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CHAPTER I

INTRODUCTION

By way of introduction an effort has been made 
to present, in a logical order, a statement of the pro*  
blem, its probable significance, a discussion of source 
materials, definition of various terms, and a preview 
of the remaining chapters•

I. STATRKBHT OF THE PROBLEM

In what respects has the position classification 
system had an impact on various phases of management in 
the Federal government? The term "impact,* as used 
here, includes the concept of influence on management 
through (1) the by-product utilisation and (2) the di
rect operation of the position classification plan.

The above question, as applied generally to all 
public institutions including the Federal government 
from the standpoint of published writings, and more 
specifically to the Washington, D. C*  offices of five 
United States agencies from the standpoint of a ques
tionnaire survey, constituted the core of the study at 
hand. In particular, the study or problem consisted of 
two parts. First, it involved a search of the literature 
to document the uses and values claimed for the position 
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classification system» Second, it involved conducting 
a questionnaire survey, with anonymous replies, combin
ing fact and opinion concerning the degree to which a 
number of these uses, and the operating success, of the 
position classification system are actually recognised 
now as valid in Federal agencies by line and staff em
ployees.

The entire study included the viewpoints taken 
from numerous sources, although, where the literature 
included repetitions of opinions, usually only one 
source has been cited. Some of these viewpoints were 
based on actual operating conditions, and some on pro
jected conjecture. Mo attempt was made to determine on 
which of these bases the viewpoints were expressed in 
the literature. In the questionnaire study affecting 
the five agencies, however, the viewpoints were expressed 
primarily on the basis of operating conditions. A sub
ordinate objective, but an important one, related to the 
major theme, involved documentation, in so far as was 
deemed practicable, of the official and unofficial source 
materials dealing with the uses and operation of the po
sition classification system.

The study covered a period in United States history 
of about thirty years. Those thirty years included a very 
critical period in which the Federal merit system some
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times struggled for its very life*  The major interest 
of the study lay in the five years*  time precedent, and 
the two years subsequent, to the enactment of the Classi
fication Act of 1949. Some consideration, however, was 
given to events and opinions pertinent to the period be
ginning from a few years immediately prior to the passage 
of the Classification Act of 1923 and extending to the 
present*

Ro particular consideration has been given to a 
detailed treatment of the substantive work-relationships 
—the minute "how it functions" aspects—of position 
classification to other areas of management. Some general 
consideration has been given to the substantive work
relationships, but it should be regarded as supplemental 
to the major purposes of identification, and determina
tion of the extent to which there has been found through 
survey a recognition of some of the uses, criticisms, and 
operating success of the position classification system*

A consideration of the core, or major theme, of 
the thesis included such challenging and practical ques
tions as : In what ways may position classification serve 
as a tool of management? Is position classification a 
good or harmful thing for management? Or, does it have 
two opposite characteristics, thus rendering: it incompat-
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îble, irreconcilable, and confusingl Where does respon
sibility lie for initiating, operating, and controlling 
the position classification system! Does management sup*  
port position classifiers? Are position classifiers rea*  
sonably sympathetic toward management? Are position 
classifiers forced to operate outside their field in order 
to get their job done, due to management * s failures? What 
is the impact of management on position classification? 
To what extent is the program, judged from a questionnaire 
study of five major agencies, meeting success in achiev
ing the objectives of the position classification plan? 
Those, and many other questions, are dealt with in the 
study,

11. PROBABLE IMPORTANCE OF TKE STUDY

On March 27, 1950, at the dinner meeting of the 
Society for Personnel Administration in Washington, D. C,, 
Mr*  Ismar Baruch, Chief of the Personnel Classification 
Division of the United States Civil Service Commission, 
was awarded the Warner W. Stockberger Award of 1949 for 
his outstanding contribution to personnel administration*̂  

During his address and speech of acceptance, Mr*  Baruch 
stated that no one could tell what position classification 
~Awarded Second Stockberger Med
al8 (editorial), Personnel Administration, Vol. 12 (March, 
1950) pp*  1-2*
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will be in i960; and ti&t all we can do is learn as we 
go along.2 It is hoped that this thesis will make some 

contribution toward what position classification should 
be in i960, and in the following years; i, e., a positive 
tool in the attainment of good management objectives.

It is hoped that the study will result in a worth
while contribution—though it may be a small one—to the 
now all-too-scaree literature on the validity of position 
classification as a tool of management. This lack of in
formation, applicable not only to position classific&tion 
but also to other techniques of personnel administration, 
has been briefly but significantly pointed out in recent 
publications.^ It is also hoped, although this study on 

position classification as a tool of management is not 
intended to be as detailed as a "blueprint of operations" 
would be on the subject, that in many instances it will 
provide more useful specific information in its contents 
or through referenced material than what appears available 
to the public in any single current publication.

It is fundamental that position classification is 
a real and living thing, important not only to the happi
ness of the approximately two million or more Federal 

" r. r £ .  Recorded in notes of writer who attended the 
meeting*

3 Society for Personnel Administration, Newsletter, 
II, February 1, 1951, p*  21 see also Charles S, Hyneman, " 
Bureaucracy!» A Democracy((New York $ Harper and Brothers,
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employees whose salaries are now based upon it, but also 
to their familles. Economic and, to some extent, social 
status are closely tied to the careers experienced by 
these workers as they move up or down the pyramidal struc
ture of The Classification Act grades.

In a time when personnel offices are still on trial 
in their role as a staff arm of management, weighty con
sideration is directed toward two major factors which jus
tify either their continuation or abolishment. These two 
factors are the utility and economy realised. The utili
sation of position classification as a tool of manage
ment, and its subsequent contribution toward an economi
cally sound administration, might well be the corner stones 
upon which the decision of its survival could rest.

III. AVAILABILITY AND TYPES OP MATERIALS USED

Published literature, found in widely-separated 
physical locations in the Washington, D. C», area, and 
not too enlightening usually because of its general rather 
than specific nature, was freely consulted for expressions 
of opinion and fact. This material has been classified 
as either official or unofficial*  The official source 
material includes United States Government publications 
such as various Acts of Congress, Congressional hearings, 
joint resolutions, bills, Presidential issuances, Gon-
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grèsstonal reports*  Comptroller General1s decisions, Hoo*  
ver Commission reports, and pamphlets or correspondence 
and reports of the United States Civil Service Commission, 
Bureau of the budget, and other Federal agencies*  The un
official source material includes magazines such as Per
sonnel Admlnistretion, Public Personnel Review, American 
Political Science Review, Personnel Journal, etc., and 
other personnel and management magazines relating histori
cal facts, personal experiences, and opinions; and books 
or other written material by individual leaders and in
stitutions interested in the. field of public administra
tion, particularly the personnel aspects.

The writer made a search for published literature 
on position classification in the following libraries In 
the Washington, D. C. area : Library of Congress; Civil 
Service Commission; Department of the Interior; Bureau 
of the Budget; American University; George Washington Uni
versity; and the Clarendon, Glencarlyn and Westover bran
ches in Arlington County, Virginia. The investigation 
disclosed the following about position classification lit
erature : (1) that from the standpoint of the techniques 
of the system, it has been rather scarce except for what 
has been largely repetitive; (2) that from an over-all 
standpoint of policy and operation, it has begun to grow 
but is still largely repetitive and limited; and (3) that
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from the particular standpoint of covering position 
classification as a tool of management it la very brief, 
general, and mostly repetitive*  Practically all the 
authors made their statements on the uses of classifica
tion in a tone of finality without giving proof or elab*  
orating on "how" or "why" it is useful*

The results of the questionnaire study conducted 
by the writer have been presented in Chapter IV*  The 
questionnaire techniques employed also have been discussed 

The findings of others somewhat substantiate the 
viewpoint expressed above that the published materials 
dealing with the thesis topic are rather few in number 
that are not repetitive, and all are lacking in provid
ing detailed explanations*  For example, nine years ago 
the Assistant Chief of the Classification Section, Office 
of Emergency Management, in discussing the training pro
gram of about 100 position classifiers which began in 
April, 19111> stated^

The third and most important part of the supple
mentary training is the consideration of a positive 
approach to management from the standpoint of per
sonnel administration as a whole, and particularly 
from the standpoint of position classification. 
Here are explored the various contributions which 
position classification and personnel administration 
can make to over-all administration, and the tech
niques by which it can be done, including, not only 
classification but organisational and procedural 
surveys*

E*  Charles Woods, "Training Classification Ana- 
^gat|^"^gersonne.l. Administration, Vol*  5 (March, 1943)
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As a result of suggestions of members of the 

training classes, a training manual was developed, 
which includes s bibliography of the entire re
quired and suggested readings in various fields, 
plus brief, written materials on the classification 
system and classification techniques, materials not 
otherwise available in written form. ^lt^^^ f 

has r proved helpful« 5

In March, 1^49 the Assistant Librarian of the Uni
ted States Civil Service Commission, in discussing the 
materials of personnel administration, stated:®

In the personnel field, this body of knowledge is 
relatively new, having developed to a great extent 
during the past decade » « » Even more striking is 
the number of specialised and general personnel books 
appearing just In the last, year7 * • .It is possible 
to make a numericalTcomparlson illustrating both the 
newness of the field and its expansion by comparing 
the number of items, in the most comprehensive bibli
ography published to date with the number in a more 
recent one compiled in the Library of the United 
States Civil Service Commission.

One year later—in 1950—Mr. Hyneman, who had served 
five years in the Federal service in top administrative 
posts, in pointing to position classification as compris
ing the third of major complaints against Federal employ
ment administration, stated:®

I set down my adverse report on classification
5 italics not in the original. .
6 Elaine Lindholm, "The Personnel Library," Per

sonnel Administration, Vol. 11 (Karch, 1949) P  27  
"r " ? italics not in the original.

* *

8 Hyneman, op. cit., p. 418.
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policies and practices with special caution, because 
the literature relating to the Civil Service Commis*  
sion and civil service administration scarcely ack
nowledges the existence of the problems about which 
I write . . .

Several months after Mr. Hyneman*s  publication, 
there appeared on the market a revised edition of the 
book, Public Personnel Acted nietration, in which William 
F. Mosher and J. Donald Kingsley were joined in author
ship by 0*  Glenn Stahl,9 A review of this book by an 
authority^ in personnel administration pointed out that 

it seemed to be too detailed for those interested in a 
general review of the subject—such as students taking 
courses in public administration—and not detailed enough 
for those interested in & full technical discussion of 
the various aspects of personnel management*  The book, 
therefore, it was felt by the reviewer hits a middle 
ground between those who desire the generalist and the 
specialist approaches to personnel administration*  The 
book reviewer commented very briefly on position classi
fication, pointing out that its operating administration 
is now an agency responsibility, subject to standards 
and post-audit of the Civil Service Commission, and that 
although the authors present an excellent discussion of

Mosher, J. Donald Kingsley, and 0*  
Glenn Stahl, Public Personnel Admlnlstr&tion, (3d ed.; Sew York : MarperwanTl£r^

10 Milton M  Mandell, "The Current Status of Per
sonnel Administration," Public Administration Review, XI 
(Winter, 1951) pp. 57-61:

*
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the problems in establishing pay policy, they do not 
bring in the influence of pay on job satisfaction. The 
impression received by the writer was that although the 
book in general is excellent, the treatment by the authors 
of the utilisation of position classification in various 
phases of management is very brief, broad and conclusive 
rather than specifically explanatory. The authors do im
press upon the reader, however, that position classifica
tion is important to management.

For about eight months during the emergency war 
period of 19^2-19^-3# the writer had the good fortune to 

accept an opportunity to attend a course of instruction 
in position classification at the United States Civil 
Service Commission, Washington, D, C. The classes at 
first were held usually twice, and later once, a week 
and lasted generally from one to two hours, Mr. Tamar 
Baruch, Chief of the Personnel Classification Division 
at the Commission, served as instructor, Although supple
mentary materials were used generally in the form of pro
blems or illustrative examples, It was felt that the best 
source of written information was contained in the report‘d 

by a committee of the Civil Service Assembly, under the 
chairmanship of Kr. Baruch. In view of this training,

11 Civil Service Assembly of the United States and 
Canada, Position Classification in the Public Service, A 
R e port submit t'e^ to ' tHe Assembly' (%ic ago :
Civil Service Assembly of the United States and Canada, 
1941).
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plus subsequent on-the-job experience., Inquiry et In
stitutions of learning» and contact with literature in 
the field, there is full agreement with the authors of 
the third edition of Public Personnel Administrâtion 
that the Baruch Committee Heport work is "the most com
plete and authoritative" on the subject.^

XV. DEFINITION OF TERMS EMPLOYED

Thesis and survey» Interchangeable terms to de
note the entire study of the problem, comprising all 
chapters to form the whole work.

Ques11onnaire survey and questionnaire study. In
terchangeable terms to denote only the study set forth in 
Chapter IV*

Position classification. The classification of po
sitions to a schedule, title, class series, and grade on 
the basis of duties, responsibilities and qualifications 
required to perform the work.

Tool. This term has been used intentionally in the 
title to stress the concept of use whereby the position 
classification plan should aid in solving the important 
and intricate operations of management»

12 Mosher, Kingsley and Stahl, op. cit., p. 201, 
footnote ,

13 For a further discussion on the meaning of po
sition classification, see Position Classification in the 
Public Service, op. clt.,
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anagen The tem is not susceptible to precise 

definition*but  the total job of management can be bro
ken down into a number of tasks, or processes»^ Mooney 

* £
and Kelley referred to management as "tne vital spark 
which actuates, directs end controls the plan and pro*  
cedure of organisation»" As used generally in the thesis, 
the term is applicable to those who have th® authority 
and responsibility to direct others toward the achieve
ment of management * a tasks and objectives»

The Classlfleetion Act of 19^9* An Act of Congress 
approved October 28, 1949 as Public Law 429—31st Con

gress, 1st session, and later Incorporated in the Statutes 
at Large as: 63 u» S» Stat» at L»(1950) 954-973.

Agency and Department. These terms are used syn
onymously to include the 9 executive departments and the 
other independent establishments in the Executive Branch 
of the Federal government»

Bureau and Office* These terms are used synony
mously to denote organisations which are of comparable 
structural level to each other, but are subordinate units

14 U» 3» Bureau of the Budget, "The Tasks of Man  
agement," In Processes of Organisation and Management, edited by Cat^eryn~^eckîer-îh^ 
Affairs Press, 1%8) p. 76»

*

15 ^or a discussion of the major processes of 
organisation and management, see Catheryn Seckler-Hudson, 
ibid»  pp. 56-75.*

16 James D» Mooney and Alan C. Reiley, Onward 
Industry! (Hew York : Harper & Bros , 1931) p. ÎJT-  * *
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of agencies and departments.
Agency and Department levels » The structural organ!» 

station level pertaining to the head of an agency or de*  
pertinent, or his immediate staff, such as "The Office of 
the Secretary of the Interior."

Bureau and Office levels*  The structural organisa
tion level pertaining to the head of a bureau or office, 
or his immediate staff.

Field level. The,structural organization level of 
a bureau which generally is located outside of Washington, 
9» C., and is subordinate in authority to the Bureau 
level.

Goverment. The Federal government of the United 
States of America.

Classification. Position classification.
Baruch Committee Report. The report of the Committee 

on Position-Classification and Pay Plans in the Public Ser
vice, of the Civil Service Assembly of the United States 
and Canada, submitted under the chairmanship of Ismar 
Baruch, 1941*

Line activity. The function of command*

Staff activity. The function of information or

17 James 9. Mooney and Alan C. Reiley, "The Prin
ciples of Organization," Papers on the Science of Admin
istration, edited by Luther Gulick and L. Urwiek. (New 
York 's Tnatitute of Public Administration, 1937) pp.89-98.
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V .ORGANIZATION OF THE OF THE THESIS

In order to develop the survey in a logical manner, 
the remaining portion has been divided sequentially into 
four chapters*  The first chapter which follows consists 
of a brief outline of the classification plan*  The two 
succeeding chapters consist of (1) a determination of 
what various champions of the position classification 
system felt, expected, and declared it could do or was 
doing for management; and (2) a determination, through 
the questionnaire technique, of some current attitudes 
of groups of management toward the degrees of effective
ness and utilization which the position classification 
system has attained in connection with their line and 
staff functions as a test against the preceding chapter*  
The final chapter consists of a resume of the entire pro
blem of the thesis culminating in brief conclusions and 
rec ommendations*

VI . SUGARY

One of the two primary problems of the thesis is 
to determine the uses and values claimed for the position

18 Loe. cit.
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classification system, as applicable in general to pub
lic institutions, and document each of them to a particu
lar source*  The other primary problem is to test by the 
questionnaire method the validity or applicability of 
these claims in so far as five Federal agencies located 
in Washington, D*  C*  are concerned*  The uses made of 
position classification and the operating effectiveness 
attained in the system are important to management « The 
written material now in existence in th® libraries gives 
an inadequate treatment of the problems here involved*
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CHAPTER IT

TH%: POSITION CLASSIFICATION PLAN

The Federal position classification plan has been 
covered in this chapter only to the extent deemed neces
sary to acquaint the uninformed reader with its identity, 
purposes, and process, as well as with the responsibility 
for its administration, in order to enhance one’s basic 
understanding of the entire tn.esis subject.

1. BASIC AUTHORITY

The first comprehensive single piece of Federal 
legislation dealing with position classification was the 
Classification Act of 1923.1 This Act was repealed by 

Public Law 429**81 bt Congress, 1st session (63 U» S*  Stat. 
at L. 9A*973)  » known as the "Classification Act of 1949» " 

which kept in force the basic concepts of the former law 
but streamlined and otherwise improved it.

II DISTINCT FRO# OTHER PLANS IN THE ACT

Although specifically stated in the introduction 
of the law that it may be cited as the "Classification 
Act of 1949»" the Act contains numerous items that are 
not a part of the position classification plan. Some of

1 42 U. S, Stat, at L., 1488*1499#
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tus-se matters, although related indirectly in some man-
ner to position classification, are actually plans or 
programs in themselves. A clear distinction exists be
tween the classification plan of the Act, which is the 
primary interest of this study, and those matters which 
in complete substantive form represent different types 
of programs. Those items, for the 30st part, are con
cerned with the plans for salary,efficiency ratings^ 

(now called performance ratings), and management Impro
vement administration.^

The distinction between, and the relationship of, 
the pay plan to the classification plan are more confus
ing than all the others contained in the Act. Because 
the pay plan is based upon the classification plan in 
the Federal government, both are sometimes mistakenly 
regarded as synonymous. Another contributing factor to 
this confusion of relationship, it is believed, is due 
to combining on the part of Congress the pay with the 
duties concept in a single statement in Section 101 (1), 
Title I, "Declaration of Policy," of the current basic 
statute. The fact that these concepts are thus combined 
in a single breath, so to speak, tends to give the

2 See'Titles VI, VII and VIII of 63 U. S. Stat. 
at U (1950), 959-970. ■

3 See Title IX, ibid., 970-971.
4 See Title X, ibid., 971.
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illusion that they are one and the same.

Actually, the two are distinct in basis, purpose, 
and technique,^ %e position classification plan provides 

for the grouping of positions into classes on the basis 
of duties, responsibilities and qualifications required 
to perform the work, each class being designated by a 
descriptive title, which is defined by a statement of 
duties, responsibilities, typical tasks, and qualifica
tion standards*  The pay plan, however, is a plan by which 
the scales of pay for positions, previously established 
and allocated to grades and classes under the classifica
tion plan, are determined, More simply stated, the po
sition classification plan serves to place positions into 
classes; the pay plan serves to fix the salary scale for 
each class, for each position, and the pay rate for each 
employee at any particular time. The two plans, there
fore, are not the same thing or even parts of each other*  
In some jurisdictions outside the Federal government, it 
has been found that the position classification plan had 
no relation whatever to pay matters* &

" " 5 ' See Civil Service Assembly of the United States
and Canada, Position Classification in the Public Service, 
A Report submit ted to the Civil Service As: 
Civil Service Assembly of the United States and Canada, 
19^1), pp, 52-54 for distinction of pay plans from classi
fication plans in both public and private jurisdictions*

6 See Position Classification in the Public Ser
vice, op*  clt*, pp. 52-53, footnote %, for stu&y by.0* . 
6T3hort*  -
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There is a distinction in responsibility for pay 

and position classification matters between the executive 
and the legislative branches of the Federal government. 
The fixing of pay policy and pay scales is a legislative 
responsibility, but the classification of positions Is 
an executive function.? Such division of responsibility-*  

not clear to many people-may also account for further 
confusion between the two plans. At any rate it is im
portant to keep in mind that there are certain factors 
for Congress to consider in determining pay matters which 
are not to be considered by the Executive Branch in class*  
iTying individual positions. The factors generally enter
ing into the basis of a pay plan are of a socio-economic, 
fiscal and administrative nature. Some of these include, 
for example, cost of living as represented in a reason
able minimum family budget, comparison between pay levels 
in private industry and in the public service, recency 
and effect of previous salary adjustments, etc.®

The other plans contained In the Classification 
Act of 19^9*  1*  e*  » performance ratings and management 
improvement, present no problem in distinguishing them 
from the position classification system. Their contents

See infra, pp. 39*4$»
® For further discussion, see Jamar Baruch, Pacts 

and fallacies About Pos it ion Classify cation, P amphl0t%.
United States 

and Canada, 1937) pp*  14*15*
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and purposes are so obvious in character that discussion 
herein does not appear necessary.

III. OBjrCTIVBS

The purpose of the Classification Act of 1949» as 
expressed in Section 101 (1), of Title I, ’’Declaration of 
Policy,” was to provide a plan for the classification of 
positions whereby the determination of the rate of basic 
compensation to be received by an officer or employee 
would be based upon the principle of equal pay for substan
tially equal work, and differences in rates of basic com
pensation would be in proportion to substantial differ
ences in the difficulty, responsibility and qualification 
requirements of the work performed, and to the contribu
tions of officers and employees to efficiency and economy 
in service.

Considered in terms of the position classification 
process only, Section 101 (1) of the policy statement of 
the Act declares that the principle of equal grades for 
substantially equal work shall be followed, and that vari
ations in grades accorded to positions occupied by officers 
and employees shall be in proportion to substantial differ
ences in the difficulty, responsibility and qualification 
requirements of the work performed.

The objectives of the position classification 
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system are aimed at fairness in establishing grade 
levels» and also at usefulness to management. The eon*  
ce pt of utilisation was first expressed in the Act in 
Section 101 (2) of Title I:

Individual positions shall, in accordance with 
their duties, responsibilities, and qualification 
requirements, be so grouped and identified by 
classes and grades, as defined in section 301, and 
the various classes shall be so described in pub*  
11shed standards, as provided for in title TV, that 
the resulting position-classification system can be 
used in all phases of personnel administration.

it may be said, in the opinion of the writer, that the 
ideal purposes of the system ares (1) to better enable 
the taxpayer to receive a just return in services for 
the taxes paid by him; (2) to enable management to equi
tably reward its employees for services rendered; (3) to 
instill in the employee the belief that his output in 
terms of pay will be substantially equal with other gov
ernment employees, similarly engaged, to his input in 
terms of work performed; and (W to serve as a useful 
tool of management,

IV, ESSENTIALS OF FEDERAL CLASSIFICATION PLAB

The congressional policies, or objectives, in re
gard to the Federal position classification plan have 
been related*  Brief references to the mechanics and 
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details for those policies is covered below.

Section 601 of Title VI, "Basic Compensation 
Schedules," of the Classification Act of 1949 established 
two schedules for positions to which the Act applied» 
These are called the "General Schedule" and the "Crafts, 
Protective, and Custodial Schedule*"  Title VI divided 
the General Schedule into eighteen, and the Crafts, Pro
tective, and Custodial Schedule into ten grades of diffi
culty and responsibility of work*

Section 301 of Title III, "Basis for Classifying 
Positions," defined three basic terms, as follows$

"Position" means the work, consisting of the duties 
and responsibilities, assignable to an officer or em
ployee*

"Class" or "classes of positions” includes all po
sitions which are sufficiently similar, as to (A) kind 
or subject-matter of work, (B) level of difficulty 
and responsibility, and (0) the qualification require
ments of the work, to warrant similar treatment in 
personnel and pay administration*

"Grade" includes all classes of positions which 
(although different with respect to kind or subject
matter of work) are sufficiently equivalent as to 
(A) level of difficulty and responsibility, and (B) 
level of qualification requirements of the work, to 
warrant the inclusion of such classes of positions 
within one range of rates of basic compensation, as 
specified in title VI*

The statutory provisions basic to Federal position
classification have been supplemented
Commission in published regulations. 

by the Civil Service
These regulations
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included the statutory terms and the process and, at the 
saw time introduced additional nomenclature and steps 
in the process to give a more complete picture of what 
is actually involved in classifying, or allocating, po- 
sitlons* *̂

9 U. S. Civil Service Commission» Handbook of 
Occupational Groups and Series of Classes Establish 
UnSer~thsJ?ed^ 
^duc^lon*^.^as^in^^ e )
July, 1950) pp, 1-3»

*0 gee Wilfred E* Binkley, President and Congress 
(New York : Alfred A. Knopf, 19^7) pp. ^-^l^ ^ôr ^^rs^ 
investigation In 1791* ’

V*  RESPONSIBILITY FOR ADMINISTRATION

The responsibility for administration of the pool*  
tion classification system is a joint one*  Grounded In 
the roots of Congress which gave it official sanction, 
the classification system is partially the responsibl11*  
ty of that body as well as of the President of the Uni*  
ted States, the Civil Service Commission, the agencies, 
supervisors, and classification technicians. An elab
oration upon the responsibility applicable in each In*  
stance, follows*

The Congress* Congressional responsibility for 
setting policy and investigating the administration of 
its laws by the Executive Branch is well established*  
The power to conduct investigations is proof of this re
sponsibility put to action.10 Delegation of authority
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for administration does not allow the delegator to ab
dicate his over-all responsibility*  The fact that Con
gress often amends its Acts is proof of its awareness 
that the laws may be imperfectwhen enacted, or may be
come obsolete later. The Classification Act of 1923, 
for example, was amended many times to alter the descript 
tions of work and the rates of compensation*  It is some
what significant of Congresses continuing responsibility 
that it made specific provision in the Classification 
Act of 19^9 for further consideration to be given within 

one year to the proposed factor of hasard as another basis 
for fixing additional compensation*

See Section 803*
12 Jerry Outtx, "The Federal Diary, " The Washing

ton Post, August 25» 1950, Sec. A, pp, 1 and igi

The next year when the national defense program 
began to gather momentum the House Appropriations Com
mittee offered some personnel riders to the omnibus bud
get bill*  The riders, among other things, were designed 
to prevent the overclassifleatIon of positions such as 

12 was experienced during the early days of World War II*  
Only recently the so-called HWhitten Amendment*  was made 
a part of the Supplemental Appropriation Act of 1952*  
This amendment requires every agency to report to Con
gress each year on actions taken for two objectives: (a) 
to determine that each new and up-graded job la properly
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classified, and (b) to abolish jobs found to be unneees- 
aary.13

Congressional responsibility for position classi
fication was vividly pointed out in testimony taken dur
ing consideration of the first appropriation bill report
ed in the first session of Congress following the enact
ment of the Classification Act of 1923»^ It was consid

ered the duty of Congress, and the special duty of the 
Committee on Appropriations, to follow a fixed policy in 
making appropriations "carrying the classification act 
into affect that will make the application of the law 
uniform in all departments of the Government* " Congress 
was charged with responsibility of doing justice not only 
to the Treasury of the United States but also to the people 
who are employed by the federal government.

..... Suits?'Ibid** January 15# 1952# Sec, B, p* 1, 
col. 1* See also PuEHc Law Bo. 253# 82d Cong,, 1st seas*, 
See, 1310» (Nov* 1/W^

14 U* 3* Congress* Congressional Record* 66th 
Cong*, 1st seas,, Vol* 65# pi* ï, Ï924» (Wash
ington : Government Printing Office# 1929)# p* 788# col* 
2; and p* 791» col* 1*

The President. The specific authority and respon
sibility of the President of the United States alone to 
place positions In or remove them from Grade 18 of the 
General Schedule is contained in Section 5^5 (b) of the 
Classification Act of 19^9» As head of the Executive 
Branch, the President of the United States has general
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responsibility for the administration of all the execu
tive agencies. The Pendleton ^ct of 1883, which created 
the Civil Service Commission, gave the President complete 
authority over the rules and regulations issued by the 
Commission. The same Act also left it up to President 
Arthur to decide whether to appoint the three commission
ers or not appoint them, as he saw fit. Thus, "so far 
as the plain words of the Act are concerned," any Presi
dent may put an end to the Civil Service Commission by 
refusing to appoint commissioners.^

Civil Service Commission. Direct, continuing, and 
specific over-all authority of the Civil Service Commis
sion in classification matters is contained in Title V, 
"Authority and Procedure,M of the Classification Act of 
194.9• This Act made clear, for the first time, that it 
was the Commission's responsibility to establish position 
classification standards*  The Comission may post-audit 
agency allocations at any time, certify the findings 
which are binding on the agencies, suspend or revoke 
part or all of the authority granted to an agency, allo
cate grades GS-16 and OS-17, and recommend to the Presi
dent allocations in grade GS-18*

Ï5 Charles Hyneman, Buresueracyin A Democracy 
(New York : Harper and Bro the r

The agencies and supervisors* The responsibility
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of the agencies for the administration of the classifica
tion plan also is contained in Title V of the Act. The 
agencies allocate through the GS-15 grade level in accord 
ance with published standards*  Regulations of the Civil 
Service Commission^ and apparently all of the agencies 

state that the supervisors and employees should share 
responsibility for keeping allocations current, and may 
prepare position descriptions*  The line employees, being 
closer to the work performed, are better situated than 
anyone else for keeping job descriptions current and it 
therefore appears only logical to charge them with this 
responsibility.

U..S7 Civil Service Commission, Federal Per
sonnel Manual, Chapter P2 (Washington : Government Trlnt- 
YngOffice; approved January 28, 19^6) P* 22.

Francis E* McGllvery, "An Objective for Posi
tion Classification," Personnel Administration, Vol. 111 
(January, 1951} PP* "Stream
lining the Classification Process," Personnel Administra
tion, Vol. 14 (May, 1951) pp. 31*38.

Position classifiers. Position classifiers serve 
as technical advisors on the classification system, allo
cate or recommend allocations, assist management in keep
ing the plan current, and supplement other phases of ad
ministration, The extent to which they should be staff 
advisors on the one hand, and/or operators on the other, 
is a matter of growing interestThe extent to which 
in practice they actually advise, dictate to, or become
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pressured by management are also matters of growing eon*  
earn.

KaGlivery, pp. alt., pp. 32*33* also, see infra 
pp. 123-2U for comments 76 and #7*

19 John M. Gaus, and Leon 0. Wolcott, Public Admin 
istration and the Department of Agriculture (Chicago :.  
Pu^bl 1c A Aminis tratlonServ 1 ce, ) "p."' ' 3%.

VI. ORGANIZATIONAL LOCATION OF POSITION CLASSIFICATION

The answers usually given to the question of where, 
in a Federal agency, the position classification program 
should be located are not uniform when applied from either 
a structural or a functional standpoint. It has, in fact, 
operated in various locations.

Situations have existed whereby the classification 
office enjoyed a close work*relationship  from a structural 
standpoint to the head of the agency. For example, the 
Department of Agriculture created "the first departmental 
personnel office in 1923> when Mr. Stockberger became 
adviser on classification to the Secretary.For a 

long time Mr. John Harvey was Director of Classification 
in the Department of the Interior, reporting to the Sec
retary. Other situations of this close relationship of 
the classification officer to the top manager also ex
isted.

More frequently the question has arisen on a func
tional basis, of whether to locate the classification
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program among th# following offices8 (a) budget and fl*

20 nance, (b) personnel, and (c) organization and methods*  
The classification system affects these functions in so 
many ways that it is only natural that the question of 
organizational arrangement should arise» All of them 
need information furnished by a classification plan»

The administration of the position classification 
system Is now a responsibility of the personnel organi
zation, in the Federal government.^ The debate of its 
proper location, however, goes on»^

VII» SUMMARY

The basic authority for the conduct of the Federal 
position classification system is now contained in the 
Glassification Act of 1949*  This Act as a legal instru

ment, in addition to the position classification plan,

'.'n " . See Position Classification in the Public Ser
vice, op» pit*
Hon to thetody of Public Administration (Wow York $ 
^âcFnTaErï939TppT3^ kosher and
J. Donald Kingsley, Publia Per somiel Administrât ion (Re
vised ed., New York V'"Harper"and %o€hers, 3%i) p. 431» 
The 1950 edition by Kosher, Kingsley and Stahl, p, 215, 
does not discuss the question as fully as the former pub
lication»

21 United States Congress, House of Representa
tives, Committee on Post Office and Civil Service, Report 
No. 2198 ».on Organization, Functions, and Relative Costs of Personnel oftice$7 |3ih Song«7 ' sessY, June 4» '*
(Washington : Government Printing Office, 1948)»

22 Sae infra, pp» 155-158*
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contains other separate and distinct plans dealing with 
such matters as pay, performance and management improve*  
ment. The basic objectives of the classification plan 
are to achieve the principle of equal pay for substan
tially equal work, and be of use to management*  Positions 
are classified to grades, class series, and schedules and 
are further designated by titles*  Responsibility fqr ad*  
ministering the classification plan is shared jointly by 
Congress, the President, the agencies, supervisors and 
employees, and position classifiers*  The position classi
fication function is organisationally located in the Per
sonnel office, although the question is sometimes still 
raised as to whether it should remain in personnel or 
be established elsewhere*
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CHAPTER III.

USES OF POSITION CLASSIFICATION

It is clear that Congress from the time of the 
first Classification Act, intended the position classi
fication system to be utilised on a wider range than 
merely to function as a technical process, an end objec
tive within itself. As has been pointed out, the concept 
of use was specified in the Act of 19^9 in connection 
with all phases of personnel administration. In addition 
Congress specified in Section 401 (c) of Title IV of the 
Act of 1949 that official class titles established by 

standards of the Civil Service Commission shall be used 
for personnel, budget, and fiscal purposes. The pre
amble of the Classification Act of 1949*  in explaining 
the intent of Congress, ends with a catch-all phrase: 
"end for other purposes."

Various claims, allegations and suggestions have 
been made over the years as to the ways in which the po
sition classification system could be, or was being uti
lised in government or other public institutions as a tool 
of management. Since the authors often did not make any 
particular distinction in applicability between institu
tions when setting forth their claims, the writer has made 
no attempt to do so herein. This chapter brings together 
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the claims, allegations and suggestions made and documents 
them to various authors. For documentation purposes, th e 
uses were arrived at by an individual search for, and study 
of, written materials found through the use of card cata
logues# bibliographies, library reference lists, and foot
note references in publications*

"General administration," as has been applied in 
this chapter, refers to line administration primarily*  
It also has been applied in instances where the same clas
sification use is applicable to two or more staff func
tions, or to both line and staff functions*  The terms 
"budget," "fiscal," "personnel," and "organisation and 
methods," refer to staff functions which are self-explan
atory,

I*  USES IK GENERAL ADKIKISTRATIOX^

In establishing uniform occupational terminology* 
The basic authoritative technical work on position clas
sification placed this use first in the order of its dis
cussion on eight principal specific advantages of the 
*—  ...... —— .

For a discussion of this topic as related pri
marily to ungraded jobs In Industry, although largely ap
plicable to classified positions in the Federal service, 
see Robert D*  Gray, "Job Analysis As a Technique of Super
vision, " Personnel, Vol*  18 (March, 19^2) pp*  296-303» 
The term ^supervision" as used by Gray is similar to "ad
ministrât ion "as used by the writer*



www.manaraa.com

34
P over-all system*  Since it is not uncommon for position 

classifiers to describe the most important part of a job 
first, or to request others to follow the same procedure, 
and since the authors were classification specialists, 
their placement of this use at the head for discussion 
is suggestive that it may have been considered the most 
important one*

Brief, informative titles are time-savers in 
daily communications*  When properly established and used, 
titles save time and eliminate confusion in correspon
dence, budgets, personnel records, statistical reports 
and other such documents*  The administration of line 
and staff functions, by oral or written media, may be 
facilitated by the use of unambiguous terms supported by 
definitions*  Thus, a simple request to hire 100 civil 
engineers OS-5 should in itself make known the work to 
be performed, the degree of responsibility involved, and 
the qualifications required*  A statement that the property 
and supply function was being mishandled by the adminis
trative officer should be sufficient to identify the 
general kind of work entailed*  It should also serve as

Civil Service Assembly of the United States 
and Canada, Position Classification In the^Publie Service, 
A Report Submitted the Civil Service.Assembly (Chicago : 
Civil Service Assembly of the United States and Canada, 
1941) P. 56.
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a basis for further investigation in tne pertinent work 
area to fix responsibility and correct inadequacies*  

One of the principal reasons for the installation 
and passible subsequent readjustment of the position 
classification system anywhere is due to the confusion 
brought about by the use of misleading titles. In Chi*  
cago, for instance, around 1909 or 1910, this dilemma 
existed particularly among the appointing officers, the 
Mayor, the city council, and the civil service commission» 
Not only did the need to standardise titles bring about 
the original installation of position classification In 
the United States by Chicago,and subsequent adoption 
by the Federal government in 1923*̂  but it has played an 

active part in recent efforts to improve administration 
of the system in both city^ and Federal governments 

As has been pointed out, the Classification Act of 1949

J Fred Telford, "The Classification and Salary 
Standardisation Movement in the Public Service,” Annals 
of the American Academy of Political and Social Science, 

--------------------------
4 United States Congress. Joint Commission on 

classification of^Salaries. Re port^*  »^ouse 
6^6, 66th ëong», ^d seas»-(Washington : Government Print*  
Ing Office, 1920) 844 PP»

S Maxwell Lohman, "Why New York City Job System 
Must Be Overhauled," Civil Service Leader (November 9, 1948) p. :

United States Congress*  Senate Committee on 
Post Office and Civil Service, Hearings before a suboom*  
mittee*  « »on S. 558»».and other bills, to Adjust Salaries 
of Postal Employees and Employees Under the Classification 
Act of 1923, as Amended, and other Employees, 61st Cong.* 
1st sees*  (Washington : Government Printing Office, 1949) 
pp. 38, and 300*302.
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specifically requires the use of classification titles 
in various fields of administration* ? The Congressional 

objective was to obtain uniformity and simplicity*
The most exhaustive classification study ever con

ducted was in 1928 by the Personnel Classification Board*  
It analyzed about 10^,000 field positions*  There was 
found to exist such poor relationship between titles and 
work that the Board "allowed it to be inferred that they 
were the result of design rather than accident*

The use of a uniform system of titles for positions 
and kinds of work in operating and personnel procedures 
should need little explanation*̂  It is apparently for 

this reason that little explanation is to be found in 
published documents*  It is well recognized that a stand
ard classification of expenditures is needed in fiscal 
administration, and a uniform nomenclature of supplies 
and equipment is prerequisite to procurement and stock 
control*  It is not illogical, therefore, to classify 
positions for administrative uses*

In providing a formal system* There are those 
who favor procedure and method, lodged in written docu-

7 See supra, p  32* *
8 Luc lus Mimer ding, Government By Merit (Mew 

York $ McGraw-Hill Book Company, ' p  "qj "* *
9 U  S  Personnel Classification Board, Closing 

Report of Wage and Personnel Survey, H  Doc  771, flat
* *

* *
'jd' seas*  (%ashington : Government Printing Office, 

1931) pp. 165~166*
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meats, to administration by whim and one * s fancy which 
may be encouraged by the lack of specified conduct. The 
use of position classification contributes to order and 
uniformity by providing a formal system for doing specific 
things.10 Confusion increases and morale slumps when 

matters are decided in a haphazard way. There is bound 
to be less confusion and higher morale when orderly sys
tem is followed instead of no system. One of the three 
main reasons why classification and salary standardize*  
tion Acts are passed is to bring about uniformity of 
policy throughout the agencies covered.H

Position classification also increases the effee*  
tivenesa of administration by providing a formal source 
for systematic, important records upon which management 
decisions can be based.12 Such a tool of administration, 

while not as glamorous as the contribution referred to 
above made in the process of actually carrying out the 
principles of classification, nevertheless serves an 
important purpose.

In administrâtIve, research. In exploring various 
™~”~ EewlsTTer I am, Public Personnel Problems, From 
the Standpoint of the Operating off 
^rookîngsîns^

11 Ibid., p. 33.
12 Position Classification in the Public Service, 

op, cit. » p^>^~^ôotnote'^^



www.manaraa.com

38
methods of research in the field of public administra
tion, it has been pointed out that position classifica
tion can serve as a useful tool. It may, for example, 
help the ”researcher” or government fact-finder to lo
cate and solve work flow bottlenecks,^ to understand 
the structural and functional organisation,^*  to develop 

new techniques of time and motion study stopping short 
of stop-watch timing and motion-picture filming,^ to 
conduct research planning,^ to classify data,1? and to 

chart intelligently.

Research, with a view to establishing facts upon 
which remedial or improved actions may be taken, is a 
necessary function in many positions. In some positions, 
such as those of line officers, the degree of research 
carried on is necessarily less while in others of a staff 
nature a full time research function may be possible*

The fact that Federal personnel offices are gradu
ally adding research analysts to their staffs, suggest 
the probability that classification may be playing an 
important role in this field of administration. Not

R John Pfiffner, Research, Methods In Public 
Adminlstration. Political Science Series (New York s ŸHe %naïd ^re^ 19^0) p. 91.

14 Ibid.. pp. 91-92.
!5 Ibid., pp. 93 and 31^-315.
16 Ibid., p. 108.
17 Ibid., p. 139.
18 Ibid., p. 298.
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only the basic data, but the investigative and analyti
cal processes employed in position classification could 
well be adapted and utilized In undertaking research pro
blems*

In clarifying jurisdiction of political branches*  
The classification system has played an important role 
in bringing about a greater clarification of the juris
diction of the executive and legislative branches in per
sonnel and related administrative matters*  The struggle 
between these two major branches of the Federal govern
ment for patronage or merit control is the subject of dis
cussion in most of the standard textbooks on public and 
personnel administration, which also give references to 
more lengthy treatments*̂  jurisdictional disputes and 

confusion had to be minimized before sound administration 
could begin*  The two classification acts, one required 
to establish and the other to improve the position classi
fication system, were milestones in distinguishing between 
the policy role of Congress and the management execution 
function of the President and other officials of the ex
ecutive branch• Line administration could not carry on 
effectively without this substantial clarification In 
authority*

W For one such reference, see MIfred E*  Binkley, 
President and Congress (New York $ Alfred A. Knopf, 194-7)»
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20 The Federal classification acts of 1923 and 19^9*  

supplemented by recorded testimony, clearly met and 
clarified the issue of jurisdiction. It was pointed out 
early in 1924*  for example, that Congress sets the pay 
scales and the over-all policy and standards for position 
classification, but it could not revise the grade alloca
tions made by the executive branch nor should it listen 
to appeals.21

in conducting public relations. The Committee on 
Position Classification and Pay Plans in the Public Ser
vice, of the Civil Service Assembly of the United States 
and Canada, did not include the use of position classi
fication in public relations as one of its principal ad
vantages*  In its discussion of class specifications, 
however, the committee made the statement that "they in
form civic and taxpayers♦ groups of the kinds of services 

22 to which specified scales of pay apply".
The public relations service to be performed by 

position classification should not be minimised. Soon 
after the passage of the first Federal classification 
Act, it was pointed out that the system provides a public 

See supra, pp. 24*29»
21 u. S. Congress. Congressional Becord. 63th 

Cong., 1st seas., Vol. 65*  pt. 1, on January 167 1924» 
(Washington : Government Printing Office, 1929) p*  790»

22 Position Classification In the Public Service, 
op. clt., pp.
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comparison between what the position requires and what 
qualifications the candidate for the office actually 
possesses.23 it seems apparent, however, that little 

has been done to inform the public of the great respon
sibilities, and comparatively small pay, which go with 
many Federal jobs. It is also significant that the Hoo
ver Commission Reports, although criticising many things, 
contained no statement that Federal employees as a group 
are not competent.^ if the public were aware of the true 

state of affairs, it would be less prone to abuse the 
Federal servant.^ Although studies and opinions more 

often reflect the disdain of the public for the Federal 
employee, one ray of sunshine was revealed a few years 
ago by the Gallup Poll which indicated that the younger 
generation preferred government service after medicine 
and engineering.^

The public relations aspects of position classifi
cation have a bearing on internal administration, as well 
as on the interests of special groups outside the govern-

53 Lewis Meriam, "The Uses of a Personnel Classi
fication in the Public Service," Annals of the American 
Academy of Political and Social Science, Vol..ilj (May----- J

24 Cecil E. Goode, "The Challenge of Big Govern
ment ," Personnel Administration, Vol. 12 (Sept* , 1949) P*2  

Gordon R. Clapp, "What Price Ability in the 
Public Service?," Personnel Administration Vol. 10 (Kay, 
194&) PP*  1-4*

Goode, op. cit., p. 1.



www.manaraa.com

27ment*  Âs Meriam reported in 192^» the preparation and 
publication of position classification statements enor
mously strengthens the hand of the personnel officer 
desiring to render the public real service but struggling 
against crafty pressure for improper appointments. As 
for group interests outside the government, one recent 
example of public relations ramifications revolved around 
the reallocation of sixteen GS-9 clinical psychology po
sitions.^ This particular controversy involved the six

teen clinical psychologists, the Board of Directors of 
the American Psychological Association, e special com
mittee of the APA, a Kev York professional association, 
and the Veterans Administration. An extensive investiga
tion was held, and a large number of letters and some tel
egrams were exchanged*  At the conclusion of the inquiry, 
the APA committee found that the VA acted entirely within 
its legal rights and recommended that the association take 
no further part in the controversy*  The interest of 
special groups is also manifested by the exclusion in 
Title II, of certain types of positions from jurisdiction 
of the Classification Act of 1949*

In clarifying management objectives. One of the 
'£rlam. loo. eit*

28 American Psychological Association, "Realloca
te on of GS-9 Clinical Psychology Positions in the Veterans 
Administration,* The American Psychologist, Vol. 5 {Oct., 
1950) pp. 518-519»
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prerequisites to a successful business organisation is 
the establishment of sound objectives that are acceptable 
to the employees# The objectives in mind here are the 
over-all major purposes and results to be achieved by 
the organisation; not the immediate area of activity re
stricted to a single-function line supervisor or division 
head.

The requirement of the position classification sys
tem that positions shall be allocated on the basis of 
their duties and responsibilities makes it necessary to 
determine, define, and express the assignments in writing 
prior to analysis by classifiers*  If doubt rested in the 
minds of top management before as to the objectives of 
the organisation, the requirement to set forth the major 
alms in position descriptions should send them out on 
investigation until their questions had been answered*  
They thereby obtain an educational valued themselves due 

to the operation of the classification system*  Writing 
and investigation make for clarity and exactness*

In exercising supervision* The uses of position 
classification as an aid in the work-execution supervision 
of others have been rather comprehensively treated in a 
formal document by the United States Civil Service Commis

.. 29 Position Classification in the Public Service, op 
eit* , p*  ÔO^foot^^ 1
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Bion,3^ The pamphlet covers the advantages of classifi

cation in helping the supervisor get the total work of 
his unit done effectively, in clarifying and dividing 
work assignments, in planning the organization, in af

' fording an opportunity for the employer and employee to 
become better acquainted through discussions of the work, 
and in other phases of direct supervision*

Position classification was also designed as a tool 
to bring about efficiency and economy in supervision*  The 
Classification Act of 1949 specifically discourages the 
unnecessary increase of an organization’s staff by stat
ing, in no uncertain terms, that a position shall not 
be allocated "solely on the basis of the size of the 
group, section, bureau, or other organization unit or 
the number of subordinates supervised"*31  Actually, this 

has always been the policy of the United States Civil 
Service Commission position classification administrators, 
although it has not been as well known to other officials 
as was desirable*  Even before the passage of the Classi
fication Act of 1923, the fact that the merit system re
quired an occupational classification was joined with a 
general demand for greater efficiency in the Federal

3d U*  3, Civil Service Commission, Personnel Clas
sification Division» Position Classification As An Aid to 
Supervision (Washington : Government^eb* ,

31 See Seo. 303 of 63 0. S. Stat, at L. (1950) 957.
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government.*'  It is fundamental that efficiency and 

economy are brought about by good supervision.
The technical process of classifying positions 

may be invoked to discourage poor supervision and effect 
economy in management. For example, the classifier may 
refuse to allocate to higher grades positions which only 
partly comprise the higher grade work that has been de*  
liberately reassigned from another position that formerly 
contained all the work.^3 The United States Civil Service 

Commission has recently gone on record with a proposed 
regulation for allocating "mixed positions’1 which dis*  
courages supervisors from making an uneconomical distri
bution of the work of their units.

The head of a Federal bureau,^ while requesting 

Congress to make the positions in his agency subject to 
the Classification Act of 1923» based his request to a 
large extent upon the fact that the personal attitudes 
of supervisors very often were conditioning the salaries 
paid in individual sections of the organisation, thus

E. Mosher, 3*  Donald Kingsley, and 0*  
Glenn Stahl, Public Personnel Administration (3d ed.; 
New York : Harper~an3~Prô^

33 Position Classification In the Public Service, 
op. cit.. p..136, footnote

34 - Departmental Circular No. 635# August 11, 1950.
U. S. Congress. Senate Committee on Appropri

ations, Hearings...on the Work Belief and Public Works 
Appropriation Act of 1939# on H. 3*  Res. 326, 76th Cong., 
1st sees. (Washington : Government Printing Office, 1939) 
pp. 119-120.
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resulting in inequities. A sound classification plan, 
it was pointed out, would obviate personal considera
tions*  

Lewis reriam in "The Uses of a Personnel Classi
fication in the Public Service,pointed out another 
use of classification in supervision» He celled atten
tion to the fact that a duties classification with quali
fication statements helps the administrator in checking 
the judgments of his subordinates who promote employees. 

One of the by-product advantages of the position 
classification system has been its definition of super
vision and a further explanation of what it consists*  It 
is not uncommon for employees to wander about in a laby
rinth of uncertainty between the distinctions of "super
vision" and "review" at some time or other. The distinc
tions, in order to fix the degree of responsibility and 
establish the proper relationship of employees, are nec

essary*  Referral of interested parties to the Baruch Com
mittee Beport37 or to the United States Civil Service Com

mission Class Specifications and Statements of Allocation 
Standards for the Hydraulic Engineering Series p-850*0  
(converted to GS-813-O), for example, subtitle "Nature 
and Extent of Supervisory Control Over the Work of Other 

"Meriam, loc» cit.
37 Position Classification in the Public Service, 

op. cit*.  ppTiwnn---------—--------------------
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Employées,"3° should clarify any question that sight 

have existed relative to the scope and content of the 
"supervisory pattern".

In maintaining morale. A survey39 made of the 

various factors which result in high or low morale dis
closes, upon analysis, that many of the elements are also 
connected directly or indirectly with the classification 
process# Some of these factors, to list only a few, are: 
(1) equal pay for substantially equal work; (2) fair 
treatment of employees; and (3) a minimum of politics and 
favoritism in the organisation# These factors, as ele
ments which maintain high morale, are well understood; 
but attention is particularly invited to the study of an 
authority^ regarding the result in low morale due to 

favoritism by supervisors*
The same authority gives two methods^ for develop

ing morales (1) to ma^e certain that employees understand 
the why and wherefore of tneir duties; and (2) to delegate 
and fix responsibility. The position classification plan 
requires the exercise of these two methods in its admin
istration#

5® U. S. Civil Service Commission, Personnel Classi
fication Division (Washington : Government Printing Office; 
February, 19^9) unnumbered p# 2^,

39 Kosher, Kingsley and Stahl, op# cit., p, 286#
W Lewis Keriam, Public Personnel Problems, pp# clt., 

pp# 22^-228.
41 Merlam, op# clt## p# 235»
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In distinguishing wage suid salaried employees. 

The Classification Act, as a legal instrument, serves 
as a tool of management by setting forth both the inclu
sions and exclusions of various types of positions in 

to existence. One author*  has referred to the advantage 
of distinguishing between exempt and non-exempt employees 
as a ^beneficial by-product”, in discussing job evaluation 
of ungraded positions. It is important, however, from 
the standpoint of labor relations. The various unions 
are sensitive about such matters as jurisdiction, member
ship, and methods of setting pay. Loud clamoring from 
them at offices confused about the distinction, and there
fore the treatment, of wage and salaried employees can 
result in great embarrassment for the offending organisa
tion.

II. USES IN FISCAL ADMINISTRATION

In providing the base for pay plan, A historical 
sketch given by Congressman Madden,^ during the hearings 

on the first appropriation bill presented after the enact
ment of the Classification Act of 1923, disclosed the

42".%'th Jack, "Describing and Rating Positions 
for a Salary Evaluation Program,” Noma Forum, Vol, 19 (Oct,, 
1943) P*  17.

4-3 u, S*  Congress. Congressional Record (66th 
Cong,, 1st aess. Vol. 65» nt,^, o^ 788. 2d col.
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unsatisfactory practice of fixing compensation that had 
been followed in the past» The question of fixing pay 
of civil employees had always been a troublesome on®, both 
to Congress and the departments*  There had been no uni
form policy or procedure in the departments, except for 
about 10 per cent of the salaries which were fixed by 
specific statutory law*  Each department head set his 
own rates under general lump sum appropriations for the 
remaining 90 per cent*  Mo two heads of departments had 
set the same rates for the same class of work; therefore, 
a system of discrimination had grown up until it became 
a source of annoyance, injustice and trouble.

Congressman Madden predicted that "in the long 
run" the Act would workout a system of uniformity and 
justice in compensation. The Act as passed was directly 
applicable to the ^,OOO positions in the District of Co

lumbia, and it required a "classification" to be made 
and submitted to Congress which would cover the field 
employees of more than 100,000. The class specifications 
prepared were never officially made applicable to the 
field by Congressional action. In actual practice, however, 
the departments did use them for guides (without Civil 
Service post audit) so that some degree of uniformity in 
setting grade levels was possible*

Fred Telford observed seventeen years ago in "The
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Classification and Salary Standardization Movement in the 
Public Service,that the installation of a duties clas
sification system has a strong tendency to force considera
tion of the compensation problem and to lead, sooner or 
later, to the development and adoption of some sort of 
compensation plan. While money is not necessarily the 
most important work incentive, it is one that can not be 
over-looked.^

The Baruch Committee Report stated that a definite 
salary policy could be based upon the classification plan. 
The policy of paying Federal employees on the basis of 
the ultimate position classification factors of difficulty, 
responsibility, and qualification requirements of the work 
was set forth by Congress in the first section of the Clas
sification Act of 1949*  In the Federal position classifi
cation system, payment according to grade allocations is 
not only authorized but required.

In 1938 Lewis Kerlam listed the fixing and control
ling of salaries as one of the two major uses of classifi
cation.^ He did not elaborate, however, on why he felt 

. %- Annals, op. eit., p. 209*
45 For discussion of employee incentives for work 

other than pay see Walter Scott, R. C. Clothier, S. B. 
Mathewson, and W. R. Sprlegal, Personnel .Management (3d 
ed.; Mew York : McGraw-Hill Book Co., 15^1) pp. 3&3-31O.

48 Position Classification in the Public Service, 
op*  cit., p..61.

.. 47 Comp. Gen. 56, July 14» 1924*  Also, for some 
Interesting recent eases, see C. G. B-11756, January 23» 
1951.

48 Meriam, op. cit., pp. 29-
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"this was one of the two primary services it performs. 
In 1924 he had pointed out that classification is used 
for standardising government salaries; 1. e., equal pay 
for substantially equal work.^

Various other advantages in basing fiscal admin*  
1strata on upon duties classification have been referred 
to by parties interested in the subject. The Baruch Com
mittee Report^ pointed out that classification provides 

a reference whereby the administrator can explain and de
fend why some employees are paid less and others are paid 
more. W. D. Jack^ reminded one that any good salary 

evaluation program should aid in correcting, or at least 
in minimising, the exploitation by department heads of 
the younger members by paying them less than they are 
worth. Mosher, Kingsley and Stahl^ declared that the 

financial agency could not properly perform its functions 
unless titles and their definitions describe the duties 
and responsibilities and indicate the qualifications nec
essary to fill them.

In distinguishing between grade and salary advance
ment plans. The position classification plan makes possible 

. Meriam, ”The Uses of a Personnel Classification 
in the Public Service," op*  cit.. p. 217» .

Position Classification in the Public Service, 
op. ç it.,

51 Jack, op. cit., p. 1U»
Mosher, Kingsley and Stahl, op. cit., p. 203; 

also, see supra, pp.
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& clear distinction between a grade promotion and a 
salary advancement, as was pointed out in the Baruch 
Committee Heport*̂  Where there are more salary plans 

than one to be administered by the fiscal office, it is 
obvious that they be clearly distinguished in order to 
avoid confusion*  The Classification Act of 191^9 eon*  
tains several salary plans, only one of which is based 
entirely upon the classification system. The variations 
in amounts of pay, the time requirements, the methods of 
justification, and the procedures of disbursement are 
some of the items which differentiate these plans from 
each other.

Although only one pay scheme was based entirely 
on it, the classification system made direct mechanical 
contributions to two salary plans » in regard to the pay 
plan based entirely on the grade structure (Titles VI 
and VIII of the Classification Act of 1949)» the classi
fication system contributed to the establishment of 
twenty-eight pay ranges condensed into two schedules, and 
the uniform pay treatment for new appointments, promotions 
and transfers*  In regard to the longevity step increase 
plan (Section 703 (b) (1) of the Act) the position classi
fication grade structure furnished a control bench mark 
r ’53"‘pos'i'tion Classification in the Public Service, 
Op*  cit.,
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at and below which (grade GS-1O) payments may be made, 
and above which disbursements are prohibited.

Indirect contributions are made by the classifi
cation system to the longevity and three other salary 
plans. Payments under the within-grade salary plan 
(Section 701 (B) of the Classification Act of 19^9)» and 
the longevity step increase plan, are conditioned upon 
satisfactory employee performance ratIngs54 which, In 

turn, are based upon job content that can be supplied 
more or less through the classification process, Pay
ments under the superior accomplishment awards pay plan 
(Section 702 (e) of the Act) are made in accordance with 
standards promulgated by the Civil Service Commission,^ 

These standards, among other things, require an outstand 
Ing performance above the normal requirements of the po
sition*  The classification system provides information 
that will identify the normal position requirements, 
payments made under the management improvement awards 
plan (Title X of the Act) for efficiency and economy may 
be made as the result of information supplied by the 
classification office, This information has to do with 
.See"sections 9 and 10 of Public Law $o, 873, 

81st Cong., 2d sess, (September 30, perform
ance Rating Act of 19$0.*  

v, S. Civil Service Commission, Federal Per
sonnel Manual, Chapter Z-l, T.S*  No. 317 (Washington : 
Government ""Pr inti ng Office; November 13, 1950) P*  315*
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identifying supervisors and employees, and their functions 
or organization units.

In granting equitable salary treatment to formerly 
excepted employees brought under the system for the first 
time* Congress was aware that some injustice might be 
suffered by employees of the government, hired originally 
by agencies excepted from the civil service classification 
system, when their positions were made applicable to the 
plan for the first tlme*̂  The legislators felt that such 

employees hired in good faith at an agreed-upon salary 
should not be penalized in pay through improvements 
brought about in the over-all system by statutory law*  
These assumptions appear correct because Congress provided 
in Section 1105 (b) of the Classification Act of l^^ for 

the continued payment of the same salary to employees 
whose positions were lowered when brought under the Act, 
as long as they remained in the positions*  A similar 
provision was made when the Classification Act of 1923 
was enacted. It seems incumbent upon the classification 
office, however, to notify the budget, fiscal and appoint

.3» Congress*  Senate Committee on Post Office 
and Civil Service, Hearings before a subcommittee*  **on  3*  
558*  * * and other bills, to Adjust Salaries of Postal Em
ployees and Employees Under the Classification Act of 
1923, as Amended, and other Employees, 81st Cong* , 1st 
seas*  (Washington : Government Printing Office, 1949) PP*  
30, 43 and 48. (Section 905 of S*  1762 was included in the 
Classification Act of 1949 under Section 1105(b))♦
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Ing officers as to which positions are in this category 
so that future administrative actions can be intelligently 
planned*  Thus, the classification process, instead of 
working a hardship upon employees in this instance, was 
used as a tool of management by excepting it temporarily 
as the basis for the pay plan.

In preventing salary withholding embarrasament, 
Position classification and other personnel papers are 
documents which support pay roll actions. One copy of 
Standard Form ^0, ^Notification of Personnel Action," 
has been expressly ear-marked for use by the pay roll of
fice upon completion of the appointment process in the 
personnel office*̂  An improper appointment, called to 

the attention of the pay roll certifying officer, is 
sufficient justification to suspend or deny salary pay
ment. »

Classification can contribute toward the accomp
lishment of proper personnel actions which will avoid em
barrassing reimbursements. One example may be given by 
way of illustration. Appointments of technical experts, 
under Schedule A-6.101(n) of the Civil Service Commission 

rules and regulations, may be made on a time-limited basis 
of persons, without respect to civil service qualifies-» 
------- --------- — x 

U. S. Civil Service Commission. Federal Per
sonnel Manual» Chapter Ri, T.S. 288 (Washington : Cov- 
ernmen^^ Office? February 16, 1950) p. 17.
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tion standards, The position must be classified, how 
ever, although duties classification is not required 
under certain other types of Schedule A appointments. 
If Standard Form 50 does not indicate that the position 
has been classified, the pay roll officer may refuse 
payment, If the classification office determines that 
the duties are not properly applicable to a "technical 
expert" position, then steps may be taken to qualify the 
person and allocate the position in the appropriate man*  
ner which will avoid pay roll difficulty. Improper ap*  
pointments under these conditions could result, under 
the Commission’s post audit procedure, in removal of the 
appointees or a notification to the Comptroller General 
to stop salary payments. In this connection the Comp*  
troller General has ruled that, wherever the practice pre
vails of employing or retaining people as experts or con
sultants when their positions properly are within the 
purview of the classification laws, exceptions against 
illegal expenditures for salary, per diem payments, and 
traveling expenses in such oases, will be taken by his 
office in the audit of the accounts of the fiscal officers 
involved.^

On the other hand, there is no general authority 
to delay administrative pay roll action in effecting

# C. G.B-103199» June 7, 1951.
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-proper allocations,^ although exceptions in specific 

circumstances have been made,As an administrative 
expedient in some unusual and worthy cases, the Civil 
Service Commission and other agencies have allocated 
positions "subject to incumbency"; however, it appears 
that this practice is seldom formally followed now.»

III. USES IB BUDGET ADKIBISTRATIOB

In the development of cooperative relations among 
officials. The development of cooperative relations and 
practices among officials of the legislative and executive 
branches, as an advantage of position classification, was 
referred to by the Baruch Committee Report.^ This de

velopment goes on among executives not only between but 
within these major divisions of our Federal government. 
Budgeting for personal services tends to bring up the 
subject of position classification at many points in the 
budget process. First-line supervisors, bureau and de
partment heads, budget analysts at all levels in the hi*  
erarchial structure, and the various committees of Con
gress discuss the classification system in connection with

5$ 18 Comp. Gen. 794, April 17, 1939.
For an example of authorised delay where an ap

peal is taken immediately, see 20 Comp*  Gen. ^l, 1^55» 
February 1^, 194%*

Position Classification In the Public Service, 
op*  Cite,



www.manaraa.com

56 
the budget program. It is well known that discussions 
and personal contacts are strong factors In bringing 
about sympathetic understanding, no matter what the sub
ject may be.

In the eatabii s ninent of budgetary controls. The 
A?Baruch Committee Report stated that means of control 

could be established, through the position classifies- 
tion plan and the budget process, to insure (1) that 
the will of the appropriating body in authorizing po
sitions of certain kinds would be carried out, and (2) 
that the salaries appropriated would be paid for the 
kind of services contemplated and no others. These con
trols may be direct or indirect, depending upon whether 
they primarily or secondarily affect the will of Congress 

Classification advice may be used in supplement*
Ing budgetary controls. Firm or advisory allocations 
of positions may be used as checks against their salary 
levels, and the probable importance of the functions as 
described in the %justification of Estimates*.  Proper 
collaboration between the budget and classification 
offices can result in the realistic itemizing of how per
sonal services funds allotted to each project are to be 
expended by positions. Congress occasionally places 
limitations on the number and grades of positions, and 

LocT^lt.
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on the amount of money that can be s pent for personal 
services*  In order to carry out these controls im
posed by Congress, the budget and classification offices 
must work in harmony*  It would be a waste of time and 
effort for classification to go through the process of 
allocating an Information and Editorial Specialist po
sition to GS-11, for example, if Congressional limita
tion had restricted it in the budget to GS-9 or had pro
hibited the use of funds for this type of work*

In connection with regulating expenditures for 
personal services, Kosher and Kingsley stated that po
sition classification facilitated budgetary control, 
and was of "incalculable value to the appropriating 
body and to the budget and accounting offices*"^)  Ho 

significant elaboration was made of the statement, how
ever*  The authors commented that this, and other uses 
of classification, had been "touched" upon at various 
points in their discussions*

In the presentation of requests for funds. The 
classification plan can be used by administrative offi
cials as a definite tool in presenting requests for 
funds*  Masses of detail for personal services can be 
diminished greatly by listing positions built upon of
ficial class titles, showing the number and kind in 
.63 Op*  cit*, Pe 437»
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each case* ^4 whereas any number of operating titles may 

be used to designate journeyman mining engineering func
tions, the classification term "Mining Engineer GS-880- 
II" may do so with brevity and uniformity. Thus, it is 
also an important device for saving time*

The classifier can aid the budget officer in his 
preparation of budget cost estimates by making known 
what positions in his opinion, appear likely to be allo
cated higher or lower within the year*  This may save 
embarrassment for the budget officer since, otherwise, 
he may find his appropriation insufficient to cover grades 
allocated higher by the position classifier than antici
pated by him*  On the other hand, he may finish with a 
surplus of funds.

The Baruch Committee Report brought out the value 
of the position control chart^ for budget purposes, 

made possible because of the classification system*  This 
chart gives a picture of the position-content of differ
ent operating units. Executive and legislative officials, 
using this chart, can more intelligently (1) discuss the 
need for the number and kinds of positions already ex
" Position Classification in the Public Service,
loc* cit*; also,""for'^'"similar.general"aatloh to city 
government, see H. R*  Catherwood, "Denver» s Consolidation 
of Personnel and Management Functions," Public Personnel 
Review, Vol*  12 (Jan*,  1951) p*  19*

Position Classification in the Public Service, 
loc*  cit*
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isting; (2) the need for the number and kinds of additi
onal positions, authority, or funds which are requested; 
and (3) compare operating effectiveness of different units 
engaged in similar work. One of the three main reasons 
why classification Acts are passed is to provide the ap- 
proprdating body with a mechanism whereby it may obtain 
facts in a uniform, orderly, and comprehensive way — 
regardless of the form of presentation —- and make ad
justments and determine policies on the basis of the 
information.&&

In the expaxis ion of the lump-sum appropriation 
practice. Prior to the Classification Act of 1923, Con
gress appropriated funds for salaries under the budget 
process by two principal methods. Pirst, statutory sal
aries were those fixed by a specific law for specific 
services or positions; and second, lump-sum salaries were 
those fixed by heads of departments for specific services 
or positions out of the general appropriation. It was 
pointed out that

. , no two heads of departments in the Govern
ment have made the same rates for the same class of 
work, and so a system of discrimination in favor of 
a certain class and against certain other classes 
has grown up in the Government until it has become 
a source not only of great annoyance but of great 
injustice, and a source of more or less trouble,

155

p*  33*
Meriam, Public Personnel Problems* op*  clt.*



www.manaraa.com

62

and justly
The statutory rolls gave Congress a control over positi
ons, primarily in the City of Washington, but the lump*  
sum rolls allowed no such control anywhere,

A plea was made during the hearings of the first 
appropriation bill reported in the house of Representa
tives after the enactment of the Classification Act of 
1923, to appropriate all funds for personal services 
under the lump-sum method.It was contemplated at the 
time that the classification system would cover the field 
service as well as the District of Columbia.^ Under the 

lump-sum method of appropriating for budgeted services, 
it was pointed out that the funds would be guarded better 
than before because, among other reasons, (1) payments 
would be controlled by the Act, and (2) changes from one 
grade to another were required to be approved by the po
sition classifiers. Statutory salaries were particularly 
objectionable because, once fixed, they were seldom 
changed to reflect greater responsibilities assumed by 
employees. The Classification Act of 1923 led directly 
to abolishment of the practice of budgeting and appro
priating by statutory lists,

^7 U. S. Congress. Congressional Record 68th Cong*,  
1st sees,. Vol, 65, pt. 1, 16c. cl£<

68 Ibid.. col. 1, p. 791.
69 Ibid., col. 2, p. 789.
70 Position Classification In the Public Service, 

op  cit., pTTP-----------------------------------------*

method.It
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IV. USRS IK ADMINISTRATION

In the testing process. The United States Civil 
Service Commission and personnel offices of other Federal 
agencies, in their staff capacity, endeavor to maintain 
and enforce the merit system of employment. • They attempt ■ 
to provide management with competent people to do greatly 
varied work. One prerequisite to this provision is the 
testing of prospective employees.

The position classification plan occupies a very 
important place in the testing process. Personnel ad
ministration generally requires that positions be estab
lished prior to the employment of people. Where positions 
have been established, subject to the Classification Act, 
there should be in existence an orderly arrangement of 
facts about the duties, responsibilities, and qualifica
tion standards. These facts may form th® basis for plan
ning and preparing tests, and for acquainting applicants 
or other interested parties with the basic qualifications 
to be tested and rated; or, the class specification, 
based upon these facts, may be reproduced bodily in the 
public announcement to show the position titles, the work, 
and the qualifications required.^ Shortly after the 
Classification Act of 1$23, an authority?^ in the field 

Loe.' cit.
72 Lewis Meriam, "The Uses of a Personnel Classi

fication in the Public Service," loc. cit.
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of personnel administrât ion declared, further, that many 
modern tests include the actual performance of duties 
such as are required in the class of positions, and 
others try aptitudes which are the same aptitudes as 
those necessary in the class of positions*  At any rate, 
regardless of whether the position classification pro*  
cess furnishes all or only part of the information re
quired in each instance to prepare examinations, the de
pendence of the test upon adequate duties analysis is 
immediately apparent. %The content of any valid test 
must have some definite relationship to the duties of 
the job,"73

An interesting account7^ appeared not long ago 

explaining what has happened under tne plan which brought 
about the use of local boards of civil service examiners, 
and what is done by the Civil Service Commission to pre
vent waste of Government funds by the operating agencies 
where there is duplication in recruiting and testing 
work. Through the use of the position classification 
system, for example, it was found that unjustifiable 
duplicative expense could be avoided by having the Civil 
Service Commission offices, instead of separate agencies, 
~~~ 75 Mosher, Kingsley and Stahl, op*  cit*, p. 98.

7^ James F*  Googe, and John J. Brennan, "Bhat 
Happened to Boards of U. S. Civil Service Examiners'?,% 
Personnel Administration, Vol*  12 (July, 1950) p*  17♦ 
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hold examinations for positions of the same class in the 
same area,

in the certification process« Sometimes certifi
cation is considered as a separate and distinct process, 
and sometimes as onl r a step in the selection process.?^ 

In brief, it consists of submitting to the appointing 
officer the names of persons taken from lists of eligi
ble® who have qualified through tests»

The information gleaned from the operation of the 
classification system may be used as the basis for pre
paring eligible lists, an : for controlling t xelr use in 
the filling of requisitions for the certification of 
eligible®»7& Operating officials apply for candidates 

on "Request for Certification" forms which usually in
clude a duties statement. These duties statements may 
be taken from position classification descriptions»^ 

The duties can then be checked against the qualifica
tions tested to assure that the qualified applicants have 
been certified.

Certification, leading to selection, often results 
in the applicants obtaining probational civil service 
status which affords them various advantages. This is

Mosher, Xingaley and Stahl, op» clt», p. 1^8» 
Position Classification in the Public Service, 

loc. clt.
Mosher, Kingsley and Stahl, op. clt., p» l^»
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in accordance with the merit system. There may be oc
casions, however, where temporary or indefinite employ
ees occupying positions allocated to one grade, may 
fall to attain the qualification rating on an examin
ation which would permit them to remain in the grade 
and obtain a more permanent status. In such cases, there 
may be sometimes a tendency for the supervisor and the 
employees to want to down-grade the positions (although 
with no change in actual performance) so that the in
cumbents can obtain probations! status, and then raise 
the grade when the qualifying time requirement had been 
served. This procedure, to at least some extent, cir
cumvents the merit system in that qualified eligible*  
on the higher grade lists do not receive appointments 
to these positions. The Civil Service Commission, there
fore, has specifically forbidden the downgrading of em
ployees to obtain status^thus utilizing the classifica

tion system to protect merit principles. Carried a step 
further, a case might well be made whereby holding the 
position in the higher grade—correctly allocated—and 
recruiting from a certified list of eligible*,  results 
in maintaining and raising standards of competency. 
-------^1771 vil Service Commission*  Federal Per
sonnel Manual, Chapter A-6 (Washington $ Government 
Printing office, as revised My 26, 1950) col*  1, p. 58*  
and Transmittal Sheet No*  303 of June 5, 1950»
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In the recruitment and selection processes. After 
tests have been held and rated, the merit system gener
ally requires that recruitment take place from the certi
fied lists of eligible^. Position classification facts 
can be drawn upon to explain to the certified applicant 
the duties and responsibilities involved.^9 This infor

mation may be dispersed through interview, public notices, 
and various types of communications*

The importance of, and reliance on, titles estab
lished under a sound classification system may be further 
understood when it is realised, as pointed out by the 
Personnel Classification Board in 1931»$$ that the desig

nation of the position may be all the information a de
partmental officer has when the field wants to employ 
someone*  Lewis Meriamox stated that the second of the 

two major uses of position classification under a centra
lised system, was "for enforcing the merit system in 
initial recruiting^ promoting"• kosher, Kingsley
and Stahl$^ pointed out that one of the principal uses

79 Position Classification in the Public Service, 
loc. dt. ■ .

Wilmerding, op, olt., p. 44*
Merlam, Public Personnel Problems, op. cit., 

P. 29.
For an account of an agency head who refused the 

demand of a Congressman to hire a man to do personal work 
for the legislator, see Warner W. Stockberger, Personnel 
Administration Development in the United States Department
Department '.of ÂgrTcuïture; '"O Personne 1, 1947) P» 12.

^3 See infra, pp» 70*72  for uses in promotion.
Kosher, Kingsley end Stahl, op. clt., p. 215. 
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of position classification may be listed as follows: "It 
reduces a variety of occupations and positions to manage
able proportions, so that recruitment•».and selection can 
be made for whole classes of positions at a tire* "

A former Vice President for Personnel Administra
tion, General Foods Corporation (later Professor of Indus
trial Administration at Yale University) once said:

The primary problem facing us in government, edu
cation, and industry is leadership—improving the 
quality of leadership rather than changing radically 
the system under which this leadership operates,

It is particularly important, therefore, that po
sition classification and all other tools of management 
contribute a full share toward recruitment by merit in 
order to improve the quality of leadership. The statement 
quoted above is somewhat significant in view of the fact 
that research^ reveals that more than 90 per cent of 

executives fall to make proper use of job descriptions and 
other essential low cost hiring tools.

In the critical study made by Lucius Wilmerding, Jr., 
of personnel administration, it was considered that the 
second of the two major uses of classification was for

.. .$5 ThomasG. Spates, "Getting Results Through Peo- 
pie," Advanced Management, Vol. 15 (October, 1950) p. 5*

86 Morris' I. Plexus, "White Elephants in Business," 
Systems for Modern Management, Vol. 11g (July, 1950) p. 6.
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the purpose of standardizing employment policies. ? Sine 

the civil service cuts across agency lines, and since the 
nature of the work is the basis for classification, it 
was considered, logical that to have the positions classi
fied would make it feasible to frame standard tests for 
recruitment, and in general to standardize other aspects 
of employment management*

In induction and orientation* These processes, 
though closely related to line administration, are gener
ally agreed to be the responsibility of the personnel of
fice*  The terms'^ are applied to acquaint new employees 

with their positions from the standpoint of the depart
mental work environment in the broadest sense, and from 
the viewpoint of the duties of the job, the opportunities 
for advancement, and related matters, 

position classification provides a means for in
ducting and orientating employees to their new assign
ments*  Useful information can be obtained from the tools 
of classification such as job descriptions, organization 
and staffing charts, and position classifiers’ reports. 
Newly appointed officials are often confronted with the 
task of acquiring a knowledge of the unit’s specific 
functions, the staffing, the relative responsibility of

87 Wilmerding, Jr., Government By Kerit, op  cit  
p  38. .

* *
*

88 Mosher, Kingsley and Stahl, op  cit , p. ^0$.* *



www.manaraa.com

70
employees, and the work relationship of immediate sub
ordinates, a well developed program of induction and 
orientation will take into consideration the tools of 
classification to acquaint officials with this desired 
knowledge«

In promotion and transfer*  The term "promotion" 
signifies the movement of an employee to a higher grade, 
based on new and increased duties and responsibilities, 
"Transfer" generally implies a horizontal movement to 
another organization unit, under a different supervisor, 
While these technical differences exist, the terms and 
processes have been combined for discussion because the 
basic concepts underlying their utilization of position 
classification are very much the same.

The Baruch Committee Report seems to have recog
nized the similarity of the utilization of position clas
sification in promotion and transfer functions since it 
also combined the two terms for a general discussion on 
the subject*  The report stated that much must be known 
about positions and their relationships to one another 
before general policies can be determined and procedures 
laid down for promotions and transfers. "In fact, the very 
feasibility of a promotion or transfer is based on the as-

$ For a general discussion of promotion and trans
fer, see ibid*, pp. l&2ff», and 180ff.
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sumption that intelligent comparison is possible between 
the position from which the employee comes and that to 
which he In this connection it pointed out that
the position classification plan provides information on 
(a) the relationships of positions to one another in kind 
and level of work, (b) the relative place of positions in 
a promotional sequence, and (c) the areas of activities 
from which employees may be drawn for higher positions• 
With respect to (c), the position classification plan pro*  
vides the basis for depleting and analyzing where and why 
career avenues are present or lacking, and affords an 
approach to redistributing work and responsibility for the 
purpose of creating promotional opportunities,^ After 

such analysis and/or work distribution, the next step may 

result in a direct promotion action for the incumbent*  
The definiteness of position classification terminology 
adds .much to the intelligent comparison of positions for 
transfer and promotion purposes, and facilitates these 
transactions by providing a common understanding of titles 
in service records, documents, correspondence, orders,

. 90 Position Classification In the Public Service, 
op*  cit*, p. TO; also,.see lupra, p*  67» for statement 
EyEerTam*

91 For a brief reference on reducing blind-alley 
positions to a minimum, not covered in the same manner in 
the 1950 edition, see William E  Mosher, and J  Donald 
Kingsley, Public Personnel Administration (3d ed,; New 
York $ Harper 'ancTBro , 19^1) p  3^3

* *
* *
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or regulatory position schedules• 

class specifications, an important tool of posi
tion classification, may serve as a useful instrument in 
promotion, transfer and other personnel functions. They 
may be used, for example, to inform the ambitious em
ployee where his position is in relation to others in an 
organisation, the roads and possible extent of opportun
ities ahead, and the equipment necessary to achieve greater 
success.^

A requirement in a dynamic promotion program is 
the use of personnel organization charts in terms of 
classified positions.^ Such charts are s by-product of 

the position classification system and show the names, 
grades, titles and functional locations of positions 
from the lowest to trie highest. If posted in prominent 
places, they may serve as a challenge and inspiration to 
employees to remain alert and prepare for greater respon
sibilities,

in placement and reassignment, The term “placement” 
generally includes, in a broad sense, recruitment and

This point was covered under “Employment-Man
agement Relations" in Position Classification in the Pub
lic Service, op*  cit., p. than under *Promotion

93 Mosher and Kingsley, loc, cit. In the third 
edition, however, see p  178, when authors were 
joined by Stahl, the use of the personnel chart was not 
listed as a device, among other tools for publicising 
promotional opportunities.

*
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selection. There are both initial and subsequent place» 

Kosher, Kingsley and Stahl, in this connection, 
refer to "original*  and "adjustmentn placement, and in
clude appointment and promotion as well as various types 
of transfer and reassignment actions.95 These individual 

items which may comprise placement, and their utilisation 
of position classification, have been considered separa
tely in this chapter. A special heading for placement 
has been provided since, sometimes, authoritative books 
on personnel administration^ mention its utilisation 

of position classification*

Perhaps the best and only comprehensive treatment 
of the relationship of position classification to place
ment, wherein placement is used to cover examination, 
certification, selection and appointment, is an article 
by Mr*  W. P. Lehman* 97 %e author pointed out the need 

for the integration of classification and placement ac
tivities beginning with the operating official under whom

W u*  S. Civil Service Commission, Personnel Clas
sification Division. Class Specifications and Statements 
of.JddxacaMonSt^
Tconverte<f to 8^-212-0) '"("Washington ' : Government Printing 
Office; December, 19^8) p. 1*

95 kosher, Kingsley and Stahl, op. clt., pp. 180f.
96 Ibid., pp. 203 and 215.

9. P. Lehman, "How Can Claesiflostion Aid in 
Placement?" : A typewritten speech In booklet form deliv
ered. ..before the Classification Section of the Society 
for Personnel Administration (Washington s Civil Service 
Commission; February 12, 19^1)•
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the position exists, and extending through the agency 
personnel office and the divisions of the Civil Service 
Commission*  On the other hand, Mr. Lehman described 
case histories as stark evidence that there is a lack 
of integration of these functions in daily operations» 

The Baruch Committee Report^ did not include the 

use of position classification in placement separately 
as a major value, but did include its parts such as re
cruiting, testing, certification, promotion and transfer. 
It also included, but under the use in ’’Employment-Man
agement Relations", an item which the writer considers 
more applicable now to the placement function, vis., 
identifying misplaced employees with positions for which 
they are better qualified*  For example, the writer would 
suggest a situation wherein the position classifier 
found, upon desk audit, tn&t a man with superior quali
fications was assigned to inferior duties. The classi
fier could perform a real service to management, es
pecially in skill shortage occupations, to bring this 
situation to the attention of the placement officer or 
administrative official for action.

Reassignment is a change of work, not involving 
increased responsibilities, in the same office.99 Good

Position Classification in the Public Service, 
loc*  cit*

99 Mosher, Kingsley and Stahl, op*  clt., pp. 180f 
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placement requires that reassignments, as well as trans
fers., be more often executed and more intelligently hand
led than has been done * There is sometimes a reluctance 
to reassign people due to the fear of becoming embroiled 
in red tape regulations or other pressures. The President 
in at least one instance^® has directed that t le head 

of each agency shall remove, demote or reassign to any 
position any employee in the competitive service whose 
conduct or capacity is such that any of these changes 
will promote the efficiency of the service. Position 
classifiers, through direct contacts with employees, ob
tain valuable information as to both the conduct and ca
pacity of people. This information, requested of the 
position classifier by proper authority, may be nut to 
good use. It also places the classifier in a position 
to make suggestions for improvements.

In performance rating. The evaluation of the per
formance of employees is ”a necessary step in discover
ing, developing, retaining, and utilising to the fullest 
extent the most able and efficient employeesOne 
of the first things to be done in setting up a work per
formance plan is to determine the duties which are to be

Executive Order 9830, in Code of Federal Reg
ulations of the United States of America, 1%7 Supplement 
Washington t Government Printing Office, l%o) pp. 108

126.
'10Ï Position Classification in the Public Service, 

op. eit., pp. '
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rated. The position classification plan, through basic 
analyses already made and recorded in class specifica
tions, as well as through the allocation to the same 
class of all positions to which the same rating factors 
would apply, provides duties information against woich 

102 the performance of incumbents can be measured. The 
items of work may be selected for rating as they are 
recorded in class specifications which are based upon 
prior job analyses, or may be used in the further refine
ment of rating factors. Where appropriate, the rating 
factors thus chosen may apply to positions class by 
class, instead of individual position by individual po
sition, thus providing uniformity and a saving of time 
and effort.

There are too many instances, however, wherein 
class specifications do not exist, except for the very 
general statements in the Classification Act, to cover 
positions subject to the classification plan. In such 
situations, the writer suggests that the existing job 
sheets—if accurate—could be used in much the same 
manner as, although on a smaller scale than, class 
specifications.10^ They are particularly beneficial

3^ Mosher, Kingsley and Stahl, op. cit., p. 215» 
For a consideration of the viewpoint that per

formance standards should apply only to individual and 
particular positions, and never to classes or groups, see 
F. P. Hoskyn, "Five Rules for Work Performance Standards." 
Personnel Administration, Vol. 12 (March, 1950) pp. 22-20.
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where more precise evaluations are desired*  They also 
save time and work which otherwise would be required to 
ascertain the duties*  Where practicable, the performance 
requirements could be made a part of the job sheet when 
positions are allocated, thus affording a better under*  
standing and encouraging a more direct measurement*  In 
this connection it was noted that on an efficiency r&*  
ting reform case study,84 out of about 1,700 employ*  

ees and supervisors in the Department of Commerce stated 
in writing that in their opinion the elements to be rated 
should be more related to the duties of the position*  
Performance requirements based on standard position de- 

10*3  scriptions p provide management with an excellent tool 
to measure and analyze the effectiveness of individuals 
and of the agency.

The purpose of establishing performances at ing 
plans was to recognize the merits of officers and em*  
ployees, and their contributions to efficiency- and econ*  

The Federal plan specifies, in addition, that 
all performance rating plans of the Departments should 
. %%.Catherine S*  Lott and John Boddie, "Background 
for Efficiency Rating Reform * I*  What Employees and 
Supervisors Think of Efficiency Ratings," Personnel Ad* 
ministration Vol. 12 (Bay, 1950) p*  15» .
...  Paul T. Koslak, "The Case for Standard Posi*  
tion Descriptions," Personne1 Admlnis trat ion. Vol*  11 
( November*  1948) PP*  ^4*̂6*  ""

Public Law No*  Ô73» $lst Cong*,  2d sess*  
(September 3Ô, 1950)• "The Performance Rating Act of 1950*
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be approved by the Civil Service Commission for conform*  
ance with the requirements of the Act*  Subsequently, the 
Commission instructed the Departments that their plans 
would be approved if, among.other things, the a pralsals 
of performance were based on performance requirements of 
the duties performed by the employees.^?

Performance ratings are important by law or regu
lation for a number of reasons». Some of these reasons 
are: they determine, to a certain extent, whether an em*  
ployee is eligible (1) for within*grade  salary increases, 
(2) for additional salary step increases for superior 
accomplishment, (3) for longevity salary increases, (Ip 

for higher retention preference in reductions in force, 
and (5) for dismissal.

In preventing excessive turnover* Personnel turn
over may be considered as the number of additions to the 
pay roll required to replace separations other than those 
made for curtailing the size of the working force*  In 
this respect the effects of net increases or decreases 
in total personnel strength are not actually turnover 
matters. Many different techniques have been devised to 
measure personnel turnover, and they are considered suf*

10? U. S. Civil Service Commission*  Federal 
Personnel Manual, Chapter P-4 (Washington : Government 
Printing"dfffcef approved October 31, 1950) p*  3*



www.manaraa.com

79 
fie le nt ly adequate if properly handled and defined*

A sound and understandable position classifies*  
tion plan upon which the pay plan is based tends to pre*  
vent excessive turnover*It  removes a large part of 
the dissatisfaction which prevails when matters are hand
led entirely on a personal basis. It substitutes an im
personal standard of measurement open for investigation 
to all, in the place of personal likes and dislikes. It 
gives less cause for similar jobs in other agencies to 
appear more desirable since such positions require allo
cation to the same grade,

Personal favoritism, as well as honest misjudg
ments of employee work contributions, are more apt to 
occur where definite policies and standards do not exist 
for control and guidance, inadequate salaries, and es
pecially unbalanced ones within an organization, may 
result to become constant sources of irritation to em
ployees, Morale sags for vice presidents as well as for 
elevator operators when others, doing comparable grade 
level work, are paid more. Under such conditions the 
capable, progressive employees usually seek higher paid 
and more satisfactory positions.
" TOT John n*  Mitchell, "Personnel Turnover in the 
Federal Civil Service," Personnel Administration, Vol. 12 
( September, 19^9) p*  11, . ■

109 Position Classification in the Public Service, 
op. clt* » p. 79.
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The class or series of related classes in the po

sition classification plan affords a convenient basis 
for compiling and analyzing statistics on turnover.^® 

If it develops that in certain such categories few die, 
none resign and there are a large number of qualified 
applicants for the entrance class, the prevailing sal
aries are not too low*  On the other hand if the govern
ment is losing its best employees and qualified appli
cants are not appearing in reasonable numbers, it is 
apparent that some upward adjustment is needed.

The utilization of position classification to 
reduce the tremendous cost involved in turnover of per
sonnel should be valuable to management*  The fact that 
the cost of turnover is high has been proven many times 
through studies in private industry, and in government*  
Years ago the Administrator of the Works Progress Ad
ministration, in requesting Congress to extend position 
classification to that agency, at least once deplored the 
costly turnover he was experiencing due to higher salaries 
offered by other public bodies.^ During World War II 

personnel turnover rates equivalent to more than 100 per 
cent per year were recorded in some establishments, gov-

Mariam, Public Personnel Problems, op*  clt*, 
pp*  111-112»

111 n*  S. Congress*  Senate Committee on Appro
priations, Hearings***on  the Work Relief and Public 
Works Appropriation Act of 1939» op*  clt** p*  120*  
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emmental and private*  It costs the government a con

siderable amount of money to train people for various 
kinds of work, and sometimes a substantial loss results 
when the trained specialist resigns and a new man must 
begin all over again*

In employer-employee relations. It is fundamental 
in maintaining and improving the effectiveness of employ
ees that personnel matters be administered according to 
definite policies, standards, and procedures formulated 
in advance. The quality and quantity of production are 
bound to suffer when personnel matters are decided by the 
toss of a coin, so to speak, as individual cases arise*  
The folly of such actions, readily apparent to the work
ers, would result only in dissatisfaction which could 
lead to disastrous experiences for both employer and em
ployees*

The position classification plan, due to its def
inite policies and procedures, contributes to the better*  
ment of employer-employee relations. The objectives and 
methods are open to public inspection and discussion, 
which should lead to their mutual understanding and Im- 9 
provenant*  Since the policies and procedures have es
tablished the basis for determining present and new ca
reer avenues, within-grade salary increases, and equity

Mitchell, op*  clt*.  p*  10.
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In salary administration based on trade levels, they 
thereby provide incentives for efficient work. As the 
workers come to identify themselves with their organiza
tion and to appreciate their part In it more, the happier 
they are likely to be. Clarification of job content and 
job relationships, brought about through the position 
classification process, can add much toward this objective 
Job facts and related information drawn from impersonal 
classification files may furnish an impartial, sound 
basis for discussing grievances. The availability of 
these facts makes it possible to conduct conferences on 
grievance matters in a minimum amount of time. Avail
able facts also make it possible for immediate super
visors down the line la the administrative hierarchy to 
settle grievances with their employees where they occur— 
on the job.The position classification process should 
render valuable service in all these respects.In 
regard to grievances, the American Management Association 
has seen fit to include in its "10 Commandments of Good 
Organization" an item which stresses the importance of 
promptly and carefully adjudicating disputes or differ
ences between executives and employees on authority and

H3 Position Classification in the Public Service, 
op. cit., pp.^^
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responsibilities*"^^'  Mosher, Kingsley and Stahl, by way 

of summary, listed this use of classification as follows5

It provides a foundation for common understanding 
between supervisor and employee as to the job and 
pay, which facilitates employee-management rela
tions; and it offers as good a protection as has 
been found against political or personal preferment 
in determination of public salaries.!!?

"oria^^described three broad types of administra

tors with respect to their habits of analysis of positions 
and people. The first type is extremely personal in that 
he thinks of employees as individuals whom he knows very 
well, whom he likes or dislikes, or to whom he is more 
or less indifferent*  The second type is extremely imper
sonal and thinks of positions in terms of fairly concrete 
duties and responsibilities which require reasonably def*  
inlte qualifications of Incumbents*  The third type usu*  
ally starts with a definite, clear-cut analysis of po
sitions, but realises that people who fill them are human 
beings with never exactly the same combination of quali
ties» This type from time to time makes adjustments in 
duties and assignments so that the work and the employees

Bureaucracy s A Challenge to Bet
ter Management (Hew York : Harper aS Brothers, I9WJ' PP*  

footnote 21»
Kosher, Kingsley and Stahl, loo*  cit.

116 Meriam, op. cit*, pp. 15*19»
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fit as closely as possible. One of the three main 
reasons why classification Acts are passed is their use*  
fulness in preventing partisan and highly personal ad
ministrators from grossly abusing their powers.It 

is well known that, in addition to national, there is 
such a thing as office,M polities.

In training. The duties analyses and the class 
specifications resulting from the position classifica
tion system are helpful as a starting point in the plan

lift ning and execution of employee training programs. 10 It 
«

is necessary, before employees can be trained, that there 
be an understanding of what the work is, and what know
ledges are required to perform it. This can be obtained 
to a large extent from position classification records 
or■processes, although it may be necessary to continue 
with more detailed analyses. The very selection of em
ployees for training is dependent upon these data.

The importance of position classification tools 
for use in developing training programs, even though they 
may often serve only as a starting point, can be better 
appreciated by the realization that frequently there may 
be no other, or better, aids. The contents of classifi-

117 Ibid. 3. 33.
118 Position Classification in the Public Service, 

op, çit., pp^7j^^.i~~see^ 
ioc.^eit., for a similar treatment.

powers.It
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cation documents are often suggestive of source material 
data, the training period required, the sequence of op
erations, and other helpful information, in the critical 
days of World War II position classification tools made 
worthy contributions to training particularly in the newly 
established war agencies where the line of work was some
times unfamilar to the recruits, and to the government 
as a wholeIt is well to remember, however, that 
skill shortage categories also develop in peace and *de
fense” periods, so that ample provision should be made 
to train in critical fields on a continuous basis. 

The significance and basic concepts of position 
classification, the drafting of Job descriptions, and an 
understanding of pay administration might well be in
cluded as part of a supervisory training program. 
According to current literature and formal public dis
cussion on the subject, supervisors who are really capa
ble of performing good supervision are all too few. This 
type of training, toward which classification can con
tribute, would pay administration well in dollars and 
sense,

Ralph M. Hogan, and Wallace M. Davis, "Find
ing Training Materials for the Hard-to-Fill Job," Person
nel Administration, Vol. 5 ( March, 19^3) PP< 3*9»

James G. Stockard, "Take a Look at Supervisor 
Training," Personnel AdministrâtIon Vol. 10 (May, 19^8) 
p, 17
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Position classification offers within its ranks 
a source for finding and developing competent personnel 
generalists, usually the greatest problem in establishing 
such an office. The generalist office is usually found 
whenever the institution served is so small or inactive 
that a functional personnel office is not required, As 
a result all personnel activities are combined in one or 
more positions. Sometimes this plan of personnel admin*  
Istration has been forced upon agencies because of Con*  
grossional or Bureau of the Budget imposition of staffing: 
ratios, or because of efforts to find ways of performing 
work with less people. The personnel office caught In 
this predicament might well consider the position class!*  
fiers In finding the solution to the problem of recruit*  
ment» As one generalist, formerly in placement and other 
phases of personnel work, stated the situations

Because position classification offers an excel
lent training ground for learning facts about jobs 
and work processes, is so important as a basis for 
the total personnel job, and is the most difficult 
personnel field to learn, it is believed that com
petent classification analysts offer a promising 
source of generalist material. However, they must 
have the breadth to recognize the importance of the 
human relations part of the personnel job,121

121 Harold L, Dickinson, "Some Problems In Estab
lishing a Generalist Personnel Office," Personnel Admin
istration, Vol. 12 (July, 1950) p. 21: see "also'personnel 
Administrât ion, Vol. 12 (November, 19 W) (A Section Meet
ing Report of 'the Society for Personnel Administration) 
P*  37.
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In loyalty program. Executive Order 9835 of 

March 21, 1947 provided for a Federal Employees Loyalty 
Program and included basic policies, instructions, and 
standards to be followed. It included, among other 
things, a "full field investigation" of applicants for 
particular positions, as may be designated by the head 
of the employing department or agency, based on the best 
interests of national security. These positions are 
generally known as "sensitive positions".The Civil 

Service Commission and the Federal Bureau of Investiga
tion give special handling to speed and thoroughness in 
checking applicants for such positions, over non-sensitive 
cases.

In accordance with requirements of the Executive 
Order, it became incumbent upon the Federal agencies to 
determine which were the sensitive positions in their es
tablishments*  Ordinarily these involved those in which 
the incumbents have access to Top Secret, Secret or Con
fidential information, and any other positions which in 
the judgment of the head of the agency are sensitive in 
character. This procedure for determining such positions 

122 Poregeneral discussion on the background, 
results and observations of the political loyalty program, 
see Mosher, Kingsley and Stahl, op. cit., pp. 481-4&7»

U. 3. Civil Service Commission. Federal Person
nel Manual, Chapter 12 (Washington : Government Printing 
Office, as revised November 20, 1950) col*  1, p*  1*  
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was only logical since the employing agencies have & 
greater knowledge of the duties to be performed than any 
other agency*

Position classification descriptions, class speci
fications, charts and reports contain information which 
could be useful in making determinations of sensitive po
sitions*  Position classifiers, being in an excellent po
sition to ascertain the character of duties and responsi
bilities, are also well qualified to advise on the types 
and locations of such assignments*  If investigation of 
a present employee should be reopened for any reason, the 
position Classifier might well aid management and his 
country by suggesting a non-sensitive position to which 
the worker could be reassigned without undue disturbance*

V*  USES IN ORGANIZATION AND METHODS WORK

In planning organisation* Since the position clas
sification system requires administrative officials to 
explain the precise duties and responsibilities of each 
position under their control, they in turn must of neces
sity decide definitely on such matters as form of organi
sation, flow of work, and delegation of various kinds and 
degrees of authority*They  must therefore plan in 
..position Classification in the Public Service, 
op*  cit*, p* For a similar statement, see Mosher/ 
Kingsley and Stahl, op*  cit*, p*  20$*
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advance the working organization and methods. Of special 
importance, they must fix responsibility for each particu
lar type of task, recommendation, or decision, which is 
one fundamental requirement of proper organization.

The planning of organization requires investiga
tion, research and analysis of the functional content of 
positions or structural units and their relationship to 
one another.125 The classification of positions involves 

the same or similar processes in the requirement to as
certain the duties and responsibilities, their relative 
strengths, and the material changes which have taken 
place in assignments. The two processes, therefore, go 
hand in hand. In a new agency it is particularly signif
icant that the personnel office must actively partici- 

l pg pate in organizational planning.

The close relationship of classification and organi
zation is expressed further in the following statements

The study and planning of organization structure 
can readily be a proached through the techniques of 
personnel administration that are employed in the 
classification of positions, , ... ........

------- Ï25” fSTan excellent article on the subject, see 
Bernard L. Gladieux, "Administrative Planning in the Fed
eral Government,* in Processes of Organization and Manage
ment, edited by Catheryn àeckïar-Hudïon (Washington.: " Pub
lic. Affairs Press, 194-8) pp. 171-188.

126 virgll L. Couch, "Ratios and Costs of Personnel 
Administration," Personnel Administration, Vol. 11 (Jan
uary, 1949) P*  18.
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The detailed analysis of positions and their 

various relationships to one another should be used 
in large part as the basis upon which to build, re
vise, and modify the organisation structure in which 
those positions function. Overlapping functions dis
covered through the classification approach suggest 
various alternative revisions of the assignments of 
duties and responsibilities. Conflicts and gaps In 
authority*  If they exist, are almost certalh to be 
revealed by the classification approach.^?

In 1939 & Presidential study!28 disclosed that or

ganisation and classification work are frequently found 
in the same division or operating unit *because they are 
so closely related that a thorough understanding and a 
proper administration of the one involves measurably a 
comparable understanding of the other.*

The classification process does not include the 
authority to prescribe organization structure, lines of 
authority, work sequences, or the number of positions of 
each kind, yet it must consider these matters and deter
mine what exists in each instance. The resulting situa
tion thus disclosed may be so illogical or wasteful as 
to require improvement in the structure, authority and 
work sequences. The official having the authority to

Reeves and Paul T. David, *Personnel 
Administration in the Federal Service : A Staff Report.* 
President's Committee on Administrative Management (W&sh- 
Tng1£ôn’T*'p^overîS^^

!2& U. S. President. The President's Committee on 
Civil ■Service Improvement. Documents an Reports' lo JW 
panÿ Report'on Civil Service Improvement. Vol. 3, pt. I 
(Report later published as H. Doe. No. 118, 77th Cong.) 
(Washington : Government Printing. Office; 19^) p. ^l.
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make the changes can then use the classification facts 
as his basic tools and the classes and class titles of 
the position classification plan to point out the changes 
and explain them to others.1^9

It is quite evident that the position classifica
tion. plan, with the processes of fact-finding and analy
sis it involves, has special contributions to make in 
solving the technical problems of organization structure. 
Also, it often has a direct, or indirect, bearing upon 
management, the force which operates through structural 
organization*  For example, in the following list of prin
ciples of organization and management,^3$ the position 

classifier, the organization and methods examiner, and 
the administrator are concerned with alls

(1) Policy should be carefully defined and Im
parted to those responsible for its achieve
ment*

(2) Work should be subdivided, systematically 
planned and programmed.

(3) Appropriate methods and procedures should 
be developed and utilized by those respon
sible for policy achievement.

(4) Tasks and responsibilities should be speci
fically assigned and understood.

..129 Position Classification in the Public Serviee, 
op# cit., pp#.?5-76*  '

130 Catheryn Seekler-Hudson, MPrinciples of Organ
ization and Management," in Processes of Organization and 
Management, edited by Seckler-^udson (Washington : Public 
ÂTRTrs Press, 1948) pp. 4°~45«
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(5) Appropriate resources (men, money, material) 

in terms of availability and priority should 
be equitably allocated,

(6) Authority commensurate with responsibility 
should be delegated and located as close as 
possible to the point where operations occur,

(7) Adequate structural relationships through 
, which to apply and flow the resources and 
through which to operate should be estab
lished.

(6) Effective and qualified leadership should stud 
each organization and each subdivision of the 
organisation.

(9) Unity of command and purpose should permeate 
the organization.

(10) Continuous accountability for utilization 
of resources and for the production of re
sults should be required.

(11) Effective coordination of all individual 
efforts within the organization should be 
achieved*

(12) Continuous reconsideration of all matters 
pertaining to the organization should be 
a part of regular operations.

Position classifiers, in order to get their own 
job done, are often forced to work outside of their main 
function because top management has failed to correct 
organizational difficulties before the start of the clas
sification process. As was pointed out by th# Director 
of the Administrative Division, Navy Bureau of Yards and 
Docks, top management should—but does not always--do its 
job first before a classification technician can do his 
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work properly.

in clarifying organization. It is surprising 
sometimes how many employees and administrators do not 
have a clear understanding of their work relationships 
to one another, even though an office has been in exis
tence for some time. The writer has encountered numer
ous occasions whereupon employees erroneously claimed 
supervision over others, or thought they worked in a 
different unit of an organization, or could not give a 
coherent outline of the objectives or operations of the 
Section. Such conditions clearly suggest a need for 
clarifying the organization.

Good organization requires, among other things, 
that delegations of authority and responsibility be 
clear-cut and well understood by those affected. De
parture from these principles are brought out in the 
open through the position classification process, and 
their correction is a substantial contribution toward 
the achievement of the objectives of an institution»^^

One of the classification tools which has been used 
successfully by an agency to graphically present and

Ol See statement attributed to Robert W. Reinhold 
under ’What They are Saying at the Society Meetings,” Per 
sonnel Administration, Vol. 12 (November, 194-9) P*  37» 
~~ ^52 Position Classification In the Public Service,
op. Cite ,
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clarify te division of work within an organisation is 
the responsibility distribution c urt#^^ ^his includes 

the specific functions performed and the part each posi
tion plays in the work operations. It involves the sys
tematic accounting for responsibility through the use of ■ 
a flow chart. Its use in the agency made relations with 
operating officials easier, reduced time required for 
conferences, and insured against gaps of unassigned re
sponsibility. The budget and planning office of the 
agency, seeing its advantages, adopted the chart as a 
regular tool in its work.

The Vice President, Personnel Administration, of 
the General Foods Corporation, has suggested six speci
fications of sound organization which should be a part 
of any personnel policy, including government and indus

try. out the the six, he has listed three which have 
to do with the role of clarification. Position classi
fication is directly involved in all three, which ares 
(1) The purpose of the organisation and each part thereof 
should be clearly defined and explained, (2) Every posi
tion in the organization should be described in writing, 
and (3) A clear and well-understood line of authority

^33 John J. Kennedy, and Frank J. Waldenfels, "The 
Responsibility Chart ; A Classification and Administrât! ve 
Analysis Tool." Public Personnel Review, Vol. (October, 
1943) pp. 254-229:

134 Spates, loe. cit.
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should run from the top to the bottom of every organi
sation,

in improving organization. An organization usu
ally begins to change as soon as it is set up, Substan
tive functions en I structural alignments shift to meet 
the needs and demands of the moment. These pressures 
may be either personal or impersonal, or both, Kore of
ten they are prompted by a desire to improve the present 
arrangement*  The process of organization is continuous 
and dynaml c «

The logical procedures and analyses of duties, 
responsibilities and qualifications conducted through 
the classification process disclose facts “which serve 
classification and organization purposes equally.n Dis
cussion of the organizational defects with appropriate 
officials, supplemented by the dire consequences which 
the enterprise is or may be suffering, should lead to 
their correction. Some of the more common defects dis
covered through operation of the classification plan 
are ins ^6

supervisory relationships 
flow of work

Russell Robb, “Organisation as Affected by 
Purpose and Conditions,“ in Processes of Organization and 
Management, op, clt., pp. 11^-1^*
" Position Classification in the Public Service,
op. cit., pp*
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orga.nlnation strueture 
locations and boundaries of responsibilities 
work-s equencee 
number of positions 
assignments of work 
delegations of kinds and degree of authority 
relationships between positions not supervisory 

to each other
over-lapping duplication and gaps in responsi

bilities
number of supervisory levels 
span of control
A review of some other works of well-known authors 

in the field of administration discloses the following 
information and opinions on the improvement of organisa
tion through classification. Shortly after the Classi
fication Act of 1923# Lewis Cerium briefly stated in an 
article that one of the uses of classification was that 
it revealed weak spots in organisation*authori 
ties, in their revised edition of 194^» stated about as 

briefly that it improved departmental organisation and 
management♦^^In the third edition of their book, joined 

by 0. Glenn Stahl,^9 a broader listing covered the 

following aids of position classification to organisation:

"The Uses of a Personnel Classifica
tion in the Public Service,” op*  cite, p. 219« 

138 Mosher and Kingsley, op. cit., p. 437*  
^9 Mosher, Kingsley and Stahl, op. cit., p. 215»
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(a) establishment of uniform job terminology, (b) place
ment of responsibility in each position, (o) providing 
basis for translating needs for positions into fiscal 
terms, thus facilitating budgetary procedures, and (d) 
uncovering matters of duplication, inconsistency, and 

the like.
In controlling organization. An analysis of the 

problem of government personnel resulted in the conclu
sion t- at one of the two major uses of classification was 
to maintain,, and therefore control, a pro per organisa- 
tion.^Q A proper organization, it was pointed out, 

meets' three requirementss first, an adequate number of
positions in each type of work; second, internal rela
tionships which prevent misassignments of positions; and 
third, training posts in types of work where competence 
depends on departmental knowledge and experience. Fail
ure to meet these requirements causes poor management. 
For example, an insufficient number of scientific re
search positions can only result in the work being neg
lected*  In addition, scientific men in administrative 
positions will be prevented from pursuing the slow and 
patent methods of research while, at the same time# ad
ministrative work may suffer; and it is a deplorable sit
uation whereby future administrators must enter as office 

iW W1Imerding, op. pit., PP. 35-37.
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boys and be trained in routine habits rather than in 
creative thought, to the detriment of their abilities*

A thought-provoking discussion of a few years 
ago suggested whereby standard position descriptions may 
serve management in several ways when it became necessary 
for an agency to centralize various activities or stand
ardize its field and departmental offices*Such  po

sitions result from a thorough analysis of functions and 
units of an organization. Close cooperation is essen
tial between administrators, organization examiners, and 
position classifiers in order to properly ascertain the 
contents and relationships of positions. Thus, an em
ployee doing a job, designated by an authorized title, 
will carry on essentially the same tasks no matter with
in which organizational unit or geographic area he may 
be assigned. . Such an arrangement enables management bet
ter to establish standards of performance, control organ
ization, and achieve its goals*

In Management Improvement Program* The United 
States Congress formalized the management improvement 
plan and awards program of the Federal government*  

The plan requires, among other things, that each depart
ment make systematic reviews of the operations of its

Kosiak, loc*  cit* 
see Title X of 6 ü. S. Stat, at L. (1950) 

971.
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activities, functions, or organization units on a con
tinuous basis in order to determine the units that are 
outstanding in efficiency and economy, and to identify 
and reward with cash the employees and supervisors who 
have contributed so much toward achieving the higher 
standards.

Here again, the close relationship of classifica
tion to positions, activities, functions and organization 
structure afford an opportunity to serve as a tool of 
management» It is quite common toat classifiers receive 
recommendations to upgrade positions only to discover, 
upon investigation, that the proposals are based upon 
efficiency of the workers rather than on increased duties 
and responsibilities. Knowledge of particular achieve*  
men ts of individuals in effecting economies also come to 
light through classification recommendations. Spectacu
lar accomplishments by entire organization units, and 
their identity, may be discovered through techniques ap
plied in the classification of positions. These matters, 
coming to the position classifier through the nd.sunder
standing by the administrators of the purposes of clas
sification or through incidental knowledge obtained in 
connection with proper recommendations, should be refer
red to the proper officials for consideration in the man
agement improvement program. Additional help of an 
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analytical or suggestive character may well be included 
with the referral.

A statement of management improvement activities 
aimed at increasing tae effectiveness, efficiency and econ 
omy of operations was required to be submitted with bud
get estimates for the first time to cover fiscal year 
1951*  Bmphasls was placed on substantive operations,
rather than on "housekeeping" activities. Examples of 
the type of operating problems included are: failure of 
activities to accomplish program objectives; overlapping 
or contradictory services to the public; increasing back
logs; and excessive staff turnover. By way of discovery, 
referral and helpful suggestion the position classifiers 
may aid management here in much the same manner as in 
the cash awards program*

In the management improvement program, with its 
recent emphasis on work simplification and organization 
studies, the classification survey represents the main 
area of coordination. This is due to the reason that 
the position description identifies the distribution of 
work assignments as well as serving the basis for evalua
tion» The clarifying role of the classification survey

Ï45 'bureau of the Budget, Bulletin No*  50*2  
"Programing of Agency Management Improvement Activities.* 
(Washington; August 1, 1949) 2 pp.

144 G, Heed, ^Streamlining the Glassifica
tion Process," Personnel Administration, Vol, 14 (May, 
1951) p. 23.
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is particularly beneficial*

VI. SUGARY OF USFS

In general administration*
Position classification has been proclaimed use*  

ful, to some degree or other, in line administration 
through various ways. Some of these uses may be inter
preted as applicable in the same ways to two or more 
staff functions as well*  The uses generally proclaimed, 
but in piece-meal fashion, are: (1) in establishing uni
form occupational terminology; (2) in providing a formal 
system; (3) in administrative research; (W in clarifying 

jurisdiction of political branches; (5) in conducting 
public relations; (6) in clarifying management objectives; 

(7) in distinguishing between wage and salaried employees 
for pay and related purposes*  
In budget and fiscal administration*

The uses of position classification in budget ad
ministration have been set forth as follows: (1) in the 
development of cooperative relations among officials; (2) 
in the establishment of budgetary controls; (3) In the 
presentation of requests for funds; and (4J in the ex

pansion of the lump-sum appropriation practice. The uses 
in fiscal administration have been proclaimed thusly: (1) 
in providing the base for pay plans; (2) in ^distinguishing
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between grade and salary advancement plans; (3) in grant*  
inf. equitable salary treatment to formerly excepted employ*  
ees brought under the system for the first time; and (W 

in preventing salary withholding embarras s ment. 
In personnel administration#

Position classification serves other phases of 
personnel administration in more ways than it does any 
other staff function. It has been proclaimed useful as 
follows: (1) In the testing process; (2) in the certifi
cation process; (3) in the recruitment and selection 
process; (W In induction and orientation; (5) in pro*  

motion and transfer; (6) in placement and reassignment; 
(7) in performance rating; (8) in preventing.excessive 
turnover; (9) in employer-employee relationships; (10) 
in training; and ( 11) in the loyalty program. 
in organisation and methods.work#

Recognised authorities have proclaimed that a close 
relationship exists between position classification and 
organisation and methods work# Both can be supplemented 
by the other, The supplemental aids furnished by post*  
tion classification, or the uses, are as follows: (1) in 
planning organisation; (2) in improving organization; (3) 
in controlling organisation; and (W in conducting the

Management Improvement Program authorized by Congress »
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A QUSBTIuKMIRE STUDY

The aim of this chapter is to set forth the pro
cesses and the results of a fact-finding study conducted 
by the writer, through the means of questionnaires, to 
test, in the practical operation of various Federal agen
cies, the current validity of the uses claimed in Chapter 
III. This involves an explanation of the purposes en
tailed, the types of questionnaires used, the methods of 
approach followed, the information obtained, and the an
alyses arrived at*

1. PURPOSES OF THF STUDY

In Chapter ITT a number of administrative advan
tages to the line functions of management were discussed 
which various advocates and observers of position classi
fication claimed were either automatically set in motion, 
or could be attained, by its installation and operation. 
In addition a number of uses which were being made, or 
that could be made, of position classification to facil
itate and supplement the separate staff functions of 
budget, fiscal, organisation and methods, and other 
phases of personnel were pointed out as set forth In 
rather general terms by these same advocates, or others♦
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Very little specific, substant5£1, research proof has 
been presented in any public writings to support or re*  
fute these general statements, so often made in a tone 
of finality. The same or similar opinions on the uses 
of classification sometimes have been repeated, however, 
and individual experiences pertaining to isolated in*  
stances occasionally have been related*

Contrary to the advantages set forth, there have 
been criticisms leveled against the position classifica
tion system. These criticisms have attacked both its 
operation and its utilization. Some of the censures 
have been made by people who were in favor of the ob*  
jectives of the system but interested in its continued 
improvement, and some apparently have been made by per*  
sons neither in favor of the plan nor its continuance» 
As in the case presented for the advantages of position 
classification, very little proof, other than general 
conclusions and explanation, or isolated incidents, has 
been promulgated to support or refute the criticisms 
made.

The general purpose of the study was to subject to 
a test some of the claims made of the usefulness and ef
fectiveness of position classification by making inquiry 
of people employed in the Federal government whose daily 
work qualifies them as sources of competent authority.
All the claims were, not tested thusly because it was felt
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the large number of questions required to do so would 
discourse replies. Further, on the theory of sampling, 
it did not seem necessary to test all the claims in 
order to obtain a valid basis on which to draw both gen
eral and specific conclusions. Is position classifica
tion a tool of management, or have we merely come to 
assume it is valid through unquestioned use? Is the po
sition classification program itself effective? The 
study may be considered as an answer, at least a partial 
one, to these questions.

Ko re specifically stated, the purposes of the 
questionnaires were four-fold: (1) to determine the de
gree of various attitudes held by a group of line sup
ervisors and administrators toward (a) the process of 
classifying positions, and (b) the extent to which clas
sification has achieved uniform occupational terminology 
in communications; and (c) to identify the above group 
as falling above or below 10 years of service, and the 
extent and significance to which the positions occupied 
were administrative or professional in character; and 
(2) to determine the extent that a representative group 
of staff officers feel position classification la being, 
or could be, utilized in assisting them to carry out 
their substantive responsibilities; (3) to determine the 
degree of some attitudes held, and practices experienced,
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by position classifiers (a) which would have a bearing 
upon some of the criticisms of the operation of the 
system made by line supervisors and administrators, (b) 
which would have a bearing upon the use, or lack of use, 
which is made of position classification by other staff 
officers, and (c) which would bring forth their expres
sions on certain techniques, both current and in trans
ition; and (Ip to ascertain the viewpoint of both the 

line and staff officers questioned, as separate groups, 
as to the degree they believe the classification process 
is an aid to management in attaining the over-all object!*  
ves of the organization.

11. TYPB3 OF QUESTIONHAIRrS AND RECIPIENTS

The questionnaires contained inquiries designed 
to educe opinions and facts, based upon the experiences 
of the recipients, which would accomplish the purnoses 
of the study. None of the questionnaires were purely of 
a fact-finding or attitude character, but all were mixed 
in this respect. All the questionnaires contained eleven 
inquiries except the one on general administration, which 
included twelve.

The recipients of the questionnaire on general ad
ministration were bureau heads, and their subordinate 
chiefs of divisions, branches and sections engaged pri-
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maflly in line operations. The recipients of the other 
questionnaires were subject matter specialists, includ
ing both the bureau and agency levels, in their staff 
fields of budget, over-all personnel, organization and 
methods, and position classification.

The recipients were employees of five agencies 
in the Washington area, including 20 of their component 
operating bureaus and four of their top level staff of
fices, Due to the centralized organization of the Vet
erans Administration, where in a considerable amount of 
staff and operating workis performed in the Nation’s 
capitol, all the offices included there were considered 
on the bureau level for purposes of tnis study. A list 
of the agencies and the bureaus or offices which were 
subjected to the inquiry, follows:

Department of the Interior 
Office of the Secretary 
Bureau of Mines 
Fish and Wildlife Service 
Bureau of Indian Affairs 
National Park Service

Department of the Navy 
Office of the Secretary 
Bureau of Aeronautics 
Bureau of Ordnance 
Bureau of Ships 
Bureau of Yards and Docks

Department of Commerce^ office of iwc sects 
Bureau of Census
Civil Aeronautics Administration
Patent Office
Weather Bureau
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Department of Agriculture

Office of the Secretary
Production and Marketing Administration
Rural Electrification Administration
Forest Service
Office of Plant and Operations

Veterans Administration
Office of Assistant Administrator for Construction, Sup

ply and Heal Estate
Office of Assistant Administrator for Contact and Admin

istrative Services '
Office of Assistant Administrator for Personnel
Office of Assistant Administrator for Claims

III. TRE COMPILATION, TRANSMITTAL AND RETURN 
OF QUESTIONNAIRES

A review, involving considerable research in pub
lic, institutional, and agency libraries, was made of 
all available literature. Periodicals, books, pamphlets, 
newspapers, etc., wore consulted for information relative 
to the thesis topic. Discussion was held with a few 
specialists in the fields of budget, finance, personnel, 
classification and organisation. Keeping this in mind 
as a background, a selection was made of the various 
types of effectiveness and uses which were to be tested*  
In formulating the questions, allowance was made for ex*  
pressing various degrees of reply ranging, in general, 
from one extreme of "no opinion" to such other remarks 
as "yes, always", or "outstanding* " Opportunity was pro*  
vided at the end of each questionnaire for any comments 
the recipient felt inclined to make.
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After compiling the questions, detailed prepara

tion was made to select the specific recipients and for
ward the questionnaires to the appropriate offices. Cov
ering memoranda^ were composed and transmitted with each 

questionnaire which explained the purpose of the inquiry, 
identified the capacity in which the writer was making 
the study, stated that neither the name nor position ti
tle of the recipient would be used or disclosed to the 
public in any manner, and asked for cooperation. The 
United States Government Organization Manual 19^0-51 
was helpful in identifying the people and their positions 
at the agency level, although even in this area the in
formation was not complete. It was of very little assist
ance at the bureau level. Complete information as to 
names, position titles, room numbers, street addresses, 
and agencies were obtained, however, from the respective 
agency telephone directories. The recipients were se
lected entirely on the basis of their fields of work as 
evidenced by the listings in the Manual and the director
ies, and for applicability of their work to the types of 
questionnaires involved, rather than from a personal 
standpoint.

The recipients were encouraged in three ways to 
complete and return the questionnaires, First, they 
were specifically told that no request was being made for 
------- r

See Appendixes A, B and 0, 
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them to sign the papers, thus stressing anonymity and 
allowing the greatest latitude for freedom of expression*  
Second, stamped envelops with the return address of the 
writer were enclosed for convenience*  And third, they 
were informed that the study would not reflect th® atti
tudes or conditions in their agency or bureau, but instead 
would represent the over-all picture resulting In the 
collective returns from the several agencies.

IV. R8PLIBS OF 0RN8RAL ADKIMISTRATORsZ

The ^Questionnaire for Administrators on the Po
sition Classification System and its Relationship to Cer
tain Phases of General Administration*̂  was sent to 60 

people, all at the bureau level and designated herein as 
"recipients#*  Thirty, or 50 percent, returned it with 
answers and these have been designated as “respondents* ” 
For purposes of calculation, those who indicated "no 
opinion” to some questions but took a stand on others 
were counted a® respondents, or replies, In all instan
ces*  Eleven questions were asked, not including the sin
gle cross-section inquiry made of all the recipients 
engaged in both line and staff work, and these eleven 
are presented below with the replies and other information 
"" ' ^ ' ^ee supra, pp*  106-107 for identification*

3 See Appendix D for sample of first page.
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Tabulated results.

1» (a) Do you feel that position classifiers, be
fore classifying existing positions, give the incumbents 
an opportunity to explain the duties, res ponslblÏ£t1®s,~ 
and qualifications required?

: ho.; % %
yes, always T TTY '35
yes, very often : 7 = 23 1/3:
yes, often : 6 : 20 :
yes, but seldom : 6 : 20 %
no, never ; 0 : 0 :
no opinion : 0 ; 0 ;

Total FTrrmy

All of the administrators and supervisors who re
plied, or 100 per cent of the respondents, answered ’’yea^ 
to varying degrees. Four-fifths, or 80 per cent, Indica
ted a high frequency rate ranging from "often" to "al
ways. " The remainder felt tnat the low frequency rate 
of "but seldom" expressed the situation more appropriate
ly. Thus, it was shown that not only were the position 
classifiers interviewing the incumbents before classify
ing positions, in the opinion of line administrators, but 
also that 80 per cent of the line officer respondents 
felt that they were very active in this respect.

(b) Do you feel that position classifiers, before 
classifying positions, give supervisors of the incumbents 
an opportunity to explain theautl , responsibllities, 
and qualifications required?

: ho. : :
yes, always t T?'Y '$6 2/3:
yes, very often : 8 : 26 2/3:
yes, often : 3 : 10 x
yes, but seldom : 2 : 6 2/3:
no, never : 0 : O' :
no opinion : 0 : 0 ;

Total : 30 2100 •
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All of the respondents, or 100 per cent, answered 

"yes" to the question. Over one-half checked the degree 
"always"—a greater number than marked the same degree 
in #1(a)—indicating that supervisors are contacted some
times when the incumbents are not. Over nine-tenths, or . 
93 1/3 per cent, indicated a high frequency rate ranging 

from "often" to "always" whereby position classifiers 
give supervisors an opportunity to explain the duties 
prior to classifying the jobs.

2. Do you feel that administrators adjust an other
wise desirable organizational or procedural pattern in 
order to justify higher grade allocations?

8 No. 8 % :
yes, always 5 0 8 0 :
yes, very often : I : 3 l/3«
yes, often : 6 : 20 :
yes, but seldom 8 16 8 53 1/3:
no, never : 5 : 16 2/3:
no opinion : 2 : 6 2/3:

Total $ 30 $100 :
This is a management question. It is therefore 

discouraging that 76 2/3 per cent of the replies, or 

three -four ths, were in the affirmative to varying degrees. 
On the other hand an encouraging note was sounded, in 
so far as this study is concerned, in that slightly less 
than three-fourths of the replies, or 70 per cent, in
dicated a low frequency rate ranging from "seldom" to 

"never" at which an otherwise desirable organisational 
or procedural pattern was changed in order to justify
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higher grades*

3*  How much confidence do you have in the com
parative ability of your own Bureau position classifiers 
and those of your Department or of the Civil Service 
Commission?

Total

same confidence in all
more confidence in Bureau
more confidence in Department
more confidence In CSC

: Ho. : .
rw"FTfi7J
: 11 : 36 2/3 
$ 0 $ 0
: 3 : 10 :nrfiSQ—%

All recipients of the questionnaire were currently 
employed at the bureau level*  It is therefore somewhat 
significant that the preponderant number of replies Indi
cated equal confidence in the ability of the classifiers 
at all three levels, over one-third favored those work
ing in the bureaus, and none showed greater faith in the 
Department, even preferring the Civil Service Commission 
to a small degree.

4*  Do you feel that position classifiers give ade« 
quate-to-you explanations of the position classification 
system?

. 2k---Lyes, always : b : 20 :
yes, very often & 6 : 26 2/3?
yes, often : j : 10 :
yes, but seldom : 9 : 30 :
no, never : 3 : 10 :
no opinion : 1 : 3 1/3:

Total T3TTI^
Over four-fifths answered in the four affirmative 

degrees tending to create the illusion of a healthy situ-
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ation. This response is clouded, however, by a substan
tial minority of two-fifths, or ^.O per cent, who indica

ted the explanations were given at a low frequency rate 
of "seldom" or "never.!f One respondent stated, "There 
is no fully adequate explanation" (of the position classi
fication system).

5*  Position classification standards are prepared 
in order to establish criteria against which positions 
will be allocated. Does it appear that writers of posi
tion, classification standards, prior to issuing them for 
official use, give job incumbents who perform the work 
involved in the standards, an opportunity to explain the 
duties, responsibilities and qualifications required?

• No.î . ÿ %
yas. always : 10 : 33 Vp*
y*s, very often : 4 : 13 1/3:
yes, often b : 20 V
yes, but seldom < 3 : 10 :
no, never I î 10 î
no opinion : : 13 1/3:

Total 35 :1ÔÔ •
Three-fourths of the respondents, or 76 2/3 per 

cent, answered "yes" to the question, and the two-thirds 
who checked the upper degrees, representing a high fre
quency rate, are an indication that the standards program 
does involve active participation by administrators .

6. (a) In general, does it appear that the Federal 
classification system achieves the principle of "equal 
pay for substantially equal work"?

yes
no
no opinion

Total

: No.: . % . :
« 19. « 63W
: 9 : 30 :
: 2 : 6 2/3: nriw^
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The principle stated above is a primary objective 

of the position classification system. On the basis of 
the returns, approximately two-thirds of the line admin
istrators felt that the system achieves this objective, 
while about one-third did not—a substantial minority.

(b) If your answer to 6(a) is "no", do you feel 
that the present classification system should be retained 
in general but strengthened in order to achieve equal pay 
for substantially equal work?

yes 
no : 0 î 0 :
no opinion : 1 : 11 1/9 ;

Total % $
Out of the 30 per cent in 6(a) who answered "no", 

consisting of about one-third who felt the principle of 
"equal pay for substantially equal work" was not being 
achieved, approximately nine-tenths nevertheless were in 
favor of continuing but strengthening the system. No one 
felt inclined to discard position classification.

(c) If your answer to 6(b) is "no", can you suggest 
at this point how it may be strengthened?

Since none of the 9 respondents answered "no" in 
6(b), this question did not require an answer. One re

spondent with less than 10 years service, however, 
stated, "In higher brackets, especially OS-12 to 15, 
bring standards up to general business pay scales." It 
is apparent that he had reference to revising the pay 
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scales rather than the classification standards, and he 
may be confused as to the relationship between the two 
systems.

T. (a) Has the authority for making final grade 
allocations of positions been delegated in part or in 
entirety by the Department to your Bureau?

: % :ye. :19 ; "6'3 V^'
no : 3 : 10 :
don’t know : o î 20 $
no answer given ; 2 $ 6 2/3%

Total r# : RM :

About two*thirds  of the replies showed some de*  
gree of delegation to the bureaus by the departments for 
position classification. One-tenth indicated no delega
tion whatever had been made, one-fifth did not know the 
extent of delegation to the bureaus, and about one
twentieth failed to reply». Although no provision was 
made in the questionnaire for the "no answer given" cate
gory, it is shown in the results to Indicate the complete 
status of the returns*

7*  (b) Does the position classification office 
usually act on proposed grade allocations fast enough to 
satisfy you as a supervisor:

(1) when authority for making final grade 
allocations is exercised within the 
Bureau by virtue of delegated author
ity from the Department?
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yes
no
don*t  know
no answer given

Total

:No. : ÿ :
—•

: 9 : 26 2/3:
: 5 : 16 2/3:
: 2 : 6 2/3:

One-half of the questionnaire respondents indica
ted satisfaction with the rate of sneed grade allocations , 
are made within the bureaus• The slightly over one-fourth 
who proclaimed dissatisfaction gives rise to the belief 
that service needs to be improved in order to render 
quicker action.

7. (b) (2) and also when authority for making 
final grade allocations is exercised 
by the department, such authority not 
having been delegated to the bureau?

yes 
no 
don’t know 
no answer given

Total

* No. : 
:8s

:
35 275:

Here again, as in question #3> the replies indica
ted greater satisfaction with the classification program 
at the bureau level t an at the departmental level. Only 
slightly more than one-fourth appeared satisfied with the 
rate of speed grade allocations are acted on by the depart
ments, while close to one-third registered disapproval. 
The approvals were fairly balanced by the disapprovals of 
the time taken by the departments to act, whereas a defi
nite showing of greater satisfaction than dissatisfaction
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was displayed in 07(b)(1) of the rate in which the bureaus 
rendered decisions.

8, Do you 
system restricts 
for professional 
adml nistrator?

feel that the position classification 
recognition of the appropriate grade
positions which are supervised by an

yes, 
yes, 
yes, 
yes#

always
very often 
often
but seldom

(FT
10 :

: 7 : 23 1/3:
: 6 : 20 :

no, never 
no opinion

Total 3TTRRT

26 2/3
20

The bare preponderance of affirmative replies made

: 8

representing 53 1/3 per cent of the respondents, indiea- 

ted to varying degrees of occurrence an opinion that 
grades of professional positions were restricted by those 
of administrative supervisors. Slightly over one-fourth 
answered "no, never" and one-fifth "yes, but seldom", 
collectively representing a low frequency rate close to 
one-half, or 1^6 2/3 per cent, of the returns*  One-third— 

a substantial minority—expressed a high frequency rate 
ranging from "often" to "very often»*

9» One of the purposes advanced for the position 
classification system is to provide uniform occupational 
terminology for use in communications* To what extent 
do you feel this objective has been achieved in communi
cations of a line nature?

:3b. : % _ :
very much
little : 5 : 16 2/3s
very little : 4 : 13 1/3:
no opinion «. 10 : 33 ,1/^»

Total : 30 S100 :
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Two-thirds of the respondents expressed an opinion 

on the question, all affirmatively. Slightly more than 
one-third felt that the objective of using position clas
sification to establish occupational terminology in line 
communications had been achieved at a high degree of 
"very much", while slightly less than one-third—a sub
stantial minority of 30 per cent—indicated that a low 
degree of "little" or ^very littlen success had been rea
lised*  One-third checked "no opinion" which indicated 
they had not concerned themselves with this use of clas
sification*

10» (a) Do you feel that, on the whole throughout 
the Federal government, the position classifiers have 
enough support from management in order to do the best 
job?

% No*; . %, :
yes, entirely : 12 : q_0 J
yes, almost $ 7 î 23 1/3î
no = 7 : 23 1/3$
no opinion : 4 : 13 1/3:

Total
Only two-fifths of the respondents felt that 

"entirely" enough support was given by management to en
able position classifiers to do the best job. Those who 
replied "almost", combined with those in the "entirely" 
group, represent more than three-fifths who indicated a 
high degree of support by management, but not necessarily 
the Ideal*  On the other hand, if "almost" were considered 
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an unsRtlBteetory situation since it does not reach what 
may be considered the ideal of "entirely”, the two 
groups of "almost*  and "no” could be combined to represent 
over two-fifths, or 46 2/3 per cent, who reported an un

favorable condition or low degree of support by manage*  
ment. Slightly over one-tenth did not reply.

10. (b) To do an adequate job?

:Ho. % 2
yes, entirely ♦ 7 : 23 1/3:
yes, almost 11 : 3$ 2/3:
no » 5 : 16 2/3:
no opinion ; 6 : 20 :
no answer given 

Total
1

30

Only about one-fourth of the respondents felt that 
management gave "entirely" enough support in order that 
position classifiers could do an adequate job. The com
bined "almost" and "entirely" groups represent exactly 
three-fifths who indicated a high degree of support by 
management. As pointed out in #10(a), if "almost" were 
considered somewhat deficient in that it is something 
less than what may be considered the ideal represented 
by "entirely", the combined "almost" and "no" groups would 
represent more than half the respondents, or 53 1/3 per 

cent, who indicated a low degree of support. One respon
dent who answered "no", added by way of comment, "There 
is too much interference by management." No clue was 
given as to why almost one-fourth of the respondents 
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failed to answer this particular question. The "no 
answer given" category was not included on the question
naire but has been added here to reflect a full picture 
of the re turns.

11» (a) Have you been in the Federal service 10 
years or more?

yes
no : 3 : 10 :
no answer given : 1 : 3 1/3:

Total
Over four-fifths of the respondents had been in 

the Federal service 10 years or more, which appears to 
qualify them to participate in the test which was made. 
Only one-tenth indicated they had less years of service.

11» (b) Do you occupy 
istrative position?

professional 
administrative 
both
no answer given 

Total

a professional or an admin-

:No, s . s, r-TTTTtpr 
: 17 : 56 2/3: 
: 7 : 23 1/3: 
$2:6 2/3:

The study showed that over one-half of the respon
dents held purely administrative jobs, and slightly less 
than one-fourth held positions of both a combined admin
istrative-professional nature, thus collectively repre
senting four-fifths of the total, or 80 per cent. Sli
ghtly more than one-tenth held purely professional jobs
which, when combined with those of both an administrative



www.manaraa.com

122
professional nature, collectively represent more than 
one-third of the total, or J& 2/3 per cent, in which pro

fessional responsibilities were vested.

Written comments.
One person—a Section Chief— received a question

naire but was not counted as a respondent because she 
wrote a brief letter instead of returning the completed 
form. She stated:

The duties and responsibilities of my position 
give me no opportunity to become aware of the func
tions, responsibilities and mechanics of operation 
of the position classification system in the

Obviously, both management and the personnel of
fice have failed in this case to carry out their respon
sibilities and make known to the supervisor her full 
duties, • and she has indicated a lack of initiative.

Following, and numbered in order to better distin
guish one from another, are quoted general comments made 
by the respondents:

1. I believe that almost all job descriptions that 
have come to my attention have had entirely too much 
meaningless 'gobbledegook” in them, and suggest attem
pts to "blow up” the Job description so it will sound 
more impressive*  I have noted a definite lack of pos
itive, clear, and concise statements in job descrip
tions. Most would mean a lot more if they were trim
med about

2*  Our chief criticism is that some classifiers 
are not as objective as we could wish (our opinion)*

( Underscoring represents name of bureau*



www.manaraa.com

123
3*  Believe position classification attempts to 

back up "equal pay for equal work," that it does not 
completely succeed, t. at its failures are often due 
to "pressure" by staff and operating officials in 
forcing jobs and grades thru the classification of*  
flee, and that it has little opportunity, in the face 
of resistance, to do much in the area of your ques
tion 11.5

4. In spite of the fact that classification is 
an aid to management and worker there is much room 
for improvement. The classifier frequently fails to 
give full consideration to the problems involved in 
the job and interprets the duties performed by ear 
phasizing the lowest levels and disregarding the 
more difficult aspects, Possibly because the classi
fier has not received his basic training in the oper
ational phases, of the work he is inclined to over
emphasize staff positions and minimize the importance 
of operating jobs. He is also inclined to adhere 
too closely to job specifications and overlook the 
problems involved in the particular job.

5» Position classification is o. k. as far as it 
goes. Too much of a priesthood*  Personally, I like the old-fashioned hiring hall system.5

6. Classifiers often put themselves in the position 
of trying to perform management * a job. Classifiers 
usually are not engineering personnel, therefore 
they are not qualified to classify professional jobs.

7*  Civil Service Commission standards and termin
ology are so inflexible that good organization and 
employee utilization, or strict classifications, 
must be compromised.

Management seldom does any positive planning 
of a scientific nature with respect to either organ
ization or employee utilization, of necessity the 
classifier must concern himself with these matters— 
for which he has no responsibility—which puts him 
in the middle between top management and the super
visor and/or employee. Classification operates

5 Question 11 was the over-all cross-section 
question dealing with classification’s aid to management, 
which is considered infra, on pp. 17O-17U»

6 This entire statement is somewhat puzzling 
since the respondent answered "yes” to question yb(a), 
«no, never" to #8, and "entirely" to both #10 (a) and 
#10(b).
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satisfactorily whenever management does its job.
8. Head of one section and acting head of another 

section*  Both jobs are GS-12, but no compensation 
has been received in addition for responsibility of 2 sections*7

V*  REPLIES OF BUDGET OFFICERS

The "Questionnaire for Budget Officers on the Po
sition Classification System and its Relationship to Cer
tain Phases of Budget Administration"® was sent to 20 

people designated as "recipients.” Four, or one-fifth, 
were at the departmental or agency level, and sixteen, 
or four-fifths, were at the bureau level, Fifteen, or 
75 per cent, completed and returned the inquiry and have 
been designated as "respondents,” Ten questions were 
asked, not including the single cross-section inquiry 
made of all the recipients, and these ten are presented 
below with the replies and other information*

Tabulated results*

1*  Official position class titles are established 
by the Civil Service Commission in published standards 
to "denote a group of positions which are sufficiently 
similar in kind of work, level of difficulty and respon
sibility, and qualifications required." Examples of 
such position class titles are : Procurement Officer GS- 
333*12  for one class, and Safety,Engineer GS-ÔO3-12 for 
a different class, Bureau of the Budget Circular No. A- 
11 of September 22, 1950, however, requires the use of 
operating titles in budget preparation*  Both types of 
titles actually are found in the budget estimates.

7 This situation requires action by management, 
and then position classification.

® See Appendix E for sample of first page.
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Therefore,

Do you feel that the use of official Civil Service 
titles contribute to a greater understanding in the bud
get process t an th® use of operating titles such as Chief, 
Procurement Division GS-12, or Regional Safety Engineer 
GS-12? '

:^o$ : # _ :
yes, greater T
same ' : 2 : 13 1/3
- ,.,.1

Approximately three-fourths of the replies were to 
the effect that official Civil Service titles contributed 
less to an understanding in the budget process than the 
use of operating titles. The fact that the illustrations 
of operating titles given above were at the GS-12 grade 
level rather than GS-^ or OS-5 may have accounted, In 

part, for the resultant percentages. In this connection 
one respondent drew a distinction and added that he felt 
the Civil Service titles made the greater contribution 
in lower grades, but that the operating titles were of 
more significance in the higher grades, ”especially from 
GS-14 up,n

2. To what extent are official class titles which 
have been established by the Civil Service Commission, 
and which are used by your agency in position classifica
tion and pay roll activities, also used in budget prepara
tion?

always 
very much 
much
very little 
none 
no opinion

rp-yw 
: 4 : 26 2/3t 
t 5 i 33 1/3t
: 3 : 20 , 
; 2 : 13 1/3 
: 0 5 0

Total



www.manaraa.com

126
Slightly less than nine-tenths, or 86 2/3 per 

cent, replied that Civil Service titles were being used 
in budget preparations. Exactly two-thirds of the re
spondents reported a high frequency rate ranging from 
"much" to ”always” in which official class titles were 
used in budget preparations. Exactly one-third—a 
substantial minority—stated that a low frequency rate 
of "none" or "very little" use was made of the Civil 
Service titles in budgets.

3*  Does there appear to be a tendency now to 
use Civil Service position classification titles for 
budget purposes more than in past years?

yes
no
no opinion

Total

ryns* —- 
: 11 : 73 1/3: 
: 1 : 6 2/3: ~'ïr-'TO "•

approximately three-fourths of the respondents In
dicated there was no tendency to use Civil Service titles 
more than in past years, although one-fifth reported 
there was such a trend. This may be an indication that 
the budget officers are following the Bureau of the Bud
get regulations more than the pertinent provision con
tained in The Classification Act of 1949"

4» (a) In budgetary administration, is it necessary 
to establish a means of control to insure that the will of 
the appropriating body in authorising positions of certain 
kinds and/or numbers will be carried out?
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:No. : ;t . :

always : 3 8 20 :
very often : 4 : 26 2/3:
often : 1 : 6 2/3:
very seldom : 6 : W , :
never : 1 : 6 2/3:
no opinion : 0 : 0 :

Total 7Ï5 xlOO :
Slightly more than nine-tenths, or 93 1/3 per 

cent, felt that some control was necessary, and slightly 
more than half, or 53 1/3 per cent, indicated a high 

frequency occurrence ranging from "often" to "always.” 
Over two-fifths, or ^6 2/3 per cent, indicated a low 

occurrence rate ranging from "very seldom" to "never.n

(Please reply unless your answer to the 
above is "never.") Is there a need for stronger controls 
in this respect wulch will require closer collaboration 
between budget and classification officers??

8 No. : % =
yes, a great need ; 20 :
yes, & small need : 6 2/3:
no need 5 10 : 66 2/3:
no opinion 8 1 : 6 2/3:

Total :" 15 :1% :
Two-thirds felt there was no need whatsoever for 

stronger controls that would require closer collaboration 
between budget and classification officers. On the other 
hand, it appears significant in this instance that slight
ly more than one-fourth reported a need, with one-fifth 
expressing "a great need" for closer collaboration. 
"'"' $ The respondent who answered "never" to ;%(a)
also replied to ^(b^, which accounts for 15 instead of 
14 replies.
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5% In Federal budgetary administration, Is use 

made of position classification titles and grades in 
giving a position control organisation picture of dif
ferent operating units?

yes, always
: Ro* : % :
wr b èw

yes, very often : 2 $ 13 1/3$
yes, often : 8 : 53 1/3$
yas, but seldom : 3 : 20 :
no, never 5 0 t 0 :
no opinion

Total
: 1 : 6 2/3$ 
nrnoo =

Slightly more than nine-tenths, or 93 1/3 per 

cent, reported that use was being made of position classi
fication titles and grades to give a position control or
ganization picture of different operating units*  Almost 
three-fourths indicated a high frequency range from 
"often" to "always," Ko one indicated a total disregard 
of the use.

6* (a) Would it aid the Budget Officers in their 
preparation of budget estimates for position classifiers 
to make known what incumbered positions appear likely to 
be allocated higher or lower, within the year?

yea, very much
yes, a little 
no
no opinion 

Total

! 7 î W 2/3: 
: 1 : 6 g/3: 
: 0 : 0 :
nrnoo—:

Slightly more than nine-tenths, or 93 1/3 per cent, 

stated that it would aid the budget officers if the posi

appeared likely to change grades within the year.
tion classifiers made known what incumbered positions

The 
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percentage figure that felt this information would aid 
very much equalled the number that felt it would help 
only a little*  The one respondent who answered "no" 
made the comment, "Only operating people would have the 
knowledge* "10

6* (b) If "yes", do you believe greater collabora
tion is needed in this respect?

yes, a lot 
yes, a little 
no
no opinion

Total

: No.* % :
FTT%2%7: 
: 6 : ^2 6/7: 
: 2 : 14 2/7: 
: 0 : 0 :
WTOT-------- :

Slightly less than nine-tenths, or 85 5/7 per 

cent, felt that greater collaboration was needed, Again, 
an equal percentage division took place between those 
that believed "a lot" greater collaboration was needed 
and those that answered "a little,"

7*  Vacancy positions are shown in budgets at the 
entrance salary rates of their grades, Does the fact 
that these positions may be filled by reassignment or by 
transfer of employees already in that grade and at the 
salary rates achieved through within-grade promotions, 
lessen the need for collaboration in budgeting between 
budget officers and classification officers?

yes, lessens to small extent 
yes, lessens to great extent 
yes, completely lessens need 
no
no opinion

Total

0
1

12

r-nn%
: 80

0
6 2/3

:
:
:

:

10 This comment, of 
knowledge on the part of the 
resent the actual facts.

course, reflects the lack of 
respondent and does not rep-
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The returns indicated that the filling of some 

positions at, and others above, the salary levels of 
the base pay rates of grades, did not create such a hope
less situation as to lessen the need for collaboration 
in budgeting between the budget and classification staffs. 
Exactly four-fifths of the respondents said it did not 
lessen the need, and none of the 13 1/3 per cent who 

took the opposite view said that it lessened "to a great 
extent."

8. In which of these situations does there appear 
to be greater need for collaboration where position 
classification has either a direct or an indirect bear  
ing on budgeting:

*

(1) between position classifiers and opera
ting officials during the letters1 pre
paration of estimates and attempts to 
keep within allotments?; or

(2) between position classifiers and budget 
officers during the letters  preparation 
of an agency budget?

*

greater need for collaboration in (13 
greater need for collaboration in (2) 
game need for collaboration in both 
no opinion

Total

sNo.: X : 
rvTtrw 
: 0 : 0 :
: 7 s W 2/3: 
; 1 : 6 2/3: fig :W ' ;

The same number of respondents who answered that 
there was a greater need for collaboration between po
sition classifiers and operating officials than between 
position classifiers and budget officers, also replied 
that there was an equal need for greater collaboration 
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in both instances, Considering that the replies for 
equal need were, in some respect, actually votes for both 
instances, it appears that a resultant tally somewhat 
favors the opinion that there is a greater need for col
laboration in budget matters between the position classi
fication and operating officials than the former and the 
budget officials. No one felt there was a greater need 
for collaboration between position classifiers and budget 
officers.

9» In the justification portion for the personal 
services part of the budget, data on work load measure
ments and operating standards are deemed essential. To 
what extent are these data derived from the position 
classification office?

:No,: a :
to a large extent F (T : O F
only to a minor extent: £ : 33 1/3:
not at all : 9 : oO $
no opinion : 1 : 6 2/3:

Total YIFTTOT:

The preponderant opinion, representing slightly 
less than two-thirds of the returns, or 60 per cent, was 

that data on work load measurements and operating standards 
were not derived at all from the position classification 
office*  One-third, however, felt that the classification 
office did supply these data, but only to a minor extent.

10*  (a) The Classification Act of 1949 provides 
a plan for classifying positions upon which Congress 
based the salary plans. in bureau or department opera*
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tiens, except for this feature, does it appear that work 
relationships between classification and fiscal functions 
(finance officers and accountants) are rather indirect, 
mechanical and routine?

yes
no
no opinion

Total

2 No. : %nrnriTj: 0 : 0 :

On the basis of everyone who took a stand on the 
question, which represented approximately three-fourths 
of the respondents, the work-relationships between the 
classification and fiscal functions are rather indirect, 
mechanical and routine.

10. (b) If answer is *no*  and time will permit, 
your reasons for this reply will be appreciated.

Since no one answered "no*  to #10(a), the pro
vision made here for comments did not require, and did 
not receive them.

Written comments.

A general comment was made at the end of only one 
questionnaire, although a few specific remarks were made 
by some when they checked the questions, and these have 
been included in the Tabulated results. The general 
comment was:

There is a feeling on my part that the recognition 
of 31 U.S.C. 69^ by position classification officers 
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would be a tremendous aid to budgetary administration,H

The legal citation referred to is another example 
of the collaboration required between position classifi
ers, budget officers and management in order to enforce 
the provisions of a legal instrument, The reference 
reads as followss

Ko appropriation or fund made available by this 
or any other appropriation Act to the executive 
departments and establishments, including corpora*  
tions, for personal services shall be available to 
pay any increased cost resulting from the alloca
tion or réallocation hereafter of a position to a . 
higher grade, or resulting from the creation of a 
new position, if such increased cost would result 
in an increase in the total obligations on en an
nual basis under such appropriation or funds Pro
vided, That this prohibition shall not apply TcT*  
We ^initial creation of positions to carry out new 
programs or functions for which specific appropria
tions are made available.

VI. RBPLISS OF P3RSOKKEL OFFICERS

The "Questionnaire for Personnel Officers on the
Position Classification System and its Relationship to 
Certain Phases of Personnel Administration”^ was sent

to 20 people, Three, or 15 per cent, were at the de
partmental or agency level, and seventeen, or 85 per 
cent, were at the bureau level. Thirteen, or 65 per cent

For a legal opinion on the matter, see C. G.
B-68301, August 13, 1947*

See Appendix F for sample of first page.
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completed end returned the inq ùry and are referred to 
herein as "respondents", even though they may not have 
expressed an opinion to every particular question. That 
is, they are regarded as respondents to the total ques
tionnaire even though they may have checked "no opinion", 
or otherwise failed to answer, on one "r more questions. 
Ten questions were asked, not inclading the single cross
section inquiry made of all the recipients in the case 
study, and these ten are presented below with the replies 
and other information.

Tabulated results.

1. The position classification system provides a 
source of information, which can be drawn uponby the Civil 
Service Commission, agency Boards of Examiners, and other 
employment officers for facts about the duties, responsi
bilities, and qualifications required to perform the work 
of positions. Are such facts obtained from the classifi
cation system in order to form the basis for further 
studies;

(a) in preparing tests?
s % S

yes, always s b : 0 :
yes, very often : 5 : 38 6/13:
yes, often : 3 : 23 V13:
yes, but seldom : 5 : 33 6/13:
no, never : 0 : 0 :
no opinion : 0 : 0 t

Total :13 " : 100 :
All of the respondents stated that facts provided 

by the position classification system were actually used, 
to varying degrees, to form the basis for further studies
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in preparing tests, Slightly over three-fifths indicated 
that facts were obtained in this manner either "often" 
or "very often", representing a high occurrence, but not 
the highest possible, of course. One respondent qualified 
his "often" reply by stating, "yes, by C.S.C., T think." 
A substantial minority of almost two-fifths indicated 
that use of position classification in preparing tests 
was exercised "but seldom", a low frequency rate.

(b) in informing prospective applicants about 
the basic qualifications to be rated?

:No. : % :
yes, always i I = 1 9/13:
yes, very often : 2 : 15 5/13:
yes, often : 5 : 38 6/13:
yes, but seldom * 3 : 23 1/13:
no, never : 1 : 7 9/13:
no opinion

Total
t 1
:Ï3 'W^4

Almost 85 per cent answered in the affirmative 
with one, or about 8 per cent, expressing no opinion by 
stating, "Don’t know." About 62 per cent indicated a 
high rate of occurrence ranging from "often" to "always." 
The two extremes of "always" and "never" were equally 
balanced for small percentages. Almost one-third, or 30 

10/13 per cent, indicated a low occurrence of "seldom" or 

"never."
(c) In preparing eligible lists?
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:No. : > :

yes, always : 1 ..FW--
yes, very often : 1 : 7 9/13:
yes, often : 2 : 15 5/13:
yes, but seldom : 5 : 38 6/13$
no, never : 3 : 23 1/13=
no opinion

Total
: 1 
i'13

While. approximately 70 per cent answered in the 
affirmative, to varying degrees, it should be noted that 
slightly over 60 per cent indicated a low frequency rate 

of "but seldom" or "never." One respondent who answered 
"seldom" made the additional statement, "Only in cases of 
selective certification." A minority of slightly over 30 
per cent indicated a frequent occurrence of "often" to 
"always.” The same respondent who expressed no opinion 
to inquiry #l(b) replied likewise to /71(c) with the ex*  
planation, "Don’t know."

(d) In controlling the use of eligible lists 
in the filling of requisitions for the 
certification of eligibles?

: % :
yes, always : 1 : 7 4/13:
yea, very often : 3 : 23 1/13:
yes, often : 30 K/13:
yes, but seldom : 2 : 15 5/13=
no, never % 2 : 15 5/13:
no opinion : 1 :7 9/13:

Total :13 :100.. :
Slightly over three-fourths of the respondents an*  

swered in the affirmative, with slightly over three*fifths  
indicating a high occurrence of "often" to "always." Ap

proximately 30 per cent specified a low frequency rate ef
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"but seldom0 or "never* " The respondent who checked "no 
opinion” was the same one who qualified his "often” re
ply to jl(a). In this instance he stated, "What’s the 
difference between (c) and (d)?"

2» Have you known of any occasions in the Federal 
government within the past ten years where the position 
classification standards were reproduced bodily In the 
public announcement of the examination test to show the 
pertinent facts such as the names of the positions, the 
work they involve, and the qualifications required?

:No.: X , I
yea, always f 0 % u”-T
yes, very often : 2 $ 15 5/13ï
yes, often ; 1 : 7 9/13:
yes, but seldom : 2 : 15 5/13:
no, never : 7 : 53 11/13?
no opinion six 7 9/13$

Total
Slightly less than two-fifths answered in the affirm

ative, with only slightly less than one-fourth indicating 
a frequent occurrence of "often” or "very often”, and no 
one reporting "always* ” A preponderant reply of over 50 
per cent was "never” which, when added to the response 
made for "but seldom”, represented about 70 per cent of 
the returns and thus indicated a low frequency rate for 
this use of position classification*  One respondent who 
answered "never" qualified his reply by stating, "Not for 
professional positions**

3*  In placement work (including requisition, cer
tification and appointment in this instance), the opinion 
has been expressed that duties statements and qualifies- 
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tiens requirements on requisition forms are often meager 
and ill-defined for maximum usefulness*  To what extent 
are these duties statements and qualifications require
ments taken from position classification sources?

% Mo,% % :
always ~TT n/U:
very often : 3 : 23 1/13:
often : 3 : 23 1/13:
seldom : § : 38 6/13$
never : 1 : 7 9/13%
no opinion : 0 : 0_%

Total r

Slightly over 90 per cent answered in the affirm
ative» to varying degrees of occurrence*  While a slight 
preponderance indicated a frequent occurrence rate rang
ing from "often" to "always", a significant minority of 
slightly less than 50 per cent reported & low frequency 
rate ranging from "seldom" to "never." The one respond
ent who answered "always" is the same one who commented 
on 01( a) and ^l(d) * In this instance he stated, "We have 
only the job description* "

4*  In the testing process the position classifi
cation plan is a tool that saves time when:

(a) the tester does not have to determine 
over and over again the duties to be 
tested as new employees fill old jobs?

; No. : t
yes, and always occurs :.. à : 15 5/Üî
yes, and very often occurs : 2 : 15 5/13:
yes, and often occurs : 3 : 23 1/13%
yes, but seldom occurs $ q : 301C/13:
no, never occurs 
no opinion

: 2 : 15 5/13:
: 0 : 0 :

Total
* W • V 
nrrw

Approximately 85 per cent of the respondents agreed
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with the premise stated above, and none of the remainder 
explained by way of comment why they disagreed*  Slightly 
more than 50 per cent indicated a high frequency rate 
ranging from "often” to "always", but this was signifi
cantly balanced by a slightly less than 50 per cent min
ority who felt that the use occurred only "seldom" or 
"never

(b) the tester can key the examination to 
classes of positions instead of to in
dividual positions?

Total nyriGG

:No*  : A •
yes, and always occurs : 3 : -23T7Ï3:
yes, and very often occurs : 3 • 23 1/13:
yes, and often occurs : ? 23 1/13:
yes, but seldom occurs 30 H/13:
no, and never occurs : 0 : 0 i
no opinion : 0 ; 0 :

All, or 100 per cent answered that the position 
classification plan is a time-saving tool when the tester 
can key the examination to classes of positions instead 
of to individual positions*  Almost 70 per cent indicated 
a high frequency rate ranging from "often" to "always", 
while the remainder of only 30 per cent specified a 
"seldom" occurrence*

(c) this (a & b) decreases the number of eli
gible lists maintained to meet the needs 
of the Department?
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yes, and always occurs 
yes, and very often occurs 
yes, and often occurs 
yes, but seldom occurs 
no, and never occurs 
no opinion

Total

:No»$ % •
FTFirsTnr 
: 2 : 15 5/13: 
: 1 : J 9/13: 
: 6 : 4" 2/13: 
: 0 : 0 :

Substantially more than four-fifths of the respon
dents, or 81}. 8/13 per cent, replied in the affirmative to 

varying degrees, with the remainder expressing no opinion. 
The single opinion preponderantly expressed—representing 
a majority of those who answered "yes" but slightly less 
than the total number of respondents—or ^.8 2/13 per cent, 

indicated a low occurrence frequency rate of "seldom"; 
and a substantial minority of almost two-fifths reported 
a high frequency rate ranging from "often" to "always,”

5*  Does the classification system provide informa
tion which can be used in transfer actions:

(a) on relationships of positions to one ano
ther in kind and level of work?

:No. » :
yes, and always used : 1 : "pzÏ37
yes, and very often used : 6 : 4o 2?13:
yes, and often used ; 2 : 15 5/13:
yes, but seldom used : 2 : 15 5/13:
no, and never used : 2 : 15 5/13:
no opinion : 0 ; 0 :

Total «13 $100 1
Substantially more than four-fifths, or 84 8/13 

per cent, of the respondents answered in the affirmative.
Approximately 70 per cent of the total respondents indi
cated a high frequency rate for this use, ranging from 
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"often" to "always»” Slightly less than one-third, or 
30 10/13 per cent, reported a low frequency rate of "sei 

dom” or "never” for this use in transfer actions.

(b) on the areas of activities from which em
ployees may be drawn?

yes, and always used 
yes, and very often used 
yes, and often used 
yes, but seldom used 
no, and never used 
no opinion

Total

$KO*Î % „ . :
: 0 : Ô F
4 : 30 10/13:
5 : 38 6/13:
3 : 23 1/13$
1 i 7 9/13:

13'
0 t 0 :

Slightly more than nine-tenths, or 92 4/13 per

cent of the respondents reported that the classification 
system did provide information, which could be used in 
transfer actions, on the areas of activities from which 
employees may be drawn*  Slightly less than two-thirds, 
or about 70 per cent of the total respondents indicated 
that the information was used at a high frequency rate 
ranging from "often” to "very often”, as against a low 
frequency rate reported by slightly less than one-third 
of "seldom" or "never.”

(c) by the identification of career avenues?

yes, and always used 
yes, and very often used 
yes, and often used 
yes, but seldom used 
no, and never used 
no opinion

Total

:%o.: % im.. 'o —r
$ 0 $ 0 :
: 6 : 46 2/13:
: 6 : 46 2/13$
: 1 : 7 9/13:
$ 0 I 0 5nmw---------r
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Again, slightly more than nine-tenths of the res
pondents, or 92 V^3 per cent, answered “yes” to varying 

degrees, It is somewhat significant, however, that a 
majority of slightly more than half, or 53 11/13 per 

cent, of the respondents indicated a low frequency rate 
of "seldom" or "never" at which use was made of available 
position classification information in transfer actions 
to identify career avenues.

6, Does the classification plan aid in identifying 
misplaced employees with positions for which they are bet
ter qualified?

:%o. : > . . =yes, always : Ô : Ô :
yes, very often : 4 : 30 10/13:
yes, often : 3 : 23 1/13:
yes, but seldom : 4 : 30 10/13s
no, never ; 2 : 15 5/13:
no opinion : 0 : 0 :

Total s ÏOÔ :
Substantially more than four-fifths, or %. 8/13 per 

cent, indicated to various degrees that the classification 
plan aided in identifying misplaced employees with positi
ons for which they are better qualified. Only a slight 
majority of the total respondents, or 53 11/13 per cent, 

reported a high frequency rate of "often" or "very often" 
that it aided in this respect, and the remainder Indica
ted a low frequency of "seldom" or "never,"

7, To your knowledge, have organisation charts in 
terms of classified positions been posted in conspicuous
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yes, and always occurs
yes, and very often occurs 
yes, and often occurs 
yes, but seldom occurs 
no, never
no opinion

U3 

places in the Federal Service, for the purpose of chal
lenging employees in a promotion program?

:No. t % :
rnrrnr—r 
: 0 : 0 $
: 0 : 0 :
: 2 : 15 5/13:
: 10 : 76 12/13:

Substantially less than one-fifth, or 15 5/13 per 

cent, of the respondents replied In the affirmative and 
all of these indicated a low frequency rate of Mseldom* " 
The combined low frequency rate of "seldom" and "never" 
represented slightly more than nine tenths of the replies*  
The one respondent who checked "no opinion" commented: 
"Charts frequently posted but not for the purpose of chal
lenging employees*  May do so indirectly* n

8*  The position classification system develops 
basic information as to the work involved in jobs*  Is 
this basic information, which is developed in the posi
tion classification process, actually used for perform
ance rating purposes?

I :
yes, always :.? : IF .. 5707
yes, very often : 4 : 30 10/13:
yes, often : 2 : 15 5/13:

' yes, but seldom : 3 : 23
no, never : 2 : 15 5/13:
no opinion : 0 : 0 :

Total :13 $100
Substantially more then four-fifths, or 8^ 8/13 per 

cent of the respondents, stated to varying degrees that 
the basic information on work involved in jobs, developed
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in the position classification process, is actually used 
for performance rating purposes, While slightly more 
than three-fifths, or 61 7/13 per cent, indicated @ high 

frequency rate of use, a substantial minority of almost 
two-fifths, or 33 6/13 per cent, reported a low occurrence 
ranging from "seldom" to "never* " One of the respondents 

who answered "never" added, "Maybe it will under the new 
system,*

9. Should one part of the position classification 
sheet include the performance requirements?

yes, always
let supervisor decide
no, never
no opinion
my alternate sugges

tion ls__________
Tf o£al "..

No»: % / :nrrVvnF3 : 23 1/13i 
2 : 15 5/13: 
0 : 0 :

All of the respondents replied to the question, 
Ho single category of replies received a majority of all 
opinions given, although those who stated that the posi
tion classification sheet should "always” include the per
formance requirements represented a preponderance of al
most two-fifths by comparison with the other categories*  
Of those who answered the question without giving alter
nate suggestions, the "always" group represented exactly 
one-half, or 50 per cent. Almost one-fourth would not 
attempt uniformity, but would leave the matter up to the
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14$

A small minority of less than one*
fifth checked "never. The three alternate suggestions
were as follows:

(1) A very good idea, but impractical in many kinds 
of jobs  0. k  for stenos—typists--book- 
keepers, etc

* *
*

(2) Yes, if specifically defined*
(3) I believe that performance requirements in gen

eral should be developed separately since 
their development and improvement cannot al
ways be feasibly accomplished simultaneously 
with the preparation and revision of position 
descriptions.

10. Are position classification standards used as 
an aid by training specialists in the development of em
ployee training programs?

:No.■ : ’ :
yes, always : 1 : 7 9/131
yes, very often : 1 : 7 9/13:
yes, often : 5 : 38 6/13:
yes, but seldom : 5 : 38 6/13:
no, never : 1 : 7 9/13:
no opinion % 0 : 0 ;

Total : 13 ;10d
Slightly over nine-tenths, or 92 4/13 per cent, rec

ognised the use of position classification standards in 
the development of training programs*  A majority of the 
respondents, or 53 11/13 per cent, indicated a high fre
quency rate ranging from “often” to "always.” A substan
tial minority of 4& 1/13 per cent, however, indicated a 
low occurrence rate of "seldom" or "never•*
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Written comments.

General comments were made at trie end of only two 
questionnaires and are set forth below, although the com
ments made to specific questions within the inquiry have 
been included in the tabulated results. Incidentally, 
the £1 comments were made by the same respondent who re
marked on items 01(a) 01(d), and ÿ3 in the questionnaire;

1(a). Widely used to straighten out organizational 
conflicts.

(b) The uses of classification mentioned above 
are obscured and hindered by the corruption of the 
system engendered by squabbles about grade determin
ation.

2(a). Close coordination is needed between classi
fiers, placement officers and testing officials to 
attain the best results in a personnel management 
program*  Each should have proper perspective as to 
their place in the organization and the relation of 
their work to others, so each functions as an aid to 
good management, and not try to have individual pro
grams as the end result.

(b) . Specifications have increased production and 
resulted in more equitable allocations, government
wide. Delegation of authority (classification, em
ployment, etc.) to operating levels has improved man
agement practices and expedited work,

(c) Thorough and frequent inspections are needed 
to maintain quality and quantity of work.

VII. REPLIES OF ORGANIZATION AND METHODS ANALYSTS

The ^Questionnaire for Organization and Methods
Analysts on the Position Classification System and its
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Relationship to Certain Phases of the Organisation and 
Methods Function, was sent to 20 people# Three, or 
15 per cent, were at the departmental or agency level, 
and seventeen, or 85 per cent, were at the bureau level*  
Sixteen, or 80 per cent, completed and returned the in*  
quiry and are therefore referred to herein as "respon
dents " even though they may have checked the box "no op
inion" on one or more questions# Ten questions were 
asked, not including the single cross-section inquiry 
made of all the recipients, and these'ten are presented 
below with the replies and other Information#

Tabulated results#

1# (a) Do the processes of fact-finding and analy
sis the classification system involves (of duties and re
sponsibilities of positions, their supervisory relation
ships, and the tracing of flow of work, etc#) disclose 
illogical organisation situations, to your knowledge?

:%o#: % :
yes, constantly : 1 : 6 1/%:
yes, very often % 1 % 6 1/4:
yes, often : 9 : 56 1/k:
yes, but rarely : 5 : 31 1A:
no, never % 0 : 0 :
no opinion ; 0 : 0 :

Total sib :10Ô s

The entire group of respondents stated, based on 
their personal knowledge, that the processes of the class! 
fication system did disclose illogical organisation situa
. ..See Appendix G for sample of first page.
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Mons, Slightly more tien three-fifths, or 68 3/4 per 

cent, indicated a high frequency rate ranging from "of
ten*  to "constantly.* A minority of almost one-third, or 
31 1/4 per cent, reported a low rate of occurrence, 1. e., 

"but rarely.3 One who checked "but rarely*  probably 
should have marked a higher frequency rate since he com
mented: "Management and personnel people in this organi
sation coordinate work closely to the mutual benefit of 
both."

(b) If your answer to question #l(a) was "no" 
to any degree, a brief comment on the reason behind your 
reply will be appreciated, at this point.

Since none of the respondents answered "no" to 
question #1(a), comments were not required here and none 
were made.

2. To what extent do you feel that position classi
fiers report what appear to be illogical organisation sit
uations, when found, to officials bavin the power to 
make, or recommend, corrections?

:%o. : > :
always TIB "W
very often : £ î 25 :
often : 4 : 25 s
rarely • 5 : 31 1A:
never : 0 : 0 :
no opinion : 0 : 0 :

Total :1b : 100 :
Ali, or 100 per cent, replied that the position 

classifiers do report to the proper officials what appear
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to be illogical organization situations*  More than three 
fifths * or 68 3/4 per cent, felt that these reports were 

made at a high frequency rate ranging from "often" to 
"always# ' Slightly less than one-third indicated that 
these reports were made only ^rarely#"

J*  Can officials who have the power to prescribe, 
or recommend to top management, changes in the organiza
tion structure, use the classification facts as one of 
their basic tools for explaining such prescriptions and 
rec emendations ?

% No«: :
yes, always rwis"i/3t
yes, very often : 5 : 31 1/4=
yes, often t 4 : 25 :
yes, but seldom : 3 : 18 3/4=
no, never : 1 : 6 1/kt
no opinion : 1 : 6 ]/4:

Total nriw s
Over four-fifths, or 87 1/2 per cent, of the re

spondents felt that the responsible officials could use 
position classification facts for explaining organiza
tion changes recommended or effected*  A high frequency 
rate for this use was reported by more than three-fifths, 
or 68 3/4 per cent, ranging from "often" to "always", 

with a low occurrence of "seldom" or "never" indicated 
by one-fourth of the respondents# One respondent re
marked: "A useful tool where personal considerations ham
per application of 0 & M principles."

4*  Position classifiers' tools (classification re-
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ports, position descriptions, exhibits, etc) should indi
cate what actually is the executive's span of control, 
Can organization and methods analysts use this informa
tion for further studies of the span of control problem?

Ï hO. : . :
yes, always : : 55 :
yes, very often : 4. : 25 :
yes, often : 2 : 12 1/2;
yes, but rarely : 5 : 31 1A:
no, never : 0 : 0 ;
no opinion l 1 : 6 1A;

Total : 100 ;

All of the respondents who expressed an opinion, 
representing 93 3/4 per cent of the total involved, felt 

that organization and methods analysts could use thia 
classification information for further studies. Slightly 
more than three-fifths, or 62 1/2 per cent, indicated a 

high frequency rate ranging from "often" to "always", al
though slightly less than one-third felt that use could 
be made of the information "but rarely."

5*  (a) Does the position classification function 
in the Washington area sometimes provide the only organi
zation work performed by Bureau technicians?

yes 
no 
don't

zKo,: %, , : n v si w 
ill : 68 3/4: 

know 8, 0 $ 0  :
Total HF tW... î

Although a preponderant majority of slightly more
than three-fifths of the respondent organization and meth
ods analysts replied "no", a substantial minority of sli
ghtly less than one-third recognized that the classifies-
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tion function in the Washington area sometimes provided 
the only organization work performed by Bureau techni- 
clans»

(b) Does the position classification function in 
the field service sometimes provide the only organization 
work performed by local technicians? '

yes
no
don’t know

Total
Slightly more than four-fifths, or 81 1/lg per cent, 

took a stand on the question by answering either "yes" or 
"noOf this four-fifths, slightly more than one-half 
replied that, in the field service, the classification 
function sometimes provided the only organization work 
performed by local technicians*  The preponderant respon
se out of the three possible ones—but not representing 
a total majority—was in the affirmative*

6# The classification office can furnish facts as 
to activities, functions and organization units upon 
which Management Improvement Awards, provided by Title X 
of The Classification Act of 19^9*  can be considered on 
the basis of outstanding efficiency and economy# Does it 
appear that use is being, made of the classification office 
for this purpose? "

yes, always
yes, very often 
yes, often
yes, but seldom 
no, never 
no opinion

Total

: No*: A : ïwü”7*o2—T 
: 0 : 0 :
: 3 : 18 3/4.:
: 4 : 25 :
: 7 : 43 3/4:
: 2 : 12 1/2:
nv*ïw~t
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Only a minority of slightly over two-fifths, or 

^3 3/4 per cent, reported that use was being made of the 

classification office to furnish facts for the Management 
Improvement Awards program, A small fraction of less than 
one-fifth reported a high frequency rate of *often", but 
a substantial majority of over three-fifths, or 68 3/4 

per cent, indicated a low frequency rate of "seldom" or 
"never* ”

7*  Do you believe, where positions can be standard
ised, that standard position descriptions will help:

(a) in coordinating functions?
:No.: % :

yes, entirely 0 : 0 :
yes, very much : 5 : 31 1A:
yes, much : 6 : 37 1/2:
yes, but little : 1 : 0 1A:
yes, but very little : 3 * 18 SA:
no, never : 1 : 6 1/4:
no opinion : 0 s 0 :

Total :1b : 100 :
Over nine-tenths, or 93 3/4 per cent, of the re

spondents felt that standard position descriptions would 
help in coordinating functions. Over three-fifths, or 
68 3/4 per cent, indicated a high degree of help ranging 
from "much" to "very much." Almost one-third, or 31 1/4 

per cent, indicated a low degree of assistance ranging 
from "little" to "no, never. " One respondent who 
checked "much" added: "Helps stabilize patterns and re- 
latlanships»"
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(b) to encourage economy?

yes, entirely
ihO*  
:. 1" T—5T7lu

yes, very much : 18 3A:
yes, much : 4 : 25
yes, but little t 2 : 12 1/2:
yes, but very little : 4 : 25 »
no. never : 1 : o lAi
no opinion : 1 i 6 W

Total :16 îïôô

Over four-fifths, or 87 1/2 per cent, of the re
spondents felt that standard position descriptions would 
help to encourage economy. Exactly half, or $0 per cent, 
indicated a high degree of assistance in this respect, 
ranging from "much" to "entirely.' A substantial minor
ity, however, of slightly more than two-fifths, or 10 3/4- 

per cent, believed a low degree of assistance would be 
realized in encouraging economy, ranging from "little" to 
"never." One respondent who checked "but very little" 
added: "Budget fluctuations tend to enforce constant 
costly revisions for redistribution of workloads*  If the 
budget doesn't fluctuate, the workload may, and an 3PD 
may deteriorate into a screen for inefficient manpower 
utilization*"

8. Do position descriptions, reports and other 
classification records give as much information as the 
organization and methods analysts should expect from 
them?
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:Bo.A.. % .. *always : 0 : 0 :

very often * 7 : 43 3/4s
often : 2 : 12 1/2:
seldom : 6 : 37 1/2:
never : 0 5 0 :
no answer ; 1 : 6 1/4:

Total 716"TÏOO ;
Over nine-tenths, or 93 3/4 per cent, stated that 

these position classification tools gave as much infor
mation as they should expect. However, although over 
half, or 56 1/4 per cent, indicated a high frequency rate 

of "often" or "very often", a substantial minority of 
over one-third reported a low frequency rate of "seldom." 
One respondent who answered “seldom" added: “Classifica
tion reports not commonly made available.“

9*  The 1937 President’s Committee on Administrative 
Management stated that the study and planning of organisa
tion structure can be readily approached through the tech
niques that are employed in the classification of positi
ons*  Do you agree?

yes, entirely
yes, to a very great extent 
yes, to a great extent 
yes, but to a minor extent 
no, not at all
no opinion

Total

nrrv
37 1/2
25 :

__ J %: TT6" % 1W :

: 4 :
s 1 :
: 1 :

Well over four^flfths, or 87 1/2 per cent, replied

that the study and planning of organisation structure 
could be readily approached through the techniques that 
are employed in the classification of positions. Over 
three-fifths, or 62 1/2 per cent, indicated that this 
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could be done to a large extent ranging from "a great 
extent” to very great extent»” One respondent who 

checked ”to a great extent” added: "Following the initial 
breakdown, techniques must be similar to make the organi
sation structure hold together»"

10*  Where, in your opinion, should the position 
classification function be located:

(a) In the organization office? yes T^’TTS^W 
no :13 : 81 1/4:

(b) In the personnel office? yea :10 : 62 1/2: 
no : 6 : 37 1/2:

(o) In the budget office? yes : 0 : 0 :
no 116 :100 :

(d) as a separate unit, directly 
under the head or assistant 
bead of the agency? yes : 1 : 6 1/4:

no »15 : 93
Totals $16 :100 :

(e) If none of the above, where 
else? Mo  : % :*

A or B : 1 : 6. 1/4:
In an office combining A, B & C : 1 : 6 1/4$

A preponderance of over tnree-fifths of the respon
dents, or 62 1/2 per cent, felt that the position classi

fication function should be located in the personnel of*  
fice* . Almost one-fifth, or 18 3/4 per cent, felt it 

should be located in the organization office*
In view of the reply of the first respondent in (e), 

location in the organization office could increase to rep*  
resent one-fourth, or 25 per cent, of the answers; and 
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location in the personnel office could increase to 68 3/11 
per cent, but still represent a rough three-fifths of the 
returns e

The reply of the second respondent in (e) indicates 
that he may have had in mind a small office in a small 
bureau where definite structural and functional divisions 
may not be necessary and one person can direct all activ
ities*  On the other hand, he may have had in mind a 
larger office where the staff functions are structurally 
separate from each other but are coordinated and directed 
by an over-all administrative officer*

Another respondent who checked (b), and therefore 
whose reply has been counted as preferring the personnel 
office, qualified his return by addings ^Classification 
can be either in the personnel or organisation office* " 
If the above count were revised to include his return as 
favoring the organisation office, and added to the similar 
preference expressed by the first respondent in (e), loca
tion in the organization office could increase to approx
imately one-third, or 31 1A per cent*

One respondent remarked: "(a) and (b) should col
laborate more closely."

Written comments*

General comments were made at the end of several 
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questionnaires and are set forth below, although the 
comments made to specific questions within the inquiry 
have been included in the tabulated results:

1» Recommendations by the organisation office con
cerning function, organization, and staffing should 
always precede classification, and classification 
should be performed in accordance with those recom
mendations*  In other words, the correct procedure 
is to plan a sound organization and staffing and then 
to classify the jobs. Classification is thus a sub
sidiary function and should never form the basis for 
determination of function, organization,. or staffing*

2*  The degree to which classification is used to 
improve organization and methods depends in part on 
the attitude of the line executives in an agency and 
in part on the aggressiveness and ability of the 
classification personnel*  '

3*  The classification process can be most useful 
if it emphasizes three factors: (1) that positions 
cannot be dealt with in a vacuum but only as pieces 
of an organization; (2) positions are as dynamic as 
organizations; and (3) management manages people 
not positions or organizations*  Recognizing these 
factors the classification process should be based 
on first determining management * s desires and needs 
and then giving logical expression to them*  It is 
in this way that classification and organization 
and methods can join hands, being techniques of 
providing the mechanistic aspects of the management 
job.

4. I believe greater emphasis should be made of 
joint surveys by the two staffs*

5. Too often, there is little or no working rela
tionship between the 0 & M activity and position clas
sification  This is particularly true in the agency 
I just left  However, my present agency combine» 
organization and position classification in one Divi
sion and it will be interesting to see what the results 
are

*
*

*
6* The second respondent who replied to 10(e) also
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stated!

In my mind, the relationship between organization 
and methods and classification is not adequate*  
There is a far more realistic affinity between them 
than between personnel and classification*  The 
first pairing uses similar tools to deal with an Im*  
personal subject matter; such is not the case with 
the latter*

VIII*  REPLIES OF POSITION CLASSIFIERS

The "Questionnaire for Position Classifiers on the 
Classification System and its Relationship to Certain 
Phases of Management" was sent to 20 people*  Five, or 

one-fourth, were at the departmental or agency level; and 
fifteen, or three-fourths, were at the bureau level. Six
teen# or 80 per cent, completed and returned the inquiry 
and are referred to herein as "respondents" even though 
they may have checked the box "no opinion" on one or more 
questions*  Ten questions were asked, not including the 
single cross-section inquiry made of all the recipients# 
and these ten are presented below with the replies and 
other information*

Tabulated results*

1. To what extent do you feel that progress has been 
made in the last five years, as a result of published po
sition classification standards, in the technical deter
mination _ of the relative values of jobs subject to the 
Federal position classification system?

14 See Appendix H for sample of first page*
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very much
much
little
verylittle 
no opinion

Total

:No.: X : 
TTTTOÎ 
: 5 : 31 1/4:
s 2 :12 1/2:
: 3 : 13 3/4:
$ 0 : 0 :
TlFTW------- :

All the respondents verified to various degrees 
that progress had been made as the result of published 
standardse Over three-fifths, or 68 3/4 per cent, felt 

that great progress had been achieved and indicated this 
by checking "much" or "very much• ** A minority, but a 
significant one of 31 1/4 per cent or almost one-third, 

felt that only small progress had been achieved and 
therefore checked “little” or "very little#*

2*  Do you find that the position classification 
office is blamed for delays in consummating promotions 
and other personnel actions, whereas the real delay is 
caused in other service or operating offices by failure 
to draw up an approved organisation chart, obtain funds, 
reconcile conflicts in duties, etc.?

sBo*s X :
yes, always ;.T ; 0 :
yes, very often : 8 ; 50 :
yes, often : 6 : 37 1/2:
yes, but seldom $ 2 % 12
no, never : 0 : 0 :
no opinion : 0 : 0 $

Total ns :100 :
A 100 per cent reply was made by the respondents 

to the effect that the position classification office was 
blamed for delays whereas the real cause for the delays 
rested in other service or operating offices*  Well over 
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four-fifths, or 8? 1/2 per cent, indicated a high fre

quency rate ranging from "often" to "very often

3*  Do you feel that Bureau heads and Division 
chiefs invite position classifiers for advice early 
enough when reorganizations are taking place?

iHo* : A :
yes, always : Ï : 6 1/4-
yes, very often l h. : 25 , :
yes, often : 6 : 37 1/2:
yes, but seldom : 5 = # :
no, never : 1 : 6 1/4:
no opinion : 0 : 0 :

Total • K" :100 :
Over nine-tenths, or 93 3/4 per cent, felt that 

Bureau heads and Division chiefs invited the position 
classifiers early enough for advice» A high frequency 
rate was reported by over three-fifths, or 68 3/4 per 

cent, of the respondents ranging from "often" to "al
ways»" A low rate was indicated by approximately one- 
third, or 31 1/4 per cent, of the respondents ranging 

from "seldom" to "never* n
The one respondent who checked "always" qualified 

his reply by remarking: "In this Department." Two who 
checked "often" also made comments. One of these stated 
"But the number who do not is substantial enough to 
cause a great deal of trouble;" and the other added: "He 
quest for advice could come much earlier than is usually 
the case»" A respondent who checked "very often" com

mented:



www.manaraa.com

161

This is a most important phase of position classi
fication, one which most people refuse to recognise.» 
Classifiers are frequently called upon to make or
ganisational recommendations predicated upon the se
curing of the optimum grade levels*  My experience 
has indicated that classifiers participate more 
actively in organisational determinations then many 
so-called organisation and methods examiners.

If.» Assuming that position classifiers should have 
a broad and sympathetic understanding of the problems of 
management, and should effectively tie in classification 
with administration to the greatest extent possible with
in the classification system:

(a) Do you feel that the position classifiers 
as a group in the Washington area do have 
this understanding?

81 1A per cent, felt that a large number had this under-

yes, all 
yes, most 
yes, many 
yes, but very few 
no, none 
no opinion

Total
Over nine*tenths,  or 93

$ No. : Xu.
$ 
1/2=

, of the res-

: 0 î 0
: 2 : 12
: 11 : 68
: 2 : 12
% 0 % 0
> 1 :..6
Fl'STIW

3/4 per cent,

pendents expressed an opinion and they all felt that the
position classifiers in the Washington area did have this
understanding*  Over four-fifths of ths► respondents, or

standing ranging from "many" to "most.
Two respondents who checked "many" qualified their 

replies by additional comments. One stated, "Except 
those in CSC"; and the other remarked, "Outside of top
level position classifiers I doubt if they have this



www.manaraa.com

162

understanding* ”

(b) Do you feel that the position classifier» 
as a group in the Washington area do co
operate with operating officials?

* o »
yes, always : 1 : b 1/4:
yes, very much : 8 : ?0 :
yes, a lot : 7 : 43 3/45
yes, a little : 0 ; 0 :
yes, but very little : 0 : 0 :
no, never : 0 : 0 %
no opinion

Total
: 0
•Ab '

: 0 :
:100... :

All, or 100 per cent of the respondents, replied 
in the affirmative. They all reported a high frequency 
or degree rate ranging from "a lot" to "always. ” The 
respondent who checked "always" made the following state
ments "Yes, too much." One respondent who checked "very 
much" commented:

Item 4. Is only one side of the coin. Classifiers 
at least will say that they have a lot more sympathy 
with the problems of management than management (par
ticularly at the operating levels) has with the pro
blems and objectives of classification. As a gen
eralisation, I would say management below the very 
top level has absolutely no genuine interest in pro
moting the basic theory of Federal classification 
(not that this basic theory is above approach—equal 
pay for equal work).

Another respondent who also checked "very much" 
stated:

Position classification at best is a thankless 
function. Although we classifiers feel that we do 
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aid and work with operating officials, the opinion 
generally exists throughout Government that classi
fication is a hindrance» It is a strange phenomena 
—e.g., an engineer will resent anyone refuting his 
technical recommendations; similarly, a doctor, law
yer, or any other professional or administrative 
group» However, they all show no reluctance to in
dicate that the classifier has ’missed the boat,1 
etc*,  when recommended grades are either turned down 
or raised. Everyone on the operating side of the 
fence considers themselves as personnel and classi
fication experts.

5*  For management purposes, should a portion of 
the position classification sheet include the ”qualifies 
tiens required to perform the work”?

: No . : % s
yes, always : ïé : tp F
let supervisor decide $ 0 : 0 :
no, never : 3 : 18 3/4%
no opinion %..1 : 6 1/4:

Total : 16 :ÏOÔ £ 
my further suggestion 
ÎS 5.... ..... . ....

All of the respondents expressed an opinion*  An 
over-whelming majority of three-fourths, or 75 per cent, 
felt that the position classification sheet should al
ways include the qualifications required to perform the 
work. Uniformity of treatment was preferred by all so 
as to definitely include or exclude the qualifications 
rather than leave the matter up to the supervisors for 
decision. A small minority of less than one-fifth re
ported that the qualifications statement should ”never” 

be included. Several further suggestions, or comments, 
were made:
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(1) The ’never” group;

Would be of little value to management.
Abandon qualification requirements as a part 

of position descriptions—they are not prepared 
realistically anyway.

(2) The "always" groups
If cooperation in CSC between examining and 

classification is ever possible.
Such statements should be in terms of minimum 

knowledges, skills and abilities required for 
successful work performance,

Provided the statement goes beyond the quali
fication standards used to qualify the incumbent 
for the job and provided the statement furnishes 
additional information pertinent to the alloca
tion of the job. Otherwise no—a useless appen
dage.

The job sheet and qualification standards 
should appear on the same form and for similar 
purposes. Doesn’t assist or help classifiers 
in allocating positions, as presently constitu
ted.

6. Have you been consulted by budget analysts for 
assistance in helping them establish uniform position titles 
for use in budget preparation?

iNOel % $
yes, always :..1 ....rw
yes, very often 5 2 ; 12 1/2:
yes, often : 18 3/4:
yes, but seldom • n : 25 *
no, never : 6 : 37 1/2:
no opinion : 0 • 0 :

Total HF' *
While a preponderant number of three-fifths, or 62 

1/2 per cent, of the respondents replied "yes", to vary

ing degrees, a substantial minority of over one-third, or 
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37 1/2 per cent, stated they had ’’never*  been consulted 

by budget analysts for such assistance*  The "never” 
group added to the "seldom” group comprises a large three 
fifths, or 62 1/2 per cent, of the respondents who Indi

cated a low frequency rate of consultation.

7*  Regardless of the additional grades accorded by 
the Classification Act of 19^9 or other additional grades 
which may be accorded in the future, and forgetting the 
pay plan, do you feel that the basic classification tech
niques prevent full recognition of the grade of the pro
fessional technician who is supervised in varying degrees 
by the administrator?

yea, always m
yes, very often : 2 : 12 1/2:
yes, often : 0 : 0 :
yes, but seldom : 6 : 37 1/2:
no, never : 7 £ 43 3/4%
no opinion £ 0 : 0 :

Total :Ï6 :160.... x
Slightly mor® than half of the respondents, or 56 

1/4 per cent, felt that to varying degrees the basic 

classification techniques prevented full recognition of 
the grade of the professional technician who is super
vised by the administrator. Almost one-fifth, or 18 3/4 

per cent, felt that this occurred at a high rate ranging 
from "very often" to "always*;  but over four-fifths In
dicated a low frequency rate ranging from "seldom" to 
"never.”

Two of the respondents who checked "seldom" added 
a comment. One stated, "However, there is no reason why 
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they should;" the other, "Basic classification techniques 
have little to do with the selection end placement of 
this class of employee."

8. Have you noticed within the past few years that 
position classifiers have put forth a special effort to 
explain the classification system to Federal employees?

; No.: JI £
yes, always ri": " "6 l/lp
yes, very often : U : 25 :
yes, often : 6 : 37 1/2:
yes, but seldom î h 25 *•
no, never : 0 : 0
no opinion : 0 ; 0 e
no answer 15 : 1 : 6 1A;

Total :16 £100

All but one of the respondents, or 93 3/4 per cent 

checked an answer and all of these replied, to varying 
degrees, they had noticed that position classifiers had 
put forth a special effort within the past few years to 
explain the classification system to Federal employees « 
Over three-fifths of the respondents, or 68 3/4 per cent,

reported that they had noticed this at a high frequency 
rate ranging from "often" to "always. " Exactly one
fourth had noticed it "but seldom,"

The respondent who did not check a box indicated 
a very good situation, however, by stating: "Has been 
part of our program, and very actively so—can’t there
fore say it’s only recently that a ’special’ effort has 

questionnaire.
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been made."

9*  Are the ^qualifications required” statements in 
position classification standards issued by the Civil Ser» 
vice Commission, too meager?

yes, always
:Hp.: £ .

yes, very often 
yes, often 
yes, but seldom.
$10, never 
no opinion

Total

: % : 25 :
: 1 : 6 1A
: 1 : 6 1A
: 1 : 6 1A

A preponderance of over four-fifths, or 8? 1/2 per 
cent, felt to varying degrees that the "qualifications re» 
qulred” statement in position classification standards 
issued by the Civil Service Commission were too meager. 
Of significance, also, is the fact that over four» 
fifths, or 61 1A per cent, reported a high frequency 
rate ranging from "often" to "always-TT Only a little 
more than one-tenth, or 12 1/2 per cent, indicated it was 

rarely ever that the "qualifications required” statements 
were too meager, and accordingly checked "seldom” or 
"never."

One respondent who cheeked "very often" commented 
that the statements were too general for any practical 
value, or if specific requirements were listed the per
tinent elements were too often absent*  Another respon
dent checked "always" and remarkeds

in view of official standards developed by CSC I 
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feel such statements unnecessary. They are seldom 
in agreement and are misleading to field personnel. 
They are useful only if they can be used for grade 
determination.

10. Is there collaboration in the Federal service 
between employment and classification technicians?

100

yes, always
îNOeî. A..... : 
î 1 : b 1/4:

ye*, very often : 3 : 18 3/4:
yes, often : 8 : 50 :
yes, but seldom : 4 : 25 :
no, never : 0 : 0 :
no opinion

Total
: 0:0.. :
:1b :Ï00 :

per centAll, or reported affirmatively that
the employment and classification technicians did col
laborate with each other Three-fourths, or 75 per cent
reported a high frequency rate of collaboration ranging 
from "often" to "always"; but the remainder indicated a 
low frequency rate of "seldom • '

One respondent who replied "often" commented: "At 
the Bureau level. At the Departmental and CSC levels 
there is very little."

Written comments,

Four respondents commented as follows:
1. No possibility of classification system 

achieving its basic ends until a strong and realistic 
base of supervisory and management improvement pro
vides the needed foothold.

2. It is not the system that is faulty, un
less the absence of automatic enforcement may be 
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considered a fault*  The weakness lies in the un*  
willingness to classify solely on the elementsTn*  
eluded in the activities to be performed and with*  
out regard to wishes (with respect to employee se
lection) of the employing office*  The only perfect 
classification will be made when the activity is 
performed by an Independent agency not influenced 
by bureau, agency or political influence*  As now 
practiced, the classirication' system is an aid to 
the bureau or agency in placing personally selected 
employees where desired*

3» I have based my answers on my own experience, 
and on opinions and ideas I have gathered from my 
associations with classifiers in Washington and the 
Field*  The average technician has improved his gen
eral outlook and understanding very much in the last 
few years. However, there are still too many who 
live in an ivory tower, who can do nothing but quote 
platitudes, cite regulations, and read class speci
fications word by word without relating them to a 
work or administrative situation. I sincerely hope 
I am not guilty of this!

(a) A training school for classifiers should 
be established by a central agency such as the Civil 
Service Commission to obtain best results*

(b) Specific training needed in :
(1) Interpretation and proper application 

of the specifications*
(2) Classifiers' place in organization end 

their use as an effective tool of management.
(3) Supervisory participation in position 

classification,
(c) Background for classification training:

(1) College education
(2) Thorough knowledge of agency organiza

tion and of the manner in which it functions 
at all levels*
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IX, BKPLISS OF ALL RESPONDENT GROUPS TO CROSS-SSCTIOK 

^STIOK

Each one of the questionnaires which were sent to 
the respondents employed in the various fields of manage*  
ment contained one identical question. This question, 
with the tabulated and written replies made, is set forth 
below. There were thirty line administrator, fifteen bud
get officer, thirteen personnel officer, sixteen organisa
tion and methods analyst, and sixteen position classifier, 
respondents, In other words the numbers considered as 
recipients and respondents to this question, and the 
bureau and agency levels involved, are the same as were 
applicable when each group was treated separately on the 
previous inquiries covered. The question is as follows:

To what degree do you believe the classification 
process is an aid to management in attaining the 
over-all objectives of the organisation?

Replies of general .administrators.

outstanding 
very great 
great 
small 
very small
none .
no answer given 

Total

:No« :
: 3 : 
t 12 $

id... : 
$

$ 11 : 36 2/3:
: 3 « 10 $
î 0 $ 0 :
$ 0 : 0 :
: 1 $ 3 V3:$100

All of the respondent administrators answered the

Not on questionnaire
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question except one, and all the replies made—or $6 2/3 

per cent—indicated that to varying degrees the classifi
cation process was an aid to management in attaining the 
over-all objectives of the organisation. Woll over four- 
fifths, or 86 2/3 per cent, of the respondents felt that 

classification aided to a high degree ranging from "great" 
to "outstanding « ' No significant number indicated a low 
degree. No qualifying comments were made.

Replies of budget officers.

outstanding : Ô : 0 :
very much : 3 : 20 ;
great Ï 5 : 33 1/3:
small : 2 : 13 1/3:
very small : 4 : 26 2/3:
none • 1 : 6 2/3:

W ÎTotal nr
Over nine-tenths of the respondents, or 93 1/3 per 

cent, felt to varying degrees that position classification 
was an aid to management in attaining the over-all objec
tives of the organisation. Over one-half, or 53 1/3 per 

cent, indicated a high degree of assistance ranging from 
"great" to "outstanding.” A substantial minority of over 
two-fifths, or 6 2/3 per cent, indicated a low degree of 
aid ranging from "small" to "none* " One felt that it aided 

"none." No qualifying comments were made*

Replies of personnel officers.
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: No. r # :

outstanding î 2 TTK 375:
very great j 6 : 46 2/13:
great : 3 : 23 1/13:
small : 0 : 0 :
very small : 2 : 15 5/13:
none : 0 : 0 :

Total :TT : Ï0Ô :

All,, or 100 per cent, of the respondents answered , 
the question in the affirmative. Over four-fifths, or 84 
8/13 per cent, indicated that the classification process 

aided management to e high degree in attaining the over
all objectives, ranging from "great" to "outstanding* " 
The remaining small minority of about 13 per cent indi
cated the low degree.

One respondent who checked "very great" stated, 
"Often imposes undue restriction in placement, but can be 
improved.”

Replies of organisation and methods analysts.
: No , : _ % :

outstanding 5 0 •.. Ô" :
very great ; 6 : 37 1/2:
great : 5 t 31 1/4:
small :very small : 1 1/4:
none : 0 : 0 *

Total HF :100 :
All, or 100 per cent, answered the question in the 

affirmative. Over three-fifths, or 68 3/4 per cent, felt 

that classification aided management to a high degree

ranging from "great” to "outstanding"; while the remainder 
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of about one-third, or 31 1/4 per ©ent, indicated a low 
degree of "small" or "very small."

One respondent who checked "small" stated, "But 
can, and should be great aid."

Replies of.position classifiers.
:3o* : % :

outstanding : 0 : 0 :
very great : 8 z 50 :
great : 6 = 37 1/2:
small : 1 : o l/U-
very small : 1 : 6 1/4:
none : 0 : 0 :

Total :1b :1ÔÔ :

Ali, or 100 per cent, answered In the affirmative 
that classification was an aid to management. Over four- 
fifths, or 67 1/2 per cent, felt that classification 
aided to a high degree ranging from "great" to "very great," 
but no one cheeked "outstanding." A small minority of a*  
bout 12 per cent felt it aided only to a low degree of 
"small" or "vary small.”

One respondent who replied "very great" commented: 
Depends on which side of the fence you are on. 

Some operating officials feel that classification is 
a ’stumbling block’ to management. On the other hand 
they make considerable use of our knowledge of organ
isation, procedures, etc. It is when we do not ap
prove desired grades that our assistance or value is 
questioned. Classification is an aid to management 
at the top level and It is also a control*

Another respondent who also checked "very great” 
stated:
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When the process is not too stretched, procrustean- 
wise, and where intelligently handled it is of great 
help. But under present economic and recruiting con
ditions, the process must become distorted and agoni
zed if it is going to be of any real aid to manage
ment. A suitable price control program and job 
freeze, taken at the right time, would have maintained 
things in proportion. But since classification has 
been used as the doctor to fix up, by legal means, 
all the administrative ills from which management suf
fers, it will continue to be imposed upon in that 
fashion, until management is cured by sounder plan
ning, and preparedness in all its other aspects.

X. 8UKBARY

From an over-all standpoint, the percentage of re
plies was encouraging. The returns by each group, for 
instance, represented higher percentages than a scienti
fic questionnaire study once conducted by professors of 
the University of Minnesota.^ The number, and the di

rectness, of additional written comments generally showed 
an intense interest.

On the positive side of the picture, as evidenced 
by the tallies of the responses, the following was dis
closed;

Replies of general,administrators.

1. The unanimous response of line administrators 
that position classifiers, before classifying positions, 
——"-ry-------- -- —- .

• William E, Mosher, J♦ Donald Kingsley, and 0. 
Glenn Stahl, Public Personnel Administration (3d ed. ; New 
York : Harper and Brothers, 19^0) p. 3^2.
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do give the incumbents and/or their supervisors an op

portunity to explain the duties, responsibilities, and 
qualifications required to perform the work, deflates 
the criticism sometimes made to the contrary. The aup*  
ervisors are contacted a little more frequently than the 
incumbents, probably due to the fact that all necessary 
information is sometimes obtained from the supervisors 
thus obviating the necessity to interview others»

2. It is only infrequently that an otherwise de  
sirable organisation is adjusted in order to obtain higher 
grades.^

*

*

3*  Substantial confidence is had in the ability 
of position classifiers at all levels: Civil Service Com*

PO mission, Department and Bureau,
4# Job incumbents are given an opportunity, and 

at a comparatively high frequency rate, to explain their 
work when class specifications writers prepare standards.

5» Considering that the classification system is 
not an 9exact science,n it is encouraging that about two*  
thirds felt the principle of 9equal pay for substantially 
equal work9 was achieved. Without such a system of any

18 See supra. pp*  111*112.
19 See «œ» pp. 112-113.
20 See sugrs, p. 113-
21 See supra, p. ii4.
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kind, it is very doubtful that such a high percentage 
would appear satisfied. Even of the minority who felt 
the principle was not being attained, no one was in
clined to discard the system#22

6» in general, the position classification office 

usually takes action fast enough on grade recommenda
tions to satisfy line administrators when authority to 
make final grade allocations is exercised within the 
Bureau»23

7# A high degree of support (but not "entirely" 
enough) is given by management to enable the position 
classifiers to do the best Job, as well as an adequate 
job»24

3. Since almost nine-tenths of the respondents 
had been in the Federal service ten years or more, the 
group is considered a qualified one to answer the ques  
tlcnnalre.25

*

Replies of budget officers#

1# Official class titles established by the Civil 
Service Commission, and used by agencies in position 
classification and pay roll activities, are used in 
""" ".'^2 ' See -supra, pp. Ilk-115#

23 See supra, pp# 116-117#
2k See supra, pp# 119-121#
25 See supra, p# 121#



www.manaraa.com

177
budget preparation, and at a high frequency rate*̂&  

2» In budgetary administration it is necessary to 
establish a means of control to insure that the will of 
the appropriating body in authorizing positions of cer
tain kinds and/or numbers will be carried out*  The fre

quency at which this is necessary appears rather evenly 
balanced between high and low* ^7

3*  It was disclosed that use is being made of po
sition titles and grades to give a position control or
ganization picture of different operating units, and at 

on a frequent rate*
It is an aid to budget officers in their work 

for position classifiers to make known what incumbered 
positions appear likely to be allocated higher or lower 
within the year, although the frequency at which this is 
an aid appears evenly balanced between nigh and low*

5*  It was strongly indicated that the filling of 
some positions at, and others above, the salary levels of 
the base pay rates of grades did not lessen the need for 
collaboration between budget and classification staffs*̂0

Replies of personnel officers»

"æ See supra, pp*  125-126. 
27 See supra, pp. 126-12?» 
28 See supra, P*  128*
29 See supra, pp*  128-129» 
3° See supra, pp*  129-130*
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1*  It was demonstrated that facts are drawn from 

the position classification system by the Civil Service 
Commission, agency Boards of Examiners, and employment 
officers and used to form the basis for further studies 
(a) in preparing tests; (b) In informing prospective ap
plicants about the basic qualifications to be tested;
(c) in preparing eligible lists; and (d) in controlling 
the use of eligible lists in the filling of requisitions 
for the certification of eligible»» There is a compara
ble high frequency rate with which such facts are used 
in (a)e (b) and (d); but the frequency rate viewed from 
the agency and bureau levels is substantially lower in 
(c) and justifiably so to the writer since this is a 
function carried on primarily only by the Civil Service 
Commission»^

2» It was largely verified that the position das 
elfleatlon plan saves time to some extent in the testing 
process wheni (a) the tester does not have to determine 
over and over again the duties to be tested as new em
ployees fill old jobs; (b) the tester can key the exam
ination to classes' of positions instead of to individual 
jobs; (c) and this (a & b) decreases the number of eli
gible lists maintained to meet the need of the Depart
ments » The use is more frequent in (b) than in (a), but 

....51 See'supra, pp. 13^-137*
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both are high. The infrequent rate for (c) is substan
tially good since the function is usually carried on only 
by the Civil Service Commission. Therefore, all the re
spondents could not express an opinion*̂

3# The classification system provides information 
which can be used in transfer actions: (a) on the rela
tionships of positions to one another in kind and level 
of work; and (b) on the areas of activities from which 
employees may be drawn; and (e) by the identification of 
career avenues. The information is used at a high fre
quency rate in (a) and (b).^

4» Basie information developed through the posi

tion classification system is used to a high degree for 
performance rating purposes*  Improvement in the frequen
cy rate should be made, however* ^4

5*  Although the percentage of replies did not dis
close any majority opinion on the matter, the preponder
ant reply favored the inclusion of the performance re
quirements on the position description»^

6*  It was definitely shown that position classifi

cation standards are used, but to varying degrees, as an 
aid by training specialists*  The high frequency rate is 
.. 52 See 'supra, pp*  138-1^0 *

33 See supra, pp» l^O-ll^*
34 See supra, pp*  143-144»
35 See supra, pp*  144” 145»
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'slightly greater than the low frequency rate.3&

Replies of organization and methods analysts.

1. The processes of fact-finding and analysis the 
position classification system involves disclose illogical 
organization situations, and frequently.37

2. Position classifiers frequently report illogical 
organization situations, when found, to proper officials.^

3. Officials who have the power to prescribe, or 
recommend to top management, changes in the organization 
structure frequently use classification facts as one of 
their basic tools for explaining such prescriptions and 
re c omens nd ati one . 39

4. Position classifiers reports and other materials 

indicate what actually is the executives  span of control, 
and organization and methods analysts can frequently use 
this information for further studies.

*

5.- Where positions can be standardized, the use of 
standard position descriptions will help to a great ex
tent in coordinating functions, and to a lesser extent in 
encouraging economy.In 

------- 56 si." supra, pp. 145.
37 See supra, pp. 1^7-
38 See supra, pp. 148-149.
39 See supra, p. 149•
4° See supra, pp. 149-150.
41 See supra, pp. 152-153»
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6e Position descriptions, reports and ot er cl&s*  

sifioatIon records more frequently than not provide as 
much useful information as the organization and methods 
analysts should expect from them. Further Improvement 
should be made, however.^

7» General agreement was expressed with the 1937 
President's Committee on Administrative Management that 
the study and planning of organization structure could be 
readily approached through the techniques that are em
ployed in the classification of positions.43

8. The preferred location of the position classi
fication function was in the personnel office, and next 
in the organization office.^

Replies of position classifiers.

1» As a favorable observation for the promptness 
of the position classification program, the classifiers 
have found that, although the classification office is 
blamed for delays, other offices—and not it—are often 
the real culprits. 45

2. It is felt by position classifiers that they as 
a group in the Washington area have a broad and sympa*

See supra. pp. 153*154*
7? supra, pp. 15^*155•
W- See supra, pp. 155*156.
45 See supra, pp. 159*160.
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thetic understanding of the problems of management. It 
is unanimously felt by the respondents that classifiers 
as a group do cooperate with operating officials in 
Washington at a high frequency rate#^

3. For management purposes, it was generally 
felt that a portion of the position classification sheet 
should include the qualifications required to perform 
the work.

4.» Although it was generally felt that the grades 

of professional positions are restricted by those of ad
ministrative supervisors to some extent, it is encourag
ing that over four-fifths of the respondents indicated 
this occurred at a low frequency rate.^

5* It has been noticed within the past few years 
that the position classifiers have put forth special ef
fort to explain the classification system to Federal em*  
ployees.^

6. Employment and classification technicians 

collaborate at a rather high frequency rate in the Fed
eral service. On the other hand this rate could be Im
proved, and indications for needed improvement point par
ticularly to the Department and Civil Service Commission

See supra, pp. 161-163
4? See supra, pp. 163-164
4@ See supra, pp. 165-166
49 See supra, pp*  166-16?
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levels»^0

Replie» to cross-section question.

The response was excellent from the standpoint of 
participation in the inquiry on the degree to which the 
classification process is an aid to management in attain
ing the over-all objectives of the organisation*  Also, 
over four-fifths of the administrators, the personnel 
officers, and the position classifiers, and well over 
three-fifths of the organisation and methods analysts 
felt that classification aided to a high degree*̂  Al

though th® percentage of budget officers who shared the 
same high opinion of position classification was not as 
great as found in the other respondent groups, the num
ber represented slightly more than one-half of their to- 

52 tai*  Only one respondent out of all the five groups 
indicated that classification aided "none*,  and he was 
a budget officer*

On the negative side of the picture, as evidenced 
by the returns of the respondents, the following was

"r See supra, p« 168*
See supra, pp*  170-174#
See supra, p*  171*
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disclosed:

Replies of general administrators»

!» It is felt by a preponderant percentage that 
line administrators do adjust otherwise desirable organ
izations in order to obtain higher grade allocations. 
The adjustment could result in a faulty organization; but 
even If it did not, the additional work to change some
thing already desirable can hardly be justified» It should 
be possible to recognise higher grades, where otherwise 
warranted, without revising sound organizations,

2*  Less confidence is had in the ability of Depart
mental position classifiers than those in either the Bur
eau or Civil Service Commission levels.^"

3*  The substantial minority of 40 per cent who 

felt the frequency rate was low at which position classi
fiers gave them adequate explanations of the system, is 
too large a group to suffer this experience»^

4. A minority, but nevertheless a substantial one 

of about one-third, felt the classification system did 
not achieve "equal pay for substantially equal work.

5» While about two-thirds reported that some

See supra, pp. 112-113»
See supra, p. 113*

55 See supra, pp, 113-114*  
See supra, pp. 114-115*
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authority had been delegated by the Department to their
Bureau to make final grade allocations, as an advocate 
of delegation as far as practicable the writer feels 
that greater authority could be delegated. One-tenth 
reported definitely that no delegation to any degree had 
been made, and one* fifth showed an indifference to the 
point that they did not make inquiry and therefore re*  
ported they did not know whether any delegation had been 

q? made or not*  ’
6*  In general, the position classification system 

usually does not act fast enough on grade recommendations 
to satisfy line administrators when authority to make 
final grade allocations is exercised by the Department 
rather than by the Bureau* 58

7*  in general, it is felt that the grades of pro*  
fessional positions are restricted by those of admlnls*  
trative supervisors*  This opinion was expressed even 
though 80 per cent of the respondents had some admlnls- 
trative responsibility and only 36 2/3 per cent had some 

professional duties (many occupied “mixed" positions), 
59 as reflected in inquiry fll (b) ♦

8*  While two*thirds  felt that the position classi
fication system provided uniform occupational terminology

See supra, p*  116*
58 See supra, pp*  117*118*
59 See supra, pp*  118 and 121-122*
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for use in communications, one-third was not sufficiently 
informed to express an opinion. There was not a great 
difference between the high and the low frequency rates 
reported.^

9. Only 40 per cent of the respondents felt that 

"entirely”- enough support was given by management in order 
that position classifiers could do the best job.

Replies of budge t officers «

1. In the budget process the operating titles are 
more satisfactory then official Civil Service class titles.

6? This appears especially true in the higher grades.
2. There -does not appear to be a tendency now to 

use Civil Service position classification titles for bud
get purposes more than in past years. While such action 
may or may not add to clarity in the budget, it is an 
indication that the provision in the Classification Act 
of 1949 which requires it, without exception, is being 
violated.^

3. Although two-thirds felt satisfied, a substan
tial minority felt that there was a need for greater col
laboration between budget and classification officers to

to See supra, pp. 118-119
61 See supra. pp. 119-120
62 See supra, pp. 124.-125
63 See supra. p. 126e
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establish stronger controls to carry out the will of the 
appropriating body, with one-fifth expressing "a great 
need."

%*  It was substantially shown that greater collab

oration is needed between position classifiers and budget 
officers in order to keep informed on whet positions were 
likely to be allocated higher or lower within the year, 
for budget purposes.^

5# The budget officers felt that there was a greater 
need for collaboration between position classifiers and 
operating officials during the letters * preparation of 
estimates and attempts to keep within allotments than 
between position classifiers and budget officers during 
the letters’ preparation of an agency budget.

6. Only one-third» as against almost two-thirds, 

reported that data on workload measurements and operat
ing standards were derived at all from the position clas
sification office.

7. The work relationships between position classi
fication and fiscal functions (except for the fact that 
the salary plan is based on the classification plan) are 
merely indirect, mechanical and routine.

See supra, p. 129.
See supra» pp. 130-131.

67 See supra, p. 131.
66 See supra, pp. 131-132.
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Replies of personnel officers.

1. It was demonstrated that only a minority of the 
respondents have seen within the past ten years instances 
where position classification standards have been repro*  
ducod bodily in examination announcements*  The majority 
have never seen the standards reproduced for this pur*  

pose.

2*  Although over 90 per cent recognized that to 
some extent the duties and qualifications statements on 
personnel requisition forms are taken from position clas
sification sources, almost half of the respondents dem
onstrated that this was done only infrequently,7^

J*  The rate is too infrequent at which the infor
mation provided by the classification system is used in 
transfer actions for the identification of career avenues.

Ip*  Although it was preponderantly shown that the 

classification plan aids in identifying misplaced em
ployees with positions for which they are better quali
fied, too high a minority (almost half) reported a low 
frequency at which it was used,?2

5*  Only to a minor extent have organization charts 
' " ' 6$. See supra, p. 137»

70 See supra*  pp*  137-138.
71 See supra  pp  ^l-l^2* * *
72 See supra, p. 1M*
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in taras of classified positions been posted and used 
thusly as part of a promotion program*̂

Replies of organisation and methods analysts.

!« One of the handicaps under which position clas
sifiers operate in the Washington area was shown when al
most one-third of the respondents stated that the classi
fication function sometimes provided the only organisa
tion work performed by Bureau technicians. As for the 
field service, slightly more than one-half of those who 
expressed an opinion stated that the classification func
tion provided the only organizational work performed*7U

2*  Only minor use is being made of the position 
classification office to furnish facts upon which Man
agement improvement Awards can be considered on the basis 
of outstanding efficiency and economy.

Replies of position classifiers.

1. Although it was felt unanimously that progress 
had been made in the last five years in the position 
classification system as a result of published standards, 
and the preponderant opinion was that such progress had 
been great, nevertheless, a substantial minority of al
. ..  73.  See supra, pp. l^2-l^.

7^ See supra, pp. 150-151.
75 See supra, pp. 151*152*
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most one-third, felt that little advancement had been 
made*  If it can be assumed that one-third of the clas
sifiers in the Government feel this way, the standards 
program has not yet reached the desired point of ade
quacy,

2*  Management blames the classification office 
for delays in effecting personnel actions whereas fre
quently it la the one causing the tardiness because of 
its own failures to take prerequisite action. Such cri
ticism should be placed on management where it appears 
to belong*77

3*  Although most Bureau heads and Division chiefs 
often invite position classifiers for advice early enough 
when reorganisations are taking place, a substantial min
ority seldom do and thus cause a great amount of diffi
culty»^

4*  It is only infrequently, as a rule, that budget 

analysts have called on position classifiers for assist
ance in establishing uniform titles for use in budget 
preparation*  Greater collaboration is needed in order to 
improve budget presentation*̂

5*  As in the case of line administrators, it is
76 'see"juU2Ka, PP- 158-159.
77 See ItügML pp. 159-160.
7° See supra, pp*  160-161»
79 See supra, pp» 164*165*
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geaerally felt that the of the professional po-
sltiona are restricted to sows extent by those of the 
administrative supervisors due to the basic classifica
tion techniques#^

6*  It was substantially shown*  and at a high fre*  

quenoy rate*  that the ^qualifieatIona required^ state
ments In position classification standards issued by the 
Civil Service Coamlasion are too meager,

Replies to crosa-sectlon question*

1# A substantial minority of over two-fifths of 
the budget officers indicated a low degree to which the 
position classification process was an aid to management 
in attaining the over-all objectives of the organisa
tion#^

Statistical significance.

The percentage of replies to each questionnaire are 
as followsJ 50 per cent for line administrators; 65 per 

cent for personnel officers; 75 per cent for budget offi
cers; and 80 per cent for organization and methods analysts 
and position classifiers. The over-all return is considered

PP*  165-166 and 118.
*™ See supra, pp. 167-168.
82 See aupre. p. 171.
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good» Due to the anonymity of the respondents, which 
was stressed in sending out the questionnaires, no pro*  
vision was made for follow-up. The fact that there were 
a minor number of "no replies" and failures to renly has 
no significant bearing upon the results of the question
naires*  The value of the results, more-over, depend not 
on fine statistical differences but on the indications of 
attitudes held toward, and uses made of, position classi
fication.
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CEAPTER V
CONCLUSIONS AND RECOMMENDATIONS

Herein are contained various conclusions drawn from 
the literature and the questionnaire study on the uses 
and operation of the position classification system, Var
ious recommendations are also contained herein looking 
toward improvement in the utilization and operation of 
position classification, as well as for further studies 
which could be made in these areas,

I. CONCLUSIONS ON THE USES OF POSITION CLASSIFICATION

The uses proclaimed in available literature for 
position classification have been set forth in the body 
of Chapter III, with a summary listing at the end, As 
can be seen by a review of these uses, they reach into 
every important phase of stuff and line administration.

Congress intended that position classification be 
used for personnel and other management processes. It 
accordingly took action to delegate authority for posi
tion classification to the Civil Service Commission and 
the President, and provided for substantial redelegation 
to the agencies and their subordinate units. As a tool 
of management, Congress felt that position classification 
to a large extent should be placed in the hands of agency 
administrators who should be responsible for it. Placed
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side by side with other staff functions, serving, admin
istration, an opportunity is provided for integration 
with and supplementation of other management processes.» 
Made the responsibility of good management, the logical 
assumption was that administrators would treat it intel
ligently since they would also be accountable for it.

The concept of usefulness of position classifica
tion is not new. It appears, however, that it is only 
recently that the concept of use has been stressed.1 in 

the opinion of the writer, this stress has been very 
limited and represents only what should be the initial 
steps toward a full program.

The uses of position classification are treated 
in little detail in published literature*  Perhaps this 
is because classification has been accepted as a useful 
tool for so long that there appeared to be no practical 
value in conducting studies which, presumably, would re
sult only to verify a foregone conclusion. The scarcity 
of such studies also may be due to a lack of funds for 
qualified people to carry on the necessary research. 
Again, in a few quarters, there may have been a reluctance 
to examine into this matter because of the fear that the 
degree of utilization made, or possible, may be found

$ William B. Mosher, J*  Donald Kingsley, and 0*  
Glenn Stahl, Public Personnel Administration (3d ed.; Hew 
York ; Harper and èrdt^ p» È1Ô.
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unfavorable. At any rate, regardless of the reason or 
reasons, the odd fact is that this field has barely 
been touched below the general surface.

The coverage in literature of the uses of position 
classification is substantially the same as described In 
1943 by the Assistant Personnel Director of the Michigan 

State Civil Service Commission, who was also a lecturer 
at the University of Michigan:

The very limited use to which the public service 
puts position descriptions is farther illustrated 
by the fact that its classification literature makes 
almost no point of the uses to which the description 
should be put in the operating departments themselves, 
Baruch devotes a footnote to the subject (op, clt,, 
p, 181); Mosher and Kingsley do not discuas it at 
all; and others accord it similar attention.2

It is not enough for management to merely know that 
position classification can aid the budget process in the 
establishment of budgetary controls; for example the 
methods, procedures, types of knowledge available, timing 
and other details which point up "how*  this can be done 
should also be known. There appears to be no valid 
reason why this information should not be published for 
general consumption the same as is done for many other 
techniques and processes*

H, Litchfield, "Organisation Analysis 
Surveys in a Personnel Agency Program/ Public Personnel 
Review, Vol. 4 (October, 1943) P*  233, footnote Ï.J,
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To know that a piece of information is useful to 
some extent is not always enough either. The degree, or 
frequency, of utilization made, or possible, of a tool 
may well be the real test of its validity*  if a soldier’s 
gun shoots only ten times out of a hundred attempts, for 
example, it could scarcely be regarded as a valid instru
ment*  If classification is to stand justified on the 
basis of utilization, then the frequency, depth and sub
stantive content of its contribution should also be con
sidered*  On the basis of the questionnaire study made, 
while there is ample evidence that position classifica
tion is useful to some extent in all the limited number 
of ways inquired into, there is some evidence the de
gree of utilization is so low that the use is insignifi
cant*  On the whole, however, the evidence pointing to 
frequency or validity was more encouraging than dis
couraging.

While position classification is generally thought 
of first in connection with its use on which to base a 
pay' plan, there are other very important needs for it*  
From a historical standpoint, for example, Fred Telford^ 

recorded that it was the need to standardize titles which 
brought about the original installation of position clas
sification in the United States by Chicago around 1909

3 p*  35*
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or igiO*  The questionnaire study results showed t at 
line administrators, by far, still recognised this ser
vice provided by classification, although no signifi
cant difference was reported between the high and low 
frequency rates at which it was employed. Budget offi
cers reported a frequent use of class titles and grades, 
but preferred operating titles especially at the higher 
grade levels. In modern personnel administration, the 
use of position titles with standard definitions is in
dispensable, although various refinements are needed.

Other uses, with occasional statements by authors 
as to how important they are, have been recorded, In
cidentally, authors do not always agree on the relative 
importance of each use. Witness, for example, the 
statement by Lewis Meri am—as opposed to Telford «s 
evaluation—that the two major uses for classification 
are in connection with fixing and controlling salaries, 
and for recruiting and promoting.^ On the other hand, 

more recent authors have stated that classification has 
not contributed much to establish lines of promotion.-’ 

Assuming that the latter statement is correct, one clue 
for the explanation appears in the questionnaire study 
which showed that the information available for use to 

....... See"supra, pp. £0 and 67.
5 Mosher, Kingsley and Stahl, pp. clt., p. 168 
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identify career avenues is not being used enough.

The uses of classification are not confined to the 
subject-matter supplementation of other staff functions, 
but instead have a very real impact on day-to-day line 
operations. The fact that an impersonal standard exists 
against which all employees similarly engaged can be 
measured is a tremendous morale builder and stabiliser*  
Witness, for example, in the questionnaire study that no 
line administrator—not even those few who felt that the 
principle of equal pay for equal work was not being at
tained—wished to discard the system. It also has an im
pact on the exercise of supervision, establishment of 
jurisdiction between branches of government, in clarify
ing management objectives, and in administrative research 
Standard position descriptions, and other classification 
tools, contribute to management clarity and economy.?

He SUGGESTIONS FOR INCPRASING UTILIZATION

Ten suggestions are offered as various means of 
increasing the utilization of position classification. 
All except the first one are made as the result of condi
tions indicated in the questionnaire study.

1. Recommendations for improving the utilization 
.——— — - —---------------

° S**  supra, pp. Iql-lq2.
7 See supra, p* for economy brought about 

through position'classification.
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of position classification, from the standpoint of meshing 
with other functions of a line and staff nature, are 
somewhat stalemated due to the lack of specific detailed 
knowledge as to how it can be useful. Therefore, the 
first suggestion to be made by the writer is that compre
hensive studies be made and the results published in 
order to stimulate a greater utilization of position 
classification.

2. The performance rating system as now conducted 
in the Federal government is comparatively new, although 
it contains many of the same objectives associated with 
the former efficiency rating system. Although basic in
formation developed through the position classification 
system is used to a high degree for performance rating 
purposes, it is the opinion of the writer that improve
ment needs to be made in the frequency rate and in the em
ployee coverage. A performance rating system tends to 
lose its balance unless it is applied uniformly to all po
sitions of a similar nature.

3. Classification tools such as position descrip
tions, position analysis reports, and records should be 
made more informative and more available for use by ad
ministrators and organization and methods analysts. This 
would involve clearer work descriptions, and the reporting 
of administrative problems such as jurisdictional disputes,
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personality conflicts, duplication of work, lack of pro
vision for work execution, and similar conditions.

4» The overwhelming questionnaire response of the 

position classifiers indicated a very healthy attitude in 
that they feel they are sympathetic to management and co
operate to a high degree. The study disclosed also that 
they frequently, within the past few years, have put 
forth special effort to explain the classification system 
to other employees. The administrators in general sup
ported this latter view. The fact, however, that a sub
stantial minority of 40 per cent of the administrators 

felt that only infrequently were they given adequate ex*  
planations. of the system indicates that the need to ex
plain continues# This need, in so far as the utilisation 
is concerned, is further indicated by the fact t at one- 
third of the administrators did not appear sufficiently 
informed to express an opinion on whether position clas
sification provided uniform occupational terminology which 
is used in communications.

5» Congress, which appropriates funds on the basis 
of budget estimates, required in the Classification Act 
of 1949 that class titles be used in budget preparation. 

The study made herein disclosed that the class titles are 
used in the agencies to a high degree, but not always# 
It appears that since the class titles at all levels are 
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adequate for a substantial minority of the budget offi
cers questioned, 1. e., 25 per cent, and since the ap
propriating body has expressed a preference for them, a 
closer examination may disclose they can meet the needs 
for all in preparing budgets. It appears that the pos
sibilities have not been fully investigated since the po
sition classifiers reported it was only seldom that they 
have been consulted by budget analysts for assistance in 
establishing uniform titles. Closer collaboration is 
recommended which should either result in full compliance 
with the requirement stated in the Classification Act, or 
its revision.

6. The complaint has been voiced that the certi
fication and recruitment processes have been hampered due 
to the meager information placed on personnel requisition 
forms.® It is no wonder that the information is often 

meager in view of the fact that almost half of the respon
dent personnel officers indicated that such information 
was seldom taken from position classification sources, 
it is obvious that employment and personnel officers 
should make greater use of position descriptions for this 
'' William E. Kosher and J, Donald Kingsley, Pub
lic Personnel Administration (Revised ed.; Pew York: Har- 
peF"anT’l>roEE^^ The importance of under
standing the nature of positions being filled was stressed 
in the 1950 edition, but without actually voicing the cri
ticism made in the previous edition.
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• purpose*
7« Personnel officers preponderantly recognised 

that the classification plan aids in identifying mis
placed employees with positions for which they are better 
qualified*  A substantial minority, however, reported 
that use was seldom made of position classification in 
this connection. Such a situation is deplorable, and 
should be rectified through conscientious efforts on the 
part of employment and personnel officers to do a better 
job in placement.

8. It is evident from the two foregoing paragraphs 
based on the questionnaire study that employment, examin
ing and classification officers, do not collaborate to the 
extent they should. This is further demonstrated by the 
fact that the Civil Service Commission continues to issue 
examination announcements and regulations^ referring to 

Typist GS-^ positions whereas the position classification 

standards permit a grade no higher than GS-3 for typist 
work. Another example of inconsistency, but by no means 
the only other one practiced, is the use of such descrip
tive terms as "Junior, ” "Senior, ” etc., in examination 

10 announcements although position classification practices
".  ? See, for recent example, letter of November 23,

1951 from the Executive Director of the Commission to the 
Federal Departments, "Promotion to positions of Stenogra
pher and Typist, GS-1-^." Also, see supra, pp. 73-7^.

See U*S*C.S*C*  Announcement Ho*  250, issued 
October 17# 1950.
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specifically prohibit the use of these adjectives in job 
titles. It has been the experience of the writer that 
such announcements cause confusion, but more often in 
field agency offices than In Washington, D*  C.

9» If position classifiers were freed from the ne*  
cessity of doing organisation work and other functions, 
which generally are the responsibility of management or 
other staff officers, then they would have more time to 
explain the uses of classification and bring about greater 
collaboration. If they are not freed from these duties 
which they perform, after management has failed, in order 
to get their own work done, then they at least should be 
recognised by management in terms of the job accomplished 
by proper titles, grades, salaries, and general accepta
bility in work situations.

10. Greater use should be made of the position 
classification office to furnish facts upon which manage
ment improvement awards can be considered on the basis of 
outstanding efficiency and economy. The failure to make 
use of the classification, office for this purpose is only 
one reason which may explain the poor progress made in the 
program*  Senator Bussell Long (D., La.) at a dinner meet
ing for the Society of Personnel Administration sharply cri
ticised the agencies for failing to carry out the program.^ 

........Society for Personnel Administration, Newsletter 
II (Washington : February 1, 1951) p. 2.
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III. CONCLUSIONS ON THIS OPBRATTON OF THB POSITION 

CLASSIFICATION SYSTEM

A gre&t deal has been said, and much has been 
written, expressing the opinions of individuals about the 
successes and failures of the position classification 
system to achieve the principle of "equal pay for sub
stantially equal work.” There appears to be no point in 
relating the divergent views here since the isolated In
cidents complied on one aide would merely tend to balance 
or cancel those on the other side, regardless of which 
had the greater number. Let us instead look briefly at 
some of the reasons which have been promulgated as to 
why position classification was installed, what makes for 
an effective or an ineffective classification program, 
and what the respondents to the questionnaire study felt 
about the situation as it exists today*

Reasons for conducting position classification.

In addition to the advantages to be realised from 
the uses covered in Chapter III, and the Congressional 
objective of "equal pay for substantially equal work," 
there are other reasons for having a position classifica
tion plan. Those we are concerned with here have to do 
with management weaknesses or errors in the treatment of 
employees*
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We have already seen how the head of a Federal 

bureau, whose positions were not subject to the classifi
cation plan, testified before Congress that the personal 
attitudes of supervisors were conditioning the salaries 

IP 'paid*  & Similarly, we have noted three distinct types of 
administrators as described by Lewis Yer lam, all of whom 
differ in their treatment of positions and people«13 

Another author has described various salary inequities 
which are primarily due to management errors where a job 
classification plan does not exist, as follows: favorit
ism, demotion without reduction in pay, promotion without 
sufficient increase in pay, error in judging worth of a 
job, aggressive versus conservative supervisors and work
ers, payment for something other than work, union pressure, 
minority group discrimination, and discrimination against 
the physically handicapped.^ The use of a formal position 

classification system tends to halt the commission of these 
human errors so as to evaluate every position and person 
against the same criteria.

Prerequisites; to effectiveness*

There are a number of factors that make a classifi
cation program effective. Placed in reversé, these same 
. L . r 'gee supra, pp. 45*46*

13 See supra, pp. 8384**
14 Jay L. Otis, and Richard H. Leukart, Job.Eval

uation (Sew York : Prentice-Hall, Inc;  1948) pp. 914.* *
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factors tend to make the program ineffective. The follow*  
ing conditions appear absolutely necessary to successful 
operation:

1. legislative support. This must be shown not 
only by fine phrases in laws and speeches, but by adequate 
appropriations to carry on the classification program. 
Congress has not always been consistent in what it has 
said and what it has done. For example, even though one 
of its investigating committees had pointed up the need 
to correct inequities in classification, the chairman of 
the appropriations sub-committoo shortly thereafter quea*  
tioned the need for the Civil Service Commission to issue 
allocations standards in wartime, and drastically cut the 

I h funds recommended.

2» Executive support. The acceptance by management 
of the competent decisions made by the position classifi
ers is very important to the program’s success. The fear 
in some quarters that management support wâs not suffi
cient has led to several recommendations that position 
classification be removed from all control of administra
tors, and one only recently.^

The fear is not a new one. As a matter of fact the 
conviction that position classifiers needed administrative 

Gladys K. Kammerer, Impact of War on Federal 
PersonnelAdmij^^ 
versTEy""oFTen¥ucicy^ 2^5*

16 Donald McInnis, "Delegation of Classification 
Authority x Theory and Practice." Public Personnel Review, 
Vol. 12 Uuly, 1951) pp. 13^-13b*
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protection in the performance of their duties was voiced
in Congress even at the time of the enactment of the 

17Classification Act of 1923. With the exception of cor*  
renting actions on post audit and withdrawing delegated 
authority to effect classifications, the penalty for a 
responsible official who abuses his classification re*  
sponsibility is much the same as when the system was es*  
tablished in 1923. Tn other words, there is n 0 other 
penalty in the Act itself for willfully and corruptly a*  
busing classification authority; there is "nothing but 

I 0 
the criminal law»" According to the writer’s discussion 

with an attorney, there appears to be no special signif
icance in one’s recourse to the criminal law in such 
matters.

There is a work-relationship which both the admin
istrator and the technical expert should ever try to 
achieve. It is one of integration, "that means that a 
solution has been found in which both desires have found 
a place, that neither side has had to sacrifice anything.”^ 

integration involves invention, suggestion and mutual 
' Congress. Congressional Record. 68th
Cong., 1st sees., Vol. 65, pt. 1, on January 10, 1924. 
(Washington î Government Printing Office, 1929) Col. 1, 
P*  791*  ,18 Ibid.. Col. 1, p. 79^ 

19 Henry C. Metcalf, and L. Urwlek, editors, Dy
namic Administration. The Collected Papers of %ary Parser 
Collett (^ew York : Harper and Brothers, 19^1) pp. 32*33*  
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acceptance without the losses which occur through com
promise, The best results, are obtained through the prin
ciple of "power-with," a jointly developed power, rather 
then ”power-over," Further, where supervisory relation
ships exist, the principle of depersonalysing orders and 
obeying "the law of the situation"20 should be followed 

in which no one is under any one else, but all cooperate 
to get a job done.

Management should "play the game." The writer is 
inclined to believe that it generally does.

3*  Competent position classifiers» Competency in
cludes other requirements in addition to technical accur
acy, such as social intelligence, fairness, objectivity, 
knowledge of the immediate organization and functions as 
well as of other organizations and functions, investiga
tive ability, a government-wide viewpoint, the ability to 
suggest solutions to management1s problems without sacri
ficing classification principles, and courage although not 
stubborness. These qualifications have been stated very 
well by a former member of the Civil Service Commission 
who also remarked: "The correct classification of positi
ons is clearly a difficult and hazardous task.

Ibid»,pp. 59 and 63.
21 Leonard D. White, Introduction to the Study of Public Administration (3d e^, Hew York The Mac- 

Milian Company, 195^) P*  381.
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4*  Valid classification standards*  Obviously, 

the tools to do a job should be plentiful and applica
ble*

5*  Cooperation of employees*  Kost employees will 
cooperate, especially if the objectives of the system have 
been explained.» This cooperation should take the form of 
supplying information, writing position descriptions or 
drafts, refusing to exert pressure, and personal integrl- 
ty*

6*  Flexible pay plan*  One of the ten principle 

changes of the period during World #er II on personnel 
administration was the intensification of pressures for 
higher pay. To relieve the pressure to distort classi
fication allocations, the pay plan should be more respon
sive in adjusting to the cost of living, and the labor 
market# An executive branch agency should administer the 
plan*

effectiveness as disclosed by .questionnaire study*

By far the greater number of administrators felt 
that the classification system achieved the principle of 
equal pay for substantially equal work; however, a sub
stantial minority did not*  In the opinion of the line 
administrators, budget officers, personnel officers, or- 

op*  eit* » p*  8*
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ganizatlon and methods analysts, and position classifiers 
the classification program is a great aid in attaining 
the over-all objectives of the organisation, in general, 
it is the opinion of the writer that the system is work
ing relatively well, is serving a real need, but like all 
other management functions could stand improvement.

IV. SUGGESTIONS FOR IMPROVEMENT OF OPERATIONS

Since no special study of the literature on the im 
provenant of the operation of the position classification 
system was made a part of this thesis, no effort has been 
made to cover such material at this point. The follow
ing recommendations for the improvement of the operation 
of the system are based only on the information obtained 
from the questionnaire study:

1. Even though it is only infrequently that an 
otherwise desirable organisation structure is adjusted In 
order to obtain higher grades, according to line adminis
trators, the greater percentage feel that the practice is 
done*  Morale on this point, therefore, must be low. To 
raise the morale and confidence in administration and po
sition classification, and educational program should be 
launched by all agencies where it is applicable to inform 
the administrators that such cases are the exception ra-r 
ther than the rule*
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2*  When the bureau officials expressed greater 

confidence in the ability of the bureau position classi
fication technicians than those of the department level, 
such an opinion could be interpreted merely as prejudice 
in favor of their own technicians who naturally work 
closer with them. However# this interpretation does not 
hold in view of the same bureau officials expressing 
greater confidence in the ability of the Civil Service 
Commission position classifiers—a group even farther re*  
moved—then those at the department level. The obvious 
recommendation, therefore, is that the departmental po
sition classifiers and their supervisors examine their 
programs and attitudes end correct the weaknesses dis
closed»

3» Position classifiers should continue to point 
out the purposes, procedures and benefits of the classifi
cation system to line administrators#

11# Every effort should be made to increase the 

technical competence and sympathetic administrative atti
tude of position classifiers# In addition, the proper 
relationships of management and the classification expert 
should be clearly set forth in Civil Service and agency 
regulations and policies so as to lessen the tension be
tween the two# These needs are apparent in view of the 
approximately' one-third minority of administrators who 
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felt that the system was not achieving its objective of 
equal pay for substantially equal work, and only per 
cent who felt that *entirely" enough support was given to 

classifiers by management.
5» Redelegations of authority to consummate clas

sification and other personnel actions should be made, 
but wisely, to the lowest organizational units practica
ble»

6*  A reexamination should be made of the basic 

classification techniques so as to revise where, and if, 
necessary in order that the grades of professional po
sitions will not be restricted by those of administrative 
supervisors. The writer is of the personal opinion that 
it is not the basic techniques that are faulty in this 
respect, but that the application of them are, in many 
cases, and especially where the administrative technician 
rather than the professional technician is supervised 
administratively.^

7. Although great strides have been made in the 
last five years in the preparation of position dassifica-

The opinion that supervision should not be a 
grade restriction between the professional and adminis
trative technicians on the one hand and the administrative 
supervisors on the other was also voiced in the following 
study: pie Présidentes Committee on Civil Service Improvement : documenta "ke^rts to accompany Report' onuivil 
Seryieejfmgr^
Clashing ton : Government Printing Office, 1%2) pp. 165*  
166*  
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tion standards, Improvement is still very much needed in 
both quality and quantity.

8. Bureau heads and division chiefs, when plan  
ning reorganisations, should invite position classifiers 
for classification advice more often and earlier in their 
undertaklngs.

*

9» Management should strive for an enlightened, 
competent, democratic leadership which rests upon the prin 
cl pie of "power-with" rather than "power-over. " Both 
management and the classifier should solve their problems, 
when they arise, on the principle of integration.

10. The number of "super-grade" positions allow  
ed at the GS 16, 17 and 18 levels, should be substan

tial ly increased. The present restriction is not in con
formance with the basic principle of the classification 
system.

*

V. SUGGESTIONS FOR FURTHEN STUDY

1. Detailed and comprehensive studies are needed 

to clarify wherein position classification is, or can be, 
useful, to other functions. The results of the studies 
should be published.

2. The uses of position classification, particu
larly those set forth in Chapter III but which were not 
tested in Chapter IV, should be thoroughly tested for 
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validity.

3. Studies could be made and principles set 
forth government-wide which establish at what points, 
and under what circumstances, technical classification 
decisions may be over-ruled—if at all—in favor of man  
agement desires.» It is believed that many position clas
sifiers and administrative officials have a sound under
standing of their work-relationships, but apparently too 
many do not  A formalisation of these relationships 
would be helpful to the guidance of future as well as 
current employees in the agencies, and a recognition of 
them by Civil Service Commission classifiers would facil
itate the postaudit  program  Ko doubt the whole matter 
of relationship is confused since classification has been 
assigned the dual roles of service and control

*

*

* *

*
^» Methods and procedures should be developed and 

action taken on them by Congress and all others who share 
in the responsibility for position classification, which 
will permit management to be more directly responsive in 
meeting the needs of employees without distorting classi
fication processes. Of primary importance is delegation 
by Congress to an agency for the administration of the 
pay plan, whereby rates within established ceilings could 
be adjusted to meet economic and recruitment conditions*

5*  There may be better methods by which to arrive 
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at position classification determinations» Some efforts 
have been made in this direction. It is recommended that 
more research be made looking toward improving position 
classification techniques,

6*  The problem of obtaining a better balance be*  

tween the salary fixing procedures of wage board and 
classified employees needs attention.^

7e To what extent do higher rates of pay result 
in obtaining better qualified employees? How much is it 
necessary to raise salaries in order to recruit better 
qualified employees?

VI. SUMMARY

There are many uses of position classification in 
staff and line operations. The literature on the subject 
is scarce and scanty. Published studies are desirable to 
correct this condition.

The success or failure of the operation of the po
sition classification program depends jointly upon Con*  
grass, the President, the Civil Service Commission, offi
cials and employees in the agencies and the position 
classifiers. The success of the program is more depend- 
—sr— U. S*  Congress. The Commission on the Organi
sation of the Executive, Branch of ' the "'OvermenC A1 W

February, 19 to*  aPersonnel Management.” (Washington : Government 
Printing Office, 19to) PP*  2^-28.
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ent, however, upon the active support of agency offici*  
ala*  It appears to be reasonably effective, although 
improvements are urgently needed*  The solution to the 
difficulties arising in the operation of the classifica
tion system between the classification expert and the ad
ministrator lies primarily, in the opinion of the writer, 
in the principle of integration as expressed by Mary Par*  
ker Follett* 2^

See supra, pp*  205*206*
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March 1, 1951

Dear Sir (or Madame):
As a part of the research on a Master’s thesis at 

the American University, I am studying some of the work-' 
relationships of the Federal position classification 
system to certain phases of government administration, 
and also of some of the attitudes of employees about po
sition classification in general*  The study has no of
ficial connection with any Federal agency*

A part of this study is being carried on through fact
finding and attitude questionnaires*  You have been se
lected at random, along with a small number of others 
similarly chosen, to receive and complete one of these 
questionnaires, which is attached herewith. You are not 
requested to sign the questionnaire. Neither your name 
nor position title will be used in the study or disclosed 
to the public in any manner. The study will net reflect 
the attitude or conditions in your agency, but instead 
will represent the over-all picture resulting in the re
turns . from a number of Federal agencies.

I sincerely hope that you will complete the question
naire to the best of your knowledge and ability, and 
return it to me as soon as possible*  Your cooperation 
will be earnestly appreciated.

Very truly,

Monroe ÿ. bay

Appendix A - Covering memorandum which accom
panied each questionnaire sent to 
general administrators
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March 1, 1951

Dear Sir (or Madame):
As- a part of the research on a Master*8  thesis at ■ 

the American university, I am studying some of the work*  
relationships of the Federal position classification 
system to certain phases of budget, organisation and 
methods, and personnel administration, and also of some 
of the attitudes of t.iese staff and line officers about 
position classification in general. The study has no 
official connection with any Federal agency#

A part of this study is being carried on through 
fact-finding and attitude questionnaires. You have been 
selected at random, along with a small number of others 
similarly chosen, to receive and complete one of these 
questionnaires, which is attached. You are not requested 
to sign the questionnaire. Neither your name nor posi
tion title will be used in the study or disclosed to the 
public in any manner. The study will not reflect the 
attitudes or conditions in your agency, but instead will 
represent the over*all  picture resulting in the returns 
from a number of Federal agencies.

I sincerely hope that you will complete the ques
tionnaire to the best of your knowledge and ability, and 
return it to me as soon as possible. Your cooperation 
will be appreciated.

Very truly,

Monroe F. Day

Appendix B - Covering memorandum which accom
panied each questionnaire sent to 
employees engaged in budget, organ
isation and methods, and personnel 
administration
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Marsh 1, 1951

Dsar Sir (or Madams):
As a part of the research on a Master's thesis at 

the American University, I am studying some of the work
relationships of the Federal position classification ’ 
system to certain line and staff phases of government 
administration, and also of some of the attitudes of em
ployees about position classification in general. The 
study has no official connection with any Federal agency

A part of this study is being carried on through 
fact-finding and attitude questionnaires. You have been 
selecteduax random as a specialist in the field of po
sition classification, along with a small number of 
others similarly chosen, to receive and complete one of 
these questionnaires, which is attached. You are not 
requested to sign the questionnaire. Neither your name 
nor position title will be used in the study or dis
closed to the public in any manner, The study will not 
reflect the attitudes or conditions in your agency, but 
instead will represent the over-all picture resulting 
in the returns from a number of Federal agencies*

I sincerely hope that you will complete the ques
tionnaire to the best of your knowledge and ability, and 
return it to me as soon as possible. Your cooperation 
will be earnestly appreciated.

Very truly,

Monroe P. Day

Appendix C * Covering memorandum which accom
panied each questionnaire sent to 
position classifiers.
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QUESTIONNAIRE FOR ADMINISTRATORS

ON
TRE POSITION CLASSIFICATION SYSTEM AND ITS RELATIONSHIP 

TO CERTAIN PHASES OP GENERAL ADMINISTRATION

1*  (a) Do you feel that position classifiers, be
fore classifying existing positions, give the incumbents an opportunity to explain the duties, respons 1E£11tie's?" 
and qualifications required?

yes, always
yes, very often
yes, often
yes, but seldom
no, never
no opinion

1*  (b) Do you feel that position classifiers, be
fore classifying positions, give supervisors of the in
cumbents an opportunity to explain the duties, responsi
bilities, and qualifications required?

yes, always
yes, very often 
yes, often 
yes, but seldom 
no, never 
no opinion

2» Do you feel that administrators adjust an otherwise 
desirable organisational or procedural pattern in order to 
justify higher grade allocations?

Appendix D - Part of first page of questionnaire
sent to general administrators
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QUESTIONNAIRE FOR BUDGET OFFICERS

ON

THE POSITION CLASSIFICATION SYSTEM AND ITS RELATIONSHIP 
TO CERTAIN PHASES OF BUDGET ADMINISTRATION

1« Official position class titles are established, 
by the Civil Service Commission in published standards 
to "denote a group of positions which are sufficiently 
similar in kind of work, level of difficulty and respon
sibility, and qualifications required," Examples of such 
position class titles are: Procurement Officer GS-333-12 
for one class, and Safety Engineer GS-ÔO3-12 for a dif
ferent class. Bureau of the Budget Circular No. A-11 of 
September 22, 1950 however, requires the use of operating 
titles in budget preparation. Both types of titles actu
ally are found in the budget estimates. Therefore,

Do you feel that the use of official Civil Service 
titles contribute to a greater understanding in the budget 
process than the use of operating titles such as Chief, 
Procurement Division OS-12, or Regional Safety Engineer 
GS-12?

yes, greater 
same 
no, less 
no opinion

2. To whet extent are official class titles which 
have been established by the Civil Service Commission, 
and which are used by your agency in position classifica
tion and pay roll activities, also used in budget prepa
rations?

always 
very much

Appendix E - Part of first page of questionnaire
sent to budget officers
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QUESTIONNAIRE FOR PERSONAL OFFICERS

ON
THE POSITION CLASSIFICATION SYSTEM AND ITS RELATIONSHIP 

TO CERTAIN PHASES OP PERSONNEL ADMINISTRATION

Recruiting Testing and Certification
1*  The position classification system provides a source 
of information, which can be drawn upon by the Civil Ser
vice Commission, agency Boards of Examiners, and other 
employment officers for facts about the duties, responsi
bilities, and qualifications required to perform the work 
of positions*  Are such facts obtained from the classifi
cation system in order to form the basis for further 
studies:

(a) in preparing tests?

yes, always
yes, very often 
yes, often 
yes, but seidom 
no, never 
no opinion

(b) in informing prospective applicants about the 
basic qualifications to be rated?

yes, always 
yes, very often 
yes, often 
yes, but seldom 
no, never 
no opinion

Appendix F * Part of first page of questionnaire
sent to personnel officers
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QUESTIONNAIRE FOR ORGANIZATION AND METHODS ^ALYS!TS

ON
THE POSITION CLASSIFICATION SYSTEM AND ITS RELATIONSHIP
TO CERTAIN PHASES OF THE ORGANIZATION AND METHODS FUNCTION

1» (a) Do the processes of fact-finding and analysis 
the classification system InvoIwa (of duties and respon
sibilities of positions, their supervisory relationships, 
and the tracing of flow of work, etc, ) disclose illogical 
organization situations, to your knowledge?

yes, constantly 
yes, very often 
yes, often 
yes, but rarely 
no, never 
no opinion

(b) If your answer to question #l(a) was "no” to 
any degree, a brief comment on the reason behind your re
ply will be appreciated at this point.

2» To what extent do you feel that position classi
fiers report what appear to be illogical organization 
situations, when found, to officials having the power to 
make, or recommend, corrections?

always 
very often 
often 
rarely 
never
no opinion

Appendix G * Part of first page of questionnaire 
sent to organization and methods 
analysts
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QUESTIONNAIRE FOR POSITION CLASSIFIERS

ON
THE CLASSIFICATION SYSTEM AND ITS RELATIONSHIP 

TO CERTAIN PHASES OF KANAGEKENT

1*  To what extent do you f^ol that progress has 
been made in the last five years, as a result of publish*  
ed position classification standards# in the technical 
determination of the relative values of Jobs subject to 
the Federal position classification system?

very much 
much 
little
very little 
no opinion

2*  Do you find that the position classification of*  
flee is blamed for delays in consummating promotions and 
other personnel actions, whereas the real delay is caused 
in other service or operating offices by failure to draw 
up an approved organization chart, obtain funds, reconcile 
conflicts in duties, etc.?

yes, always 
yes# very often 
yes, often
yes, but seldom 
no, never 
no opinion

Appendix B * Part of first page of questionnaire
sent to position classifiers
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