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VITA

The writer has besn engaged in position classifics~
tion work in the Pedersl service for approximately‘tan
years, Experience has been obtslned at both the depart-
mental and buresu levels. He has worked in the 0fflce of
the Secretary, Department of the Interior, in Washington,
D. C,, and now 1s Assistant Chief, Claesification Branch,
Bureau of Reeleamation, in the same city. Prior to the
asgsignment in the Buresu he was in charge of the position
¢lassification program.fcr thie Office of the Secretsry in
Chicago, Illinois during 1943-1945 whieh included the
Bureesu of Indien Affairs, the Plsh end Wildlife Service,
and the Natlonal Parks Service., The Chicago sssignment
also involved a clessification training program conducted
by the writer which in part resulted in delegation by the
Department to the bureaus of suthority to &llocate posi-
tions and appoint employeee through the GB8-~1ll grade level
(P-ly and CAF-11 at that time). Collaboration with other
staff officers, aspacialiy with organization asnd methods
examiners, as well as experience gained through teamporary
detalls ss acting personnel offlcer, have provided an op~
portunity for & broad understanding of manzgement's pro-
blems,

The writer received z B, 8, degree from Fast Tennessee
State Collegs, and subsequently attended the Birmingham Law
Sehool, George Washington Unilversity, aqd American Univer-
sity.
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CHAPTFR I
INTRODUCTION

By wey of introduction an effort has been made
to present, in = lpgical order, a statement of the prow
blem, its probeble significance, & discussion of source
materisls, deflinitlon of various terms, and a preview

of the remsining chapters.
I. STATEMEET OF THYW PRCBLIEN

In whet respects has the positlon classificetion
system had an impsct on verisus phases of munsgement in
the l'ederal pgovernment? The term "ispact,"” g2 used
here, includes the concept of influence on mansgement
through (1) the by-product utilizstion and (2) the di-
rect operstion of the positlon classification plan.

The above questiion, a3 zpplled generally to zll
public ingtitutions ineluding the Federal government
from the standpoint of published writings, and more
specifically to the Washington, D. C. offices of five
Unlted States agencles fr@&;tha standpoint of a ques~
tionneire survey, constituted the core of the study st
nand. In particular, the study or problem eensiatéd"of
two parts., Firast, 1t involved a ssarch of the literature

to document the uses and wvalues claimed for the position
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clessificsation syatem, Second, it lnvolved conducting
& guestionnaire survey, with enonymous replies, combine
ing faet anﬁ.opinion concerning the degrea to which s
number of these uses, and the operating success, of the
position clessificetion sysatem are actually recogniszed
now 28 valld in ?éd@ral spencies by line and staff em-
ployees,

The entire study inecluded the vlewpolints teken
from numerous sources, slthough, wiere the 1itarature
included repetitions of opinions, ususzlly oniy one
gource hes been clted. Some of these viewpolnis were
baged on sctusl opersting conditions, s&nd some on pro=-
jeseted conjecture. No attempt was made to determine on
which of these bezes the viewpoints were expressad in
the litératura. In the queationnaire study affecting
the flve agencles, however, the viewpolints were expresaad’
primarily on the basis of operating conditions. A sub=-
ordinste objective, but an lwportant one, related to the
me jor theme, involved documsntation, in so far as was
deened practiceble, of the officlal and unofficial source
materials dealing with the uses and operation of the po-
gition clsgsificntion system,

The study covered a period in United Stataa'ﬁiatory
ol about thirty years. Those thirty years included a very

criticel period in which the Federal merit system some-



3
times étrugglod for 1te very life. The major intersest
of the study lay in the Ilve yesars' time precedent, and
the two yeears subseguent, to the ensctment of the Clessi-
ficatlion set of 1949. Some considerstion, however, was
givan te events snd oplinlons pertinent to the period bew
ginning from & fe§ years immedistely prior to the passsge
of the Classificeation Act of 1923 and exteunding to the
present.

%o particular considerstion has been glven to &
detalled treaitment of the substantive work—felationahipu
~=the minute "how it functions” aspscis--of position
celussificsation to other areas of manasgement. Some genersl
conslderation has been glven to the substantive worke
reletionships, but 1t should be regsrded a3 supplemental
to the ms jor purposes of ldentificetion, snd determinae-
tion of the extent to which there haa been found through
survey a recognition of some of the uses, criticisms, and
opersating success of the position classificetion syatem.

A considsration of the core, or major theme, of
the thesls included such challenging and prectical gueg~
tiona as t In what wuys méy posltion elagsificetion serve
as &8 tool of manegement? Is positlon classifiecation a
good or harmful thling for menagement? Or, does it‘have

two opposite cheracteristics, thus rendering it incompat-
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ible, irreconeilsable, and confusing? %Where does respon-
a8ibility 1le for initiasting, opercting, snd contrelling
the position elzssification system? Does managemaﬁt sup~
‘ port position clesslifisrs? Are pogitlion clesgiflsrs res-
sonably sympathetic toward manegement? Are position
classifiers forced to cperate outside their flield 1n order
to get thelr Job done, due to management's fallures? What
i3 the impsct of maensgemsnt on position classificstlon?

To what extent 1s the program, judged from a questionnalre
study of five mejor agenciezm, meeting success in schiev-
ing the objectives of the poslition classification plan?
These, and maany other questions, eére dealt with in the

study.
IX. PROBABLY INPONRTANCT OF THE STUDY

On Kareh 27, 1550, et the dinner meeting of the
Scciety for Personnel Adminlstration in Weshington, D. C.,
¥r. Tamar Baruch, Chief of the Personnel Clessification
Uivision of the Unlted Ststes Civil Service Commission,
was swerded the Warner W. Stoekberger sward of 1949 for
his ocutstanding contribution to personnel administration.}
During his address and spesch of scesptance, ¥r, Bﬁruch

streted that no one could tell what position classiflcation

I "ismar Beruch Awarded Secend Stockberger Hed-
al® (editorisl), Personnel idministrsation, Vol. 12 (March,
1950) pp. 1=2.
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will be in 1G50; and tist &ll we cen do iz learn as we
£ along;z It 1s hoped that this thesls will meie some
contribution toward whaet position classificution should
be in 1560, snd in the following yesrs; 1. e., a positive
tool in the sttaioment of good mansgement objectives,

It is hoped that the study will result in & worthe
while contributione-though 1t may be & small one-~~to the
now sll-too~scerce litercture on the wvalidity of poasition
classification &8 a tocl of management. This lack of in-
formation, spplicable not only to position classification
but also to other teehnigues of personnel administration,
has been briefly but significantly polated out in recent
puhlie&tiens.3 It is also hoped, although this study on
position clasgification &3 &« tool of mansgement 1s not
intended to be es dotsiled as & "blueprint of operations”
would be on the aubject, that 1in meny Instances 1t will
provide more useful spscific informstion in its contents
or through referenced materiasl thsan what eppears svsllsble
to the public in any single current publication.

It is fundamentsal thet position classificution 1s
& real and living thiog, lmportent not only to the happil-

‘ness of the approximately two million or more Federal

2  Recorded in notes of writer who attended the
meoating.

3 Soclety for Personnel Administrsation, Newslstter,
11, February 1, 1951, p. 2{ see also Charles S5, Hyneman,
Burasaucracy In A Demoeracy!|¥ew York : Herper &nd Brothers,
1950} p. 410.
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amployées wiiose sclaries are now based upon 1%, but slso
“to their familles. Teconomic end, to some extent, social
status are slosely tiled to the earsers sxperienced by
these woriers éz they move up or down the pyramldal struce
ture of The (lassificetlon Aet grades,

In & tlume fhan personnel offices sre stlll on trizl
in their role az & stalf arm of mansgement, welghty con-
sideration 13 directed toward two major factors whieh jus-
tify elither thelr continuation or &bolishment. These two
fuetors sre the utility and economy resligzed, The utili-
gzatlon of position classification 88 & tool of manege=
ment, and 1tz subsequent contribution towsrd an economi-
celly sound sdministration, might well be the corner stones

upon which the declszsion of 1ts survivel eould rest,
IIT. AVAILABILITY AND TYPFES OF WATERIALS USED

Published literature, found in widely-separated
physical leocations in the Washlngton, D. €., area, and
not too enlightening usuelly becszuse of its genersl rather
than specific nature, was fresly consulted for expressions
of opinion and fact. This material hos been clamsified
es either officisal or unofficial., The official source
meteriel includes United States Government publications
such eas various Acts of Congress, Congressional hearings,

jeint resolutions, bills, Presidential issuances, Con-



7
greasichal reports, Gomptroller General's decisicna, Hoo~
ver Commisslon reports, and pamphlets or correspondsnge
and reports of the United Ststes Civil Service Commlission,
Bureau of the hudget, and other Federal sgencies, The une
official source materisl includes magazines sach as Per-

sonnel Administration, Publlie Personnel Review, smerican

Political Zcience Review, Fersoannel Journel, ete., end

other personnel snd mansgement magagines relating hilstori-
csl facts, personal exveriences, and opinions; and books
or other written meterilsl by individusl leaders and in-
stitutions interested in the fleld of publiec administre-
tion, pertieularly the personnel aspects.

The writer made a secrch for published litersture
on position clessificsation in the following libraries in
the Washington, D. C. sres : Library of Congreas; Civil
Service Commission; Department of the Interior; Burean
of the Pudget; 4American University; George Weshington Uni-
versity; and the Clarendon, Glencarlyn and Westover bren~
ehes in srlington County, Virginla, The investigation
disclosed tha following about position classification 11t~
srature : (1) thet from the standpoint of the techniques
of the aystem, 1t has been ratner scerce except for what
nas been largely repetitive; (2) that from an over-ll
standpoint of policy snd operetion, it has bsgun to grow

but 1s 8till largely repetitive and limited; &nd (3} that



from the particuler standpoint of covering position
¢lessification 88 a tool of wenagement it is very brief,
general, end mostly repetitive. Practically sll the
authors made thelr stetements on the uses of clagsiflica=~
tlon in a tone of {inslity without giving proocf or elabe
orating on "how" or "why" it is useful,

The results of the yuestionnzire study eonducted
by the writer have been presented in Chapter IV. The
questionnaire techniques employed alac have been dlscussed.

The findings of others somewhat substantiste the
viswpolnt expressed above thet the published materisls
deuling with the thesis toplic are rather few in number
that sre not repetitive, and all sre lacking in provide
ing detelled explanations. For example, nine years apgo
the Asslstent Chief of the Classification Ssctlon, Office
of Ewergency Hansgement, in discussing the training pro-
gram of about 100 position claasifiers which begaen in
April, 1941, stated:¥

T™he third and most important part of the supple~

mentary training 1s the considersation of & positive
sepproach to menagement {rom the standpoint of per~
sonnel sdministration as & whole, and perticularly
from the standpoint of poaition claasificstion.

Here ars explored the various contributions whieh
position claesification and personnel sdminlstration
¢can make to over~all adminiatration, snd the tech=-
nigues by which 1t can be done, including not only

clasalification but organizational and procedural
BUrveys,

%  B. Charles Woods, "“Training Claessification Ana-
iggtiaﬁlggraonnsl Administrstion, Vol. 5 (March, 1943)




As & result of suggestions of members of the
training e¢lasses, & training manusl was developed,
whilch includes & bibliography of the entire re-
guired and suggested resadings in varlous fields,
plus brisf, written masterials on the clussification
gyatam and classificetion techniques, msterisls not
eotherwise aveilable in written form. Although briefl
anc sketechy, this manual has proved helpful.

In ¥arceh, 1949 the Assistant Librarien of the Uni-
ted States Civil Service Commission, in discusaing the

materials of personnel administration, statad:6

In the personnel field, this body of knowledge is
relstively new, having developed to a grest extent
during the past decade « « » Fven more striking isa
the number of apeclalized and generel personnel books
sppearing just in the last vear7 . . It is possible
to mske & numericsl comparison illustreting both the
newness of tane fleld znd its expension by econmparing
the number of items In the mogt comprehensive bibli-
ography published to date with the number in a more
recent one compiled in the Library of the Unlted
Ztates Civil Service Commission.

0ne year later=--in 1950«-Nr, Hyneman, who had served
five years in the Pederal service in top adminiatrative
posis, in polnting to position classifieation a3 comprig-
ing the third of mejor complaints sguainst Fesdersal employ-

ment sdminiastretion, stated:a

I set down my adverse report on clessification

5  Italics not in the original.
: Elaine Lindholm, "The Personnel Library," Fer~-
sonnel Adminlstration, Vol. 11 (Kereh, 1949) p. 27.
Itallies not in the originsl.

8  Hyneman, op. cit., p. 416.
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polictes and pructlces with speciel casution, becsuse
tize litersture relsting to the Clvil Service Commis~
slon and eivil service administration scsreely sok-

nowledges the existence of the problems sbout which
I write o « »

Jeversal months sfter ¥r. Hynemun's publication,
there sppesred on the markst & revissd edition of the

book, Fubliec Persoannel Adeinistration, in whieh Willlam

Fe NHosher and J. Donald Kingsley were jJjoined in suthor=
siip by (s Clenn atahl.g A review of this book by a&n
suthority 10 in personnel administrution polnted out that
1t seamed to be too detulled lor those intorested In e
sanersl review of the subject--such as students teking
courges in publlic sduinistratlion--asnd not detalled enough
for tnose interested in & Cull technicsl discussiocn of
the verious sspects of personnal zansgement, The book,
therefore, It was felt by the reviewer hits & middle
ground betwesn those who desire the geaerslist and the
spacinliat approsches to personnel sdminlstration. The
book reviewer commented very briefly on position classi-
fisstion, polnting cut that its operating sdministration
18 now an gpency responsibllity, aubjeect to standards
and post-rudit of the Civil Service Commisaion, and that

although the suthors present an excellent discussion of

9  Willlsm V. ¥osher, J, Donald Xingslsy, and O,

Glenn St&hl, Fublic Personnel &ﬂminlatratien, {34 ed.;
Yow York : Warp&r B
%ilton M. vana@ll, e aurront Status of Per=-
sonnel ndmiwi&trat!an, fubliec Administration Review, XI
(Winter, 1951) pp. 57-61%
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the problems in estsblishing pay pollicy, they do not
tring in the influenee of pay on job sstisfaction. The
impression received by the writer was that although the
book in general 1s excellent, the treatment by the authors
of the utllizstion of position classificstion in various
phases of mansgament is very brief, broad and conclusive
rather then specifically explznetory. The authors do im~
press upon the reader, however, that position elessifica-
tion is important to mansgement.

| For about eight months during the nmérgancy war
period of 19421943, the writer had the good fortuns to
acpept sn opportunity to attend & course of instruction
in position c¢lesalification st the Unlited States Civil
Bervice Commiesion, Washington, D. . The classses at
first were held usually twice, and later once, a week
and lasted generally from one to two hours, Nr. Ismer
Baruch, Chief of the Personnel Classificsatlion Division
et the Commission, served as instructor. Although supple~
mentary materisls were used generslly in the form of pro-
blems or 1llustrative examples, It wag felt thut the best
source of written informstion wes contained in the raportll
by & conmittee of the Civil Service Aasembly, under the

chalrmanship of Nr. Baruch, In view of this training,

11 (¢ivil Service sssembly of the United States and
Canada, Positlion Classification in the Public Service, A
Report aubmitted to the Civil Service Assembly (Chicago:
Ciﬁi§ Serviece Assembly of the United 3tates and Cansds,

19 L ™ .
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plus subsequent on-the-job experience, inquiry st in-
stitutions of lssrning, and contact with litersture in
the field, there 1s full agreement with the authors of

the third edition of Publie Personnel Administr&tion

thet the Barueh Committee Report work is "the most com-

plete and suthoritative” on the subject.lz
IV, DEFPINITION OF TERMS ENMPLOYED

Thesis and survey. Interchangeable terms to de-

note the entire astudy of the problem, comprising all
chapters to form the whole work.

Guestionnaire survey and questionnaire study. In-

terchangeable tarms to denote only the study set forth in
Chapter IV.

Position classification. The clessificatlion of po-

sitions to & schedule, title, clsss series, and grade on
the basis of duties, reaponsibllities and quslificetlions
required to perform the wurk.13

Tool. This term has been used Intentlonally in the
title to stress the concept of use whersby the position
classification plan ahould aid in solving the important

end Intricate operations of managemant,

12 posher, Kingeley and 3tshl, op, cit., p. 201,
footnote L. :

13 Por a further discussiocn on the mesning of po=-
sition classification, see Position Clasgificstion in the
Public Service, op. cit., Pp. 3~b.
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'%anagamant. The term iB not suseceptibls to precise
dafiniti@m,lk‘but the total Job of manzgement ce&n be bro-
ken down fnto & number of tasks, or proceasas.ls Hooney

and Haileylé

referred to management as "tne vitul spark
whieh sctustes, directs and eontrola the plen end pro-
cedure of orgsnlzetion,” A8 used generslly in the thesis,
the term is gpplicable te those who huve the authority
and responsiblility to direct others towsrd the schlsvew

ment of wenagement's tesks snd objlectives.

The Clsesification ‘et of 19k, An &ét of Congress

spproved Qetober 28, 1949 s= Public Lew 42G~-%1st Con-
gress, lst sesslon, and later incorporsted In the Statutes

st Large as: 63 U, 8. 3tst. at L.(1950) 9Sh=573.

Apeney snd Depsrtment. These terms are used 8yn-
onymously to ilnelude the § exscutive depsriments and the
other independent establishments in the Executive Branch
of the Federal government.

Buresu and Offlce. These terms are used synony-
mously to denote orgsnizations which are of conpareble

gtructural level to euch other, bul are subordinste units

14 Us 5., Buresu of the Budget, "The Tasks of Han=~
ageuent, " in Processes of Orgenigation and Mansgement,
adlited by Cetheryn Seckler-nudson (Wsahington : Publlie
Affuirs Press, 1948) p. 76.

15 war s discussion of the mejor processes of
orgenization and management, sec Cuatheryn Seckler-~iudson,
1b§.d‘., pga 56"‘75a

15 Jemes D, Mooney and Alen C, Relley, Unward
Industryl (Hew York : Harper % Bros., 1631) p. 13.
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of agencies and depertments.

Agency and Department levels. The structural organi-

zation level pertalning to the head of an agency or de-
partment, or his immediste steff, such as "The Office of

the Ssaretary of the Interior.”

Buresu and Office levels. The structural orgenisga-
tion level pertazining to the hesd of & buresu or office,
or his ilumedlate ataff,

Pisld level. The structurel organization level of

& buresu whieh generzlly is locatsd ocutside of #ashington,
De Ta, and is subordinate in suthority to the PBuresu
level,

Covarnment, The Federal government of the United
Stetes of America.

Glusaification, Position classificsetion.

Baruch Coumittee Report. The report of the Committee

on Poaltion-Classification and Pay Plans in the Publiec Ser-
vice, of the Civil Service Assembly of the United Statea
an& Conede, submltted under the chalrmanahip of Ismar
Baruch, 1G41.

Line sctivity, The function of command‘l7

Staft activity. The function of information or

17 James D. Wooney and Alan C., Reiley, "The frine
ciples of Orgenization," Paperse on the Selence of Admin-
istration, edited by Luther Gulick and L. Urwlek, (New
York : i1nstitute of Publie 4Administration, 1937) pp.09-95.
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gounsel.
V. GRGANIZATION OF THE RENATNOER OF THY. TURSIS

In order to develop the survey in & loglcel munner,
the remzining portlion has been divided sequentislly into
four chapters, The first chapter which follows consists
of & brief ocutline of the c¢lssslificstlon plan. The two
succeading chapters consist of (1) a determination of
what vaerious echamplons of the position classificetion
syster felt, expected, and declared 1t could do or wss
doing for meanagement; and (2) a determination, through
the gquestionnalire tecihmique, of some current attitudes
of groups of menagement toward the deirees of effective-
neas and utilization which the position clsasssification
system has attained in comnection with their line &and
stuff functions as & test sgainst the preceding cheapter.
The finsl chapter consists of & resume of the entire pro-
blem of the thesis culminating in brief conclusions snd

recommendationsa,
VI. SU¥EARY

One of the two primary problems of the thesais is

to determine the uses &nd values claimed for the pbsitiun

18 Loc. cit.
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clasgificatlion system, as spplicable in general to pub-
1iec institutions, and document ezch of them to a particu=~
lar source, The other priuary problem is to test by the
guestionnalre method the validlty or arplicability of
these claims iIn so Ter as Iive Pederal sgencles located
in Washington, D, U. are concerned, The uses made of
rosition eclassification and the operating effectiveness
sttained in the system &re important to msnagement. The
written materisl now in existence in the librarles glves

an Inedequete itreatment of the problems here involved,



CAAPTER IX
THYE FEDRRAL POSITICON CLASSIFICATICON PLAN

The Federal position classification plan has been
covered 1n this chapter only to the sxtent deemed neces-
sary to acgusaint fhe uninformed resder with its 1ldentity,
purposes, and process, as well &8 with the responsibility
for its administration, in order tu enhance one's basle

undseratending of the entire tnesia subjsect.
I. BASIC AUTHCRITY

The firat comprehensive single plece of Federal
legisleation dealing with position eclassification waes the
Classification Act of 1923‘1>Thin Aet was repeeled by
Publiec Lew 4 2G-~81st Congress, lst session (63 U. S. Stat.
at L. 954=673), known as the "Classificstion Act of 1949,"
which kept in Pforcs the basic concepts of the former law

but streamlined and otherwlse lwmproved it.
II DISTINCT FRCM OPHER PLANS IW THF ACT

Although specifically stated in the introduction
of the law that it may heAcitQG es the "Clessification
Act of 1949," the Aet contains numerous ltems that are

not a part of the position clssaiflecation plan. Some of

1 }.‘.2 Te -‘3. 3tat, at I.u’ 1&58“1&99.
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tuese matters, although relsted indirectly in some mene
ner to positlion classification, are sctuslly plans or
progreus in themselves. 4 clear distinction exists be-
tweern *the ¢lassiflcation plan of the fet, which is the
priﬁary interest of this study, end those matters which
in complete substantlve form represent different types
of programs. Those ltems, for the weoat part, sre con~

2 efficlenecy ratin@aB

coerned with the plans for salery,
{now eslled performence ratings), and mensgement impro=
vemant a&miniatrationiu |

The distinetion between, &nd the relationship of,
the pey plan to the elessliflestion plan are more confus-
ing than &1l the others contelned In the fet. PEecauae
the pay plen 1s bsaed upon the classification plan in
the Federal government, both are sometimes mistakenly
regarded as synonymous. aAnother contributing factor to
this confusion of ralaﬁiénahip, i1t 1s belileved, 1s due
to combining on the parf of Congress the pay with the
duties concept in & single statement in Sectlon 101 (1),
Title I,.”Qealar&tion of'Poliey," of the current baslc
statute, The facet that these concepts are thus combined

in & single bresth, sc to speal, tends to give the

2 See Titles VI, VII and VIII of 63 U. 8. Stat.
at L. (1950), 959=970. ’ '
See Title IX, ibid., 970-971.
See Title X, 1bid., 971.
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1ilusion thet they are one and the same.

Actuslly, the two are distinct 1in basis, purpose,
and techniqus.g The position elaseification plan provides
for the grouping of positions into classzes on the basis
of duties, responsibilities and qualificstions required
to perform the work, each class being designated by a
deseriptive title, which iz defined by a steatement of
duties, raspcnsibilitiea, typicel tasks, and qualifica-
tion stenderds. The pey plen, however, is 2 plan by whieh
the scaeles of pay for positlone, previoualy esteblished

and mllogcated to grades snd clesses under the classiflica~

tion plan, are determlined, UNore simply stated, the po~
gition clesailficstion plan gerves to place positions into
classes; the pay plan serves to fix the salary acszle for
vach clese, for each poslition, end the pey rate for each
employes &t any perticular time., The two plans, there
f@rn,,-ﬁxa.n§t the seme thing or even parts of esch other.
In some Jjurisdictions outside the Federzl govermment, 1t
has been found tuat the poaltion eclassification plan had

6

no relation whatever to pay matters.

5 See Civil Service 4ssembly of the United Ststes
and Canseda, Position Clasaificstion in the Publle Service,
A Report submlitted to the Civil Service Assembly (Chicego @
Civil Service Assembly of the United 3tates and Cansads,
1941), pp. 52=-54 for distinction of pey plans from classi-
fieatlon plens in both publie and private jurisdietlons.

See Positlon Classificstion in the Public Ser-

vice, ag. cit., pp. 52=53, footnote 30, for study by 0.
E - Ehe;r - N
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There 1s =2 distinctlon in responsidility for pay
and position clzasification matters between the executive
and the legislstive branciies of the Federsl povernment,
The Fixing of psy polley and pay scales is & leglslative
responsibllity, but the c¢lassifleatlion of posltions 1is
an executive function,! Such division of responsibility--
not elesr to many people--maey also acecount for further
gconfusion betwsen the two plans. At any rate it is im=-
nortant to keep in mind thet there are certesin faetors
for Congress to conslder in detsrmining pey matters which
are not to be considered by the Executive Brench In clussw
ifying individual posltions. The factors generally enter-
ing inte the besis of a pey plun are of a socio-economie,
fiscal and sdministrative n&ture, Some of these include,
for exemple, cost of living as revressnted in & reason=-
able minimum family budget, comparison between pay levels
in private industry and 1n the publlie service, recency
and effeet of previous sslary adjustmenta, etc.8

he other plans contalined 1n the Classification
Act of 1949, 1. e., performanece ratings and management
improvement, present no problem in distinguishing them

from the position classiflestion syatem, Thelr contents

7 See infra, pp. 39=140.
For further discusslion, see Iamar Baruch, Pacts
gnd Fallascies About Position Clussification, Pampnlet Ho.
Tiicapgo : Clvil Jervice Aasembly of the United States
and Canada, 1937) pp. =15,
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and purposes zre 8¢ obvious in character that discussion

horein does not 2ppesr nNRCeSS&ErY.
IT1. OBJUCTIVES

The purpose of the Classification et of 194G, as
expressed in Section 101 (1), of Title I, "Declarstion of
Pollecy,” was to provide & nlan for the classificstion of
pogitions whereby the determination of the rate of basle
compensation to be recelved by an offlieer or employes
would be baged upon the prineiple of equ&ltpay for substan-
tislly equal work, end differences in rates of basic com-
pensation would be in preportion to substantial differ-
ences in the difficulty, responalbility and qualification
raguirements of the work performed, and to the contribue
tions of officers and emplovees to efficieney and economy
in service.

Gonsidered in terms of the position clessification
process only, Section 101 (1) of the poliecy stetement of
the Act ﬁaelaras that the prineclple of equal grades for
substantizlly equsl work shall be followed, and thet vaeri-
ations in gredes sccorded to poasitions occupled by officers
end smployees shall be in proportion to substantiael differ-
encea in the difficulty, responslbllity and qualiflcation
requirements of the work performed,

The objectives of the position clasaifiecation
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syastem sre aimed at feirness in estsblishing grade
levels, end alsc at usefulness to mansgement. The sone
gept of utllization was firast sxpressed in the Aet in
Zection 101 (2} of Title I:

Individusl positions shell, In accordance with
thelr dutlies, responsibillities, and qusalification
requirements, be 20 grouped snd identifled by
classes and grades, as defined 1n sectlion 301, and
the various clusses shall be ao described in pub-
lished standards, &s provided for in title IV, that
the resulting position-classification system can be
uged in &ll phases of persconnel adminlstration.

It may be sald, in the opinion of the writer, that the
ideal purposes of the system are: (1) to better enable
the taxpayer to receive & just return in services for
the taxes paild by him; (2) to enable management to sgqui-
tably rewaerd its employees for services rendered; (3) to
instill in the employee the beliefl that his output in
terms of pay will be aubstantlally equal with other gov-
ernment employees, similarly sngsged, to his input In
terms of work performed; and (}}) to serve as & useful

tool of mansgement,.
IV, BSSENTIALS OF FPEDERAL CLASSIPICATION PLAN

The congressicnal policles, or objectives, in re-
grrd to the Pedsral position elssalfication plan have

been related, Brief references to ths mechenics and
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detalls for those policies las covered below.

Section 601 of Title VI, "Basic Compensation
Sehedules,” of the Classification Act of 194$ established
twoe schedules for positions to which the ict applied.,
These sre c&lled the “Jensral Schedule” and the “Craftas,
Protective, and Cuatodisl Schedule,” Title VI divided
the Genersl Schedule into elghteen, end the Crafts, Pro=
tective, snd Cuastodial Schedule inte ten grades of diffi-
euzlty and responsibility of work.

Section 3C1l of Title III, "Basis for Classifying
Fositlons," defined three besic terms, cs follows:

“Position” mesuans the work, coﬁsisting of the dutles
and responsibilities, essigneble to an officer or em-
ployee,

*Oless” or "classes of positione” includes all po-
gitions which are suffielently slimilar, as to (A) kind
or subjsct-matter of work, (B) level of diffieulty
and reaponsidility, and () the qualificstion require-
ments of the work, to warrent similsr treatment in
personnel and pay adminiatration.

"Grade” includes all classes of positions which
{2lthough different with respect to kind or subject-
matter of work) are sufficlently equivalent as to
{4) level of difficulty and reasponsibility, and (B)
level of qualificsation requirements of the work, to
warrant the ineclusion of such classes of positions
within one range of retes of baslc compensation, as
specifled in title VI.

The statutory provisions basic to Federsl position

clessifiestion have been supplemented by the Civil Service

Commission in published regulations. These regulations
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ineluded the statutory terms and the process and, szt the
same time introduced sdditional nomenclature and steps
in the process to give a more complete pleture of what
is actuslly involved In classifying, or allocating, po-

aitinna.g
Ve RESPONSIRILITY POR ADRINISTRATION

The responsibllity for administration of the posi=~
tion elaseifliecation system 18 & joint one., Grounded in
the roots of Congress which gave 1t offleisl sanction,
the clessification system 1s partially the responsibili~
ty of that body a8 well as of the President of the Uni-
ted States, the Civil Service Commission, the sgencies,

gupervizors, and clessifiention technicelans. 4n elabw
oreticn upon the responsibility &pplicaeble in eseh in-
stanoe, follows.

The Conyress. Congressional reaponsibility for

setting poliey and investigating the sdministration of
1ts lews by the Executive Branch is well sstablished,
The power to conduct Investigations is proof of this re-

sponsiblility put to action. 0 Delegation of authority

9 Ua 8. Civil Service Commission. Handbgok of
Gecupationel Groups and Series of Classes Establlshed
Under the Federal Pomition-Clussification Plan, 'intro-

duction,” (Washington : Government Printing Uffice;
July, l?gﬂ) PPe 1=3.

Bee Wilfred T. Binkley, President and G%%Eroas
{Hew York : Alfred A. Knopf, 1947) pp. 4O-41, for first
investigation In 1791. '
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for administration does not allow the delegator to abe
dicate his over-all responsibility, The faet that Con-
gress of'ten amends its Acts 1s proof of its swareness
thet the laws may be imperfect when enactsd, or mey be-
come obsolete later. The Classification det of 1923,
for exemple, was smended many timeas to alter the descrip-
tions of work and the rates of compensation. It 1s some-
whet significant of Congress's continuing responsibility
that 1t mede speclific provision in the Clessification
het of 19&@11 for further consideration to be given within

sne year to the proposed factor of hagzard 83 snother basis

for fixing additional compensztion.

The next your when the national defenss program
Pepgan te gather momentum the House Appropriations Com-
mittee offered some personnel riders to the omnibus bude
get blll. The riders, among other things, were designed
to prevent the overclasgification of poasitions such as
was experienced during the early daye of World War 11‘12
Only recently the so-called "Fhitten Amendment” was made
a pert of the Supplemental Appropristion Aet of 1952.
This emendment requires every agency to report te Con~
gress each yeor on actions taken for two objectives: (a)

to determine that each new and up-graded job is properly

1l see section 803.

12 Jerry Eluttz, "The Federal Disry,” The Washing-
ton Post, August 25, 1950, Sec. 4, pp. 1 end 15,
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clessified, snd (b) to sbolish jobs found to be unneces~
sary.lB

Congressionsl responsibility for position elaaui;
ficstion wes vividly nointed out in testimony taken dure
ing consideration of the first apprepriastion bill report~
ed in the first session of Congress following the ensct~
ment of the Classification 4Act of 1923.1A It was consid-
sered the duty of Congress, sand the specisl duty of the
Committee on Approprietions, to follow a fixed policy in
maklng eppropriations "ecerrylng the clessification set
into effect that will make the application of the law
uniform in &1l departments of the Government." Congress
weas charged with responsibllity of doing justice not only
to the Treasury of the United States but slso to the people
who are ezployed by the Federal government.

The Prealdent, The specifie authority and respon-

8ibility of the President of the United States nlone to
place positions iIn or remove them from Grade 18 of the
lenersl Schedule is contalned in Section 505 (b} of the
Clsssification Act of 1G4S, As hesd of the Bxecutive

Brench, the President of the United States has genersl

13 Kluttz, ibid., January 15, 1952, Sec, B, p. 1,
col. 1. See also Pubiic Law No. 253, 82d Cong., lst seas.,
Sec, 1310, (Nov. 1, 1051),

"1} y. 5. Congress. Congressionsl Record. 68th
Conge., 18t sess., Vol. 65, pt. 1, on Jan, 10, 1924, (Washe
ington : Covernment Frinting Office, 1929), p. 788, col.

2; and Pe ?91. col. 1.
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raspansihility for the sdministration of all the execu-
tive agencles, Tho Pendleton ict of 1833, which cresated
the Clvil Service Cormission, gave the Fresident complete
anthority over the rules end regulations 1ssued by the
Commigslion. The same Act also left it up to FPresidsnt
Arthur to decide whether to sppoint the three commissione
ers or not appolnt them, as he saw fit. Thus, Yso far
a#s the plain words of the jct are concerned," any Presi-
dent mey put an end to the Civil Service Commiasion by
refusing to eppoint eemmia&ioners.ls

Civil Service Cowmission. Direct, continuing, end

specifle ovar-all authority of the Civil Service Commia~
sion In clussiflicetion metiters is conteined in Title Vv,
"suthority end Procedure," of the Classification Act of
194G, This Act made clear, for the first time, that 1t
wag the Commlasion's reszponsibllity to establish position
clagaification standerds., The Commisaion may post-sudit
agency sallocations at any time, certify the findings
wiich zre binding on the sgenclesa, suapend or revoke
part or &ll of the azuthority granted to an agency, allow-
cate gredes GS-15 end 0S~17, end recormend to the Presi-
dent allocations in grade GS-18.

The apencies and supervisors. The responsibility

15 tnerles S, ¥yneman, Ruresuerscy In i Democrac
(New York : Karper and Brothers, Ta .
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of the egencles for the adminlstration of the classifica-
tion plan also is contained in Title V of the Act. The
agencies allocate through the 63«15 grade level in accord-
ance with published atandsrds. Regulsations of the Civil
Service Gommiaaimn16 and apparently all of the sgencles
stote that the supsrvisora and employees should share
responsibility for keeping allocations current, and may
nrepare position deseriptions. The line ewmployees, being
closer to the work perlormed, sre better s8ltusted than
anyone else for keeping Job descriptions éUPrsnt and it
therefore appears only logleal to cherge them with this
responsibility.

Position classifiers, Fosition classifliers serve

a8 tschnleal sdvisors on the c¢lassification system, 8llo~
cete or recommend sllocstions, assist management in keepw-
ing the plsan current, and supplement other vhasea of rd-
minisgtration. The extent to which they should be ataff
advisors on the one hand, and/or operators on the other,
ia & matter of growing intarast.17 The extent to which

in practice they actuslly adviae, dictate to, or become

16 'y, 5, Civil Service Commission. Pedersl Perw
sonnel ¥anual, Chepter P2 (Washington : Covernment Printe-
In; 0fTics; epproved Januery 28, 1946) p. 22.

17 Prancis E, WeGilvery, "An Objective for Posi-
tion Classification,” Personnel Administration, Vol. 1i
{ January, 1551) pp. 32 If.; end Ogden 0, Heed, "Stream=-
lining the Classificetion Process,” Personnel Administra-
tion, Vol. 1 (¥ey, 1951) pp. 31-38,
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prossured by management are also matters of growing con-

CePlls 13

VI. ORGANIZATICHAL LOCATION OF POSITICN CLASIIFICATIC

The answers ususlly glven to the question of where,
in a Pederal sgency, the position classification program
should be lecated sre not uniform when applied Irom either
& structursl or & functionsl standpoint. It has, in faet,
opersted in varlous locatlions,

3ituaticns have existed whereby the classification
office enjoyed & close workerelationship from a structural
standpoint to ths head of the sgency. For example, the
Department of Agriculture created "the first departmentel
personnel offlce {n 1523, when Mr. Stockberger bscame
adviser on classification to the Secretary.”l9 Por a
long tlme Mr. John Harvey was Director of Classiflcation
in the Department of the Interiesr, reporting to the Sec-
retary. Other situations of this elose relationahip of
the classification officer teo the top manager alsc ex-
isted.

More frequently the question has arisen on a funce

tional beais, of whether to locate the classiflicetion

15 ¥eGilvery, op. cit., pp. 32-33; also, ses infra
pp. 123=2, for commenta # 3, 76 and #7s ’ =

John ¥. Gaus, and Leon 0. Woloott, ?ublie Admine~
1atration and the Depsrtment of Agriculture (Chlcago :
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program among the following offices: (&) budget and fie
nanece, (b) personnel, asnd (¢) orgenization and methods.zo
The clussilficatlion aystem affects these functions in so
many weys thet 1t 1s only nutural that tre question of
organizational errangement should arise. 211 of them
need informatlion furnished by s claseificsation plan,

The edministration of the position classificatien
system 18 now 2 responsibllity of the personnel organle
zation, in the PFederal gavernment.zl The debate of its

‘ - m
proper locatlon, however, goes on.22

VII. SUREARY

The basle authority for the conduct of the Federsl
position classification system i2 now contained in the
Clessification Act of 1949. This Act as & legal instru-

ment, in addition to the position clsassifieation plan,

20 ‘Eee Pogsition Clagsification in the Public BZer-
vice, op. ¢it., PP» 201-2G1; Leonard D, white, introduc-

tion to tne study of Publie Administration (New York s
Wachillan, 1539) PD. 3280=329; and Willlem B. Nosher and
Je Donald XKingsley, Public Personnel Administretion (Re-
vised ed., New York : Herper and Brothers, 1541) pe 431
The 1G50 sdition by MHosher, Kingsley snd Stsahl, p, 215,
does not discuss the Gqueatlon s fully a8 the former pub-
lication.

21 ynited States Congresas, i{ouse of Representaw
tives, Committee on Post O0fflce and Civil Service, Report

Ko. 2100...0n Organizaetion, Functions, snd Belative Coats
of Personnel 0??§caa, Eéfh Conge.s o4 8688,, Juns L, 1943
(#ashington : Government Printing Office, 1G48J.

22 3Sae infra, pp. 155-158.
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contains other sepsrste and distianct plans desling with
such mstters ss pay, performance and management improve-
ment. The basle objectliveas of the classification plan
are to aschleve the principle of egual pay for substan-
tielly eguel work, and be of use to management. Positions
are classilfled to grades, cless series, and schedules and
are further deslgnsted by titles, Resmponsibility fgor ade
ministering the classilficatlion plan is shared Jolntly by
Congress, the Preslident, the sgenclesn, suparvisors and
emplovees, and position classililers. Thebpcsition classi-
fication functlon 1s corganlzstionglly located in the Per-
sonnel affica, gltiough the guestion is socmetimes still
ralsed sz to whether 1t should remein In personnel or

be estsblished elsewhere,



CHAPTER IIl.
USES OF POSITION CLASSIFICATION

It 1s clear thaet Congresa from the time of the
first Clessification Act, Intended the position claessi-
fication syat@ﬁ to be utilized on e wider range than
merely to function as & techniesal process, an end objec=-
tive within 1tself. 4s has been poninted out, the concept
of use wuas specified in the het of 1649 in connection
with all pheses of personnel edministration. In zd4dition
Congress specified in Section 401 (¢) of Title IV of the
hset of 1649 that officiel clasa titles established by
standsrds of the Civil Service Commission shall be used
for personnsl, budget, and fisecal purposes. The pre~
amble of the [lassification Act of 1649, in explalning
the intent of Congress, ends with & cutch=-all phrase:
"and for other purposes.®”

Variocus elaims, allegstions and suggestions have
bsen made over the yvesrs &8 to the ways In which the po-
sition elassilfication system could be, or was being util-
lized in government or other public Imstitutlions as a tool
of mansgement. Since the puthors often did not make any
particulsar distinction in applicability between instlitu-
tions when setting forth theilr claims, the writer hes made

no attempt to do so herein, This chapter brings together
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the ¢laims, allegatlions and surrestions made and doguments
them to various authors, For documentation purposes, the
uses were arrived at by an individuel sesrch for, and study
of, written materisls found throuph the use of cerd cste~
logues, bibliographiea, library reference lists, and foot~
note references In publicetions.

"General adminiatration,” as hag been applied in
this chapter, refers to line asdministration primerily.
It also hes been applied in instancea where the same clase
sification use I8 spplicable to two or more staff fune~
tions, or to both 1line and steff functione. The termsa
"pudget,” "fiscal," "personnel," and "organiszation end
methoda,™ refer to staff functions which sre self-explan~

atory.

I. UBSES I¥ GENERAL AﬁﬁlﬂISTﬂﬁTIOﬁl

In establishing uniform occupstional terminology.

The bagic authoritative techniecel work on position clas~
gification plreced thls use first in the order of its dis-

cugsion on elight principel specifie advantapges of the

1 For & discussion of thls tople ss related pri-
marily to ungraded Jobs in industry, although largely ap-
pliecable to olsasified positions in the Federal service,
see Robert D, Gray, "Job Analysis As a Technique of Super-
viaion," Personnel, Vol. 18 (Mareca, 1%42) pp. 296=303.

The term "supervision” as used by Gray is similar to "ed-
ministraetion®as used by the writer,
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2 34ince 1t i3 not uncommon for peslition

over-gll system.
clasaifiers to describe the moat important part of s jJob
first, or to reguest others to follow the same orocedure,
and gince the suthors were classificeation specislists,
thelr placement of this use at the head for discussion
is sugpestlive that 1t may have been considered the most
inmportant one.

Brief, Informstive titles sare time-savers in
dally communications. %hen propserly established and used,
titlea seve tiuwe mnd eliminete confusion In correspon-
dence, budgets, personnel records, statistical revorts
end other such documents. The administration of line
and ateff functions, by orsel or written media, may be
facilitated by the use ol unambipuous terms supported by
definitiona, Thus, & simple request tc hire 100 oivil
engineers (53-5 should in 1tself make known the work to
e performed, the degree of responsiblility involved, and
the qualifications required, 4 statement that the property
and supply function was beling mishendled by the adminis~
trative officer should be sufficlent to identify the

general kind of work entsiled, It should alsc serve us

g Civil Service Assembly of the United States
and Canads, Position Cleasifizetion 1in the Publle Service,
A Report Submitted to the Civil Service Assembly [Chicego :
Civll Service Assembly of the United States sand Cansds,
1941) p. 56.
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& basla for further inveatigstion in tne pertinent work
sres to fix responsibility aad correct inadequsuciles,

One of the principal reasons for the installaetion
and posaible subseguent resdjustment of the position
¢claessification system anywhere 1s due to the sonfusion
brought sbout by the use of misleading titles. In Chi=
eago, for instence, around 1409 or 1910, this dilemme
sxisted particulserly among the appointing offlcers, the
¥ayor, the clity couneil, and the civil service commission.
Kot only did the need to atandasrdize titles bring mbout
the original inatallaticn of position clsssification in
the United States by Chiaaga,B and subsequent adoption
by the Federal government in 1923.u but it hes pleyed en
zctive part 1n recent efforts to improve administration
6

of the system in both cityg and Federal governments.

As hes been pointed out, the Classification Act of 1049

3 Pred Telford, "The Classification and Salary
Steandardization Novement in the Public 3ervice,” Annals
of the American Acsdemy of Politicsl and Social Sciencs,
Vol, 113 (Yay, 1924) p. 200

United States Congress, Joint Commlasion on Re~

elasmifieaﬁion.ar Salaries. Heport,...House Document No.
th Cong., 24 sess, (Washington : Government Printe

1ag office, 1520) 84l pp.

Maxwell Lehman, "Why New York City Job System
¥ust Be Overhauled,” Civil Service Leader (November G,
1948) p, 13. \

United Stetes Congress. Senate Cammittea on
Post Office end Clvil Service, He&rings before a subcome-
mittes...on S. 558...28nd other bills, to Adjust Saleries
of Postal Employees and Euployeea Under the Clasaification
det of 1923, ss Amended, end other Employeses, 31lst Gon
lat sess, (Washington : Government Printing Office, 19 493
PPe 38§ and 309"%2,
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specifically requires the use of classification titles
In various flelds of adminiatration.7 The Congressionel
obJective was to obtain uniformity and simplicity.

The most exhaustive classificetion study ever con-
ducted wes in 1620 by the Personnel Claasification Board,
Tt snalyzed ebout 104,000 Cleld posltions. There was
Tound to sxist sueh poor relationship between titles and
work thet the Board "allowed 1t to be inferred that they
were the result of deaign rether than accidenh.“a

The use of & uniform system of tiilas for positions
and xinds of work in operating and personnel procsdures
should need little axplanation‘g It 12 epparently for
this resson thst little explanation is to be found in
published documenta. It i3 well recognized thst & atand-
ard elassification of expenditures 13 needed in flsaesl
administration, and & uniform nomenclature of supplies
and egquipment 13 prerequisite to procurement and stock
control, It 18 not 1lloglcal, therefore, to classify
pogitions for adminlstretive uses.

In providing a formel system, There are those

who favor procedure and method, lodged in written docu-

7T  See supra, p. 32.

8  Luclus Wilmerding, Government By Merit (Yew
York t MeGreaw-iill Book Company, 1535) P. 43

: Ue 5. Personnel Clasaification Board, Closin
Report of Wsge and Personnel Survey, H. Doc. 771, T1st
Cong.,; 34 seas, éWaahington T Government Printing Office,
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ments, to edministretion by whim and one's fancy which
may be encoursged by the lack of specified conduct. The
use of poaition classificatlion contributes to order and
unifeormlity by providing a formel system for doing specific
thingaalﬁ Confusion incresses and morale slumps when
matters are decided in & haphazard way. There is bound
to be less confusion and higher morsle when orderly sys-
tem is followed instead of po system, One of the three
maln reasons why classiflestion and salary stendardize~
tion Acts are passed 1s to bring sbout uniformity of
policy throughout the agencies cavered.ll

Position classification alsc inereases the effec~
tiveness of administration by providing & formal source
for systematlc, importent records upon which menagsment
decisions can be based.}Z Such e tool of administration,
while not &3 glemorous as the contribution referred to
sbove made in the process of actuslly cerrying out the
prin&iplas of classilication, nevertheless searves en
important purpose,

In sdministrative regearch. In exploring verious

10 Lewis Neriam, Public Personnel Problems, From
the Standpoint of the Opersting Officer (Washington : The
Brookings Institution, 19387 Pe 31

11 Ibid.‘ P 33- .

12 Pogition Clessificetion in the Public 3Jervics,
GEQ ,Bit», P 56, foﬁtnot’ LG
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methods of research in the fleld of publie administra-
tion, it h&s been pointed out that position clessifice-
tilon can serve as a useful tool. It msy, for example,
help the "researcher" or government fact-finder to lo=-
cste and solve work flow bottlenecka,13 to understand
the structural and functionsl organizatian,lh to devslop
new techniques of time and motlon study atopping short
of stop-wateh timing and motion=pleture filming,ls to
16

conduct resesrch planning,
18

to classify duta,17 and to
ehart intelligently.

Research, with a view to establishing facts upon
wixieh remedlal or improved sctions may be taken, is a
necesssry function in many positions. In soms positions,
such a8 those ol line officers, the degree of ressarch
carried on is necessarily less while In others of s staff
nature & full time research function may be possible.

The fact that Pedsral personnel offlces are gradu~
glly sdding research snalysts to their staffs, suggest
the probability thset clsssification may be playing sn
importent role in this field of administration. Not

I3 John M. Pfiffner, Reaeerch Methods In Public
Administration. Politicel Science Serles (New York : The
Honald Preas Co., 1040) p. 91.

1}4 "Ibid., PP Gle92,

15 1bid., pp. 93 and 314~315.

16 Ibid., p. 108,

17  1vid., pe 139.

18 lbid.; Pa 298-
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only the basic data, but the investigative and analyti~
cal processes employed in position classificetion could
well be adapted and utilized in undertsking reseasrch pro-
blems.

In clerifying jurisdietion of political branches.

The classification system has played an importent role

iIn bringing sbout a grester clarification of the jurls-
dietion of ths sxecutlve and legislative branches in per=~
sonnel and related administrative matters, The struggle
between these two ma jor branches of the Fedsral govern=-
ment for patronage or merit control 1s the subjeclt of dia-
cusslon In most of the standerd textbooks on public end
personnel sdministration, which also give references to
more lengihy treatments, 1) Jurisdletional disputes and
confusion had to be minimized before scund administration
could begin, The two clzssifieation scte, one regquired

to establish and the other to improve the position classie
Tication system, were milestones in distingulshing betwesn
the policy role of Congress snd the manasgement execution
funetion of the President and other officlals of the ex-
ecutive branch, Line administration could not carry on
effectively without this substantisl clarification in

authority.

1Y por one such reference, sess Wilfred R, Bink}e s
President and Congress (New York : Alfred a. Knopf, 1G47).
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The Federal classification acts of 1523 and 19&9,20
supplemented by recorded testimony, clearly met and
clarified the Iissue of Jurisdietion, It was pointed out
early in 1924, for example, that Congress asets the pay
seales and the over~-zll polley and standerds for position
clasQification, but it could not revise the grasde slloca-
tions made by the executive branch nor should 1t listen

to appoala.zl

In conducting public relatiaps. The Committee on
Position Classificetlon and Pay élans in the Public Ser-
vice, of the Clvil Service Assemdbly of the Unlted States
and Cenads, did not Ineclude the use of position clussi-
fieetlion In public relations a&s one of 1t; principel ad-
vantages. In its discussion of class specifications,
however, the committes mede the statement that “they in-
form clvlie and taxpayers' groups of the kinds of services
to which specified scales of pay apply“.az

The publie reletions service to be performed by
posltion e¢lassification should not be minimiged., Soon

after the paessage of the first Federal classification

Aet, it was pointed cut that the system provides a publie

20 Ses su ra, pp. 24-29.

2 'y, $. Congress. Congressional Record. 68th
Cong., lat sess., Vol. 65, pt. 1, on Jenuary 10, 192i.
(wasnington : Government Printing 0fflece, 1529) p. 790.

22 position Classification in the Publie Service,
OPs ¢lt., pp. m‘-gu
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comparlison between what the position requires aend what
qualifications the candidate for the office zctually
passesaas.23 It ssems spparent, however, that little
has been done to inform the publie of the great respon=-
sibilities, eand comparsatively small psay, which go with
many Pederal jobas. It is also slgnificent that the lioo=-
ver Commission Feports, salthough eriticising many things,
conteined no statement that Federal employees as & group
are noit ecmpetant.gh If the publiec were sware of the true
atate of affalrs, it would be less prone to abuse the
Federal aarvant.zg Although studies and opinions more
often reflect the disdain of the publice for the Pederal
employee, one ray of sunshine wag revesaled & lew years
gago by the Gallup Poll whieh Indicated that the younger
generation preferred government service alter medlcine
and anginw@rlng.EB
The public relations aspscts of position classifie~
cation have & bearing on internsl edministratiocn, «s well

&8 on the Interesta of special groups cutside the govern-

23 Lewia Kerism, "The Uses of a Personnel Clasgi-
fication in the Public Service," Annals of the Americap
seademy of Political and Soeiel Sclence, Vol. 113 (Hay
1G2L) p. 216, E

2l ceci1 E. Goode, "The Challenge of Big CGovern-
ment, " Personnel Administration, Vol. 12 (Sept., 1949) p.2.

Gordon K. Clapp, "shat Price Ability in the
Public Service?," Personnsl Adminiatrstion Vol, 10 (¥ay,
1948) pp, 1-4.

2 G’D’Odﬂ' OP. citc; Pe 1.




L2
ment. A2 ¥eriam reported in 192&,27 the preparstion and
publication of position classification atatements enor-
mously strengthens the hand of the personnel officer
dssiring to render the public real service but struggling
against crafty pressure for improper sppointments, As
for group interests outside the government, cone recent
example of publiec relations remifiesticons revolved around
the reallocation of sixteen GS~% clinical psyehology po=
gitiona.ag This particular controversy involved the slx-
teen clinical psychologists, the Bosrd of Directors of
the American Paychologieal Associstlion, & specisl com-
mittee of the APA, s Kew York professlional association,
and the Veterans Administretion. #n extensive investiga~-
tion was held, and a large number of letters and some tel-
sgrems were exchanged. At the coneclusion of the inquiry,
the APA commlittee found that the VA scted entirely within
its legal rights and recommended that the sassocciation take
no farther peart in the controversy. The Intereat of
spaclal groups is also manifeated by the exclusion in
Title II, of certaln types of positions from jurisdiction
of the Classification Act of 194G,

In elarifying menagement objeetivaa. One of the

§7k'ﬁeriam, loc, cit.

28  american Psychologiesl Assoclation, “"Reslloce~
tion of (S8-G Clinieal Psychology Posltlions 1n the Veterans
Administration,™ The American Psycholopist, Vol. 5 {Oct.,
1950} pp. 518-519%
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prerequisites to & successful business organization is
the establishment of scocund objectlves thuat ure acceptable
to the employees, The objectives Iin mind here sare the
over-&all major parposes and results to be schleved by
the orgenlization; nct the immadiate ares of activity re-
strictsd to & single~-function line superviscr or division
head,

The reguirement of the peaition classificstion sys~
tem that positlons shall be allocated on the basis of
their dutles and rearonsiblilities makes it necessary to
determine, define, and express the asalgnments in writing
prior to a&nalysis by clessifiers, If doubt rested iIn the
mihd& of top management before as to the objectives of
the orgsnigation, the requirement to set forth the mejor
alms in position descriptions should send them out on
investigetion until thelr quastiéns had bsen answered,
They thersby obtain an educationsl value®’ themselves due
to the operetion of the classification system. Writing
and investigation meke for clérity and exsctness,

In sxercising supsrvision., The uses of position

elaasification a8 an aid In the work-exscution supervigion
of others have besn rather comprehenalvely trsated in e

formel document by the United States Civil Service Commis~

25 position Classification in the Fubllc Service, op.
¢it., p. 80, footnote 5b,

——
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slon.3 The pemphlet covers the advantapes of clossifi-
eation in helping the supervisor get the total work of
his unit dome effectively, in elarifying sand dividing
work assignments, in plenning the organigzation, 1n af=-
fording an opportunity for tie employer and employee to
become better sequainted through discussiona of the work,
end in other phsases of direct supervision.

Posltion claessification was also dealgned as a tool
to bring about effielency and economy in supervision. The
Classification Act of 1649y svecifically discoursges the
unnsc@ssafy inerease of sn orgenization's ataff by state
ing, in no uncertaln terms, that a positlion &hall not
be u«llocated "solely on the hasls of the sige of the
group, section, buresu, or otier orgsnigstion unit or
the number of subordinates suporvisad".Bl Actuaally, this
has always been the poliey of the United States Civil
Service Commlssion poslition classification administrators,
elthough it has not been as well ¥nown to other cfficials
a3 wsas desirable, Fven before the pessage of the Classi=-
fication Act of 1923, the fact that the merit system re-
quired an occupsational classification was jolined with a

general demend for greater efficlency in the Pederal

30 Ue 8. Cilvll Service Commliasion, ?eridnnel Clag=
gificetion Division. Position Classification As An &1& to
Squrvisian (¥ashington : Government printing Ufflce; Feb,,

3} see Sec. 303 of 63 U. S. Stet. st L. (1950) 957.
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government. It is fundamentsl that efficiency and
economy are brought sbout by good supervision.

The technicel process of clussifying positions
may be invoked to discourage poor supervision end effect
economy in menagement. For exsample, the classifier may
refuse to ellocate to higher grades poaitions whieh only
partly cowprlise the higher grade work that has been de-~
liberately resssigned from &nother position that formerly
contained all the work.-> The United States Civil Service
Commlission has recestly gone on record with & proposed
regulation for &lloceting "mixed positions” which dis-
eourayzes supervisors from making &n uneconcmical distri-
butlon of the work of thelr unitBQB&

The head of & Pederal bureau,BS while requesting
Congress to make the positions in his agency subject Lo
the Classification Act of 1%23, bused hls request to a
lerge axtent upon the fact that the personal attitudes
of supervisors very often were conditicning the salaries

paid in individual sections of the organizestion, thus

32 #illiam B, Nosher, J. Donald Kingaley, end 0.
Glenn Stehl, Public Personnel Admianlstretlon (34 ed.;
Mew York : Herper end Brothers, 1G50) Da 20T

33 prosition Clessification in the Public Service
op. cit., p. 130, footnote S5. '

3£~ Departmental Cirecular ¥o. 635, lugust 11, 1650.

35 Us 3. Congress, 3Sensate Committee on Appropri-
ations, Hearings...on the Work Belief and Public Works
Appropriation Act of 1%3G, on H., J. Res, 326, 76th Cong.,
1st sess, (Washington : Government Printing Office, 1939)
PP. 119-120.
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reésulting in inequities., A sound clessificetlion plan,
it was pointed out, would obvicate peraonal consideru-
tions.

Lewis Verism in "The Uses of a Personnel Classi-
fication in the Publle Service,“36 pointed out another
use of classificeation in supervision. e celled atten=
tion to the fact thet a duties classificstion with gquali-
flestion stastements hLelps the administrator Iin checking
the judgments of his subordinstes who promote employees.

Une of the by-product advantsges of the position
classification system has been its definition of super~
vision asnd & further explanstion of what 1t consists. It
ls net uncommon for employees to wander wbout in 2 laby-
rinth of uncertalnty between the distinctions of "super-
vision”™ and "review" at some time or other. The dlstine~
ticna, in order to fix the degree of responsibility and

establish the proper relationship of employees, are nec-
#s88ary. Referral of interested partises to the Barueh Com=~
mittee Bepcrt3? or to the Unlted States Civll Service Comw

misalon Class Specificatlions and Statements of Allocstion

Standards for the Hydrsulic Engineering Series P-850-0
{converted to G5-813~0), for example, subtitle "Nature

and Bxtent of Supervisory Control Over the Woric of COther

3% weriam, loc, cit.
37 position Clessification in the Publie Service,
OE# Citq, ppo 11&‘“1210
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38 gnoula clarify any question that might

Bmployees,
have existed relative to the scope and content of tne
"supervisory pattern™,

In maintaining morale. A survey39 made of the

varicus factors which result in high or low morele dia~
closes, upon analysls, that meny of the elements are also
connected directly or indirectly with the classificeation
process, Some of thess factors, to list only a few, are:
(1) equal pay for substantially equal work; (2) fair
treatment of employees; and (3) & minimum of politiecs and
fevoritism in the orgsanlzatlion. These factors, &s ele-
ments which malintain high morale, are well understood;
but attention is psrticularly invited to the study of sn
autherityhe regzarding the result in low morale due to
favoritism by supervisors.

The same authority gives two methcdshl for develop-
ing morale: (1)} to maixe certain that employees understand
the why and wherefore of tnelr duties; and (2) to delegate
and fix responsibility. The position cluasification plan
requires the sxerclae of these two methods In itz admin-

istration.

30 Us 8. Civlil Service Commission, FPersonnel Classi-~
ficetion Division (Washington : Government Printing Office;
Pebruery, 194G} unnumbered p. 2.

¥osher, Kingsley and Stshl, op. cit., p. 286.

Lo Lewis ¥Merism, Publie Personnel Froblems, op., ecit.,

PP 225“228 .

lﬂ.’@!‘i&m, ‘OE- citt‘p p» 235.
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In distinguishing wige and sslaried employees.

The Classificetion iAet, a8 & legal instrument, serves

a8 a tool of manspement by setting forth both the inelu-
glons snd exclusions of various types of vpositions In
existence. One aut&arhz has referred to the advantsge

Cof distinguishing between exempt and non-exempt employees
a3 a "beneficlel by-product”™, in dlacussing Job evalustion
of ungraded positions., It is Ilwmportant, however, from

the gtandpoint of labor relationa., The various unions

are sengitive about such metters ss Jurisdiction, memberw
shilps anc methods of setting pev. Loud clamoring lrom
them at offlices confused sbout the distinction, and there-
fore the treatment, ol wage und szlaried employees can
regult in great embarrassment for the offending organiza-

tion.
1T, USES IN PISCAL ADBINISTRATION

In providing the baase for psey plan, A historical

sketeh given by Congressman %adden,us during the hearings
on the first sppropristion billl presented after the enact-

ment of the Classiflésation Aet of 1023, disclosed the

L2 W. D. Jack, "Deseribing and Reting Positlons
for & Salery Fvaluation Program,” Yoms Forum, Vol. 19 {Oct.,
43 'y, 8. Congress. Congreasional Record (Hith
Cong., lst sess. Vol. 55, pt, 1, op., €it., D. 788, 24 col,
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unsatisfactory preactice of fixing compensation that had
been followed in the psst. The question of fixing psy
of eivil employees had always been a troablesome one, both
fa Congress end the departments., There had been nc uni-
form poliey or procedure in the departments, excent for
about 10 per cent of the salsries which were fized by
specific stetutory law., Rach department head set his
own rates under general lump sum &ppropriastions for the
remaining G0 per cent. HNo two heads of depertments had
set the seme rates for the ssme class of work; thsrefore,
a syatem of discrimination had grown up until it became

& source of snnoysnce, injustice and trouble.

Congressman Hadden predicted thet "in the long
run" the Act would work out a system of uniformity and
justiee in compensation. The Aet a&s pussed was directly
applicable to the 54,000 positions in the District of Co-
lumbis, and it required a "clessification™ to be made
aﬁd submitted to Conpress which would cover the fisld
emnldyees of more than 100,000, The class specifications
prepsred were never off'ieclally made spplicsble to the
field by Congressional setion. In actual practies, however,
the depsrtments did use tﬁaﬁ for guldes (without Civil
Service post audit) so that some degree of uniformity in
setting grade levels was posaible.

Fred Telford observed seventeen years ego in "The
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Classification end Seglary Standasrdlization Wovement in the
fublie Sarvice,”uﬁ that the instsllstion of & duties clas-
sification saystem has a strong tendency to force considera-
tion of ihs compensation problem and te leud, aooner or
later, to the development and adoption of some sort of
compensetion plen., W@While money is not necessarily the
most important work incentive, it 1s one that e¢an not be
ovar~lcaked‘a5

The Baruch Committes HReport 46 stated that s definlite
salary policy could be based upon the classifiecstion plan.
The pellcy of paying Federal employees on the besis of
the ultimste position clussification factors of difficulty,
responsibility, and quslification requirements of the work
was set forth by Congress l1n the firat section of the Clas~
sification Act of 1G4G., In the Federal position classifi-
cation system, pavment sccording to grade allocations is

net only suthorized but z’m:;;uired.;l*“7

In 1938 Lewls Meriam listed the fixing and control-
ling of salaeries ss one of the two major uses of classifi-

eatian,hg He did not elaborate, however, on why he felt

Y4 Annals, op, eit., p. 209.

For discusaion of employee incentives for work
other than pay sece Walter Scott, K. C. Clothnier, 8. H.
¥athewson, and W. R. Spriegel, Personnel Management (3d
ed.; New York : ¥MeGraw-Hill Beok Co., PPe -310,

Fogition Classification in the Public Service,

op. cit., p. O,

47 I Comp. Gen. 56, July 1Y, 1924, Alsoc, for some
1n§arasting recent cases, see C. G. B-11756, January 23,
1951, .

48 Meriam, op. cit., pp. 29
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this waes one of the two primary services 1t performs.
In 1924 he had pointed ocut that clussification is used
for standasrdizing government salsries; 1. e., equel pay
for substantially equal work.ug

Various other sasdvantsges in basing llscel admin-
I1stration apon dutles clessificstion have been referred
to by parties interested in the subject. The Baruch Com-
mittee Report® pointed cut that classification provides
2 reference whereby the administrator cen explain and de-
fend why some employees zre pald less and others are paid
more. W. D.'Jackgl reminded one that sny good asaslary
evaluation program should ald in ecorrecting, or‘at least
in minimieing, the exploitation by depertment hesds of
the younger wembers by paying them less than tiiey are
worth. Mosher, Xingsley and ﬁtahlsz declared that the
finsnelal &gency eould not properly perform 1ts functions
unless titles and their definitions describe the duties
and responeibilitles and indicate the qualifications nec-
esaary to f1ll them.

In distinguishing between grade and sslary sdvance-

ment plans, The position clussificstion plan mekes possible

47 ¥eriesm, “"The Uses of & PFersonnel Classification
in the Public Service,” op. eit., p. 217.

50 Fogitlon Clasgilfication In the Public 3ervics,
OPw cit., p. DIl,

51 Jack, ops eite, p. 1l

52 Mogher, KiiESIEy and Stehl, op. cit., p. 203;
also, s@e supra, pp. 34=30.
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& clear distinetion between s grade promotion and &
saleary advancegent, as was polnted out In the Barueh
Commlttiee Repert.53 Where there ure more salary plans
than one to be administered by the fiscal office, It ia
obvious that they be clearly distinguished in order to
avold confusion. The Classificstion ict of 1949 con-
taine several salary plans, only one of which fs based
entirely upon the classificstion system.\ The wariations
in smounts of puy, the time requirements, the methods of
Justification, and the procesdures of disbursement are
gome of the items which differentiate thease plans from
each other. |

Although only one pay scheme was bssed entirely
on 1t, the classification system made direct mechanical
contributions to two sglary plens. In regard to the pay
plen based entirely on the grade structure (Titles VI
and VIII of the Classificstion Aét of 1949), the clasai-
fisation system contributed to the establishment of
twenty~sight pey ranges condensed into two schedules, and
the uniform pay treatment for new appointments, promotions
and transfers., In regard to the longevity step incresase
plan (Section 703 (b) (1) of the Act) the position clessi-

fiecetlion gredes structure furnished a control bench mark

53 Position Classification in the Publlie Service,

{3

op. ¢it., P« 10, footnote 25, :

»
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et and below which {grade_GS-lﬂ) payments may be msde,
and above whieh disburSéﬁéﬁts are prohibitsd.

Indirect contributions are made by the clussifi-
cation system to the longevity and three other aslery
plans, Payments under the within-grade ssalary plan
(Section 701 (B) of the Classification fct of 194C), end
the longevity step incresse plan, sre conditioned upon
getiafactory employee performance ratingsgh whieh, in
turn, are based upon Jjob content that can be supplied
more or less through the classification process. Pay-
ments under the superlor accompllishment aswards pay plan
{Section 702 (&) of the ict) msre made in accordance with
standerds promulgated by the Civil Service Commiaaion.ss
These atandsrds, smong other taings, require an outstand-
ing performanece sbove the normal requirements of the po-
sitlon. The classificatlion system provides Iinformation
that will ldentify the normel position requirements.
Payments made under the mansgement improvement swards
plan (Title X of the Act) for efficiency and economy may
be made ag the result of informstion gupplied by the
cleasificetion office. This informeticn has to do with

4 gee sections 9 and 10 of Publle Law ¥o. 873,
81st Cong., 24 sess. (September 30, IGG0U). "The Ferforme
ance Rating Act of 1550.7"

Ue 8. Civil Service Commisgion. Federal Per-

sonnel #anual, Chapter Z~-1, T.S5. No. 317 (Washington :
Government Printing Office; November 13, 1950) p., 315,
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identifying supervisors and employees, end their functlions
or organization units,

In grantines equitsble salery treatment to formerly

pxeapted emuloyees brought under the system for ths [lrst

time. Congress was aswsre that some Injustlice might be
suffered by employees of the government, hired originslly
by agancias gxcapted from the civil service claasificution
system, when thelr positions were made applicable to the
plen for the firsat time.56 The legislators felt that suech
employees hired in good fslth &t an agreed-upon salary
should not be penalized in pay tarcugh improvements
brought sbout in the over-gll system by statutory law,
These essumptlons appesr correct because Congrasa provided
in Ssction 1105 (b) of the tlassiflication Act of 1349 for
the eontinued payment of the ssame salary to employees
whose positions were lowered when brought under the Act,
as lopg a8 theyv remained In the poaitions. A simllar
provision was made when the Clessification ket of 1923

was enacted, It seems incumbent upon the clessification

office, howsver, to notify the budget, fisewl and eppoint-

55y, s. Congress, 3ensate Committee on Post Office
and Civil Service, Hearings befors a aubcommittee.,..on 3.
558...80d other bills, to Adjust Salaries of Postal Em=-
ployees and Employees Under the Classifleation Act of
1523, as Amended, end other Bumployees, 5lat Cong., lst
sess. (Wsshington : Government Printing Offlce, 1949) pp.
30, 43 and 6. (Section $05 of S, 1762 was included in the
Clessification Aect of 1949 under Section 1105(b)).
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fng officers as to whiqh positieons are in thils catsgory
so that future administrative ections can be iIntelligently
planned., Thus, the classificatlicn process, inatesd of
working & herdship upon employees in this instance, was
used &8 & tool of mansgement by excepting it temporerily
&8 the besis for the pey plan.

In preventing sslary withholding embarrassment.

Poalitlon classification and other personnel pepers sgre
documents which support pay roll actions, One copy of
Standard Form 50, “"Notificeticn of Personnel Action,™

has besn expressly esar-merked for use by the pay roll of-
fice upon completlion of the avpointment process in the
personnel offiae.g? An improper appolntment, called to
the attention of the pay roll certifying officer, is
suffieient justificetion to suspend or deny ssalary pay-
ment, .

Classification can contribute toward the accomp=
lishment of proper personnel sactlions which wlll avoid em=
Lairassing reimbursements. One example may be given by
way of 1lluatration, Appointments of technical experts,
under Schedule A-6.101(n) of the Civil Service Commission
rules and regulations, may be made on & time-~-limited besis

of persons, without respect to ecivil service qualifice~

>1 Ue. 3. Civil Ser&ics Cormission. Federal Per-
sonnel Kanual. Chapter R1l, T.5. 288 (Weshington : Cove
ernment Printing Office; Pebruary 16, 1G50) p. 17.
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tion standards, The position must be clessified, howe
ever, slthough duties classificetlon is not required
under certain othesr typea of Schedule & appointments.

If Stendard Form 50 doss not indicete thet the position
has been classified, the pay roll officer may refuse
payment. If~the clspsification office determines that
the duties are not properly &uplicable to & "technical
sxpert” position, then steps may be taken to gualify the
person and sllocate the pcsition in the appreopriate man=-
ner which will avold pay roll diff%cuity‘ Improper ap-
pointments under these conditions could result, under
the Commission's post s&udit procedure, in ramoval of the
appointess or a notifiestlion to the Comptroller General
to stop salsry payments, In this connection the Comp-
troller Genersal has ruled that, wherever the practice pre-
vails of smploying or retaining pecple &8 experts or con-
gsultants when thelr positions properly are within the
vurview of the clasgification lews, esxceptions agsinest
illegal expenditures for salery, per diem payments, and
treveling expenses in such cases, will be taken by his
office in the azudit of the sccounts of the fiscal officers
invulved.58

On the other hand, there ia no gener&i authority

to delay administrative pay roll action in effecting

58 ¢. G. B-103195, June 7, 1951.
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proper allocations,59 although exceptlions in specific

60

eircumstances have been made. As an sdministrative
expedient in some unusual and worthy csses, the Civil
Service Commisslon and othser agenéiea nave allocated

positions "subject to incumbency"; hoﬁever, it appesrs

that this prsctice is seldom formelly followed now.

ITI. USES I¥ BUDGFT ADMINISTRATION

In the development of cooperative relations among
offielals. The development of aaagafativa relastions and
practlees emong offleials of the legislative s&nd executive
branches, as an adventage of position classificaetion, wes
referred to by the Baruch Committee Heport.él This de~
velopment goes on among executives net only between but
within these major divisions of our Federsl govermnment,
Budgeting for personal services tends to bring up the
subjoct of position classificstion at many polnts in the
buégat process. Flrst-line éuparvlaora, buresu and de~-
partment héads, budget anaelysts &t &1l levels in the hi-
erarchial structure, and the various committses of Cone

grezs discuss the clessgification system in connectlion with

59 18 Comp. Gen. 794, April 17, 1939.

Por an example of esuthorigzed delsay where an ap-
pesl 1s taken i{mmedistely, see 20 Comp, Cen. 451, 455,
Februarg 1, 1941,
1 position Classificstion in the Public Service,
O'Eu Qit., Pe 55-
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the budget program. It is well known thit discussions
end personzl contacts ere strong fsctors in bringing
about sympsthetic understsnding, ne matter whet the sub-
ject may be.

In the estabvllshwent of budpetary controls. The

62

Baruch Cammittea Fencrt stated thet mezng of control
could be ssteblished, througn the position classifica~-
tion plan and the budget procesgs, to Insure (1) that
thae will of the arpropriating bedy in authorizing po=
sitions of cortaia kinds would be carried out, and (2)
tnat the salaries approprioted would be psid for the
kind of services contemplated and no athers., Theas cone-
trols ma&y be direet or indirect, depsnding uvon whether
they primerily or seconderily affect the will of Congress,
Clesglificetion sdvice mey be used in supplsmente
ing budgebtary controla. Pirm or advisory allocations
of positions msy be used as checks againat thelr salsry
lsvels, and the probsble importance of the functlons us
deseribed in the "Justification of Estimates", Prover
colleboration between the budget and classification
offices can result in the realistic itemizing of how per-
scnal services funds zllotted to esch project are to he

expended by positiona. Congress occasionally places

limitstions on the number and grades of positions, and

b2 Loc, cit.
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on the smount of wmoney that can be spent for psrsonal
services., 1In order to cerry out tnese controls im-
posed by Conpress, the budget and classificstlion offices
must work in harmony. It would be & waste of time and
effort for clussification te go through the process of
allocating &n Information and Editcorial Speclalist po-
sition to G35-11, for example, I1f Congresslionsl limlite~
tion hed restricted it in the budget to G3-9 or had pro-
hibited the use of funds For this type ol work,

In connection with regulating.éxpenditures Tor
personal services, Nosher and Kingsley ststed thet po=-
gitlon classiflcation fuecilitated budgetary control,
and was of "incaleculable value to the approprlating
body and to the budget and accounting offices."®3 o
8ignificant elaboration was made of the statement, how-
ever. The authors commented that this, and other uses
of classificatlion, had besn "touched" upon at various

points in thelr discussions.

In the presentation of regquests for funds. The
clegsiflcation plan can be used by adminiatrative offi-
eiels &s a definite tool in presenting requests for
funds. Hasses of detsil for personal services can be
diminished greatly by listing positions built upon of-
ficial clzss titlea, showing the number and kind in

o3 Gaa C‘-it.; Pe h-BTO
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each cass.éh Whereas eny number of operating titles may
be used to designste jJourneyman mining anginegring func=-
tions, the classification term "Mining Englaeer GS«-880-
11" may do so with brevity and uniformity. Thus, it is
also an important device for saving tims,

The clussifier can eid the budget officer in his
preparation of budget cost estimates by making known
what positlions in his opinion, anpear likely to be allo~
cated higher or lower within the year. Thls may save
arberrassment for the budget officer since, otherwlae,
he may find his spproprigtion insuffieient to cover grades
sllocated bigher by the position classifier than antici-
pated by him. On the other hend, he may finlsh with a
gurplus ¢f funds,

The Baruch Conmittee Heport brought out the value
of the position control ahartés for budget purposes,
made posalible becsuse of the classification system. This
chart gives a pileture of the position-content of differ-
ent opersating units, Executive and legisletive offielals,
using this chart, can more intelliygently (1) discuss the

need for the number and kinds of positions already ex-

O  position Classification in ths Public Service,
loc, cit.; @180, for & similiar general application to elty
govaernment, see H. R, Cstherwood, "Denvert's Consolidaetion
of Personnel and VWanagement Punctions,™ PFublie Personnel
R9v1ﬂ‘w, Yol. 12 (Jm.’ 1951) }h,l‘}-

Position Clsssification in the Publilc Service,

loc. cit.
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‘isting; (2) the need for the number and kinds of additi-
onel positions, authority, or funds which sre requested;
and (3) compere cpersting effectiveness of different units
engeged in similer work. One of the three main reasons
why classification Acts are pessed 1s to provide the ap=-
prapriating body with a mechaniam whereby it mey obtain
fzets In s uniform, orderly, and comprehensive way -==-
regardless of the form of presentetlon --- snd make ad-
justments snd determine policles on the basis of the
66

information.

In the sxpansion of the lump-sum a-propriation

prectice. Prior to the Classification Act of 1923, Con-
gress appropristed funds for salaries under the budget
process by two principsl methods. Pirst, statutory sel-
sries were those [lxed by & specific law for speclfic
services or positiocns; and second, lump-sum salaries were
those fixed by heads of departments for specific services
or pogltions out of the gensral appropristion., It was
pointed out that
e + » Do two heads of depertments in the Govern-

ment have made the same rates for the same class of

work, and o0 & syatem of digerimination in fevor of

a certain clzss and againat certain other clusses

has grown up in the Government until it has become

& source not only of great annoyance but of great
injustice, and 2 source of more or leas trouble,

6o Meriam, Fublic Perscnnel Problems, op. ¢it.,

ps 33
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and justly so.o7
The statutory rolls gave Congress & control over positi-
ons, primarily In the Clty of Weshington, but the lump-
aum rolls allowed no such control anywhere,

A ples wes mede during the hearings of the [irst
appropristion bill reported in the louse of Representa-
tives after the snéctment of tue Clsssification dct of
1523, to mppropriste all funds for personsl services

68

under the lump~sum method. It was contempleted at the
time that the clasaif;aaﬁion syatem would cover the field
service as well as the District of Golumbia.69 Under the
lump~sum method of auvpropriating for budgeted services,
it was polnted out thet the funds would be guurded better
than belfore because, among other ressons, (1) payments
would be controlled by the Act, and (2} changes from one
grade to &nother were required to bes approved by the po-
sition classifiers, Statutory salaries were particularly
objsctionable because, once flxed, they were seldom
changed to reflesct grester responsiblilities assumed by
employces. The Classification Aet of 1923 led directly
to sbolishment of the practice of budgeting and sopro=-
priating by ststutory 1ists.?°

T y. 8, Congress, Congressional Record 68th Cong.,
lst sesgé, Vol. 65, pt. 1, Ioc., cit,

Ibid., col. 1, p, T9l.
6'9 Ibid», col. 2’ P» ?89.
70 position Classification in the Public Service,
ops _cite, P. OF.
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IV. USHS IN PTRSONWNEL ADKINISTRATION

In the testing process. The United States Cilvil

Service Commigslion snd personnel offices of other Federal
agencies, in their steff cupacity, endeavor to maintain
end enforce the merit system of employment. . They attempt
te provide mansgement with competent people to de greatly
varisd work. One prereguisite to tiils provision is the
testing of prespective employees,

The poaihibn elassification plap cccuples a vary
important place in the testing process. Peraonnel ad-
ministratlion gonerally requires that positions be estsbe-
lished prior to the employment of people. Where positions
heve been sstablished, subjeet to the Clessifieation Act,
there should be in exlstence &n orderly sarrangement of
fucts sbhout the duties, responsibilities, snd qualifica-
tion steanderds, These fects may form the basis for plan-
ning and preparing testa, and for scqualinting applicanta
or other Interested parties with the basic quslifications
to be tested and rated; or, the class speciflcation,
based upon these fects, mey be reprcduced bodlily in the
public announcement to show the posltion titles, the work,
and the gualificatlions required,71 Shortly after the
Clessification Aet of 1923, sn suthority’2 in the fleld

71 Loec. cit,

72 Lewis Meriam, "The Uses of & Personnel Classi-
fication in the Public Service,” loec. cit.
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of personnel edministretion declared, further, thit meny
modern tests Include the actusl performance of dutiles
guch &8 are required In the olsss of positions, and
others try sptitudes which are the sams aptitudes as
those necessary in the class of positions, At any rate,
regardless of whether trne position classification pro=
cess furnishes all or only part of the Informstion re-
quirs& in esch Instance to prepare examinatlions, the de-
pendence of the test upon adequate dutieszs mnalysis 1is
immediately aoparent. "The content of any vslild test
must have some definite relatlonshin to the duties of
the job. w73

An interesting accountTh eppeared not long ago
explalning what has happened under tne plan which brought
about the use of local boards of ¢lvil service sxaminers,
end what is dane by the Civll Serviece Coumisaion to pre-
vent waste of CGovernment funde by the operating agenclea
where there is duplication in recrulting and testing
work. Through the use of the poslition clussification
system, for example, 1t wss found that unjustifiable
duplicative expense could be avoided by having the Cilvil

Service Cormission offices, instesd of separate sgencies,

13 losher, Kingsley and Stahl, op. cii.. e 98,

74 Jemez P, Googe, and John J. PBrennan, “What
fHappened to Poards of Y. 5. Civil Service Examluers?,”
Personnel Administration, Vol. 12 {(July, 1950) p. 17.
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hold examinations for positions of the same clsss in the
gsame ared,

In the certificetion process. ©Sometlmes certifi-

eation 1s considered as & seperste and distinct vrocess,
and sometimes as only & step in the salécticn proceas.7s
In brief, it consists of submitting to the appolinting
officer the names of persons tasken from lists of eligl-
blee who have gualified through tests.

The informetion glsaned from the coperation of the
classification system may be used as the basis for pre~
paring ellgible lists, ani for controlling tﬁeir use in
the f1lling of reguisitiones for the eertification of
aligiblas.Té Cperating offiecisls spply for candidates
on "Request for Certificatlion” forms which usually in-
clude a dutlies stetement. These duties stalements mey
be taken from position elassification descriptiana.TT
The dutles vcan then be checked sgainst the guelifica~
tions tested to sasure that the qualifisd arplicunts have
been certified,

Certification, leading to selection, often results
in the applicants obtaining probational civil service

atatus which affords them veriousa advantagea. This is

75 Hosher,.Xingaley and Stshl, op, cit., p. 148.

76 Position Oleassificetion in the Publie Service,
loc, eit, ‘
W.T

7 ¥osher, Kingsley and Stahl, op. c¢it., p. 149,
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-in sceordance with the merit system. There may be oce~
casions, however, where temporary or indefinite employ-
283 occupying positions allocated to one grade, may
£zil to attsln the qualifieation rating on an exanin-
ation wilch would permlt them to remuain In the grade
end obtain & more permensnt status. In such csases, there
may be sometimes & tendency for the supervisor and the
enployees to went to down-grade the positions (although
with no eheange in sctuszl performance) so that the in=-
cumbents can obtain probatlionel status, and then raise
the prade when the quslifying time requlirement had been
gserved. Thls procedure, to at lesst some extent, cir-
cumvants the merit system in that qualified elipgibles
on the hligher grade lists do not recelve appolintments
to these positions, The Civil Service Commission, there-
fore, heg specificully forblidden the downgreding of em-
ployeas to obtaln status78thus utilizing the classiflica-
tion system to protect merlt prineiples. Cerried a step
further, s case might well be made whereby holding the
position in the higher gradee~corrsctly allecated--and
recruliting from a certified 1list of eliglibles, results

in meintaining and ralsing stendsrds of competency.

g, s. Civil Service Commission, Federal Per-
sonnel ¥enual, Chapter A~6 (Weshington t Government
Printing Offlee, as revised Mey 26, 1950) col. 1, p. 58;
and Transmittal Sheet Ho. 303 of June 5, 1550,
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In the recrultment and selection processes, After

tests hava been held and rated, the merit system gensr-
ally reguires thst recrultment take place from the certi-
fled lists of eligikles, Fosition classificatlion facts
can be drawn upon to explain to the certifled spplicant
the duties and responglbllities involved.79 This infor-~
metion may be dispersed through interview, publiec notices,
and various types of communicatlions.

The importance of, and rellunce on, titles estab-
lished under & sound clasaificetion s&htem way be further
understood when 1t ls reslized, &s polinted out by the
versonnel Classification Board in 1631,50 tnat the desig-
natlon of the poslition may be all the information a de-
partmental officer has when the fleld wants to employ
somecne, Lewis Hariamal stated that the second of the
two ma jor uses of positicn clessificstion under a centra-
lized aystem, was "for enforcing the merit systes in

B2 n 83 ,,

initisl recruiting®“ and promoting™. - losher, Kingsley

and Stahlﬁh pointed out that one of the prineipal uses

79 Position Clusaification in the Public Service,
loc. clt, : .

o Wilmerding, OP» clte, P !.jj{.o
81 periam, Public Personnel Problems, op, cit.,

Pe 29,

e Por an sccount of sa agency head who refused the
demand of e Congresamen to hire & men to do personal work
for the legisletor, see Warner W. Stockberyer, Personnel
Administration Development in the United States Departmen
of Agric.iture : The Pirst PifLy Years (Washington : Us S.
Department of Agriculture; 0ffice of Personnsel, 1947) p.l2.

83 See infrs, pp. 70-72 for uses in promotion,
Mosher, Kingsley end Stahl, ep. cit., p. 215,
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of position classificetion may be listed as follows: "It
reduces & varlety of occupstions and nositions to manage-
aeble vroportions, so that recrultment...and selection can
be made for whole oclasses of positions at a tive,"

A former Vice rresident for Personnel Administra-
tion, Genersl Fooda Corporation (later Professor of Indus-
triasl Administration at Yale Unlversity) once sald:

The prismary problem faclng us In government, ecdu-
cetion, &nd Iindustry 1s leadership--improving the
BT s, T i S meelegy

It is psrticulerly lmportsnt, therefore, that po-
gition classifliention and a8ll other tools of mzsnagement
contribute a full share toward recrultment by merit in
order to lmprove the quelity of leadership. The statement
quoted sbove is scmewiat significant In view of the fact
that reaaarchgé revesls tiot wmore then GO0 per cent of
exscutlives fall to make proper use of job descrintions and
other essential low cost hiring tools.

In the ecritical study made by Lucius Wilmerding, JIr.,

of personnel edministretion, 1t was censidered that the

second of the two major uses of claasification was for

8> fThomas G. Spates, "Getting Results Through Peo-

ple,” Advenced Nsnegement, Vol. 15 (October, 1950) p. 5.
¥orris I. Pilekus, "White Elephants in Business,"

Systems for Nodern Mansgement, Vol. 1l (July, 1950) p. b.
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the purpese of standardizing employment pclicies.87 Since
the civil service cuts seross agency lines, and since the
nature of the work 1s the basis for classifleatlon, it
wzs considered loglcsl that to have the positions classi-
fied would make 1t Teusible to frame standar:d tests for
recruitment; and in general to standasrdigze other sspects
of employment menagement.

In induvetion and orientation. These processes,

though closely related to line esdminlstration, are geners
ally epreed to be the responsibility of the personnel of=
fice, The termaég are applied to acquaint new employees
wlith their positions fron the siundecint of the depart-
mentel work environment in the brosdest sense, and from
the viewpoint of the dutles of the job, the opportunities
for advancement, and related matters,

Pesitlon cluessification provides a means for ine
ducting and orlentating empleyees to thelr new assign-
ments, Useful information can be obtalned from the tools
of clesgification such as job deseriptions, organigetion
end stseffing charts, and position classifiers' renorts.
¥ewly appointed officials esre often confronted with the

task of acquiring a knowledge of the unitts specific

funcetions, the staffing, the relative reaponsibility of

i Wilmerding, Jr., Government By Nerlt, op. clt.,

Pe 38‘& . N
Xosher, Kingsley and Stahl, op. ¢it., p. LOS.
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exployees, end the work relationsnip of immediate sube-
ordinates. A well developed program of induction and
orientation will teke into consideration the tools of
clagsification to secquaint officlals with this dasifsd
knowledge.

In promotion and transfer. Tne term "promotion"

signifies the movement of an employee to & higher grade,
based on new and lncreased duties and reaponsibilitises,
"Pransfer”® generally implies & hcriznntal movement to
gnother orgenization unit, under s diffarent 3uperviaor.89
#hile these technicsl differences exist, the terms end
proceagss have besen combined for discussion beczuse the
baalc concepts underlying thelr utllizstion of position
clagsificetion are very much the sane.

The Baruch Committee Deport seems to have recog=
niged the similarity of the utilization of position clas~
sification In promotion and treansfer funetions since 1t
elgo combined the two terms for & genersl discussion on
the subject., The report stsated thet much must be known
sbhout positions and their relationshlips to one snother
hefore peneral paliéias can be determined and procedurssa
laid down for promotions and trensfers. "In fect, the very

feusiblility of a promotion or trensfer 1s besed on the ss-

59 For a genersal discussion of promotion ani trans-
fer, see 1bild., pp. 1b2ff., asnd 180ff.
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sumption that intellizent comparison Is possidle between
the position from which the employee ecomes snd that to
wnich he goes."go In this connection 1t poeintsd ocut that
the position classificaetion plan provides Information on
- {8) the relationshilps of positions tc one znother in kind
snd level of work, (b) the relative place ol positions in
a promotlonal sequence, and (¢) the aress of activities
from which employees may be drawn for higher positions,
With respect to {(e), the poasition classification plan pro=-
vides the beslis for deplcting and analyzing where and why
csrear avenues are present or lacking, and affords an
approach to redistributing work and responsibility for the
purpose of cresating promotional oppertunities.91 After
such analysis snd/or work distribution, the next stsp may
feaalt in a dirsct promotion action for the 1ncumbent.

The definitenecms of position eclessification terminology
adds much to the intelligent comparlson of positions for
trangler and prowuection purpeses, and facilitates these
transactions by providing & common understanding of titles

in service records, documents, correspondence, corders,

ﬁﬁﬁ Poaition Classificetion in the Public Service,
op. cit., p. 70; &L30, see BUDFS, D 57, for statement
¥ Meriam,

For & brlef reference on reducing blind-alley
pesitions to & minimum, not covered in the ssame manner in
the 1950 editlion, see ¥William E. ¥osaer, and J. Donald
Kingsley, Public Personnsl Administration (34 ed,; New
York s Harper and Ereﬁhers, 1GL1T p. 323.
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or regulstory position schedules,

Cless specifications, an lmportant tool of posi-~
tion c¢lesaifiecation, may serve a3 = ufeful inatrument in
prometion, transfer snd other perscnnel functions. They
may be used, for exemple, to Inform the ambitious epm-
ployee where hls position is in relation to others in an
organigation, the roads snd poszible extent of ovwportun=
itiss ahesd, and the equipment necesssry to aschieve greater
success.’o

A requirement in a dynamie promotion program is
the uss of personnel orgenizatlion chsrts in terms of
classified positions.?3 Such charts sre = by~product of
the posmition clasasification system &nd show the names,
grades, titles and functional locations of pogsitions.
from the lowest te tme hignest, If posted in prominent
places, they may serve as & challenge and Inspliration to
employees to remain slert and prepsre for greater respon=
sibilities.

In placement end resssignwent. The term "placement”

generally includes, in = brosd sense, recruitment and

72 This point wes covered under "Employment-Man-
agement Helstions®™ in Position Classification in the Pube
1ic Serviece, op. ¢it., D. G, Tatheér than under "Promotion
and Tpansier. '

93 ¥Mosher and Kingsley, loc. e¢it, In the third
edition, howsever, see p, 178, when trease sauthors were
Joined by Stahl, the use of the personnel chart waa not
listed &8 & device, among other tools for publicising
promotional opportunities.
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selection. There ars both initlel and subsequent place=-
msnt.gh' Hosher, Kingsley and Stahl, in tals connection,
refer to "original' end "adjustment" placement, and in=-
elude appelntment end promotion aa well a8 various types
of transfer and reassignment actiens.gg These Iindividual
items which may comprise placement, &nd thelr utilization
of position classificatlon, have been considered separa-
tely in this chapter. A apeclsal neading for placement
has been provided slince, somebtimes, suthoritative books
on personnel adminiatratiaﬂgé mention 1ts utilizetion
éf poslition classification.

Perhaps the best and only comprehsnaive treatment
of the relationship of noaltion clussification to place=
ment, wherein placement 1s used to cover exeminsation,
certification, selection &nd eppointment, l1s an erticle
by k¥r. W. P. Lehmanﬁg? The author pointed out the need
for the Integretion of classification and plecement ac~

tivities beginning with the operating offfeisl under whom

kL Ue 8, Civil Service Commission, Persconnel Clasg~-
aification Division, (Class Specifications and Statements
of &llocation Standards for tne Placement Series CAP=~234=0
{converted to GS~212-0) (®asnington ¢ Government Frinting
0ffice; December, 1G48) p. 1.

Mosher, Kingsley end Stahl, op. cit., pp. 180f.
96 1vb1d., pp. 203 end 215,

97 W. P. Lehman, "How Can Clessification Aid in
Placement?™ : A typewritten spsech in booklet form delive
ered...before the Classification Section of ths Society
for Peraonnel Administration (Washiangton : Civil Service
Commission; February 12, 1941},
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the poaition exists, and extending through the agency
peraonnel office and the adivisions of ths Civil Service
Commissions. On the other hand, 4¥r. Lehman deseribed
case historles as stark evidence that taere 18 & lack
of integration of these functions 1n dally operations.

The Saruch Committes Raport98 did not include the
uss of position clussification in plecement separately
ag & major value, but did include its parits such as re-
eruiting, testing, certification, promotion anl transfer,
It &lso Inciuded, but under the use iﬁ "Bmployment-Man-
agement Relations”™, sn ltem which the writer considers
mors &pplicaeble now to the placement function, vis.,
identifyling misplaced employees with positions for which
they are better qualified, For exemple, the writer would
suggest & situstion wherein the poaition clasgifier
found, upon desk asudlt, t-at & man with superior quali-

ficationa was assligned to inferior duties, The classi-
filer could perform & resl service to mansgemsnt, es~
peclelly In skill shortage occupations, to bringithis
aituation to the sttention of the pleacement officer or
sdministrative officlal for sction.

Reassignment is & change of work, not involving

incresased responsibilities, in the same office,? Good

98 positlon Glassificstion in the Public Service,
loc. cit.

9 Mosher, Kingaley and Stahl, op. cit., pp. 180f.
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placement requires that recssignmente, &8 well &8 trans-
fers, be more often executed and more intelligently hand-
lad than has been dones. There 18 sometimes & reluctance
to reasssly heamle due to the fesar of becoming embroiled
in red tape regulations or other prassures. The Fresidegt
in st lesst one instanesl®0 hus directed that tae head
of eaech agency shuall remove, demote or resssign to any
position any employee in the competitive service whose
conduct or capacilty 1s such that any»of these changes
will promote the efficiency of the ssrvice. Fosition
claasifiers, through direct contacts with employees, obe
tain valusble infarmation a8 to both the conduct end ca-
pacity of people. This Informaticn, requestsd of the
ﬁositisn‘claaaifier by proper authority, mey be put to
zocd use, It also places the clzsslfier in a position
to meke suggestions for improvements,

In performance rating. The evaluation of the per-

formence of employees is "a necesssry step in discovers

ing, develeping, retainlng, and utiliszing to the fullest

extent the most able and efficlent amployeus”.lal One

of the first things to be done in setting up a work per=

formance plan 18 to determine the dutlies which are to be
100 gErecutive Order 9830, in Code of Federsl Reg-

uletions of the United States of & E%gg;g%g?z%%ggg

merice
Tﬁzsningten t Govermment Printing Offlce, 1%
125.

10} position Classification in the Public Service,
op. cit., pp. [ef.
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rated, The position classification plen, through basle
analyses slresdy made ani recorded in class specifica~
tions, as well as through the sllocation to the same
clags of all poslitions to which the same rating fectors
would &pply, provides duties informetion agalnst which

162 The

the perfcrm%nce of incumbents can be mesasured,
items of work mey be selected for rating as they are
recorded Iin cluss specifications wiiiech ere based upon
prior job &nalyses, or may be used in the further refine-
ment of rating factors. Where gppropriats, the raeting
fectors thus chosen may apply to positions clsss by
class, instead of Individual positien by individual pow
gitlion, thus providing unlformity and & ssvinp of time
gnd effort.

There are too many Instances, however, wherein
class specifications do not exist, except for the very
general statsments 1n the Clusslflestlon 4ct, to cover
posltions subject to the classification plan. In sueh
situations, the writer suggests that the exiating Job
sheets~-1f accurate--could be used in much the asame
manner 88, although on & smaller scale than, claas
specifications.’3 They are particularly bemeficiel

102 Jlosher, Kingsley and Stahl, Op. cit., Pe 215,

103 por a consideretion of the viewpolint that per-
formance staendsrds should apply only teo indlvidual and
particuler positions, and never to classes or groups, see
P. P. Hoskyn, "Five Rules for Work Performence Stendards,"
Personnel Administration, Vol. 12 (¥arsch, 1950) pp. 22-20.
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whers more precise evaluations are desired. They salso
save time and work which otherwlise would te required to
ascertain the duties. Where rractlicable, the performence
requirements could be made & psrt of the job sheet when
positions are slloceted, thus affording a better under-
standing and encouraging a more direct neasurement. In
this connection 1t waes noted that on an efficiency ra-
ting reform case xtudy,leh 8l out of about 1,700 employ-
ees and supsrvisors in the Department of Commerce stated
in writing that 1n tneir opinion the elemsnts to be rated
should be more related to the duties of the position.
Performance requirements bassd on standard position de-

auription&las

provide msnagement with an excellent tool
to measure and analyze the effectiveness of individuals
and of the agency.

The purpose of establishing performance-rating
plans wais to recognize the merits of officers and em-
ployees, and thelr contrlibutions tec efficiency and econ-
omg.106 The PFederal plan specifiles, in addition, that

all performsnce reting plens of the Vepartments should

I0L GCetherine S. Lott and John Boddie, "Background
for Efficiency Rating Reform - I. What Employees and
Supervisors Think of ®fficiency Ratings,” Personnel Ad-
ministration Vol. 12 (¥ay, 1950) p. 15. .

0> paul 7. Kostak, "The Cese for Standard Posgi~
tion Desceriptions,” Personnel Administration, VYol. 11
(Eovemberg 1648) pp. 24-26.

109 public Law ¥o. 873, 8lst Cong., 24 sess.
(September 30, 1G50). "The Ferformance Rating Act of 1G50.%
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be approved by the Civil Service Commission for conform-
ance with the regulrements of the Act, Subsequently, the

Commisgion instructed the Departments that thelr plans

of performance were based on performance requirements of

the dutles ggrrﬂrmgd by the employean.lo?

Performznce ratings are important by law or regu-
latlon for 2 number of reassons. Some of these reasons
are: they determlne, to a certaln extent, whethsr an eme
ployee is eligible (1) for withinvgradé salary incresases,
{2) for sdditlonal salery step incresses for superior
sccomplishment, (3) for longevity selsry incresases, (i)
for higher retenticn preference in reductions in force,
and (5) for dismisssl.

In preventing excessive turnover. Personnel turn-

over may be consldered ss the number of additions to the
pay roll required to replsce separations cther than those
made for curtellling the size of the working force., In
this reazpect the effects of net incresses or decreases

in kotsal versonnel strength are not actueslly turnover
matters. Meny different techniques have been devised to

messure peraocnnel turnover, and they sre considered suf-

107 Us 8. Civil SBervice Commission., Federal
Personnel Kanual, Chapter P-4 (Washington : CGovernment
Printing Offlce; approved Qctober 31, 1950) p. 3.
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ficlently adequate i1f properly handled and defined.lo8

A sound and understazndable posiftion classifica~
tion plan upon which the pay plan is based tends to pre-
vent excessive turncver.lﬂg It removes & large part of
the dissatlsfaction which prevalls when matters sre hand-
led antirelﬁ en & personal basis, It subatitutes an im~
personal standerd of measurement open lor investigatlion
to all, in the place of persconel likes and dislikes. It
gives less cause for simllar jobs in other agencies to
appear more desirable since such positiona require allo-
cation to the game grade.

Personal favorlitism, as well &8 honest mis judg~
ments of employes work contributions, are more apt to
gecur where desfinite policies and standards do not exlst
for control end guldance. Inadequate zalaries, end es~
pecially unbslanced ones within an orgﬁnization, mey
result to become constant sources of irritation to em~
rloyees, IKorale sags for vice presidents as well as for
elevator operators when cothers, doing compgrable grade
level work, asre paid more. Undsr such conditions the
capeble, progresaive employees usually seek higher paid

and more satisfactory positions.

108" yonn w. ¥itchell, "Personnel Turnover in the
Pederal Clvil Service,” Personnel Administration, Vol. 12
(Sﬂpt@mber’ 19&9) P 11. - '

Position Classification in the Public Service,

op. clt., Pe 15
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The c¢lass or seriess of relsted cluesses in the po=
gition clagsification plan uffords 4 coanvenient besis
for complling &and analyzln; statistics on turnover, +10
If 1t develops that iIn certain such categories few die,
none resign and there are a large number of guslifled
anpllicants for the entrance clsss, ths prevalling sale
aries &re not too low, On the other hand if the govern-
ment ls losing 1ts best emplovees and qualified appli-
cants are not appearing in reasonable numbers, it 1is
apparent thet sone upwerd adjustument 18 needed,

The utilization of position classification to
reduce the tremendous cost involved in turncver of per-
sonnel should be valueble to mansagement, The fact theat
the cost of turnover 1s high has been proven many times
through studles 1n private industry, and in government.
Yeers ago the Aduinistrator of the Works Progresas Ad-
ministration, in requesting Congress tec extend position
clagsification to that agency, at least once deplored the
costly turncver he was experlencing due to higher salaries
offered by other public bodles. 1 During world war II
personnel turnover rates squivelent to more than 100 per
cent per yesar were recorded 1in some esteblishments, gov~

110
pp. 111-112,

111 g, s, Congress., Senate Committee on Appro=-
pristions, Hearings...on the Work Relief and FPublic
Works Appropristion sct of 1939, op. eit., p. 120.

Kerlam, Publie Persoanel Problems; Ope Clta,
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ernmental and private.}lz It cuats the government o cone-
sidersble amount of wmoney to trsain people for various
kinds of work, and sometines & sabstantial loas results
when the tralined specialist resipgns snd & new man must
beglin all over sgain.

in enployer-emnloyes relations. It is fundemental

in maintaining end improving the effectivensss of employ-
ees that personnel matters be administered acecording to
definite pollecies, standards, and procedures formilated
in sdvence. The quality and gqusntity of production ere
bound to suffer when personnel matters are declded by the
togs of & coln, so to spesk, 28 Individusl cases arlse.
The folly of such actions, resdily z:parent to the work=
ers, wounld result omly in dissatisfaction which could
lsad to dlsastrous experiences for both employer and em-
ployees.,

The position eclassification plen, dus to its def=-
inite policies and procedures, contributes to the better=
ment of employer~employee relations. The objectives and
methoda are open to public inspection and discussion,
which should lead to‘thgir mutual understanding and ime
provement. Since the policies and procedures have es~
tebllished the bssis for determining present and new cs-

reey avenues, within-grade szlary incresases, and squity

II2" yitchell, op. cit., p. 10.
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in sglery edministration based on grade levela, they
thereby provide incentives for effliclient work. As the
workers come to identify themselves with thelr organiza-
tlon snd toc eppreclate thelir part in It more, the happler
they sre likely to be. Clarificetion of job content and
job relatienships, brought about through the position
classification process, can add much towerd this objective.
Job facts and related Informsation drawn from impersonsal
classificatlion files may furnish an impartiel, sound
basis for discussing grievences. The availability of
these facts mekes it possible to counduct conferences on
grievance matters in & minimum amount of time. Aveil-
able fscts also meke it possible for Iimmediate super-
visors down the line 1: the adminisirstive hisrarchy to
settle grievances with their employees where they occupe-
on the job. The position cleasgificstion process should
render wvalushle service Iin all these respects.113 In
regard to grilevances, the fmericun Henagement Assocletion
hea seen it to include 1in its "10 Commandments of Good
Crpanization” en 1tem which stressez the importance of
promptly and cearefully adjudiceting disputes or differ-

ences between executives and employees on guthority and

113 Position Clsassiflcation in the Public Service,
ope cit., Pp. 0=
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'reapanaibilities.llu Kosher, Kingsley and Stahl, by way
of‘aummary, listed this use of clsssification ss follows:
1t provides a foundation for common understanding
between supervisor and empleoyee &8 to the jJjob and
pay, which facilitetes employee-menagement rels-
tions; and it offers as ;ood & protection &s has

been found against volitical or p&rsongl prefsrment
in determination of public saleries,tl

ﬁariamllé

described thrse broead types of sdministra-
tors with respect to thelr hablts of enulysis of poslitions
and people. The first type is extremely personal in that
he thinks of employses 88 individusls whom he kiows very
well, whos he likes or dislikes, or to whom he 1s more

or less indifferent. The second type 18 extresely lumper-
sonel and thinks of.positions in terms of falirly concrete
dutles an< responsibilities which requlre ressonably defl-
inite qualifications of incumbents, The third type usu-
ally starts with & definlite,; clear-cut analysis of po=-
sitions, but resalizes that people who fill them &are humen
beings with never exactily the sams combination of qualil-
tles, This typa from time to time makes adjustments in

duties and sssignments so that the work and the oeumployees

4 5. w. Juren, Buresuereacy : A Challenge to Bet~
tor Fanagement {Wew York @ Harper and OPothers, 1G] Dp.
100-10I, foot :

» footnote #l.
115 Hosher, XKingsley and Stahl, loc, cit.
116 Kﬂri&m, Gl Qit-q‘ PP 15“"19-




1t as closely as possible, Cne of the three main
reasons why classification Aets &re pussed is their use-
fulness in oreventing partisen and hichly prersonal ad-
ministretors from grosaly sbusing tue¢r TOWOYS . 117 It
is well nown that, in sddition teo nationsl, there is
such ®m thing as “office,” politics.,

In training. The dutles anelyses snd the cless
srecifications resulting from the posltion eclsssifica-~
tion systen sre helpful s & aterting point in the plsn-

ning end execution of employee training programs.lls It

is necesseary, é;fare erployees can be trained, thaet there
bs an understending of what the work 1s, and what knoww
ledges are required to perform it. This can bs obtained
to a large extent from position elussification records

or procasses, slthough it may be necessary to continue
with more detailed snalyses. The very selection of em-
ployees for training 1a depsndent upon these data.

The importance of poeslition classification tools
for uss in developlng tralning progrems, even though they
mey often serve only ss & starting point, ean be better
aporecliated by the realizestion that frequently there nay

be no other, or better, alds. The contenta of classifi-

117 Ibid., p. 33.

118 position Classificstlon in the Public Servics,

op. cit., pp. [a=74; see also Mosher, Kingaley end Stahl,
loc. cit., for & similar treatment.
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'catinn documents are often sugpestive of source matsrial
data, the trainling perlocd required, the ssquence of op~-
erations, and other helpful information. In the eritical
days of World War Il position clzssificatlon tools mads
worthy contributions to training particulerly in the newly
established wer agencles where the line of work wss some-
times unfemilsr to the recruilts, and to the gowernment
88 & whale‘ll9 It 1s well to remember, however, that
akill shortage categories also develop in peace and "de~-
fense" periods, so that ample provision should be made
to traln in critieczl fields on & continucus basias.

The significence and bssle concepts of position
classification, the draftling of Job descriptions, and an
underatanding of pay administretion might well be in-
cluded &8 part of & supervisory training programaiao
Aceording to current litersture and formal public dia-
cussion on the subject, supervisors who are reaslly caps-
ble of performing good superviszlion are all too few. This
type of training, towerd wiolch clessificetion can con=-

tribute, would pay sdministration well in dollara and

sanse,

119 Ralph M. Hogan, and Wallace M. Davis, "Find-
ing Trsaining Materiels for the Hard-to~Fill Job," Person-
nel Administration, Vol. 5 (March, 1943) pp. 3=G.

126 James G. Stocksard, "Take s Look at Supervisor
Training,” Personnel Adminlstration Vol. 10 (¥ay, 1948)
Pe 17, '
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Positlon classification offers within its ranks

a source for finding esnd developing competent personnel
goeneralists, uvsually the greatest problem In sestablishing
such &n office. The generalist office 1s ususlly found
whenever the institution served is so smell or Inactive
that & functional personnel office is not required. As

& result all versonnel actlivities sre combined in one or
more nosiiions. Sometimes this plan of personnel admine
lstration has been forced upon agencles because of Con=-
gressionsl or Buresu of the Budget impositicn of staflfing
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 clasgi=-
fiers In finding the solution to the problem of recruit-
ment. A8 one generallst, formerly in plecement and other
phases of personnel work, stated the situstion:

Becszsuse positlon clsssification offers an excel~
lent traifanlng ground for learning facts sbout jobs
and work processes, is s0 important ss a basis for
the total personnel job, and 1s the moat difficult
personnel fleld to learn, it is belisved that com-
petent classification snelysts offer a promlsing
scurce of generalist materiel. However, they must

have the breadth %o recognize the importance of the
humen relations part of the personnel job.l1l2l

121 ferold L. Dickinson, "Some Problers in Estab-
lishing & Generaliat Perasonnel Office,” Personnel Admin-
istretion, Vol. 12 {(July, 1950) p. 21; ses alac Personnel
Administration, Vol. 12 (November, 1549) (A SectTon Keet-
Tng Feport of the Soclety for Personnel Administretion)
p. 37.
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In loyalty program. Executive Order 9835 of

Msrch 21, 19l7 provided for s Federszl Wmployees Lovalty
Prograem end included beslic wollcies, inatruetions, and
standards to be followed, It included, samong other
things, & "full fleld investipation” of applicants for
particular pcuitions, as mey be desipnated by the head
of the eaployins department or egency, based on the best

interests of natlional security.laz

These posltions &re
generally known &s "sensitive positions®, 123 me civil
Service Commission sad the Federal Bureau of Investiga-
tion give apeclal handling to speed and thoroughness in
checking applicants for such positions, over non-sensitive
cases.
In asccordance with requirements of the Executive

Order, 1t became Incumbent upon the Pederal agencies to
determine which were the sensitlive positiocns In their es-
tablighments. Ordinarily thege involved those in which
the incumbents have sccess to Top Secret, Secret or Con-
fidentiel information, and any other poaitions which in

the Judgment of the hesd of the agency ere sensitive in

character. This procedure for determining such positions

122 For a general discussion on the background,
resulte snd observations of ths politicsl loyalty program,
see losher, Kingsley and Stahl, op. elt., pp. 4H1-467.

123 Use S. Civil Service Commission. Federal Psrson-
nel Msnusl, Chapter 12 (Weshington : Government Printing
Office, &8 revised Novembar 20, 1550) ecol. 1, pe 1.
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was only logical since the smploying apencles heve s
greater knowledge of the dutles to be performed than any
other agency.

Peosltion classification descriptiong, clsass spsci-
fications, chérts and reports contain information which
could be uséful in mealting determinations of sensitive pow
sitions, Position clussifiers, being in &n excellent po-
sition to ascertsin the character of dutles and responsi-
bilities, &re also woll quualified to asdvise on the types
and locatlions of such essignments. If’investig&tion of
o present ewmployee ahould be reopen&é for sny reeson, the
position c¢lassifier might well aid man&ge@ent and his
country by suggesting & none-sensitlve position to whieh

the worker could be resssigned without undue disturbance,
V. USES TN ORGARIZATICN AXD METHCDS WORE

In planning organigation. Slnce the position clasg~

sificetion system requires sdministretive offlcials te
sxplain the precise duties asnd responsiblilities of each
position under their contreol, they in turn must of necesg« .
#ity decide definitely on such matters as form of orgeni-
zation, flow of work, and delegsation of variocus kinds and

124

degrees of authority. They must therefore plan 1n

128 position Classification in the Public Service,
ops ¢it., p. ID» Por a similar statement, see Nosher,
Kgngaiey and Stshl, op. elt., p. 205.
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advance the working orgaenization and methods. Of speclal
1mportence, they must fix responsibility for each particu-
lar type of task, recosmendetion, or declision, which is
ane fundementsl requlrement of proper organization.

The planning of orgsanization reguires investiga-
tion, research and analysis of the functlional content of
positions or struetural units and thelr relationship to
one anath@r.lzs The classification of positions involves
the same or similar processes In the requirement to asg-
certain the duties and responsibilitiaes, their relative
strengths, and the meterial chan;es which have taken
place in sasignments., The two proessses, therefore, go
hend in hend. In a new sgency 1t 1s particularly signif-
leant that the personnel office must uctively pertici-
pate in organisationsal plaﬁning.leé

The close relationanip of classification and organi-
gation ig expressed further 1in the following stetement:

The study and plenning of organization‘structure

cen readily be aproached through the technliques of

personnel sdministration that sre employed in the
clessification of positionBs o wes o o o« o o o o &

1e5 Por sn excellent article on the subject, see
Bernerd L. Gladieux, "adminlstrative Planning in the Fed-
ersl Goverument,” in Processes of Organization snd ¥anage~
ment, edited by Cetheryn Seckler-Hudson (Weshington i Pub=
1ic Affeira Press, 1948) pp. 171-188, '

126 Virgil L. Couch, "Ratios and Costs of Personnel
Adminfatration,” Personnel Administration, Vol. 11 (Jan-
uary, 1949) p. 187 ,
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The detalled analysis of positions and their
varicus relstionships to one another gshould be uasd
in large part as the basis upon which to build, re-
vise, and modify the organigation structure in which
those positions funeticn. Overlapning functions dls-
covered through the classification soproach suggest
verious alternebive revisions of the assignunents of
duties and responsibilities., Conflicts snd geps in
authority, 1f they axist, are almost certsih to be
revealsd by the classification spvrosach,127
; 3 . 128 N

In 1939 a Presidential study*=~ disclosed that or-
ganizatlion and classification work are frequently found
in the same division or operating unit "becasuse they are
80 closely related that & thorough understinding and a
proper administration of the one involves measursbly a
comparable understanding of the other.”

The eclassification process does not include the
suthority to prescribe organlzation strueture, lines of
authority, work sequences, or the number of positions of
each kind, yet it must consider these mutters end deter-
mine what exists In esch Iinstunce. The resulting situa-
tion thus disclosed may be soc 1lloplecel or wusteful as

to require improvement in the structure, suthority end

work sequences, The official having the suthority to

127 Floyd W. Reeves and Psul T. David, "Tersonnel
Administration in the Pederal Service : A Staff Reaport...,"”
President's Comuittee on Administrative Hanepement (Wesgh-
ington ¢ Government Printing © cas 19 PPe 50=5G.

128 U. 34 Presaident, The President's Committes on
Civil Service Improvement. Document® and R6ports Lo ACCOm~
pany Heport on Civil Service lmprovement., Vol. 3, pt. I
(Report later published as ii. Doe. No. 118, 77th Cong.)
(#eshington : Government frinting Office; 1942) p. 4l.
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maeke the changes ean then use the clasgification focts
g8 hils basic bools emnd the eclisses znd cluzs titles of
the position classification plan te point out the changes
and explain them to otbars.lzg
It is gulte evident that the position classifica-
tion plan, ﬁith the processes of fact~finding and analy-
gis it involves, has speclel contributions to meke in
'5olv1ng the technical problems of organizstion strusturs,
Llso, 1t often hes a& direct, or indirect, besaring upon
munggement, the force which operutes tﬁrough gtructursl
erganizetion. For example, in the following list of prin-
¢iples of orgsnisetion and man;gamant,l3o the position
claasifier, the orgenlzation snd metiiode examiner, and
the adwminlistretor are concarned with &1l
(1) Folicy should be carefully defined &nd im-
perted to those responslible for its achieve-
ment,

{2) Work should be subdivided, asystemsticslly
planned and programmed,

(3) Appropricte metnods and procedures should
be developed and utilized by those respon-
8ible for policy achievement.

(4) Tasks and responsibllities should be apeci~
fically assigned and understood.

129 position Clessification in the Public Service,
OPs cit‘, FPe i;""?b. -

130 (catheryn Seckler-Hudson, "Principles of Organ~
ization and Kanagement,” in Processes of Crganigation and
Hanagement, edited by Seckler~Hudson (Washlngton : Publie
&??a?rs Press, 1548) pp. Lo-4s,
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(6)

(1)

Ge

Appropricte resources (men, wmoney, materlsl)
in terms of avellability and priority should
be eguitably allocated.

Authority commensurste with responsibility
should be delepated and loceated &8 close us
pogsible to the point where onerations occur,

Ldequete structurel relationships through

. whichh to apply and flow the resources and

{9}

(10)

(11)

(12

through which to operate should be eztabe
lished.

Tffective and qualifisd leazdersnlp should stud
each organlizetion and eseh subdivision of the
organigation.

Unity of command and purpose should permecte
the organization, ’

Ceontinuous accountabllity for utilization
of rezources asnd for the production of re-
sults should be requiresd.

nffective coordination of 2ll individual
efforts within the orgsnization should be
schisved,

Continuous reconaideration of &ll metters
pertaining to the organizetion should be
¢ part of regulzr opsrations,

Position classifliers, in order to get thelir own

job done, &rs often forced to work outslde of their maln

function because top mensgement has falled to correct

organizational 4ifficultles before the start of the clas-

sification procesa. As was polnted out by the Director

af the Administrastive Division, Navy Bureau of Yards and

Docks, top menagement should--but does not always-~do 1its

job first before s classification technielan can do his



work pfoperly.lBi

In eclarifying organization. It 1s survrising

sometimes how meny employees and administrators do aot
have a clesr understanding of their work relatlonships
to one anotier, even though an offlice has been in sxis~
tenecs for sémﬂ time. The writer has encountered numer-
cus otecasions whersupon employees erroneously claimed
aupervislion over others, or thought they worked in a
different unlt of sn orgenization, or could not give a
coherent outline of the objectives or operations of the
Sectlion. 3Jueh conditions clecrly suggest s need for
elurifying the organlgatlon.

Good organization requlres, among other things,
thet delegations of authority and responsibiliiy be
clesr-cut and well understood by tiiose affected. De=~
parture from these princlples are brought out in the
open through the position clsssificetion process, and
their correction is a substantial contribution toward
the schilevement of the objectives of an institutian.ljz

One of the clasaification tools whicn has been s ed

successfully by an agency to graphically present and

131 gee stutement attributed to Robert W. Reinhold
under "$hat They are Saying at the Soclety Keetinga," Per
“sonnel Administration, Vol. 12 (Xovember, 1949) p. 37.

132 position Classificstion in the Public Servies,
Qg- ci.tt’ pr 76""?’70
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clarify tie division of work within an organization is
the regponsidbility distribution cuart.l33 This includes
the speciflc functions performed and the part each posie
tlon plays ian the work operstions. It Involves the sya-
temetic accounting for responsibility through tiie use of -
& flow chert. Itz use in the sgency made relsetions with
operating officiels essier, reduced time required for
conferences, and insured against gaps of unassigned ree
sponsibility. The budget and plenning office of the
agency, seeing its advantages, adopted the chart as &
regular tool in its work.

The Vice Prssident, Personnel idministrstion, of
the Genersl Foods Corporation, has suggested six specie
ficetions of sound organization which should be a part
of &ny personnsl policy, including government and indug-
try.23%  gut the the six, he has listed thres walch have
to do with the role of clarification. Fosition classie

fication is directly involved in all three, which are:
{1) '"™he purpose of the orgsnigation and each part théreor
should be gleerly defined and esxplained, (2) Every posi-
tion in the argamizaﬁiom should be deacribed in wrlting,

end (3) A clear and well-understood line of authority

133 Jonhn J. Kennedy, and PFrank J. ¥aldenfels, "The
Responsibllity Chnaert : A Classification and Administret! ve
Anslysis Tool." Publie Personnel Review, Vol. h (Cctober,
1943) pp. 254-259%

Spates, loc. cit,
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should run from the top to the bottom of every organi-

zatlon,

In improving orgsnizstion. 4n orgenization usu-
ally begins to change as soon as 1t 1s set u»n. Substan~
tive functions enl! structural allgnments shift to neet
the needs an? demsnds of the ~zoment. These pressures
may be elther persconal or impersonal, or both. Nore of-
ten they sare prompted by 2 desire to improve the present
arrangement. The process of orgenization 1s continuous
and dynamic.ljg

The logleal procedures and analyses of du£1es,
responaibilities and qualifications conducted through
the clussification process disclose facts "which serve
classificetion and organization purposes equally.” Dia-
cussion of the orgenizetionsl defects with epproprlate
offlecisls, supplemented by the dire consequences which
the enterprise is or may be suffering, should lead to
thelr correction. Some of the more common defsects dis-
covered through operation of the classificatlion plan
ere in=136
supervisory releticnships

flow of work

135 Russell Robb, "Organization as Affected by
Furpose and Condlitilons,”™ in Frocesseg of Orpganization end
¥anagement, op. clt., pp. 112-124.

130 position Clessification in the Public Service,
OE. eito' PP« 75“?8.
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organizatien structure
locations and boundaries of responsibilities
work-sgeyuences
nunmber of nositions
assigoments of work
ﬂelegations of kinds osnd degree of authority

ral&tion@ﬁipg betwesn positions not supervisory
to each other

over-lapping duplicetion &nd gaps in responsi-
bilities

numbsr of supervisory levels

sran of control

A review of some other works of well~known authors
in the fleld of sadministration discloses the following
information and opinione on the improvement of orgsnisse
tion through elassification. Shortly after the Classli-
ficatlion 4et of 1923, Lewis Meriam briefly stated in an
article that one of the uses of clessification was thaet
it revesled weak spots in organization.137 Two authopri-
ties, in their revised editlon of 1941, stated sbout as
briefly that 1t improved departmentel organization and

m&nagemsnt¢1381n the third asdition of their book, joined
by 0. Glenn Stahl,lBg a broader listing covered the
following aidas of position classifieation to ofganisation:

, 137 Merlam, "The Uses of z Personnel Classifica-
tion in the Public Service,” op., cit., p. 219.

138 osner and Kingsley, op. cit., p. 437.
139 Mosher, Kingsley and Stahl, cp. cit., p. 215.
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{a} estsblishment of uniform Job terminologvy, (b} place-
ment of responsibility in emch nosition, (e) oroviding
basis for tranaleting needs for nositions Inte fisecel
terms, thus facllitating budgetary procedures, snd (&)
uncovering matters of duplication, inconsisteney, and
the liks..

In controlling orgenlzeticn. £~n analysls of the

prablem of government personnsl resulted In the conclu=-
sion tret one of the two major uses of classificutlion wes
to maintain, snd therefore control, & proper organize-
tion»lho k proper orgenizastion, 1t was pointed out,
meets  three requirementsg: first, sn adequate number of
positions in each type of work; second, internsl rele-
tionships which prevent miscasigmments of poslitions; and
third, training posts in types of work where competence
depends on dersrimentel knowledge and experlience., Fail-
ure to meet these requirements ceuses poor menegement,
Por example, sn insufficlent number of sclentific re-
gearch positions can only result in the work belng neg-
lected. In addition, scientific men in administrative
positione will be prevented from pursuing the slow and
petent methods of resesrch while, at the same time, ad-
ministretive work may suffer; and 1t is & deploreble sit~

uation whereby future administrators ruat enter as offlce

10" wilmerding, op. eit., pp. 35-37.
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boys &nd be trained In routine habits rather thén in
ereative thought, to the detriment of their sbilities.

A thought-provoking discussion of & few yesrs
ago suggested whereby standard position descriptions may
serve management in seversal weys when it became necesssry
for an agencf to centrelize various asctivities or atand~
ardize its fleld and departmental effices.lhl Such po-
sltlions result from s thorough anelysis of functions and
unitas of apn orgsnizetion. Close cooperation ls essen~
tiel between sdministrators, crganization exeminers, and
position clesegiflera in order to properly sscertain the
contents and relationshlps of positions, Thus, an em~
pleyee dolng & job, designated by an suthorized title,
will carry on essentielly the same tusks no matter withe-
in which organlzaetional unit or geographle area he nmay
be assigned. Suech an srrangement enslbles mana; ement bet-
ter to estaublish standards of performance, control organ-
fzation, and achieve its goals,

In Mensgement Improvement Progrem. The Unlited

States Congress formellized the management imorovement
plan and awards progrsm of the Federal gavernmant.lua
The plasn requires, smong other things, that eech depert-

ment make systematic reviews of the operations of 1its

pURl Kesiak; loc, cit,
142 3gee Title X of 63 U. S. Stet. at L. (1950)

971.
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aétivities, functions, or orgenigzatlon units on a coan-
tinuous besis in order to determine the units that are
outatending in efficlency and eccnomy, and to identify
and rewasrd with cesh the smployees snd supervisors who
have contributed so much toward echieving the higher
standerds,

Here egaln, the close relationship of classifice~

tlon to positions, sectivitles, functions and orgenizsatlon

structure alford sn opportunlity to serve as & tool of
nanagemant, It iz quite cosmon tnat ciaasifiera recelve.
recommendations to apgrade positions only to dlacover,
upon investigatlon, that the proposals are based upon
elfficiency of the workers rather than on increased duties
and responsibilities. Knowledge of particulsr achleve~
ments of individuasls in effecting economles also come to
light through cl&saifﬁeati@n recommendations, Spectacu-
lar sccomplishments by entire organizetion units, and
thelr identity, may be discovered through technlques &p-
rlied in the classiflestion of positions. Thaese matters,
coming to the posltion classifier through the misunder-
standing by the administrators of the purposes of clase
gifieation or through incidental knowledge obtained in
comnnection with proper recommsndations, should be refer-
red to the proper officials for econslderation 1n the mane

agenent improvement progrum. Additional help of an
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enalytical or suggestive character mey well be included
with the referral.

% statement of mansgement Iimprovement actlvitles
gimed at incressing tae effectivenese, efficiency and econ-
omy of operatlons waes required itc be submitted with bud-
get estimates for the Tirst time te cover flscel year
1951,1h3 Emphesis wis placed on substantive opersations,
rether than on "housekeeplag” sctivities. ZExamples of
the type of operating problems included are: fallure of
sgctlvities to sccomplish program abjeetives; overlapping
or contradlctory services to the public; increasing back-
logs; and excessive stalf turnover. By way of discovery,
referral and helpful suggestlon the position clussifiers
may aid manegement here in much the same meaner as in
the cash awsrdsg program,

In the mansgement improvement program, with 1ts
recent emphasis on work simplificatlon and organization
gtudies, the clsssificetion survey represents the maln
area of aoardin&tion.lu& Thls is due to the reason that
the position deseription 1dentifies the distribution of
work assignments as well as serving the basls for evaluse-

~ tion. The elarifying role of the classifiecstlon survey

T i3 Ue S. Dureau of the Budget. Bulletin No. 502,
"Progruaming of Agency Ksnagement Improvement Activities, "
(Washington; August 1, 19#9% 2 PP

1l ogden C. Reed, "Stresmlining the Classifica-
tion Process," Personnel Administration, Vol. 1l (¥eay,
1951) p. 23.
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is particularly beneficlel.

VI. SU¥BARY OF USFS

In general administration.

Position classilicegtlon hes been proclaimed use=-
ful, to some degree or other, in line sdministration
through varlous ways. Some of these uses may be inter-
preted s applicable in the same ways to two or more
staff functions as well. The uses generally proclalmed,
but in plece-meal fasnhion, are: (1) in establishing uni-
form aucupaﬁionalAterminologyﬁ (2) in providing e formal
system; (3) in administrstive research; (4) in eclarifying
jurisdiction of political branches; (5) in conducting
public relations; (5) in clarifying menagement objectives;
(7) in distinguishing between wage and saleried employees
for pay end relsted purposes.

In budget and fisezl administrsation.

The uses of positicn clessification in budget ad-
ministration have been sst forth as follows: (1) in the
devalopment of cooperstive relations smong officials; (2)
in the aatabliahm&nt'of budgetary controls; (3} in the
presentation of requests for funds; and (li) 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 psy pleana; (2} in distihguishing
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bétﬁeen grade and salary sdvencement plens; (3) in grant-
irs equitsble salary treetment to formerly excepted employ-
€88 Eraught under the system for the first time; and (})
in preventing sslsry withholding emberrsssment,

In personnel asdminiztrstion,

Pogition clezsificstlon asrves other pheegas of
pergonnel gdministretion In more ways then it does any
other steff function. It has been proclalmed useful as
follows: (1) in the testing process; (2} in the certifl=-
estion proceas; {(3) in the racruitmantvand selection
process; (l}) in induction and orientation; (5) in pro-
motion and transfer; (5) in plecement and reassignment;
(7) in performence reating; {3) in preventing ezcessive
turnover; (9) in employer-employee relationships; (10)
in treining; 2nd (11) in the loyslty program.

In organigation and wethods work.

Recopnized suthorities have proclaimed that & olose
relationship exists belwsen positicon classificstion and
erganization and methods work. Both ean be supplemented
by the other. The supplemental alds furnished by posi-
tion elassification,.ar the uses, are as follows: (1) in
planning organizetion; (2) in improving organization; (3)
in eontrolling aorganization; and (4) in conductinﬂ the

¥enagement Improvement Program authorized by Congreas.



CHAPTER IV
A GUESTIGENNAIRE STUDY

The aim of this chanter is to set forth the prom
cesses end the results of & fact-finding study conducted
by ihe writér, through the means of questionnalres, to
test, in the practlcanl operation of vurious Federal ugen-
cles, the current validity of the uses claimed In Chapier
I7¥. This invelves an explanction of the jpurposes en-
tailled, the types of guestionnalres used, the methods of
approaeh followed, the Information obitained, and the san-

alyses arrived at.
I. PURPCSES OF THT STUDY

In Chapter ITT & mmber of administrative sdvane-
tages bto the line functlions of management were discussed
which varlous advocuztes and observers of position classi-
ficatlon claimed were elther sutomaticelly set in motion,
or could be attalned, by ita Instellation and operation.
In sdditlion a number of uses which were being made, or
that could be made, of poszition classiflcation to faclile
itate and supvlement the separete stalf functions of
budget, fiscal, organization and methods, end other
pheses of pgraonnel were pelnted out es mset forth in

rather gensrsl terms by these same advocates, or others,
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Very litilc speeifie, substantisl, research proof lLas
been prssented in any public writings to suphort or re-
fute these genersl statements, 8o often made In s tone
of finality., The same or similsar oplnions on the uses
of clagsification sometimes heve been repeated, however,
and individﬁhl experiences pertuaining to laclated in-
stances occesionally have teen related,

Contrary to the edvantages set forth, there have
been criticisms levelsd agslnat the vositlon c¢lasasificaw
tion system. These criticisms have &ﬁtacked both its
operation and its utilizstion. 3ome ol the censures
have been made by pesople whe were in favor of the ob~
Joctives of the system but Interestsed in its continued
improvement, a&nd some spperently nhave beon made by per-
sons neither in fevor of the plan ner its continuance,
As in the case presented for the adventeges of position
classilficetion, very 1llttle prool, other toan genersl
conclusions and explanstion, or isolated ineldents, has
been promulgated to support or refute the criticisms
mude,

The genersl pﬁrpoae ol the study wss to subject to
g test some of the claims made of the usefulness and ef-
fectivenesa of positlon classification by makihg inquiry
of people employed in the Federal government whoae daily
work qualifiea them es sources of competent asuthority.

All the c¢lalms were not teasted thusly because it wes felt
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the large nunber of questiors required to do so would
dlscourspre replies. Further, on the theory of sumpling,
1t did not seem necesgsury to test &ll the clelms in
order to obteln a velid basls on which to draw both gen-
ersl and sveciflc conelusions, Ts position clussificeae-
tion & tool 6f'm&nagement, or htve we merely come to
pgsume it 1s velid throuegh unguesticoned use?! 1s the po-~
sition clasgificatlion program itself effectivet fThe

study msy be conslidered ss an cnswer, &t least g pertlel
-mne, to thesge questions,

Fore gpeciflically stited, the purposes of the

questionnaires were four~fold: (1) to determine the de-
gree of verious sttitudes held by & group of line sup-
ervisors and gedministrators toward (&) the process of
classifying positions, and (b) the extent to wnich clas-
gification has achleved uniform occupationsl terminology
in communicsticns; and {¢) to identify the above group
a8 felling sbove or below 10 years of serviee, and the
extent and signifilecence to which the positions occupled
were administretive or professionsal in charecter; and
(2) to determine the extent that e representstive group
of staff officers feel positlion eclassiflication 18 being,
or could be, utilized in essisting them to carry cut
their substentive responsibilities; (3) to detsrmine the

degree of some attitudes held, &nd practlces experienced,
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by position classlifiers (8) which would have & bsaring
unon some of tre criticlsme of the operation of the
system mede by iinﬁ superviscrs cnd sdministrstors, (b)
which would hsve & bearing uron the use, or leck of use,
which 1s made of position clessification by other staff
officers, &ﬁd (¢} which would bring forth their expreaw
sicns on certaln techniques, both current and in transe
i1tion; and (l) to sscertsin the viewpoint of both the
line and staff offlicers questioned, as sepsrsate grouns,
as to the desree they hellieve the claaéificstion prOcess
is sn aid to mansgement in sttxining the over-all objecti-

ves of the orgenizstion.
IX. TYPES OF CUBSTIONELIRTS AXD RECIPIZNTS

The questionnaires contsined inquiries designed
to educe opinions and facts, based upon the axperiences
¢f the reciplents, whieh would accomplish the »urnoses
of the study. None of the questionnalires were purely of
8 lact-Cinding or attitude charscter, but 2ll were mixed
in thils respect. All the gquestionmnelres contained eleven
ing:irles except the one on general administretion, which
included twelve.

The recipients of the questionnaire on génar&l ad-
ministration were burssu heads, and thelr suberdinate

ehief's of divisions, branches and sections sngeged pri-
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ﬁarily in line operations. The preciplents of the other
questlonnsires were subject matter speclalists, Includ-
ing both the bvureau and sgency levels, in their staff
fields of budgzet, over-sll personnel, orgaenization and
methods, and positlon classification,

The reclpients were emrloyecs of five agencles
in the Washingten srea, including 20 of tlelr component
operating bureaus and four of their tep level staff of-
ficea. Due to the centrallized organlzetion of the Vet~
erans Administretlion, wherein & conalderzble amount of
staff and operating work is performed in the Hatlont's
capltol, &1l the offlces 1ncluded there were considered
on the buresu level lor purposss of this study. A l1list
of the agcneles and the bureaus or offices whiech were
subjected tc the inguiry, follows:

Department of the Interior
0ffice of the Secretary
Bureau of ¥ines
Pish and Wildlife Service
Bureau of Indian iffairs
National Park Bervice
Department of the NHavy
0ffice of the Secretery
Buresu of iLeroncutics
Buresu of Ordnance
Buresu of Ships
Bureau of Yards and Docks
Department of Commerc® , orrcr oF 74s SEc aeTARY
Bureau of Census _
Civil Aderonautics Administrstion

Patent O0ffice
Woather Buresu
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Depertment of fLgriculture
Office of the Secretary
froduction and Marketing Adminlstration
Fural Blectrification Administration
Forest Service
Cffiecn of #lant and Cperations
Veterans Admianistration
Office of Assistant Administrator for Construction, Sup-
ply and Heal Zstste
Offfice of issistent Administrator for Contact &nd Admin-
lstrative Servicses ‘

Office of imsistant Administrstor for Personnel
Office of itssistent Administrstor for Claims.

II1. THE COBMPILATICN, TRANSHITTAL AND RETURE
OF QUESTIONEAIRES

A review, involving considerable research in pub=-
lic, institutionsl, and agesncy libraries, was made of
2ll avallable litersture. Perlodicals, books, pamphlets,
newspapera, etc., were conszulted for information relative
to the thesls tople. Discussiocon was held with a few
speciallists in the flelds of budget, finance, personnel,
clessification and orgenization. EKeeplng this in mind
ag & backgrouand, &« selection wes made of the various
types of effectiveness and uses which were to be tested.
In formulating the questions, allowence was made for ex-
pressing various degrees of reply renging, 1ln genersl,
from one sxtreme of "no opinion” to sueh other remurks
as "yes, always", or "outstsnding." Opportunity was pro-
vided st the end of each questiconnalire for any comments

the reciplent felt inclined to maks,
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After compiling the gquestlions, detslled prepsra=-
tion was made to select ths snecilie recinients snd Tor-
ward the questiconnsires to the sopropriate offices. Cov-
ering memorandal were composed and transmitted with each
questionnaire which explained the purpose of the inquiry,
identified fba capaclty in which the writer was making
the study, stuted that neither the neme nor position ti-
tle of the recipient would be used or disclosed to the
public in any manner, and aaked for coopsrstion. The

United States CGovernment Organization Manual 1G50=-51

wes helpful in 1dentifying the pecple snd their positions
at the sgeney level, aslthough even in this srea the in-
formation wss not complete, It wes of very little amssist-
ance &t the buresu level., Comnlete information g8 to
nemes, position titles, room numbers, street addresses,
gnd agencles were obtained, however, from the raspective
agency televhone directorics. The reciplents were se-
lectnd entirely on the basis of thelr flelds of work as
evidenced by the listings in the Yanual and the director-
ies, and for applicabillity of thelr work to the types of
questionneires involved, rather then from a& personsal
standpoint.

The reciplents were encouraged in threse ways to
complete eand return the questionneires, First, they

were specifically told that no request was being made for
1

3ee Appendixes &, B and C,
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iham to sign the papers, thus strecusing snonymlty and
allowing the greatest latlitude for fresdom of exopression.
Second, stamped envelcps wlth the return address of the
writer were enclosed for ceonvenlence. And third, they
were Informed thsat the study would not reflsct the stti-
tudes or conditions in thelr e ency or buresu, but instead
would regrssent the over-2ll pleture resulting in the

collectlve roturns from the seversl agencles.

IV. REPLIES OF GEMERAL Aﬁ%lﬁiSTRﬁTDR&E

The "uestionnaire for iAdministrators on the Pow
sition Classificatlon System and 1ts Relationshlp to Cer-
tain Pheses of General Administration"S was sent to 60
people, all at the huresu level and designated hereln as
"recipients,” Thirty, or 50 percent, returned 1t with
answers and these have been designated as "reapondents.”
For purposes of ecalculetion, those who indloated "no
opinion” teo some guestions but took a stand on others
were counted as respondentz, or replies, in 8ll instan~
cez., Rleven gquesticns were asiked, not including the sine
gle ecross-section iaquiry nade of all the reclplents
engaged in both 1line and steff work, asnd these sleven

are presentsd below with the repnliss snd chef Information.

2 See supre, pp. 106-107 for identificztion,
3 See Appendix D for sample of first page.




111

Tabulatad regulte.

1. (&) Do you feel that position clussiflers, be-
fore clsasgifying exlsting positions, give the incumbents
an opportunity to explain the dutles, responsibllities,
and gualifications reguired?

yes, zlways

sxjee
L3
(s}
.
%e se Wil
(¢".
LI T2l

yes, very often : g 23 1/3:
yes, often : 20 :
yes, but seldon : 61 20 3
nc, never : O0: O H
no opinion : 0z O :

Totel ¢ 30 ¢100 t

211 of the zdministrators and sapervisors who re-
plied, or 10 per cent of the respondents, tnswered "yes”
to virying degrees., Four-rifths, or {0 per cent, indica-
ted 2 high frequency rate ranglng from "often” to "ale-
ways." The remainder felit tust the low frequency rute
of "but seldom" expressed the situstion more appropriate~
lry. Thus, 1t wes shown theat not only were the position
cloasifiers interviewlny the incumbents before classify-
ing positions, In tie opinion of line edministrators, but
also that 30 per cent of the line officer respondents
felt that they were very active in this respect.

(b) Do you feel that position classifiers, before
celassifying posltions, give supervisoras of the incumbents

an opportunity to explain the dutles, responsitilities,
and gqualiflcutionsz regulred?®

o
&

I 0.t s H

yes, elways t 17 ¢ 56 '3
yes, very often : 8 26 2/3:
yes, often : 3 : 10 H
yes, but seldom : 2: b6 2/3:
ne, never s 0 H
no opinion : 0t O H
Total T 30 :100 :



112

A1l of the respondents, or 100 per cent, answered
yes" to the question. QOver one-half checked the degree
"slways"--a greaster number than marked the seame degree
in #1(e)=~indicating that supervisors are contacted some-
times when the incumbentg are not. Over nine-tenths, or .
93 1/3 per éant, Indicated & high frequency rate rangling
from "often" to "always" whereby position classifiers
glve supervisors an copportunity to explain the duties
prior to classifying the Jobs.

2. Do you feel that administrators &djust an other-

wise desirable orgenizational or procedural pattern in
order to Justify higher grade allocations?

sNo. @ & 3

yas, elways t 0 O B
yes, very often : é : 3 1/3:
yes, often H : 20 t
yes, but seldom : 16 : Sg 1/3:
no, never : 5 : 16 2/3:
no opinion : 23 6 2/3:
Total : ] :

This iz & manegement question. It is therefore
discoursging tnat 76 2/3 per cent of the replies, or
three~fourths, were in the affirmative to varylng degrees.
On the other hand an encouraging note was sounded, in
so far as this study 18 concerned, in that slightly less
than three~lourths of the replies, or 70 per cent, in-
dicated 8 low frequency rate ranging from "seldom” to
"never" at which an othesrwise desirable organlzational

or procedural pattern was changed In order to justify
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higher grudes,

3. How much confildence do youn have in the com=
parative gbility of your own Bureau position classifiers
end those of your Department cor of the Civil Service
Cormissiont

3
30 100

‘morea confidence 1In CSC
Total

: Yoo, % s
same concidence in all s 10 3 b3 1/3:
more confidence in Bureesu : 11 ¢ 36 2/3
more confidence in Department 1 O

3

<o
e fgn &8 VL @

411 recipients of the guesticnnaire were curréntly
employed at the bureau level, It 1s thersfore somewhat
significent thet the preponderant number of replies indi~
ceted equal confidence in the abillity of the classifiers
&t gll three levels, over one~third favorsd those work-
ing in the buresus, end none showed greafter faith in the
Department, even preferring the Civil Service Commission
to & amell degree.

L. Do you feel that position classifiers give ade-

quate=-to-you explanations of the poslitien clessilication
syatem?

the,: % ¢

yes, slweays : b 20 K3
yes, very often : 8 : 26 2/3:
yes, often t 3: 10 5
yea, but seldom T G 30 z
no, never : 3: 10 H
no opinion : 1 % 1/3:
Total : : ]

Over four«fifths answered in the four affirmative

degrees tending to ereate the illusion of a healthy situ~-
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ation. This response is clouded, however, by & substan-

tial minority of two~fifths, or 40 per cent, who indica-
ted the explenatlons were glven at & low frequency rate

of "seldom" or "never.” One respondent stated, "There

is no fully sdequate explenation® (of the position clessi-

fieation system).

5. Position classification standards are ovrepared
in order to establish criterie sgainst which positions
will be sllocated, Does 1t appear that writers of posglie
tion elessification stendards, prior to issuing them for
officiel use, glve Jjcb Incumbents who perform the work
involved in the stonderds, an opportunity to explein the
dutles, responsibllities and gualificetions required?

yes, always
yes, very often

e fos
=

o

.

*r selee

H
[}
=~
\ad

ye3, often

Jes,
no,

but ssldom

never

\
OO OwWw

no oplnlon

P b B

445 xe B8 $% @
SI8E ¥v 3 wt P esiss

»
*3fry % v »é
[

Total
Thres-fourtas of the respondents, or 76 2/3 per
eent, answered "yes" to the question, and the two~thirds
wiho checked the upper degrees, representing s high fre~
quency rate, ars an indication that the standurds program
does inveolve active participation by edministretors,

- 6. {a) In general, does 1t appear that the Pedersl
clessification system achieves the principle of "equsal
pey for substantially equal work"?

3
yes s

no :
no opinion

2

Qo

{ ]

eolns wk wafur
(¥

et o grlas

SIhO
R
)

.

OO

Total ;

L
-
[
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The prineciple stated ebove 1z & primary objective
of the position elassificsticn system. On the busis of
the returns, spproximately two-thirds of the line admine
Istrators felt that ths system schieves thils oblective,
while ambout one-third did not--a substantial mlnority.
(b) If your answer to &(s) is "no", do you feel
that the present clussification aystem should be retalined

In general but strengthened in order to achieve equsal pey
for substantlally equel work?

-

eifer
)
.
sl
o)

yes :
no : 0 O H
no opinion : 1 : 11 1/6G:

Total [ 3 :

Out of the 30 per cent in 5(a) who enswered "no”,
consisting of about cne~third who felt the principle of
"equal pay for substantielly equal work" was not being
achieved, approximetely nine~tenths neverthelsss wers in
favor of continuing but strengthening the system. No one
felt inclined to discard position clessifleation.

(¢) If your answer to 6(b) 1s "mo", can you suggest
at this point how it ney be strengthened?

3ince none of the § respondents answered "no" in
6(b), this question did not require an anawer. One re=-
spondent with less than 10 years service, however,
stated, "In higher breckets, especially GS«12 to 15,
bring stendards up to general business pay scalea," It

is spparent that he had reference to revising the pay
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scales rather than the elessifieation stundards, and he
may be confused a3 to the relationship between the two
gystenms,

T. (&) Hss the suthority for meking finel grede

gllecations of positions been delegated in part or in
entirety by the Department to your Bureau?

&N

t koel 0 %
yes s 1§ s 63 §75:
no 3 g : 10 :
dont't know : s 20 ¢
no answer given ;23 6 2/3:

Total ] s :

About two-thirds of the replies showed some de~
grees of delegsation to the bureszus by the departments for
position classification. One-tenth Indicated no delega-
tion whatever had heen mede, one~fifth d4id not know the
extent of delegstion to the bureaus, and about one-
twentlieth falled to reply. aAlthough no provision was
mede in the guestionnalre for the "no answer given” cate-
gory, it is shown in the results to indicate the complete
status of the returna.

7. (b} Does the position clessificstlion office
usually act on proposed grade &llocations fast encugh to
satisfy you a8 s superviasor:

(1) when euthority for msking final grade
allocations 1s exerclsed within the

Bureau by virtue of delegated author-
ity from the Department?
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,
o
©
*
7

. L - el :

o5 T 15 : 50 )
ge : 81 26 2/3:
don't know : 53 16 2/3:
no answer glven r 2z b 2/3:
Totsl £ 30 $100 :

One-healf of the questionnszire respondents Indica~
ted satlisfuection with the rate of sveed grade sllocstions
are made wiﬁhin the bﬁra&us. The slightly over one«fourth
who proclaimed dissatisfectlon gives rise to the beliefl
that service needs to be improved in order to render
qguicker action.

7. {(b) (2) &nd also when authority for meXing

final grade allocztions 1s exercised

by the department, suech suthorlty not
having been delegated to the buresau?

-

.
O RO

ey ¥
4 A Lad
< SO
ot
*hie® v

3

a2 fox o» ¢ s lue

yes

no

don't know

no snswer given
Total

$
N
pv*

1 anfse

3 "9 0

Hers sgaln, as in question #3, the replies indica-
ted grester satisfaction with the elasaification progrem
at the bureau level t-an at the departmental level., Only
alightly more than one-fourth appeared sztisfled with the
rate of speed grade sllocatlons ere acted on by the depart-
mente, whille close to one-third registersd disapproval.
The approvals were falrly balapced by the disapprovals of
the time taken by the departments to eect, wheress a defi-

nite showing of greater gatisfactlon than dissstisfaction
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wos displayed in #7(b}(1) of the rate in which the bureaus
rendsred decisions,

8., Do you leel that the position clessification
system restricts recognition of tie appropriaste grade

far professlionsl posltions which sre supervised by an
administratory

tHo. e %z
yes, uolways ct 0 O '
yes, very often : 3 : 10 :
ves, often : Z : 23 1/3:
reg, but seldom : b 2 20 :
no, never : 8 26 2/3:
no opinion : b 20 :

Totel 30 1100 :

The bare preponderance of affirmative replies mude,
representing 53 1/3 per cent of the respondents, indica-
ted to varylng degrees of occurrence an opinlon thst
grodes of professional positions wers restricted by those
of sdmlinistrative supervisors, Slightly over one-fourth
anawered "no, never" and one-~fifth "yes, but seldom®,
collectively representing & low frequsncy rate close to
one-half, or 46 2/3 per cent, of the returns. One-thirde=
a substantial minority--expressed s high frequency rate
renging from "often" to "very often.”

G. One of the purposes advaneced for the position
classification systewx is to provide uniform occupationsal
terminology for use in communiecations. Tc what extent

do you feel this objlective has been achleved in communie
catlons of a line nature? :

no opinion
Total

tNo, ¢ %

very much T 11 ¢ 35 273z
1ittle s 16 2/3:
very little t 13 1/3:
P 51

f
Slo<\n

selne av 9
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Two-thirds of the respondents exrressed an oninlon
on the question, all sffirmatively. Slightly more then
one-third felt that the objective of using position clas-
aifjcation to establlak occupetional terminology in line
communicsations had been achileved at a nhigh deiree of
"very much”, whils slightly less than one-tlird--a sub-
staatlal minority of 30 per cent--indicsated that & low
degree of "little” or "very little” success hud been rea-
1lized. One-third checked "no opinion®" which indicated
they had net concerned themselves with this use of elas-
siflcation.

10. {a) Do you feel that, on the whole throughout
the Pedsral governmsnt, the position claszifiers have

enough support from menagement in ordsr to do ths bast
Job?

t oz £ s

yes, entirely $ 12 2 40 t
yes, slmost t 7 : 23 1/3:
no : 7 s 23 1/3:
no opinion 3 % ¢ 1% 1/3:
Total H H :

Only two-fifths of the respondents felt that
>“entirsly” enough support was glven by mensgement Lo en-
eble position cl&as*r*érs to do the best jeb., Those who
replied "almost”, combinsd with those in the “"entirely"
group, represent more than three-riftha who indicated r
high degree of support by maénagement, but not hoceaaarily

the 1desl. On the other hand, i1f "slmoast" were considered
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an unsatisfeetory slituation since 1t does not resch whst
mey be considered the i1desl of "entirely”, the two
groups of "elmost®™ and "no" could be combined to represent
over two-fifths, or I1H 2/3 per cent, who reported an une
favorable ecndition or low degree of support by nanzge-

ment. Slightly over one~tenth did not reply.

10. {b) To do an adequate Job?

tNoe 2 % :

yes, entirely N A 2% 17 73:
yes, slmost : 11 ¢ 36 2/3:
no + 51k 2/3:
no opinion : b1 20 :
no answer glven : 1 31/3:
Totsal s 30 &l 3

Only sbout one-fourth of the respondents felt that
manegement gave Tentirely” enocugh suppert 1n order that
poslition elussifiers could do an adequate job, The com=
bined "elmost” snd "entirely" groups reprasent exactly
three-fifths who indicated a high degree of support by
mansgement. As pointed out in #10(s), if "almost™ were
conslidered somewnat deficlent In that 1t is sometihing
less than what may be considered the 1deal represented
by "entirely", the combined "alwost" end "no" groups would
represent more than hélf the respondents, or 53 1/3 per
cont, who indicated & low degree of support. O{ne respon-
dent who answered "no", added by way of commont; "There
is too much interference by management." No clue was

given as to why almost one-~fourth of the respondents



falled to answer this particular question. The "no
enswer glven" category was not included on the quaestion-~
naire but has been added here toc reflect & full picture
of the returns;

11. (2} Have you been in the Pedersl service 10
yoars or more?

se e
z

Nl@
]

yes

no

no anawer glven
Total

b )
sefee ve wales
[

Lo ]
s o5 sxine

FEEnr 2%
b
»r :

Over four-fifths of the respondents had been in
the Pedersl service 10 vyears or more, which appears to
qualify them to participete In the test which war madse,
Cnly one-tenth indicated they had less yeara of service,

11. (b) Do you oecupy a professional or an admine
lstrative position?

1Ho, & %ot

profesalonal T 408 1@ 1/3:
sdministrative : 17 = 56 2/3:
both : 7z Eg 1/3:
no answer given : 2 gé}:
Total 3 30 s :

The atudy showed that over one-halfl of the reapone
dents held purely administrative jobs, s&nd alightly less
than one~-fourth held positions of both a combined asdmin-
istretive-profeasional nature; thus collectively repre-
senting four-fifths of the totsl, or 80 per cent, 3li-
ghtly more than ona-tenth held purely professional jobs

which, when combined with tnose of both an zdminlstrative-
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professionel nature, collectively represent more thsan
one-third of the totel, or 36 2/3 per cent, in which pro-

fessional responsibilitlies were vasted,

¥ritten comments.

Una persone-z Section Chiefl-- received & question~
nalre bubt was not counted &8 & respondent becsuse she
wrote & brief letter instead of returning the completed
form. She stated:

The duties and responsibilities of my position

give me nc opportunity to become aware of the func-

tions, reapensibilities and mechunics of operstion
of the pusit&gn elassification system in the

Obviously, both m&nagamént and the personnel of=-
fice have falled in this case to carry out their respone
s8ibilities and make known to the supsrvisor her full
duties,. and she has indicated & leeck of initiative.

Following, and numbered in order to better distine
gulsh one from another, arse guoted genersl comments made
by the respondents:

l. T believe that =lmost all job descriptiona that
have come to my attention have had entirely too much
meaningless "gobbledagook” in them, and suggest attem-
pta to "blow up®™ the job deseription so it will sound
more impressive., I have noted a definite lack of pos-
itive, clear, and conclise statements in job desecrip-
tions. HNost would meun & lot more if they were trime
med about 50%. '

2. Our chief eriticism is that some classiflers
are not as chjective ss we could wish (our opinion).

4 Underscoring represents name of bureau.
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3. Believe position clasaification attempts to
back up "eguzl psy for egual work," that 1t does not
completely succeed, tist its fallures are often due
to "pressure” by steff and operating officlials in
foreing Jjobsz and gredes thru the elassificetion of-
fice, and that it hws little cpportunity, in the face
of raaiaganca, te do much in the sares of your ques-
tion 11.

o In spite of the fact that clussification is
en aid to masnagement and worker there 1s nmuch room
for improvement. The classifier frequently fazils to
glve full conslderstion to the prodlems involved in
the job and interyrets thne dutiss performed by em-
phasizing the loweat levels and disregzrding the
more difficult espects. .08s8lbly bececuse the clasai-
filer has not received his basie training in the oper-
&tionel punases of tune work he is inclined to over=
emphasize staff positions and minimize the importance
of operating jobs. He iz also iuclined to edhere
too closely to Job specifications and overlook the
problems involved in the partieuler job.

5. Yosition elassification 1s o. k. @5 Par s8 it
goes., Too much of & priesthood. Pergamally, I 1like
the cld~fashioned hiring hall systen.

6. Classifiers often put themselves ln tze position
of trying to psrform menzsgement's job., Classiflers
ususally sare not engineering personnel, therefore
they are not qualified to classify professional Jobs.

7. Civil Service Commission standerds and termin-
ology are so inflexible tuat good crgenizetion end
employee utiligation, or strict classifications,
must be compromised,

HManagement seldom does any posiiive planning
of & sclentifle neture witihh respect to elither orgene
ization or employee utllization. Of necessliy the
classifler pust concern himaelf with these mattersw--
for which he has no responsibility~-which puts uim
in the middle belween top mensgement snd the supsr-
visor and/or employee. (lussification operates

> Guestion 1l was the over-all eross-section
question dealing with classiflication's gld to mansgement,
which 18 considered infra, on pp. 170=17l.

6 Thig entire statement 1s somewhet pugzling
since the respondent snswered "yes" to question #b{a),
"no, never” to i#8, &nd "entirsly" to both #10(a) &nd

#10(b).
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gatisfactorily whenever managerent does 1lts job.
B, Head of one section and acting head of another
section. Both jobs are G35~12, but no compensation

nes been regelved in addition for resoonsibility of
2 sections,

¥. REPLIES OF BUDGET OPFICAR3

The "Questionnaire for Budget Officers on the Po-
sition Classificstion System and its Relationahip to Cer-
tein Pheses of Budget Administration"® was sent to 20

n

people designsted as "reciplents.” Four, or one-fifth,
wore st the departmental or sgency level, and sixteen,
or four~fif'ths, were st the burssu level, Fifteen, or
75 per cent, complsted and returned the inguiry and have
been designated a8 "respondents.” Ten questions were
asked, not inocluding the single eross-section ingquiry

made of zll the recipients, and these ten are preaented

below with the replies snd other informstion.

Taebulated results,

RFY

1, Official position class titles are establlished
by the Civil Service Commission 1in published standards
to "denote a group of positions which are sufficlently
similer in kind of work, level af dtfricjlty and respon=-
81bility, and gualifications required.” ZExasmples of
guch pesltlion eclass titles are : Procurement Officer GS-
333~-12 for one class, and Safety Enginesr G3-803-12 for
a different class, Buresu of the Budget Circular Xo. A~
11 of September 22, 1550, however, reguires the uss of
opersating titles in budget preparation. Both types of
titlua actually ere found in the budget eStimates.

? This situation requires sction by management,
and then position classification.

See Appendix E for sample of first page.
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Therefors,

Do you Teel that the use of officisl Civil Service
titles contribute t6 a grescter understanding in the bud-
get process tien the use of operating titles such as Chief,
frocurement Divislon G3-12, or Regiomsl Safety Cnglineer
GS=-127

tNo. ¢ % ¢

yes, greuter 2 13 1/3:
same : 2313 1/3:
no, lessa : 11 : ;g 1/3:
Totsl : 1bh ]

Approximately three-fourths of the replies were to
the effect that offleiel Civil Service titles contributed
less to an understanding in the budget process than the
use of operating titles., The fact that the 1llustrations
of opersting titles gilven above were at the GS=-12 grade
level rather than GS-l or (8-5 may have accounted, in
ﬁart, for the resultant percentages, In this connection
one respondent drew & distinction and added thet he felt
the Civil Service titles made the greater contributien
in lower grades, but thst the opersting titles were of
mmra‘sigﬂiricange in the higher grades, "espscially from
68~1h up.”

e To wnet extent sare officisl cluss titles which
have been established by the Civil Service Commission,
and which ure used by your sgency in position clussifica~

tion and pay rcll activities, slso used in budget prepara~
tion?

1No.: L
always 3 3 :
very much t 4o 26 2/3:
much t 5 33 1/3:
very little : 3 20 ¢
none : 2 s 13 1/3:
no epinion : 0z O %

© Total 11b 100 :
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Slightly less than nine-tenths, or 856 2/3 per
cent, replied that Civlil Serviece titles wers being nsed
in budget prepurations. Exactly two-thirds of the re-
spondents reported a high frequeney rate rangling from
"mach” to Talways"” in which offlcial class titles were
used in budget prepasrations. Exactly one-thirde-s
substantlial minority--stated that a low frequency rate
of "none" or "very little” use was made of the Civil
Service titles in budgets,

3+ Does thers appesr to be a tendency now to

use Civil Service position clszssification titles for
budget purposes wmore than in past ysars?

$H0e 2 ] -

yos T 3¢ 20 ¢t
no 2 1Y ¢ 73 1/3:
ne opinion : 1: 62/3:
Total ¢ 15 2100 B

Approximately three-fourths of the respondents in-
dicsted there wes no tendency to use Civil Service titles
more than in past years, although one-rifth reported
there was such a trend, This mey be an indlcation that
thie budget officers are following the Bureau of the Bud=
get regnlations wmore than the pertinent provision cone
talnad in The Classification iAct of 1949,

ke {8) In budgetary sdministration, is it necessary
to establish & means of contrel to insure that the willl of

the appropristing body in authorising pesitions of certain
kinds and/or numbsrs will be carried out?
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tNo.: I
always : 3¢ 20 :
very often : Lo 26 2/3:
often : 1 6 2/3:
very seldom : 6 Lo :
never : 1: 6 2/3:
no opinlon : 0: @ :

Totel t15 100 :

Slightly more than nine-tentha, or §3 1/3 per
cent, felt that some control was necesssry, and sllightly
more than half, or 53 1/3 per cent, indicated a high
frequency oeccurrence renging from "often" to "slways.!
Over two~fifths, or A 2/3 per cent, indlcuted = low
occurrence rate renging from “vory seldom” to "never.”

4.{b} (Flease reply unless your answer to the

above 18 "never.”) Is thers & need for stronger controls

in this resypsct wiich will require closer collaboration
between budiet and clessiflcastion officersa?

iNo. 3 % 5
yes, a great nesd T 3 : 20 3
yes, @ smell need :t 1: 6 2/3:
no need : 10 : 66 2/3:
no opinion : 1: 6 2/3:

Total
Two-thirds felt there was no need whatsoever for
gtronger controls that would reqguire closer colleboration
between budget and classificetion officers. On the other
hand, 1t eppears significant in thia instance that slight-
ly more than one=fourth rsvorted & need, with one~fifth

axpressing "a great need" for closer collaboration,

El The respcndent who answered "never" to #i(a)
also replied to #4(b), which accounts for 15 instesd of
1!} replies.
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5. In Pederal budgetsry odministrsation, 1s use
made of position classifieation titles and gredes in
Siving a position control orgenization pleture of dif-
ferent operating unlts?

Jas,
Jos,
Jes,
,3’33,

a2lways
very often
often
but seldom

pu e
=
Q
.

.
L s

UL
4
~

no, never
no opinion
Total

= OwW Cor

»
O O\l
Qo
)

SPf9s *¥ BY A% ng A les
srisr ¥+ ¥t R2 e wifer

232y &5 0 ¥ 94

$1lizhtly more than nine-tenths, or ¢3 1/3 per
cent, reported that use was being mede of position clusail-
fieation titles and greades to give & position control or-
ganization pleture of different operating units. &lmost
thres=-ourths indlcated s high frequency range from
"often” to "alwavs."' No one indicated & total disregard
of the usé;

b.(a) Would it aid the Budget Officers in their
prepsration of budget estimastes for position clussifiers

to meke known what incunbered poasitions sppeur likely to
be alloecsted higher or lower, within the year?

"

yea, very much

(2L,
=1
Q
.
.

yes, & 1little t 7t 46 2/3:
no | :1: 6 2/3:
no opinion : 0t O :

Total T15 $100 H

Slightly more thnan nine-tenths, or 93 1/3 per cent,
stated that it would eid the budget officers if the pomi~-
tion clussifiers made known what incumbered nasitions

appeared llkely to ehanges grades within the yeer, The
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percentage Tigure that felt this information would eid
very much equelled the number t:at felt it would help
only & little. The one respondent who answered 'no"
maede the comment, "Only cperating people would have the

knawlsdge."lg

6.(b) If "yes", do you believe grester collabore-
tion 12 nesded in this respect?

TR0 -

yes, & lot t O L b
yes, & little : 6z 42 6/7:
no : 23 1y 2/7:
no opinion r 0 0 :
Total 14y 100 ]

Slightly less than nine-tenths, or 85 5/7 per
cent, felt thet grezter collsborstlion was needed, Agaln,
an eguel percentsgs division took plaee between those
that believed "a lot" grester éollabor&tion wes needed

and those that answered "s little.™

T« Vecency positions are shown in budgets at the
entrance salery rates of thelr grudes, Does the faet
that these positions may be filled by recssignment or by
transaler of employesa already in that grade and st the
salary rates schleved through within-grade promotiocns,
lezsen the need for collsboration in budgeting betwoen
budget officers and elassification offlcars?

iNo., ¢ £ &

ye8, lessens Lo small extent s L 0 2/3:
yes, lessens to great extent : 0 O H4
yes, completely lessens need : 1 : 6 2/3:
no t 12 : 80 3
nc opinion i 1: 62/3:
Totel F; s :

10 T™his comment, of course, reflects the lack of
knowledge on the part of the respondent and does not rep-
regent the actusl facts,
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The returns Indicated thiet the 1lling of some
nogitions st, and others above, the salury. lavels of
the base peay rates of .rades, did not crecte such a hope-
less situation a3 to lessen the need {or collaboration
in budgeting betwean the budget and classirication staflfls.
Exactly four-fifths of the respondents sald it did not
lsasen the need, and none of the 13 1/3 per cent who
took the opposits vliew said thet 1t lessensd "to a2 great
axtent. *

8. In which of these situations does there appesr
to be greater need for collaboration where position
classification hes either & direct or an indirect heaere
ing on budgeting:

(1) between position elausifiers and opera-
ting officlels duriag the latters' pre-
paration of estimates and attempts to
keep within ellotmenkta?; or

{2) between positiocn clessifiers and bud%et

officers during the latters' prepasration
of an agency budget?

st e
=
Q
FLd
=

greater need for collaboration in (1)
grester need for collaboration in (2)
same need for collaborsation in boeth
no epinioen

O

%

+=
oo~
®
A\t

rian 2e o
sefet vy w2 RAine
st 5% ¥ piles

Total
The saxe number of respondents who anawered that
there wgs & grestsr nsed for collaboration between pow
sition clessifiers and overating offieisls than tetween
vosition classifiera and budget officers, &lso replied

that thare was en equal nesd for grester eollaboratlion
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in both instences., Considering that the replies for
equal need were, in some respect, sctuslly votes for both
Iinstaneces, It zppears that & resultent tally¥ somewhat
favers the opinion that there 18 ¢ greater need for cole
lsboration in budget matters between the position classi-~

teation and operating officiels than the Former and the
budget offielals. No ons felt thers wes & greater nead
for collaboration between position elessiflers and budget
officers,
S« In the justification portion for the personsl
services part of the budret, data on work load mezsure-
ments and opersting stenderds are dsemed esssatial. To

what extent sre these date derived from the position
claegsilicetion offlice?

P I
to 8 larges extent t 0 U :
only to & minor extent: 5 : g} 1/3:
noet at all : G ¢ 00 :
no opinion 1 1t 6 2/3:

Total H : 3

The preponderant opinion, representing slightly
less than two-thirds of the returns, or 50 per ecent, wes
that data on work lozd meuasurements and operating standards
were not derived at all from the position clusaification
office. One~-third, however, felt that the classificsation
office did supply these data, but only to & minor extent.
10. (8) The Classification Act of 1949 provides

a plan for classsifying positions upon whlch Congreas
based ths salary plans. In buresu or department opere-
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tions, except for this festure, does 1t awnpesr that work
relationships between classification and fiscgl functions
{finsnce officers and sccountants) are rather indirect,
mechanical and routine? ‘

o+

tNo. & % :

veg 11 73 1/3:
no t Q0+ O H
ne opinion : Loz 26 2/3:
‘ Total 2 15 100 *

On the baslis of everyone who took & stand on the
guestion, which represented cyproximately thres-fourths
of the respondents, the work-relationshlps between the
classificatlion end fisczl functions sre rother indlirect,
mechaniecal and routine.

10. (b) If answer i{s "no® and time will permit,
your reasons for this reply will be appreciated.

" to #10(&), the pro-

Sinece no cne answered "no
vision made here for comments did not reguire, and d4did

not recsive them.

Written comments.

A general comment was made &t tie end of only one
gueationnalire, although a few specific remarks were made
by some when they checked the questions, and these have

been included in the Tabulated resnlits. The genersl

comment weg:

There ia a fesling on my part thet the recognition
of 31 U.5.C. 69l by posmition clessification officers
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would be & tremendous aid to budgetary administr&tion.ll

The legal citation referred tec 1s &nother exemple
of the collsboretion required betwssn position classifi-
ers, budget officers znd manugement in order to enforece
the provisicns of ¢ legal instrusment, The reflerence
reada =3 follows:

¥o srprepristion or fund made avallabls by this
or any other appropriation fct te the executive
deypartments and esteblichments, including corporse
ticns, for personal services shell be asvallable to
pay &ny 1lncreased cost resulting frowm the alleoca-
tion or reallocation heresfter of & positicn to &
higher grade, or resulting from thae creation of a
new position, i such incressed cost would result
in sn incresse ln ths total obligstlons on en an-
nuel basis under such approprietion or fund: Pro=-
vided, That this orokhidition shall not suply To
The Initlal erestion of positiona to csrry out new
programs or functlions for whieh specific anvpropris-
tions are made available.

VI. REPLIES OF PRHESCEEEL OPPICERS

The "Guestionnsire for Persconnel Officers on the
Fosition Classification System and 1ts Relstionship to

nl2 was sent

Certsin Phases of Personnel Administrstion
to 20 people, Three, or 15 per cent, were at the de-
partmental or agency level, and seventeen, or 85 per

cent, were &t the buresu lsvel. Thirteen, or 65 per cent,

11 Por & legal opinion on the matter, see C. G,
B~58301, August 13, 1947.
See Appendix ¥ for sample of {irst page.
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cbmplated and returned the ing.iry and asre referred to
herein as "respondents”, even though they mey not have
sxpressad an opinlion to every narticular question. That
is, they are regarded &8 resnondents to the total ques-~
tionnaire even though they may have chiscked "mo opninlon®,
or gtherwisé fulled Lo unswer, on one »r more gquestions.
Ten questions were asked, wnot incluling the sinsle ceross-
gectlion inquiry mede of =11 the reciplents in the case
study, and these ten are mresented below with the replies

and opther information.

Teabulated results.

1. The position clessification system provides =
source of information, which can be drawn upon by the Civil
Service Comnlasslon, agency PRoards of Examiners, and other
exployment officers for facts about the dutles, responsi-
billtles, and qualificatlions regquirsd to perforaz the work
of positions. Are such facts obtalined from the classifie
catlon system in order %o form the bealas for further
studles:

{(a) in preparing tests?

tRo.s % :

yes, always : 0 O :
yes, very often : 5t 38 6/13:
vyos, often T 3 23 1/13:
yes, but seldom : 5 ¢ 33 6/13:
no, naver : 0: O :
no eopinion : 0 O t
Total 113 2100 :

All cof the respondents stated that facts provided
by the position clsssification system were sctually used,

to varying degrees, to form the basis for further studies
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in preparing tests. Slightly over three-fifths Iindieated
that facts were obtalned in this menner elther "often”
or "very coften®, repfesenting a high occurrence, but not
the highest posaible, of course. One resopondent quaslified
his "often® reply by stating, "ves, by C.5.0., T think,"
A gubstantisal minority of slmost two-filfths Indicsated
thet uae of position classification in preparing tests
wes exsrcised "hut seldom”, & low frequency rate.

(b) in informing prospective applicants about
the bagic quelificetions tc be ratedt?

=3

s Ko,

;

yes, always

ves, very often : 2: 15 2/13:
yas, often :t 5 ¢ 38 6/13:
yes, but seldom : 3 : 23 1/13:
no, never :1: 79/13:
no opinion £ 1 7 13:

Total

;

Almost 85 per cent answered in the sffirmetive
with one, or about O per cent, exuressing no opinton by
stating, "Don't know,” About 62 per cent indicated &
high réte of occurrence ranzing from "often" to "aslways.”
The two exiremes of "always" end "never” wers equally
balanced for small percentages., Almost one~third, or 30

10/13 per cent, indicsted s low ocecurrence of "seldom" or
"never,"

(e} in prepering sligible lists?



136

yes, always

yes, very often st 1: 7 9/13:
yes, often ¢ 2 : 15 5/13:
yes, but seldom : 51 38 6/13:
no, never : 3 : 23 1/13:
no opinion t 1z 7 9/13:

Totsl $13 :100 :

While sapproximetely 70 per cent answered in the
affirmetive, to verying degrees, 1t should be noted that
slightly over 60 per cent indiceted & low frequency rate
of "but seldom™ or "never.” One respondent who answersd
"seldom" made the additlonal stetement, "Only in ceases of
selective certification.” A minority of slightly over 30
per cent indleated & frequent occurrence of "often™ to
"slweys.! The aﬁma respondent who expressed no opinion
to inquiry #1(b) replied likewiss to 7l{c) with the ex~
planation, "Don't know."

{d) in controlling the use of aligidble lists

in the f1lling of requisitiona for the
certification of eligibles?

yesa, always

]
=
Q
L]
spfey

yes, very often : ﬁ : 23 1/13:
yea, often : 4o 3010/13:
ves, but seldom s 2 15 5/13:
no, never ¢t 2 : 15 5/13:
no opinion 3 13 79/13:

" Total tid e t

Slightly over three~fourths of the respondents an-
swered In the sffirmative, with slightly over three~fifths
indicating & high occurrence of "often” to "always.” Ap=-

proximately 30 per cent specified e low freguency rate ef
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"but seldom" or "never." The respondent who checked "no
opinion” was the same one who qualifiled his "often" re-
ply to #1l{a). In this instance he ststed, "What's the

difference between (¢) snd (4)?2"

2. Have you known of any occssions in the Federal
government within the psat ten years where the position
classificatlon standards were reproduced bodlly 1n the
public snnouncement of the examination test to show the
pertinent facts such as the names of the positions, the
work they lovelve, and the qualificaticns required?

: tNou: % H

yea, always T01 0 T
yes, very often t 2 : 15 5/13:
yes, often t 1 79/13:
yes, but seldom t 2 15 5/13¢
no, never : 7 : 5311/13:
no opinioen : 1 13s
T :

;

Total

S1lightly less then two~fif'ths answered in the effirm-
ative, with only slightly less than one-~fourth indicating
& frequent occurrence of "often” or "very often”, and no
one reporting "always." A preponderant reply of over 50
per cent was "never" which, when sdded to the response
made for “but seldom”, represented about 70 per cent of
the returns and thus Indlcated & low frequency rate for
this use of position glaaaific&tion. One respondent who
answered "never" qualified his reply by stating, "Not for
professionsl positions.”

3¢ In placement work (including requisition, cer-

tification and sppointment in this instance), the opinion
has been expressed that dutlies atatemente and quelifice~
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tions requirements on reqguisition forms ere often moager
and 1ll-defined for maxizum usefulness, To whalt extent

sre these duties stalements and quelifications require-

ments tasken from poslition clsssification sources?

of

=&
=
o
»
welse

always : < :
very often : 33 23 1/13:
often : 3 : 23 1/13:
seldonm : 5 : 38 6/13:
never s 1: 7T 9/13:
no opinion : 0 O :

Total 313 :100 T

S1lightly over 90 per cent answered in the affirm=-
etive, to varylng degrees of occurrence, while a slight
preponderance indlcated & frequent vecurrence rate rang=
ing from "often" to "slwaeys", a significant minority of
8lightly less than 50 per cent reported e low frequency
rote ranging from "seldom” to "never." The one respond-
ent who answered "alwoys” 1s the same one who commented
on §1(a) and #1(d). In this instance he stated, "%e heve
only the job description.”

L. In the testing process the position clessifi-
catlion plan 1s & tool thet ssves time when:

(2) the tester does not have to determine

over ané over agaln the dutles to be
tested &s new employees flll old jobs?

iNo.: % :

yes, and always occurs t H :
ves, and very often occurs : 2 : 15 5/13:
ves, and often occurs : g : 23 1/13:
yes, but seldom occurs T 4 o 3010/13:
no, never oCours : 3 2: 15 5/13:
no opinion : 0s O H
Totel 13 :100 :

Approximately 85 per cent of the respondents agrsed
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with the premise stated above, and none of the remsinder
explained by woy of comment why they disagreed, 3Slightly
more than 50 per cent indiecsted & high frequency rate
renging from "often” to "always", but this wass signifi-
cantly balanced by a slightly lezs than 50 per cent min-
ority who felt that the use occurred only "seldom" or
"never.”

(b) the tester can key the examinstion to

classes of poaitions instesd of to ine
dividusl positions?

sNoJ s % H
yes, end always occurs T 3% 23 1/13¢
yes, and very often occurs : 3 5 23 1/13:
yes, end often occurs : ﬁ : 23 1/13:
yes, but seldom occurs ¢ Lo 30 1/13:
ne, and never occurs t 0 O H
no opinion : 0 O :

Total t13 :100 :

£311, or 100 per cent answersd that the position
classification plsn i1s & time-saving tool when tho tester
can key the examination to classes of positions inateed
of to individusl positlions. Almost 70 per cent indicated
a high fregquency rate ranging from "often" to "always",
whlle the remainder of only 30 per cent specified a
"seldom" occurrence.

(c) this (a % b) decresses the number of eli-

glble lists meintained to meet the needs
of the Depsrtment?
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1oL y H
yes, and always occurs t 2 &1 15 6/13¢
yes, and very oftsn oceccurs : 2 : 15 5/13:
yes, and often occurs : 1= Z 9/13:
yes, but seldom occurs : 63 46 2/13:
no, snd never occurs : 0: O :
no opinion : 2 3 lg 5/13:

Total 13 :10 :

Substentlisally more than four-fifths of the respon-
dents, or 8l 8/13 per cent, replied in the affirmative to
varying degrees, with the remsinder expressing no opinion.
The aingle opinion preponderantly expressed--renresenting
s majority of those who answersd "yes" but slightly less
than the total number of respondents--or 46 2/13 per cent,
‘ndicated a low occurrence frequency rate of "seldon";
and e subatential minority of almost two-I'ifths reported
a high frequency rate ranging fron "often” to "alweys.”

5. Does the clessification system provide informa-
tion which can be used in transfer actions:

{a) on relationsnips of positions to one ano-~
ther In kind and level of work?

-4
o
.

LA LD (1)

yes, and always used

se pu foe
ey &0 s fes

yes, and very often used 6 : 46 2/13
yes, and often used : 2: 15 5/13
yes, but seldom used : 2 : 15 5/13:
no, end never used ::2: 15 5/13:
no opinion 1 O0: O 1

- Potal 713 $100 :

Substantially more than four-fifths, or 84 8/13
per cant, of the respondents answered ip the affirmetive,
Approximately 70 per cent 0: the total respondents indi-
caeted a high frequency raste 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 "sel=-
dom" or “never® for this use in transfer actions,

{b) on the areas of sctivities from which em-
ployees may be drawn?

: KOt % :
yes, and slways used TO0: O :
ves, and very often used : [ : 30 10/13:
yes, snd often used t 5 : 38 6/13:
ves, hut seldom used : 3: 23 1/13:
no, end never used :1: 7 9/13:
no opinjion. : 0 Q :

Totel :13 £100 :

S81ightly 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 actiona, on the aress of sctivities from which
employees mey be drawn., Slightly less than two-thirds,
or mbout 70 per eent of the totzl reapondents indicsated
that the informetion was used at a high frequency rate
renging from "often” to "very often", &8s against a low
Irequency rate reported by slightly less than one-third

of "geldom" or "never.”

{c) by the identification of career avenues?

$50.2 %t

yes, end elways used T0z: O 3
yoas, and very often used : Q0 : O 3
yes, end often used : 6 1 46 2/13:
yes, but seldom used :t 6 : Lb 2/13:
no, and never used 1 7 9/13:
no opinion 1 0: O :
Total 13 £100 :
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Agsin, slightly more than nine-tenths of the res-
pondents, or 92 l;/13 per cent, answersd "yes" to varying
degress., 1t 1s somewhst slgnificant, however, tiat a
ma jority of slightly more than half, or 53 11/13 per
¢ent, of the respondents indicsated a low frequency rate
of "seldom" or "never" at which use was made of avallable
position classification information in trensfer actions
to identify career svenues,

6. Does the classification plan aid in identifying

misplaced emzloyees with positions for wnlch thay ere bet-
ter gqualified?

tHo. ¢ ?’g H
yea, always T0: O :
yes, very often : 4 ¢ 30 10/13:
yes, often : a : 23 1/13:
yes, but seldom t 4 ¢ 30 10/13:
no, never : 23 15 5/13:
ne opinion : 0: © :

Total 13 100 :

Substentially mors than four-fifths, or 84 8/13 per
cent, indicsted to various degrees that the classification
plan slded in identifylng misplaced employees with positi=-
ons for which they are better quallified., Only & slight
majority of the totsal respondents, or 53 11/13 per cent,
reported a high frequency rate of "often" or "very often"
thet it aided In this respect, and the remainder indica~
ted a low frequency of "seldom” or "never.”

7+ To your knowledge, have organization cherts in
termz of classified positions been posted in consplcuous
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"places in the Pedersl Service, for the purpose of chale
lenging enployees in & promotion program?

:No. §4 2
yes, and always occurs T 0 : O :
yes, and very often oceura t 0O : O -
yes, and often oeccurs : 0 0 t
7ea, but seldom occurs : 2: 15 5/13:
no, never : 10 3 76 12/13:
no opinion : 1: 7 9/13:

Toteal : 13 :100 :

Substantislly less then one-fifth, or 15 5/13 per
cent, of the respondents replied in the affirmetive and
sll of these indicated = low frequeney rste of "seldom.”
The combined low freguency rate of "seldom” and "never”
represented slightly more than nine tenths of the replies.
The one respondent who checked "no opinion" commented:
"Charts Trequently posted but not for the purpose of chale
lenging employees, May do so indirectly.”

. The position elsssificstion system develops
basic Iinformeation as to the work invelved in jobs. I8
this basgic information, which is developed in the posi-

tion elessification process, sctuully used for performe-
ance rating purposes?

1¥0.t % :

yes, always ] : H
yes, very often : L4 : 30 10/13:
yes, often : 21315 5/13:
yes, but seldom : 3 : 23 1/13:
no, never 23 15 5/13:
ne opinlion Y :
Total t13 100 s

Substentially more then four-fifths, or 84 8/13 per
cent of the respondents, stated to varying degrees that

the besie information on work involved in Jobs, developed
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‘In the position classificetion process, is sctually used
for performence rating purposes, While slightlr more
then three~-rifths, or 51 7/13 ver cent, indicated & high
freguency rate ol use, & substentiazl minority of salmost
two-fifthe, or 33 6/13 per cent, reported s low occurrence
rengling from "seldom” to "never." One of the respondents
who enswered "never” added, "Maybe it will under the new
system, "

Y. Should one part of the position clussification
sheet Include the performance requirements?

£

L1
m
%J 2]
*
*¥

yes, alwsys

let supervisor decide

no, never

no opinlon

my slternzte sugges-
tion 1s

Lo
CERIRINTI{

¥ W& ¥ Pu

[ .S QW]

" ¥t er %
4%

3
i
i
i
L E 1]
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= ien
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All of the respondents replied to the question.
Ko single cetegory of replies recelived & najority of all
opinions given, slthough those who stated that the posi-
tion clasaification sheet should "always” ineclude the per-
formence requlrements represented a preponderence of ale-
most twe~fifths by eomparison with the other categories.
Of those who answered the questlon without giving alter-
nate suggestions, the "alweys” group represented exsctly
one~half, or 50 per cent, Almost one-fourth would not

attempt uniformity, but would leave the mutter up to the
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“supervisors to declde, A smsll minority of less then one-
fifth checked "never.” The three alterncte suggestions
were ss follows:

(1) 2 very good idez, but imprectical in many kinds
of Jobs. 0. k. for stenocs~«typlsts--book=-
keepsrs, etc.

{(2) Yes, if specifically defined.

{3) I believe that performance requirements in gen-
sral should be developed separsately since
thelir development and improvement cmnnot al=
ways be feasalbly accomplished simultanecusly
with the prepsration and revision of position
descriptions.

10, 4re position clessifieation stendasrds used as
en aid by training speclelists in the development of em-
ployee training programs?

: Hoat % H

yes, alwsys t 1: 7 9/13:
yes, very often t 1z 7 2/13:
yes, aften : 5 38 6/13:
yes, but seldom : 53 38 6/13:
no, never t 1: 79/13:
no opinien : 0z O :
Total 113 :100 F)

81ightly over nine-tenths, or 92 }4/13 per cent, rec~
ognized the use of position clessificetion standards in
the development of treaining programs., A majority of the
respondents, or 53»11/13 per cent, indicated s high fre-
quency rate ranging from "often" to "always." 4 substan-
tisl minerity of 46 1/13 per eent, however, indicated a

low occurrence rats of “seldom” or "never."
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Yritten comments.

Ganersl comments were made et tne end of only two
questionnsires and sre set fortn below, slthough the com-
ménta made to specific gquestions within the inquiry hsave
been included in the tabulated results. Incidentally,
the #1 comments were made by the same respondent who re-

marked on items #1{(a) #1(d), and #3 in the guestlonnaire:

1{a). Widely used to stralpnten out orgesnizationsl
conflicte.

(b) The uses of classificstion mentioned above
sre obacured and hindered by the corruption of the
syatem engendered by squabbles about grede determin-
ation.

2(a}. Close coordination 18 necded between clumsi-
fisrs, placement officers and testing officlsls to
gttain the best results In & personnel menugement
program. Bach should heve proper psrspective as to
thelir place in the organizetion and the relation of
their work to othera, so esch functions as an aild to
good mansgement, &nd not try to have individual pro-
grems as the end result,

(b). Specifications have increassed production and
regulted in more equlitable &llocations, government=
wide. Delegation of zuthority (classification, em-
ployment, ete.) to opersting levels hes improved men~
sgement practices and expedited work,

{c) Thorough and frequent inspections sare neadad
to maintein quality and quantity of work.

VII. REPLIES OF ORGANIZATICN AND METHODS ABALYSTS

The "Questionnalre for Organization and MYethods

Anslysts on the Positlon Clessification Syatem and its
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Relationship to Certain FPhases of the Orgenization and
¥ethods Function,"13 wea sent to 20 people, Three, or
15 per cent, were at the departmentsl or agency level,
and seventeen, or 85 per cent, were et ths bureszu level.
Sixteen, or B0 per cent, completed and returned the ine-
quiry and are therefore referred to herein as "respon=
dents" even though ther may heve checked the box "ne op-
inton™ on one or more guestions, Ten guestions were
asked, not ineluding the single crosa~section inguiry
mede of a2ll the recipients, and these fen are presentsed

below with the replies and other information.

Tsbuleted results.

1. (&) Do the processes of fusct-finding and analy-
sis the classification systenm involves (of dutlies and re«
sponsibilities of positiocnas, thelr supervisory relation-
ships, and the trsascing of flow of work, etc.) disclose
illogiesl organization situstlons, to your knowledge?

yes, constantly

{1

=

Le]

L

tier

*F #3 FFEwr

yes, very often t 1 : 61/
yes, often : G 56 1/k:
yes, but rerely t 5 ¢ 31 1/
no, never t 0: O H
no opinlon : O: O :

Total p 1o 2100 :

The entire group of resyondents atated, bzsed on
their personsl knowledge, that the nrocesses of the clussi-~

fication system did diseclose 1lleogileal organization zitua~-

13 ges Appendiz G for sample of first page.
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tions. Slightly more tasn three-fifths, or 68 3/L per
cent, Indicated & high frequency rete ranging from "of-
ten” to "constently.” A minority of almost one-third, or
31 1/l per cent, reported s low rate of occurrence, 1. e.,
"but rarely.” One who checked "but rerely” probebly
gshould have merked & higher frequeuncy ruate since he con-
mented: "Nonsgement and personnel people in tuls organi-
zation ecoordinate work closely to the mutuszl tenefit ef
both, "

(b} If your enswer to question #1(a) was "no"
te any degree, & brief comment on the reasson behind your
reply will be appreciazted, at this point.

Since none of the respondents snswered "no" to
question #1{a), commenta were not required here and none
wore made.

2. To whet extent do you feel that position clsasi-
fiers report what sppesr to be 1llogleal orgenization sit-

ugtions, when found, to offiecials hevin the power to
make, or recormend, correctiona?

.
=

Oy %“ :

always : F T 10 3/
very often :t 4t 25 :
often t 4o o285 :
rarely : 5 o: 31 1/
never : O0: O H
no oplnion 1 0 0 %
Total 110 $100 :

411, or 100 per cent, replied theat the poslition

classifliers do report to the proper officials what appear
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to e illoglesl crganization situetions, More than three-
fifths, or 58 3/l per cent, felt that these reports were
made &t & high freguency rate ranging from "often" to
"glways.  Slightly less than one-third indiceted that
these reports were maede only “rarely.”

3. Can officlales who have the power to prescribe,
or recommend to top mansgement, changes in the organiza-
tion structure, uge the clussificstion feeta as one of

their basic tools for explsining such prescriptions and
recommendations?

tNo.s i :

yea, always T 2 ¢ 12 1/2%
yes, very often : 5 31 1/4:
yes, often t 4ot 25 :
yes, but seldom : 3 : 18 3/4s
no, never 1 6 L/
no opinion s 13 6 1/hs
Total Ti6 100 :

Over four-fifths, or 87 1/2 per cent, of the re-
spondents felt that the responsible officials could use
position elegseification facts for explaining orgeniza~
tion changes recommended or effected. A high freguency
rate for this use was reported by more than three~{ifths,
or 68 3/L per cent, ranging fromw “"often” to "slwuys”,
with & low occurrence of "seldom" or "never” indicsted
by one-fourth of the respondents, One respondent re-
mariked: "A useful tool where peraonal considerstions hame

per applicetion of O % ¥ principles.”

i+ Position classifiers' tools (clessification re-
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ports, position descri-tions, exhibits, etc) should indi-
cate what actuelly 1s the executive's span of control.
Can organization and metnods analysts use this informa-
tion for furtner studles of ths spen of control problem?

Y

N0 % 3

yes, slways : Lot 2% Y
ves, very often s 4oz 25 :
yes, often T2 12 1/2:
. yes, but rsrely : 5 31 1/h:
ne, never : 0z O :
no opinion : 1 6 1/hs
Potal T16 :100 3

411 of the respondents who expressed an opinion,
representing 3 3/4 per cent of the total involved, falt
that orgenization and methods enslysts ecould use this
elessification informetion for further studies., S8Slightly
more than three-fifths, or 62 1/2 per ecent, indicsated &
high freguency rate ranging from "often”" to "slways", al-
though alightly less than one-third felt that use could
be msde of the Informetion "but rarely.”

£« (8) Does the position classification function

in the Weshington area sometimes provide the only organie
zetion work performed by Buresu tecknleiang?

1 KOw: % :
yos. £ 5 31 1/4e
no £11 : gf} 3/&»2
dontt know t: 0 : O :

Potal T1b 100 3

Although & preponderant majority of slightly more
ti-an three~f{ifthe of the respondent organization and meth-
ods snalysis replied "no", & substantial minority of sll-

ghtly less than one-third recognized that the clussificse~
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tion function in the Washington area sometimes provided
the only orgznization work performed by Buresu technie
cieans.

(b} Does the position clussifieation function in

the fleld serviee sometimes providse the only orsanization
work performed by locsl teehniciang?

tHO. 2 % :

yes : Z 2 43 3/4
no : b : 37 1/2:
dontt know : 3¢ 18 3/l
Total 11H $100 :

81ightly more than four-rifths, or 51 1/l per cent,
took a stend on the question by snswering elther "yes” or
"no." Of this four-rifths, slightly more thun one-half
replied that, in the fleld aservice, the classificetion
function sometimes provided the only orgunization work
performed by locsl techniclians, The preponderant respon-
ae out of the three poasihle ones-~but not representing
& total majority--was in the affirmstive.

6. The clussification office ectn furnish fects as
to eetivitles, funetions and organigation unlits upen
which Mansgement Improvement Awards, provided by Title X
of The Clessifieation Act of 1949, ean be considered on

the basilz of outstanding efficlency and economy. Does it
eopear that use 1s being made of the classification office

for this purpose?

1 No,: % H

yes, always T Oc: O t
yes, very often st 0z O H
yes, often : ﬁ : 18 3/4:
yes, but seldom s s 25 :

- no, never : 7 : 43 3/hs
no opinion : 23 12 1/2:
Total : s 1 :
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Only a minority of slightly over two-rifths, or
43 3/4 per cent, reported that use wes being made of the
classification office to furnish fascts for the ¥anagement
Improvement Awards program. 4 smell fraction of less than
one~f1fth reported a high frequency rate of "often”, but
a suhstantial majority of over three-fiftns, or 68 3/4
per pent, indicated & low frequency rete of "seldom™ or
"never,"

T« Do you believe, where positions cen be standard-
1zed, thst standard position descriptions will help:

{a) in ecordinating functions?

21

L] % By #¢ €% ¥ vy ST iee

£ ]
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¥

yes, entirely

yes, very much

yes, much

yes, but little

yes, bul very little
no, nevear

no opinion

Ll

2 B 99 ST Sylee

e}

T1O MW = N OO

sefen w2 ¥ st gu *Y weler

e
NO OO~ O

¥rfve a3

Total
Over nine-tenths, or 93 3/l per cent, of the re=
spondents felt that standard position descriptions would
help in coordinating functions. Over three-~fifths, or
68 3/l per cent, indicsted a high degree of help ranging
from "much® to "very much." Almost one~third, or 31 1/l
per cent, indicated 2 low deyree of zasistence ranging
from "little"” to "no, never.' One respondent who
checked "much" added: "Helps Btabllize petterns and re~

lationships.”
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(b} to encourage economy?

102 i R
yes, entirely : 1 o 1l/4e
yes, very much : 3 : 18 3/l
yea, much H ﬁ : 25 :
yes, but little r 2 12 Y2
yes, but very little : o 28 :
ne, never : 1 5 1/hs
no opinion : 1 : b1/l

Total t1b £100 :

Over four-fiftns, or 87 1/2 per cent, of the re-
spondents Celt thset stendsrd peosition deseriptions would
help to encourage economy. Exsetly half, or 50 per cent,
indleeted a hilzh degree of assistance iIn thils respect,
ranging from "much" to "entirely.' 4 substantisl minor-
ity, howewver, of slightly more than two-fifths, or 43 3/h
per cent, belleved & low degree of sssistance would be
realiged In encouraging seconomy, ranging from "little" to
"never.” One respondent who checked "bui very little"
added: *Budget fluctustions tend to enforce constant
costly revisions for redistribution of worklosds. If the
budget doesn't fluctuate, the workload may, a&nd an SPD
may detericrate into a sereen for inefficient menpower
utilization,”

8. De position desecriptions, reports and other
clasairinatian records give &8 much informeticn as the

organization and methods anelysts should expect from
them?



2RO, 2 % %

elways t 0t 0 t
very often 2 7 s 43 3/
often s 2 : 12 1/2:
seldom : 6 : 37 1/2:
never : 0 0 ot
no answer s 1 6 1/l
Totel t16 100 ¢

Over nine-tenths, or 93 3/l per cent, stated that
these pas:tién ¢lugsification tools geve ss mueh infor-
metion &8 they should expect., However, although over
half, or 56 l/h per cent, indicated & high frequency rate
of "often” or “very often”, sz substantial minority of
over one~third reportsd & low frequency reate of "seldom.”
One respondent who snswered "seldom” added: "Classifica-
tion rerorts not comuonly made eveilable,”

Q. The 1937 President's Committee on isdministrative
Eenagement stuted tihat the atudy and planning of organiza=-
tion structure csn be readily spproached through the teche

nigues that sre employed in the classification of positi=~
ons. Do you sgree?

3]

su]sn
o
i

yee, entirely

ves, to & very grezt extent : % : 25 :
yes, to & great extent : 61 37 1/2:
yes, but to a minor extent : L : 25 :
no, not at all : 1 : 61/
no opinion : 1z 61k

Total t1o :l T

#ell over four~fifths, or 87 1/2 per cent, replled
that the study end planning of organization structure
could be readily a~proached through the techniques that
are employed In the clasgification of positions. Over

three~rifths, or 52 1/2 per cent, indicated that this
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c¢ould be done to a large extent ranging from "a& great
extent” to "a very great extent.” (ne cespondent who
checked "to & great extent" added: "Following the initial
breskdown, techniques must be simllar to make the organi-
zation structure hold togetner."

10, Where, 1ln your opinion, should the position
elassification function be located:

i

s RO il )
(&) in the orgenization office? yes t 3 : 15 3/Lis
no 313 : 81 1/hs
(b} in the personnel office? ves 110 : 62 1/2:
no : 6 3 37 1/2:
(¢} in the budgei office? yes : O : O :
no 1156 1100 :
{d) as & meparsate unit, dirsctly
under the head or sssistant .
head of the agency? yes 1 1 : 6 1/4:
no :15 : 93 3/l
Totals 316 :100 :
{e} If none of the above, where
else? Noe & % &
L or B t 1 : b 1/4s
In an office combining 4, B C : 1 : 6 1/4s

A prepondersnce of over three~fifths of the respon-
dents, or 62 1/2 per cent, felt thet the position clasai-
ficetion function should be located in the personnel of=-
fice,. Almost one-fifth, or 18 3/} per cent, felt 1t
should be located in the organization offlece.

In view of the reply of the first respondsnt in (e},
location In the organization office conld 1ncfoase to rep-

resent one~fourth, or 25 per cent, of the unawers; and
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‘location in the personnel office could inecrease to 68 3/l
par cent, but stlll represent & rough three-fifths of the
returns,

T™he reply of the second respondent in (e) indicates
thet he may have had in mind = smell office in & smsll
buresu where definite structursl and functionsal diviaianﬁ
mey not be necessary and one person cun direct &ll sotive
ities, On the other hend, he msay have had in mind &
larger office where the sbtaff functions are atructurally
geparste from esach other but are coordineted asnd directed
by an over-all administrative officer.

Another respondent who checked (b), &nd therefore
whose reply has been counted as preferring the personnel
of'fice, qualified his return by edding: "Classiflecation
can be either in the personnel or crganization office.”

If the above count were revised to inelude hls return as
favoring the organisaetion office, and sdded to the similsar
preference expressed by the first respondent in (e), loca~
tion in the organlzation offlce could increase to epprox-
imately one~-third, or 31 1/l per cent.

One respondent remarked: “"(a) and (b) should col~

laborste more closely.”

Wrltten comments.

General comments were msade at the end of seversal
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questlionnaires and are set forth below, elthough the
commenta made to specific questions within the inguiry

have been included in the tabulated results:

1. FKecommendetions by the orgsnigation office con-
eerning funection, organizastion, and staffing should
salways precede elassification, end elassificatlion
should be performed In accordsnce with those recom-
mendations. In other words, the correct procedure
is to plan a sound organization and steffing and then
to classily the jobs. Classification is thus a sube
sldisary function and should never form the baasis for
determinetion of function, orgenizstion, or staffing.

2+ The degres to which classlifiestion is used to
improve organization snd methods depends in part on
the attitude of the line executives in an szgency and
in part on the aggresalveness and ability of the
cleagification personnel,

3. The clzsaificztion process can be most useful
if it emphasizes three factors: (1) that positions
gannot be dealt with In & vscuum but only s8 pleces
of an orgenigation; (2) positions are as dynemic &s
orgenizations; and (3) management manages people
not positions or organizations. Recognizing these
factors the classification process should be based
on first determining wmanagementfs desires and needs
and then giving logiesnl expression to them. It is
in this way that classification and orgenization
and methods can jJoln hands, being techniques of
providing the mechenistie aspescts of the management
Job.

li« T belleve grester emphasis should be made of
joint surveys by the two staffe,

5S¢ Too often, there 1s little or no working rela-
tionship between the 0 % ¥ activity snd position eclea-
gification. This is particularly true in the szency
I just left. However, my present uagency combines
organigation and position classificstion in one Divi-
8ion and it will be intereating to see what the results
Bre.

6. The second respondsnt who replied to 10{e) slso
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stated:

In my mind, the relstlionship between drganization
end methods and classification 1s not mdequste.
There 1s & far more realistic sffinity between them
than between personnel sand classification. The
first pairing uses gimller tools to deal with an ime

personsl subject metter; such 1s not the case with
the latter.

VI1I. REPLIES OF POBITICN CLASSIPFIFRS

The "Questionnaire for Position Classifiers on the
Classification System and its Relzticnshlp to Certain
Phases of Management” 1k was sent to 20 peovple. Five, or
one~fourth, were at the departmentesl or sgency level; and
fifteen, or three-fourths, were at the buresu level. 31x-
teen, or 80 per cent, completed and returned the inqulry
and are referred to herein &8 "respondents” even though
they may haeve cheeked the box "nc opinion" on ons or more
gquestions. Ten questicns were assked, not including the
aingle cross-section inquiry msde of all the reciplents,
ard these ten sare presented below with the repllies and

otner informstion.

Tabulsated results.

1. To what extent do you feel thet progress has been
mede in the lasst five yesrs, s8 & result of published po-
sition classification stendards, in the technical deter=
mination of the relative values of jJobs subject to the
Federel position clsssificstion system?

i See Appendix H for sample of first page.
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o

&b on
2
(o]
.
W
NS

vary much H H
mueh : 5o 31 1/
little £ 212 1/2:
very little : 3 : 18 3/4:
noe opinion : 0 O H

Total T16 :100 :

A1l the respondents verifled to varlous degrees
that progress had been made as the resualt of published
standards, Over three-fifths, or 68 3/l per cent, felt
trat grest progress had been achleved and indicseted this
by e¢necking "much” or "very much." A minority, but a
signifiesnt one of 31 1/l per cent or almost one~third,
felt that only small progress hsd been sciiieved and
therefore checked "little” or "very 1little.

2+ Do you find that the poaition classification
office 1s blamed for delays in consummating promotionsa
and other personnel actions, whereas the real delay is
ceueged in other service or operating offices by faillure

to draw up &n approved organigation chart, obtain funds,
reconeile conflicts in duties, estec.?

A

!ﬂ
G
»
.

yos, always

5 ¥ eRfen

yea, very often : 8§ 1 50

yes, often : 6 37 1/2

yes, but ssldom : 23 12 1/2:

no, never : 0 O H

no opinleon : 0 O 3
Total :10 100 )

A 100 per cent reply was made by the respondents
to the offect that the poslition classificatlion office was
blamed for delsys wheress the resl cause for the delays

rested in other service or operating offices. %ell over
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four-rifths, or {7 1/2 per cent, indicsted s high fre-
13

quency rats renging from "often” to "very often.

3. Do you feel that Buresu hesds znd Division
chiefg Invite position classifiery for advice early
snough when reorgenizations are talking plsce?

‘ £0,. 2 koot
yes, slways ¢ 1L D 1/4:
yes, very often 3 % s 25 :
yes, often : : 37 1/2:
yes, but seldom t s 22 :
no, never : 1 1/l
no opinion s 8¢+ O 3

Total T1b :100 :

Over nine~tenths, or 93 3/ per cent, felt that
Buresu heads and Division chiefs invited the position
clansifiers esrly enough for adviee. 2 high frequency
rate was reported by over tnree-fifths, or 48 3/l per
cent, of the respondents ranging from "often” to "ale
weys.” 4 low rete was indicsted by spproximztely one-
third, or 31 1/l per ecent, of the respondents ranging
from "seldem" to "never,”

The one respondent who checked‘”always“ qualified
his reply by remarking: "In this Department.” Two who
checked "often" also made commente. OUne of these stated:
"But the number who do not 1s substantlal enough to
csuge a great deal of trouble;” and the other added: "He-
queat for sdvice could come much earlier than 13 usually
the case.” A respondent who checked "very often" com-

mented:
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This is & most Important phase of position clessi~
ficatlon, one which most people refuse to recognige.
Clzssifiers are frequently crlled upon to make or-
ganlzationel rocommendstlions predicated upon the se-
curing of the optimum grade levels. ¥y experience
hag indicszted that classifiers purticipate more
ectively in orgenizationsl determinstions then many
so-p2lled organisetion snd methods exsmiaers.

e #ssuming thet position clussifiers should have
& brosd and sympathetie underatanding of the prcblems of
menagement, end should effectively tle in elassificstion
with edministration to the greeteszt extent possible with-
in the claessification aystem:

(a) Do you feel thst the pesition clussifiers
es & group in the Washington ares do have
this understanding?

tHo. : % 3

yes, all T 0 : O K
yes, most : 23 121/2:
yes, meny : 11 : 68 3/h:
yes, but very few : 2 12 1/2:
no, none ¢t 0 O H
no opinion : 1 : 61/L:
Totel : 10 100 :

Over nine-tenths, or 83 3/l per cent, of the res-
pondents expressed an opinlon and they «ll felt that the
position clessifiers in the Washington sres did have this
understanding. OUOver four-fifths of the respondents, or
81 1/l per cent, felt that & large number had this under=
stending Qanging from "meny" to "most."

Two respondents who checked "many" quelified their
replies by asdditional comments. One stated, "Except
those in CSC"; and the other remarked, "Outside of top=

level position clasgifiers I doubt 1f they heve this
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"understanding.”
(b) Do you feel tnat the position claasifiers

ag 2 group in the ¥Weshlington uarea do co=
operate with operating officlsalsy¥

M

an

j»

Y #t 9% 3% e REt

=

/4
/

ot REERR

yes, always
yes, very much
yes, a lot
yes, a little
yes, but very little
no, never
no eplnion
Total

&=
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A1l1l, or 160 per cent of the respondentsa, replied
in the affirmative. They &ll reported a high Crequency
or degree rate ranging from "& lot” to "elways." The
respondent who checked "slways” made the following staste-
ment: "Ysaz, too much." One respondent who checked "very

mach" cormented:

Item L is only one side of the coin. Classifiers
at least will say that they have & lot more sympathy
with the problems of mansgement than menagement (par-
ticularly at the operating levels) has with the pro-
blems end objJectives of classificstion. As a genw
eralization, I would say wensgement below the very
top level has aebsolutely no genuline interest in pro-
moting the basic theory of Federal claassificeation
{not that this basic theory 1s above approach--egual
pay for equal work).

hnother respondent who also checked "very much"

stoted:

Position clasaification at best is & thunkless
funetion. Although we c¢lassifiers feel that we do
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2id and work wlth operating officlials, the opinion
generally exiats throughout Government that clussi-
fication 13 2 hindrence. It 18 & strsnge phenomena
-~w, ey, &n engineer will resent anyone refuting his
technical recomnendstions; similarly, « doctor, law-
yer, ol any other professionel or administretive
group. However, they &ll show no reluctunce to in-
dicate that the classifier has 'missed the boatb,!
ete., when recommended grades are sither turned down
or ralsed. Fveryone on the operating side of the
fence considers themselves a8 personnel and clagsi-
Ffication experts,

Y« PFor management purposes, should & portion of
the position elassification sheet include the "quslifice-
tions reguired to perform the work"?

:No. ¢ % z
yes, &lways T 12 & 15 :
let supervisor decide : 0 : O H
no, never : 3 : 18 3/h:
no opinion : 1: 6 1/k:

Total : 16 :100 z
my further suggestion

is:

A1l of the respondents expressed an opinion, An
over-whelming majority of three-fourths, or 75 per cent,
felt that the position clzasification sheet should ale-
woys Include the qualifications required to perform the
work. Uniformlity of treatment wus preflerred by all so
28 to definitely Include or exclude the gqualificstions
rather then leave the mutter up to the supervisors for
decision., A small minority of less than one-fifth re-
ported that the gqualificutions statement should "never"
be included. Seversal further suggestlons, or comments,

were made:
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(1) The "never" group:
Would be of 1little value to management,

Abandon qusalificsation requirements ws a part
of position descriptions--they are not prepared
realistically anyweay.

(2) The "always" group:

1f ecoperation in CSC between examining and
classificetion 18 evar posaible,

Sueh statements should be In terms of minimum
knowledges, skills and sbllities required for
successful work performance.

Provided the ststement goes beyond the gquzlie-
fication standards used to quslify the 1ncumbent
for thie Job and provided the ststement [urniahes
additional informeticon pertinent to the xnllocs-
glen of the Jjob. Otherwise no--z useless appen-
dage.

The Job sheet and qualifiestion standards
ghould eppsar on the ssme form and for similar
purposss, Doesn't szssist or help clussifiers
in slloecating positions, ea presently constitu=-
ted,

b, Heve you besn consulted by budget analysts for
saslstance in helplng them esgsteblish uniform position titles
for use in budget preparation?

1 Noe: % :
yes, always t 1 : O 1/4¢
yes, very often t 2: 12 1/2:
yes, often H : 18 3/4:
yes, but seldom H t 25 :
no, never t b 37 /e
no opinion t 0 O H

Total t1b :100 :

While & preponderant number of three-~fifths, or 62
1/2 per cent, of the respondents replied "yes", to vary~

ing degrees, & substantisl minority of over one-third, or
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37 1/2 per cent, steted they had "never" been consulted
by budget enalysts for such essistance, The "never"
group added to the "seldom"” group comprises a large three-
fifths, or 62 1/2 per cent, of the respondsnts who indi-
cated a low frequency rete of consultation,

T« Regardless of the additionsl gresdes aceorded by
the Classification Act of 104G or other additional grades
wnich mey be sccorded in the [uture, snd forgetting the
pay plan, de you feel thst the basiec classification tech-
niques prevent full recognition of the grade of the pro-

fessional technielan who is supervised in varying degreas
by the administratori?

KoLt G H
yea, slways B I Y ¥
yes, very often : 212 1/2:
yes, often + 0 O H
yes, but seldom t b : ﬁ? 1/2:
no, never s 7 s L3 3/hs
ne opinion t: 0: O H

Total $16 2100 :

81ightly more then half of the respondents, or 56
1/} per cent, felt that to verying degrees the baalc
clasaification techniques prevented full recognition of
the grade of the profsssionsl technielsn who is super-
vised by ths sdministrator. Almost one-fifth, or 18 3/L
per cont, felt that this occurred at s high rate ranging
from "very often” to "alwiys"; but over four-fifths in-
dicated e low frequency rate ranging from "seldom" to
"never,"

Two of the respondents who checked "seldom" sdded

g comment. One stated, "However, there 1s no reason why
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‘they should;" the other, "Basic clessificetion techniques
have 1little to do with the selectlion and placement of
this class of employea,’
8. Have you noticed within the past few years that

position clessifiers have put forth s apecicl effort to
explain the clasalfication aystem to Federsl smployees?

tloe: % ¢

yes, clways 1l s o l/he
yes, very often s % : 25 :
yes, often : 61 37 1/2:
yes, but seldom s 4o 25 :
no, never : 0 O :
no opinion : 0z O :
no answer : 1 61/
Total :15 100 3

All but one of the respondents, or $3 3/} per cent,
checked an answer end 2ll of these replied, to varying
degrees, they had notieced that position classiflers had
put forth & special effort within the pest few years to
explain the clesgification system to Pedersl ewmplovees.
Over three-fiftha of the respondents, or 58 3/ per cent,
reported that they hed notlced this at & high frequency
rate ranging from "often” to "alwsys." FExsctly one-
fourth had noticed it "but seldom "

The respondent who did nct‘ehaeg 2 box Indicated
a very good situstion, however, by steting: "Hes been
pert of our program, and very ectlvely so--can't there-

fore say 1t's only recently that & 'speclal'! effort hes

15 ¥ot on questionnsire,
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‘been made,"
G. 4re the "qualificutions reguired” statements in

position elessification standards issued by the Civil Ser-
vice Commisaion, too mesger?

s NO. s A H
yes, alweys : b 37 1/2:
yes, very often : 3518 3/
yes, often t 4o 25 :
yes, but seldom : 1 51/hs
no, never : 1 : 51/
no opinion :1: b ¢

1

Total

A prepondersncs of over four-rifths, or 87 1/2 per
cent, felt to varying degreea that the “quelificztions re-
quired” statement in positlion c¢lazssification standards
issued by the Civil Service Commission were too mezger,

Of siznifiesnce, slso, is the fact that over four-
fiftha, or 81 1/4 per cent, revorted a aigh frequency
rete ranging from “"often" to "alwsys.” Only & little
more then one-tenth, or 12 1/2 per cent, indiceted it was
rarely ever that the "qualificstions required” statements
were too mesper, and sccordingly checked "seldom" or
“never.”

One respondent who checked "very often” commented
thet the stutements were too general for any practicsl
value, or i specifiec requirements were listed the per-
tinent slements were too often absent. Another resron-

dent checked "elways™ and remerkeds

In view of official stendards developed by C8C I
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feel such ststements unnecesssery, They sre seldom
in sgreement and are mislecding to field personnel.
They are useful cnly if they c&n be used for grade
determinetion.

10. Is there collaboration in the Federal service
between employment and clsssifliecstion technicisns?

<F

g

=y

Cals 40

Ey
»

yes, always

yes, very often

ves, often

yes, but seldom

no, never

no opinlon
Total
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All, or 100 per cent, reportéd effirmetively that
the employment and claesification technlieians did cole
lasborete with easch other. Three~fourths, or 75 per cent,
reported a high frequency rate of collsboration ranging
from "often"” to "always"; but the remeinder indicuted a
low frequency rate of "seldoms '

One respondent who replied "often" commented: "At
the Buresu level. At the Departmental and C3C levels

there 1s very 1ittle.”

ﬁritten comnents.

Pour respondents commented us follows:

1, ¥o possibility of classification system
achieving its basic ends until a strong and realistic
bass of supervisory and management Iimprovement pro-
vides the needed foothold.

2+ It 1s not the system that 1s faulty, un-
less the absence of automstic enforcement may be
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consldered s fzult, The wezkness lles in the une
willinsneass to classify solely on the elements in-
cluded in the azctivitiez to be performed and with-
out regard to wlshes (with respect to employee se~-
lection) of the employing offlces The only perfect
clagalficatlon will be mude when the sctivity 1s
performed by an independent asgency not influenced
by bureau, agency or political influence. Az now
precticed, the classification system is an sid to
the bureau or agency in placing personslly aelescted
employeecs where desired.

3. I have based my answers on my own experience,
and oa oplinions and ideas I have gathered from my
szsociations with claassifiers in Wasshington and the
Pleld, The saversge technicien hes improved his gen-
ersl outlook and understanding very much in the last
few yoars. However, there are still too meny who
live In an 1vory tower, who csn do nothing but guote
pletitudes, 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 thisl

L. (2) A training school for elussifiers should
be established by & central sgency such &8s the Civil
Service Commiassion to obtaln best results,

(b) Specific training needed in :

(1) Interpretation and proper application
of the specificaticns.

(2) Clessifiers' place in organigation and
their use as an effective tool of mansgement,

{3) Supervisory participztion in position
clasgification.

{e) Background for claussification trsining:
{1) College sducstion
{2) Thorough knowledge of agency organize-

tion and of the wmenner in which it functions
at all levels,
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IX., REPLIES OF ALL RESPONDONT GROUPS TC THE CROSS-~SECTIOR
SUBSTION

Bach one of the gquestionnaires whiech were sent to
the respondents employed in the varicus flelds of manage-
ment contained one identical question., This gquestion,
with the tsbuluted and written replies made, 1a set rarth
below. Thers were thirty‘line administrator, fifteen bud-
got officer, thirteen personnel officer, sixteen organirse
tion and methods anslyst, end sixteen position elamssifier,
respondents, In other words the nuﬁbera conslidered as
reciplents and respondents to this question, end the
bureau and sgency levels involved, are the same as were
applicable when each group was treuted sepsrately on the
pre#ioua inguiries covered. The guestion ls &8 lollows:

To what degree do you believe the classification

procesgs is an &id to mansgement In attalning the
over-all objectives of the orgenizetion?

Replies of genersl adminlistrators,

%

=
[}

H . 3 H
outstanding T 3t 10 :
very great t 12 ¢ Lo :
great : 11 : 36 2/3:
small s 3 : 10 :
very small t 0+« O H
none 16 s 03 O :
no answer given® : 1: 31/3:

Total : 30 2100 0 =

All of the respondent administretors answered the

16 Wot on guestionnslire,
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‘question except one, &nd all the replies made--or 96 2/3
per cent--indicsted that to verying degrees the claasgiflie
cation progcess was an gld to menagement in sttaining the
over~all objectives of the orgenization. ¥ell over four-
fifths, or 86 2/3 per cent, of the respondents felt that
cl&aﬁiricaﬁinn sided to a high degree ranging from "great"
te "outstanding .’ ¥o significant number indicated = low

degree.. ¥o qualifying comments were made.

Replies of budget officers.

t ROt 5e :
outstanding 1 0 O :
very much t 3 20 :
great : S 33 1/3:
small : 2 lg 1/3:
very smell s 4or 26 2/3:
none :1: 6 2/3:

Total : H :

Over nine-tenths of the respondeants, or 93 1/3 per
cent, felt to varying degréaa thet position classifiecation
wes an aid to mansgement in attalning the over-all objec~
tives of the organizstion. Over one-~half, or 53 1/3 per
cent, indicated a high degree of assistance ranging from
"ereet” to "outstanding.” A substantizl minority of over
two~-fifths, or 4b 2/3 per cent, indieceted z low degres of
ald ranging from "small™ to "none«” One felt that 1t eided

"none." ¥o guelifying comments were made,

Repllies of personnel officers.
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:No.: % :

outstanding T 2 ¢ 15 5/13:
very great : 6 L5 2/13:
great : 3 : 23 1/13:
smell :0: O H
very smzll s 2 ¢ 15 5/13:
none +: 0: O H
Totsl 313 100 s

£11, or 100 per cent, of the resrondents unswered
the question in the affirmative, Over four-fiftus, or 3l
ﬁ/l}!per cent, indiested that the classification process
aided managemsnt to & high degree in attalning the over=
all objsctives, renging from "sreat” to "outstanding.”
The remaining smell minority of abouﬁ 15 per cent indie
cated the low degree,

Cne respondent whc checked "very grest” stated,
"0ften imposes undue restriction in placement, but can be

improved, "

Repliss of orgenizatlon and methods analysts.

(22 13)
=
o
*
1&

outstanding H H
very great s bt 37 1/2:
great : i t 31 1/l
small : H Zg :
very small s 1 : 1/
none : 0: O H

Total 1o 100 :

811, or 100 per cent, answered the questlion in the
affirmative, Over three-fifths, or 58 3/l per cent, felt
that cleasificstion aided mansgement to a high degree

ranging from "grezt" to "outstending"; while the remainder
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‘of about one-third, or 31 1/, per cent, indicated & low
degree of "small" or "very small,"
One respondent who checked "small" stated, "But

¢can, &nd should be greest aid."

Repliss of pesition claussliflers,

outstending : : 3
very great : 83 50 :
groat : b s 3& 1/2:
small t1: 1/lis
very amall 1 61/l
none : 0t O H

Totel 110 1100 :

411, or 100 per cent, answered in the affirmetive
that clessification was &sn ald to menagement. Over four-
rifths, or 87 1/2 per cent, felt that classificetion
aided to & high degree ranzing from "great” to "very grest,”
but no one checked "outstanding.” A small minority of a-
bout 12 per cent felt it aided only to & low deixres of
"small” or "very small."”

One respondent who replied "very great" commented:

Depends on whilech side of the fence you are on.

Some operatlng officisls feel thst classification is
2 'stumbling block! to mansgement, On the other hand
they meke consideraeble use of our knowledge of organ-
ization, procedures, ete., It 13 when we do not ap=
prove deslred gredes thet our assistance or value 1s
questioned. Clssaiflesation 18 an ald to meanagement
at the top level and it is also a control.

inother resapondent who elso checked "very great”

stateds
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¥hen the proceas la not top stretched, procrusteanw
wise, and where intelligently hendled it is ol grest
help. But under present economic and reeruiting con-
ditions, the process azuast become distorted and sgoni-
ged 1f 1t 18 golng to be of eny resl sld to mansge-
ment, A sultsble price control progrsem and job
freeze, tsiten at the rizht time, would have maintalined
things in proportion. But since clugsificution has
been used as the doctor to fix up, by legasl meens,
81l the administrative 1lls from whieh management suf=-
fers, 1t will continue to be impoged uyeon in that
Tashion, until msnagemsnt is cured by sounder plan-
ning, &nd preparedness in all its other aspsctis.

X. BUEMARY

From an over~all atandpoint, ﬁhe percentage of re-
plies was encoursging. The returns by esch group, for
ingtance, represented nigher pereentsges tihan & scientl-
fie gquesticnnaire study once conducted by professors of
the University of ﬁinnasotn.lv The number, and the di-
rectness, of additional written comments generally showed
&n intense interest.

On the posltive slde of the plcture, as evidenced
by the tsllies of the responses, the following was dis-

clesed:

Replies of peneral administrators,

1. The unanimous response of line adminlistrators

thet position classifiers, before classsifying positions,

Y William E. Mosher, J. Donald Kingsley, and O,
Glenn Stehl, Public Personnel Administration (34 ed.; New
York : Harper and Brothers, 1950} p. 392.
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do give ths incumbents end/or their supervisors an op-
portunlty to explain the duties, réspnnsibilities, and
guelifications required to perform the work, deflates
the criticism sometimes mede to the eontrary., The sup-
ervisors are contzcted & little more frequently than the
1naumbents; probebly due to the fact that sll necesssary
information is sometimes obtained from the supervisors
thus obviating the necessity to Interview otharsala

2¢ It iz only infrequently that an otherwise de-

sirable orgenization is sdjusted in order to obtain higher
gradestlg
3. Substantial confidence iz hed In the ablllty
of position elzasiflers at 211 levels: Sivil Service Com~
wmission, Department and Eurs&u.ag
h¢ Job incumbents are given an opportunity, and
at & comparatively 2igh Creguency rate, to exzplaln thelr
work when clzss specifications writers prepure standards.al
S« Considering that the clusaificsution system is
not sn "exact sclence,™ it 1z encouraging that about two~
thirds felt the principle of "equsl pay for substmtially

equal work" wes aschieved., Without such & system of any

pL:) See supres, vp., 111~112.
19 see supra, pp. 112-113.
20  see suprs, p. 113.
21  See supra, p. 11lk.
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¥ind, it 1s very doubtful that such & high percentagse
would appesr satisfied. Tven of the minority who felt
the principle wes not belng attalned, no one wss in-
clined to diseard the ayatamﬁzz

6. In general, the positlon clzasificaticn office
usually takés sction fast encugh on grade recommenda- |
tions to satlisfy line administrators when authority to
make final greade zllocations l1s exercised within the
Bura&u,23

7« A high degree of support (but not "entirely"
enough) is given by mensgement to enable the position
¢lassifiers to do the best Job, zs well a8 an adeguate
szzﬂzr-..f“:‘}‘i‘~

8, 8ince alzost nine-tenths of the resvondents
had been in the Pedersal ssrvice ten veers or more, the
group is consldered a gualified one to answer the quesw

tiunnaire.zs

Eeplies of budget officers.

1. 0fficial class titles esteblished by the Civil
Servics Commission, and used by agencies in position

elassiflication gnd pay roll sctivities, sre used in

227 See suprs, pp. 114-115,
23  See suprs, pp. 115-117,
2l; See supra, pp. 119-121.
25  See suprs, p. 121.
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budget preparation, and at a high frequency rate.zﬁ

2. In budgetary administration it is necessary to
esteblish a weans of control to insure that the will of
the appropriating body in suthorlzing positions of cer-
tain kinds snd/or numbers will be carried out. The fre-
quency at ﬁhich this 18 necessary appears rather evenly
balanced betwsen high end 10w~27

3. It was disclosed that use is belng made of po-
sition titles znd grades %o glve s position control or-
ganization pleture of different operating units, snd at
g freyuent ratagga

lie It 18 an eid to budget officers in thelr work
for position clagsifiers to meke known what incumbered
positions appeer likely to be allocated nigher or lower
within the yesr, although the frequency &t which thils is
s ald sppesrs evenly balznced between algh and low. 29

S. It was strongly indicsted that the filling of
soms positions at, eand othera esbove, the salsary levela of
the base pay rates of grades did not lessen the need for

collaboration between budget and clussification starra.BO

Replies of personnel officers.

26" 3se supra, pp. 125-126.
27 3ee supre, pp. 126~127.
28  3ee supra, p. 120.

29  See supra, pp. 128-129.
30 see supra, pp. 129-130,
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1. It wss demonstrated that fects are drawn from
the position clusgification system by the Civil Service
Commiasion, agency Bosrds of Fxaminers, and employment
officers and used to fcrm the basis for further studies
(a) in prepering tests; (b) in informing prospective ap-
plicants sbout the basic qualifications to be tested;
(c) in preparing eligible lists; and (d) in controlling
the use of eligible lists in the fllling of regquisitions
for the certification of eligiblea. There iz & comparsa-
ble high fregquency rate with which such fsacts sre used
in (&), (b) and (d); but the frequency rete viewed from
the spency end bureau levele is subatantielly lower in
{e) and Jjustifiasbly so to the writer since this is =
funetion carried on primerily only by the Civil Service
Comminsimn.31
2« It was largely verified that the position clas-
gificetion plan saves time to some sxtent in the testing
process when: {(a) the tester does not have to determine
over and over sapsain ths dutles to he tesitsd a8 new em-
ployees i1l old jobs; (b) the tester c&n key the exsm-
Ination to classes of positions instead of to individusl
Jobe; (e) and this (a % b} decresses the number of eliw
gible lists malnteined to meet the need of the Depart-

ments. 'The use is more frequent in (b} then ia {(a), but

31 See supra, pp. 134-137.
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both are high. The infrequent rate for (e¢) is substan-
tiélly good since the functlion 1s ususlly csrried on only
by the Civil Service Commission, Therefore, 2all the re-
spondents could not express an apinian.BZ

3+ The elsagification aystam,providés informstion
which ean be used in transfer actions: (a) on the rels-
tionships of positions to one another in kxind snd levsl
of work; and (k) on the asreas of activities from which
employses may be drawn; and (e¢) by the identificetion of
careeor avenues. Ths information 1s used at & high fre-
quency rate in (a) and (-’b}.33

li. Basic information developed through the posi-
tion clussification system is used to & high degree for
performance reting purposes. Improvement in the freguen-
¢y rate should be made, howaver.BQ

B+ Although the percsntage of replies did not dis-
close any msajority opinion on the matter, the preponder-
ant reply favored the inclusion of the performance re-~
quirements on the poslition daaéription.ss

6. 1t was definitely shown thet position eclassifi-
gation standards are used, but to varying degrees, as an

gid by trsining specisllsts., The high frequeney rete 1is

32 gee suprs, pp. 138-140,
33  see supra, pp. W0-142.
34  3ee suprs, pp. Us3-lldp.
35 8ee supra, pp. l4-145.
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‘8lightly greater than the low frequency rate.36

Replies of organization end methods analyaté.

1. The procesases of fsct-finding end analysis the
position clagsificetion system involves disclose illogiesl
0rganizatién situations, and fraguantly.37

2., Position classifiers frequently report 1llogleal
organization situations, when found, to proper offieiala.38

3. Officicls who hove the power Lo nreseribe, or
recommend to top mansgement, chaenpes in the orgunization
structure frequently use classiflcetion facts =28 one of
their basic tools for explaining suen prescriptions end
raccmmendationﬂ.Bg

i, Positlon classifiers reports and other materials
indicate what zctually is the executive's span of control,
and organization and methods snalysts can frequently uase
this information for further atudiaa.kﬂ

S. Where positions can be stendardized, the use of
ptandard position deseriptions will help to a great ex-
tent in coordinating funetions, &nd to a lesser extent in

encouraging econom&.hl

35  See suprs, pp. 145, ,
37  see suprs, pp. 147-1hs,
38 3se¢e asupra, pp. 148-149.
39 See supra, p. 149.

0 See supra, pp. 145-150.
41  8ee su ra, pp. 152-153,
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6. Positlon deseriptions, reports and ot .er claos=-
sificetion records more freguently than not provide as
much useful information as the organization and methods
analysts should expect from thew. Further improvement
should be made, howevur.ua

Ts Gensr&l sgreement was expressed with the 1537
President's Committec on fdministrative Management that
the study and planning of organization structure could be
readily avpproached through the techniques that sre em~
ployed in the classification of pm;it’ic:qrus.h’3

8., The preferred locetion of the position classi-
ficatlion function was in the personnel office, and next

in the organization office.hu

Raglies of position classifiers.

1. 48 & favorable obzervation for the promptness
of the position eclassificatlon program, the clissiflers
have found that, slthough the clsssifiecation office is
blamed for deleys, other offices~-and not it--sre often
the rescl culprita.hs

2« It is felt by position classiflers that they as

& group in the Washlington area have & brosd and sympa-

b2 gee supra, pp. 153-154.
43  see supras, pp. 154-155.
4 see su &, pPpe 155-156,
45  see aupra, pp. 159-160.
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thetic understending of the problems of management. It
is unanimously felt by the respondents that clessifiers
a8 & group do cooperate with operating offieciels in
Washington at & hlgh freguency r&te.hé

3. For mansagement purposes, 1t was generally
felt that a portion of the pesltion clamsaification sheet
should ineluds the quslifications required to perform
the work.h7

L. Although it was generully felt that the grades
of professionel positions are restricted by those of ad-
minlistrsative suvervisors to some extent, it is encoursg-
ing that over four-fifths of the respondents indicated
this occurred gt & low frequency rate.uﬁ

S. It has been notieced within the past few years
thaet the position clessifiers have put forth speclal ef-
fort to explain the classificatlion system to Pedersal emw
ployaea-hg

6. Employment and classificstion teechniclans
collaborate st a rather high frequency rete in the Fed-
eral service, On the other hand this rate could be im~
proved, snd indicetlons for needed improvement point par-

ticulerly to the Depsrtment end Civil Bervice Commiasion

405 see supra, pp. 151-163.
h‘? See Bu ra' p?. 163“"16&--
48  gee suprs, pp. 155-166,
49 see supra, pp. 166-167.
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50

‘levels,

HReplies to cross-section question.

The response was excellent from the stendpoint of
perticipation In the inqulry on the degree to which the
classification process 1s an sld to mansgement In sttaln-
ing the over-sll objectives of the oppganizetion. Also,
over four-fifths of the adminlstrators, the personnel
officers, snd the position elssgifiers, sznd well cver
three-fifths of the organization and methods anslysts
felt that elasslficatlion alded to & high dagraa.sl Alw
though the percentsge of budget officers who shared the
same high opinion of position clasasification was not aas
great a2 found in the other respondent groups, the num-
ber represented slightly more than one-half of their to-

t&lﬂsz

Only one respondent out of a2ll the five groups
indicated that elessifieation sided "none”, and he was

a budget officer,

- - . -

Cn the negatlive side of ths plecture, as evidenced

by the returns of the respondents, the following was

50 See 3upre, pwllﬁgu
51  3ee supra, pp. 170-174.
52  3ee su r8, ps 171.
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‘diselosed:

Replies of peneral sdministrators.

1, It is lelt by & preponderant percentsge that
1ine administretors do sdjust otherwise dealrable organ-
izations in order to obtaln higher grade cllocstions. |
The adjustment could result in & faulty organization; but
even 1f it did not, the additionsl work to change some-
thing slready desirsble can hardly be justified, It should
be posglble to recognige higher grades, where otherwise
warranted, without revising sound organizations.sa

2. Less conlidence is had in the ebility of Depart-
mental poaitlon c¢lassifiers than those in either the Bure

Sl

3. The substentizl minority of 4O per cent who

esu or Civil Service Commission levels.

felt the frequency rate was low at which poaition claasl-
flers gavé them sdequate explanstions of the system, 1is
too large a group to suffer this sxparianca.sg

L+ &4 minority, but nevertheless s substantisl one
of sbout ans-thlrd; felt the elassification system did
not achieve "equal pey for aubstaﬁtially equal work,“gé

5, Wnile about two-thirds reported thet some

53 Ses supra, pp. 112-113.
Sk See suprs, p. 1ll3.

55  Ses suprs, pp. 113-11h.
56  See su ra, pp. 1l-115,
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-guthorlity had besn delegated by the Depertment to thelr
Buresu to make finsl grsds allocations, as &n sdvocate
of delegetion as far as practiceble the writer feels
that grester suthority could be delegated. Cne-tenth
reported definitely that no delegation to uny degree had
been made, and one-fifth showed an indifference to the
point that they 4id not meke inquiry and therefore re~
ported they did not know whether any delegation hud been
mede or not.s?

6. In general, the position clussification system
usually does not act fsst snough on grade recommendations
to satisfy line administrators yhen suthority to make
T'inal grade sllocations 1s exercised by the Depasrtment
rather then by the Bureau.sa

T In genersl, it is felt that the grades of pro-
fessionsl positions ;re restricted by those of sdminlis-
trative supsrvisors. This opinion wss expressed even
though 80 per cent of the respondents had some adminis-
trative responsibility and only 36 2/3 per cent had some
professional duties (many occupled "mixed" positions),
&8 reflected in inquiry #11 (b}.s9

8. %hile two-thirds felt that the position classi-

fication system provided uniform cccupational terminology

57  See su re, p. 116,
58  gee supra, pp. 117-118.
55  See su re, pp. 118 and 121-122.
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.for use in communications, one-third was not sufflciently
informed to express an opinion. There was not a grest
difference between the high and the low rraéuency rates

reparted.ﬁo
9, Only 40 per cent of the respondents felt that

"entirely" enough support was given by mansgement in order

thet position clessifiers could do the baat‘job.él

Beplies of budpet offlcers,.

1. In the budget proceas the cperating titles are
more saétisfactory then offieisl Clvil Service class titles.
This appeers especlally trus In the higher grades.62

2« There does not appecr toc be & tendency now to
use Civil Service position elessificetion titles for hud-
get purposes more than in past yesrs., While such sction
mey or may not add to elerity in the budget, it 1s an
indiecstion that the provision in the Classifiestion Act
of 1645 which requires 1t, without exception, is being
vlolated.63

3. Although two-thirds felt sztisfied, & substin-
tial minority felt thet there was s need for greater col-

laboration between budget and elsssificstion officers to

80 Ssee supra, pp. 118-119.
61  ses guprs, pp. 119-120.
62  s5ee muprs, pp. 12-125.
63  See suvrs, p. 126

A i
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estsablish stronger controls to carry cut the will of the
appropriating body, with one-fifth exvressing "a grest
need,”

4. It wes substantislly shown that grecter collab-
oration 1s needed between position cléss flers and budget
officers in order to 4ieep informed on whet nositions were
likely to be allocated higher or lower within the year,
for budget purpessa.ég

5. The budget officers felt that there was z greater
need for colleboration between position cluesifiers wnd
operating officlals during the lutters' prepsration of
ostimctes snd sttempts to keep within z2llotments than
between position classifiers and budget officers during
the latters' preparation of zn agency budget.éb

6. Only one-third, as agsinst slmost two-thirds,
reported that detsa on workload mesaurements snd operet-
ing stendsrds were derived st 2l1ll from the position elzs~-
sification office.’7
| Te The work relationships between pogltion classgl-
ficetion and fiscel functions (except for the faet that
the sslsry plan is based on the clessification plan) are

68

merely indirect, mechanical and routine.

55 See supra, p. 129.
66 See suprsa, pp. 130-131.
67  See supra, p. 131.
68  gee suprs, pp. 131-132,
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"Hepllies of personnel officers,

1. It was demonstrated thst only = minority of the
reapondents have seen within the past ten yesrs Instancea
where poslitlon cleasification standsrds have besn repro-
duced bodlly in examinetion announecementa., The me jority.
have never seen the standurds reproduced for this pur-
posa.é?

2, Although over 90 per cent recognized thut to
scme extent the dutles and qualifiecsirions stutemsnis on
persgonnel requisition forms are tsken from positlon clesg~
sificstion sourcss, almost half of the respondents dem=
onstrated that ihis wis dene only imfrequently.Ta

3. The rate is too infrequent st whieh the infor-
mation provided by the claussification system 1s used in
transfer actions for the identification of csareer &venu&l.?l

o Although it wes preponderantly shown that the
clegsification plan sids in identifving misplaced em-
ployeea with positions for wihiech they sre better gquali-
fied, too high & minority (slmost hell) reported o low
frequency at whieh it was unad.Tz

S« Only to & minor extent have orgsnization charts

9  See supra, p. 137.
70 see suprs, pp. 137-138.
71 see suprs, pp. 41-142,
72 35ee supra, p. 142,
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in terms of classified poszlitions besen posted snd umsed

thusly as part of & promotion program'TB

Beplies of organizstion and methods analysts.

1. dne of the hnendicaps under which position elas=-
sifiers operete in the Wsahington ares was shown when ai-
most one-third of thz respondents stated that the clesasi-
fleation function sometimes provided the only organiza=-
tion work performed by Bureau techniciens. As for ths
field service, 81ligsntly wmore than one~hall of those who
gxpressed an oplinlon stzied that the clussification func-
tion provided the only orgenizstional work @erfnrmad.?k

2« Unly minor use is Dbeiny mede ol the position
clesgification office to furnish fscis upon whilch Vane
agement lmprovement Awerds can be cousidered on the basils

-
of outstanding efficlency and econcmy.'~

Replies of vosition classifiers.

1. Although it was felft unanimously thet progress
had been made In the last five vears in the position
classification system a3 & result of published standsrds,
and the prepondersnt oyinion was that such progress had

been grest, neverthelsss, a substantiszl minority of al-

13 See su ra, pp. ih2-1h3.
[ See supre, pp. 150-151,
75  See supra, pp. 151~152.
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-most one-third felt that 1little advancement had been
madas, If 1t can be asaumed that one-third of the clas-
gifiers in the Government feel this way, the standards
progrem has not yet resched the desired point of ade-
quaey.76

2. ¥ensgement blames the clussificatlion office
for delays in effecting persomnnel actlons whersas fre-
guently 1t 12 the one causing the tardiiness beceuse of
its own failures to take prerequisite sction. Such cri~
ticism should be placed on msnagement where it appears
to bal@ng‘?7~

3+ Although most Buresu hesds and Division chiefs
often invite position classiflers for advice early encugh
wheﬁ reorganizations are taking place, a substantisl min-
ority seldom do and thus cause z grest emount of 4diffi-
ﬂulty.?a

. It is only infrequently, as & rule, that budget
analysts have called on position clasgifliers for sssist-
snce in esteblishing uniform titles for use in budget
prepayetion. Oreater collsborstion is needed in order to
laprove budget @rasentatian,79

5, A8 in the cese of line adminlstrstors, it is

75 See mupra, pp. 158-159.

1T 3ee puprs, pp. 159=-160.
T8 gee supra, pp. 160-151.

19  See supra, pp. 164-165.
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‘renerally {elt that the gredes of Lthe professlionsl poe
aitions are rastricted to sous extent by those of the
sdminlistrative pupervisors due to the bosie classilicaw
tion @u&hniqmaﬁ.39

b It wes substantially shown, end &t & high fre-
queney rste, that ths “guslificetions requlred” state-
ﬁnntﬁ in position glaaaiflication standerds lasued by the

£3vil Service Comnlssion sres too wﬁﬁg@?»sx

Feplies Lo oroms-sectlon gueastion.

1. & substanticl minority of over two-fiftha of
the budget officers indiecztsd ¢ low degres to which the
pesition oclassilloction procees wes sn ald to munapement
in atiasining the over-all objectives of the orgenigs-
t&anaﬁg

Statisticel significeance.

The percentage of replies to ezch uestlonnaire are
as follows: 50 per cent for line administrators; 65 per
cent for personnel officers; 75 per cent for budget offi-
cers; and B0 per cent for organizetion and methods anzlysts

end position classiflers. The over-all return is considered

55 See supras, ppe 165166 end 118,
51 see supra, pp. 167-1568.
B2 See puora, pe. 171.
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- good. Due to the anonymity of the respondents, which
was stresssad in sending‘out the questiomneires, no pro-
viginn wos mede for foliow-up. Thae fact that there were
2 minor mmmher of "no rerlies® and fsilures to renly has
no siznificant heering upon the resulis of the guestion-
nairea, fhe value 6f the results, more-over, depend not
cn fine statistiezl differsnces but on the indicatlions of
gttitudes held toward, and uses mede of, position classai-

fieation.



CHAPTER V
CONCLUSIONS AND RUCOKNENDATIONS

Hereln sre contained various conelusions dreawn from
the lltersture and the questionnaire study on the uses
and eparatien of the position e¢lassificetion system. Vare
ious recommendstions are szlso contalned herein looking
towerd improvement in the utilizetion and operation of
position clagsifiestlion, 28 well as for further studies

which could he made in thess aread.
I. CONCLUSICNS oY T8F USES OF POSITION QLASSIVICATION

The uses proclaimed in aveilsble literature for
position clasgsification have been set forth in the body
of Chapter III, with a swmary listing at the end., As
can be ssen by z review of these uses, they reach into
every important ohase of stalfl and line administretion.

Congress intended that position classiflication be
used for personnel asnd other maunsgement nrocesses, It
secordingly took action to delegate suthority for posl-
tion eleasifiecation to the Cilvil Service (ommlission end
the Preaident, andiprovidad for substantisl redelegetion
to the sgencies end their subordinste units, 4s a tool
of management, Congress felt that poaitiqn‘ciﬁssification
to a large extent should be placed in the hands of srency

administrators who should be responsible for 1t, Placed
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- 8ide by side with other staff functions, serving admin-
latration, sn opportunity is provided for integration
with and supplementetion of other mansagement processes,
Mede the responslbility of good menszgement, the logiceal
assumption was that administrstors would treat it intel-
ligently since they would also be sccountable for it, |
The concept of usefulness of position e¢lassilficse~-
tion is not new, It appears, however, that it is only

recently that the concept of use hes bheen stransad.l

In
the opinion of the wrlter, this stress hasg besn very
limited and represents only what should be the initial
steps toward a full program.

The uses of position classification are treated
in 1ittle detsll in published litersture. Parnaps this
is becsuse classification has been accepted as 2 useful
tool for so long thet there appesred to be no prscticel
value in conducting studiea which, presumably, would re-
sult only to verify a foregone conclusion, The scarelity
of such studles alac may be due to a lack of funds for
quelified peopls to curry on the necessary reasarch.
Apsin, In a few quarters, there may have besen a reluctance

to examine into this neatter because of the fear that the

degree ol utilization made, or possgible, msy be found

1 williem ¥, Fogher, J, Densld Kingsley, and C,
Glenn Stahl, Fublle Personael Administration (34 ed.; New
York : Harper and Brothers, 1950) ps 210.
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unfavorable, At any rste, regurdless of the resson or
reaaons,. the ecld fast 1s that thils field has harely
been touched bslow the genersl surface,

The coverage in literature of the uses of positlon
claseification 1s asubstantlially the same a3 described in
1943 by the issistant Personnel Director of tae Michigan
Stete Clvil Ssrvice Commission, who was also a lecturer
at the University of Hichlgan:

The very limited use to which the public service

puts position descriptiona 1s further illustrated

by the fact that 1ts classifleatlion litersture makes
almost mnoe polint of the uses to which the description
should be put in the opersting departments themselves,
Baruch devotes & footnote to the subject (op. elt.,

pe 181); Mosher and Kingslsy do not discuss Lt AL

2ll; and others sccord it similar attention.?

It 1s not enough for menagement to merely know that
position cleasification can sld the budget process in the
establishment of budgstery controls; for exsmple the
methods, procedures, types of knowledge avallable, timing
and other detsils whiech point up "how" this can be done
should alse be known. There appears to be nec walid
reascon why this informstion should not be published for

general consumption the same &8 ls done for many other

techniques a&nd processss,

2 Eaward 4. Litehfleld, "Organizetion Analysis
Surveys in a Personnel Agency Program,” Public Personnsl
Review, Vol. L (0etober, 1943) p. 233, Tootnote 15.
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To know that & plece of information is useful %o

gsome extent 13 not always enough either. The degree, or

frequency, of utilization made, or possible, of a tool
may well be the real test of 1ts vealidity. If & soldier'a
gun shoots only ten times out of a hundred sttempts, for
exsmple, it could scarcely be regarded as & vulid instru-
ment, If eclassificatlon is to stand justified on the
besis of utilizsation, then the frequency, depth and sube
stantive content of its contribution should slaso be con-
sidered. On the bsesis of the guestionnaire study meade,
while there is smple evidence that npogition classifice~

tion is uszeful to some extent in ell the limited nmusher

of ways inguired into, there 1s some evidence the de-
gree of utilization ias mo low that the use is lnsignifi-
cant, On the whole, however, the evidence pointing to
frequency or validity wes more encoursgling than dis-
couraging.

Winile position classificatlion is generslly thought
of first in connection with its use on which to base a
pey plan, thers asre other very important needs for 1it,
Prom & historical standpoint, for example, Fred Tclferd3
recorded that 1t was the need to standardize titles which
brought sbout the originel installation of poslition elase

sification in the United States by Chicago around 1509

3 See supra, ps 35
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or 1G10. The guestionnsire study results showed ti.at
line administrators, by far, still recognized this ser-
vice provided by classification, slthough no signifi-
cant difference wes revorted betwasen the high and low
frequency rates st which it waes emplored. Budget offi-
cers reported & frequent use of cless titles and grades,
but preferred opereting tltles eszecislly st the hipgher
grade levels. In modern perscnnel administration, the
ugse of pogition titlez with standsrd definitions 1s ine-
dispensable, although varicus refinenents sre nesded.

Other uses, with occaslional ststements by suthors
as to how important they &re, nhave besn reccrded, Ine-
cldentally, sauthors do not slways agree on the relative
importance of each use, Witness, for exsmple, the
statement by Lewis Merlsm--&s oppeosed to Telford's
evelustion-~that the two mejor uses for classificetion
are 1in connection with fixing and contrelling selaries,
end for recruiting and 1::1*‘@;@:1;.'31:i.ng;.}'L Cn the other hend,
more recent asuthors have steted that classification has
not contributed mueh to esteblish llines of promntion.s
Assuming that the latter statement is correct, one clue
for the explanstion appesrs In the questionnaire study

wiich showsd that the informstion sveilsble for use to

b See supra, pp. 50 and H7.
5  josher, Kingsley snd Stahl, op, ¢it., p. 168,
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identify career avenues is not being used enough.6
Tho useg of classification are not confined to the

subjectsmgtﬁsr supplementation ef other staff functions,
buy‘;nstead have a very resl impset on day-to-day line
operations. The fsect that an impersonel standerd exists
against whigh 8ll employees similsarly enguped ean be
measured 1s & tremendous morale builder and stabiliszer.
#itness, for example, in the questlionnalire atudy that no
line sdministrator--not even those few who felt that the
princliple of equal pay for equal wori was not beinpg at~
talned-~wished to discard the system. It salso has an ime-
pact on the exerclse of supervision, establishment of
jurisdietion between branches of government, in clarify
ing management objectives, and in administrative research.
Standard position descriptions, and other classification

tools, contribute to management clarity end aconomy.7
1I. SUGGESTIONS FOR INCHFEBASING UTILIZATIOR

Ten suggestions are offered as various means of
incressing the utillzatlon of position clessification.
All except the fifst one sre msde as the result of condi~
tions indicated in the queationneire study.

1. Recommendations for improving the utilization

%  see supra, pp. 141-142,
7 See supra, p. 45 for economy brought about
through position classification.
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of position classificetion, from the standpoint of meshing
with cther funetions of a line and staff nsature, are
somewhat stalemsted due to the lack of specific detalled
knowledge &s to how it cen be useful. Therefore, the
first suggestlon to be made by the writer 1s that compre-
henslve sﬁmdies be made and the results pubklished in
order to stimulate & greater utilization of position
clasaification.

2. The performance rating system &3 now conducted
in the Federsl government is comparatively new, although
it contains many of the same objectlves zssoclazted with
the former efficlency rating system. Although basic in-

formetion developed through the position classification
aystem is used to a high degree for performance rating
purposes, 1t 18 the opinion of the writer that improve-~
mént needs to be made In the frequency rate and in the em-
ployse coversge. A performance rating systew tends ﬁc
lose 1ts balance unless it is applied uniformly to sll po=-
gitions of & similar naturs.

3. Classifioation tools such as poasition deserip-
tions, position anslysis reports, &nd records should be
made more informetive and more available for use by ad-
ministrators and organization and methods énalysts. This
would involve clesrer work descriptions, asnd the reporting

of administrative problems such as jurisdictionsl disputes,
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personality conflicts, duplication of work, lack of pro-
vision for work execution, and similar conditions.

. The overwhelming questionnaire response of the
position clussiflers indicated s very heelthy attitude in
that they feel they cre sympathetic to munupgement and co=
operate to & high degree. The study disclosed elszo that
they frequently, within the past few yesrs, hsve put
forth special effort to explain the c¢lassification aystem
to other emplovees. The rdministretors in general sup~
ported this lstter view., The fect, however, that z sub~
stantial minority of LO per cent of the sdministrators
felt that only infrequently were they piven sdequate ex-
plan&%iéhé:of the system indicates that the need to ex-
plain continues., This need, In so far as the utilization
is conecerned, is further indlicated by the fact t-at one-
third of the sdministrators did not sppear sufficiently
informed to express an eopinion on whether position clss~
gification provided uniform coccupaticnal terminology whieh
is used in communicationa,

S5« Congress, which upproprliates funds on the basis
of budpet eatimates, required in the Clasaification Act
of 1949 that class titles be used in budget preparstion.
The study made herein disclosed that the class titles are
used 1ﬁ the agencies to a high degres, but not elways.

It appeers that since the class titlea at all lsvels are
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‘&daquéte for e substantiel minority of the budget offi-
cers questioned, 1. e., 25 per cent, and since the gp-
propriating body has sxpreased « prelerence for them, e
closer examination may disclose they cén meet the needs
for a1l in prepering budzets. It appesrs that the pos=-
sibilities have not been fully investigeted sinece the po-
sition elaasifiers reported 1t wues only seldom that they
have been consulted by budpget anslysts for sssistence in
sstablishing uniform titles. <Jloser collaboration is
recommended which should either result in full compliance
with the requirement stated In the Classification Let, or
its revision.

6, The ﬁompl&int hes been volced that the certi-
fication snd recrultment »rocesses have bLeen humpsred due
to the mesager Informetion plsced on npersonnel requisition

8 1t 15 no wonder that the laformation 1s often

forms,
megger in view of the faet that slmost helf of the respon-
dent personnel officers Indicated thsat such information
was saldom taken from pogition classgification sources.

It is obvious that employment and personnel officers

should make grester use of position descriptions for this

o ¥1lliam E. MNosher and J. Donald Kingsley, Pub-
lic Personnel :idministration (Revised ed.} New York: Her-
per and brothers., iG4l) p« 252. The importance of under-
standing the nature of positions being fllled wus stressed
in the 1950 edition, but without actually voicing the cri-
ticism made in the previous edition.
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T. Personnel officers prepoaderantly recogniged
that the clussification »nlan alds In id@ntifying mig-
placed employees with poslitions for whieh they sre better
gualified. A gubstentlial minority, however, resorted
that use was seldom made of position cluasifiecution inm
tihls connectlon. Sueh a situstion 1s deplorable, and
should be rectifled through consclentious efforts on the
part of employment and personnel offlcers to do a better
job 1in placement.

84 It 18 evident lrom the two foregolng paragraphs
beged on the questionneaire study thet employmsnt, examine-
ing and clsgsilfication officers do not collaborate to the
sxtent they should, This is further demonstrated by the
f&ct that the Civlil Service Commission continues to 1ssue
exsmination ennouncements and regulationag referring to
Typist GS-A posltions whereus the position claasification
standsards permlt a grade no higher than (5-3 for typist
work, Another exumple of inconalatency, but by no means
the only other one practiced, 1s the use of auch descrip-
tive terms as "Junior,” "Senlor,"” ete., in sxamination

10

announcements slthough poslition claessiflcation preactices

9 Ses, for recent example, letter of November 23,
1951 from the Executive Dirsctor of the Commission to the
Pedersl Departments, "Promotion to positions of Stenogra-
pher and Typist, GS-l-4." Also, see supre, pp. 73~7h.

Ses U.5.C.5.C. Announcement Ne. 250, 1ssued
October 17, 1950,
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specifically prohibit the use of thesze adjectives in Job
titles, It has been the experience of the writer that
such announcements cause confuslion, but more often in
f'ield sgency érficea than in Washington, D. C.

G« If position classifiers were freed from the ne-
cesgity of doing organizetion work snd other functions,
which genereslly are the responsibillity of managewment or
other staff officers, then they wounld have more time to
axplain the uses of clagsificstion and bring sbout grecter
collaboration. If they are not freed {rom these dutles
which they perform, after mansgement has falled, in order
to get thelr own work done, thsn they at least should be
recognized by mansgewment in terms of the jcb)nccomplishad
by proper titles, grades, sslaries, and general accepta~-
bility in work situstions.

10, Greater use should be made of the position
classlfication office to furnish fasets upon which manage-
ment improvement awaerds can be conslidered on the basis of
eutsténding efficiency and economy. The fellure to make
use of the classiflication office for this purpcse 1a'on1y
one reason which may explein the poor progress masde in the
program., Senator Russell Long (D., Lz.,) at & dinner meet-
ing for the Society of Personnel Administration sharply cri-

ticized the agencies for falling to carry out the pvogram.ll

1L Society for Personnel Administration, Newsletter,
II {(Washington : Pebrusry 1, 1951} p. 2. ‘
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I1I, CONCLUSIONS OH THYE OPERATION OF TH® POSITION
CLASBITICATION SYSTEM
A grest desl hss been sald, end much has been
written, expressing the opinions of individuala about the
successges and fallures of the position clﬂssifioation
system to achieve the principle of "egual pey for sube-
stentislly equal work.” There appesrs to be no point in
releting the divergent views here since the lsclated 1n-
cldents compiled on one side would mersly tend to belance
or cancel those on the other aide; regardless of whiekh
had the greater number, Let us instead look briefly =at
some of the ressons which have been promulgated ss to
why position clessificstion wes Ilnstalled, whst makes for
an effective or an Ineffective classification program,
end what the respondents to the guestionnsire study felt

about the situation as it exists today.

Fegsons for conducting positi&n'classifiaation.

In eddition to the sadventages to be reslized from
the uses covered in Chapter III,'anﬁ the Congressional
objective of "equal pay for substantislly equal work,"
there are other ressona for having & poaltlion clasalfics-
tion plan, Those we ars concerned with nere have to do
wlth mansgement weaknesses or errors in the treatment of

smployees.
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¥e have slready seen how the hesd of s Federsl

buresu, whose positions were not subject to the claszsifi~
cation plan, testified before Congress thst the personsl
ettitudes of suvervisorzs were conditioning the ssleries
‘p&id.lz Similsrly, we have noted three disfinct types of
administrators es described by Lewis Yerlem, &ll of whom.
differ in their trestuent of positions and pﬂ@plemlz
Another suthor hes described varicus sclary inequitles
which sare primerily due to msanagement errors where s Job
clessification plan does not exist, es follows: favorite
ism, demotlion without reductlon in pay, promotion without
sufficlient lnerease in pay, error in Judging worth of a
job, aggressive versus conservstlve supervisors end work~
ers, psyment for something other then work, union pressure,
minority group discriminstion, and diseriminstion sgainst
the physicslly handicappsdﬁlh The use of s formal position
classification system tends to halt the commission of these
human srrors go a8 to evaluete every poalition and person

against the same criteris,

Prerequisites to effectiveness.

There are & number of factors that meke & classifie

cation program effective, FPlaced in reverse, these same

12" "See suprs, pp. 45-hb.

13  see supra, pp. 83-84.
1k Jey L. Otis, and Richard He Leukart, Job Evale
uation (New York : Prentice-Hall, Inc.; 1948} pp. G-1k.
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factors tend to meke the progra: ineffective, The followw
ing conditiona appear sbsolutely necessary to successful
operation:

l. Legislstive support. iz must be shiown not
only by fine phreses in lsws and apeeches, but by adequate
approvristions to carry on the classiflication program.‘
Congrees hes not slways been conslstent in what it has
said and what it has done, For exsmple, even though one
of 1ts inveatigating committees had peinted up the need
to correct ineguities In clessillcstion, the chairman of
the appropriations sub-committee shortly thereafter ques-
tioned the need for the Clvil Service Commission to 1ssue
allocations standsrdsa in wartime, and drastically cut the
funds racommanded.lg

2. Byecutive support. The acceptance by management
of the competent declisions made by the position clzssifiw
era is very important to the program's success, The lesr
in soms guarters that menagement support wis not suffi-
clent has led to several recommendetions that position
classificetion be removed from all control of administroe-
tors, &nd one only raeuntly.16

The fear is not & new one., A3 = matter of fact the

convioction that pogitlon classiflers needed sdministretive

15 Gledys ¥. Kammerer, Impset of War on Pederal
Personnel Admlinistration 1939-1645 (Lexington, Ly. : Uni-
versity of Kentucky Preas, 1) p. 245.

Donald YcInnls, "Delegetion of Clasaifiestion

Authority : Theory end Practice,” Public Personnel Review,
Vol. 12 ?July, 1951) pp. 134-135b.
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protecticn in the performance of their duties was volced
in Congress even at the time of the enasctmant of the

Clesslification Act of 1923-17

With the exception of core
recting sctions on post sudlt and withdrawing delegated
suthority to effect clzssifieations, the penalty for a
reapanaibie official who sbuses hils classification re~
sponsibility 1s much the same s when the system was es-
teblished In 1923. In other words, thers 13 no other
pensliy in the fet 1tself for willfully and corruptly a=-
busing eclassillication esuthorlity; there is "nothing but

ths criminel Iaw¢“18

Aecording to the writer's discussion
with sn attorney, there appears o be no speclel glignif-
icence in onse's recourse to the criminal law In such
metters,

There is & work-relationshlp which both the admine
istrator and the technical expert should ever try to
sehieve, 1t is one of integrstion, "that means that a
solution has been found in which both desires have found

e placs, that nelither side hes had to sacrifice anything‘"lg

Integration involvea invention, suggestion and mutusal

17 U. 8, Congress. Congressional Record. 68th
Cong., lst sess., Vol. 55, pt. 1, on January 10, 192.
(Washington :t Government Printing Office, 1529) Cel. 1,
P. 791, |

18  Ibid., Col. 1, pe 794.

19 Fenry ¢. Fetealf, and L. Urwick, editors, Dy=
namic Administration., The {ollected Papers of Mary Parker
Follett (New York : Harper snd Brothers, 1S41) pp. 32-33.
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scceptance without the losses which occur through come
promigse, The best results sre obtained through the prin-
ciple of "power-with,” a jointly developed power, rather
then "power-over," Further, where supervisory relstlon-
ships erist, the principle of deperscnulyzing orders and
obeying "the law of the situstlon"20 should be followed
in which no one is under any one else, but all ccoperete
to get a job done,

%enagement should "play the geme.” The writer is
inclined to belleve that it generslly does.

3, Competent position clessifiers. COompetency inw
cludes other requirements in addition to technieal secur-
acy, such as soclal intelligence, fairness, objectivity,
knowledge of the Immedliate orgsnizetion asnd functions as
well a8 of other organizations and functions, inveatiga~
tive ability, a government-wlde viewpolnt, the ebility teo
suggeat sclutions to management's problems without sacri-
fieing elessilicetion principles, and courege although not
stubboruness. These qualifications have been stated very
well by a former member of the Civil 3ervice Commission
who slso remarked: "The correct clussifiestlon of positi-

cns is clearly e diffiecult and hazardous task, "2t

20 1bid., pp. 59 snd H3.

21 Leonsrd D, White, Introduction to the Study
of Public Administration {3d ed,, New York : Tne Bac—
Willan Company, 1950) p. 381.
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o V8lid eclessificstion standards, Obviously,
the tools te do & job should bs plentiful and spplica-
ble.

' B, Cooperation of employees. Xost smployees will
cooperste, especieclly il the objectives of the aystem have
been expléined. This coeoperation should teke the form of
supplying information, writing position deseriptions or
drefts, refusing to exert pressure, and personal integrie
ty.

6. Flexible pey plan. 0One of the ten principle
ehanges of the period during vtorld wer II on personnel
gdministration wes the intensification of pressures for
higher pay.ge To relisve the pressure to distort clsassi~
fication 2llocations, the psy plan should be more responw
sive in adjusting to the cost of living, and the lebor

market, An executive brench sgency should administer the

pl &N«

Effectivencss as dlscloged by queatlionnaire study.

By far the greater number of udminlstrstors felt
thet the claasifiéation asyatem schieved the principle of
equal pey for substantially equal work; however, & sub-
astentisl minority did not. In the opinion of the line

administratora, budget officers, perscnnel officers, cre

22 Kammerer, op. cit., p. 8.
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ganlzation and methods enslysts, and positlon clessifiers
the c¢lassifieation program is & grest aid in attslning
the over-asll objectives of the orgsnlzation. In genersal,
it is the opinion of the writer that the syatem is work-
ing ralatively woll, 1s serving a real need, but like gll

other management functlons could astend improvament,
IV, SUGGESTIONS FOR IMPRCVENENT OF OPERATIONS

Since no speclzl study of the litersture on the im=
provement of the operation of the position classlification
systenm was made e 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 sre bezsed only on the information obtained
rom the questionnalre study: |

1, Even though 1t 1s only infrequently that an

otherwise desirgble orgsnization structure 1s adjusted in
order to obtein higher grades, according to line adminis~
trators, the greater percentage feel that the practice 1is
done. Morale on this point, therefore, must be low, To
reaise the morele and confidence in administration and po-
sition classificetion, and educatlional program should be
lzaunched by =all &ganéies where it 1a appliuable to inform
the administretors that such csses sre the excepiion re-

ther then the rule,
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2. When the bureau officials expressed  reatar
confldence In the abillty of the buresu position classi-

ication technicians than those of the department level,
such an opinion could be interpreted merely us prejudice
in favor of thelr own technleisns who nzturslly work
closer witﬁ hem. However, thig interpretastion does not
hold in view of the same buresuw olfficlals expressing
greater confidence in the ability of the Civil Service
Commission position clazgsiflers--a group cven farther re-
moved-~-than those at the depertment level. The obvious
recommendation, therefore, ia that the departmentsl po-
sition elessilflers snd thelr superviscrs exsmine thelr
progréma and attitudes end correct the wesknesses dlisg-
closed,

3. Position classifisrs should continue to point
out the purposes, procedures and benefits of the clussifl-
cation aystem to line sdministrators.

4. EBvery effort should be made to increase the
technical competence and sympsthetic zdminlstrative atti*
tude of position clessifiers, In edditlon, the proper
relationships of menagement and the clessification expert
should be clearly set forth In Civil Bervice and agency
regulations and policlies so0 &8s to lessen the tension be-
tween the two. These needs are sppsarent in view of the

spproximately one-third minority of sdminlistrators who
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felt that the svetem wes not achleving lts objective of
equal pay for substantislly equel work, snd only 40 per
cent who Felt that "entirely” enough support wes given to
claessifiers Ly mensgement,

5. Redelegstions of authority to consummate clas-
sificetion snd othsr persounel actions siould be mede,
but wisely, to the lowest organizetionul units practica-
ble. '

6. & reexsmination should be made of the basic
clagsification techniques so0 a8 to revise where, and if,
necessary in order that the grades of professionel pow~

sitlons will not be restricted by those of sdministrative

supervisors. The writer is of the personsl opinion that
1t 1s not the basie technliquezs that are foulty in this
respect, but that the aspplicatlon of them are, in many
cesea, and especially where the sdministrative technician
rather than the professionsl techniclien is supervised
admimistratively.zj-

T« Although gresat strides have been made in the

last flve ysars In the prepsration of position clessifica~

23 The opinion theat supervision should not be s
grade restriction between the professionsl and edminis~
trative technlelans on the one hend and the administretive
supervisors on the other was also voiced in the following
study: The President'as Commlttee on Ciwvil Servieo Improve-
ment : Documents and Reports to aeeomggny sport on Civ
Service Improvement - assificetion, Apr1¥ 25, T§§2
inshington t Government Printing Offiee, 1942) pp. 165«

-
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' tion stendards, improvement iz still very much needed in
both quality and guantity.

8. ©Bureau heads and diviszion chiefs, when plane
ning reorgenizstions, should invite pozition elessiflers
for elassification advice more often and esrlier In thelr
undert&kihga.

G. MWansgement should strive for an enlightened,
compebent, democratic lezdership which rests upon the prin-
eiple of "power-with" rather than "power-over." Both
management snd the classifler should solve thelr problenms,
whon they arise, on the prianciple of integration.

10. The number of "super-grade” positions zllow~
ed at the G5 16, 17 and 13 levels, should be substen=
tially ineressed., The present restriction is not in con-
formance with the besic principle of the classification

system,
V. SUGGESTIONS FCE FURTHRR STUDY

1. Detailed and comprehenaive studies are needed
to ecleprify wherein position classification is, or csn be,
useful to other functions. The resulte of the studies
should be published,.

2. The uses of poaition classificstion, partiecu-
larly those set forth in Chepter III but which were not
tested in Chapter IV, should be thoroughly tested for
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vaiidity¢

3« Studies could be made and principles set
forth government-wide which establish at whet points,
end under what elrcumstances, btechnical classiflcation
decisiong may be over-ruled--if at all-~in favor of men=-
agement désires, It 1s believed that many position clas-
giflers and sdministrative officials have a sound under-
standing of thelr work-relationships, but apparently too
many do note A formallizstlon of these relationships
would be helpful to ths guidance of future as well a=m
curremﬁ employeeg 1n the sgencies, and & recognition of
them by Civil Service Commission classiflers would facil-
itete the post-audit program. No doubt the whole matter
of relationship is confused since classilication has been
assigned the dusl roles of serviece and control.

lie Methods and procedures should be developed and
sction teken on them by Congress and &ll cthers who share
in the responsibility for position cluassificetion, which
will peruit menagement to be more directly responsive 1in
meeting the needs of employess without distorting classi-
fication processes, Of primary importance 1s dslegetion
by Congress to en agency for the administration of the
pay plen, whereby rates within esteblished cellings could
be  ad justed to wmeet economiec &nd recrultment conditions.

5+ There may be bstter methods by which to arrive
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at position classiflication determinetions. BSome efforts
heye besen made In this direction., It is recommended that
more resesrch be made looking towsrd improving position
claseiflication techniqgues,

6. The problem of obtaining a better balance be~
tween the sslary flxing proecedures of wage board and
elassified employees needs attention.z&

7« To what extent do higher rates of pay result
in ebteaining better quelified employees? How much is 1t
necessary to ralse saleries in ordsr to recruit betier

qualified employeses?
VI. SUKEARY

There sre meny uses of position elassification In
gtaff and line operations. The literature on the aubject
is scarce and scanty. Published studles are desirsble to
correct this condition.

The success or fsilure of ths operstion of ths po-
sition claseification program depends jJointly upon Con-
gress, the President, the Civil S8ervice Commission, offi-
eials and employees in the agencies and the position

elzaesifiers. The success of the progrem is more depend-

ks U 8. Congress. The Commission on the Organi-
zstion of the Executive BEranch of the Government. A Hew
ort tc the Congress by the Commiseion on , « ws Februeary,
1949, "Personnel Management." (Weshington : Government
Printing Office, 1949) pp. 24~28.
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~ ent, however, upon the active support of agency offici-
als, It sppesrs to be reassonsbly effectlive, although
impravaments gre urgently nesded, The solution to the
difficulties arising in the opersation of the classiflca~
tion systenm between the clusaification expert snd the ade
miniatratér liee primarily, in the opiniom of the writaf,
in the principle of intsgrstion a8 expressed by Mary Pare
Ker Pollett,>”

2> See supra, pp. 205-206.
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¥arch 1, 1951

Dear Sir (or ¥Yedame):

A8 & part of the research on & ¥Faster's thesiz sat
the imericzn University, I am studying some of the work-
reletionships of the Pederzl position classificsation
system to certsln phases of government sdministration,
and clzo of some of the sttitudes of ewployees gbout poe
8ition classilficatlion in generel. The study has no of-
fieisl connection with any Federsl sgency.

& part of this study is being cerrisd on through fact-
finding and sttitude questionnelires. You heve been se-
lected 2zt random, along with = swell number of others
aimilarly chosen, to recelve and complete cne of these
questionnaires, whieh 1s attached herswith. You are not
reguested to sign the gquestlonnalire. Nelther your name
nor position title will be used in the study or disclosed
to the public In any meaner, The study will nct reflect
the attitude or conditions in your sgency, but instead
wlll represcent the over-all pleture resulting in the re-
turnas . from & number of Federsal szencies,

I sincerely hope that you will complete the question-
nalre to the best of your knowledge and ebility, and
return it to me as sgon as possible. Your cooperation
willl be ssrnestly sarpreclated.

Very truly,

Honroe F. vay

fppendix A ~ Covering memorendum whieh asccom-
panied each questionnalre sent to
general administrators
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Mareh 1, 1551

Desr 8ir {(or ¥adazme):

As a part of tkhe resesrch on s ¥eater's thesls at
the Americen mniversity, I am studying scme of the work-
relationships of the Pederel position cluasification
system bto certain phases of budget, orguinizsabi-n and
methods, and personnel adm’nistrstion, and alsoc of some
of the attitudss of tiese staflf snd line offlcers about
position classification in genersl, The study hes no
offlcial coanectlon with any Federsl sgency.

A part of this study is being carried on through
faet-inding and attitude questionnslires. You have been
selected &t random, alony with & smaull namber of others
similarly chosen, to receive and complete one of these
quasitionnalres, which 1s sttached. You sre not reguested
to sign the questionnaire, Nelther your nawme 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 instezd will
represent the over-all plcture resulting in the returns
from s number of Pederal agencies.

I sincerely hope tnet you will complete the guesw
tionnalre to the best of your knowledge and abllity, and
return it to me &8 sooun &8 possible, Your coopsrstion
will be anpreclated.

Very truly,

¥onroe P, Day

Appendix B - Covering memorandum which accom~
panied each questionnalire aent to
employees engagsed in budget, organ-
i1zation and methods, and peraonnel
edministration
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Deer S1ir (or Y¥sdsme):

A8 a part of the researsch on & Ysster's thesis at
the Americen University, I am studying some of the work-
relationships of the Federsl pogition clessificetion '
system to certain line and stelf phases of government
edministration, and alsc of some of the sttitudes of em-
ployees about position clesalficatlion in generscl, The
8tudy hes no officicl comnectlon with any Federzl sgency.

A part of ithis study l& being carried on through
fact-finding and sttitude guestionnaires. You have been
selected Tt random as & gpeclulist in the fileld of no=
gltion clessifiecation, elong with & smsll number of
otiners aimilarly chosen, to recelve and complete one of
these questionnalres, which is attached., ¥You are not
requested to sign the questlionneire. Welther your name
nor position title will be used in the study or dis-
closed to the public in eny manner, The study will not
reflect the attitudes or conditions in your sgency, but
instead will represent the over-all plcture resulting
in the returns from & number of Feds:rzl agencles,

I sincerely hope that you willl complete the ques-
tionnaire to the best of your knowledge and sbility, and
return it to me ss soon ae possible., Your cooperation
will be sarnestly sppreciated.

Very truly,

Yonroe F. Day

Appendix C - Covering memorandum which zccom-
panled each questionnalre sent to
position classifiers.
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QUESTIONNAIRE FOR ADKINISTRATORS
N

THE POSITION CLASSIFICATION SYSTEN AND ITS RELATIONSHIP
TC CERTAIR PHASES QP GENERAL ADKINISTRATION

1. (2) Do you feel that position classifiers, be-
fore clessifying existing positions, give the incumbents
en opportunity to sxplein the duties, responsibilities,
and guelificetions requiredty

yes, always
yes, very often
yes, often

yes, but seldom
no, never

no opinion

1. (b} Do you feel that position classifliers, be-
fore classifying positions, give supervisors of the in-
cumbents an opportunity to explain the dutles, responsi-
bilities, end quelifications required?

yes, always
yes, very often
yes, often

yes, but seldom
ne, never

no opinion

2+ Do you feel that adminiatrators adjust an otherwise
deglirable organizational or procedural pettern in order to
Justify higher grade allocsations?

Appendix D - Part of first page of questionnaire
sent to general administrators
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GUESTIONRAIRY FOR BUDGET CFFICERS
ON

THE POSITION CLASSIFICATION SYSTEY AND ITS RELATIONSIHIF
TC CERTAIN PHASES OF DUDGET ADHIRISTRATION

1. Official pozition class titles are established
by the Civil Service Commission in published stendards
to "denote & group of positions which are sulfficlently
similer in kind of work, level of difficulty and respon-
sibility, and qualificstlons required." Fxamples of suech
position class titles ere: Procurement Officer GS5-333-12
for one class, and Safety Engineer (35-803-12 for a dif-
ferent class. Buresu of the Budget Circulsr ¥Yo., A-~1ll of
September 22, 1950 however, requires the use of operating
titieg in budget preparsiion., Doth types of titles actu~-
slly are found 1n the budget estimates, Therefore,

Do you feel tuat the use of officianl Civil Service
titles contribute to & grester understending in the budget
proceas than the use of operzting titles such as Chiefl,
Frocurement Dlvision 58-12, or YHeglonzl Safety ZEnglneer
a3~127

yes, greater
same

no, less

ne opinion

2+« To whet extent are offlcial clasg titles which
have been esteblished by the Civil Service Commission,
and which sre used by your agency 1n position classifica~-
tlon and pay roll sctivities, also used in budget prepa-

retlons?®
s&lways
very much

Appendix E - Part of first page of questionnsire
sent to budget officers
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QURSTIONHAIRE POP PRRSONNEL OFFICERS
ON
TUR POSITION CLASSISFICATION SYSTEM AND ITS RELATIONSHIP
TO CERTAIN PUASES OF PERSONNEL ADKINISTRATION

Peeyulting, Testing and Certification

1. The position eclassification system provides s source
of information, which ceén be drewn upon by the Civil Ser~
vice Commission, sgency PBoards of Examiners, and other
employ=ent o"ficers for facts about the dutles, responsi-
billitles, and quallfications requirsed to perform the work
of posibtions,. Are such [acis obtained from the clessifi-
cation system in order to form the basls for further
studies:

£

{(a) in preporing testst

ves, always ;
yes, very olten

yes, often

res, but seldom

ne, never

no opinion

(b} in informing prospective applicants about the
hasic qualifications to be rated?

yes, always
. yea, very often
ves, often 4
yes, but seldom
no, never
no opinion

Appendix F -~ Part of first page of questionnaire
sent to personnel officers
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GUTSTIONNAIRT POR ORGANIZATION ARD METHODS '"NALYSTS
ox

THE PQSITION CLASSIFICATICN BYSTTM AND I7T3 RRLATIONSHIP
TO CERTAIN PHASES OF THF ORGANIZATION AND METHODS PUNCTION

1. (a) Do the processes of fact-finding and analysis
the classificetion system Involves (of duties and respon-
31bilitles of positions, thelr supervisory rolationships,
end the tracing of flow of work, etc,) disclose illogical

organlzation situations, to your Ynowledge?

yes, constantly
yog, very often
yes, olten

yes, but rarsly
no, never

no opinion

(b} If your snswer to question 51(a) was "no" to
any degree, & brief comment on the reason bshind your re-
ply will be spprecilated at this point.

2+, To what extent do you feel that poaition cleassi~
fiers report what appear to be illogleal organizetion
situations, when found, to officlals having the powsr to
make, or recommend, correcilions?

always
very often
often
rerely
never

ne opinien

Apﬁsndix G « Part of first page of guestionnsire
sent to organization end metnods
enalysts
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CURSTIONRNAIRY FOR PO3ITION CLASSIFITRS
oK

THE CLASSIPICATION SYSTEY AND ITR RELATIONSHIP
TO CERTAIN PHASEE OF HANAGEYENT

1. To what extent do you faal thet vrogreas has
been made in the lest flve yesrs, &8 2 result of publish-
od position classification stgndards, in the technicel
determingtion of this relatlive valusg of Jobas subject to
the Federal position clzssilication system?

very much
much

1ittle

very little
no opinion

2+, Do you find that the position eclassificgtion of-
Tice 13 blemed for deluys 1n consummating promotions and
otizer personnel asctlons, wherezs the real delay is caused
in other service or operating offices by fallure to drew
up an epproved organizatlion chert, obtain funds, reconcile
eonflicts 1n duties, ete,?

yes, always
yes, very often
ves, often

yes, but meldonm
no, never

no opianion

hppendix H - Part of first page of questionnaire
sent to position clasegifiers
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