3. Assign responsibility to the Governor's 

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

4. 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) 

5. Develop a uniform State policy pertaining 

to employees taking courses at State 

educational institutions on a space 
available, no charge basis. 

6. Evaluate feasibility of adopting a

disability income protection group

plan as an optional payroll deduction at 

employee's own expense.
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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 l, 1977 

DPT July l, 1977 



B, Communications 

ACTION RESPONSIBILITY TARGET DATE 

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 employee 
attitude and information survey as a 
basis for identifying and correcting 
employee relations problems. 

C. Grievances 

DPT 

DPT 

January J, J 978 

January l, J 978 
& each year 
thereafter 

ACTION RESPONSIBILITY TARGET DATE 

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 

panel members on grievance hearing 
procedures, and may be present in 
such role during t:ouduct 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. DPT 

D. Employee Recognition 

January 1, 197 8 

ACTION RESPONSIBILITY TARGET DATE 

1. Study and 1nakc a recommendation to 
the Secretary of Administration & Finance 
on the benefits and estimated costs uf 
establishing: 

a. a suggestion awards progran1; 
b. an incentive awards program. 
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E. Moving Regulations 

ACTIONS 

1. Update moving and relocation 

regulations
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V. RESEARCH AND DEVELOPMENT, STATISTICS, INFORMATION, RECORDS 

A. Research and Development 

ACTION RESPONSIBILITY TAR GET DATE 

1. Reactivate the Research Section of 
DPT, with responsibility assigned 
for: 

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 

DPT 

with the development and implementation 
o! agency level research studies; 

c .. originating and conducting Statewide 
studies and projects. 

B. Statistics 

July 1, 1977 

ACTION RESPONSIBILITY TARGET DATE 

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

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

3. Evaluate responsibility 0£ PMIS to meet 
State and agency needs, and modify as 
needed. 

C. Information 

DPT, MASO 
State agencies 

August 1, 1977 

August l, 1977 

August l, 1978 
& annually 
thereafter 

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. 
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C. Information (continued) 

ACTION RESPONSIBILITY TARGET DAT.tr: 

2. In1plernent program of issuance of 
changes and amendments to the
above documents in a systematic
and orderly manner. DPT 

3. Install procedures for an annual
revision of the Rules. DPT 

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 

D. Records 

February 1, 1977 

February J, 1977 

April 1, 1977 

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.

2. Make studies to determine which
personnel transactions can be decentral
ized to State agencies for final action. 

3. Develop a plan for a pilot project of
decentralization of transaction actions to a 
a selected State agency. in conjunction with 
classification. 

4. If pilot project is sucessful, delegate
transacEon authority to other agencies.

5. If transactions authority is delegated, 
follow with a program of decentralization

of official employee records. 
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CONCLUSIONS 

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 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 offe.r: 
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 mana�ement 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
m11st be accomplished in a systematic, defined, ar: ·1
controlled manner in order to insure continuity of
the personnel management system througl�ut 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 supportive 
of his needs. The operating agencies feel the current 
personnel system is too control oriented ant there 
i3 a need 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 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". 

3. 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.

4. 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.

5. 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.

6. The General Assembly has mandated "a system of per
sonnel management b&�ed on merit principles and
objective methods of appointment, promotion, layoff,
removal, discipline, and other incidents for State
employme�t". The present Mer.it System is expensive
and curnbGrsome and only applies to a small percent
age 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 recommencls that the Director 
of Personnel and Training pursue a new and vigorous 
inquiry into the possibility of obtainlng relief 
from the burdensome, costly, and duplicative require
ment of maintaining the currept Merit System in 
Virg in.:.a. 

7. There is a need to provide concise and meaningful
guidance in the form of handy, easily ceferenced
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 mana<Jement 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 Com�ittee 
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. Ex.:unplcs 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 rates; and additional merit increases for outstand
ing cmE,>loyees. 
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PREFACE 

A BRIEF HISTORY OF PERSONNEL �-ANAGEMENT IN VIRGINIA 

For the first two decades of the twentieth century, personnel 
management in Virginia was a disunited affair left to the co�
cepts and desires of the heads of the State agencies, institJ
tions, boards and cornrnissions. Most of the State agencies of 
that period were separately financed from a variety of revenJ2 
sources, and they were essentially autonomous in regard to 
personnel policies and practices. 

A State Cornrnission on Economy and Efficiency recornrnended in �918 
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 Asse�bly 
of the Commonwealth's first executive budget, expressed the fel
lowing view of the condition of personnel management in Virgi,:ia: 
"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 on 
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. He 
pointed in his 1922 budget message to the continued power of the 
Secretary of the Corrunonwealth to "employ at his pleasure all 
persons necessary to carry on the work of the automobile di vi:: ;ion 
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 Cornrnission 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 supervision 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 Legisl2-
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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 Government 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 acquire 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 thP 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 manageme11t was 
essential to the orderly functioning of the Government. 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, although 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 lJ3d adoi,,ted a joint resolution which read 
in part: "The Virginia Advisory Lugislative 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 Virginia". 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 B 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 Governor 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 o= Griffenhagen and Associates was employed 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 recomrr.endations were adopted by 
the General Assembly, although a State· Department of Welfare and 
Institutions was created by merger of tpe 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 varim.s 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 fu::.l 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 cf 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. Tbe 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 Vir�inia 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".

iv 



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 ewployee 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
me:it. 

In the opinion of one group of individuals who examined the sys
tem of personnel management in Virginia in the 1970's, the ser
vice-oriented approach to personnel administration as originally 
envisioned has eroded ove� the years. In a report to the Governor 
in November, 1970, the members 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 accordan�e with the Personnel Act ... Thus, 
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the division is conducted as a line personnel organization which 
duplicates or supplements to a large degree the line personnel 
accivities 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 co�trol oriented. 

In 1973, the General Assembly created the Comr:iission 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 
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 responsibi
lities. If the management of the state government is to be 
substantially improved, it is imperative that the Division be 
strengtheneJ 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 
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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 CollUl\ission 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 �he 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. In 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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General 

A STUDY ON PERSONNEL ·MANAGEMENT 
WITHIN THE COMMONWEALTH OF VIRGINIA 

CHAPTER I 

INTRODUCTION 

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 c1gencies. 
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 Gove�nmental Management conducted a review 
of the operation of the Stdt2'� p�rsonnel system in order to eval
uate its effectiveness and suggest possible modifications and im
provements where appropriate. This resulted in their Sixth Interim 
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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 bring5 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 government 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. 
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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 function� 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 we:z;-e established. Members 
were assigned to each subcommittee (see E.nclosure 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 inL•llt 
has been received. The Cabinet and the individual agencies hav.:, 
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 Committee 
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 nat�re, 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 
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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 
oper<:ting agencies. Instead, 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 111anagement 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 la�ger 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 
sonsidered that may be required throughout the personnel manage
tent 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 
overell function of State government as it relates to personnel 
management. This is viewed as best accomplished through the 
implementation of policies and detailed procecures, 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 fee.L 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 pc,rsonnel 
1anagement 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. 
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CHAPTER II 

EMPLOYEE DEVELOPMENT 

This Chapter is devoted to Employee Development, 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 req�irements and encouragin� 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 applicants 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. 
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I. The Process

RECRUITMENT 

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 local
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. (F1r 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 testing 
for selected classes, primarily those in the clerical 
field. Qualified 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 of 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
arc 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 pla,ced 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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agencios submit requests for certified applicants con
sistent with their ncuds. Certification lists are com
piled by selecting ti.,, top five applicants from the 
register. These certificatas Jre then furnished the 
requc'sting agency for th1cir consideration. :'he .. gency 
may select one of those on the certificate u� re ,�ct 
the entire list. If cLc list is rejected, a notation 
must be made opposite each name indicating a valid 
reason for rejecting the applicant. 

Applicants may, by choice, re4uest consideration for non
Merit System positions, Merit System positions, or they 
may be considered for either, based on their qualifications. 

II. The Current Situation

A. There wer,' ;c,pproxirr.c1:..· , .. ·;o,ooo classified positions,
of which about 6,800 c1re 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 lhc above, th�re are presently 5,254 local 
Merit System positions, of which 4,215 are filled. 

B. The role and responsibilities of the recruiting acti
vities are:

1. Virginia Employment Commission (VEC):

The VEC is a State-operated, federally funded agency
consistinq of a central office located in Richmond
and 50 local offices situated throughout the
State. The mission 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 n,cruiting personnel for the private 
sector, they also recruit for public agencies. The 
recruiting p�ocess 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 offic�s from its job banks and referred 
directly to non-ML�il 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-

-7-



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. 

2. 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 ctnd 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 dispcsition
of the applicant. 'Applicants for Merit System
positions who apply at the State Recruitment Office
are advised r.oncerning vc1cancies and requv,:,:.c,.:
to complete an application form. The form .is (·val
uated, and if the applicant is qualified tar a Merit
System position that is vacant, he is tested for that
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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: 

FY-73 
FY-74 
FY-75 
FY-76 

APPLICATIONS RECEIVED: 

Merit System 

FY-73 
FY-74 
FY-75 
FY-76 

Non-Merit System 

FY-73 
FY-74 
FY-75 
FY-76 

3. State Agencies:

TOTAL 

5,009 
4,883 
8., 887 
9,362 

9,096 
7,087 
8,084 

17,769 

7,657 
8,081 

11,438 
9,456 

MONTHLY AVERAGE 

417 
407 
741 
780 

758 
651 
674 

1,481 

638 
674 
953 
787 

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.

III. 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 qualified 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. 

B. 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 vacancles
by recruiting personnel.

d. Long intervals between the time the applicclnt
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 cm State
opportunities and employment advantages.

f. Poor calibre of personnel recruited and referred.

g. Poor administrative procedures resulting in loss
of applications, and clerical errors in proce
dures, i.e., failure to list names properly,
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. Failure 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.

3. 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 £acilities.

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, -
cruitment Office and the various State agenci0s.

4. 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 advise<l of their test scores. These defi
ciencies have resulted in the loss of many prospec
tive employees.

-11-



JV. Conclus'ons 

A. It ,;ust be concluded that the present recruitment system
fai .. s to provide the services needed to meet the manprl".,c,r
nee·.,s of the various State agencies. The sysvcm is
cum.,ersomc to operate, and the time lag between the
tim · the applicant applies for a position, eithAr dt
thL· State Recruitment Office or VEC (two wceL,: to t1vo
mon .hs), is so great that many applicants sc,. ': .Jn<: obtc1 L.1
oth�,r employment. The image of the Stc1te Reccui tment
Off�ce has adversely affected applicants and err�loyces
of ,:t.ate agencies, resulting in portrayal of a bureau
c:ra d.c, self-serving operation. Administra t.ive errors
occurring in maintaining registers and making referrals
havv caused a lack of credibility in the recruitment
sys�em. A high turnover rate of personnel in the
recruitment offices, at all levels, but particularly
in key positions, has contributed to the deficiencies
in the system.

B. It 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 imt,rove 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 progr<l� for the
purpose of obtaining applicants for State and local
positions, testing and referring applicants for
Merit System positions, and referring qu.1lified
applicants directly to non-Merit System ilChcllcies.

3. Separate the State Recruitment Office and the Merit
System; appoint a Supervisor of State Recruiting a,�
a member of the staff of DPT who will be responsible
only for formulating and monitoring all recruitinq
policies as they relate to State, local 1,:elfa:ce, ,•:1cl
Emergency Services applicants on a continuing b�slc.
This will result in all recruitment rcsponsibiliticr.
being assigned to VEC and State agencies.

4. Retain or adopt any of th0 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:

l. 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 �an 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. In
theory, better and more personalized service should
be rendered applicants and State agencies because
of corrunon 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 Corrunonwealth, 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 requirements 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. 

2. 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
who could direct his undivided attention to recruit
ing. It would separate two relatively unrelated
actjvities 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 bcrcd 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
i,i2ntifiablc to applicants and employees. The dis
udvantagas are negligible. Additional personnel
would not be required, and relocation of either
office 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. 

3. 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 pltlcing 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 backgrou�ds needed by
State agencies. 'I'he 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. lt 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 recruitinq, and
permits a personalized effort in this area.

4. 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 Merit System is in conformity with
Federal standards as a condition of Federal funding
for certain agencies, and it does not appear that ·
the Federal Government will relinquish its interest
in the recruitment and employment practices .,r ,�uch
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.
(DP'r and VEC)

2. The recruiting efforts of the various State aqen
cics be continued since it increases the scope of
recruiting and fosters a personalized recruiting
effort. (State agencies) .

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

4. 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)

5. The development of the Pre-Ell'.ployment 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)

6. 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)

B. 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 assign 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 opportuni tic,s, 
as quickly as possible after they are known. (DPT, 
VEC and State agencies) 
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EXAMINATION 

I, The Process 

Exumination is an integral purt of the recruitment rm,·.' 
tion. It involves several activities: the developm�r� 
of each test and its subsequent validation on a recurrincr 
basis; the administering and scoring of the test; tl,,·. r,,<.
ing of those tested based on scores achieved; and th, pr--'
paration and distribution of certificates to re�uest.inq 
agencies seeking to fill vacancies. The process can i11volv,· 
both written tests or the evuluation of an applicant's 
training and experience (T&E} • Oral tes: ts or compe t i1- i vv 
interviews may also be used as a part of the total test fc,1 
a class or position. The use of tests to measure the qu.11 i 
fications of employees and job applicants is recognl •crl ns 
a valid employment practice under Title VII of the clvi.J. 
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 test� arP 
available. Any professionally developed ubili ty test th,1 L 
is not designed, intended or used to discriminnte aq:1i.n'.",t. 
persons in one of the protected groups is authorized. 
''Homemade" tests prepared by nonprofessionals have been 
found lacking by the Courts. The professional status of � 
test and its use have been brought into question when a 
larger percentage of those scoring below the cutoff rr,,r i: 
belong to one of the protected groups. Unless the t0st 
can be shown to predict successful performance of thv jo,, 
for which it seeks to measure qualification�, it must Le 
abandoned as unlawfully discriminatory. Profrssion�lly 
devclopc� tests must also be validated as a prcJictur 
of job [•(•rfo1mance. Further, the Supren.::, Co,1r·t ha,. ·,-,,, 
ll10.t if an employer does prove that tlle I, st 1 s rcL, L,.>.i t 
Job perforr:iance, the right to use it may <;ti.11 tE, ck,1lv·ci.,., 
on the grounds that there c1re other tests or scl,'ct;ou ,k·
vices that do not have the undesirable discriminatory effc·,-t:; 
but which would serve equally well the employer's i11tcra�t 
in efficient and valid selection process. 

The process is different for non-·Mcrit. System cind ;.,,.·it 
system positions: 

h. Non-Merit System:

Thore are no State or federal rules that reouirc, :_::;, r
,q,1,licants for non-Merit System positioni, L� test-�' r,,·i·
to emp loym<=nt. Some non-Merit System agencies cc,,,duc t·
tests for applicants who apply for positions ·.d.t.hi·,s t';_ ·
par�:iculur c.1gency. Some of thBsc t·2�t:·�, �;uc11 �, i_;., 

tor t.yp.ist�:, are of th13 °hornemade'' var ict.y, \-.�h J L' ,, 1: 'J ,. 

i.e., the test for game wardens, arc rnor� s�ph sti��t,
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Merit System: 

Applicants for Merit System positions must pass appro
priate tests prior to being given further consideration 
for employment 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 r,.reri t 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 cormni ttces, as neeced. An interviewing 
committee consists of two or more members who are 
interested in improvement ·of public administr;1tion 
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 reauirements of 
the position for which the applicant is a�plying. 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 pr0duce 
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 completed his name is entered on an 
established eligibility register. An applicant who 
fails the test will be notified of his failure to 
achieve a passing score. After each test, the Merit 
System Supervisor prepares new registers or augments 
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 
scores, 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 fede�al 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 
�y the Recruitment Office in DPT and VEC. The VEC does 
approxim�tely seventy-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 "freeze" 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 ques
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
Merit 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. 

B. Specific observations and problems:

1. Delays in developj 11g 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 between the Merit
System and VEC, i.e., failure 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 19G4.

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

5. 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 c,thers; 
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 quandary as 
to where to apply for a State position and who to 
cont�ct for information after he has applied for a 
position. 

IV. Conclusions

A. It is concluded that the deveiopment 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.

B. 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. Recormnendations

A. It is recommended thal:

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 capability, con
sistent with the standards to be established by DPT,
be permitted to test applicants. (State agencies)

B. It is recormnended that an Advisory Board be appointed
by the Secretary of AcL�inistration and Finance consist
ing of the Director of Personnel and Training, the
Cormnissioner of VEC and the heads of five ot.her State
agencies for the purpose of reviewing State recruit
ment and testing functions on a continuing basis.
(Secretary of Administration and Finance)

C. It is recommended that the following actions be accomp
lished prior to ind 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 profession, l
personnel be added to expedite the development and
validation of tests so that there is better assur
ance that tests are in conformity with Title VIL
(DPT)

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

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 whereby testing schedules be
established· that would preclude confusion and delays
in testing applicants by VEC. (PT·' ,,•1 '. !:c')
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TRAINING 

I. 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 lin�
organization, determine whether or not training can improve
the situation.

II. 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 (MOTS), 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 conununity 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 
wor� 

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
employees 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 i'.DTS 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 l\ct (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 apF:-:-opriation funds as a rule. The
educational aid piograms 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 tr�ining pro
grans 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 HDTS programs during the period 
from January, 1971, through June, 1976, were as follows: 

State agency employees 
Local government employees 

5,356 
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 
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Multiple agency participation groups: 

State agencies . .
Local governments 

90 
109 

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). MOTS has some general appro
priation funding, and some IPA funding, as follows, 

General Appropriation, FY 1977 
FY 1978 

Intergovernmental Personnel .l'.ct, per year 

$271,660 
$274,890 

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 MOTS funding for the 1976-78 biennium from the general 
appropriation is considerably larger than past appropriations. 
The 1976-78 Biennial Budget lists very few items specifically 
relating to training. Chapter 779 of the Acts of l,ssembly, 
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. In other State agencies the function 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 MOTS and the State agencies supplement 
their training staff by bringing in outside specialists. 

The MO'I'S staff currently is as follows: 

Local Government Programs Section--

Chief . . . 
Professional personnel 

1 

4 

State Agency Programs Section--Organizationally 
Tailored Progri1ms 

Chief . . . . . . . . . . . . . . . . 1 
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Professional Personnel . .  , . . .  , 1 

State Agency Programs Section--Individually
Tailored Programs 

Chief , . .  , • . . . .
Professional Personnel 
Technical Personnel 

Clerical_personnel . . .  , . 

1/2 to 3/4 
1 
1 
2 

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

Some State agencies have training facilities, r.anging from 
a conference room used for occasiQnal 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 MOTS 
has brought together an advisory group from colleges and 
universities, which helps MOTS identify experts in special 
fields. A file is being built up of such people, which 
both MOTS and the State agencies can use in locating faculty 
to meet special training needs. 

MOTS 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
supervisic,n and management on a Statewide multiple
agency ba�;is (the so-called "stranger groups").

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

(l) 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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(6) Oev�lopment and coordination of resources.

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

MOTS 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, MOTS trains 
employees of smaller agencies unable to conduct their own 
training. MOTS currently offers more than 30 �ourses 
covering equal employment opportunity requirements, budget
ing, personnel policies and procedures, grievance handling, 
and other subjects. 

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

III. 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. 

MOTS 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 MD'l'S has developed. Developing courses and 
materials for State agency use is one service MDTS can 
provide. 

DPT needs to place greater emphasis on its leadership and 
policy-making roles. In this connection, it may need to 
look again at how much direct training service it is appro
priate for MOTS 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 needs 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. 

IV. Conclusions

It can be concluded that a more viable role for employee 
training could materially improve State operations, and 
probably repay its costs many times 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 
employee 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
tralization of training activities. 

Alternative 5. A combination of Altern2tive 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; coord�nating training with other functions such as 
career development for employees; conducting and stimula
ting research and special train{ng 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 direct training service and require a higher degree 
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of knowledge of and skill in the training process and 
training management. Training opportunities will need to 
be made available for the DPT training staff to increase 
skills on a regular basis, and to keep up-to-date wiLh new 
developments in training. 

Among the items which should be considered by the trilining 
staff of DPT is the collection of statistjcal 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. 

V. Recommendations

A. Recommendations That Can be Accomplished in the
Immediate Future

1. This Cornrni ttee recommends that there be a re
affirmation of the commitment to 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 statem8nts
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 govcrr,ing training be codi
fied and indexed, in line with the rE'commendation
of the Commission on State Governmental Hanagemcnt
that all personnel policies, rules, and regulations
be codified and indexed for easy access and refer
ence. (DPT)

3. This Committee reconunends that the training ele
ment of DPT be strengthened in its central managc'
mect 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 Lraining
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personnel; and that it establish standards and pro
cedures for the evaluation of State agency training 
programs. (DPT) 

4. 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 servi·ces. (State Agencies)

B. 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)

2. 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)

3. 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)

4. 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 Stnte 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 education per
sonnel. (DPT) 

5. 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)

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

7. 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 prugrams, 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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CAREER DEVELOPMENT 

I. 'l'he 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 career 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 development
is related to long-range manpower planning and development.

II. 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 announce�ents 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 promotLonal opportunities 
for employees and meeting the manpower ncedc; of the Common
weal th. 

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

III. 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. In
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 if 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 personne.L 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 employee 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 regarding career opportuni
ties within the Commonwealth, outside of their immediate 
organizational unit. Lists announcing vacancies 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. 

IV. 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. 

Alterna�ive 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 direction, 
assistance, and guidance; for insuring that wage, classifi
cation, training, and other personnel functions adequately 
support career development; and for insuring that the c:,reer 
development system in turn supports the overall improvement 
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 devE.lopment 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 hes r. of 
the first four alternatives. In this alternative, DPT would 
be responsible for developing policies applicable on a 
Statewide basis; for impactin<] and coordinating wa<]e, 
classification, and other functions performed by DPT 
which relate to career 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, coordinating career development activities 
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 geared to agency intermediate- and long-term manpower 
requirements. Career 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 employment opportunity programs and laws, 
anu can, in fact, serve us a management tool for affirma
tive action and complement the pe�formance appraisal system. 

V. Recommendations

A. Short-Runge Rccomrnendcttions

1. 'i'his Committee recommends that the Governor and
agency he.tds issue policy statements emphasizing
support for a career development program as a
means oE encouraging employees to find careers in
State s�rvice; motivilting employees to improve
their job skills, and insuring employees are being
challenged and their abilities are being fully
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ut:ilized in support of the needs of the Commonwe,,lth. 
(Governor and Agency Heads) 

2. This Committee recommends that DPT review the
State's personnel policies, practices, and system3
on a conlinuous basis from the standpoint of their
effect on career development opportunities and
incentives. The wage and classification structures
,,ccd particular attention. These structures need
to support management in selecting career personnel,
providing incentives for their continued growth and
improvement on the job, and retaining in State ser
vi cc the best available people. (DPT)

3. 1 t is recom!llended thut each State agency assign a
knowledgeable person(s) to provide career counseling
to .:igency employees, and inform employees of the
av.:iilability of such service. Eventually, career
counselor positions may be added. State agency
career counselors (when established) would perform
a direct counseling service, but should focus mcD,
on developing training programs and aids to assist
supervisors and employees regarding career develop
me1:t. (State Agencies)

4. It is recommended that a more structured app::oach
be developed to acquaint employees with career
opportun i tit,s in the Commonweal th, to inform them
of the qualifications needed for advancement, and
to identify for them the programs and resources
available to meet these qualifications. (DPT)

Ei. Lon,,�p·,.!.::_g� Recomm'?ndations 

.l. ; t i. s recor:nnended that career planning be an in te
,, ral part of lhc.; State's personnel managc,m0nt pc"c·· 
gram; that career plnnning be tied to performance 
evaluation, so that ernployees arc periodically 
counseled by their supervisors as to their 
Htrengths, weaknesses, and career aspirations; 
that a career plan be set up with each employee, 
tn h2lp build 0n strengths and overcom2 weakncss�s 
in job rc1·forr�a11ce, c1nd assist tho employee in 
dChie0:ing i.l career 1;ithin Stctt<,' service. '1'hc 
Cd.t·•aer pL:rns would include individual go::ils for 
•,c:ucc1tion and l.cain.i ng, to be funded by the S [·.ate 
it the educ,,tLon and training fall withir, cslab
L slic·d criteria. . (Dl'T und SL,ite Agencies) 

;>. 'iu i.s Committee recomr:iends that supervi.son; be 
1 "" focc>l. point for pc.:rfon,iancl> evc1lu,1tion and 
,:c1 r-, ,c,r cou1· :-;cling of employees. Training pro
,;,·c1.ii,; c1rc therefore recommend,)d to train sup(•r-



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) 

3. It is recorrunended 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
l·evels of State service in proportion to their
availability in the Virginia labor market. {DPT 
and State Agencies) 

4. 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 Corrunittee 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 
qualifications 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 regulations governing the increase� 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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POSITION CLASSIFICATION 

I. The Process

For the purpose of this report, classification is defined
as the establishment and the maintenance of a plan for
the �rouping 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.

II. 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 Sti:ite agencies. State agency requests 
for classification changes are in relatively final form 
before DPT beco;i1cs involvE,d in its review. lfaile this 
is typical, tlwrc are many variatio;,s and exceptions as 
to when DPT enters the process. 

DPT reports that approximately 9,600 requests were 
rccei ved for action in thr.� 12 months ending September 
1976. Including requests originating by other means 
(letter, oral requests, or reviews originating in DPT), 
it is estimated that about 10,000 actions are currently 
processed yearly. On the basis of estimates from DPT, 
it appears that approximately 10% of all the requests 
are subject to detailed field audit (visitation by DPT 
to the State agency to conduct an on-site audit). 
However, all rcquc,sts 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 telephone inquiries. 
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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 tte Plan. The authority to allocate (classify) and 
real:ocate (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 wi.thin 
the same areas on a continuing basis. 

DPT usually receives classification requests on G.O. 
Forms P-5. 'rhe state job analyst, who has the respon
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.

There 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 decisi,•ns 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 Lasis 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 for· is chen forwardcJ 
to the respective budget analyst. DPB is organized by 
functions, i.e., Education, Individual and Family Services, 
General Government and Transportation, Administration of 
Ju��ice, and Resource anrl Economic Dev lonment. The 
budget an:il�rst reviev1s tile reqtwc:t reel. t·ive to the 
justification of ncc'd f:J· the position ,md to th�abili_!_y_ 
of�,�:\' to func! the position. F, 1 lm1ing are some 
of the considerz;tions m,tJc, by the budg, t ilnil.lyst in t:!ic 
course of l1is 1�evlcw: 

1. If funds are not provided in tie budget
for the requestc.0d position, h01. 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 f1om funding
sources available as a result of vacant
positions? (This action would establish
a double obligation in the next budget).

4. Is the position consistent with the State
agency's proqram(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 signa
ture of the Director. If the request is disapproved, 
DPB returns the reyuc 0:t to the Director of Personnel 
and Training unsigned, witl1 a letu,r outlining the 
reason for cJisu.pµ:!'.."OVd L. 

The n1c1P . .::i.gem211t analyst::; noi.,.1 ...:t::si gncd to t·:...l\SG hu.vc, in 
t.hc past, particiicatod Jn a joint revie1v with iJPT 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 1,i Lh in the State agency such as the D'.'pa rt men t of
Cucrcctio�s. DPT is responsible for the functions o�
classification 3nd sa1�ry admi11istr2tic,��- The mnnag�
ment analysts have participated i11 reviewing the pro
posed organizational structure and the jhstification
for the requested positions. This joint effort has
proven to be an effective means for evaluating both the
need for new positions as well as their proper classi
fication <ltld s�lu.ry.
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In DPT a small group of the job analysts (3) deal with 
developing and revising class speri[ications for State 
positions, training new joh a:-ialysts, conducting salary 
surveys, and reviewing cllld acting on requests by State 
agencies for cxce�Lions to qualification and pay 
sLandaras. This group also reviews and acts on piece
�ork requests and hourly rates for part-time employees. 

Recently, DPT began conducting training sessions for 
St.ate agency personnel in classification and salary 
administration. Seven sPssions have been offered to 
date. Each session, covering two days, is designed to 
explain the various techniques and general principles 
of classification, and to acquaint State agency personnel 
with the specifics of Virginia's system. 

The preparation of class specifications and job descrip
tions is performed in close cooperation with the State 
agencies, which determine how work shall be organiznd 
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 il similar manner so 
long as proposed requirements are consistent with 
those for other classes and appear reasonable. 
Therefore, in the development 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 
subsequ2nt section. 

III. Observations and Problems

The problems outlined in this section are a result of
len9thy and detailed discussion among this Committee
and contact, both written and verbal, with various
State ilgencies of all sizes.

One of the mo'.-;t frequent complaints expressed by all 
State Rgencics contacted is the length of time involved 
in processing a clas�ification action. The following 
table rcfl�cLs the percent of G.O. Forms P-5 processed 
by DPT and DPH in the cited time p�rioJs. It should 
be nu tcd t: ,al tlte tal;l C' is not cone l ul:i ve as there .i. s 
no inforn,c1t ion rcqard i nq cnuscs for d<'lc1y in processing. 



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

DP'l' (18 month data) 66'6 17% 11% 6% 
DPB ( 8 month data) 19% 22% 41% 18% 

Upon review 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 receives approval. 

-45-



There is a feeling among State agencies that they should 
not be forced to rejustify new positions which have 
already 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 basiR 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
sPquently approved by the General Assembly, there are 
usually considerable changes. 

Some agencies 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 mdy result 
from a lack of conununicati,ons 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 assL.
tance to operating agencies in developing their proposals 
for classification requests. This same manual includes 
basic guidance on the bases for resolving pay problem� 
which would be helpful to agency managers in approaching 
problems discussed in wage and salary administration. 

Centralization Vs. Decentralizalion 

There are mixed feelings ai to whether the classifi
cation process should continue to be centralized with 
all authority vested in the DPT or whether th� Stutc 
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agencies .should exercise more latitude in the classifi
cation of t�eir own positions. As stated earlier, only 
about 10� of the classification actions require field 
audit by the DPT which appears to indicate that much 
of tlt(a c.L.i:;sification process is already decentralized 
in a type of defacto delegation. However, when con
sidering that most requests are routine and require 
little o� fi� review, the percentage of audits performed 
relative to non-routine requests increases substantially. 

Many State agencies expressed a feeling of distrust in 
the system s;hich allows central agency staff members to 
determin·e t :e classification for requested positions. 
It was felt that in many cases the job analyst departed 
from nn interview with an operating agency not fully 
understanding the duties and responsibilities of the 
position auJited. Although this·statement may have some 
mer.it, it is apparent that only DPT has the central 
perspective necessary to rank all positions within the 
Classification Plan. 

Number of Class Titles 

There are conflicting views regarding the appropriate 
numbc-,r of clu.ss 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 
classifica�ions. 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. 

IV. Conclusi..o,):,
--------

Processing Time 

1. While it is felt that the problem of time
J.i�ys is complex, there are some improve-
mcuts that can be effected. Generally, this
Cu1,.::·i.. ttee feels that the procedure for forms
pn:,cessing can be simplified without jeop
ardizing 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
recorrooendations 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
Conunittee that continued review at the time
of position establishment is warranted. It
is not believed that this process should be
significantly modified.

Conununications 

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 conunon 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 Personnel 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. 

V. 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 Aptil 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 DP'l', DPB and selected
operating agencies and develop appropriate
proc�durcs to meet this objective.
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3. 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 findin_gs regarding the form to the two agencies).

4. 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).

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

6. Qevelop 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)

7. 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). 
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I. The Process

SALARY AND WAGE ADMINISTRATION 

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 maj"or elements of wage and salary administration
will be considered:

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

2. Establishment or revision of pay scales/rates
for individual classes of positions or limited
numbers o'f 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. For example, certain professional and 
technical classes may command higher salaries in busi
ness and industry than are provided for by State pay 
scales. In order to compete, a general State regrade 
might provide a larger increase for these professionals 
and technical classes than for other Stat0. position 
class.es. 

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. 



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 particip.crnts 
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. 

2. 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.

3. 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. In 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. Pu l rs for 

-52-



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. 

4. 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
fr'equently 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.

5. The Commonwealth employs thousands of so-called
hourly, or piecework employees to perform part
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 DP'l.' and DPB. Requests to employ
persons are submitted by agencies G.O. 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
"hal1 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. Under 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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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 j9b 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 At 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 permane�t status, and do not 
carry the fringe benefits of permanent positions. State 
agencies generally agree that the G.O. 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 
employment relative to determination of precise 
rates of pay and maintenance of equitability. This 
is not to s:::y 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. 

IV. 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 �lasses 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 tendency 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. 
Flexiuility should be extended to secretarial, clerical, 
and related classifications. There is some merit to the 
arguments in favor of not allowinci 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 con�onance with levels
of performance.

2. The1:e 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 us 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 number of
clnsses of positions and are governed by the
fnctors outlined above.
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5. 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, 
shoulG be m?re 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. 

V. Recommendations

1. A policy should be established to permit
retroactive payment to a State employee who,
by administrative error, has not received 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 review oC the existing procedures
relating to the hourly piecework employees
and the related G.O. Form P-14. A study will
b(' 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 subm.� t 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. longevity pay

c. additional merit increase steps for
exceptional employees

d. policy of excluding clerical-secretarial
and related positions from competitive
increases 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 e�ployee in terms of improved program results. 
Many feel that the performance appraisal system now in use in 
the Commonwealth does little to creat� 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 employee'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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STANDARDS OF PERFORMANCE 

I. The Process

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 �or 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 ,-rork 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. '£he evaluation of employees
by use of Standards of Performance aids an organization in 
obtaining maximwn 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 employee,
and that they are expressed in such a manner that an 
acceptable level of performance is established for each 
employee.

II. Current Situation

The Virginia Personnel Act was amended by the 1976 General
Assembly to require that specific standards of performance
be the b,1si:c;, where practicable, by which the quality
of service rendered 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 att(�mpts
to ascribe a systematic approdch to the development of
per.Eorrr.cince standards. '£his responsibility rests with
the Dep�rbucnt of Personnel and Training (DPT), although
.it is i,u,,licit that programs of employ(ee evalu,1tion
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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.O. Form P-9. This form revision is discussed 
in greater detail in Section B of this chapter. 

III. Observation 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 objrctivcs
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 
uniqu8 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 .:,re responsible for, many State agencies 
rely on official class specifications as their only written 
job descriptic·,s. These usually apply to whole catc�orjeu 
of w6rk and seldom 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 perforr:ance 
standards, will be beneficjal to'state agencies in several 
other important areas of personnel management. A fun
damental precept of employee orientation is served by the 
presence of current position 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 fur the 
currency of their allocation. Further, they improve the 
capability of State agencL:.,s in noting changGs 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 Co!llil\ittee 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 guideline.s 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 .i.mprove 
their current skills and assisting employees in advancing 
in State service. By emphasizing the training of employees 
in those areas.where established standards are not boLng 
met, St:ate 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. 

IV. 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 rr.ay 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 degree of performance and consistency can be

.maintained among the State agencies.
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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. 

v. 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. In 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 0nd 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-



PERFORMANCE APPRAISAL 

I. The Process

Perform�nce appraisal is that subjective judgment a 
manager js required to render in evaluating an indivi
dual's ,,bility 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 
th,0y 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 oE strong and weak points in individual
performance and providing constructive counseling to
each employee, and

3. Establishment 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.

II. 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 employees 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 those elements 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 sccl: 
to interpret these expressions in relation to the job 
or work acttially being done in the resp��tive 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 
signific,�nt that some of them include special "trc1lts" 
categories by. which management personnel are evi"lluai:.ed 
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 formi"llize performance 
criteria based on job responsibilities in all clasaes of 
positions in the aguncy. 

-67-



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 l; 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. 

III. 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 through career ladders can be assessed, and 
the system directs no real 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 management-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 F.mploy
memt Cc•t!.,11ission, have moved to tie job responsibilities 
to the performance appraisal of employees. The PACE 
system was commented on earlier. 

2. 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 to ter
minate �mployees whose performance fails to meet
benchmarks set by the performance levels of their
peers. No reasonable evidence is discernable to
indicate that the system is accomplishing the pro
g·ressive objectives set forth in the rules when it
was designed.

Although merit increases and salary adjustments for
employees· arc keyed to satisfactory service ratings,
th0. number 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 program 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 boncern to administrators 
and to this COJlllllittee. 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 �as 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. 

IV. Educational Institutions

The performance appraisal procedures for faculty members
at the various �tate supported colleges and universities
in the Commonwealth were reviewed. The Code of Virginia
explicitly charges the boards of visitors of the state
supported colleges and universi�ies 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.

V. 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 apprais�ls
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
tr.ators 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 adjunct to the traditional work related factors now
covered in rating non-supervisory employees. 'l'his
could take the form of separate rating documents for
supervisors and non-supervisors, or a single form
could be designed to cover ��th rating areas for use
in the evaluation of s1!;:,ervisors.

2. Improve the d���ription of rating factors contained
in the ,:-�.c rormance appraL;al form. It is suggested
��at job knowledge be substituted for intelligence
to enhance the relatedness of this element.

3. Adopt a linear scale of the expression of scores by
raters and reviewers. This wi.11 allow grea1ler 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 view 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 s trengthE:
and weaknesses the employe<2 demonstrates in the conduct
of his work assignments. The narrative should also
include steps the supervisor �1d employee expect to
take during the ensuing period to overcome any wcal:ncs:::;es
t1o·u,d. This will replace th<:! present requirement fur
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 tpe 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 

Introduction 

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 1r.anagers will have in 
motivating employees toward accomplishment of organiza
tional goals. Accordingly, sound enployee relations 
practices are desirable, not only as ways of satisfying 
er.:ployee 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 employee benefits, communications, grievance 
procedures, suggestion awards, incentive awards, and 
moving regulations. 

Increased efforts have already been made to accomplish 
improved employee relations. Examples of such efforts 
are the recent establishment of a State Employee Re
lations Coordinator position, in the Departrr.ent of 
Personnel and Training (Df''f) , and the variety of em
ployee recognition tcchniqu;:?s established by State 
agencies. 
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BENEFITS 

I. 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. In 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.

II. The Current Situation

The Committee on Personnel �anagement 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 Conunittee has received. 
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III. 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 equal basis.

A number of State educational institutions allow
their employees to take courses, at no charge, on
a space available basi·s. 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
insuranc�, 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 o'f 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 tor 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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to the retirement system benefit structure, however, 
must be actuarially sound. Legislative authorization 
is required for adjustment of such benefits. In 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-t«�rn 
employees who do not anticipate retirement. 

IV. 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 recommended
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 retirement. nnother 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 DP'l'.

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 charge. 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 bu 
utjlizecJ goes well beyond that of the personnel 
management system. It impacts on decision-making 
latitude of institutional governing boards. It is, 

. therefore, recommended that this problen be referred 
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to the Secretary of Education for study and develop
ment of a Statewide polic�. It is suggested that 
such u 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. 

Developmer,t of a standard Statewide cr.ployee hand
book is planned by the new State Employee Relations 
Coordinator. Its use will be optional with larger 
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 St�tewide employee benefits. 

Assumption of the full cost of n. t:irer.1ent 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, inclu�Lng employer contri
butions to employee retirement, in this year's 
annual salary survey. These survey results 
should be the guiding factor in adding any further 
benefits to the package. A wor0 systerratic vehicle 
is needed to insure conU11 1mication 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. 

V. Recommendations

A. Immediate Future

1. Highlight features of employee benefit
package in standard employee handbook (DPT).

2. Evaluate feasibility of State assu�ing em
ployee retirement contribution costs,
guided by prevailing practices of other em
ployers (DPT & VSRS).

3. Request 
surface
ment at
by DP'l'.

the Governor's Advisory Committee 
suggestions on benefit plan manage
regular intervals for consideration 

(Governor Advisory Comnit.tee 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)

B. Changes of a Long-Term Nature

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

2. Evaluate feasibility of Statewide disability
income protection group insurance coverage,
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. Host com
munications take place between employees and their 
illUllediate-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 abreast 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, they 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
ployee 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 \vho 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 ind_ividualized report 
of benefits provided (BENEFACTS STATEMENT). The 
Virginia Supplemental Retirement System (VSRS) 
publishes a newsletter to employees which reviews 
information about retirement programs. 

III. Observntions 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, fina it diffi
cult to keep them advised. Tl1e outdated nature 
of personnel instructions contributes to this 
difficulty. 'rhe Equal EP1ploymen t Opportunity Com-
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mittee has recently become active after several 
ye,irs of little activity. The Governor's Employee 
Advisory Committee is rarely convened. 

IV. Conclusions

DPT has indicated that an updated and numbered set
of personnel rules and related instructions will
be developed and distributed by February 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. 

V. 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).
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I. The Process

GRIEVANCES 

The Virginia Personnel Act requires that DPT pub
lish an employee grievance procedure as a method 
of affording an immediate and fair method for 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. 

II. The Current Situation

There were 146 grievances carried to the written
stage throughout State service in a twelve-�onth
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': 

Nature of Grievance --- July 1, 1975 - June 30, 1976 

Job Performance 
Promotion 
Job Assignment 
Time Off 
Job Classification 
Discrimination 
Working Conditions 
Salary 
Personality Conflict 
Other 

41 
27 
21 
12 

9 

9 

5 

5 

5 

12 
146 

Fifty-one percent of these grievances were settled 
in favor of State agencies and forty-nine percent 
in favor of the employees. 'I'wenty-six grievances 
reached a panel stage before settlement. 

Since establishment, the grievance procedure has 
been modified to allow grievants latitude to select 
pan2l 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 !,and ling." 
Experience gained to date with the grievance proce
dure is being put to use in designing subject matter 
for the course. 

Observations and rroblems 

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
ficult for panel chairmen to conduct. Attorneys 
have represented both sides, and introduced 
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 
rcers to resolve individual differen,ieS between 
the employee and the State agency. Panel hear
iHgs are not intended as mechanisms for challeng
ing and negotiating areas reserved for m�nage�ent 
decision r:1aking. 

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 b�cause of errors made by the panel. In view 
of the results which have been obtained, and the 
informal nature which should be preserved for panel 
hearings, no changes in hearing procedure format 
are recommended. Under present procedure, an 
agency admiGistrator may be provided to advise the 
panel on procedure prior to the hearing, and may 
be made available during �he hearing to assist the 
panel with procedural difticulties. 
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V. Reconunenclations

A. Immediate Future

1. Amend grievance procedure 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-'l'erm Nature

1. Preserve the informal nature of grievance
panel hearings, in order to best give op
portunity for P.articipants 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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EMPLOYEE RECOGNITION 

I. 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.

II. 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. 

III. 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.
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IV. Conclusions

This Committee has not conducted an in-depth analy
sis to compare the potential value of a monetary 
suggestion award system against the additional costs 
which would be involved. Accorcingly, 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. 

V. 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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MOVING REGULATIONS 

I. 'I'he Process

These regulations directly impact the State's 
programs for recruitment and retention of person
nel. Where reimbursement procedures do not ade
quately 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. 

II. The Current Situation

The current regulations were issued in 1973 and 
ropresented 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 SO-mile
rule of the Internal Revenue Ecrvice. IRS
regulations now require only 35 miles.
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III. Observations and Problems

It would appear that private industry practice is
much more liberal than the current State policy.
Agency and em,Jloyee comments particularly noted
the failure to cover the extra insurdnce costs.

Difficulty and delay in the sale of homes has been 
a recurring problem for both the State and priva.te 
industry and represents a major cause for r1cc1uests 
for exceptions to the Comptroller. Private industry 

is increasingly providing for actual purchase of an 
employee's old home at an average appraisal value 
and are absorbing realtor and closing fees in order 
to expedite transfers. 

IV. 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 recruitm�nt and retention of
employees. After such review, the regulations
should be revised as appropriate and reissued.

v. Recommendations

A. Immediate Future

1. Update and publish reviseC: moving and reloca
tion regulations no later than !lay 1, 197G.
(State Comptroller in coordination with D10T).
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CHAPTER VI 

RESEARCH, RECORDS AND STATISTICS 

The functions covered in this chapter are necessary elements 
of any effective personnel management 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 employee 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 sur:imntion 
of data regarding individual personnel actions which constitutes 
an additional source of information. Information, as defined 
in this report, is a body of facts needed by management and 
employees to accomplish organizational and personal objectiver;. 
Pen;onnel Records are the official documenta U.on of personnel 
information and, as such, constitute a visible history of 
personnel and related actions. 
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I. The Process

RESEARCH AND DEVELOPMENT 

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 informal 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.

II. 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 hdS not been filled since June 30, 1974
for budgetary reasons.

III. 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 motivcttion at this 
time fo, State agency personnel directors to perform 
rescarc� on their own due to limited personnel and 
financL,l re,�ources and a lack of appreciation for the 
value of the application of research. 

IV. Conclusions

The current level of activity in the area of research
is inadequate. 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
arid assistance provided to State agencies from DPT.

V. Recommendations

A. Immediate Future

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

a. establishment of a formal vehicle for
the orderly dissemination of research
being conducted in the field of personnel
administration in general, as well as within
the State service. (DP'l')

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
specj.fic subjects. (DPT)

B. ClF1nger" of a Long Term Ni"\ture

l. Provide the Research Section in DPT with
sufficient personnel to allow active partici
patiou 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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PERSONNEL STATISTICS 

I. 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.

II. The Current Situation

A wide disparity exists among the State agencies, both
in tne 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 statisti·cal 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.

III. 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 requin·d 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
comprehensive personnel management information
system. State agency personnel directors interviewed
indicate an ever increasing need 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 Budget, the Department of 
Accounts and DPT. 
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IV. 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.

V. Recornil\endations

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. If 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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I. The Process

INFORMATION 

Personnel information consi_sts 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.

II. The Current Situation

A. Manag�ment - 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 infrequent
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 corrununicate this information to
employees.

III. 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 set
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 filcc, is
complete.

Oftentim2s State agency personnel directors obtain initial
information from other agency personn2l directors bec:rn,c•·,
no effective-met.hod exists to secure information from
DPT unless a specific problem or situation exists. A
consequence is that policy is inconsistently applied.

Several attempts have been made to form an association
of personnel directors 1-1ithin the State service, bu:: it
is the opinion of State agency personnel dlrectors 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. 

Infrrmational 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. Employees of smaller State 
agencies, however, complain that essential information 
regarding benefits and other employment related 
activities is unavailable in any complete and 
organized format. 

IV. 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. 'rhe 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 Personnel a1,d
Training will be required if significant progres� is to
be achieved.

V. Recommendations

A. Chanqes <?_f a Short Term :t1ature

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 exceed
12 months. (DPT)

b. periodic evaluations by DPT to determine
the effectiveness of the new systcD. (DPT)

c. development by the Director of Personnel
and Training of a plan for establishing
rocurrinr; mectingF between DP'l' and
Stu t.e agency !Jersc,r " _rn;:.LJ('rs for
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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). 

B. Changes of a Long Term Nature

l. 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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PERSONNEL RECORDS 

I. 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.

II. 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 employees,
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 registe:::-, 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.

III. 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 .tc!l::":y ',-·:E.1. 
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It should also be observed that there is considerable 
duplication of time and effort related to establish
ment and maint�nance of records. The material 
necessary for most records originates at the State 
agency level. 

B. Specific Observations and Problems

One reason put forth by DPT for needing complete
employee records is t0 facilitate a review of
requests for exceptional actions. Exceptional
actions comprise an estimated three per cent of all
personnel a9tions. 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 m�intained 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 needed 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 carri�d
out by tho involved State agencies. Those employee
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records necessary for Merit System use include 
bc1sically the employee applic,tion and tec;t infnrr,
ation. The provision of ��sc can easily be worked 
out between those Stc1te agencies affcct-cd c1nd the, 
l•\erit System. It is nol necessary that u recorr1 
of employment be kept in DPT lo meet Merit Syste� 
requirements. It would not be necess::1r:y to kcc,p any 
employee records in DPT if authority is dclegatc·J 
to State agencies for taking final action on most 
personnel transactions except those involving salary 
adjustments and classification of positions. 

IV. Conclusions

There is no compelling reason why DP'r needs to main U,in
a duplicate of all employee, fil ��s or to roview ei:icL
action to assure accuracy of a small nurnlic"r of rc,111.est.s.
Furthc,rnto1·e, the savings in time and manpmwr which
could result from decentralizing to State agencies the
operational aspect of personnel management relative to
original appointments, promotions, transfers, merit
increases, and related transactions affecting the
employee, and the concurrent record-keeping responsibility
could offset the disadvantages and may wsll �0ntrihutc
significantly toward processing personnel c1.c1:ions more
expeditiously. It is at the State agency level thaL
opE.erational aspects of personnel adrr,ini,;n-,,tion mic;llt }le;
conducted more effectively, especially if DPT were to
dcscrj_L,,· its req,1ii:ements in sufficicn� de Lail to '11-;,J;·e
consistent upp.licu.tion of its policies und gu:i.dc-:li.nr:3.
The alternotive of keeping the present ,;ystem i.s to ,;11pp.;c�
one tl,2L dilutes DP'r' s potential to provicl1.c policy
guidc1nce a11d mcuningful service to State op2rc.Linq
asrcncics.

V. nccou.;•_,,·--nc1a t i_un 3:

A. InunecEate Future:

1. Implement: a program for St.J.te agencJ p2rson11e:l
c1i1ector:s and their subocdinalr�,; iJS a mcar'cl of
kccpin�J Lhcrn informed on fF�.rsonn2 l 1n.:1t te c�� arid
provide tra.i.ning in c.:in-ying ant estilbli::;lwd
µrocf'durcs of pcrsonn2l Ei�tt:c:J.qc:�n�en J.: .=-is thc!y
re la Led to the mz1intc�nc1nce and ur;e of ei.1�p.l oy•2c
record._;. (DP'r)

1. Dctcr1,1ir1(! which tcL,:•�saction�� c0.;1 b.� dccenL�".J.L-1_,.,_ ..
to c1g0nciP.,; .tnr fi11zil .1ci:.ion i:t;,,:I e[fcct: i:h'-'
initial delcyati.un O!l .:, �ii Jt p:-lJjc:ct :;e:Ll.'Cl��c_1 
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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. 
(DP'r and Selected State Agency) See also the 
recommendations in Chapter III. 

2. Decentralize the responsibility for maintaining
employee records. This means. that DP'r would
no longer maintain a folder on each employ�e.
This responsibility would rest with the State
agencies and DPT would provide necessary policies
and guidance. Note: Must follow B.l. (DPT
and State Agencies)

3. Determine the extent to which records-keeping
can further be decentralized and effect such
decentralization. (DPT) Note: Must follow
an evalµation of PMIS.
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CHAPTER VII 

SUMMARY 

The effective and efficient utilization of an organization's 
resources - people, dollars, and physical facilities - to a 
great degree detcrm:·ne its success or fnilure. 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. 
l,s has been pointed out, the Commonweal th 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 busic purpose of this Committee was to review and evaluate 
the existing personnel management system in Virginia and develop 
rccon�endations which will build on its strengths and minimize 
its weal,nesses. A personnel management system, hy its nature, 
is extremely complex. 'l'his Committee attempted to d<=fine the 
basic functions of personnel management; apply them to th� 
Crn1.1rnonw2alth; identify areas requirinrJ improvem,cnt; anc' offer 
specific recc,•·rncndations within the time frame available. Each 
basic personnel m.:rn;•gcmcnt function was defin1c:d; the cucrcstl.. 
situRtion was outlined; observations and problems were identi
fied; conclusions wecrc discussed; and specific rccomnenc1ations 
\·.·ere offered. 'fhese specific n'.!com..iendations are shmrn a1_ the 
end of euch personnel management fnnction in the main bod:; of 
th.is study. 

T,ny nttempt to present brond conclusions runs ch,.· risk of over
s iEifJ l i fying the corr.plcx issues c1ssociatc,o \,i 1:h Vi rCJ inia 's µer
so•1ncl rnanagcmc�nl system. With this in mind, this Coir:.,1.Lt.U·c 
feels it is still desirable to offer th0 following generill 
ob�'-;L.:J_-vu. tions a1td com.;n,_,nts. 

1. There is a ncc<l for greater deccntr.J.llzution o�
on-qoing personnel management proqrn.ms to tbe 
opc,c1tins agencies by the Dep;;r:;;:i'::-nt of Pcrson1Jc]
a1,d 'l'ra.i.n.i.ns (DP'l'). DPT, l,o,::c,'cr, rnG.:ot co1ttinn�·
t.0 retain the, rc,;pons.i.L:Llity for establ:i shi!lCJ 1>c:r
sur�nel mcinugc;mc�nt policies. Such dcce:11trc:li2atior1
musl be acco1nplish2cflI1-�sy!_.;t.:;rnu.tic, dcf.ined, und
controlled manner in order: to in�surc continuity oE
the p,�rsoTJnPl m:.magc,ment system throughout State
govcr11rc1(�il l:.

2. l\tLiti,"in;1l problems an, e· 'i.--1 ,,nt at caC'h lcv(•l "'
the: por.::.>o!Fic:l sy�-;L:.r�rn. 'I'hc ind-Lvic1tFi.l crnp.:.oy,,, F;.__!,:'l�,
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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' thcerc 
is a need 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 relates 
to personnel management. These are not irreconci
lable differences but do require a continurc,d 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". 

3. One of the most effective means for establishing
this "team" concept is th:r;-ough continuous, meaning
ful communications. St.i.te agencies must provide
for the free and open exchange of inforrnc1.tion be
tween their employees, supervisors, managem0mt,
and personnel administrators. DPT shoulcl im.'llediutely
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 Departm:mt
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 nuir.b2r and types of profcssionctl
positions within DPT in such areas as classific�tion,
research, planning, training, testing, and employee
relations. This need has become increasingly more
acute in recent years due to the growth in tlw si::::-'
and complexity of State government.

4. 'l'hcre is a need to reaffirm the col!lI!litment to a
sound, responsive training and career developr:.c;ii:
program at all levels of State g0vernmant to include
t�e Governor, agency h2ads, managers and sup2rvlsors.

5. There is a need to more effectively uLlllzc thr
performance appraisal syste,n and standards of per
formance as a positive mechanism for meeting th2
goals of both the organization and the indiviclEu.l
employee.

6. The General l\ssembly has mandctted "a systcro of psr
sonnel managem�nt based on merit principles and
objective rr.etlv:>ds of cippointmcnt, promotion, l::yoff,
removal, discipline, and other incidents for State
employment". '.!'he pn,scnt Merit Syl>i:er'.I is cxp·.,n,;i.vc
and curnbersor:-t.:: .:ind only ,1ppl.i es to a smal i. per,··, 1 t
age of St.1te pu::ition:;. 'l'his cu,,Hi-,ittec feel"' ti: t
the Virgini" ,;ysl.er,t of per:;onnel <1d11tini.stra ti.c,., 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 preps1ration and distribution of these docun1ents
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 Commom,ealth clearly 
indicates the need for additional analysis and study on specific 
issues on the part of this Committee. As a result this Crnm�ittee 
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 Secret.ary 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 rates; and additional merit increases for outstand
ing employees. 
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Enclosure 1 

LD2564 

HOUSE JOINT RESOLUTION NO. G1 
2 Offered February 4, 1976 
3 Requesting the Secrel;uy of Administration and Finwce lo conduct ,, study of the 

4 
5 

relat.ionships between the Department of Personnel-and Training and State agencies. 

6 Patrons-Pickett, Leafe, Williams, Miller, Lemmon, and Quinn 
7 
8 
9 

Referred to the Committee on Appropriations 

10 RESOLVED by the House of Delegates, the Senate concurring, 
11 That the Secretary of Administration and Finance is requested to 
12 conduct a study of the relationships between the Department of 
13 Personnel and Training and.State agencies, and develop a definitive 
14 plan for delegation of those personnel functions not of a policy 
15 nature to the appropriate levels of management; such plan shall be 
16 sµbmitted to the Governor, the President of the Senate, and the 
17 Speaker of the House of Delegates not later than December fifteen, 
18 nineteen hundred seventy-six. In furtherance of this Resolution, the 
19 Secretary shall take into consideration the Sixth Interim Report: 
20 "Recommendations on the State's Personnel Process," of the 
21 Commission on State Governmental Management and shall 
22 consider what functions may appropriately be delegnted by the 
23 Department of Personnel and Training to agencies, identify the 
24. personnel resources now available in State government as a whole 
25 and in the individual agencies, estimate the personnel staff 
26 resources required at the several levels of organization. consider 
27 attitudinal changes that may be required throughout the 
28 management system and include a specific plan for implementation. 
29 
30

31 
32 
33 
34 

Official Use by Clerks 
Agree-cl to By 

The House of I>cl;,g.itcs 
with 
without amendment 

35 Date: ........................... .. 
3(i .......................................... .. 

AgrC'Cd to By The Senate 
.with 
without amendment 

Date: .................................... .. 

:r1 _c_.l_t·_r1_,_o_f_t_h_1.·_I_Ir._,t_,s_r_o_f _Dl'le,:
:..
a_t,_·. "-----·--c-·1_�_r1_,_o_f_t_1i_c_s_·P_.,_1,_,t_c __ _ 
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Enclos11T'c a; 

A SUMMARY OF STATE AGENCIES, PlllVATE DUSINF.SSES AND 
OOVERMENTAL ORGANIZATIONS CONTACTED BY 'CHE COMMITTEE 

:>FnCE OF ADMINISTRATION &. FINANCE --

----nrnent of P•r•onnel le Trainin" 
ft--rtn,en! of Plannln• L Bud•et 
--·rtment of MASD 
"'--rtrn•nt of Taxation 
Va. --•1111\•M&l Retlrement Svstem 
Dl¥l•loe. of Con•olidated Laborato-rv Service• 
-·anent of Account• 

:>FFICS OF COMMERCE &. RESOURCES 
.__ nf Couer,,ation • Economic Dev. 
D1Waloa of ....... trial Develo-ent 

--�rllnent of A•Ticulture le Commerce 

OFffCSOF EDUCATION 
n-rtrnent.of Communitv Colle•e• 
V• Po·----chnlc ln•titute • State 1.Jniveraitv 
lllllftl'alh- of Vir•inia 
.... --ala Mu....un of Flne Art• 
Vb••-1• State Colle.are 
,.. Dominion Univerei� 
'Vt..&nl.a Cominonwealth Unl.ver•if.v-MCV 

.=::! '.'IAl"tment of &lucaUon 

OFFIJCS OF HUMAN RESOURCES 
....___ent of Welfare 
-.. of Mental Health It Mental Reta�tion 
l--rtment of Health 
·-••sion for the Vlsu.allv Handica---d 
--rtmeat of Vocational Rehabilitation 
�1r1uma. z.lTii:>lovn1.en-Y""Comm1as1on 

OFFJC;E OF PUBLIC SAFETY 
n---tment of Correction• 
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"'fl•ion of Motor Vehicles 
... _-.av Safetv Division 

PRIVATE BUSINESS 
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Blue Cro••/Blue Shield of Virgini& 
Pblllp Morrie 

Cla••ification 
and Pay 

X 
A 

A 

X 

X 
... 

X 

X 
X 

Ji 
A 

A 

X 

... 

... 

X 

X 

A 

... 

X 

X 

X 

F..mployee 
Develon,ment 

X 

... 

X 
X 

X 

X 
X 

X 

... 

X 

... 

... 

X 

X 

X 

X 

... 

.. 
·x
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X X X 
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X X 

X X X 
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X X X 
X X X 
X X 
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·-
X X ---

X ,X X 
X X X 

X 

X 

y 

X 

X X X 

X ... y 

X X 1[ 

X X )[ 
X X X 

OTHER GOVERNMENT ORGANIZATIONS 
Local Departm•d• of Welfare 
State of North Carolla 
State of Florida 
Vlrpala Equal llmploym- Opp0rbullty 

Coaunittee 
U. S. Department of th• Army 
U. S .. Defense General Supply Ceat.er 



Enc.lo sure J,a 

PERSONNKL POSITIONS IN STATE AGENCIES 

Plac.c-
n,cnt 
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\·iewcr 

Deparhnent of 
Alcoholic Bev-
erage Control 

Department of 
Con1munity 
Colle«es 

Department of 
Corrections 

Department 
of Health 

Department of 
Highways & 
Trans ortation 

Department 
of MH & MR ---

UnivP.rsity 7 

_of Virginia

\�rginia I 

Co,nnH>Hwealth 1\ 3 

Agency Agency 
Pers. Pers. 
Supv. Supv. 

A B 

-----

4 

2 2 

2 14 

7 3 

··----

3 1 

3 4 

4 

:::

v

:,::::. -jr- 3 • ---�--
_"Qni versi 1:.Y._ __ L-- _ ---+---

Oc·pa ,·tnwnt II 1 2 
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I 
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I 

--------
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------ !-----------
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------· 
·------- ;r--- ------

!, 
2 1 15 

-----

--�----1_
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____ -�----�-1_s _____ _ 

--�-- ____ i ___ L__� __ J - ---��-- -- ---
2 1 I! (, I, 

__________ __!; . ---···--- --------
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Enclosure 6-B 

P03I'I'l°"1S IN THI£ DEFAR'fi,iENT OP P�R30NNEL AND TRAINING 

Class Title 

Classification and Pay 

State Personnel Classification Chief 
State Clas:.ii'ication <1.nd vfage Analyst 
State Job Analyst G 
State Job Analyst B 
State Job Analyst A 

CoMuuter Services 

Computer Systems Analyst A 
ADP Production Technician A 
Data hntry Operator B 

· Employee Relations

State Employee Relations Coordinator

_i,:gu:il 1.�mploymen t Opportnni tv 

i�EO Program Coordinator 
EEO Proiram Assistant 
iiO Pro�ram Spetialist 
Research Specialist 

Accountant C 
/1ccovnt::i.nt A 

Stat?. Job Analyst B 
J FA Locnl Services Coordinator 
E�O i'ro;;ram Assistant 

Number of Positions 

1 
1 
4 
1 
7 

1 
1 
1 

1 

1 
1 
2 
1 

1 
1 

1 
1 
1 

r.;:u1c.;;8mrmt Devclopmcmt and 'l'n,ir\ing Coordinator t 
Sta to.: Per:.;ormcl S �3.ff Dcvelopr.icnt Coordinator 1 
C o;;:1,nini ty 'I'r,d rii.ne; I'ro['.raws S pec:i.al Assistant 1 



Clas:c1 'l'i tle 

S -cntc and Local ·rra:Lnine Coordinator B 
-., b1 te and Local Truining Coordinator A 
[,-,,agem:mt Progl'ams Coordinator 
C on,r.,cinweal th In tern 

��rit Sys tern Supervisor 
D·:puty f.':c·ci t System Supcrvisori:-
:�to.te Perso:-incl Examination Sup,.:rv-isor 
"tat0 Ferso:-m�l Examination Specialist B 
:-; :;ate Pc:c::;onnel �:xaminatlon Specialist A 
i'�1:·3c11n�;J. rrJ:chnician 
I:1.['orMq·tiu� Tech�icinn* 

�� ta. t·) rer;Junncl H(�\..� ... :ui tei· 
:'J;-1c '"-;,n.-!nt :fn t:erv·iswer 

Number of Positic.•8 

4 
2 
1 

5 

1 

1 
1 
1 
2 
J 
2 
1 
1 
1 

-::- : io�.;l tio:i�_:, shari1d with the R(;cr·uj_ tment 3 cction 

l-1_··,--.';nrl!.1,: l 1iic0l1115_cj :;i_n 
:-.; f,;� 'r;,:: P2J:r.:�.: c,:nnel l�:.:!c.:rui tcr
�'1·.1r,�r:::;,1·� lntur·vj cv;c-r

PG"t'S CillH0 .l_ 
l-'e r0 01 i.n•; .l 

F<�cu .. ·d.:; 
fU�COi.'CL3 

1 
1 
5 

1 
1 

t0T�L 01 PO�ITIO�S ABO\� - 66
CL;:�1{1(: 1\TJ fQ.._)T�i.1/0.'!S ... NC�··!-l.1L'.�RI 1l1 SYS 1ri1��.! - 37 
CL�·�:�.lc.·�1. l<Y� L'J"-L(t�:� .... l,1:.:·:1cL 1

�· �;Y0 1.l\1:i,1 - 21�i
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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 
cxpe��ive 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 
one-quarter 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 se0,med to contain essentially the same requirement for 
op2ration on the basis of merit and fitness that came soon 
afLcrward to be stated in.the Virginia Personnel Act of 1942 
as the basis for the operation 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 
lo this day to be the essential characteristic of the Virginia 
Merit System. In 1940, the State agencies to which the amend
ment applied were the Department of Health, the Department of 
Publjc Welfare, the Commission for the Blind and the Unemploy
ment Compensation Commission. At first, each of these four 
agencies had its own Merit 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 
Supervisor. It was at that time that the current practice was 
bcqun of charging each participating agency a proportionate 
sh�re of the cost of operating the System. 

'rhe number of State agencies having all or a part of their 
programs subject to the provisions of the Joint Merit System 
rule,; has increased over the years to the present total of ten. 
I"1 a�ic!itiun to the original four agencies (now titled the 



Department of Health, the Department of Welfare, the Commission 
for the Visu:, l] y Handicapped and the Virq inia Employment 
commission) , the coveraqc 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 Personnel and Training. There 
are now in these agencies a total of approximately 6800 State 
positions subject to the provisions of the Joint Merit System 
rules. 

The inclusion of just-one of a State agency's positions under 
Merit System covccage is sufficient to cause that agency to 
become a "participating mcH1ber", and to involve the head of 
that State agency as a party on an equal basis with the heads 
of the other pc1rlicipating State <1gen°cies in t..he selection of 
the membc,rs of tlk, M0rit SysL.cm Council, in the estublishment 
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 
bee_n since 1943. The City of Richmond and the County of 
Arlington are exceptions to this. A number of years 0go, these 
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 services (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 bod} made 
up of three private cilizens who are elected by the hec1ds of 
the participating Merit System agencies. Duties of the Council 
include such activities as making recommL' dations on the estab
lishment and administrution 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 System actions. Members of the Council serve without 
snlary and normally meet once a month. 

The primary activities of the Merit System take place in the 
areas of recruitment, examinations, and certification. Rigid 
rules and procedures are established and enforced regardinq the 
admission of applicants to exuminations, the testing and evalua-
tion of applicants for positions, the: ranking of the tc,st.ed 
applicants on employment lists called registers, the pn,para
tion and distribution of certificates of eligible applicants 
from these registers, and the monitoring of appointments, pro
motions, u· uns f ers �.n,i demotions of Merit System employees. 
(Rcad�rs arc referred to Chapter II of this report for a more 

detailed discussion of the Merit System procedures as they 



relate to the recruitment and examination activities.) As sug
gested earlier, the treatment of employees of positions subjecl 
t.o Juj nt·. Mcri.t Sy1.;te111 rules docs not differ at all in mo,,-;t in
s Lances from that of e1.iployees of Stace agcncj e:, not bounu by 
Merit System rules as regards the other funct:onal areas of 
personnel 1,1anc1gement. 

The Mc,ri.t System has b<'Em severely criticized over the years, 
with prol.,c1bl.y the most recent organized attack coming from 
the .local dep.:irtments of welfare. Users of the System chai:ge 
that it moves in an intolerably slow and cumbersome manner; 
that it is insensitive to the real needs of the agencies; that 
its procc>dures permj_t a high level of error; that it is unres
pon,,ivc to suggestions for change, and so forth. Managers of 
the System counter with claims of inadequate staffing levels 
and work space, anrl a lack of user agency cooperation in such 
r:ic1t·.ters as c1cting on ce.i:tificatcs of eligibles in a tirn'-'lY 
mauner. An observer of the operation does not, in fact, huve 
to l ooJ; fctr to find instances of periodic backlogs in the scor
ing of exo.rn i.nil tions, substantial delays in the preparation and 
issuing of certificates, and some lack of esprit de corps among 
members of the stuff. 

There is considerable '-'vidcnce, however, that reasonable cffo�ts 
arc b::,ing e�crted on both sides of the issue to find resolution. 
The 1'.r,rit System Supervisor meets on il regular basis now 1·,.i.th a 
represcntutiv� grouv r1f locul welfare officials, and reports 
that manv of thf! mutu::il di.[;satj sf actions and misunderst.:oioi'. i w;s 
hit ve Jy_,c:1 ov,:,r:-cc,:1,e. The! Di rector of Persc,nnel und T1:ai 11 ;_1 t':f · 
u�proved on Octob�r 1, 197G, a reorga11izc1tion of the Merit 
Syntcm staff lho.t he feels will provide for strengthened 
lcaclorship ancl more c,ffcctive operations. The Pcrsonne;l Mccn
c1gc111E,nt In:Eorr.1a U.on Sys tern, when it is fully operation,il, \'/ 111 
tring si.gnifictlnt reductions in the umount of time it takes 
th<-2 Syst.em to service its mP.rnbers. 

Bt.: t qnc,s t.i.011 ,, con tinu,::, to be raised, so,11,� of them less th ctn 
friendly one::;, rcrJ:1rrJ.i.nrJ the Me1·.i.t Sys:_r,m. 1·:hy, for e,:ar<';.-,:,", 
�re relatively srnc1ll Fcdernlly supported agcncjcs or progLdms 
i.ucl.u,ied :in s,imo ir,s.t,,,1c<2i' under· l-1t�rit System provision,,;, 11h.i_l(,
o'c hr>r,.; thr1.t rcceivr, L1r grcatc,r arnount s of rc,1t:.ral aid n,i�:1in
i:r,,c f rorn l-1£Ti t Sy:; tern cc,;1 t.J:o] s? '!'he De1->a rtl"'-'1.-c. of I1.i.ql11..,ays it Ml
'1'riln:·.portiltior., fol' ,,�:ani,,lc, spond:cJ mill i OD$ of dollurs c;•11u,1.1."J y
in fcdc:r,11 fu:1(1.,_;, l>ut J''.J!lc of it,-; p,n·-itj_onr; <1Cc subject t-:J �:,.,r.i.t.
Systc:r, ruler;. One is to) d thc1t LJ1� siuplc fact in this niatte:;:
_i.,, that the ,1,�h,rmi nci::i.on .i.s mc::d::, in 1·:aL,hlngc:on. Wh0.n the
Fr,ckr,:,J. appn111_;_·; '-1 t.i on (locFme:nt for tl1C' program (or the Peck-
r ,l. l.vq.i.r,L,·1:) c,H•l-.ili!',�, "' sl.ai:e1.ic'nt c,111.i.ng fo.r Uie posit·Lcms 
t-h,,_t: w.i U c1dmi ni,;i..,;1: U,e program ill� th,.' sto.t,e level to be :;;ulr
·j·.·c·r- to mc:,i1- rc<JuL,t:i,,.1:;, th,! r1l!c·jsi.cr, for :ii_iclus.icm ill U:c·
;;·�ri.t r;y��l.(• 1 11 L .. :1s. J/(�L'l'. r;;_'.·� .._;.

lr1rqcr. 
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System for a small portion of the Commonwealth'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 
me,- it principles and objective methods (underline added) of 
ap;)Ointmerit, 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 reco!,unendation 
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 �istory 
was dominated by the police concept, the idea that it was the 
prim;_iry duty of an independent, bi-partisan civil service com
mission to defeat the partisan efforts of mayors 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 
represents 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 Conunission, a blue ribbon panel 
sponsored by the Ford Foundation, stated in the final report of 
its extensive, nationwide i;tudy, that locc1l government personnel 
systems had among their greatest needs: (1) advancement based 
solely on merit; (2) cl�ur-cut personnel 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. 
review 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 �1erit 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 
CoI11I:littee 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 
ope�·ation 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 SYSTE"1 

AN OVERVIEW 

INTRODUCTION 

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 
corrunissiuns, and Federal grantor and enforcement agencies. 
The current manual system for recruiting, testing and refer
ring or certifying applicants for posiiions 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 
ma11::igement system as well as automate the current manual pre
employment syste�. 



Sys tern Obj cct.i vc, s 

The objective of the Personnel M�nagement In�ormalion System 
(PMIS) is to provide a managem�nt information system to support 
tho operational and administrative needs of the Department of 
Personnel and Training (DPT) and of the State agencies in the 
Executive Branch· of government. Th:2 system \.'ill provide for 
the personnel management information needs of the Governor.,
his Sccrt2taries and the General Assembly. In addition, PiUS 
will serve the recruitment needs of the State agencies of the 
Executive Branch, local welfare offices and the local emergency 
services offices. 

The specific 6bjectivcs 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 employees,
classified and faculty.

3) Provide assistance to DPT Classification Section
in the administr::ition of the State,.,ide cli:1ssifi
cation plan.

4) To provide the Dcp�rtmant of Accounts with data to
pre-audit and/or post-andi t pay roll�� for Sillaried
employees.

5) To provide State agencies, including the Department
of Planning and Dud9ct, ctnd the Legislature with
dat<l relating to salary obligations requJ-od Enc
maJ�i.nq budget requests, rcco1Hint.:.:nd<.1tio:1s, CL,:J etpj_)T:O
priations.

6) 1ro ussi:.;t in t-ht-' anc.�itin� ,.., lld ap?rovnl of Sl-,itc�
�gcncy �ctlons on 8mpl�y��� s2]_;:rle� to i11surc
equitable admi.nist.ration of lhc, St,:lm;ic1c co,npcn
sati.on pJ.ar1 and to provi.dl2 1=or r>�1ym�?nt of ilppro
p.ciuL:.c Sdl<lr.i.cs in a t·ifftc·ly I:tc.n1ner"

7) To maintain j nd_i_vj_r]uz.il Ufif)J )_cJ.nt u:1d ei:nploycQ C>·ta
and ��l.:1l-_E!3; t.o rc-�:LLn i-a\'i' t-:(;01·t..:S Yt:ceivcJ on c:.:ctr:-d-
nations v:h-.;1:·e c.ppl ic,-;blc; una to e:::tc.11.ilir;h o.nd 1;1u.i n·
tu.in rr_.gi:..,t--21-s i11 orc.,1· tc; cc::.: Lify 2ljsrLhles foi:
po::-. .i tinns ,;ubjc:ct to the i;,,,i.t Systcc;rn rnleL:.

8) To a��ist in the uuditing 
mcnt:::; o.n,1 ��t.utl,:.; ch;111':i· ·::: o 
CllliJlCi'iC�-:S i.11 po r :i Liu_;.::._: sub 
rule:�. 

11d uppr0\7dl of a1.;poini:..-· 
t;L:cttt� ,.;1:1d locol s:.1lcu··i.cd 

c,..;t. t-o the r.�cri..t sy:--�Lc·n 



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 ag_encies 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 
categorized 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 establishment 
Position reallocation 



Positio:.1 dutjc;, rccl,:;fineC. 
Positions tcansf.-:-,::.cc-d Jx.;L.wcc a";crH:iL,, 
Position abolishment 

C. 

'l'_ypcs ot· trc:tn�;,1ct.iu11s L_1FUvid�·::_"'..: 

Reins t.-1. t.enH-�nts 
Prorncd:: ions/nemot io !S 
Inte.c and intra a.qE.·•�·.::y trar�s:r:- !::-:._; 
Pcr�;onn;.:�l dc.1 ta cl1a11g�s 
RecorJ modific,:tion 
'I1crrn.Lua tions 

cl, �· 2:.', • 

To support the pcrsunnel administration fun;tio� the follo;;J�g 
modules will be provided: 

1) Class 'l'itlc
2) PoLl:i.tion
3) E�ployee Information
4) Regrade/Merit Incroase
5) Faculty Salary Adjustments

The S(•conc.1 mc1jor function, lhc1t of Pr,:,-cn:,1! o� ,- ,··1 ;: , , .. ,i J 1 cc .-- · :; t 
of a sivsle gt�n:--:�ru.l proccs�-; p.rcYvlr}in�J l:'.-., Fn:t _l: __ .. :l 1 tyt:�;;
trun�;{..,,_ction.:: 

Applicar1t record c1.eatio� 
l�pplicdnt recoct1 n,.:.:. .;_r:!...cnc.t, 
r1'esL � .. ::.:e.:t est.-1blj_s!L: 1 1..·.,t 
Tc.st r,i-occs;::�ing 
l\ppl.i c;;.nt cer-tj ficu.t.i on:...; 
1\ppl.i.cc.r'.t rc:fe::-.r- L :1�; 
Ag'-:!ncy r,�ferrdl r,;::spc:,:;,:, 

The pre-employm0.n t fu:i·!ct ion Hj_.L l �y; .-�� 1 p1 ,�.) t l·., .• l:'\' 
moc11...L.' ��:;: 

1) Class ti.U.c
2} Pc,,: i. i-..i.nn
3) E,.,ploy<c<· Infu1-1112Li.on
�} p,,rc1.1 ,,l:;
j) Ct.-,-·i_i �.ic,�Jt ic;1:·;
G) 1�p1')!.iC-Hl L· L..2;_; t: ·j riy-
7) lippl.i cell:; 0.1;2: and corr(.:�-;;)·_n1'.l'.�l!C'(-�
8) Test nt�jnt0na11Ct!
9) r11 1�;3 L J"(:i:..;e,-u-c:·1

10) l:f,crui.t:inq



In each of these functional areas State agencies will be allowed 
to update only the employee data for their particular agency. 
All other updating wi 1

, 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. They are: 

1) Personal data

2) Applicant data

3) Employee data

- information such as name, address,
sex and birth date of employees
and applicants.

- information about an applicant for
employment such �s 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.

4) Class Title data.- 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. 

5) Position data

6) Faculty data

7) l\gency data

- 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, te!lure
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 ai:ca
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 reposito"ry for personnel data allo'.,
ing immediate access to the information by State agencies within 
establishe� 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. 








